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1. Executive Summary

This plan sets out a Goods-Transport Operator in India — contracted full-truck-load freight, spot-market and
broker-sourced loads, return-load and backhaul freight, part-load and LCV distribution, and warehousing-linked milk-
run contracts, run as an owned fleet of multi-axle trucks and light commercial vehicles.

The two preceding plans in this vertical sold seats. This one sells space and time on a platform that must come
back — and that single difference reorganises the economics. There is no passenger to be inconvenienced, no
occupancy to manage and no captive audience to hear from. In their place sit three things the passenger models never
faced: cargo liability, load factor, and the empty return leg.

The empty return is the defining inefficiency of Indian road freight, and it is the direct descendant of the dead
kilometres the anchor plan identified — the same waste, at ten times the distance. A truck that runs 700
kilometres loaded and 700 kilometres empty has burned diesel, consumed tyres, paid tolls, and worn out its driver
across 1,400 kilometres while earning on 700 — doubling cost per tonne-kilometre before a single inefficiency
of its own. And the honest part is that the operator only partly controls it: return-load availability is set by trade-flow
imbalances between regions, so a truck running from a manufacturing hub toward a consumption market finds
a backhaul, while one running the other way frequently does not — and the direction of that imbalance is a
fact about the Indian economy, not about the operator's sales effort. This plan raises the return-load ratio from 44%
to 71% and cuts empty running from 34% to 19% of distance.

The second structural fact is that detention time is unpaid and routinely exceeds driving time. A 700-kilometre
trip is roughly twelve hours of driving and can involve nineteen hours of waiting to load and unload. The vehicle is paid for
motion and consumes its life in stillness — and the party causing the delay bears none of its cost. Operators
rarely bill for it because the consignor is the customer, but the arithmetic is unambiguous: an operator who never
charges detention is subsidising the inefficiency of somebody else's warehouse, out of a margin that is 1.3% in
Year 1. Contracted detention charges after a free period rise from 12% to 68% of trips, and average detention falls from 19
hours to 11.

The third is that a long-haul driver does not have a job with long hours; he lives at work. Fifteen to twenty days
away from home, the cab as bedroom, poor food, few facilities. Retention in long-haul freight therefore responds to
trip rotation and guaranteed home time far more than to per-trip rates — this plan takes days home per month
from 3.1 to 7.4 and attrition from 71% to 42%. And two-driver operation on long routes is simultaneously a safety
control and a utilisation gain, because a truck with two drivers can keep moving while one sleeps — rising from
18% to 62% of long routes.

This plan models an operator requiring ₹1.40 crore (₹52 lakh promoter + ₹58 lakh vehicle term loan + ₹30 lakh working-
capital finance), moving from ₹3.18 crore revenue and ₹4 lakh profit on 12 vehicles to ₹6.12 crore revenue and ₹56
lakh profit on 22 vehicles by Year 3. (Asset-heavy freight operation — figures illustrative.)

2. Business Description, Vision & Legal Structure

Concept: A freight fleet organised around the two costs the industry treats as unavoidable — empty running and unpaid
waiting — with direct consignor relationships replacing broker dependence.

Vision: To be the operator whose trucks come back loaded.
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Mission: Find the backhaul before the outbound leaves; bill the waiting; photograph the load before it moves; never carry
above permitted weight; and get the driver home.

Legal structure options

Private Limited — recommended: cargo liability, vehicle financing, contracted consignor work.
LLP / Partnership — common in family transport businesses.
Proprietorship — widespread at small scale; exposes personal assets to cargo and accident claims.

Regulatory anchor: freight compliance in India has formalised faster than most operators' record-keeping, which has
changed the nature of the risk. National and state permits, fitness certification, road tax and state entry taxes per
vehicle; heavy transport licences with badge; PUC; AIS-140 tracking. The material change is documentation: with
GST and the e-way bill regime, a paperwork error no longer costs a fine — it stops the vehicle. A truck detained
at a checkpost with a loaded trailer is a driver, a vehicle, a consignment and a delivery commitment all halted
simultaneously, which is a categorically different cost from a penalty. Alongside these: the operator's position as
bailee of the goods, with liability for damage, pilferage and delay under the Carriage by Road Act; cargo insurance distinct
from vehicle insurance; hazardous-goods licensing where applicable; gross-vehicle-weight limits, which are widely
breached and are treated in this plan as non-negotiable; and third-party accident liability, uncapped as in every plan
in this vertical.

3. Promoter & Ownership

Led by a promoter with freight, logistics or fleet background. Three competences decide outcomes: load matching, since
the difference between a profitable and unprofitable fleet is whether the return leg is booked before the outbound departs;
consignor relationships, which are what allow an operator to escape broker margins; and driver management at distance,
because supervising people who are eleven hundred kilometres away for three weeks is a genuinely different discipline
from running a city fleet. Ownership, equity & investor terms are editable inputs.

4. Market Analysis — India

Road carries the overwhelming majority of Indian freight, and the market is enormous, fragmented and dominated by
small owners. Formalisation through GST, e-way bills and shipper compliance requirements is slowly shifting share
toward documented operators.

Demand drivers

Manufacturing and e-commerce distribution, both growing faster than rail capacity.
Formalisation, which favours operators who can invoice, track and document.
Shipper consolidation — larger consignors preferring fewer, contracted carriers.
Warehousing growth, creating steady milk-run and hub-linked movement.
Improved highway corridors, raising achievable kilometres per day.

Market sizing (illustrative framing)

Layer Definition Indicative scale

TAM Indian road freight Very large; dominated by small owners

SAM Contracted & spot FTL on served corridors Corridor- and commodity-bounded
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SOM (Yr 1–3) Trucks × trips × tonne-km × rate 12 → 22 vehicles

Indian freight is intermediated by transport brokers and commission agents, and the structure is older than
the aggregator platforms the taxi plan described but produces the same asymmetry. The broker holds the
consignor relationship, quotes the shipper, engages the truck, and takes a margin the operator often cannot see. The
operator owns the vehicle, employs the driver, carries the cargo liability, funds the diesel and waits for
payment — while owning none of the demand. Brokers are not parasitic; they perform a genuine matching function in a
market of hundreds of thousands of single-truck owners, and for spot loads and unfamiliar corridors they remain the
only practical source. But building a business on them repeats the anchor plan's error in a different costume: a fleet
whose loads all come through agents has ten years of trips and no customers, and discovers this the first time
an agent redirects volume to an operator who quoted fifty paise less. This plan therefore uses brokers deliberately
for spot fill and unfamiliar lanes while building direct consignor contracts, taking broker-sourced revenue from 26% to 18%
— and the direct relationships matter for a second reason that is easy to miss: a consignor you deal with
directly can be asked for a detention clause, and a broker cannot ask on your behalf because the detention
cost is not his.

Target segments

Manufacturers with regular outbound volume on defined corridors.
Warehousing and 3PL operators requiring dedicated or milk-run capacity.
E-commerce and retail distribution, high frequency and schedule-driven.
Agricultural and commodity movement, seasonal and backhaul-friendly.
Return-load partners — operators on the opposite corridor imbalance.

5. Competition & Competitive Advantage

Landscape: single-truck owners who make up the majority of the market, regional fleet operators, national logistics
companies, broker networks, and digital freight platforms. The rate floor is set by owner-operators whose costing
omits their own labour and their vehicle's replacement, exactly as the taxi plan described — and by operators
who overload.

The business's edge

Backhaul booked before the outbound departs, not sought after arrival.
Detention billed under a contracted clause, which most operators never attempt.
Photographed load condition, which converts unprovable claims into settled facts.
Documentation discipline, so vehicles are not stopped for paperwork.
Direct consignor contracts that no agent can redirect.

Overloading deserves to be addressed directly, because it is endemic, it is the single largest source of rate
undercutting in Indian freight, and a plan that ignores it is not describing the market an operator will actually
face. A truck carrying 25% above its permitted gross weight earns roughly 25% more per trip against almost unchanged fuel
and driver cost, which is why an overloading competitor can quote a rate this fleet cannot match and still make
money. What that rate excludes is everything the overloading costs later: accelerated axle, suspension and tyre wear;
braking distances that lengthen exactly when they matter; and a vehicle whose insurance may not respond if
it was over weight at the time of the accident — which converts an insured event into an uninsured one, on a
liability that has no ceiling. Overloading is the freight industry's version of the taxi driver's fourteenth hour:
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an operator competing against overloaders is competing against people who have priced in a risk they do not
intend to pay for, and who will be entirely correct about that until the day they are not. This plan holds loads
above permitted gross vehicle weight at NIL, loses the rate-driven business that follows from it, and competes instead
on the lanes where consignors carry reputational or compliance exposure of their own.

6. Services, Pricing & the Detention Clause

Line Model Basis

Contracted full-truck-load freight Per trip / per tonne-km, annual rate ~42–44% of revenue

Spot-market & broker-sourced loads Market rate per trip 26% → 18% — deliberately

Return-load & backhaul freight Per trip, opportunistic or contracted 18% → 22% — the margin line

Part-load & LCV distribution Per consignment / per km Last-mile and hub linkage

Warehousing-linked & milk-run contracts Monthly dedicated capacity Predictable; low empty running

Loads accepted above permitted GVW NIL — by policy Costs rate-driven business

Detention is the most under-negotiated term in Indian freight, and the reason is social rather than
commercial: the consignor is the customer, and asking a customer to pay for his own delay feels like an
accusation. The consequence is that a truck sits nineteen hours at a plant gate on a trip that pays for twelve
hours of driving, and every hour of that wait is borne by the operator — the instalment accrues, the driver is
paid, the vehicle ages, and the next load is missed. The mechanism that works is not a penalty but a threshold: a
stated free period appropriate to the commodity and location, followed by an hourly charge — which reframes
the conversation from blame to scheduling, and gives the consignor's own operations team a reason to fix a
bottleneck their management may not know exists. Two practical notes. The clause is far easier to insert at
contract renewal than mid-term, and easiest of all when quoting a new lane. And the charge should be billed
even when it is small, because a detention clause that is never invoked teaches the consignor that it is
decorative — this plan bills 62% of detained hours by Year 3, up from 8%, and the number matters more than the amount
recovered.

7. Go-to-Market — Booking the Return Before the Outbound

Acquisition

Corridor specialisation, which is what makes reliable backhaul possible at all.
Direct consignor contracts on repeating lanes.
Reciprocal arrangements with operators facing the opposite corridor imbalance.
Digital freight platforms, used for return-load discovery rather than primary demand.

Retention

Delivery reliability, which in freight means predictability more than speed.
Claims performance — documented condition and fast settlement.
Documentation accuracy, since a consignor's goods stopped at a checkpost is a consignor's problem too.
Dedicated capacity arrangements that survive rate cycles.
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Sales approach

Choose corridors before customers → contract the outbound → secure the backhaul → write in detention → document the
load → bill accurately. The strategic insight that separates a fleet from a collection of trucks is that corridors are
chosen, not accepted. An operator who accepts whatever load is offered runs a network shaped by other people's
convenience and finds his empty running determined by chance; an operator who selects two or three corridors and
builds density on them can pair outbound and return legs deliberately, and every additional customer on the
same lane makes every existing customer more profitable. That is the one genuine economy of scale in road
freight — it is not in buying trucks more cheaply, it is in the fact that lane density converts empty kilometres
into paid ones, which is why this plan grows the fleet along existing corridors rather than following demand wherever it
appears.

8. Operations Plan (match, load, move, document, settle)

Load matching: return leg identified before the outbound trip is confirmed, using corridor density,
reciprocal partners and platforms.

Loading: weight verified against permitted GVW; condition photographed and timestamped before
departure.

Documentation: e-way bill, invoice, LR and permits validated before movement — a checkpost is the wrong place
to discover an error.

Driving: two drivers on long routes, defined rest, no schedule that requires exceeding safe hours.

Detention: arrival and departure timestamps recorded at both ends and billed under the contracted clause.

Maintenance: preventive by kilometres; tyre management as a distinct cost centre.
Driver welfare: rotation planned to a home-time cycle, advances settled promptly, food and rest budgeted
rather than absorbed.

Claims: documented condition, prompt intimation, and settlement tracked as a service metric.

Fleet control points

Area Activity Control point

Empty running Backhaul booked before outbound departs Return-load ratio 44% → 71%

Detention Free period + hourly charge, timestamped Clause 12% → 68%; hours 19 → 11

Load integrity Weight verified; condition photographed Over-GVW NIL; photographed 31% → 88%

Documentation Validated before movement Detained for paperwork 4.2% → 0.6%

Driver Home-time cycle; two drivers on long routes Days home 3.1 → 7.4; attrition 71% → 42%

Demand ownership Direct consignor contracts built deliberately Broker-sourced 26% → 18%

Long-haul driver retention is the hardest people problem in this vertical and it is not primarily about money,
which is why raising per-trip rates so often fails to fix it. A long-haul driver is away from home for fifteen to twenty
days, sleeps in the cab, eats at highway dhabas, has limited access to sanitation, and is unreachable for family emergencies
for days at a time. He is not doing a job with long hours; he is living at work, and the thing he is short of is not
income but a life. The interventions that measurably move attrition are therefore structural rather than financial: a
planned rotation that guarantees a predictable number of days at home each month, prompt settlement of trip
advances so his family is not left short while he is on the road, a second driver on long routes so both can
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sleep properly, and a vehicle whose cabin is maintained as a living space rather than only as machinery. This
plan takes days home per month from 3.1 to 7.4 and attrition from 71% to 42%. The commercial return is direct and
easily overlooked: an experienced driver damages less cargo, has fewer accidents, negotiates better at
checkposts, knows which dhaba to avoid, and — most valuably — knows the corridor, which is worth more in a
freight business than in any other transport model, because he is unsupervised for three weeks at a time and
every decision he makes is his alone.

9. Permits, Cargo Liability & Compliance (India)

National and state permits, fitness certification, road tax and state entry taxes per vehicle.
Heavy transport licence with badge; AIS-140 tracking; PUC.
E-way bill and GST documentation — a paperwork error no longer costs a fine, it stops the vehicle, halting
a driver, a truck, a consignment and a delivery commitment at once.

Bailee liability under the Carriage by Road Act for damage, pilferage and delay.
Cargo insurance distinct from vehicle insurance — the goods in the trailer are frequently worth several
times the truck.

Gross vehicle weight limits — widely breached; treated here as non-negotiable, including because
insurance may not respond to a claim where the vehicle was overloaded.

Hazardous-goods licensing, driver training and vehicle marking where applicable.
Third-party accident liability, uncapped; GST on freight with reverse-charge treatment where applicable.

10. Organisation & Manpower Plan

Role Yr 1 Yr 2 Yr 3

Promoter / operations head 1 1 2

Drivers (long-haul & LCV, including second drivers) 17 25 38

Cleaners & helpers 12 16 22

Traffic & load planning 3 5 7

Maintenance & workshop 3 5 7

Documentation, e-way bill & compliance 3 4 6

Accounts & admin 3 4 6

Sales & consignor relationships 2 3 5

Total 44 63 93

Drivers per truck 1.42 1.56 1.73

Drivers per truck rises to 1.73 — that is the two-driver policy in headcount, and it buys both continuous running
and the ability to give every driver a home-time cycle without a vehicle standing still.
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11. Implementation Timeline & Milestones

Phase Timeline Milestone

Setup Month 0–3 12 vehicles financed, permits, corridor selection, first consignor contracts

Launch Month 3–12 ₹3.18cr revenue, ₹4L profit; return-load 44%, detention 19 hrs, empty running 34%

Build Year 2 16 trucks; return-load 58%, detention clause in 41%, two-driver 38%; ₹4.42cr, ₹26L profit

Scale Year 3 22 trucks; ₹6.12cr, ₹56L profit; return-load 71%, empty running 19%, detention billed 62%

12. Financial Plan (Illustrative)

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

Return-load ratio, detention recovery and corridor density are the levers; freight rates are set by the market

and are not one.

12.1 Project cost & means of finance

Capital requirement ₹

Vehicle down-payment & registration (12 vehicles) 76,00,000

Working capital (fuel, driver advances, tolls vs 45–75 day receivables) 32,00,000

Permits, national permit, first-year insurance & fitment 14,00,000

Yard, workshop & deposits 8,00,000

Technology (TMS, GPS, e-way bill, load matching) 5,00,000

Driver recruitment, training & welfare setup 3,00,000

Legal, licensing & registrations 2,00,000

Total project cost 1,40,00,000

Promoter contribution 52,00,000

Vehicle term loan 58,00,000

Working-capital finance 30,00,000

12.2 Projected Profit & Loss (3 years)

Particulars Year 1 Year 2 Year 3

Contracted full-truck-load freight 1,32,00,000 1,90,00,000 2,72,00,000

Spot-market & broker-sourced loads 84,00,000 96,00,000 1,08,00,000

Return-load & backhaul freight 58,00,000 88,00,000 1,32,00,000

Part-load & LCV distribution 32,00,000 48,00,000 68,00,000

Warehousing-linked & milk-run contracts 12,00,000 20,00,000 32,00,000

Total revenue 3,18,00,000 4,42,00,000 6,12,00,000
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Diesel 1,24,00,000 1,68,00,000 2,24,00,000

Driver wages, batta & welfare 44,00,000 60,00,000 84,00,000

Depreciation on fleet 34,00,000 44,00,000 58,00,000

Maintenance, tyres & spares 32,00,000 42,00,000 58,00,000

Tolls, permits, road tax & state entry 26,00,000 34,00,000 46,00,000

Vehicle finance cost (interest) 20,00,000 26,00,000 32,00,000

Yard, technology & admin 14,00,000 18,00,000 24,00,000

Insurance (vehicle & cargo) 12,00,000 16,00,000 21,00,000

Claims, damage & pilferage 8,00,000 8,00,000 9,00,000

Total expenses 3,14,00,000 4,16,00,000 5,56,00,000

Net profit before tax 4,00,000 26,00,000 56,00,000

Net margin 1.3% 5.9% 9.2%

Fleet size (vehicles) 12 16 22

RETURN-LOAD RATIO (loaded return legs / total trips) 44% 58% 71%

EMPTY RUNNING as share of total kilometres 34% 26% 19%

Revenue per tonne-km (₹) / Cost per tonne-km (₹) 2.85 / 2.81 3.10 / 2.92 3.34 / 3.03

AVERAGE DETENTION HOURS PER TRIP 19 15 11

Trips with a contracted detention charge after a free period 12% 41% 68%

Detention hours actually billed 8% 34% 62%

LOADS ACCEPTED ABOVE PERMITTED GROSS VEHICLE WEIGHT NIL NIL NIL

Consignments with photographed, timestamped condition at loading 31% 62% 88%

Claims as % of freight revenue 2.4% 1.5% 0.9%

Trips detained for a documentation error 4.2% 1.6% 0.6%

DRIVER DAYS AT HOME PER MONTH (guaranteed cycle) 3.1 5.2 7.4

Long-haul driver attrition / Long routes run with two drivers 71% / 18% 55% / 38% 42% / 62%

Truck utilisation (days on road / available) / Broker-sourced revenue 68% / 26% 76% / 22% 83% / 18%

Receivable days 68 58 49

12.3 Unit economics & break-even

Margin per tonne-kilometre begins at four paise — ₹2.85 revenue against ₹2.81 cost — which is thinner even
than the taxi plan's twenty paise per kilometre, and is the honest arithmetic of Indian road freight before
empty running is fixed.

The return-load ratio is the single most powerful lever in the plan: moving from 44% to 71% converts
kilometres already being driven into revenue, because the diesel, the driver, the tolls and the wear on an empty
return leg are identical to those on a loaded one.
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Diesel is 39% of the cost base, which makes fuel-price movement the dominant external risk and rate escalation on
contracted lanes essential rather than desirable.
Detention recovery adds margin without adding a kilometre — it is the closest thing to free revenue in this
business, and almost nobody collects it.
Break-even: effectively Year 1 but negligibly. Real profitability arrives only through corridor density, because
lane density is what makes backhaul reliable — and backhaul is what makes the fleet solvent.

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

Particulars (₹) Q1 Q2 Q3 Q4

Opening balance 30,00,000 21,00,000 17,00,000 15,00,000

Collections 70,00,000 74,00,000 77,00,000 81,00,000

Diesel, wages, tolls, EMI, maintenance & overheads 79,00,000 78,00,000 79,00,000 78,00,000

Closing balance 21,00,000 17,00,000 15,00,000 18,00,000

Freight has the most punishing cash cycle in this vertical, because a substantial part of the cost is paid before
the vehicle even reaches the destination and the revenue arrives two months after it returns. A single long-haul
trip requires diesel purchased at the pump, tolls paid at each plaza, driver batta advanced before departure,
and any loading or unloading charges settled on the spot — frequently ₹40,000 to ₹60,000 of cash committed to a
trip whose invoice will be paid in sixty-eight days. The operator is therefore funding the journey out of his own
pocket while the consignor's goods travel on his truck, and every additional truck deepens the hole before it
widens the margin — which is why freight businesses so often stall at the point where they look most
successful. Four controls: fuel and toll on credit-cycle fleet cards, which converts the largest daily outflows into
monthly ones and is the single highest-return change available; advance or part-payment on spot loads, which
is customary and simply requires asking; the working-capital facility sized against trips in transit plus
receivables rather than against turnover; and concentration discipline, since one large consignor stretching
from sixty to ninety days does not reduce this operator's profit — it stops his trucks, because there is no diesel
money.

12.5 Key Performance Indicators to Monitor

Utilisation economics: return-load ratio; empty running share; revenue and cost per tonne-km; truck days
on road; trips per truck per month.

Recovery: detention hours per trip, clause coverage and hours actually billed; rate realisation against contract.
Integrity & risk: over-GVW loads (must be nil); photographed load condition; claims as % of revenue;
documentation detentions; accident claims.

Driver: days at home per month; attrition; two-driver coverage on long routes; advance settlement timeliness.

13. Funding Requirement & Bankability

Total ask: ₹58 lakh vehicle term loan plus ₹30 lakh working-capital finance against ₹52 lakh promoter contribution.
Four points. First, the security is strong and conventional — commercial trucks are hypothecable, individually
registered and hold established resale markets. Second, the working-capital facility is the binding constraint and
must be sized against trips in transit plus receivables, not turnover: this operator commits ₹40,000 to
₹60,000 of cash per long trip before earning anything, and adding trucks deepens that requirement faster
than it adds profit. Third, ask for the empty-running percentage and treat its absence as the finding. An
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operator who cannot state what proportion of his kilometres are unpaid does not know his cost per tonne-
kilometre, and a freight business that does not know its cost per tonne-kilometre is quoting rates by instinct
— which works while diesel is stable and fails in the quarter it is not. Fourth, the specific integrity question in
this sector is overloading: an operator whose rates are materially below the market is either running above
permitted weight or under-provisioning replacement, and both are borrowings against a future the lender is
being asked to finance — with the added complication that insurance may decline a claim where the vehicle
was overloaded, converting a covered accident into an uncovered one on a liability that has no ceiling.

13.1 Funding utilisation

Use of funds ₹ % of total

Vehicle down-payment & registration (12 vehicles) 76,00,000 54.3%

Working capital (fuel, driver advances, tolls vs 45–75 day receivables) 32,00,000 22.9%

Permits, national permit, first-year insurance & fitment 14,00,000 10.0%

Yard, workshop & deposits 8,00,000 5.7%

Technology (TMS, GPS, e-way bill, load matching) 5,00,000 3.6%

Driver recruitment, training & welfare setup 3,00,000 2.1%

Legal, licensing & registrations 2,00,000 1.4%

Total 1,40,00,000 100%

14. Risk Analysis & Mitigation

Risk Mitigation

The empty
return leg

THE DEFINING INEFFICIENCY OF INDIAN ROAD FREIGHT AND THE DIRECT DESCENDANT OF THE
ANCHOR PLAN'S DEAD KILOMETRES — THE SAME WASTE AT TEN TIMES THE DISTANCE: A TRUCK
RUNNING 700KM LOADED AND 700KM EMPTY HAS BURNED DIESEL, CONSUMED TYRES, PAID TOLLS
AND WORN OUT ITS DRIVER ACROSS 1,400KM WHILE EARNING ON 700, DOUBLING COST PER
TONNE-KM BEFORE ANY INEFFICIENCY OF ITS OWN.  And only partly controllable: RETURN-LOAD
AVAILABILITY IS SET BY TRADE-FLOW IMBALANCES BETWEEN REGIONS, SO A TRUCK RUNNING
FROM A MANUFACTURING HUB TOWARD A CONSUMPTION MARKET FINDS A BACKHAUL WHILE ONE
GOING THE OTHER WAY FREQUENTLY DOES NOT — AND THE DIRECTION OF THAT IMBALANCE IS A
FACT ABOUT THE INDIAN ECONOMY, NOT ABOUT THE OPERATOR'S SALES EFFORT  (return-load
44%→58%→71%; empty running 34%→19%)
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Detention is
unpaid and
exceeds driving
time

A 700km trip is ~12 hours of driving and can involve 19 hours of waiting: THE VEHICLE IS PAID FOR
MOTION AND CONSUMES ITS LIFE IN STILLNESS — AND THE PARTY CAUSING THE DELAY BEARS
NONE OF ITS COST. Under-negotiated for social rather than commercial reasons — THE CONSIGNOR IS
THE CUSTOMER, AND ASKING A CUSTOMER TO PAY FOR HIS OWN DELAY FEELS LIKE AN
ACCUSATION — so AN OPERATOR WHO NEVER CHARGES DETENTION IS SUBSIDISING THE
INEFFICIENCY OF SOMEBODY ELSE'S WAREHOUSE OUT OF A 1.3% MARGIN.  Mechanism is a threshold
not a penalty: A STATED FREE PERIOD THEN AN HOURLY CHARGE, WHICH REFRAMES THE
CONVERSATION FROM BLAME TO SCHEDULING AND GIVES THE CONSIGNOR'S OWN OPERATIONS
TEAM A REASON TO FIX A BOTTLENECK THEIR MANAGEMENT MAY NOT KNOW EXISTS ; easiest to
insert when quoting a new lane; AND THE CHARGE MUST BE BILLED EVEN WHEN SMALL, BECAUSE A
DETENTION CLAUSE THAT IS NEVER INVOKED TEACHES THE CONSIGNOR THAT IT IS DECORATIVE
(clause 12%→68%; billed 8%→62%; hours 19→11)

The driver lives
at work

THE HARDEST PEOPLE PROBLEM IN THIS VERTICAL AND NOT PRIMARILY ABOUT MONEY, WHICH IS
WHY RAISING PER-TRIP RATES SO OFTEN FAILS TO FIX IT: fifteen to twenty days away, sleeping in
the cab, eating at highway dhabas, limited sanitation, unreachable for family emergencies — HE IS
NOT DOING A JOB WITH LONG HOURS; HE IS LIVING AT WORK, AND THE THING HE IS SHORT OF IS
NOT INCOME BUT A LIFE → structural interventions: a planned rotation guaranteeing predictable days
at home, PROMPT SETTLEMENT OF TRIP ADVANCES SO HIS FAMILY IS NOT LEFT SHORT WHILE HE
IS ON THE ROAD, a second driver on long routes so both can sleep properly, and a cabin
maintained as a LIVING SPACE rather than only as machinery  (days home 3.1→7.4; attrition 71%→42%;
two-driver 18%→62%). Return is direct: AN EXPERIENCED DRIVER DAMAGES LESS CARGO, HAS FEWER
ACCIDENTS, NEGOTIATES BETTER AT CHECKPOSTS AND KNOWS THE CORRIDOR — WORTH MORE
HERE THAN IN ANY OTHER TRANSPORT MODEL, BECAUSE HE IS UNSUPERVISED FOR THREE WEEKS
AT A TIME AND EVERY DECISION HE MAKES IS HIS ALONE

Overloading sets
the rate floor

ENDEMIC, AND THE SINGLE LARGEST SOURCE OF RATE UNDERCUTTING: a truck carrying 25% above
permitted weight earns ~25% more per trip against almost unchanged fuel and driver cost, WHICH
IS WHY AN OVERLOADING COMPETITOR CAN QUOTE A RATE THIS FLEET CANNOT MATCH AND STILL
MAKE MONEY. What that rate excludes: ACCELERATED AXLE, SUSPENSION AND TYRE WEAR; BRAKING
DISTANCES THAT LENGTHEN EXACTLY WHEN THEY MATTER; AND A VEHICLE WHOSE INSURANCE
MAY NOT RESPOND IF IT WAS OVER WEIGHT AT THE TIME OF THE ACCIDENT — CONVERTING AN
INSURED EVENT INTO AN UNINSURED ONE, ON A LIABILITY THAT HAS NO CEILING.  OVERLOADING IS
THE FREIGHT INDUSTRY'S VERSION OF THE TAXI DRIVER'S FOURTEENTH HOUR: AN OPERATOR
COMPETING AGAINST OVERLOADERS IS COMPETING AGAINST PEOPLE WHO HAVE PRICED IN A RISK
THEY DO NOT INTEND TO PAY FOR, AND WHO WILL BE ENTIRELY CORRECT ABOUT THAT UNTIL THE
DAY THEY ARE NOT. Over-GVW loads NIL

The broker layer

Older than the taxi aggregators and structurally identical: THE BROKER HOLDS THE CONSIGNOR
RELATIONSHIP, QUOTES THE SHIPPER, ENGAGES THE TRUCK AND TAKES A MARGIN THE OPERATOR
OFTEN CANNOT SEE — WHILE THE OPERATOR OWNS THE VEHICLE, EMPLOYS THE DRIVER, CARRIES
THE CARGO LIABILITY, FUNDS THE DIESEL AND WAITS FOR PAYMENT, OWNING NONE OF THE
DEMAND. Not parasitic (genuine matching function in a market of hundreds of thousands of single-truck
owners, and the only practical source for spot loads and unfamiliar lanes) but A FLEET WHOSE LOADS ALL
COME THROUGH AGENTS HAS TEN YEARS OF TRIPS AND NO CUSTOMERS, AND DISCOVERS THIS
THE FIRST TIME AN AGENT REDIRECTS VOLUME TO AN OPERATOR WHO QUOTED FIFTY PAISE LESS
(broker-sourced 26%→18%) — and a second reason easy to miss: A CONSIGNOR YOU DEAL WITH
DIRECTLY CAN BE ASKED FOR A DETENTION CLAUSE, AND A BROKER CANNOT ASK ON YOUR
BEHALF BECAUSE THE DETENTION COST IS NOT HIS
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Documentation
now stops the
vehicle

WITH GST AND THE E-WAY BILL REGIME, A PAPERWORK ERROR NO LONGER COSTS A FINE — IT
STOPS THE VEHICLE: A TRUCK DETAINED AT A CHECKPOST WITH A LOADED TRAILER IS A DRIVER, A
VEHICLE, A CONSIGNMENT AND A DELIVERY COMMITMENT ALL HALTED SIMULTANEOUSLY, WHICH
IS A CATEGORICALLY DIFFERENT COST FROM A PENALTY  → validated before movement, since A
CHECKPOST IS THE WRONG PLACE TO DISCOVER AN ERROR  (detentions 4.2%→1.6%→0.6%)

Cargo liability

Bailee liability for damage, pilferage and delay under the Carriage by Road Act, with CARGO INSURANCE
DISTINCT FROM VEHICLE INSURANCE BECAUSE THE GOODS IN THE TRAILER ARE FREQUENTLY
WORTH SEVERAL TIMES THE TRUCK. Photographed, timestamped condition at loading (31%→62%→88%)
CONVERTS UNPROVABLE CLAIMS INTO SETTLED FACTS  (claims 2.4%→0.9% of revenue)

The cash cycle

THE MOST PUNISHING IN THIS VERTICAL, BECAUSE A SUBSTANTIAL PART OF THE COST IS PAID
BEFORE THE VEHICLE REACHES THE DESTINATION AND THE REVENUE ARRIVES TWO MONTHS
AFTER IT RETURNS: DIESEL AT THE PUMP, TOLLS AT EACH PLAZA, DRIVER BATTA ADVANCED
BEFORE DEPARTURE, LOADING CHARGES SETTLED ON THE SPOT — FREQUENTLY ₹40,000-₹60,000
OF CASH COMMITTED TO A TRIP WHOSE INVOICE WILL BE PAID IN SIXTY-EIGHT DAYS. THE
OPERATOR FUNDS THE JOURNEY OUT OF HIS OWN POCKET WHILE THE CONSIGNOR'S GOODS
TRAVEL ON HIS TRUCK, AND EVERY ADDITIONAL TRUCK DEEPENS THE HOLE BEFORE IT WIDENS
THE MARGIN — WHICH IS WHY FREIGHT BUSINESSES SO OFTEN STALL AT THE POINT WHERE THEY
LOOK MOST SUCCESSFUL → fuel and toll on credit-cycle fleet cards (THE SINGLE HIGHEST-RETURN
CHANGE AVAILABLE), advance on spot loads, WC sized against trips-in-transit plus receivables, and
concentration discipline because ONE LARGE CONSIGNOR STRETCHING FROM SIXTY TO NINETY DAYS
DOES NOT REDUCE THIS OPERATOR'S PROFIT — IT STOPS HIS TRUCKS, BECAUSE THERE IS NO
DIESEL MONEY

Rate and fuel
exposure

MARGIN PER TONNE-KILOMETRE BEGINS AT FOUR PAISE — THINNER EVEN THAN THE TAXI PLAN'S
TWENTY PAISE PER KILOMETRE, AND THE HONEST ARITHMETIC OF INDIAN ROAD FREIGHT BEFORE
EMPTY RUNNING IS FIXED; diesel is 39% of the cost base, making rate escalation on contracted lanes
essential rather than desirable. THE ONE GENUINE ECONOMY OF SCALE IN ROAD FREIGHT IS NOT
BUYING TRUCKS MORE CHEAPLY — IT IS THAT LANE DENSITY CONVERTS EMPTY KILOMETRES INTO
PAID ONES, so the fleet grows along existing corridors rather than following demand wherever it appears

15. SWOT Analysis

Strengths

Backhaul booked before departure, taking empty
running to 19%; contracted detention recovery most
operators never attempt; photographed load condition
converting claims into facts; documentation discipline;
direct consignor contracts; conventional, hypothecable security.

Weaknesses

Four paise of margin per tonne-km in Year 1;
₹40,000–60,000 of cash committed per trip before earning;
39% of costs in diesel; long-haul driver supply structurally
difficult; corridor imbalances outside the operator's control.

Opportunities

Formalisation shifting share to documented operators; corridor
density making backhaul reliable; warehousing and milk-
run contracts with low empty running; reciprocal
arrangements with operators on the opposite imbalance ;
digital platforms for return-load discovery.

Threats

Overloading competitors setting an unmatchable rate
floor; diesel price movement against a razor margin; broker
redirection of volume; a single large consignor stretching
payment and stopping the fleet; cargo claims on high-value
consignments.

16. Recommended AiSevak Tools for This Business

This goods-transport operator would use AiSevak's Transport vertical tools in operations:
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Load economics: return-load matching before outbound confirmation, empty-running tracker, revenue and
cost per tonne-km by lane, corridor density map.

Recovery: detention timestamp capture at both ends, free-period and hourly-charge calculator, detention
billed-versus-incurred report.

Load integrity: weight verification against permitted GVW, photographed and timestamped condition
record, claims register with settlement tracking.

Compliance: e-way bill and document validation before movement, permit/fitness/insurance renewal calendar,
checkpost detention log.

Driver & cash: home-time rotation planner, advance settlement tracker, two-driver route allocation; fuel-
card credit cycle, trips-in-transit cash exposure, receivable ageing by consignor.

17. Key Assumptions & Notes

Goods-transport operator: contracted FTL freight, spot and broker-sourced loads, return-load and backhaul freight, part-
load and LCV distribution, and warehousing-linked milk-run contracts.
⚠ THE VERTICAL'S FIRST NON-PASSENGER PLAN: THE TWO PRECEDING PLANS SOLD SEATS; THIS ONE
SELLS SPACE AND TIME ON A PLATFORM THAT MUST COME BACK — NO PASSENGER TO INCONVENIENCE,
NO OCCUPANCY TO MANAGE, NO CAPTIVE AUDIENCE TO HEAR FROM, AND IN THEIR PLACE THREE THINGS
THE PASSENGER MODELS NEVER FACED: CARGO LIABILITY, LOAD FACTOR AND THE EMPTY RETURN LEG.
THE EMPTY RETURN IS THE DEFINING INEFFICIENCY OF INDIAN ROAD FREIGHT AND THE DIRECT
DESCENDANT OF THE ANCHOR PLAN'S DEAD KILOMETRES — THE SAME WASTE AT TEN TIMES THE
DISTANCE: A TRUCK RUNNING 700KM LOADED AND 700KM EMPTY HAS BURNED DIESEL, CONSUMED TYRES,
PAID TOLLS AND WORN OUT ITS DRIVER ACROSS 1,400KM WHILE EARNING ON 700, DOUBLING COST PER
TONNE-KILOMETRE BEFORE A SINGLE INEFFICIENCY OF ITS OWN — AND THE OPERATOR ONLY PARTLY
CONTROLS IT, BECAUSE RETURN-LOAD AVAILABILITY IS SET BY TRADE-FLOW IMBALANCES BETWEEN
REGIONS: A TRUCK RUNNING FROM A MANUFACTURING HUB TOWARD A CONSUMPTION MARKET FINDS A
BACKHAUL WHILE ONE GOING THE OTHER WAY FREQUENTLY DOES NOT, AND THE DIRECTION OF THAT
IMBALANCE IS A FACT ABOUT THE INDIAN ECONOMY, NOT ABOUT THE OPERATOR'S SALES EFFORT (return-
load ratio 44%→58%→71%; empty running 34%→26%→19%). Strategic consequence: CORRIDORS ARE CHOSEN, NOT
ACCEPTED — an operator who takes whatever load is offered runs a network shaped by other people's
convenience and finds his empty running determined by chance, while one who selects two or three
corridors and builds density can pair outbound and return legs deliberately, AND EVERY ADDITIONAL
CUSTOMER ON THE SAME LANE MAKES EVERY EXISTING CUSTOMER MORE PROFITABLE: THAT IS THE ONE
GENUINE ECONOMY OF SCALE IN ROAD FREIGHT — IT IS NOT IN BUYING TRUCKS MORE CHEAPLY, IT IS IN
THE FACT THAT LANE DENSITY CONVERTS EMPTY KILOMETRES INTO PAID ONES.

DETENTION TIME IS UNPAID AND ROUTINELY EXCEEDS DRIVING TIME: A 700-KILOMETRE TRIP IS ROUGHLY
TWELVE HOURS OF DRIVING AND CAN INVOLVE NINETEEN HOURS OF WAITING TO LOAD AND UNLOAD —
THE VEHICLE IS PAID FOR MOTION AND CONSUMES ITS LIFE IN STILLNESS, AND THE PARTY CAUSING THE
DELAY BEARS NONE OF ITS COST. It is the most under-negotiated term in Indian freight FOR SOCIAL RATHER
THAN COMMERCIAL REASONS — THE CONSIGNOR IS THE CUSTOMER, AND ASKING A CUSTOMER TO PAY
FOR HIS OWN DELAY FEELS LIKE AN ACCUSATION — SO A TRUCK SITS NINETEEN HOURS AT A PLANT GATE
ON A TRIP THAT PAYS FOR TWELVE HOURS OF DRIVING, AND EVERY HOUR OF THAT WAIT IS BORNE BY THE
OPERATOR: THE INSTALMENT ACCRUES, THE DRIVER IS PAID, THE VEHICLE AGES, AND THE NEXT LOAD IS
MISSED. AN OPERATOR WHO NEVER CHARGES DETENTION IS SUBSIDISING THE INEFFICIENCY OF
SOMEBODY ELSE'S WAREHOUSE, OUT OF A MARGIN THAT IS 1.3% IN YEAR 1 → the mechanism that works is A
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THRESHOLD RATHER THAN A PENALTY: A STATED FREE PERIOD APPROPRIATE TO COMMODITY AND
LOCATION, FOLLOWED BY AN HOURLY CHARGE — WHICH REFRAMES THE CONVERSATION FROM BLAME TO
SCHEDULING AND GIVES THE CONSIGNOR'S OWN OPERATIONS TEAM A REASON TO FIX A BOTTLENECK
THEIR MANAGEMENT MAY NOT KNOW EXISTS; far easier to insert at renewal than mid-term and easiest when
quoting a new lane; AND THE CHARGE SHOULD BE BILLED EVEN WHEN IT IS SMALL, BECAUSE A DETENTION
CLAUSE THAT IS NEVER INVOKED TEACHES THE CONSIGNOR THAT IT IS DECORATIVE (clause 12%→41%→68%;
hours billed 8%→34%→62%; detention 19→15→11 hours). DETENTION RECOVERY ADDS MARGIN WITHOUT
ADDING A KILOMETRE — THE CLOSEST THING TO FREE REVENUE IN THIS BUSINESS, AND ALMOST NOBODY
COLLECTS IT.

THE LONG-HAUL DRIVER DOES NOT HAVE A JOB WITH LONG HOURS; HE LIVES AT WORK — FIFTEEN TO
TWENTY DAYS AWAY FROM HOME, SLEEPING IN THE CAB, EATING AT HIGHWAY DHABAS, LIMITED
SANITATION, UNREACHABLE FOR FAMILY EMERGENCIES FOR DAYS AT A TIME: THE THING HE IS SHORT OF
IS NOT INCOME BUT A LIFE, WHICH IS WHY RAISING PER-TRIP RATES SO OFTEN FAILS TO FIX ATTRITION →
structural interventions instead: A PLANNED ROTATION GUARANTEEING A PREDICTABLE NUMBER OF DAYS AT
HOME EACH MONTH, PROMPT SETTLEMENT OF TRIP ADVANCES SO HIS FAMILY IS NOT LEFT SHORT WHILE
HE IS ON THE ROAD, A SECOND DRIVER ON LONG ROUTES SO BOTH CAN SLEEP PROPERLY, AND A VEHICLE
WHOSE CABIN IS MAINTAINED AS A LIVING SPACE RATHER THAN ONLY AS MACHINERY (days home
3.1→5.2→7.4; attrition 71%→55%→42%; two-driver long routes 18%→38%→62%; drivers per truck 1.42→1.73, which
BUYS BOTH CONTINUOUS RUNNING AND THE ABILITY TO GIVE EVERY DRIVER A HOME-TIME CYCLE
WITHOUT A VEHICLE STANDING STILL), with a commercial return that is direct and easily overlooked: AN
EXPERIENCED DRIVER DAMAGES LESS CARGO, HAS FEWER ACCIDENTS, NEGOTIATES BETTER AT
CHECKPOSTS, KNOWS WHICH DHABA TO AVOID AND — MOST VALUABLY — KNOWS THE CORRIDOR, WHICH
IS WORTH MORE IN A FREIGHT BUSINESS THAN IN ANY OTHER TRANSPORT MODEL, BECAUSE HE IS
UNSUPERVISED FOR THREE WEEKS AT A TIME AND EVERY DECISION HE MAKES IS HIS ALONE.

OVERLOADING IS ENDEMIC AND IS THE SINGLE LARGEST SOURCE OF RATE UNDERCUTTING IN INDIAN
FREIGHT — A PLAN THAT IGNORES IT IS NOT DESCRIBING THE MARKET AN OPERATOR WILL ACTUALLY
FACE: A TRUCK CARRYING 25% ABOVE PERMITTED GROSS WEIGHT EARNS ROUGHLY 25% MORE PER TRIP
AGAINST ALMOST UNCHANGED FUEL AND DRIVER COST, WHICH IS WHY AN OVERLOADING COMPETITOR
CAN QUOTE A RATE THIS FLEET CANNOT MATCH AND STILL MAKE MONEY. WHAT THAT RATE EXCLUDES IS
EVERYTHING IT COSTS LATER: ACCELERATED AXLE, SUSPENSION AND TYRE WEAR; BRAKING DISTANCES
THAT LENGTHEN EXACTLY WHEN THEY MATTER; AND A VEHICLE WHOSE INSURANCE MAY NOT RESPOND IF
IT WAS OVER WEIGHT AT THE TIME OF THE ACCIDENT — CONVERTING AN INSURED EVENT INTO AN
UNINSURED ONE, ON A LIABILITY THAT HAS NO CEILING. OVERLOADING IS THE FREIGHT INDUSTRY'S
VERSION OF THE TAXI DRIVER'S FOURTEENTH HOUR: AN OPERATOR COMPETING AGAINST OVERLOADERS IS
COMPETING AGAINST PEOPLE WHO HAVE PRICED IN A RISK THEY DO NOT INTEND TO PAY FOR, AND WHO
WILL BE ENTIRELY CORRECT ABOUT THAT UNTIL THE DAY THEY ARE NOT → over-GVW loads NIL, losing the rate-
driven business that follows and competing instead on lanes where consignors carry compliance exposure of their own.
Broker layer: older than the taxi aggregators, structurally identical — THE BROKER HOLDS THE CONSIGNOR
RELATIONSHIP AND TAKES A MARGIN THE OPERATOR OFTEN CANNOT SEE, WHILE THE OPERATOR OWNS
THE VEHICLE, EMPLOYS THE DRIVER, CARRIES THE CARGO LIABILITY, FUNDS THE DIESEL AND WAITS FOR
PAYMENT, OWNING NONE OF THE DEMAND; not parasitic (a genuine matching function, and the only practical
source for spot loads and unfamiliar lanes) but A FLEET WHOSE LOADS ALL COME THROUGH AGENTS HAS TEN
YEARS OF TRIPS AND NO CUSTOMERS, AND DISCOVERS THIS THE FIRST TIME AN AGENT REDIRECTS
VOLUME TO AN OPERATOR WHO QUOTED FIFTY PAISE LESS (26%→18%), plus the point easy to miss — A
CONSIGNOR YOU DEAL WITH DIRECTLY CAN BE ASKED FOR A DETENTION CLAUSE, AND A BROKER CANNOT
ASK ON YOUR BEHALF BECAUSE THE DETENTION COST IS NOT HIS.
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Cash — THE MOST PUNISHING CYCLE IN THIS VERTICAL, BECAUSE A SUBSTANTIAL PART OF THE COST IS
PAID BEFORE THE VEHICLE EVEN REACHES THE DESTINATION AND THE REVENUE ARRIVES TWO MONTHS
AFTER IT RETURNS: DIESEL PURCHASED AT THE PUMP, TOLLS PAID AT EACH PLAZA, DRIVER BATTA
ADVANCED BEFORE DEPARTURE AND LOADING CHARGES SETTLED ON THE SPOT — FREQUENTLY ₹40,000
TO ₹60,000 OF CASH COMMITTED TO A TRIP WHOSE INVOICE WILL BE PAID IN SIXTY-EIGHT DAYS; THE
OPERATOR IS FUNDING THE JOURNEY OUT OF HIS OWN POCKET WHILE THE CONSIGNOR'S GOODS TRAVEL
ON HIS TRUCK, AND EVERY ADDITIONAL TRUCK DEEPENS THE HOLE BEFORE IT WIDENS THE MARGIN —
WHICH IS WHY FREIGHT BUSINESSES SO OFTEN STALL AT THE POINT WHERE THEY LOOK MOST
SUCCESSFUL → fuel and toll on credit-cycle fleet cards (THE SINGLE HIGHEST-RETURN CHANGE AVAILABLE),
advance or part-payment on spot loads, WC sized against TRIPS IN TRANSIT PLUS RECEIVABLES rather than
turnover, and concentration discipline because ONE LARGE CONSIGNOR STRETCHING FROM SIXTY TO NINETY
DAYS DOES NOT REDUCE THIS OPERATOR'S PROFIT — IT STOPS HIS TRUCKS, BECAUSE THERE IS NO DIESEL
MONEY. MARGIN PER TONNE-KILOMETRE BEGINS AT FOUR PAISE (₹2.85 vs ₹2.81), THINNER EVEN THAN
THE TAXI PLAN'S TWENTY PAISE PER KILOMETRE, AND THE HONEST ARITHMETIC OF INDIAN ROAD FREIGHT
BEFORE EMPTY RUNNING IS FIXED; diesel 39% of the cost base. Regulatory: national/state permits, fitness, road tax,
heavy licence with badge, AIS-140, E-WAY BILL AND GST DOCUMENTATION WHERE A PAPERWORK ERROR NO
LONGER COSTS A FINE BUT STOPS THE VEHICLE — A TRUCK DETAINED AT A CHECKPOST WITH A LOADED
TRAILER IS A DRIVER, A VEHICLE, A CONSIGNMENT AND A DELIVERY COMMITMENT ALL HALTED
SIMULTANEOUSLY, A CATEGORICALLY DIFFERENT COST FROM A PENALTY (detentions 4.2%→0.6%), bailee
liability under the Carriage by Road Act, CARGO INSURANCE DISTINCT FROM VEHICLE INSURANCE BECAUSE THE
GOODS ARE FREQUENTLY WORTH SEVERAL TIMES THE TRUCK, hazardous-goods licensing, and uncapped third-
party liability. Lender note: strong conventional security; THE WC FACILITY IS THE BINDING CONSTRAINT AND
MUST BE SIZED AGAINST TRIPS IN TRANSIT PLUS RECEIVABLES, NOT TURNOVER; ASK FOR THE EMPTY-
RUNNING PERCENTAGE AND TREAT ITS ABSENCE AS THE FINDING — AN OPERATOR WHO CANNOT STATE
WHAT PROPORTION OF HIS KILOMETRES ARE UNPAID DOES NOT KNOW HIS COST PER TONNE-KILOMETRE,
AND A FREIGHT BUSINESS THAT DOES NOT KNOW ITS COST PER TONNE-KILOMETRE IS QUOTING RATES BY
INSTINCT — WHICH WORKS WHILE DIESEL IS STABLE AND FAILS IN THE QUARTER IT IS NOT; and AN
OPERATOR WHOSE RATES ARE MATERIALLY BELOW THE MARKET IS EITHER RUNNING ABOVE PERMITTED
WEIGHT OR UNDER-PROVISIONING REPLACEMENT, AND BOTH ARE BORROWINGS AGAINST A FUTURE THE
LENDER IS BEING ASKED TO FINANCE. ₹1.40cr, 12→16→22 vehicles, 44→93 staff, rev 3.18→6.12cr, Y1 ₹4L → Y3
₹56L. Figures illustrative, exclude GST.

▶ Use these tools now — free on AiSevak

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