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Shift: Hardware Centric Vendor Model To a Software Driven Ecosystem
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Situation Diagnosis: Misaligned Incentives and 'Hardware Trap'

Pollutant Correlation Analysis
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Insight: JalSetu has mastered the ‘hardware’ (robots/cleaning),
reducing visible waste. However, Water Quality Index (WQI) scores
remain static because robot cleaning does not correlate with
chemical improvement. The root cause is external sewage discharge.

The Incentive Gap: Contract vs. Reality

Contract 325-40 Crore Cost per KM: ?1.13-1.81 Cr
Value (5 Years) (Industry Std)
: High CAPEX Risk: Heavy upfront cost for
Cost Drivers (35-45%) robots/drones
Problem: 0% linked to
Revenue 75% Availability Fee ActionebBmeigense

Model / 25% Performance A Current model penalizes

JalSetu for external
pollution factors.

Executive Summary: The Strategic Pivot

JalSetu must shift from a ‘Service Vendor’ (cleaning trash) to
a ‘Strategic River Manager’ (providing intelligence). We
propose a ‘River-as-a-Service' ecosystem leveraging data to
force enforcement.




‘Availability Based' structure discourages innovation and innovation carries
disproportionate risk.

Contract Overview: Cost Structure Revenue Structure
* Value: ¥25-40 Crore (5 Years) Y
« Scope: 22 km river stretch A Performance
. 25%
CAPEX High Bonus
(Robots/Sensors) Upfront Risk
T Mismatch:
Innovation CAPEX :
not aligned with : Fixed
OPEX Revenue incentives : 75% Availability Fee
0 . . .
(Staff/Maintenance) 60% EI TORSOWING op

The current model penalizes JalSetu for external pollution sources. We need a contract
that rewards the identification of these sources, shifting risk back to polluters.



Strategic Pillars | & II: Hybrid-Intelligence Contract and Governance

New ‘Hybrid-Intelligence’ PPP Structure Vasudha River Command Centre (VRCC)  Governance RACI Matrix
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«hl «ad  Source of Truth”.
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((( ))) 3. Alert: Auto-alert
Covers Debt/OPEX. . sent to Pollution Payment :
KPI: Device Uptime. 50% Control Board. Release infonned | Responsitie;) iConsittec
‘ > i
® 4. Action: Digital Strategic Shift: Moves Enforcement
Risk Clause: Force Majeure for Water Quality 4 “Show Cause Notice" Accountability from the City (no jurisdiction)
excludes BOD penalties unless State acts on - m  generated. to the PCB (legal authority).

intelligence.



Strategqic Pillar llI: Financial Viability, Green Financing, and Hub and Spoke

Financial Analysis Revenue Mix
Cumulative Free Cash Flow Analysis (5 Years) Current State Future State
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Project Year Insight: Reduces CAPEX burden for smaller municipalities while maintaining

100% data coverage.



Implementation Roadmap: Risk Mitigation and Projected Impact (Years 1-5)

Projected Environmental Impact (BOD Levels)
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9-Year Strategic Roadmap

Asset -
Vandalism

Med
Risk

Mitigation:
Community
Engagement
(Hire locals as
operators).

Bureaucracy®

High
Risk

Mitigation: Public
Transparency via
Dashboard.

Year 1: Pilot

Deploy Hardware, VRCC
Setup, Data Protocol.

- Year 2-3: Enforcement
> Intelligence Payments,
Digital Challans, EPR Sales.

River Health
Scorecard

Status: Safe
for Bathing.




APPENDIX: SUPPORTING ANALYSIS, VALUATION & IMPLEMENTATION ROADMAP

A1. Financial Valuation Model & Key
Assumptions (5-Year Horizon)

Revenue & Cost Drivers

- Fixed Availability Fee: | Z7 Crlyr (Base Opex)
- ~%1.5 Crlyr (Target 80% KPI)

A

EPR/Plastic Credits: | Est. 205 Criyr (Market Rate)

| ~Z12.Cr (Robots, Sensors,
- VRCC - with VGF)

Intelligence Bonus:

Capex (Y1):

L Opex Growth:

J 5% Annual Inflation

Cumulative Cash Flow Projections

= == BAU (Current Contract)
== Proposed Strategy

( Outcome: Breakeven
Year 3, ~28% ROI by Y5

.
\\

Y1 Year 2 Year 3 Year 4 Year 5

A2. Data Methodology & Proxy Analysis
(Python Simulation)

Python WQI Simulation Snippet
import pandas as pd

é%i'WQI_Score'] = (df['D0']1x0.4 + (30-
df['BOD'] )*0.4)

#Simulates proxy Yamuna data

Proxy Pollutant Correlation Matrix

Fecal

" | -0.2
Coliform 0.71 1

0.82

Db Fecal éoliform

BOD

Key Insight: High BOD-Sewage correlation
proves necessity of integrating upstream data,
not just cleaning floating waste.

A3. Strategic Implementation Roadmap
(Phased Gantt Chart)

Phase 1: Foundation (Pilot & VRCC Setup)
I

Deploy Hardware,
Establish Data Protocol

l
Phase 2: Activation (Enforcement & Monetization)

I

Live, Digital Challans,
EPR Sales

Intelligence Payments
Live

Phase 3: Scale (Ecosystem Expansion)

Green Bonds Issuance,

Hub-and-Spoke Upstream

Risk Mitigation: Escrow Account for payment
security included in financial model.

CaseAgon 3.0 | Netaji Subhas University of Technology (NSUT), Delhi | Presented by Team Dstonks | Appendix Slide



Projected Impact: A 15% improvement in Water

Quality Index (waQl) within 18 months.
Impact on Organic Pollution (BOD) - River Vasudha (City Stretch)
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