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6. INSTITUTIONALIZING DATA PARTNERSHIPS

Partnerships are the cornerstone of
the “Data Partnership Program”.
The transition to zero-emission
freight cannot be achieved by any
single actor; it requires dynamic
and systematic collaboration
across the entire value chain. For
ZET adoption to move from pilots to
large-scale deployment, relationships
among stakeholders must go beyond
transactional engagements and evolve
into a framework of continuous data
sharing, joint problem-solving, and
aligned incentives.

The business case development
phase, a core pillar of the program
methodology, has been made possible
only through trusted partnerships that
enable operational data sharing, co-
design of pilots, and joint development
of deployment blueprints. These
collaborations are not transactional;
they represent a shared commitment
to shaping the market architecture for
zero-emission freight in India.

6.1 A SYSTEMS APPROACH TO PARTNERSHIP

The Data Partnership Program
takes a systems approach, aligning
stakeholders across three primary
collaboration areas:

 Commercial Viability: Shippers
and LSPs contribute real-world
freight movement data, enabling
granular route analysis and tailored
TCO Model.

* Technology Enablement: OEMs,
CPOs, and digital solution providers
support vehicle-product mapping,
charging infrastructure co-design,
and deployment readiness.

¢ Financial Innovation: Financiers,
including SIDBI, NBFCs, and leasing
partners, inform risk mitigation
strategies. The selection of viable
cases in the pre-lending phase
enables financiers to offer more
conducive lending terms.

This integrated, multi-stakeholder
structure enables the program to
move beyond theoretical modelling
and develop practical, implementation-
focused deployment plans that reflect
real-world operating conditions and
partner priorities.
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6.2 TOWARDS A “DATA PARTNERSHIP INNOVATION HUB”

The Data Partnership Program institutionalises .
collaboration across the EV freight ecosystem by
aligning demand, supply, and enabling actors into

a single framework.

* Onthedemandside, shippersand LSPsaggregate

freight demand and share operational data; fleet
operators provide route-level viability and ground-

level operating insights;

and platform/asset

companies (e.g., Transvolt, BillionE /SwitchLabs)

enable

Demand Side

Shipper

» Freight movement patterns
(routes, volumes, duty cycles)

Procurement commitments and
Scope 3 target

[=h
S5C| LSP/ Fleet Operator

Fleet operations data
* (utilization, trip frequency, costs)

* Route-level viability and ground-
level operating constraints

* Vehicle supply models
(leasing, pay-as-you-go)

» Asset management and
residual value data

Asset co / Leasing
Platforms

leasing and pay-as-you-go models.

On the supply side, OEMs deliver ZET models
designed for India’s freightoperations, while
charge point operators and utilities ensure
depot and corridorlevel charging readiness, grid
capacity, and renewable integration.

* Atthe enabler level, financing institutions, banks,

and NBFCs provide riskmitigated capital and
innovative models such as leasing and blended
finance. Policy offices (NITI Aayog, PSA, MoRTH,
MHI, and state governments) provide the enabling
environment through incentives, regulatory clarity,
and infrastructure planning.

» Consolidates and standardizes
operational data

+ Builds TCO and feasibility mod
routes and sectors to ensure vi
use cases
Facilitates risk mapping and
mitigation strategies

deployment roadmaps

&

« Aligns stakeholders into corridorlevel

Data Partnership Innovation Hub

Supply Side

Charge Point Operators

* Charging demand and infrastructure
availability
Depot/grid readiness and energy pricing
Renewable integration and uptime metrics

N
@oﬂq OEMs

Provide ZET models suited to Indian
duty cycles

» Share performance &
service-readiness data

» Align production capacity with
aggregated demand

els across
ability of

— Enablers
> Banks & =\ Financing ~on | Policy
@ NBFCs Institutions WIS Offices

Table 6.1 DATA PARTNERSHIP: ECOSYSTEM COLLABORATION

As India moves from pilot projects to corridor-scale deployment, the need is no longer for isolated partnerships
but for systematic and institutionalized collaboration. The next phase of scaling ZET adoption will require a
mechanism that enables stakeholders not only to share insights, but to jointly validate, prioritize, and act on
the most viable opportunities.

One forward-looking idea is a “Data Partnership

Innovation Hub.” a proposed resource that could
strengthen the scale-up process by:

Providing access to anonymized, aggregated
datasets from the ground - giving shippers,
LSPs, OEMs, financiers, and policymakers the
ability to plan with confidence while ensuring data
security.

e Validating the importance of specific use

cases and geographies, enabling industry and
governmenttofocus efforts where ZET deployment
is both operationally and economically viable.
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* Bringing the ecosystem together around
shared priorities, moving from fragmented pilots
toward collective, corridor-level deployment
strategies.

* Creating feedback loops on how policy
measures, financing instruments, and
infrastructure planning are enabling or
constraining adoption, so stakeholders can
adapt and refine their approaches.

e Supporting ecosystem  matchmaking,
helping shippers, fleet operators, financiers,
and technology providers find the right partners
to de-risk and accelerate adoption.

While still at the concept stage, such a hub would
help institutionalize data partnerships across
the freight ecosystem — fostering transparency,
building trust, and accelerating the journey from
pilots to scale. It positions data not as an isolated
asset but as a shared resource that unlocks
coordinated action.

Going forward, institutionalizing such data
partnerships across the many efforts already
underway in the ecosystem will be essential for
moving from fragmented pilots to coordinated,
corridor-level deployment.
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7. ANNEXURES

Economic Feasibility: Building the
Business Case for ZETs

The TCO analysis incorporates all
relevant cost drivers including vehicle
acquisition, energy and fuel costs,
maintenance, charging infrastructure,
and utilization rates across diverse
operational profiles. Special attention
is given to the interplay between high
capital expenditure and low operating
costs, a dynamic that makes utilization
and route optimization critical for
achieving cost competitiveness.

Grounded in Total Cost of Ownership
(TCO) the Data Partnership analysis
is structured around two primary
components:  Capital Expenditure
(CapEx) and Operating Expenditure
(OpEx). CapEx represents the initial

e Fo

Vehicle

Operational
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investment required for procuring
and financing the electric truck. This
cost is influenced by key technical
specifications such as  battery
capacity, vehicle body type, payload
requirement, and the range needed to
support the intended use case.

OpEx encompasses the recurring
costs associated with operating the
vehicle over its lifecycle. This includes
expenditures on maintenance, tolls,
charging infrastructure, energy costs,
and other operational expenses.
Together, CapEx and OpEx provide a
holistic view of the long-term economic
feasibility of electric truck deployment.

+ GWW & Payload
* Vehicle Body

» Contract Term
« Vehicle Running (In km) < Days of Operations

* Kms per Trip

» Battery Capacity * No of Trips per Day » Energy Consumption

* Range * Resale / Residual Value
| I U
® %

=~

Finance Cost

* Loan Term * Vehicle + Battery+ + Charger Cost

« Interest Rate Trailer Cost (Setup & Running

+ Debt: Equity Ratio * Registration Fee + Energy Cost / Fuel Cost

« Insurance * Road Tax * AMC & Repair Cost

1
(&

Others

» Manpower Cost

+ State of Registration
» Toll Cost

* Green Tax

* YOY Inflation %

e Permit Fee / Fitness Fee
* Revenue per Trip / Km
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