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ENTRY POINT 1

Managed IT Services & Cloud
Reseller
A Practical Business Model for Building a Capital-Light Data Centre Services
Business in India

Capital Required Time to Revenue Risk Profile Target ARR (Yr 1)

■5 – 25
Lakhs

30 – 60
Days Medium

■18 – 30
L

This report provides a comprehensive, execution-ready business model for launching a Managed IT

Services and Cloud Reseller business in India — the lowest-capital, fastest-to-revenue entry point into

the data centre ecosystem. It covers business model structure, revenue architecture, 12-month financial

projections, risk analysis, and a 90-day go-to-market playbook.

Prepared by: The Stress-Test Research Practice

Date: May 2026

Classification: Confidential — Not for Distribution



MANAGED IT SERVICES & CLOUD RESELLER  |  ENTRY POINT 1 Independent Investment Research  |  Confidential

Consult at brewhems@gmail.com Page 2 May 2026

EXECUTIVE SUMMARY

The case for building a managed services layer on top of India's data centre boom

India's data centre sector is in a structural growth phase — 153 facilities operational as of early 2025, capacity

targets of 2,027 MW by end-2025, and a Tier 2 white space that no national operator has yet systematically

addressed. Entry Point 1 does not require an investor to build or own any of this infrastructure. Instead, it captures

margin at the services layer — procurement, integration, managed operations, and compliance — where the real

stickiness and defensibility lie.

Core Thesis

Resell wholesale colocation and cloud capacity from Nxtra / Sify / CtrlS at a 38–48% gross margin. Bundle

managed services (monitoring, DR, compliance handholding) to create switching costs. Build recurring revenue

that compounds as clients deepen their IT dependency on you — not the infrastructure.

■5–25L
30–60
days 38–48%

Month
7–9

■30–50
L

Total startup capital Days to first revenue
Gross margin

(stabilised) Cash breakeven ARR target by Month 12

The model is deliberately capital-light because the data centre infrastructure layer is already built and accessible

via wholesale agreements. The value creation happens at the customer relationship layer — understanding the

compliance needs of a regional NBFC, the uptime SLA requirements of a hospital chain, or the cloud cost

optimisation levers for a SaaS startup. These are relationship and knowledge assets that a large national operator

cannot replicate at the local level.

WHY NOW IN INDIA

Three converging forces make this the right moment. First, the Digital Personal Data Protection Act (DPDP) 2023

has created a compliance urgency among mid-market enterprises that previously operated without formal data

governance infrastructure. Second, the RBI's updated IT governance guidelines for NBFCs and co-operative banks

have made managed IT infrastructure a regulatory necessity rather than an option. Third, the GST e-invoicing

mandate and ABDM (Ayushman Bharat Digital Mission) rollout are pulling healthcare and retail businesses toward

cloud-native, managed infrastructure at scale.

These regulatory tailwinds create a demand environment where clients are actively seeking a managed services

partner — not just a rack provider. The opportunity is to be that trusted partner before the larger integrators and

national telcos absorb the market.
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BUSINESS MODEL ARCHITECTURE

Three interlocking revenue streams, each with distinct margin and growth profiles

REVENUE STREAM BREAKDOWN

Revenue Stream What You Sell Upstream Cost Gross
Margin

Stickiness

Colocation

Resale

Rack/cage space in Nxtra, Sify,

CtrlS facilities — wholesale

bought, retail sold

62–52% of revenue

(declining as scale

grows)

38–48% Medium — client

owns the rack

relationship

Cloud Billing

Passthrough

AWS / Azure / GCP

consumption via CSP reseller

program

78–85% of billing

(hyperscaler cut)

15–22% High — billing

consolidation +

MSP tools lock-in

Managed

Services Fees

NOC monitoring, patch mgmt,

DR, backup, compliance

advisory

22–30%

(sub-contractor +

tooling)

70–78% Very High —

operational

dependency

Strategic Priority: Grow Managed Services fastest

Colocation resale is the entry point — it gets you in the door and establishes the relationship. Cloud billing builds

recurring volume quickly. But Managed Services is where the real business is: 70%+ gross margins, very high

switching costs, and a natural upsell path into security, compliance, and eventually a full virtual-CIO retainer.

Every new client should be sold the MS bundle from Month 3 onward.

CUSTOMER SEGMENTATION

Primary Targets
→ Regional NBFCs and co-operative banks (RBI IT

compliance mandate)

→ Multi-site hospital chains and diagnostic labs

(ABDM + data localisation)

→ Manufacturing MSMEs with ERP/cloud migration in

progress (GST e-invoicing)

→ SaaS startups (50–200 employees) needing

managed infra without an ops team

Secondary / Expansion Targets
→ Educational institutions and coaching chains

(EdTech compliance)

→ Real estate developers running PropTech platforms

→ Regional e-commerce and D2C brands needing

cloud cost management

→ Government-adjacent bodies (Smart City, municipal

digitisation projects)

PRICING ARCHITECTURE
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Pricing should reflect value delivered, not cost-plus. The key insight is that your clients are not buying rack space

— they are buying uptime, compliance, and peace of mind. Structure pricing accordingly across three tiers:

Tier Package Included Price Range Target Client

Starter Managed Hosting 1/4 rack + monitoring + 99.5%

uptime SLA

■18,000–25,000/

mo

SME startup, small

NBFC branch

Busines

s

Managed Cloud

+ Colo

Full rack + cloud billing mgmt +

DR + compliance

■35,000–55,000/

mo

Hospital, mid-size

NBFC, manufacturer

Enterpri

se

Virtual CIO

Retainer

Full stack managed + security +

governance + quarterly review

■70,000–120,00

0/mo

Multi-site enterprise,

regulated BFSI
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OPERATIONS & TEAM STRUCTURE

What you need to build, buy, and hire — in the right sequence

TOOL STACK (Month 1 Priority)

Category Recommended Tool Cost (■/mo) Purpose

RMM & Monitoring NinjaRMM / Auvik ■5,000–8,000 Remote monitoring of client endpoints

and infrastructure

Ticketing & CRM Freshdesk + Zoho CRM ■2,000–4,000 SLA tracking, client communication,

sales pipeline

Backup & DR Veeam / Acronis ■3,000–6,000 Client backup management and DR

orchestration

Security ManageEngine /

SentinelOne (basic)

■4,000–8,000 Endpoint protection, patch management

Cloud Cost

Management

CloudHealth / Spot.io

(AWS/Azure partner tier)

■1,500–3,000 Cloud billing optimisation and anomaly

alerting

Contracts &

Compliance

Leegality / DigiSign ■1,000–2,000 Digital contract execution, SLA

documentation

Total Tooling ■16,500–31,00

0/mo

~5–8% of stabilised revenue —

acceptable

HIRING PLAN — SEQUENCED BY REVENUE MILESTONE

Role Joins CTC (■/mo) Revenue
Trigger

Key Responsibilities

Founder / MD Day 1 ■80,000 draw — Sales, client delivery, upstream

negotiations, financial management

Sales Executive Month 1 ■30,000–35,

000

Day 1 Lead generation, client meetings,

proposal preparation, partner outreach

Sr. Infrastructure

Engineer

Month 4 ■45,000–55,

000

MRR > ■1.2L NOC operations, client onboarding,

RMM management, escalation

handling
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Role Joins CTC (■/mo) Revenue
Trigger

Key Responsibilities

Jr. Engineer / NOC Month 9 ■28,000–32,

000

MRR > ■2.5L L1 support, monitoring alerts, patch

deployment, documentation

Upstream Agreements — Negotiate Before You Sell

Before closing your first client, you must have signed wholesale agreements with at least one upstream colo

provider and enrolled in one cloud CSP program. Nxtra and Sify both have partner programs — minimum

commitment is typically 5–10 racks for 12 months. AWS Partner Network (APN) and Azure Cloud Solution

Provider (CSP) programs are free to join but require business registration and a 3-month validation period. Start

these applications on Day 1.
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12-MONTH FINANCIAL PROJECTIONS

P&L; build — milestones at Month 3, 6, 9, and full-year FY 2025-26

■3.0L ■5.2L ■30.4L Month 8 18–22%
MRR at Month 9 MRR at Month 12 FY Revenue Cash breakeven Net margin (M12)

PROFIT & LOSS STATEMENT

All figures in ■. Milestones shown at Month 3, 6, 9, and full-year total. Revenue ramps assume: colo clients 1→8, cloud clients

1→8, managed services 0→6 by end of FY. Gross margin improves as MS mix grows and upstream colo rates are renegotiated.

Line Item M3 M6 M9 FY Total

REVENUE

Colocation hosting revenue ■56,000 ■1,12,000 ■1,75,000 ■13,44,000

Cloud billing revenue ■96,000 ■1,74,000 ■3,12,000 ■22,68,000

Managed services fees ■35,000 ■80,000 ■1,35,000 ■7,56,000

GROSS REVENUE (ex-GST) ■1,87,000 ■3,66,000 ■6,22,000 ■43,68,000

COST OF REVENUE

Upstream colo cost –■34,720 –■64,960 –■96,250 –■7,17,120

Cloud billing COGS –■81,600 –■1,42,680 –■2,49,600 –■18,41,040

Managed services delivery –■10,500 –■22,400 –■33,750 –■1,81,440

GROSS PROFIT ■60,180 ■1,35,960 ■2,42,400 ■16,28,400

Gross margin % 32.2% 37.1% 39.0% 37.3%

OPERATING EXPENSES

Total payroll & founder draw –■1,10,000 –■1,55,000 –■2,13,000 –■18,12,000

Tools, connectivity & admin –■33,000 –■36,000 –■46,000 –■4,62,000

Sales, marketing & travel –■23,000 –■21,000 –■23,000 –■2,58,000

EBITDA –■1,05,820 –■76,040 –■39,600 –■9,03,600

Depreciation & interest –■14,167 –■14,167 –■14,167 –■1,70,004

PROFIT BEFORE TAX –■1,19,987 –■90,207 –■53,767 –■10,73,604
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Line Item M3 M6 M9 FY Total

Tax provision (25%) — — — —

PROFIT AFTER TAX –■1,19,987 –■90,207 –■53,767 –■10,73,604

MONTH 10-12 PROFITABILITY
(ACTUAL)

Monthly revenue (M10/11/12) ■4.2L ■5.2L

Monthly PAT (M10/11/12) ■12,000 ■88,000

Net margin at M12 17–19%

Why the model loses money in H1 — and why that's acceptable

The first 6 months absorb: (1) founder draw before clients generate sufficient ARPC, (2) the full cost of the sales

executive before their pipeline converts, (3) AWS/Azure CSP onboarding period where cloud margin is low. This

is deliberate — do not cut sales or tooling costs in Month 1–3. The payoff comes in Month 7–12 as the MS mix

grows. H2 EBITDA turns positive by Month 8–9.
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90-DAY GO-TO-MARKET PLAYBOOK

Execution sequence — from registration to first three paying clients

Days 1–7 Register Pvt Ltd (MCA). Open current account (HDFC/ICICI — prefer ICICI for startup banking).

Apply for AWS Partner Network (APN) and Azure CSP program. Contact Nxtra and Sify partner

teams for wholesale rack pricing.

Days 8–15 Set up RMM (NinjaRMM free trial), ticketing (Freshdesk free), and CRM (Zoho free tier). Draft

standard MSA, SLA template, and DPA (Data Processing Agreement) — critical for BFSI and

healthcare clients. Engage a CA for GST registration.

Days 16–30 Build a target list of 30 SMEs in your city — focus on NBFCs, nursing home chains, and

mid-size manufacturers. Begin outreach via LinkedIn and CA/IT-consultant referrals. Offer a free

1-hour 'IT infrastructure audit' as the lead magnet.

Days 31–45 Close first 1–2 anchor clients. Target: one with colo need + one with cloud billing. Offer Month 1

at cost (no margin) to prove service quality. Document everything — this becomes your first

case study.

Days 46–60 Onboard clients onto RMM. Deliver first monthly service report. Introduce the managed services

upsell. Begin outreach to 2 more prospects from your pipeline.

Days 61–90 Close 2 more clients. Hire Sr. Engineer if MRR > ■1.2L. Sign your first 12-month contracts.

Begin AWS/Azure CSP billing consolidation for cloud clients. Target: MRR > ■1.5L by Day 90.

CHANNEL STRATEGY

The most efficient client acquisition channel in this market is not digital marketing — it is referral networks.

Specifically:

● Chartered Accountants (CAs): CAs serving SME clients are the most direct referral channel. They are already

trusted advisors who know their clients' pain points around compliance and data management. A revenue share

of ■5,000–15,000 per closed client is standard and acceptable.

● IT hardware resellers and system integrators: They sell servers and laptops but don't offer managed services.

Position yourself as their managed services arm — they refer, you deliver, both benefit.

● Insurance brokers serving BFSI clients: Many bank and NBFC branches need IT compliance documentation

for cyber insurance — you become the natural referral.

● Real estate developers: Commercial properties increasingly need managed IT as a building service. A tie-up

with a commercial property developer gives you captive access to their tenants.
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RISK ANALYSIS & MITIGATION

Critical risks quantified and addressed

Risk Level Mitigation Strategy

Margin compression from

cloud hyperscalers

Medium AWS/Azure compete directly on cloud billing, but not on managed

services. Build pricing around the MS retainer, not the

passthrough. Aim for >50% of revenue from managed services by

Month 12.

Client concentration (>40%

ARR from one client)

High Enforce a hard cap: no single client should exceed 35% of MRR.

Diversify across verticals from Month 1. If an anchor client

represents >40%, do not hire new staff until a second anchor is

signed.

Upstream pricing increase by

Nxtra/Sify

Medium Lock 12-month wholesale pricing contracts before client

commitments. Build 3–5% annual escalation clauses into client

contracts. Maintain relationships with at least 2 upstream

providers.

Slow client ramp (below base

case)

High If Month 3 MRR is below ■80,000, revisit ICP (ideal customer

profile) and channel strategy. Do not extend runway by cutting the

sales executive — that accelerates the problem. Cut founder draw

instead.

Key person dependency

(founder)

High Document all client relationships, pricing, and processes from Day

1. Introduce the Sr. Engineer to all clients at onboarding. Build the

business to be transferable — this improves valuation if you exit.

DPDP Act compliance

obligations

Low As a data processor for clients, ensure your MSA includes a robust

DPA. Engage a cyber law firm to draft a template DPA

(■15,000–25,000 one-time cost). This also becomes a sales asset

— clients in BFSI/healthcare value it.
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SCALING ROADMAP & YEAR 2 TRANSITION

How Entry Point 1 becomes the foundation for Entry Points 2, 3, or 4

FROM SERVICES TO INFRASTRUCTURE — THE NATURAL PROGRESSION

The Managed Services business is not just a standalone operation — it is an intelligence-gathering engine. Every

client engagement teaches you which cities have infrastructure gaps, which verticals are underserved, what

compliance pain points are most acute, and which clients are growing fast enough to anchor a larger infrastructure

investment. By Month 12, you will have enough data to make a capital-allocation decision with conviction.

Milestone Trigger Action Investment

ARR > ■30L, 8+

clients

Month

10–12

Upgrade to Entry Point 3 (Colo Partner) —

commit to 20-rack wholesale block, expand

white-label capacity

■25–40L additional

Tier 2 demand signal

from clients

Month 8–10 Evaluate Micro DC (Entry Point 2) in one Tier 2

city where you already have 2+ clients

■1.2–1.8Cr (DC

buildout)

AI/ML client demand Month 9–12 Add GPU compute (Entry Point 4) — 4× RTX

4090 cluster, co-located, target AI startups in

your existing client network

■8–12L (hardware)

Recurring ARR >

■50L

Month

12–15

Consider SEBI-registered investment adviser

(RIA) license if expanding into capital markets

infra advisory (BFSI clients)

■3–5L

(compliance)

KEY PERFORMANCE INDICATORS TO TRACK MONTHLY

Financial KPIs
■ MRR (Monthly Recurring Revenue) — target ■3L by

M9, ■5L by M12

■ Gross margin % by revenue stream — MS margin

should exceed 65% by M9

■ Payroll as % of revenue — must stay below 45% by

M6, 35% by M12

■ CAC (Customer Acquisition Cost) — target < 3

months ARPC

■ LTV:CAC ratio — target > 5x on 24-month contract

horizon

Operational KPIs
■ SLA breach rate — target zero P1 breaches per

month

■ Ticket resolution time — P1 < 1 hour, P2 < 4 hours,

P3 < 24 hours

■ Client NPS (quarterly survey) — target > 50

■ Churn rate — target 0% in Year 1 (each lost client is

a crisis)

■ Upsell rate — % of colo clients also on MS retainer
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The Single Most Important Number to Watch

Net Revenue Retention (NRR) — the percentage of last month's MRR retained plus expansions this month. An

NRR above 110% means your existing clients are growing faster than any churn. An NRR below 90% is an early

warning signal to investigate before adding new clients. Track this from Month 3 onward. If NRR drops below

90% for two consecutive months, pause new client acquisition and fix the service delivery problem first.

VALUATION POTENTIAL

Managed services businesses with recurring ARR, high gross margins, and demonstrable client retention

command strong acquisition multiples in India. Strategic acquirers include national telcos (Airtel, Jio), IT integrators

(HCL, Wipro's SME division), and PE-backed managed services platforms. At ■50L ARR and 40%+ gross

margins, a 3–5x ARR multiple implies a valuation of ■1.5–2.5Cr — achievable within 18–24 months of operation.
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APPENDIX: LEGAL, REGULATORY & COMPLIANCE FRAMEWORK

What you need to be compliant — and how to use compliance as a sales asset

MANDATORY REGISTRATIONS (YEAR 1)

Registration Authority Timeline Cost Priority

Private Limited

Company

MCA / ROC 7–10 days ■6,000–12,000 (CA

fees)

Day 1

GST Registration GSTN 3–5 days NIL (self or CA) Week 1

Professional Tax (if

applicable)

State Govt 1–2 days ■2,500/year Month 1

MSME Udyam

Registration

MSME Ministry Instant

(online)

NIL Week 1 (enables bank

benefits)

AWS Partner Network

(APN)

Amazon 2–4 weeks

validation

NIL Day 1 (apply

immediately)

Azure Cloud Solution

Provider

Microsoft 3–6 weeks NIL Day 1 (apply

immediately)

ISO 27001 Certification Accredited body

(BSI, TÜV)

3–6 months ■1.5–3L Month 9 (after 5+ BFSI

clients)

CONTRACTS YOU MUST HAVE BEFORE CLOSING FIRST CLIENT

■ Master Services Agreement (MSA): Defines scope of services, liability caps, IP ownership, and termination

clauses. Critical clause: liability cap at 3 months of fees — standard for managed services globally.

■ Service Level Agreement (SLA): Defines uptime commitments (99.5% for Starter, 99.9% for Business),

response times, and credit mechanisms for SLA breach. Must be appended to every MSA.

■ Data Processing Agreement (DPA): Required under DPDP Act 2023 for any client whose customer data

passes through your managed infrastructure. Defines data handling, breach notification timelines (72 hours to

DPDT), and deletion protocols.

■ Non-Disclosure Agreement (NDA): Mutual NDA before any pricing discussions with enterprise clients. Use a

simple 2-page template — do not over-engineer.

■ Partner Agreement (with upstream colo provider): Defines wholesale pricing, SLA pass-through obligations,

and escalation procedures. Ensure your liability to clients is not greater than your upstream provider's liability to

you.
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Using Compliance as a Revenue Driver

Do not treat regulatory compliance (DPDP, RBI IT guidelines, ABDM) as a cost — treat it as a product. Many of

your target clients (NBFCs, hospitals, manufacturers) have compliance obligations they do not know how to fulfill

technically. Offer a 'Compliance-Ready Infrastructure' package that bundles your managed services with a

quarterly compliance report and DPA documentation. Price it at ■15,000–25,000/month above your base tier.

This is your highest-margin offering and the hardest for any competitor to replicate without deep regulatory

knowledge.

DISCLAIMER: This report is prepared for informational and advisory purposes only. Financial projections are estimates based on

publicly available market data and operational assumptions — actual results will vary based on execution, market conditions, and

competitive dynamics. This report does not constitute financial, legal, or investment advice. Readers should conduct their own due

diligence and consult qualified professionals before making any business or investment decisions.


