@ Rishabh Jain - Project Manager CASE STUDY - ONE PAGE

MNRE - NATIONAL GREEN HYDROGEN MISSION - 2026

A national registry for a
process that did not yet exist

There was no process for certifying green hydrogen in India, so the process was defined with the
ministry first. The portal was then built around it, passed an external security audit, and was
launched by the Minister on 1 July 2026.
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Clarification requested Final certificate with a carbon
producer responds, then the review resumes intensity above 2.0: rejected, and

every provisional withdrawn at once

THE CONSTRAINT, AND THREE DECISIONS OUTCOME

e No existing certification process, so no benchmark to build against

e An external security audit stood between the build and production 8 1 Jul

« Validation rules that change through office memoranda, not releases certificates issued, from public launch, by the
20+ applications Minister

1. Append-only registry.
An amendment becomes a new record and the original stays intact.
cosT Storage, harder read paths, an interface that must name the version. 48 / 51 3 dayS

internal findings closed for a change request that

2. Internal security review first. before the external audit altered the workflow

The external audit met a platform already attacked.

cosT S ity effort pulled into a b indow. . ]
bRy SR I SRy i Al advises. A named officer approves every
3. Al held out of Phase 1. consequential action.

Auditors learn the process before they judge an assistant.
| Every generated claim cites the document

supporting it.

cosT A phase of efficiency delayed.

Phase 2 Al: client approval received, procurement in progress.
Expected outcomes are targets, not results.
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