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Vedanta – Meet the Agarwals – Runaya Green 
Tech 
A 3 r d  Agarwal-owned margin thief : how many times have HZL management looked the other 

way?  

PLEASE READ IMPORTANT DISCLAIMER – PAGE 7 

July 29, 2025 – At this point it feels like we’ve written the same report multiple times. An Agarwal-owned entity 

is siphoning value out of Hindustan Zinc Limited (HZL), a Vedanta Limited (VEDL) subsidiary already crippled by 

mismanagement.  

▪ Runaya Green Tech appears to operate as an integrated HZL subsidiary, despite being 100% owned by the 

Agarwal family1. It performs strategic processing functions at high margins to enrich HZL’s promoter group. 

This is margin theft, and constitutes fraud. 

▪ HZL appears to pay both to process its own waste and to buy back the recovered material, resulting in 

margin duplication and long-term economic loss to the listed company. 

▪ Runaya Green Tech is reliant on financing from HZL in order to engage in capital projects. This includes 

advances from HZL.  

▪ Over 90% of Runaya Green Tech’s revenue and payables are with HZL, with 121 days of receivables and 

219 days of payables. This reflects group-level financial integration, not independent commercial activity. 

Green Tech’s functions should be conducted by HZL. 

▪ Runaya Green Tech records gross margins of 44.5% and operating margins over 16%, implausibly high for 

a dross and residue processor. This suggests deeply subsidized input pricing or suppressed cost recognition. 

▪ Rather than developing in-house capabilities, HZL has ceded critical future-facing operations as a vertically 

integrated operating — copper and zinc waste recovery, and circular economy infrastructure — to privately 

held promoter entities.  

▪ India Ratings and Research (Ind-Ra) rated Runaya Green Tech for five years without addressing the 

underlying conflict. The only risk they identified was that the promoters and Anil Agarwal might extract too 

much from VEDL too quickly. 

▪ Three separate entities have now been identified around HZL using the same value extraction method. 

Each is privately controlled by the Agarwal family, financially opaque, and operates through related party 

pricing and captured contracts. 

▪ Like the rest of the Runaya Group, Runaya Green Tech changed hands in August 2022 when Anil Agarwal 

seized the structure from his brother Navin’s family. 

HZL’s greatest loss is not the margin it forfeits to Agarwal-owned vendors like Runaya Green Tech today, it is the 

future value of the businesses it has handed away. Rather than building long term capabilities in waste recovery, 

metal reclamation, and circular resource management, HZL has ceded these to promoter-controlled entities. 

What should have been HZL’s strategic edge is now someone else’s profit center. HZL has not developed a 

platform: it has become a customer. 

  

 
1 Sometimes referred to as Runaya Greentech in VEDL filings 
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Hindustan Zinc – Critically wounded 

Before diving into the specifics, it is worth remembering that Hindustan Zinc is not the crown jewel it once was.  

▪ HZL has paid ₹54,322 crore ($6,342m) in dividends since FY23, exceeding free cash flow by ~₹21,700 crore 

($2,541m). 

▪ These unaffordable dividends have seen gross debt rise from ₹12,118 crore ($1,415m) in FY23 to ₹13,501 

crore ($1,576m) in Q1 FY26. 

▪ Interest expenses have quadrupled from ₹287 crore ($34m) to ₹1,225 crore ($143m) per year from FY23 to 

FY26. 

▪ Recent periods have seen an acceleration of this trend, with operating cash flows only covering ~43% of 

declared dividends in Q1 FY25. 

▪ Brand fees have siphoned off ₹1,537 crore ($180m) between FY23 and FY25 for a brand the Company does 

not use and services it does not receive. We understand that a further ~₹1,000 crore ($116m) has already 

been advanced for FY26. 

▪ Management has proven wholly captured by the promoter group, even defending these extractive 

practices. 

▪ The Company has massive legacy tax and legal liabilities, some of which are existential and which remain 

largely unprovisioned. 

▪ ₹540 crore ($63m) in investments in Serentica Renewables are functionally worthless, paying 0.0001% 

annually and maturing in 30 years. 

HZL stakeholders should be asking why they are funding the Agarwal family's next business venture instead of 

building it within the Company itself. These operations deliver 16%  operating margins and require minimal 

capital; there is no strategic reason they should exist outside the HZL structure. 

The answer is simple. HZL is the last asset of real value left in the Vedanta Group, and the Agarwals are using it 

to extract what remains. What follows is not the main course, it is the clearing of scraps from a gutted empire. 

Ownership – 100% Agarwal-owned 

▪ At its inception Runaya Green Tech was held by Ruchira Agarwal, Naivedya Agarwal and Annanya Agarwal, 

the wife and sons of HZL director Navin Agarwal. Navin is brother to Anil Agarwal, VRL CEO. 

▪ Runaya Green Tech is now 99% owned by Runaya Metsource, which is in turn owned by Anil Agarwal’s 

Bahamas trust, Vedanta Incorporated. 

▪ This places Runaya Green Tech’s assets outside the reach of VRL and VEDL’s creditor structure. Any benefits 

of ownership accrue to the Agarwal family alone. 

▪ Runaya Green Tech appears to have changed hands in August 2022, when Anil seized the structure from 

Navin’s family. 
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1. Financials – Margin theft, again 

By now the Agarwal margin theft playbook should be familiar: 

1. Find one of few VEDL subsidiary that aren’t completely broken or worthless (in this case: HZL). 

2. Using capital or a loan from VEDL: start a business to sell a commoditized product or service to a VEDL 

operating subsidiary. 

a. Make sure VRL does not own the margin thief, or your creditors might seize it. 

b. Announce your investment to the market as a “partnership” and proof of your commitment to ESG. 

3. Sign non-arm’s length, unfair contracts with the VEDL subsidiary that lock them in to buying above market 

rates. 

4. Use these guaranteed profits to raise more debt, while promising ratings agencies that third-party sales are 

actually plausible at these margins (they are not). 

5. Hope nobody notices or checks the financials of these entities. 

This process is what created Runaya Green Tech, Minova Runaya and Serentica Renewables. Below is an analysis 

of how HZL funded the theft of its own profits, profits it desperately needs to prop up its unstable financial 

condition.  

Note: The latest available audited financial statements for Runaya Green Tech are for FY24. A major source for 

our analysis is India Ratings and Research’s rating notes on Runaya Green Tech’s parent company, Runaya 

Refining Limited. These notes analyze the group as a whole, not on a standalone basis. The scope of this analysis 

is Runaya Green Tech alone. 

Revenue and Margin Analysis 

▪ HZL is Runaya Green Tech’s only customer and major financier, accounting for 100% of Runaya Green Tech’s 

revenues and investment in FY24. 

▪ The Runaya Group has a 5-year agreement to refine aluminum waste from HZL starting in FY24. Runaya 

Green Tech appears to be the entity responsible for the contract with HZL. 

 
Figure 1 – India Ratings and Research note dated October 27, 2023 

▪ This revenue is split between sales of goods, likely copper and zinc oxides and ingots, and conversion charges 

for processing copper dross and PF Cake. 

 
Figure 2 - Runaya Green Tech Revenue Breakdown 

Runaya Greentech Revenue Breakdown (₹ crore)

FY25* FY24

Revenue from operations 271 69.62

Revenue breakdown

Domestic 223 47.18

Conversion charges - Cu Dross 18.88

Conversion charges - PF Cake 4.45

Change in Price - Sales (0.87)

Total 271 69.65

Sales to HZL 223 46.28

Job work services to HZL 48 23.34

Total 271 69.62

% of revenues from HZL 100% 100%

48

* From HZL FY25 Annual Report
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▪ While we do not have Runaya Green Tech’s FY25 financial statements, we can extrapolate from Ind-Ra notes 

that HZL remains Runaya Green Tech’s only customer. HZL’s FY25 reported transactions with Runaya Green 

Tech show that the Company continued to steal significant value from the group. 

▪ This raises the risk of double dipping. While this structure should result in only one payment, we believe 

Runaya Green Tech is charging HZL twice:   

- HZL provides the waste material and pays for the processing, 

- HZL buys back the recovered metal at a premium. 

▪ Runaya Green Tech’s margins are implausible for a capex-heavy waste-based business indicating related 

party transfer pricing manipulation or double charging. 

 
Figure 3 - Runaya Green Tech Margin Analysis 

▪ Dross refining is a low-margin, high volume. A 44.5% gross margin implies either free raw materials or 

deliberate under reporting of input costs. We believe it is the former. 

These margins are not simply healthy. They are unheard of in this industry and corroborate our view that Runaya 

Green Tech is stripping value out of HZL through either favorable supply contracts, sales contracts or both. 

Suspicious businesses also generate suspicious expenses, and Runaya Green Tech is no exception.  

▪ The Company’s personnel expenses are suspiciously lean for a capex-heavy industrial operation. 

▪ Admin and support costs are extremely low for a company handling industrial waste with ₹70 crore in 

revenues. 

Capital Structure 

Runaya Green Tech is entirely reliant on favorable funding arrangements from HZL to survive and expand. These 

extend beyond working capital facilities and include HZL making significant funding commitments for Runaya 

Green Tech’s capex. 

▪ Runaya Green Tech funded the entirety of its FY24 capex requirements with a ₹55 crore ($6.4m) advance 

from HZL. This amount was not shown in HZL’s FY24 filings, and remains unpaid in FY25.  

 
Figure 4 - Runaya Green Tech FY24 Annual Report 

Runaya Greentech Margin Analysis

FY24

Gross margin 44.5%

Operating margin 15.7%

Net margin 8.3%



 

Viceroy Research Group 5 viceroyresearch.org 

▪ This was the only borrowing the Company declared during FY24, indicating that HZL effectively provided the 

seed capital for its own profit thief.  

▪ According to Ind-Ra during FY25, HZL advanced ₹194 crore ($23m) to Runaya Green Tech for the purpose 

of capex, with every intention of funding future capex. 

▪ Ind-Ra goes on to state that these advances are part of HZL’s normal practice of “funding ancillaries” which 

in this case means promoter-owned margin thieves. 

 
Figure 5 – India Ratings and Research note dated January 24, 2025 

▪ Concerningly this advance is not shown in HZL’s FY25 financials, which shows only the sale of ₹17 crore 

($2.0m) of PPE to Runaya Green Tech. Either Ind-Ra was lied to or HZL provided these advances without 

declaring them. 

Working Capital Support 

▪ Runaya Green Tech’s working capital flows make clear it operates less like an independent business and 

more like an internal cost center within HZL’s ecosystem. Working capital movements suggest liquidity 

management between both entities instead of a normal business cycle. In FY24: 

- Runaya Green Tech had ₹37 crore ($4.3m) in payables, representing 219 days of expenses. Of this 

balance, ₹29 crore ($3.4m) is due to HZL. 

- Runaya Green Tech had ₹23 crore ($2.7m) in receivables, representing 121 days of revenue. Of this 

balance, ₹21 crore ($2.5m) is due from HZL. 

▪ This arrangement continued in FY25 with HZL declaring ₹125 crore ($15m) in receivables from Runaya Green 

Tech against sales of ₹185 crore ($22m), representing 247 days of sales. 

 
Figure 6 – Hindustan Zinc FY25 Annual Report 
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2. Ratings Support – Saying the Quiet Part Out Loud 

Ind-Ra has a lot to say about Runaya Green Tech and actually agrees with our analysis. Our opinions diverge on 

the looting of HZL, which Ind-Ra seem fine with. 

▪ Ind-Ra stated that Runaya Green Tech’s liquidity was entirely dependent on Vedanta Limited, in particular 

VEDL’s ability to refinance its debt. 

- It cites bond refinancing at VEDL as a source of financial flexibility at Runaya Green Tech. 

 
Figure 7 – India Ratings and Research note dated January 24, 2025 

▪ In a moment of clarity, Ind-Ra states that the Agarwal family’s looting of VEDL represents a liquidity risk 

for Runaya Green Tech. The more the Agarwals siphon out through dividends to VEDL, the less they can 

siphon out through Runaya Green Tech2. 

▪ Ind-Ra appear to believe the Runaya Group remains under the control of Navin and Annanya Agarwal, 

instead of its true UBO, Anil Agarwal. 

 
Figure 8 – India Ratings and Research note dated January 24, 2025 

▪ Curiously Ind-Ra’s note for HZL has nothing negative to say about HZL’s dividend policy claiming its “liquidity 

and credit profile remain comfortable”3. 

▪ The two primary analysts responsible for HZL and Runaya Green Tech work on the same floor of the same 

building so could presumably communicate their concerns to each other and chose not to. 

3. Conclusion  

What should be clear by now is that the Agarwals' cynicism is matched only by their lack of imagination. We 

have identified at least three separate entities around HZL using the exact same method to siphon value. None 

of it was hidden. None of it was difficult to analyze. These related parties are named openly in VEDL’s filings, and 

their own financials are available online for the price of two coffees. 

Equity analysts, credit agencies, and the public defenders of VRL insist that “this was all known.” We challenge 

them to show a single instance where it was raised as a red flag. 

Ind-Ra, who clearly understood what was happening, concluded that the only risk facing Runaya Green Tech was 

the promoters extracting money from VEDL too quickly. 

That is not just poor analysis. It is a betrayal of purpose. But at least it was analysis, and that’s more than we can 

say about the rest of the market. 

  

 
2 https://www.indiaratings.co.in/pressrelease/74540  
3 https://www.indiaratings.co.in/pressrelease/74422  

https://www.indiaratings.co.in/pressrelease/74540
https://www.indiaratings.co.in/pressrelease/74422
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Attention: Whistleblowers 

Viceroy encourage any parties with information pertaining to misconduct within Vedanta Resources, its affiliates, or any 

other entity to file a report with the appropriate regulatory body.  

We also understand first-hand the retaliation whistleblowers sometimes face for championing these issues. Where possible, 

Viceroy is happy act as intermediaries in providing information to regulators and reporting information in the public interest 

in order to protect the identities of whistleblowers. 

You can contact the Viceroy team via email on viceroy@viceroyresearch.com.  

About Viceroy 

Viceroy Research are an investigative financial research group. As global markets become increasingly opaque and complex 

– and traditional gatekeepers and safeguards often compromised – investors and shareholders are at greater risk than ever 

of being misled or uninformed by public companies and their promoters and sponsors. Our mission is to sift fact from fiction 

and encourage greater management accountability through transparency in reporting and disclosure by public companies 

and overall improve the quality of global capital markets. 

Important Disclaimer – Please read before continuing 

This report has been prepared for educational purposes only and expresses our opinions. This report and any statements 

made in connection with it are the authors’ opinions, which have been based upon publicly available facts, field research, 

information, and analysis through our due diligence process, and are not statements of fact. All expressions of opinion are 

subject to change without notice, and we do not undertake to update or supplement any reports or any of the information, 

analysis and opinion contained in them. We believe that the publication of our opinions about public companies that we 

research is in the public interest. We are entitled to our opinions and to the right to express such opinions in a public forum. 

You can access any information or evidence cited in this report or that we relied on to write this report from information in 

the public domain.  

To the best of our ability and belief, all information contained herein is accurate and reliable, and has been obtained from 

public sources we believe to be accurate and reliable, and who are not insiders or connected persons of the stock covered 

herein or who may otherwise owe any fiduciary duty or duty of confidentiality to the issuer. We have a good-faith belief in 

everything we write; however, all such information is presented "as is," without warranty of any kind – whether express or 

implied.  

In no event will we be liable for any direct or indirect trading losses caused by any information available on this report. Think 

critically about our opinions and do your own research and analysis before making any investment decisions. We are not 

registered as an investment advisor in any jurisdiction. By downloading, reading or otherwise using this report, you agree to 

do your own research and due diligence before making any investment decision with respect to securities discussed herein, 

and by doing so, you represent to us that you have sufficient investment sophistication to critically assess the information, 

analysis and opinions in this report. You should seek the advice of a security professional regarding your stock transactions.  

This document or any information herein should not be interpreted as an offer, a solicitation of an offer, invitation, marketing 

of services or products, advertisement, inducement, or representation of any kind, nor as investment advice or a 

recommendation to buy or sell any investment products or to make any type of investment, or as an opinion on the merits 

or otherwise of any particular investment or investment strategy. 

Any examples or interpretations of investments and investment strategies or trade ideas are intended for illustrative and 

educational purposes only and are not indicative of the historical or future performance or the chances of success of any 

particular investment and/or strategy. As of the publication date of this report, you should assume that the authors have a 

direct or indirect interest/position in all stocks (and/or options, swaps, and other derivative securities related to the stock) 

and bonds covered herein, and therefore stand to realize monetary gains in the event that the price of either declines.  

The authors may continue transacting directly and/or indirectly in the securities of issuers covered on this report for an 

indefinite period and may be long, short, or neutral at any time hereafter regardless of their initial recommendation. 
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