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Vedanta  - HZL Fertilizer Plant Update 
Hindustan Zinc’s fertilizer plant has been knocked back by the EAC. We estimate commissioning 

in Q2 - Q4 FY28 and ₹2,000 - ₹2,500  crore ($226m - $282m) FY28 revenue impact.  

PLEASE READ IMPORTANT DISCLAIMER – PAGE 3 

October 16, 2025 - On September 17, 2025, Vedanta Resources Limited (VRL) subsidiary Hindustan Zinc 

Limited’s (HZL) proposed fertilizer plant in Chanderiya, Rajasthan was rejected by the Expert Appraisal 

Committee (EAC). The EAC refused to approve HZL’s request to amend its Environmental Clearance due to 

multiple misrepresentations and errors in its filings: 

1. The site of the project has changed significantly, moving 500 metres from the Company’s existing 

smelter unit. 

2. HZL miscategorized the fertilizer plant as an expansion of an existing facility instead of a new 

construction. 

3. HZL classified the project in the single super phosphate category, while the original EC was granted for 

“Di-Ammonium Phosphate fertilizer.” 

4. Environmental baseline data was insufficient, consisting of a 1-month period in May 2022. The 

guidelines require a 3-month dataset less than 3 years old. 

5. HZL submitted Form 8, used for amendments that do not change site coordinates, instead of Form 1. 

6. HZL failed to address environmental concerns and the EAC had received “several representations” 

from the public against the project. 

We expect the EAC rejection and resubmission process to delay commissioning by 12 - 18 months, pushing 

expected operation from FY27 to FY28 or later and deferring ₹2,000 - ₹2,500 crore ($226m - $282m) in 

revenue. This estimate assumes no additional delays or objections. 

Local media outlets state that the Company had started construction without the necessary permits, and that 

the ensuing media attention had prompted the MoEFCC to invalidate HZL’s submission citing non-compliance 

and misrepresentation. 

 
Figure 1 - The Police Post, October 14, 2025 

This is consistent with VRL’s history of cost and schedule overruns at major expansions. The closest parallel is 

ESL Steel, where a lack of EC was inherited as a legacy issue. HZL’s problems differ in that the Company failed 

the most basic part of regulatory compliance: filling out a form correctly. 
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Impact 

VRL and VEDL management initially guided the plant to be commissioned in Q2 FY25. This timeline was revised 

to Q2 FY26 in the Company’s Q2 FY25 Earnings Call and revised again to Q4 FY26 in the Company’s Q4 FY25 

Earnings Call. The most recent projections place production starting in December 2026 (Q3 FY27), a cumulative 

delay of 2 years from the original schedule. 

Date of Statement Management Statement 

April 25, 2024 - Q4 FY24 
Earnings Call  

 

November 8, 2024 - Q2 
FY25 Earnings Call  

 
 

January 31, 2025 - Q3 
FY25 Earnings Call 

 
 

April 30, 2025 - Q4 FY25 
Earnings Call 

  

May 11, 2025 - 
Shareholder Letter1 

 

September 17, 2025 - FT 
Live Energy Summit 
India2 

 

HZL must now file a new Environmental Clearance (EC) application, triggering a full cycle under the MoEFCC 

EAC process. This typically involves: 

• Preparation and submission of new EIA/EQIA documentation  

• Public consultation and resubmission 

• EAC appraisal & MoEFCC clearance 

• Re-mobilization of contractors   

We estimate this would result in a total delay of 12 - 18 months delaying commissioning to Q2 - Q4 FY28. This 

would impact FY28 revenues by ₹2,000 - ₹2,500 crore ($226m - $282m) based on management expectations 

of peak revenue for the plant3.  

HZL’s commencement of construction on the site without the required approvals may lead to further 

complications, delays, and costs. The Company has yet to offer any guidance on whether the plans for the 

plant will be reconsidered. 

  

 
1 https://www.business-standard.com/companies/news/hindustan-zinc-fertiliser-plant-likely-to-be-operational-by-fy27-chair-
125051200483_1.html   
2 https://www.business-standard.com/companies/news/hindustan-zinc-s-rajasthan-fertiliser-plant-to-start-by-dec-2026-ceo-
125091700558_1.html    
3 https://iref.net/news/chanderia-fertilizer-plant-5-lakh-tonnes-capacity-boost/   

https://www.business-standard.com/companies/news/hindustan-zinc-fertiliser-plant-likely-to-be-operational-by-fy27-chair-125051200483_1.html
https://www.business-standard.com/companies/news/hindustan-zinc-fertiliser-plant-likely-to-be-operational-by-fy27-chair-125051200483_1.html
https://www.business-standard.com/companies/news/hindustan-zinc-s-rajasthan-fertiliser-plant-to-start-by-dec-2026-ceo-125091700558_1.html
https://www.business-standard.com/companies/news/hindustan-zinc-s-rajasthan-fertiliser-plant-to-start-by-dec-2026-ceo-125091700558_1.html
https://iref.net/news/chanderia-fertilizer-plant-5-lakh-tonnes-capacity-boost/


 

Viceroy Research Group 3 viceroyresearch.org 

Conclusion 

This episode reflects a serious lapse in project governance and risk management. The very basic deficiencies 

identified by the EAC suggest either inadequate internal controls or an overreliance on regulatory leniency. 

Financial sustainability and VEDL’s execution risk, not commodity pricing, remain the key variables in assessing 

the situation. 

At a group level this worsens VEDL’s consolidated FCF deficit, key to the VRL deleveraging and diversification 

narratives. 
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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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