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Vedanta - KCM SHA Exposes VRL’s Immediate 
Funding Shortfall 
VRL’s statements on l iquidity ignore upcoming KCM investment milestones that KCM cannot 

self-fund or repay and may already be in breach of the restructuring agreement.  

PLEASE READ IMPORTANT DISCLAIMER - PAGE 6 

November 25, 2025 – Viceroy has obtained a copy of the 2023 Shareholder Agreement (SHA) between Vedanta 

Resources Limited (VRL) and ZCCM. The SHA shows that VRL is deliberately misleading bondholders, analysts 

and rating agencies about their contractual obligations to fund KCM. 

VRL management has emphatically stated there is no funding requirement for KCM from VRL in the medium 

term. This is categorically untrue: $206m is due by December 31, 2025 with a further $270m in 2026.  

This is a catch 22: either VRL is lying to the Zambian government, or it is misleading the market. 

1. In stark contrast to affirmations provided to investors and ratings agencies: VRL must continue funding KCM 

to the tune of hundreds of millions of dollars in the near-term. This is unfortunate for VEDL shareholders, 

who will inevitably be footing the bill. 

2. Vedanta is charging unlawful extra interest on $1bn in shareholder loans to KCM, in breach of the SHA's 

cost-of-funding cap. 

3. VRL is using its stake in Vedanta Limited (VEDL), which is already fully pledged, as de-facto collateral. 

VRL Chairman Anil Agarwal floated the idea of selling KCM to VEDL just days after it regained control of it in 

2023, demonstrating VRL’s view that KCM is not a real asset, but a liability to be disposed of to “sucker” 

shareholders of VEDL1. 

 
Figure 1 – Anil Agarwal talks of moving Konkola Copper Mines to Vedanta Ltd at 'right valuation' – Economic Times 

This is not just another governance failure; it is a reckless strategy of deception caused by VRL’s consistent cash 

crises. Last time VRL tried this with KCM, it lost the asset. 

  

 
1 https://economictimes.indiatimes.com/industry/indl-goods/svs/metals-mining/anil-agarwal-talks-of-moving-konkola-
copper-mines-to-vedanta-ltd-at-right-valuation/articleshow/103612226.cms  

https://economictimes.indiatimes.com/industry/indl-goods/svs/metals-mining/anil-agarwal-talks-of-moving-konkola-copper-mines-to-vedanta-ltd-at-right-valuation/articleshow/103612226.cms
https://economictimes.indiatimes.com/industry/indl-goods/svs/metals-mining/anil-agarwal-talks-of-moving-konkola-copper-mines-to-vedanta-ltd-at-right-valuation/articleshow/103612226.cms
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Misleading Shareholders: "No Near-Term Funding Required" 

VRL has pitched a different story to every stakeholder group depending on what they want to hear: 

▪ To VEDL shareholders: “Don’t worry, VEDL won’t be used to fund it.” 

▪ To VRL bondholders: “Don’t worry, VRL doesn’t have to fund KCM.” 

▪ To KCM and the Zambian Government: “Don’t worry, VRL will fund it (and if we can’t, we’ll get the cash 

from VEDL).” 

Over the past 18 months, VRL has floated and abandoned every funding structure imaginable: a stake sale to 

IHC in early 2024, a $1b debt raise in February 2025, an IPO pitch in April 2025, and most recently, a proposed 

US listing via CopperTech Metals in November, a shell entity with no U.S. assets, operations, or customers. 

On October 31, 2025, VRL CEO Deshnee Naidoo stated that KCM would be solely responsible for its own funding. 

This is incorrect and misrepresents VRL’s funding obligations. 

 
Figure 2 – VEDL Q2 Earnings Call on October 31, 2025 

On June 24, 2025, VRL CFO Ajay Goel and SVP Pooja Somani consistently downplayed KCM’s funding 

requirements, stating that the input would be “linear” and would “happen through [KCM]’s own cash flow”. 

This is incorrect, the funding timelines are not linear: $600m in investment is required in the first 2 years, on top 

of the $275m which was required upfront. 

 

 
Figure 3 – VRL FY25 Earnings Call on June 24, 2025 
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With no growth capital deployed up to FY25 and 

negative EBIT and EBITDA, KCM is incapable of 

generating free cash flow, let alone fund a billion-dollar 

investment.  

In addition, under the terms of KCM’s restructuring, 

VRL’s Shareholder loans’ interest and principal 

repayments rank strictly behind over $1.2b in Class 2 

creditors. 

The result: not a single dollar of interest charged to KCM 

has been paid, nor can it be. Instead, it sits on VRL’s 

lending subsidiary’s balance sheet as unrecoverable 

accrued interest. 

CRISIL’s October 24, 2025, review repeats this delusion, 

stating that KCM has no major capex over the medium 

term after its June 2025 $124m investment milestone2. 

Figure 5 – Crisil Rating Rationale October 24, 2025 

This is demonstrably false. The SHA sets out the funding schedule based on the Funding Assessment Period 

Commencement Date of December 31, 2024.  

 

 

Figure 6 – KCM SHA & KCM Shareholder Funding Schedule (per SHA 5.1.2) 

The next funding milestone of $206m is due by December 2025 under the SHA. This directly contradicts CRISIL’s 

claims that there are no medium-term commitments and undercuts the Company’s assurances to stakeholders. 

Despite this, VRL continues to claim that KCM can "self-fund", a narrative unsupported by the operational, 

contractual, or financial reality. 

Viceroy’s visit to KCM sites at Chililabombwe, Chingola and Kitwe showed no visible maintenance or capex. Our 

full report is available at the link below: 

https://viceroyresearch.org/2025/08/29/vedanta-konkola-copper-mines-a-hollow-asset/  

 
2 https://copperbeltkatangamining.com/vedanta-completes-initial-124-million-investment-in-kcm-ahead-of-schedule/  

KCM Shareholder Funding Schedule (per SHA 5.1.2) ($m)

Due Date Cumulative Commitment 
Incremental Amount 

Due 

30-Jun-25 124                                       124                                    

31-Dec-25 330                                       206                                    

30-Jun-26 428                                       98                                      

31-Dec-26 600                                       172                                    

30-Jun-27 645                                       45                                      

31-Dec-27 740                                       95                                      

30-Jun-28 785                                       45                                      

31-Dec-28 870                                       85                                      

30-Jun-29 923                                       53                                      

31-Dec-29 1,000                                   77                                      

Figure 4 – VRL FY25 Annual report 

https://viceroyresearch.org/2025/08/29/vedanta-konkola-copper-mines-a-hollow-asset/
https://copperbeltkatangamining.com/vedanta-completes-initial-124-million-investment-in-kcm-ahead-of-schedule/
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Shareholder Loan Breach: Overcharging & Risk of Asset Loss 

Clause 16.1.2 of the SHA caps interest on shareholder loans at the lower of: 

(i) Reference Rate + 7% or  

(ii) VRL's cost of funding. 

The standalone financials of Vedanta Resources Holdings Limited, the VRL subsidiary funding KCM, shows that 

it is overcharging KCM interest. As noted above, due to KCM’s restructuring agreement, 100% of interest has 

been rolled up as accrued interest. 

▪ Loans to KCM total $1.025b, of which $346m is drawn, with accrued interest of $25.5m. 

o The $1bn facility is priced at 3-month SOFR + 7% (~12.3%). 

o The $25m facility is priced at 11.41% 

 
Figure 7 – Vedanta Resources Holdings Limited FY25 Annual Report 

However, VRL’s actual weighted cost of funding is ~9.88%. Under the SHA this becomes the applicable cap, since 

it is lower than 3-month SOFR + 7%. 

 
Figure 8 – VRL External Debt Cost Summary as of March 31, 2025 

If the Zambian government again deems Vedanta in breach, as it did in 2019, expropriation is a material risk.  

Upon regaining control in FY25, VRL immediately booked a $2.2b gain on consolidation and revalued KCM’s 

assets to $2.7b. 

Any regulatory or legal reversal could force VRL to write down this already-inflated asset, a severe hit to equity 

and solvency rations. KCM is already facing enforcement actions: CEC has seized assets for unpaid debts and the 

Trafigura arbitration remains unresolved. 

  

VRL External Debt Cost Summary ($m)

Lender / Instrument Amount Rate

Vedanta Resources Finance II - Bond A            296 9%

Vedanta Resources Finance II - Bond B            509 10%

Vedanta Resources Finance II - Bond C         1,200 8%

Vedanta Resources Finance II - Bond D            500 9%

Vedanta Resources Finance II - Bond E            550 8%

Vedanta Resources Ltd – Bond            478 9%

Vedanta Ltd - INR 345 (USD bond)            398 12%

Vedanta Semiconductors Pvt Ltd – Bond            293 10%

Vedanta Ltd - INR 208 (USD bond)            234 9%

State Bank of India - Term Loan            375 11%

Canara Bank - Term Loan            100 9%
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VEDL Stake: Fully Pledged, Yet Used as Collateral 

VRHL’s note accompanying the KCM loans includes a statement that if KCM were at risk of default, VRL could 

liquidate its VEDL stake to settle the balance: 

 
Figure 9 – Vedanta Resources Holdings Limited FY25 Annual Report 

This is financial theatre: VRL’s entire VEDL stake is already pledged to offshore creditors who are unlikely to 

consent to liquidation of their collateral to backstop an insolvent subsidiary’s debts3. 

Instead, it reinforces the opposite: VRL does not expect repayment from KCM and is hiding an unrecoverable 

position behind a guarantee it cannot execute.  

Compounding this, VRHL’s FY25 outflows were financed by loans from Vedanta Resources Finance II, the 

subsidiary VRL uses to issue high-yield Singapore-listed bonds. Bond proceeds were effectively funneled from 

creditors into a financial black hole. 

 
Figure 10 – Vedanta Resources Holdings Limited FY25 Annual Report 

VRL now faces a binary decision: fund KCM and miss upcoming debt interest payments, or default on its SHA 

obligations and risk losing KCM again, and writing back down a substantial portion of its book. The Company’s 

current financial position cannot support both.  

We believe the answer is already obvious: Anil Agarwal’s ego will not tolerate a second public expropriation. 

  

 
3 https://www.nseindia.com/get-quotes/equity?symbol=VEDL  

https://www.nseindia.com/get-quotes/equity?symbol=VEDL
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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 to function 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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