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ADANI’S
GREENAVATAR

Gautam Adani created a $30 billion infrastructure
giant across 22 sectors via rapidfire acquisitions and
break-neck entry into new businesses. With India
setting a 500 GW renewables target, he bets $70 billion
on green energy. What drives the world's 5th richest?

By P.B. Jayakumar
Photograph By Narendra Bisht

MNumber 20 holds special significance in the life of Gantam Adani, chair
man of the rapidly prowing Adani proup. All good things at the $2.30
lakh crore group begin with number 20. It's the sum of the birth date of
‘Gautam-bhai’, as everybody addresses him. It's also the sum of the number
plates of cach of the eight cars he owns, including the blue BMW 7-Series
and Tovota Alphard, his fasvourites. All family owned and company owned
cars sport 20 as the sum of their registration plates. The postal code of
Shantigram, an 800 acre township housing the Adani group headguarters
on the Sarkhej-Gandhinagar Highway, is 382421, You poessed right, it
adds up to 20!

S0 it was only fitting that 2020 was the vear that catapulted Gautam
Adani from one among the large business houses in the country to the
only one out to challenge the largest — Reliance and Tata — in depth
and breadth of operations and value. The valuation of his holdings in
seven listed companies shooting from 1.4 lakh crore on December 31,
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2014 to 10,3 lakh crore as on May 24, 2022, overwhelming Mukesh
Ambani's T8.7 lakh crore and nudging Tata Group promoter stake
worth 12,6 lakh crore. In the process, he overtook large entrenched
business groups such as Aditya Birla (2.2 lakh crore) and Mahindra
(T79,966 crore).

“Mdani group is nothing but India's success story in infrastructure,”
explains (zautam Adani in a relaxed 90-minute conversation with For
tune India at the Chairman’s Lounge on the 16th floor.

He speaks plain English, in well thought out small sentences, often
assimilating complex business equations and jargons into easy one
liners. Lacing them with appropriate similes, euphemisms such as
“For me, partnership is not a percentage — it is all respect, trust and
transparency” or “Forget individual enterprises, India as a country faces
shortage of capital” or “India is 10 years behind China™

Running up to the inflection year 20020, Adani had already built an
enviable empire, tapping India’s grave infrastructure deficiency. Now he
has set up one of the boldest green plans globally with a proposed $70
billion push in solar, wind, hydrogen, green gas, green cement, green
steel — all to be implemented by 2030.

With its breadth of massive infrastructure operations, the group is
already India’s largest port operator handling 312 million metric tonnes
{MMT) of cargo against No.2 INPT: 76.14 MMT tonnes in 2021; In
dia's largest private airports player with seven airports under manage
ment and rights for one more under construction; India's largest private
thermal power company with 14,000 MW of thermal and lignite
plants, followed by Tata Power's 8,860 MW thermal capacity; India's
largest solar power company with 5,400 MW installed capacity and
14,600 MW under implementation; India's largest city gas distribution
company with operations in 33 geographical area (GA) licences, Gujarat
(3as is No.2 with 27 GAs; India’s largest private power transmission and
distribution company with 18,795 circuit kilometers; and India's largest
edible oil player with an 15.9% market share with brand ‘Fortune' in a
highly unorganised industry.

In recent times, some of this growth came from 35-plus acquisitions
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worth $82,600 crore in last five years. Of
that, over 33,500 crore was spent in 2021
alone. In 2022, months after incorporating
Adani Cement, the group acquired Holeim
India’s 70 million tonne (MT) cement
capacity for $10.5 billion (about 81,360
crore) to emerge as India’s second-largest
cement manufacturer, behind Aditya Birla
Group's 117 MT. With 20,000 MW of solar
power capacity under development, Adani
aims to be the world's biggest solar power
company by 2025,

Such rapid-fire growth and acquisitions
have shot up group revenues from 70,463
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Backward integrationinsolar,
wind manufacturing

PLANT CAPACITY INVESTMENT  TAKE-OFF
(% billion)

Poly-silica J0KTRA 12 FY25
Ingots & wafers 10GW 11 Fr23
Copper smelter SODKTPA 1.2 Q4 FY23
Ancilliary like glass & aluminium 10GW 0.4 Y25
Wind machinery & auxilliary cw 01 Fy24
Total investrment: 4

WAL CHELNET T ETRA KILO TOMNMES FER ARMLIM

as NPAs to banks. Adani group refuted the allegation saying it has
maintained an “impeccable record of not a single NPA in three decades
of existence.”

Sanjay Sethi, managing partner & CE(), Nestor Capital Consulting
LLP says Adani has cash-generating businesses to fund equity expan
sion and maintains prudent finaneial discipline by refinancing previous
rupee debts with low-cost bonds, bringing in external investments. And
is adept at tapping primary and secondary markets.

Business is more than just money power. After expanding rapidly
in 22 different businesses — seven of them added in the last two years

does the group have the capacity to absorh the massive transition or
management and operational bandwidth to make it a success? Why did
Adani enter seemingly unrelated businesses that are far removed from
core competence:?

Adani's ‘Adjacency” Theory

(Gautam Adani starts off slowly, patiently explaining his ‘adjacency’
theory behind the group’s entry into each of the businesses. Asa
listed trading company in 1994, investors often asked him why flag
ship Adani Enterprises had no assets. “People said Adani does not
purchase any assets that can sustain. In people’s eye it was a finance
company, a trading company. It is just individual expertise and not
corporate. That was the real issue and we started thinking how to
adjust,” explains Adani.

By then, Adani Enterprises was already India’s largest coal importer,
using 20 ports to unlead imported coal. Fortunately, India began open
ing public-private partnerships and Adani entered the port business at
Mundra. “It was a natural extension for us to support our prime activity.
That's how our infrastructure journey started with a port.” says Adani.
Power generation came next: “When you have a port and a large tract of
land next to your port, and being the largest importers of coal, it was a
natural extension to get into thermal power”

Adani was also India’s biggest edible oil importer. While the port
was being set up, Singapores Wilmar—from whom Adani imported
edible oils—approached with a vision to set up port-based agri refiner

807%

The group's capex on
green initiatives

5,400
MW

Installed solar capacity. Another
14,600 MW is under construction

ies, keeping in mind the potential of India’s
huge market. “Everyone thinks of India asa
huoge market. When anyone sees 1.4 billion
population, it is a huge opportunity. You
have to only work to tap that underlying
market. No one can deny the potential”
says Adani.

Almost 4-5 years after entering power
generation, it was natural to get into trans
mission and then distribution, explains
Adani. When the government began focus
ing on renewables, Adani entered solar
power. About 10-15 years ago, when the
Centre’s piped gas policy was yet to evolve,
the Gujarat Government pioneered piped
gas distribution to create a large piped gas
network in the state. Adani entered eity
gas distribution in Ahmedabad. In 2014,
then Gujarat chief minister Narendra Modi
became Prime Minister and he planned to
replicate Gujarat's gas distribution suceess
across India. “We participated in all bids
and won many. That is why we have a huge
energy portfolio.” explains Adani.

“After our port and energy related ambi
tions were fulfilled, we looked at other
areas. Delhi and Mumbai airports were










Created India's largest comnmeercial port
and SEZ on 35,000 acres from barren
lands and marshy seas. The all-weather
port handled over half of the 312 million
tonnes cargo volume of FY22 among its
15 ports. APSEZ aims o be the world's
largest port operator by 2030 with over
500 MMT capacity. Mundra also has
one of the world"s largest coal-handling
terminal.

The 4,620-MW Mundra Thermal Power
Station with four 330 MW and five 660
MW units is India’s second-largest
operational power plant, and the world's
11th larngest single-location coal-based
thermal plant. All units commissioned

Basin of Ausiralia’s Queensland in 2010.
Built a 200-km nammow-gauge rail ling
and a coal handling jetty at Abbot Point
port. Ships have started sending coal
to India. Have been awarded contracts
worth over $1.5 billion.

AL 648 MW, India's largest single-
location solar power projects across
2,500 acres. Total investment at around
4,550 crore. It has 2.5 million solar
miodules, 38,000 foundations, 30,000
tonnes of structure, 6,000 km of cables,
576 inverters and 154 transformers.

‘Wil be India’s only transhipment
deepwater multipurpose seaport.
Project awarded in 2015. First phase
o be completed by 2023. Capacity of
1 million TELs and another 6.2 million

TELS in phases.
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in between and died. You have to get out. Now we are through. We have
got out of it (coal production has started). Already three ships have come
to India,” says Adani emphatically. Adani's voice thickens, then becomes
heavy to near agitated while narrating how he was haunted for a decade
by what he calls “so called environmentalists and philanthropists with
agenda” against his Australian coal adventure. “It requires wherewithal
and perseverance to fight up to the last mile,” he proclaims.

Execution Is key

Adani's tenacity rubs off on the group’s execution skills, which con-
ceptualised large greenfield projects — from ports to power plants,
transmission lines and solar projects — and implemented them under
tight schedules. “Perseverance and wherewithal to execute are strengths
and DNA of the group,” says Adani.

His teams say Adani cherishes infrastructure execution challenges for
the nation. At Mundra port, you can't miss Muhammad Igbal's patriotic
song “Saare Johan Se Achchoa.. Hindustan Hamarea”. It reverberates
in each of the lifts of all group facilities at Mundra. When Adani took up
the port in 1995, it was a ruined coastal port town with a barren coast,
mostly marshy surface waters and land devoid of vegetation or habitat.

Construction began in 1995 and within three years the group op-
erationalised the first two berths to anchor the first ship on October 7,
1998. Today the Mundra port and SEZ is spread over 35,000 hectares
with over a lakh people directly and indirectly working there. Mean-
while, Mumbai's Nhava Sheva Port was commissioned in 1989, after
decades of planning and construction.

Projects are centrally managed by a Project Management and As-
surance Group (PMAG) and 125 Energy Network Operation Centres
{ENGC), which provide real-time data monitoring on electricity genera-
tion, locations of plant faults, and rectification. Drones are used to mon-
itor solar farms and wind turbines. Adani Green Energy Lid (AGEL)
has also set up a 2 lakh-plus vendor ecosystem across the country for
components. Insiders say the mission is led by Sagar Adani, nephew of
Gautam Adani and director, AGEL, along with Vneet 5 Jaain, MD and
CEQ, AGEL, who was earlier heading the thermal power business.

The group had no power plant experience before committing to the
4,620 MW Mundra Thermal Power Station. Yet all its four 330 MW
and five 660 MW units were commissioned between May 2009 and
March 2012, almost two years before schedule. It is among the fastest
built mega power plants in the world in 60 months. Tata Power's 4,000
MW UMPP at Mundra took nearly 100 months.

In the 648 MW Kamuthi solar power project in Tamil Nadu in 2015,
then the world's largest single-location solar project across 2,500 acres,
8,500 people worked 24x7 to complete the project in a record eight
months. Adani is now replicating that in a much bigger 1,500 MW
capacity solar park spread over 9,981 acres at Fatehgarh, Jaisalmer and
a S00MW capacity solar park in Bhadla, Jodhpur

Like a family patriarch, Adani showers praise on his team on ground
for their operations and execution skills. "I'm biased towards our team's
execution skills," says Adani.

The $70 Billion Green Push
Gautam Adani’s home 'Shantivan' on the prime Shantipath behind






FORTUNE INDIA JUNE 2027 248

Acquisitions inthe past 5

Acquisition cost in last5

Size of Holcim

35 |?1.6L cr | ¥81,360cr

years by the Adani group

years (including Holcim) deal

Karnavati Club on Ahmedabad's SG Road,
is powered by a 53 KV rooftop solar power
plant with 153 panels.

Green is where Adani'’s heart is now. He
sees India's energy landscape transitioning
in just 10-20 years, opening up numerous
opportunities in the country. It could also
position India and the Adani group for
a shot at world markets, just like China
did. “Climate change is one of the biggest
challenges. It also opens up huge business
opportunities. The opportunity here is
energy transition—from fossil fuels to re
newables and hydrogen. That is what the
whaole game is about. What the world has
seen in the last 100 years of energy forms
is set to change in the next 30-40 years.
The entire academia research is working
towards how to make more affordable
green energy, says Adani as he explains
his vision — and mission.

The group is aware that going forward
it will become difficult to find funds for
polluting and non-ESG compliant busi
nesses since globally banks, funds, corpo
rations and governments are committing
Lo sustainability goals. “Global fossil fuel
majors are rapidly repositioning themselves
as green energy companies — investing in
solar and wind power generation as well as
planning large green hydrogen capacities.
Adani group already has a sizeable presence
in green power generation and is now dou
bling down on expanding its footprint both
organically as well as through acquisitions,”
observes Nestor's Sanjay Sethi. “More than
B80% of our capex is on green investments.
We still have to invest 20% capex to sustain
energy transition, which is not going to
happen overnight. It is a journey of a mini

mum 30 years,” says Adani.

The group announced an investment of $70 billion by 2030 to tran
sition towards a green future. It is spending over $20 billion to set up
45,000 MW of solar and wind energy generation capacity. To protect
itself from the vagaries of imported components, it will be backed by
fully backward integrated manufacturing of an entire ecosystem of
solar and wind power equipment. A $4 hillion investment is currently
under implementation to build a poly-silica plant, solar wafers &
ingots plant, copper smelters and ancillary alumininm and glass facto
ries at Mundra. All of this is expected to take off in the next 2-3 years.
It is also entering into wind turbine and awxiliary machine manufac
turing, Adani-Total will be investing 20,000 crore ($2.57 billion) in
city gas distribution in 33 GAs.

If green EBITDA constituted only 4% of Adani group's utility busi
ness in 2015, it has grown to 43% by 2021, The group aims for renew
able utilities to contribute 70% of utility EBITDA by 20:25. A majority
of the investment in recent times was in green infra assets such as 5B
Energy's solar and wind farms in India, Essel’s advanced transmission
lines and the Mumbai International Airport.

At the core of that strategy is fully backward-integrated manufactur
ing to support the green push — from solar cells and panels to wind
turbines, all within the country for self-reliance. “Without self-reliance
or ‘almanirblarta, we can't serve L4 billion people. You have to be
atmanirbhar. This is a huge opportunity for India to become atmanirb
har and move from ‘etmanirbharta’ (self-reliance), to “bharetnirbharta’
{reliance on India). Now the world is dependent on what China makes.
India ean play this role for the world,” says Adani.

One of the big triggers was Covid-led supply chain disruption. Adani
says Covid-19 was an eyve opener for the Indian solar indostry and
government. More than 80% of solar equipment needed for planned
prajects in India is imported mainly from China, Vietnam or Malaysia.
Imports of solar equipment sinee April 2021 have been consistently
over 500 MW per month. Cuomulatively, domestic manufacturers make
only 4GW of solar cell and 16GW of modules, aceording to the All India
Solar Industries Association (AISIA). There is no capacity for basic raw
materials like ingots and wafers and polysilicon, which makes domestic
manufacturers uneompetitive. During Covid-19, China raised prices
by 50-60% to nearly 30 cents per panel from 18 cents, hitting Indian
project equations.

To mitigate this, Adani is developing a big green solar manufactur
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Adani to acquire Holcim India assets for $10.5 bn
International Holding Company to invest $2 billion in three Adani Group's green companies

Adani acquires India's largest marine services company Ocean Sparkle

Adani Transmission to acquire Warora- Kumool Transmission from Essel

APSEZ acquires Dighi port and minority in Gangavaram port
APSEZ acquires 58.1% controlling interest in Gangavaram Port from DVS Raju Family

Adani Green acguires SB Energy's India assets

Takes over Mumbai International Airport

Total invests in Adani Green's three SPVs

Adani Power Completes Acquisition of GMR Chhattizgarh Energy

GO0MW Korba West Power Co. acquined by Adani Power

Adani Green buys Essel's 205 MW solar assets

Qatar Investment Authority to invest in Adani Electricity Mumbai Limited

APSEZ acquires Krishnapatnam Port

Adani Transmission acguires Reliance Infrastructure’s Mumbai electricity business

Adani Power acquires Lanco Infratech’s Udipi Power Plant

APSEZ acquires Dhamra port

used in cement plants; Adani Ports plans
carbon neutrality by 2025; the group plans
to run the entire Mundra operations pow-
ered by renewable energy; renewables share
in Mumbsai power distribution is targeted
to grow from 10-15% to 30-40%; besides
hydrogen value chain it plans investments
in biogas, biomethane and low-carbon mo-
hility: and, Adani has tied up with US-based
EdgeConneX to set up green data centres,
and the group plans to make green airports
and smart buildings.

“One cannot take a static view of the
market and we have two trends com-
ing mainstream — one is the irreversible
growth of renewable power and second,
the continued improvement in tech-
nologies that will keep dropping cost of
generation,” observes Adani, who prediets
price of power can even go to zero in
future. “While there may be some site-wise
variations and instances of aggressive bid-

ding in the market by some players, large mega solar power parks that
have scale is precisely where we will have competitive advantage and
can ereate value. Execution, scale, backward and forward integration,
procurement expertise, learning curve advantages, financial discipline
and operational excellence, all of these must be synchronised to cre-
ate value and it is our belief that there are very few companies in the
world that can do this as well as us” he says.

Fossil Fuel Play To Go On

Adani also knows his big coal mining project, which has finally started
production in Australia, will need to continue to contribute to revenues
in the coming years. “For the next eouple of decades, eoal will be needed
alongside renewables — the future is not about eoal versus renewables.
It is about coal and renewables contributing to a sustainable energy mix
as the world transitions to a lower carbon future,” says Adani.

Eyeing the vast untapped coal reserves of Galilee basin in Western
Australia, he had bought the Carmichael mine in 2010, with reserves of
11.05 billion tonnes. From that mine, the group can dig out 10 million
tonnes of thermal coal every year.

Despite environmentalist protests, he went ahead and invested over
%:4.5-4.5 billion over the past decade. Already three ships have come
to India with coal. *They (environmentalists and *so called philan-



32 TORTUNE INDIA JUNE 2022

THEGROUP'S TOTALDEBT HAS GROWN FROM1.04
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FY22.POSTTHEX 81,360 CRORE HOLCIM DEAL, IT

ISPROJECTED TO BEAROUND< 3 LAKH CRORE. NET
DEBT INFY17WAS<99,830 CRORE, WHICH WENTUP
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thropists”) should understand that we are going to replace every two
tonnes of India’s dirty polluting coal with one tonne of higher grade and
cleaner Australian coal,” explains Adani.

The group is setting up one metric million tonnes per annum (MMT-
PA) capacity of coal to PVC (polyvinyl chloride) project at Mundra, with
plans of using green hydrogen as fuel in future. India consumes about
3 million MTPA of PVC and the domestic supply caters to only 50% of
total demand. India’s PVC consumption is likely to grow at a CAGR of
7.6% due to rapid industrialisation and speedy growth in urbanisation,
say industry observers. Ambani is also entering into PVC production
and other chemicals in a JV with Abu Dhabi Chemicals Derivatives
Company RSC Lid, with production facilities planned in West Asia.

A Mountain Of Challenges

Even as the Adani empire expands at a pace never seen before in India’s
corporate history, industry observers believe Adani faces multiple chal-
lenges. While the adjacency theory has widened the breadth of opera-
tions into nearly two dozen businesses does the group have the manage-
ment and execution bandwidth to acquire and absorb new ones such

as Holcim or airports, enter solar, wind manufacturing and generation,
steel, aluminium and data eentres and yet transition old businesses
such as power plants, ports — all at the same time?

Family business expert Kavil Ramachandran says it is diffieult to
imagine the next generation can operationally drive the group's busi-
nesses without bringing a significant level of professionalism and
empowerment of non-family professionals. “This is not easy to achieve
in a family business. Corporate governance will have to be strengthened
further with the ereation of a more active board to balance stability and
entreprencurship,” he says.

Adani counters this saying if he can ereate a board and professionals
sitting on the same table and divide responsibility, he will get the hest
of governance, best of growth and best of shareholder returmns. “Fam-
ily does not think of one-two quarters’ performance. Therefore, in the
operations, no family members are involved, except when doing reviews

of monthly and quartery budgets. A blend
of entrepreneurship, family and profession-
als is the best combination,” says Adani. He
takes enormous pride in his team of family
and professionals that execute his vision,
without naming any from his brothers, sons
and nephews. There is also an army of pro-
fessionals and former senior bureaucrats to
manage the business empire.

The other challenge emerges from the
ballooning debt from the ambitious expan-
sion. Total debt has grown from $104.,519
crore in FY17 to $224. 408 crore in Fy22,
Net debt in FY17 was $99,830 crore, which
grew to 200,021 erore in FY22, the third
highest among India's largest husiness
houses, already 44.62% higher than a year
ago. As interest rates rise, servicing debt
at this scale gets costlier. Following the
Haoleim acquisition, Adani group’s revenues
will jump to 250 lakh crore and debt o
T3 lakh crore. Even though the Holcim
acquisition has been done through a private
family entity, Adani plans to service debt
by deleveraging books of Ambuja and ACC,
baoth listed in India, say analysts.

Gautam Adani knows his first-genera-
tion business, which has overtaken many
century old business houses, has miles to
go. With group strategy firmly aligned to
India’s strategic vision of a green future, all
eyes are now fixed on how this ambition
will translate into viable businesses on the
ground. @
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GAUTAM ADANI, CHAIRMAN, ADANI GROUP

A GANPATIIDOL HOLDS A PRIDE OF PLACE ON THE 16TH FLOOR CHAIRMAN'S OFFICE OF ADANI HOUSE, THE
GROUP HEADQUARTERS IN PRIVATE TOWNSHIP ‘SHANTIGRAM' IN AHMEDABAD. LIGHT SEMI-CLASSICAL
INSTRUMENTAL MUSIC FLOWS IN THE BACKGROUND IN THE MINIMALLY DECORATED CHAIRMAN'S LOUNGE.
GAUTAM ADANI WALKS IN BRISKLY AND SETTLES DOWN AT THE CORNER OF A SOFA WITH A WARM, INFOR-
MAL DEMEANOUR. HE IS AGILE, SPORTS AN UNFLINCHING AIR ABOUT HIM AND A FACE THAT DEFIES THAT
HE TURNS 60 ON JUNE 24. GAUTAM ADANI SPEAKS TO FORTUNE INDIA ON WHAT DRIVES HIS AMBITION
THAT HAS STUNNED THE CORPORATE WORLD FOR HIS SEEMINGLY INSATIABLE APPETITE FOR NEW BUSI-
MESSES — AND A EOLD $70 EILLION GREEN MISSION. INTERVIEW EY RAJEEV DUBEY AND P.E JAYAKUMAR

THIE EDITED O&A& HAS BEEN CONDENEZED FOR SPACE AND CLARITY.

“If India
COITLMILS
500 GW of
renewable
power, we
can't depend
on China for
solar panels.

k)

WEREN AN MIESSI0N

What is the larger vision driving the
Adani group?

My vision for the Adani group has al
witys been about nation building. Cur
rent global situation offers our nation
unprecedented opportunities. Climate
change is one of the biggest challenges.
But it also opens up huge business op
portunities in energy transition — from

fossil fuels to renewables and hydrogen.

What the world has seen in 100 years
of energy forms is set to change in

the next 10-20 vears. Academia and
research are working on how to make
green energy 0 affordable. India has a
great advantage — geographically, and
in producing cost-effective electrons,
converting into green electrons. We
can be completely self-reliant. India
can also eye exporting energy. If India
is to grow, we must find ways to in
crease per capita electricity consump
tion. We need to sharpen our focus on
industries, rather than services and

agriculture. Without self-reliance or
‘atmanirbfaria’, we can't serve 1.4 hil
lion people. This is a huge opportunity
for India to become ‘atmanirbiar’,
and move from ‘atmanirbharta’ (sell
reliance), to hharamirbheria'(reli
ance on India). Right now, the world
is dependent on what China makes.
India can play this role for the world.

How do you bring ‘atmanirbharta’ into
energy transition?

We are not going to import anything,
Silica (sand) is available here. From
silica you can make polysilicon and
ingots and wafers. From wafers, you
can make PV cells and from the cells
you can make solar modules. For
making modules, you require glass.
You require aluminium frames. About
97-98% value addition can be done
within the country.

You announced an even larger $70
billion green investment plan for the
next 8 years...




















