Godrej Group: The Empire Built
on a Lock, Inherited by Accident,
and Split with Grace

A Comprehensive Business Case Study — 127 years of industrial nationalism,
engineering excellence, and family governance. Compiled: May 2026.
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ORIGIN STORY

The Lawyer Who Couldn't Stop
Building Things

Ardeshir Godrej was born in 1868 into a wealthy Parsi family in Bombay. His family
name wasn't even Godrej — his father changed it from Gootherajee when Ardeshir
was three years old. He trained as a lawyer, graduated, and almost immediately
grew disgusted with the profession.

"A career built on lies."

He quit. In 1894 he took a job at a chemist's shop, became fascinated by precision
manufacturing, and tried his hand at making surgical instruments. The venture failed
— the Indian market didn't trust Indian-made surgical tools. Everything medical was
imported from England.




The Question That Built an Empire

The Reframe

Rather than giving up, Ardeshir reframed the question entirely:

What do people need that they cannot get from Britain, and

which an Indian manufacturer could actually make better?

The Answer: A Better Lock

In 1890s Bombay — a city with rising crime rates, imported colonial
wealth, and flimsy imported locks — the answer was clear. British
locks had an integrated spring that frequently broke. Ardeshir
designed his without it.

The Godrej springless lock — patented — was introduced in 1902
and became a sensation. The British were selling Indians inferior
locks. Ardeshir was now beating them on their own terms.



Industrial Nationalism as Business Logic

Ardeshir wasn't an entrepreneur in the modern sense — he was an industrial nationalist. He identified market gaps where India was dependent
on imports and systematically filled them.

. Locks (1902) Soaps (1918) &+ Furniture (1923)
Springless design beats British imports on World's first vegetable-oil soap — ahimsa Steel almirahs for India's aspiring middle
quality and durability as competitive advantage class
— Typewriters (1948) Refrigerators (1958)
India's first indigenous typewriter — office equipment India's first indigenous fridge — capturing the household
independence appliance boom

@ This philosophy — built decades before independence, a century before "Atmanirbhar Bharat" — would define Godrej for 127 years.



The Accident of Succession

Ardeshir Godrej died in 1936. He had no children. The entire empire — locks, soaps, an emerging industrial complex — passed to his brother
Pirojsha's family.

Pirojsha's Four Children Third-Generation Concentration The Four Cousins

Sohrab, Burjor, Naval, and a daughter Control concentrated into two branches: These are the four cousins whose names
Dosa. Sohrab died without children. Burjor's sons (Adi and Nadir) and would appear on a legal filing 88 years
Dosa's child Rishad also had no children. Naval's children (Jamshyd and Smita). later — the Great Split of 2024.

The fortune Ardeshir built was inherited entirely by accident of biology — not by design. And yet it held together for over a century before finally,
gracefully, dividing.



127-YEAR TIMELINE

From Lock to Rocket: The Evolution Begins

1897

Ardeshir fails at surgical instruments; pivots to locks. Import
substitution: India had no quality domestic lock maker.

1918

World's first vegetable-oil soap ("Chavi"). India's vegetarian
majority rejected animal-fat soaps — ahimsa as competitive
advantage.

1923

Entry into furniture (steel almirahs). Natural extension of steel
manufacturing; addresses Indian middle-class aspiration.

1902

Godrej springless lock introduced. Superior product beats
imports; becomes market standard.

1922

Gandhi, Annie Besant, and Tagore endorse Godrej. Brand
credibility via nationalist association — free marketing at the
highest level.



The Pivotal Decades: 1943-1958

1943

Pirojsha buys 3,400 acres in Vikhroli at public auction.
Industrial land at a fraction of future value — foundation of
what becomes a Z1 lakh crore asset.

1948

India's first indigenous typewriter. Office equipment sector;
fits import-substitution thesis.

1958

India's first indigenous refrigerator (in collaboration with
General Electric). Captures the household appliance boom.

1

1944

Bombay Dock explosion — only Godrej safe survives intact.
Inadvertent product demonstration; cements reputation for
engineering quality.

1951

Makes 1.7 million ballot boxes for India's first general election.
Government credibility; cementing Godrej as part of India's
nation-building story.



The Rocket Age: 1985-2001

%QQ 1985 — ISRO Approaches Godrej & Boyce

Engineering credentials from precision manufacturing. ISRO selects them over other options for rocket parts.

£ 1989 — Wins ISRO Tender: Vikas Engine

0
Manufactures the Vikas engine for PSLV's second stage. A lock maker is now building rocket engines. 75 tonnes of thrust.

1990 — Godrej Properties Established

Real estate arm created to develop Vikhroli land bank — monetisation of the 1943 land bet begins.

1991— Godrej Agrovet Launched

Agri-input and animal feed; rural India diversification strategy takes shape.

@ 2001— GCPL Demerged and Listed

Focused FMCG entity unlocks value through specialisation rather than conglomerate structure.



The Global Era & The Great Split: 2005-2026

2005

GCPL acquires UK's Keyline Brands — first international
acquisition; 3x3 strategy begins.

2024

Godrej Group split into GIG and GEG. 127 years of shared
ownership restructured — amicably and methodically.

Aug 2026

Pirojsha Godrej succeeds Nadir as Chairman of GIG. Fourth-
generation leadership takes the reins.

2008-2012

GCPL acquires Megasari (Indonesia), Darling Group (Africa),
Issue Group (Argentina). ~48% of revenue from international
markets.

2025

Godrej Aerospace delivers human-rated engine for ISRO's
Gaganyaan mission — India's first crewed spacecraft engine.



The Two Empires

The 2024 split divided one empire into two distinct entities, each with its own
strategic logic — one facing capital markets, one facing the long horizon of
engineering and land.

Godrej Industries Group (GIG)

The Listed Empire — consumer-facing, capital-markets-oriented, driven by
brand equity and institutional investor expectations.

Revenue FY25: $6.1 billion | Market Cap: ~$20 billion

Godrej Enterprises Group (GEG)

The Unlisted Empire — engineering, manufacturing, and long-term assets.
Patient capital, without quarterly earnings pressure.

Employees: ~16,000 | Operations: 60+ countries, 5 continents




GIG — The Listed Empire in Detail

‘ CONTROLLED BY ADI & NADIR GODREJ FAMILIES ’

O
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Godrej Consumer Products (GCPL)

FMCG: soaps, hair colour, insecticides, air care. Nearly 50% of
revenues from international markets.

&

Godrej Agrovet (GAVL)

Animal feed, oil palm, dairy (Godrej Jersey), crop protection, and
branded foods.

Incoming Chairman (August 2026): Pirojsha Godrej (Adi's son)

D
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Godrej Properties (GPL)

Premium residential and commercial development across Mumbai,
Delhi-NCR, Pune, Bangalore, Hyderabad.

o]

Godrej Industries (GIL)

Listed holding company owning stakes in GCPL, GPL, GAVL, and
Godrej Capital. Also operates Chemicals and Estate Management.



GEG — The Unlisted Engineering Giant

[ CONTROLLED BY JAMSHYD GODREJ & SMITA GODREJ CRISHNA FAMILIES ]

What GEG Contains (via Godrej & Boyce)

o Aerospace & Defence — rocket engines, missile systems

e Security & Locks — the original business, still running

o Consumer Durables — appliances (lineage of the 1958 fridge)
o Furniture & Interiors

» |IT & Digital — Godrej Infotech

e The entire 3,400-acre Vikhroli land bank (est. value: %1 lakh
crore+)

Why the Division is Strategically Coherent

GIG is the consumer-facing, capital-markets-oriented side. GEG is
the engineering, manufacturing, and long-term asset side —
unlisted, patient, without quarterly earnings pressure, and sitting on
India's most valuable private urban land bank.

Each side got the empire it was best equipped to run.




BUSINESS VERTICALS & FINANCIALS

Godrej Consumer Products
(GCPL) — The FMCG Giant

Household insecticides (Good Knight, Hit), soaps (Cinthol, Godrej No. 1), hair colour
(Godrej Expert), air fresheners, wet wipes. Nearly 50% of revenues come from
international markets — Indonesia, Africa, Latin America.




GCPL Financial Performance

+11% +6% ~50%

Revenue Growth Volume Growth International Revenue
Q4 FY26 YoY revenue growth driven by strong India business volume growth in Q4 FY26 Share of revenues from Indonesia, Africa, and
domestic recovery Latin America

(& GCPL is the rare Indian consumer company that made a deliberate bet on other emerging markets rather than building a western
presence. Indonesia and Africa are now structural pillars of revenue, not experiments.

International business faces currency headwinds: Africa impacted by Naira and Peso devaluation; Indonesia continues to deliver near-
double-digit volume growth.



Godrej Properties (GPL) — The o
Real Estate Engine s :

Premium residential and commercial development across Mumbai, Delhi-NCR,
Pune, Bangalore, and Hyderabad. GPL acts as the development manager for
Vikhroli land owned by GEG's Godrej & Boyce.




GPL Financial Highlights FY26

¥34,171Cr 12.1M + 6 4 %

Booking Value

Sq. Ft. Delivered .
+16% YoY growth in FY26 9 v Q2 FY26 Bookings

Exceeded guidance in FY26 YoY growth — 8,505 crore, a standout

quarter

© GPL's relationship with Godrej & Boyce's Vikhroli land bank is a unique value driver. It acts as development manager (earning ~10% of
revenue) without having to own the land — capital-light exposure to one of India's most valuable land reserves.



Godrej Agrovet (GAVL) — The Rural Moat

What It Does Strategic Note
Animal nutrition (cattle, poultry, aqua feeds), oil palm plantations, GAVL is one of India's few genuinely diversified agri-businesses
dairy (Godrej Jersey brand), crop protection, and a fast-growing with a branded consumer play (dairy) attached.

branded foods segment under Creamline Dairy.

Its 78.9% renewable energy portfolio and CDP Climate Leadership
FY26 Financials rating are genuine, not cosmetic — they reduce operating risk in an
increasingly ESG-scrutinised sector.

e Revenue: ¥10,233 crore (+9% YoY)

¢ Profit before tax: ¥569 crore (+17% YoY)

o PAT:%440 crore (+13.9% YoY)

» EBITDA: %936 crore (+10.8%)

» Average ROCE improved to 20% in FY26

e Animal nutrition volumes: +15% YoY in Q4 FY26




Godrej Industries (GIL) — The Holding Hub

The listed holding company that owns stakes in GCPL, GPL, GAVL, and Godrej Capital. Also directly operates Chemicals and Estate Management businesses.

——— o0 ———

GCPL Stake

23.7% ownership in Godrej Consumer Products

GPL Stake

44.8% ownership in Godrej Properties

—————— — 00—

GAVL Stake
64.8% ownership in Godrej Agrovet

23,460Cr

Total Income H1FY26
vs 2,981 crore in H1 FY25

Godrej Capital
90.9% ownership — the NBFC arm targeting housing and SME finance

%1,005Cr

Net Profit H1 FY26
vs ¥855 crore in H1 FY25



Godrej & Boyce (GEG) — The
Engineering Giant

Locks, safes, appliances, furniture, aerospace components, defence, IT, and
construction — all under the Godrej Enterprises Group. Unlisted, patient, and sitting

on India's most extraordinary private land bank.

~1,000 Acres %¥1Lakh Crore+
Developable land within the 3,400- Estimated value of developable
acre Vikhroli estate Vikhroli land

%3 Trillion

Estimated gross development value (GDV) of full permissible zone at current
Mumbai rates
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Held by Families

& Trusts : BNG,
HNG, PG, NG, SNG
Family Trusts

O

[

GIG Listed
Entities

: M ~67%

Promoter

Stake
o ¢

Adi and Nadir
Godrej Families

%) W ¥
Balance held by
FPIs & Institutions

GEG Unlisted
Side

Fully Private

o]

Controlled by
Families

Nyrika Holkar, Jamshyd Godrej and
Executive Director Smita Godrej
" < Crishna Families

( 1 25% of G&B Shares held

by Charitable Trusts

» Pirojsha Godrej Foundation
« Soonabai Pirojsha Godrej Foundation
» Godrej Memorial Trust




The Charitable Trust Structure

An important and often overlooked aspect of Godrej's ownership: 25% of Godrej &
Boyce's shares are held in charitable trusts — the Pirojsha Godrej Foundation, the
Soonabai Pirojsha Godrej Foundation, and the Godrej Memorial Trust.

What the Trusts Fund

e Godrej Memorial Hospital
o Teach for India
o  WWEF India partnerships

e 200-acre mangrove forest at Vikhroli

Why This Matters Strategically

This structure means a significant portion of the group's value is permanently
locked for public benefit — it cannot be sold or distributed. Pirojsha did this in
the 1940s — half a century before ESG became a corporate framework.




BUSINESS MODEL W

How the GIG Business Model Works

Strategic Growth

N

33

Properties —
GCPL — FMCG India & bookings,

Intl soaps, insecticides development fees,
Vikhroli JV

Capital Allocation £ > Operational Scale

O
[}

Agrovet — feed, oil Godrej Capital —
palm, dairy, crop housing finance, SME
protection lending, NBFC

WV

Stable Cashflow

The conglomerate advantage is real: GCPL's pest-control expertise directly informed its Indonesian Megasari integration; Agrovet's dairy operations can supply GCPL's food adjacency bets; Properties monetises an asset that GEG owns — a unique inter-group relationship that survived the split.




How the GEG Business Model Works

GEG is structurally different from GIG: it is a private, patient-capital, engineering conglomerate. It does not face quarterly earnings pressure — a rare
luxury in corporate India.

1 2

Recurring Revenue Project-Based

Locks, safes, appliances — consumer durables, competitive but stable ISRO/DRDO contracts for aerospace & defence — lumpy but prestigious
3 4

Pipeline Services

Vikhroli land monetisation — %1 lakh crore+ over decades at Godrej Infotech — IT services to the manufacturing sector

development manager fees

(G GEG's ability to absorb long gestation projects — the Gaganyaan engine took years of development — is a genuine competitive advantage that
no listed company could replicate.



3X3 INTERNATIONAL PLAYBOOK

Why Godrej Went to Africa and
Indonesia Instead of Europe

When GCPL began its international expansion under Adi Godrej, the conventional
wisdom was to chase scale in Europe or North America. GCPL chose the opposite.

"Close to 80% of the world's population lives and works in emerging markets."




The 3x3 Strategy Defined

CATEGORIES
&a
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HOME CARE

Household Insecticides & Air

\\

Fresheners

STRATEGIC FOCUS

EMERGING MARKETS

Focus on Rapidly Developing Economies

CONTINENTS a

PERSONA

WASH @

Soaps & Wet Wipes

HIGH Y g
POPULATION e

Access to Massive Consumer Bases

14 Countries via Darling Group

HAIR CARE P

Hair Colour & Extensions

&
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SN

UNDERSERVED
BY MNCs — <5

T

Filling Gaps Left by Western Multinationals

LATIN
AMERICA

Argentina & Beyond




Key Acquisitions Under the 3x3 Strategy

2005 — Keyline Brands (UK)

Entry into professional hair care; UK distribution platform

2010 — Megasari Makmur (Indonesia)

Insecticides (35% share), air fresheners (45% share), wet
wipes (80% share) — category dominance

2011 —Issue Group & Argencos (Argentina)

Hair colour entry into South America

2008 — Rapidol & Kinky (South Africa)

Hair colourants for African consumers — natural hair
textures underserved by Western products

2011 — Darling Group (14 African countries)

Hair care across Sub-Saharan Africa in 3 phases; Kenya,
Uganda, Tanzania and 8 more markets



The 3x3 Result: Dominance in Overlooked Markets

~48% Indonesia Africa

Of GCPL's revenues from international Now the second-largest market after India A structural growth pillar — dominant in

markets by the mid-2010s — near-double-digit volume growth hair care across Sub-Saharan Africa
continues

Why It Was Brilliant The Risks It Created

GCPL owns dominant positions in categories with virtually no Currency volatility is now existential. The Nigerian Naira devaluation,
competition from multinationals who ignored these markets. No Argentine Peso hyperinflation, and Indonesian Rupiah movements
Western competitor has figured out how to displace them. can swing earnings by hundreds of crores in a quarter without any
operational failure.




Why the Split Happened

The Godrej split was not driven by a single crisis or family feud. It was driven by
structural inevitability: four branches of a family, with increasingly divergent
visions, sharing cross-ownership in the same entities across generations.
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The Cross-Holding Tangle

The cross-holding structure had become governance-complex: Jamshyd's side held stakes in GCPL and GPL; Adi's side held stakes in G&B.

Every strategic decision at any entity technically required alignment across family branches with different priorities.

2019 — Legal Engagement
Begins

Top law firms engaged: Cyril Amarchand
Mangaldas for Adi; Zia Mody's AZB

Partners and JM Financial's Nimesh
Kampani for Jamshyd.

Five Years of Negotiation

It took five years to untangle a structure
built over 127 years. The complexity was
not just financial — it was relational,
historical, and reputational.

2024 — The Filing

The split was announced and structured
— amicably, methodically, and with pre-
defined succession for both entities.



Who Got What — and the Logic

Entity

Godrej Industries (listed)

GCPL (listed, FMCQG)

Godrej Properties (listed)

Godrej Agrovet (listed)
Godrej & Boyce (unlisted)

3,400-acre Vikhroli land bank

Aerospace & Defence

Goes To

GIG (Adi/Nadir)

GIG (Adi/Nadir)

GIG (Adi/Nadir)

GIG (Adi/Nadir)
GEG (Jamshyd/Smita)

GEG (Jamshyd/Smita)

GEG (Jamshyd/Smita)

Strategic Rationale

Capital markets-facing; institutional investor
governed

Consumer brand empire — fits Adi's family's
historical leadership

Real estate development — capital-markets
discipline needed

Agri and rural; fits GIG's rural consumer focus
Engineering heritage — Jamshyd's domain

Massive long-term asset — better in patient-
capital, unlisted entity

Engineering-intensive; long gestation; not suited
for quarterly P&L scrutiny



The Vikhroli Bridge: A Deal Within the Deal

© G&B (GEG) retains the Vikhroli land as owner-developer; Godrej Properties (GIG) retains the right to act as development manager and
market the projects. Both sides benefit from Vikhroli regardless of which "camp" they're in.

The split was structured to preserve, not destroy, this value-creation engine. It is perhaps the most elegant element of the entire restructuring —
a commercial bridge between two legally separated entities.

GEG Owns the Land GIG Develops the Land

Godrej & Boyce holds the 3,400-acre Vikhroli estate as owner- o Godrej Properties acts as development manager, earning ~10%
avn

developer — patient capital, no quarterly pressure of project revenues — capital-light exposure to India's most

valuable land reserve



Why It Was "Amicable" — What
That Actually Means

Indian conglomerate splits are almost universally acrimonious — see: Ambani
brothers (Reliance), Bajaj (partial), Birla (complex). The Godrej split is being studied
as a case study in structured, governance-driven separation.




Five Reasons the Split Worked

1

Both Sides Retained the Godrej Brand

Under a brand & non-compete agreement — neither side was forced to abandon 127 years of brand equity. The name belongs to both empires.

Cross-Board Resignations Were Coordinated and Public

No boardroom drama, no leaked grievances. The process was transparent and orderly — a signal of genuine institutional maturity.

Succession Was Pre-Defined in the Filing Itself

Pirojsha Godrej named Chairman of GIG for August 2026; Nyrika Holkar named Executive Director of GEG. No ambiguity, no power vacuum.

Shareholders Benefited

Listed Godrej stocks rallied up to 9% on announcement — the market viewed clarity as value-accretive, not destabilising.

Uday Kotak Called It "A Model to Replicate"

High praise from India's most respected banker on governance — the split was recognised as a benchmark for Indian family business
restructuring.



The Structural Reason It Worked

Decades of Fiduciary Culture

The Godrej family had a tradition of treating trusts and foundations
as real institutional mechanisms, not family facades. Decades of
operating under fiduciary oversight created a culture of
documented governance.

Governance as Inheritance

This culture — built by Pirojsha in the 1940s through charitable trust
structures — made the 2024 split negotiable rather than adversarial.
The institutional habits of one generation became the conflict-
resolution tools of the next.

The split was not an event. It was the culmination of 80 years of
governance discipline.



THE VIKHROLI MASTERPIECE

The Greatest Land Bet in Indian
Corporate History

In 1943, the then-Government of Bombay auctioned Vikhroli village at the Bombay
High Court. Pirojsha Godrej — Ardeshir's brother, the manufacturing brain of the
family — bid and won. It was marshy, undeveloped land on the northeastern edge

of Bombay.

Pirojsha's plan was not to flip it. He wanted to build a township.




Pirojshanagar — A Self-Contained World

Over the next two decades, Vikhroli transformed into Pirojshanagar — a self-contained industrial township built with a vision that was decades
ahead of its time.

~ . o o . . . .
Manufacturing Plants ]/_Q\_[ Subsidised Worker Housing Dispensaries & Hospital
a
The original lock and safe factories — Homes for factory workers — a Healthcare for workers and their
the industrial heart of the Godrej paternalistic but genuine commitment families — the Godrej Memorial
empire, still operating today to the community that built the Hospital, funded by charitable trusts
business
ﬁ School & Pragati Kendra 200-Acre Mangrove Forest
N
A school for workers' children and a The largest privately owned
community welfare centre — mangrove forest in Mumbai —
education as infrastructure deliberately placed under

conservation, refusing development



The Vikhroli Numbers Today
3,400 1,750

Total Acres Mangrove Acres
The full Vikhroli estate acquired in 1943 at auction for effectively Protected forever — Adi Godrej publicly committed in 2011 never to
nothing develop these
~1,000 23T
Developable Acres

Gross Dev. Value
The portion available for real estate development — the core of the ¥1

lakh crore thesis Estimated GDV of full permissible zone at current Mumbai real estate

rates (~¥70-80 crore per acre)

© At current Mumbai rates of ¥70-80 crore per acre, the Vikhroli land bank is worth more than the combined market capitalisation of most
Indian mid-cap companies. Pirojsha bought it in 1943 at auction for effectively nothing.



The Vikhroli Development Model

Owner-Developer él; Early Projects

Patient Capital Development Manager

The Godrej Platinum (1 million sq. ft. residential) and Godrej Vistas projects are the early phases of what is expected to be 100 million sq. ft. of development over decades
— one of the largest urban development pipelines in Indian corporate history.



STRATEGIC LESSONS

Six Lessons from 127 Years of
Godrej

The Godrej story is not a tale of luck or genius alone. It is a masterclass in
repeatable strategic frameworks, patient capital, and institutional discipline —
applied across generations.




Lesson 1: The Import-Substitution Thesis

° Ardeshir Godrej built a diversified empire by asking one repeating
Wh at d oes I n d Ia question. Locks, soaps, furniture, typewriters, refrigerators — each
import that India

was an import-substitution play.

The discipline of this framework, not genius or luck, accounts for
Godrej's breadth. This philosophy predated "Atmanirbhar Bharat" by

u Id k b r? a century and predated India's independence by decades.
CO make better:

@ The same thesis that produced a springless lock in 1902
produced a Vikas rocket engine in 1989. The question never
changed — only the answer did.




Lesson 2: Philanthropy as Structural Ownership

Pirojsha embedded 25% of G&B shares in charitable trusts before it was fashionable. This wasn't CSR — it was a conviction that a business

exists in relationship with the community that hosts it.

Not a Marketing Exercise Vikhroli's Mangrove

The trust structure was created in the Commitment

1940s — half a century before ESG 1,750 acres of mangroves made
became a corporate framework. It was a permanently protected in 2011 —
genuine ownership decision, not a perhaps India's most consequential
reputational one. voluntary conservation pledge by a

private company.

The Governance Dividend

Decades of operating under fiduciary
oversight created the institutional culture
that made the 2024 split negotiable
rather than adversarial.



Lesson 3: The Patience of Private
Capital

GEG's aerospace division started with ISRO satellite parts in 1985 and spent 40 years
becoming the single-source supplier for India's PSLV/GSLV programme. No listed company
could have sustained that trajectory — the gestation is too long, the returns too lumpy.

1985

ISRO approaches Godrej & Boyce for rocket parts — a tentative beginning

1989

Wins tender to manufacture Vikas engine — 75 tonnes of thrust, PSLV's second stage

175+

Vikas engines delivered across every ISRO mission to Moon, Mars, and now human
spaceflight

2025

Human-rated engine delivered for Gaganyaan — India's first crewed spacecraft




Lesson 4: Emerging Markets First Is a Strategy, Nota

Consolation

The Contrarian Bet

When GCPL chose Indonesia and Africa instead of Europe, critics
noted these were not "blue chip" markets. The conventional wisdom
was to chase scale in Europe or North America.

Two decades later, GCPL has dominant positions in household
insecticides and hair care in markets with hundreds of millions of
underserved consumers.

The Competitive Moat

No Western competitor has figured out how to displace them. The
combination of local product formulation, distribution depth, and
brand trust built over 15+ years is extraordinarily difficult to replicate.

Indonesia is now GCPL's second-largest market after India. Africa
is a structural growth pillar.




Lesson 5: The Amicable Split as Governance Innovation
Indi i i it often. They rarely split well. Godrej's 2024 restructuring is now cited as a ia'

ACRIMONIOUS &
COMPLEX SPLITS

AMBANI SPLIT
o (RELIANCE): years of
g - public legal battles, deep

acrimony, uncertainty

b 9N

BAJAJ: partial,

intricate

/’\
BIRLA: Iong-running

family disputes

COLABORATIVE SPLIT
(GODREJ 2024)

GODREJ 2024:
pre-defined succession,
brand sharing,
maintained commercial
relationships

STOCKS RALLIED 9%
ON ANNOUNCEMENT

UDAY KOTAK:

a model to replicate




Lesson 6: Land Is a Balance Sheet, Not a Line Item

The Acquisition: 1943

Pirojsha buys 3,400 acres of marshy, undeveloped Vikhroli land at a
Bombay High Court auction. Cost: effectively nothing by today's standards.

The Appreciation: 80 Years

The land appreciated passively while Godrej was doing everything else —
making locks, soaps, rocket engines, and ballot boxes. No active
management required.

The Value: Today

¥1lakh crore+ in developable land value. %3 trillion in gross development
potential. More than the market cap of most Indian mid-cap companies.

[ The lesson: patient asset accumulation at acquisition cost, in the right geography, compounds in ways that operational businesses rarely can. Time is
the most underrated input in wealth creation.



Where the Empire Is Exposed

No 127-year-old empire is without structural vulnerabilities. Understanding Godrej's
risks is as important as understanding its strengths — and several of them are
existential in nature.




Risk 1: Currency Exposure in GCPL's International
Business

HIGH SEVERITY

The Exposure Why It's Structural, Not Cyclical

Nigerian Naira, Argentine Peso, and Indonesian Rupiah devaluations This is not a temporary risk that hedging can fully solve. GCPL's
can erase quarter-on-quarter gains regardless of operational entire 3x3 strategy is predicated on emerging market presence —
performance. GCPL's Africa/LatAm business is chronically exposed. and emerging market currencies are inherently volatile. The same

markets that offer growth also offer currency risk. They cannot be
separated.




Risk 2: Godrej Properties Execution Risk

‘ MEDIUM-HIGH SEVERITY ’

FY26 booking value of ¥34,171 crore is impressive, but delivery of 12.1 million sq. ft. in a single year strains construction management. Over-
commitment is a real risk as the pipeline expands.

The Ambition Gap Construction Management at Scale
GPL's booking velocity has accelerated dramatically — ¥8,505 Delivering 12.1 million sq. ft. across multiple cities simultaneously
crore in a single quarter (Q2 FY26, +64% YoY). Execution must requires supply chain, contractor, and regulatory management of

keep pace with sales, or customer trust erodes. extraordinary complexity.



Risks 3-7: The Full Risk Register

Risk

Cross-group Vikhroli dependency

GCPL urban slowdown

GEG aerospace concentration

Post-split governance alignment

Succession risk (GIG)

Severity

Medium

Medium

Medium

Low-Medium

Low

Details

The Vikhroli partnership requires ongoing inter-group cooperation between
two entities now separated by legal firewalls. If commercial terms sour, one of
India's most valuable land plays could stall.

India's urban FMCG demand softened in FY25. If premiumisation stalls, GCPL's
India margin expansion thesis weakens. Rural recovery is underway, but urban
concentration remains a structural exposure.

Godrej Aerospace is a single-source supplier for many ISRO programmes —
extraordinary position, but entirely dependent on ISRO's budget cycles.
Commercial diversification (Rolls-Royce, Safran) is underway but nascent.

Two separate governance structures, two family branches with different
objectives. Over time, commercial disputes between GIG and GEG entities are
structurally possible, particularly around Vikhroli.

Pirojsha Godrej (42) is highly regarded and takes over in August 2026 as
designed. The risk is more about market re-rating during leadership transition
than operational disruption.



LESSER-KNOWN FACTS

Ten Things Most People Don't
Know About Godrej

Behind the brand, the balance sheets, and the boardroom drama lie a set of facts
that reveal just how extraordinary — and how strange — the Godrej story truly is.




Facts 1-3: Inheritance, Ahimsa, and Explosions

Ardeshir Had No Children

The entire Godrej empire was inherited by
his brother Pirojsha's family. The brand
name, the wealth, the industrial legacy —
all of it passed by accident of biology, not
intention. One of India's greatest
business dynasties was never meant to
be a dynasty.

2

The World's First Vegetable-Oil
Soap Was a Swadeshi Product

In 1918, Godrej launched "Chavi" — the
first soap in the world made without
animal fat. The tagline: "We score for
Swadeshi and ahimsa." Mahatma Gandhi
endorsed it. Tagore modelled for it.

3

Godrej Safes Survived the 1944
Bombay Dock Explosion

When a ship carrying 1,400 tonnes of
explosives detonated and killed ~1,300
people, the only items recovered intact
from the vessel were Godrej safes — their
contents preserved. Inadvertent product
test; indelible brand moment.



Facts 4-6: Democracy, Rockets, and Mangroves

Godrej Made Ballot Boxes for
India's First Election

The Election Commission approached
Godrej to manufacture 1.7 million ballot
boxes for India's inaugural democratic
exercise in 1951. A lock company, how
part of democracy's infrastructure.

2

Godrej Has Been in Every Single
PSLV and GSLV Launch

Since 1989, Godrej Aerospace has
manufactured the Vikas engine used in
PSLV's second stage. Over 175 engines
delivered. Every ISRO mission to the
Moon (Chandrayaan), Mars
(Mangalyaan), and now human
spaceflight (Gaganyaan) has Godrej
components.

3

The Vikhroli Mangrove Forest Is
Permanently Protected

In 2011, Adi Godrej publicly committed
that 1,750 acres of mangroves within the
Vikhroli estate would never be developed.
This is the largest private mangrove
conservation in Mumbai — sitting next to
one of India's most valuable developable
land banks.



Facts 7-10: Global Reach, M&A Genius, Fighter Jets, and

Valuation

60+ Countries via G&B Alone

A 127-year-old Indian company, founded to make locks, now
competes globally in aerospace, consumer goods, and real estate
across 60+ countries through GEG alone — plus GCPL's
operations in Indonesia, Africa, and Latin America.

Godrej Wants to Build Fighter Jet Engines

In April 2025, Godrej Aerospace announced readiness to build a
Sth-generation jet engine — the same class powering India's next-
generation fighter jets. A lock company, 128 years later, wants to
make fighter aircraft engines.

Megasari: One of India's Best Emerging-Market
Acquisitions

GCPL's Indonesia unit was acquired for ~%1,000-1,200 crore in
2010 with $120M in revenues and dominant market shares:

insecticides (35%), air fresheners (45%), wet wipes (80%). By any
M&A metric, extraordinary value.

The Sum-of-Parts Discount Persists

GIG's FY25 revenue of $6.1B at a market cap of ~$20B represents
a 3.3x cap-to-revenue ratio — lower than peers like Asian Paints or
HUL. Investors are not fully pricing in Vikhroli optionality,
international GCPL positions, or Godrej Capital's NBFC growth.



The Godrej Family Tree: Four Generations
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The Godrej Brand: Shared Across Two Empires

One of the most remarkable outcomes of the 2024 split is that both GIG and GEG retained the right to use the Godrej brand — under a carefully

negotiated brand and non-compete agreement. This was not a given. In most conglomerate splits, the brand becomes a battleground.

GIG's Brand Expression

Consumer-facing: Godrej No. 1 soap,
Cinthol, Good Knight, Hit, Godrej Expert
hair colour, Godrej Properties residential
projects. The brand signals trust, quality,
and Indian heritage to mass-market
consumers.

GEG's Brand Expression

Engineering-facing: Godrej locks, Godrej
Appliances, Godrej Aerospace, Godrej
Infotech. The brand signals precision,
reliability, and institutional credibility to B2B
and government clients.

The Non-Compete Agreement

Each side agreed not to enter the other's
core domains — ensuring the brand does
not become a source of confusion or
competitive conflict between the two
empires.



Godrej VS. Indlan Conglomerate Peers
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The Next Chapter: What to Watch

— Pirojsha Godrej Takes the GIG Helm (August 2026)

The fourth generation assumes leadership of a $20 billion listed empire. His track record at Godrej Properties — transforming it into India's most valuable
listed real estate company — is the market's reference point. The transition is designed, not improvised.

— Vikhroli Development Acceleration

With the split resolved and the G&B-GPL partnership preserved, the 100 million sq. ft. Vikhroli development pipeline can accelerate. Early phases (Godrej
Platinum, Godrej Vistas) are already underway. The next decade will determine whether the 23 trillion GDV thesis is realised.

— Godrej Aerospace: From ISRO to Commercial

The Gaganyaan engine delivery in 2025 and the 5th-generation jet engine announcement in April 2025 signal GEG's ambition to move from government-
dependent aerospace to commercial and defence diversification. Rolls-Royce and Safran partnerships are nascent but strategic.

—> GCPL's Currency Risk Management

With ~50% of revenues from emerging markets, GCPL's ability to manage Naira, Peso, and Rupiah volatility will determine whether the 3x3 strategy
delivers its full promise. Natural hedging, local manufacturing, and pricing power are the levers to watch.

— Godrej Capital: The NBFC Wild Card

At 90.9% ownership within GIL, Godrej Capital is the newest growth vector — targeting housing finance and SME lending. India's credit penetration story
is a decade-long tailwind. If Godrej Capital scales, it could become a material contributor to GIG's sum-of-parts value.
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Legal Disclaimer

This document is prepared solely for editorial research, content development, and educational purposes. It does not constitute
financial, investment, or legal advice.
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