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Executive Summary

Institutionally Necessary
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Larsen & Toubro is not India's biggest company by market cap, nor its most profitable. It lacks the glamour of Reliance or the

global brand of Tata. What it has instead is something rarer: it is institutionally necessary.

Built India's Longest Sea Bridge

Mumbai Trans Harbour Link (Atal Setu), plus metro
systems in 25+ cities

India's Nuclear Triad

Fabricated hull sections for INS Arihant, India’s first
nuclear-powered submarine

World's Tallest Statue

Statue of Unity — 182 metres, completed 9 months
ahead of schedule

Space & Strategic Infra

Critical components for ISRO rockets, nuclear reactor
pressure vessels, offshore oil platforms



The Numbers That Define L&T
X2.95L Cr I6.67L Cr

FY2025 Revenue Order Book Q2 FY26
~$30 billion USD ~3x annual revenue — multi-year visibility
International Revenue Countries of Operation
Up sharply from 43% a year earlier Truly global engineering footprint

@ What makes L&T strategically distinctive: No promoter family - Engineering depth at scale - Nation-state alignment
- Business coherence despite diversification
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Origin Story

The Unlikely Founders

The story begins not in a boardroom, but on a hill station holiday.
Henning Holck-Larsen (born 1907, Denmark) arrived in India in 1937 as
an employee of F.L. Smith & Co. of Copenhagen. Seren Kristian Toubro
(born 1906) had preceded him in 1934 to commission cement plants.

Toubro read a Gandhi quote signalling that independent India would
"offer great opportunities to anyone with modern technological and
management skills." The two former schoolmates reconnected and in
1938, during a holiday in Matheran near Bombay, made an oral
agreement to go into business. Their first office was so small that only
one of them could use it at a time.
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Founding Values

Complementary Characters, Enduring Principles

The Founders' Dynamic Four Founding Principles

Holck-Larsen was a risk-taker and visionary; Toubro was ¢ Engineering excellence above all — no effort too great
conservative, detail-oriented, and precise. That tension — for customer satisfaction
between ambition and discipline — defined L&T's culture

e Client trust over short-term profit — relationships over

for generations. margins

e Adapt or perish — each disruption became a new
capability

o Professional management — neither founder treated
L&T as a personal fiefdom
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The First Pivot: From Dairy Equipment to Engineering

L&T's early business was simple: agents for Danish dairy and industrial equipment. Then World War Il changed everything. When Germany
invaded Denmark in April 1940, supplies from Copenhagen stopped overnight.

1 2
Trading Agency Indigenous Manufacturing
Danish dairy & industrial equipment representation Set up workshop to manufacture dairy components; formed Hilda

Ltd. for ship repair

3 4
Industrial Contracts Formal Incorporation
Completed Tata soda ash plant when German engineers were L&T Private Ltd. incorporated 7 Feb 1946; listed on stock
interned — first major industrial contract exchanges 1950

By 1944, they established ECC (Engineering Construction & Contracts Ltd.) — which would become the group's largest revenue unit. In 1945,
they signed with Caterpillar Tractor Company — L&T's first major international commercial alliance.



Evolution & Major Turning Points

Eight Decades of Strategic Milestones

1938-1950

Founded by handshake in Matheran; WWII pivot to
manufacturing; ECC established; Caterpillar partnership;
incorporated 1946; listed 1950

1978-1990s

Holck-Larsen retires; professional management era
begins; three hostile takeover attempts (Chhabria 1987,
Ambani late 1980s, Birla 2001-03)

2019-2026

Hostile Mindtree acquisition; LTIMindtree merger; Atal Setu
inaugurated; $4B QatarEnergy order; order book hits ¥6.67
lakh crore

1950s-1970s

Dr. Homi Bhabha approaches L&T for nuclear reactor
components; ISRO partnership begins; Vikram Sarabhai
chooses L&T as manufacturing partner

2003-2016

Birla exit via employee trust deal; UltraTech Cement
demerged; first ESOPs; INS Arihant hull fabricated; Arihant
commissioned 2016



The Naik Era

L&T's Most Decisive Chapter

Anil Manibhai Naik joined L&T in 1965 as a junior engineer and rose to
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Group Chairman — arguably the most consequential leader in L&T's
post-founder history. Between 1987 and 2003, L&T faced three hostile
takeover attempts: Manohar Chhabria (1987), Reliance/Ambani (late
1980s), and Kumar Mangalam Birla (2001-2003).
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Naik's masterstroke: he structured a deal where the L&T Employees'
Trust purchased Birla's stake. In exchange, Birla received L&T's cement
division — which became UltraTech Cement, India's largest cement
company. L&T shed a capital-intensive commodity business and
protected its independence permanently.




The Naik Era
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Employees as Owners: The ESOP Revolution

value begins to get created in the minds of employees." — A.M. Naik

Takeover Defence First Non-IT ESOP
Employee Trust holds ~12-13% of L&T became the first non-IT, non-
L&T shares, ring-fencing the finance Indian company to issue
company against future hostile bids ESOPs — aligning 27,000+

employees with shareholder value

“Today, my junior manager looks up at L&T's share price on the internet since he has 500 shares. This is how shareholder

Legacy

Naik multiplied L&T's market cap
many times over across 35+ years,
retiring in 2023 with no family claim
— only professional merit



Core Structure
Parent Company & Subsidiaries

Larsen & Toubro Limited is the parent, listed on BSE and NSE. It directly operates several key businesses and holds majority stakes in subsidiaries and JVs. The
structure is deliberately complex — built over 85 years of strategic additions, JVs, demergers, and acquisitions.

L&T Construction LTIMindtree ~68%

CORE DIVISIONS

(100% OWNED,

(100% OWNED, LISTED
UNLISTED) SUBSIDIARIES

L&T Hydrocarbon L&T Technology

Services ~73%

L&T Heavy Engineering
L&T Finance ~65%

L&T Defence

L&T Realty LTSSHF with NPCIL
JOINT
VENTURES/ O L&T MBDA Missile

Systems ~51%

UNLISTED

SUBSIDIARIES
(100% OW/NED)

L&T Shipbuilding

L&T Cloudfiniti
ouanniti L&T-Sargent & Lundy

L&T GROUP

post?



Core Structure

The Logic Behind the Structure

Ring-Fencing Capital &
Regulatory Risk

Listed subsidiaries like
LTIMindtree and LTTS raise their
own capital and operate
independently — allowing the
parent to participate in high-
growth technology markets
without burdening the
engineering parent's balance
sheet.

Unlocking Valuation

Technology services companies
trade at 25-40x earnings;
construction EPC at 15-25x,
Separately listing LTIMindtree and
LTTS allows each to be valued on
its own merits, maximising total

group value.

gttt

Operational Coherence

Construction, hydrocarbon,
defence, and heavy engineering
are deeply integrated with the
parent — sharing procurement,
project management systems,
brand reputation, and engineering
talent. Demerging them would
destroy synergies.
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SECTOR DEEP DIVE - 5A

Infrastructure &
Construction

L&T's Infrastructure Projects segment is the group's largest business at
~62% of consolidated revenues (FY2025). It spans buildings & factories,
transportation infrastructure, heavy civil works, power T&D, renewables,
water treatment, and minerals & metals.

India's central government capex reached ¥7.5 lakh crore in FY2024,

budgeted at ¥10+ lakh crore in FY2025. L&T's infrastructure order book
as of Q2 FY2026 stood at ¥3.9 lakh crore — a near-perfect mirror of this
spending cycle.
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Infrastructure & Construction

Why L& T Dominates at the Complex End

alance Sheet Stren xecution Track Recor ulti-Domain nder
<O Bal Sheet St oth = t Track R d Multi-D EPC Und
—  Investment-grade credit rating On-time delivery with minimal i [Reet
allows L&T to compete for disputes reduces client risk — a Civil, structural steel, MEP,
contracts that medium-sized quantified premium of 5-15% process systems, and
players cannot even bid for over competitors digital/automation — all
handled in-house where
competitors must subcontract
D:D Geographic Breadth Technology Adoption
Offices, project sites, and =  BIM, drone-based site
supply chain relationships monitoring, prefabricated
across every major Indian construction, and Al-driven

geography project management platforms



SECTOR DEEP DIVE - 5B

Heavy Engineering & Manufacturing

What It Does

L&T's Heavy Engineering division manufactures custom-
engineered critical equipment — pressure vessels, heat
exchangers, reactors, and columns — for nuclear power
plants, refineries, and petrochemical plants. These are
designed to client-specific technical specifications
requiring specialised materials and regulatory certification
that very few companies globally can provide.

The division operates from Hazira (Surat) and Ranchi. The
LTSSHF JV with NPCIL can produce single forgings
weighing up to 120 metric tonnes — India's only facility of
this capability.

Why It's a Moat

Capital intensity: A single forging press costs hundreds
of millions; 20-40 year investment horizon

Regulatory certification: AERB nuclear certification
takes years — no shortcut

Skilled workforce: Metallurgists and nuclear-grade
welding engineers take a decade to develop

Track record: References going back to the 1950s

gttt
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SECTOR DEEP DIVE - 5C

Energy & Hydrocarbon

Hydrocarbon EPC

End-to-end EPC for
onshore/offshore oil & gas,
refineries, petrochemical plants. hydrogen infrastructure,
desalination plants (primarily
Middle East), battery storage

CarbonLite / Clean Energy

Natural gas power plants, carbon
capture engineering, clean

94% of prospects are
international. Order book ~31.4
lakh crore (Q2 FY26). Won the systems
landmark $4B QatarEnergy LNG

order in March 2025 — largest

single order in L&T history.

Green & Clean Energy

Alkaline electrolysers for green hydrogen, Small Modular Reactors (SMRs),
renewable diesel, solar and wind EPC. Carved out as a separate vertical in
FY2025 — recognition that energy transition is central to L&T's future.

gttt



SECTOR DEEP DIVE - 5D

Defence & Aerospace

L&T is India's largest private-sector defence manufacturing company by revenue as of 2024. Its journey began in 1985 with a
DRDO partnership — when the government did not permit private manufacturers to produce defence equipment. L&T tolerated

this for nearly two decades, quietly accumulating engineering knowledge and relationships. When Make in India opened

defence production to private players after 2014, L&T was uniquely positioned.

Shipbuilding

54 High Speed Interceptor Boats, 7
Offshore Patrol Vessels, hull
sections for INS Arihant — India's
first nuclear-powered ballistic
missile submarine. L&T is the "single
largest contributor” to the Arihant
programme.

Weapons & Missiles

K9 Vajra self-propelled howitzer
(with Hanwha, South Korea),
torpedo and rocket launchers, air
defence radar. L&T MBDA Missile
Systems JV with European missile
giant MBDA.

Aerospace

Hardware for ISRO rockets and
satellites since the 1970s —
cryogenic engine components,

launch vehicle structural elements.

Vikram Sarabhai personally chose
L&T as manufacturing partner.

gttt



SECTOR DEEP DIVE - 5E

Technology Services & IT

Why Does an Engineering Company Own IT Firms?

1 Diversification of Revenue
Quality

EPC construction is lumpy and
cyclical. IT services generate
smooth, recurring, high-margin
revenue — a natural hedge
against infrastructure
downturns.

2

Profitability Uplift

Technology services operate at
20-25% EBIT margins versus 7-
10% for infrastructure EPC.
Adding IT businesses lifts overall
group returns on capital.

gttt

Technology Depth as
Engineering Moat

An engineering company that
genuinely understands digital
transformation can offer more
sophisticated EPC services —
using BIM, loT, Al-driven project
monitoring, and digital twins.
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Technology Services

LTIMindtree & LTTS: Two Distinct Businesses

LTIMindtree Limited (~68% L&T stake) L&T Technology Services — LTTS (~73% stake)
Emerged from the 2022 merger of L&T Infotech (founded Not an IT services company — an Engineering R&D (ER&D)
1997) and Mindtree (acquired via India's first hostile IT services company. Helps clients design products and
takeover in 2019, paying ~310,800 crore). Now the sixth- engineering systems: automotive ADAS, medical devices,
largest India-headquartered IT services company with aerospace sensors, semiconductor design, embedded
$3.5B+ revenue. Strengths in BFSI, retail, CPG, cloud, and systems. Benefits enormously from L&T's engineering
analytics. credibility — its engineers speak the language of clients'

product engineers.

@ New technology ventures: L&T Cloudfiniti (data centres, 32 MW capacity) - L&T SuFin (B2B industrial procurement
marketplace) - L&T Semiconductor Technology (fabless chip design) : L&T EduTech (technology-led skilling)



SECTOR DEEP DIVE - 5F & 5G
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Financial Services & Real Estate

L&T Finance (est. 1994)

A publicly listed, domestically 'AAA'-rated NBFC with a
97% retailised loan book as of FY2025 — rural finance,
home loans, SME working capital. The retailisation strategy
was deliberate: corporate lending was volatile and
exposed to large NPA events. L&T Finance navigated the
2018-19 NBFC liquidity crisis and has restored institutional
confidence.

L&T Realty

Among India's top developers with ~70 million sq ft of
development potential across Mumbai, Bengaluru, Delhi-
NCR, and Chennai. L&T's brand commands 10-15% price
premiums in many micro-markets. The Hyderabad Metro
PPP (69 km, 2017-2020) integrated infrastructure operation
with Transit-Oriented Development — real estate around
stations as a second revenue stream from the same
physical asset.
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Interconnections Between Businesses

The Whole Is Worth More Than the Sum of Its Parts

L&T is often described as a "diversified conglomerate" — but unlike most conglomerates connected only by a common balance sheet, L&T's businesses are genuinely

operationally interlinked.

ENG
CAPABILITY

ﬁ DEFENCE &
FEEDS INFRA \ & HiF

HEAVY ENG
i SYNERGY

TECH

ENGINEERINA SERVICES

& INNOVATION

HUB ENABLE
ENG
SHARED
BRAND FINANCE
REDUCES i@% LUBRICATES
PROJECTS

COST



Interconnections

A Real-World Example: The Oman Refinery

Hydrocarbon
Engineering Construction Division
FEED and detailed design Civil and structural work
delivery.

' execution.

Heavy Engineering Single Client

Hazira fabricates pressure Experience
vessels. Seamless integrated EPC
delivery.

When L&T won a refinery EPC contract in Oman, it drew on its heavy engineering facility in Hazira for pressure vessels, its hydrocarbon engineering design
centre for FEED and detailed design, and its construction division for civil and structural work. A single client received an end-to-end solution from what
appears to be one seamless organisation — but is actually multiple specialised divisions working in concert.

gttt
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Ownership vs Control

No Promoter Family: India's Most Unusual Corporate Structure

L&T has no promoter family, no founding dynasty, no controlling shareholder — extraordinarily rare in Indian business, where most large companies are controlled by a founding family or the

government.
% 13% 24%
14% ) )
LIC of India Employee Trust Foreign Institutions
Largest single institutional shareholder L&T Employees' Welfare Foundation — the quasi-promoter Flls providing global institutional oversight

19% 17%

Domestic Funds Public / Retail
Mutual funds and insurance companies Citizen ownership — a legacy of the 1950 IPO



Ownership vs Control

Why the Promoter-Less Model Works

Employee Trust as Quasi-Promoter

12-13% held by the employee welfare foundation — a
stable block unlikely to support hostile acquirers, ring-
fencing governance continuity

Institutional Accountability

LIC, Flls, and domestic mutual funds monitor
performance and pressure management on capital
allocation — as they did when L&T held large cash
reserves in 2018-19

ESOPs Align Management

Senior management holds significant personal wealth in
L&T stock — interests aligned with shareholders in a way
rarer in India's corporate world

Complexity as a Moat

L&T is so embedded in India's strategic infrastructure
that even activist shareholders cannot easily dismantle it
without destroying value

gttt



India vs Global Split
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From Domestic Champion to Global Contractor

International Revenue %

50

40

30
FY2023 FY2024 FY2025 H1FY26
Period

The International Acceleration

A company that was predominantly domestic until the
2000s now generates 50%* of revenues internationally — a
proportion the company's own earnings calls suggest will
rise further.

The Middle East accounts for ~37% of total order book. L&T
has operated there since 1976 (ECC bid for Abu Dhabi
airport). Five decades of relationships, local offices, and
operational experience create durable competitive
advantages.



India vs Global Split

Which Segments Are Most Global?

Defence
<10%
Hydrocarbon/  Power I'éﬁ'a,’tt""ctt”" sl
2 onscruction
ikidires U0, gy TAO SR sn:.:z:r... ey o3
90%+— 35%+} 80-85%~, 50-60% 3o 0% 20- 30% (domestnc )
Dot Y Mooe e Defence
Te0RY Tegrot DLE N DB, AS‘““@ o
(domestic)

The technology businesses are the most globally diversified. The hydrocarbon business is deeply Middle Eastern. Core construction and defence remain largely

domestic — reflecting where India's strategic spending is concentrated.
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Business Model Analysis
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How L&T Makes Money: Multiple Economic Models
Under One Roof

Business Type

EPC Construction

Heavy Engineering
Hydrocarbon EPC
Defence Manufacturing
IT Services (LTIMindtree)
ER&D Services (LTTS)

Financial Services

Revenue Mechanism

Lump-sum or cost-plus contracts
Order-based custom equipment
Similar to construction EPC
Milestone-based govt contracts
T&M or fixed-price; recurring
T&M or SOW-based; recurring

Net interest income on loan book

Margin Profile
7-10% EBIT
10-15% EBIT
8-12% EBIT
12-18% EBIT (est.)
18-22% EBIT
18-22% EBIT

ROE 12-157% target

Capital Intensity
High (working capital)
Very High (capex)
High

High

Low

Low

High (regulatory
capital)
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Business Model Analysis

The Order Book Model: Why It Matters
0.79L Cr X2.55L Cr

FY2025 Order Book FY2025 Revenue
Record year-end order book Annual revenue base
2.3% $4B
Book-to-Bill Ratio QatarEnergy LNG Order
~2.3 years of revenue already contracted Largest single order in L&T history — revenue flows over 2-4
years

L&T wins a contract today that it executes over 3-5 years. Order inflows today determine revenue 12-36 months from now. This is
why analysts focus intensely on quarterly order inflow data. The order book provides exceptional visibility — unlike companies that
need to win new business every quarter.



Lt
Why This Model Works R

Five Structural Foundations of L&T's Durability

Trust as a Structural Asset

Built through on-time delivery, conservative estimation, dispute avoidance, and 80+ years of financial solvency. L&T wins contracts at 5-15% higher rates than
competitors because clients value certainty of execution.

@ Engineering Depth as a Moat

The ability to design before building, manufacture what cannot be bought, solve mid-project problems, and improve economics through value engineering.
Took decades to build; cannot be replicated quickly.

Diversification With Coherence

Common customer relationships, shared talent, common engineering DNA, and shared procurement. Diversification increases rather than decreases
competitive position.

Nation-Building Alignment

Government trust — first access to complex contracts — deeper capability = more national priority projects — best engineers. A self-reinforcing
cycle.

Professional Management Culture

No family disputes, no succession wars, no promoter extraction. For engineers, the ceiling is determined by performance — not family connections. This
meritocracy attracts India's best engineering talent.



Risks & Challenges

Honest Assessment: What Could Go Wrong

Risk Category

Macro/Cyclical

Execution

Working Capital

Geopolitical

Technology

Margin Pressure

L&T Finance

Specific Risk

Dependence on government capex in India

Project delays, cost overruns, margin erosion

Long project cycles create cash flow stress

Middle East instability affects 37%+ of order book

Al/automation disrupting EPC project management

EPC margins structurally thin; global competition

NPA cycles; competition from banks with lower cost of funds

Severity

High

High

Medium-High

Medium-High

Medium-Long

Structural

Medium

® Gross debt-to-equity ratio: 1.11:1 as of March 2024, declining from 1.14:1 — a positive trend requiring sustained discipline.

Mitigation

International diversification;
private sector exposure
growing

Stage-gate project
management; conservative
bidding norms

Mobilisation advances; strong
credit facilities

Geographic diversification;
long-standing client
relationships

Active digital investment; LTTS
and LTIMindtree are
technology businesses

Move toward defence, data
centres, green energy

Retailisation strategy; AAA
rating; MSME focus

gttt



Lesser-Known Facts

What Most People Don't Know About L&T

Founded by Handshake

Holck-Larsen and Toubro founded the company by oral
agreement in 1938 — legal incorporation came only in 1946

Homi Bhabha's Personal Choice

The father of India's nuclear programme personally
approached L&T in the 1950s to fabricate nuclear reactor
components

Ramon Magsaysay Award

Holck-Larsen received the "Asian Nobel" in 1976 for his
contribution to India's industrial development

Conceived on Holiday

The partnership was conceived during a holiday in
Matheran hill station near Bombay

Sarabhai's Personal Choice

ISRO's founder personally designated L&T in the 1970s to
manufacture space hardware

Naturalised Indian Citizen

Holck-Larsen gave up Danish citizenship in 1950, describing
India as his "adopted homeland"

gttt



Lesser-Known Facts

More Surprising Facts

Three Hostile Takeover Attempts

Chhabria (1987), Ambani (late 1980s), and Birla (2001-2003) all
attempted control — all were repelled

First Non-IT ESOP Issuer

L&T was the first non-IT, non-finance Indian company to issue
ESOPs — AM Naik's mechanism to retain talent and deter future
takeovers

India's First IT Hostile Takeover

Mindtree's acquisition in 2019 was India's first hostile takeover in
the IT sector — L&T used VG Siddhartha's financial distress as
the entry point

gttt

Cement Created UltraTech

L&T divested its cement business (valued at 2,200 crore) to
Birla in 2004; that business became UltraTech Cement, India's
largest cement company

120-Tonne Single Forgings

LTSSHF JV with NPCIL can forge single components weighing
120 metric tonnes — India's only facility of this capability

Statue of Unity: 33 Months

L&T built the 182-metre bronze statue in ~33 months — 9
months ahead of the 42-month contractual timeline, using BIM
and 30 global consultants



ICONIC PROJECT - 131

Statue of Unity (2018)

The world's tallest statue at 182 metres, depicting Sardar Vallabhbhai
Patel on Sadhu-Bet Island, Gujarat. L&T won the ¥2,989 crore EPC
contract from the Gujarat government in October 2014.

Engineering complexity: two 200-tonne tuned mass dampers to
stabilise against 60 m/s winds and magnitude 6.5 seismic activity;
bronze cladding engineered for decades of monsoon exposure; BIM
coordinating 30 global consultants. Completed 9 months ahead of
schedule. Demonstrated L&T's capacity for complex, multi-disciplinary
construction with global design coordination — skills directly
transferable to nuclear and defence projects.




ICONIC PROJECT - 13.2

Mumbai Trans Harbour Link /
Atal Setu (2024)

India's longest sea bridge at 21.8 km, connecting Mumbai with Navi Mumbai
across Thane Creek. Inaugurated by Prime Minister Modi in January 2024. L&T
executed Packages 1 and 3 as a JV with Japanese company IHI.

Steel Used Rebar Used Flamingo
Equivalent to Equivalent to 12 Protection
building three Eiffel Towers Special Orthotropic
Howrah Bridges Steel Decks

minimised disruption
to 24,000+ flamingos

Design Life

100 years; near-zero salt water penetration

gttt
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ICONIC PROJECT - 13.3

INS Arihant: Indias Nuclear Triad (2016)

L&T's Role Strategic Significance

L&T's Hazira facility fabricated hull sections for India's first When Arihant was commissioned, India became the only
ballistic missile nuclear submarine, commissioned August country outside the five permanent UN Security Council
2016. L&T was the "single largest contributor" — providing members to operate a ballistic missile submarine —

hull fabrication, critical engineering design, torpedo completing India's nuclear triad (land, air, sea). L&T's
launching and rocket launch systems. contribution, largely unpublicised, was foundational. Its
ability to manufacture nuclear submarine hull sections
demonstrates material science and precision
manufacturing capability that only a handful of entities
globally can claim.
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ICONIC PROJECTS - 13.4 & 13.5

Hyderabad Metro & QatarEnergy LNG

ek \fg[; A
Hyderabad Metro Rail (2017-2020) QatarEnergy LNG Order (2025)

L&T won the DBFOT concession — simultaneously developer, A $4 billion EPC contract — the largest single order in L&T's

constructor, financier, and operator of a 69 km network. history — for offshore compression facilities supporting
Integrated infrastructure financing, construction, operations, Qatar's LNG expansion. Validates L&T's position as a Tier-1
and Transit-Oriented Development (real estate around global EPC contractor, competing against TechnipFMC,
stations). A proving ground for both L&T's PPP capability and McDermott, and Samsung E&C. Locks the hydrocarbon order
the limitations of ridership forecasting. book at elevated levels for 3-4 years.



ICONIC PROJECT - 13.6

Metro Rail: Building Urban
Talelfe

L&T has built metro systems in over 25 Indian cities — Delhi (Phase 3 &
4), Chennai, Bengaluru (Namma Metro), Mumbai, Kolkata (East-\West
Corridor), Lucknow, Ahmedabad, Surat, and more.

The metro programme represents a recurring revenue stream from a
single client type — urban development authorities — that L&T
understands better than any competitor. Each metro project deepens
relationships, refines underground and elevated civil engineering
capabilities, and produces a reference that wins the next city's project.
This compounding of expertise and relationships is a structural
competitive advantage.
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Leadership & Culture

Engineering-Led Leadership Philosophy

Engineering Rigour Over Financial Long-Term Relationship Primacy

Eglinezring A client relationship — once earned — is worth protecting
L&T leaders are, first and foremost, engineers and prOjeCt even at the cost of a specific margin. This makes L&T
managers. This ground-level orientation prevents the sometimes look conservative but builds a relationship
strategic overreach that afflicts conglomerates led by asset that compounds over decades.

financial dealmakers.

Institutionalism Over Individualism Mission Zero Harm

L&T's leaders do not build personal brands at the expense The L.LE.E. (Live Injury-Free Everyday) framework reflects
of the institution. Naik consistently referred to L&T's the engineering recognition that on complex projects, one
systems, culture, and people — not his own decisions. This safety failure can destroy a decade of trust.

institutional consciousness strengthens governance.



Leadership & Culture
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Talent Development & The Subrahmanyam

Transition

Building Engineers From Within

L&T operates L&T Engineering College — one of India's few
corporate-owned engineering colleges — plus the Toubro
Training Centre at ECC's Manapakkam campus and the
Toubro Construction Technology Centre. These create a
pipeline of engineers trained in L&T's project management
culture and generate loyalty that lateral hires cannot match.

The ESOP programme created a culture of shared
ownership: engineers check L&T's stock price daily because
they own shares. Senior executives make capital allocation
decisions with shareholder discipline because they are
themselves significant shareholders.

S.N. Subrahmanyam (CMD from Oct 2023)

A career L&T engineer who rose through infrastructure
businesses over decades — identified as CMD-designate
well in advance. The transition was smooth, reflecting
intentional succession planning rather than crisis
management.

Strategic priorities: accelerating international expansion
(Middle East and Africa), deepening energy transition
portfolio (green hydrogen, SMRs, offshore wind), and
improving return ratios. His first two years have seen the
order book reach record highs.




Strategic Lessons

Six Lessons for Business Leaders

gttt
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Adversity Is a Strategy

WWII forced manufacturing; Bhabha created nuclear opportunity;
urbanisation created metro demand. Treat disruption as a capability-building
opportunity — become antifragile.

Trust Compounds

Built by delivering on commitments even when costly, avoiding disputes,
being transparent about problems, and accepting responsibility. Trust is a
quantified competitive advantage — not a soft concept.

Y N ——.

Diversify Along Competency Lines

Ask not "is this a good business?" but "does this business use our existing
capabilities more effectively than competitors can?" The cement business
was correctly divested; it was entered on opportunity, not competency.

Professionalise Early

The founders chose not to install family successors while still active — not as
a crisis response, but as deliberate institutional design. The earlier you
professionalise, the stronger the institution you leave behind.

Y Y, —

Employees Are Your Best Defence

An energised, shareholding employee base is among the most durable
competitive moats an institution can build. The Employee Trust holding 12-
13% of L&T is more than governance — it is a statement that the company
belongs to the people who build it.

Be Indispensable to the Nation

Being indispensable to the state creates a client relationship where the client
has a systemic interest in your success — not just a transactional preference.
This creates long-term business security no marketing can replicate.
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What Makes L&T Different From Other Indian

Conglomerates?

Ownership Structure

No other major Indian conglomerate has no promoter
family. L&T's professional management, widely held
ownership, and employee trust structure are unique in the
Indian corporate landscape.

Strategic Embeddedness

L&T's contribution to India's nuclear, space, defence, and
strategic infrastructure has made it a quasi-sovereign
institution. Reliance and Adani have become
economically important; L&T has become strategically

indispensable.

Engineering as Core Identity

Most Indian conglomerates are business houses that
entered engineering. L&T is an engineering house that
built businesses. Technical capability — not financial
capital — defines its competitive position.

Coherent Diversification

The synergies across construction, heavy engineering,
hydrocarbon, defence, and technology are real,
operational, and defensible — not merely financial.
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Why Has L&T Survived and
Grown Across Generations?

1 Institutional Identity Over Individual Dependence

L&T was never dependent on a single founder, business line, or client.
When Toubro retired (1962), Holck-Larsen (1978), and Naik (2023) — the
company carried on without leadership crises because the institution

was stronger than any individual.

2 Alignment With India's Development Trajectory

Every time India chose a new priority — industrialisation, nuclear
capability, urbanisation, defence indigenisation, digital transformation —
L&T was already positioned at that frontier.

3 Governance Model That Prevents Value Destruction

The promoter-less structure, professional management, institutional
shareholders, and employee trust collectively prevent promoter
extraction, family conflicts, and short-term financial engineering.
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L&T's Next Decade: Three Defining Trajectories

The Energy Transition
Bet

Green hydrogen, alkaline
electrolysers, small modular
reactors, offshore wind EPC,
and renewable energy
construction. The global
energy transition represents a
capital expenditure cycle of
trillions of dollars over two
decades. If L&T pivots its
Hydrocarbon business toward
offshore wind and
construction toward
renewable infrastructure, the
opportunity is generational.

Defence as a Growth
Engine

With India's defence
indigenisation mandate
accelerating, L&T's
investments in shipbuilding,
missile systems, artillery, and
electronic warfare — built over
three decades when no
commercial payoff was visible
— are now strategic assets.
The next decade will
determine whether L&T
becomes a genuine global
defence company.

Digital Infrastructure &
Al

Data centres, semiconductor
design, and B2B digital
marketplaces. India's next
infrastructure supercycle will

be digital as much as physical.

Data centres and Al
infrastructure require the
same EPC project
management, electrical
engineering, and large-scale
execution capability that L&T
has in physical infrastructure.

€
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Key Taokeaways

Insight

L&T's competitive position rests on 87 years of trust accumulation
The absence of a promoter family is a strength, not a vulnerability
Engineering depth creates moats that capital cannot easily buy

Coherent diversification across competency lines compounds
value

Nation-building alignment creates durable client relationships

The order book model gives financial visibility pure service
businesses lack

Employee ownership is a governance mechanism, not just
compensation

L&T is indispensable — and indispensability is the ultimate moat

gttt

Implication

Trust is a long-cycle investment; it cannot be shortcut

Professional management with proper governance can outperform family control
Invest in human capability, not just financial capital

Diversify along what you know, not just where opportunity lies

Commercial and strategic interests, when aligned, create business security

Long-cycle businesses with strong order books can plan and invest with
confidence

Distributed ownership aligns incentives at every level of the organisation

Become the provider of things the nation cannot afford to have fail



_&T: A Nation-Building
nstitution With Commercial
Discipline

The most analytically accurate framing of L&T is not infrastructure company,
engineering company, or technology company. It is a nation-building
institution that has maintained commercial discipline — building what India
needs, on commercial terms, with shareholder accountability and
professional management.

This combination — national mission with commercial discipline — is rare
in any country. L&T occupies the rare middle ground: trusted enough to
be assigned strategic work, disciplined enough to execute it profitably.

(DATA CURRENT AS OF MAY 2026>

SOURCES: L&T ANNUAL REPORTS, STOCK EXCHANGE FILINGS, COMPANY WEBSITE,
INVESTOR PRESENTATIONS
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Disclaimer and Attribution

This case study was prepared using publicly available sources. All financial data refers to fiscal years ending March 31. Crore
figures use the Indian numbering system (1 crore = 10 million). USD conversions approximate based on ¥84/USD exchange
rate unless otherwise stated.

©) Case Study prepared for educational and professional analysis purposes. All data sourced from public disclosures.
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