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Introduction 
India’s growth story is taking shape through clear strategies and bold ambitions, anchored in strong 
domestic demand and reinforced by structural reforms and sustained policy momentum. Multiple 
Indian sectors are making significant capital investments, as they collectively script this growth story. 
India’s steel sector is replete with multiple capital investment decisions over the past year. This KPMG 
in India thought leadership is timely in laying down a comprehensive framework for capital project 
implementation and delivery. 
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This KPMG in India thought leadership offers time-tested leading practices and proven methods for 
enhancing execution excellence, developed on the experience of multiple integrated steel plant 
expansions in India over the past decade and more. The suggested measures are anchored in design 
standardisation, modular construction, and digital integration — each lever having demonstrated the 
ability to compress timelines, costs and enhance predictability globally. For India, the ability to adapt 
these approaches to local execution realities will be critical to unlocking faster and more reliable 
capacity creation, allowing our steel projects to achieve execution excellence. 
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Please peruse forewords by leading industry representatives: 
(in alphabetical order): 

We are privileged to share points of view from industry leaders. Their perspectives cover important 
messages around product innovation, shaping investments for success, indigenisation, ecosystem-
led investment, partnering-based approaches, institutionalising project delivery processes, skill 
building, and multiple other factors necessary for driving successful capital investments. 
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Industry foreword from Jindal Stainless 
Limited
India’s steel industry is entering a defining phase 
of growth. With the country having crossed 200 
MTPA of installed capacity and progressing 
toward the vision of 300 MTPA by 2030, the scale 
of investments underway across integrated steel 
and stainless steel plants and downstream 
facilities is unprecedented. Focus must now shift 
in achieving execution excellence in reaching this 
capacity addition successfully. This next wave of 
capacity creation will be crucial in supporting 
India’s infrastructure development, manufacturing 
expansion, long-term economic aspirations, and 
self-reliance in several critical sectors.

Within this broader transformation, stainless steel 
will play an increasingly important role in 
enabling the next phase of infrastructure, 
mobility, energy, industrial, and defence and 
aerospace applications. As India advances toward 
becoming a global manufacturing hub and a self-
reliant nation, the need for high-quality, corrosion-
resistant, reliable, and sustainable materials will 
continue to grow, placing greater emphasis on 
strengthening domestic stainless steel 
capabilities.

At Jindal Stainless, we view this phase of 
expansion in our country not only as an 
opportunity but also as a shared responsibility for 
the industry. As India’s largest stainless steel 
producers, we remain committed to contributing 
to a stronger metals ecosystem through continued 
investments in manufacturing capabilities, 
innovations, the development of new applications, 

and support for initiatives that enhance the 
competitiveness and resilience of India’s steel 
sector. In addition, nurturing the stainless steel 
ecosystem through building category awareness 
and upskilling remains a strategic priority for us.

At the same time, the industry’s next phase of 
growth will depend not only on investment intent 
but equally on the ability to execute projects with 
greater certainty and discipline. Recent expansion 
programs across the sector have highlighted the 
need to strengthen delivery capability across the 
broader project ecosystem, including innovative 
engineering and vendors’ competency 
strengthening. Bridging this gap will require 
greater emphasis on significant front-end 
planning, engineering readiness, and well-defined 
implementation strategies, for the projects to 
move seamlessly into on-ground execution stage. 

This report offers useful perspectives on the 
factors influencing project delivery across India’s 
steel and stainless steel sector. The insights cover 
challenges and enablers that will shape the 
industry’s next phase of capacity expansion for 
Viksit Bharat by 2047. 

Abhyuday Jindal
Managing Director,
Jindal Stainless Limited
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Industry foreword from Steel Authority 
of India
India’s steel sector is entering a defining decade—
one that will shape not just capacity, but the 
country’s industrial competitiveness for years to 
come. The journey from 200 to 300 MTPA is not 
merely an expansion of scale; it is a test of our 
collective ability to deliver with precision, speed, 
and discipline.

While investment momentum across greenfield 
and brownfield projects remains strong, the ability 
to translate these investments into timely, cost-
efficient, and high-quality operational assets will 
define the sector’s success. The insights 
presented in this document highlight a critical 
shift—from capital deployment to execution 
excellence as the central lever for achieving 
sustainable outcomes.

From a project strategy perspective, it is evident 
that institutionalising robust execution 
frameworks, strengthening engineering readiness, 
adopting integrated delivery models, and 
enhancing governance discipline are essential to 
improving project performance. Equally, building 
capability across the ecosystem—spanning 

contractors, engineering partners and workforce—
will be key to delivering predictable results at 
scale.

This report provides a structured assessment of 
current challenges and identifies actionable levers 
to bridge the gap between ambition and delivery. 
It offers valuable perspectives for all stakeholders 
engaged in shaping India’s next generation of 
steel capacity.

India has both the ambition and the opportunity. 
What will determine success is our ability to 
execute with clarity, consistency, and conviction. 
The path ahead is demanding—but it is also 
transformational.

India’s steel future will not be defined by the scale 
of its ambition, but by the discipline of its 
execution.

Arindam Dasgupta 
Executive Director – Project 
Strategy Group 
Steel Authority of India Limited
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Industry foreword from ArcelorMittal 
Nippon Steel India
India’s steel sector has reached a stage where 
success is measured not only by ambition or the 
scale of investment, but by the ability to translate 
intent into outcomes – capacity commissioned on 
time, assets that perform as designed, and 
projects that generate lasting economic and social 
value. As steel projects grow larger and more 
complex, planning, and execution discipline has 
become the true test of industrial capability, 
particularly as India advances towards its 
aspiration of becoming a USD5 trillion economy 
and a Viksit Bharat.

It is against this backdrop that KPMG in India’s 
white paper, Building India’s next 100 MTPA: 
Embedding execution excellence in steel projects, 
assumes particular relevance. Rather than 
focusing on headline targets or capacity 
ambitions, the paper addresses a more 
fundamental question: how can India – the world’s 
second largest crude steel producer – consistently 
convert its expanding investment pipeline into 
operating steel capacity with predictability and 
confidence?

What makes this publication especially valuable is 
its grounded, practitioner led perspective. 
Drawing on KPMG in India’s extensive on ground 
experience across large steel and metals projects. 
Importantly, it moves beyond diagnosis to offer 
practical insights that can materially strengthen 
project delivery outcomes, while aligning growth 
with sustainability imperatives.

Across the industry, there is growing recognition 
that planning and execution maturity matters as 
much as capital commitment. The outcomes are 
shaped long before construction begins, through 
front end engineering readiness, early validation 
of layouts and utilities, and clarity on execution 
and contracting philosophy. Strong planning 
reduces rework, aligns stakeholders early, and 
creates the conditions for predictable delivery 
at scale.

Further, institutionalised delivery systems, 
integration across disciplines, and well-organised 
governance are also increasingly essential, not 
only to manage scale and complexity, but also to 
ensure steel investments contribute meaningfully 
to regional development, local ecosystems, and 
community livelihoods. 

Industry leaders and stakeholders have 
consistently emphasised that the effective 
implementation of large-scale steel projects rests 
on a few critical enablers working together. These 
include stable and predictable policy frameworks 
with time bound regulatory clearances, assured 
access to raw materials and reliable energy, 
including emerging low carbon sources, and a 
strong execution ecosystem supported by 
engineering depth, capable Engineering 
Procurement, and Construction (EPC), skilled 
manpower, and resilient logistics. Together, these 
enablers underpin growth with responsibility, 
creating value well beyond the factory gates.

Having been closely involved in the delivery of 
large industrial projects, I firmly believe that 
India’s next phase of steel sector growth will be 
shaped by the collective ability of all stakeholders. 

This white paper offers a timely and thoughtful 
framework to support that shift. I hope it serves 
not just as a reference, but as a catalyst for action 
for everyone involved in planning, approving, and 
delivering India’s next generation of steel projects. 
Ultimately, the strength and competitiveness of 
India’s steel sector will be a defining factor in 
enhancing the country’s global competitiveness.

Dilip Oommen
Director & Chief Executive Officer
ArcelorMittal Nippon Steel India Limited
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India today stands at a defining moment in its 
industrial growth journey. The country has set an 
ambitious target under the NSP to achieve 300 
MTPA of crude steel capacity by 2030. The 
imperative to build the next 100 MTPA is not 
merely a capacity aspiration—it is a structural 
necessity. With accelerated infrastructure creation, 
rapid urbanisation, growth in manufacturing, and 
our collective aspiration to become Viksit Bharat 
by 2047, steel demand in India is poised for a 
sustained multi-decade upcycle. The next phase of 
capacity creation will be fundamental to 
supporting this transformation.

Capacity addition in India has historically been 
driven by a small set of large, integrated steel 
producers. Today, the top four-five integrated 
players account for nearly 55–60 percent of India’s 
installed steel capacity, underscoring both the 
scale and responsibility borne by these 
organisations. At JSW Steel, we recognise this 
responsibility. In line with our long-term vision, 
JSW aims to achieve a domestic capacity of 54.5 
MTPA by FY31. We have outlined clear and 
actionable plans to build the required capacities, 
reinforcing our commitment to nation-building 
while maintaining competitiveness, capital 
discipline, and sustainability. As the industry 
prepares for the next wave of expansion, several 
structural challenges must be addressed 
decisively.

The first challenge is technology choice. While 
green steel remains a long-term aspiration, it is 
not yet economically viable at scale in the Indian 
context, primarily due to the high cost and limited 
availability of round-the-clock renewable power 
and energy storage infrastructure. In the near to 
medium term, the blast furnace–basic oxygen 
furnace (BF–BOF) route remains the only scalable 
and reliable option for large-capacity creation. 
That said, significant strides are being made to 
improve sustainability within the BF route itself—
through technologies such as blast furnace 
dehumidification, PCI and gas injection, stove 
efficiency improvements, heat recovery, and 
digital optimisation, enabling meaningful 
reductions in emissions and energy intensity.

The second challenge lies in the broader 
execution ecosystem. While steel companies have 
scaled rapidly, the enabling ecosystem—
particularly construction contractors, fabrication 
capacity, logistics providers, and equipment 
suppliers—have not expanded at the same pace 
and must be addressed through capability 
building, standardisation, and deeper 
collaboration across the value chain.

The third critical constraint is skilled manpower 
availability. India’s steel construction workmen 
pool is largely sourced from Bihar, Jharkhand, 
Odisha, Uttar Pradesh and West Bengal. With 
rising economic activity, infrastructure 
development, and multiple megaprojects 
underway within these very states, securing 
skilled and experienced manpower has become 
progressively more challenging, impacting 
productivity and execution certainty.

Finally, the execution methodology itself must 
evolve. The industry needs to transition decisively 
from conventional, labour-intensive construction 
models toward modular and industrialised 
execution methodologies. Greater adoption of 
modularisation, standardised designs, offsite 
fabrication, and value engineering—combined 
with early design freeze and reduced late-stage 
modifications—will be essential to lower 
manpower intensity, improve safety, compress 
schedules, and enhance overall project 
predictability.

The journey from 200 to 300 MTPA will test not 
just India’s investment appetite but the strength of 
its execution systems, institutions, and 
partnerships. Those who embed execution 
excellence as a strategic priority—rather than an 
operational afterthought—will define the future of 
India’s steel industry.

I would like to thank KPMG in India for sharing 
their perspectives and experience on large-scale 
steel project execution. The insights presented in 
this report offer a useful lens on the execution 
challenges and enablers that will shape India’s 
next phase of capacity expansion.
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Executive summary: India’s steel industry 
steps into its most defining growth phase

India’s steel sector stands at an inflection point 
for the first time. The National Steel Policy (NSP) 
set a long-term vision of achieving 300 MTPA 
of crude steel capacity by FY 20301, 
on the back of recent achievement of around 
200 MTPA in FY 2024-252, effectively doubling the 
country capacity over the past decade. Building 
the next 100 MTPA will warrant one 
of the fastest and largest capacity creation efforts 
in India’s industrial landscape, driven 
by more than INR10 lakh crore of planned 
investments3 across integrated, brownfield, 
and downstream projects. Strong domestic 
demand, policy continuity, and decisive 
private-sector participation continue to 
drive this momentum. 

While the growth outlook is encouraging, 
the focus must now shift from capital investment 
to a strong and sustainable capex planning and 
execution capability. Several recent steel projects 
in India have struggled to meet desired timelines 
and budgets, underscoring the need for structured 
delivery frameworks and governance discipline. 
As India advances toward its next capacity 
milestone, how much of this investment converts 
into operating capacity will depend on how 
effectively the project ecosystem performs to 
deliver on time, within cost, and with quality.

This document, based on KPMG in India’s 
experience of supporting multiple large-scale 
steel projects across India4, highlights the 
key shifts shaping the country’s steel expansion, 
assesses key structural gaps across the delivery 
ecosystem, and identifies practical enablers 
that can pave the way to our vision 2030 of 
300 MTPA.

With capacity crossing 200 MTPA, India begins the next 100-MTPA journey that 
will test the strength of its execution systems more than its investment appetite.

Yash Pratap Singh
Partner
Major Projects Advisory,
Business Consulting, 

1. National Steel Policy (NSP), 2017
2. India Brand Equity Foundation (IBEF), August 2025
3. India Brand Equity Foundation (IBEF), August 2025
4. Based on analysis carried out by KPMG in India
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India’s steel investment map: Capacity 
expansion pipeline across major regions

Large greenfield and brownfield programs are reshaping India’s steel footprint 
beyond its traditional eastern corridor 

India’s steel expansion is now geographically 
diverse, with capacity creation extending from the 
traditional eastern belt to new growth corridors 
in Maharashtra, Gujarat, and Andhra Pradesh. 
Meanwhile, Odisha, and Jharkhand continue 
to anchor large-scale brownfield expansions.

The map below highlights major expansion 
programs currently under execution or advanced 
planning, reflecting both the scale and regional 

spread of India’s next 100 MTPA journey toward 
300 MTPA of capacity by FY 20305.

This investment wave underscores India’s growth 
ambition – but also its delivery challenge. The 
next section examines how time overruns have 
led to systemic exposure across major projects, 
and what it will take to bridge the execution gap.

~ 3 MTPA

~ 10 MTPA

~ 5 MTPA

~ 3 MTPA

~ 16 MTPA

~ 10 MTPA

~ 20 MTPA

~ 10 MTPA

~ 2.5 MTPA
Map not to scale

Major expansion, augmentation programs underway, planned6 
(not all the mentioned projects are targeted for completion within 2030) 

5. National Steel Policy (NSP), 2017
6. Based on research carried out by KPMG in India

~ 15 MTPA

~ 10 MTPA

~ 10 MTPA

~ 30 MTPA

~ 6 MTPA
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A decade of expansion highlights 
India’s delivery maturity gap

Rapid capacity growth has outpaced delivery maturity, suggesting opportunities 
for systematic improvement

India’s steel industry is expanding at an 
unprecedented pace. The new capacity pipeline - 
led by established private players alongside select 
PSU modernisation programs - signals a 
transition from incremental additions to multi-
location, globally competitive complexes 
designed to meet both domestic and export 
demands. 

Delivery maturity, however, continues to evolve 
and has yet to match the pace of recent 

investment growth. Several projects continue to 
experience schedule slippages driven by 
fragmented execution and contracting strategies,  
delayed engineering readiness, weak alignment 
between design and procurement, over 
dependency on in-situ construction and limited 
use of digital interventions. The persistent 
shortage of skilled manpower further impacts 
productivity and quality consistency. 

As India advances toward its next 100 MTPA of capacity creation, adopting a program strategy rather 
than individual projects in isolation, focus on value engineering and commercial excellence, 
strengthening project readiness, emphasis on workforce skill and welfare will be critical to improving 
delivery performance.

Across major steel plant projects commissioned in the last decade, actual completion timelines have 
extended by 15 to 80 percent7. This trend is consistent across most major expansions ranging between 
2 to 5 MTPA in the country. The graph below8 illustrates typical time variances observed across some of 
these major expansion projects in India, highlighting areas where systematic improvements can further 
enhance delivery outcomes.

Note: The above timelines pertain to ISP projects with capacities ranging from 2 to 5 MTPA; Economic downturn and Covid-19 may 
have impacted project timelines, where applicable. Indicated timelines are from ground-breaking or recommencement following 
intermittent stoppages to project commissioning.

Baseline duration (months); 
Actual / anticipated duration (months)

7, 8. Based on research carried out by KPMG in India
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Assessing project delivery maturity 
across India’s integrated steel plant 
projects

Project maturity assessments show notable variation in delivery philosophy, 
process discipline, governance and control practices across assessed projects9

Overall maturity scores remain in the ‘standardised’ to ‘monitored’ range, indicating that execution 
systems are yet to evolve into fully optimised, data-driven frameworks. Some of the most pronounced 
gaps are visible in program strategy, procurement integration, schedule management and project 
governance – areas that have a direct bearing on project time and cost performance.

Overall Rating Summary

1.0 1.5 2.0 2.5 3.0 3.5 4.0

OptimisedInformal Standardised Monitored

The assessment rating is on a scale of 1 to 4.
Results of maturity assessment ratings are 
displayed below, with observations across 
every assessment parameter.

India’s recent project performance indicates that future progress will depend increasingly on the 
maturity of institutional processes and execution systems, beyond investment commitments alone. 
Global peers such as China have achieved remarkable delivery speed and consistency by 
industrialised project execution – offering valuable lessons for India’s next growth phase. 

Assessment on KPMG in India’s proprietary Major Projects Advisor (MPA) Tool

9 Based on research carried out by KPMG in India
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Overall process
controls

Program strategy,
organization and
administration

Cost management Procurement
management

Schedule
management

Project controls and
risk management

Project A Project B Project C Project D Project E Project F Project G

1. Standard contracts
2. Pre-qualified vendors
3. Contract admin cell
4. Target price procurement

1. Stage-gate approach for 
project appraisal 

2. Project leadership
3. Execution strategy 
4. Post completion review

1. Risk culture 
2. Risk management framework aligned to 

concepts of agile, antifragile
3. Quarterly sessions on Risk identification, 

prioritisation and mitigation

1. Integrated program schedule 
2. Baseline assumptions
3. Schedule analytics 
4. Float / buffer management

1. Capital governance  
2. Zero based costing
3. Internal benchmarks
4. AACE standards

Note: Ratings reflect maturity assessment of select case projects and do not represent a sector-wide view. Blue call-outs denote leading practices 
across the project delivery value chain, serving as reference benchmarks for each parameter.
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China shows how industrialised 
construction can redefine delivery speed

India today stands at a similar inflection point as China did two decades ago - where 
the ability to industrialise project delivery defined the pace of capacity creation

China’s transformation into the world’s largest 
steel producer was underpinned not just by 
investment scale but by an industrialised 
approach to project delivery10. It’s crude steel 
production grew from just over 200 MTPA in early 
2000s11 to more than 1000 MTPA in 202412 – a five-
fold expansion achieved through disciplined 
standardisation, mechanisation, and digital 
integration across every stage of construction. 
Over the past two decades, these practices have 
helped China reduce project delivery timelines by 

nearly 20-30 percent compared to Indian averages, 
while sustaining high level of productivity and 
safety13.

For India, selectively adapting these industrialised 
approaches can meaningfully improve 
construction speed, cost efficiency, and quality 
outcomes. The following six levers summarise 
practices that have proven instrumental in China’s 
execution model and hold direct relevance for 
India’s upcoming capacity expansion14.

Such measures can reduce average project duration in India by up to one-fourth while enabling 
higher predictability and capital efficiency15.

10, 12 OECD Steel Outlook 2025 
11 Reserve Bank of Australia, Bulletin, China’s Steel Industry | December Quarter 2010
13, 14, 15, 16, 17, 18 Based on research carried out by KPMG in India

Design standardisation

Uniform design templates, modular design 
principles enabling modular construction, and 
repeatable plant layouts that shorten engineering 
cycles and approval timelines.

15-20 percent reduction in design finalisation time16.

Front loaded engineering

Early availability of detailed engineering and 
constructability reviews before ground-breaking, 
ensuring multiple parallel work fronts.

Enables up to 25 percent faster site progress17.

Contracting strategy

Integrated EPC or design–build models driving 
single-point accountability and reducing 
coordination delays.

Reduces interface risks.

Interface management framework

Centralised monitoring of design, procurement, 
and construction interfaces through standardised 
protocols.

Improves schedule adherence and reduces rework.

Mechanisation and modularisation

Extensive use of prefabricated and modular 
assemblies, supported by offsite fabrication shops 
with mass manufacturing capability for long lead 
items and structural components.

Improves productivity by 30–40 percent, with up to 
50 percent shorter component delivery timelines, 
while enhancing site safety18.

Digital project controls

Real-time progress tracking through 4D/5D BIM, 
drones, and integrated platforms connecting site 
data with control rooms.

Enhances visibility, accountability, and decision 
speed.
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Bridging global learnings with India’s 
delivery reality

Execution excellence must be institutionalised – not improvised – across every 
phase of project lifecycle

India’s steel sector demands a fundamental shift from ad-hoc project management to institutionalise 
execution discipline - a system that drives accountability, readiness, and performance predictability 
across the entire project journey.

Taking cues from global examples, India’s path must be defined by its own realities - a complex mix 
of multi-location execution, diverse contractor capabilities, and resource constraints. The opportunity 
now is to embed global principles of efficiency and precision within India’s unique delivery 
environment, ensuring each phase of a project adds measurable value to the next.

Execution excellence is cumulative – built through readiness alignment, and governance at every 
stage of the project lifecycle.

Pre-feasibility 
validation

Execution and 
contracting 
philosophy

Engineering 
readiness

Pre-
construction 

Procurement 
and logistics 

strategy 

Governance and 
assurance

Project life cycle

Construction 
workforce 

productivity

Digital 
oversight

The following section details the key recommendations across all stages of the project life cycle.
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Engineering and workforce strength will 
decide the pace of India’s steel buildout

Front-end engineering readiness, adoption of modular design enabling modular 
construction, strengthening contractor capability to provide skilled manpower have 
emerged as foundations of predictable, high-quality project execution

At the core of India’s delivery challenges lies 
the imperative of engineering readiness and 
workforce capability. Projects that commence 
construction only after completing a significant 
portion of front-end engineering consistently 
achieve smoother progress, higher contractor 
productivity, and tighter cost control. In contrast, 
executing with incomplete designs lead to rework, 
idle labour and cascading delays.

Another differentiator is the presence of an in-
house design excellence cell. Producers that rely 
solely on external consultants often face delays in 
design clarifications and interface management. 
Establishing internal engineering cells enables 
quicker resolution of day-to-day queries, 
better control over design interfaces, and 
standardisation across successive projects.

India’s steel projects continue to rely on a 
relatively small pool of full-spectrum engineering 
firms, creating a capacity constraint during peak 
investment cycles. Expanding this capability will 
require an industry-led efforts, where experienced 
EPC players with deep steel-sector expertise 

collaborate with global technology providers 
to offer independent engineering services. 
Such partnerships can widen India’s engineering 
ecosystem and reduce reliance on a few 
dominant players. 

Evaluate and select technology suppliers and 
contractors considering needs for modularisation 
including engineered access v/s field constructed 
access and interface management. Define 
modularisation requirements early - At 30 percent 
design stage, freeze module envelopes (PAR, 
PAU, VPU)19 to crane and port limits.

The shortage of skilled construction manpower 
further constraints delivery efficiency. Addressing 
this will require both policy intervention – to scale 
up structured skilling and certification programs – 
and industry action to ensure timely payments, 
safe and dignified working conditions, and 
adequate site infrastructure. Projects that focus on 
workforce well-being consistently record higher 
productivity and retention, while contributing to 
India’s broader goal of generating sustainable 
industrial employment.

20, 21, 22, 23, 24, 25, 26 Based on research carried out by KPMG in India19 PAR – Primary assembly region; PAU – Pre-assembled unit; VPU – Volumetric pre-assembled unit

Modularization decision matrix

Understanding 
project context

Project/unit 
characteristics

Modular 
fabrication 
capacity & 
capability

Transportation 
feasibility

Execution 
strategy

Estimate 
resource 
requirement

• Heavy lift crane 
at site

• Site fabrication 
shifted to yard 
fabrication

Develop 
schedule

• Yard fabrication 
vs site fabrication

• Pre-monsoon 
dispatch of 
modules

Assess overall 
impact on total 
installed cost

• Adds: Marine 
logistics + packing 
preservation

• Saves: Site 
overheads + rework / 
weather delays

Assess overall 
impact on 
schedule

• Shorter field duration, 
earlier system handover

• Reduced monsoon / 
cyclone exposure at site

Go / No-Go for 
modularization
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Insights from KPMG in India’s on-ground delivery experience

Engineering diversity gap

Engineering capacity in India is concentrated 
across handful firms with full-cycle delivery 
capabilities

Specification challenge

Non-standard specifications restrict reuse 
of design templates; capacities of upcoming 
integrated steel plants vary from ~ 0.6 to 
~ 8 MTPA20

Front-end readiness

More than 60 percent basic engineering 
completion is recommended before execution 
commencement21

Engineering timeline delay

In most projects, engineering completion 
has taken over 50 percent more time than 
baseline schedules22

Construction delays

Delays ranging from 5 to 40 months observed 
in completion of core projects of integrated steel 
plants23

Manpower shortfall

Average manpower availability across sites 
remains between 50–70 percent of requirement24

EPC capacity constraint

Leading EPC contractors are operating at near 
full order-book capacity limiting immediate 
bandwidth for new-large scale projects25

Productivity decline toward 
completion

Nearly 50 percent drop in civil and mechanical 
work productivity typically observed as 
projects approach completion stage26

20, 21, 22, 23, 24, 25, 26 Based on research carried out by KPMG in India
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Predictable projects begin long before 
the first shovel hits the ground

Early contracting clarity, pre-construction preparedness, value-based procurement, 
and integrated logistics are defining the next level of delivery discipline

Effective project delivery begins long before 
construction begins. Organisations that deliver 
predictably invest early in defining a clear 
execution and contracting philosophy, aligned to 
their internal capabilities and project complexity. 
Such clarity establishes accountability, ensures 
transparent risk allocation, and creates a uniform 
engagement framework across delivery partners.

Early investment in pre-feasibility validation, 
regulatory tracking, and tax or incentive planning 
reflects project maturity. Independent expert 
assessments at this stage strengthen cost 
accuracy, regulatory compliance, and incentive 
realisation – enhancing both financial visibility 
and board-level confidence.

Ensuring pre-construction readiness is 
equally vital. Projects that prioritises enabling 
infrastructure - approach roads, fabrication yards, 
and material lay-down areas, workmen colonies 
and hutments, project office setup, traffic and 
vehicular entry / exit points create the conditions 
for uninterrupted execution. 

A robust procurement and logistics strategy 
including long-term partnerships with critical 

suppliers and EPC contractors to secure capacity 
and reduce execution risk underpins execution 
efficiency and reliability. 

Moving from a cost-driven to value-driven 
procurement model allows early involvement 
of OEMs and key contractors in the design stage. 
This enables constructability reviews, alternate-
material evaluation, and optimisation of 
engineering efforts. Integrating project logistics 
planning-covering transportation routes, heavy-lift 
access, and material handling infrastructure – into 
early project design helps avoid bottlenecks. 
Establishing long-term, trust-based vendor 
relationships enhances reliability, quality, and 
transparency across successive projects.

Finally, governance and digital oversight form 
the backbone of predicable delivery. Embedded 
external oversight through OMCs / PMOs27 with 
KPI-linked tracking, milestone-based reviews, 
and integrated 4D/5D dashboards bring real-time 
visibility across engineering, procurement, and 
construction. These mechanisms not only drive 
accountability but also instils the discipline 
required to deliver India’s next wave 
of steel projects with speed and confidence.

27 OMC – Owners Management Consultant; PMO – Project Management Office
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Insights from KPMG in India’s on-ground delivery experience

Delivery strategy alignment

Leading developers are tailoring contracting 
and delivery models to match in-house 
execution maturity, while emerging players 
continue to evolve their frameworks

Pre-feasibility focus

Early-stage validation of layouts and utilities 
has proven critical in improving 
constructability and enabling future 
expansion readiness

Site preparedness

Timely readiness of enabling infrastructure 
before construction start minimises idle time and 
sustains productivity during peak execution

Integrated project delivery (IPD)

Collaborative delivery models have demonstrated 
measurable time and cost gains globally - an 
approach India must now actively consider

KPI-led governance

Structured governance anchored on measurable 
KPIs strengthens accountability and accelerates 
management decision-making

Digital discipline

Digital tools create impact only when embedded 
in daily site routines, ensuring continuous 
visibility and control across project stages
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India’s steel future will be defined 
by execution discipline

The transition from 200 to 300 MTPA will reward those who embed execution 
excellence into strategy – translating investment ambition into operating capacity

India’s journey from 200 to 300 MTPA will be 
defined not just by the quantum of investment but 
by the maturity of its execution ecosystem. As the 
sector enters this next phase, success will depend 
on how effectively organisations institutionalise 
engineering discipline, digital oversight, value-
based procurement, and workforce capability. 
Execution excellence must evolve from being an 
operational goal to becoming a strategic priority 
across the steel value chain.

To support this transition from intent to 
outcomes, organisations must take a structured 
view of their execution readiness. The following 
assessment framework enables leadership teams 
to evaluate their current maturity across critical 
dimensions of steel project delivery, identify gaps, 
and prioritse targeted interventions.
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How to use this assessment:

• Evaluate current practices across each dimension

• Select the description that best reflects your operating reality

• Identify gaps and use the insights to define a focused execution improvement roadmap

Score 1 2 3 4 Score
(to be 
filled)

Dimension Yet to evolve Developing Maturing Industry Leading

Front-end 
planning and 
execution 
strategy

Execution starts 
with incomplete 
scope and evolving 
plans

Key elements 
identified, but 
planning remains 
fragmented

Integrated planning 
with defined 
execution strategy 
before mobilisation

Fully front-loaded 
planning with 
execution-ready 
scope

Engineering 
maturity and 
constructability

Sequential 
engineering with 
frequent late design 
changes

Basic coordination 
across disciplines, 
constructability gap 
remains

Concurrent 
engineering aligned 
with procurement 
and construction

Standardised, 
modular designs 
enabling 
constructability and 
scale

Modularisation 
and 
construction 
approach

Predominantly site-
based, labour-
intensive 
construction 

Limited 
modularisation in 
select areas

Modularisation 
integrated into 
planning and 
execution

Industrialised 
construction with 
extensive offsite 
fabrication

Supply chain 
and ecosystem 
readiness

Reactive 
procurement with 
frequent delays and 
vendor constraints

Early risk visibility, 
but ecosystem 
limitations persist

Strategic vendor 
engagement and 
aligned 
procurement 
planning

Capacity-secured 
ecosystem, 
integrated supply 
chain, parallel 
execution

Contracting 
strategy and 
interface 
management

Fragmented 
contracts with 
unclear ownership 
and disputes

Multiple contracting 
approaches with 
partial risk clarity

Structured, 
interface-aligned 
contracts with 
defined 
accountability

Performance-linked, 
outcome-driven 
contracting with 
aligned incentives

Workforce 
capability and 
execution 
productivity

Limited skilled 
manpower, 
inconsistent 
productivity

Basic workforce 
planning, 
dependence on few 
contractors

Structured 
capability building 
and improved 
workforce 
deployment

Scalable workforce 
ecosystem with 
stable, high 
productivity

Governance and 
decision-making 
discipline

Slow, approval-
heavy decisions, 
risks escalate late

Governance forum 
exist, but remain 
reactive

Stage-gated 
decisions with clear 
ownership and 
escalation

Real-time, data-led 
decisions with 
portfolio-level 
visibility

Project controls 
and digital 
enablement

Manual tracking 
with delayed and 
fragmented 
reporting

Basic dashboards 
with limited 
forward visibility

Integrated planning 
and control systems 
across functions

Predictive, data-
driven controls 
enabling proactive 
intervention
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Organisations can assess and score themselves and identify how they stack up on execution 
readiness. The scoring reference is outlined below. It is pertinent to develop a strategic roadmap and 
implement targeted interventions based on the organization’s current positioning – Industry Leading, 
Maturing, Developing, or Yet to evolve – to progressively move up the maturity curve and achieve 
competitive advantage.  

Score Range Category Description

>=28 Industry Leading Execution advantage with consistently predictable delivery - 
strong control over schedule, cost, and outcomes

22-27 Maturing Delivery is largely reliable, with improving control over 
schedule and cost, though gaps persist in consistency

16-21 Developing Delivery is achievable but inconsistent, with frequent 
slippages and cost pressures

<16 Yet to evolve Execution is unreliable, with high likelihood of delays, cost 
overruns, and productivity shortfalls

Note: Scores should be read alongside performance in each dimension to ensure critical gaps are not overlooked.



© 2026 KPMG Assurance and Consulting Services LLP, an Indian Limited Liability Partnership and a member firm of the KPMG global organization 
of independent member firms affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved.

29
Building India’s next 100 MTPA

Even a 5-7 percent improvement in execution 
efficiency across India’s INR10 lakh crore 
investment pipeline can unlock more than INR 
50,000-70,000 crore in value through faster 
commissioning, improved productivity, and better 
capital utilisation28. Realising this potential will 
require concerted actions between policymakers, 
developers, EPC contractors, and technology 
providers to strengthen delivery standards and 
governance frameworks across the sector.

With its experience in supporting some of India’s 
largest steel and metals’ capex programs, KPMG 
in India’s Major Projects Advisory (MPA) team 
continues to help organisations bridge the gap 
between planning and delivery through structured 
Value Assurance & Improvement in the capacity 
of OMC / PMO29.

KPMG in India supports clients to convert 
investment ambition into operational capacity - 
with predictability, precision, and confidence.

28 Based on research carried out by KPMG in India
29 OMC – Owners Management Consultant; PMO – Project Management Office 

India’s next growth phase will not be 
defined by investment capacity, but by 
how predictably projects are executed – 
on time, within cost, and at designed 
productivity

Execution is the new 
differentiator

True delivery excellence requires seamless 
linkage between planning, engineering, 
procurement, and on-ground control - 
breaking functional silos that often 
delay commissioning

End-to-end integration 
across project phases

Drive predictability through 
data-driven execution

Institutionalise modern 
project delivery practices

Project governance must move 
from monitoring delays to actively 
enabling performance - using data-led KPIs, 
predictive analytics, and digital dashboards

Front-load integrated planning prior to project 
commencement, with a clear execution 
strategy, contracting philosophy, and early 
engineering and supply planning aligned to 
modular and off-site execution

Defining imperatives for India’s next growth phase
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About KPMG in India’s Major Project 
Advisory (MPA)

18+ years 
of practice dedicated to 
capital projects delivery

300+ 
dedicated project professionals 
serving public and private 
sector capital projects

Overseen more than USD 220 billion worth of capital projects

spanning 90+ clients

Typical Time Savings

~ 5 to 7 percent

Typical Cost Savings

~3 to 5 percent

Vast pool of proprietary project management frameworks 

and technology tools such as  ‘KPMG PIVOT’ and other 
digital solutions to drive efficiency

Advised all major clients 

in Steel sector

Only management consulting firm 
with experience of cumulative      

~ 40 MTPA capacity and 5 

integrated steel plant projects

We understand the sector and 
have worked across the 

Steel sector value chain

Metals & Mining Global 

Centers of Excellence 

(CoE) around the world 
working as one integrated 
network
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