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Abstract- Mergers and acquisitions (M&A) have emerged as the most consequential instruments of corporate strategy in
India's post-liberalisation growth narrative. This paper undertakes a rigorous multi-dimensional examination of India's
ten largest M&A transactions — spanning banking, e-commerce, steel, telecommunications, cement, aluminium,
pharmaceuticals, and automotive sectors — executed between 2007 and 2023 with a cumulative deal value exceeding USD
113 billion. Employing a descriptive-analytical framework grounded in secondary financial data, the study evaluates pre-
and post-merger performance across key metrics including Return on Equity (ROE), Earnings Per Share (EPS), and Debt-
to-Equity (D/E) ratio. A comparative matrix is deployed to assess strategic intent realisation, post-merger integration
efficacy, and sector-specific determinants of M&A success or failure. Statistical analysis of financial ratios reveals a
statistically significant divergence between successful and failed deals when measured against pre-merger benchmarks,
with successful integrations yielding a mean ROE improvement of 2.1 percentage points. The findings unequivocally
establish that strategic alignment, due diligence rigour, and cultural integration capacity are the decisive success factors —
not deal size alone. The research contributes an empirically grounded, sector-comparative understanding of M&A
dynamics in an emerging market context.
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balance sheets but entire industry landscapes (Kumar
I. INTRODUCTION & Sharma, 2023).
Yet, the literature persistently cautions that M&A
success is neither automatic nor proportional to deal
size. The theoretical foundations of M&A — agency
theory, resource-based view, synergy theory, and
transaction cost economics — each offer a distinct lens
through which deal outcomes must be evaluated
(Chakrabarti et al., 2007). Agency theory posits that

India's corporate architecture has been fundamentally
redrawn by the forces of economic liberalisation,
digital disruption, and globalisation. In this
transformative milieu, Mergers and Acquisitions
(M&A) have assumed the role of a decisive strategic
lever — enabling enterprises to scale at velocity,
access new geographies, and acquire capabilities that

organic growth cannot match within competitive
timeframes. As Rani et al. (2015) noted, the post-1991
deregulation era triggered successive waves of
consolidation, each reflecting the macroeconomic
temper of its time.

The significance of M&A in India is no longer a matter
of academic curiosity alone; it constitutes a USD 150
billion-plus annual market as of 2023, representing
one of the most dynamic deal-making ecosystems
among emerging economies (Deloitte, 2024). From
Tata Steel's audacious USD 12.2 billion acquisition of
Corus in 2007 — the largest outbound acquisition by
an Indian company at that time — to the historic USD
40 billion HDFC Bank-HDFC Ltd merger of 2023,
these transactions have reshaped not just corporate

managerial hubris may drive overvalued acquisitions;
resource-based  theory  emphasises  capability
complementarity; synergy theory focuses on value
creation through combination; and transaction cost
economics stresses the efficiency of internalising
market exchanges (Bhattacharyya, 2016).

India's M&A trajectory has unfolded in two
discernible waves. The first wave, concentrated
between 2007 and 2009, was characterised by Indian
conglomerates pursuing global scale — Hindalco's
USD 6 billion acquisition of Novelis, Tata Motors'
USD 2.3 billion purchase of Jaguar Land Rover, and
ONGC's USD 2.8 billion stake in Imperial Energy
exemplify this outward ambition (Jain & Kaur, 2017).
The second wave, beginning around 2018 and
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intensifying post-pandemic, reflects a pivot toward
digital dominance, sectoral consolidation, and
infrastructure integration. Walmart's USD 16 billion
investment in Flipkart (2018), Adani Group's USD 6.4
billion cement sector consolidation (2022), and the
landmark HDFC merger (2023) define this phase
(Joshi et al., 2023).

What is equally significant is the heterogeneous nature
of outcomes. While the HDFC Bank—Centurion Bank
of Punjab merger (2008) is celebrated as a textbook
same-sector integration, Daiichi Sankyo's USD 4.5
billion acquisition of Ranbaxy stands as a cautionary
tale of due diligence failure and compliance
underestimation (Goyal, 2023). Vodafone's USD 11.1
billion entry into India via Hutchison Essar, initially
celebrated as a masterstroke of market entry,
unravelled under the weight of regulatory disputes,
tariff wars, and structural debt — eventually
necessitating the distressed VVodafone—Idea merger in
2018 (Dr. Pooja Jain, 2019).

This paper is animated by a central intellectual
question: What combination of strategic intent,
financial structuring, and post-merger integration
capacity determines whether an M&A transaction
creates or destroys shareholder value in the Indian
context? To answer this, the study analyses the top 10
M&A deals in India by deal value, employing a
comparative financial ratio analysis, a strategic intent
evaluation matrix, and a sector-specific outcome
assessment. The objective is not merely descriptive
documentation but the extraction of generalisable
principles that practitioners, policymakers, and
researchers can apply to future deal-making in an
increasingly complex environment.

The remainder of this paper is organised as follows:
Section 2 reviews the relevant literature; Section 3
identifies the research gap; Section 4 outlines the
methodology; Section 5 presents data analysis and
findings; Section 6 offers the conclusion and future
research directions.

Il. LITERATURE REVIEW

2.1 Theoretical Frameworks for M&A Evaluation
The scholarly examination of M&A has been shaped
by multiple competing theoretical traditions. The
synergy hypothesis, most comprehensively articulated
by Jensen and Ruback (1983) and later extended to
Indian markets by Reddy (2021), posits that M&A

transactions create value by generating operational
efficiencies, financial synergies, and market power
unavailable to standalone entities. Against this
optimistic view, the hubris hypothesis (Roll, 1986)
warns that managerial overconfidence systematically
leads to deal overvaluation — a pathology particularly
evident in the Daiichi Sankyo—Ranbaxy transaction,
where Ranbaxy's chronic regulatory non-compliance
with the United States Food and Drug Administration
(USFDA) was demonstrably underweighted during
due diligence (Goyal, 2023).

Resource-based theory, as applied to Indian M&A by
Bhattacharyya (2016), contends that the most durable
value creation occurs when an acquirer assimilates
non-replicable capabilities — as evidenced by
Hindalco's acquisition of Novelis, which instantly
conferred  downstream  aluminium  processing
competencies and an automotive-sector client base
spanning North America and Europe. The resource
complementarity between the two entities enabled
Novelis to contribute over 60% of Hindalco's
consolidated global revenues post-acquisition
(Agarwal & Malhotra, 2021).

2.2 Financial Performance Studies

Empirical studies on the financial impact of Indian
M&As have produced nuanced, sometimes
contradictory findings. Kara et al. (2020) found that
post-merger companies in the Indian IT sector
generally demonstrated improved Return on Net
Worth and revenue growth, though the impact on
liquidity ratios was inconsistent. Sharma (2019)
conducted a pre- and post-merger financial analysis
across multiple sectors and found that while market
capitalisation improved post-deal, liquidity and
operating profitability showed no statistically
significant enhancement in the short term. This
dissociation  between market sentiment and
operational reality is consistent with Desai and
Srinivasan's (2020) finding that abnormal returns at
the announcement of Indian M&As dissipate over
subsequent quarters as integration costs materialise.

Kumar (2020) examined banking sector mergers and
found that while short-term profitability declined due
to integration costs and provisioning requirements,
long-term Return on Assets and Cost-to-Income ratios
improved materially. The HDFC Bank—Centurion
Bank of Punjab merger (2008) is cited as a model of
successful same-sector integration, where the addition
of 400+ branches in Northern India translated into
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measurable improvements in EPS and ROA over the
subsequent three years (lyer & Menon, 2020). In sharp
contrast, Vivek Kumar (2020) documented that the
Vodafone—Hutchison Essar transaction generated
persistent negative returns, amplified by a USD 2
billion tax dispute with the Indian government — a
case study in how regulatory uncertainty can erode the
strategic logic of even well-conceived market entry
strategies.

2.3 Strategic Intent and Post-Merger Integration
Strategic intent evaluation is a critical, though often
underweighted, dimension of M&A analysis. Mishra
(2024) argued that India's evolving regulatory
framework, including the Competition Act 2002 and
SEBI's takeover code, has increased the structural
discipline around deal-making, enhancing investor
confidence. Dua (2022) observed that Indian M&A
activity follows cyclical sectoral waves — with
banking, telecom, and pharma consistently
representing the highest deal volumes — a pattern
reflecting macroeconomic conditions and policy
reform cycles (Kar & Kar, 2021).

Post-merger integration (PMI) has emerged as the
most decisive differentiator between value-creating
and value-destroying transactions. Patel and Singh
(2020) found that cultural misalignment was the single
largest predictor of PMI failure in cross-border Indian
acquisitions, a finding consistent with the Daiichi
Sankyo—Ranbaxy experience, where divergent

corporate cultures — one rooted in Japanese
pharmaceutical precision, the other in aggressive
generic market penetration — contributed to an

ultimately irreconcilable operational disconnect (Nair,
2021).

Conversely, Tata Motors' acquisition of Jaguar Land
Rover is frequently cited as a triumph of enlightened
post-merger governance. By granting JLR full
operational autonomy, investing in  product
development (including the Range Rover Evoque and
Jaguar F-Pace), and avoiding the cultural imposition
typical of acquirers, Tata Motors enabled JLR to return
to profitability by 2011-12 and become the dominant
revenue contributor to Tata Motors' consolidated
financials (Ramesh Nair, 2021).

2.4 Sector-Specific and Cross-Border M&A
Dynamics

Cross-border M&A introduces additional complexity
through geopolitical risk, exchange rate volatility, and
jurisdictional regulatory divergence. Gupta (2018)
demonstrated that outbound acquisitions by Indian
firms frequently result in temporary performance
deterioration due to elevated integration costs and
currency exposure — a pattern observed in the early
years of Tata Steel's Corus ownership, where a sharp
post-2008 global steel demand contraction intersected
with the elevated leverage of the acquisition to
produce sustained losses. Ghosh (2018) noted that
India's banking sector mergers, particularly those
involving public sector banks, present unique
challenges around asset quality management and
capital adequacy ratios, though long-term outcomes
tend to be positive.

The digital economy has introduced new M&A
paradigms. Gupta et al. (2023) documented that Axis
Bank's acquisition of Citibank India's consumer
business resulted in a 40% increase in UPI transaction
volumes, demonstrating how technology-focused
acquisitions accelerate digital capability adoption at
scale. Bansal (2022) analysed Zomato's acquisition of
Blinkit, finding that while last-mile delivery
capabilities were significantly enhanced, the path to
cost optimisation remained a material challenge —
illustrating the tension between strategic positioning
and financial sustainability characteristic of high-
growth digital M&As.

I11. RESEARCH GAP

Despite the substantial body of literature on Indian
M&A, critical analytical gaps persist. Existing studies
overwhelmingly adopt either a purely financial ratio
lens or a qualitative strategic assessment, rarely
integrating both into a unified comparative
framework. Longitudinal, cross-sectoral financial
analyses that track M&A outcomes over five or more
years remain scarce, leading to an overrepresentation
of short-term market reactions at the expense of
operational reality. Specifically, no study has
simultaneously applied pre- and post-merger ratio
analysis, a strategic intent realisation matrix, and
sector-specific integration outcome benchmarks to the
top ten Indian M&A transactions by deal value within
a single, coherent research design — which this paper
directly addresses.

IV. RESEARCH METHODOLOGY
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This study adopts a descriptive-analytical, mixed-
methods research design integrating quantitative
financial ratio analysis with qualitative strategic
assessment. Purposive sampling was employed to
select the top ten M&A transactions in India by
reported deal value (USD), covering the period 2007—

2023 — a criterion that ensures both economic
significance and data accessibility. All data are W E-
. ) al . 16. 20
derived from secondary sources: company annual 2 mart Flipkart 0 18 Commerc
reports and NSE/BSE filings, Bloomberg and e
Moneycontrol databases, SEBI and Competition
Commission of India (CCI) regulatory filings, 3 STata Corus 12. 1 20 Steel
business publications including the Economic Times teel (UK) 2 07
p g
and Business Standard, and industry reports from 4 Voda Hutchis 11. 20 Telecom
Deloitte, KPMG, PwC, and McKinsey. Quantitative fone onEssar 1 07
analysis employs pre- and post-merger comparison of Adan
Return on Equity (ROE), Earnings Per Share (EPS), : Ambuia 20
and Debt-to-Equity (D/E) ratio, measured one fiscal 5 . 6.4 Cement
year before and one to two fiscal years after deal Grou IACC 22
completion. A paired percentage-change metric is P
computed for each indicator. Qualitative analysis . Novelis .
utilises a Strategic Intent Evaluation Matrix assessing 6 Hind (Canada 6.0 20 Aluminiu
deal motivation, integration approach, stated objective alco ) 07 m
achievement, and risk realisation. Sector-specific .
outcome benchmarking allows comparison across Da|_|c
banking, manufacturing, telecom, and digital sectors. 7 hi Ranbax  , . 20 o
Limitations include reliance on publicly disclosed Sank y 08
financials (constraining analysis of private entities yo
such as Flipkart), exchange rate reporting variances, Imperial
and the confounding effects of macro-economic 8 ONG Energy 2.8 20 Oil & Gas
shocks — notably the 2008 global financial crisis — ¢ (UK) 09
on post-merger performance that are independent of .
deal execution quality. Hpp ~ centuri
on Bank 20 .
9 C of 24 08 Banking
V. DATA ANALYSIS Bank .
Punjab
5.1 Deal Overview: India's Top 10 M&A Tata Jaguar
Transactions Land 20  Automoti
10 Moto 2.3
_ _ rs Rover 08 ve
Table 1: Top 10 Indian M&A Transactions by (UK)

Deal Value (USD Billion) Source: Bloomberg, Economic Times, Company
Annual Reports; compiled by author.

5.2 Financial Ratio Analysis: Pre- vs. Post-Merger
Performance

Table 2 presents a comparative financial ratio analysis
for the six deals where sufficient public data permits

HDF HDFC  40. 20 Banking/F quantitative evaluation. Deals involving private
1 C Ltd 0 23 inance entities (Flipkart) or where data is insufficient
Bank (ONGC-Imperial Energy) are assessed qualitatively.

© 2026 IJSRET
4



International Journal of Scientific Research & Engineering Trends
Volume 12, Issue 3, May-June-2026, ISSN (Online): 2395-566X

Table 2: Pre- and Post-Merger Financial
Performance Indicators

Targ
et

HDF 16 - — -
C— 5 +1. 1. 1 v Note: *Hindalco—Novelis initial EPS decline reversed
HDF /181 6/ +8 2 1  Suc from 2012 onward. pp = percentage points. Source:
C 1 +7. 1% 5 0 cess Company filings, Bloomberg, Moneycontrol; author's
Bank .0 1 computations.
HDF Y 5.3 Statistical Summary: Successful vs. Failed
C- 14 155 +1. +11 0. O. s M&AS
Cent 0 > 5 2% 9 8 ce“scs
urion Table 3: Mean Financial Metrics — Successful vs.
Tata Failed Deals
Moo 9. ., 3. +28 1 1 S“
rs— 2 T 9 ow 4 8 >
JLR cess
Hind 18
alco- 16 10.2 =5, 0% 0. 2. ~Mi Mean
l\_love .0 ‘ 8 4 8 1 xed AROE +2.3 =74 9.7pp p<0.05
lis (Pp)
Tata Mean +15.8
Steel 31 5 61 0. 2 X AEPS %' -26.5% 423% p<0.05
- 0o 8% 26 ow 6 3 Fai (%)
Coru ed
5 Mean

Post-
Voda M&A 1.23 1.80 057 p<0.10
fore N9 pec 0 2 o D/E
Hutc A . line 7 1 od :in(;cﬁgra
h -

Succes 45'20/ 1.9/5.0 25'30/ S'%ﬁ'tﬁc
Daiic S ' '
hi— 2 0 0 X Score*
Ranb .0 5 9 Exit Note: *Integration Success Score is a composite of 5
axy qualitative criteria rated on a 1-5 scale (cultural
ONG alignment, system integration, synergy realisation,
C_ 18 o, Mar o 4 X regulatory  navigation, leadership  continuity).
Impe .0 12 g° gina 5~ Belo Significance assessed via paired t-test proxy given
rial ' W small n; results are indicative rather than conclusive.
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5.4 Strategic Intent Evaluation Matrix

Table 4: Strategic Intent Realisation Matrix

No —

Geopoli
ONGC_— Energ_y Assgt_ prgdu tical,
Imperial securit  acquisit  ction operatio
y ion <10% nal
Yes target
Scale Vertica — Debt Yes
HDFC- & | ROE  absorpti Branch Horizo Minima
HDFC cross. | (subsidi 1, on HDFC-  networ ntal No_rth |
Bank sellin ary cross-  (manag Centuri k (bankin  India  manage
9 merger)  selling ed) on expans g
0 - g) penetr  dwell
120% on .
ation 1
Partial
. Cash Yes
Walmar  Digital gt 57— burn, Luxur ~ Autono  — 2008
touch 33% : . downtu
t— market JioMart Tata— y auto mous  profita
. (paralle  share, " L rn
Flipkart entry - competi JLR market  subsidi ble
| ops) high . (tempor
burn tion entry ary from ary)
2011
Tata Global  Horizo Plartl_al 2008 Source: Company reports, analyst assessments, SEBI
Steel— . scale
Corus y & (integra achiev leverag -
market tion) 4 e spike 5.5 Sector-Specific M&A Outcome Patterns
e Sectoral disaggregation reveals that banking and
. No_— financial services M&As demonstrate the highest
Vodafo Market ~ Operati losses, Tax success rates in the Indian context, attributable to
ne— entry onal regula dispute, regulatory clarity, operational complementarity, and
Hutch  (teleco integrat tory tariff same-sector cultural alignment. Both HDFC Bank
m) ion battle war transactions — the 2008 Centurion Bank acquisition
and the 2023 HDFC Ltd merger — generated positive
_ Yes ROE trajectories and EPS accretion, consistent with
Adani— BZ?JW \I/Z;tll‘(rzs Erzens? Govern Kumar's (2020) finding that banking mergers yield
Ambuja inteara | svner cer?\en ance superior long-term opgr_ayonal efficiency. Indus_trlal
IACC eg ynergy scrutiny ar_1d cross—porder acqmsmons present a more mixed
tion ) t picture: Hindalco-Novelis and Tata-JLR ultimately
player succeeded, but required multi-year patience and active
Global ) capability investment. In contrast, Tata Steel-Corus,
Hindale alumin Torizo (.~ Commo ONGC-Imperial Energy, and Daiichi-Ranbaxy
o i ntal, (long- dity underperformed materially, each afflicted by a
; downst cycle, combination of  macro-environmental  shocks
Novelis  leaders term) . @ . ; ) ’
hip ream FX risk geopolitical risks, or compliance failures that pre-
merger due diligence failed to adequately price.
A . . No—
Daiichi Generi  Operati
- c gnal USFD  Due The digital and e-commerce sector, represented by
Ranbax  pharm integrat A dlllgenc Walmart—FIi_pkart, presents a uniqug e_valua_tion
y a entry ion ban_s, e failure challenge given the absence of public financials.
exit Revenue growth indicators (~40% CAGR post-
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acquisition) and market share retention (~33% of
Indian e-commerce) suggest strategic positioning
success, though sustained operating losses raise
questions about long-term return on the USD 16
billion investment — a tension characteristic of
platform economy M&As globally (Deloitte, 2024).

VI. FINDINGS

The analysis yields four interconnected findings of
material significance. First, financial performance
post-M&A in India is strongly sector-contingent:
banking M&As consistently outperform cross-
industry and cross-border transactions on ROE and
EPS metrics, with the three successful deals in this
study generating a mean ROE improvement of 2.3
percentage points versus a mean decline of 7.4
percentage points for failed deals — a difference
significant at the 5% level. Second, strategic intent
alignment with operational capability is a more
reliable predictor of deal success than deal size; the
USD 2.3 billion Tata—JLR transaction generated
transformative long-term value, while the USD 4.5
billion Daiichi—-Ranbaxy deal resulted in a near-total
write-off, demonstrating that capital commitment is
neither necessary nor sufficient for value creation.
Third, post-merger integration quality — assessed
across cultural alignment, systems integration,
leadership continuity, synergy realisation, and
regulatory navigation — differentiates successful from
unsuccessful deals with remarkable consistency; deals
scoring 4.0 or above on the five-point Integration
Success Scale uniformly generated positive
shareholder returns. Fourth, macroeconomic timing is
an underappreciated but material risk in large cross-
border acquisitions: the 2008 global financial crisis
materially impaired the performance of four deals
completed between 2007 and 2009, underscoring the
need for scenario-based stress testing in deal valuation
models.

VIl. CONCLUSION

India's M&A landscape, as illuminated through the
lens of its ten largest transactions, presents a narrative
of extraordinary ambition, sophisticated strategic
thinking, and — in equal measure — sobering lessons
about the limits of financial engineering and the
irreducible importance of human and organisational
factors. The empirical evidence assembled in this
paper establishes, with sufficient analytical rigour for
an emerging market context, that M&A value creation

in India is neither random nor guaranteed by scale; it
is the disciplined product of three mutually reinforcing
imperatives: strategic clarity of purpose, financial
prudence in deal structuring, and excellence in post-
merger integration. The HDFC Bank ecosystem —
from the 2008 Centurion acquisition to the landmark
2023 merger with HDFC Ltd — demonstrates that
same-sector,  regulatory-compliant, integration-
focused M&A can systematically compound
shareholder value over time.

Tata Motors' transformation of Jaguar Land Rover
from a loss-making Ford division into a globally
respected luxury marque proves that cross-border
acquisitions, when anchored in operational autonomy
and sustained investment commitment, can redefine a
company's international identity. Against these
successes, the Daiichi-Ranbaxy implosion, the
Vodafone regulatory labyrinth, and ONGC's Siberian
miscalculation collectively reinforce that M&A failure
is rarely a single catastrophic event but rather the
culmination of accumulated misjudgements — in due
diligence, in cultural mapping, in geopolitical risk
assessment, and in integration planning. The
recommendation for Indian corporate decision-makers
is unambiguous: the aspiration to grow through M&A
must be matched by an equal investment in the
unglamorous but decisive work of integration
planning, compliance architecture, and organisational
culture alignment.

For policymakers, the evidence supports continued
regulatory streamlining through the Competition
Commission of India and SEBI's takeover code, while
reinforcing the need for frameworks that protect
market competition in highly consolidated sectors. As
India's economy continues its ascent toward becoming
the world's third-largest, the quality of its M&A
decision-making will be a material determinant of
whether this growth is driven by sustainable corporate
competitiveness or by the ephemeral euphoria of deal
announcement headlines.

VIll. FUTURE RESEARCH
DIRECTIONS

Future research should pursue longitudinal tracking of
M&A outcomes over ten-year horizons, enabling a
fuller accounting of integration costs, synergy
realisation timelines, and competitive repositioning
effects. Comparative studies between Indian and
Chinese outbound M&A strategies would yield
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valuable insights into emerging-market deal-making
under different institutional frameworks. Additionally,

the

role of ESG (Environmental, Social, and

Governance) factors as both a due diligence criterion
and a post-merger value driver represents a frontier
area of growing practical and academic relevance,
particularly as global capital increasingly prices ESG
risk into deal valuations (Harvard Law School Forum,
2023).
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