International Journal of Research Publication and Reviews, Vol (6), Issue (6), June (2025), Page — 6676-6683

WWW.IJRPR.COM

International Journal of Research Publication and Reviews

Journal homepage: www.ijrpr.com ISSN 2582-7421

MERGERS AND ACQUISITIONS IN INDIA

Adyasa Padhi’,Md Sujauddin’

'"UNDER THE GUIDANCE OF
Assistant Professor :
222GSOB1010991

BBA 2022-2025

School of Business

Mergers and Acquisitions in India

2. Objectives

To examine the historical evolution and current landscape of M&As in India.
To analyze key drivers and motivations behind M&A deals.

To evaluate the regulatory framework and government influence.

To assess the challenges and post-merger outcomes.

To provide strategic recommendations for future M&As.

3. Overview of Mergers and Acquisitions in India

Historical Background and Evolution: Mergers and acquisitions in India have evolved significantly, particularly after the economic liberalization of

1991. Earlier, M&A activities were limited due to stringent government regulations and bureaucratic hurdles. Post-liberalization, policy reforms such as

the New Industrial Policy and amendments to the Companies Act have significantly contributed to the surge in M&A activities.

Regulatory Framework Governing M&As: The Indian regulatory framework for M&A is governed by multiple acts and guidelines, including:

The Companies Act, 2013

SEBI (Substantial Acquisition of Shares and Takeovers) Regulations, 2011
The Competition Act, 2002

Foreign Exchange Management Act (FEMA), 1999

RBI Guidelines on FDI and M&A

Role of Government and Policy Changes: The government has continuously worked towards liberalizing investment norms and strengthening

regulatory oversight. Various policies have been introduced to facilitate smoother M&A transactions while maintaining market competition.

4. Types of Mergers and Acquisitions

a)

b)

Horizontal Mergers

Horizontal mergers involve the consolidation of two companies that operate in the same industry and are often direct competitors. These
mergers aim to increase market share, reduce competition, and achieve economies of scale by combining similar operational processes.
Horizontal mergers help in optimizing costs, enhancing pricing power, and creating a larger, more dominant player in the industry.

Example: The merger of Vodafone India and Idea Cellular created one of India’s largest telecom providers, helping them compete more

effectively with Reliance Jio.

Vertical Mergers
Vertical mergers occur between companies operating at different stages of the same supply chain—such as a manufacturer merging with a
supplier or distributor. The objective is to improve coordination, reduce production costs, and increase control over the supply process. These

mergers enhance efficiency, reduce delays, and ensure better quality management throughout the production cycle.
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Example: Reliance Industries acquiring logistics and retail chains to integrate its petrochemical production with distribution and retailing

operations.

¢) Conglomerate Mergers
Conglomerate mergers bring together companies from entirely unrelated business areas. The main goals are diversification, risk mitigation,
and tapping into new growth opportunities. These mergers allow firms to spread out their market risk across various sectors and are often used
when a firm seeks to enter a new industry altogether. Example: Tata Group’s acquisition of Corus (a steel company) and Tetley (a beverage

brand) demonstrates conglomerate diversification across industries.

d) Market Extension Mergers
Market extension mergers occur when companies merge to gain access to new geographical or demographic markets. While the companies
may sell similar products, they operate in different regions. This type of merger helps expand customer bases, reduce market entry costs, and
boost revenues by leveraging existing distribution channels.

Example: The merger between HDFC Bank and Centurion Bank of Punjab allowed HDFC to expand its reach into northern India.

e) Hostile Takeovers vs. Friendly Acquisitions
A friendly acquisition occurs with the full consent and cooperation of both companies' management and stakeholders. It’s usually a well-
negotiated process with mutual benefits.
In contrast, a hostile takeover happens when the acquiring company attempts to take control without the target company's agreement, often by
buying a majority of shares directly from the market.

Example: Mittal Steel’s takeover of Arcelor in 2006 is an example of a hostile takeover that was initially resisted but eventually accepted.

f)  Domestic vs. Cross-Border M&As
Domestic M&As involve companies located within the same country and are governed by local laws and regulations. These deals are relatively
easier to execute due to regulatory familiarity and cultural similarity.
Cross-border M&As involve companies from different countries and often face additional complexities like foreign investment regulations,
cultural differences, and political risks. They are usually driven by globalization goals, access to new technologies, and market expansion.

Example: Walmart’s acquisition of Flipkart is a major cross-border deal, representing U.S.-India M&A activity.

5. Key Drivers and Motives Behind M&As

M&A activity in India is fueled by several economic, strategic, and financial motives. One of the primary drivers is economic liberalization, which has
opened Indian markets to global players and eased restrictions on foreign direct investment (FDI). This has increased cross-border M&A activity, enabling
Indian firms to expand internationally and foreign firms to enter the Indian market.

Market expansion is another major motive, as companies seek to increase their geographical reach and customer base. M&As offer opportunities to
enter new markets quickly without building operations from scratch. Synergy realization, such as reducing redundancies and improving cost efficiency,
also motivates mergers.

In addition, companies pursue M&As for technological upgrades, brand consolidation, and to gain a competitive edge. In industries like IT and
telecom, acquiring innovative firms ensures access to advanced technologies. M&As also help address financial challenges, allowing weaker firms to
survive by aligning with stronger partners. In essence, the motives behind M&As are diverse, often interlinked, and aligned with long-term strategic

goals.

6. Process and Stages of Mergers and Acquisitions

The M&A process involves several carefully planned and sequential stages. The first step is identifying a suitable target, where the acquiring company
evaluates potential candidates based on strategic fit, financial health, and market positioning. Once a target is shortlisted, valuation and due diligence
are conducted to assess the firm’s assets, liabilities, legal risks, and overall viability.

Following this, both parties enter into negotiations to decide the structure, price, and terms of the deal. This leads to deal structuring, where financial
arrangements, such as payment modes (cash, stock, or a mix), are finalized. Legal teams play a crucial role during this phase to ensure compliance and
clarity.

Once the deal is agreed upon, it moves to the regulatory approval stage. In India, bodies like SEBI, CCI, and RBI oversee compliance. The final and
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often most critical phase is post-merger integration, which includes aligning corporate cultures, combining systems, and restructuring operations. This

phase determines the long-term success of the merger. A well-executed M&A process maximizes value creation and minimizes disruption.

. Target Identification
Companies search for potential partners or acquisition targets that align with their strategic goals. This involves industry analysis,
competitor benchmarking, and identifying firms that can offer market access, technology, or talent.

. Due Diligence and Valuation
A thorough investigation of the target firm’s financials, legal status, operations, and liabilities is conducted. This ensures transparency and
helps determine a fair value for the transaction to mitigate post-deal risks.

. Deal Structuring
This phase outlines how the acquisition will be financed—cash, stock, or a combination. It also defines ownership shares, legal terms, and
tax implications, ensuring alignment with stakeholder interests and regulatory norms.

. Regulatory Compliance
Approval is sought from regulatory authorities like SEBI, CCI, and RBI, depending on the deal type. Legal and compliance teams ensure
adherence to laws such as the Companies Act and Competition Act.

. Post-Merger Integration
A critical phase involving the alignment of processes, systems, cultures, and human resources. Effective integration ensures smooth

transition, maximizes synergies, and prevents operational disruption in the newly merged entity.

7. Tata Motors—-Jaguar Land Rover Merger Case Study

Comparison of Tata Motors withJaguarLand Roverglobal
sales since its acquisition in 2008
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Background

In 2008, Tata Motors, part of the Indian conglomerate Tata Group, acquired the premium British automotive brands Jaguar and Land Rover from Ford
Motor Company for $2.3 billion (39,200 crore). At the time, JLR was struggling financially—Jaguar had posted a loss of $715 million in 2007 under
Ford’s ownership. The acquisition occurred during the global financial crisis, raising concerns about its viability. However, under Tata’s stewardship,
JLR turned around rapidly. This strategic acquisition enabled Tata to enter the luxury vehicle market, while Ford divested from unprofitable operations
during the global financial crisis.

Financial Aspect

By FY2011, JLR reported a profit of £1.1 billion (~$1.76 billion), with global sales exceeding 243,000 units. Tata Motors’ consolidated revenues jumped
from 70,938 crore in FY2009 to ¥1,23,133 crore in FY2011. JLR’s contribution was significant—it accounted for 62% of Tata Motors' consolidated
revenues by FY2012. Product pricing remained premium globally, but local assembly in India and China helped reduce costs. Vehicles like the Jaguar
XE and Range Rover Evoque were priced between ¥40—65 lakh, targeting India’s upper-middle class and rich buyers. Tata’s pricing strategy included
localized assembly and stripped-down variants, allowing them to stay competitive while maintaining brand prestige. JLR’s strong performance allowed
Tata Motors to repay the bridge loan taken for the acquisition within four years. By FY2015, the brand’s revenue grew to £21.9 billion (~$33 billion),
forming over 90% of Tata Motors’ consolidated profits. Tata also improved JLR’s gross margins from 8% in 2009 to over 17% in 2014, primarily
by optimizing costs, localizing production, and launching high-demand models like the Range Rover Evoque.



International Journal of Research Publication and Reviews, Vol (6), Issue (6), June (2025), Page — 6676-6683 6679

Managerial Style and Pattern

Tata Motors adopted a "light-touch' managerial approach, which has been widely praised. Rather than imposing rigid control, Tata retained JLR's
existing leadership team, including the CEO and senior engineers, ensuring minimal disruption in day-to-day operations. This strategic autonomy allowed
JLR to preserve its brand legacy and design philosophy. Tata trusted the expertise of JLR’s management, which had deep experience in engineering and
luxury automotive branding. This decentralized approach helped JLR maintain consistency in quality while leveraging Tata’s global resources.
Moreover, the Tata Group brought in a strategic oversight role. Key financial decisions, market expansion, and R&D investments were reviewed by
Tata's board, but the operational freedom remained with JLR’s headquarters in the UK. Cultural sensitivity played a key role—Tata refrained from
enforcing Indian managerial styles and instead promoted a collaborative and inclusive environment. This managerial harmony facilitated seamless
integration of cross-border practices and laid the foundation for innovation, allowing JLR to introduce successful models like the Range Rover Evoque,
Discovery Sport, and Jaguar F-Pace. The mutual respect and non-interventionist philosophy created a trust-based culture that remains a hallmark of this
merger.

The lack of aggressive cost-cutting or restructuring helped preserve employee morale and retained JLR’s brand identity. Tata emphasized long-term
growth over short-term gains, a departure from the controlling style typical of many cross-border mergers. Tata’s inclusive governance model ensured
that JLR stayed focused on premium quality and design, while gradually aligning some strategies to Indian and Asian markets.

Changes in Products or Services

Model Line-up and Features

To align with Indian consumer preferences, JLR introduced compact and relatively affordable luxury models such as the Jaguar XE and Range Rover
Evoque. These models were launched with competitive pricing around I40—65 lakh, targeting the growing number of HNIs and upper-middle-class
consumers. Tata Motors pushed for localized assembly to reduce costs, and these vehicles featured India-specific customizations like enhanced ground
clearance, rear-seat amenities, and ventilated seats to appeal to chauffeur-driven Indian buyers.

After-sales Service

After the acquisition, Tata focused on expanding JLR's service and dealership network across Indian metro cities and Tier-I cities. The number of
dealerships increased from just 3 in 2008 to over 27 by 2015. A premium customer experience was built through 24x7 concierge services, personalized
test drives, and fast-lane servicing. Extended warranty packages and maintenance plans were introduced to ensure reliability and peace of mind for high-
net-worth customers. These moves significantly improved customer satisfaction and service perception.

Localization of Components

Tata leveraged its existing supplier network in India to localize parts for JLR’s models without compromising luxury standards. Components like
infotainment systems, upholstery, and suspension systems were sourced locally. This localization reduced the effective vehicle cost by up to 20%
and enabled the company to better manage inventory and logistics. It also ensured faster after-sales service as spare parts became more readily available
within the country.

Electric Vehicle Strategy

With India’s growing emphasis on sustainable mobility, Tata encouraged JLR’s participation in the electric vehicle (EV) market. The Jaguar I-Pace, a
luxury EV SUV, was launched in India in 2021, showcasing the company’s commitment to green technology. Tata’s synergy with JLR in the EV domain
helped accelerate R&D and battery sourcing strategies. The company also aligned its EV vision with India’s FAME policy, thereby securing government
incentives and appealing to eco-conscious luxury buyers.

Impact of the Merger

Impact on TATA Motors

The acquisition of JLR catapulted Tata Motors into the global automotive elite. It became India's first automaker with a strong foothold in the luxury
car market. The acquisition of JLR transformed Tata Motors from a domestic commercial vehicle manufacturer into a global automotive brand. The
revenue contribution from JLR increased from 18% in 2009 to over 80% by 2015. Additionally, Tata gained technological insights in design,
engineering, and luxury branding, which it later integrated into its own models, such as the Tata Harrier and Tata Safari, developed on a modified Land
Rover D8 platform. The acquisition also increased Tata’s global brand value and credibility, enabling future partnerships and market expansions.
Impact on Jaguar Land Rover

Under Tata’s ownership, JLR saw a revival in innovation, profitability, and global market expansion. The company introduced several best-selling
models, including the Jaguar F-Pace, Range Rover Velar, and Discovery Sport, catering to a broader customer base. JLR increased its footprint in
emerging markets, especially China and India, where sales rose by over 40% between 2011 and 2014. The brand regained profitability, diversified its
markets, and doubled its global sales to over 600,000 units annually by 2017. Tata’s patient capital and strategic backing enabled JLR to invest in
electrification and autonomous driving, preparing it for the future of mobility. The brand transitioned from a struggling Ford subsidiary to a global
luxury powerhouse.

Conclusion

The Tata Motors—Jaguar Land Rover case stands as a benchmark for successful cross-border mergers. Financially, Tata turned around a loss-making JLR
into a profitable entity in less than three years, while strategically using JLR's global appeal to elevate its brand. Managerially, Tata’s non-interventionist,
culturally sensitive approach proved vital in maintaining brand integrity and innovation. Adaptations in pricing, features, localization, and service reflected
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a deep understanding of Indian consumer psychology. The merger didn't just rescue a struggling British brand—it empowered both companies to thrive
and evolve in a competitive global market. This case highlights how Indian companies can lead complex international integrations with strategic insight
and operational discipline.

Some Other Case Studies

1. Vodafone — Idea Merger (2018)

The merger between Vodafone India and Idea Cellular, finalized in August 2018, was a landmark consolidation in the Indian telecommunications
sector. The primary motive behind the deal was to survive the aggressive market disruption caused by the entry of Reliance Jio in 2016, which

offered free voice calls and extremely low data tariffs, triggering a price war in the industry.

Vodafone and Idea, both of which were leading telecom players individually, found themselves under severe financial stress post-Jio’s entry. Their
revenues fell drastically, and customer churn increased. In this context, the merger was seen as a strategic move to pool resources, reduce operational

costs, and improve spectrum utilization to better compete in the shrinking but increasingly competitive telecom market.

The merged entity, Vodafone Idea Ltd, became India’s largest telecom operator by subscriber base and revenue market share at the time. The merger
combined Vodafone’s strong urban presence with Idea’s deep rural reach. It also allowed for more efficient use of spectrum and shared network

infrastructure, promising cost synergies of over 214,000 crore.

However, the post-merger phase presented multiple challenges. First, the integration of two massive networks was highly complex and led to service
quality issues. Second, the company faced massive debt burdens and declining subscriber numbers due to continued competition from Jio and Airtel.
Most critically, the Supreme Court’s verdict on Adjusted Gross Revenue (AGR) liabilities in 2019 dealt a severe blow, imposing dues of over

%58,000 crore on Vodafone Idea.

Despite the financial strain, the merger was significant for showcasing how consolidation can be a survival strategy in sectors disrupted by
technological innovation and pricing shifts. The merged company also explored cost-cutting, asset monetization, and fund infusion from promoters

and external investors to navigate its crisis.

Although Vodafone Idea continues to face financial challenges, the merger was instrumental in realigning the industry from a fragmented landscape

to a more consolidated one, paving the way for a three-player market structure—Auirtel, Jio, and Vodafone Idea.

2. Flipkart — Walmart Deal (2018)

In May 2018, Walmart Inc., the world’s largest retailer, acquired a 77% stake in Flipkart, India’s leading e-commerce platform, for approximately
$16 billion. This deal marked one of the largest cross-border M&A transactions involving an Indian company and signified Walmart’s aggressive

entry into India’s rapidly growing digital economy.

Flipkart, founded in 2007, had evolved into a major e-commerce player, particularly in electronics, fashion, and lifestyle categories. It competed
primarily with Amazon and had garnered a loyal customer base. The company had previously attracted significant investments from global firms
like Tiger Global and SoftBank.

Walmart’s acquisition of Flipkart was a strategic response to Amazon’s dominance in global e-commerce. For Walmart, which had struggled with
its brick-and-mortar retail model in India due to regulatory restrictions on foreign direct investment (FDI) in multi-brand retail, the deal provided a
digital backdoor into one of the world’s fastest-growing consumer markets. The acquisition gave Flipkart access to Walmart’s global supply chain
expertise, logistics infrastructure, and deep pockets. Walmart, in return, gained an established brand and a robust local team that understood Indian

consumer behavior.

Post-acquisition, Flipkart expanded aggressively into grocery, fashion, and digital payments through PhonePe. The deal also served as a case study

in how traditional retail giants can enter emerging markets via digital-first models.
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However, the deal wasn't without criticism. Concerns were raised by traders and political groups in India about the impact on small retailers and
domestic businesses. Additionally, the Indian government later introduced stricter FDI norms for e-commerce, affecting Flipkart’s and Amazon’s

business models.

Despite challenges, Walmart’s Flipkart acquisition has been a defining moment in Indian M&A history, exemplifying cross-border investments,

digital transformation, and the changing dynamics of retail in emerging economies.

3. Zomato — Uber Eats Acquisition (2020)

In January 2020, Zomato, one of India’s leading food delivery and restaurant discovery platforms, acquired Uber Eats India in an all-stock deal
valued at around $350 million. This deal marked a significant consolidation in the Indian online food delivery space, reducing the number of key

players to just two: Zomato and Swiggy.

Uber Eats had entered India in 2017 but struggled to compete against the well-established networks of Zomato and Swiggy. It incurred heavy losses
and failed to capture significant market share. For Uber, which was looking to cut costs and focus on profitability, especially ahead of its IPO and

amid global financial pressures, India’s food delivery business became non-core.

The acquisition allowed Zomato to integrate Uber Eats’ operations, customers, and partner restaurants into its own platform. This resulted in

increased order volumes, better economies of scale, and stronger presence in regions like South India where Uber Eats had been relatively stronger.

The move also reinforced Zomato’s path toward market leadership. At the time, Swiggy remained its only major rival, leading to a more rational
pricing and discounting environment. Moreover, this consolidation helped improve Zomato’s unit economics and prepared it better for its IPO,

which it successfully launched in 2021.

Overall, the deal signaled how Indian startups were not just acquisition targets but also consolidators. It highlighted the growing maturity and

competition in the Indian food-tech industry and the shift towards sustainable unit economics over cash-burning growth.

8. Challenges in Mergers and Acquisitions

. Complex Regulatory Compliance
Navigating approvals from SEBI, CCI, RBI, and other regulators can delay deals and increase costs due to legal complexities and procedural
requirements.

. Cultural Mismatches
Differences in organizational culture can lead to conflicts, reduced employee morale, and difficulty in integrating teams, affecting long-term
success.

. Inaccurate Valuations
Overestimating a target’s value can lead to financial losses, while underestimation might result in failed negotiations or hostile bids.

e  Integration Issues
Combining systems, processes, and teams post-merger is often difficult, especially if there’s a lack of planning or clear integration strategy.

. Market Reaction and Antitrust Concerns

Negative investor sentiment and competition law hurdles can affect share prices and even block the deal if it threatens market fairness.

9. Impacts of Mergers and Acquisitions
e  Economic Efficiency and Industry Consolidation
M&As improve economies of scale and streamline competition, making industries more efficient and consolidated.
. Job Restructuring and HR Challenges
Layoffs, role duplications, and cultural shifts can lead to employee dissatisfaction and attrition.
. Consumer Price Shifts
Market consolidation may lead to higher prices or reduced choices for consumers, especially in oligopolistic sectors.

. Value Creation or Destruction for Shareholders
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Well-executed deals increase shareholder value, but poorly integrated ones may cause stock declines and capital loss.

10. Emerging Trends in Mergers and Acquisitions

a)

b)

)

d)

Tech-Driven and Digital M&As

Technology-led M&As are reshaping India’s business landscape as firms seek to future-proof themselves through digital capabilities.
Companies are increasingly acquiring startups focused on artificial intelligence, machine learning, cloud platforms, fintech, and automation
to enhance customer experience, data management, and operational efficiency. This trend is particularly strong in banking, retail, and telecom

sectors. The motivation is not just market expansion but gaining a technological edge.

Example: Reliance Jio’s acquisition of Haptik, an AI chatbot firm, helped bolster its customer service automation and integrate conversational

Al into its digital platforms.

Rise of Private Equity in Deals

Private equity (PE) players are now key drivers of M&A activity in India. These firms invest in companies with potential for turnaround or
rapid growth, bringing both capital and strategic direction. They target sectors such as healthcare, IT, infrastructure, and consumer goods. PE-
driven M&As provide flexibility and often drive consolidation in fragmented industries. Their involvement also signals credibility to the

market and can attract additional investments.

Example: Blackstone’s acquisition of Mphasis allowed it to scale up operations, streamline delivery, and enhance global competitiveness in

the IT services sector.

ESG-Aligned Mergers

Environmental, Social, and Governance (ESG) considerations are increasingly influencing M&A decisions. Investors and companies now
evaluate deals not only for profitability but also for sustainability and ethical governance. ESG-compliant M&As enhance corporate reputation,
investor confidence, and regulatory alignment, especially in sectors with significant environmental impact. Mergers that promote clean energy,

social equity, and responsible business practices are gaining momentum.

Example: Schneider Electric’s merger with L&T’s electrical automation business focused on creating energy-efficient, green technologies,

aligning both firms with global ESG benchmarks.

Growing Focus on Strategic Sustainability

Companies are adopting long-term sustainability strategies by merging with firms that offer green technologies, efficient resource
management, or climate resilience. These strategic mergers help companies meet climate regulations, reduce carbon footprints, and appeal to
environmentally conscious consumers. This trend is gaining traction across energy, manufacturing, and automotive sectors, driven by global

climate commitments.

Example: Adani Group’s acquisition of SB Energy India marked a major step in its renewable energy expansion, aligning with India’s national

goals for clean energy and reduced fossil fuel dependency.

11. Recommendations

Strengthening Regulatory Framework

Clearer, streamlined regulations and faster approval processes can reduce deal delays and legal ambiguities, making India a more attractive
destination for domestic and foreign M&A.

Promoting Transparency and Accountability

Ensuring open disclosure, proper valuations, and strong corporate governance can build trust among stakeholders and minimize post-deal
disputes and integration risks.

Focused Post-Merger Integration Planning

A structured integration plan addressing cultural, operational, and technological alignment is crucial for realizing synergies and long-term
success post-merger.

Encouraging Cross-Border M&A
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Policy incentives and reduced barriers can attract foreign investors, boost capital inflow, and allow Indian companies to access global
markets and technology.

e  Enhancing Due Diligence Practices
Comprehensive legal, financial, and operational assessments should be made mandatory to uncover hidden liabilities and ensure informed

decision-making before deal execution.

Conclusion

Mergers and Acquisitions have emerged as one of the most strategic tools for corporate restructuring, growth, and global competitiveness in India. As
the Indian economy continues to evolve, M&A activity has witnessed a sharp rise, both in volume and complexity. From traditional motives such as
market expansion and synergy realization to modern drivers like digital transformation and ESG compliance, the rationale behind M&As is increasingly
multifaceted.

The growing role of technology has significantly influenced M&A strategies, especially with companies acquiring tech startups to gain access to
innovative digital solutions and future-ready infrastructure. Simultaneously, private equity firms have become powerful stakeholders in Indian deal-
making, often bringing capital, expertise, and strategic clarity to distressed or high-growth companies. This reflects a maturing financial ecosystem
supporting aggressive yet sustainable growth.

Moreover, with global emphasis on responsible investing, ESG-aligned mergers are reshaping corporate priorities. Companies are now leveraging M&As
not just for financial gains, but also to enhance environmental and social impact, aligning their operations with long-term sustainability goals. The focus
on strategic sustainability further underscores this shift, with firms proactively targeting green energy, low-carbon technologies, and eco-efficient
operations.

In conclusion, M&A activity in India is no longer merely a tool for expansion but a comprehensive strategy for transformation. As regulations improve
and investor appetite grows, M&As will continue to shape the future of Indian industry—fostering innovation, competitiveness, and resilience in a
dynamic global environment.
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