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1. Introduction 20 

1.1 Overview of Corporate Turnarounds 21 

Corporate turnaround refers to the set of strategic, operational, and financial actions 22 

undertaken by firms to reverse performance decline and restore organizational stability. The 23 

literature conceptualizes turnaround as a multi-phase process involving retrenchment to stop 24 

decline followed by recovery-oriented initiatives aimed at renewed growth. Contemporary 25 

research adopts an integrative perspective, emphasizing not only turnaround actions but also 26 

contextual factors, managerial decision-making, and process dynamics. Drawing on insights 27 

from multiple disciplines, turnaround studies highlight that successful recovery depends on 28 

the alignment of strategy, execution, timing, and firm-specific conditions rather than on 29 

isolated corrective measures alone. (Schweizer, L., & Nienhaus, A. 2017) 30 

 31 

A broader view of corporate turnaround emphasizes the complexity of factors influencing 32 

successful recovery beyond traditional strategic and operational responses, particularly the 33 

role of corporate governance structures. Hansen’s research argues that while retrenchment 34 

and strategy changes have been central in turnaround literature, governance mechanisms such 35 

as ownership composition and decision-making processes can critically affect a firm’s ability 36 

to reverse decline and sustain performance improvements. The study suggests that misaligned 37 

governance may hinder necessary corrective actions, and that understanding how ownership 38 

structure interacts with turnaround dynamics can explain why some distressed firms fail to 39 

recover despite undertaking conventional turnaround measures. (Hansen, A. V. 2012) 40 

 41 

1.2 Importance in the Indian Economic Context 42 

In the Indian economic context, corporate turnaround is particularly important given the 43 

combined effects of firm-specific weaknesses and external institutional constraints. The study 44 

highlights that organisational decline in India is often shaped by factors such as regulatory 45 

pressures, labour rigidities, and broader economic conditions, as well as managerial inaction 46 

or inappropriate strategic responses. As a result, turnaround strategies must be context-47 

sensitive rather than universally applied. Understanding these dynamics is crucial for 48 

designing effective recovery actions that not only restore firm performance but also support 49 

stability and growth within India’s evolving economic environment. (Maheshwari, S. K. 50 

2000). 51 
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Further emphasising the significance of corporate turnaround in India, studies of Indian firms 52 

that have successfully navigated distress illustrate not just survival but renewed contributions 53 

to economic stability and growth. Analyses of multiple Indian corporate cases show that 54 

turnaround efforts often span operational restructuring, management change, and financial 55 

revitalisation, aimed at halting decline and re-establishing sustained growth and profitability 56 

across diverse sectors such as manufacturing and services. Such turnarounds help preserve 57 

employment, support creditor confidence, and prevent value destruction that can ripple 58 

through financial markets and supply chains, highlighting how effective turnaround 59 

management serves broader socio-economic interests within India’s competitive and evolving 60 

economy. (Yadav, R. A. 1992). 61 

1.3 Research Objectives and Scope 62 

The primary objective of this study is to examine corporate turnarounds in India by 63 

identifying strategic revival models adopted by distressed firms and evaluating their 64 

effectiveness through selected case studies. The research aims to analyse the causes of 65 

corporate decline, the nature and sequencing of turnaround strategies, and the role of 66 

managerial, financial, and governance interventions in enabling recovery. By focusing on 67 

Indian firms across different sectors, the study seeks to capture context-specific challenges 68 

such as regulatory constraints, market dynamics, and institutional factors that influence 69 

turnaround outcomes. The scope of the research is limited to documented corporate cases in 70 

India, with an emphasis on drawing practical lessons and strategic insights that can inform 71 

managers, policymakers, and researchers engaged in turnaround management. 72 

 73 

1.4. Research Question 74 

1. What are the primary causes of corporate decline among Indian firms, and how do these 75 

factors shape the need for turnaround strategies? 76 

2. Which strategic revival models and turnaround actions have proven effective in restoring 77 

performance in Indian corporate case studies? 78 

3. What key lessons can be drawn from corporate turnarounds in India to guide managers and 79 

policymakers in addressing organizational distress? 80 

1.5 Structure of the Paper 81 
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This paper is structured to provide a systematic and comprehensive examination of corporate 82 

turnarounds in India. The introductory section establishes the conceptual foundation by 83 

outlining the nature of corporate turnarounds, their relevance in the Indian economic context, 84 

and the research objectives and questions guiding the study. The literature review synthesizes 85 

existing theoretical and empirical research on corporate decline and turnaround strategies, 86 

with particular attention to Indian-specific institutional, governance, and market dynamics. 87 

The research methodology section explains the qualitative case study approach, data sources, 88 

case selection criteria, and analytical framework adopted for the study. This is followed by 89 

detailed case studies of selected Indian companies, including both successful and failed 90 

turnaround attempts, to enable in-depth understanding of strategic actions and outcomes. A 91 

comparative analysis then identifies common patterns, success factors, and failure 92 

determinants across cases. Building on these insights, the paper proposes strategic revival 93 

models as its core contribution. The final sections discuss managerial and policy implications, 94 

acknowledge the study’s limitations, and conclude by summarizing key findings and 95 

directions for future research. 96 

2. Literature Review 97 

2.1 Concept and Evolution of Corporate Turnarounds 98 

Early research in this field, emerging in the 1970s and 1980s, conceptualized turnarounds 99 

largely as sequences of retrenchment and recovery actions aimed at stabilising a distressed 100 

firm and returning it to viability. Over time, scholarly work has expanded this view by 101 

integrating insights from organizational change theory to recognise a broader set of strategic 102 

responses as well as the interplay of internal and external factors affecting turnaround 103 

outcomes. This evolution reflects a shift from simplistic dichotomous classifications toward 104 

more comprehensive frameworks that consider content (what actions are taken), process (how 105 

and when they are implemented), and context (the environmental conditions surrounding a 106 

distressed firm), thereby deepening understanding of the multifaceted nature of corporate 107 

turnarounds. (Möst, J., & Henssler, C. 2017) 108 

 109 

Academic research has long acknowledged the interdisciplinary complexity of the 110 

phenomenon, noting that definitions and frameworks continue to evolve as scholars attempt 111 

to integrate varied strategic, behavioural, and process-oriented perspectives. Liou and Smith’s 112 

review of corporate turnaround literature demonstrates that academic inquiry spans multiple 113 
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disciplines and emphasises not just the identification of effective strategic responses, but also 114 

the conditions under which recovery is feasible and the role of implementation processes in 115 

determining success outcomes. (Liou, D.-K., & Smith, M. 2006) 116 

2.2 Causes of Corporate Decline 117 

Recent research on corporate decline highlights that performance deterioration stems from a 118 

complex interplay of firm-level weaknesses and external environmental pressures rather than 119 

isolated incidents. Decline often reflects an inability to adapt strategic orientation, 120 

organizational structure, or competitive positioning in response to rapidly evolving market 121 

conditions, technological change, and competitive disruptions. For example, contemporary 122 

studies emphasize that firms facing decline show strategic inertia and lack of responsiveness 123 

in both internal decision-making and external adaptation, which increases vulnerability to 124 

systemic shocks and long-term performance erosion. These causes of decline shape not only 125 

the onset of distress but also influence the nature and success likelihood of subsequent 126 

turnaround efforts. (Oliveira Saraiva et al., 2024) 127 

● Internal Factors 128 

Internal factors that lead to corporate decline primarily relate to weaknesses within the 129 

organization’s structure, strategy, and managerial processes. Contemporary research shows 130 

that strategic inertia a firm’s failure to adapt its strategy when faced with environmental 131 

change—can significantly contribute to continuing decline, as managers cling to past success 132 

models despite shifting competitive conditions. This inability to renew strategy or innovate 133 

often stems from cognitive, structural, or cultural rigidity within decision-making processes, 134 

weakening competitive positioning and eroding performance over time. Such internal 135 

shortcomings, including poor leadership responsiveness and lack of strategic flexibility, are 136 

widely recognised as key antecedents of firm decline in recent studies. (Perini, Carneiro, & 137 

Miller, 2024) 138 

● External Factors 139 

External factors encompass industry-level and environmental pressures that negatively affect 140 

firm performance, often beyond the direct control of management. These include intensified 141 

competition, rapid technological evolution, regulatory changes, and macroeconomic shocks 142 

that disrupt established business models. Empirical research highlights how hostile market 143 
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conditions and unpredictable external shocks can diminish firm growth, reduce resource 144 

availability, and escalate competitive threats, thereby accelerating decline when firms are 145 

unprepared or unable to effectively respond. Firms operating in highly dynamic external 146 

environments thus face significant risk of performance deterioration unless they adapt 147 

strategically or realign with evolving market forces. (Esteve-Pérez, Pieri, & Rodriguez, 2024) 148 

2.3 Turnaround Strategy Frameworks 149 

Turnaround strategy frameworks in management research conceptualize the coordinated set 150 

of actions firms deploy to reverse decline and restore performance. Contemporary scholarship 151 

frames turnaround as a multiphase process involving both short-term stabilisation and long-152 

term renewal actions, with different strategies emphasising defensive measures, structural 153 

realignment, competitive repositioning, and leadership intervention. While retrenchment 154 

curbs decline, effective turnaround typically requires complementary strategic and 155 

managerial actions to re-orient the firm and sustain recovery. This integrated perspective 156 

underscores that turnaround strategies must be tailored to the causes of decline and the firm’s 157 

internal and external context rather than applied uniformly. (Schweizer & Nienhaus, 2017) 158 

● Retrenchment Strategies 159 

Retrenchment strategies are defensive measures that aim to stabilise a distressed firm by 160 

reducing costs, divesting non-core assets, and cutting overheads. These actions serve to ―stop 161 

the bleeding‖ by improving liquidity and organisational focus, making them foundational in 162 

early turnaround stages. Research shows that retrenchment often involves downsizing 163 

operations, outsourcing unprofitable units, and eliminating marginal product lines to curtail 164 

financial losses and improve cash flow. Although retrenchment alone is insufficient for long-165 

term recovery, it provides the necessary short-term stabilisation that makes subsequent 166 

strategic measures feasible. (Tangpong, Lehmberg, & Li, 2025) 167 

 168 

● Restructuring Strategies 169 

Restructuring strategies focus on redefining the organisation’s internal architecture and 170 

financial position to support sustainable recovery. This includes financial restructuring (such 171 

as debt renegotiation or capital infusion), operational restructuring (streamlining processes 172 

and enhancing efficiency), and organisational restructuring (revising reporting structures and 173 
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governance arrangements). Research indicates that effective restructuring realigns resources 174 

with strategic priorities and strengthens the firm’s capacity to adapt to environmental 175 

challenges, making it a critical component of comprehensive turnaround frameworks. 176 

● Repositioning Strategies 177 

Repositioning strategies are growth-oriented actions that redefine a firm’s competitive stance 178 

in the marketplace. These may involve entering new product markets, innovating offerings, 179 

adopting digital technologies, or redefining the firm’s value proposition. Current research 180 

emphasises that turnaround success increasingly depends on such proactive strategic renewal, 181 

as firms must shift from merely surviving to thriving under new competitive conditions. By 182 

prioritising innovation and market realignment, repositioning strategies help companies move 183 

beyond short-term stabilisation toward long-term competitiveness. 184 

● Leadership Change 185 

Leadership change is recognised as a pivotal catalyst for turnaround, particularly where 186 

existing management’s strategic inertia contributed to decline. Appointing new leadership 187 

can signal commitment to change, inject fresh strategic perspectives, and improve decision-188 

making under crisis conditions. Recent research on CEO transitions in turnaround contexts 189 

suggests that early leadership change combined with strategic action—such as complexity-190 

reducing retrenchment—can enhance the probability of recovery by aligning managerial 191 

attention with critical turnaround imperatives.  192 

2.4 Corporate Turnarounds in the Indian Context 193 

Corporate turnarounds in India are shaped by a distinctive institutional, regulatory, and 194 

market environment that differentiates them from turnaround processes in developed 195 

economies. Recent literature highlights that Indian firms facing distress operate within 196 

complex constraints such as concentrated ownership structures, evolving corporate 197 

governance practices, and a historically creditor-unfriendly insolvency regime. The 198 

introduction of the Insolvency and Bankruptcy Code (IBC) in 2016 marked a structural shift 199 

by strengthening creditor rights, improving resolution timelines, and disciplining managerial 200 

behavior, thereby significantly influencing turnaround outcomes. Contemporary research 201 

emphasizes that turnaround success in India depends not only on firm-level strategic actions 202 

but also on the interaction between legal frameworks, financial institutions, and market 203 
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dynamics, making context-sensitive analysis essential for understanding corporate recovery 204 

in the Indian economy. (Sengupta, R., Sharma, A., & Thomas, S. 2017) (Gopalan, R., & 205 

Purnanandam, A. 2020). 206 

● Role of IBC and Financial Institutions 207 

The Insolvency and Bankruptcy Code (IBC), introduced in 2016, has fundamentally reshaped 208 

the corporate turnaround landscape in India by shifting control from defaulting promoters to 209 

creditors and emphasizing time-bound resolution of distressed firms. Research indicates that 210 

the IBC has improved creditor recovery rates, enhanced credit discipline, and accelerated 211 

restructuring decisions by reducing delays and information asymmetries. Financial 212 

institutions, particularly banks and asset reconstruction companies, play a central role under 213 

the IBC framework by initiating insolvency proceedings, approving resolution plans, and 214 

monitoring turnaround implementation. Studies suggest that this creditor-led approach has 215 

increased the likelihood of effective turnarounds by curbing managerial opportunism and 216 

facilitating capital reallocation to more efficient uses. (Gopalan, R., & Purnanandam, A. 217 

2020) (Sengupta, R., Sharma, A., & Thomas, S. 2017) 218 

● Governance Challenges 219 

Corporate governance challenges significantly influence turnaround outcomes in India, where 220 

ownership concentration, promoter dominance, and weak board independence have 221 

historically constrained effective strategic renewal. Recent studies highlight that entrenched 222 

promoters may delay corrective action or resist restructuring efforts, thereby deepening firm 223 

distress. Weak monitoring mechanisms and related-party transactions further complicate 224 

turnaround initiatives by eroding stakeholder confidence. Research emphasizes that 225 

governance reforms—such as leadership changes, improved board oversight, and enhanced 226 

transparency—are often necessary complements to financial and operational restructuring, 227 

particularly in Indian firms where governance failures are a common root cause of decline. 228 

(Khanna, T., & Palepu, K. 2010) (Balasubramanian, N., Black, B. S., & Khanna, V. 2010). 229 

● Market Dynamics 230 

Market dynamics play a critical role in shaping corporate turnarounds in India, where firms 231 

operate in highly competitive, price-sensitive, and rapidly evolving environments. 232 

Liberalization, technological disruption, and globalization have intensified competitive 233 
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pressures, exposing inefficiencies in legacy business models. Research indicates that firms 234 

unable to adapt to changing consumer preferences, digital transformation, or global 235 

competition are more vulnerable to decline. Successful turnarounds in India therefore require 236 

not only internal restructuring but also strategic repositioning to align with evolving market 237 

conditions, industry cycles, and demand patterns. (Bapat, V. 2020) (Venkatesh, K., & 238 

Sultana, S. 2018). 239 

2.5 Critical Analysis of Existing Literature 240 

The corporate turnaround literature has developed into a rich, multidisciplinary body of work 241 

drawing from strategic management, finance, organizational theory, and governance studies. 242 

A key strength of this literature is its structured conceptualization of turnaround as a phased 243 

process encompassing decline recognition, retrenchment, recovery, and renewal. Scholars 244 

have proposed integrative frameworks that classify turnaround actions into retrenchment, 245 

restructuring, repositioning, and leadership change, thereby providing a systematic 246 

understanding of how firms attempt recovery (Möst & Henssler, 2017). These frameworks 247 

have significantly advanced theoretical clarity and offered useful lenses for empirical 248 

investigation. 249 

Despite these contributions, the literature exhibits a strong contextual bias toward developed 250 

economies. Much of the empirical evidence is based on firms operating in environments with 251 

mature capital markets, strong legal enforcement, and relatively dispersed ownership 252 

structures. As a result, the applicability of these frameworks to emerging economies remains 253 

limited. Recent studies focusing on India and other emerging markets suggest that 254 

institutional voids, regulatory complexity, and ownership concentration substantially alter 255 

turnaround dynamics, indicating a need for context-specific analysis (Gopalan & 256 

Purnanandam, 2020). 257 

Another limitation of existing research lies in the inconsistent definition and measurement of 258 

turnaround success. Studies vary widely in their performance indicators, using short-term 259 

financial recovery, survival rates, or long-term profitability as proxies for success. This 260 

heterogeneity complicates cross-study comparisons and limits cumulative theory building 261 

(Liou & Smith, 2006). Furthermore, many quantitative studies emphasize financial outcomes 262 

while underrepresenting qualitative dimensions such as leadership behavior, organizational 263 

culture, and execution challenges, which are critical during turnaround processes. 264 
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Governance and leadership factors, although increasingly acknowledged, are often treated as 265 

peripheral rather than central elements in turnaround frameworks. In the Indian context, 266 

governance-related issues such as promoter dominance, weak board independence, and 267 

related-party transactions frequently contribute to corporate decline and influence recovery 268 

outcomes. Research suggests that without governance reforms and effective leadership 269 

intervention, financial and operational restructuring alone may not yield sustainable 270 

turnaround results (Khanna & Palepu, 2010; Balasubramanian et al., 2010). 271 

Finally, the literature reveals a methodological gap in the form of limited longitudinal and 272 

case-based studies, particularly from emerging economies. While large-sample studies 273 

identify broad patterns, they often fail to capture the sequencing of strategic actions, 274 

stakeholder negotiations, and implementation complexities inherent in real-world 275 

turnarounds. Additionally, failed turnaround cases remain underexplored, leading to 276 

survivorship bias and an incomplete understanding of turnaround risks and limitations (Möst 277 

& Henssler, 2017). 278 

Overall, the existing literature provides a strong theoretical foundation but lacks sufficient 279 

integration of strategy, governance, and institutional context—especially in relation to India’s 280 

evolving insolvency regime. Addressing these gaps through qualitative, case-based analysis 281 

can enrich understanding of corporate turnarounds and generate practically relevant insights. 282 

This study seeks to contribute by examining Indian turnaround cases in depth and developing 283 

strategic revival models grounded in contextual realities. 284 

2.6 Key Takeaways 285 

The literature demonstrates that corporate turnaround is a multi-stage and multidimensional 286 

process involving retrenchment, restructuring, strategic renewal, and leadership intervention. 287 

Corporate decline typically results from a combination of internal managerial weaknesses and 288 

external environmental pressures rather than isolated factors. While existing frameworks 289 

provide strong theoretical foundations, they are largely developed in the context of advanced 290 

economies and offer limited applicability to emerging markets like India. The review also 291 

reveals gaps in context-specific analysis, inconsistent measures of turnaround success, and 292 

limited focus on implementation and failed cases. These insights underscore the need for 293 

Indian-focused, case-based research to develop practical and contextually relevant turnaround 294 

models, forming the basis for the present study. 295 
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3. Research Methodology 296 

This chapter outlines the methodological approach adopted to examine corporate turnarounds 297 

in India. It explains the research design, data sources, case selection criteria, and analytical 298 

framework used to address the research questions, while also acknowledging the limitations 299 

of the chosen methodology. 300 

3.1 Research Design (Qualitative Case Study Approach) 301 

The study adopts a qualitative case study research design to explore corporate turnarounds in 302 

India in depth. A qualitative approach is appropriate given the exploratory nature of the 303 

research and the need to understand complex strategic, managerial, and institutional factors 304 

that influence turnaround outcomes. Case studies allow for rich contextual analysis and 305 

enable the examination of processes, sequencing of actions, and decision-making dynamics 306 

that are often overlooked in large-sample quantitative studies. By focusing on both successful 307 

and failed turnaround cases, the design facilitates comparative insights and theory building 308 

grounded in real-world evidence. 309 

3.2 Data Sources (Secondary Data) 310 

The study relies exclusively on secondary data due to accessibility and feasibility 311 

considerations. Data sources include published annual reports, financial statements, corporate 312 

disclosures, regulatory filings, insolvency resolution documents, press releases, business 313 

news articles, industry reports, and prior academic case studies. Reputed databases, journals, 314 

and credible business publications are used to ensure data reliability and validity. The use of 315 

multiple secondary sources enables data triangulation, thereby enhancing the robustness of 316 

case analysis. 317 

3.3 Case Selection Criteria 318 

Cases are selected using purposive sampling to ensure relevance and analytical depth. The 319 

selection criteria include: (i) Indian companies that experienced a period of significant 320 

financial or operational distress; (ii) availability of sufficient publicly accessible data 321 

covering the decline and recovery phases; (iii) representation of different industries to capture 322 

sectoral variation; and (iv) inclusion of both successful and unsuccessful turnaround attempts. 323 

This approach allows for meaningful comparison and supports the identification of patterns, 324 

success factors, and failure drivers across cases. 325 
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3.4 Analytical Framework (Comparative & Thematic Analysis) 326 

The study employs a combined comparative and thematic analysis framework. Thematic 327 

analysis is used to identify recurring patterns related to causes of decline, turnaround 328 

strategies, leadership actions, and outcomes across individual cases. Comparative analysis 329 

then examines similarities and differences between cases to highlight common strategies, 330 

contextual influences, and divergent outcomes. This dual approach facilitates systematic 331 

interpretation while preserving the richness of individual case narratives and supporting the 332 

development of strategic revival models. 333 

3.5 Limitations of Methodology 334 

Despite its strengths, the methodology has certain limitations. Reliance on secondary data 335 

may restrict access to internal managerial perspectives and limit insight into informal 336 

decision-making processes. The qualitative nature of the study also limits generalizability of 337 

findings beyond the selected cases. Additionally, variations in data availability and reporting 338 

quality across firms may affect the depth of analysis. However, these limitations are partly 339 

mitigated through careful case selection and triangulation of multiple data sources. 340 

3.6 Key Takeaways 341 

The qualitative case study methodology enables a nuanced understanding of corporate 342 

turnaround processes within the Indian context. By integrating multiple secondary data 343 

sources and applying comparative and thematic analysis, the study is well positioned to 344 

uncover strategic patterns, contextual influences, and practical lessons. While the approach 345 

has inherent limitations, it provides a strong foundation for generating contextually grounded 346 

insights and informing the development of strategic revival models in subsequent chapters. 347 

4. Case Studies of Corporate Turnarounds in India 348 

4.1 Case Study 1: [Suzlon Energy Limited] 349 

4.1.1 Company Background 350 

Suzlon Energy Limited is a leading Indian renewable energy company primarily engaged in 351 

wind energy solutions, with a presence across manufacturing, project execution, and 352 

operations and maintenance services. Founded in the mid-1990s, Suzlon played a pioneering 353 

role in India’s renewable energy expansion and benefited from favorable government policies 354 
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promoting clean energy. During its growth phase, the company expanded aggressively both 355 

domestically and internationally, positioning itself as a key player in India’s broader solar–356 

wind renewable ecosystem. (Venkatesh & Sultana, 2018; IREDA, 2021). 357 

4.1.2 Crisis Phase 358 

Suzlon entered a prolonged crisis phase in the early 2010s due to excessive leverage, foreign 359 

currency debt exposure, declining demand, and execution challenges. Aggressive acquisitions 360 

and expansion strained cash flows, while policy uncertainty and reduced incentives for 361 

renewable projects affected order inflows. The firm faced mounting debt obligations, 362 

repeated defaults, and eroding investor confidence, eventually leading to insolvency 363 

proceedings under the Insolvency and Bankruptcy Code (IBC) in 2019 (Gopalan & 364 

Purnanandam, 2020; Sengupta et al., 2017). 365 

4.1.3 Turnaround Strategy 366 

Suzlon’s turnaround strategy focused primarily on financial restructuring, operational 367 

consolidation, and strategic refocusing. Under the IBC framework, the company pursued 368 

large-scale debt restructuring, including conversion of debt into equity, repayment deferrals, 369 

and infusion of fresh capital. Strategically, Suzlon narrowed its focus to core wind energy 370 

operations, exited non-core international assets, and emphasized service-based revenues such 371 

as operations and maintenance contracts to stabilize cash flows (Gopalan & Purnanandam, 372 

2020; Venkatesh & Sultana, 2018). 373 

4.1.4 Implementation Process 374 

The implementation of the turnaround was largely creditor-driven, reflecting the institutional 375 

shift brought about by the IBC. Financial institutions played a central role in approving the 376 

resolution plan and monitoring execution. Leadership continuity was maintained to preserve 377 

operational knowledge, while governance oversight increased through lender supervision. 378 

Cost rationalization, workforce optimization, and renegotiation of supplier contracts were 379 

implemented gradually to avoid operational disruption (Sengupta et al., 2017; RBI, 2021). 380 

4.1.5 Outcomes and Performance Indicators 381 

Post-restructuring, Suzlon achieved improved liquidity, reduced debt burden, and operational 382 

stabilization. The company reported gradual recovery in order inflows and improved 383 

execution efficiency, supported by renewed government focus on renewable energy capacity 384 
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expansion. Although profitability recovery was gradual, key indicators such as debt-equity 385 

ratio, cash flow stability, and operational capacity utilization showed positive trends, 386 

signaling a partial but meaningful turnaround (IREDA, 2021; MNRE, 2022). 387 

4.1.6 Critical Analysis 388 

Suzlon’s turnaround highlights the central role of institutional mechanisms and financial 389 

restructuring in capital-intensive renewable energy firms. While the IBC-enabled resolution 390 

prevented liquidation and preserved productive assets, the turnaround remained constrained 391 

by sectoral challenges such as pricing pressure, policy uncertainty, and intense competition. 392 

The case underscores that financial restructuring alone is insufficient without sustained 393 

market support and strategic repositioning in rapidly evolving renewable energy markets 394 

(Gopalan & Purnanandam, 2020; Venkatesh & Sultana, 2018). 395 

4.1.7 Key Takeaways 396 

The Suzlon case demonstrates that in India’s solar and renewable energy sector, corporate 397 

turnarounds are heavily influenced by regulatory frameworks, creditor intervention, and 398 

capital structure correction. The case reinforces the importance of debt discipline, focus on 399 

core competencies, and alignment with long-term energy policy goals. It also illustrates how 400 

the IBC has become a critical enabler of survival and recovery for distressed renewable 401 

energy firms (Sengupta et al., 2017; MNRE, 2022). 402 

4.2 Case Study 2: [ReNew Power Limited] 403 

4.2.1 Company Background 404 

ReNew Power Limited is one of India’s largest renewable energy producers, with a strong 405 

portfolio in solar and wind power generation. Established in 2011, the company experienced 406 

rapid growth driven by India’s ambitious renewable energy targets and increasing private 407 

sector participation in clean energy. ReNew Power adopted an asset-heavy, project-based 408 

business model, relying significantly on long-term power purchase agreements (PPAs) with 409 

government and commercial entities, which initially provided stable revenue visibility (IEA, 410 

2021; MNRE, 2022). 411 

4.2.2 Crisis Phase 412 

Despite strong capacity expansion, ReNew Power faced financial stress due to high capital 413 

expenditure requirements, rising debt levels, tariff compression from competitive bidding, 414 
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and delays in receivables from distribution companies (DISCOMs). The declining solar 415 

tariffs put pressure on margins, while policy uncertainties and grid integration challenges 416 

increased operational risk. These factors collectively strained cash flows and raised concerns 417 

regarding long-term financial sustainability (Ghosh & Nanda, 2020; IREDA, 2021). 418 

4.2.3 Turnaround Strategy 419 

ReNew Power’s turnaround strategy focused on balance sheet optimization, portfolio 420 

rationalization, and strategic financial restructuring rather than insolvency-led recovery. The 421 

company refinanced high-cost debt, improved project-level financial discipline, and 422 

diversified funding sources through green bonds and international investors. Additionally, 423 

ReNew pursued selective asset monetization and emphasized operational efficiency to 424 

improve project returns in a low-tariff environment (IEA, 2021; Ghosh & Nanda, 2020). 425 

4.2.4 Implementation Process 426 

The implementation process was management-led and market-driven, supported by 427 

institutional investors and development finance institutions. ReNew strengthened governance 428 

mechanisms, enhanced risk management practices, and adopted advanced monitoring 429 

systems to optimize plant performance. Strategic partnerships and long-term financing 430 

arrangements helped stabilize cash flows, while renegotiation of supplier contracts and cost 431 

optimization initiatives improved operational resilience (IREDA, 2021; MNRE, 2022). 432 

4.2.5 Outcomes and Performance Indicators 433 

Following these measures, ReNew Power achieved improved financial stability, sustained 434 

capacity expansion, and enhanced operational efficiency. Key performance indicators such as 435 

EBITDA margins, project-level cash flows, and debt maturity profiles showed improvement. 436 

The company also gained improved access to global capital markets, reflecting restored 437 

investor confidence and validating the effectiveness of its strategic turnaround efforts (IEA, 438 

2021; BloombergNEF, 2022). 439 

4.2.6 Critical Analysis 440 

ReNew Power’s turnaround illustrates a proactive, pre-distress revival model distinct from 441 

insolvency-driven cases. While financial restructuring improved resilience, the firm remains 442 

exposed to structural challenges such as DISCOM payment delays and tariff volatility. The 443 

case highlights that in India’s solar energy sector, early financial intervention, governance 444 
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strengthening, and diversified financing are critical for sustainable turnaround, particularly in 445 

highly competitive bidding-based markets (Ghosh & Nanda, 2020; BloombergNEF, 2022). 446 

4.2.7 Key Takeaways 447 

The ReNew Power case demonstrates that successful corporate turnaround in the solar energy 448 

sector can be achieved through early strategic correction rather than crisis-led intervention. It 449 

emphasizes the importance of capital structure management, long-term financing alignment, 450 

and operational efficiency in sustaining growth. The case offers valuable lessons for 451 

renewable energy firms seeking stability amid regulatory uncertainty and pricing pressures 452 

(IEA, 2021; MNRE, 2022). 453 

4.3 Case Study 3: [Tata Power Solar Systems Limited] 454 

4.3.1 Company Background 455 

Tata Power Solar Systems Limited is one of India’s oldest solar energy companies, operating 456 

across solar manufacturing, EPC services, and rooftop solar solutions. Originally 457 

incorporated as Tata BP Solar, the company was acquired by Tata Power in 2012 and 458 

rebranded. Despite strong technological capabilities and brand backing, the firm faced 459 

challenges in scaling operations amid intense competition, declining solar module prices, and 460 

a rapidly changing policy environment in India’s solar sector (Tata Power, 2021; MNRE, 461 

2022). 462 

4.3.2 Crisis Phase 463 

The company entered a phase of operational and financial stress during the mid-2010s due to 464 

sustained losses in its manufacturing segment, competition from low-cost Chinese imports, 465 

and margin pressure arising from aggressive tariff-based bidding. High fixed costs and 466 

underutilization of manufacturing capacity further weakened financial performance. These 467 

challenges led to declining profitability and raised concerns regarding the long-term viability 468 

of domestic solar manufacturing (Ghosh & Kathuria, 2016; MNRE, 2022). 469 

4.3.3 Turnaround Strategy 470 

Tata Power Solar’s turnaround strategy focused on strategic repositioning rather than 471 

insolvency-led restructuring. The company exited unviable product lines, shifted focus from 472 

standalone manufacturing to integrated EPC and rooftop solar solutions, and leveraged Tata 473 
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Power’s balance sheet support. Additionally, renewed emphasis was placed on domestic 474 

manufacturing aligned with government initiatives such as ―Make in India‖ and production-475 

linked incentive (PLI) schemes (Tata Power, 2021; Kapoor et al., 2020). 476 

4.3.4 Implementation Process 477 

The implementation process was internally driven, supported by strong corporate governance 478 

and parent company oversight. Tata Power Solar invested in operational efficiency, 479 

modernized manufacturing facilities, and expanded rooftop and distributed solar offerings for 480 

commercial and residential customers. Strategic alignment with Tata Group’s broader 481 

renewable energy strategy enabled smoother execution, while partnerships with government 482 

agencies and commercial clients supported order inflows (Kapoor et al., 2020; MNRE, 2022). 483 

4.3.5 Outcomes and Performance Indicators 484 

Following strategic realignment, Tata Power Solar achieved improved revenue stability and 485 

operational recovery. Growth in rooftop solar installations, increased EPC contracts, and 486 

renewed manufacturing capacity utilization contributed positively to performance. Key 487 

indicators such as order book size, capacity utilization, and contribution margins improved, 488 

reflecting a successful repositioning-driven turnaround rather than short-term financial 489 

restructuring (Tata Power, 2021; IEA, 2021). 490 

4.3.6 Critical Analysis 491 

Tata Power Solar’s turnaround demonstrates the effectiveness of strategic repositioning and 492 

parent-led support in overcoming sectoral distress. Unlike insolvency-driven cases, the 493 

company relied on governance strength, long-term vision, and strategic alignment with 494 

national policy priorities. However, continued exposure to global price competition and 495 

policy dependence highlights the need for sustained innovation and cost competitiveness to 496 

maintain long-term stability (Ghosh & Kathuria, 2016; Kapoor et al., 2020). 497 

4.3.7 Key Takeaways 498 

The case illustrates that in India’s solar energy sector, turnaround can be achieved through 499 

business model transformation, parent backing, and strategic policy alignment. Tata Power 500 

Solar’s experience highlights the importance of flexibility, diversification, and governance 501 

quality in managing industry volatility. The case offers valuable lessons for domestic 502 
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renewable firms seeking revival without formal insolvency intervention (IEA, 2021; MNRE, 503 

2022). 504 

5. Comparative Analysis of Case Studies 505 

5.1 Overview of Comparative Framework 506 

This chapter undertakes a comparative analysis of three Indian renewable energy firms—507 

Suzlon Energy Limited, ReNew Power Limited, and Tata Power Solar Systems Limited—to 508 

identify common patterns, strategic differences, and contextual influences shaping corporate 509 

turnarounds in the solar and renewable energy sector. The comparison is structured around 510 

key dimensions including nature of distress, turnaround strategies adopted, role of institutions 511 

and governance, implementation approach, and outcomes. This framework enables a holistic 512 

evaluation of how different revival paths operate within the same industry context. 513 

5.2 Common Turnaround Strategies Identified 514 

Across all three cases, financial discipline and strategic focus emerge as central elements of 515 

turnaround. Each firm adopted measures to improve cash flow stability, reduce financial 516 

strain, and realign operations with core competencies. Cost rationalization, selective asset 517 

divestment or monetization, and emphasis on long-term revenue visibility through PPAs or 518 

service contracts were common strategies. Additionally, all firms sought to align their revival 519 

efforts with India’s renewable energy policy environment, highlighting the sector’s 520 

dependence on regulatory support. 521 

5.3 Key Success Factors 522 

The comparative analysis identifies several success factors critical to turnaround in the 523 

renewable energy sector. Early intervention and proactive financial restructuring, as seen in 524 

ReNew Power and Tata Power Solar, helped prevent deeper distress. Strong governance and 525 

institutional support—either through creditors under the IBC framework or through parent 526 

company backing—played a decisive role. Operational efficiency, technological capability, 527 

and the ability to adapt business models to declining tariffs and competitive bidding pressures 528 

further contributed to successful revival. 529 

5.4 Key Failure Factors 530 
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The cases also reveal persistent constraints that limit turnaround outcomes. High leverage, 531 

aggressive expansion without adequate risk management, and overdependence on policy 532 

incentives were major contributors to distress, particularly evident in Suzlon’s experience. 533 

Delayed receivables from DISCOMs, tariff volatility, and intense price competition continue 534 

to pose structural risks. Where turnaround efforts focused primarily on financial restructuring 535 

without sufficient strategic repositioning, recovery remained partial and vulnerable to 536 

external shocks. 537 

5.5 Industry-Specific Observations 538 

The renewable and solar energy sector presents unique turnaround challenges due to its 539 

capital-intensive nature, long project gestation periods, and regulatory dependence. Unlike 540 

traditional manufacturing firms, renewable energy companies rely heavily on project finance, 541 

making balance sheet structure and cost of capital crucial. Competitive reverse bidding has 542 

compressed margins, necessitating continuous efficiency improvements. The cases 543 

demonstrate that turnaround strategies in this sector must balance financial restructuring with 544 

long-term operational and strategic sustainability. 545 

5.6 Critical Analysis 546 

A critical comparison reveals that turnaround pathways differ significantly based on timing, 547 

governance quality, and institutional context. Insolvency-led turnaround, as in Suzlon’s case, 548 

emphasizes survival and asset preservation, while market-led and parent-supported 549 

turnarounds focus on long-term competitiveness. The analysis suggests that no single strategy 550 

guarantees success; rather, effective turnaround results from an appropriate combination of 551 

financial correction, strategic repositioning, and governance strength tailored to firm-specific 552 

conditions. 553 

5.7 Key Takeaways 554 

The comparative analysis highlights that corporate turnarounds in India’s solar and renewable 555 

energy sector are highly context-dependent and multidimensional. Successful revival requires 556 

not only financial restructuring but also strategic clarity, institutional support, and 557 

adaptability to evolving market and policy conditions. These insights provide the foundation 558 

for developing structured Strategic Revival Models, which are presented in the next chapter 559 

as the core contribution of this study. 560 
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6. Strategic Revival Models (Core Contribution) 561 

6.1 Conceptualizing Revival Models 562 

Based on the comparative analysis of turnaround experiences in India’s renewable and solar 563 

energy sector, this study proposes a set of strategic revival models that explain how distressed 564 

firms can regain stability and competitiveness. The cases of Suzlon Energy Limited, ReNew 565 

Power Limited, and Tata Power Solar Systems Limited demonstrate that turnaround is not a 566 

uniform process but a context-specific combination of financial, operational, and strategic 567 

interventions. These models synthesize firm-level strategies with institutional and market 568 

realities unique to the Indian renewable energy ecosystem (Venkatesh & Sultana, 2018; 569 

Gopalan & Purnanandam, 2020). 570 

6.2 Financial Restructuring Model 571 

The Financial Restructuring Model emphasizes balance sheet correction as the primary driver 572 

of turnaround, particularly in highly leveraged and capital-intensive firms. This model 573 

involves debt restructuring, repayment deferrals, conversion of debt into equity, and infusion 574 

of fresh capital to restore liquidity and solvency. The Suzlon case illustrates how insolvency-575 

led financial restructuring under the IBC framework can prevent liquidation and preserve 576 

productive assets. However, the model’s effectiveness depends on complementary 577 

operational and strategic adjustments, as financial correction alone may yield only short-term 578 

stabilization (Sengupta et al., 2017; Gopalan & Purnanandam, 2020). 579 

6.3 Operational Efficiency Model 580 

The Operational Efficiency Model focuses on improving internal processes, cost structures, 581 

and asset utilization to enhance cash flow generation and competitiveness. Key elements 582 

include cost rationalization, supply chain optimization, technological upgrades, and improved 583 

project execution capabilities. This model is particularly relevant in a low-tariff, competitive 584 

bidding environment where margin pressures are high. Evidence from ReNew Power shows 585 

that incremental improvements in operational performance and project-level discipline can 586 

significantly strengthen financial resilience without formal insolvency intervention (Ghosh & 587 

Nanda, 2020; IEA, 2021). 588 

6.4 Strategic Repositioning Model 589 
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The Strategic Repositioning Model involves redefining the firm’s business scope, market 590 

focus, or value proposition in response to industry and policy shifts. This may include exiting 591 

unviable segments, diversifying revenue streams, focusing on service-oriented offerings, or 592 

aligning with national policy priorities. Tata Power Solar’s transition from loss-making 593 

manufacturing to integrated EPC and rooftop solar solutions exemplifies this model. Strategic 594 

repositioning enables firms to adapt to structural changes in the solar sector rather than 595 

merely correcting past inefficiencies (Kapoor et al., 2020; MNRE, 2022). 596 

6.5 Hybrid Turnaround Model 597 

The Hybrid Turnaround Model integrates financial restructuring, operational efficiency, and 598 

strategic repositioning into a coordinated revival approach. This model recognizes that 599 

complex distress situations often require multi-dimensional solutions rather than isolated 600 

interventions. Suzlon’s post-IBC recovery phase reflects elements of this hybrid approach, 601 

combining debt restructuring with operational consolidation and strategic refocusing. The 602 

hybrid model is particularly suited for firms facing both internal weaknesses and adverse 603 

external conditions (Trahms et al., 2013; Venkatesh & Sultana, 2018). 604 

6.6 Application Across Industries 605 

While these revival models are derived from the solar and renewable energy sector, their 606 

applicability extends to other capital-intensive and policy-sensitive industries such as 607 

infrastructure, power distribution, and heavy manufacturing. However, the relative emphasis 608 

of each model may vary depending on industry structure, regulatory environment, and firm-609 

specific characteristics. Prior research suggests that early-stage distress may be addressed 610 

through operational or strategic models, whereas advanced distress often necessitates 611 

financial restructuring or hybrid approaches (Hofer, 1980; Gopalan & Purnanandam, 2020). 612 

6.7 Critical Evaluation of Models 613 

Each revival model has inherent limitations. Financial restructuring may lead to moral hazard 614 

if not accompanied by governance reforms, while operational efficiency gains may be 615 

insufficient in structurally unviable business models. Strategic repositioning carries execution 616 

and market risks, particularly in uncertain policy environments. The hybrid model, although 617 

comprehensive, requires strong coordination, leadership capability, and institutional support. 618 
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Therefore, model selection should be contingent on the severity of distress, governance 619 

quality, and external market conditions (Trahms et al., 2013; Sengupta et al., 2017). 620 

6.8 Key Takeaways 621 

This chapter establishes that successful corporate turnaround in India’s solar energy sector 622 

requires a strategic fit between the nature of distress and the revival model adopted. No single 623 

model guarantees success; instead, effective revival depends on aligning financial correction, 624 

operational improvement, and strategic adaptation. These Strategic Revival Models provide a 625 

structured framework for managers, policymakers, and researchers to diagnose distress and 626 

design context-specific turnaround strategies, reinforcing the study’s core contribution (IEA, 627 

2021; MNRE, 2022). 628 

7. Implications for Practice and Policy 629 

7.1 Managerial Implications 630 

The findings of this study offer important insights for managers operating in India’s solar and 631 

renewable energy sector. Corporate turnaround requires early recognition of distress signals 632 

and timely intervention through financial discipline, operational efficiency, and strategic 633 

realignment. Managers must avoid aggressive leverage and expansion without adequate risk 634 

assessment, particularly in tariff-driven markets. The case studies demonstrate that aligning 635 

turnaround strategies with core competencies, strengthening governance mechanisms, and 636 

adopting flexible business models are critical for sustaining recovery in volatile policy and 637 

market environments (Trahms et al., 2013; Venkatesh & Sultana, 2018). 638 

7.2 Policy and Regulatory Implications 639 

From a policy perspective, the study underscores the significance of a stable and predictable 640 

regulatory framework for facilitating corporate revival in capital-intensive sectors. The 641 

Insolvency and Bankruptcy Code (IBC) has played a vital role in enabling time-bound 642 

resolution and asset preservation, as evidenced by insolvency-led turnarounds. However, 643 

persistent challenges such as tariff uncertainty, delayed payments by distribution companies, 644 

and frequent policy changes continue to undermine sectoral stability. Policymakers must 645 

focus on improving contract enforcement, payment discipline, and long-term policy clarity to 646 

support sustainable turnarounds (Sengupta et al., 2017; Gopalan & Purnanandam, 2020). 647 
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7.3 Role of Financial Institutions and Governance 648 

Financial institutions play a central role in determining turnaround outcomes through credit 649 

monitoring, restructuring support, and governance oversight. Banks and development finance 650 

institutions have increasingly moved from passive lenders to active participants in resolution 651 

and revival processes. Strengthened governance frameworks, enhanced disclosure norms, and 652 

lender supervision have contributed positively to turnaround effectiveness. Institutions such 653 

as the Reserve Bank of India and sector-focused agencies like the Ministry of New and 654 

Renewable Energy influence turnaround success by shaping financial discipline and policy 655 

alignment across the renewable energy ecosystem (RBI, 2021; MNRE, 2022). 656 

7.4 Critical Insights 657 

The study highlights that turnaround success is not solely dependent on financial 658 

restructuring or regulatory intervention but on the coherence between strategy, governance, 659 

and market conditions. Overreliance on institutional rescue mechanisms without internal 660 

capability development can lead to fragile recovery. Firms that proactively adapt their 661 

strategies and strengthen governance structures demonstrate greater resilience. These insights 662 

reinforce the need for an integrated approach to corporate revival that balances firm-level 663 

initiatives with institutional support (Trahms et al., 2013). 664 

7.5 Key Takeaways 665 

Chapter 7 establishes that effective corporate turnaround in India’s solar energy sector 666 

requires coordinated efforts among managers, policymakers, and financial institutions. 667 

Managerial agility, regulatory stability, and governance strength collectively determine the 668 

sustainability of revival. These implications extend beyond renewable energy to other 669 

infrastructure-intensive sectors facing similar financial and regulatory challenges. 670 

8. Limitations of the Study 671 

8.1 Data Constraints 672 

This study relies exclusively on secondary data sourced from annual reports, policy 673 

documents, academic literature, and publicly available financial information. The absence of 674 

primary data such as interviews with management, creditors, or regulators limits the depth of 675 
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firm-level insights. Additionally, variations in disclosure quality across companies may affect 676 

the completeness and comparability of information used in the analysis (Yin, 2018). 677 

8.2 Methodological Limitations 678 

The qualitative case study approach, while suitable for in-depth understanding, restricts the 679 

generalizability of findings. The selected cases represent specific segments within the 680 

renewable energy sector and may not fully capture the diversity of turnaround experiences 681 

across industries. Furthermore, causal relationships between strategies and outcomes cannot 682 

be empirically tested due to the interpretive nature of the methodology (Eisenhardt, 1989). 683 

8.3 Scope for Improvement 684 

Future research could enhance this study by incorporating quantitative performance analysis, 685 

longitudinal data, and cross-country comparisons. Inclusion of failed and ongoing turnaround 686 

cases from multiple renewable sub-sectors would further strengthen theoretical robustness. 687 

Primary data collection could also provide richer insights into managerial decision-making 688 

and stakeholder dynamics during turnaround processes (Trahms et al., 2013). 689 

8.4 Key Takeaways 690 

Despite its limitations, the study provides a structured and context-specific understanding of 691 

corporate turnarounds in India’s solar energy sector. The identified constraints offer clear 692 

directions for future research aimed at strengthening empirical and theoretical contributions. 693 

9. Conclusion 694 

This study examined corporate turnarounds in India’s solar and renewable energy sector 695 

through a qualitative case study approach, focusing on strategic revival models and lessons 696 

from firm-level experiences. By analyzing cases of insolvency-led, market-driven, and 697 

parent-supported turnarounds, the research demonstrates that revival is a multidimensional 698 

process shaped by financial restructuring, operational efficiency, strategic repositioning, and 699 

governance quality. 700 

The study’s core contribution lies in the development of Strategic Revival Models that align 701 

turnaround strategies with the nature of distress and institutional context. These models 702 

provide a practical framework for managers and policymakers seeking to navigate corporate 703 
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distress in capital-intensive and policy-sensitive industries. Overall, the research reinforces 704 

that sustainable turnaround requires not only corrective financial measures but also strategic 705 

adaptability, governance strength, and long-term policy alignment, offering valuable insights 706 

for theory, practice, and future research. 707 
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