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Preface and Scope

This paper is a strategic assessment of India's position in the global specialty chemicals
value chain, written for chemical manufacturers and investors on both sides of that chain —
international principals evaluating India as a sourcing, manufacturing, or partnership base,
and Indian producers and their investors assessing where the value chain is heading and
how to position within it.

It is intended to be read as a single, self-contained document. It moves from the structure of
the industry and the economics of its sub-segments, through the competitive landscape and
the producer map that frames counterpart selection, to capacity and investment dynamics,
the external reallocation of supply, and the partnership and transaction pathways through
which engagement proceeds. It closes with the principal risks and the strategic implications
for each audience.

Historical and reported figures are drawn from official and public sources, which are cited.
Forward estimates, projections, and growth rates represent Prologue Research estimates,
developed from public data and the firm's own analysis. Company references are drawn
from public disclosures and are illustrative of segment structure — not exhaustive,
evaluative, or endorsements. Monetary figures are reported in the source currency.

A note on method. Quantitative reported figures are stated as published by the cited source.
Where the paper presents an estimate, projection, or qualitative positioning, this reflects
the firm's analysis and is indicative; such figures are identified as estimates.
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1. Executive Summary

1.1 India occupies a distinctive and strengthening position in the global specialty chemicals
value chain. It combines an established chemistry base, competitive conversion cost,
deepening process and R&D; capability, and a large domestic market — a combination few
sourcing geographies match. For international principals it is increasingly a sourcing,
manufacturing, and partnership base; for Indian producers and their investors it is a
platform from which to move up the value chain and into global supply and ownership.

1.2 The industry is in structural transition on three reinforcing fronts. Indian producers are
migrating from commoditised intermediates into higher-value specialty, fluorination,
CDMO, and performance chemistry. Capacity and capital are flowing into these segments at
pace, supported by policy. And cross-border consolidation is under way, with Indian
companies acquiring international assets and international principals deepening Indian
sourcing and partnership. The value chain is integrating across borders, not merely trading
across them.

1.3 For both audiences, the strategic question is no longer whether India matters but how to
position within it — which sub-segments, which counterparts, and which structure:
sourcing, toll manufacture, dedicated-asset supply, joint venture, technology licensing, or
acquisition. The economics differ sharply by sub-segment; the competitive field is a set of
segment specialists rather than a few dominant players; and the right structure depends on
what each side seeks. This paper sets out the structure, the economics, the producer map,
and the pathways to inform that decision, and concludes that the binding determinant of
success is no longer cost or capability in the abstract but positioning, counterpart selection,
and execution.

2. The Structure of the Industry

2.1 India is the sixth-largest chemical producer in the world and the third-largest in Asia;
the chemicals sector contributes approximately 7 per cent of national GDP, and the broad
industry was valued in the order of USD 250 billion in 2024." Specialty chemicals are the
strategic core: on official commentary they account for a large share of India's chemical
exports and attract the most capital and competitive attention.

2.2 Prologue Research estimates the Indian specialty chemicals market at approximately
USD 64 billion in 2024, and projects that it may approach USD 100 billion by 2030 — an
implied growth rate in the order of 9 to 11 per cent a year, above the broad chemical
industry and above most comparable economies. These are Prologue Research estimates,
developed from observed demand, export, and capacity trends; they are indicative, and
projections of this kind are subject to material uncertainty. Figure 1 sets out the trajectory.
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Figure 1. Indian specialty chemicals market, Prologue Research estimate and projection (USD billion)
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Note: Prologue Research estimates and projection. Figures for 2026 onward are projections and are indicative.

2.3 The industry is structured in tiers. At the base are commoditised intermediates and bulk
chemistry, where competition is on cost and scale. Above them sit specialty and
performance chemicals — application-engineered, customer-specified, and margin-bearing.
At the apex are CDMO, custom synthesis, and complex chemistries such as fluorination,
where capability and customer intimacy create durable position. The structural story of the
past decade is Indian producers climbing these tiers. Figure 2 sets out the firm's assessment
of where Indian capability sits, and where it is moving.

Figure 2. Indian capability by value-chain tier: current position and direction
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Note: Prologue Research assessment. Bars indicate current relative position (left) and assessed direction of travel (right); qualitative and
indicative.

2.4 Production is concentrated in the western states, led by Gujarat — which accounts, on
industry estimates, for the largest share of national specialty output, supported by export
infrastructure and chemical-cluster density — followed by Maharashtra, with the southern
states gaining in personal-care, electronics, and textile chemistries. This concentration
matters for counterpart selection: the cluster a producer sits in often signals its chemistry
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and its export orientation.

3. Sub-Segment Economics

3.1 Specialty chemicals are not a single market but a set of sub-segments with materially
different economics. The strategic distinction for a manufacturer is between segments
commoditising — where Indian and global capacity is converging and margins compressing
— and segments where capability, regulation, or customer lock-in sustain margin. Table 1
sets out an indicative view across the principal segments.

Table 1. Specialty sub-segments: indicative economics and India's position

Sub-segment Margin character India's position and direction

Fluorination / High; Strengthening; heavy capacity going in

fluorochemicals capability-protected

CDMO / custom synthesis High; customer-locked Rising; pharma- and agro-anchored,
deepening

Agrochemical actives & Moderate; cyclical Established global supplier; export-led

intermediates

Dyes & pigments Moderate; consolidating Global-scale; cross-border M&A; under
way

Surfactants & performance  Moderate; demand-led Domestically anchored, steadily
growing

Construction & water Moderate; Domestic-anchored; recurring demand

chemicals regulation-driven

Commodity intermediates Low; cost-competed Large but margin-pressured

Source: Prologue Research assessment; public company disclosures. Indicative.

3.2 Two patterns follow, one for each audience. For international principals, value is
greatest where India offers capability rather than only cost — fluorination, CDMO, complex
synthesis — where the relationship is durable and the counterpart scarce. For Indian
producers, the strategic imperative is to migrate from cost-competed intermediates toward
these capability-protected segments, which is precisely where capital is flowing and where
defensible margin is found. The two movements are complementary: principals seeking
capability and producers building it meet in the same high-value segments.

3.3 A caution applies to both. Segment economics can shift as capacity comes on stream: a
margin-protected chemistry can commoditise as Indian and global capacity converges, a
risk most acute precisely in the segments attracting the heaviest investment. Position in
these segments is therefore defended by continuous capability advance and customer
intimacy, not by occupancy alone.

4. The Competitive Landscape

4.1 The Indian specialty chemicals landscape is populated by a deep tier of capable listed
and unlisted producers, several of which have built defensible positions in specific
chemistries — fluorination, custom synthesis, agro intermediates, dyes and pigments,
surfactants, and performance chemicals. The sector is characterised less by a few dominant
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players than by segment specialists, each strong in a defined chemistry and customer set.
This structure is favourable to engagement: a manufacturer can find a focused counterpart
matched to its segment rather than negotiating with a diversified conglomerate.

4.2 The competitive dynamic is shifting in three ways material to both audiences. First,
leading Indian producers are deepening customer intimacy with global innovators, moving
from transactional supply toward multi-year, late-stage, and dedicated-asset relationships —
the kind of position that is difficult to displace. Second, they are broadening portfolios up
the value chain, into the capability-protected segments. Third, they are increasingly
acquisitive internationally: recent transactions have seen an Indian pigment producer
acquire a long-established European group to form a global pigment leader spanning
multiple continents, and an Indian conglomerate acquire a specialty-chemicals facility in the
United States.” These are not isolated events; they signal Indian producers acting as global
consolidators, not only as suppliers.

4.3 The implication for an international principal is that the Indian counterpart may be a
peer or an acquirer as readily as a vendor, and should be assessed as such. The implication
for an Indian producer is that the competitive frontier is now global, and position is
defended through capability, customer intimacy, and scale rather than cost alone. For
investors, the same dynamics define both the opportunity — capable platforms with
consolidation potential — and the risk — segments where competition is intensifying fastest.

5. The Producer Map and Counterpart Selection

5.1 Counterpart selection is the most consequential decision in any India engagement, and
it is best approached structurally. The landscape can be read along two axes: by chemistry
segment, and by producer type. A counterpart's position on both determines its fit for a
given engagement. The right counterpart depends on the objective — sourcing, toll
manufacture, dedicated-asset supply, joint venture, licensing, or acquisition — and on the
segment, capability tier, compliance standard, and scale required.

5.2 Read by segment, the credible counterpart set varies sharply in size and character.
Table 2 sets out the principal segments and the counterpart implication for a manufacturer
or investor.

Table 2. Segments and counterpart implications

Segment Competitive character Counterpart implication

Fluorination / Capability-protected; few Scarce, high-value counterparts;
fluorochemicals credible players engage early

CDMO / custom Customer-locked; Counterparts with innovator ties;
synthesis relationship-driven dedicated-asset fit

Agro actives & Established; globally Broad choice; sourcing and toll
intermediates competitive

Dyes & pigments Global-scale; consolidating Counterparts may be global acquirers
Surfactants & Demand-led; domestically Strong for market access
performance anchored
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Construction & water Regulation- and Fit for recurring, technical demand
chemicals demand-driven

Source: Prologue Research assessment; public disclosures. Indicative, not exhaustive.

5.3 Read by producer type, the landscape sorts into categories that suit different
engagement structures, set out in Table 3. The match between producer type and
engagement structure is the core of counterpart selection.

Table 3. Producer types and engagement fit

Producer type Character Best-fit engagement

Focused specialist Deep in one chemistry; Dedicated-asset, CDMO, technology
innovator-linked JVv

Diversified mid-cap Multiple segments; scaling Sourcing, toll, JV, minority
capability investment

Integrated large-cap Scale, feedstock, breadth Large-scale supply, JV, platform

partnership
Toll / contract Capacity under specification Toll and contract manufacture
manufacturer

Source: Prologue Research assessment. Indicative.

5.4 Combining the two axes gives the practical method. A focused specialist in a
capability-protected segment suits a principal seeking dedicated, hard-to-displace supply or
a technology joint venture, but the credible set is small and early engagement matters. A
diversified mid-cap offers flexibility across sourcing, toll, and partnership, and is often the
most natural counterpart for a first India engagement or a minority investment. An
integrated large-cap suits large-scale supply or platform partnership. The discipline is to
begin from the segment and objective, identify the small set of credible counterparts within
it, then qualify against fit — rather than starting from an available contact.

6. Capacity and Investment Dynamics

6.1 The clearest evidence of the structural shift is in capital deployment. Leading Indian
producers have committed substantial capacity expansion, concentrated in the
higher-margin segments — fluorination, CDMO, advanced materials, and electronic-grade
chemistry. Cumulative foreign direct investment into the chemicals sector (excluding
fertilisers) exceeded USD 22 billion between 2000 and 2024 on official data, and further
large investment is anticipated.’

6.2 Policy reinforces the direction. The Production-Linked Incentive framework, the
Petroleum, Chemicals and Petrochemicals Investment Regions, and a prospective PLI
specific to chemicals and petrochemicals are designed to attract investment, deepen
domestic manufacture, and reduce import dependence. Large integrated investments in
oil-to-chemicals and downstream petrochemicals are expanding the feedstock and
intermediate base on which specialty production rests, improving the cost and security of
the inputs that specialty producers draw on.

6.3 For a manufacturer or investor, the signal is twofold. The direction of capital confirms
the segment-economics view: capacity is being built where margin is. And the intensity of
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investment raises the competitive stakes, as both Indian and international capital target the
same high-value chemistries — which makes the timing of entry, partnership, or investment
a live strategic variable rather than an open-ended option.

7. The China+1 Reallocation

7.1 The external force accelerating the shift is the diversification of global chemical supply
away from single-country concentration. International principals are building India-based
sourcing and dedicated capacity as an alternative and complement to existing
arrangements, particularly in agro intermediates, fluorochemistry, and CDMO, where
supply security and capability matter most. The reallocation is visible in the rising number
of dedicated-asset and late-stage CDMO relationships between Indian producers and global
innovators.

7.2 India's appeal rests on capability, competitive cost, an established chemistry base, and
improving regulatory and environmental compliance, reinforced by trade liberalisation that
lowers duties on chemical trade with major partners. The dynamic is not automatic: it
depends on Indian producers meeting quality, traceability, and compliance standards, and
on principals identifying and qualifying the right counterparts. It is a structural tailwind, not
a guarantee, and it rewards those who engage deliberately over those who wait.

8. Partnership and Transaction Pathways

8.1 For both audiences, the operative question is structure. Engagement across the
India-global value chain proceeds through a spectrum of arrangements, each with a distinct
risk, control, and commitment profile. Table 4 sets them out.

Table 4. Partnership and transaction pathways

Pathway What it offers Best suited to

Sourcing / supply Cost-competitive, compliant Diversifying supply at lower

agreement supply commitment

Toll / contract Production under principal's Capacity without capital outlay

manufacture specification

Dedicated-asset / Capability and supply security, Innovators with proprietary,

CDMO locked late-stage molecules

Joint venture Shared manufacture, market, Durable local position; technology
and risk exchange

Technology licensing Monetised process or product IP  Holders of differentiated technology

Acquisition / minority Control or position in capability Consolidators and investors on

stake either side

Note: Prologue Research assessment.

8.2 The choice turns on what each side seeks. An international principal wanting supply
security in a complex chemistry is increasingly served by a dedicated-asset or CDMO
arrangement rather than spot sourcing; one seeking market position, by a joint venture or
licensing; one seeking capability outright, by acquisition. An Indian producer seeking
technology and global customers may prefer a JV or dedicated-asset relationship; one
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seeking scale, an acquisition. An investor may take a minority stake in a capable platform or
back a buy-and-build. The pathways are not mutually exclusive, and relationships frequently
deepen along the spectrum over time — from supply, to dedicated asset, to joint venture, to
combination.

8.3 The common determinant of success across all pathways is counterpart selection and
structuring: matching capability, compliance, and intent on both sides, and constructing an
arrangement that aligns incentives across two regulatory and commercial environments.
This is where most value is created or lost, and where rigorous, segment-specific diligence
is decisive.

9. Qualifying a Counterpart

9.1 Selection narrows the field; qualification confirms fit. Across any pathway, qualification
spans capability and capacity verification; quality and regulatory compliance, including
alignment with destination-market regimes; environmental and traceability standards;
financial and governance standing; customer-concentration and related-party exposure; and
cultural and strategic alignment. In a partnership or acquisition, governance and
integration considerations weigh as heavily as technical capability, and cross-border
combinations carry integration risk that diligence must surface early.

9.2 The most common errors are to select by availability or existing contact rather than by
segment fit and qualified capability, and to under-weight compliance and governance, which
determine whether a relationship endures. Rigorous, segment-specific qualification is where
value is protected — and it is the discipline that distinguishes a durable engagement from
an opportunistic one.

10. Risks and Sensitivities

10.1 Several factors qualify the assessment. The specialty market projection is sensitive to
global demand, the pace of supply-chain reallocation, and the trajectory of capacity
investment, all uncertain. Segment economics can shift quickly as capacity comes on
stream, with today's margin-protected chemistry liable to commoditise where investment is
heaviest. Feedstock, energy, and currency movements affect cost position and the value of
trade flows on both sides.

10.2 On execution, partnership and transaction outcomes depend on quality, compliance,
and traceability standards meeting evolving destination-market regulation, and on cultural
and governance alignment between counterparts. Cross-border acquisitions carry
integration risk; dedicated-asset and CDMO relationships carry customer-concentration
risk. None of these alters the structural integration under way, but each shapes the rate, the
distribution, and the durability of the gains — and each is a reason for deliberate
counterpart selection and diligence rather than speed alone.

11. Strategic Implications and Outlook

11.1 India's place in the global specialty chemicals value chain is being redefined from
supplier toward partner and, increasingly, consolidator. The migration up the value chain,
the capital flowing into high-margin chemistry, and the cross-border transactions reshaping
the competitive map are mutually reinforcing. The value chain is integrating across borders
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rather than simply trading across them, and the pace of that integration is set by capital and
capability, not by tariff policy.

11.2 For international principals, the implication is to engage deliberately and early in the
segments where India offers capability, through the structure that matches their intent, and
to select and qualify counterparts rigorously — recognising that the Indian player may be
peer, partner, or acquirer. For Indian producers, the implication is to continue the migration
toward capability-protected segments, to build the compliance and customer intimacy that
global relationships require, and to weigh organic, partnership, and acquisitive routes to
global position. For investors, the implication is that the opportunity and the risk lie in the
same place — the capable platforms in the high-value segments — and that segment
selection and diligence determine which is realised.

11.3 For all three, the binding determinant is no longer cost or capability in the abstract but
positioning and execution: choosing the right segment, the right counterpart, and the right
structure, and qualifying rigorously before committing. That is a question of strategy and
diligence — and it is the question this paper is intended to inform. Prologue's role is to bring
the segment-level intelligence, counterpart qualification, and structuring support that turn
this assessment into a decision.

! India Brand Equity Foundation (IBEF); Invest India — chemicals sector aggregates, 2024.

2 public company disclosures and announcements, 2024-2025. Cited as illustrative of segment consolidation, not as
evaluation of any company.

3 Invest India; Department for Promotion of Industry and Internal Trade — FDI data, 2000-2024; IBEF — sector investment
commentary.

This paper has been prepared by Prologue Research for a manufacturer and investor audience. Quantitative figures
represent Prologue Research estimates, developed with reference to a range of public, official, and industry
sources and to the firm's own analysis. Company references are drawn from public disclosures and are illustrative
of segment structure, not evaluative. This paper does not constitute investment advice. Correspondence:
business@prologuet.com.
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