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Abstract: In 2022, JD Logistics acquired a controlling stake in Debon for 
approximately 9 billion yuan, making it the largest merger and acquisition 
event in the industry and attracting widespread attention. This article takes 
this as a case study to analyze its value creation path from three levels: 
strategic motivations, synergies, and market reactions. Through literature 
review and event study methods, this study identifies the synergistic goals 

of mergers and acquisitions in logistics network optimization, market 
expansion, technology integration, and cost control, and calculates 
abnormal stock price returns based on the merger announcement date. The 
results show that in the short term, the market is concerned about 
integration risks and the stock price is experiencing negative abnormal 
returns; But in the medium to long term, with the promotion of integration, 
JD's operating profit will increase, its structure will be optimized, its 
market share will grow, and it will demonstrate positive value. At the same 

time, it also reveals challenges such as differences in business models and 
lagging financial integration. Overall, this merger and acquisition event 
demonstrates significant synergies and provides a practical reference for 
industry merger and acquisition integration. 

1 Introduction 

Mergers and acquisitions are a major form of capital operation and management for 

enterprises. Its essence is that enterprises transfer control rights through property or equity 

transactions based on equality, voluntariness, and equal compensation, thereby improving 

overall operational efficiency and market competitiveness. In recent years, the competition 

in China's express logistics industry has intensified, and market concentration has increased. 

Large platform enterprises have shown a clear trend of expanding their scale and 
optimizing their networks through mergers and acquisitions. The synergies brought by 

mergers and acquisitions are mainly reflected in three dimensions: reduced operating costs, 

expanded network coverage, and optimized financial leverage [1]. As a well-known listed 

company in China today, JD's recent food delivery incident has attracted attention from 

domestic and foreign media. It is shocking that JD has established a huge food delivery 

system in a short period. This is closely related to JD's acquisition of Debon. JD Logistics 

acquired over 62% equity of Deppon for approximately 9 billion yuan in July 2022 and 

completed the delivery of 71.93% equity in September of the same year, becoming the 
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largest merger and acquisition in the domestic express delivery industry [2]. Due to the 

blurring of boundaries in the express delivery industry, the implementation timing and 

duration of different types of collaboration (internal, market, network, etc.) vary 

simultaneously, express delivery companies such as SF Express and ZTO Express have 

expanded their express delivery business across borders [3]. After Debon shifted its focus 

to large-scale express delivery in 2018, its market share decreased from 0.88% to 0.68%. 

Its net profit for 2021 is expected to decrease by 80% year-on-year, and its gross profit 

margin continues to be lower than traditional express delivery business. The failure of 

strategic adjustments has led to a loss of shareholder confidence [4]. JD Logistics needs to 

make up for the shortcomings in large item delivery. Debon has 143 distribution centers 

and 55.7% of its own transportation capacity, which can quickly supplement JD's network 
capabilities. The acquisition aims to integrate Deppon's nationwide logistics network and 

high-end express delivery capabilities, fill the gaps in JD's large cargo logistics, and 

enhance its supply chain's full scenario service capabilities. The synergistic potential of 

both parties in cross-border, warehousing and other fields has become the core driving 

force for mergers and acquisitions [5]. After the merger, Deppon focuses on its main 

business of express delivery (with revenue accounting for over 90%), while JD.com 

achieves a 15% reduction in mainline costs and a breakthrough in express delivery market 

share of over 30% through technology empowerment and network integration.The 

integration has achieved initial results. This merger and acquisition not only promoted 

JD.com's capability leap in the logistics field, but also provided practical cases and strategic 

inspirations for the large-scale integration and platform ecosystem construction of China's 

express delivery industry [6]. 
The acquisition of Deppon by JD.com is a profound business transaction. From the 

results, it has improved JD's logistics network, enhanced service quality, promoted 

technological progress and innovative development, and greatly enhanced its market 

competitiveness. At the same time, it has also optimized its own structure and saved certain 

costs. This article adopts the event study method for analysis, hoping to reflect its own 

market reaction through actual data and provide reference for other similar companies. 

This article aims to delve into the core motivations behind JD's acquisition of Debon, 

and scientifically study its impact on synergies, strategic goals, and market power. At the 

same time, analyzing the effectiveness of the merger and acquisition can reveal the market 

reaction generated by JD's acquisition of Debon. 

This article uses literature research and event research methods to study the market 
response to JD's acquisition of Debon. By organizing relevant literature on news, market 

motivations, and synergies related to JD's acquisition of Debon, and drawing on previous 

scholars' views and opinions on JD's acquisition of Debon, a preliminary understanding of 

JD's acquisition of Debon has been gained, and the development prospects and problems of 

JD's acquisition of Debon have been analyzed, providing a theoretical basis for the 

following text. At the same time, taking the announcement date of JD's acquisition of 

Deppon as the merger announcement date, the estimated period is from six months before 

the merger announcement date to the day before the merger announcement date, a total of 

117 trading days. The excess returns of JD Logistics and JD Group after JD's acquisition of 

Deppon will be compared to calculate whether the merger of Deppon will have the same 

impact on JD Logistics and JD Group. 

2 Analysis of the motivation and effectiveness of JD's 
acquisition of Debon 
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2.1 Motivation 

Table 1. shows the motivation of JD. 

Table 1. Motivation of JD 

Motivation Reason 

1. Strengthen the layout of logistics network JD quickly fills the gaps in its large cargo 
logistics and less than truckload express 
business by acquiring Debon. At the same time, 

Deppon's nationwide logistics centers, 
transportation routes, and mature operational 
system have significantly enhanced JD's 
network density and service capabilities in the 
high-end express delivery market 

2. Enhance market competitiveness and 
synergy 

After the merger and acquisition, JD.com 
successfully became the third largest giant in 
the express delivery industry, while achieving 

operational synergy (realizing economies of 
scale, optimizing upstream and downstream 
resource allocation in the industry chain), 
management synergy (JD applies advanced 
management experience and models to 
Deppon), and financial synergy (reasonable tax 
avoidance, reducing financing costs, and 
improving capital utilization efficiency). 

3. Improve and perfect technology to save costs JD.COM: 
Combining with Debon's cargo damage 

management system to promote transportation 
efficiency improvement and cost reduction 

Debon: 
Flexible strategic layout and lean cost control 
initiate a positive growth cycle. On the cost 
side, Debon Corporation has continuously 

improved its lean management capabilities and 
digital tools (such as routing optimization and 
intelligent partitioning) to optimize various 
business processes, achieving reasonable and 
effective control of costs and expenses. 

2.2 Effect 

2.2.1 The financial performance of JD.com has significantly improved after its 
acquisition of Debon 

Table 2. Analysis of JD logistics financial report 

Year 
Total revenue (in 

billions) 
Total revenue 
growth rate 

Operating profit 
(in billions) 

Operating profit 
growth rate 

2021 1047.00 42.70% -158.4 0% 

2022 1374.00 20.00% -14 0% 

2023 1666.24 21.27% 5.18 201.6% 

2024 1828.37 9.73% 60.65 1070.02% 
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As shown in Table 2, it can be seen that although JD Group has not yet made a profit in 

2022 after the merger, the amount of losses has been significantly reduced. In 2023, it 

turned from a loss to a profit, and the operating profit growth rate in 2024 reached an 

astonishing 1070.02%, indicating that JD Logistics' acquisition of Debon has had a very 

significant impact on it, as shown in Table 3. 

Table 3. Analysis of JD group's financial report 

Year 
Total revenue (in 

billions) 

Total revenue 

growth rate 

Operating profit 

(in billions) 

Operating profit 

growth rate 

2021 9515.92 27.59% 33.74 0% 

2022 10462.36 9.95% 183.4 443.69% 

2023 10846.62 3.67% 289.1 57.6% 

2024 11588.19 6.84% 395.7 36.87% 

2.2.2 Changes in stock price after JD's acquisition of Deppon (JD Logistics and JD 
Group) 

 

Fig. 1. JD logistics closing price line chart  

As shown in Figure 1, the stock price experienced a short-term surge in the early stage of 

the merger announcement (2022). After the completion of the merger and acquisition in 

October 2022, the overall stock price of JD Logistics increased continuously for three 
months, rising from 10.96 yuan to 17.42 yuan, with a weekly increase of 33%, and then 

remained at a high level of around 17 yuan for a long time. Mid term (2023-2024) stock 

price correction in mergers and acquisitions integration. In 2024, JD Logistics' revenue was 

182.837 billion yuan, with a net profit of 6.065 billion yuan, a year-on-year increase of 

1070.02%. The express delivery business grew steadily, but the stock price fell back to the 

13 yuan range due to market concerns about industry price wars. As of March 31, 2025, the 
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closing price was 12.56 yuan, a decrease of about 28.8% from the post merger high of 

17.42 yuan. 

 
Fig. 2. JD group closing price line chart 

 
As shown in Figure 2, the stock price experienced a short-term surge in the early stage 

of the merger announcement (2022). After the completion of the merger and acquisition 

delivery in October 2022, the overall stock price of JD Group increased continuously for 

two months, rising from 145.1 yuan to 247.4 yuan, and finally maintaining a high level of 

250 yuan. In the mid-term of the merger and integration period (2023-2024), the stock price 

rebounded. In 2024, JD Group's revenue was 1158.8 billion yuan, with a net profit of 39.57 

billion yuan, a year-on-year increase of 36.87%. However, due to market concerns about 

industry price wars and JD Group's involvement in multiple fields, the stock price may not 

only have an impact on the logistics industry, but also have a certain impact on e-commerce 

and retail industries, resulting in a decline to the 13 yuan range. As of March 31, 2025, the 
closing price was 160.8 yuan, a decrease of about 36% from the post merger high of 251.4 

yuan. 

2.2.3 Business structure optimization 

After JD acquired Debon, Debon focused on its main business of express delivery, with 

express delivery revenue accounting for 90.33% in 2024 and core cargo volume increasing 

by over 15% year-on-year. JD.com, on the other hand, integrates its small and 

medium-sized parcel delivery network with Debon's large parcel transportation capabilities 

to form a full scenario logistics service covering 0-3000 kilograms, meeting customers' 

demand for "simultaneous delivery of small and large parcels". And both parties jointly 

launched the "JD Debon Express Heavy Goods" service, with a on-time rate of 98% and a 

60% decrease in appeal rate. 

2.2.4 Consolidate industry position and improve service quality 

After JD's acquisition of Debon, Debon's cargo damage rate has been continuously 

decreasing for many years. The application of technologies such as circular packaging and 

anti violent sorting has made great progress, further consolidating its service reputation in 

the field of large-scale logistics. JD, on the other hand, has developed a comprehensive 
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logistics solution covering the entire kilogram range and multiple scenarios with the help of 

Debon's technology. 

3 Market reaction to JD's acquisition of Deppon 

3.1 Event study method analysis of JD's acquisition of Debon case 

Analysis and comparison of the reactions of JD Logistics and JD SW in the Hong 

Kong market after JD's acquisition of Deppon. The following text selects July 27, 2022, 

which is the official completion date of JD's merger and acquisition delivery, as the 

merger announcement date. 

3.1.1 JD logistics 

 

Fig. 3. Scatter plot of JD logistics RIT (estimated period: 2022.2.1-2022.7.26) 

Table 4. The sum of JD logistics RIT 

Date Rmt RIT 
y = 1.2494x - 

0.001 
ARt=Rit-E(R) CAR 

2022/7/25 -0.22% -0.94% -0.37% -0.57% -0.57% 

2022/7/26 1.67% -1.43% 1.99% -3.42% -3.99% 

2022/7/27 -1.13% -2.17% -1.51% -0.66% -4.65% 

2022/7/28 -0.23% 0.99% -0.39% 1.38% -3.27% 

2022/7/29 -2.26% -2.44% -2.92% 0.48% -2.79% 

y = 1.2494x - 0.001
R² = 0.4659
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Fig. 4. JD logistics ART and CAR linear chart 

As shown in Table 4, and Figure 3, Figure 4 in the short term after the merger, JD 

Logistics' stock price received a certain impact, which was reflected in its negative 

abnormal return rate. The reason for this may be due to market concerns about the 

effectiveness of JD's merger and integration, fearing conflicts in management and logistics 
due to the initial merger. However, in the long run, with the continuous advancement of 

mergers and acquisitions, conflicts are constantly being resolved, and as JD Logistics 

absorbs the experience of Debon in the field of large objects to make up for its 

shortcomings, JD's market share has been increased, gradually resulting in positive 

abnormal returns. Overall, JD Logistics' ARt and CAR fluctuate significantly between T 

(-2,0). The increase in daily excess returns was particularly significant before and after the 

announcement, although there was a decrease between (1, 2), it was still a positive daily 

excess return. Although there has been a slight correction in cumulative excess returns, they 

have still turned negative to positive. The difference between daily excess returns and 

cumulative excess returns during the window period is relatively small between (-2, -1), 

and relatively large between (-1, 2). 

3.1.2 JD Group 

 
Fig. 5. Scatter plot of JD Group RIT (estimated period: 2022.2.1-2022.7.26) 
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Table 5. The sum of JD group Rit 

Date Rmt Rit 
E(R) = 2.2888x 
+ 0.0028 

ARt=Rit-E(R) CAR 

2022/7/25 -0.22% 0.00% -0.22% -0.22% -0.22% 

2022/7/26 1.67% 1.78% 4.10% -2.32% -2.54% 

2022/7/27 -1.13% -1.03% -2.31% 1.28% -1.26% 

2022/7/28 -0.23% -1.53% 0.25% -1.78% -3.04% 

2022/7/29 -2.26% -4.57% -4.89% 0.32% -2.72% 

 

Fig.6. JD Group ARt and CAR Line Chart 

As shown in Table 5 and Figure 5, Figure 6, in the short term after the merger, the stock 

price of JD SW also received a certain impact, which not only included the logistics basin, 

but also had a serious impact on JD's retail business. As an e-commerce giant, it is 

uncertain in the market whether JD's acquisition of Deppon will bring good economic 

benefits, resulting in negative abnormal returns. However, in the long run, after JD's 

acquisition of Debon, there has been a favorable improvement in large-scale logistics and 

express delivery. At the same time, the improvement in delivery and after-sales services has 

also enhanced its retail capabilities, gradually leading to a positive abnormal return rate. 

The fluctuations of ARt and CAR in JD SW are relatively severe and the trend of 

fluctuations is generally the same, fluctuating around -1.50% overall. After the merger and 

acquisition announcement, there was even a brief period of decline, although there was 

some correction, the cumulative return rate during the window period did not turn negative 
to positive. 

The overall trend of JD Logistics and JD Group is the same, both experiencing negative 

abnormal returns due to market concerns about the integration effect of JD's mergers and 

acquisitions. However, over time, these post merger concerns have been gradually 

eliminated, resulting in positive abnormal returns. Although the excess returns of JD 

Logistics have increased after the merger, the upward trend is not obvious, indicating that 

people still have concerns about this merger. After the merger and acquisition, JD SW even 

exceeded its earnings and even experienced a decline, indicating that people believe that 

this merger will not only have a negative impact on JD's logistics industry, but also on other 

industries such as retail 
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3.2 Analysis of profit creation performance after JD's acquisition of Debon 

After JD's acquisition of Debon, both parties saw a significant increase in profits. JD 

Logistics' adjusted operating profit for 2024 reached 6.065 billion yuan, a year-on-year 

increase of 1007.02%, setting a new historical high; Debon Corporation's net profit for 

2024 was 861 million yuan, a year-on-year increase of 15.41%, but it turned into a loss of 

68 million yuan in the first quarter of 2025, exposing the risk of short-term performance 

fluctuations [7]. The reason why JD can create such huge economic benefits after acquiring 
Debon mainly depends on two aspects. Firstly, the release of economies of scale. After the 

merger, the proportion of external customer revenue of JD Logistics increased to 69.9%, 

relying on the Debon Express network to reduce trunk transportation costs by 5% -8% and 

promote gross profit optimization. The second is the strengthening of cost control. JD 

Logistics has reduced costs through technology such as route integration and intelligent 

sorting, resulting in a 4-percentage point decrease in operating cost growth compared to 

revenue growth, and an improvement in fixed cost amortization efficiency. After JD's 

acquisition of Debon, it also faces new challenges. Firstly, there is competition pressure 

from new industries, with the average price of the express delivery industry decreasing by 3% 

-5% year-on-year. Companies such as SF Express and ZTO are accelerating their franchise 

expansion, while JD Logistics needs to balance scale expansion and profit structure 
optimization. High value-added businesses (such as cold chain and cross-border logistics) 

account for less than 10% of revenue, with long investment cycles and facing pressure from 

international giants. Secondly, there is a new mode compatibility risk. Debon's direct 

operated network (with self-owned transportation capacity accounting for 55.7%) has 

synergistic friction with some of JD's franchise models. The related party transaction plan is 

expected to increase to 8.461 billion yuan by 2025, and the risk of repeated resource 

investment is increasing [8-10]. 

4 Conclusion 

Overall, JD's acquisition of Debon has brought significant help to both JD Logistics, which 

has the greatest direct impact, and the entire JD Group. They have helped JD Logistics turn 
losses into profits, significantly increased JD Group's operating profits, improved JD's 

logistics network, achieved coverage of logistics in all scenarios ranging from 0-3000 

kilograms, significantly improving the response speed and service capabilities of the supply 

chain, promoted technological progress and innovative development, and greatly enhanced 

its market competitiveness. Secondly, the merger has brought significant synergies to 

JD.com, not only reflected in a 5% -8% reduction in mainline transportation costs, but also 

leveraging Debon's network resources in third tier and below cities to optimize its own and 

customer structure. However, during this period, many problems were also exposed. Firstly, 

the pressure of business integration. Debon focuses on express and large parcel delivery, 

and there are operational differences between its small and medium-sized delivery network 

and JD Logistics. In the early stages of integration, there was a decline in resource 
allocation efficiency. Another issue is financial integration. Debon Express has a large scale 

and diverse business types, with numerous order businesses and logistics information. 

However, it still adopts traditional cost calculation methods, which is not conducive to 

logistics cost control and poses challenges to the financial integration of JD Logistics. 

For the issue of business integration pressure, JD Logistics can prioritize the processing 

of Debon small and medium-sized orders through an intelligent scheduling system, and 

handle large business during non peak hours. Simultaneously establish joint operation 

indicators and set cross system assessment indicators such as large item damage rate 

(<0.5%) and mixed loading rate (>65%). For financial integration issues, JD.com can 
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establish a reasonable financial organizational structure, unify financial systems and 

management concepts, strengthen financial information construction, and improve the 

accuracy and timeliness of financial data. Conduct a comprehensive inventory and 

evaluation of both parties' assets and liabilities, optimize resource allocation, reduce 

operating costs, and improve overall profitability。At the same time, JD.com needs to 

strengthen strategic collaboration and business integration, upgrade large-scale e-commerce 

and supply chain to efficiently compensate for JD Logistics' weak performance in 

large-scale e-commerce. By integrating warehousing, cross-border, and supply chain 

resources to enhance the overall logistics efficiency. JD.com also needs to accelerate its 

internationalization and market expansion, such as building a global supply chain network 

and seizing market share in the high-end express delivery market, in order to consolidate its 

market leading position. 
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