
 
 
 

Unsold Inventory in Indian Real Estate: Key 
Strategic Insights 
 

We’ve reached a point in early 2026 where India’s housing market is clearly entering a 
brand-new chapter. Unsold housing inventory across seven major cities—Mumbai, 
Bengaluru, Hyderabad, Delhi-NCR, Pune, Chennai, and Kolkata—totaled 5.77 lakh units, 
representing a 4% year-on-year increase. This inventory surge, driven by moderated 
buyer demand and accelerated developer supply, creates a paradoxical opportunity: 
what developers perceive as a demand crisis, sophisticated investors recognize as a 
structural repricing moment. 

Housing sales declined 14% YoY across these cities to 3,95,625 units in 2025, while new 
supply grew 2% to 4,19,170 units. This demand-supply imbalance reflects a maturing 
market correcting course after a decade of speculation-fueled pricing. For UHNI and 
HNI investors, this correction unlocks negotiation leverage unseen since 2018—enabling 
discounts of 5–25% depending on geography and project stage. 

 

Geographic Differentiation: Where Value Lies 
Mumbai MMR maintains relative stability with 1,79,228 unsold units (down 1% YoY), 
suggesting healthy absorption and sustained HNI demand. The market offers limited 
negotiation leverage (3–7% discount range) but provides capital safety and liquidity. 

Hyderabad shows similar resilience with 96,140 units (down 2% YoY), driven by strong 
IT professional demand and institutional investment. Negotiation leverage remains 
moderate at 4–8%. 

Bengaluru presents the sharpest inflection: unsold inventory surged 23% YoY to 64,863 
units, the highest growth rate among all metros. This oversupply creates significant 
negotiation leverage (12–20% discount range) and represents the most opportune entry 
point for strategic capital. 
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Delhi-NCR saw unsold units climb 5% to 90,455 as new launches exceeded absorption, 
particularly in budget and mid-premium segments. Negotiation leverage: 5–10%. 

Pune, Chennai, and Kolkata show emerging oversupply (3–18% YoY growth), with 
Chennai offering particularly high negotiation leverage (10–18%) alongside appreciation 
potential in Tier-2 markets. 

Strategic Insight: High-inventory markets (Bengaluru, Chennai, Delhi-NCR) offer 12–20% 
negotiation leverage; tight markets (Mumbai, Hyderabad) offer 3–7%. Select markets 
based on your return objectives and risk tolerance. 

 

The Premium & Luxury Segment Decoupling 
The ₹1+ crore segment has decoupled from mainstream residential trends, 
commanding 62% of H1 2025 sales. Homes above ₹3 crore now represent 11% of 
quarterly sales, up from 5% in Q1 2022—a 120% volumetric increase in three years. 

UHNI and HNI investor motivations have shifted markedly toward capital appreciation 
with realistic return expectations. This recalibration reflects capital discipline and 
long-term value preservation strategy rather than speculative gains. 

NRI participation surged in 2025, driven by favorable forex dynamics and global macro 
uncertainty. For NRI investors earning in foreign currency, Indian properties serve dual 
purposes: wealth preservation and currency diversification.  

 

Negotiation Leverage 

1. Inventory Timing Arbitrage: Approach developers during quarter-end and fiscal 
year-end (March–April, December–January) when GST liabilities, bridge loan maturity 
pressures, and balance sheet concerns force discounts of 5–15%. 

2. Bulk Purchase Aggregation: Position yourself as an institutional buyer seeking 2–3 
units across projects. This signals developer-friendly intent and enables package 
discounting of 2–5% additional discount versus single-unit negotiations. 
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3. Incentive Bundling Beyond Price: Decouple price from total cost of ownership. 
Request modular kitchens, premium ACs, and registration absorption (₹5 lakhs)—in 
non-price value while preserving the developer's headline price. 

4. Conditional Offer Structuring: Introduce contingencies (RERA compliance, credit 
rating agency approval, structural audit completion) that shift psychological burden to 
developers and unlock price concessions. 

 

Forward Outlook 
India's economy expands at 6–6.5% CAGR with structural tailwinds intact: HNI wealth 
concentration, NRI capital deployment, and infrastructure improvements (metro 
expansions, highway corridors). The current negotiation window will compress within 
12–18 months as interest rates stabilize and demand recovers. The 15% discounts 
available in Bengaluru today may normalize to 3–5% once inventory falls below critical 
thresholds. 

The question is not whether to invest in Indian real estate, but whether to capture the 
current asymmetric risk-reward available through strategic negotiation and selective 
geography. 
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