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Executive Summary 

January kicked off with seven sharp transactions that show dealmakers chasing scale and 

survival. Capital One grabs Brex for $5.15bn, blending bank muscle with fintech speed to own 

business spend management. Kimberly-Clark’s $48.6bn bid for Kenvue tests regulators with a 

consumer staples mega-merge. Heirs Energies takes a 20% stake in Seplat, pushing African 

energy into local hands. Global Payments swaps $24.3bn for Worldpay to dominate merchant 

acquiring. Devyani and Sapphire Foods combine for 3,000+ Yum! restaurants in India. Netflix 

ups to $82.7bn all-cash for Warner Bros. Discovery, betting on HBO IP despite antitrust heat. 

Mitsubishi buys Aethon for $7.5bn to secure US gas for Asia and AI power surge. 

We break down trends too: AI as the top acquisition hook, banks finally merging, and pharma 

dodging patent cliffs with $200–250bn at stake. Our learning corner picks one book, two 

podcasts and two sites to build your M&A edge fast. Read on to see how these deals reshape 

industries and where we think M&A heads next.  
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Deal Analysis: Capital One Acquisition of Brex by JP Ornellas Filho 

Deal Snapshot 

Capital One Financial (NYSE: COF) announced on 22 January 2026 that it will acquire Brex 

for $5.15 billion in a cash‑and‑stock deal. The consideration is split at roughly 50% cash and 

50% stock, equivalent to about $2.75 billion in cash plus around 10.6 million Capital One 

shares. Closing is targeted for mid‑2026, subject to standard regulatory approvals. Brex 

co‑founder and CEO Pedro Franceschi will stay on as CEO of the combined unit, which will 

sit inside Capital One’s broader business banking and payments franchise. 

Capital One is buying a full spend platform: corporate cards, business banking and treasury, 

and integrated expense‑management software. Brex serves roughly 25,000 business customers, 

ranging from early‑stage startups through to large public companies such as Robinhood, Zoom 

and Anthropic. The deal values Brex at about 42% of its $12.3 billion peak valuation from 

2021, which tells you how far growth‑era fintech pricing has reset. 

Strategic Rationale 

The acquisition is about accelerating Capital One’s push into business payments. CEO Richard 

Fairbank has made it clear that buying Brex is meant to speed up Capital One’s journey in the 

commercial payments space rather than building everything in‑house. Brex offers a fully 

integrated platform that bundles corporate cards, business accounts and expense tools in one 

place. That gives Capital One instant product depth in a segment where demand is growing 

quickly and expectations are already set by fintechs, not banks. 

Brex’s tech stack is a big part of the appeal. Its use of automation and AI for expense 

categorisation, real‑time controls, travel integration and workflow approvals fills a gap in 

Capital One’s existing offering. Embedding this infrastructure into a large, regulated bank 

allows Capital One to pitch genuinely digital‑first services to CFOs and finance teams rather 

than just a re‑skinned card. It also signals that Capital One intends to compete more directly 

with software‑led players such as Ramp, rather than staying in the background as a pure issuer. 

The deal also sits alongside the Discover acquisition. Capital One is on track to own its own 

payments network through Discover and is already one of the largest US card issuers. Adding 

Brex on top of that creates a more complete ecosystem. Capital One brings balance sheet, 

underwriting and network economics; Brex contributes software, data, and a client base the 
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bank struggled to reach. Put together, you get the building blocks for a scaled working‑capital 

platform for businesses, not just another card line. 

Finally, the revenue mix matters. Brex generates high‑margin fee and software income that 

complements Capital One’s interest‑driven consumer card book. Owning that stream helps 

diversify earnings at a time when regulators are increasingly focused on credit‑card pricing and 

consumer protection. 

Deal Structure and Financials 

As announced, the headline value of $5.15 billion will be paid through a mix of cash and 

Capital One stock, roughly half and half. That breaks down to about $2.75 billion in cash and 

10.6 million COF shares issued to Brex shareholders, subject to standard closing adjustments. 

Existing Brex investors effectively crystallise a down‑round exit versus 2021, but in return gain 

equity in a large, profitable bank with significant earnings power. 

The transaction is expected to close by mid‑2026 once banking, competition and other 

regulators sign off. Brex will be folded into Capital One’s commercial and payments segment, 

with separate reporting likely in the early years to give investors visibility on performance. 

Capital One has not disclosed full synergy guidance publicly, but external analysts frame the 

economics around three levers: revenue uplift from cross‑selling to Brex’s 25,000 clients, cost 

efficiencies from combining tech and operations, and improved funding costs from bringing 

Brex inside a regulated bank balance sheet. 

Relative to Brex’s last private valuation of $12.3 billion, the purchase price implies a discount 

of nearly 60%, which makes this attractive for Capital One if growth and retention hold. On 

most revenue multiples used for high‑growth fintechs, the deal screens as reasonable rather 

than aggressive, particularly once you factor in the option value of deeper penetration into 

mid‑market and larger corporate clients. 

Risks and Outlook 

Execution risk is front and centre. Capital One is already busy integrating Discover, a 

$35+ billion transaction that reshapes its consumer and payments footprint. Adding Brex on 

top means management is running two major integrations at once. That raises the risk of slower 

decisions, duplicated effort and blurred accountability if governance is not handled tightly. If 

synergies across any of these deals slip, investors will question whether management has taken 

on too much in one cycle. 
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Culture is another real swing factor. Brex is a Silicon Valley startup used to fast product cycles, 

high autonomy and equity‑heavy incentives. Capital One is a large, regulated bank with layers 

of risk and compliance functions. Keeping Pedro Franceschi as CEO of the combined unit helps, 

but the bank still needs to retain Brex’s core engineers, product leaders and data scientists. If 

those people leave over time, Capital One ends up owning a brand and a customer list rather 

than the engine that built them. 

Competition will not stand still. Brex operates in a crowded spend‑management space that 

includes Ramp, Mercury, Expensify and larger issuers like American Express targeting similar 

customers. Now that Brex sits inside a big bank, rivals will try to win over clients who worry 

about losing the startup‑style pace and independence they originally bought into. On top of that, 

macro risk is always present. A downturn or credit tightening would reduce business spend and 

increase card losses, which would put pressure on the combined model. 

Regulatory complexity also steps up. Capital One has to bring Brex’s systems and controls into 

its own compliance framework without breaking service for customers or triggering data issues. 

Any incident around security or operational resilience would be costly. 

Even with those risks, the medium‑term outlook is strong if Capital One executes properly. 

Brex’s platform gives the bank a route into higher‑margin software and subscription revenue, 

and the Discover network gives it better economics on every transaction it processes. If capital 

markets stay open and the economy holds, the combined business should be able to grow 

business payments faster than peers that rely solely on legacy systems. 

Analyst Commentary 

I see this as a statement deal. Capital One is not just dabbling in fintech; it is buying one of the 

flagship business spend platforms at a clear discount to peak valuations and tying it to its own 

network and balance sheet. Strategically that makes sense. The bank gets technology, 

customers and revenue diversification in one move, and Brex gets long‑term funding and 

regulatory cover it would have struggled to match alone. 

The risk is that good strategy still fails on execution. The whole bet relies on Capital One 

keeping Brex’s talent, integrating tech without breaking things, and proving it can actually 

grow the 25,000‑strong client base rather than just own it. If they pull that off, this deal sets a 

new benchmark for how large banks buy and scale fintech. If they do not, the $5.15 billion 

price tag will look like an expensive shortcut that did not deliver.  
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Deal Analysis: Kimberly-Clark Acquisition of Kenvue by Giacomo Volpe 

Overview 

Kimberly-Clark (KMB) has agreed to acquire Kenvue (KVUE) in a $48.6 billion deal 

announced on 3 November 2025. It’s a rare move against the sector’s “pure play” trend and 

aims to build a diversified consumer powerhouse across paper goods and consumer health. By 

pairing Kimberly-Clark’s volume staples like Huggies and Kleenex with Kenvue’s higher-

margin brands such as Tylenol and Listerine, the combined business is designed to gain pricing 

power in a market where volume growth is limited. The deal is now under regulatory review. 

Deal Snapshot 

Kimberly-Clark wants to move away from the slow growth of traditional staples into faster, 

more defensible categories. Kenvue, the world’s largest pure-play consumer health company, 

offers that opportunity. The deal values Kenvue at $21.01 per share, with $3.50 in cash 

and 0.14625 Kimberly-Clark shares. After the close, Kimberly-Clark shareholders will own 

about 54 % of the merged company. Advisers include PJT Partners, J.P. Morgan, 

and Morgan Stanley for Kimberly-Clark, while Centerview Partners and Goldman Sachs 

advise Kenvue. 

Regulatory Scrutiny and Antitrust 

Although the two firms have little overlap, the deal has attracted scrutiny around “conglomerate 

effects” and “portfolio power.” Regulators worry the combination could give Kimberly-Clark 

too much influence over retailers. The FTC is specifically reviewing whether the company 

could bundle products, using its must‑have diaper brands to push retailers toward giving more 

space to Kenvue lines like Neutrogena, leaving less room for smaller competitors. 

The concern is scale. If Kimberly-Clark can distribute both paper and health products more 

efficiently through one network, retailers might find it too costly to switch. Investors are paying 

attention: Kenvue shares trade near $18, well below the $21.01 offer. That gap suggests the 

market sees a serious chance the deal gets blocked. Both parties included a $1.136 billion 

termination fee, highlighting how real the risk is. This review goes beyond a standard antitrust 

check; it’s a test of whether regulators will allow large consumer conglomerates to re‑form 

after years of break‑ups. 
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Strategic Rationale 

The deal is about stabilising margins. Kimberly-Clark’s tissue businesses face pressure from 

private‑label brands, while Kenvue offers higher barriers and stronger returns. The idea is to 

cover the full “life stage” of consumers, backed by shared logistics and marketing. 

Management expects sizable supply‑chain synergies. To fund the transaction, Kimberly‑Clark 

is selling a 51 % stake in its International Family Care division, pulling back from 

slower‑growth markets to focus on higher‑potential ones. 

Deal Structure and Financials 

The deal values Kenvue at about 14.3 × LTM Adjusted EBITDA, cheaper than the typical 15–

18 × range in consumer health. Kimberly‑Clark is using what looks like a valuation gap created 

by ongoing litigation concerns rather than weak fundamentals. The cash portion will come from 

existing funds, new debt, and asset sales. 

Risks and Outlook 

The biggest threat remains regulation. But even if that hurdle clears, Kimberly‑Clark takes on 

Kenvue’s Tylenol litigation exposure, which could blow up costs. Integrating a 

manufacturing‑heavy paper business with a science‑driven health company will also be tough. 

The review process is expected to last through most of 2026. 

Analyst Commentary 

This is a bold, all‑in move. The $3 gap between Kenvue’s market price and the offer says 

investors see serious antitrust risk. The strategic reasoning makes sense, but the deal runs 

straight into a regulatory climate that dislikes scale. If it passes, the combined firm reshapes 

the staples sector. If not, Kimberly‑Clark pays a $1 billion breakup fee and is left without a 

clear growth path. 
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Deal Analysis: Heirs Energies Acquisition of Seplat Energy by Adam 

Qureshi  

Overview 

On 30 December 2025, Etablissements Maurel et Prom SA sold a 20.07 % stake 

in Seplat Energy PLC to Heirs Energies Ltd. The sale completed a day later at 305 pence per 

share for 120.4 million ordinary shares, a 10.9 % premium to market. The purchase 

makes Heirs the largest single shareholder in Seplat. 

Strategic Rationale 

Founded in 2021, Heirs Energies has quickly become one of Nigeria’s major energy players. 

It operates Oil Mining Lease 17 in the Niger Delta, producing over 50,000 barrels of oil and 

120 million cubic feet of gas per day, with reserves of 1.5 billion barrels and 2.5 trillion cubic 

feet respectively. The company supplies much of Nigeria’s domestic gas market, which is 

expanding as the country shifts towards gas-powered generation, enough to produce around 

400 megawatts of electricity. 

Heirs has built its reputation by handling the issues that typically disrupt onshore operations: 

security risks, community relations, and reliability. Chairman Tony Elumelu called the deal 

a long‑term investment in Nigeria’s and Africa’s energy future, saying it shows the continent 

can “own, develop and responsibly manage its strategic resources.” 

As of 31 December 2024, Seplat Energy had 2P reserves of 1.043 billion barrels of oil 

equivalent and production of 135,600 barrels per day as of October 2025. The stake gives Heirs 

Energies a strong addition to its growing portfolio. 

Market Context 

International oil majors such as Shell, ExxonMobil, and Chevron are stepping back from 

onshore Nigerian assets, citing security issues, regulation, and a focus on capital discipline. 

This retreat has opened the door for domestic firms to buy mature fields at realistic prices, 

using local knowledge and a higher tolerance for operational risk. 

The sale reflects a shift towards local ownership as Nigeria’s energy sector restructures. With 

both firms headquartered in Nigeria and financing provided by Afreximbank and the Africa 

Finance Corporation, the transaction shows how African capital markets are maturing. A deal 

of this scale would have relied on foreign banks only a decade ago. 
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Deal Structure and Financials 

The deal includes an upfront $248 million cash payment, with the balance due within 30 days, 

secured by an irrevocable letter of credit. A further $10 million contingent payment could 

follow if Seplat’s share price performs well over the next six months. Key valuation metrics 

are a TV/EBITDA of 5.64, TV/Revenue of 2.21, and TV/Total Assets of 0.39. 

Risks and Challenges 

The main risk lies in execution. Success depends on aligning shareholder interests, securing 

regulatory approvals, and maintaining production in a volatile environment. Persistent 

operational issues in Nigeria remain a real challenge. ESG‑focused investors may also push 

back against the deal given its exposure to fossil fuels. 

Analyst View 

I view this as a constructive move. It strengthens local control of core Nigerian assets and 

shows the progress of Africa’s financial ecosystem. Heirs gains a high‑quality oil asset, though 

its success will depend on smooth integration, regulatory clearance, and steady production. 
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Deal Analysis: Global Payments Acquisition of Worldpay by Shubham Desai 

Overview 

In January 2026, Global Payments closed its $24.3 billion acquisition of Worldpay, bringing 

in the merchant-acquiring and e-commerce payments platform once owned by FIS and GTCR. 

At the same time, Global Payments sold its Issuer Solutions arm to FIS for $13.5 billion, 

completely reshaping the business. 

The move turns Global Payments into a pure merchant‑solutions company, focused on 

higher‑margin, software‑driven acquiring and omnichannel commerce. It fits the broader trend 

in payments, where both strategic buyers and private‑equity investors view large‑scale 

acquiring platforms as reliable, high‑cash‑flow assets in a consolidating industry. 

Deal Snapshot 

Acquirer: Global Payments Inc. 

Target: Worldpay (via FIS and GTCR) 

Deal Value: $24.25 billion 

Structure: Cash + stock acquisition alongside asset divestiture 

Equity Roll: GTCR keeps a 15 % stake at $97 per share 

Financing: $13.5 billion from divestiture + $7.7 billion new debt 

Close Date: 9 January 2026 

Post‑Close Leverage: 3.0–3.5× net debt to EBITDA 

Strategic Rationale 

Selling Issuer Solutions removes a slower, capital-heavy segment and allows Global Payments 

to focus fully on merchant-acquiring, software, and embedded commerce. These are areas with 

stronger growth and better margins. 

Worldpay adds global enterprise scale to Global Payments’ existing SMB and software focus. 

The new platform now serves merchants of every size across 175 countries. 
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Market Context 

The integration opens room to cross‑sell POS, omnichannel, and software‑embedded payment 

tools through Worldpay’s enterprise clients while expanding Worldpay’s e‑commerce services 

to Global Payments’ 6 million merchants. That’s a clear route to revenue growth. 

By combining back‑end systems and removing duplicate costs, the group expects margin gains 

driven by scale and cost efficiency, with synergies appearing through 2027. 

Worldpay’s stable transaction volumes, strong retention, and predictable cash flows 

match Global Payments’ strategy to own dependable, long‑term, reinvestable assets. 

Deal Structure and Financials 

The acquisition values Worldpay at around 8.5× EV/EBITDA, below the historical sector 

average and trading at a discount to high‑growth peers. It’s a disciplined multiple 

reflecting Worldpay’s maturity and the complexity of integration. Upside will mostly come 

from cost synergies rather than re‑rating. 

Risks and Challenges 

Execution is the main risk. Management must bring together two global systems, protect 

enterprise relationships, keep innovation running, and manage higher leverage through strong 

free‑cash‑flow generation. Competition and regulatory scrutiny will add pressure during 

integration. 

Outlook 

The acquisition makes sense strategically and was timed well, taking advantage of a market 

lull but improving capital conditions. Delivering the promised synergies and reducing leverage 

over the next 18–36 months will be key.  

Analyst Commentary 

The market’s initial reaction was negative, GPN shares fell roughly 17 % on announcement but 

the deal itself is coherent. It simplifies strategy and sharpens focus on merchant acquiring, 

where scale, technology, and reliability now drive competitive advantage. If integration is 

handled with discipline, the business will be positioned to grow consistently in a tightening 

global payments market. 
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Deal Analysis: Devyani International Merger with Sapphire Foods by 

Ameya Bhate 

Overview 

Devyani International and Sapphire Foods India have agreed to merge, bringing together two 

of India’s biggest quick-service restaurant operators. Both are long-time Yum! Brands 

franchisees, running KFC and Burger King outlets across India and select international markets. 

The merger combines two businesses with similar brand portfolios, geographies, and operating 

models to create a larger, more efficient platform. It aims to improve profitability, strengthen 

the balance sheet, and help the group manage short-term pressures while positioning it for 

steadier long-term growth in a competitive QSR industry. 

Strategic Rationale 

This merger is about scale, efficiency, and execution. Operating as a single company allows 

faster decision-making and a coordinated strategy across brands and regions. 

Greater scale should improve margins by spreading fixed costs in procurement, logistics, 

technology, and overheads, over a larger revenue base. That matters in a market facing higher 

input costs, wage inflation, and sharper discounting. 

It also brings discipline to capital allocation. Management can focus on higher-return store 

formats, close weaker locations, and channel investment into brands and areas with stronger 

demand. A unified structure strengthens its position against peers like Jubilant FoodWorks, 

especially in supplier negotiations and partnerships across the value chain. 

Market Context 

After a post-pandemic surge, India’s QSR sector is now cooling. Consumer spending in cities 

has softened, affecting dine-in traffic, particularly for higher-value menus. Costs for 

ingredients, labour, and rent remain high, and competition has intensified as brands rely on 

discounts and delivery deals to maintain volumes. 

In this environment, scale matters. Larger players with stronger balance sheets can protect 

margins and maintain investment. Consolidation has become a logical strategy to stay 

profitable while navigating this tougher phase. 
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Deal Structure and Financials 

The merger is structured as a share swap, with Sapphire Foods merging into Devyani 

International. No cash is changing hands. 

Sapphire shareholders will receive 177 Devyani shares for every 100 they hold. The swap ratio 

was close to market parity at the time of announcement, implying a negotiated deal rather than 

a forced one. 

The merger’s appointed date is 1 April 2026, pending the usual approvals. Separately, Arctic 

International, a Devyani group company, will buy around 18.5 % of Sapphire’s shares from 

existing promoters, with the option to transfer this stake to an agreed financial investor. 

The combined company will run over 3,000 restaurants, becoming Yum! Brands’ largest 

franchisee in India. Management expects annual synergies of ₹210–225 crore (about US$23–

25 million), mainly from sourcing, supply‑chain, and head‑office savings, with full benefits 

expected from the second-year post‑integration. Following the news, Devyani’s shares 

rose 8.2 % intraday, while Sapphire’s fell 6 %. 

Risks and Challenges 

Integration will be complex, requiring alignment of culture, systems, and management 

structures. Execution risk is highest for Pizza Hut, which has underperformed compared 

to KFC due to its dine‑in focus and weaker store economics. The success of the merger partly 

hinges on turning this around. 

Delays in regulatory approval, persistent pressure on discretionary spending, and dependence 

on Yum! Brands for all major franchises add further risk. These could slow synergy gains and 

delay margin recovery. 

Market Outlook 

Long‑term fundamentals for India’s QSR market remain healthy. Urbanisation, more frequent 

dining out, and the growth of delivery platforms keep demand strong. However, short‑term 

performance depends on how well operators control costs, adjust formats for value‑seeking 

consumers, and balance growth with profitability. Larger, integrated groups will likely handle 

these headwinds better. 
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Analyst View 

This is a defensive move, not an aggressive expansion. It strengthens the combined business, 

improves margins, and builds resilience. While integration costs could weigh on near‑term 

results, the merger should improve long‑term earnings quality. Delivering the projected 

synergies and fixing Pizza Hut’s performance will decide how much value is actually created. 

In the bigger picture, the merger positions Devyani International as a category‑defining 

company within India’s QSR sector; one with the scale, structure, and focus to keep pace with 

a changing consumer and cost environment. 
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Deal Analysis: Netflix’s Acquisition of Warner Bros Discovery by Safeer 

Hussain 

Overview 

Acquirer: Netflix, Inc. (NFLX) 

Target: Warner Bros. Discovery Inc. (WBD) 

Deal value: $82.7 billion (including debt) 

Deal type: Initially agreed as a cash‑and‑stock deal in December 2025, later revised to an 

all‑cash offer. 

Announced: 5 December 2025 

Advisers: Moelis & Co and Wells Fargo for Netflix; J.P. Morgan, Allen & Co, and Evercore 

for WBD. 

This deal marks a step‑change for Netflix. It moves from being a pure streaming disruptor to a 

global entertainment group with control of Warner Bros., HBO’s flagship franchises, and the 

DC universe. Owning this IP meaningfully widens Netflix’s content range and lets it slice 

audiences more precisely, distribute content globally, and monetise franchises across film, TV, 

gaming, and consumer products. 

Strategic Rationale 

Netflix is buying WBD to own the premium content it has historically licensed. This 

immediately strengthens its moat in a streaming market where basic access to films and series 

has become commoditised. Catalogue depth and theatrical‑grade franchises are hard to 

replicate from scratch, so WBD’s brands improve Netflix’s pricing power and reduce reliance 

on third‑party content. 

On the cost side, management expects annual synergies of about $2–3 billion from 

consolidating back‑office functions, simplifying technology, and integrating platforms. Netflix 

already runs a cloud‑first model, while WBD still uses a hybrid infrastructure. Shifting WBD 

fully to the cloud could save an estimated $300–500 million per year and cut long‑term capex, 

which should lift margins. 

In strategic terms, the deal fills three gaps for Netflix: it buys into an established creative 

ecosystem, adds substantial library and franchise depth, and opens up more diversified, 
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IP‑driven revenue streams. If it works, Netflix becomes a long‑term entertainment owner, not 

just a subscription app. 

Market Context 

The transaction lands in a volatile macro backdrop, with lingering trade tensions, 

higher‑for‑longer interest rates, and geopolitical risk weighing on sentiment. Median global 

M&A multiples have compressed to roughly 10.8× EBITDA, reflecting both uncertainty and 

more expensive financing. 

There are some offsets. Rates are now edging lower, the valuation gap between buyers and 

sellers is narrowing, and private equity funds need to deploy large pools of capital, which 

should support deal activity. Historically, falling rates have coincided with higher M&A 

volumes. Netflix has secured about $59 billion of committed debt financing from a bank group 

that includes Wells Fargo, HSBC, and BNP Paribas. 

Media and telecom deal volumes picked up meaningfully in the second half of 2025, with 

several large, IP‑driven transactions, and that momentum is expected to continue into 2026 as 

platforms chase scale and franchise content to stay competitive while linear TV declines and 

content inflation persists. 

Regulation sits in the background of all of this. Under the 2023/24 US merger guidelines, a 

combined share above roughly 30 % in a relevant market, alongside a meaningful increase in 

concentration, is treated as presumptively anticompetitive. The Netflix–WBD tie‑up crosses 

that structural threshold in a narrowly defined SVOD market, which explains the early political 

attention. 

Comparable large media deals include: 

Paramount – Skydance (c. $8 billion, 2025) 

Disney – 21st Century Fox ($71.3 billion, 2019) 

AT&T – Time Warner (around $100 billion, 2018) 

Warner Bros. – Discovery ($42 billion, 2022) 

What makes this deal stand out is the $82.7 billion enterprise value in a market that now 

prioritises profitability and cash generation over sheer subscriber growth. It also represents a 

clear shift away from Netflix’s “builders, not buyers” mindset towards acquisition‑led scale, 



 

17 

 

mirroring a wider pivot in media as large groups try to become diversified content platforms 

rather than single‑brand studios. 

Deal Structure and Financials 

The original agreement, announced in December 2025, combined cash and stock. WBD 

shareholders were set to receive $23.25 in cash plus $4.50 in Netflix stock per share, subject to 

a collar, giving a total equity value around $72 billion and an enterprise value of $82.7 billion. 

Financing included roughly $59 billion of bridge debt from a syndicate of major banks. 

In January 2026, after Paramount–Skydance tabled a competing all‑cash offer for WBD, 

Netflix revised its proposal to a 100 % cash deal to strengthen its appeal to the WBD board. 

The new structure still values WBD at $27.75 per share in cash, with WBD shareholders also 

receiving shares in Discovery Global after that business is spun off. Funding will come from 

cash on hand, credit facilities, and committed bank financing. 

Netflix expects to realise $2–3 billion in annual cost savings by the third year and to make the 

deal accretive to GAAP EPS by year two. Revenue upside should come from better retention, 

cross‑selling HBO Max users into Netflix’s broader offering, and using Warner Bros. IP to 

support further international growth. 

On valuation, Netflix is paying about 8.4–8.5× EV/EBITDA for WBD at the group level, which 

sits below many large entertainment peers, but management is effectively paying closer to 25× 

estimated 2026 EBITDA for the streaming and studios assets specifically. After expected 

synergies, that multiple falls toward roughly 14× 2026 EBITDA. That is still not cheap, but 

Netflix is clearly paying for strategic control of scarce franchises. 

Risks and Challenges 

Integration is the biggest practical risk. Netflix is built around data‑driven experimentation and 

high tolerance for failure, while Warner Bros. carries decades of studio tradition and a more 

hierarchical culture. Aligning those approaches without damaging creative output will be 

difficult. 

Technically, the task is also heavy. Netflix needs to integrate WBD’s studio‑grade production 

workflows and direct‑to‑consumer infrastructure into its own tech stack. Migrating HBO Max 

and Warner’s complex content systems to Netflix’s platform is a non‑trivial engineering and 

product challenge. 



 

18 

 

Regulatory risk is real. The combined group passes the 30 % market‑share line in a narrowly 

defined streaming market, triggering a structural presumption of harm under current DOJ/FTC 

guidelines. Whether regulators frame the case around SVOD alone or a broader “digital 

entertainment” market will be a key legal battleground. Political scrutiny, including direct 

commentary from the White House, raises the odds of delays or conditions. 

On the balance sheet, pro forma debt is substantial. Including bridge financing and assumed 

WBD debt, estimates put total debt around $80–85 billion and net leverage in the 3.5–4.5× 

EBITDA range, depending on the timing and size of synergies. The all‑cash structure hinges 

on roughly $40–60 billion of bridge loans that must later be refinanced into longer‑term 

instruments, exposing Netflix to refinancing risk if credit conditions deteriorate. 

The economics depend heavily on execution. Netflix needs to deliver close to the full $2–

3 billion of annual savings by year three. A meaningful shortfall would erode the deal’s return 

profile. On top of that, the 12–18‑month closing window extends uncertainty for investors and 

staff at a time when funding is still relatively expensive and a rival bid remains in the 

background. 

Outlook 

If the transaction closes, the “Big 3” streamers: Netflix, Disney, and Amazon, will pull further 

ahead of smaller platforms like Paramount+ and Apple TV+. Paramount is already exploring 

other strategic options, including additional acquisitions or joint ventures, while Disney is still 

in the middle of its shift from linear to digital. Amazon is likely to accelerate content and IP 

purchases, and Apple faces a clear choice between scaling up or staying niche. 

The combined Netflix–WBD business would edge past Disney on US share and hold a wider 

global lead, with around 430 million total subscriptions versus roughly 221 million at Disney 

and 200 million at Amazon. Integrating Max into Netflix’s distribution is set to be one of the 

most significant product moves of 2026, pairing Netflix’s tech with HBO’s prestige content in 

a single offering. 

If regulators approve it, the deal will shift Netflix from pure‑play streaming into a vertically 

integrated media group that controls both high‑end content creation and global distribution. 

The value case rests on clean integration, successful regulatory navigation, delivery of the 

synergy plan, and disciplined deleveraging. A deal of this size will probably trigger a final 

round of consolidation as other media companies race to secure scale or decide to exit. 
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Analyst Commentary 

Strategically, I think this deal is transformative for Netflix and could lock in its industry 

leadership for a long time, but it comes with a clear premium and a tight execution corridor. 

The balance of risk sits in integration, regulatory pushback, and leverage management rather 

than in the basic strategic logic. The antitrust process will likely be drawn out and contentious, 

which raises the probability of delays, remedies, or in the worst case a block. 
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Deal Analysis: Mitsubishi Acquisition of Aethon by Adam Qureshi 

Overview 

On 16 January 2026, Mitsubishi Corporation agreed to acquire Aethon for $7.5 billion, made 

up of a $5.2 billion equity investment and $2.3 billion of assumed debt. The only publicly 

confirmed adviser so far is Aethon’s legal counsel, Latham & Watkins. 

Strategic Rationale 

Aethon produces about 2.1 billion cubic feet of gas per day in the Haynesville basin across 

Texas and Louisiana, roughly 2% of US gas output, and is the largest privately owned shale 

producer in the country. Mitsubishi wants to use this scale to strengthen energy security in 

Europe and Asia and to meet rising power demand from AI data centres. 

The deal supports Mitsubishi’s push to build on its position as a global gas trading house, where 

it already accounts for around 4–5% of global LNG trade, adding to its existing gas production 

exposure in Canada, Malaysia, Indonesia, Brunei, Australia and Russia. 

Aethon’s gas will be exported through the Cameron LNG terminal, Mitsubishi’s first LNG 

export investment on the US mainland. Mitsubishi also expects to create synergies with its 

Houston‑based trading unit CIMA Energy, which manages around 5 bcf per day, roughly 

double Aethon’s expected output next year. 

Market Context 

Japanese companies have been steadily expanding in the US South, attracted by scale, lower 

costs and strong export infrastructure. JERA, the world’s largest gas trader, has agreed to 

procure 5.5 million tonnes of LNG per year from the southern US and has bought $1.5 billion 

of gas fields in Haynesville. Japan Petroleum Exploration also agreed in December to acquire 

Verdad Resources for $1.3 billion to gain additional US oil and gas assets. 

Policy is pointing in the same direction. The Japanese government has signalled that gas will 

play a larger role in the country’s energy mix beyond 2050. At the same time, President Donald 

Trump has been promoting investment in fossil fuel extraction in the US, making the regulatory 

setting for gas more supportive. Japan has pledged $550 billion of investment into the US in 

exchange for a cut in tariffs on Japanese exports down to 15%, although this specific deal does 

not count towards that pledge because no Japanese state lenders are involved. 
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Risks and Challenges 

Trump has been pushing Japanese energy companies to back the Alaska LNG export project, 

which they have so far resisted because of its risk profile. If Japanese firms continue to hold 

back and the project struggles to secure funding, Trump could respond by changing regulations 

to pressure them into participating. 

Beyond politics, the deal is exposed to commodity price swings, potential constraints on LNG 

export capacity, and pipeline bottlenecks in Haynesville. Despite a broadly supportive US 

stance on gas, Mitsubishi will still face environmental and ESG scrutiny around methane 

emissions, water use, and pressure from ESG‑focused Japanese investors. 

Analyst Commentary 

I see the deal as broadly positive. It strengthens Mitsubishi’s position as one of the world’s 

largest gas trading houses and supports cheaper, more stable energy flows into Europe and Asia, 

helped by trading and infrastructure synergies that should support capacity growth for 

AI‑driven demand. The outcome, though, rests on a relatively stable regulatory backdrop, solid 

diplomatic relations, secure long‑term export routes, and Mitsubishi’s ability to manage 

environmental and ESG concerns convincingly. 
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Industry Trends by Raphael Rondelot 

January's deal pipeline shows where dealmakers actually think the money is. Starting with 

what landed: USA Compression acquired J-W Power Company for $860 million on January 

12th, picking up 800,000 horsepower of compression assets across the Permian, Rockies, and 

Gulf Coast. It's a straightforward consolidation play in energy infrastructure. Not headline-

grabbing, but it signals that bolt-on acquisitions are happening again.   

The bigger story is what's been announced but not yet closed. Capital One is buying Brex for 

$5.15 billion. Hg Capital is taking OneStream private for $6.4 billion. Deutsche Börse 

is acquiring Allfunds for €5.3 billion. These transactions sitting in the January pipeline tell you 

something about where strategic capital is flowing. Every single one has either AI 

infrastructure, financial data platforms, or the plumbing that powers enterprise software. 

Nobody in January was rushing to acquire a traditional services business or a mature 

manufacturing operation.   

The pattern matters because it's consistent with what we saw at the end of last year. One-third 

of the 100 largest deals announced in 2025 mentioned AI as the core strategic rationale. 

This isn't a side thesis anymore. It's the primary thesis. When a major corporate development 

team is building a business case for an acquisition, they're starting with "how does this get us 

closer to our AI strategy" rather than "what synergies can we unlock." Companies 

have basically decided that building AI capabilities in-house is too slow. Buying is faster.   

You can also see consolidation pressure building in banking. January's deals were modest in 

volume, but the underlying regulatory shift is significant. The FDIC and Comptroller of the 

Currency have signalled they're open to regional bank mergers instead of blocking 

them. That's a reversal. Last year U.S. bank M&A hit 181 transactions, up 45 per cent from 

2024. What's being predicted for 2026 is roughly double that volume. That forecast assumes 

this regulatory openness holds and regional banks finally start feeling bold enough to make 

moves. The logic driving those deals is simple: digital transformation costs are astronomical, 

and a $2 billion regional bank can't absorb those costs on its own. Consolidation is the survival 

strategy.  

Pharmaceutical companies are also moving with real urgency in January. They're looking at 

patent cliffs that will wipe $200 to 250 billion in annual sales by 2032. That's not a problem to 

solve later. It's a problem to solve right now by acquiring companies with late-stage assets 

or weight-loss drugs sitting in their pipelines. Pharma deal volume is expected to grow 15 per 
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cent in 2026 compared to 2025, and much of that activity will happen in the first half of the 

year. The companies with patent cliffs to worry about know exactly when their expiration dates 

are. There's no mystery or waiting involved.  

So, January shows you three distinct deal motivations happening simultaneously. Some 

acquirers are hunting AI. Some regional banks are finally getting permission to consolidate. 

Some pharma companies are racing against the calendar. That's a market with real momentum, 

not a market waiting for conditions to improve.  
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Learning Corner by Raphael Rondelot 

You don't need a paid course or a subscription to learn M&A properly. One book, two podcasts, 

and two websites will get you from zero to genuinely competent.  

Start with Investment Banking: Valuation, Leveraged Buyouts, and Mergers and 

Acquisitions by Rosenbaum and Pearl. The book is the standard reference on trading floors 

because it actually explains how deals work instead of circling around the topic. You get DCF 

modelling, LBO structures, M&A mechanics, and Excel templates for building actual models. 

What matters is that you won't find clearer explanations of synergy calculations or 

accretion/dilution analysis anywhere else. You could theoretically learn these things from 

YouTube videos and blog posts, but you'd waste hours searching for the good ones. Just read 

the book, and you'll reference it for years.   

For staying current, listen to M&A Science. Kison Patel interviews actual corporate 

development people and investment bankers, not consultants speaking generically. Each 

episode is around 35 to 45 minutes. You'll hear practitioners talking about deal sourcing, what 

due diligence actually looks like when it goes wrong, and how integration teams actually 

fail. It's free on Spotify and Apple Podcasts. The catch is that it's pitched at intermediate level, 

so you need the Rosenbaum and Pearl book first or you'll miss half of what they're saying.   

Get Dealcast for real-time deal news. Episodes are eight to ten minutes long, which means you 

can listen whilst walking to the gym or between lectures. They cover deal announcements from 

multiple sectors and geographies. You won't hear deep analysis, but that's not the point. The 

point is knowing what deals exist and what sectors are moving. You can read the details later.   

For reading, Mergers and Inquisitions publishes free articles about deal analysis, investment 

banking careers, and how actual transactions get structured. The writing is conversational, 

which means it feels less like a textbook and more like talking to someone who actually 

worked through the deals. They break down recent transactions step by step, which is useful 

because you get to see how someone thinks through a real deal rather than a theoretical case 

study.   

Dealroom.net publishes weekly M&A news, lists of notable deals, and industry trend 

summaries, all without a paywall. You can spend 15 minutes there on Friday afternoon and 

know what happened in the market that week.   
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