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Our sources: Combination of our own deal track record and our 
annual survey of senior executives (173 Multinationals)

Research Sources

Source: InterChina Surveys
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Ambition by MNC still significant: 70% of respondents have inorganic 
ambitions. A significant and growing group plan multiple deals

Organic v Inorganic Growth
Q: “How important will inorganic growth be for your company 

in the coming years?”

Survey
Results

16% 13%
6% 5% 4%

8% 16% 28%

20%
26%

29% 20%

34%

18%

21%

30% 35%

19%

38%

37%

17% 16% 13%
19%

12%

2022
June

2023
May

2024
March

2025
April

2026
April

A fundamental
growth driver

Both organic
and inorganic

will be important

M&A will only
supplement

organic growth

Rather unlikely

Not relevant for us

70%

26%
18%

34%
27%

23%

36%
46%

44%

47%

38%

30% 27%

16% 23%

22%

9% 9% 6%

16%

2022
June

2023
May

2024
March

3%

2025
April

2026
April

Over 3

2~3

1

None

38%

Deal Ambition
Q: “How many M&A deals (acquisitions, JVs, divestments 

etc.) do you foresee closing in the next 2~3 years?”

Source: InterChina Surveys
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Flexibility on Investment Model- Over half of MNCs are now considering 

Partial Transaction or Ecosystem Investments (ie. Corporate Venture Capital 
investments)

Survey
Results

Source: InterChina Surveys
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1. China M&A Landscape

2. M&A Strategic Rationale

3. M&A Playbook

4. Conclusions
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615

293 245 220 246

2021 2022 2023 2024 2025

53.64 54.72

44.03

34.16

42.38

Deal Count Incl. (Incl. HK Targets)

Inbound Aggregate Disclosed Deal Value
($bn, Incl. HK Targets)

China Inbound M&A Deal Count and Value

546
430 364 315 290

2021 2022 2023 2024 2025

63.76

43.06

54.19

33.80

39.13

Deal Count Incl. (ex. HK Targets but incl. HK Acquirers)

Outbound Aggregate Disclosed Deal Value
($bn, ex. HK Targets but incl. HK Acquirers)

China Outbound M&A Deal Count and Value

Inbound Stake Mix (% of yearly deal count)

2021 2022 2023 2024 2025

100% Acquisition

Majority Acquisition

Minority Acquisition

Other / Unclassified

100%

28.5%

15.8%

23.4%

32.4%

30.4%

12.3%

18.1%

39.2%

33.1%

11.0%

25.3%

30.6%

30.0%

12.7%

22.7%

34.5%

30.1%

15.4%

25.6%

28.9%

9.5%

2022 2023 2024 2025

100% Acquisition

Majority Acquisition

Minority Acquisition

Other / Unclassified

100%

31.7%

26.7%

2021

38.1%

10.5%

20.0%

31.4%

36.8%

14.0%

20.1%

29.1%

39.0%

15.6%

20.0%

25.4%

48.3%

14.5%

17.2%

20.0%
32.1%

Outbound Stake Mix (% of yearly deal count)

As of Apr. 2026, 
Closed 

Transactions

2025 Key
Cross-Border
M&A Figures

M&A Market is growing fast. inbound and outbound deal values 
rebounded in 2025 after three years of contraction

Source: MergerMarket, InterChina Analysis 
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China is today split into two distinct operating realities, each with 
its own characteristics and M&A logic

Traditional China
• Volume and market share
• Slow growth, diminishing returns
• Consolidating supplier landscape
• Price competition, margin compression

• Traditional automotive (i.e. ICE)
• Building materials, chemicals, steel, commodities
• Mass-production / manufacturing, components
• Consumer goods, medical supplies

→ Scale, Vertical Integration: M&A; Divestments

High-velocity New China
• Fast growth (20%+), innovation-driven
• Emerging suppliers and new entrants

• New applications, new business models
• AI, robotics, semicon, IOT, datacenters
• Life sciences, biotech
• Adv. materials, energy storage

→ Joint Venture, Minority, CVC

2020 2025 2030

20% of
economic value

80% of
economic value

“80/20” China

Two directives 

33%

67%

Consumer 
Goods

36%

64%

Business 
Services

49%

51%

Indus. 
Parts

53%

47%

Health 
Care

70%

30%

Large 
Equ.

71%

29%

Materials

75%

25%

Auto
motive

% of MNCs (p. sector) that increase innovation activities in 2026

Innovate, ecosystems

Scale, consolidation

Source: LHS: InterChina analysis. RHS: InterChina China 2026 Business Forecast Survey, Oct 2025 (331 respondents).

Survey
Results
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40% 39%

58% 60%
67%

52%
66%

30% 32%

17% 17%
13%

29%
14%

30%

Consumer 
Goods

19%

10%

Business 
Services

-15%

10%

Indus. 
Parts

13%

10%

Large
Equ.

13%

8%

Materials

14%

5%

Health 
Care

7%

14%

Auto
motive

56%

20% 26% 25% 29%
20%

22%

13%
8%

10%

8%

22%

50%

13%
3%

6%

49%

15%

4%

4%
7%

46%

14%
4%

38%

17%

40%

10%

20%

4%
11%

46%

32%

7%

>10%

1 - 10%

No growth

Negative growth

Increase by 10% or more

Increase by around 5%

Prices will not change.

Prices will drop to minus 5%

Prices will drop to minus 10%

Prices will drop to -10%  or more

“What year-on-
year sales growth 
do you expect and 
target in 2026?”

“What is your prediction 
on price changes in 
your sector next year?”

Sales
Growth
2026

Price
Pressure
2026

(in % of MNCs per sector)Growth and Prices Market segments: The end of premium

Q. “How do you characterize the “high-end” segment in your 
sector in China?”

Survey 
Results

Survey 
Results

10%

21%
27% 26%

50%
56%

61%

20%
4%

20% 19%

14%

22% 14%

17%

7%
19%

4%

7%

50%

46%
30%

23% 18%

11%
11%

20%
13%

17%
13% 14% 11%

7%

Health
Care Materials

Business
services

Ind.
parts

Large
equ. Consumer Auto

Persists: Traditional premium segment remains large and attractive

Redefined: A new, smaller premium segment based on innovation

Shifted: The fortified mid-tier is now the new "high-end"

Polarized: Split into a small premium and large value segment

Eroded: All segments are under severe price and value pressure

1. Traditional China: under structural pressure from price 
pressure, slower growth and premium erosion

Source: InterChina Survey Sep-Oct 2025.

Survey
Results
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Consolidation & Transformative Deals. Scale; Vertical Integration; 

“Good Enough Quality” brands; Product Expansion
Survey
Results

Source: InterChina Surveys
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In traditional China, Privately owned enterprises are still motivated to 
sell. Succession problems, cost pressures and excess capacity

POE Motivation To Sell

“We have no possibility 
for succession within 
the family”

“The business is healthy 
but plateauing … Maybe 
a good time to exit”

“The business requires 
substantial investment … 
But I do not want to risk 
my own money … So 
would welcome a strong 
investor”

“We have liquidity needs … 
Would consider divesting a 
BU to improve our capital 
structure” “The market is very 

dynamic … If we don’t 
partner with a strong 
party, we will likely lose 
our competitive edge”

“We would welcome a strategic 
buyer to bring the business to the 
next level, helping us address cost 
and compliance issues”

“We have great 
technology, but have 
capital and other 
constraints inhibiting us 
commercializing it”

Source: InterChina Projects & Mandates
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2. New China: Connecting with fast growth clusters and ecosystems. 
Growth is policy-anchored, sensitive areas. Deals require flexible approach 

RMB 1 tn RMB 2 tn RMB 3 tn RMB 4 tn RMB 8 tn

1x
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Bio-Manufacturing

Quantum Technology

Embodied Intelligence

6th Gen Communication

New Energy Storage

Intelligent Robots

Brain-Computer Interface

Aerospace

Hydrogen &
Nuclear Fusion

Biophama

Integrated CircuitsLow-Altitude Economy

E.g. large aircrafts, reusable 
commercial rockets, and 
deployment of low-earth 

orbit satellite network.

E.g. green hydrogen production, 
storage and transport, plus fusion-

related equipment and materials.

E.g. independent R&D, gene and cell 
therapy, antibody drug conjugates, 
accelerating discovery through AI.

E.g. Battery energy density/safety 
of eVTOL, improved takeoff/landing 
and path planning for UAV logistics, 
network establishment.

E.g. advanced-process chips, 
EUV lithography, and EDA 
tools to deepen domestic 
semiconductor capability.

E.g. independent R&D, gene and cell 
therapy, antibody drug conjugates, 
accelerating discovery through AI.

E.g. grid storage, solid state batteries, 
hydrogen/other energy storage, 
building an integrated storage system.

E.g. industrial and service robots with 
greater localization of core components, 
wider deployment in factories and homes

E.g. medical rehabilitation, consumer 
electronics, and core hardware are pushing 
BCI from research toward application.

E.g. quantum computing, quantum 
communication, and quantum measurement

E.g. humanoid robots, L4 intelligent mobility platforms, 
core components, and AI large models/operating systems.

E.g. integrated air-ground-space networks, terahertz 
communication, and endogenous AI architecture.

“Rocket
Growth”

“Emerging
Sectors”

“Mega 
Industries”

Output Size vs Growth of Key Sectors

Source: InterChina Analysis

Private Equity, State and family funds are 
pouring there. Nobody wants to sale. 
Inorganic growth is via JV, Minority 

deals and CVC
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3. Overall M&A Supply- Demand situation. The M&A window is still 

open but renewed buyer demand is building up. 

Balance Of Buy/Sell Interests 
Boost For Domestic & Cross-Border Deals

POE motivation to sell.

Lost IPO route in traditional sectors.

Private Equity Fund exits.

MNC strategic divestments.

Domestic buyers, with cheaper 
financing

MNC are a 
key player 
today on the 
consolidation 
and M&A play

Private 
equity is 
back. 
In 2022-2025 
this buyer 
pool was very 
quiet. Now we 
see local and 
some Foreign 
PE active 
again

Buyer
Demand

Target
Supply

Source: InterChina Analysis
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Exit Method Exit Case Count Share

IPO1 1,957 37.6%

Equity Transfer 1,395 26.8%

Buyback 1,318 25.3%

M&A / Sale 468 9.0%

SPAC 52 1.0%

Liquidation 21 0.4%

Total: 5,211 exits (+41.0% YoY)

❑ IPO exits count: +46.8% YoY

– A-share: 900 (+93.1%)

– Overseas: 1,057 (+21.9%)

❑ M&A exits count: +77.3% YoY

❑ IPO book value: RMB 359B (+87.7%)

❑ 951 institutions harvested IPOs (+34.5%)

291

508

813

1119

1188

Chemical

Machinery

IT

Biotech/HC

Semi/Elec.

Exit by Sector (cases)

Transactions Count Amount Key Metric

2025 IPOs2 247 (+26.7%) RMB 327B (+126%)
VC/PE backed (count): 

66.4%

2025 M&A 2,800 (+19.9%) RMB 964B (+60.7%) VC/PE exit value: RMB 84B

1. VC/PE exit events via IPO. 2. the number of Chinese companies that completed an IPO (domestic and overseas) in 2025. 

Sub-Market Total Exits IPO Exits

PE 2,603 (+52.6%) 1,071 (+44.3%)

VC 2,279 (+32.4%) 827 (+52.9%)

Early-Stage 329 (+22.3%) 59 (+18.0%)

Exit Pressure - Stock Overhang

31,400 funds in exit/extension:
RMB 12.51T

PE/VC are recovering. The backlog keeps exit pressure high, supporting 

continued deal supply. RMB Funds are back in the buyer's market. USD funds 
start to look at China, but not yet at scale.  

Source: Zero2IPO Research, 2025 China Equity Investment Market Research Report.
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Number Of IPOs In China 
(Per Quarter)

IPO is also heating up: Domestic IPO, especially for traditional sectors, is 

still hard to access, pushing sellers toward strategic buyers… However, Hong 
Kong IPO is very hot (waiting list already for 2026-2027)

Diverging IPO Routes 
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146

110

64

98

86

58

34

83

36
47

40
35

43

75

53

30

Shanghai Main Board

Shenzhen Main Board

ChiNext

STAR

Hong Kong

Downward trend as the 
authorities have 
become more selective 
about which companies 
can list.

Advanced IPO Preparation - Mainland
(n=22, As of Dec 31, 2025)

1,056

22

Total
2021-2025

1,034

Failed
(Withdrawn/

Rejected)

In Process

Even with government 
incentives to boost 
stock market 
valuations, the China 
IPO waiting list will not 
be opened until the 
regulatory authorities 
have finished their 
current “cleaning” of 
the stock market 
(estimated 2026).

Our understanding is that 
certain sectors are being 
prioritized for listing: high-
tech, AI, decarbonization, 
biotech … 

… Chinese POEs active in 
traditional sectors may 
find the IPO route 
increasingly closed to 
them: lower tech, volume 
based, machinery.

Source: WIND, HKEX, InterChina Analysis

Mainland IPO Applications
(As of Dec 31, 2025)

HK IPO Pipeline
(As of Dec 31, 2025)

345
Active/approved-

pending applications

• 321 under 
processing

• 24 approved 
pending listing

2025 YTD: 168 listed,
99 lapsed/rejected/ 

withdrawn

5

5

4

2

2

1

1

1

1

Industrial

Tech / IT

Healthcare

Utility

Materials

Energy

Financials

Consumer Staples

Consumer
Discretionary
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The RationaleIntentions
Q: “Are you considering listing a local entity
on the Chinese/Hong Kong stock markets

in the coming 2-3 years?”

References
International companies listed or
spun off on local stock markets

IPO momentum is becoming relevant for MNCs: A growing minority 
are considering local listings in Hong Kong or Mainland China

Source: InterChina Survey, InterChina Analysis.

Local Listings
Q: “Are you considering listing a local entity on the Mainland/Hong Kong stock markets in the coming 2-3 years?”

Survey
Results

9%
14%

86%

2026
April

Yes

No

2025
April

91%

Typically, 
China 
contributes a 
high share of 
global 
business, with 
strong growth 
prospects.

• Reduced Global Risk Exposure: 
Decreases related risks on the global and 
local balance sheet.

• Government/ Stakeholder/ Brand 
Recognition: Elevates company 
standing with key stakeholders in a 
'China for China' setting. Boosts local 
image. 

• Access to Liquid Capital Markets: 
Enables tapping into local capital 
markets for future expansion. Provides 
superior liquidity through China's more 
active A-share market.

• Improved Market Valuation: Helps 
adjust undervalued market positions to a 
fair level in the local context.

• Talent Acquisition and Retention: 
Eases talent recruitment and retention, 
incentivizes management.

MNC SE

ACM
Research

ACM Research listed its local 
entity.

STAR2021

2016 Yum!
Brands

Spun off Yum China via listing, 
with 7.6% owned by Primavera 
and Ant Financial.

HKSE

AB
InBev

AB InBev listed the local entity 
Budweiser Brewing Company 
APAC.

HKSE2019

Ovodan 
Foods

Ovodan listed local entity on 
Beijing stock exchange.

Beijing 
Stock
Exchange

2023

Foxconn Foxconn spins off Foxconn 
Industrial Internet for A-Share 
listing.

Shanghai
SE

2018

Wilmar Wilmar International spins off 
Yihai Kerry Arowana A-Share 
listing.

Shenzhen
SE

2020

Grinm Grinm spun-off from overseas 
controlling shareholder and IPO 
on the STAR Market.

STAR2021

IFBH Thai IFBH listed in Hong Kong, 
capitalizing on its leading China 
coconut-water position.

HKSE2025
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4. M&A Valuations are bifurcating. In Traditional China, stabilizing in 

the 8-12x EBITDA range; In New China pricing logic on the north of x12. 

Deal Valuations

Survey
Results

27%

22%

35%

11%

5%

2026
April

> 15x

12~15x

8~12x

< 8x

I don’t know

Q: “What is your observation regarding recent changes 
in company valuations?”

Q: “Which EBITDA multiples do you expect to see in 
your sector in 2026?”

64%

33%

23%

39%

12%

27%

2025
April

2026
April

Rising

Stable

Falling

100% 100%

Note: Excluding “Not Sure” Responses.

Typically, 
New China

Typically, 
Old China

Note: New China typically young high growth co’s with low EBITDA.

Source: InterChina Surveys
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1. China M&A Landscape

2. M&A Strategic 
Rationale

3. M&A Playbook

4. Conclusions
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Build Scale & Share
(Relevance, Sustainability, Profitability)

Access New China Growth
(Sectors, Business Models, Technologies)

Strengthen Portfolio Relevance
(Multi-Tier, Downmarket, Local Fit)

Build China-for-Global Capabilities
(Cost, Speed, Innovation, Competitiveness)

1. Acquisitions: In the coming 2-3 years, China acquisitions will 
serve four primary strategic purposes

Acquisition Motives

1 2

3 4

Control acquisitions, consolidation plays Minority stakes, CVC, ecosystem deals

Capability acquisitions, R&D and supply chain
“Medium High End Market” 

B-brand acquisitions

Source: InterChina Analysis
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Survey
Results

45% of buyers are driven by the “China-for-global platforms” rationale. 
Acquisition or JV into Adjacent areas and New business Units. 

Acquisition Themes
Q: Which emerging acquisition theme is most relevant to your company in China today?

(% of respondents, excl. N/A) 

Build a China platform for 
global competitiveness

Expand into the mid-
market/b-brand segment

Strengthen supply 
chain resilience

Enter policy-supported 
growth sectors/applications

Other

45%

19%

11%
9%

15%

Source: InterChina Survey Mar-Apr 2026
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2. Divestments: Carve out and restructuring still active policy. 
However, sentiment more positive. Many are partially selling business units 
into Joint Ventures with Chinese Strategic buyer. 

Divestment Plans

Survey
Results

62%

49%
43%

31%

65%

38%

51%
57%

69%

35%

2022
June

2023
May

2024
March

2025
April

2026
April

Considering divesting
one or more assets

/businesses in China

Not considering
divesting any

businesses in China

Q: If you are considering a China divestment, what is the main 
reason and who do you expect the buyer to be?

6%

11%

11%

22%

50%

2026
April

Portfolio refocus (spin off 
underperforming/non-core BUs)

De-risk global balance 
sheet exposure to China

Exit China

Strengthen the business 
(strategic majority investor)

Supply chain decoupling 
(reduce China dependence)

Q: Are you considering a divestment in China?

50%
Expect a Chinese 
Strategic buyer

Note: 27% no buyer preference, 
14% international strategic, 5% 
local PE/fund, 5% Other

Source: InterChina Survey Mar-Apr 2026
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1. Market position.

2. Competitive standing.

3. Long-term risks (export 
exposure, regulatory risks).

4. Synergies with global 
operations.

5. Funding and return on 
invested capital (ROIC) 
needs.

Portfolio reviews are now routine, divestments are how MNCs 
rebalance toward stronger China positions

Portfolio Restructuring (& Divestment)

Low Growth:
Slowing economic activity requires 
cost restructuring.

Overcapacity & Competition:
Competition pressures pricing and 
profitability.

Geopolitical Tensions:
Export businesses risk tariffs and 
regulatory challenges.

Triggers Scope Metrics Possible Outcomes

Double-Down:
Increase investments for 
competitive advantage, including 
acquisitions if required.

Turnaround:
Performance improvement for 
segments underperforming due to 
economic shifts.

Divest:
Full or partial divestment, often 
involving Chinese investors to retain 
some market exposure without full 
ownership.

1. Entire business.

2. Business Unit.

3. All China activities.

Source: InterChina Analysis
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3. China-out-of-China: Chinese globalizer partnerships are becoming 
prevalent, with JV and commercial formats as the preferred first step

Survey
Results

26%

10%

10%

33%

15%

7%

2026
April

Important; selectively exploring

100%

Potential; monitoring only

Limited relevance

Major priority; already executed

Major priority; actively pursuing

Not relevant/too early to tell

Q: How important are partnerships with Chinese 
globalizers in their outbound expansion?

21%

18%

3%

25%

23%

3%

7%

2026
April

100%

Minority investment

No likely deal format at this stage

Too early to tell

Acquisition or co-investment

Sale of a non-core asset/carve-out

Joint venture

Commercial partnership only

Q: If you were to engage with a Chinese globalizer, 
which format would be most relevant? 

55%

48%

Respondents from 
all industries 
besides healthcare 
stated a significant 
interest to partner 
with globalizers

Top blockers: IP 
leakage, unclear 
fit, valuation 
expectations, 
governance/contro
l and compliance 
risk

Source: InterChina Survey Mar-Apr 2026
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Partnership ambitions are clustered in Europe and in hotspots 
for Chinese globalizer expansion, the Global South

Survey
Results

Q: In which ex-China geographies is a partnership/deal with a 
Chinese globalizer most likely for you today? [multi select, max 2]

44%
Europe

30%
SEA

16%
Middle 
East

16%
LatAm

8%
NA

8%
Africa

10%
Other

21%
No 

Interes
t

Source: InterChina Survey Mar-Apr 2026
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Global Partnerships w. Chinese Globalizers On the Rise

Stellantis – Leapmotor

Johnson Controls – Hisense

BASF  - Envision Energy

Leica – Xiaomi

Daimler Truck – CATL

Kingspan - LONGi

Siemens – HBIS

VW - XPENG

Ford - CATL

Ali & Sons - Xpeng

Forvia - Chery

Allison – Lingong Heavy

Vision Industries – Jinko Solar

• France largest auto OEM Stellantis partners with Chinese new 
energy vehicle OEM Leapmotor.

• Leapmotor and Stellantis will set up a 51/49 Stellantis-led JV that 
has exclusive rights for the export and sale, as well as 
manufacturing, of Leapmotor products outside Greater China..

• Johnson Controls and Hitachi partner with Hisense.

• To produce HVAC (esp. VRF) in China.

• They export to rest of Asia countries to compete with other 
Chinese players like Haier, Midea.

A growing track record: leading MNCs are already using 
Chinese globalizer partnerships to turn competition into growth

The Rationale

Access to fast-
scaling overseas 
channels

Chinese globalizers bring 
expanding customer 
access outside China

Cost and speed 
advantage

Chinese partners offer 
faster development 
cycles and competitive 
cost structures

Complementary 
capabilities

MNCs contribute brand, 
channels, regulatory 
know-how and market 
credibility

Flexible 
alternatives to 
full M&A

JVs and commercial 
partnerships allow 
companies to test 
cooperation before 
committing capital

Competitive 
necessity

Partnering can be a way 
to defend against 
Chinese competitors 
while capturing their 
growth

1

2

3

4

5

Source: InterChina Survey, InterChina Analysis
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1. China M&A Landscape

2. M&A Strategic Rationale

3. M&A Playbook

4. Conclusions
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Challenges remain across the whole deal process, creating 
hurdles to overcome both pre- and post-deal

Deal Challenges
Q: “What are the main barriers to completing more acquisitions/JVs in China?”

(Multiple Answers Possible, % of recorded answers)

Survey
Results

Deal Sourcing Due Diligence Deal Closing

31%
Targets

too big or
too small

28%
Lack of
suitable
targets

23%
High valuation
expectations

23%
Compliance risks 

and/or 
unacceptable 

practices

11%
Other

14%
Limited target 

willingness 
(including 

preference for 
IPO)

Top 5 post-deal 
integration challenges:

22%
Management/

Talent Retention

21%
Cultural

Alignment

19%
Governance/

Decision Rights

12%
System/Process

Integration

11%
Compliance
Remediation

Source: InterChina Survey Mar-Apr 2026
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Play #1: Time Management. Deal cycles are accelerating, but 
further improvement requires stronger HQ-local alignment

Deal Timeline

Survey
Results

64%

45%

58%

37%

30%

42%

35%
41%

47%

6%
13%

7% 6%

15%

2022
June

2023
May

2024
March

53%

2025
April

2026
April

1-2
Years

6-12
Months

<6
Months

63%

7%

48%

20%

25%

2025
October

Large gap, challenging
to close – Local more
positive than HQ

Large gap, challenging
to close – HQ more
positive than local

Manageable gap

Well aligned

Q: “How long is your typical deal cycle from the first 
negotiation round to a definite agreements?”

Q: “How aligned is your HQ vs. local 
leadership on China decisions?”

These are cross-
border deals. 
Domestic-to-domestic 
deals typically close in 
4~7 months, 
suggesting there is 
room to improve.

Source: InterChina Surveys
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Establish a combined HQ & local “Deal Team”, supported by 
local advisors with real, deep China experience

Deal Team

Investor Team

• Steering committee.

• Weekly meetings.

• Flexibility.

Strong
In-Market Based

Project Manager

HQ
Team

Local
Team

HQ
Team

Local
Team

China/China Deals“Relevant” Deals

M&A Advisor

Buy-Side

• Boots on the 
ground.

• Access to 
shareholders

• Cross-border 
expertise.

• Motivated 
(bulge 
bracket lack 
interest). 

Sell-Side

• Global 
mandate: 
global IB. 

• Local 
mandate: 
M&A advisor 
specialized in 
China.

Legal

Financial Due Diligence

Other Due Diligence

Reputational

International 
vendor

Environmental

Local vendor

Critical to appoint a strong 
Partner to supervise their 
service. Typically, Big 4 or 
international accounting 
firms

Local premium law firms, 
involve from early on (LOI) 
and coordinate closely

Source: InterChina Analysis
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Play #2: Control the process. Buy Side- avoid opportunism and 

creating optionality; Sale Side: avoid “American style auctions”.  

Systematic Search & Screen Process

Strategic Fit

Strong Fit
• Meet most of 

the 
Comparative 
Criteria: 
75%. 

Deprioritized Short List 
Backups

Short List

Middling Fit
• Meet some 

of the 
Comparative 
Criteria: 
50%. 

Weak Fit
• Meet a few 

of the 
Comparative 
Criteria: 
25%.

Weak Fit
• Uninterested in 

partnership.

Middling Fit
• Interested in 

partnership.
• Constraints on 

model.

Strong Fit
• Strong interest 

in partnership.
• Flexible on 

model.

Cooperation Fit

Company Company

Company

Company

CompanyCompany

Company

Company

Company

Company

Company

Ideal Partner Profile
(To Drive The Partner Search)

Strategic Fit

Offering

Category Focus

Product Focus

Species Focus

Price Positioning

Scale

Company Revenues 

Growth Trajectory

Current Capacity

Line Expansion Potential

RTM

Market Focus

Channel Mix 

Regions

City Tiers

Channel Power

Capabilities

Plant

Dry Technology

Supply Chain

Location

Marketing

R&D / NPD

Cooperation Fit

Ownership
Type

Shareholders

Expressed
Interests

Motivation Level

Deal Structure

Culture
Management

Record

Long List

Multiple Sources

Intermediate List

Shareholder Discussions
& Qualifier Visits

Screening
(Threshold Criteria)

Comparison Matrix
(Comparative Criteria)

Short List

Joint Visits

Decision

Preferred 
Partner

n=?

n=12~15

n=3~5

Source: InterChina Analysis
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Play #3: Communicate Synergies from day one.  Build a robust 
and compelling deal case/logic in advance. Clear. 

Deal Case/Logic

Meet Growth Target: Having a mid-market 
brand in the portfolio makes it more probable 
that the 4~5x growth target will be met.

Benefit Of A Chinese Brand: Acquiring a mid-
market brand that is perceived as Chinese would 
meet consumer trends and mitigate the risk of a 
purely international brand portfolio.

Resilient Supply Chain: Establishing local 
production is critical to long-term viability given 
(a) local production is taking share from imports 
(b) geopolitical tensions are impacting trade.

Synergy Realization: There are relevant 
Potential Partners that have the potential to 
deliver the synergies expected.

Premium Is Justifiable? Transaction comps 
suggest a mid-market brand would command a 
premium over a copacker … But case could be 
made that this is justifiable. 

Benchmarks Exist: There are examples of 
MNCs acquiring “B-Brands” in adjacent spaces 
with positive outcomes.

It would be an 
opportune time to 
acquire a mid-market 
brand [“B-Brand”] 
with its own industrial 
capacity.

1

3

2

5

4

6

Illu
stration

Source: InterChina Analysis
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Play #4: Connect NBO to Compliance. Use pre-DD to uncover 

deal breakers early in the process. NBO should have SPA level details.  

Bring Forward Deal Breakers
Compliance & Integration

• In any given transaction in 
China, the buyer will need 
to anticipate compliance 
issues to varying degrees. 
There is no risk-free 
company in China. 

• The use of experienced 
China lawyers will help to 
assess and calibrate the risk 
levels correctly. 

• Corporate red lines should 
not be crossed or shifted 
towards the Chinese reality, 
however. 

Early Emergence of Red Flags

• Bring deal breakers early on the 
process (pre LOI)

• Negotiate LOI/MOU with real 
depth.

Financial/ Legal

• Agree on forward-looking measures 
and financial impact.

• Use indemnity clauses in SPA for 
historic liabilities. 

Mitigation MeasuresCommon Compliance Issues

Non-Invoiced
Items

Use Of Special/ 
Fictitious VAT 

Invoices
Use Of Personal 
Bank Accounts

Social Security And 
Housing Fund 

UnderpaymentsCapital 
Contribution 

Shortage
Inflated R&D

Expenses

Non-Compliant
Cash Rebate
Payments

Integration

• Deal structure key element to 
ensure a transition

• Gradual Integration Plan: Red Line, 
White Line approach. 

Source: InterChina Analysis
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Play #5: Flexible Deal Structuring.  MNCs in China are using an 
increasingly diverse range of buy-side structures

Range Of Buy-Side Structures

• When the owner wants to completely exit.

• Increasingly rare phenomenon.

• Risky for smaller businesses, because of lack of continuity. 

• When buyer puts “toe in the water” for learning and testing.

• Minority protections (board seat, CXO appt, veto rights) defined in SPA.

• Provides flexibility regarding future options.

• When current owner plans to list on the local stock market.

• Either: Two-step deal (70%-30%) with higher synergy bonus.

• Or: Minority strategic investment (pre-IPO) with call option.

• Either: Delist the ListCo. and acquire.

• Or: Become a minority shareholder with control.

• Or: Acquire a BU and form a JV with the ListCo.

100% 
Buy-Out

Minority
Share

Acquiring
Pre-IPO
Target

Acquiring
Listed Company

Two-Step
Approach

• When buyer wants to manage transition risk (owner remains engaged).

• Step 1: Acquire a significant minority.

• Step 2: Acquire the remaining/majority of the equity.

1

2

Source: InterChina Analysis
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Play #6: Using local (non-recourse) RMB financing is 
increasingly being used to derisk global balance sheets

RMB Deal Financing

Survey
Results

47%

10%

29%

15%

2026
April

Yes, exclusively

Partially, alongside
other currencies

No, but we’re
intending to
do so soon

Not applicable
or not relevant

Q: “Are you currently engaged 
in RMB×RMB financing?”

Overseas Commercial Banks Local Commercial Banks
State-owned, joint-stock, urban, rural, JV 
and foreign (with necessary license)

Interest
Rate

EU: 3.57% (January 2026)1

US: 6.75% (March 2026)2

3% to 3.7%
3.1% (December 2025)3

Financing 
Period

3~5 years.
Up to 7 years
(3~5 years is more common).

Financing 
Ratio

40~50%. 40~60% of total consideration.

Credit
History

Including the parent/holding company.
Local level (key consideration is whether 
the borrower has maintained an account 
and has credit history with the bank).

Liability
Ultimately with the parent/holding 
company. 

Local level. 

Guarantee Prefers guarantee from parent/holding.
Prefers local level pledge of fixed assets
(e.g. real estate, equity, accounts 
receivable).

Process
~15 weeks, including due diligence and 
internal approval process.

RMB x RMB deal financing in China 
means the local entity rather than HQ 
assumes the liability on its balance sheet. 

1 ECB composite cost-of-borrowing indicator for newly issued corporate loans.
2 Federal Reserve (Bank Prime Loan).
3 Weighted average rate on newly issued corporate loans (domestic and foreign currency). 

Source: Federal Reserve, ECB, PBOC, InterChina Surveys.
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The Chinese M&A Corporate Playbook is expanding and more 
sophisticated 

A
Traditional China
Under Structural Pressure

• PLAY THE CONSOLIDATION GAME. 
• ACQUIRE SCALE
• VERTICAL INTEGRATION.
• PLAY TO STOCK MARKET (Carve outs, IPO)

• TRANSFORMATIONAL DEALS (ADJACENT M&A)

• REPURPOSE PORTFOLIO
• DIVEST NON-CORE.
• USE LOCAL ASSET FOR JV ALLIANCE 

B
New China
15th Five-Year Plan Cycle

• JOIN VENTURE 
• PHASE M&A (Minority road map to Control). 
• STRATEGIC ALLIANCE
• ECOSYSTEM DEALS (CORPORATE VENTURE). 
• CO INVESTMENTS (Gov Funds and Private Equity). 

C
Export China Platform Advantage
High-Tech/Low-Cost Expansion

• ACQUIRE CHINA EXCESS CAPACITY TO GLOBALIZE IT. 
• R&D Alliances for globalization. 
• HORIZONTAL INTEGRATION DEAL (Acquire new 

technologies to be exported). 

D
Chinese Players Globalizing
New Competitors & Clients

• ACQUIRE EMERGING GLOBAL COMPETITORS
• CHINA FOR GLOBAL JOINT VENTURES with 

competitors. 

Source: InterChina Surveys, InterChina Analysis.

GROW & DE RISK

COMPETE/PROTECT GROW

GROW & DE RISK
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InterChina is a corporate finance boutique with a sole focus on China, 
offering domestic and cross-border corporate finance and strategy services

▪ Founded in 1994, 
the first boutique
business advisory firm 
in China.

▪ Sustainable business 
model proven over
30 years.

▪ Remains an 
independent boutique 
with 8 partners.

Professionals in our offices in 
Beijing and Shanghai, 1/3 with
>10 years tenure.

Strategy projects delivered, and
the leading alternative to global
consulting firms.

Transactions closed, and top 3 
advisor in our field (USD 8 billion 
aggregate value, 6~10 
deals/year).

M&A transaction value range.

Of engagements with returning 
clients.

50+

230

650

USD 
50~500
million

▪ Two complementary business practices 
(cash flow, cross referrals, knowledge 
sharing):

▪ Focused on 6 sectors (deep experience, 
knowledge and networks):

▪ Clients: 60% multinational, 40% Chinese 
(listcos, POEs, PE).

2
3

Origin PerformanceBusiness Model

Corporate
Finance
Cross-border
acquisitions & 
divestments.

Strategy
Opportunity, 
growth & 
improvement.
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Contact Us
Reach out to us to learn more about our experience and capabilities

Eduardo Morcillo
Managing Partner, Head of Shanghai

T: +86 (21) 6341 0699
E: Eduardo.Morcillo@InterChinaPartners.com 

Suite 1201, 100 Bund Square, 100 South Zhongshan Road
Huangpu District, Shanghai 200010
P.R. China

Shanghai

Eric Zhou
Partner

T: +86 186 8242 4975
E: Eric.Zhou@InterChinaPartners.com  

Central, Hong Kong
P.R. China

Hong Kong

Jan Borgonjon
President

T: +86 (21) 6341 0699 ext 861
E: Jan.Borgonjon@InterChinaPartners.com

1103C, Block 1, Huamao Office Building
Chaoyang District, Beijing 100016
P.R. China

Beijing

www.InterChinaPartners.com

Follow us for more information

Madrid
Julio Lopez Castaño   
Julio.Lopez@InterChinaPartners.com

London
James Sinclair   
James.Sinclair@InterChinaConsulting.com

Vienna
Manfred Reichl 
Mr@Manfredreichl.com

Stockholm 
Michael Thurow 
Michael.Thurow@InterChinaConsulting.com

México 
Jorge Rada
Jorge.Rada@InterChinaConsulting.com

Global Reach
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