




While overall deal volumes  
declined in the immediate  
aftermath of market uncertainty,  
deal value and the average size  
of transactions have increased,  
indicating a shift toward fewer but 
larger and more impactful deals.

Across the consumer sector in  
particular, companies are reassessing 
portfolios, doubling down on  
core capabilities, and pursuing  
acquisitions that can deliver scale, 
growth, and competitive advantage 
in an increasingly complex market.



Macroeconomic stability

• �Continuing uncertainty: After a turbulent 
period characterised by tariffs, geopolitical 
tensions, and shifting global trade dynamics, 
dealmakers have adjusted to what many  
now call the “new normal.” This growing 
comfort with increased risk has led to a r 
esurgence in deal activity.

• �Steady interest rates: A clearer path for  
interest rates has reduced financing  
uncertainty, encouraging dealmakers  
and supporting stronger equity markets.

• �Market performance: Strong equity markets 
have created a favourable environment for 
deal-making, with valuations and confidence 
rebounding across many sectors.

Strategic realignment and growth

• �Pent-up demand: Many deals were paused 
rather than cancelled during uncertain  
periods, creating a backlog that is now being 
released as confidence gradually returns.

• �Focus on robust businesses: Acquirers are 
targeting healthy, well-performing assets 
for long-term growth rather than distressed 
turnarounds.

• �Strategic necessity: Many of today’s deals  
are not opportunistic but essential to future  
competitiveness, with buyers willing to pay  
premiums for assets they see as transformative.

• �Portfolio optimisation: Many large consumer 
companies are actively reshaping their  
portfolios, divesting non-core businesses 
while doubling down on categories where 
they can win globally. This wave of carve-outs 
is creating opportunities for both strategic 
buyers and private equity investors.

Capital and liquidity

• �Private equity dry powder: Financial  
investors hold record levels of unspent  
capital and are under pressure to deploy it. 
One investment banker specialising in the 
consumer space told me, “Private Equity  
is sitting on $2 trillion of dry powder.” 
Though the reality may be that much of it 
sits partially deployed, in smaller amounts, 
and therefore not always immediately  
available for larger transactions.

• �Excess corporate capital: Major institutions, 
particularly across Europe and North  
America, have built substantial cash  
reserves, giving them both the appetite  
and capacity for consolidation.

Key factors driving the M&A resurgence in 2025:



Within this broader global rebound, consumer industries have  
re-emerged as one of the most active and strategically important  
arenas for dealmaking.

Strategics are busy, and bold. We’ve seen Mars’ $35bn acquisition  
of Kellanova, Kimberly-Clark’s $49bn purchase of Kenvue, and 
L’Oréal’s acquisition of Kering’s beauty division, all signalling  
confidence in brand power, scale, and category leadership.

Investors and advisors I speak with are busy working on deals.  
There are many transactions currently taking place, or about to,  
that will reshape portfolios and leadership teams across the  
consumer landscape.

Carve-outs and non-core divestments are also becoming a defining  
feature of the current deal environment. Large consumer companies  
are actively reshaping their portfolios to focus on fewer, higher-growth 
categories. Recent examples include Reckitt’s divestment of its  
Essential Home portfolio to Advent, Unilever’s spin-off of The  
Magnum Ice Cream Company, and ongoing market speculation around 
potential divestments within Nestlé’s Waters portfolio. These moves  
signal a broader shift toward simplification, margin focus, and  
strategic clarity across the sector.

For owner-founders wondering if smaller brands remain attractive in the  
current market and beyond, the answer is: yes, but... the rules have changed.

Multiples based purely on revenue growth are out; proven assets  
with a clear EBITDA track record are in.

The valuation conversation has shifted decisively toward profit-based 
multiples and scalable performance. As one advisor put it:

“The language of M&A today is all about EBIT, resilience,  
and proof of growth.”

Private equity and corporates alike are looking for brands with  
a clear path to profitability, margin discipline, and supply chain  
maturity, not just consumer buzz or a strong DTC presence.

Another dynamic increasingly shaping deal outcomes is founder psychology.

In a market where capital is available, interest rates are easing, and 
LPs are pushing for returns, there is a clear structural push to transact.

However, many founders have not fully internalised the reset in valuation 
benchmarks. While multiples for truly exceptional assets remain high,  
average multiples across good-quality businesses have become more rational. 
This disconnect is creating a widening gap between seller expectations 
and buyer discipline, and as a result, deals that should happen… don’t.

Consumer M&A:  
A sector in motion

Are smaller brands  
still desirable targets?



• �Beauty: Prestige fragrance, dermo-cosmetics, and long-term  
brand licences continue to drive premium valuations and long-term 
growth bets.

• �Portfolio simplification: Larger corporates are increasingly  
disposing of non-core assets and doubling down on categories  
where they can win globally.

• �Private label pressure: Retailer brands continue to gain share,  
pushing CPG companies toward premiumisation, wellness  
positioning, and innovation.

• �Selective PE re-engagement: Private capital is returning to  
consumer sectors, but with a focus on proven earnings growth  
rather than speculative turnarounds.

• �PE dry powder: With a widely reported $2 trillion of dry powder  
still sitting on the sidelines, private equity firms face growing  
pressure to deploy capital and generate returns for their investors.

• �North America: The U.S. continues to lead the rebound, with  
recent deal activity marking some of the strongest months for  
transactions in recent years.

• �Europe: Despite economic volatility, activity in consumer and  
luxury sectors has increased as companies reposition portfolios.

• �Asia-Pacific: Regional acquirers are performing strongly, with  
Japan’s outbound activity reaching record highs as domestic  
stagnation drives overseas expansion.

• �Middle East: Sovereign and family-backed investors continue  
to play an increasingly strategic role in global consumer and  
retail acquisitions, seeking brand diversification and exposure  
to new geographies. However, recent events could severely  
impact this...

Key themes shaping  
consumer M&A

Geographical  
hotspots



While deal activity is returning, the market remains highly selective…

Pressure to transact

• �Private equity firms ultimately need to buy and sell businesses  
to generate returns.

• �This pressure has led to structures such as continuation /  
continuity vehicles, allowing funds to hold assets longer  
while returning capital to investors.

 Dry powder isn’t always ready to deploy

• �While global PE dry powder is significant, much of it sits  
in partially deployed funds rather than fresh capital pools.

• �Fundraising has become harder as LPs ask: 
“How is your current fund performing?”

 Higher interest rates change the maths

• �Financing costs remain materially higher than the last decade.

• �Deals that were viable 5 years ago often no longer work economically.

 Risk appetite differs by region

• �European investors remain cautious on:

    - geopolitical exposure

    - emerging markets

    - regulatory or reputational risk.

 New capital sources emerging

• �Capital from India and parts of Asia is increasingly active  
and willing to pursue opportunities others avoid.

AI readiness becoming a key diligence lens

• �One of the emerging questions in due diligence is a company’s ability 
to leverage AI to unlock value over the next 3–5 years post-acquisition.

• This is increasingly creating two distinct clusters of assets:

    - those with clear AI-enabled upside, becoming more attractive to buyers

    - �those without, where perceived future value, and therefore  
valuation, is more limited

A More Selective  
Deal Environment



Best deals today share common  
characteristics…

Premium deals

• Strong brand equity

• Clear consumer demand

• Direct consumer interaction across channels

• Scalable profitability

• Strong margins

  

Discount deals

• Non-core corporate divestments

• Tier-2 retailer brands

• Portfolio clean-ups

These deals often trade at significant  
discounts versus premium branded assets.

 

  

Emerging deal strategies

• �Buy & Build platforms 
(e.g. aggregating fragmented brands)

• �Buy & Break-up strategies 
(extracting value from underperforming  
portfolios)

What Actually Gets  
Bought in Today’s Market?



While the return to dealmaking is clear, the  
recovery remains uneven and somewhat top-heavy,  
often dominated by megadeals rather than  
mid-market activity.

Recent global events have also served as a reminder  
of just how quickly the operating environment  
can shift. Escalating geopolitical tensions,  
evolving trade dynamics, and broader economic  
uncertainty continue to hang over the market,  
and the past few weeks alone have reinforced  
how fragile confidence can be!!

As a result, dealmakers must remain agile,  
balancing long-term strategic ambition with an 
increasingly unpredictable global landscape.

Behind every carve-out, acquisition, or portfolio  
reshaping lies the real battle: LEADERSHIP.

New CEOs. Integration leaders. Operators who can  
transform businesses, rebuild supply chains, and accelerate 
growth. In today’s market, the companies that win in  
M&A are the ones that secure the right leadership first.

At Campbell Reed, we help investors and consumer 
businesses build the teams that unlock value in  
moments of transformation, from carve-outs and  
integrations to operational and commercial leadership. 
Because deals may create the strategy…  
but leadership creates the value.

THE TALENT AWAKENS…

the outlook



Christopher Vallow is a Principal Consultant  
at Campbell Reed Executive Search.

He has over 18 years’ experience supporting 
consumer-focused businesses with their global 
leadership and hiring needs. Based in the  
UK, he partners with large, mid-sized, and 
emerging companies across Operations,  
Supply Chain, Commercial, and Board roles.

Campbell Reed  is a global executive search 
firm specialising in the consumer sector,  
with offices in the UK, Europe, and the US. 
The firm delivers fast, transparent, and  
tailored search solutions to help senior  
leaders navigate opportunities globally.

See more at campbellreed.com/clients
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