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EXECUTIVE SUMMARY OVERVIEW

The Al Acquisition Imperative

2025 was the year Al moved from buzzword to boardroom mandate. Global M&A hit $4.9 trillion — up 40%

YoY — with nearly 50% of tech deal value tied to Al-native companies or Al-cited strategic rationale.

Now, heading into 2026-2027, the four hyperscalers alone plan to spend ~$650 billion in capex — a 67% spike
from 2025. But spending alone doesn't win. The real battle is filling strategic gaps through targeted M&A.

This briefing maps each major acquirer's portfolio gaps, identifies the component categories where they're

most exposed, and forecasts the deals most likely to close in the next 18 months.

Key Thesis

The companies that win the Al era won't build everything — they'll acquire the missing 20% that unlocks the other
80%. M&A is no longer optional; it's the primary mechanism for closing capability gaps at the speed the market

demands.

What's Different Now

» Pro-deal regulatory stance (DOJ cleared Google-Wiz)
» Al valuations: 12-15x EBITDA for infrastructure

» $420B+ cash reserves across Big 4

» Rate trajectory toward 4.0% by mid-2026

» Exit pressure on PE (record backlog of portfolio cos)
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MARKET CONTEXT

MARKET

2025 Set the Stage — 2026 Delivers the Knockout

Landmark Al Deals of 2025

DEAL

Google = Wiz

Palo Alto — CyberArk

SoftBank — OpenAl

Netflix = Warner Bros.

CoreWeave — Core Scientific

AMD — ZT Systems

$4.9T

Global M&A Volume 2025 (up 40% YoY)

63

Megadeals >$10B in 2025 (new record)

77

Tech M&A increase YoY

$650B

Hyperscaler Capex Planned 2026

VALUE GAP FILLED
$32B Cloud Security
$25B Identity Security
$40B inv. AGI Platform
$82.7B Content/Studios
$9B Al Infrastructure

$4.9B Al Systems

DATA



Meta — Scale Al $14.3Binv. Data/Training

2026 Capex by Hyperscaler

COMPANY 2025 CAPEX 2026 GUIDANCE

Amazon ~$130B $200B +54%

Microsoft ~$65B ~$145B +123%

Meta ~$72B $115-135B +75%

Alphabet ~$75B $91-93B

Combined ~$650B




DEAL ECONOMICS

Al M&A Valuation Multiples — 2025 vs 2024

VALUATIONS

What's Driving Premiums

v

Structural scarcity — few scaled Al-native assets exist

v

Data center capacity: 10GW — 35GW needed by 2030

v

3+ year development timelines make build-vs-buy math clear

v

Integration complexity reduces competitive intensity

» Enterprise Al adoption projected at $155B for agentic Al in 2026

Favorable Deal Conditions

» Fed rates trending to 4.0% by mid-2026

» Regulatory stance shifted pro-deal under current admin
» PE dry powder at record levels — exit pressure acute

» IPO window reopened but selective

4
Premium Multiples by Al Segment
SEGMENT 2024 2025 A
Al Infrastructure 8-10x EBITDA 12-15x EBITDA +40%
Applied Al Software ~7x Revenue ~10x Revenue +47%
Al Chips & Hardware 6-8x EBITDA 8-10x EBITDA +25%
Cybersecurity (Al) 10-11x Rev 12-14x Rev +25%
Al Data/Training 5-7x Rev 8-12x Rev +60%
Agentic Al Platforms N/A 15-20x Rev NEW
\






MACRO THEMES STRATEGY
Six Mega-Themes Driving Al M&A in 2026-2027

1. Security as Core Infrastructure

Cloud security is no longer an add-on — it's the gateway to enterprise trust. Google-Wiz ($32B) and Palo Alto-CyberArk
($25B) prove security commands premium multiples. Expect hyperscalers to continue building end-to-end security

stacks.

2. Agentic Al Platform Wars

$155B projected spend on agentic Al in 2026. ServiceNow's rumored $3B Moveworks deal signals the shift from chatbots

to autonomous agents. Every platform player needs agentic capabilities — fast.

3. Custom Silicon & Compute Sovereignty

Amazon (Trainium), Google (TPU), Microsoft (Maia) all investing in custom chips to reduce Nvidia dependency. Vertical

integration of the Al stack from silicon to software is the new moat.

4. Data & Model Supply Chain

Training data is the new oil. Meta's $14.3B Scale Al investment and the rise of synthetic data companies signal massive

appetite for data pipeline acquisitions.

5. Vertical Al — Industry-Specific

Healthcare Al, legal Al, financial Al — domain-specific models commanding premiums. IBM-Cognitus and similar deals

show regulated industries are the next frontier for Al M&A.

6. Energy & Physical Infrastructure



Aligned Data Centers ($40B) was just the beginning. Data center capacity must 3.5x by 2030. Power generation, cooling

tech, and sustainable infrastructure are now M&A categories.




FRAMEWORK

The Al Stack — 10 Component Categories for M&EA

Platform Layer

4
Application Layer

# COMPONENT EXAMPLES

10 Vertical Al Apps Healthcare, Legal, Finance Al

) Agentic Al Platforms Autonomous agents, workflow Al

8 Al-Powered Saa$S Copilots, Al-native productivity

7 Al Security & Trust Threat detection, identity, CNAPP
\

# COMPONENT EXAMPLES

6 Foundation Models LLMs, multimodal, reasoning
5 Al Dev Tools & MLOps Training, fine-tuning, eval

4 Data & Training Pipeline Labeling, synthetic data, RAG

Infrastructure Layer

# COMPONENT EXAMPLES

3 Custom Silicon / Compute TPUs, Trainium, Maia, ASICs

2 Data Centers & Cloud Capacity, cooling, networking
1 Energy & Power Nuclear, solar, grid, storage

How We Score Gaps

METHODOLOGY
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SECTION 1

Alphabet / Google

$91-93B 2026 Capex - $100B+ Cash - Gemini + DeepMind + Wiz
Filling gaps in cloud market share, enterprise trust, and Al security




ALPHABET OVERVIEW

Strategic Position & Gap Assessment

Core Al Assets

» Gemini — flagship multimodal model family (Ultra, Pro, Flash)
» DeepMind — world-class research lab (AlphaFold, etc.)

» TPUv5+ — custom silicon with best-in-class inference perf

» Google Cloud — #3 cloud, $11B+ quarterly revenue

» Wiz ($32B) — cloud-native security platform (pending close)
» Mandiant + Chronicle — threatintelligence & SIEM/XDR

» Vertex Al — enterprise Al platform with 11,000+ models

Known Strategic Weaknesses

» #3in cloud market share (13%) — trails AWS (29%) and Azure (20%)
» Historically weak enterprise sales motion vs Microsoft

» Consumer Al assistant (Gemini) still trails ChatGPT in mindshare

» Limited agentic Al / workflow automation presence

» Productivity suite (Workspace) lacks Copilot-level Al depth

Component Gap Scores

Energy & Power

Data Centers 4
Custom Silicon 5 — Leader
Data & Training 4

Al Dev Tools 4



Foundation Models

Al Security

Al-Powered SaaS

Agentic Al

Vertical Al Apps

* Post W

5 — Leader

4%




ALPHABET - COMPONENT GAP: CLOSED v
Cloud Security — The Wiz Effect

Wiz Acquisition — $32B All-Cash

Alphabet's largest-ever acquisition. Exceeds the combined total of its eight next-largest deals ($29B). DOJ/FTC cleared
Nov 2025. EU decision deadline: Feb 10, 2026.

» Wiz serves 40%+ of Fortune 100 — instant enterprise footprint
» S1B+ARR achieved in <5 years (only 2nd company after OpenAl)
» Multi-cloud neutrality — secures workloads on AWS and Azure

» $3.2B reverse break-up fee signals absolute commitment

Strategic Logic

Google Cloud was the #3 infrastructure provider. With Wiz, it becomes the #1 security provider. The "Trojan Horse"
effect: Google now manages security inside competitors' data centers. Security becomes the gateway to cloud

migration.

Existing Security Stack (Pre-Wiz)

» Chronicle SIEM/XDR — log analysis & threat detection
» Mandiant ($5.3B,2022) — threat intelligence & IR

» Siemplify — SOAR orchestration

» BeyondCorp — zero-trust access

» reCAPTCHA / Web Risk APl — bot/fraud defense

Remaining Security Gaps
» Endpoint Protection — No CrowdStrike equivalent

» Email Security — Gmail security lags Proofpoint class







ALPHABET - COMPONENTS GAP: HIGH

PRIORITY

Agentic Al & Enterprise SaaS — Critical
Gaps

Gap: Agentic Al Platforms ( score: 2

Google launched the Agent2Agent (A2A) protocol with 50+ partners, but lacks a production-grade enterprise agent

platform comparable to Microsoft's Copilot Studio or ServiceNow's agent marketplace.

Likely Acquisition Targets

Moveworks Adept Al

Est. $3-5B Est. $1-2B

Enterprise IT agent platform Action-model agents (web/app)
Aisera Relevance Al

Est. $1-3B Est. $200-500M

Agentic Al for IT/HR/CX Multi-agent orchestration

Gap: Al-Powered SaaS / Productivity

Workspace has Gemini integration, but Microsoft 365 Copilot has 100M+ MAUs and deeper enterprise penetration.

Google needs to close the productivity Al gap or risk losing enterprise customers entirely.

Likely Acquisition Targets

Notion Coda

Est. $10-15B Est. $1-3B
Al-native workspace/docs Al-first doc + automation
Jasper Al Grammarly

Est. $1-2B Est. $5-8B

Enterprise content Al Al writing / communication






ALPHABET - COMPONENT GAP: HIGH

Vertical AI Applications — Biggest
Whitespace

Healthcare Al ( car

DeepMind's AlphaFold is scientific, not clinical. Google Health has faltered repeatedly. Massive opportunity to acquire

clinical Al platforms.

Tempus Al
~$6B mkt cap

Precision medicine / genomic Al

Viz.ai

Est. $2-4B
Clinical Al triage platform

Legal / Compliance Al [ car

No presence in the rapidly growing legal Al space. Enterprise customers need compliance built into cloud platforms.

Harvey Al
Est. $3-5B

Al for law firms / legal research

Ironclad
Est. $2-4B

Al contract lifecycle mgmt

Financial Services Al / cap

Google Cloud has financial services customers but lacks purpose-built Al tools for trading, risk, and compliance.






ALPHABET

M&A Scorecard & Predicted Deal Pipeline

COMPONENT

Cloud Security

Agentic Al

Al SaaS/
Productivity

Vertical Al
(Health)

Vertical Al (Legal)

Al Model Security

Endpoint Security

Energy
Infrastructure

CURRENT
SCORE

CLOSING v

KEY GAP

Wiz closes gap

No enterprise agent
platform

Workspace trails
Copilot

No clinical Al
platform

Zero presence

AI-SPM still nascent

No EDR/XDR
endpoint

Power for 35GW by
2030

TOP TARGET

Wiz (pending)

Moveworks / Aisera

Notion / Grammarly

Tempus Al / Viz.ai

Harvey Al

HiddenLayer /
Protect Al

SentinelOne

Nuclear/solar JVs

EST.
VALUE

$32B

$3-5B

$8-15B

$4-8B

$3-5B

$500M-1B

$10-15B

$5-10B

SCORECARD

PROBABILITY

95%

70%

40%

50%

35%

55%

25%

60%

Bottom Line: Alphabet enters 2026 with the strongest research position (DeepMind, Gemini) but the weakest

enterprise application layer. Post-Wiz, the priority is converting security leadership into broader cloud market share

— and acquiring agentic Al to compete with Microsoft's Copilot ecosystem.
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SECTION 11

Microsoft

~$145B 2026 Capex - Azure #2 Cloud - Ope
Filling gaps in first-party models, cus



MICROSOFT OVERVIEW

Strategic Position & Gap Assessment

Core Al Assets

» OpenAl Partnership — IP rights through 2032, Azure API exclusivity until AGI
» Azure Al — 40% YoY growth, 80% of Fortune 500 on Foundry

» Copilot Ecosystem — 100M+ MAUs across M365, GitHub, Security

» GitHub + Copilot — dominant developer platform

» MAI-1 — first in-house foundation model (2025)

» Linkedln — 1B+ professional network with Al integration

» Nuance ($19.7B) — Healthcare Al / ambient clinical intelligence

Known Strategic Weaknesses

» Over-reliance on OpenAl — partnership fraying, diversification underway
» MAI-1 first-party model is nascent vs Gemini, Claude, Llama

» Custom silicon (Maia) behind Google TPU and Amazon Trainium

» Edge/on-device Al weak vs Apple (no mobile ecosystem)

» GPU cluster management gaps vs CoreWeave/Nebius

Component Gap Scores

Energy & Power

Data Centers 5— Leader
Custom Silicon 2
Data & Training 4

Al Dev Tools 5 — Leader



Foundation Models

Al Security

Al-Powered SaaS 5 — Leader

Agentic Al

Vertical Al Apps

% First-party (ex-OpenAl). With OpenAl = 5.




MICROSOFT - COMPONENT GAP: MEDIUM-

Foundation Models — The OpenAl
Question

The OpenAl Risk

The partnership that ignited the Al boom is fraying. OpenAl diversified to AWS ($38B deal), Oracle, CoreWeave, and

Google. Microsoft's exclusive cloud rights ended. OpenAl can now develop products with third parties.

» Microsoft IP rights extended to 2032, but OpenAl can now use other clouds
» $250B Azure contract secured, but $3.1B quarterly profit hit absorbed
» Microsoft can now pursue AGl independently (per revised agreement)

» OpenAl's revenue: $5B+ annualized but still not profitable

4

First-Party Model Strategy

» MAI-1 (preview) — first foundation model trained fully in-house

» MAI-Voice-1 — natural voice generation

» MAI-Image-1 —image generation

» Azure Al Foundry — 11,000+ models from OpenAl, Meta, Mistral, DeepSeek, xAl, Cohere
\

Likely M&A to Reduce OpenAl Dependency






MICROSOFT - COMPONENTS

GAP: HIGH PRIORITY

Custom Silicon & Edge Al — Critical Gaps

Custom Silicon ( score: 2

Microsoft's Maia 100 Al accelerator is 1-2 generations behind Google's TPU v5 and Amazon's Trainium 2/3. GPU cluster

management has "significant gaps in ease of use, monitoring, reliability" per SemiAnalysis.

Acquisition Targets

d-Matrix
Est. $1-3B

Digital in-memory compute chips

Cerebras

Est. $4-7B
Wafer-scale Al chips

Edge / On-Device Al ( score: 2

Groq

Est. $3-5B
LPU inference chips (fastest)

SambaNova

Est. $2-4B
Al chip + full-stack platform

Microsoft has no mobile ecosystem (post Windows Phone). The "Al PC" push with Copilot+ is promising but nascent.

Apple Intelligence dominates on-device. Microsoft needs edge Al capabilities for enterprise loT, manufacturing, and

retail.

Acquisition Targets

Qualcomm Al

Partnership

Snapdragon NPU for Copilot+

Syntiant
Est. $500M-1B

Ultra-low-power edge Al

Hailo
Est. $2-4B

Edge Al processors

Kneron

Est. $500M-1B
Edge Al SoC for enterprise






2027.

MICROSOFT SCORECARD

M&A Scorecard & Predicted Deal Pipeline
COMPONENT SCORE KEY GAP TOP TARGET EST. VALUE PROB.
Custom Silicon 2 Maia behind TPU/Trainium Groq / Cerebras $4-7B 45%
Foundation Models (1P) 3 MAI-1 nascent vs peers Mistral / Cohere $5-8B 55%
Edge / On-Device Al p) No mobile ecosystem Hailo / Syntiant $2-4B 40%
Al Data Infra 3 Cluster mgmt gaps CoreWeave (partial) $5-10B 30%
Al Security Post Google-Wiz pressure Lacework / Orca $2-4B 50%
Vertical Al (FinServ) 3 Bloomberg Terminal-class Al Kensho / AlphaSense $3-6B 35%
Energy Infrastructure 3 Power for Fairwater+ builds Nuclear/SMR JVs $5-15B 65%

Bottom Line: Microsoft has the strongest application layer (Copilot, GitHub, M365) but is increasingly vulnerable in
the infrastructure layer. The OpenAl dependency creates existential risk. Priority: build first-party model bench,

close the silicon gap, and lock down energy for the Fairwater mega-clusters. Total predicted M&A: $20-40B in 2026-
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SECTION 111

Amazon / AWS

$200B 2026 Capex - AWS #1 Cloud (29%) - Anthropic Partner
Filling gaps in frontier models, consumer Al, and developer experience



AMAZON / AWS OVERVIEW
Strategic Position & Gap Assessment

Core Al Assets

» AWS — #1 cloud (29% share), $33B/quarter, 20% YoY growth

» Anthropic — $8B+ investment, Bedrock integration, Project Rainier
» Trainium 2/3 — custom training chips, 30-40% better price/perf

» Inferentia — custom inference chips

» Bedrock — managed model platform (Claude, Titan, etc.)

» SageMaker Al — ML development & deployment platform

» Alexa — 500M+ devices (but struggling with Al upgrade)

» Rufus — Al shopping assistant (4.5x faster shopping on Prime Day)

Known Strategic Weaknesses

» No first-party frontier model competitive with GPT/Gemini/Claude

» Alexa Al upgrade repeatedly delayed — consumer Al embarrassment
» Anthropic runs significant inference on Google Cloud (TPUs)

» Azure growing faster (40% vs AWS 20%) — gap narrowing

» No productivity suite / enterprise SaasS (unlike MSFT, GOOG)

» Free cash flow going negative in 2026 on $200B capex

Component Gap Scores

Energy & Power

Data Centers 5 — Leader

Custom Silicon 4



Data & Training

Al Dev Tools

Foundation Models

Al Security

Al-Powered SaaS

Agentic Al

Vertical Al Apps

% First-party (Titan




AMAZON - COMPONENTS GAP:

CRITICAL

Foundation Models & Consumer Al — The Two
Big Gaps

Foundation Models (1P)

Amazon Titan is not competitive with GPT-4, Gemini, or Claude. Amazon relies entirely on Anthropic for frontier-class

Al, but Anthropic also serves Google Cloud and maintains governance caps on Amazon's influence (<33% ownership).

Acquisition Targets

Anthropic (1 stake) Cohere

$183B val $5.5B val

Deepen control (capped at 33%) Enterprise-grade LLM
Al21 Labs Stability Al

$4B+ val $1-28B

Task-specific language models Generative media models

Consumer Al / Alexa

Alexa's Al upgrade has been repeatedly delayed. 500M+ devices installed but stuck in command-response mode while

ChatGPT and Gemini redefine conversational Al. Rufus is promising for shopping but limited in scope.

Acquisition Targets

Character.Al ElevenLabs

Est. $2-5B Est. $3-5B
Conversational Al personalities Voice Al / TTS leader
Rabbit (r1) Pplx (Perplexity)
Est. $200-500M $9B+ val
Consumer Al device/agent Al search/answer engine







AMAZON - COMPONENTS GAP: MEDIUM-

Cloud Security & Vertical AI — Responding to
Google-Wiz

Cloud Security

Google's Wiz acquisition creates a "Trojan Horse" inside AWS. Now Wiz-powered security manages workloads on AWS

— owned by a competitor. Amazon must respond with its own enterprise security platform.

Acquisition Targets

CrowdsStrike Lacework

~$80B mkt cap Est. $2-4B
Endpoint + cloud security Cloud workload security
Orca Security Armis

Est. $2-3B Est. $5-7B
Agentless cloud security |oT/OT + Al security

Vertical Al Apps ( score: 2

Amazon has deep retail data and logistics Al, but lacks purpose-built vertical Al for healthcare, financial services, and

manufacturing — critical for enterprise cloud stickiness.

Acquisition Targets

Veeva Systems C3.ai

~$35B mkt cap ~$4B mkt cap

Life sciences cloud + Al Enterprise Al for industry
Altana Al Tractable

Est. $1-3B Est. $1-2B

Supply chain Al intelligence Insurance/auto claims Al






AMAZON / AWS SCORECARD
M&A Scorecard & Predicted Deal Pipeline
EST.
COMPONENT SCORE  KEY GAP TOP TARGET PROB.
VALUE
Foundation Models . -
(1P) Titan not competitive Cohere /Al21 $4-8B 60%
- ElevenLabs /
Consumer Al / Alexa Alexa upgrade failing $3-5B 50%
Character.Al
Cloud Security 3 Wiz Trojan Horse in AWS Orca / Lacework / Armis $3-7B 65%
Vertical Al p) No purpose-built verticals C3.ai / Altana $3-6B 45%
Synthetic data,
Data & Training 3 y . Surge Al / Labelbox $1-3B 55%
annotation
Al Search / Discovery p) Rufus limited scope Perplexity Al $9B+ 25%
Energy Infrastructure 3 Power for $200B capex Nuclear SMR / Solar JVs $10-20B 70%

investment).

Bottom Line: Amazon has the largest capex (5200B) and the biggest gaps. The Anthropic bet is working — $183B
valuation, $5B ARR — but Amazon can't control it. The most critical M&A need is a cloud security response to Wiz
and a consumer Al play to save Alexa. Total predicted M&A: $25-50B in 2026-2027 (excluding further Anthropic
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SECTION IV

Meta Platforms

$115-135B 2026 Capex - Llama Open Source - Scale Al Partnership
Filling gaps in enterprise Al, search, and AR/VR intelligence



META OVERVIEW

Strategic Position & Gap Assessment

Core Al Assets

» Llama — open-source LLM family (industry standard for fine-tuning)
» FAIR — fundamental Al research lab

» Meta Al — consumer assistant across apps (3B+ users)

» Scale Al ($14.3Binvestment) — data labeling & Al platform

» Ray-Ban Meta — Al-powered smart glasses (hit product)

» AlAds Engine — drives majority of $160B+ ad revenue

Key Gaps

» Zero enterprise cloud / B2B infrastructure presence

» No Al revenue stream outside advertising

» Open-source model = commoditization risk for Llama
» $115-135B capex with "uncertain” ROl timeline

» AR/VR still not mainstream (Quest sales slowing)

M&A Priority: Enterprise Al Monetization



Hugging Face
$4.5B val

Al model hub / dev community

Together Al
Est. $3-5B

Open-source inference cloud

M&A Priority: AR/VR + Spatial Al

Snap (AR)
~$20B mkt cap

AR platform + camera Al

Weights & Biases

Est. $2-4B
MLOps & experiment tracking

Replit
Est. $2-4B

Al-native coding platform

Niantic
Est. $3-5B
Spatial computing / AR maps




META SCORECARD
M&A Scorecard & Predicted Deal Pipeline

COMPONENT SCORE  KEY GAP TOP TARGET EST. PROB.
VALUE

Enterprise Al Hugging Face / Together

. / Zero B2B infrastructure =slie /Tog $4-8B 45%
Cloud Al
Al Dev Tools / Llama ecosystem . .

p) Weights & Biases $2-4B 50%
MLOps fragmented
Al Search Meta Al search is basic Perplexity / You.com $5-10B 30%
AR/VR Intelligence 3 Spatial Al still early Niantic / Snap AR $5-20B 35%
Al Commerce p) Shop integration weak Shopify (partnership) N/A 25%
Al Safety 3 Open-source safety gaps Guardrails Al / Arthur Al $500M-1B 55%
Custom Silicon 3 MTIA chip early stage Tenstorrent $3-5B 35%
4

Bottom Line: Meta is the Al wild card. Massive capex ($125B+) and the best open-source model family, but no
enterprise revenue stream beyond ads. The biggest strategic question: can Meta monetize Al beyond improving ad
targeting? If not, the ROI gap will become a valuation crisis. M&A priority is building developer ecosystem and

finding non-ad revenue. Total predicted M&A: $10-25B.
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SECTION V

Apple

On-Device Al Leader - Apple Intelligence - $160B+ Cash
Filling gaps in cloud Al, foundation models, and conversational Al



APPLE OVERVIEW

Strategic Position & Gap Assessment

Core Al Assets

» Apple Intelligence — on-device Al suite across all hardware

» Apple Silicon (M-series, A-series) — best-in-class neural engines
» Vision Pro — spatial computing with Al integration

» Privacy Architecture — Private Cloud Compute

» 2B+ Active Devices — largest Al deployment surface

Key Gaps (Apple's Al is the weakest among Big 5)

» Siri remains embarrassingly behind ChatGPT/Gemini/Alexa (even pre-Al)

» No frontier LLM — relies on OpenAl partnership for complex queries

» No cloud Al platform for developers or enterprises

» Late to generative Al — Apple Intelligence launched 18+ months after ChatGPT

» No data/training infrastructure at scale

M&A Priority: Conversational & Generative Al

ElevenLabs Runway

Est. $3-5B Est. $4-6B
Voice Al for Siri upgrade Video generation Al
Midjourney Anthropic (deal)
Est. $10B+ Partnership

Image generation Al Frontier model for Siri



Perplexity Al Suno Al
$9B+ val Est. $1-3B

Al search for Safari/Siri Music generation for Apple Music

Apple's Quiet Al M&A History

Apple acquires 2-3 Al startups per quarter, mostly undisclosed. They've bought 30+ Al companies since 2020, all small

tuck-ins. The pattern suggests they're building in-house — but the capability gap is growing, not shrinking.




APPLE SCORECARD
M&A Scorecard & Predicted Deal Pipeline
EST.
COMPONENT SCORE KEY GAP TOP TARGET PROB.
VALUE
Foundation Models p) No frontier LLM Partnership expansion N/A 90%
Conversational Al . . ElevenLabs /
i Siri 15+ years behind $3-6B 50%
(Siri) SoundHound
e Yy 5 No image/video/music Runway / Midjourney / $5-12B )
gen Suno
Cloud Al / Developer No cloud Al platform Not in strategy N/A 10%
Al Search p) Safari Al search basic Perplexity Al $9B+ 30%
Health Al 3 Apple Watch + Health data ~ Whoop / Oura (data) $2-5B 45%
— N — thisis Apple'
On-Device (Strength) ’ . SRR N/A N/A —
Leader moat

15B.

Bottom Line: Apple is playing defense. The privacy-first, on-device strategy is a genuine differentiator but is
becoming a ceiling. With $160B+ cash, Apple could make the largest Al acquisition in history — but its culture of
small tuck-ins makes a mega-deal unlikely. The most probable move: deepening partnerships (OpenAl, potentially

Anthropic, Google) while making $1-5B creative Al acquisitions for content generation. Total predicted M&A: $5-
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SECTION VI

Other Major Acquirers

Nvidia - Palo Alto Networks - Salesforce - ServiceNow - Oracle - AMD
The non-hyperscalers reshaping Al through targeted acquisitions



NVIDIA $3.4T7 MARKET CAP

The Kingmaker's Own Gaps

Nvidia supplies the GPUs powering virtually every Al system. But dominance in training silicon doesn't guarantee

dominance in the next wave: inference optimization, networking, and Al software platforms.

Key Gaps & Targets
GAP TARGET EST. VALUE
Al Networking Arista Networks (deepen) $100B+ mkt cap
Edge Al / Robotics Figure Al (humanoid) $18B val
Al Software Platform Run:ai (acquired 2024) Closed v
Data Management Weka.io $1.6B val
Al Observability Weights & Biases $2-4B
Automotive Al Wayve $1-3B

Nvidia's M&A Constraint

Antitrust scrutiny is intense. The ARM acquisition ($40B) was blocked in 2022. Any major acquisition will face regulatory

hurdles. Nvidia will likely pursue $1-5B tuck-ins and strategic investments rather than mega-deals.

AMD's $4.9B ZT Systems acquisition shows intent to move up the stack into complete Al systems, not just chips.

GAP TARGET EST. VALUE
Al Software Nod.ai (acq. 2023) Closed v
Al Networking Pensando (acq. 2022) Closed v

Al Cloud Platform Lambda Labs $1-3B



Inference Optimization Neural Magic $500M-1B




SECURITY ACQUIRERS CYBERSECURITY
Palo Alto Networks & CrowdStrike

AI

4
Palo Alto Networks — Building the Al Security Platform
$25B CyberArk acquisition makes PANW the identity + network security leader. Cortex Cloud is cloud-agnostic — a
direct competitor to the Google-Wiz stack.
COMPLETED DEALS (2025) GAP FILLED
CyberArk ($25B) Identity & privileged access
Talon (2024) Secure enterprise browser
Dig Security (2024) Data security posture
Remaining Gaps
GAP TARGET EST. VALUE
Al Model Security Protect Al / HiddenLayer $500M-2B
Email Security Abnormal Security $3-5B
Cloud Detection Sweet Security $200-500M
\

CrowdStrike — The Al-Native Security Play

CrowdStrike's Falcon platform is the leading Al-native endpoint/cloud security platform. Heavy acquisition pace in
2025.

COMPLETED DEALS (2025) GAP FILLED
Onum Next-gen SIEM
Pangea Al security guardrails

Remaining Gaps

GAP TARGET EST. VALUE







ENTERPRISE SAAS ACQUIRERS ENTERPRISE AI

Salesforce - ServiceNow - Oracle

Salesforce

Agentforce platform launched 2025. Need to deepen agentic Al capabilities.

GAP TARGET

Al Data Platform Databricks (rumored)

Al Agents CrewAl / LangChain

Conversational Al Sierra Al

Industry Al Verint / NICE
ServiceNow

Rumored $3B Moveworks deal. $7B Armis deal also reported. Building the enterprise agent platform.

GAP TARGET
Agentic Al Moveworks ($3B)
Cybersecurity Armis ($7B)
Process Mining Celonis
Al Knowledge Glean

Oracle

OCl growing fast. Stargate partner with OpenAl. Database Al is the moat.

GAP TARGET
Al Database Pinecone / Weaviate

Al Analytics ThoughtSpot



Health Al Innovaccer

Cloud Security Orca Security

Enterprise SaaS M&A Forecast

Combined enterprise Saa$S acquirers (Salesforce, ServiceNow, Oracle, SAP, Workday) will drive $30-60B in Al-focused
M&A in 2026-2027. The common pattern: embedding agentic Al into existing workflow platforms before hyperscalers

commoditize the layer.




SECTION VII

Synthesis & Predictions

Cross-acquirer gap analysis, predicted mega-deals,
and the strategic implications for 2026-2027



SYNTHESIS

Cross-Acquirer Component Gap Matrix

COMPONENT

Energy & Power

Data Centers

Custom Silicon

Data & Training

Al Dev Tools

Foundation Models

Al Security

Al-Powered Saa$S

Agentic Al

Vertical Al Apps

% = Leader (score 5). Badges:

ALPHABET

5%

5%

MICROSOFT

5%

5%

5%

AMAZON

5%

@

@

ANALYSIS
META APPLE NVIDIA
4 4
4 2
5% 5%
4 2
2 2 4
4 2
2 2
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SYNTHESIS

Most Contested Acquisition Targets — 2026

COMPETITION

TARGET EST. VALUE COMPETING BUYERS GAP FILLED MOST LIKELY ACQUIRER
Perplexity Al S9B+ Amazon, Apple, Samsung Al Search Amazon (50%)
Cohere $5.5B Microsoft, Amazon, Oracle Enterprise LLM Microsoft (45%)
ElevenLabs $3-5B Apple, Amazon, Microsoft Voice Al Apple (40%)
Hugging Face $4.5B Meta, Google, Nvidia Dev Ecosystem Meta (35%)
Moveworks $3-5B Google, ServiceNow, MSFT Agentic Al ServiceNow (55%)
Orca Security $2-3B Amazon, Oracle, PANW Cloud Security Amazon (50%)
Cerebras $4-7B Microsoft, Oracle, TSMC Al Silicon Microsoft (35%)
Runway $4-6B Apple, Adobe, Meta Video Gen Al Adobe (45%)
Databricks $62B val Salesforce, Microsoft, Google Al Data Platform IPO likely (65%)
Figure Al $18B val Nvidia, Amazon, Tesla Humanoid Robotics Nvidia (30%)
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PREDICTIONS

10 Most Likely Mega-Deals of 2026-2027

# ACQUIRER
1 Amazon

2 Microsoft

3 ServiceNow

4 Alphabet

5 Salesforce
6 Apple

7 Amazon

8 Meta

9 Microsoft
10 Nvidia

TARGET

Cloud Security Platform

Frontier LLM Company

Armis / Moveworks

Agentic Al Platform

Al Data Platform

Creative Al Co

Perplexity Al

Al Dev Platform

Custom Al Silicon

Robotics / Edge Al

EST. VALUE

$5-10B

$5-10B

$7-10B

$3-8B

$10-20B

$3-8B

$9-12B

$4-8B

$4-7B

$5-18B

GAP

Wiz response

OpenAl hedge

Security + Agents

Enterprise agents

Data + agents

Generative media

Al search / Alexa

Llama ecosystem

Maia competitor

Beyond GPUs

FORECAST

CONFIDENCE

HIGH

HIGH

HIGH

Total predicted Al M&A value across all acquirers in 2026-2027: $150-300 billion. This would represent the largest

sustained M&A wave in technology history, exceeding the dotcom era and the 2015-2016 cloud consolidation wave

combined.



CROSS-CUTTING THEME

Energy Infrastructure — The Hidden M&A
Category

ENERGY
AI

45

Every hyperscaler needs 3.5x more data center capacity by 2030. Power generation is the binding constraint. This creates

an entirely new M&A category: energy-for-Al infrastructure.

4

Power Deals Already Signed (2025)

» BlackRock/MGX — Aligned Data Centers — $40B

» Microsoft = Three Mile Island nuclear restart

» Amazon — Talen Energy nuclear deal (Pennsylvania)
» Google = Kairos Power (small modular reactor)

» Meta — $10B Louisiana nuclear-powered data center

Predicted Energy M&A 2026-2027

ACQUIRER TARGET TYPE EST. SPEND
Microsoft Nuclear SMR / solar farms $10-20B
Amazon Power generation assets $15-25B
Alphabet Geothermal + nuclear $5-15B

Meta Nuclear + grid storage $5-15B
PE/Infra Funds Data center portfolios $50-100B

Nuclear energy companies (NuScale, Oklo, Kairos) are emerging as critical acquisition targets for hyperscalers who need

reliable 24/7 baseload power for Al clusters.

1pany announcements
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EMERGING ACQUIRERS NEW

ENTRANTS

Sovereign Wealth Funds & Non-Traditional
Buyers

Middle East Sovereign Wealth

MGX (Abu Dhabi), PIF (Saudi Arabia), and QIA (Qatar) are now major players in Al M&A. They're co-investing in data

centers, semiconductors, and Al startups at unprecedented scale.

FUND Al DEALS (2025) FOCUS

MGX / BlackRock Aligned DC ($40B) Al Infrastructure
PIF / SoftBank Stargate ($500B) Data Centers
Mubadala Multiple Al bets Chips + Models
QIA Al startup portfolio Applied Al

Other Non-Traditional Acquirers

BUYER TYPE EXAMPLE Al M&A THESIS

PE Firms Thoma Bravo, Vista, KKR Al SaaS rollups
Defense/Gov Palantir, Anduril Al defense platforms
Telecom T-Mobile, Verizon Network Al / edge
Automotive Tesla, Waymo, Cruise Autonomous driving Al
Healthcare UnitedHealth, CVS Clinical Al platforms

PE firms hold record dry powder and face exit pressure. Expect $20-40B in PE-driven Al acquisitions in 2026.



REGULATORY ENVIRONMENT REGULATION

Deal-Friendly But Not Friction-Free

Tailwinds (Pro-Deal)

» Trump admin shifted to "regulatory pragmatism" — DOJ cleared Google-Wiz
» FTC taking lighter touch on tech M&A vs Biden era

» Al competition framed as national security priority

» Rate environment supports large-scale financing

» Bipartisan support for US Al leadership vs China

Headwinds (Deal Risks)

» EU Commission remains aggressive (Google-Wiz under EU review)
» State-level Al regulation emerging (California, Colorado)

» Al governance frameworks may introduce new review triggers

» Circular Al deal structures face scrutiny (SoftBank-OpenAl)

» "Killer acquisition" concerns still linger in antitrust doctrine

» Data privacy regulations may complicate cross-border deals

4
Strategic Implication
The window for mega-deals is open now but may narrow. Smart acquirers are closing before potential 2026-2027
regulatory framework changes — particularly around Al governance, data privacy, and antitrust. The Google-Wiz
playbook (large reverse break-up fee + early regulatory engagement) will become standard practice.

\
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DEAL MECHANICS STRUCTURE

How Al Deals Are Being Structured in 2026

Strategic Investments (Not Acquisitions)

The new playbook: invest billions without acquiring control. Avoids antitrust triggers while securing access.
» MSFT — OpenAl ($13B+)

» Amazon — Anthropic ($8B)

» Google — Anthropic ($3B)

» Meta — Scale Al ($14.3B)

» SoftBank = OpenAl (S40B)

All-Cash Mega-Deals

Cash-rich acquirers using balance sheets for decisive moves. Premium valuations with large reverse break fees.
» Google = Wiz ($32B cash)

» PANW — CyberArk ($25B)

» HPE — Juniper ($13.4B)

» $3.2B reverse break fees now standard

Talent Acquisitions ("Acquihires")

Buying companies primarily for their Al research teams, not products. FTC watching closely.
» Microsoft « Inflection Al team

» Amazon + Adept team

» Google « Character.Al (licensing)

» Regulators pushing back on structure






RISK ASSESSMENT RISKS
What Could Go Wrong — The Bear Case

(
Valuation Bubble Risk Integration & Execution Risk
» Alinfrastructure at 12-15x » Historical M&A failure rate: 50-70% destroy value
EBITDA may be unsustainable
» Altalent retention is critical — founders leave post-acquisition
» $650B capex with $15-20B
. » Cultural integration (startup = megacorp) consistently problematic
current revenue = massive gap
_ . » Wiz neutrality risk: customers may flee if Google prioritizes own cloud
» Free cash flow going negative
for Amazon, dropping 90% for » Infrequent acquirers making 50%+ market cap bets (Bain data)
Alphabet/Meta
» "Capacity glut" if Al demand
doesn't meet aggressive
projections
» OpenAl still not profitable at
S5B ARR — what does that
mean for the space?
\

The Commoditization Scenario

The contrarian bear case: Al model performance converges, open-source (Llama, DeepSeek) commoditizes the
model layer, and the infrastructure spending proves to be a massive wealth transfer from tech shareholders to
Nvidia. In this scenario, the companies that use Al best win — not the ones that build Al. M&A premiums collapse as

the "Al moat" proves illusory.
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SELL-SIDE PERSPECTIVE

If You're Building in AI — This Is Your Exit Window

Hottest Categories for Acquisition (2026-2027)

# CATEGORY WHY NOW

1 Agentic Al platforms $155B projected spend
2 Cloud security (CNAPP) Wiz created arms race
3 Al infrastructure software Cluster mgmt, MLOps

4 Custom Al silicon Nvidia diversification

5 Vertical Al (healthcare) Regulated = premium

6 Al data/training pipelines Training data = new oil
7 Voice / conversational Al Apple + Amazon need it

What Makes a Target Irresistible

» $100M+ARR with 100%+ NRR (net revenue retention)
» Multi-cloud / platform-agnostic architecture

» Fortune 500 logos as customers

» Al-native (notAl bolted on to legacy product)

» Unique data moat that's hard to replicate

» Top-tier engineering team with retention plans

» Regulatory clarity (no antitrust red flags)

MULTIPLE

15-20x Rev

12-14x Rev

10-12x Rev

8-10x EBITDA

8-12x Rev

8-12x Rev

10-15x Rev

SELLERS

"The companies that win the Al era won't build everything — they'll acquire the missing 20% that unlocks the other

80%."






SUMMARY FORECAST FORECAST

Total Al M&EA Spend by Acquirer — 2026-2027

ACQUIRER PREDICTED M&A (2026-2027) TOP PRIORITY GAP # OF DEALS EXPECTED
Alphabet / Google $15-30B Agentic Al + Verticals 8-15

Microsoft $20-40B 1P Models + Silicon 6-12

Amazon [ AWS $25-50B Security + Consumer Al 10-20

Meta $10-25B Enterprise + Dev Tools 5-10

Apple $5-15B Creative Al + Voice 10-25 (small)

Nvidia + AMD $10-25B Software + Robotics 5-12

Enterprise SaaS $30-60B Agentic + Data 15-30

PE [ SWF /[ Other $40-80B Infrastructure + Rollups 50-100

TOTAL $155-325B Largest Al M&A wave in history
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IMPLICATIONS CONCLUSIONS

Five Strategic Takeaways for Deal-Makers

1. The Window Is Open — But Closing

Pro-deal regulatory environment + record cash reserves + falling rates = optimal M&A conditions. EU regulation, Al

governance frameworks, and potential political shifts could narrow this window by late 2027.

2. Security Is the New Cloud Gateway

Google-Wiz proved that security drives cloud migration. Every hyperscaler and enterprise platform needs an integrated

Al security stack. This category will see $50B+ in acquisitions over the next 18 months.

3. The Model Layer Is Commaoditizing

With DeepSeek, Llama, Mistral, and Gemma all approaching frontier quality, the moat isn't the model — it's the

application and datalayers. Smart acquirers are buying up the stack, not down.

4. Agentic Al Is the Next Platform War

$155B projected agentic Al spend in 2026. Every platform company needs autonomous agents — and the companies

that can orchestrate multi-agent workflows will command the highest multiples. This is the #1 M&A category for 2026.

5. Energy Is the Binding Constraint

$650B in capex is meaningless without power. Nuclear, solar, and grid infrastructure acquisitions will become as

strategically important as software acquisitions. The hyperscaler that locks down power wins the Al race.

The Meta-Pattern

Every major acquirer has 2-3 critical gaps scored <2. The companies that fill those gaps first — through M&A, not
internal development — will define the next era of technology. Build-vs-buy isn't a debate anymore. It's buy-and-build,
or be left behind.






THE 2026-2027 Al M&A LANDSCAPE

The Gap Is the
Opportunity

$155-325 billion in predicted Al acquisitions. Seven major acquirers. Ten component
categories. Thousands of targets. The companies that understand their gaps — and

fill them fastest — will define the next decade of technology.

John J. Shay IV
Global Gauntlet Al | M&A Strategy | Al Advisory

bit.ly/jjshay | February 2026
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