
Industrials Investment Banking Recruiting Guide
 

Overview of Industrials Verticals:
Industrial investment banking is organized around several major verticals, including Aerospace 
& Defense, Capital Goods, Transportation & Logistics, Building Products, Business and 
Industrial Services, Chemicals and Materials, Packaging, and Automotive and Mobility. The 
exact structure varies by bank. Many investment banks have one broad Industrials group that 
covers companies across several of these verticals. Analysts may work on transactions involving 
multiple types of industrial businesses. At other banks, Industrials coverage is divided into 
smaller teams, or individual senior bankers specialize in a particular vertical because they have 
deeper industry knowledge and stronger relationships within that market. 
Candidates should understand how the Industrials group is organized at each bank. It is helpful 
to express a genuine interest in one or two verticals, but candidates should also demonstrate a 
willingness to work across the broader Industrials sector. 

Aerospace & Defense covers commercial aerospace, defense contractors, government services, 
space systems, and aircraft maintenance and components. Bankers advise manufacturers of 
aircraft, engines, weapons systems, and mission-critical electronics on M&A and financing, 
with deal activity shaped by aircraft production rates, defense budgets, and geopolitical 
conditions. M&A is often driven by larger primes acquiring specialized component, 
technology, or aftermarket businesses, which is why backlog, program concentration, and 
aftermarket revenue are central to how bankers evaluate a target. 

Capital Goods covers machinery, automation, electrical equipment, flow control, tools, and 
engineered components. Bankers evaluate orders, backlog, book-to-bill, and aftermarket 
exposure, since deal activity is closely tied to industrial production, customer capex, and 
equipment replacement cycles. M&A in this vertical typically involves adding complementary 
products, entering new end markets, or building out higher-margin, recurring parts and service 
revenue. 

Transportation & Logistics includes railroads, trucking, freight forwarding, parcel delivery, 
marine transportation, aviation services, and third-party logistics. Bankers focus on shipment 
volume, pricing or yield, fuel costs, and asset utilization, and distinguish asset-heavy carriers 
that own fleets and infrastructure from asset-light logistics companies that purchase capacity 
from others. M&A is used to expand geographic coverage or service categories, while debt 



financing is particularly important for businesses that must invest heavily in vehicles, aircraft, 
or vessels. 

Building Products and Construction spans HVAC systems, roofing, insulation, doors and 
windows, aggregates, construction distribution, and infrastructure services. Demand is driven 
by residential construction, repair and remodeling activity, commercial development, and 
interest rates, and bankers distinguish new-construction demand, which is more cyclical, from 
repair and replacement demand, which is more stable. Because many building-products 
markets are fragmented, M&A is common and centers on geographic expansion or product-
line consolidation, with bankers focused on project backlog, local market exposure, and 
material and pricing dynamics. 

Business and Industrial Services covers testing and inspection, facilities maintenance, 
environmental services, equipment rental, industrial distribution, and safety and compliance 
businesses that provide specialized support to industrial and commercial customers rather than 
manufacturing physical products. Revenue is often recurring, since customers require ongoing 
maintenance, inspections, or regulatory compliance, and the fragmented nature of these 
markets makes them attractive for roll-up M&A by strategics and private-equity sponsors. 
Bankers evaluate organic growth, customer retention, route density, and a company's ability to 
integrate acquisitions. 

Chemicals and Materials includes specialty and commodity chemicals, coatings, industrial 
gases, ingredients, metals, composites, and engineered materials used across manufacturing, 
construction, agriculture, and consumer products. Commodity chemical companies are highly 
exposed to supply, demand, and feedstock prices, while specialty chemical companies benefit 
from differentiated products and stronger pricing power. M&A in this vertical is often about 
shifting a portfolio toward higher-growth applications or higher-margin products, and bankers 
analyze volume, price-cost spread, plant utilization, and end-market exposure to assess a target. 

Packaging, Paper, and Forest Products covers flexible and rigid packaging, labels, metal and 
glass containers, corrugated boxes, paperboard, tissue, and timber products serving food and 
beverage, healthcare, consumer, and industrial customers. Deal activity is driven by 
consolidation, geographic expansion, and growing customer demand for sustainable materials, 
and bankers focus on shipment volume, pricing, product mix, and exposure to resin, fiber, 
metal, and energy costs. M&A often helps companies add new packaging formats or better 
serve large multinational customers. 

Automotive and Mobility includes automotive suppliers, vehicle components, commercial 
vehicles, dealerships, aftermarket products, and mobility technology, with suppliers 
manufacturing products like braking systems, electronics, seating, and powertrain components 
for vehicle manufacturers. Deal activity is shaped by global vehicle production, platform 



awards, content per vehicle, and the shift toward electric and software-enabled vehicles, and 
bankers also evaluate launch costs, warranty exposure, and customer concentration. Dealership 
and aftermarket businesses are evaluated differently, since parts and service demand generates 
more recurring revenue than new-vehicle sales. 

What to Know About Each Vertical
Question Example Answer

What is sold?
Equipment, components, consumables, software-enabled systems, or 
services

Who buys it? Manufacturers, distributors, governments, contractors, or consumers

What drives demand?
Production, capex, construction, traffic, regulation, replacement, or 
budgets

What drives margin? Volume, price/cost, mix, utilization, productivity, and service attachment

What repeats?
Aftermarket parts, maintenance, inspection, consumables, or long-term 
contracts

 

Industrials Investment Banker Roles
Mergers & Acquisitions involves advising a company that is buying another business, selling 
itself, or combining with a competitor. Buy-side bankers identify targets, assess strategic fit, 
and value the impact of an acquisition, while sell-side bankers prepare marketing materials, 
identify buyers, and run the auction process. Industrial M&A is typically driven by product 
expansion, geographic growth, cost synergies, increased aftermarket exposure, or the 
consolidation of fragmented markets. 

Divestitures and Carve-outs involve selling a business division or separating it from a larger 
parent, which is common in Industrials because large companies often own businesses across 
several products and end markets. Companies divest to simplify their portfolio, raise cash, or 
focus on higher-growth operations, and bankers must determine the division's standalone 
performance while accounting for shared facilities, stranded costs, and transition-service 
agreements. Carve-outs are often more complex than selling a standalone company because a 
clean set of financials may not exist. 

Debt Capital Raising involves helping a company borrow through loans, bonds, or other 
instruments to finance an acquisition, refinance existing debt, or fund manufacturing capacity 
and operations. Bankers evaluate a company's debt capacity, credit profile, leverage, and ability 



to generate cash through different economic conditions. Debt financing is especially important 
for capital-intensive businesses like equipment rental, transportation, and manufacturing. 

Equity Capital Raising involves helping a company raise money by selling ownership to 
public or private investors through IPOs, follow-ons, private placements, or convertible 
securities, typically to fund growth, reduce debt, or provide liquidity to existing shareholders. 
Bankers help determine valuation, offering size, and market timing. Equity offerings are less 
frequent for mature Industrials companies than for early-stage tech or biotech names, but 
remain important for high-growth or newly public companies. 

Leveraged Buyouts and Sponsor Transactions involve private-equity firms acquiring 
companies using a mix of debt and equity. Industrials attracts significant sponsor activity 
because many verticals contain stable, defensible businesses with recurring revenue and 
opportunities for operational improvement or additional acquisitions. Bankers may advise the 
buyer, seller, or financing sources, evaluating purchase price, leverage, cash-flow generation, 
and exit valuation. 

Restructuring and Liability Management involves advising companies facing financial 
distress, excessive leverage, or an upcoming debt maturity. Industrials companies can come 
under pressure when demand declines, input costs rise, or fixed costs make earnings especially 
sensitive to lower volume, and bankers evaluate liquidity, debt obligations, and potential 
recoveries for creditors to recommend strategic alternatives such as refinancing, asset sales, or a 
bankruptcy reorganization. 

Strategic and Board Advisory involves helping management and boards evaluate major 
decisions beyond a single transaction, including portfolio reviews, capital allocation, corporate 
separations, and responses to activist investors. Diversified Industrials companies often operate 
businesses with different growth rates, margins, and valuation multiples, so bankers analyze the 
value of each piece and help the board decide whether assets should be acquired, retained, 
divested, or separated. 

Recruiting Timeline
Recruiting timelines shift earlier every cycle, so make sure that you are up to date on the 
deadlines for your recruiting cycle. Networking calls typically pick up between September and 
November, boutique and select bulge-bracket applications open in November and December, 
and HireVues and first-round interviews begin rolling out in early January, with superdays and 
final rounds running January through March and offers extended on a rolling basis. 
By the start of your sophomore year, you should have a working knowledge of accounting, 
valuation, and basic M&A/LBO mechanics, understand what makes Industrials distinct as a 



sector, and have an initial answer ready for "Why Industrials?" and "Tell me about yourself." 
By the end of the fall quarter, you should have completed several networking calls, have at 
least one Industrials deal walkthrough fully prepared with a second underway, and be 
comfortable discussing a recent Industrials trend without notes. 

Locations and Placement
Most bulge-bracket banks and elite boutiques maintain an Industrials coverage group, though 
the group's breadth and structure vary by firm. Some banks run one broad Industrials team, 
others split coverage into vertical-specific teams led by senior bankers who specialize in that 
market. Firms with active Industrials coverage include Goldman Sachs, Morgan Stanley, J.P. 
Morgan, Bank of America, Citi, Barclays, Wells Fargo, Deutsche Bank, UBS, Evercore, 
Lazard, Moelis, PJT Partners, Centerview, Guggenheim Securities, Jefferies, and RBC Capital 
Markets. 
A separate set of firms build a large share of their platform specifically around industrial end 
markets and financial-sponsor relationships. Harris Williams (part of PNC), William Blair, 
Robert W. Baird, Lincoln International, KeyBanc Capital Markets, and BMO Capital Markets 
run frequent sell-side processes for private-equity-backed and family-owned industrial 
businesses, and Houlihan Lokey has consistently ranked among the most active advisors on 
sub-$5 billion Industrials M&A. These firms are worth researching even if you are primarily 
targeting bulge brackets, since much of the actual deal volume in Industrials happens at this 
size. 
Many banks, along with firms such as Moelis and PWP, hire analysts into a generalist or semi-
generalist pool and place them into Industrials after the internship or during full-time staffing, 
rather than recruiting directly into the group. Because organizational structure varies so much 
by firm, research how each bank splits up Industrials coverage, which verticals a given office or 
team emphasizes, and which offices appear most often on that firm's recent transactions. 

Networking
Speaking with analysts and associates is the best way to understand how a specific team is 
organized and whether its culture and staffing model fit you. Aim for at least two to three calls 
per firm you're seriously considering, prioritizing people who can speak candidly to day-to-day 
work and staffing, and come to  each call having researched the firm's recent Industrials 
transactions so you can ask specific, thoughtful questions rather than generic ones. 
Ask questions you genuinely want answered including culture, cross-vertical exposure, how 
staffing decisions are made, and save compensation and hours questions for after an offer. If 
someone seems rushed, keep things lighter, if they're eager to talk about their work, go deeper 
on the technical and industry side. You'll generally know a call is going well if the banker ends 
up talking for most of it. Keep outreach emails short and specific, propose two or three times 



you're available, and always send a thank-you note afterward, asking, when appropriate, for an 
introduction to a colleague. 

Example networking email: 
Subject: University of Chicago Student Interested in [Bank]'s Industrials Group  

Hi [Name],  

My name is [Your Name], and I'm a second-year at The University of Chicago studying 
[major/minor]. I am interested in Industrials investment banking, and I saw that you work on 
[specific vertical, e.g., Building Products] at [Bank] and wanted to reach out to learn more about 
your experience.  
Would you have 15–20 minutes in the next couple of weeks for a call? I'm generally free [two or 
three specific days/times], but happy to work around your schedule.  

Thank you for your time, [Your Name]  

Before your first call, you should know at least one Industrials trend, have the basics of 
accounting and valuation down, be able to name one company you follow, and know one 
recent transaction the bank you're speaking with has advised on. Networking should generally 
run from the start of the fall through as late as January or February depending on the firm. 
Start with firms lower on your list so you can build confidence before speaking with your top 
choices. 

Behavioral Questions:

Why Industrails?
A strong answer shows Industrials is a deliberate choice, built on personal evidence, a specific 
sector feature, and a clear reason banking is the right way to explore it. 

Recommended structure
1. Personal evidence: a course, job, project, or experience that sparked genuine curiosity.
2. Sector attraction: the specific operating feature that interests you.
3. Banking connection: why transactions and rigorous company analysis appeal to you.
4. Firm link: tie your interest to the group's verticals, people, or staffing model.
5. Bank-specific closing sentences: why would you excel best at the bank you are 
interviewing with?



Example 1: Interest in Tangible Businesses — "I'm interested in Industrials because I enjoy 
analyzing businesses where the link between operations and financial performance is tangible. I 
also like the variety: an aerospace-components manufacturer, an equipment distributor, and an 
industrial-services company can serve similar customers but have very different revenue models 
and risk profiles. Industrials banking would let me build a deeper understanding of these 
businesses while advising them on M&A, divestitures, and capital allocation." 

Example 2: Manufacturing or Personal Background — "My interest in Industrials comes from 
growing up around manufacturing businesses in [location] and seeing how central they are to 
the broader economy. I became curious about how these companies make decisions on 
capacity, supply chains, and equipment investment, and as I learned more finance, how those 
decisions affect cash flow, valuation, and M&A strategy. Industrials banking appeals to me 
because it combines detailed financial analysis with an understanding of how companies 
actually make and deliver products. I'd be especially interested in capital goods and industrial 
services while building broader exposure to the sector." 

Example 3: Engineering or Technical Background — "My engineering background first drew 
me to Industrials because I like understanding how products and systems work. Over time, I 
became just as interested in the business decisions behind them. Industrials banking sits at that 
intersection, letting me use my technical curiosity while developing the financial and strategic 
skills to advise companies on major transactions. I'm particularly interested in automation and 
engineered products, though I'd value exposure across the broader group." 

Example 4: Broad Industrials Interest Without a Technical Background — "I don't come from 
an engineering or manufacturing background, and that's part of what makes Industrials 
appealing. I enjoy learning how unfamiliar businesses operate and translating those details into 
financial analysis. The sector spans aerospace, capital goods, transportation, building products, 
and services, but the companies are all connected by questions of volume, pricing, utilization, 
and capital investment. I'd value starting with broad exposure so I can compare business 
models and figure out where to build deeper expertise over time." 

Example 5: Concise Interview Version — "I'm interested in Industrials because it combines 
tangible business models with real financial and strategic complexity. I like connecting 
operating factors like orders, backlog, and aftermarket mix to a company's margins, cash flow, 
and valuation. The sector also has significant M&A activity, from smaller consolidation deals 
to large carve-outs and portfolio transformations. Industrials banking would let me build a 
detailed understanding of these companies while working on the transactions that shape their 
strategies." 



Why This Bank?
A convincing answer shows you've done the research to understand what the team does, what 
you learned from people there, and why that environment matches how you want to develop. 
Example: "I'm drawn to the group's exposure across capital goods and industrial services, and 
to working with both corporate and sponsor clients. After speaking with [names], I heard 
consistently that analysts get early responsibility but are expected to understand the operating 
story behind the model, which aligns with how I learn and the kind of work I want to do." 

Other Behavioral Questions
1. Tell me about yourself.
2. Why investment banking?
3. Why our office?
4. Tell me about a failure or conflict.

Prepare five to six flexible stories covering leadership, teamwork, conflict, failure, initiative, 
and pressure, and use the STAR method (Situation, Task, Action, Result) to structure your 
answers. 

Technical Questions:
Industrials interviews combine standard IB technicals with questions on industrial business 
models, operating metrics, trends, and recent transactions — start with the core technicals 
asked of every group before moving to sector-specific material. Industrials rarely requires 
engineering knowledge, but you should be able to explain how an industrial company makes 
money, identify the operating metrics that matter for each vertical, and connect changes in 
volume, price, cost, and working capital to earnings, cash flow, and valuation. 

Technical Preparation Resources

Core Investment-Banking Resources
• Breaking Into Wall Street's 400 Questions Guide — a broad intro to accounting, 
valuation, DCF, merger-model, and LBO questions; a good baseline before sector-specific 
prep.
• Wall Street Prep's Investment Banking Interview Guide ("the Red Book") — a larger 
question bank across accounting, valuation, and modeling, with more technical follow-ups.
• Rosenbaum & Pearl's Investment Banking: Valuation, LBOs, M&A, and IPOs — a 
deeper explanation of comps, precedent transactions, DCF, and LBOs; best for 
understanding the reasoning, not memorizing answers.
• Wall Street Oasis and Mergers & Inquisitions — useful for extra questions and interview 
experiences, but verify explanations against a trusted source since quality varies.



Industrials Trend Walkthrough
Prepare one or two trends in depth rather than a long list of headlines. A strong answer 
explains the trend, its cause, its effect on company performance, the winners and losers, and 
the transaction implications, closing with a specific indicator to watch: 

1. Identify the trend: state clearly what's changing.
2. Explain the cause: the economic, technological, regulatory, or customer factor driving it.
3. Connect it to performance: effect on revenue, margins, working capital, capex, or risk.
4. Identify winners and losers: by end-market exposure, pricing power, or cost structure.
5. Explain the transaction implications: acquisitions, divestitures, capital raising, or 
restructuring.
6. Name an indicator: orders, backlog, utilization, production rates, or management 
commentary.

Good sources for Industrials trends: Wall Street Breakfast, Reuters Markets, Axios Markets, 
Axios Macro, The Wall Street Journal, WSJ Logistics Report, Manufacturing Dive, and 
IndustryWeek. 

Industrials Deal Walkthrough
A deal walkthrough is a structured explanation of an Industrials transaction that shows you can 
understand a business, evaluate strategic rationale, interpret valuation and financing, and form 
an independent opinion. Prepare at least two transactions — ideally one in your most 
interesting vertical and one connected to the bank you're interviewing with — using the 
original announcement, investor presentation, merger proxy, and company filings as your 
primary sources. 
Recommended structure: 

1. Transaction Overview: parties, announcement date, equity/enterprise value, advisor 
roles.
2. Company and Vertical Overview: what each party sells, vertical/sub-vertical, geographic 
exposure.
3. Strategic Rationale: why the deal made sense for both sides.
4. Valuation
5. Financing and Transaction Structure
6. Financial Impact
7. Risks
8. Personal View



Industrials-Specific Technical Questions

Business Model and Revenue
1. How does an industrial company make money?
2. What is the difference between an original-equipment manufacturer and an aftermarket 
business?
3. Why is an installed base valuable?
4. What is organic growth?
5. What does price-volume-mix mean?

Orders and Backlog
6. What is backlog?
7. What makes backlog high quality?
8. What is book-to-bill?
9. Can book-to-bill be misleading?

Margin and Operating Leverage
10. What is operating leverage?
11. How does capacity utilization affect margins?
12. What is price-cost spread?
13. Why might pricing lag cost inflation?
14. What is decremental margin?
15. What is incremental margin?

Working Capital and Cash Flow
16. Why can revenue growth reduce free cash flow?
17. Why might inventory increase before revenue?
18. How can customer advances affect cash flow?
19. Why is EBITDA not the same as cash flow for an industrial company?
20. What is free-cash-flow conversion?

Valuation
21. Which valuation methods are commonly used for Industrials companies?
22. Why is EV/EBITDA commonly used?
23. When might EV/EBIT be more useful than EV/EBITDA?
24. Why might two Industrials companies with the same EBITDA trade at different 
multiples?
25. How would you value a diversified Industrials company?
26. How should cyclicality affect valuation?
27. Why are precedent-transaction multiples sometimes higher than trading multiples?



M&A and Transactions
28. Why do Industrials companies make acquisitions?
29. Why are carve-outs common in Industrials?
30. Why is a carve-out more complicated than selling a standalone company?
31. What makes an Industrials company attractive to private equity?
32. What are common Industrials M&A synergies?


