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COUNTRY SPOTLIGHT

Kazakhstan: The Privatization Succession
Vacuum

Kazakhstan has 175 meat processors with halal certification covering 49 countries, an ice cream
producer ranked 27th globally that was first to export to China, and a beverages founder who built a
regional empire -- then lost his PepsiCo franchise to a €100M Carlsberg plant in 2026. The founders who
privatized Soviet factories in the 1990s are now aged 50-72, sitting on businesses worth tens of millions,
with no succession plan and no institutional buyer in sight. The intelligence gap is total.

QUICK FACTS

Market Size $260B GDP (2025 est.), largest economy in Central Asia, 20 million consumers with
oil-fuelled urban middle class concentrated in Almaty and Astana

Unique Advantage JAKIM-accredited halal certifications covering 49 countries « Gulf and MENA export
credentials no other Central Asian market can match

Biggest Challenge 70 years of Soviet collectivization destroyed wealth transfer traditions « Family
Capital Institute is the sole succession body in the country

Timing Factor First-wave privatization founders (1991-2005) now aged 50-72 « 2022 Bloody

January + Tokayev's de-oligarchization compressing succession timelines

“The biggest challenge in Kazakhstan's family business succession is that no tradition exists. The Soviet
system destroyed private wealth transfer for seventy years.”

Yermek Rustembek-uly , Founder, Family Capital Institute

Paraphrased from institutional position (Kazakhstan)

MARKETS: Kazakhstan

SECTORS: Halal Foods - Packaged Beverages - Dairy Products - Heritage Textiles & Fabrics - Pharmacy & Health Retail -
Food Processing - Grocery & Specialty Retail
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Almaty commercial hub and Astana capital
sector: Kazakhstan's two-city succession map
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Kazakhstan's consumer brands split between Almaty, where established business families hold the most visible brands, and
Astana, where a second founder wave built retail during the capital's expansion; aging founders hold valuable privatised assets but
face succession without clear institutional buyers.

Brand activity concentrates in two nodes: the Almaty commercial hub in the south-east (beverages, dairy, pharmacy) and the Astana
political-commercial hub in the north (grocery retail, building materials). Production clusters in Taraz, Uralsk, and Shymkent hold the
meat processing and halal food concentration that gives Kazakhstan its most distinctive export angle.

Kazakhstan has 175 registered meat processors, a dairy sector where one founder built the 27th-largest
ice cream company in the world and became the first to export Kazakh ice cream to China, and a
beverages empire that — three decades after its founder started by selling electronics on the street in
Almaty - just lost its PepsiCo franchise to a €100 million Carlsberg plant. The founders who built these
businesses during the turbulent privatization of the 1990s are now aged 50 to 72. They built without
institutional capital, survived without succession traditions, and navigated four distinct national crises.
Fewer have succession plans than in any comparable emerging market. The window is open, and almost
no one is looking.

Whitepaper No 1 documents a synchronized transition wave across emerging markets: reform-era founders
ageing out simultaneously, institutional investors unprepared. Kazakhstan is what that thesis looks like in a
country that is simultaneously a Central Asian resource state, a EAEU member with frictionless access to a 180-
million-person market, a halal certification hub with credentials covering 49 countries, and a place where
seventy years of Soviet collectivization destroyed private wealth transfer traditions so thoroughly that the
institution trying to rebuild them - the Family Capital Institute - was founded by a single entrepreneur as
recently as the 2010s.
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The intelligence here is thinner than in Argentina or Russia. Kazakhstan’s business press - Forbes Kazakhstan,
Kapital.kz, Kursiv.kz - is robust in Russian but shallow on biographical depth. Founder interviews exist but
rarely penetrate below the surface of brand positioning. What the research does reveal is a small number of
exceptional individuals running businesses of substantial scale, invisible to every institutional database, and
approaching the succession window without a plan. That is the opportunity.

The 1991 cohort and its crisis-hardened
SUrvivors

Kazakhstan’s founding cohort was created in a single compressed window: 1991 to 2005. The mechanics were
different from Russia’s voucher privatization but the outcome was similar - Soviet-era productive assets were
transferred to private hands, most going to the managers who were already running them or to a new class of
traders who saw the vacuum and filled it.

The first layer was the Soviet factory managers who became owners. Meat processors, dairy plants, textile mills,
flour mills - these were enterprises with established equipment, established distribution, and established
workforces. What they lacked was brand identity, market orientation, and capital for modernisation. The
founders who took them over in the early 1990s spent the next decade transforming Soviet production facilities
into recognisable consumer brands. They are now in their late fifties to early seventies.

The second layer formed during the oil boom years, roughly 2000 to 2010, when Kazakhstan’s GDP grew at 10%
annually and a genuine urban consumer class emerged in Almaty and Astana. Pharmacy chains, grocery retail,
specialty food brands - these were entrepreneurial creations in a period of relative prosperity. Founders from
this era are younger: in their late forties to early sixties today.

What makes Kazakhstan’s wave distinctive is not the layering but the crisis density within the founding window.
The founders who started businesses in 1991 navigated, within their first decade alone: the monetary chaos of
transitioning from Soviet rubles to tenge, the collapse of Soviet distribution networks, hyperinflation, the 1998
Russian financial crisis that hit Kazakhstan’s largest trading partner, and the brutal economic contraction of the
early independence years. By 2005, when the oil boom stabilised conditions, the founders who had survived
were exceptional by definition. Weak businesses had already failed.

The crises that followed - the 2008 banking collapse, the 2015 tenge devaluation, the 2020 COVID disruption,
the 2022 Bloody January events - added layers to the documentation record without eliminating the core of
first-wave survivors. Each crisis separated the resilient from the fragile. Each also deepened the key-person
dependency that makes succession so difficult. When a founder personally calls the supplier who extends credit
during a crisis, personally negotiates with the regional governor who controls distribution licenses, and
personally holds the relationships that keep the business alive, the business does not transfer easily to a
professional management team.

Kazakhstan’s wave shape is compressed and crisis-hardened — not layered across decades like Russia or China,
but forged in a single institutional rupture and then tempered by four subsequent national crises within one
founder generation.
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FOUNDER AGES BY SECTOR

Where Kazakhstan's Founders Stand in 2026

Seven sectors, one window — and no succession plans in sight

@ Critical @ Imminent @ Emerging @ Latent
SUCCESSION WINDOW

Meat Processing
NoniAlcoholic Beverages

Dairy & Frozen Foods

Textiles & Apparel

Building Materials

Pharmacy Chains

Flour Milling

35 40 45 50 55 60 65 70 75 80
Founder age in 2026

Age ranges based on sector mapping research and industry profiles. Succession window (60-75) based on PwC Global
Family Business Survey and INSEAD family business research. Source: Brandmine analysis.

Meat processing, beverages, and ice cream at the front
of the queue

Brandmine’s sector mapping identified twelve candidate consumer sectors in Kazakhstan. Nine show
meaningful founder-owned brand activity at commercial scale. Three are already in the succession window with
documented transition pressure.

The sector with the most distinctive export angle - and the most urgent
succession need

Kazakhstan’s meat processing sector is the most analytically interesting in Central Asia. It combines the highest
density of first-wave privatization founders with a unique commercial credential that no other sector in the
country possesses: JAKIM-accredited halal certification covering 49 countries. An estimated 175 processors
operate nationally, with combined annual capacity of 248,000 tonnes running at 55% utilisation - the
underutilisation itself is a signal of structural fragility that succession events will worsen.
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The three confirmed founder-owned brands at the top of the sector reveal its shape. Shah Product, built by the
Shamakhsutov family in Taraz from a “small family business” in the early 1990s into a national top-three
producer with 100-plus SKUs, 1ISO 22000 and halal certification, and still registered as an /MM - a sole
proprietorship - confirming that not a single institutional investor has ever touched it. Kubley, established in
Uralsk in 1992 as a horse meat specialist, has grown to revenue of 190.6 billion tenge (approximately $380
million) in 2024, operates two factories, and was selected by the state in 2025 for saiga antelope processing
contracts. Sterkh, founded in 1996, and Rubikom, the sector’s largest by capacity at 12,000 tonnes annually,
complete the top tier. All are founder-controlled. None has raised institutional capital. Russian sausage imports
still cover 40% of domestic demand - the import substitution opportunity that these founders are positioned to
capture is real, but only if they survive the transition.

The beverages founder at the strategic inflection point

Raimbek Batalov founded Raimbek Trading in 1992 as an electronics distributor - a pattern familiar from Russia
and China, where the first entrepreneurs were the traders, not the producers. He pivoted to juice manufacturing
in 1998. By 2003 his group had established the first fully Kazakh-owned company in Xinjiang, China. The Juicy
brand became the Kazakh juice market leader. Raimbek Group extended into Adal water, Miloko milk, and
eventually the bottling and distribution of Pepsi products for Kazakhstan - a franchise that brought Western-
style scale and systems to a founder-built business.

In January 2026, Carlsberg assumed the PepsiCo franchise, investing €100 million in a new 340-million-litre
plant. The loss is existential in the specific sense that a franchise structure imposes discipline on a business: it
brings systems, reporting, quality standards, and brand management protocols that owner-run businesses
often lack. When the franchise ends, the founder must answer the question that the franchise deferred: what
does the business become without it?

Batalov is fifty-six years old. He chairs the Forum of Entrepreneurs. He has five children. He has never, in any
recorded interview, discussed succession. The Raimbek Group is the most visible founder-owned consumer
business in Kazakhstan. It is also, as of January 2026, at the most uncertain strategic moment in its thirty-year
history.

The ice cream founder who became a global player

Andrey Shin’s trajectory is one of the more unusual in Central Asian consumer brands. An ethnic Korean from
Kyrgyzstan, he started a family ice cream business in Bishkek in 1995, moved to Kazakhstan around 2002, and
built a factory in 2004. Shin-Line is now estimated at 35 to 49% of the Kazakh ice cream market by Euromonitor,
with revenue around T42.9 billion - approximately $90 million - 2,200 employees, 140-plus SKUs, and 300-plus
delivery vehicles. The company holds the 27th position globally among ice cream producers and was the first
Kazakh ice cream brand to export to China.

During the 2021 COVID recovery, Shin invested T33.4 billion in what he described as the largest ice cream factory
in the CIS - an act of crisis-era growth aggression that mirrors the patterns of the strongest founders in
Brandmine’s coverage. The adjacent categories - UHT milk, butter, instant noodles, a joint venture with Korean
Binggrae since 2014 - demonstrate a founder who expands horizontally rather than planning for vertical exit.
Shin serves as President of his company. His age is estimated at 51 to 56. No succession information is publicly
available.

The sectors forming behind the leaders

Four additional sectors warrant monitoring. Textiles and apparel contains a live succession story in Mimioriki, a
children’s clothing brand founded in the early 2000s and now running a documented generational transfer - the
only confirmed succession event in the sector. Building materials has produced AlinEX, a construction
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compound brand that has become a verb in the Kazakh construction industry - brand equity that transfers to
buyers, if the founder is willing to sell. Pharmacy chains, led by Europharma with 270-plus outlets, represent a
sector where the capital intensity of the distribution network creates natural exit pressure. Flour milling,
dominated by founders who privatised Soviet-era mills, has the oldest cohort in the mapping - with the least
press documentation.

Soviet wealth transfer, oligarch boundaries, and the
EAEU corridor

Kazakhstan’s succession crisis has a specific character that distinguishes it from Russia, Argentina, or any of the
other markets in Brandmine’s coverage.

The Soviet wealth transfer problem is not metaphorical. In Russia, the glasnost and perestroika years gave a
small class of entrepreneurs a five-to-ten-year period of semi-private activity before the formal privatization
wave - enough time for some to begin thinking about business as a transferable asset. In Kazakhstan, the
transition from Soviet collective system to private ownership happened in a single institutional rupture. The
founders of 1991 to 1993 had no template, no precedent, and no cultural framework for thinking about business
succession. Their parents had not owned businesses. Their grandparents had been collectivised. The concept of
a private business as a transferable multigenerational asset is, in Kazakhstan, a first-generation invention.

The oligarch-founder boundary problem adds another layer of complexity. Kazakhstan’s privatization created a
small class of politically connected oligarchs - the “Nazarbayev circle” - who control significant consumer
conglomerates. Distinguishing genuine founder-owned SMEs from oligarch-controlled enterprises requires
careful navigation. The $5M to $100M revenue tier, where Shah Product and Shin-Line operate, is where
founder-owned ownership is most genuine and most invisible to institutional capital. Above $100 million, state
linkages and oligarch relationships begin to complicate ownership assessment.

The EAEU dimension cuts both ways. Kazakhstan’s membership in the Eurasian Economic Union provides
frictionless access to a 180-million-person market including Russia - a structural advantage that Russia’s
competitor markets lack. But EAEU membership also means that Western institutional capital faces secondary
sanctions exposure when evaluating Kazakh consumer brands that export to or source from Russia. The buyers
who are best positioned to act on Kazakhstan’s succession wave are non-Western: family offices from the Gulf
Cooperation Council, strategic acquirers from Turkey and South Korea, Chinese investors using the Khorgos
gateway infrastructure that already exists. The opportunity is real; the buyer profile is specific.

The buyers Kazakhstan needs — and the ones it does not
yet have

Kazakhstan’s consumer brand landscape has no equivalent of L Catterton or Grupo Perez Companc - no local
institutional buyer with a systematic approach to consumer brand acquisition. EBRD and IFC are the most active
institutional investors in the country’s consumer sectors, but their mandates are developmental, not strategic
acquisition. The Family Capital Institute is the only institution actively addressing the succession gap, and it
operates with the resources of an entrepreneurial NGO, not an investment platform.

The founders themselves are not yet in distress. Raimbek Batalov’s franchise loss is a strategic problem, not a
financial crisis. Andrey Shin is investing in capacity expansion. The Shamakhsutov family is running its M with
no indication of external capital interest. The transition pressure is real but not yet acute - which is precisely the
condition that creates the best acquisition timing.

What the intelligence gap looks like in practice: Kubley has revenue of approximately $380 million and was
founded in 1992, making its founder approximately 60 to 70 years old. Its offshore ownership structure -
registered via a Liechtenstein entity for the Tassay water brand - is a common pattern in the sector. Neither the
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founder’s identity nor any succession information appears in any database accessible to Western institutional
capital. This is not unusual. It is the norm.

The halal certification credential is the most distinctive commercial angle in Kazakhstan’s consumer brand
landscape. A Kazakh meat processor with JAKIM accreditation - the Malaysian halal standard that is recognised
across 49 countries - has Gulf export credentials that Pakistani, Turkish, or Uzbek competitors cannot easily
replicate. The Khorgos gateway provides the land corridor to China. EAEU membership provides the corridor to
Russia and Central Asia. The geography of Kazakhstan - landlocked, bordered by Russia and China, positioned
between the Gulf’s food import demand and East Asia’s consumer market growth - is an underappreciated
structural advantage for food brands with the quality and certification to use it.

The founders who built this landscape are entering the succession window without institutional support,
without cultural frameworks for transfer, and without the visibility to attract buyers who could help them plan
an exit. By the time these brands surface through conventional channels - if they ever do - the founders who
carry three decades of crisis management knowledge, supplier relationships, and regulatory navigation will
have retired, sold to regional buyers, or simply closed. Kazakhstan is not a market to acquire. It is a market to
map before the Khorgos corridor, the JAKIM credential, and the first-generation operators pass into other
hands.

KEY TAKEAWAY

The founders who turned privatized Soviet factories into national brands did so without
institutional capital, without succession traditions, and across four distinct national crises. What
disappears when they exit without a plan cannot be replaced.

Transformation timeline

From 1997 capital move to 2026 Carlsberg plant — Kazakhstan's brand founders built across two cities and a
commodities cycle; international institutional validation has begun with the first major beverage acquisition.

o o [ o o o
Setup  Catalyst  Struggle Crisis  Breakthrough  Triumph

@  SETUP 1991
Independence from the USSR and privatization begins
Kazakhstan declares independence. Within months, Soviet-era factories -- meat processors, dairy plants, textile mills -- are
transferred to private hands. Many go to the managers who were already running them; others to new entrepreneurs
starting as importers who pivot to manufacturing. This founding cohort will run these businesses for the next three
decades.

. CATALYST 1993
The tenge replaces the Soviet ruble
Kazakhstan introduces its own currency and begins the painful transition to market pricing. Founders who survive the
monetary chaos of the early 1990s -- hyperinflation, collapsing input supply chains, vanishing Soviet distribution networks
-- develop crisis instincts that will serve them through every rupture that follows.
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. CATALYST 1997

Capital moves to Astana

Nazarbayev moves the capital from Almaty to the newly renamed Astana. Massive state construction spending catalyzes a
private-sector consumer economy. A second wave of consumer entrepreneurs launches -- building materials, grocery
retail, pharmacy chains -- to serve the construction boom and the emerging urban middle class.

‘ CATALYST 2000

Oil boom begins -- a decade of 10% annual growth

Kazakhstan's oil revenues drive a sustained economic expansion that creates a genuine urban consumer class in Almaty
and Astana. Founder-Owned brands built in the poverty of the early 1990s are suddenly competing in a country where
consumers have disposable income and are beginning to prefer domestic quality over Russian imports.

‘ CRISIS 2008

Banking collapse -- BTA Bank and the credit freeze

Kazakhstan's banking sector collapses during the global financial crisis. BTA Bank -- then the largest in the country -- fails.
Credit dries up entirely. Founder-Owned consumer businesses that had borrowed to expand suddenly face existential cash
flow crises. The founders who survive this without institutional lifelines do so through the same personal crisis
management that built their businesses from scratch.

‘ CRISIS 2015

Tenge devaluation -- 50% drop in six months

The oil price crash triggers the most severe currency crisis since independence. The tenge loses more than half its value.
Input costs -- largely priced in dollars or euros -- surge. Consumer spending collapses. Founders with export revenue
survive better than those dependent on domestic consumption alone. The crisis accelerates consolidation and drives the
first wave of acquisitions by foreign strategic buyers.

[ ) STRUGGLE 2020

COVID disruption hits supply chains and distribution

The pandemic disrupts the regional supply chains that Kazakh consumer brands depend on -- Russian raw material
suppliers, Chinese packaging manufacturers, EAEU distribution routes. Founders who had invested in vertical integration
and domestic sourcing weather the disruption better. Shin-Line uses the crisis period to invest T33.4B in the largest ice
cream factory in the CIS.

‘ CRISIS 2022

Bloody January and the post-Nazarbayev rupture

The January 2022 protests -- the most violent civil unrest since independence -- kill at least 238 people and trigger a
political rupture that accelerates Tokayev's separation from the Nazarbayev era. De-oligarchization rhetoric intensifies.
Some formerly connected brands face ownership uncertainty. The political instability compresses founder succession
timelines -- the incentive to plan an exit grows when the future is less predictable.

. BREAKTHROUGH 2026
Raimbek Group loses the PepsiCo franchise
Carlsberg invests €100M+ in a new 340-million-litre plant and assumes the PepsiCo franchise effective January 2026,
ending Raimbek Batalov's thirty-year relationship with the brand. For Kazakhstan's most visible consumer founder -- a
man who in 2003 established the first fully Kazakh-owned company in China -- this is an existential strategic inflection. It is
also the clearest signal that the region's transition wave is accelerating.

K4
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About this research

This report draws on 0 verified sources across 1 language. Each brand is assessed against Brandmine's six-phase story arc framework
— from Setup through Crisis to Triumph. All dimension assessments are cross-validated against independent references.

Full methodology at brandmine.ai.

ABOUT BRANDMINE

Exceptional founder-owned brands. Proven resilient. Ready now.

Brandmine delivers structured discovery intelligence on founder-owned consumer brands in emerging markets —
researched in local languages, structured for investment decisions, delivered as focused reports.

Contact: hello@brandmine.ai Intelligence reports: brandmine.ai/intelligence/

ALSO AVAILABLE FROM BRANDMINE

BRAND RESILIENCE PROFILE

Complete transformation arc, location intelligence, and business

snapshot for a single brand. 15 pages of verified research.

MARKET MAP

Profiles all verified brands in a sector at snapshot depth —

geographic distribution, market timeline, and founder spotlights.

25-40 pages.

FOUNDER RESILIENCE PROFILE

The founder's personal arc from origin to breakthrough. Verified
through native-language research and primary source analysis.

SECTOR INTELLIGENCE REPORT

Comprehensive sector intelligence. All brands profiled at
snapshot depth, plus full transformation arcs for six brands —
each representing a distinct crisis archetype. 90-120 pages.

Set in Source Serif 4 and Source Sans 3. Composed in Typst. CMYK color throughout.
Maps rendered with MapLibre GL - CARTO Positron basemap - © OpenStreetMap contributors
Published simultaneously in English, Russian, and Chinese.

Researched in English sources.

First Edition - March 2026
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Exceptional founder-owned
brands. Proven resilient. Ready
now.

Exceptional founder-owned brands.
130+ verified across emerging markets.

Brand Resilience Profiles - Founder Resilience Profiles
Market Maps - Sector Intelligence Reports

Structured research on founder-owned consumer brands in
emerging markets.
English, Russian, and Chinese editions.
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