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Executive summary

Between 1978 and 2010, successive waves of economic reform across China, India, Russia, and Southeast Asia
created hundreds of millions of private enterprises. The founders who built them — during the largest
compressed window of entrepreneurship in modern history — are now 55 to 85 years old. The businesses they
own number in the hundreds of millions, contribute 50-79% of GDP across their home economies, and
collectively employ well over half a billion people.

They are also, with rare exceptions, invisible to the databases and sourcing tools that institutional investors rely
on.

Brandmine’s analysis of enterprise registries, sector databases, and demographic studies across all four
markets identifies an estimated 28,000-45,000 founder-owned consumer brands operating at $5M+ revenue
in six core sectors — of which roughly 19,000-35,000 have founders aged 50 or above, placing them squarely
in the succession window within the next decade. China accounts for approximately 70% of this pool by
number; Southeast Asia 12%; India 8%; Russia 5%. Together they represent a generational liquidity event of
extraordinary scale.

These are not startups. They are mature, profitable businesses — most between 20 and 45 years old — built
during reform eras and now entering the final chapter of their founding generation.

These companies do not appear in PitchBook, Crunchbase, or Capital IQ. They have never raised institutional
capital. Only 2-3% of companies globally ever access institutional finance. They are the other 97-98%.

The succession crisis is the opportunity. Only 3% of Chinese family businesses have firm succession plans. In
India, the figure is 15-21%. Globally, 70% of family businesses lack any formal succession plan. Family
businesses that attempt succession survive to the second generation at a rate of roughly 30%, and to the third
at 12%. McKinsey’s 2026 analysis found that average shareholder returns declined 5.7 percentage points in
the five years following succession — not because succession is inherently destructive, but because it is
almost universally underprepared.

The 39 documented ownership events between 2020 and 2025, totaling over $20 billion in disclosed capital
flow across external transactions, confirm that founder-owned brand transitions are already occurring at
meaningful scale. The investors who develop the intelligence infrastructure to navigate this wave early will hold
a sourcing advantage through its peak.

The succession crisis is the opportunity.
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Part I: How we got here — the
synchronized reform waves

The concentration of aging founders in emerging markets is not a coincidence of demographics. It is the legacy
of policy: successive waves of economic reform created hundreds of millions of new businesses within a
compressed 30-year window, and the founders who responded to those reforms are aging simultaneously.

CHART 1A — REFORM WAVE TIMELINE

The Compressed Window of Founding

Four regions. Three decades. One synchronized generation of founders.

- China Wave 2
_ SE Asia FDI

1960 1970 1980 1990 2000 2010

Six founding waves, all within a 30-year window. Source: Brandmine analysis.

The six founding waves are not merely historical — they are the structural origin of the current transition crisis.
Each barin Chart 1A marks a period of intense business creation driven by a specific legislative trigger. What
matters is not when any individual wave started, but that they all ended. Founders who entered the market at
the peak of each wave are now in their fifties, sixties, and seventies — and the waves that ended earliest have
produced the oldest, most time-pressured cohorts.
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CHART 1B — FOUNDER AGES TODAY

Where Founders Stand in 2026

Most cohorts are at or entering peak succession pressure

SUCCESSION WINDOW

SE Asia Diaspora

China Wave 2

Russia

SE Asia FDI

India

45 50 55 60 65 70 75 80 85 90
Founder age in 2026

Age ranges derived from reform wave cohort start years. Succession window (60-75) based on PwC Global Family Business
Survey and INSEAD family business research. Source: Brandmine analysis.

China: Three decades, three seismic waves

In 1978, private enterprise in China was virtually nonexistent. The state controlled the entire economy. Deng
Xiaoping’s Reform and Opening Up policy changed everything. Township and Village Enterprises exploded from
1.65 million to 18.88 million between 1984 and 1988 — growth exceeding 1,000% in four years, employing
95.5 million workers. A single 1987 reform lifting the seven-employee cap on private firms triggered a 93% jump
in company registrations that year alone.

Deng’s Southern Tour in 1992 triggered the xiahai wave — “jumping into the sea” — as government officials,
professors, and intellectuals left state employment en masse to start businesses. The 14th Party Congress
formally endorsed the socialist market economy, granting private enterprise political legitimacy for the first
time. By the late 1990s, roughly 90% of China’s 21.6 million private companies were family-run, the vast
majority founded during this period.

WTO accession in 2001 accelerated the third wave dramatically. The private sector’s share of industrial value-
added surged from 15% in 1998 to 63% by 2007. Today, China counts 57 million private enterprises —
comprising 92.3% of all businesses, generating 60% of GDP, 70% of innovation output, and 80% of urban
employment. A domestic brand resurgence — the guochao (E#) “national tide” movement — has further
strengthened the founder-owned brand ecosystem: domestic brand share in Chinese apparel surged from
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35.8% to 56.1% between 2020 and 2024, and domestic brands now hold 76% of China’s FMCG market value
(Bain/Kantar 2024).

The founders of Wave 1 (1978-1992) are now 65-78 years old. Wave 2 founders (1992-2001) are 53-65. China’s
succession crisis is compounded by the One-Child Policy’s legacy: a dearth of potential heirs relative to the rest
of Asia. Business journalist Wu Xiaobo estimates that 3 million+ Chinese entrepreneurs will retire within the
next decade.

India: The liberalization earthquake

India’s entrepreneurship story pivots around a single year: 1991. When foreign exchange reserves fell to cover
less than three weeks of imports, Finance Minister Manmohan Singh delivered the reform budget that
transformed the economy. Industrial licensing was abolished for most industries. FDI received automatic
approval. Company registrations jumped 40% in 1994 and 47% in 1995 — the sharpest acceleration in the
country’s history. A wave of first-generation entrepreneurs built companies that would become global players.

India today has 63.4 million MSMEs contributing 30% of GDP and employing an estimated 260-280 million
people. Family businesses broadly contribute an estimated 79% of GDP — the highest ratio globally. The post-
liberalization founder cohort (born 1955-1975) is now 51-71 years old and entering or approaching the
succession window. Only 15-21% have formal succession plans. Only 7% of heirs feel obligated to join the
family business. Investor appetite is accelerating in parallel: PE deal activity in India’s consumer sector jumped
38% in 2024 (Equirus Capital), confirming that institutional capital is beginning to arrive — but is still far
outpaced by the scale of the transition opportunity.

Russia: Born from collapse

Russia’s private sector was created not by gradual reform but by systemic rupture. The Law on Cooperatives
(1988) and subsequent voucher privatization (1992-1994) transferred approximately 15,000 medium and large
enterprises to private hands. Total enterprises grew from 288,000 in 1990 to 2.25 million by 1995. INSEAD
research found the average age of Russian family business founders was just 56 as of 2018 — confirming that
virtually all are first-generation with no succession traditions whatsoever.

This paper treats Russia as a distinct case. Since 2022, over 200 businesses have been nationalized and
institutional investability is subject to geopolitical and legal constraints that investors must assess
independently. Russia is included here as evidence of succession mechanics and failure modes — particularly
what happens when a founder-built business meets an ownership transition without preparation — that are
analytically instructive across all four regions. Domestic Russian brands grew from 31% to 64% of Moscow mall
tenancy between 2021 and 2023 (ASI), but this expansion operates in a structurally constrained environment.

Southeast Asia: The diaspora legacy and FDI wave

Southeast Asia presents a layered picture. The Chinese diaspora families — 40 million people of Chinese
descent controlling a disproportionate share of private commerce across Indonesia, Thailand, Malaysia, and
the Philippines — are the oldest cohort, already managing 2nd-to-3rd generation transitions. The top 15 families
control 61.7% of listed corporate assets in Indonesia and 53.3% in Thailand. When succession events occur at
this scale, they are systemically significant.

The second wave — FDI-driven industrialization entrepreneurs who built manufacturing businesses in the
1990s-2000s — is now 53-65 years old and entering the transition window.
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The convergence: Why now

The critical insight is not that each region has aging founders — it is that they are aging simultaneously. Credit
Suisse’s Family 1000 study found that Asian family businesses average just 37 years old — compared to 61 in
the United States and 82 in Europe — with over 50% still in their first generation. The vast majority of emerging
market family businesses have never experienced a succession event. The first transition is historically the most
dangerous.

Founders who were 35 years old in 1990 are 71 today. The question is not whether
this wave will occur. It is demographic arithmetic.

Founder cohort summary: Where founders stand in 2026

Founder cohort summary: Where founders stand in 2026

Region [ Wave Reform Trigger Age 2026 Transition Window

China Wave 1 (1978-1992) Reform & Opening Up 65-78 NOW — critical

China Wave 2 (1992-2001) Southern Tour / pre-WTO 53-65 2026-2040

India Post-liberalization (1991~ LPG reforms 51-71 NOW — 2035

2005)

Russia Privatization (1985-1999) Perestroika / voucher 60-75+ NOW — geopolitically
privatization constrained

SE Asia FDI wave (1990s-2000s) FDI-driven industrialization 53-65 2026-2040

SE Asia Diaspora (pre-1990) Post-colonial independence 70-100+ 2nd-3rd gen underway

(founders)
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Part II: The succession gap — intent
without infrastructure

The data on succession readiness across emerging markets tells a consistent story: founders want to keep
businesses in the family, but neither the family nor the business is prepared for the transfer.

The global baseline

The canonical statistics on family business survival have been corroborated by multiple independent studies
over three decades: approximately 30% of family businesses survive to the second generation, 12-13% to
the third, and 3-5% to the fourth (Ward, 1987; Family Business Institute; Cornell). The PwC 2023 Global Family
Business Survey, covering 2,043 interviews across 82 territories, found only 34% had a robust, documented,
and communicated succession plan. Globally, 70% of family businesses lack any formal succession plan and
over 50% of family CEOs have no retirement plan.

Emerging markets: The readiness gap is structural

Regional succession readiness varies dramatically, with emerging markets consistently underperforming. China
presents the most extreme case: only 3% of family businesses have firm succession plans and just 16% have
tentative plans (CKGSB/PwC). In Hong Kong, 64% have no succession plan whatsoever. India performs
marginally better: 15-21% have formal documented plans, but fewer than half have any plan at all.

India presents a particular dual constraint: the post-liberalization founder cohort is entering the succession
window at the same moment that D2C-era brands are reaching the 5-10 year maturity threshold for
institutional investment — creating simultaneous pressure at both the legacy and emerging ends of the market.

The barriers are not merely cultural reluctance. Emerging markets face structural obstacles that compound the
challenge: cultural taboos around discussing death and retirement in Chinese, Southeast Asian, and Indian
business cultures; first-generation bottlenecks where no succession traditions exist; shallow managerial talent
pools outside major cities; and weak legal infrastructure — inadequate trust, estate, and tax law frameworks —
that complicates wealth transfer in China, India, and across Africa alike.

The intent-reality paradox

A critical paradox emerges from the data. HSBC’s 2024 Global Entrepreneurial Wealth Report found that 78% of
founders globally want to maintain family ownership — a figure that reaches 79% in India. Yet mainland
China tells the opposite story: at 56%, China sits well below the global average, one of the lowest rates
among surveyed markets. Chinese founders are more pragmatic about outside ownership than their
counterparts elsewhere — but their businesses are no better prepared for it. In China, 80% of second-
generation family members do not want to inherit the business. In India, only 7% of heirs feel obligated to
join. The gap between what founders want and what their children want is not a rounding error —itis a
structural mismatch that will redirect billions in business value toward alternative exit pathways.

McKinsey’s February 2026 analysis of 200 publicly traded family businesses reinforces this. Transitions to family
CEOs created value only 29% of the time, compared to 39% for transitions to nonfamily CEOs. Average
shareholder returns declined 5.7 percentage points in the five years following succession compared to the
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five years preceding it — not because handing off to family is inherently destructive, but because it is
consistently under-resourced.

The paradox has a human face. In Singapore, Anastasia Liew founded Bengawan Solo in 1979 and built it into
the city-state’s most beloved heritage bakery — 40+ outlets, a cult following for its pandan layer cake, a brand
that tourists carry home in green boxes. She is 78 years old. Asked about succession in a 2025 interview, she
said: “If I still can work, I’ll work. If | cannot, I’ll see how.” She still personally oversees daily factory quality
checks. Her son Henry is involved in the business; no formal handover structure has been documented.
Bengawan Solo is not in crisis. Itis in the interval before crisis — the period when the cost of planning is low and
the cost of not planning is invisible. That interval has an end.

Succession readiness: regional comparison

Succession readiness: regional comparison

Market Family Business Formal Plan Rate Key Constraint
Share of GDP

China ~60% 3% firm; 16% 80% of next-gen unwilling to inherit
tentative

India ~79% 15-21% formal 7% of heirs feel obligated to join

Southeast Asia 45-70% (varies) 58-78% (varies) Diaspora trusts; growing PE appetite

Latin America ~60% ~15% reach 3rd gen High family retention culture, low planning

Russia ~21% of GDP (SME) First-generation only; Political intervention complicates organic
no traditions transition

United States (comparison) 54% 34-39% formal Boomer retirement wave well-documented
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Part III: Why investors consistently miss

1t

Conventional institutional sourcing will fail to capture this wave. The reasons are architectural, not incidental.

The database exclusion

PitchBook, Crunchbase, and Capital IQ are built around a specific type of company: one that has raised
institutional capital, filed with a securities regulator, or gone public. The founder-owned businesses at the
center of this thesis meet none of these criteria. Only 2-3% of companies globally ever access institutional
finance. They are the other 97-98%.

Brandmine’s analysis of enterprise registries, sector databases, and demographic research across all four
markets estimates an addressable pool of 28,000-45,000 founder-owned consumer brands operating at $5M+
revenue in six core consumer sectors — with roughly 19,000-35,000 having founders aged 50 or above entering
the succession window within the next decade. The wide range reflects genuine data constraints: confidence is
higher for China, where official registries are comprehensive, and lower for Southeast Asia and India, where
informal-sector categorization is inconsistent.

The table below shows the funnel from total private enterprise count to the qualifying pool. The $5M+ revenue
threshold, consumer sector filter, and founder-owned ownership screen eliminate the vast majority of
registered entities, most of which are micro-enterprises, B2B businesses, or non-founder-controlled.

Market Total private Est. qualifying brands ($5M+ Founders aged Data confidence

enterprises rev., founder-owned, core 50+

sectors)

China ~57M ~19,000-31,000 ~14,000-22,000 Medium
Southeast Asia ~70.6M MSMEs ~4,000-7,000 ~2,500-5,000 Low-Medium
India ~63.4M MSMEs ~3,500-5,000 ~1,500-3,000 Low-Medium
Russia ~6M ~1,500-2,000 ~1,000-1,500 Low-Medium
Total — ~28,000-45,000 ~19,000-35,000 —

Sources: SAMR (China), Rosstat/SPARK-Interfax (Russia), India MCA/Udyam, BPS Indonesia/OSMEP Thailand/DOSM Malaysia/Vietnam
GSO, triangulated with INSEAD, CKGSB, PwC Family Business Survey, Credit Suisse Family 1000. Central estimates shown; confidence
ratings reflect data availability at each funnel stage. Full methodology: Brandmine Market Sizing Analysis, March 2026.

China dominates by volume — 70% of the qualifying pool — and presents the sharpest succession cliff: only
21% of Chinese family businesses have any succession plan, against a global average of 49%. These are not
micro-enterprises. The funnel’s $5M+ revenue threshold places qualifying brands in the top 0.1-0.2% of all
enterprises in their markets — businesses large enough to absorb institutional capital, structured enough to
execute a transaction, and largely absent from the financial databases institutional investors rely on for
sourcing.
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Why the intelligence gap persists

The most sophisticated consumer-focused PE investors globally — L Catterton, Kedaara Capital, Navis Capital
Partners — openly describe their sourcing model as relationship-driven and proprietary. Kedaara’s founder has
stated publicly that global sponsors have “so much dry powder but not the same level of deal flow.” These are
the category leaders admitting, on the record, that the sourcing problem has not been solved by data.

No existing product systematically combines founder demographic data, succession intent signals, and brand
resilience characteristics for private consumer brands in the $5M-$500M range across these markets. Adjacent
solutions address fragments: corporate registries provide ownership data but not succession intent; expert
networks provide qualitative access but not systematic pre-assembly; relationship-driven sourcing provides
depth but not breadth across language barriers. No integrated system at this intersection exists. The most
plausible explanation is that the convergence of required capabilities — emerging market domain expertise,
consumer brand evaluation, multilingual research, PE deal workflow — has not previously assembled in a single
organisation, and the demographic pressure that makes the opportunity urgent has only recently reached
critical mass.

The relationship-sourcing trap

The standard response from experienced emerging market investors is: “we source through relationships, not
databases.” This is true — and it creates its own blind spots. Relationship-sourced deal flow is bounded by the
network of the firm doing the sourcing. It systematically overweights sectors, geographies, and languages
already familiar to the fund. Consumer brands in secondary Russian cities, natural beauty companies in Central
Asia, hospitality businesses in tier-2 Vietnamese cities — these are invisible not because they lack merit but
because no existing network reaches them.

The IFC’s data spanning 58 years of emerging market portfolio investment makes the counter-argument
precisely: returns are systematically highest in markets where it is hardest for other investors to operate,
with emerging market PE outperforming the S&P 500 by 15% and the MSCI Emerging Markets Index by 16%
(Cole et al., Management Science, 2023). The structural invisibility of these companies is both the principal
challenge and the principal source of alpha.

The language barrier

Most institutional intelligence infrastructure operates in English, with secondary coverage in Mandarin and
Hindi. The founder transition wave is occurring in Russian, Bahasa Indonesia, Vietnamese, Thai, Marathi,
Gujarati, and dozens of other languages. The information about who these founders are, what crises they have
survived, and what their succession intentions are exists — but it exists in primary-language sources that
English-language research cannot access reliably.

Machine translation is not a solution to this problem. It is the appearance of a solution. The critical intelligence
— founder intent, family dynamics, succession readiness, the informal indicators that distinguish a motivated
seller from a reluctant one — requires cultural fluency and primary-language research, not automated
translation of press releases.
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Part IV: The wave is already breaking —
39 ownership events, $20B+ in evidence

Between 2020 and 2025, at least 39 documented ownership events — spanning four distinct categories: strategic
acquisitions (full and phased), PE minority investments, public listings, and family succession transitions (both
planned and distressed) — reshaped the ownership of founder-built consumer companies across Russia, China,
India, and Southeast Asia. Disclosed capital flow across external transactions exceeds $20 billion. These events
are not comparable on a single financial metric — an IPO, a contested inheritance, and a phased minority
investment are structurally different — but they share a common driver: the founder-succession pressure
documented in Parts | and Il. Each event type represents a distinct response to that same underlying force. Full
event data, categorized by type, is presented in the Appendix.

CHART 2 — OWNERSHIP EVENT ANALYSIS

39 Verified Ownership Events by Region and Sector (2020-2025)

Beauty & cosmetics dominates across all markets — India leads in deal volume

8

7
6 6
4 4 4
3 3
2 2 2 2
: Il 1 1 Il : 1

Beauty & Branded F&B Fashion & Consumer Wine &
Cosmetics Apparel Goods Beverage

Events

B Russia [ China [ India [ SEAsia

4 10 16

Russia China India SE Asia

39 verified ownership events 2020-2025. Disclosed capital flow exceeds $20 billion. Full dataset in Appendix. Source: Brandmine
analysis.
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What happens without a plan: Natura Siberica

On January 7,2021, Andrey Trubnikov — the founder of Russia’s most celebrated organic cosmetics brand —
died of cirrhosis of the liver without a will. He was 61. His illness had been prolonged. He had time to plan, and
did not.

Natura Siberica had peak revenues of approximately 14 billion rubles ( $200 million), around 1,500-2,000 SKUs,
approximately 4,000 employees at peak, and distribution across 90+ countries. Trubnikov himself had valued
the company at approximately $500 million. What followed his death was less a succession event than a
corporate implosion. Competing inheritance claims opened simultaneously from his children and a third
marriage claimant — whose marriage was subsequently annulled by the courts. Compounding the chaos: a 4.5-
billion-ruble lawsuit from Oleg Deripaska’s En+ group, stemming from a factory fire, had already frozen
company assets before Trubnikov died. Production at multiple facilities halted. Distribution partners began
hedging with alternative suppliers.

In August 2021, the crisis turned human. Sixty percent of central office staff resigned within 48 hours — 57
employees quit outright, 101 went on leave — after an open letter accused incoming management of a raider
takeover. Eighty stores closed. The brand that had reached Monoprix in Paris, Holland & Barrett in London, and
Whole Foods in the UK was consuming itself from within.

Two years of inheritance litigation and management paralysis followed before AFK Sistema acquired what
remained for an estimated $37 million — a destruction of more than $460 million against Trubnikov’s own
self-valuation, in under 24 months, from a single absent document.

The brand survives today in 90+ countries, with its organic certifications intact. It has cycled through four CEOs
in under two years. Natura Siberica is not an edge case. It is the logical endpoint of the pattern documented
across this research: a founder who built extraordinary value, operated on personal charisma and relationships,
and made no provision for what would happen when he was gone. The business survived his vision. It did not
survive his absence.

What succession done right looks like: Abrau-Durso

Boris Titov acquired Russia’s most historic sparkling wine estate in 2006 and built it into a premium brand with
national distribution and hospitality operations. When he was appointed Russia’s Presidential Commissioner
for Entrepreneurs’ Rights in 2012, it created a natural succession trigger — and the transition that followed was
the inverse of Natura Siberica.

His son Pavel — an M&A banker from Merrill Lynch and ABN AMRO who had been integrated into the business
since 2009 — became Board Chairman in 2012 and President in 2015. Boris retained 57.8% ownership; Pavel
accumulated 32%. The result: under Pavel’s leadership, Abrau-Durso revenue grew to a record £17.74 billion in
2024 (RSBU), up 43% year-over-year. The company expanded into Azerbaijan and launched a cosmetics line.

This is what succession planning that actually works looks like: a clear trigger, a qualified successor with outside
experience, a gradual handover of operational authority and equity, and measurable business acceleration
post-transition.

The 18-year patient acquisition: Forest Essentials >
Estée Lauder

Estée Lauder first acquired a 20% stake in Forest Essentials, India’s luxury Ayurvedic beauty brand founded by
Mira Kulkarni, in 2008. The relationship progressed to 49% and in 2026 to full acquisition. This 18-year timeline
reflects a structural feature of premium emerging market founder brand transactions: trust must be built,
cultural knowledge transferred, and succession planning allowed to unfold at the pace the founder controls.
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The phased acquisition model has become the standard structure for the most successful deals in this space.
Estée Lauder/Forest Essentials, Puig/Kama Ayurveda, ITC/Yoga Bar, and Masan/Phuc Long all used staged
approaches. Buyers who attempt immediate full acquisition — or who engage without the cultural intelligence
to understand what the founder is actually selling — consistently face value destruction.

The invisible succession: Paragon Corporation

The counterpoint to the distressed succession is Paragon Corporation in Indonesia — Nurhayati Subakat’s
company, which manages 14 brands, employs 14,000 people, and commands over 30% of Indonesia’s
cosmetics market without ever taking external capital. Subakat has been transferring leadership to her children
methodically over the past decade. No banker is involved. No press release will mark the transition. This is the
invisible succession — happening at scale across Southeast Asia’s Chinese diaspora families — that generates no
deal data and attracts no database coverage, but represents the largest single concentration of transferring
private wealth in the region.

Structural conclusions from the deal data

Beauty and cosmetics is the bellwether sector. Across 39 documented events, beauty and cosmetics accounts
for the largest single category. L Catterton — the LVMH-backed fund — was active in deals across China, India,
and Indonesia, confirming that the most sophisticated consumer brand investors globally view founder beauty
brand transitions as a thematic opportunity with multi-market application.

Valuation benchmarks are establishing. Sabyasachi Couture’s 2021 transaction — 51% to Aditya Birla Fashion
& Retail — set a benchmark of 2.8x sales and 15x EBITDA for profitable luxury founder brands in India.
McKinsey’s 2024 analysis found that mid-size family businesses generate 9% higher capital turnover ratios
than non-family peers. The underlying asset quality is documented; it is the sourcing infrastructure that lags.
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Part V: Implications for investors

The founder transition wave creates specific, actionable implications for family offices, emerging market PE
funds, and strategic acquirers. The window is not infinite.

The return case is structural, not anecdotal. No single benchmark isolates PE returns on founder-owned
emerging market consumer brand transitions — the category is too recent and too fragmented for that
precision. But the directional evidence is consistent across three distinct data sources. The IFC’s 58-year
portfolio study found emerging market PE delivered 13.4% gross IRR across six decades, outperforming the S&P
500 by 15% over the full period — and returns were systematically highest in markets where it was hardest for
other investors to operate, falling as markets liberalized (Cole, Melecky, Mélders, and Reed, Management
Science). Consumer-focused PE specialists have generated the highest sector returns at 2.3x MOIC among all
sector strategies (Cambridge Associates). And the academic fire-sale literature documents 8-19% pricing
discounts when sellers face limited competition — the precise dynamic that succession pressure creates when a
founder must transact without banker infrastructure or a competitive process. Together these data points
outline a structural thesis: succession events create an identifiable window of pricing inefficiency in a sector
with strong fundamental tailwinds. The distinction between Abrau-Durso (revenue up 43% post-transition) and
Natura Siberica (more than $460 million destroyed) is not sector or market — it is the presence or absence of
succession intelligence on the buy side, acquired before the crisis.

Build sourcing infrastructure now, with language-native capacity. The companies approaching transition in
the next five years are not yet transaction-ready — which is precisely when relationship-building and
intelligence-gathering are most effective and least competitive. The intelligence required exists in Russian
business press, Indian trade media, and Chinese financial journalism; the competitive advantage belongs to
investors who can access it in the source language rather than relying on translated summaries. Waiting until
the asset is marketed means competing at the worst price with the least information.

Structure for phased acquisition. The 18-year Estée Lauder/Forest Essentials timeline reflects the trust-
building requirements of founder-owned businesses. Funds with five-year mandates are structurally
disadvantaged relative to patient capital that can build relationships over multiple years before a transaction
occurs.

Prioritize sectors with documented transition activity. Beauty and cosmetics, branded food and beverage
(packaged consumer products and branded chains — not commodity food production or unbranded
hospitality), apparel, and light manufacturing dominated the events documented here for structural reasons —
brand equity, consumer loyalty, and cultural differentiation create acquirable assets at premium multiples.
These sectors will continue to lead.

Assess succession readiness as a primary signal. Succession planning status is not a soft indicator —itis a
leading predictor of post-transaction performance. The difference between a business that accelerates after
ownership transfer and one that destroys value is almost always visible in the pre-transaction period, in the
founder’s decisions about governance, heir grooming, and operational documentation. That signal can be read
before a banker is engaged.

© Brandmine 2026 15



BRANDMINE | WHITEPAPER | THE FOUNDER TRANSITION WAVE

Part VI: A new lens — Narrative Due
Diligence

Traditional due diligence was designed for a specific type of company: one with audited financials, a
documented management team, an institutional cap table, and a legal structure that maps to Western concepts
of corporate governance. Applied to founder-owned businesses in emerging markets — where financial records
may be informal, succession plans may be undocumented, and the critical intelligence lives in the founder’s
relationships rather than any filing — it routinely misses what matters most.

What conventional intelligence misses — and why

PitchBook tells you a company raised a Series B. It does not tell you that the founder navigated a 40% currency
collapse by converting liability into customer loyalty. Crunchbase tells you a company is in the natural beauty
sector. It does not tell you the founder is 71 years old, recently declined a family buyer, and is actively exploring
strategic alternatives — a 24-month acquisition window that no database will ever surface.

Consider what conventional intelligence would have shown about Natura Siberica in 2014: a fast-growing
Russian organic cosmetics brand, expanding into European retail. What it could not show was that a Ukrainian
boycott that year had forced Trubnikov to invest €5 million in an Estonian manufacturing facility — a defensive
move he later described as accidental foresight. That Estonian factory became the brand’s EU distribution
lifeline after 2022. “Nobody knows what would have been,” Trubnikov said. Conventional due diligence captures
the outcome. Narrative Due Diligence captures the decision that made the outcome possible.

The qualitative intelligence that actually predicts post-acquisition performance is precisely what conventional
sourcing cannot generate: how did this founder respond when the existential crisis arrived? What did they
sacrifice, and what did they protect? Who in the next generation — family or professional — has been groomed
for the transition? The answers determine whether a $100 million acquisition becomes a $300 million exit or
a $37 million write-down.

Expert networks and specialist researchers address some of this demand — but at a price point that makes
systematic assessment across dozens of companies economically prohibitive. The result: investors conduct
rigorous qualitative assessment on the handful of companies that reach active diligence, and rely on
quantitative screening for everything upstream. For a transition wave where the decisive advantage lies in
identifying assets before they are marketed, this is precisely backwards. The infrastructure required is pre-
assembled intelligence that enables evaluation of founder resilience across entire sectors simultaneously — in
the languages those markets actually speak.

What Narrative Due Diligence provides

Narrative Due Diligence is the systematic extraction of a founder’s documented decision history — the crises
they navigated, the choices they made under pressure, and the capabilities they built that no financial
statement will record. The questions it asks are ones that financial statements cannot answer: Was there a
moment — documented and verifiable — when the founder faced an existential choice and made a decision
that proved consequential? Did they protect customer relationships at the cost of short-term margin? Did they
vertically integrate under pressure and create a structural advantage? Did they survive a crisis that destroyed
competitors — and if so, what specifically did they do that others did not?
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These documented crisis responses are the leading indicators of post-acquisition performance. They are also, in
most cases, publicly available — in Russian trade press, Indian industry databases, Chinese business journalism
— to anyone with the language access and research methodology to find them.
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Conclusion

The demographic pressure documented in this paper is not speculative. Reform-era founders across China,
India, Russia, and Southeast Asia are aging simultaneously, their businesses are inadequately prepared for
ownership transfer, and the evidence of succession events already underway — 39 documented cases across
five event types, totaling over $20 billion in disclosed external capital flow — confirms that the transition is
active, not pending.

Three structural conclusions follow from the evidence.

First, the investable pool is large and mostly pre-institutional. An estimated 28,000-45,000 founder-owned
consumer brands operating at $5M+ revenue across these four markets are approaching or entering succession
windows. The vast majority have never raised institutional capital and are absent from financial databases. Not
all of this pool will convert into investable external transactions — a substantial share will remain family-held,
transfer informally, or stagnate without formal transition. But even a modest conversion rate across a pool of
this size represents a sourcing opportunity that current infrastructure is not equipped to capture.

Second, succession readiness is a leading performance indicator, not a soft signal. The difference between
Abrau-Durso — revenue up 43% post-transition, expansion into new markets — and Natura Siberica — $460
million of value destroyed in 24 months from a single absent document — is not sector, geography, or market
conditions. It is the presence or absence of deliberate succession planning, visible in the public record before
any transaction occurs.

Third, the information required to assess these businesses exists. It is not locked in private data rooms or
proprietary networks. It exists in Russian business press, Indian trade media, Chinese financial journalism,
Southeast Asian industry databases — inaccessible to institutional investors not because it is hidden, but
because accessing it requires the language fluency and research methodology that most sourcing infrastructure
does not have.

For investors with patient capital, sector focus in consumer brands, and the infrastructure to engage founders
before formal sale processes begin, the succession wave represents a structurally defined opportunity with
measurable characteristics. The cost of building that infrastructure is highest after the wave peaks. The cost of
not building it is arriving after the banker calls — when the asset is already in distress, the timing is gone, and
the advantage belongs to someone else.
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Sources & methodology

This paper draws on four research sessions synthesising primary and secondary sources across China, India, Russia, and Southeast Asia. All deal data is
independently verified. Statistical claims are cited to their primary source; where methodological limitations exist, they are disclosed.

ADB Asia SME Monitor (2020). ASEAN MSME statistics.

ASI / TAdviser (2023). Russian retail tenant composition analysis.

Bain & Company / Kantar (2024). China Shopper Report. Domestic brand market share across FMCG categories.
Bilyonaryo.com / Jollibee Group (2025). Jollibee Foods board transition filings.

Brandmine Research (March 2026). Founder Transition Wave Market Sizing Analysis. Internal research. Four-market funnel
triangulation across official enterprise registries and family business surveys.

Business Standard / Outlook Business (2024-2025). Haldiram’s PE transaction and Godrej Group family settlement reporting.
Caixin Global (2024-2025). Multiple reports on Wahaha Group succession and Zong Qinghou estate litigation.

Cambridge Associates (2014). “Declaring a Major: Sector-Focused Private Investment Funds.” Consumer-focused PE returns: 2.3x
MOIC — highest sector return among specialist strategies.

Cerulli Associates (December 2024). U.S. High-Net-Worth and Ultra-High-Net-Worth Markets 2024: The Great Wealth Transfer. U.S.-
specific projection of $124 trillion in wealth transfer through 2048.

China State Administration for Market Regulation (April 2025). Private enterprise statistics.
CKGSB Knowledge / PwC (2023). Chinese Family Business Succession Planning Survey.

Claessens, S., Djankov, S., and Lang, L. (2000). “The Separation of Ownership and Control in East Asian Corporations.” Journal of
Financial Economics.

Cole, Shawn, Martin Melecky, Florian Mdlders, and Tristan Reed (2023). “Long-Run Returns to Private Equity in Emerging Markets.”
Management Science (accepted 2023). DOI: 10.1287/mnsc.2023.03313. NBER Working Paper No. 27870. IFC 58-year portfolio
analysis across 130 countries.

Credit Suisse Research Institute (2017/2020/2023). Family 1000 Study.

Deloitte India (2025). Family Business Succession Survey.

Equirus Capital (2024). India Consumer PE Deal Activity Report.

Family Business Institute (2021). Family Business Statistics. familybusinessinstitute.com
Her World Singapore (2025). Bengawan Solo founder profile.

HSBC Global Private Banking (2024). Global Entrepreneurial Wealth Report. N=1,798 across 10 markets. Research conducted by
Ipsos UK.

INSEAD Knowledge (2018). Russian family business founder age study.
Interfax / FashionUnited (2024-2025). Gloria Jeans CEO transition reporting.

Leke, A., Goyal, A., Mukherjee, C., & Kamath, S. (2026, February 3). “Passing the Baton: Creating Value through CEO Succession at
Family Businesses.” McKinsey & Company. Analysis of 200 publicly traded FOBs across 40 countries.

McKinsey & Company (2024). Midsize family business capital efficiency analysis.
Ministry of MSMEs / PIB (2025). India MSME GDP and employment contribution.

Molders, Florian and Edgar Salgado (February 2025). “Beyond the Numbers: Understanding Private Equity Returns in Emerging
Markets.” World Bank Blog. [MSCI EM outperformance figure: 16% over 1990-2023 extended dataset.]

Nation Thailand / Caproasia (2024-2025). ThaiBev intergenerational share transfer documentation.
PwC (2023). Global Family Business Survey. 2,043 interviews across 82 territories.
Sun Life Asia (2025). Asian Family Business Succession Readiness Survey.

Ward, J. (1987). Keeping the Family Business Healthy. Jossey-Bass.
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Yicai Global / Chaileedo (2024). Proya Cosmetics corporate succession filings.

Deal data: 39 ownership events independently verified across publicly available sources including company announcements, requlatory filings, and financial
press (Kommersant, Economic Times, Nikkei Asia, Bloomberg, Caixin, Business Standard, Nation Thailand). Deal values marked “est.” are estimates based on
disclosed valuations, revenue multiples, or contemporaneous reporting. Five research sessions conducted.

Trubnikov, A. (interview). “They told me | was an idiot. After that, | started my own company.” Realnoe Vremya, October 24, 2018. realnoevremya.com/
articles/2975-interview-with-andrey-trubnikov-natura-siberica-founder. Quote: “Nobody knows what would have been” — Trubnikov’s direct response when
asked whether the Estonian factory helped navigate the 2014 Ukraine sanctions pressure. The €5 million Tallinn plant investment is independently confirmed by
Postimees (Estonian business press). Note: Premium Beauty News S04 (September 4, 2018) is a separate Natura Siberica interview — with Anne Hubel and
Matthieu Sipp, not Trubnikov — and does not contain this quote.

Brandmine research methodology: Native-language primary source analysis across Russian (Kommersant, RBC, Vedomosti, SPARK-Interfax), Indian (Economic
Times, Business Standard, VCCEdge), Chinese (Caixin, 36Kr, Wind), and Southeast Asian (e27, DealStreetAsia, Bangkok Post, Nikkei) sources. Three-source
minimum for all factual claims.
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Appendix: 39 verified ownership events
(2020-2025)

Event categories: A = Strategic Acquisition (full or phased) | B = PE/VC Minority Investment | C = Public Market Listing (IPO) | D = Family
Succession (planned) | E = Distressed Succession (founder death, contested inheritance, or failed handoff)

# Company
1 Natura
Siberica

2 12 Storeez

3 | Gloria Jeans

4 Abrau-Durso

5 Yatsen/
Perfect Diary

6 Proya
Cosmetics

7 Wahaha
Group

8 MaiaActive

9 LaoGanMa

10 Nayuki/
Naixue

11 Stenders

12 Mao Geping

13 HilPapa

CountrySector
Russia  Beauty &
Cosmetics
Russia Fashion &
Apparel
Russia = Fashion &
Apparel
Russia  Wine &
Beverage
China | Beauty &
Cosmetics
China @ Beauty &
Cosmetics
China | Branded
Beverages
China  Fashion &
Apparel
China  Branded
Food
China  Branded
F&B
China  Beauty &
(ops) | Personal
Care
China Beauty &
Cosmetics
China ' Consumer
Goods
(Baby)

Cat. Deal Type

E

Full
acquisition
post-
distressed
succession
PE minority

Repeated
failed CEO
transitions;
founder
retains
control
Planned

Buyer /
Investor
AFK
Sistema

Baring
Vostok
N/A

N/A

intergenerational

succession
IPO

Planned

NYSE public
market
N/A

intergenerationdlnternal)

succession

Founder
death >
contested
inheritance

Full
acquisition
(75%)

Failed
succession >
founder
return

IPO

Full
acquisition

Strategic PE
minority
PE minority

N/A (state
shareholder
holds 46%)

Anta Sports

N/A
(private)

HK public
market
L Catterton

L Catterton
Asia
L Catterton

Year

2023

2021

2024~
2025

2012-
2020s

2020

2024

2024~

2025

2023

2014-
2019

2021

2024

2025

2023

Disclosed
Value
Est. ~$37M

Est. ~$4.5M

N/A

N/A

$617M
raised
N/A
(market
cap
~$5.5B)
Estate
~$6B;
$1.8B
offshore
assets
frozen
Undisclosed

N/A

$656M
raised
Undisclosed

Undisclosed

Undisclosed

Transition Signal

Founder death intestate; 2-year
inheritance crisis

Growth capital; co-founder partial
exit

Founder (77) has attempted handoff
4+ times; each CEO departs;
boomerang founder pattern

Father’s government appointment;
deliberate succession trigger

C-beauty boom; growth capital
Co-founder departed; founder’s son
(36) appointed GM after 10-year
grooming

Founder (79) died without succession

plan; 50+ lawsuits; 18 production
lines closed

Scaling bottleneck; VC exit

Founder (now 79) retired; sons
degraded product quality; revenue
declined; founder returned at 72

First premium tea chain HK IPO

Premium bath/body growth

Post-IPO global expansion

Baby skincare premiumization
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# Company

14 Hengan
International

15 Sabyasachi

Couture

16 Kama
Ayurveda

17  Forest
Essentials

18 Minimalist

19 MDH Spices

20 Sugar

Cosmetics
21 Honasa/
Mamaearth

Bisleri
International

22

Blue Tokai
Coffee

23

24 Yoga Bar

25 | Haldiram’s

26 Godrej Group
(consumer
division)

27  Kopi
Kenangan
Wardah /
Paragon
Corporation

28

29  Mustika Ratu

30 Phuclong

Heritage
31 ThaiBev/
Oishi / F&N

CountrySector
China  Personal
Care &
Hygiene
India | Fashion &
Apparel
India  Beauty &
Cosmetics
India | Beauty &
Cosmetics
India  Beauty &
Cosmetics
India | Branded
Food
India  Beauty &
Cosmetics
India | Beauty &
Personal
Care
India  Branded
Beverages
India  Branded
F&B
India  Branded
F&B
India | Branded
Food
India  Consumer
Products

IndonesiBranded
F&B

IndonesiBeauty &
Cosmetics

IndonesiBeauty &
Cosmetics

Vietnam Branded
F&B

ThailandBranded
Beverages

Cat. Deal Type Buyer /
Investor

D Pre-planned  N/A
succession (internal)
(co-founder
death)

A | Full Aditya Birla
acquisition Fashion &
(51%) Retail

A  Phased Puig (Spain)
minority >
majority

A | Phased Estée
minority > Lauder
full Companies
acquisition

A Full Hindustan
acquisition Unilever

E  Founder N/A (family-
death » held)
intergenerational
succession

B PE minority L Catterton
(lead)

C IPO BSE/NSE
public
market

E Failed Tata
acquisition >  Consumer
reluctant Products
family (withdrew)
succession

B ' PEminority  Verlinvest
(lead)

A Full ITC Limited

acquisition
(phased)

B  Family Temasek
restructuring | (~10%); L
+ PE minority = Catterton;

Alpha Wave

D Family N/A
settlement/  (internal
conglomerate = restructuring)
split

B ' PE minority Sequoia,
GIC, Sofina

D Planned N/A
intergenerational
succession
(ongoing)

D Planned N/A
intergenerational
succession

B PE minority> Masan
majority Group

D  Planned N/A (family

intergenerationaluccession

Year Disclosed
Value
2025 N/A
(market
cap
~$4.5B)
2021  %398Cr
(~$54M)
2019- €12.5M
2022 (Phasel)
2008- Undisclosed
2026
2025 %2,955Cr
(~$350M)
2020 | Est.
10,000~
15,000 Cr
($1.2-1.8B)
2022  $50M at
~$500M
val.
2023 1,701 Cr
raised
2022- 7,000 Cr
2023  (~$850M)
offered;
deal
collapsed
2024 | $35Mat
~$180M
val.
2023  Est.X350-
500 Cr
total
2023- ~$1B
2025 | (Temasek);
~$10B
valuation
2024 ~S21B
combined
market cap
2020-  $205M
21 total
OngoingN/A
2010s- N/A
ongoing
2021- ~$15M-
22 $110M
staged
2024~ ThaiBev
2025 | stake

Transition Signal

Co-founder died at 72; son already
embedded as Deputy CEO since 2017;
“no impact on operations”

Founder sought continuity and long-
term growth

Strategic global beauty phased entry

18-year patient acquisition; founder
succession planning

D2C scale reached; FMCG absorption

Founder died at 97 as sitting CEO; son
assumed control; no documented
succession plan

Brand-building; LVMH strategic
relationship

First Indian D2C beauty unicorn IPO

Founder (85) stated publicly “no one
to look after the company”; daughter
reluctantly took over after Tata deal
failed

Specialty coffee boom

FMCG D2C roll-up

3-branch family split forced merger as
precondition for first outside investor
in 85-year history

Patriarch (83) and brother (73) split
127-year conglomerate to clear path
for 4th generation; 5-6 year
negotiated settlement

Indonesia’s first F&B unicorn

Gold standard family succession; no
external capital
Royal heritage brand; 2nd gen

transition

Premium tea/coffee chain; franchise
scaling

Founder (81) retired as F&N
Chairman; transferred all ThaiBev
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32

33

34

35

36

37

38

39

Company

Pafipuri

Jollibee
Foods
Corporation
Bonia Group

Bengawan
Solo

Licious

WOW Skin
Science

Paper Boat /
Hector
Beverages
boAt /
Imagine
Marketing

CountrySector

ThailandBeauty &

Wellness

PhilippinBsanded

F&B (QSR)

MalaysiaFashion &

Accessories

SingaporBranded

India

India

India

India

Food

Branded
F&B

Beauty &
Personal
Care
Branded
F&B

Consumer
Electronics

Cat. Deal Type Buyer /
Investor
share to5
transfer children)

A PE > strategic = Lakeshore
acquisition Capital »
Kosé Corp.
D Phased N/A
intergenerationdlnternal)
succession
D Planned N/A
intergenerational
succession
E  Pre- N/A
succession
threshold; no
formal plan
B PEminority  Temasek
(lead)

B ' PE minority ChrysCapital,
GIC

B PE minority GIC

B | PE minority | Warburg
Pincus

Year Disclosed
Value
~$5.9B;
combined
empire
>$15B

2024  Undisclosed

2014; N/A

2025 | (market
cap ~$5B+)

Ongoing\/A

OngoingN/A

2021- ~$394M

22 across
rounds

2021- $98M total

22

2022  $50M for
25%

2021-  ~$160M

22 total

Transition Signal

shares to 5 children; each assigned a
business pillar

PE-to-strategic pipeline model

Founder (73) stepped down as CEO
2014; son elected to board June 2025
replacing director serving since 1978
Malaysian heritage fashion; 2nd gen

Founder (78) still running daily
operations; no documented
handover structure; heritage bakery
at succession threshold

India’s first D2C unicorn; farm-to-fork

D2C natural beauty; omnichannel

Sovereign fund validation; ethnic

beverage

Growth capital

Events span five structurally distinct categories (A-E above) and are not comparable on a single financial metric. The $20B+ capital
flow figure represents aggregate value across external transactions only (categories A, B, C); family succession events (D, E) are
included as evidence of the transition wave’s character and scale, not as comparable deal metrics. Deal values marked “est.” are
estimates derived from disclosed valuations, revenue multiples, or contemporaneous press reporting. Regional totals: Russia 4, China
10, India 16, SE Asia 9 — total: 39.
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About Brandmine

Brandmine was founded by someone who encountered this intelligence gap from the inside.

Randal Eastman spent nearly two decades at Dragonfly, one of China’s pioneering service brands, during
exactly the period of compressed first-generation entrepreneurship that Brandmine now covers. Starting in
2003, he built the franchise system and trademark portfolio that enabled Dragonfly’s international expansion —
negotiating the franchises in Oslo and Dubai that made it China’s first service brand to franchise internationally
— and defended the brand against trademark challenges in Germany and Norway. He joined as a partner in
2005, serving as VP across business development, franchising, and communications. From 2016 to 2019, as
General Manager, he led the effort to bring the brand to institutional capital, working PE firms and strategic
acquirers across three years of M&A negotiations. He speaks Chinese and Russian. He was there.

What he found was the intelligence gap this paper documents. Institutional buyers with genuine appetite for the
brand could not evaluate it. Dragonfly did not appear on PitchBook or any institutional screening platform.
Analysts had no framework for assessing a Chinese service brand with an international franchise record and
fifteen years of documented resilience. The brand’s story existed in Chinese press and institutional memory —
not in any format that institutional capital could use. The buyers existed. The infrastructure to connect them did
not.

Brandmine was built to close that gap: discovery intelligence on founder-owned consumer brands from
emerging markets, built in the languages those markets speak.

© 2026 Brandmine Intelligence Platform. All rights reserved. brandmine.ai

brandmine.ai
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Where the Wave Breaks

Beyond the Financials: Narrative Due Diligence and the Four Signals
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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.
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