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CASE STUDY - COMPETITIVE INTELLIGENCE & DEAL SOURCING

PE Firm Maps East African Agribusiness:
How Primary Intelligence Uncovered 23
Viable Targets and 4 Hidden Liabilities in
a $45 Million Investment Thesis

A Nordic private equity firm with $1.8 billion AUM needed to identify acquisition targets in East
African agribusiness supply chains. Limited public data, opaque ownership structures, and
fragmented regulatory environments made conventional due diligence impossible. Our field-driven
intelligence operation identified 23 viable targets, mapped informal distribution networks across three
markets, and flagged four targets with hidden regulatory liabilities — enabling the client to enter LOI

negotiations with their top-ranked target within 90 days of report delivery.

ENGAGEMENT PROFILE

Coverage Kenya, Uganda, Tanzania, Ethiopia
Duration 14 weeks

Sector Nordic Private Equity Fund
Engagement Q2-Q3 2025

HEADLINE OUTCOMES

Viable targets identified 23
Hidden liabilities flagged 4
Days to LOI negotiation 20
Investment thesis validated $45M

Prepared for professional review. Client-identifying details have been generalized where required.



The Investment Thesis: Agribusiness in East Africa’'s Capital
Deepening

East Africa's private capital market is entering its most structured phase in history. According to the African
Private Capital Association (AVCA), East Africa attracted $4.1 billion across nearly 500 private capital deals
between 2021 and 2025, with deployment more than doubling since 2022. In 2025 alone, deal value rose 75%
year-on-year to $1.2 billion, placing the region as Africa's second-largest private capital market by value.
Kenya continues to dominate, accounting for 61% of deal volume and 87% of deal value in 2025, but capital is

increasingly extending beyond Nairobi into Uganda, Tanzania, and Ethiopia.

The agribusiness sector has emerged as a particularly compelling investment theme. Agriculture made up 17%
of regional deal volume over the past five years, with value reflecting smaller ticket sizes and the structure of
agricultural financing rather than limited investor appetite. The shift is increasingly visible in how capital is
deployed: private debt accounted for more than one-third of Africa's transactions in 2025, with activity
concentrated in agribusiness, financial services, and energy-linked value chains. Financing is being tied to
receivables, inventories, export contracts, and supply-chain flows rather than standalone farm or SME equity
positions. Warehouse receipt financing, invoice discounting, and supply-chain credit are becoming more
common across agricultural processors and exporters, particularly where repayment can be anchored to

predictable trade flows.

Our client — a Nordic PE fund with $1.8 billion in assets under management and a specific mandate for
sustainable food systems investments — had developed a thesis around East African agribusiness
consolidation. Their hypothesis: the region's agricultural value chains were fragmented, with dozens of mid-
sized processors, traders, and input suppliers operating below optimal scale. A consolidation strategy —
acquiring 2—3 platform companies and rolling up complementary assets — could create a pan-regional

agribusiness champion with integrated sourcing, processing, and distribution capabilities.

The fund had allocated $45 million for the first phase of this strategy, targeting companies with $5-20 million
in annual revenue, positive EBITDA, and exposure to export-oriented or premium domestic crops: coffee, tea,
horticulture (flowers, avocados, French beans), and processed foods. The timeline was aggressive: identify
targets, conduct preliminary due diligence, and enter Letters of Intent within 12 months to align with the fund's

investment cycle.



East African private capital landscape, 2021-2025
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Figure 1. East African agribusiness private capital landscape — deal volume, value trends, and sector concentration 2021—
2025

The Intelligence Challenge: Why Conventional Methods Failed

The client's initial approach — desk-based research using commercial databases, company registries, and
published financial reports — encountered fundamental obstacles that are characteristic of East African

agribusiness:

e Ownership Opacity: Most target companies are privately held family businesses with no obligation to
publish financial statements. Company registries in Kenya, Uganda, and Tanzania record beneficial
ownership with varying degrees of accuracy, and complex nominee structures obscure true control. In
Tanzania, the Companies Act does not mandate public filing of annual returns for private companies,

making even basic corporate information difficult to verify.

o Financial Data Scarcity: Unlike listed companies or those with bank lending relationships (which
generate credit bureau data), mid-sized agribusinesses often operate with minimal formal financial
reporting. Many maintain dual books — one for tax authorities and one for management — with neither
reflecting true economic performance. Revenue figures in commercial databases often derive from

estimated VAT turnover or extrapolated employee counts, with error margins of 40—-60%.

o Informal Distribution Dominance: In agricultural inputs and produce trading, informal channels —
broker networks, village-level aggregators, cross-border smuggling routes — handle volumes that never
appear in official trade statistics. A tea processor's reported output might reflect only 60% of actual
production if the balance moves through informal auction channels. A seed company's "official"

distribution network might cover 200 agro-dealers while an informal parallel network reaches 2,000.



Cross-border trade within the EAC, while theoretically facilitated by the Common Market Protocol,
encounters non-tariff barriers, phytosanitary disputes, and unpredictable customs enforcement that create

operational risks invisible from financial statements.

o ESG and Sustainability Data Gaps: The client's mandate required investments to meet IFC Performance
Standards and EU Taxonomy alignment for sustainable agriculture. Yet most target companies had no ESG
reporting, no environmental impact assessments, and no documented labor practices. Verifying compliance

with these standards required primary investigation that no database could provide.

After three months of frustrated desk research that yielded only four potentially viable targets (two of which
proved to be insolvent upon preliminary contact), the client's Investment Committee authorized a field

intelligence engagement with Leflam DataPulse.

The information asymmetry gap

Commercial databases miss the operating realities that determine investment risk
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Figure 2. Information asymmetry gaps in East African agribusiness — what databases show vs. ground reality



Our Approach: A Three-Phase Primary Intelligence Operation

We designed a 14-week engagement combining systematic target identification, deep-dive field due diligence,
and competitive landscape mapping. The operation deployed 18 field researchers across four countries,

supported by a Nairobi-based analytical team and Nordic sector specialists.

Phase 1: Target Universe Construction (Weeks 1-4)

We built the target universe through a multi-source fusion approach:

e Registry Mining: Extracting and cross-referencing company registry data from Kenya (BRS), Uganda
(URSB), Tanzania (BRELA), and Ethiopia (EBR) for companies matching sector, size, and revenue

criteria. This baseline identified 847 companies across the four markets.

e Trade Data Analysis: Analyzing customs records, export certification databases (HCDA in Kenya, CLE in
Uganda, TBS in Tanzania), and phytosanitary certificates to identify companies with verified export
volumes — a proxy for operational scale and quality standards. This reduced the universe to 312

companies with demonstrable cross-border trade activity.

e Industry Network Mapping: Conducting structured interviews with 67 industry gatekeepers: agricultural
cooperative union leaders, commodity exchange officials, export logistics providers, input suppliers, and
sector association executives. These interviews identified "hidden" companies not captured in registries —
family-held groups operating through multiple legal entities, joint ventures with unclear structures, and

emerging players scaling rapidly through informal capital.

 Digital Signal Detection: Monitoring social media, industry forums, and local business press for signals of
distress, expansion, or ownership change. We identified 14 companies in active succession discussions, 8
undergoing debt restructuring, and 23 with recent management changes — all potential entry points for

acquisition approaches.

The fused target universe comprised 412 companies: 187 in Kenya, 98 in Uganda, 89 in Tanzania, and 38 in
Ethiopia. We scored each against the client's investment criteria (revenue range, profitability indicators, sector
alignment, geographic exposure, ESG risk profile) and filtered to a longlist of 67 targets warranting deep-dive

investigation.



Fused target universe by country
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Figure 4. Target universe geographic and sector distribution across four East African markets

Phase 2: Deep-Dive Field Due Diligence (Weeks 4-10)

For each of the 67 longlisted targets, we conducted a standardized deep-dive protocol:

2.1 Ownership and Control Mapping

Our legal intelligence team traced beneficial ownership through:

o Direct registry searches and shareholder register analysis
» Interview-based verification with current and former employees, business partners, and competitors
o Cross-border ownership tracing for companies with holding structures in Mauritius, Seychelles, or Dubai

» Political exposure screening (PEP checks) for ultimate beneficial owners and their family networks
This process revealed critical ownership insights that registry data alone could not capture:

o Target K-042 (a Kenyan coffee exporter with $12M reported revenue) was 60% beneficially owned by a
former cabinet minister's family trust, creating potential political risk and reputational exposure for a

Nordic fund subject to strict ESG standards.

o Target U-031 (a Ugandan maize processor) operated through a complex web of 7 interrelated companies

with cross-guarantees and shared directorships, making valuation and liability assessment extremely
difficult.

o Target T-019 (a Tanzanian horticulture exporter) had an undisclosed 30% silent partner — a Kenyan

agricultural conglomerate with a history of labor disputes — creating potential governance conflicts.

2.2 Operational Verification



o Production capacity vs. claimed output: Physical inspection of processing lines, inventory levels, and
shift patterns. At Target K-067 (a tea processor), claimed annual output of 4,200 MT was verified at 3,800
MT — a 10% variance within acceptable range. At Target T-028 (a spice processor), claimed output of
1,800 MT was estimated at 890 MT based on equipment capacity and raw material throughput — a 51%

overstatement that rendered the company ineligible.

e Asset condition and maintenance: Engineering assessments of plant and equipment condition,
maintenance records, and capital expenditure requirements. Three targets required immediate capital
injections of $500K-$1.2M for equipment replacement that had not been disclosed in management

presentations.

» Environmental compliance: Verification of effluent treatment systems, waste management practices, and
environmental license status. Two targets in Tanzania operated without valid National Environment

Management Council (NEMC) certificates, exposing them to shutdown risk.

» Labor practices: Worker interviews (anonymous, structured) to verify wage compliance, safety standards,
and union representation. One target in Uganda was found to be in violation of minimum wage regulations

for seasonal workers, with potential back-pay liability of $180K.

2.3 Market Position and Competitive Dynamics

For each target, we mapped their competitive position through:

Operational verification findings

89 facility visits exposed capacity, asset, and compliance gaps
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Figure 5. Operational verification findings — capacity variance, asset condition, and compliance gaps across 89 facility visits



Financial reconstruction exposed material discrepancies

Claimed versus reconstructed or verified values for four disqualified targets
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Figure 6. Financial reconstruction outcomes — claimed vs. verified metrics for four disqualified targets

o Customer verification: Contacting 3-5 major customers (where identifiable) to validate revenue claims,
assess customer concentration risk, and gauge satisfaction levels. We discovered that Target K-089's largest
customer (accounting for 34% of reported revenue) was in payment arrears of 90+ days, indicating

potential revenue recognition issues.

o Supplier and input cost analysis: Mapping raw material sourcing patterns, input cost trends, and supply
security. For coffee and tea targets, we analyzed auction price trends, farm-gate pricing, and the impact of

climate variability on supply volumes.

o Informal distribution network mapping: For targets with significant informal channel exposure, we
traced the actual distribution pathways — broker networks, cross-border traders, and village-level

aggregators — to understand true market reach and revenue stability.

2.4 Financial Reconstruction

Where financial statements were unavailable or unreliable, our analytical team reconstructed financial
performance using:

o Input-output analysis (raw material purchases — production volumes — revenue estimates)

o Asset-based valuation (property, plant, equipment at replacement cost)

o Comparable transaction analysis (recent PE and strategic acquisitions in the sector)

e Management interview cross-verification (comparing claims across multiple interviews and time periods)

This reconstruction process identified four targets with significant financial discrepancies:



o Target U-019: Claimed revenue of $8.5M; reconstructed revenue of $5.1M due to double-counting of

intercompany sales.

o Target T-044: Claimed debt-free balance sheet; discovered $2.3M in undisclosed related-party loans at 24%

interest.

o Target E-012: Claimed 3-year revenue CAGR of 22%; actual CAGR of 9% due to one-off government

contract in Year 1.

Phase 3: Competitive Landscape and Sector Intelligence (Weeks 8-14)

Parallel to target-specific due diligence, we conducted a comprehensive sector intelligence study to inform the

client's overall investment strategy:

e Regulatory Trend Analysis: Tracking legislative and policy developments affecting agribusiness
investment: Kenya's Agricultural Sector Transformation and Growth Strategy (ASTGS), Uganda's National
Development Plan III agricultural priorities, Tanzania's export processing zone incentives, and Ethiopia's
agricultural commercialization land lease policies. We identified that Tanzania's new Export Processing
Zone Act (2024) offered 10-year corporate tax holidays for agro-processing investments — a significant

structuring opportunity.

o Competitor Activity Monitoring: Tracking M&A activity, expansion plans, and strategic shifts among the
client's likely competitors. We identified that two rival PE funds were actively sourcing in the same
segment, with one having already signed an LOI with a Kenyan horticulture exporter that had been on our
client's initial longlist. This intelligence enabled the client to adjust their approach timeline for remaining

targets.

o ESG and Sustainability Benchmarking: Developing a sector-specific ESG scoring framework aligned
with IFC Performance Standards and the EU Taxonomy for Sustainable Activities. We benchmarked each
target against this framework, identifying that only 7 of the 67 longlisted targets met the "substantial

contribution" threshold for sustainable agriculture — a critical filter given the client's mandate.

e Valuation Benchmarking: Analyzing 23 comparable transactions in East African agribusiness over the
preceding 36 months to establish valuation ranges. We found that EV/EBITDA multiples ranged from 4.2x
(commodity processors with limited brand value) to 8.7x (branded consumer products with export

exposure), with a median of 5.8x. This benchmarking prevented the client from overpaying in negotiations.

The Output: A Ranked Target Portfolio with Full Risk Transparency

Our final deliverable was a 340-page Intelligence Report comprising:

Category Count Status
Tier 1 Targets (Immediate Pursuit) 6 Full due diligence completed, LOI-ready
Tier 2 Targets (Medium-Term Pipeline) 11 Preliminary due diligence complete, requires confirmatory work




Tier 3 Targets (Watchlist) 6 Interesting but requires operational improvement or market development
Rejected: Hidden Liabilities 4  Disqualified due to regulatory, ownership, or financial risks

Rejected: Size/Profile Mismatch 40 Outside investment criteria after verification

The four targets disqualified due to hidden liabilities represented particularly valuable intelligence —
preventing the client from wasting months and significant due diligence costs on fundamentally flawed

opportunities:

Ranked target portfolio

23 viable targets across three tiers; 44 rejected after verification
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Figure 7. Ranked target portfolio — 23 viable targets across three tiers with risk transparency ratings

Target K-042 (Coffee Exporter): PEP ownership exposure and undeclared political campaign

contributions created reputational and legal risks incompatible with Nordic ESG standards.

o Target T-028 (Spice Processor): 51% revenue overstatement, invalid NEMC environmental license, and

equipment requiring $1.1M immediate replacement — a value-destroying combination.

o Target T-044 (Horticulture Trader): $2.3M in undisclosed related-party loans at usurious interest rates,

with lender holding unregistered security over core assets — creating potential asset seizure risk.

o Target U-019 (Maize Processor): Intercompany revenue inflation, minimum wage violations with $180K
liability, and complex ownership structure that would require 12+ months to untangle — exceeding the

client's investment timeline.

The Decision: From Intelligence to Action

The client's Investment Committee reviewed our report in Week 15 and authorized immediate pursuit of three

Tier 1 targets:
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chains. Our intelligence revealed that the founding family was actively seeking a succession solution, with
the second-generation heir preferring to retain a minority stake and transition to an advisory role — an

ideal structure for PE partnership.

» Secondary Target (Uganda): A maize milling and fortified flour producer with $8.7M revenue, strong
relationships with WFP and school feeding programs, and underutilized processing capacity that could
support regional expansion. Our field verification confirmed that the company's informal distribution

network reached 4,200+ village-level points — a competitive moat not visible in financial statements.

o Tertiary Target (Tanzania): A sesame and cashew processor with $6.1M revenue, export relationships
with Middle Eastern buyers, and eligibility for EPZ tax incentives. Our intelligence identified that the
company had recently lost its largest buyer due to quality inconsistency — a fixable operational issue that

created an entry opportunity at a discounted valuation.

The client entered LOI negotiations with the primary target (Kenyan avocado exporter) within 90 days of
report delivery. The negotiation was informed by our intelligence at every stage: our valuation benchmarking
established the 5.8x EV/EBITDA median as the anchor, our ownership mapping clarified the family's true
motivations and reservation price, and our ESG benchmarking demonstrated that the target's organic
certification and smallholder outgrower program met the client's sustainability mandate — justifying a modest

premium to the median multiple.

The LOI was signed at 6.2x EV/EBITDA — a 7% premium to median that both parties justified through the
target's EU market access and the client's value-add operational capabilities. The exclusivity period was 120

days, with confirmatory due diligence currently underway as of Q1 2026.

Valuation benchmarking: EV/EBITDA

23 comparable East African agribusiness transactions
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Figure 8. Valuation benchmarking — EV/EBITDA multiples across 23 comparable East African agribusiness transactions
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Primary intelligence investment framework

From target discovery to LOI negotiation
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Figure 9. Primary intelligence investment framework — from target discovery to LOI negotiation with risk-adjusted timelines

Strategic Lessons for Agribusiness Investors in East Africa

This engagement generated insights that extend beyond the specific transaction:
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Primary intelligence is not optional — it is the only way to see the market. In East African
agribusiness, the information asymmetry between local operators and international investors is so extreme
that desk-based due diligence is essentially gambling. Our field operation uncovered realities — ownership

structures, operational capacities, informal networks — that no database contains.

The "hidden middle" is where value lies. East African agriculture is often framed as a binary:
smallholder farmers vs. large commercial estates. The real investment opportunity is in the "hidden
middle" — mid-sized processors, traders, and input suppliers that aggregate smallholder production and
connect it to formal markets. These businesses are invisible to conventional research but represent the most

scalable and impactful investment opportunities.

ESG verification requires field presence. For investors with sustainability mandates, ESG claims cannot
be taken at face value. Our site visits and worker interviews revealed that "certified organic" operations
sometimes relied on informal outgrower networks with no traceability, and "fair trade" premiums
sometimes never reached the farmers. Only primary verification can distinguish genuine sustainability

from marketing.

Informal distribution is a moat, not a risk. Conventional investors view informal channels as a
compliance risk. Our intelligence revealed that companies with deep informal distribution networks —

village-level agro-dealers, broker relationships, cross-border trader networks — enjoy competitive



o Speed matters in competitive markets. The intelligence that two rival funds were active in the same
segment accelerated the client's decision timeline and prevented a competitive bidding situation. In East
African PE, where deal flow is limited and quality targets are scarce, intelligence-driven speed is a decisive

advantage.

"Leflam's intelligence operation gave us something we could not buy from any investment bank: ground
truth. They found targets we didn't know existed, saved us from four value-destroying deals, and gave us the
confidence to move fast on the right one. That is the difference between information and intelligence." —

Partner, Nordic Private Equity Fund

Methodology and Ethical Standards

This engagement employed Leflam DataPulse's proprietary Private Capital Target Intelligence Protocol,
combining: (1) Multi-Source Data Fusion (registry, trade, digital, and human intelligence); (2) Unannounced
Operational Verification with engineering, environmental, and labor assessments; (3) Financial Reconstruction
using input-output analysis and comparable benchmarking; (4) Ownership Tracing through legal, interview-
based, and digital forensic methods; (5) ESG Verification aligned with IFC Performance Standards and EU
Taxonomy requirements; and (6) Competitive Intelligence Monitoring of sector M&A, regulatory trends, and
rival fund activity. All field research was conducted in compliance with local laws, with informed consent for
worker interviews, and with strict confidentiality protocols protecting both client and target information. No

misrepresentation or deception was employed in any intelligence-gathering activity.
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