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InterChina is an advisory boutique with a focus on China,
offering domestic and cross border corporate finance & strategy services 

▪ Founded in 1994, 
the first boutique
business advisory firm 
in China.

▪ Sustainable business 
model proven over
~30 years.

▪ Remains an 
independent boutique 
with 8 partners.

Professionals in our offices in 
Beijing and Shanghai, 1/3 with
>10 years tenure.

Strategy projects delivered, and
the leading alternative to global
consulting firms.

Transactions closed, and top 3 
advisor in our field (USD 9.5 
billion aggregate value, 6~10 
deals/year).

M&A transaction value range.

Of engagements with returning 
clients.

50

230

650

USD 
50~500
million

▪ Two complementary business practices 
(cash flow, cross referrals, knowledge 
sharing):

▪ Focused on 6 sectors (deep experience, 
knowledge and networks):

▪ Clients: Multinational (strategic and PE), 
Chinese (listcos, POEs, PE).

2
3

Origin PerformanceBusiness Model

Corporate
Finance
Cross-border
acquisitions & 
divestments.

Strategy
Opportunity, 
growth & 
improvement.

www.InterChinaPartners.com

Follow us for more information:
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Surveys with MNCs

China Survey Sept / Oct 2025: N = 331 

Global CEO Survey Oct 2025

75 CEOs based in Europe, USA

InterChina Localization
Survey March 2025

145
MNCs

InterChina M&A 
Survey May 2025

165
MNCs

Analytical Lens

21st Edition of Our China Forecast focuses on benchmarking investors’ reaction 
to China business dynamics. It covers over 400 participants.
(331 C-Suite China International Investors’ Representatives Plus 75 Global CEOs)

Source: InterChina Sep-Oct 2025 survey.

16% 11% 5%15%16%25% 12%

Business
services

Health
Care

Consumer
goods

Auto-
motive

Large
Equ.

Indus.
Parts

Materials

12%19%69%

RoWAmericanEuropean

21%35%44%

USD 1 bn +USD 100 m - 1 bn< USD 100 m

Short-term

2024 - 2026

Mid/long-term

2026 – 2030+

MNCs’ 2026 
predictions on 
growth, prices, 
localization 
priorities

MNCs’ 
priorities on 
competition, 
innovation
China for 
Global

Economic 
cycle

Domestic 
policy

Geopolitical 
environment

GDP
Sectorial

5YP
Priorities

Risk and 
Derisk
Overall 
priority

Survey Results
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Commitment to China remains high (either a key global market or high priority).
80% of MNCs will keep investing in China, half will further increase investments.

Source: InterChina Sept-Oct 2025 survey.

20%

11%

7%

2%

2025

China remains or has become
a global strategic priority.59%

…varies by BUs

Uncertain

22%

We will exit or significantly
reduce exposure to China.*

11%

5%
3%

2023

52%

27%

11%

9%

1%

2024

60%

271 322 331

China is a lower priority than
previously, but still important.

Q. “How committed is your company to China?”
Percentage: No. of respondents.

Commitment to China is a majority choice

Q. “How do you characterize your company’s 
commitment to the China market for the long 
term (post-2026)?” Perc.: No. of respondents.

Global HQs / CEOs think the same

43%

38%

10%

5%

5%

2025

Deepening our commitment;
China is more critical than ever.

Stabilizing; we are committed but
growth expectations are moderated.

Contingent; our commitment depends
on geopolitical and market developments.

We’re reviewing our long-term presence

Have decided to reduce our exposure to China.

75

20%

32%

32%

8%

8%

2025

Significantly increasing.

Moderately increasing.

Remaining flat.

Moderately decreasing.

Significantly decreasing.

75

Q. For ‘26-’28, how does China's share of 
global capital allocation compare w. previous 
3-y period?” Perc.: No. of respondents.

Survey Results Survey Results
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3D. Chinese Globalizers

New Chinese globalizers that will depend on 
their China suppliers for global expansion

1D. China For China:

be competitive in China and support global

Deep localization, a new perspective on pricing & margins, speed 
and R&D, and de-risking

2D. High Tech @ Low Cost

New Innovation and Standards. The new 
China factory & the Global South. 

Change of Perception. To win globally, need to compete successfully in China. 

The 3 Dimensions of China. 

Product/service sales

Cooperate – partnerships

Compete

Innovation

Cost

Speed
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Redefine Margin: Ecosystem 
power over short-term  

profit

Deep Localization: Integrate 
in local supply, faster cycles

Scale: Retain manufacturing 
scale for cost leadership

1D China- Focus on Competitiveness in China.
Become a Chinese company with multinational characteristics. Scale, deep localization, 
redefine prices/margins, integration with Chinese ecosystems

Sources:1) InterChina interviews analysis, 2025. 2) InterChina Survey Oct 2025, N = 74 3) InterChina research. 4)  InterChina survey, Feb 2025, n = 142 MNCs.
5) InterChina forecast survey, Sept / Oct 2025. 

Operate as a Chinese player 
in China’s industrial model

22%

78%

Consumer 
Goods

32%

68%

Health 
Care

32%

68%

Auto
motive

33%

67%

Indus. 
Parts

36%

64%

Business 
Services

38%

62%

Materials

56%

44%

Large 
Equ.

% of MNCs per sector that will accept 
lower margins in China than the global 
norm5

“Dear BoD: We propose to reduce 
our China margin to remain 
competitive…”

Or better 

“Dear BoD: we must reduce our 
prices, let’s become Chinese to 
protect margins”

Comparison of MNCs’ China gross marg8in 
with global average, in % of MNCs per sector

64%

16%

8%

8%
4%

4,000

2,0002,000

950

2020 2024

OEM product price, in RMB / KW)

Component cost (key parts, RMB / KW)

Large Chinese Wind Turbine OEMs have 
halved their cost since 2020 due to scale 1

Procurement prices 
Raw material prices 
Larger turbines 2x

Part standardization
Techn. improvement

Global CEO survey Oct 2025 2: What is the 
primary objective for your China operations?

No. Months MNCs need vs Best-Practices 3

Feb 2025 survey4: Key reasons for faster 
China development processes (than global)

Yes

No

Embed in local supplier / partner network: 
% of MNCs that say they will further 
localize supply networks in China in 2026

By when will you have lost your legacy 
advantage in China over local competitors?
(100% = all respondents)

3%9%

23%

66%

“Less complicated, more
streamlined internal process ”

“Suppliers in China act
and react faster”

“Longer working hours”

“We do less tests”

57

39

41

18

24

8

24

12

R&D process
for CT Scanner

Autom. T1
R&D cycle

Equ. maker
R&D cycle

Lifesciences
Product registr.

Never 
had one

23%

10%

Already 
lost

32%

23%

10%

By 2028

16%

32%

23%

10%

By 2030

9%

16%

10%

23%

10%

By 2033

10%

9%

16%

32%

23%

10%

2033+

10%

33%

65%

81%

90%

32%

Consumer 
Goods

Business 
Services

Auto
motive

Indus. 
Parts

Materials Health 
Care

Large 
Equ.

11%

18%

39%

47%
52%

58%
63%

Drive top-line revenue growth
for the global group

Be a low-cost export base for
global markets

Serve as a source of innovation
and R&D for global products

Other

Generate high margins and
cash flow for repatriation
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… Develop New pockets of growth.
Connecting with fast growth clusters will bring the next 10 years’ growth. 

Source: InterChina Survey Sep-Oct 2025. 
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Expand into new applications 81% 73% 68% 59% 33% 50% 45%

Launch new / better products 50% 58% 76% 64% 56% 67% 40%

Sell more to existing customers 44% 45% 60% 45% 22% 39% 60%

Expand into new geographies 38% 38% 36% 36% 56% 44% 35%

Expand into new channels 31% 40% 28% 27% 89% 44% 30%

Reduce prices to drive volumes 25% 38% 40% 41% 22% 22% 25%

Accelerate implementation 
speed

31% 30% 40% 36% 11% 50% 5%

Accelerate decision making 
speed

31% 25% 36% 45% 11% 39% 10%

Add sales & distr. resources 31% 25% 8% 27% 33% 22% 20%

Improve sales & distr. 
incentives

25% 15% 28% 23% 22% 17% 15%

Do an acquisition 25% 10% 24% 18% 11% 28% 10%

JV with a large local group 6% 8% 4% 23% 22% 17% 10%

Increase prices to customers 6% 10% 4% 5% 11% 11% 20%

Q. “How will you drive sales growth in 2026 differently?”
(% of MNCs p. sector)

Decarbonization

• Energy storage 
systems

• Wind power
• H2 electro-lyzers

Technology

• Robotics. 
Automation

• Data centers
• Semicon / AI
• Life sciences

Demographics 

• Value-segment
• Wellness
• Consumer health
• Elderly care

Survey
Results
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AutomotiveMaterialsHealthcareIndustrial partsLarge equipmentConsumer goods

2D China- High Tech @ Low Cost. “In China for Global” product innovation 
will be a key success factor. As more innovation will come from China, 20% of Many MNCs’ 

global business will be driven by China innovations. 

Source: InterChina survey, Feb 2025, n = 142 MNCs across different sectors. 

China for Global: Q. “How much is / will your global business be driven by
‘global products developed in China’ (as a % of total global business)?”

In 3 y In 5 - 7  y Now In 3 y In 5 - 7  y Now In 3 y In 5 - 7  y Now In 3 y In 5 - 7  y Now In 3 y In 5 - 7  y Now In 3 y In 5 - 7  yNow

1.3%
2.3%

5.6%

8%

11%

5%

11%

19%

9%

11.7%

15%

8%

13%

18%

10%

16%

25%

0.7%

Avg. in % In % In % In % In % In %

Survey 
Results
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GE JVs w. Xinhua Control 
Engin. (turbine controls)

Vertical Integration of Chinese Supply Chains. MNC system makers are going to 

increasingly depend on Chinese component makers for their future global success

2024

2022

2021

2019

2005

Franke acquires Nokite 
EcoSmart Water Heating 
Systems (Guangdong) 

(stainless-steel kitchen taps). 

Gränges acquires Shandong 
Innovation Group (casting 
and hot-rolling facility, low-
carbon aluminum supply)

VW CARIAD JVs with 
Horizon Robotics (computing 
solutions for smart vehicles)

VW acquires share of 
Gotion High-Tech (EV 

batteries).

Envirotech Vehicles Inc. 
acquires ProGreen New 
Energy Techn. (battery 
design, manufacturing)

CAF JVs w. Changzhou 
Tiansheng New Materials 

(polymer foam materials for 
rolling stock)

Tesca JVs w. Huafon 
Microfiber (microfiber 

materials for automotive)

Upstream vertical integration by MNCs in China – Selected Examples

• Access to critical technologies and steady supply

• Monopolizing technology supply

• Diversifying margin along the value chain

• Strengthen customer loyalty and interdependence
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Materials Indus. Parts Large Equ. Automotive Consumer 
Goods

Health Care Business 
Services

A "China desk" at HQ for global KAM with the CN globalizers 32% 23% 12% 32% 13% 32% 32%

A local team in China for commercial negotiations 53% 47% 46% 60% 50% 37% 44%

China-China contract (legal location, T&Cs) 26% 26% 38% 40% 13% 37% 32%

China Price despide supplying outside of China 21% 30% 19% 24% 0% 16% 8%

Production close to the Chinese globalizer's plant in relevant 
markets

42% 28% 23% 32% 0% 26% 24%

Strong after-sales capabilities in relevant markets 26% 35% 46% 24% 13% 21% 12%

Formation of JV with the CN globalizer, in China or relevant 
market

11% 5% 12% 12% 25% 11% 8%

KSFs: Q. “What does it take for a you as a MNC to successfully sell to / work with Chinese globalizers in global markets?”
(In %  of MNCs per sector saying ‘yes’)

Survey
Results

Global CEO survey Oct 2025:
Q. “How significant is the opportunity 

to "follow and serve" Chinese 
customers in their global expansion?”

20%

40%

20%

20%

A major strategic priority;
we are actively building
capabilities for this

An important opportunity,
but not a primary driver
of our strategy

A minor opportunity with
limited relevance to our
business

Not relevant to our
operations

N = 75

Survey 
Results

A Key Question: How to sell to these new global customers?

3D China- Chinese Globalizers. ~60% of global CEOs aim to grow in this 
new Chinese global demand segment. Most sourcing and commercial decisions are 

made in China and should be developed in China.

Source: InterChina Survey Sep-Oct 2025.
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Convert competitors into partners. >50% of multinationals want to do global 

alliances. Complementary objectives lead to asset light global cooperation with Chinese 
globalizers.

Source: InterChina Survey Sep-Oct 2025.

Materials
Indus. 
Parts

Large 
Equ.

Auto
motive

Consume
r Goods

Health 
Care

Business 
Services

To gain access
to int’l customers.

58% 56% 56% 75% 50% 74% 60%

To overcome reg./ 
political barriers to 
market access.

53% 49% 33% 67% 50% 53% 40%

To pool resources
and share risk.

32% 7% 15% 21% 13% 21% 16%

Chinese Companies’ Partnership Motives: Why are 
Chinese globalizers in your industry seeking JVs or 
strategic partnerships with international companies? (in %  
of MNCs per sector saying ‘yes’; several mentions possible)

Global Partner Rationale: If you consider such a partnership, 
how important will be the following drivers? (In %  of MNCs per 
sector saying ‘yes’)

Materials
Indus. 
Parts Large Equ.

Auto
motive

Consumer 
Goods

Health 
Care

Business 
Services

To identify innovation 
opportunities

32% 27% 26% 36% 13% 58% 36%

To dramatically drive 
down COGS

32% 22% 41% 32% 13% 37% 20%

To establish new
GTM opportunities 
in/out-side of China

37% 44% 30% 44% 63% 68% 44%

To drive asset-light 
investments

26% 7% 4% 24% 0% 26% 8%

To diversify (customers, 
markets, sectors)

32% 27% 26% 24% 13% 37% 12%

Survey 
Results

Survey 
Results
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Multinational’s Key Competitive Disadvantage- Only a minority of MNC’s are 

‘well aligned’ between HQ and China. This is one of the main reasons for MNC’s lack of 
competitiveness. Risk of incorrect, slow or… (worse)... no decisions. 

Source: InterChina Survey Sep-Oct 2025.

14%

10%

43%

33%

Global

Currently re-evaluating
our China strategy.

Significant gap in strategic 
vision, challenging to manage.

Aligned on objectives,
but not re.  methods,

pace, and level of
localization.

Well-aligned

75

7%

25%

48%

20%

China

Large gap, challenging
to close (HQ more positive
on China than local team.)

Large gap, challenging
to close (Local team more
positive on China than HQ.)

Manageable gap.

Well-aligned.

331

Q. “How would you characterize the 
perspectives of HQ vs. China country 
management on your company's 
approach to China going forward?”

Q. “How would you characterize the 
alignment between global HQ and 

your China management team on the 
future China strategy?”

HQ/China Alignment HQ/China Alignment, by China company size bracket and sector

6% 7% 8% 7% 9%
5%
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17%

39%

39%

19%

55%

19%

24%

48%

20%

29%

54%

11%

27%

45%

18%

32%

47%

16%

43%

14%

43%

19%
24%

17%

43%

54%

46%

28%

19%

29%

9%
3%

9%

USD 1 -
100 m

USD 100 
m – 1 bn USD 1 bn +

Peak of 
trust

Survey 
Results
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InterChina’s Recommended Corporate Toolbox for Staying Relevant ‘in’ 
and ‘with’ China…

Portfolio 
Restructuring

(& Divestment)

M&A

Compete Grow De-risk

B-Brand: 
Partnerships

with a local 
brand

B-Brand: Organic 
creation

Empower Local 
Organizations

China Speed
through 

Product 
Development in 

China

Change the
Approach to 

China IP Rights

Using China
ops to export 

from China

Build global
partnerships 

with Chinese 
players

Grant
autonomy to 

China HQs

Local
financing

Asset-light 

investment
Dual

tech stacks: 

Global +
China for China

Global Decision 
Making 

Framework for 

China
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We are at an inflection point with China. To capture the next 10-year growth in 
and with China a fundamental change of perspective is required.

Geopolitical 
issues 

Data and Standard 
divergence

Domestic policy 
priorities

Self sufficiency

Consolidation

Chinese 
Innovation 

New Pockets of 
Growth

High Tech at Low 
Cost

Impossible to stop 
it… Be part of it. 

Globalization of 
Chinese 

Companies

New Clients

 New Competitors

… New Partners

Requires a high level of empathy and curiosity

InterChina framework to interpret China trends
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China CEO Agenda 2026

HQ-CHINA ALIGNMENT

Create a global decision-making 
framework for China

Management exchange/
more expats to China

Restructure org/reporting lines, 
compliance/governance tools

COMPETE IN CHINA WIN GLOBALLY

- Use China to supply global markets at 
lower cost

- China innovation for cost, speed, new ideas

- Use China organization to sell to Chinese 
globalizers - KAM

- Consider dual standards

Repurpose China Operation

- Convert competitors into partners through 
global alliances

- Enter adjacent categories and globalize 
through acquisition or JV

Partnerships & Organization

- Local autonomy & Speed 

- Margins and Pricing: adjusted to China

- Sourcing: as local as possible

- B-brands

Deep Localization

- Portfolio reassessment: divest/acquire
- Achieve scale (traditional China)
- Consider JV’s (new China)
- Ecosystem partnerships (new China)

M&A / Partnerships

- In China for China

- Local decision autonomy

- Be part of innovation ecosystems

Innovation

Traditional China
Protect through scale 

and cost/profit revamp
Achieve Relevance

New China
Identify new pockets of 
growth -> partnerships, 

ecosystems
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Humanoid Robotics in 

Manufacturing

Flying Cars (eVTOLs)

Vehicle-to-Grid (V2G) 

Energy Systems

Solid-State Batteries

AI-Driven “Living Lab” 
Cities

Holographic 
Windshields

Self-Healing Materials

Neural Network-
Based Traffic 
Management

Modular EVs with
Swappable Bodies

Carbon-Neutral Factories

A provocative afterthought… Categories that China will create and dominate 
will grow >10x in the next 10 years to a market valued over $4 trillion

Source: InterChina Analysis.
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Contact Us
Reach out to us to learn more about our experience and capabilities

Eduardo Morcillo
Managing Partner, Head of Shanghai

T: +86 (21)-6341-0699
E: Eduardo.Morcillo@InterChinaPartners.com 

Suite 1201, 100 Bund Square, 100 South Zhongshan Road
Huangpu District, Shanghai 200010
P.R. China

Shanghai

Eric Zhou
Partner

T: +852-6146-1563 
E: Eric.Zhou@InterChinaPartners.com  

66/F, The Center, 99 Queen’s Road 
Central, Hong Kong
P.R. China

Hong Kong

Jan Borgonjon
President

T: +86 138-1056-5210
E: Jan.Borgonjon@InterChinaPartners.com

1175, 2/F, Block C3, No.1 Huangchang West Road,
Dougezhuang
Chaoyang District, Beijing 100016
P.R. China

Beijing

www.InterChinaPartners.com

Follow us for more information

Madrid
Julio Lopez 
Julio.Lopez@InterChinaPartners.com

London
James Sinclair   
James.Sinclair@InterChinaConsulting.com

Vienna
Manfred Reichl 
Mr@Manfredreichl.com

Stockholm
Michael Thurow   
Michael.Thurow@InterChinaConsulting.com

Global Reach
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