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THE BEST
SUCCESSION
PLANS ARE THE
ONES YOU BARELY
NOTICE. WHERE
LEADERSHIP
CHANGES, BUT
THE BUSINESS
DOES NOT MISS A
STEP.

DESIGNING CONTINUITY

How Indialncis
Rethinking Succession

or the longest
time, succes-
sion in Indian
businesses was
treated as a milestone.

A moment that marked
change, often accom-
panied by uncertainty,
speculation, and a reset
of expectations. Today,
it feels very different. In
my experience working
closely with business
families, the conversa-
tion has moved beyond
“who takes over next”
to a far more fundamen-
tal question: how do

we ensure the business
continues to run exactly
as it should, irrespec-
tive of who is in charge?
That shift, from event
to process, is quietly
redefining how India Inc
approaches leadership
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transitions.

A recent example
of this can be seen in
the transition at Bharti
Airtel. What stands
out is not the leader-
ship change itself, but
the lack of disruption
around it. There is no
urgency, no visible
friction, just a sense
that the transition was
always part of a larger
plan. And that, increas-
ingly, is what well-de-
signed succession looks
like.

What we are witness-
ing across Indian enter-
prises is a clear move
towards a continuity-
first approach. Transi-
tions are being planned
years in advance, often
unfolding in phases.
Leadership responsi-

bilities are not handed
over overnight, they are
layered in gradually. The
idea is to remove the
shock factor entirely, en-
suring that the business,
its stakeholders, and
its strategic direction
remain unaffected.

Wealth from the
business, is now being
consciously segmented
into distinct pools such
as entrepreneurial capi-
tal (for building future
businesses), alpha capi-
tal (for growth oppor-
tunities), preservation
capital (for stability),
learning and develop-
ment capital (for next-
gen capability building),
and lifestyle capital
(for personal wellbeing
and fulfilment). This
segmentation helps
incoming successors,
particularly the younger
generation in family
business succession,
to navigate responsi-
bilities with clarity and
purpose.

In parallel, there is
a visible shift towards
more institutionalised
governance, where
professional advisors
are increasingly part of
formal councils or steer-
ing committees. These
structures are playing a
critical role in enabling
balanced, objective,
and continuity-driven
decision-making during
generational transitions.

One of the most inter-
esting shifts underpin-
ning this change is the
rise of hybrid leadership
structures. Professional
CEOs are taking on the
responsibility of running
operations, bringing in

institutional rigour and
execution focus. At the
same time, next-gener-
ation family members
are being integrated into
governance roles, con-
tributing to long-term
strategy and vision.

Equally important is
how the next generation
is being prepared for
leadership. The older
model of succession,
where leadership was
assumed by virtue of
lineage, is steadily being
replaced. Today, there
is a visible emphasis
on capability-building.
Next-gen leaders are
spending time under-
standing different parts
of the business, gaining
external exposure, and,
importantly, building
credibility with key
stakeholders.

For business families,
this requires a mindset
change. The role of
the promoter is evolv-
ing, from being deeply
involved in operations
to becoming a custodian
of vision and capital. It
is less about control, and
more about steward-
ship.

External factors are
accelerating this transi-
tion as well. The increas-
ing presence of global
investors, heightened
regulatory expecta-
tions, and the need for
long-term scalability are
pushing businesses to
adopt more structured
approaches to leader-
ship and governance. In
this environment, suc-
cession planning is no
longer a private family
matter, it is a strategic
business imperative. @



