
Dear Reader,

Today’s heightened sense of uncertainty is 
leading to a boom in targeted investment, 
whether that’s co-investment, direct investment, 
GP-led secondary deals, or pre-seeded funds 
unveiled by previously fundless sponsors. In 
a year of records - in fundraising, dealmaking, 
distributions and overall secondary volume - 
everyone in private equity is keeping a wary 
eye on risk. This mirrors a broader new normal 
as society learns to live with, adjust to and 
even thrive under a wide range of potential 
dangers.  

Indeed, risk and how it can be minimized 
in private equity, even as PE achieves new 
milestones, is a theme running through these 
pages. It’s a motivator for investing outside 
of classic fund structures, the subject of our 
roundtable, and it’s behind the record levels of 
targeted investment documented in this review. 

As always, we hope the information found 
here helps you make the right business and 
investment decisions. To all, we wish health 
and happiness over the holidays and a joyful 
2022! 

Sincerely, The Triago Team

THE TRIAGO  REVIEW

FALL-WINTER 2021PRIVATE EQUITY

ANALYSIS: PRIVATE EQUITY SOARS 
Directs and co-investments hit highs 

ROUNDTABLE: INVESTING OUTSIDE 
CLASSIC FUNDS  
It’s all about getting close to assets 

PRIVATE EQUITY BLOG 
AUM seen at $9 trillion this year, A fifth of 
fundraising is digital, The case for using 
GP currency, Most GP-leds are single-
asset deals, The Sequoia Fund as retail 
model 

AS COVID 19 BECOMES ENDEMIC, PE ADAPTS 
With a rise in uncertainty, direct deals become stars. 

1 • THE TRIAGO REVIEW

Deals roar back, feeding calls and distributions.

And secondaries rise on strong NAV appreciation.

Fundraising & targeted investment set records…

…as directs in particular reach unprecedented heights.

Fund Types Sold on the Secondary Market

Fundraising – Relative Value of Direct & Co-Investment1
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GRAPH 3 INSTRUCTIONS & DATA

Title of chart (in bold and should be smaller than the 
one line sentence we will insert above it, in accor-
dance with how we’ve done these tables in the past 
– see past quarterlies)
Title: “Fundraising – Relative Value of Direct & Co-In-
vestment”
The title will be footnoted with the number 2
The footnote at the bottom should read: “Includes 
activist funds in Buyout, Venture Capital, Growth, 
Real Assets, Distressed/Turnaround, Secondaries, 
Credit, Funds-of-Funds and all closes, �rst to �nal. 

This will be a double-bar chart covering �ve years – 
2017 through 2021 (the last year – 2021 – will be 
annualized, based on q1-q3 values. This will be 
indicated through a di�erent shade for these bars. 
We will write under this �nal pair of bars: “2021 
Q1-Q3 Annualized” – Under all other bars will just 
state the year (i.e. “2017”)

The �rst bar for each year will show fundraising in billions of dollars (amounts for each year listed below). 
The actual fundraising amount in dlrs for each year should appear above the bar and correspond with a Y 
axis showing amounts going from zero to $1000BN, ideally in increments of $200BN.
The second bar for each year will show the amount of Direct & Co-Investment (dollar amounts listed 
below), but will be topped by a percentage (percentages listed below) showing the amount as a propor-
tion of annual fundraising.
Just beneath the chart
The key for the �rst bar should read “Fundraising”
The key for the second bar should read “Direct & Co-Investing”
In small grey lettering please insert: “Percentages indicate proportion of annual fundraising”

DATA FOR THIS CHART:

Fundraising �rst bar
2017 = $839bn 
2018 = $779bn  
2019 = $801bn 
2020 = $767bn
2021 = $945bn (this is annualized)

Direct investment and Co-investment �gures (just for matching up with Y-axis) and percentages that 
should be written out on top second bar
2017 = $174.5bn = 21% 
2018 = $184.1bn = 24% 
2019 = $202.8bn = 25%
2020 = 194.6bn = 25%
2021 = $267.7bn = 28% (this is annualized)

21% 24% 25% 25%
28%

2018 2019 2020

$93.0 $96.9 $104.3 $103.4

$147.7

$81.4
$87.8

$98.5
$91.2

This will be an update of the Fund Distributions/Fund Calls graph that is the third one down in the December 
2020 report.
It will show six years – please drop the data from 2015, plugging in the data covering 2016 to 2020 from the Dec 
2020 report and add the �gures below for 2021 (moving the footnote from 2020 to 2021 and changing it from 
“2” to “1”)
Here are the �gures for 2021:
For Fund Distributions: 23%
For Fund Calls: 24%
The footnote for 2021 should read:
“2 Q1 to Q3 annualized.”

This will be an update of the fourth graph in the Dec 2020 report – Fund Types Sold on the Secondary Market - 
but it will show two periods (as this same graph did in the October 2019 issue, rather than just one).
The bold headline of the graphic should end after “Market”, (with no footnotes). Directly beneath  the headline 
it should say as the December report does, “Pricing Relative to Net Asset Value (excludes GP-Led)”
The �rst period we’ll show should be labeled (see key to October 2019 graph for template) “Average Top 
Pricings 2021 Q1-Q3”
The second period we’ll show should be labeled “Average Top Pricings 2020”
Please graph the following categories (same categories as Dec 2020) and percentages:
For 2020:
Large Buyout = 96%
Mid-Market Buyout/Growth = 90%
Venture Capital = 84%
Tail-End = 78%
Average 89%
For 2021 Q1-Q3:
Large Buyout = 98%
Mid-Market Buyout/Growth = 93%
Venture Capital = 87%
Tail-End = 82%
Average = 93%

INSTRUCTIONS AND DATA FOR FOURTH GRAPH

Title of chart (in bold and should be smaller than the one line sentence we will insert above it, in 
accordance with how we’ve done these tables in the past – see past quarterlies)
Title: “Direct & Co-Investment – Value Breakdown”

Format of chart: This will be a �ve-year double-bar chart but it will be set up like the “Fund Types Sold 
on the Secondary Market” chart from the October 2019 quarterly, where one bar acts as shadow to 
the other (grey and orange color scheme)

The grey bar in the foreground will show Direct investing in dollar amount (dollar �gure in white 
inserted at the top of the bar – see template mentioned above). Direct investing amounts are below.

The orange bar behind the grey bar and peeking out from the side (see template) will show co-invest-
ing in dollar amount (dollar �gure in orange above the bar). Co-investing amounts are below.
Key should read for �rst bar (a grey square as in template): “Direct Investing”
Key should read for second bar (an orange square): “Co-Investing”
Y-axis – Given the �gures we’re charting, I’d suggest 0 to $150BN in increments of $30 billion, but 
please use your judgement here.

DATA FOR FOURTH CHART

Direct Investment (Grey Bar)
2017 = $93.1bn 
2018 = $96.9bn 
2019 = $104.3bn 
2020 = $103.4bn 
2021 = $147.7bn 

Co-investment (Orange Bar)
2017 = $81.4bn  
2018 =$87.8bn 
2019 = $98.5bn 
2020 = $91.2bn  
2021 = $118.0bn 

I
N

 
B

I
L

L
I

O
N

S

I
N

 
B

I
L

L
I

O
N

S

2017

2017

87%

95%

98%
96%

88%

96%
90%

84% 78%

89%

Q1-Q2 ANNUALIZED

24%

$118.0

23%

25%

20%

15%

10%

0

-10%

-15%

-20%

-25%

100%

95%

90%

85%

80%

75%

$1000

$900

$800

$700

$600

$500

$400

$300

$200

$100

$1000

$900

$800

$700

$600

$500

$400

$300

$200

$100

$150

140

130

120

110

100

90

80

2017

2018 2019 2020 2021

2018 2019 2020 2021
Q1-Q3 ANNUALIZED

2021
Q1-Q3 ANNUALIZED

TABLE 3

TABLE 1 TABLE 4

FALL 2021

TABLE 2

2017 2018 2019 2020 2021

Percentage of limited partners’ committed capital – annual average

Percentages indicate proportion of annual fundraising
17% 17% 18%

16% 17%

24%
22%23%

21%

13%

Large
Buyout 

Mid-Market
Buyout/Growth

Venture
Capital

Tail-End Average

$829

$779 $801
$767

$945

2016
GRAPH 3 INSTRUCTIONS & DATA

Title of chart (in bold and should be smaller than the 
one line sentence we will insert above it, in accor-
dance with how we’ve done these tables in the past 
– see past quarterlies)
Title: “Fundraising – Relative Value of Direct & Co-In-
vestment”
The title will be footnoted with the number 2
The footnote at the bottom should read: “Includes 
activist funds in Buyout, Venture Capital, Growth, 
Real Assets, Distressed/Turnaround, Secondaries, 
Credit, Funds-of-Funds and all closes, �rst to �nal. 

This will be a double-bar chart covering �ve years – 
2017 through 2021 (the last year – 2021 – will be 
annualized, based on q1-q3 values. This will be 
indicated through a di�erent shade for these bars. 
We will write under this �nal pair of bars: “2021 
Q1-Q3 Annualized” – Under all other bars will just 
state the year (i.e. “2017”)

The �rst bar for each year will show fundraising in billions of dollars (amounts for each year listed below). 
The actual fundraising amount in dlrs for each year should appear above the bar and correspond with a Y 
axis showing amounts going from zero to $1000BN, ideally in increments of $200BN.
The second bar for each year will show the amount of Direct & Co-Investment (dollar amounts listed 
below), but will be topped by a percentage (percentages listed below) showing the amount as a propor-
tion of annual fundraising.
Just beneath the chart
The key for the �rst bar should read “Fundraising”
The key for the second bar should read “Direct & Co-Investing”
In small grey lettering please insert: “Percentages indicate proportion of annual fundraising”

DATA FOR THIS CHART:

Fundraising �rst bar
2017 = $839bn 
2018 = $779bn  
2019 = $801bn 
2020 = $767bn
2021 = $945bn (this is annualized)

Direct investment and Co-investment �gures (just for matching up with Y-axis) and percentages that 
should be written out on top second bar
2017 = $174.5bn = 21% 
2018 = $184.1bn = 24% 
2019 = $202.8bn = 25%
2020 = 194.6bn = 25%
2021 = $267.7bn = 28% (this is annualized)

21% 24% 25% 25%
28%

2018 2019 2020

$93.0 $96.9 $104.3 $103.4

$147.7

$81.4
$87.8

$98.5
$91.2

This will be an update of the Fund Distributions/Fund Calls graph that is the third one down in the December 
2020 report.
It will show six years – please drop the data from 2015, plugging in the data covering 2016 to 2020 from the Dec 
2020 report and add the �gures below for 2021 (moving the footnote from 2020 to 2021 and changing it from 
“2” to “1”)
Here are the �gures for 2021:
For Fund Distributions: 23%
For Fund Calls: 24%
The footnote for 2021 should read:
“2 Q1 to Q3 annualized.”

This will be an update of the fourth graph in the Dec 2020 report – Fund Types Sold on the Secondary Market - 
but it will show two periods (as this same graph did in the October 2019 issue, rather than just one).
The bold headline of the graphic should end after “Market”, (with no footnotes). Directly beneath  the headline 
it should say as the December report does, “Pricing Relative to Net Asset Value (excludes GP-Led)”
The �rst period we’ll show should be labeled (see key to October 2019 graph for template) “Average Top 
Pricings 2021 Q1-Q3”
The second period we’ll show should be labeled “Average Top Pricings 2020”
Please graph the following categories (same categories as Dec 2020) and percentages:
For 2020:
Large Buyout = 96%
Mid-Market Buyout/Growth = 90%
Venture Capital = 84%
Tail-End = 78%
Average 89%
For 2021 Q1-Q3:
Large Buyout = 98%
Mid-Market Buyout/Growth = 93%
Venture Capital = 87%
Tail-End = 82%
Average = 93%

INSTRUCTIONS AND DATA FOR FOURTH GRAPH

Title of chart (in bold and should be smaller than the one line sentence we will insert above it, in 
accordance with how we’ve done these tables in the past – see past quarterlies)
Title: “Direct & Co-Investment – Value Breakdown”

Format of chart: This will be a �ve-year double-bar chart but it will be set up like the “Fund Types Sold 
on the Secondary Market” chart from the October 2019 quarterly, where one bar acts as shadow to 
the other (grey and orange color scheme)

The grey bar in the foreground will show Direct investing in dollar amount (dollar �gure in white 
inserted at the top of the bar – see template mentioned above). Direct investing amounts are below.

The orange bar behind the grey bar and peeking out from the side (see template) will show co-invest-
ing in dollar amount (dollar �gure in orange above the bar). Co-investing amounts are below.
Key should read for �rst bar (a grey square as in template): “Direct Investing”
Key should read for second bar (an orange square): “Co-Investing”
Y-axis – Given the �gures we’re charting, I’d suggest 0 to $150BN in increments of $30 billion, but 
please use your judgement here.

DATA FOR FOURTH CHART

Direct Investment (Grey Bar)
2017 = $93.1bn 
2018 = $96.9bn 
2019 = $104.3bn 
2020 = $103.4bn 
2021 = $147.7bn 

Co-investment (Orange Bar)
2017 = $81.4bn  
2018 =$87.8bn 
2019 = $98.5bn 
2020 = $91.2bn  
2021 = $118.0bn 

I
N

 
B

I
L

L
I

O
N

S

I
N

 
B

I
L

L
I

O
N

S

2017

2017

87%

95%

98%
96%

88%

96%
90%

84% 78%

89%

Q1-Q2 ANNUALIZED

24%

$118.0

23%

25%

20%

15%

10%

0

-10%

-15%

-20%

-25%

100%

95%

90%

85%

80%

75%

$1000

$900

$800

$700

$600

$500

$400

$300

$200

$100

$1000

$900

$800

$700

$600

$500

$400

$300

$200

$100

$150

140

130

120

110

100

90

80

2017

2018 2019 2020 2021

2018 2019 2020 2021
Q1-Q3 ANNUALIZED

2021
Q1-Q3 ANNUALIZED

TABLE 3

TABLE 1 TABLE 4

FALL 2021

TABLE 2

2017 2018 2019 2020 2021

Percentage of limited partners’ committed capital – annual average

Percentages indicate proportion of annual fundraising
17% 17% 18%

16% 17%

24%
22%23%

21%

13%

Large
Buyout 

Mid-Market
Buyout/Growth

Venture
Capital

Tail-End Average

$829

$779 $801
$767

$945

2016
GRAPH 3 INSTRUCTIONS & DATA

Title of chart (in bold and should be smaller than the 
one line sentence we will insert above it, in accor-
dance with how we’ve done these tables in the past 
– see past quarterlies)
Title: “Fundraising – Relative Value of Direct & Co-In-
vestment”
The title will be footnoted with the number 2
The footnote at the bottom should read: “Includes 
activist funds in Buyout, Venture Capital, Growth, 
Real Assets, Distressed/Turnaround, Secondaries, 
Credit, Funds-of-Funds and all closes, �rst to �nal. 

This will be a double-bar chart covering �ve years – 
2017 through 2021 (the last year – 2021 – will be 
annualized, based on q1-q3 values. This will be 
indicated through a di�erent shade for these bars. 
We will write under this �nal pair of bars: “2021 
Q1-Q3 Annualized” – Under all other bars will just 
state the year (i.e. “2017”)

The �rst bar for each year will show fundraising in billions of dollars (amounts for each year listed below). 
The actual fundraising amount in dlrs for each year should appear above the bar and correspond with a Y 
axis showing amounts going from zero to $1000BN, ideally in increments of $200BN.
The second bar for each year will show the amount of Direct & Co-Investment (dollar amounts listed 
below), but will be topped by a percentage (percentages listed below) showing the amount as a propor-
tion of annual fundraising.
Just beneath the chart
The key for the �rst bar should read “Fundraising”
The key for the second bar should read “Direct & Co-Investing”
In small grey lettering please insert: “Percentages indicate proportion of annual fundraising”

DATA FOR THIS CHART:

Fundraising �rst bar
2017 = $839bn 
2018 = $779bn  
2019 = $801bn 
2020 = $767bn
2021 = $945bn (this is annualized)

Direct investment and Co-investment �gures (just for matching up with Y-axis) and percentages that 
should be written out on top second bar
2017 = $174.5bn = 21% 
2018 = $184.1bn = 24% 
2019 = $202.8bn = 25%
2020 = 194.6bn = 25%
2021 = $267.7bn = 28% (this is annualized)

21% 24% 25% 25%
28%

2018 2019 2020

$93.0 $96.9 $104.3 $103.4

$147.7

$81.4
$87.8

$98.5
$91.2

This will be an update of the Fund Distributions/Fund Calls graph that is the third one down in the December 
2020 report.
It will show six years – please drop the data from 2015, plugging in the data covering 2016 to 2020 from the Dec 
2020 report and add the �gures below for 2021 (moving the footnote from 2020 to 2021 and changing it from 
“2” to “1”)
Here are the �gures for 2021:
For Fund Distributions: 23%
For Fund Calls: 24%
The footnote for 2021 should read:
“2 Q1 to Q3 annualized.”

This will be an update of the fourth graph in the Dec 2020 report – Fund Types Sold on the Secondary Market - 
but it will show two periods (as this same graph did in the October 2019 issue, rather than just one).
The bold headline of the graphic should end after “Market”, (with no footnotes). Directly beneath  the headline 
it should say as the December report does, “Pricing Relative to Net Asset Value (excludes GP-Led)”
The �rst period we’ll show should be labeled (see key to October 2019 graph for template) “Average Top 
Pricings 2021 Q1-Q3”
The second period we’ll show should be labeled “Average Top Pricings 2020”
Please graph the following categories (same categories as Dec 2020) and percentages:
For 2020:
Large Buyout = 96%
Mid-Market Buyout/Growth = 90%
Venture Capital = 84%
Tail-End = 78%
Average 89%
For 2021 Q1-Q3:
Large Buyout = 98%
Mid-Market Buyout/Growth = 93%
Venture Capital = 87%
Tail-End = 82%
Average = 93%

INSTRUCTIONS AND DATA FOR FOURTH GRAPH

Title of chart (in bold and should be smaller than the one line sentence we will insert above it, in 
accordance with how we’ve done these tables in the past – see past quarterlies)
Title: “Direct & Co-Investment – Value Breakdown”
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Key should read for �rst bar (a grey square as in template): “Direct Investing”
Key should read for second bar (an orange square): “Co-Investing”
Y-axis – Given the �gures we’re charting, I’d suggest 0 to $150BN in increments of $30 billion, but 
please use your judgement here.

DATA FOR FOURTH CHART

Direct Investment (Grey Bar)
2017 = $93.1bn 
2018 = $96.9bn 
2019 = $104.3bn 
2020 = $103.4bn 
2021 = $147.7bn 

Co-investment (Orange Bar)
2017 = $81.4bn  
2018 =$87.8bn 
2019 = $98.5bn 
2020 = $91.2bn  
2021 = $118.0bn 
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24%

$118.0

23%

Pricing Relative to Net Asset Value (excludes GP-Led)

Direct & Co-Investment – Value Breakdown

1 Fundraising includes funds in Buyout, Venture Capital, Growth, Real Assets, Distressed/
Turnaround, Secondaries, Credit and Fund-of-Funds strategies, plus all closes, first to 
final. Percentages are rounded.
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Private Equity Soars  

Private equity funds are collecting record levels of capital 
this year on the back of pent-up demand. As Covid-19 
transitions from acute pandemic to serious, but more 
manageable endemic malady, PE funds broadly defined - 
encompassing strategies in buyout, venture capital, growth, 
real assets, turnaround, secondaries, credit and funds-of-
funds - have gathered a record $709 billion through Q3. 
This compares to a previous all-time high of $619 billion 
raised in the first nine months of 2017 and surpasses 2020’s 
$514 billion by 38 percent. For all of 2021, PE funds are 
on track to gather $945 billion, exceeding 2017’s apex by 
14 percent and outpacing 2020 by 23 percent (table 2, 
p. 1). With the final quarter generally the strongest, the 
fundraising beat could be even bigger. 

Despite the record capital collected for classic, “blind-
pool” PE funds that for the most part have not yet made 
investments, the heightened sense of economic uncertainty 
ushered in by Covid-19 is having a long-term (and yes, 
slightly ironic) impact on primary commitment, with 
a more pronounced taste among investors for targeted 
primaries, whether by co-investment, through separate 
accounts, or via direct investment - the latter either in 
alliance with a fundless sponsor or not. In 2021, such 
investments in companies that investors can analyze stand 
at a record 28 percent of fundraising, or an absolute all-time 
high of $199 billion Q1 through Q3 - just shy of 2020’s full-
year record of $203 billion (table 3, p. 1; roundtable, p. 3). 

Especially noteworthy is the amount being committed 
to directs. Driven for decades by sophisticated investors 
(think sovereign wealth funds, Canadian pensions and 
family offices), directs have always taken a larger share of 
targeted PE than co-investment. Yet in the years running 
up to the March 2020 lockdowns, co-investment gained as 
smaller investors sought to dial-up exposure to lower-fee, 
potentially higher return investments alongside trusted 
general partners.  

That trend has reversed. Veterans with expertise are 
devoting ever larger sums to directs and growing numbers 
of limited partners are investing for the first time. That’s 
prompting a higher relative percentage of GPs who spinout 
to go the fundless route (often with the idea of eventually 

seeding first-time funds with these transactions, thus 
continuing to play to targeted investment demand). Co-
investment, while hitting records for absolute amount and 
even market share, is hindered by GPs’ need to prioritize 
investing the dry-powder highs held in funds. 

While an exceptional wave of realizations and dividend 
recaps continues into Q4, it’s paralleled by an unprecedented 
level of acquisitions. This is leading to rough equilibrium 
in capital called and cash distributed (table 1, p. 1). This 
implies that frustrated commitment plans and increases in 
investor PE allocations - not the return of net capital - are 
behind 2021’s sharp rise in fundraising. 

Uncommonly strong rises in net asset values in 2021 are 
adding to investor enthusiasm and driving major price 
increases in the PE secondary market, with the average 
NAV up 37 percent in the year through September 30. 
Indeed, PE is significantly outpacing major stock index 
appreciation, with the S&P 500 up a relatively modest 28 
percent over the same period. The average fund sold as a 
secondary this year, excluding GP-leds, has traded at 96 
percent of trailing NAV, up from 89 percent in H2 2020 
(table 4, p. 1). Tail-ends - funds that are more than 10 years 
old - have seen particularly dramatic price appreciation, 
rising to 88 percent of NAV from 78 percent. 

Secondary market volume for 2021, Q1 to Q3, stands at 
an unprecedented $79 billion, with a record $46 billion in 
GP-leds. This outstrips 2020’s full-year, $37 billion record 
for GP-leds (of which some 70 percent transacted in H2 
2020). Based on activity in October and November, and 
the usual end-of-year acceleration in closes, we project 
record full-year 2021 secondary volume of $113 billion, 
exceeding the 2019 high of $83 billion and last year’s $71 
billion. Although the LP stake share of volume has grown 
every quarter in 2021 (36 percent of Q1’s $20 billion, 40 
percent of Q2’s $29 billion, 46 percent of Q3’s $30 billion 
and an estimated 48 percent of Q4’s projected $34 billion), 
trading levels are running a bit below 2019’s record of $53 
billion, the last time LP stakes constituted a majority of 
secondaries (64 percent). With a never-before-matched 
$243 billion earmarked for secondaries overall, we expect 
2022 will set a new volume record.

Fundraising sets records, but targeted direct deals and  
co-investments take an unparalleled share of commitments. 
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THE TRIAGO ROUNDTABLE

The Appeal of Investing Outside 
of Classic Fund Structures
Key attractions include the ability to evaluate assets, longer hold 
periods and freedom from portfolio management bias.
Our definition of ‘investing outside of classic fund structures’ is broad. It covers co-investment, separate accounts, 

deal-by-deal relationships, direct investments and continuation vehicles. Calculating market share for all of 

these PE structures is difficult, yet co-investing and direct investment alone amount to an unparalleled 28 percent 

of fund commitments this year (see table 2, p. 1). As Hayfin Capital’s Gonzalo Erroz notes, investing outside of 

classic fund structures allows investors “to dig deeper into assets” – that is specific assets, as opposed to the 

blind pool investing that typifies commitment to a traditional fund. The ability to evaluate assets during highly 

uncertain times has clear advantages, while committing outside of classic fund structures permits the targeting 

of especially high returns. But our participants note that a mix of diversified investments - including traditional 

funds - remains the most efficient path to exceptionally profitable investing.  

CHRIS SULLIVAN DAVID FEIERSTEINGONZALO ERROZGISELLE BRIGHT

Partner at Hayfin Capital 
Management

Founder and Managing 
Partner at Landon Capital 
Partners

Managing Partner, Ronin 
Equity Partners

Partner at Bregal 
Investments
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What are the long-term trends 

contributing to the appeal of private 

equity investment outside of classic 

fund structures?

GISELLE BRIGHT: We’re investing 
more these days in long-term holds, 
whether that’s outside of a classic 
structure or – increasingly – within 
one. As we’ve evolved and as the entire 
industry has become more competitive 
and sophisticated, it’s become evident 
that it’s often better for both limited 
partners and general partners to 
hold onto companies that have great 
potential rather than to see them sold 
to other general partners. And as 
noted, we’re increasingly seeing classic 
structures reserving part of their 
capital for long-term holds, showing 
how much the phenomenon has gone 
mainstream in the past three-to-five 
years. You’ve also got circumstances 

where putting assets into longer hold 
periods reduces risk. Longer hold 
periods can also come with lower fees. 
All of that translates into a trend that 
has legs for the long-term. 

GONZALO ERROZ: Every opportunity 
is different, but generally we 
have a preference for single asset 
continuation vehicles, co-investments 
– whether new platforms or add-ons 
– and investing in fund restructurings 
[also known as GP-leds], with a small 
allocation for more traditional private 
equity primary fund commitments. 
Investing in those structures, we 
can dig deeper into assets and into 
the work that particular general 
partners carry out. This allows us 
to be extremely selective, finding 
opportunities with highly favorable 
risk-adjusted-return profiles. Vetting a 

manager’s track record is key, but we’ll 
get the best returns by also evaluating 
concrete opportunities. Investing deal-
by-deal provides better understanding 
of the quality of managers, helping 
us determine future primary fund 
commitments.

CHRIS SULLIVAN: Having greater 
visibility into underlying assets is 
clearly what drove the shift for Landon 
family commitments from a fund 
focus to an exclusively deal-by-deal 
strategy. We also wanted to get away 
from the portfolio management bias 
of fund managers. Once managers 
achieve their targeted returns, instead 
of maximizing value at portfolio 
companies, the natural tendency of 
many is to focus on exiting remaining 
investments so that they can quickly 
get onto their next fund raise. That 



leads to premature sales, driven by a 
desire to lock in gains and return capital. 
Investors focused on outperformance 
will continue to gravitate to direct 
investments and more flexible 
investment periods. 

DAVID FEIERSTEIN: For managers, deal-
by-deal strategies have growing appeal in 
an increasingly competitive marketplace. 
As a general partner operating deal-by-
deal, we can outbid competitors and 
still generate better gains – we exploit 
value potential more fully than a classic 
fund that’s under pressure to stick to 
an investment period. We can use debt 
more flexibly than managers on a fund-
life clock, and we can seek value across 
a broader range of company sizes. If a 
deal generates heavy investor demand, 
the compensation we negotiate can be 
higher than for classic managers, though 
the reverse is true as well. Moreover, 
investors can pick and choose which of 
our deals they invest in. Studies show 
that cherry picking managers’ deals leads 
to higher returns. Finally, owners with 
a bias against private equity funds are 
also sometimes more inclined to partner 
with us.

What accounts for the material uptick 

for non-classic fund investment during 

the pandemic?

GE: It’s driven mostly by the desire 
of fund managers to optimize their 
portfolio and pipeline at a time when 
the pandemic makes it hard to do deals. 
That complements the growing appetite 
of institutional investors to invest in 

specific deals. The pandemic really 
boosted single-asset continuation vehicles 
[where a fund asset is sold on to a special 
purpose vehicle controlled by the same 
manager]. The deals provide liquidity 
for some investors, while creating a new 
opportunity for investment in a specific 
asset that the general partner continues 

to manage. Interestingly, fund managers 
focused on geographies that were hit 
hard for particularly long periods by the 
global financial crisis – like Spain – were 
especially quick during the pandemic to 
launch continuation vehicles and other 
non-classic private equity investments. 
Their experience of extended market 
dislocation meant they were more primed 
than others to find alternatives to classic 
fund investment during the pandemic.

CS: The pandemic’s uncertainty has 
made people more wary of committing 
to the blind pools that define classic 
private equity fund structures, so direct 

or highly focused transactions are more 
attractive. When it comes to direct 
investing there’s also a major factor 
driving the sales side and that’s the tax 
situation in the U.S. [the world’s largest 
private equity market]. People are eager 
lock in Trump’s lower tax rates given the 
likelihood of Biden’s higher tax proposals 

coming into force as soon as next 
year. That’s led to an especially rich 
range of buying opportunities.

DF: I agree with Gonzalo and 
Chris. I’d underline that in a still 
highly competitive environment, 
characterized by record flows into 
private equity investments, it’s 
more critical than ever to consider 
alternatives to classic fund structures. 
Using every tool in the chest, and 
then some, is key if you want to get 
money invested quickly and buy at an 
acceptable average purchase price.  

GB: Yes, we’ve got record liquidity 
to invest. But it’s hard to deploy 
that capital, especially given 
continuing constraints on meetings. 
In that context, the strategy of 
investing more through single-
asset continuation vehicles with 
managers we already know and in 
companies we already know and 
like, is very attractive. 

What kind of resources are needed 

to invest outside of classic fund 

structures?

CS: Here’s what I explained to the 
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Operating deal-by-deal, we can outbid 
competitors and generate better gains.
David Feierstein, Ronin Equity Partners 

The prince and the princess lived happily ever 
after on their profits from co-investments, direct 

investments, GP-leds AND classic fund structures.



Landon family back in 2014 when we 
set up our firm: if you take the two 
percent management fee you pay on 
a portfolio of funds and redeploy it 
to building your own in-house direct 
investing team, you can successfully 
invest outside of funds. It’s key to hire 
professionals with a successful track 
record of private equity investing. 
That said, in addition to having the 
financial resources to put a team 
together, you also must have the desire 
to do the extra work required for the 
management and oversight of such 
a team. There are many investors 
who prefer the less strenuous role of 
picking a portfolio of funds and letting 
the general partners handle all the 
administration involved in managing 
an investment team. That’s also much 
closer to the traditional fund picking 
skills of limited partners.

GB: I subscribe to Chris’ view on the 
resources and commitment needed 
for direct investing. My firm has 
sponsored the creation of in-house 
teams and they’ve benefited from our 
financial firepower, the freedom we’ve 
given them to do deals and from our 
brand’s leverage. But any time you 
do this, you have to contend with the 
almost universal desire of deal makers 
to increase their economics, launch 
their own funds and find additional 
third-party investors. Independent 
fund structures – despite the highly 
attractive investment opportunities 
that exist outside of them – are still the 
most efficient way to get large sums of 
money invested in private equity.

David, could you briefly address 

Giselle’s contention that virtually 

all direct investors want to launch 

funds and that funds can be the most 

efficient way to invest?   

DF: Long-term, deal-by-deal is not 
usually the best proposition for private 
equity managers, simply because it 
means you have to fundraise all the 
time. For us, this isn’t an issue because 
we’re doing about four platform 
deals a year and we have very solid 
repeat backers who will finance our 

transaction pipeline. But when we’ve 
completed that pipeline, we may well 
raise a classic fund, expand our team 
and pick up our deal making somewhat. 
I don’t want to become the standard 
three-to-five-year investment period 
guy – fund structures can still crimp 
investment freedom. We’ll want a 
structure that accommodates the 
flexibility I spoke about earlier; that 
means getting commitments from 
investors who appreciate it and I’d say 
most of the latter are in family offices.

GE: Everything we’ve mentioned - co-
investments, deal-by-deal relationships, 
fund restructurings, continuation 
vehicles - as well as the flexibility David’s 
described as a natural component of 
deal-by-deals, will be integrated one way 
or another into a majority of private 
equity funds over the next decade. The 
advantages of deals done outside of the 
classic fund structure are too compelling 
for both investors and managers to 
ignore. All of this means that limited 
partners increasingly require a skill 
set oriented towards evaluating more 
sophisticated deals.

What sort of returns should investors 

be aiming for relative to classic funds?

DF: Returns should be a lot higher 
than what a fund structure promises. 
We’ve got a return target of three 
times invested capital on any deal we 
enter into and we’re being conservative 
relative to what we think is true 
potential. Chris mentioned the bias 
towards locking in gains at funds once 
carry has been achieved; well, that’s not 
a factor in the more entrepreneurial 
culture of deal-by-deal where we are 
incentivized to increase the value of 
every transaction.

GB: I won’t put a number on it, but 
David’s right, the return you aim for 
outside of classic fund structures should 
be a lot higher. Co-investments are 
either low to zero fee, longer term 
investments are usually lower fee, 
and when you seed in-house teams 
the working arrangement has better 
economics for investors than when 
you invest in a pure third-party fund. 
On average, you’re sharing more in 
the upside when you invest outside the 
classic fund structure. When you’re 

not, your return bar should be higher, 
given you’re probably making a fairly 
concentrated investment.

GE: In most of the buyout fund sector a 
12 percent net return has traditionally 
allowed funds to qualify for top quartile 
performance. We target a substantial 
premium for buyout deals outside of 
classic fund structures, shooting for 
an 18% or higher net return across 
investments. We aim for a similar 
premium to top quartile performance 
for these kinds of deals in other private 
equity sectors.

CS: Our return goal for our direct 
investments – the only type we have – 
is a minimum multiple of three times 
invested capital, net of expenses and 
carry. In order to achieve that kind of 
performance, considerably above the 
two times invested capital many funds 
aim for, we do take on proportionately 
more risk. So, some of our investments 
may turn out to be zero return. Other 
investments may, however, generate 
four times, five times or even eight 
times invested capital. We are at the 
tip of the risk pyramid for the Landon 
family’s overall investments and are part 
of an integrated spectrum that starts 
with low-risk/low-return investments. 
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Our goal for direct investments is a 
minimum multiple of three times invested 
capital, net of expenses and carry. 
Gonzalo Erroz, Hayfin Capital Management



PE assets to hit $9 trillion this year 
Driven by record fundraising, 
rarely-before-seen appreciation 
(estimates on p. 2) and average 
debt amounting to some 40 percent 
of deals, PE broadly defined 
(encompassing activist strategies 
in buyout, venture capital, growth, 
real assets, turnaround, secondaries, 
credit and funds-of-funds) should 
see assets under management 
increase to some $9 trillion this year, 
up from $7.3 trillion at year-end 
2020. This estimate assumes global 
stock indexes hold on to Q4 gains 
through November 26 and that PE 
appreciation over the same period 
matches those gains. The latter isn’t 
a particularly ambitious stretch after 
four quarters of PE outperformance. 
While we expect PE AUM to rise 23 
percent this year, PE’s share of global 
financial assets should increase 
just 700 basis points to 7.8 percent. 
Despite breakneck growth, PE has 
room for years of rapid expansion. 

A fifth of fundraising is digital  
Some 20 percent of commitments 
were raised digitally in 2021 through 
end-November. We expect that 
percentage to remain steady through 
year-end, crushing 2020’s full year 
record of 9 percent. Marketing 
remotely and committing without 
any physical meetings are secular 
trends in the wake of March 
2020 lockdowns. We predict that 
within five years over 50 percent 
of fundraising will be digital. This 
favors big brands, one-stop-shopping 
and industry consolidation. But it 
also - finally - leaves hard-pressed 
investors with time to vet harder-to-
size-up smaller funds and emerging 
managers (ironically, travelling to 
meet them!). Given evidence that 

these are the PE subsectors where 
the most potential alpha is, it’s also 
where meeting within handshake 
range really pays off. We began 
2021 thinking a 30 percent share for 
digital fundraising was an outrageous 
prediction, now we think it’s a 
reasonable target in 2022.  

Now is the time to use GP currency 
Listed PE has more than doubled 
gains for major indexes since the 
pre-pandemic stock market high 
in February 2020. LP stake firms 
are going public with abandon 
and Blackstone, the world’s largest 
PE manager, has a higher market 
capitalization than Blackrock, the 
world’s biggest money manager 
(the latter’s AUM are 15 times 
larger than the former’s!). Now is a 
propitious time to realize the value 
of GP currency - shorthand for the 
fungibility of GP stakes - especially 
given the prospect of higher U.S. 
taxes and rising global interest rates. 
GP financing, in the form of equity 
and non-dilutive debt, is being tapped 
in unprecedented quantity to finance 
new fund strategies, recruitment, 
M&A, and GP commitments. Who 
knows, Blackstone may use its 
currency to correct what founder 
Steve Schwarzman has called 
the “heroic” mistake of selling 
BlackRock…buying it back.  

Single-assets take majority  
of GP-led secondaries 
While we estimate that GP-led deals 
will account for an unprecedented 
64 percent of a record $113 billion 
in overall secondary market volume 
in 2021 (further detail on p. 2), the 
biggest surprise may well be single-
asset transactions. Year-to-date 
through end-November, single-asset 

deals account for 53 percent of GP-
leds and we expect the former to end 
2021 with a relatively unchanged 
share (exceeding multi-asset deals 
for the first-time). While some 47 
percent of sector value is accounted 
for by multi-asset deals, even here the 
typical portfolio is focusing on fewer 
assets than pre-Covid-19. Ascribe 
that to investors’ growing partiality 
for highly targeted investment (more 
on volume for primary co-investment 
and direct investment on p. 1 & 2) 
at a time of heightened economic 
uncertainty tied to Covid-19.  

The model for PE retail is  
The Sequoia Fund 
The news that venture capital firm 
Sequoia Capital will restructure 
around a new permanent capital 
vehicle, The Sequoia Fund, is praised 
as a means to stay invested in all 
stages of a company’s growth. But this 
vision of a hybrid, open-ended fund 
straddling public and private markets 
equally fits the bill for how to bring 
PE to retail investors. It’s largely in 
accord with recent pronouncements 
from the U.S. Securities and 
Exchange Commission and the U.S. 
Department of Labor. For example, 
the Sequoia Fund permits regular 
redemptions and its setup - a fund 
investing directly in listed stocks that 
allocates capital to a series of closed-
end sub funds for private investments 
- offers an easy way to create the 
indirect, chaperoned investment 
called for by both the SEC and DoL. 
Sequoia is also becoming an SEC-
registered investment advisor – a 
fiduciary status permitting them 
to advise individuals. The creation 
of hybrid funds is something we 
predicted - but for 2029 not 2022 (oh 
well). 
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https://www.forbes.com/sites/antoinedrean/2021/01/21/10-outrageous-private-equity-predictions-for-2021/?sh=3593cc793ae8
https://www.sequoiacap.com/article/the-sequoia-fund/
https://www.forbes.com/sites/antoinedrean/2020/01/30/ten-predictions-for-private-equity-in-2029/?sh=22d4dd294b23


The opinions, estimates, charts and/or projections contained herein are as of the date of this presentation/material(s) and may be subject to change without no-
tice. Triago endeavors to ensure that the contents have been compiled or derived from sources that we believe are reliable and contain information and opinions 
that we believe are accurate and complete. However, Triago makes no representation or warranty, expressed or implied, in respect thereof, takes no responsi-
bility for any errors and omissions contained therein and accepts no liability whatsoever for any loss arising from any use of, or reliance on, this presentation/
material(s) or its contents. Information may be available to Triago or its affiliates that are not reflected in our presentation/material(s). Nothing contained in this 
presentation constitutes a solicitation, recommendation, endorsement, or offer to buy or sell any investment product.

In the Americas, Triago is registered with the SEC and is a member of FINRA/SIPC.

In the United Kingdom, Triago UK Limited is authorised and regulated by the Financial Conduct Authority.

In Europe, Triago is a member of the CNCIF, approved by the AMF.

In the Middle East, Triago is regulated by the Dubai Financial Services Authority.

www.triago.com

TRIAGO EUROPE 
5 rue Scribe, 75009
Paris, France
Tel: +33 (0)1 47 03 01 10

TRIAGO AMERICAS

499 Park Ave. 
25th FL New York, NY 
10022, USA 
Tel: +1 (212) 593-4994

OUR OFFICES

TRIAGO UK

20 North Audley Street 
London W1K 6LX, UK 
Tel: +44 (0)203 196 0660

TRIAGO MIDDLE EAST AND ASIA

DIFC - Gate Village 04-1st Floor - Office 9
Dubai, UAE
Tel: +971 4 433 1009


