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Executive Summary

The history of De Beers Group is effectively the history of the modern diamond industry. For
over a century, this singular entity did not merely participate in the market; it constructed it,
managed it, and defined its psychological and economic boundaries. From the dusty diggings of
Kimberley in the 1880s to the high-tech boardrooms of London and Gaborone in 2025, De
Beers has navigated the transition from an imperial monopoly to a competitive commercial
entity, and finally, to a divestible asset within a global mining conglomerate.

As of December 2025, the corporation stands at its most precarious strategic juncture since the
Great Depression. The approval of the merger between its parent company, Anglo American,
and Teck Resources to form "Anglo Teck" has formalized the decision to separate De Beers
from the wider group. This divestment, driven by shareholder demands for a simplified portfolio
focused on energy transition metals like copper, marks the end of the "Oppenheimer era"
structure, even though the family exited in 2011.

The company faces a convergence of existential threats and opportunities. Financially, De
Beers swung to a $189 million loss in the first half of 2025, a stark reversal from the $300 million
profit of the previous year, driven by a structural cooling of Chinese demand and the disruptive
economics of Lab-Grown Diamonds (LGD). In response, management has executed a radical
strategic pivot: closing its own LGD brand, Lightbox Jewelry, to refocus entirely on natural
diamond provenance, underpinned by its blockchain platform, Tracr.

Operationally, the group is heavily invested in the future, with over $3 billion committed to
underground expansions in South Africa (Venetia) and Botswana (Jwaneng) that will extend
production into the 2050s. Yet, these long-term investments weigh on short-term cash flows,
complicating the valuation for potential acquirers, which reportedly include sovereign wealth
funds and consortia of former executives.

This report provides a comprehensive, expert-level analysis of De Beers Group. It dissects the
mechanisms of its historical monopoly, the legal and ethical crises that dismantled it, the
operational technicalities of its mining portfolio, and the complex geopolitical dynamics defining
its 2025 divestment.

Part I: The Architecture of Monopoly (1888-1990)

To understand the current valuation challenges of De Beers, one must first deconstruct the
legacy of its market control mechanisms. The "diamond invention" was not a geological event
but a masterful economic construct designed to separate supply from demand.



1.1 The Consolidation of Kimberley

The genesis of De Beers lies in the chaotic diamond rush of the 1870s in South Africa. The
discovery of diamondiferous pipes in Kimberley led to a proliferation of small, individual claims.
This fragmentation resulted in overproduction; as miners dug deeper, the technical challenges
of water ingress and rock stability increased, while the sheer volume of stones hitting the market
depressed prices.

Cecil John Rhodes, an English immigrant who initially generated capital by renting water pumps
to desperate miners, recognized a fundamental economic truth: diamonds have little intrinsic
utility, and their value relies entirely on scarcity. Rhodes, backed by financing from the
Rothschild banking dynasty, began an aggressive campaign of consolidation. He bought out
individual claim holders and eventually his main rival, Barney Barnato, to form De Beers
Consolidated Mines Limited in 1888.

This was not merely a merger for operational efficiency; it was the creation of a supplier
monopoly. By 1890, De Beers controlled 90% of the world's diamond production. This
dominance allowed Rhodes to reduce output to match demand, effectively setting the global
price. The "syndicate" structure he established laid the groundwork for the single-channel
marketing system that would define the industry for the next century.

1.2 The Central Selling Organization (CSO)

While Rhodes consolidated production, it was Sir Ernest Oppenheimer who perfected the
distribution monopoly. Oppenheimer, who founded Anglo American in 1917 and took control of
De Beers in 1927, institutionalized the market control mechanism known as the Central Selling
Organization (CSO).

The CSO functioned as a clearinghouse for the world's rough diamonds. Its brilliance lay in its
ability to smooth out the extreme volatility inherent in commodity markets.

e The Buffer Stock Policy: In times of recession, when demand for luxury goods
collapsed, the CSO did not lower prices. Instead, it used its immense financial reserves to
purchase excess supply—both from its own mines and from third-party producers—and
stockpiled it in London vaults. This artificially constrained supply, maintaining price
stability.

e The Sightholder System: The CSO sold diamonds only to a handpicked group of
diamantaires known as "Sightholders." Ten times a year, these buyers were invited to
"sights" in London, Lucerne, or Kimberley. They were presented with a shoebox of rough
diamonds (a "sight") at a non-negotiable price. Refusal to buy a box often meant being
permanently removed from the Sightholder list. This "take it or leave it" dynamic stripped
buyers of negotiating power but guaranteed them a steady supply of goods, fostering a
stable manufacturing sector.

For decades, this system allowed De Beers to enforce a "strategic moat" around the diamond
industry. Even as new deposits were discovered in the Soviet Union (1950s) and Australia
(1980s), De Beers maneuvered to sign exclusive marketing contracts with these producers,
absorbing their output into the CSO to prevent them from selling directly to the market and
undercutting prices.

1.3 The Marketing Invention: "A Diamond is Forever"



The supply-side monopoly was matched by a demand-side psychological operation. Following
the Great Depression, diamond prices collapsed. Harry Oppenheimer, Ernest's son, engaged
the American advertising agency N.W. Ayer in 1938 to reverse the trend.

The resulting campaign, launching the slogan "A Diamond is Forever" in 1947, is widely
considered the most successful marketing feat in history. The campaign did not brand De Beers;
it branded the concept of the diamond engagement ring.

e Market Creation: It successfully linked diamonds to the emotional concepts of eternal
love and commitment.

e The Resale Deterrent: By positioning diamonds as "forever" heirlooms, De Beers
effectively removed the massive inventory of retail diamonds from the resale market. If
consumers never sold their diamonds, those stones would not compete with the new
rough diamonds De Beers was mining.

e Global Expansion: In the 1960s, De Beers targeted Japan, a country with no tradition of
diamond engagement rings. Through a culturally tailored campaign, they transformed the
Japanese market; by 1980, nearly 60% of Japanese brides received a diamond ring,
creating the second-largest market for De Beers overnight.

Part ll: The Collapse of Control (1990-2010)

The monolithic structure of De Beers began to fracture in the late 20th century due to a
confluence of geopolitical shifts, regulatory interventions, and the economic impossibility of
stockpiling an ever-expanding global supply.

2.1 The "Blood Diamond" Crisis and the Fowler Report

In the late 1990s, the diamond industry faced an existential reputational threat. Civil wars in
Angola, Sierra Leone, and the Democratic Republic of Congo were being financed by the illicit
sale of rough diamonds by rebel groups.

The United Nations' Fowler Report, released in March 2000, was a watershed moment. The
report explicitly named De Beers and its buying offices in Antwerp as recipients of diamonds
originating from UNITA rebels in Angola. The investigation found that despite international
sanctions, UNITA had generated nearly $4 billion from diamond sales, with De Beers
acknowledging it had spent $500 million on Angolan diamonds in 1992 alone to protect market
stability.

The risk of a consumer boycott was catastrophic. If diamonds became associated with the
amputation of limbs in Sierra Leone rather than romance, the "Diamond is Forever" equity would
evaporate.

e The Kimberley Process: In response, De Beers threw its weight behind the Kimberley
Process Certification Scheme (KPCS), a government-led initiative launched in 2003 to
certify the origin of rough diamonds.

e Best Practice Principles (BPP): Internally, De Beers launched its BPP assurance
program, a rigorous auditing system that required all Sightholders to prove their supply
chains were free of conflict diamonds, child labor, and money laundering. This shifted the
industry from opacity to a compliance-heavy framework.

2.2 Antitrust Litigation and the End of the Cartel



Simultaneously, antitrust regulators in the United States and Europe launched an assault on the
CSO's business model.

The European Commission vs. ALROSA

The European Commission (EC) targeted the trade agreement between De Beers and
ALROSA, the Russian state-owned diamond miner. For years, De Beers had purchased the
bulk of ALROSA's production to control supply. In 2003, the EC issued a statement of
objections, arguing that this agreement prevented ALROSA from becoming a viable competitor.
By 2010, the EC forced a complete phase-out of these purchases, compelling ALROSA to
establish its own independent marketing channels. This created the industry's first true bi-polar
competition structure: De Beers vs. ALROSA.

The US Class Action Settlement

For decades, De Beers could not maintain a physical presence in the United States—the world's
largest diamond market—due to standing indictments for price-fixing. Executives risked arrest if
they entered US jurisdiction. In a historic move to "clean up" its legal standing, De Beers agreed
to settle the Sullivan v. DB Investments class-action lawsuit in May 2008. The plaintiffs alleged
that De Beers had unlawfully monopolized the rough diamond supply to overcharge US
consumers.

e The Settlement: De Beers paid $295 million to a settlement fund.

e The Injunction: Crucially, the company agreed to submit to the jurisdiction of the US
District Court and comply with the Sherman Antitrust Act. This legally barred De Beers
from ever again stockpiling diamonds to manipulate price or restricting supply to control
the market.

2.3 The "Supplier of Choice" Pivot

Recognizing that it could no longer be the "custodian of price" (a monopoly model), De Beers
transitioned to a "Supplier of Choice" strategy in the early 2000s.

e Old Model: "We control supply, so you must buy from us."

e New Model: "We offer the best marketing, the best sorting, and the most consistent

supply, so you should choose us."

This marked the end of the buffer stock. De Beers began to sell what it mined, leading to greater
price volatility but a more transparent, legally compliant business model. The company moved
downstream, launching De Beers Jewellers and the Forevermark brand to capture margins at
the retail level, an area it had previously avoided.

Part lll: Corporate Structure and Ownership Dynamics
(2001-2025)

The ownership of De Beers has undergone a radical simplification and subsequent
destabilization over the last 25 years.

3.1 The Privatization (2001) and Oppenheimer Exit (2011)



In 2001, after decades as a public company, De Beers was taken private by a consortium led by
the Oppenheimer family and Anglo American. This allowed the painful transition away from the
monopoly model to happen away from the scrutiny of quarterly earnings calls.
In November 2011, the Oppenheimer family ended their 80-year dynasty by selling their 40%
stake to Anglo American for $5.1 billion. This transaction resulted in the current ownership
structure:

e Anglo American plc: 85%

e Government of the Republic of Botswana (GRB): 15%.
This integration was intended to bring De Beers' cash flows into Anglo's diversified mining
portfolio. However, the volatility of the diamond market often put De Beers at odds with the
steady, volume-driven economics of Anglo's copper and iron ore divisions.

3.2 The 2024-2025 Restructuring: The "Anglo Teck" Era

The most significant corporate event in recent history occurred in 2024 and 2025. Mining giant

BHP launched a hostile takeover bid for Anglo American, valued at nearly £39 billion. To defend

itself, Anglo American's CEO Duncan Wanblad proposed a radical "break-up" plan to simplify

the company and unlock value, focusing primarily on copper.

Although the BHP bid was rejected, the restructuring plan proceeded. In December 2025, Anglo

American shareholders overwhelmingly approved a merger with Teck Resources, a Canadian

miner, to form Anglo Teck.

e The Fate of De Beers: As a condition of this focus on "critical minerals" (energy transition

metals), De Beers was designated a non-core asset. The company is currently "held for
sale" or "demerger," meaning Anglo American is actively seeking to divest its 85% stake.

3.3 The Buyer Landscape (late 2025)

Who buys a $5 billion diamond miner in a market downturn?

e Sovereigh Wealth Funds: Reports in late 2025 indicate interest from Qatari funds and
the Sovereign Wealth Fund of Angola, looking to consolidate African resource holdings.

e Consortia: Former De Beers CEOs Gareth Penny and Bruce Cleaver have reportedly
formed consortia to bid for the company, arguing that the business requires specialized
"diamond knowledge" that generalist miners lack.

e The Botswana Government: President Duma Boko has criticized Anglo's handling of De
Beers and suggested increasing Botswana's stake, though financing such a purchase
would be challenging for the state.

Part IV: Operational Footprint — The Asset Portfolio

De Beers is not a monolithic miner; it is a holding company for a series of joint ventures (JVs)
with host governments. Its value is derived from a specific set of Tier-1 assets that are
becoming increasingly rare.

4.1 Botswana: Debswana (The Engine Room)

Debswana, a 50/50 JV between De Beers and the Government of Botswana, is the single most
important entity in the diamond world.



Jwaneng Mine: Known as the "Prince of Mines," Jwaneng is the world's richest diamond mine
by value.

Cut-9 Expansion: Currently, the mine is executing the "Cut-9" project, a massive
waste-stripping operation to extend the open-pit life to 2035. This project involves moving
hundreds of millions of tons of waste rock to access deeper ore bodies.

Jwaneng Underground: Looking beyond 2035, Debswana is advancing the Jwaneng
Underground Project. This requires a capital investment of approximately $6 billion over
the life of the project. In 2024/2025, Debswana sought to raise $1 billion from capital
markets to fund early works, including the exploration access shafts. The transition to
underground is critical; without it, production would cease, devastating Botswana's
economy (where diamonds account for ~20% of GDP).

Orapa Mine: The world's largest open-pit diamond mine by area. While lower value per carat
than Jwaneng, it provides the volume base for the group.

4.2 South Africa: Venetia (The Underground Transition)

Venetia is the cornerstone of De Beers' South African operations. In 2023, the open pit was
exhausted, and the mine transitioned to underground operations—a project 10 years and $2.3
billion in the making.

The VUP (Venetia Underground Project): This engineering feat involves two vertical
shaft systems sinking to a depth of 1,000 meters. The mine utilizes automated truck loops
and remote-controlled drilling rigs, reducing human exposure to safety hazards.
Production Ramp-up: As of late 2025, the project is ramping up to nameplate capacity
(expected 2026/2027), targeting ~4 million carats annually. This extends the mine's life to
2046, securing jobs in the Limpopo province for decades.

4.3 Namibia: Namdeb and Marine Mining

De Beers' Namibian operations are bifurcated into land (Namdeb) and sea (Debmarine).

Debmarine Namibia: This is the technological frontier of the group. The company
operates a fleet of custom-built vessels, such as the Benguela Gem, which use giant
seabed crawlers to vacuum diamond-bearing gravels from the Atlantic Ocean floor. These
diamonds are of exceptional quality (95% gem quality) because the ocean journey
destroyed any flawed stones millions of years ago.

Namdeb (Land): In 2024, Namdeb emphasized its environmental rehabilitation,
addressing the legacy of 100 years of mining in the Tsau//Kaeb National Park. Operations
have been optimized to extend the life of mine (LOM) which was previously slated for
closure.

4.4 Canada: Gahcho Kué

Located in the Northwest Territories, Gahcho Kué is a JV with Mountain Province Diamonds
(51% De Beers / 49% MPD).

Operational Context: The mine relies on an ice road open only for a few weeks in winter
for resupply. Despite these challenges, it remains a consistent producer.

Indigenous Relations: In 2024, the mine celebrated surpassing $2 billion in procurement
spend with NWT and Indigenous businesses since construction began, a critical metric for
maintaining its social license in Canada.



Part V: Financial Analysis and Market Economics
(2015-2025)

The financial performance of De Beers over the last decade illustrates the extreme volatility of
the luxury commodity cycle, exacerbated by structural disruptors.

5.1 Financial Performance Data

The following table synthesizes revenue, production, and earnings data drawn from annual
reports and 2025 interim updates.

Year Production (M cts) [Total Revenue ($ [Underlying Key Market

bn) EBITDA ($ m) Drivers

2016 27.3 6.1 1,406 Recovery from
2015 downturn.
2017 33.5 5.8 1,435 Strong US
demand.

2018 35.3 6.1 1,245 Launch of Lightbox
(LGD strategy).
2019 30.8 4.6 558 US-China trade
war; inventory
buildup.

2020 25.1 3.4 417 COVID-19
pandemic; mines
on care &
maintenance.
2021 32.3 5.7 1,100 Post-COVID
"revenge
spending" boom.
2022 34.6 6.6 1,417 Peak cycle;
Russian sanctions
benefit De Beers.
2023 31.9 4.3 72 Rapid cooling of
demand; rise of
LGDs.

2024 24.7 3.3 (314) Loss. Collapse in
Chinese demand;
price correction.
2025 (Est) ~20-23 ~2.5 ~(200-400) Continued
structural
headwinds;
Lightbox closure.

5.2 The 2024-2025 Liquidity Crisis

The dramatic swing from a $1.4 billion profit in 2022 to a $314 million loss in 2024 represents a
fundamental dislocation in the diamond market.



e The China Factor: Historically, China was the growth engine, accounting for ~15% of
global demand. The Chinese real estate crisis and economic slowdown in 2024/2025
decimated luxury consumption. Chinese consumers, facing wealth destruction, halted
diamond purchases, leading to a massive inventory overhang in the midstream (cutting
centers in India).

e Impairment Charges: Recognizing this shift, Anglo American recorded a $1.6 billion
impairment on the value of De Beers in early 2024. This accounting move effectively
admitted that the asset was worth significantly less than previously thought.

5.3 Sightholder System Stress

The traditional Sightholder system has come under immense strain. In 2024/2025, De Beers
was forced to allow Sightholders to defer up to 100% of their allocated boxes because the
polished diamonds simply weren't selling. This broke the historical "take it or leave it" discipline,
highlighting De Beers' weakened leverage in a buyer's market.

## Part VI: The Lab-Grown Diamond (LGD) War

Perhaps the most fascinating strategic narrative of the last decade is De Beers' war against
Lab-Grown Diamonds.

6.1 The "Lightbox" Strategy (2018-2024)

In 2018, De Beers shocked the industry by launching Lightbox Jewelry, a consumer brand
selling LGDs.
e The Strategy: It was a classic "predatory pricing" maneuver. By pricing Lightbox LGDs at
a linear $800 per carat (when competitors were charging $3,000+), De Beers aimed to
anchor consumer price expectations at a low level. The goal was to commaoditize LGDs,
stripping them of their "luxury" status and positioning them as cheap fashion jewelry,
distinct from the "forever" value of natural stones.
e The Execution: Lightbox did not hide the fact that its diamonds were lab-grown; it
celebrated it, but framed them as "fun" and "for right now," not for serious occasions like
engagements.

6.2 The Pivot: Closing Lightbox (2025)

By 2025, the LGD market had evolved exactly as De Beers had engineered—prices collapsed.
The cost of producing LGDs in China fell to under $100 per carat, and retail prices followed suit.

e The Decision: In mid-2025, De Beers announced it would cease the Lightbox consumer
brand.

e The Rationale: The strategic objective—differentiation—was achieved. LGDs were now
widely perceived as a separate, lower-value category. With margins in LGD retail
evaporating due to infinite supply from China, De Beers saw no commercial logic in
continuing to sell them. The company refocused all resources on the "Origins" strategy,
marketing natural diamonds.

## Part VII: Technology and the "Tracr" Blockchain
To defend the premium of natural diamonds, De Beers has turned to deep tech.

7.1 Tracr: The Digital Twin



Launched in 2018 and scaling massively by 2025, Tracr is an industry-wide blockchain platform
developed by De Beers.

How it Works: Tracr creates a digital identity for a diamond at the point of extraction.
Using loT and Al, it records the stone's physical characteristics. As the stone moves from
the mine to the cutter to the polisher to the retailer, every step is recorded on an
immutable ledger.

Scale: By 2025, Tracr had registered over 1 million diamonds.

Geopolitical Utility: Following the G7 sanctions on Russian diamonds (aimed at
defunding the invasion of Ukraine), Tracr became a critical tool for compliance. It provided
the only scientific, tamper-proof way to prove that a diamond entering the US or EU was
not of Russian origin.

7.2 Retail Adoption

Major retailers like Signet Jewelers and luxury houses have integrated with Tracr to provide
"provenance stories" to consumers. In an era where Gen Z consumers demand ethical
transparency, Tracr allows De Beers to sell the story of the diamond (e.g., "This stone funded a
school in Botswana") alongside the gem itself.

## Part VIII: Sustainability: The "Building Forever" Framework

De Beers operates under a sustainability framework titled "Building Forever," which is not just
Corporate Social Responsibility (CSR) but a core operational requirement to maintain its
licenses in partner countries.

8.1 The Four Pillars

1.

Leading Ethical Practices: Enforced through the Best Practice Principles (BPP). In
2024, the BPP program covered over 270,000 workers across the global diamond
pipeline, ensuring no child labor or forced labor enters the supply chain.

Protecting the Natural World:

o Okavango Eternal: A partnership with National Geographic to protect the waters of
the Okavango Delta, crucial for Botswana's biodiversity and tourism.

o Carbon Neutrality: De Beers is building a 60MW solar plant at Jwaneng and utilizing
wind energy at Venetia via Envusa Energy (an Anglo American/EDF Renewables
JV) to achieve carbon neutrality by 2030.

Partnering for Thriving Communities:

o Procurement: The focus is on localized supply chains. In Canada, $2 billion has
been spent with Indigenous businesses. In Botswana, the "Citizen Economic
Empowerment" program mandates the use of citizen-owned companies for mine
services.

4. Accelerating Equal Opportunity:

o Gender Parity: Specific goals to increase the number of women in technical mining
roles, historically a male-dominated sector.

## Part |X: Conclusion and Future Outlook (2026 and Beyond)
As De Beers prepares to exit the Anglo American fold, it faces a future that is both uncertain
and full of potential.

9.1 The Valuation Paradox



De Beers owns the best diamond assets on the planet. The Jwaneng and Venetia mines are
irreplaceable Tier-1 assets with long lives. However, the company is currently valued at a
historical low (est. $3—$5 billion) due to the cyclical downturn and LGD fears.

e The Bull Case: A buyer acquires De Beers at the bottom of the cycle. As no new major
diamond mines are being discovered globally, natural supply will structurally decline. If
LGDs are permanently relegated to the fashion jewelry category, natural diamond prices
will rebound sharply, generating immense cash flow from the efficient, underground mines
De Beers has already paid to build.

e The Bear Case: LGDs continue to erode the bridal market, the "forever" brand equity
dissolves, and De Beers is left with high-cost mines in a shrinking industry.

9.2 The "Anglo Teck" Divestment

The merger of Anglo American and Teck Resources in late 2025 has put a ticking clock on the
sale. The most probable outcome is a sale to a consortium that can tolerate volatility—likely
involving a Sovereign Wealth Fund (for capital) and industry veterans (for expertise), with the
Botswana Government holding a "golden share" or increased equity to ensure national interests
are protected.

9.3 Final Summary

De Beers in 2025 is a company transformed. It has shed its monopoly skin, survived the "blood
diamond" crisis, and built a technological fortress around its product. Yet, it remains beholden to
the fragile psychology of consumer desire. Its future success will depend not on mining
engineering, but on its ability to convince the next generation that a rock pulled from the earth
holds a value that a chemically identical one grown in a lab does not. The "Diamond Dream" is
under siege, and De Beers is digging in for its most difficult defense yet.

Report compiled by Industry Intelligence Unit December 2025
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