
[00:08:35.800] - Thierry 

Good afternoon, everybody, and thanks for joining this year's Aliaxis investor call, 

where we will be looking back on the results of 2025. We will do that, of course, as 

efficient as possible, going to the usual chart deck. But it's also important that we 

remind you that the questions are pretty important to have them at the end. You'll see 

here a little bit of a reminder on how to do that, you should be seeing a button where 

you can then click on and then send your question, and through the wonders of 

science, it will arrive somewhere here on the screen near to us, and we will definitely 

try, to the best of our knowledge, to answer those questions. It's also important and a 

bit of folklore to go to the disclaimer. We will give the answers, as I said before, to the 

best of our knowledge and as much as we can and have the information. But of 

course, there's never a guarantee on the forward-looking statements. That is the usual 

disclaimer, but for legal purposes, we have to include it here. But let's get going to the 

meat of the presentation. We'll go a bit to a summary on how the year was. 

 

[00:09:42.720] - Thierry 

That will be done through Koen Sticker, our Chief Financial Officer, and then myself. I'll 

give also a sketch around the market context and how we did our performance in 

more of a qualitative way. Koen will then lead us to the 2025 financial results, and then 

we'll basically get into, more importantly, what are we doing about it, what is the 

effect in the planning and in the strategy for the next five years, and then, as I said 

before, hopefully some questions and answers to go through. Without further ado, let's 

start with the executive summary. 2025, it's fair to say, has been a tough year, 

macroeconomically, definitely in the construction and the infrastructure world, almost 

around the globe. Then, that of course, also is seen in our numbers. It's been a 

challenging market environment, with lots of geopolitical moves, a lot of 

macroeconomic impact, relatively high interest rates in key markets of us, and 

therefore, relatively slow activities in some of our key customers and through 

distribution. We'll go to the numbers that has an impact on our REBITDA, but what you 

will see is that on a like-for-like basis, it's mostly the margin reduction in the U.S. for the 

pipe market that has had the most impact in our numbers. 

 

[00:11:05.820] - Thierry 

If you look year over year, you really don't see the real picture. You really have to look 

over the last couple of years. What you see is that our end markets, but also our results, 

have basically returned to the pre-COVID period. We will also see that although the 

external environment was not very refreshing, that definitely in the last half of the year, 

we really have been speeding all the measures around cash generation, around 

resetting our cost structures, and really making sure not only on an opportunistic cost 

basis, but that we get the processes, the structure, the discipline in place to really 

make sure that we create a company Aliaxis that has the potential of being on a 



sustained basis. As you will see financially, we have the financing secured for the 

company, so liquidity is not the issue. But we do want to generate the cash so that we 

can get our balance sheet in a healthier place than we feel it is today. Let me give 

them basically a bit of more details around the market context and our performance 

in there. As we already indicated in the middle of the year, the markets remain 

challenging. 

 

[00:12:19.960] - Thierry 

What you see on this chart is basically the housing starts, which is a good indicator for 

one of our key segments, which is the residential market for us, the plumbing market. 

And you see really that if you look from the COVID days, that there has been a bubble 

or an exuberance over a couple of years, and that has, depending on the countries, 

basically calmed down quite a lot and that means there is less demand in the market. 

There's more capacity that was put in during COVID and as a result, you have a supply 

demand imbalance that basically hurts the margins for us and for all our competitors 

in the market. If you go to the chart that shows how we did on a relative basis versus 

competitors, this gives a picture. This is all normed to 100% for January 2020, so the 

beginning of COVID. And the colour coding gives you then who are the global players 

who are we, this is the blue line, who are then some regional players, like for example, 

the green ones are North America. Then you basically start seeing a picture that Aliaxis 

is performing in the market as the weighted average of the competitors that we have, 

whereby the North American market really was exuberant during the post-COVID 

years, immediately the 2022 to 2024 period, and has been really coming down quite 

a lot, relatively speaking. 

 

[00:13:45.940] - Thierry 

Then depending on the markets we are in, it has been less of an impact, less of a 

bubble, or it has been basically still doing very well, and that reflects itself exactly in 

our numbers. So the good news is with all the things you have to get used to, that 

basically in the market, we are holding our own and we're doing well versus the 

competitive field. One of our key ingredients for our products is, of course, the PVC, 

the PVC resin. What you see here is also starting from 2021 to now the evolution for 

some of our key regions on that raw material. You may remember that specifically 

after the COVID period, there was a real suction for more activity for more products, 

and that resulted also on pricing for the raw materials, in this case, PVC. We see this 

here in the 2021, 2022 period, and that was true around the globe, and that since 

then, the prices of PVC have really calmed. We will probably come back to that a 

couple of times, but for us, when the PVC prices are down, it is all in all, globally 

speaking, not a positive situation because specifically for the pipe market, the pricing 

for our end products is very much related to the pricing of the resin. 

 



[00:15:05.640] - Thierry 

This is not the case for fittings, but specifically for pipes. So the fact that PVC resin prices 

are down is for us as a company not a positive, unlike what you might think. It's actually 

rather a headwind for the company and you see that, in fact, since the last two years, 

the PVC prices have been low and have been flat-lining for us. If we then talk about 

the market and we talk about the residents, it's also clear to indicate that this has been 

the case for all of us. You may have seen, for those of you who follow our markets 

closely, that competitors like Orbia with Wavin, Atkore in the U.S., WestLake in the U.S., 

or Fletcher in Asia Pacific, have all been giving either profit warnings, have all been 

going to some restructuring programs. It's only a small consolation that we're not 

alone, but it is, of course, a key element in our markets where the days of the COVID 

are basically over, and that is for our industry, not necessarily positive. Let's go then to 

the results in a bit more detail. And one of the elements that I would like to cover is 

around our safety performance. 

 

[00:16:18.620] - Thierry 

Over the last years, Aliaxis, the team of Aliaxis, has done a fantastic job to get what 

was a relatively weak safety performance. You see this here in 2019, we were at an 

11 recordable incident rate, which is really high. That we have gradually been 

improving, and we are now at a level that is around four. Now, world-class is three, so 

we're not there yet, but you see that we basically have been evolving quite a lot. The 

plateauing is not necessarily a reason for concern, but it's the balance between the 

better safety results in all of the regions, but at the same time also a more rigorous 

reporting in specifically the India region that maybe counterbalances some of that 

progress. And safety is for us a key core value, not only because we want to have our 

employees to go home in the same physical shape as they arrived in the morning at 

the plant, but also because it is very clearly correlated and directly correlated to 

operational integrity, quality, efficiency, etc. We see that time and time again by 

plants, a safe plant is a well-operating plant. So, for us, it is the right thing to do, but it 

is also good business to do it. 

 

[00:17:37.870] - Thierry 

A very clear and a very proud shoutout of what the team has been able to achieve 

over the last years. If we then go to what we do on driving the processes and the 

systems, also that is in fact something that I'm personally very proud of, and I think the 

executive committee and the board will share that the agglomeration of companies 

that were either acquired or were not necessarily working well together are really in a 

record time getting into a much more integrated and well-streamlined, processed 

organization. Some of the examples is the integrated business planning, the really 

world-class end-to-end supply chain methodology, whereby we want to get to the 

lower working capital, but the higher on time in full delivery for our customers. There, 



we really took big steps towards a certification by the end of 2026 as IBP capable. On 

the enterprise resource planning, the sometimes legacy systems that we had were not 

necessarily very good. But we launched the SAP S/4 HANA in January in Asia Pacific, 

in Vinidex in Australia. There were some temporary challenges, but that basically we're 

now, since many months really operating very fine with it. 

 

[00:19:04.060] - Thierry 

That was basically, it's really the basis then with the other work that have been done 

in Asia Pacific to get really the transparency and the data integrity that we need. We 

also had to go live for the release one of SAP S/4 HANA in March 2025 in North 

America, and subsequent releases will now be coming in the next years to bring one 

of our largest parts of the company, IPEX, to where it needs to be. And in the rest of 

the world, Asia, India, and Latin America, they are already on one regional ERP, so 

they're already there. And in Europe, we did a massive amount of work to start to 

really bring all the separate country companies and organizations together. Lots of 

work is happening on data and in the preparation to go in the next couple of years 

to go and to be able to roll-out an ERP system for the whole EMEA region. On supply 

chain, major steps have been taken in the region. In different regions, many examples 

I could give, but probably the one that took the biggest steps this year is EMEA, where 

we launched really a world-class transport management system to really make sure 

that we have the most efficient, both cost-efficient but also customer-efficient, 

transportation management, and an advanced planning and scheduling system that 

really makes sure that our plans make the right product in the right quantity in the right 

spot so that it can go to the right customers on the right time. 

 

[00:20:34.620] - Thierry 

Really high-tech systems that frankly really drive a big transparency in our 

organization. So lots of things have happened in the background. Other qualitative 

measures on what we did with the company is on the one hand for our customers. 

That's, of course, a very important one. That is on the Net Promoter Score. This year 

was again very high. It was 49. For those who know how a net promoter score is being 

calculated, they know this is a really high score. For some others, that may not be the 

case because a net promoter score is a calculated not from people who just like you, 

but people who would actively promote you to others to have you as a supplier, and 

then minus those who really would not want to have you as a supplier. If the number 

is positive, it is actually a very strong indicator. We're basically around the top 

performers in our industry. Secondly, we keep investing in the business. Ipex, our North 

America organization, opened a brand new R&D center that is really the latest, the 

finest, and the most high technology tools available that we need for our industry and 

will really benefit our North American organization. 

 



[00:21:49.080] - Thierry 

At the other side of the globe, we launched our Factory of the Future, which is really 

a robotized, very low labour warehouse that basically takes the parts from the 

machine, brings them to a warehouse, stores them there, automatically retrieves 

them, or brings semi-finished products back to the line. So lots of work that goes in that 

and last but not least, very important, we have a stable and a very high engagement 

score for our employees who, I believe, give a vote of confidence in what's 

happening in our company and how we work on the turnaround. 84% is a very high 

engagement score for a manufacturing company like we are. Those are the more 

qualitative drivers, but I would then gladly hand it back to Koen to walk us through 

the numbers of 2025. 

 

[00:22:41.540] - Koen 

Thank you, Thierry. Overall, our results in 2025 have been impacted by challenging 

market conditions as Thierry laid out in the introduction, but also by a series of material 

one-off events, both impacting our recurring EBITDA, but also the net result and I'll 

come back to those in more detail. In response, we launched a number of initiatives 

to structurally reset our cost base and also to improve our cash flow generation going 

forward. More to come later in this presentation. If we zoom in on some key figures for 

2025, in terms of net sales, we ended the year with net sales of €3.5 billion. That is 6.8 

% below 2024 on a like-for-like basis. And like-for-like basically means that we exclude 

the impact of currency fluctuations, but also scope changes, so basically the impact 

of acquisitions and/or divestments. If we take a look at it from a regional perspective, 

sales are down in most of the countries or regions where we operate in the context 

that Thierry explained, with a few exceptions. I think the broader EMEA region is in line 

with prior years. Canada and Latin America continue to perform in a very robust way. 

But apart from that, it's fair to say or conclude that in the other countries where we 

operate, our sales are down. 

 

[00:24:06.660] - Koen 

If you take a look at it from a price volume standpoint, 7% of the decrease in the top 

line is driven by lower average selling prices. And Thierry explained some of the 

dynamics thereof, which specifically have impacted the average selling price on our 

U.S. pipe business, which is the main driver for the decrease in average selling price 

overall. The remaining 30 % is coming from volume. That is, of course, not surprisingly, 

driven by the market context in which we operate, but also by two other events. We 

still have capacity constraints on our plant in Asheville in the U.S. as a result of flooding 

after Hurricane Helene in 2024. On the other hand, we had some lost business 

temporarily, at least in Australia, as a result of disruptions post-ERP go-live. In terms of 

REBITDA, we are at €364 million for the year. That's down almost €190 million or 31 % on 

a like-for-like basis. You will see on the next slide when I cover it that there are some 



ups and downs in most of the regions, but actually not really moving the needle on 

the group REBITDA for 2025. 

 

[00:25:21.780] - Koen 

But if you bring it back to the essence, it is predominantly lower pricing in the US and 

then on our pipe business specifically. We started to work on costs, so part of that has 

been offset by lower fixed costs, as you can see. There are €58 million below 2024. As 

a result, I would say the first impacts that we see of all the initiatives that we have 

launched, but the full year impact of these initiatives still needs to come in 2026. In 

terms of REBITDA, we also have an opportunity loss. That opportunity loss, we estimate 

that to be around €50 million at the REBITDA level if we compare it to 2024 and that 

really stems from the ongoing capacity constraint we still have in Asheville and on the 

other hand, the temporary, I would say business interruption that we have seen in our 

business in Australia. In terms of net recurring profit, we ended the year with €50 million, 

which is €190 below 2024, which is in line with the lower REBITDA that I just referred to. 

If you take a look at the REBITDA bridge, and as of now, we are all looking at reported 

numbers. 

 

[00:26:39.040] - Koen 

As I said, I'll go through the dynamics by region, but the main impacts are coming 

from the Americas region, as you can see at the end of this bridge. But let me go 

through the regions very quickly. EMEA is up €5 million, not because of growth in top 

line, but thanks to ongoing cost effort that are basically sustainably reducing the 

overall cost base in the region. In Asia, we had lower government spending. We also 

had significant resident price volatility, which is leading to lower EBITDA. We had some 

cost efforts here as well, which are partially offsetting the impact. In the Pacific region, 

down €31 million. We estimate roughly €21 million to come from the temporary impact 

of, let's say, the business disruption, post-go-live with the SAP. But the remainder is then 

also driven by the software market environment we see in the Pacific region, 

specifically. At the corporate level, we took out quite significant cost, and you can 

see that clearly here on this slide, almost €25 million compared to 2024. So as I said, if 

you aggregate all this together and even take the impact of the ERP situation in 

Australia into account, it's like neutral for the group REBITDA in 2025. 

 

[00:27:57.680] - Koen 

Actually, the decrease is mainly driven by two components. One is the year fixed 

impact, which is not insignificant. It's €33 million. And that is because most of the 

trading currencies in which we operate are first converted into the Euro. More 

importantly, it is in the Americas, we need to break down into three, I would say, 

components. One is Latin America, robust, stable, in line with prior years. Same goes 



for Canada. So the vast majority of the decline is really in our U.S. business, and then 

specifically in our U.S. pipe segment. And I think Thierry explained very well what some 

of the underlying dynamics really are that have been driving the lower average selling 

price in the U.S. You can also see what we believe the estimate is of the capacity 

constraint in Asheville in 2025 compared to 2024. So that brings us to €364 million for 

the full year. If and that's just for information purposes, but on a proforma basis, we 

would adjust for this one-off events in Asheville and in Australia, our REBITDA would 

have been more in the area of €415 million, assuming that for those two cases, we 

would have been able to maintain the same margin as in 2024. 

 

[00:29:14.900] - Koen 

If you move on to the next slide in terms of the full P&L, I covered the net sales up to 

the REBITDA. But you can see that for the years, we reported a net loss of €68 million. 

And two main drivers here. The first one is the decrease in REBITDA that I just explained. 

But you can also see in the dashbox that we have very significant one-off items 

impacting our results. €151 million in total before tax, €118 million after tax. So if you 

adjust the net income for the after-tax one-off events, that brings you to the net 

recurring profit of €50 million that I explained earlier on. So let me now zoom in into 

these one-off events. We can basically cluster them in four key buckets. One is 

impairment of intangible assets and goodwill. I would say that, that is the result of a 

cautious or prudent position we took in assessing the customer lists we have on the 

balance sheet and the goodwill we also have on the balance sheet. We decided, 

based on current performance, predominantly to take an impairment here, which has 

led to a cumulative impact of €57 million for 2025. 

 

[00:30:27.420] - Koen 

The second one is the ongoing impact below the line of Asheville, so that this 

continued cost for site restoration, site cleanup, but also repair on machines to bring 

them back up and running, that is €37 million. Then I mentioned that we launched 

significant restructuring programs. The one-off cost, which is an upfront cost in 2025, is 

€73 million. And if you take a look at the big buckets, the vast majority is in EMEA. You 

saw some of the benefits already in 2025, the vast the majority to come in 2026 and 

thereafter. We decided to exit Chile. We decided that at the end of the year, so also 

the benefits still need to flow in. We have a global restructuring program that we 

launched in the second half of the year. We recognised also some upfront one-off 

costs where the benefits are predominantly for 2026 or beyond. That's all in the 

category of restructuring cost. And then we further optimized or rationalized our 

portfolio. We sold some non-recurring assets, and that led in one case to a capital 

gain. We exited our UK building segment. We sold the real estate that we used for that 

activity. 

 



[00:31:43.760] - Koen 

That led into a capital gain of €36 million. On the other hand, we exited our activity in 

DIY in Marley Germany, and that led to a capital loss of €20 million. So if you take a 

step back, it's a very significant number. It's €151 million for the year. €57 million is 

accounting. I would say taking a prudent standpoint into consideration its non-cash. 

Asheville, that is an event that is beyond our control. We had some impact in 2024. 

We have some impacts in 2025, and those are significant. I refer to the lost, let's say, 

business, or opportunity loss, impacting our REBITDA of around €30 million. We have 

€37 million of non-recurring cost. We also have €14 million in Capex. So the total 

financial impact of the Asheville event in 2025, in total, is €80 million. And if you take a 

look at it from the beginning in 2024, up to the moment that we will have completely 

restored the activity in Asheville, we will be around €130 million of financial impact, 

and that is net of insurance proceeds. So Asheville is a very unfortunate situation that 

we need to deal with. 

 

[00:32:58.400] - Koen 

I think the team has done tremendous work to bring the facility, I would say, back up 

and running to 90% at the end of 2025, and we expect to be back 100% operational 

by the summer of 2026. Restructuring items were also significant, but those were all 

difficult decisions to take with upfront costs with benefits still to come. And the last part 

is really the result of the portfolio rationalization effort that we are doing. And you will 

see later on that in addition to the capital gain and/or loss, which is more accounting, 

it has led to significant net proceeds that helped cash flow generation in 2025. So if 

you want to take a look at the balance sheet, I think overall, it's fair to conclude that 

we still have a resilient balance sheet, and that thanks to the focus on cash generation 

and strong financial discipline in 2025. And what do we mean with that? In terms of 

Capex, we have reduced our Capex spend significantly from €300+ million in the last 

three years on average to less than €200 million in 2025. That is a very significant 

reduction that we planned in 2026 to further normalize this level going forward. 

 

[00:34:11.900] - Koen 

So a further reduction is to be planned for in 2026. In terms of working capital, we 

adjusted, first of all, to the lower top line, but I think we've done a lot more than that. 

Our working capital went down by almost €200 million. And if you express that in days 

of sale, and this is for the total working capital, we have a reduction of 11 days from 

74 last year to 63 this year. And the vast majority of that of is driven by lower inventories. 

So it's not by extending payment terms in an unsustainable way. It is really structural 

improvement we see on the processes to plan, production proof, supply chain 

enhancement, leading to a more optimal situation in our inventory position. More to 

come also in 2026 and beyond. As a result, and despite a significant drop in REBITDA, 

thanks to all the actions we took to improve cash flow, we were able to generate 



positive cash flow for the year of €63 million. And I'll come back to the main drivers on 

one of the next slides. That has also led to a decrease in our net financial debt to €919 

million, and that includes IFRS 16 lease accounting. 

 

[00:35:25.500] - Koen 

Our leverage, however, has gone up from 1.8 to 2.5, and that is on back of the drop 

of REBITDA that I just explained. In terms of Capex, we have seen a very significant 

investment cycle from 2022 to 2024, actually assuming further and almost continued 

growth going forward. Thierry has explained that post-COVID markets have 

normalized, and hence, I would say some of these investments are not yielding to 

returns at this point yet. So more to come in the years there after. On the other hand, 

what we have done is make sure that we applied strict financial discipline. We 

brought back our Capex spending and you can see the first level of reduction in 2025. 

As I mentioned, we plan to bring this back to a further normalized level in the years to 

come. In terms of working capital, I think also there's a lot of good work that has 

happened. You can see on the left, the total working capital, which has gone down 

by €200 million on a reported basis. It's 11 days in a number of days. And it's on the 

right side, clearly driven by a lower inventory level where it's down by ~€172 million. 

 

[00:36:38.140] - Koen 

And in terms of days on total sales, it's down 8. So we are starting to normalize our 

working capital position. There's room for further improvement, definitely on the back 

of the IBP and other, I would say, processes we are currently implementing within the 

organization. In terms of net financial debt, so the main components are laid out on 

this slide. So you can see the starting point in 2024. And we broke this down into net 

financial debt and then what the least component is in line with IFRS 16, which is 291 

up to start with. But the main drivers for the net debt evolution and hence also the 

cash flow generation, we did generate significant cash flow from operations. And this 

includes the impact of some of the one-offs, which is roughly €300 million. Working 

capital, cleared out for FX and other factors is in terms of real cash contribution, €84 

million improvement versus 2024. We had €93 million in taxes, which is still a lot if you 

take a look at the overall group result, but you don't pay tax on the group result. You 

pay taxes based on statutory results, which is driven by the geographical mix of the 

profit and/or loss that Aliaxis is generating. 

 

[00:37:58.740] - Koen 

Our Capex has been reduced significantly to below €200 million. We paid €24 million 

in interest costs. There are least movements that we need to account for. We have 

€73 million of net proceeds. I refer to the exit of Marley Germany, which is one of the 

key drivers here. And on the other hand, it is the net proceeds on selling the real estate 



whilst we have exited the UK building segment. So that has clearly helped in getting 

to a positive cash flow in 2025. The dividend we paid was €75 million, and that then 

brings us to a net debt of €919 million for the end of the year. And that also reflects 

into two and a half times leverage. We have just included for information purposes 

only, that if we would adjust on a proforma basis our recurring EBITDA for the one of 

events, we would have been closer to 2.2 times REBITDA. As mentioned in the 

beginning, we still have ample headroom based on the financing that is still in place. 

It's roughly €1.1 billion at the end of 2025. If you take a look at some other metrics, I'm 

not going to go into detail, but you can, let's say, have these in the deck, which we 

will upload after this presentation. 

 

[00:39:11.720] - Koen 

You can see that our return on capital employed is now close to zero because of what 

I've just explained. We definitely need to improve this and based on the actions we 

are taking, both in terms of the P&L and also in terms of the balance sheet, we will 

significantly improve our return on capital employed going forward. We still have 

maintenance governance on some of the surviving instruments we have on the 

financing side, which is basically one USPP. We still have ample headroom versus these 

covenants, whether it's on the interest cover or on the leverage. On the balance 

sheet, I think the most important elements I covered, just one thing I want to highlight, 

we still have a strong balance sheet. Our total shareholder equity is still more than €2 

billion. It has gone down quite significantly versus 2024. Yes, we reported the net loss, 

but that is not the main driver. The main driver for the lower equity we reported is the 

translation at the closing date. So it's all driven by FX. I mentioned before that most of 

the trading currencies in which we operate have weakened versus the Euro. So this 

decrease is for €230 million driven by revaluation at the balance sheet date. 

 

[00:40:26.220] - Koen 

I think if you move to the next slide in terms of the dividend proposal for 2025, the 

payout over 2026. The board is proposing a dividend which reflects a 50 % decrease 

compared to prior years. There are certain criteria that have been taken into 

consideration. I think that's the proposal at this point, which is obviously subject to final 

approval by the AGM on May the 4th. And then when it comes to our financial 

policies, yes, we are still committed to investment grade rating. You'll see that when 

we talk about our action plan going forward. But if I take a look at the main buckets 

in terms of leverage, I think we have demonstrated in the second half of the year, 

strong financial discipline for sure, being able to offset the decline in REBITDA and 

generate positive cash flow for the year. In terms of Capex, significant reduction versus 

the last three years average, further normalization to follow. In terms of liquidity, ample 

liquidity headroom at the end of 2025. Dividend, I think, a very responsible outcome 



in terms of what the board is proposing, which is a 50% decrease versus 2024. And in 

terms of M&A, it's all focused on further rationalizing the portfolio. 

 

[00:41:45.820] - Koen 

It's fair to say that in terms of acquisitions, there is not really anything on the table. So 

with that, Thierry, I'll hand it back to you to present what we want to do in Horizon 2030. 

 

[00:42:00.000] - Thierry 

Yeah, thank you very much, Koen. Indeed, tough environment and as you see, most 

of the impacts really between good work that happened in the regions in a tough 

environment has been mostly around the North America results and mostly centered 

around U.S. pipe. But markets are what markets are. A lot of stuff is working, is 

happening in our organization on that respect. But the more important element is, 

what is our response on what the market dynamic is actually doing? So I would like to 

walk you through a couple of very concrete things that we're doing not only on the 

short term, but structurally to basically position Aliaxis stronger. In the management 

team, a couple of changes, but they were triggered by the retirement of Alex Mestres. 

Alex had indicated already a year before, after 38 years in IPEX, of which 12 as the 

leader and the President of IPEX, he was at the age to retire, and it's a loss for the 

company, but such is life. Very happy that Colleen Pritchett has been stepping in. She 

came from the outside, has a long experience in leading global businesses, North 

America businesses, but also construction-related businesses. Colleen stepped in to 

Alex Mestres’s role as of January 1. 

 

[00:43:18.700] - Thierry 

Travis Lutes, who was the number 2 person in IPEX, also very happy that he stepped 

up into the ExCom role to basically be the Chief Enterprise Transformation person and 

also incorporating the COO role around operations, supply chain, and Capex spend. 

Because this is really a key area for us. Very happy that we can maintain and actually 

use the expertise of Travis worldwide for the team. The team is all very energized. Lots 

of things are happening and moving. But then let me walk you through some of the 

things that we are working on. We did spend quite a lot of time, first of all, bottom up, 

but then also together with the board to walk through what we call our strategy 

Horizon 2030. What is Horizon 2030? It is basically a five-year strategic plan that is really 

close to reality on what we need to do for the business, very heavily on the first couple 

of years of that strategy, and in the middle of that, its fixing the basics. A lot of things 

that should be simple for our people are actually complicated in Aliaxis, and that we 

really have to fix big time. So that is fixing the basics that goes on cost, asset basis, our 

processes, our systems, all the operational excellence, performance culture, etc. I'm 

not going to read the whole chart, but there's a lot of the basics we have to put 



forward because if we get further to grow, it's going to be unmanageable to do so. 

And also the reverse, if we don't fix the basics, we will not get to a sustainable growth 

path. And then, of course, it's not black and white, but then, of course, we will be 

starting, of course, to focus on accelerating the growth. Customer excellence is prime 

and center. You saw that with the Net Promoter Score, but that goes really to 

upgrading, continuing to work on our product portfolio, the services that go with that, 

to grow beyond the core. So basically, what other geographic expansions or 

adjacencies should we go into? But that is not now. This is actually more to the latter 

part of the five-year horizon. We also, of course, want to restart our targeted M&A 

pipeline. But everything we do in fixing the basics is creating an efficient docking 

station to plug those new M&A targets in, so that we also get the higher synergies, the 

higher benefits of that. 

 

[00:45:49.340] - Thierry 

Again, we keep our eyes and ears open, but this is not necessarily something that is 

on the front of the agenda in the next one or two years for us. Last but not least on 

digital and AI, a lot of elements that we drive forward on experiments around artificial 

intelligence, digitizing our business. That goes from the infrastructure, ERP rollout, all the 

way to use cases that go into the more digitalization the way and the artificial 

intelligence of our business. But for now, we're very much for what 2026, 2027 is 

concerned, it's going to be extremely heavy on fixing the basics, which is a huge 

opportunity for the company. Let me give some of the examples on the next chart on 

what we're doing that. Just some of the examples that we did this year is on cost 

reduction. We did work a lot on cost reduction. Therefore, I'm very encouraged that 

our engagement scores of our employees are very high because I think people see 

the need for that. We did really reset our fixed costs, which were really starting to trend 

up after the fun period of COVID for what construction and infrastructure was 

concerned. 

 

[00:47:04.620] - Thierry 

We took in 2025 about €30 million out already, but there on mid-term, we would have 

a run rate. That's what we aim for, of a reduction of about €125 million in fixed cost, 

and that you will start seeing a significant part of that already in our 2026 books also. 

On operational excellence, a lot of operational excellence plans are on what it's 

called Next, both in North America and in Europe, to really make sure that our plans 

are efficient, that the workflow is efficient, and that we basically have the best 

practices that has been already delivering in 2025 and will continue actually going 

forward. We did do a lot of work on improving our cash flow, as Koen made clear. It's 

not just slashing working capital or inventories to try to make some cash. It's really 

around the sustainable working capital reduction. That goes to integrated business 

planning, where we want to be certified by Oliver Wright by end of 2026 as an IBP 



integrated business planning capable company. That is a big cultural change for 

where we were with Aliaxis before. That has resulted in significant inventory reduction, 

which is healthy, but is also a proactively avoiding write-off that may occur in the 

future if we don't get that hygiene in place. 

 

[00:48:30.920] - Thierry 

On receivable management, even in some of the geographies that are notoriously 

difficult to get money from customers, we kept the hygiene, very low bad debt in the 

company, but we also have been able to pinch days off our receivable 

management. And on payment terms, that is obviously very strict discipline that we 

have in there. That has delivered in 2025, in total, about €80 million to the cash that 

we have actually been delivering to the company. Also on Capex, lots of investment 

has happened in the 2021, 2022, 2023 period. Now it's the time to actually use that 

installed new capacity and basically normalize it, go back to using that money to 

maintain and keep operating, and yes, occasionally expansion of it, of our capacity. 

But we have plenty of steel in the ground to make us a reliable supplier for our 

customers. There's about €110 million that we actually have taken out of that. Over 

time, we think that on that whole Capex run rate level, we can actually take about 

€200 million in the run rate out from where we were at the peak and to normalize that 

number. I'm not going to go for each one of them, but we also will continue to 

rationalize our global portfolio. 

 

[00:49:53.400] - Thierry 

There's a lot of pent-up maintenance on all the legacy parts of acquired companies 

that really didn't fit the portfolio where we're now stepping to. And that was, for 

example, the Lenham site, Marley Germany was one of those examples where we 

really feel, let's do the cleanup because just like in a family, it's often the more 

problematic kids that get the most attention. So we really want to simplify the 

company and get those out of the portfolio. About €70 million in 2025. There's still some 

work left on some assets, but I would think that by 2026, we will probably have cleaned 

out the portfolio to the one that we really should be operating on. Now, there's a lot 

of other initiatives. In the U.S., we get realistic around the fact that the U.S. pipe 

margins probably will be lower for a long period to come. So the team has really 

stepped up on a U.S. profitability reset for that, that really goes deep into supply chain 

operations. Our SG&A costs, all the service costs that we have to make sure that we 

not only maintain but can also improve, by ourselves, the profitability of the company. 

So lots of work has happened in that respect and very encouraged, to be honest, 

where we are. 

 

 



 

[00:51:08.500] - Thierry 

As of, I would say mid of 2025, a lot has happened basically structurally to get the 

company in the shape that it should be. And maybe Koen, on the timeline of what 

we did, maybe you can run us through some of the examples of that. 

 

[00:51:24.220] - Koen 

Actually, we started early in the year, as I've mentioned, Thierry, by your introduction, 

by focusing on cash. So, in January, we already started to significantly reduce the 

Capex envelope. We've continued to do that in Q2. So H1 was all about how do we 

improve cash flow, specifically. As of June, we started to take, I would say, more 

difficult decisions around cost out. We closed our R&D Center in France. We started 

to really reduce this discretionary spend in a very significant way. And then after, I 

think every single month, we've taken further steps and decisions that will yield in 

benefits going forward. So, in September, we closed the Lenham site, leading to 

significant net proceeds. In September, we also launched what Thierry referred to on 

the earlier slide, which is a very significant cost out program to deliver run rate savings 

of at least €125 million in the mid-term. Those are not decisions we still need to take or 

those are not plans that still need to be developed. That's all done. The financial 

impact that off, I would say in 2025 is not very significant, but that is why we say that 

the vast majority that off still needs to come in 2026. 

 

[00:52:40.980] - Koen 

Then we continue to take a number of actions, from exiting Chile for example, to then 

accelerating or trying to accelerate on getting some divestments done. The last one 

was really at the end of the year, which was the sale of Marley Germany in December 

31st. So I think it gives you a little bit an overview on how we've taken certain actions, 

and it has been a continuous effort throughout the year. I think more importantly, to 

bring some credit to what Thierry presented on the previous slide, all this is work in 

progress, and hence we do believe it will generate significant benefits as of 2026. This 

is just for information more than anything else, but it's to put the €125 million cost out 

in the mid-term into perspective. What you can see here in the grey bars is in absolute 

terms, the fixed cost that Aliaxis has reported. You can see that as of 2021, that has 

increased significantly. Some is driven by inflation, some is driven by an acquisition, 

but some is also driven by the fact that we have invested in capabilities and have 

hence increased our fixed cost base. The blue line that you can see is actually the 

percentage of fixed cost in relation to the variable margin or the variable income that 

we have. 

 



 

[00:54:02.560] - Koen 

And what we are aiming to do, and you can see that if you take a look at the green 

arrow, is to go back to the percentage of fixed costs in relation to the variable income 

we generated that we had in 2019, which is basically before COVID hits. It's the period 

that is, let's say, clear from all the noise that happened thereafter, both in the way up 

and in the way down. And we believe that we were operating at the right cost level 

at that time. So that's why we believe €125 million as a target is the right number to go 

after. And that is why the decisions and actions we've taken so far should deliver that 

number in the mid-term. So, I'm going to hand it back to you, Thierry, to talk about 

working capital and Capex going forward. 

 

[00:54:45.860] - Thierry 

Yeah, correct. So the working capital is a really big reservoir of value that the 

company has. Now, of course, what we do want to do is serve our customers with the 

right product at the right time, so what they call on-time in-full delivery. But you have 

to be smart not to then draw an inventory to have, which often is the case, too much 

inventory of the wrong product in the wrong spot. That is what IBP is all about. It's 

actually making sure that you have the right level of inventory or an optimized 

inventory with an optimized or maximized service level to your customers. You see 

what has happened here, frankly, in 2022, 2023, 2024, really our working capital in days 

of sales, so it's relative to how much that we're selling, really had gone up quite a lot. 

This year, we actually brought it back to 63, which is a significant step down. And in 

fact, if you look in EMEA as an example, with a significantly low working capital, but a 

significantly increased on-time in-full delivery for our customers. And that is still a gift 

that It should be giving us in 2026, continued because this number should also go back 

to more or less the pre-COVID numbers that you see here. 

 

[00:56:08.400] - Thierry 

So it should be somewhere in the '50s, mid '50s, probably is the right element, which is 

a lot of value that comes back to us. And that is all the work that we do, as I said 

earlier, around integrated business planning. It's a proven methodology that really 

goes end-to-end from sales forecasting, how can you be clearer on what the market 

is going to do, all the way to and how do you procure the resins and everything in 

between. So it's very exciting to see the steps that we've taken and actually what 

that's going to do for the company over the next coming years. Then if we go also to 

the growth and investments, the money that was invested, the capital investments 

during 2022, 2023, 2024 was an extraordinary step-up and a needed step-up to catch 

up on what I would call some lag in what we had installed. But that period is over now, 

frankly. What we've started to do this year is actually bring the organization back to 



where it needs to be, what is a healthy capital investment level for the company, less 

focused on growth, for the time being, but more also on making sure that our assets 

are in the best shape that they're in. 

 

[00:57:24.000] - Thierry 

You see here what it meant as a spend for our capital in 2025, and that number will 

also still be significantly lower than in 2026, but not without decapitalizing the business. 

It is really to make sure that we have it in the right spot and use the money very frugal 

and at the same time, fill up the assets that we have constructed in those three Capex 

years. Two examples of projects that we are really putting quite a lot of weight in. One 

is the transformation generation of our Nicoll plant in Cholet. It's our largest plant in 

Europe. It's also, in fact, the hub where the most profitable portfolio is being made. But 

the site really needs to get some real turnaround to make sure that we can continue 

in France, fuel the growth, but also can do it with a higher margin and get much more 

efficiency. And so that's an important one. Another one that I'll see is going to be a 

big part of our capital spend is in North America after the acquisitions that happened 

and now a reset in the market is to make sure that we make the right things in the right 

locations and, in fact, start getting some of the duplication in that network out. 

 

[00:58:39.430] - Thierry 

And that will also will cost some capital to basically reset it. The capital investments 

criteria, I'm not going to read it out loud, but it's really very clear on where do we want 

to spend our money for capital. There's a very rigorous, disciplined budgeting process 

and a follow-up on where we actually want to spend money in capital investment. 

And of course, that helps medium and also long term in the cash generation for the 

company. With that, that brings us to the last chart of the prepared notes. This is 

around the outlook for 2026. Basically, what we take as the assumptions for all our 

planning in the company is that we do not expect to get gifts from the market in 2026. 

The whole industry on infrastructure and construction is expecting a gradual 

strengthening of the markets by the end of 2026. I sincerely hope that is the case, but 

that is not something that we should direct our spending towards. As you've seen with 

the recent events in the Middle East, things can change very quickly so that having 

the leanest machine to operate is obviously the safest bet for the future with a 

company. 

 

[00:59:59.480] - Thierry 

Then, as I said, the strategy that we initiated in 2025 that continues to be the focus, 

the Horizon 2030, continues, of course, to be the focus in 2026, which is very much 

driven on an optimized fixed cost base, disciplined capital allocation with optimized 

working capital, and really a focus on positive cash generation for the company. But 



at the same time to make sure that we have the structural processes and the discipline 

and the ways of working that are going to be fuel for the company in the future. 

Because that is going to be then important for the future cash generation that can 

only come on the long term to profitable growth delivery if you have a healthy 

balance sheet. That is for the prepared notes. I do believe, Lionel, that we have some 

questions, but I don't know if you want to walk us a little bit through the methodology 

of how you want to run the Q&A part of the session. Lionel, can we see the questions? 

I think we received already some questions that I've seen. If we can get them, okay, 

this is the first one. What are the concrete financial targets and milestones for Horizon 

2030? 

 

[01:01:35.580] - Thierry 

And how do current results compare to planned KPIs? Well, Koen it's probably more 

appropriate if you answer that question? 

 

[01:01:50.580] - Koen 

Develop the financial plan that comes with Horizon 2030. We can look five years out, 

but honestly, with all the volatility and all the uncertainty we see even for the next 

week, I think it's difficult to try to put the stick in the ground and say it will be in 2030. I 

think where the focus is in the short term, as Thierry explained, is this two-phased 

approach to Horizon 2030. And in the first two years, it's all about fixing the basics. So 

it's getting the balance sheet back in order in a more healthy position than what it is 

today. It is focused on cash flow generation, resetting our cost base in a sustainable 

and structural way, the way I explained. So do we have specific targets on those? I 

would say yes. I think we shared some high-level indications in terms of what we want 

to achieve based on decisions made so far. So I would say as a guidance, that's where 

I would stop. I think Thierry explained where the markets are. But beyond, let's say, 12 

to 18 months, it's very difficult to give any specific items at this stage. 

 

[01:02:49.940] - Thierry 

Thank you, Koen. The second question, how does management reconcile rapid 

portfolio refinement claims with the apparent lack of strategic clarity around core 

market positioning and key financial targets? I'm not sure if I necessarily can link the 

two parts of the question together. The rapid portfolio refinement that we do is on two 

levels. One is the divestments, the cleanup of parts that actually were already on the 

list for many years, to be honest, to be taken out of the portfolio. Now, that is what 

we're doing. And those are not always the strongest parts of our portfolio. And I can 

assure you there is a lot work to basically get those elements out of the portfolio. I can 

only congratulate the M&A team for having done these deals this year, and we will 

see another deals still coming this. Now, this is mostly, I would say, legacy elements 



that is unavoidable in an M&A-driven company as it has been. Whereby that you 

have parts of companies that you acquire that are not necessarily what you wanted 

to have, and that's what we get out of the rapid portfolio. I'm not clear, or it probably 

merits further discussion on what the apparent lack of the portfolio would be. 

 

[01:04:03.660] - Thierry 

I think we're pretty clear on where we want to operate in each of the countries. It's 

very diverse. The markets are very different. But I think there is a high level of clarity 

since many years on where we want to play, what are the segments where we can 

win and where we cannot win. But it is also true that in Horizon 2030, we actually 

cleaned that up even more to make sure that we're not shooting at every rabbit, that 

we actually focus on where we can win in those segments. What concrete evidence 

can you provide that Horizon 2030 addresses the structural margin compression rather 

than just cyclical or one-off challenges and short-term financial targets? Maybe let 

me start, Koen, and then probably you can fill in some of the blanks. The structural 

margin compression that we've seen is mostly, by the way, in North America, and 

mostly US pipe business, which has a very high level of commodity in it. And in fact, if 

you look back in hindsight, but in hindsight, everybody is always smarter. In hindsight, 

the margin of some of the US pipe business really went high for the commodity part. It 

was maybe misinterpreted as being a complete reset in that market for the long term. 

 

[01:05:18.520] - Thierry 

Frankly, if you see our results in the US market, it is very similar to what our core 

competitors are reporting out. They obviously see the same thing. So that is basically 

a structureable margin compression. For the other regions, I think our margins are 

actually pretty good and are on a rising level. But it is, as Koen indicated, it is around 

getting our fixed cost level back to where it needed to be before COVID and basically 

make sure that we are in a fighting weight when we go there. I don't know, Koen, if 

you want to add to that. 

 

[01:05:56.960] - Koen 

Yeah, I think you summarize it very well when it comes to the US and there's also a 

specific initiative around optimizing US profitability, and then specifically US pipe 

profitability going forward. This is definitely not short term in terms of the actions we 

take. We have Horizon 2030, which, as I said, comes in two steps. And the first part is 

really all about fixing the basics. That doesn't sound like the most sexy thing to do, but 

that is really what we do. So it's structurally making sure we have the foundations in 

place to grow thereafter and to create value thereafter. So it's not chasing short-term 

targets. It's not linked to the cycle overall. It is structurally getting this company to the 



right level to then again accelerate value creation thereafter. That's how I would add, 

Thierry. 

 

[01:06:46.000] - Thierry 

Thank you Koen. So it's €73 million in divestment process, ongoing portfolio refinement. 

What is the target completion timeline for non-core asset disposals. In fact, we had a 

very disciplined process in the beginning of 2025 to identify those parts of the portfolio 

where we felt we don't see a future, we maybe never had a future in it, and we should 

really take action on them. I think we're about halfway through in the number of 

targets. It doesn't necessarily reflect in the amounts that you can associate with that. 

All of those processes are ongoing, so I would think that by the end of 2026, we 

actually should be out of those targets. To be honest, those that are still remaining in 

the portfolio are lower profitable but not value-destructing elements of it, but just 

where we feel this is not something where it is strategically should be linked to our 

portfolio. I think then you will see still in 2026, some of the finishing, and then we go 

back to selling product and not selling assets. Could you want to take this one on the 

specific areas of acquisitions and how we look at acquisitions at this moment of time? 

 

[01:08:11.950] - Thierry 

Because that goes to the capital allocation question. 

 

[01:08:15.280] - Koen 

We could have, let's say, intellectual discussions about this all day long. I think the 

reality is what it is, and that is that our balance sheet is not allowed to do any 

acquisitions at the stage. Despite the fact that there are opportunities out there, let's 

be honest, that you explained the competitive landscape. Some of our competitors 

are in financial distress, real financial distress, and are open for potential acquisition. I 

think we at this point, we stay financially disciplined. As I said, our balance sheet does 

not allow to entertain any discussion, and that's how I would summarize it for the 

midterm to be clear. 

 

[01:08:48.720] - Thierry 

To what worsening level of revenue and margin slides has Aliaxis's current two and a 

half times leverage ratio been sustainably stress-tested. Is a company currently in the 

red zone yet? Koen, I'll leave this one for you to answer because that goes back to 

the investor rating, et cetera. 

 



[01:09:09.760] - Koen 

Yeah, well, so maybe one thing to start with is, and I think it is not unimportant to 

repeat, is our liquidity headroom we have at this point, which is €1.1 billion. We are still 

secured in terms of financing for another three years. That doesn't mean we shouldn't 

do anything. Don't get me wrong. I think, secondly, phase one of our Horizon 2030 

strategy is all about cash flow generation and deleveraging the balance sheet. So 

we believe that with two and a half times, we are, let's say, at the peak of the curve, 

if you want. And as of now, we should start to see the line going down. I think overall, 

Thierry explained our financial policies and what we want to do. And if you then also 

take a look at the response we explained to you, I think that should be a good 

indication that we are committed to investment rates and all the criteria that come 

with it. It's not going to be for tomorrow. These things do take some time. But as I said 

before, this is all work in progress, and hence we should and will see the benefits in 

2026 and that after. 

 

[01:10:14.420] - Thierry 

So what would trigger additional cost reduction measures if market conditions fail to 

recover in 2026? Do you have any metrics? I think we've indicated to some extent 

that on what our fixed cost is concerned, we want to bring it back as a percentage 

of our variable margin. That means that if the variable margin of markets would be 

deteriorating, we will continue to bring back our fixed cost to a percentage as it was 

before COVID in that sense. We don't look at the absolute number. We really look at 

what we can afford versus where the business is going. And in fact, on working capital, 

it is the same thing. We're looking at the days of sales that we have tied up and less 

on the absolute money for that. Now, cash then becomes if it would be in the scenario 

that you sketch in the question, if it would really become a very dire situation in the 

market, we would obviously start focusing very much on, is there more fixed cost that 

you can take out? But that would almost be a pandemic kind of situation. Or is there 

basically, do you do something around cash flow that could be on Capex, et cetera, 

where you would actually take some measures that we would not like to do, to really 

do even more, but which we actually would take the steps if that's necessary. 

 

[01:11:37.220] - Thierry 

Management expects gradual strengthening in 2026. What specific leading indicators 

support this view given the consistent negative surprises over the past three years? It's 

a good question, by the way. It's also why we are not exactly drinking champagne 

nor cava in the office, because we believe that the markets are going to be stronger. 

Because for me, gradual strengthening in the second half of the year means not now. 

So what we're doing on our fixed cost, our capital management, et cetera, everything 

we talked about, is not assuming a strengthening of the market. And basically, you 

already see with the Middle East situation for us, there's plusses and minuses in it, but 



it's so uncontrollable what's happening out there that we really cannot start spending 

ahead of what's happening in the market. The leading indicators, what we base 

ourselves on is numerous reports that come out from banks, from analysts, from all sorts 

of people who are in those industries who believe that interest rates will drop near the 

end of the year in key geographies, and therefore there will be more spent on 

residential infrastructure, et cetera. Those are the leading indicators that we have. But 

those things switched so quickly with terrorists, with wars, with whatever, that I'm not 

sure that we are necessarily planning for that. 

 

[01:13:00.800] - Thierry 

Yeah, it's an interesting question, and there's a lot of data, as you might imagine, that 

you get from all sorts of American banks and associations, et cetera, and customers 

to look into that. I would say that for 2026, we do not necessarily bet on a residential 

construction recovery. We hope that's going to be the case, but we don't look at it. 

So all the work of our teams is to definitely maintain our share in the market, but at the 

same time, focusing on resetting our cost and our cash flow focus. So that's basically 

what we do. And we'll see if the market becomes stronger, we'll take it. But that's not 

what we have in our plans. I don't know, Koen, if you want to elaborate on that. 

 

[01:13:37.880] - Koen 

I can just confirm I think  

 

[01:13:41.200] - Thierry 

What competitive positioning analysis supports management's confidence in market 

share recovery given the current performance trends? I just want to point out that for 

market share, we actually are not doing badly, I would say. If I go around the world, 

Latin America is gaining market share. It's actually doing pretty well. EMEA has gained 

market share. It's doing pretty well. If I look at Asia Pacific, Australia, New Zealand, we 

actually are gaining share. But then you have the ERP situation that was a bit of a 

wobble, but we are back in the saddle. So there is definitely not a case of losing share 

there. The two more stressed parts of the portfolio have been the US, not Canada, 

where we definitely hold our share, is the US, and to some extent, India. That has been 

in India more linked to trying to keep the margin and not only go for volume, because 

that's typically the reflex, because that was not a good model cash-wise for that 

business, and that's a constant calibration. So, we stepped out on some of our or we 

not stepped out, we reduced the intensity of some of the lower cost products and 

lower cost segments in India. 

 

 



[01:14:53.800] - Thierry 

So that would translate in share, but it's probably minor. And in the US, I would say that 

on the pipe market, based also on the Asheville issues we had in our supply network 

and then trying to get at least the margins back on our commodity pipe, that's 

probably where we lost here and there some share. But here you need to look at 

minor parts. We are not at all losing share. It's actually, if you saw the waterfall that 

Koen has shown, the performance, the profitability is really the margin on the 

commodity pipe in the US. That overwhelms everything in the company, but its margin, 

it's not so much volume. Do any of the recently announced management shifts 

specifically aim at preventing recurrence of temporary or exceptional items, or are 

they rather unrelated? They're actually rather unrelated. I think the change in the 

management team was mostly triggered by Alex Mester's decision to retire, and he 

was at the right age for that. He, by the way, also had made that known to me already 

more than a year ago, so we could have an orderly transition. So it was not related. 

It's more a natural succession, I would say, more than anything else. 

 

[01:16:20.360] - Thierry 

Goodwill impairment made in the US related to recent acquisitions, Koen. Do you 

want to take that one? 

 

[01:16:26.380] - Koen 

Yeah. This link to a recent acquisition we have done of a company that was 

predominantly in what we call this commodity pipe, which was, I would say, at the 

top of the cycle at the time of the acquisition. You've seen the normalization in our US 

business, and for this acquisition, it has not been any different. So it's not worse, it's not 

better, but it is a steep decline in terms of margin normalization to pre-COVID levels. 

And as a result of that was, I would say, the cautious decision then to not impair the 

goodwill, but to impair the customer list for in the US. The goodwill impairments are, I 

would say, three minor companies, one we sold in the meantime, which was part of 

Aliaxis Next, one that is in heat exchangers, which is a very small company as well. 

And for a small business, we have in Latin America, which make up for the, I would 

say, €17 million in Goodwill impairment we had in 2025. 

 

[01:17:29.120] - Thierry 

Could we have more details on India? That's, of course, a very wide question, I would 

say. So that is maybe one that we should take offline to some extent. But Ashirvad is 

one of the three big players in India, four players maybe in India. It's mostly in the south 

and in the east of the country has been present. The Indian market has been actually 

not doing very well as such. It went through a high wave and it's now on a low wave. 



You can see that also in the numbers reflective of some of the companies that are 

listed as some of our competitors. What Ashirvad is concerned, there has been a 

renewal of the management over the last, I would say the last three years to a large 

extent, focusing more on a professional management and less the storming the 

troops, but not necessarily minding the wallet. So that has been happening. It's 

actually a lot of impact also and good cooperation with Brussels to try to get the 

marketing plans to the level that it should be, et cetera. But I'm not sure where the 

question really goes, but I think Ashirvad remains an important part of our portfolio. 

 

[01:18:38.700] - Thierry 

India is an important market, has opportunities, but it goes to big ups and downs. And 

last year was not necessarily the best year because of some of legislation that did not 

happen, if that was postponed, et cetera. There's more optimism, I would say, in the 

Indian team for 2026. Aliaxis has opened a new R&D center in NAM with IPEX, but 

closed its R&D center in EMEA. What is he thinking on the shift of R&D? That is indeed 

correct. The R&D center in EMEA, however, was in Elancourt, was very much focused 

on long-term break out, I would say, not even adjacencies, but really the hydrogen 

flow systems, et cetera, which frankly are not taking off in the market. I don't think the 

optimism is not there anymore from anyone that that is going to happen. So it was 

very much more the long term, and that wasn't going necessarily very well. So we 

decided, let's bring it closer home because there's a lot of work to do on revamping 

and rejuvenating our current product portfolio. And in fact, the R&D center in North 

America, IPEX, that is an R&D center that is very much focused on research, real 

research, good technology, but technology that is sellable to our customers in the 

foreseeable future. 

 

[01:20:00.000] - Thierry 

So it is probably bringing our research more to a horizon that actually has a payback 

because the Elancourt lab was good people but has not necessarily delivered what 

we expected from it. A clear status on ERP is the cost under control. I would say you 

have to make a distinction here on the Asia Pacific project was done quite quickly, to 

be honest, in a relatively short time frame and within budget. They had one hiccup in 

one of the modules that had done. That was a bit of an unfortunate situation. But the 

ERP roll out there, I would say, has been painful in the aftermath, but has been done 

well and is operating. You can see the clarity in the business. What IPEX was 

concerned, much more complicated one that had no impact in the market. They 

really have taken the time and are still taking time to adjust to the new way of working. 

So that is probably a fair statement on there. I think the rollout itself was in budget. 

There have been a couple of twists and turns in the past that actually make it an 

expensive project. But I would say, Koen, over the last two years, we've been very 

much into the budget as we had planned for it. 



 

[01:21:21.960] - Koen 

Absolutely. And in the current market context for 2026, we are, I would say, re-

assessing a little bit what we can or should do versus what potentially can be 

postponed. We will still make sure we have an ERP in IPEX. That's not the question. It's 

more like the sequence of things and how do we balance benefit, versus risks, versus 

cost in 2026. So that's the work that is currently in progress. 

 

[01:21:58.160] - Thierry 

Net working capital -200 million and net debt -50 million so cash negative on 

operations ? That's maybe a bit of a short. It's a quick conclusion, but maybe Koen, 

leave it for you. 

 

[01:22:09.360] - Koen 

Yeah, but I think for reference, you have the Net Debt Bridge in the deck, which I 

walked through. Obviously, there are more components that we have generated 

positive cash flow from operations that our current EBITDA are still €374 million. We had 

some one of events, which led to some cash out. We had some improvement in 

working capital, as I explained as well. On the other hand, we spent €197 million on 

Capex with our pluses and minuses. But overall, we did generate positive cash flow 

and our net debt, including IFRS, 16 lease accounting, went down by €50 million year 

over year. 

 

[01:22:54.080] - Thierry 

The Ashville insurance : lessons learned ? Yes, I would say, and this has been over many 

years, I think the company has been managing its insurance portfolio pretty well. Now, 

here, specifically, in fact, the Asheville incident, this was the hurricane that passed. It 

was a once in a 500-year event. So it was actually just difficult to get anybody to 

ensure, and it would have been a bit crazy to insure it for what was going to happen 

over there. So that was really beyond the statistics. What has happened in the 

meantime is given our climate change and the expectation that some of these events 

may happen somewhere, is finding a reasonable way to get to secure additional 

coverage over the years and then look and start balancing the cost of these 

insurances with the deductibles, et cetera. Our coverage now exceeds our statistical 

maximum flood losses. In fact, we are well insured as we are. In fact, the team, 

specifically, Manuel Monard and the team are very active in that, I think, in an 

affordable way for insurance. They've done that in a very business-like manner to do 

so. Having said that if there were an event like Asheville that we had that would still 

go way beyond what an insurance would reasonably cover. 



 

[01:24:20.000] - Thierry 

And that is not only an Aliaxis event, that would be almost for any other company, 

and then that would be the case. What would be the impact of oil price for Aliaxis? 

What mitigants would the group put in place? Yeah, maybe let me start and then 

Koen, you can add to that. Our energy cost is not that big. So in fact, that would not 

have a big impact. For oil, for our own energy consumption. Transport, yes. 

Transportation cost would go up because there's still a lot of trucking that happens 

around the world if oil prices went up. But also that would be not extreme, to be very 

honest. An oil price would probably more be reflected in the cost of polyethylene and 

PVC that we buy. Now, having said that, there, and as you might imagine with the 

whole Middle East crisis, we're going to that right now. It is both a risk and it's both an 

opportunity. If we just had to absorb higher PVC prices, honestly, that would be a 

relatively positive thing in the Americas, because there, if PVC price, resin price goes 

up, we actually can charge more money, and relatively speaking, more money for 

our products. 

 

[01:25:32.620] - Thierry 

In fact, we've had the reverse cycle happening in 2025 in India and in the US. Same 

for polyethylene. But if PVC prices go up, it's a negative for EMEA, for example, 

because we have more in the higher-end fittings where the raw material price is 

difficult to charge or surcharge to customers. Having said that, I guess the question 

probably reflects more on what's happening in the Middle East. To be honest, the not 

availability of the resins would be a bigger issue, to be honest, a bigger disruption 

more than the oil price would be. But we feel we're relatively mitigated. We do buy a 

lot of products from companies that are not necessarily coming to the Middle East. 

We don't feel that would be a major impact depending on where are the scenarios. 

Thank you. I don't know, Koen, if you want to add something to that. 

 

[01:26:22.580] - Koen 

It's a good summary. I think to your point, when it comes to resins, the vast majority of 

resins we use is PVC, which is typically for local for local. If I can oversimplify it, I think 

when we link it to the Middle East situation, that would be some of the sourcing we 

have in polyethylene comes through the Middle East, and that is where we just need 

to watch out in terms of supply security. I think we are well positioned right now in 

terms of safety stocks and/or potential alternatives, but this would drag on for a longer 

period of time. That would force us to take other actions. But that's the vast majority 

of the resin we use. Minority, sorry ! The vast majority is really PVC, which is a different 

situation and which would lead to potential upside in the US, for example, Thierry, as 



you explained. I think we still have about 5 to 10 minutes left. So maybe we do the last 

questions.  

 

[01:27:10.240] - Thierry 

What is the feedback of your shareholders? We will probably hear the feedback after 

this presentation and then during the AGM. So, yeah, I mean, I'm not sure how to 

answer that question, but we can do that then probably in more the live sessions that 

we have afterwards. 

 

[01:27:32.190] - Koen 

I think that was the last question Thierry.  

 

[01:27:40.740] - Thierry 

With that, I think I would like then to close it here for everybody. First of all, thanks for 

your patience to sit through the exercise. I just would like to summarize, though, that's 

been a tough year for the company. It's been a tough year for the industry that we're 

operating in. We do believe that our performance is in line with our competitors, but 

that's not good enough. I am encouraged, by the way, with the team on what we 

took as steps on cost, on cash management, on processes, on systems, to basically, 

in the view of Horizon 2030, to get early access to the company that actually can, as 

I said before, can actually focus on engaging with the customers and growing the 

market share there without being all in making the obvious things work for us and 

make actually the inner workings smoother on that. I think we're well on our way to do 

that with the company. With that, thank you for being with us. I'm sure we're going to 

get questions at the AGM and others, and I'm looking forward to that to engage 

further on our results. 

 

[01:28:49.700] - Thierry 

Thank you very much. 

 


