
 

 

Thierry Vanlancker 

Good afternoon, everybody, and thanks for joining this year's investor call. I would like 

to draw your attention first to 2, I would say, more housekeeping rules. First of all, we do 

hope there's a number of questions at the end of the presentation, and in order to do 

that, you will see, if everything goes well, you will see on your screen a place where you 

can click on the Q&A button. You can submit your questions, and through the magic of 

technology, it would appear on a screen nearby us, and we would be happy— we 

being Koen Sticker, our CFO, and myself— to answer your questions when we get them. 

The second housekeeping is a disclaimer. You've seen it at the beginning already 

displayed on the screen. I'm not going to read through it, that would be slightly too 

boring, but it's the classical disclaimer that you see for these kinds of calls around 

forward-looking statements, etc., etc. So please take note of what's written in this text. 

For this session, Koen and I will be entertaining you. We will do an executive summary on 

where we landed and also why and how we landed on our results. 

 

I will give you then also a bit of the background on the market context and 

performance in that context. Koen will then walk us through the H1 2026 results in 

significant detail. And then I'll try to close it out with giving some views on the progress of 

our Horizon 2030 strategy, the strategy we're currently embarked on. And then, as I said 

earlier, hopefully we have ample questions and ample time to also give you the 

answers. With that, let's get started on the summary of the events. I'm not going to walk 

through the whole chart, but it's fair to say that we present our first half 2026 results with 

a certain sense of satisfaction because we had no help from the market. On the 

contrary, you will see that in subsequent slides. But the global team, the whole 

organization, has really rallied around what we said we were going to do, and we did it. 

And I think we delivered even a bit more as such and also did not get distracted with 

geopolitical topics that had a sizable impact some positive, some negative on our 

business. So, in summary, if you go to this chart, we set what we were going to do in our 

context in 2025. 

 

So, in fact, what you see here is a solid performance in our financial numbers. Like for 

like, because you know that we're also pruning out the portfolio, like for like, we grew 

8%, which is quite impressive. And I'll show you some numbers to put that in context. 

We've also basically increased the profitability quite significantly, and it is a 

combination, as I said, by keeping the discipline on cost and on how we operate our 



 

 

business into the minute details and how we really get on the day-to-day forecasting, 

planning, etc. On top of that, we took quite agility, or we showed our agility by really 

making the best of a quite fast changing situations around the Iran crisis that could 

have had a big impact on our portfolio. Also impact of the Canadian-US tariff situation 

to basically make use of an increased performance of the business, but also in the first 

half of 2026 put a bit of a bump on it, which is then the temporary margin uplift from 

what happened externally. What's also important is that we keep our focus on cash, on 

working capital, cash delivery, how we spend our capital budget, which has resulted in 

us being able to decrease our leverage. 

 

And I think Koen will, will say more of that later on. What is also quite impressive, and 

therefore my heartfelt thanks again to the whole organization, is that we kept in the 

background our discipline on things that you don't see or you don't see yet. That means 

on cleaning up the portfolio, working on process modifications. I would say really deep 

down in the bowels of the business, data systems upgrades, etc., etc. That actually 

would position us very strong for the coming years. So a lot of things to be proud of, but 

it was the first half year had been plenty of— had shown plenty of surprises already. You 

may know that our mantra internally is we care, we dare, we deliver, but in fact you will 

see that in a market that was pretty tough, that we not only dared, we also delivered, 

and I'll give you the safety numbers also to show you that we cared. Maybe on the 

market context and the update, I'm not going to go to all of these slides here. They look 

a little bit more optimistic, but that's maybe more optical illusion. If you go back to the 

COVID days where we had an uplift in the 2021-2022 timeframe, in certain cases mid-

2022 and 2022, our infrastructure and housing markets were— our end markets were 

already starting to go down. 

 

Some of them came back really from being in a virtual coma to something that has a 

little bit of life in it. That's the slide here on France. But I just want to point out the French 

market was weak and is now better than clinically dead. It's now a little bit showing 

some activity, but it's still very low. On the other hand, key markets for us like the US and 

Canada continue basically to be going sideways. And it is a weird combination of 

weak economic activity with high interest rates driven by geopolitical events that 

basically keeps calming or keeps depressing the markets that we operate in. So it was 

definitely not around in any country around the world. It was definitely not because we 

saw some bright spots or we had some tailwinds in our portfolio. You also see that in a 

chart that we've repeated here, a chart that you've seen, I think, last year that shows 



 

 

us— that is the thicker blue line on how Aliaxis has performed in its top line, its net sales 

versus the rest of the players. And if you go to the colour coding, the green is North 

America, that market has its own dynamic, you have the Indian market has its own 

dynamic, so basically what we look at here for us is the global average compared to 

some regional players, and then there are also like player 7, 3, etc., they are a bit more 

comparable to us. 

 

Now you would say, okay, well, how exciting is that? We seem to just hold our place 

versus the others. I just want to point out that these are the reported numbers, as Koen 

will explain and as also indicated earlier. Our underlying performance, if you look at 

how we cleaned out the portfolio, where about 8% of our turnover has disappeared in 

non-performing parts of the company, you almost would have to look at the 

performance here and add 8% to 10% in our underlying performance. So we really 

reacted much better than our global competitors did in comparison to us. At the end 

of, or when we showed the 2025 numbers, we also indicated as kind of a subsequent 

event the Middle-East crisis, the Iran crisis, whereby they very early in March of this year 

decided to close the Strait of Hormuz. That was starting to show an impact. We were 

not clear yet, was it going to last, what is that going to do. Now, if you have ever read a 

newspaper or looked at a website, you know what happened afterwards. It is still to a 

large extent almost a full blockade of the Strait of Hormuz, and that had a profound 

impact pretty quickly and pretty dramatically on both the price and the availability of 

some of the key resins, the raw materials that we buy for our business. 

 

You see here the graphs for PVC, for example. PVC, as we went into the year, the 

expectation was that those prices were going to drop because of the low economic 

activity. All of the PVC suppliers were looking to basically assure volume at their 

customers. Well, of course, with the Strait of Hormuz, all of a sudden that changed 

completely, and PVC prices went up anywhere depending on where you were around 

the world. World with 10% to 40% depending on grade and place around the world. 

Polyethylene and polypropylene prices were even more dramatic. In fact, to a certain 

extent also impacting availability at one point of time. And specifically for our markets 

in Australia and New Zealand, that impact was pretty dramatic. It was really touch and 

go around availability of resins. So we had to almost on a dime turn around and make 

sure that we recoupled our supply chains, including getting material from other regions 

into Australia at the last minute. And secondly, of course, also the prices shot up for 

those resins, shot high very quickly, with here increases sometimes of 50% to 80%. So 



 

 

pretty dramatic moves that happened in the market. So very proud to say how we 

reacted on that, where both all the regions were helping each other out depending on 

where the impact was the biggest. 

 

But also, and that goes into the dare, how we didn't sit there debating it and watching 

what was going to happen, but we very quickly around the globe took the decision to 

increase our prices because we saw the tsunami wave coming towards us, so we had 

to do something about it. So that has been really part of the, I would say, the pride and 

the refund, I would say, energy in Aliaxis on how we reacted on that. And you will see 

the outcome, the financial outcome of those actions in Koen's overview. Go ahead, 

Koen. Okay, but first safety, indeed, correct. This is in the care category. Very proud of 

how we kept operational— operationally things intact. As I said before, focusing on 

safety is a good thing for a variety of reasons. One, it's doing the right thing for 

employees because we keep our valued and employees safe and they go home in the 

same shape as they arrived in the morning at work. But secondly, to really get to strong 

safety performance, you also need to do a lot of things right and have the operational 

discipline. So here, in fact, as you see, the whole journey that started in 2019 where our 

safety track record was really not good, last year we ended at 4.2, which is close to 

global best in class. 

 

We've now been able to reduce the number to 3.7. It is one of the numbers that is good 

if it's lower, and in fact, we seem to be very much on a trend line to keep improving it. 

Of course, as the numbers get better, it gets way more in the refinements to make sure 

that we keep driving the safety here. So it's a shout out to the organization on how they 

keep focused in their jobs, and that focus is shown throughout the business. The second 

thing that I also want to bring out is that besides the, I would say, the first half 2026 

financial numbers, which are basically the first 6 months of the year, we've also been 

doing what we said we were going to do on the underlying transformation agenda for 

Horizon 2030. And you may recall from previous interactions that this is foundational for 

the company Because it goes into systems, it goes into data, it goes into organizational 

design. It really goes real 360 degrees on how we reset the company for the future. On 

integrated business planning, so this is really the best-in-class supply and operational 

planning process. We're really making really big progress with Oliver Wight to get us to 

IBP capable, as they call it. 

 



 

 

It's an official certification to get IBP capable by the end of 2026. That was a pretty 

ambitious goal from where our planning capabilities were when we embarked on this 

18 months ago, but we seem to be in a good space to really get all regions to be 

certified and then keep going on into Class A, which is really the absolute gold 

standard for planning. And we do that just to have a more reliable, predictable 

business and to make sure that we square the circle of having better service for our 

customers while having less working capital tied up. On the enterprise resource 

planning ERP, maybe an update in Pacific after the implementation where we had a 

bit of a hiccup in 2025. I'm happy to report that the system is running well. There was a 

lot of, I would say, handholding and some extra cost to make sure that this was all 

running as we wanted. But those costs are now basically close to zero, and we're 

basically now getting the benefits in our business of running a world-class SAP S/4HANA 

process. In North America, similar situations. It was quite a complex rollout. We are now 

this year— so that is functioning now. 

 

We are now also in the middle of doing the upgrades of the systems before we then 

actually do subsequent rollouts of other modules throughout the North America 

organization. And for the rest of the world, just for your reminder, Asia and Latin America 

already had a regional, one regional ERP system, so they're basically already there. And 

in EMEA, where we have all these companies we try to integrate into one well-

functioning organization, there basically there's a lot of ongoing work around data 

cleansing, systems alignment, procedures that have to be aligned across the region 

before we can even think of actually putting an ERP system in for EMEA. So I think 

before we start pushing the button on trying to implement it, we're probably still 18 to 24 

months away, but benefits of that preparatory work are already happening on just 

transparency of the business. And on supply chain, we keep rolling out quite, I would 

say, advanced and best-in-class tools like the transport management system to 

optimize the delivery and minimize the spend on how we deliver our materials to our 

customers, and also advanced planning schedule programs, which is necessary to 

basically make sure that our integrated business planning information is also processed 

in the right way, so that it can get into planning of our units, our multiple units around 

the region. 

 

So a lot of work that is not visible to you, but is an underlying successful factor for us to 

deliver.  

 



 

 

Koen Sticker 

Thank you, Thierry and as you mentioned, we have faced challenging market 

conditions in every region where we operate, which was further aggravated by the 

Middle-East situation. This crisis led to supply chain disruptions and significant increase in 

the raw material price, as was mentioned before. I think if you take a look at our H1 

results, it clearly demonstrates that we have taken adequate and swift actions to deal 

with all these challenges. In addition, our results also demonstrate that we are on track 

to deliver on our action plan to reset our cost base, to further rationalize our portfolio, to 

improve cash flow generation, and to deleverage our balance sheet. On the other 

hand, I do want to point out, and that was also mentioned by Thierry in the beginning, 

we do have a temporary margin uplift benefit that is supporting our H1 results in the first 

6 months of 2026, which we expect will reverse to some extent in the remainder of the 

year. And I will explain the underlying dynamics thereof further in this presentation. So 

let me walk you through some key numbers. In terms of net sales, we came in around 

€1.8 billion, which is 8% or around €135 million increase versus the same period last year. 

 

Actually, there are 3 key underlying drivers. First of all, there is real underlying growth in 3 

regions, which is APAC, North America, and in Latin America. Secondly, we had the 

benefit of volume recovery. I refer to the ERP situation in APAC that is now stabilized. We 

are able to service our customers in line with expectation. And on the other hand, in 

North America, our Asheville plant is again back up and running at 100% after the 

impact of the flooding we had. So also there, we are now able to service our customers 

in line with expectations and market conditions. Thirdly, it's the impact of the pricing 

actions we took. We took them very early on, and obviously that has a benefit in our 

P&L. In terms of EBITDA, we ended the first 6 months with EBITDA of €289 million. A very 

significant increase, 40% up, or almost €80 million on a like-for-like basis compared to 

the same period last year. It's on the back of the volume growth I referred to, but also 

the volume recovery obviously plays a role in this improvement trajectory. Secondly, it's 

the margin expansion. Some of it is there to stay, some of it is temporary and is due to 

the price increases we've been able to put through in Q2. 

 

So I'll explain those dynamics on one of the next slides. And the third main driver is our 

plan, which we are delivering on, to reset our fixed cost base. So our fixed costs are 

down significantly, as you can see, €29 million or 7% compared to the same period last 

year. And that is after offsetting the annual inflation, but also the additional 

depreciation cost that we have in our books. Bottom line, our net recurring profit is €108 



 

 

million, which is also up 40% almost compared to the same period last year on the back 

of the profit improvement, REBITDA improvement that I explained earlier on. So let's 

zoom in on the REBITDA development by region. And if I start on the left with EMEA, 

EMEA is flat. As Thierry mentioned, in EMEA, we still face very weak construction markets 

overall. So it's not thanks to the market, but it is thanks to the ongoing efforts we have 

on cost and making sure that we extract value from the operational efficiency 

programs that we have initiated. Asia, which basically is India, has delivered €5 million 

increase versus 2025. Which is on the back of steady growth. Also, the market here is not 

helping, but the team is doing a good job. 

 

And on the other hand, it is supported by the fact that in a very volatile resin price 

environment, we have been able to manage pricing adequately. If I continue to the 

right, in corporate— so in the corporate office, we've taken out another €11 million of 

costs in the first 6 months of this year compared to last year. Which is a lot. But just to put 

that into a longer-term perspective, having restarted the cost reset program at the end 

of 2024 versus where we are today, actually we have taken out close to €30 million or 

30% out of that initial cost base. So good progress. And that is the result of redefining the 

operating model. So what's the role of the center, but also making sure we set the right 

priorities for what we want to do and then make sure we run a very strict cost discipline 

and control throughout. Pacific, which in our case is Australia and New Zealand, as 

Thierry mentioned, this is actually the region that was the most severe impacted region 

as a result of the Middle-East situation, both in terms of supply and in terms of increase in 

the raw material cost. 

 

We were able to supply, let's say, the region with raw materials thanks to the global 

footprint we have, but also leveraging the relations we have with suppliers across the 

globe. There's also volume growth underlying, which is good to see in this region. We 

have the volume recovery post-ERP, and here clearly we've taken, I would say, the bold 

and right action on time to increase our price and hence to expand our margin in Q2, 

and as a result also in the first 6 months of 2026. The Americas, which combines Latin 

America and North America. If I start with Latin America, I think they continue to do 

good from a volume perspective. So there's further underlying growth that we see. Also 

here, I think the team has done a great job taking timely action to increase price whilst 

raw material prices were increasing. And in North America, I would say it's the same. 

There is some volume growth, specifically in Canada. Then we have the recovery from 

the Asheville situation. Right. Which had a very significant impact in 2025. But also here, I 



 

 

would say, very strict pricing discipline and margin management that has led to an 

increase in the EBITDA of almost €38 million compared to last year. 

 

In the Americas as well, we are on track to deliver on our cost-out program. Then you 

can see scope changes. It might seem like a small number, and it is, But actually, we 

have divested a number of companies. The top-line impact is around €65 million. So it's 

clearly demonstrating that we are focusing on unprofitable, non-core businesses that 

will reduce complexity, will not require capital going forward. Yeah, it's impacting the 

top line, as Thierry, you mentioned as well, but it has zero impact in terms of the overall 

profitability. And in terms of the FX, we had a negative impact as we continue to see a 

further weakening of most of the trading currencies versus the euro in the first 6 months 

of the year. So let me come back now on this margin uplift and try to explain what 

those dynamics are. We tried to do it visually. It's, it's not easy to do, but let me try to 

explain it in the simplest way possible. So, when the Middle-East crisis started, we took 

immediate action to increase our prices because we knew that resin price would 

increase. We've done that in a very timely manner. 

 

So what you can see is that our contribution margin and the REBITDA margin started to 

grow as of April, May, and then continued into June. On the other hand, we had 

benefit of, I would say, lower cost resin coming from our inventory that from an 

accounting perspective is hitting our Q2 results. So basically what you have is we have 

increased prices which have an immediate impact on our P&L, whilst on the cost side 

we still benefit from lower-cost resin that comes from our inventory. That's leading to this 

temporary margin uplift that we see in Q2. That is also why we expect that some of this 

will reverse, because margin will normalize. We are now, as of July and August, seeing 

that the more expensive resin is flowing through our P&L. And hence, we'll see margins 

normalizing in the second half of the year. So if I then bring that back, let's say, to the 

main income statement and link that back to the numbers we have reported. So net 

sales on a reported basis, flat, like-for-like up 8%. The decrease— the difference is 

basically the scope changes that I referred to and the impact of FX. 

 

In terms of contribution margin, we are up from 36% last year to 37.5% in the first 6 

months of 2026. It's driven by a number of programs that were already going on, but 

also here, as I explained on the previous chart, we have a temporary benefit of this 

margin uplift that will reverse in the second half of the year. In terms of fixed cost, down 

€39 million, as I said before, so on track in terms of the overall cost reset program we 



 

 

have, which is a multi-year program. And that leads then to recurring EBITDA, so EBIT 

before the impact of exceptional items, of recurring EBIT of €187 million, up almost 60% 

compared to last year, driven by lower costs, but also by the increase in contribution 

margin that I explained earlier on. We do have some one-off items around €10 million. 

It's a lot less than last year where we almost had €60 million of one-off items. So let me 

zoom in on what those are. So as a reminder, last year, €57 million, as I said, close to €60 

million. €27 million linked to restructuring costs, which was the initiation of upfront costs 

that were linked to the cost reset program that we had initiated. 

 

Is also the cleanup of some legacy items that we recognized in the P&L at that point in 

time. The remaining €30 million that you see at the bottom is predominantly linked to 

one-off costs linked to the Asheville rehabilitation. We had a lot of issues to clean the 

site, to rehabilitate the site, to do the necessary repair and maintenance, which is all 

reflected in this number. If you then compare it to 2026, very different picture. So, yes, 

we still have some further restructuring costs because this program continues. It's a 

multi-year program, as I said earlier. €6 million in the first 6 months of the year. We 

divested some companies. Those were non-core, non-profit, as I said before. We did 

recognize a small loss on the divestment of these businesses, €4 million. On the other 

hand, we also optimized, let's say, the real estate portfolio. We looked at idle assets and 

how we could monetize those. We were able to monetize a few, and that led to a 

capital gain of €9 million in the first 6 months of the year. And the other is a combination 

of, let's say, I would say the final costs linked to getting Asheville back up and running 

and also some M&A-related costs. 

 

So very different in terms of nature of cost and obviously also in terms of the size of one-

off items that we have reported in H1 2026. So that brings us then to the bottom line. So 

on a reported basis, €100 million, which is up €87 million compared to last year, 

obviously driven by the increase in the recurring EBITDA and the fact that we have 

significantly lower one-off costs than what we recognized last year. And then the 

recurring EBITDA I mentioned before, up 40% on a like-for-like basis. And the recurring 

net profit, which actually is the net profit adjusted for one-offs, comes at €108 million, 

which is up 38% compared to the same period last year. So, if you move to the balance 

sheet, I'm not going to go through all the details, but it's fair to say that we have a 

resilient balance sheet. Shareholder equity is at €2.2 billion at the end of June. We have 

been very disciplined in terms of capital allocation and spending. It is down €47 million. 

I'll come back to that. The overall spend in the first 6 months was just below €50 million. 



 

 

Also, in terms of working capital, we continue to see an improvement both in value 

terms, so down €57 million, but also in terms of days. 

 

And that despite the fact that the unit cost of resin that we referred to earlier has 

increased significantly and obviously is impacting the valuation of working capital very 

significantly at the end of June. More on that also further in this presentation. In terms of 

leverage and comparing to December, we are down 0.3x recurring EBITDA. And that 

despite the seasonal peak in working capital financing that we have. The peak is really 

in June. And you'll also see that very clearly further in this presentation. So if you zoom in 

on Capex, and here we've took like a 10-year view to put things into perspective. So if 

you go back to prior to 2021, on average the annual Capex was around €100 to €110 

million. Then we have seen this very significant investment cycle to expand capacity, to 

add capacity, to invest in a lot of sites and initiatives over a 3-year period. So on 

average, €300 million per year from '22 to '24. Whilst our results started to change and 

the market outlook started to change very significantly, we had to reset, which we've 

done, the Capex spend in 2025. So that was the first level of normalization of Capex 

spend to €197 million. 

 

And if you then take a look at where we are in 2026, we are just below €50 million, 

which is, again, a significant step down versus where we come from. Now in that €50 

million, if you compare that to the, I would say, prior to 2022 investment cycle, that is 

very much in line to what we spent on a 6-month basis in that 5-year period. In the €50 

million, and Thierry will come back to that as well, the main components obviously are 

we are maintaining our assets. So we are making sure that we do whatever we need to 

do to keep our factories running. Maintenance Capex is not deferred nor delayed. That 

is not the result of the cutback we have done, but there is a clear prioritization. And on 

the other hand, in terms of where we do invest, it's really focused on getting 

productivity and efficiency gains. The number of concrete projects— and Thierry will 

come back to those later as well. When it comes to working capital, so total working 

capital is down €57 million in terms of days of sale, it's down 82%. And on the right, you 

can see it's predominantly coming from reduction in inventory. 

 

And that is really what we want to see because that is driven by IBP, by all the process 

enhancements that we are currently working on. Now, if you take a look at these 

numbers, you might be slightly disappointed, like, well, yeah, it is down, but we would 

have expected more with all the efforts the company is doing. So let me try to put that 



 

 

into perspective. So in value terms, our working capital is at €800 million at the end of 

June. It is really at the peak of where the unit cost is. You've seen in the beginning of the 

presentation that for PVC, resin costs are up 20% to 50% depending on the region, and 

for PE even up to 90% in certain cases like APAC. So specifically, that is impacting how 

we need to value our inventory at the end of June. Then you might say, well, if you take 

a look at the number of days, that should reflect the real progress. But also here, it's 

more the mechanics that I want to explain. So the 82 days is calculated based on the 

last 12 months of sale, of which we have 9 months of normal top line, I would say, and 3 

months where we see the impact of the price increase. 

 

So if we would not compare on, I would say, LTM, last 12-month sales basis, but on a 

rolling 3-month basis, which is more representative, the 82 would be more 74 to 75. And 

then you see a very significant decrease in number of days on total working capital of 

around 15 days compared to the same time in 2025. So I just wanted to put that in 

perspective. Then in terms of cash flow and debt evolution, and this is comparing to 

December '25, so not compared to June. If I go from left to right, strong operational 

cash flow. We talked about the improvements and the underlying drivers. Here you can 

see the working capital increase, which basically is 2 things. One, it's The seasonal peak. 

So the low point in terms of working capital financing requirement is in December and 

January. The peak, based on the business we operate, is in June and July. And in any 

given year, you will see a swing in working capital between €150 to €200 million, 

exclusively driven by the seasonality pattern. The second item that is impacting this 

increase is the unit cost increase that I just referred to. If I continue going to the right, we 

pay €38 million in tax, Capex €49 million, which I referred to, €6 million in interest costs. 

 

We extended some lease agreements which we need to recognize in line with IFRS 16. 

And then here you can see the proceeds of the portfolio cleanup we've done. It's €21 

million. It is helping, but there are a lot of other benefits that come with, if I can use your 

words, Thierry, cleaning up housecleaning of the portfolio in this context. More 

importantly, maybe in terms of leverage compared to December, we are down from 

2.5 to 2.2. And again, to just reiterate that, that despite the swing in working capital that 

is driven by seasonality, but also by the underlying increase in unit cost in our raw 

materials. So moving on, now we understand how the net debt has evolved, but we still 

have ample liquidity headroom at the end of June based on the financing that is 

committed till the end of 2028. We are looking at roughly €1 billion of liquidity headroom 

at the end of June. If you take a look at some other financial metrics, I'm not going to 



 

 

go through all of those. I covered those directly or indirectly, but just at the bottom of 

the page, to be complete in the way we communicate to you as well, we do have still 

financial maintenance covenants on our USPP financing instrument only. 

 

And we have ample covenant headroom, I would say, both on the interest cover and 

on the leverage covenant. When we go to our financial policies, no change. So we 

want to maintain our investment-grade rating. Basically, what we've summarized here is 

how we want to manage that accordingly. A number of things I do want to call out. 

Our leverage is down. I just explained that in terms of in terms of Capex and capital 

allocation, I think we've been very disciplined without being short-minded. I think we 

are supporting, let's say, our assets today, and we are investing in some, I would say, 

important productivity projects. The liquidity reserves, ample liquidity at the end of June. 

In terms of dividend, I think we have shown that we can and are flexible when 

performance is, I would say, deteriorating. And that reflects into a payout which is 50% 

lower over the last year than, than would typically would have been the case in line 

with our policy. And in terms of M&A, the focus is still predominantly on divesting rather 

than on M&A. So it's not a priority. There are opportunities out there, and we are just 

opportunistically looking at what is going on in the market. 

 

I just mentioned that we have ample headroom based on the financing we still have 

committed. It is committed till the end of 2028. And that is why we've started, as we 

speak, with a refinancing program for the company, because we want to make sure 

that we are refinanced well ahead of maturity date. We will apply a phased approach 

to that. As mentioned, we started. We will make sure that we have a well-balanced 

portfolio of instruments. We do aim to have lower total gross debt than what we have 

right now, whilst making sure we have the right liquidity headroom to support the 

business and our strategy in the short-term going forward. So more to come here, but 

just wanted to give you a heads up that more than 2 years ahead of maturity, we have 

started to make sure that we can refinance the company at the best possible terms. 

With that, Thierry, I'll hand it back to you. 

 

Thierry Vanlancker 

Thank you very much, Koen. Thank you. Maybe a couple of words on the progress of 

our Horizon 2030 strategy, which you may remember consists of about half of that 

period is really around getting ourselves into shape, and then gradually, of course, using 



 

 

those results for actually growth and for expanding profitably and with a direction into 

the market. As I said earlier in the introduction, one summary is we said we were going 

to do certain things. Well, we did what we said we were going to do. If you look at the 

reduction of the costs, which Koen has alluded towards, so a real reset of the fixed cost 

base that really had expanded quite a lot over the years, various restructuring initiatives 

that we've taken. We said that we already did about $30 million in 2025. And we said 

that the run rate midterm would be around $125 million. In effect, our year-to-date 

financial estimate is an additional $40 million that we have delivered. So we are totally 

on track for that one. If you then go on the improving the cash flow to basically get our 

leverage back to a better position and therefore be in a position then to have much 

more freedom to take decisions that are in the interest, long-term interest of the 

business. 

 

We talked about working capital reduction. We talk about normalizing the Capex run 

rate and rationalizing the global portfolio. I would say there we're totally on track. I think 

with the year-to-date delivery around €100 million, whereby we said the total portfolio 

of the total impact, the run rate midterm would be around €200 million. So we're really 

very nicely on track with what we were going to deliver on that. So in that sense, I 

would say from our perspective, at least, a tick in the box on all the things that we said 

we were going to do. Another target was to bring our fixed costs back to the same 

percentage of our, what we call our MODM, so our margin over direct material, the 

money that we really bring in from customers. We showed this chart earlier whereby we 

were really starting to spend significantly more as a percentage of what our variable 

margin in fact was from the business. And it's also, as we said, in 2025 we told you we 

were going to start making a significant correction in that and get back to where we 

were at the 2019 level, so pre-COVID. And we start, as Koen explained, we started to 

make that turning point and we feel very comfortable that very soon we will be hitting 

the line again as we were in 2019. 

 

As Koen has indicated, significant work has happened on making sure we don't 

duplicate work. As a result, the headquarters is 30% less cost than it was before. And this 

is not by shifting costs to the regions, it's basically by avoiding duplication or controlling 

the controller and therefore getting to a much more agile organization. So we're on 

track in that sense. Another element that I would like to bring forward, Koen already 

alluded to our capital expenditure. You may remember that in the years 2022 to 2024, 

we went to significant investment wave. A lot of that, as you see here, was based on 



 

 

growth, on actually having more capacity. Unfortunately, the markets have not 

delivered on what was then the expected promise of asking for more volume, so more 

pull for volume, as was the case early after the COVID situation. So we basically have 

reset, normalized our capital spend. As you see, we're basically more in line with what 

the 2021 and before spending was. The bigger difference is here though, and I want to 

stress this to the investors here on this call, we are putting very much and almost all of 

the emphasis currently to run and maintain. 

 

So the maintenance of the sites, which I think we spent more than we ever did before, 

but also improving the productivity of the existing sites. It is fair to say that in general we 

have plenty of capacity to supply the market, given that we were maybe a little bit 

more exuberant 4 or 5 years ago on what the market was going to do. So we're 

basically putting a lot into stuff that really is going to pay off short term and make sure 

that our assets are being run to the best standards. A couple of examples here on this 

chart: R&D center in North America. It's a market where we probably do the most 

advanced product development, and it was really important that they had the right 

infrastructure to do so. I'm also extremely excited that we kicked off a 6-year 

modernization project of our Cholet plant, which is by far our largest plant in Europe 

and really had not necessarily been pampered with investments. So this is really a 

revamp. It makes sense to put the money into what is the engine of our European 

organization. We revamped our warehouses, you see here an example of that in 

Tongeren, where we actually found good economically viable solutions to really get 

into a really world-class logistics setup, and we also have then the factory of the future 

in Australia, which is a highly automated robotized factory that basically is going to be 

kind of a template for us looking forward to the future. 

 

So although we're spending less, it is definitely maintaining our installed capacity and 

making sure we have pointed investments where it has the biggest impact. Koen has 

already alluded to that, and I want to have a shout out here for the teams in— and it's 

a small team in our organization that is working really diligently in the background on 

making this a reality. We've identified early on parts of the portfolio that were really not 

delivering, had not delivered, and we didn't necessarily have any credibility around 

why they would be delivering to the bottom line in our portfolio in any foreseeable 

future. On the contrary, some of those were very complex. We had to admit we were 

not the right owner for those companies. But they were taking, as always is the case 

with problem cases in a portfolio, they were taking a lot of management attention and 



 

 

actually increasing significantly in certain cases the complexity of our portfolio. So in the 

background, I think the team has been chugging away on getting these assets 

basically to, or assets or divestments, into the hands of other people. And as you saw, I 

mean, there's quite a significant part of the top line that actually has therefore left the 

company, but it has zero impact or almost no impact on our bottom line because it 

was really non-value-adding input. 

 

And you see here from China to the divestment in Spain to Italy, the new owners seem 

to be very enthusiastic because they were running a business or they were happy with 

the scale that it fitted in their portfolio. So good work because this is well advanced, 

we're completely on track. And this is probably in the context of really needed 

maintenance of our product portfolio to create the space for doing more with what we 

have and where we can grow and win in the market. Maybe on the outlook for the 

second half of 2026, we said it a couple of times here, you can read the outlook 

statement. We do expect that the external market condition will remain challenging 

and remains unpredictable. We have hardly spoken about tariffs between the US and 

Canada, but they will have an impact in the second half, not dramatically, but it will 

have an impact. And this could go away tomorrow, it could also double tomorrow. It is 

very difficult to actually predict, but also there lots of work to try to see how much we 

can mitigate that. So the market is not going to be very helpful and we're not betting 

on the market making us successful. 

 

Secondly, we keep monitoring very closely and very agile on where things are going. 

However, I have to say that for us, the work continues on the global scale of the 

transformation, making sure we have the agility and that we keep looking here on cost 

management, as we said, our portfolio reset and the cash generation to basically bring 

the company, continue to bring the company to where it needs to be for a healthy 

trajectory then in the years to come. With that, I would close the prepared part of the 

session and then basically get into the questions. Just for your reminder, you should be 

seeing somewhere on the screen a button that has Q&A on it. If you click on that and 

you post a question, that would come here in front of us, and then we can handle your 

question. We have 2 questions that came in. One question that I don't have the answer 

to, and I sincerely hope that you can have the answer, or I give you some time to think 

about it. The question is, could you break down the revenue growth into its volume and 

price components? The reason why it's not such an easy question to answer is, of 



 

 

course, very different from region to region, and we mostly look at it, region by region 

and not necessarily agglomerate to number, but yes, it's a very good question. 

 

Koen Sticker 

It is complicated, but if I would need to give you a ballpark answer, so out of the 8% 

like-for-like growth, around 2% is coming from price, with the remainder coming from 

volume. And volume breaks down into 2 components. One is volume recovery in APAC 

post-ERP and in North America post the Asheville situation, and then the real volume 

growth that we've seen in the regions that I referred to. 

 

Thierry Vanlancker 

Yeah, thank you, Koen. The second question here is, uh, it's, uh, what is the EBITDA 

evolution comparison between H1 2023 and 2024? I thought it was a bit of a typo, but it 

was basically the first half of 2023 is— was €340 million, and in 2024 it was €305 million. 

Now, for those of you who want to do a pop quiz, uh, you can actually find that our 

press releases on that on our website, and then do all sorts of comparisons on that. 

Those were actually the only questions we have received so far, but we gladly give it a 

bit of time for those of you who have not found the Q&A button just yet to actually 

submit, and then before I close the session. No, I'm getting the signal here that there's 

no questions coming in. So with that, I would very much thank you for participating. For 

us as a management team, it is an encouraging result, but we also are extremely 

aware that there's still a lot of work to be done and also a lot of vigilance needed 

because every week geopolitically there's a new surprise that is coming. For us, I think 

we keep on our plan, the 5-year plan, and we're delivering on it. 

 

At the same time, I'm extremely encouraged on the fact that what was really a 

negative unexpected situation with the Middle East crisis, that the organization globally 

has really very well responded to it, took that opportunity, rearranged supply chains, did 

the things they needed to do at the customer basis to not only limit the negative 

impact but actually make it into a temporary advantage of the market, which we will 

not have in the second half of the year. And then we basically will get back to what 

we've been doing underneath that, and that's just a constant improvement of the 

underlying business performance. With that, stay safe and thank you for being part of 

the call. 

 


