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Annex 

Questions and answers 
 
1. Question 1: How do you explain Ontex’s mediocre results, despite the fact that the market in which it 

operates has not substantially contracted? 
 
Answer by Mr. Laurent Nielly: First, you might remember that Ontex in Europe suffered sharp volume declines 
from 2017 to 2021 as a result of contract losses in the retail brands market.  At the same time, there was 
significant FX and profit volatility in our emerging markets operations, making it difficult to perform 
consistently. This was compounded by the COVID crisis, which we navigated reasonably well. However, 
inflation started to rise in 2021 and was further amplified by Russia's invasion of Ukraine in 2022, putting 
severe pressure on our margins and requiring us to take unprecedented measures to safeguard our supply 
chain and restore profitability.  
 
At the end of 2021, Ontex announced a fundamental strategic reorientation, which was implemented over the 
following years. We closed the production site in Eeklo in 2024 (after closing the one in Mayen in 2022), made 
significant investments in other sites, such as Buggenhout and in the US, and divested our activities in 
emerging markets. These initiatives have enabled us to reduce our cost base, significantly reduce our net 
financial debt, and focus entirely on the markets with the greatest potential. 
 
In 2023 and 2024, we delivered a strong recovery, characterised by robust margin expansion in Europe and 
steady growth in our core markets and categories. By investing heavily in customer focus and commercial 
excellence, we secured new contracts and expanded existing partnerships, demonstrating the 
competitiveness of our product portfolio and our resilient commercial approach. 
 
In 2025, this positive trend reversed, as a result of weaker consumer demand in baby care – driven by 
structurally lower birth rates, reduced consumer confidence and aggressive promotional actions by branded 
players. Although our growth in adult care partially offset this, the impact of lower demand caused our results 
to fall significantly short of expectations. We also disclosed that the implementation of the changes in our 
footprint, supply disruption in packaging, and the flooding in our Segovia plant, led to service level challenges. 
For 2026, we expect a stabilisation of operations, volumes and an improvement in margins, thanks to further 
efficiency improvements. 

 
2. Question 2: The share price declined from nearly EUR 20 in 2020 to EUR 3 in 2026. What is the 

common thread underlying this decline? 
 
Answer by Mr. Hans Van Bylen: The share price decline over the past years is the result of multiple successive 
shocks, each of which has had an impact on market confidence. 

 
Following the strategic reorientation at the end of 2021 – which was necessary but entailed significant 
restructuring costs and a temporary loss of profitability – 2023 and 2024 were two years of gradual recovery. 

 
In 2025, however, the tide turned once again, for the reasons already explained by management. 
Predictability in the market has decreased significantly, and we have had to revise our profit expectations 
downward on two occasions, which further eroded market confidence. In addition, the energy crisis in the 
Middle East is creating additional uncertainty and rising costs, putting pressure on margins. We have, 
however, confirmed our outlook for the current financial year last week, based on current market visibility and 
subject to gradual easing of the energy crisis. 
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The Board of Directors is fully aware of the urgency of the situation. The appointment of Mr. Laurent Nielly as 
new CEO, the establishment of a strategic committee and the ongoing strategic review are concrete steps that 
the Board has taken to accelerate value creation for shareholders. 

 
3. Question 3: How much market share does Ontex have in the 3 market segments (adult, baby, feminine) 

across the different regions (Americas, EMEA, Asia)? How does Ontex position itself relative to 
competitors in those markets? 

 
Answer by Mr. Laurent Nielly: Ontex is active in three product categories – baby care, feminine hygiene and 
adult care – and operates primarily in Europe and North America.  
 
In Europe, we are the leading private label manufacturer across all three categories, holding strong positions 
in each segment. Our competitive strength in Europe is built on scale, operational efficiency and long-standing 
retailer partnerships. Our contract win-and-loss balance has remained broadly stable over the past year, 
confirming our resilience.  
 
We also hold a strong position in Europe in the healthcare channel, where we sell directly to hospitals, nursing 
homes, government institutions and pharmacies. This constitutes the main part of our adult care sales. We 
have extensive expertise in this channel, including supporting nurses in the use of our products and offering 
home-distribution services for end-consumers. 
 
In North America, we are primarily active in baby care. There too, demand for private label is currently 
declining, for similar reasons as in Europe. We are also active as a subcontractor for branded products, where 
we manufacture for other players.  
 
In Asia and other overseas territories, which represent a smaller share of our revenue, our market share is 
under pressure in baby, primarily due to intensifying competition from Chinese manufacturers. This was a key 
factor in our decision to cease baby diapers production activities in Australia.  We have stronger momentum 
in the other categories. 
 
More broadly, Ontex differentiates itself through its scale as the largest dedicated private label & healthcare 
hygiene player in Europe, its ability to offer a full product range across all three categories, and its focus on 
operational efficiency and customer partnership. These strengths position us as a preferred partner for major 
retailers seeking a reliable, cost-competitive alternative to branded players. 

 
4. Question 4: Does Ontex see opportunities for M&A activity in markets where it is under pressure, in 

order to achieve economies of scale? 
 

Answer by Mr. Laurent Nielly: In the context of the ongoing strategic review, in which the Board of Directors is 
supported by a Strategic Committee, all options for accelerated value creation for shareholders are being 
critically evaluated. Nothing is excluded in this respect and hence may include possible strategic options such 
as mergers or acquisitions. As we announced last week we will communicate further on the outcome of the 
strategic review by the end of July. 
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5. Question 5: When may we expect the next dividend distribution? In recent years, we have seen the 

share price decline and no dividends have been paid out. Combined with inflation, this weighs doubly 
heavy. 

 
Answer by Mr. Geert Peeters: In recent years, Ontex has deployed its available resources towards the 
transformation of the company and the reduction of its debt. The net financial debt decreased from EUR 867 
million in 2022 to EUR 550 million at the end of March 2026. The leverage ratio nearly halved over the same 
period, from 6.4x to 3.4x today. At the same time, Ontex made significant investments in its production 
facilities, which enabled us to reduce our cost base. 
 
A possible resumption of dividend distributions is subject to a number of conditions being met with respect to 
the leverage ratio, free cash flow, and sufficient visibility on future profitability. The ongoing strategic review, 
which is examining all options for accelerated value creation, may accelerate this trajectory. 

 
6. Question 6: What is the rationale for the high fixed remuneration of the non-executive members of the 

Board of Directors, including that of the Chairman, given the low share price? 
 

Answer by Mr. Hans Van Bylen: The non-executive directors of Ontex are remunerated on the basis of a 
combination of a fixed annual fee, a fixed annual entitlement to restricted share units, and an attendance fee 
per meeting attended. 
 
The remuneration of Ontex's non-executive directors has been determined inter alia on the basis of a 
comparison with a group of European listed consumer-goods companies – not exclusively Belgian 
companies. The Board of Directors considers the remuneration to be necessary to enable Ontex to attract 
directors with the required competencies and experience. 
 
I would also note that the total remuneration paid to the directors has decreased each year since 2022, by 
nearly 40% in aggregate. This is the result of reducing the size of our Board of Directors from 12 to 8 members, 
reducing the Chairman's compensation, and the fact that an attendance fee is not paid for all meetings. 
 
With respect to the link to company performance: since last year, part of the remuneration of the non-
executive directors takes the form of restricted share units (“RSUs”), which vest pro rata temporis over the 
duration of their mandate and remain subject to a one-year lock-up period following the expiry of the mandate. 
For the Chairman of the Board of Directors, these RSUs replace a portion of the fixed remuneration, which 
has consequently decreased by more than 25% since last year. Through the introduction of these RSUs, the 
interests of the directors are directly aligned with the evolution of the share price. This structure is in line with 
the recommendations of the Corporate Governance Code 2020. 

 
7. Question 7: What is the impact of the situation in Russia and the conflict in the Middle East on the 

company? 
 
Answer by Mr. Laurent Nielly: Our Russian operations have been fully autonomised, in compliance with EU 
sanctions regulations. The Group has ceased capital expenditures in Russia, and any such investments must 
be funded locally. 
 
The conflict in the Middle East is having an impact on raw material prices, the effects of which are mitigated 
through various measures, including the pricing of our products. 
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8. Question 8: What is the status of the legal proceedings between Ontex and Drylock? 
 

Answer by Mr. Jonas Deroo: By way of context: this concerns a damages claim by Drylock following an 
enforcement action in Germany by Ontex in 2025 to protect its intellectual property. A German court had 
previously established that Ontex's patent had been infringed by Drylock. Subsequently, however, Ontex's 
patent was invalidated recently, after which Drylock filed a damages claim. 
 
The court in Munich recently declared itself without jurisdiction at Ontex’s request and referred the case to 
the court in Düsseldorf. The proceedings are therefore still ongoing and may take considerable time to 
conclude. The hearing at the Munich courts confirmed the strength of our arguments and we will continue to 
vigorously defend our position. 
 
We have disclosed this matter in our annual report, but have not recorded a provision given the strength of 
our position. 

 
9. Question 9: Which of the three directors proposed for reappointment are present at this general 

meeting? 
 

Answer by Mr. Jonas Deroo: Unfortunately, the three directors were unable to attend and have expressed 
their apologies. Mr. Attarzadeh and Ms. Boets have been directors of the Company for several years and 
have therefore already introduced themselves to the shareholders in the past. Mr. Lorenzo Grabau introduced 
himself by means of a video that was played earlier during this meeting. 

 
10. Question 10: The transformation programme has been largely completed with the closure of the Eeklo 

site, the transformation of the Buggenhout site, the divestment of emerging markets activities, etc. 
Yet the financial results are not improving structurally. May we expect a structural improvement in 
results in the coming years? 

 
Answer by Mr. Hans Van Bylen: The strategic transformation that we announced at the end of 2021 has 
indeed been largely completed. The recovery in 2023 and 2024 confirmed that the revised strategy was 
bearing fruit, but in 2025 the tide turned for the reasons explained earlier and this requires Ontex to further 
adapt to the changing environment. 
 
I believe the profit potential remains, however. The ongoing strategic review focuses, among other things, on 
growth opportunities in adult care and our footprint. The Board of Directors is treating the strategic review 
with high urgency and expects to communicate further by the end of July 2026. 
 
In order to maximally align the interests of shareholders and the CEO, we are once again proposing to link 
the CEO's long-term incentive exclusively to the evolution of the share price. 
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11. Question 11: Can the new CEO introduce himself and indicate what distinguishes him from the 

previous CEO? 
 
Answer by Mr. Hans Van Bylen: It had always been envisaged that Mr. Calvo Paz's mandate would expire 
after this general meeting. Given the financial results, however, the Board of Directors chose to accelerate 
the appointment of Mr. Laurent Nielly to the beginning of January. 
 
Answer by Mr. Laurent Nielly: I have 25 years of experience with branded FMCG players, with a background 
in finance, strategy and commercial matters. I joined Ontex following the acquisition by Ontex of its Brazilian 
operations, where I led a restructuring. I subsequently moved to Ontex's European operations, where one of 
my first actions was to merge the two European divisions and strengthen the focus on adult care. 
 
Baby care remains important, but we need to rebalance our portfolio to benefit from the growth in adult care. 
Our sector will always face challenges, but the objective is to build resilient operations. Speed of innovation 
and an excellent service level are essential in this regard, as we operate in a market with high volumes and 
low margins. 
 
I share the disappointment of the shareholders and am strongly results-oriented. My long-term incentive is 
exclusively linked to the share price, and I know that I will be judged on the evolution of that price during the 
term of my mandate. 
 

12. Question 12: How long can branded players sustain their promotional activities? Does the dynamic 
of aggressive promotional activity by branded players also apply in adult care? 

 
Answer by Mr. Hans Van Bylen: Competition is very intense. Branded players are shifting part of their 
advertising budget towards promotions, with the aim of maintaining or increasing their market share. We 
expect this to continue for some time, given the evolution of the market. 

 
As regards adult care, the situation is different, as that market has a different dynamic and is less subject to 
such promotional pressure. 

 
13. Question 13: How does Ontex compare to competitors in terms of the modernity of its production 

sites? 
 

Answer by Mr. Hans Van Bylen: Significant work has already been done in recent years to modernise the 
machinery and our production sites in general. In addition, we have worked on the product mix, by placing 
greater emphasis on adult care. 
 
Answer by Mr. Laurent Nielly: It is true that certain competitors have more modern and less production sites. 
In this respect, however, Ontex has made significant progress in recent years by closing certain sites and 
modernising production lines. This remains an ongoing focus of the company. 

 
14. Question 14: Can you further explain the general brand strategy? How does Ontex achieve scale? 
 

Answer by Mr. Laurent Nielly: The core of our strategy is to manufacture for retail brands. In adult care, 
however, we also have our own brands (such as Lille, ID, and Serenity). This is because the market dynamic 
in adult care is different: hospitals and care institutions, our main customers in adult care, do not have their 
own brands. We do not, however, conduct promotional activities for these brands. 
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To the extent that we have excess capacity and the proposed terms are favourable, we are indeed open to 
also manufacturing for branded players. 

 
15. Question 15: What is the ratio in the market between private label and branded products, and how 

does Ontex see this evolving in the future? 
 

Answer by Mr. Laurent Nielly: In Europe, private label represents a majority of the baby care market.  In adult 
care, the share of private label is lower, as retailers primarily focus their private label strategy on baby care 
in order to strengthen their price perception among consumers. 
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