
Forestry & Paper
Navigator Q4 Insights
European uncoated woodfree (Mondi) and Paper Pulp

Key message: Navigator outperformed in UWF with 
deliveries up +2% YoY in a market where industry volumes 
declined -5%, supported by stronger international exposure 
(+5% YoY; 56% of volumes). This contrasts with Mondi (-2% 
YoY volumes), reflecting Navigator’s greater offshore sales 
mix. Meanwhile, industry kraft paper demand in Europe 
grew +2.6% in 2025, supporting Navigator’s gradual 
diversification into packaging. Looking ahead, global UWF 
price increase announcements should support pricing into 
late Q1 and Q2, while pulp prices are expected to 
strengthen in H1 2026 on improving demand momentum 
in China and Europe (with a downside scenario of price 
stability in H2).



The Navigator Company
European Uncoated Woodfree Paper and Paper Pulp Insights

 Financial Performance: EBITDA declined by -35% YoY (-10% QoQ), mainly due to weaker pulp and paper pricing and the impact of maintenance 
shutdowns at the Aveiro and Setúbal mills. Additional pressure stemmed from pulp sales volumes (-21% YoY and -1% QoQ) reflecting lower market availability 
as a greater share of output was internally integrated and production was affected by the shutdowns. Tissue volumes slumped -17% YoY (-8% QoQ) due to 
increased competition, and the strategic withdrawal from low-margin businesses. Conversely, UWF and Packaging paper volumes delivered solid growth, 
rising by +23% YoY (+7% QoQ), supported by stronger order momentum, especially in the export markets. Net debt increased by +14% YoY (but -9% QoQ), 
while net debt/EBITDA remained broadly stable at 1.9x. 

 Paper segment revenue increased by +11% YoY in the fourth quarter (58% of Group revenue): In 2025, Navigator strengthened its market position, with 
market share rising to 26% (from 24% in the prior year). This was driven by +2% YoY growth in UWF deliveries, materially outperforming a structurally weak 
market where industry volumes declined by -5%. The increase was mainly driven by stronger performance in international markets (+5% YoY: 56% of total 
UWF volumes), while its European market share increased by +0.5% YoY to 19%. This is the highest level since 2021 and surpassing the strong UWF market of 
2022. 

 Packaging Insights (Mondi read-through): In 2025, Navigator continued to accelerate its shift toward packaging. Flexible packaging increased to 48% of 
segment sales (vs. 43% in 2024), becoming the dominant format, while paper bags declined to 46% (vs. 50%) and corrugated boxes to 6% (vs. 7%). This mix 
shift reflects Navigator’s strategy of repurposing UWF assets to expand into kraft paper, where industry demand grew +2.6% in 2025, allowing the group to 
increase packaging exposure to >4% of group revenue with minimal incremental capex. Looking ahead, the PM3 rebuild remains on schedule and will enhance 
asset flexibility, enabling production of multiple packaging grades alongside UWF depending on market conditions. The flexible packaging market is expected 
to grow +2.5–3.0% annually through 2035, supporting Navigator’s diversification strategy. Reflecting improving conditions, Navigator announced 5–10% 
packaging price increases effective April.



 Outlook: While consumption remains structurally declining amid weaker economic conditions, capacity closures in Europe (2025: -430Kt) and North 
America 2025: -350Kt and in 2026: -317Kt) are helping rebalance the market. European imports decreased in 2025 and are expected to remain stable in 
2026. Global UWF price increase announcements are expected to support pricing in late Q1 and Q2, aided by forecast pulp price increases in 2026. 

 Europe: In Europe, apparent demand for UWF declined by -5% YoY in 2025, reflecting weaker market conditions across the region. Intra-European 
deliveries decreased by -5%, while imports fell by -10%, signalling a marked slowdown in effective demand. 

 United States: Consumption too declined, falling -3.8% YTD to November. The closure of a major domestic mill increased the structural reliance on 
imports, which rose by +16% YoY, partly driven by advance purchasing ahead of new tariffs. This greater dependence on imports, combined with capacity 
reductions and the introduction of tariffs, has supported higher prices, which are expected to remain elevated.

 Operating Rates: Navigator’s commercial momentum translated into stronger operating rates relative to peers. Navigator’s operating rate increased to 
87% in 2025 (vs. 79% in 2024), significantly above the European industry average, which rose to 81% (vs. 79% in 2024). 

The Navigator Company
Uncoated Woodfree Paper Insights: #1 UWF producer in Europe 



 The 2025 UWF data highlights a clear divergence in strategy: Structurally, Navigator remains the lowest-cost European UWF 
exporter, whereas Mondi continues to de-emphasise graphic paper within its portfolio. Navigator absorbed the market downturn 
through volume expansion (+6% YoY) and share gains, while Mondi had lower utilisation (production -2% YoY).

The Navigator Company
Mondi vs. Navigator 2025 Performance 



The Navigator Company
Pulp segment (#1 Europe, #7 World)

 Outlook: Pulp prices are expected to increase in H1 2026, supported by stronger 
momentum in China and Europe, with a downside scenario of price stability in H2. Global 
demand in 2026 is likely to remain similar to 2025, with modest growth in China and flat 
demand in Europe. Capacity additions are limited, with the ~1.4Mt Indonesian project 
starting late in 2026, implying most of the market impact will be felt in 2027. Meanwhile, 
Indonesia’s tightening forestry regulations following natural disasters are constraining 
wood supply and supporting prices, highlighting the importance of certification and EUDR 
compliance.

 Global demand recovery: Global hardwood pulp demand increased +6% YoY (YTD 
November) , primarily supported by China (+8%) and the Rest of World (+7%), which more 
than offset slight contractions in Europe (–1%) which were due to weaker printing paper 
consumption. In the U.S. demand fell by –3% YoY (YTD November) following heavy 
restocking in 2024. Eucalyptus pulp led the recovery, with demand rising +8% globally, 
underpinned by solid purchasing activity from China advancing by +10%, highlighting 
eucalyptus as the key driver of growth within hardwood pulp.

 Price cycle stabilizing: Although the downward cycle was shorter than in previous 
periods, 2025 marked the weakest year for pulp pricing in nominal terms since 2016, 
excluding 2020. In real terms, prices were even weaker than in 2016 and 2020 when 
adjusting for inflation and exchange rate effects. Prices bottomed during the summer, 
before a recovery gained traction in Q4. In China, benchmarks improved visibly toward 
year-end following earlier sharp declines, while European hardwood pulp prices followed 
a volatile path — falling to $1,000/t early in the year, recovering in spring, weakening 
through the summer, and rallying again in Q4.

 Inventory balance: In Europe, pulp inventories remained broadly balanced through 
2025 despite demand softness, while in China, stock dynamics reflected earlier oversupply 
pressures before tightening later in the year. The market experienced significant volatility, 
with prices declining sharply from April to August before bottoming in the summer. A 
recovery phase emerged in Q4, supported by improved pricing momentum, particularly in 
China. Nevertheless, hardwood pulp prices for the full year remained well below 2024 
averages, as global overcapacity and weaker demand in Western markets continued to 
weigh on the pace and sustainability of the rebound.



Disclaimer:

This report is not investment, financial, accounting or tax advice and is provided for information purposes only.  In 
preparing this report we did not take your specific needs and investment objectives into account.  Any prices or 
quotations provided are indicative only and may not be used or relied on for any purposes, including valuation 
purposes.  Opinions expressed in this communication may change without any notice.  This communication is not a 
solicitation to buy or sell any product.  To the extent permitted by the law, Chronux Research Pty. Ltd. and/or the 
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