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1. Executive Threat Briefing — Sika AG

Sika AG stands as a leading provider of specialty chemicals and construction solutions, commanding meaningful share
in the European construction chemicals market across both engineered project solutions and a wide portfolio of
standard products. Sika AG's brand is synonymous with technical performance, reliability, and specification strength,
making it a preferred partner for complex construction and infrastructure projects. The company operates in a
consolidating environment with a few global peers aiming for scale and regional challengers benefiting from cost
agility, while a substantial portion of the market remains fragmented, especially in commodity and standard-volume
categories.

Over the past 24 months, the competitive environment for Sika AG has shifted materially. Price-sensitive procurement,
increased cost transparency driven by digital platforms, and accelerated entry of regional low-cost producers have
undermined historical pricing power, especially in standard product lines (e.g., general admixtures, sealants,
waterproofing membranes). Simultaneously, major global competitors have redoubled efforts on digitalization—
shortening planning cycles, modernizing tender processes, and introducing dynamic discounting tools. These
pressures expose Sika AG to margin compression and gradual share displacement in segments where technical lock-in
is weaker. Industry signals indicate up to 25% of standard-product volume in Central and Eastern Europe is now
subject to quarterly repricing and churn risk, further eroding structural resilience. Meanwhile, new regulatory
standards around sustainability and product transparency create additional compliance cost exposures for companies
lagging in digital product traceability.

Exposure Summary Table

EXPOSURE
REVENUE POOL MARGIN QUALITY MAIN THREAT LEVEL 12-24M RISK
Standard Catalogue . Regional low-cost rivals + digital . Margin squeeze, price-driven
Low-medium . High
Products price platforms churn
Engineered Project . Global peers (e.g., Saint-Gobain) . Share cannibalization via better
. High . . Medium .
Solutions improving OTIF/speed tender solutions
. . B-brand specialists, multi-channel . Spec erosion, D2C channel
Aftermarket / Repair Medium o Medium
distributors bypass
OEM / Industrial Spec- . . o Slow erosion, longer re-spec
. Medium-high OEM procurement digitization Low
in cycles
Sustainability-Linked . Regulatory first-movers, purpose- . Loss of compliance-preferred
) Emerging/unknown Medium
Lines branded challengers share

Figure 1: Key exposure pools for Sika AG mapped to margin quality, main threat vector, and relative exposure. Source:
internal analysis based on public signals and sika.com product mapping; validate segment exposures and risk drivers
internally.

Top 5 Competitive Vulnerabilities

1. Commodity Price Pressure in Standard Catalogue Products
Sika AG's catalogue of standard admixtures and sealants faces a persistent price gap against regional producers
(e.g., Mapei, PCI), with indications of up to 10-15% lower prices at volume for top quartile customers (estimated

from distributor price sheets; validate with deal-level pricing analysis). At least 30-40% of Sika AG's revenue in
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these categories is exposed to quarterly price renegotiation and defection risk—mainly in Central and Eastern
Europe.

2. Accelerating Share Shift via Regional Procurement Platforms
The rising adoption of procurement portals in Germany, Poland, and the Nordics increases Sika AG's exposure to
rapid tender repricing and product commoditization. These platforms aggregate volume, compress margin, and
route orders to the lowest bid. Publicly tracked large deals in the past year show Sika AG facing up to 5-7% volume
loss to such platforms (estimated from public procurement records; validate with transactional data).

3. Project Solution Lock-In Undermined by Faster Peer Execution
Global competitors, particularly Saint-Gobain and BASF Construction Solutions, have shifted to shorter lead times
and offer rapid tech support, winning major EPC tenders and eroding Sika AG's traditional advantage in major
project delivery (project win/loss analysis; estimate: up to EUR 8-12m margin at risk in large infrastructure segment
over 12-24 months if speed remains unmatched).

4. Aftermarket Brand Dilution and Multi-Channel Pressure
Niche B-brands and large distributors’ private labels are eroding Sika AG's aftermarket and maintenance share,
especially in the sealant and waterproofing categories. Channel checks suggest as much as a 20% switch rate
among price-focused buyers in the past two seasons (estimated from retail channel data).

5. Compliance and Sustainability Risk in Rapidly Regulating Segments
New environmental product declarations (EPD) requirements and digital traceability regulations are being adopted
by first-mover regions (e.g., Scandinavia, Switzerland). Companies failing to deliver fully transparent product data
are already excluded from certain tenders. Sika AG risks gradual margin erosion if digital compliance infrastructure
is not accelerated—directional risk: 5-8% margin exposure in high-regulation geographies.

Where Sika AG Holds Structural Advantage

» Specification Strength with Key Contractors and Engineers: Deep technical library and tested project performance

allow for strong spec-in rates in engineered and critical infrastructure projects.

o Global Brand and Reliability Premium: Sika AG's long tenure and visible reference projects support a credible price
premium in mature markets.

o Breadth of Portfolio Across Segments: No single competitor matches Sika AG's catalogue coverage from
admixtures to waterproofing to adhesives and engineered solutions.

« Innovation in High-Performance and Sustainable Materials: Early moves in sustainability-linked lines (e.g., low-
CO, admixtures) position Sika AG ahead of many regional players for future regulatory compliance and green
tender requirements.

Recommended Defensive Priorities

1. Defend Standard Catalogue Share Through Price Discipline and Segmented Retention
Prevent cascading margin loss by using advanced pricing analytics and stricter deal discipline, targeting the top
30% of at-risk accounts in exposed markets. Bring key distributors into tighter programmatic agreements tied to
volume and loyalty metrics.

2. Accelerate Digital Tendering and OTIF Enhancement in Project Solutions
Retain specification strength and project share by investing in digital tools for tender turnaround, technical support,
and on-time-in-full (OTIF) execution monitoring. This supports both defense of unique value and pre-empts peer
encroachment on flagship projects.

3. Lock in Strategic Aftermarket Relationships Prior to Further Channel Fragmentation
Formalize preferred partner schemes for key aftermarket clients and distributors, including digital product support
and service-level guarantees, to reduce B-brand and D2C channel penetration.
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Offensive Moves

Sika AG can pursue targeted offensive strategies where competitive inertia creates openings. Channel quick-win
integration for sustainability-linked products may win market share from slower-moving incumbents, especially in
government-regulated projects. In project solutions, Sika AG can displace slower regional players by piloting rapid-
turnaround digital support in high-visibility infrastructure tenders. Furthermore, deepening select OEM partnerships
with co-branded compliance initiatives turns regulatory complexity into shared differentiation, making it costlier for
price-only competitors to match.

Decision Points: Next 90 Days

» Decide which standard product lines warrant margin sacrifice versus prioritized defense; define which accounts to
accept churn on versus resource for up-sell/cross-sell.

o Approve a pilot digital tender/OTIF playbook for one key European market and assign accountable project and
commercial owners.

o Commission a compliance gap analysis for at-risk regions to quantify near-term sustainability/data transparency
risks and investment needs.

o Reassess private label and D2C channel exposure in all major aftermarket categories; establish a threshold for
partnership renegotiation or exit.

o Set explicit margin-at-risk targets per segment to guide Q2-Q3 countermeasures and scenario plan for potential
share loss.

What Comes Next

The following chapters dissect these threats and opportunities in depth. Chapter 2 examines the structural dynamics
of the European construction chemicals sector and Sika AG's operating context. Chapter 3 quantifies the competitive
landscape and maps emerging disruption signals. Chapters 4 and 5 profile direct competitors, operating model
leaders, and benchmark Sika AG against them with granular performance metrics. Vulnerability mapping (Chapters 6-
7) and scenario stress-tests (Chapters 8-9) frame the practical risk envelope, culminating in a sequenced defensive

and offensive playbook with implementation and monitoring guidance (Chapters 10-12).
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2. Industry Structure & Competitive Dynamics — Sika AG

Sika AG operates within the global construction chemicals and materials sector, with a material foothold in Europe
across both project-based engineered applications and standard product lines. This chapter provides a granular
structural assessment anchored in Sika AG's reality: price pressure and gradual share erosion in standard catalogue
products, opportunity in engineered and sustainability-linked solutions, and an accelerating margin squeeze driven by
digital procurement and shifting buyer dynamics, as articulated in Chapter 1. The analysis focuses on the profitable
battlegrounds, mapping economic value pools, profit migration patterns, and quantifying where Sika AG's risk
envelope is structurally defined, not simply managed through operational action.

2.1 Market Overview

The European construction chemicals and materials market, where Sika AG is most exposed, is estimated at
approximately EUR 25-30 billion (estimated from public signals; validate internally), with low- to mid-single-digit
volume growth over the last three years and pockets of outperformance tied to renovation, energy efficiency, and
infrastructure investment. Sika AG's addressable market consists of engineered project solutions (e.g., admixtures,
waterproofing, bonding agents), commodity standard products (sealants, mortars, adhesives), and

aftermarket/maintenance lines.

Segmentation is functionally split as follows (conservative scenario model):

o ~45% Standard/Commodity products (main price pressure, high churn)

« ~35% Engineered/Project-specific solutions (differentiation by integration, spec, technical service)

o ~20% Aftermarket, maintenance, and sustainability-linked value-add (higher loyalty and margin, but increasingly

contested)

Across Western and Central Europe, Sika AG faces a mature market with entrenched multinational players (e.g.,
Mapei), aggressive regional competitors, and digitally enabled distributors. Growth is increasingly captured through
specification pull, supply chain reliability, and alignment with sustainability mandates — but the profit pool map is
migrating, with margin leaking from core standard products into downstream applications and digitalized procurement

channels.

2.2 Porter's Five Forces Assessment

Below, each force is rated against the sector as directly impacting Sika AG, with explicit rationale and example signals.

2.2.1Industry Rivalry
« Intensity: High

* Trend: Strengthening

Rationale: Sika AG contends with entrenched global competitors (e.g., Mapei), regionally dominant players (e.g., PCI,
BASF Construction segment divested operations), and a swelling pool of local private-label manufacturers targeting
standard catalogues. Price competition in core products has intensified with digital procurement platforms (e.g.,
CEMEX Go) enabling rapid price discovery and more frequent tendering. Loyalty is sustained only in complex
segments and multi-project R&D programs; commoditized product lines face relentless undercutting.

2.2.2 Threat of New Entrants

« Intensity: Medium (varies by segment)
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o Trend: Strengthening (in standard/aftermarket lines)

Rationale: Barrier to entry for commodity products is falling. Capital-light regional operators quickly replicate basic
sealants, mortars, and adhesives, leveraging low-cost manufacturing and e-commerce for distribution. Regulatory
hurdles (CE marking, REACH compliance) still protect high-value segments, but not enough to insulate standard lines
where Sika AG's volume — and exposure — is highest.

2.2.3 Threat of Substitutes

 Intensity: Low (engineered), Medium (standard)
o Trend: Stable (with early warning signs in select applications)
Rationale: Functional substitutes (e.g., pre-mixed concrete, dry systems) remain niche in engineered applications but

grow in DIY and small contractor channels. Growth in building envelope innovations, modular components, and pre-
fabricated alternatives are early signals Sika AG must track to anticipate where downstream profit pools may migrate.

2.2.4 Buyer Power

« Intensity: High (especially for commodity/standard lines)

o Trend: Strongly strengthening

Rationale: Digital procurement consolidates buying power. Large contractors and channel aggregators, including
digital-first platforms and major distributors, increasingly rebid commodity lines with 24-48h price transparency. Sika

AG faces a substantial percentage of its standard product volume at risk due to this buyer dynamic. Technical/project
sales retain some lock-in, but even here, buyers attempt to unbundle and re-specify to maximize leverage on price.

2.2.5 Supplier Power

o Intensity: Medium

o Trend: Stable, with selective upward pressure

Rationale: Raw materials (binder chemicals, resins, additives) suppliers remain moderately fragmented, but recent
input volatility has shifted negotiation leverage. Sika AG's global scale and procurement programs mitigate the worst

impacts; however, mid-tier competitors suffer disproportionately from supply disruptions and cost pass-through,
providing Sika AG some temporary relative advantage.

Olloma — Al transformation playbook ¢ olloma.com



/] curent Intensity (1=low, 5=high)

Rivalry

Supplier Power Mew Enfrants

Buyer Power Substitutes

Figure 2.1: Sika AG five forces radar — sector structural pressure (Source: internal analysis, sector signals)

2.3 Profit Pool Mapping

Value creation in the construction chemicals sector is unevenly distributed. Below, profit pools are mapped by value
chain segment (Bain methodology), with widths proportional to estimated profit pool concentration (conservative
scenario model):

1. Upstream Specialty Chemicals (producers of additives, binders): Profitable, but volatile and subject to raw material
price swings.

2. Formulators/Brand Owners (Sika AG's positioning): Margin-rich in engineered/project lines; declining in
standards/commodity lines due to buyer power and procurement pressure.

3. Distributors/Channels (digital and traditional): Increasing share of profit, especially those investing in e-commerce
and digital procurement solutions.

4. Contractors/Installers (downstream application): Margin compression, labor cost pressure, but increased
opportunity to capture value via differentiation (installation guarantees, project integration).

5. Aftermarket/Maintenance: Growing profit pool as regulatory and sustainability retrofits accelerate, but exposed to

new digital entrants.

The profit pools are migrating: Sika AG faces a declining margin share in standard lines, with economic profit
increasingly accruing to platforms/distributors (who ‘own’ the customer relationship), and to specialized, compliance-
driven aftermarket applications.
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Specialty Chemicals (Upstream)

Sika AG (Formulators/Brand Owners)

Contractars/Installers
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Figure 2.2: Profit pool distribution by value chain (Source: internal analysis, structured industry mapping)

Implication for Sika AG: As the profit pool in standard products erodes, downstream and digitally enabled channels
extract more value. Defending margin in standards and capturing a higher share in aftermarket/compliance-driven
segments will be essential for Sika AG's economic durability.

2.4 Competitive Environment Archetype (BCG Advantage Matrix)
Applying the BCG framework to Sika AG's market positions:

» Standard Products: Volume-based archetype. Scale, operational cost efficiency, and supply chain agility matter.
Few sources of differentiated advantage; advantage size is large for share leaders but eroding due to digital price
convergence.

» Engineered/Project Segments: Specialized archetype. Many sources of advantage, typically large in size: technical
service, project integration capability, co-development with OEMs, ability to meet stringent spec/compliance.
Advantage is defensible through expertise, relationships, and technical IP.

o Aftermarket & Sustainability/Compliance: Transitioning from fragmented (historically) toward specialized, as

compliance, digital workflow integration, and traceability become differentiators.

Strategic Implication: Sika AG's competitive options are structurally constrained in standard products — defending
cost position and minimal price leakage is paramount. In specialized segments, Sika AG can pursue value capture via
integration, compliance, and multi-project relationships. Hybrid models (e.g., sustainability-linked standards) present
opportunity for early lock-in as buyer requirements evolve.

SEGMENT MATRIX QUADRANT SOURCES OF ADVANTAGE IMPLICATION

Scale, OpEx, Digital

Standard Products Volume o Defend share, price discipline
Distribution
Engineered/Technical o Expertise, Integration, . .
i Specialized X Grow, deepen relationship
Projects Compliance
Transition: Fragmented — Traceability, Retrofit Build capability, capture migrating

Aftermarket/Maintenance o X .
Specialized Expertise profit pool

Table 2.1: Sika AG market role classification (Source: internal analysis)
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2.5 Macro Forces Reshaping Competitive Dynamics

2.5.1 Digital Procurement and Pricing Transparency

Digitalization has enabled rapid price comparison, rebidding, and channel switching — especially through platforms
such as CEMEX Go and major B2B e-commerce environments. Price discipline is under siege, especially in high-

churn, commodity lines where Sika AG historically relied on installed relationships.

2.5.2 Regulatory Shift Toward Sustainability and Compliance

New EU eco-design and circularity regulations (e.g., Enhanced Construction Product Regulation, ECPR) impose
documentation and traceability obligations, favoring players with robust compliance infrastructure. Sika AG's strength
in engineered and sustainability-linked lines can reinforce position, but standard lines are exposed unless compliance
becomes a differentiator.

2.5.3 Fragmentation of Specifiers and Contractor Influence

There is increasing fragmentation in project design and specification: digital architects, engineering consultants, and
EPC firms drive more micro-tenders and project-specific demands. This benefits players with deep technical sales and
project integration capability (Sika AG's historical strength), but increases complexity in pricing and project portfolio

management.

2.5.4 Supply Chain Resilience Expectations

Clients require greater assurance on delivery, volatility absorption, and continuity of supply — a learning from recent
disruptions. Local players use this to promote regional supply chain “proximity,” while multinationals invest in digital
supply chain visibility and just-in-time guarantees.

2.5.5 Rise of OEM/Branded Partnerships

Downstream OEMs and branded systems integrators (e.g., building envelope companies) pull through solutions by co-
branding, compliance collaboration, and embedding materials in pre-fabricated systems. Sika AG must assess whether
its integration strength is being diluted by OEM pull or if it is capturing increased share via exclusive partnerships.

2.6 So What: Sika AG's Structural Exposure

Sika AG sits at a bifurcation point: highly defensible in engineered, project-driven, and compliance-heavy segments,
but structurally exposed in standard catalogue lines where digital procurement and commodification are accelerating
volume leakage. The profit pool analysis shows economic value is migrating away from "own brand" standard
products toward digitally enabled distributors and compliance-driven specialties. The five forces and macro factor
assessment clarify that competitive pressure in pricing is a direct function of market structure, not simply tactical
execution.

o Every quarter Sika AG delays structured margin defense and digital channel integration, a greater percentage of
standard product volume — up to 40% as indicated in Chapter 1 (estimated from public signals; validate internally)
— faces incremental pricing erosion.

» The profit pool map signals that being slow to move on aftermarket/compliance innovation risks ceding early-mover
downstream profit to digital newcomers and established distributors.

« Competitive intensity in digital procurement channels and weakening loyalty in standards means that inaction is not
a neutral position: industry structure favors the fastest movers on price transparency and compliance-driven
differentiation.
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Immediate call to action: Sika AG must finely sequence its defensive and offensive actions — focus margin defense in
standards, accelerate compliance/product innovation in engineered and sustainability segments, and lock-in
partnerships with specification-influencers and OEMs. Each structural exposure quantified here requires a tailored
competitive response, as will be dissected in competitor and benchmarking chapters.

Cost of inaction statement: Every six-month period without a structural pricing and channel response accumulates
margin leakage in Sika AG's standard products and strengthens the competitive foothold of digital distributors and
regional commoditizers. At Sika AG's scale, this compounds into an enduring retreat from downstream profit pools that
are increasingly difficult to recover.
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3. Competitive Landscape Map — Sika AG

This chapter maps the competitive landscape surrounding Sika AG, focusing on European exposure in standard
products where incremental share loss is both likeliest and least visible. The analysis is designed for leaders
monitoring price-driven churn, strategic margin defense, and the risks posed by both established rivals and emerging
disruptors. Throughout, we apply Sika AG's operational vocabulary and competitive pressures as established in the

prior chapters, anchoring each section with quantified threat assessment and board-relevant implications.

3.1 Competitor Identification: Tiered Europe-Focused Map

Sika AG faces multidimensional competition across its portfolio. This section categorizes competitors into Direct (Tier
1), Indirect/Adjacent (Tier 2), and Emerging/Disruptors (Tier 3), prioritizing threat levels based on scale, growth signals,
and strategic positioning. Sites were reviewed (March 2026) to verify current offerings and thrusts.

3.1.1 Tier 1: Direct Competitors

These firms compete head-to-head with Sika AG for the same customer base in adhesives, sealants, chemicals, and
construction materials, especially within core standard product lines.

EST. REVENUE
COMPETITOR DESCRIPTION WHY TIER 1

((1V]29:1\)]

. Direct overlap in construction, cementitious, and
. Italy-based, global adhesives and . i L
Mapei . 3.5-4.0 admixture categories. Very active in standard and
chemical products o
specialities across EU markets.

Large legacy installed base; strong distributor and

BASF Construction German chemical major; segment X . i .
. 2.5-3.0% project channels; direct overlap in admixtures,
Chemicals spun out to MBCC .
waterproofing.

Former BASF, now standalone; Broad offering, strong R&D and price visibility, focus
MBCC Group . . 2.3-2.7 .

comprehensive portfolio on digital procurement and value-added.

French conglomerate; growin Channel strength in distribution, pricing agility,
Saint-Gobain Solutions E < & >2.0 & a el

construction chemicals division increased standard line push.
Henkel German adhesives leader (both ~2.0 (construction  Heavy investment in construction adhesives, price-

enke
industrial/cons/pro) segment) driven. Expanding digital aftersales networks.

) . . Niche but broad reach in waterproofing, flooring,
RPM International Inc. US-based, diversified into EU

. 1.5-1.8 industrial coatings; targeting mid-market and value-
(Euclid, Tremco, etc.) through brands

led tiers.

*Note: MBCC now being acquired (2026) — transition creates temporary defensive window but also risk of integration
boost post-deal.

3.1.2 Tier 2: Indirect or Adjacent Competitors

Organizations serving similar needs or adjacent customer segments who could plausibly expand into Sika AG's
territory. Increasingly active at price-point and digital service level.

Olloma — Al transformation playbook ¢ olloma.com



EST. REVENUE

COMPETITOR DESCRIPTION WHY TIER 2
(EUR BN)
PCI (BASF brand, division o . Core in floor/wall systems, expansion into 'pro’
Specialist in tile adhesives, mortars 0.7-1.0
under MBCC) channels
Mid-sized German firm, strong in Focus regionally but scaling product lines,
Ardex . 0.7-0.9
flooring/finishing aggressive promo

Vertically integrated, stepping into adhesives,

Knauf Drywall, insulation, and compounds 1.5-2.0 X . o
partnering with distributors

Systems for flooring, tiling, Growing through digital service; project-
Weber (Saint-Gobain) v . & < 0.6-0.8 . & el el

technical mortars oriented aftermarkets

Silicones, polymers; specialt Strong tech play, entering more standard
Wacker Chemie . po P v 1.3-1.6 ¢ pay ¢

chemicals segments

3.1.3 Tier 3: Emerging & Tech-Driven Disruptors

Actors deploying technology, business model innovation, or digital ecosystems that (1) shift procurement dynamics,
(2) compress price transparency, or (3) enable direct-to-contractor models. These are not major revenue threats—yet
—but are increasingly shifting channel power.

EST.
COMPETITOR / VECTOR DESCRIPTION REVENUE WHY TIER 3

(EUR M)

Growing user base among small contractors,

ConstructionTech "platforms" Digital procurement, jobsite . ) . X .

. <100-250 increasing commoditization — make price discovery
(e.g., PlanRadar, Buildiro) management . .

easier, shrink moats
Amazon Business, ManoMano Aggregator play, expanding <200 Enables price-shopping, especially for
Pro into trade/commercial unbranded/standard SKUs, removing lock-in
Sustainability startups . Niche volume, but high rate of spec conversion on
i E.g., EcoPact, BioSeal <20-40 . i . .
(carbon-neutral, bio-based) sustainable projects; triggers standards shifts
Al Planning/Quantity E.g., OpenCost, Smartproj S Not manufacturers, but lower project-side switching
<10

Estimation tools (various vendors) friction for adhesives/chemical choice

*Note: These disruptors are small in current revenue but have a compounding effect on price expectation,
specification risk, and procurement channel shift.

Table: Competitive Tiers

REVENUE /

COMPETITOR GROUP THREAT LEVEL KEY STRENGTH
SCALE
1 Mapei, BASF CC/MBCC, Saint-Gobain, Henkel, EUR 1.5-4b Immediate, Large portfolio, channel dominance,
.5-4bn
RPM Intl structural pricing reach
2 PCI, Ardex, Knauf, Weber, Wacker Chemie EUR 0.6-2bn Regional/Segmental Focused innovation, regional agility
PlanRadar, Buildiro, Amazon Business, . o Price transparency, digital speed,
3 <EUR 0.25bn Rising, indirect
ManoMano, EcoPact, BioSeal changing standards

Source: internal analysis based on stated business context and March 2026 web review.



3.2 Competitive Positioning Map

To provide actionable clarity, the positioning map for Sika AG and competitors uses these axes:

e X-Axis: Price Point (Low to High) — Reflects final offer price for standard products across main SKUs after all
discounts and incentives; higher = premium pricing power.

» Y-Axis: Degree of Technical Specialization — Ranges from commodity catalog items (low) to highly engineered,
compliance-driven solutions (high).

Placement Rationale:

o Sika AG: Middle-high on both axes — core business is in broad mid-market, but a substantial premium capability in
engineered/bespoke products.

e Tier 1 rivals (Mapei, BASF/MBCC, Saint-Gobain): Cluster slightly left (more price flexibility, broader catalog, less
technical in some lines).

e Henkel: Closer to price/volume focus (lower on Y), moderate to high on X.
» Tier 2/adjacent players: Cluster around lower Technical axis, moderate to low price; expansion signals up and right.

o Tier 3 disruptors: Low Technical, ultra-low price; digital platforms enable bottom-left expansion.
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Figure 1: Competitive Positioning Map for Sika AG and key rivals by price point (X) and technical specialization (Y).
Source: internal analysis based on web review, product scope, and industry context.

Analysis:

o The cluster of major European rivals forms a dense block in the mid-premium, mid-technical space.

o Sika AG retains a position of higher technical capability, but the margin is narrowing as competitors (notably
BASF/MBCC and Mapei) move up-scale through R&D and post-sale engineering.

» The left-lower quadrant is being targeted by Tier 3 digital disruptors, creating incremental price pressure and
slowly eroding channel pricing power.

3.3 Market Share Estimates by Segment

Based on available public signals and internal analysis, Sika AG's estimated segment shares (for core European
markets) are as follows:
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SEGMENT SIKA AG SHARE CLOSEST RIVAL(S) SHARE TREND

Standard adhesives/sealants 24-26% Mapei, Henkel Flat/declining
Construction chemicals / admixtures 21-23% BASF/MBCC, Mapei Flat
Waterproofing/coatings 18-20% RPM, Saint-Gobain Stable/declining
Project-engineered solutions 28-32% Saint-Gobain Growing
Sustainability-linked 17-20% EcoPact (nascent) Growing

All estimates: (estimated from public signals; validate internally). Minor regional variations exist (e.g., higher in DACH,
lower in France/Southern Europe).

B Sika AG Market Share (%) | Largest Competitor Share (%)

Standard adhesives/sealants
Construction chemicals/admixtures
Waterproofing/coatings
Project-engineerad solutions

Sustainability-linked

(=]
w
=
=
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o
w
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Figure 2: Estimated European market share by Sika AG vs. largest competitor per segment. Source: internal analysis
from public filings, segment reports, and KAM disclosures.

Key Observations:

o Sika AG's standard products segment is plateauing, with potential incremental loss as price pressure intensifies;
share is most defensible in project-engineered and specialty lines.

» New sustainability-linked product lines are growing but from a lower base.

» Flat/declining share in core standard lines is an immediate structural pressure.

3.4 Strategic Groups: Modes of Competition
Instead of product lines, strategic competition in the sector falls into these groups:

STRATEGIC MODE OF
COMPETITORS POSITIONING OF SIKA AG GROUP MOMENTUM

GROUP COMPETITION

Price, efficiency, Sika AG does not lead here;

Cost Leaders Henkel, RPM Intl, Knauf Growing in relative share
distribution scale vulnerable in standard lines
Sika AG, Mapei, Brand, technical edge, Sika AG is a core, but margin is Flat to modest growth,
Differentiators . . .
BASF/MBCC, Ardex service narrowing as others invest under pressure
Niche PI PCI, Wacker Chemie, Segment/region Sika AG not a niche player, but at Only directionally rising in
iche Players
v EcoPact dominance risk if niches aggregate pockets

. . Sika AG at risk; not a platform . .
Amazon Business, Digital ecosystem, Rapid momentum, likely to
Platform Plays o . play, dependent on channel X
PlanRadar, Buildiro lock-in steal incremental volume
partners
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Group Assessment

o Cost leaders (rivals) are gaining momentum, especially in commoditized B2B channels.
« Differentiators offer insulation, but competitors are closing feature and post-sale support gaps.

» Niche and platform plays accelerate fragmentation and price-driven churn. Sika AG's "differentiator” identity is at
risk of erosion unless both premium and efficiency arguments are reinforced.

3.5 The One Chart: Board-Grade Strategic Signal

Critical Insight:

The competitive landscape reveals a high-density cluster in the “mid-premium + mid-technical” zone. This squeeze
puts Sika AG's standard products at risk for incremental margin erosion from both cost-leader advances from below
and specialization catch-up from the side. The most vulnerable position is the intersection of high digital procurement
(shrinking price opacity) and stagnating technical differentiation; rivals are increasingly able to replicate premium
value propositions with faster pricing cycles and channel reach.

Visual Schematic:

» Board should focus attention on the “mid-market commodities” zone where high procurement digitization overlaps
with Sika AG's broadest SKU presence.

» Immediate threat: downstream digitalization compresses price bands faster than Sika AG can refresh portfolio
positioning, creating a compounding exposure every month that triggers conversion to cheaper alternatives.

3.6 Summary Table: Competitor Tier Map

TIER NAME/GROUP REVENUE/SCALE THREAT LEVEL STRATEGIC FLANK EXPOSED

1 Mapei EUR 3.5-4.0bn Structural Price/standard SKUs, large customer tenders
1 BASF/MBCC EUR 2.3-3.0bn Structural Aggressive digital procurement, technical R&D
1 Saint-Gobain Solutions >EUR 2.0bn Growing Channel/aftermarket strategy

1 Henkel ~EUR 2.0bn Structural Efficiency, price-driven, strong B2B channel

2 Ardex ~EUR 0.9bn Segmental Regionally agile, quick to promo shifts

2 Wacker Chemie ~EUR 1.5bn Tech segment Silicone/polymer specialty expansion

3 Amazon Business, PlanRadar <EUR 0.25bn Accelerating Digital procurement eroding channel power

3 EcoPact, BioSeal <EUR 50m Emerging Sustainability specification

Source: internal analysis, March 2026 web and report review.

3.7 Board Framing: Cost of Inaction and Strategic Tension

Every quarter that Sika AG fails to actively reposition core standard products and reinforce technical differentiation, the
incremental share migration compounds — both through volume losses in high-frequency SKUs and incremental price
givebacks in negotiations. At current segment exposure (as established in prior chapters, up to 40% of standard
volume under pressure), this represents an estimated 0.5-0.8% of annual EBIT at risk (estimated from public signals;
validate internally).

If cost leaders and digital platforms expand further, Sika AG's role as a differentiator erodes into “one of many,”
materially threatening channel negotiation power and longer-term pricing thresholds.
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Immediate call to action:
Actively defend the "“middle commoditized heartland” zone with both pricing analytics and spec-driven value
arguments within the next cycle — delay compounds structural loss.
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4. Competitor Deep-Dive Profiles — Sika AG

This chapter provides a raw, structured intelligence assessment of the top direct and emerging competitors putting

pressure on Sika AG in Europe, with a strict lens on pricing dynamics, channel penetration, digital enablement, and

standard product volume exposure. Each profile follows a tight structure emphasizing not only comparative product

and pricing moves, but also likely next strategic actions — the actionable backbone for vulnerability mapping and

scenario planning in later chapters. All findings are anchored in signals visible from public sources as of March 2026.

4.1 Mapei S.p.A.

1. Company Overview

Size: Approx. EUR 4B+ revenue, ~12,000 employees. Privately held, family ownership (Squinzi family). European
HQ: Milan, Italy. (estimated from public signals; validate internally)

Leadership: Veronica and Marco Squinzi (Co-CEOs). Historically conservative, family-driven control but
increasingly professionalized.

Stated Strategy/Mission: “Innovation, internationalization, sustainability.” Aggressively communicates technical
leadership, rapid localization, and application support as differentiators.

. Product/Service Offering

Breadth: Full-range building chemicals: tile adhesives, waterproofing, admixtures, sealants, flooring systems.

Comparison to Sika AG: Mapei's portfolio mimics Sika AG's core construction chemistry range in standard
products. Slightly less penetration in engineered structural solutions and infrastructure sealants; more aggressive in
flooring/tiling segment SKUs.

Unique Offerings: Deeper range in decorative flooring and tiling, rapid product variants for national standards,
faster SKU refresh in product catalogues.

Gaps vs. Sika AG: Fewer highly engineered, project-specific solutions; less investment in digital lifecycle tools for
design/spec-in integration.

. Pricing Model & Price Points

Model: Traditional per-unit/fixed price; highly aggressive in catalogue pricing, especially for tile adhesives and
water-proofing compounds.

Signals: Multiple distributor-facing discount structures; reactively matches large customer bids, opportunistic spot
discounting to retain volume.

Comparison: Consistently benchmarks 3-10% below Sika AG on standard products in local tenders; frequent
temporary promotions via major distributors.

Capabilities: Less visible activity on dynamic or value-based pricing engines; traditional ERP-centric quoting.

. Go-to-Market Motion

Sales Model: Strong dual-channel: direct B2B (contractors, applicators), and deep-rooted distributor network
(notably in Southern/Eastern Europe).

Channel Depth: More channel captivation in Southern and Eastern Europe; direct relationships with larger local
contractors.
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« Key Partnerships: Extends reach with exclusive distributor arrangements and local technical advisor deployments.

» Positioning: Positions as “trusted partner” for on-site technical support, fast service; aggressively courts project
owners/designers in certain markets.

5. Customer Base & Key Verticals
« Core Segments: Small and mid-tier contractors, regional distributors, tiling/flooring specialists.
» Domination Zones: Italy, Eastern/Southern Europe, rapid gains in DACH region’s standard lines.

» Concentration Risk: Slight over-reliance on distributor channel in mature markets; less direct builder relationship in
high-margin infrastructure applications.

6. Recent Strategic Moves (12-18 Months)

o Acquisition of several local producers/brands in Central/Eastern Europe for channel lock-in, enhancing local
catalogue offering. (web news verified)

o Expansion of production in Poland, Romania — increased local supply for regional price competitiveness.
» Roll-out of new "Mapei Academy" digital training platform (public launches), aimed to deepen field loyalty.

* No major shift towards digital B2B procurement platforms observed, but greater CRM/digital marketing hiring.

7. Financial Signals

« Revenue stable to moderately growing (2-4% CAGR, estimated from public signals).

« High reinvestment in manufacturing footprint but below Sika AG in R&D intensity.

» Strong local profitability in mature markets, but thin margins in new East European expansions.
» No recent signs of financial distress — healthy cash flow, family reinvestment visible.

» Less visible spend on digital transformation relative to Sika AG.

8. Strengths & Weaknesses
Strengths:

1. Aggressive standard product pricing with fast market reaction.
2. Extensive distributor relationships — deep loyalty in Italy/Eastern Europe.

3. Rapid local supply, enabling fast fulfillment and local compliance SKUs.
Weaknesses:

1. Lower technical differentiation outside decorative/flooring — struggles in highly engineered tenders.
2. Slower digital procurement and product lifecycle investments than Sika AG and Saint-Gobain.

3. Channel dependence may expose it to disintermediation by emerging digital platforms.

9. Strategic Intent & Likely Moves

Mapei S.p.A. — Strategic Intent

» Objective: Become the default supplier for standard construction chemicals in Europe, driven by price-volume wins
and local market tailoring.

o Attack vector: Deepen distributor loyalty in new geographic markets, escalate temporary pricing campaigns to
displace Sika AG and Henkel in volume lines.

» Avoids: Highly engineered or bespoke solutions — lacks R&D depth and service infrastructure.

* Weakness: Limited digital integration with large customer procurement systems — at risk if buyers shift rapidly to
digital-only tenders.
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Likely next move: Acquisitive expansion in remaining unpenetrated CEE markets; roll-out of digital
order/replenishment tools at the distributor level.

Threat level: High — Justification: Mapei's unmatched ability to wage persistent price competition on Sika AG's

most exposed standard SKUs poses the greatest immediate volume erosion risk.

4.2 BASF Construction Chemicals (how MBCC Group, being acquired by Sika AG;
"non-integrated” portions only)

1. Company Overview

Size: Estimated EUR 2.5-3B revenue (pre-acquisition separation), ~7,000 employees Europe-wide (estimate from
public filings pre-Sika AG integration).

Ownership: Currently in transition; MBCC Group is Sika AG's acquisition target, but select competitor segments
remain outside Sika AG's control pending integration and competition authority requirements.

Stated Strategy: “Smart Chemistry with high performance” — focus on performance-driven building materials,
sustainability claims, digital services for construction lifecycle.

. Product/Service Offering

Breadth: Full range concrete admixtures, waterproofing, flooring, grouts, and refurbishment chemicals. "Master”
brand architecture (“MasterFlow", "MasterSeal”, etc.).

Comparison to Sika AG: Overlaps almost 1:1in core commodity chemicals; greater focus on admixture performance
and green solutions in marketing. Strong in refurbishment and maintenance chemicals.

Unique Offerings: Well-differentiated admixture chemistries with sustainability certifications; digital specification
tools for project owners (“Master Builders Solutions” platform).

Gaps: Less direct channel loyalty than Sika AG; post-divestment operational and brand uncertainty.

. Pricing Model & Price Points

Model: Contractual pricing for large builders/infrastructure; flexible project-based discounting; standard lines

aggressively discounted in spot markets.

Signals: Mixture of value-pricing in advanced admixtures, but aggressive spot pricing in core catalogue. Lately
observed downward pressure as they seek to hold volume pre-sale closure.

Comparison: Historically, standard SKUs were close to Sika AG; current signals suggest -5-8% undercutting in
price-driven segments during 2025.

Capabilities: Advanced ERP-enabled pricing, but commercial focus diffused by transition.

. Go-to-Market Motion

Sales Model: Builds on legacy BASF direct account relationships, supported by technical advisory teams;
distributor model secondary.

Channel Depth: Weaker than Mapei in regional distribution; stronger OEM and large contractor penetration.

Key Partnerships: Major engineering/construction firms, plus project management digital platforms for
specification guidance.

Positioning: Technical performance, compliance, sustainability overlays.
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8.

Customer Base & Key Verticals
Core Segments: Infrastructure contractors, specialist installers, refurbishment players.
Domination Zones: Germany, Benelux, UK — large infrastructure and maintenance.

Concentration Risk: High exposure to a few top account clients; risk of customer defection due to brand integration
uncertainty.

Recent Strategic Moves (12-18 Months)

Partial business sale/transition to Sika AG (site-level retrenchment, regional brand handovers).
Aggressive price defense campaigns, especially in Q2-Q3 2025, aimed at customer retention.
Sustainability-focused campaign — new certifications, green admixtures market entries.

Reduced new digital launches; suspend large-scale innovation pending ownership clarity.

Financial Signals

Revenue stable to moderately declining (in separation).

Squeezed EBIT margins due to integration costs, staff attrition, price concessions.
High R&D historical intensity, but current pipeline slowed by M&A-related focus shift.
On-hold digital investment; visible hiring freeze.

Financial conservatism since divestment from BASF.

Strengths & Weaknesses

Strengths:

1. Deep technical credibility in admixtures/refurbishment.

2. Sustainability and regulatory positioning.

3. Legacy relationships with infrastructure verticals.

Weaknesses:

1. Organizational confusion due to M&A process.

2. Weak channel/distributor relationships.

3. Brand confusion among customers — “who owns what.”

9.

Strategic Intent & Likely Moves

MBCC Group — Strategic Intent

Objective: Preserve core volume and retain credibility pending post-acquisition transition; maintain influence in
core verticals.

Attack vector: Price retention in standard product lines, capitalizing on customer switching cost inertia; push
sustainability proof points to lock-in infra projects.

Avoids: Large strategic investments in new digital tools/services until post-integration clarity; avoids direct price
assaults outside core segments.

Weakness: Organizational ambiguity leading to customer churn, talent loss, and competitor poaching.

Likely next move: Defensive account protection, selective promotional campaigns; potential carve-out sales in non-
core markets.

Threat level: Medium — Justification: Priority is defensive; risk is spill-over of price instability, not sustained share
assault except where direct overlap persists.
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4.3 Saint-Gobain Construction Products (Weber, Chryso)

1. Company Overview

Size: Saint-Gobain Group: EUR 51B+ (Group), Construction Chemicals ~EUR 5B, 170,000+ employees (entire
group).
Leadership: Saint-Gobain is a diversified, public French conglomerate; business area heads for Construction

Chemicals/exterior products.

Stated Strategy: “Worldwide leader in light and sustainable construction.” Heavily group-integrated approach;
cross-division strategic initiatives (e.g., digitalization, environment).

. Product/Service Offering

Breadth: Tile adhesives and grouts (Weber), admixtures and specialty chemicals (Chryso), mortars/rendering,
insulation, interior/exterior systems.

Comparison to Sika AG: Direct overlap in tiling, mortars, waterproofing, building envelopes. Less coverage in
infrastructure, stronger in insulation and multi-material bundles.

Unique Offerings: Integrated system solutions (insulation + adhesive), omni-channel material selector tools, group
cross-selling.

Gaps: Less focus on deep technical service in B2B; standardized mass-market push over specialist engagement.

. Pricing Model & Price Points

Model: Value-based in cross-system bundles; competitive per-unit pricing in mass-market materials.
Signals: Strong cost-leader pricing in multi-material offers, especially for distributors; opportunistic discounting in
volume contracts.

Comparison: Price points trend 2-6% below Sika AG in like-for-like distributor bids; margin defended in advanced
system Kkits.

Capabilities: Increasing use of digital procurement integration, with bundled package pricing through direct and
digital channels.

. Go-to-Market Motion

Sales Model: Dedicated salesforce; multi-channel (direct to contractors/OEMs + dominant distributor coverage).

Channel Depth: Omnipresent in builder merchant and DIY/hybrid trade; customer service for specifiers via digital

configurators.

Key Partnerships: Commercial tie-ins to distributors (e.g. Raab Karcher), group cross-marketing for system
solutions.

Positioning: Leaders in sustainability, “end-to-end solution” language.

5. Customer Base & Key Verticals

Core Segments: Distributors, regional contractors, large project developers, DIY trade wholesalers.
Domination Zones: France, UK, Nordic Region, selective strongholds in CEE via Weber.

Concentration Risk: Diverse base, but group prioritization may dilute local responsiveness.

. Recent Strategic Moves (12-18 Months)

Acquisition of Chryso (specialty chemicals), bolstering depth in admixtures.

Major push on omni-channel procurement tools (“one-stop” digital portals for trade).
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« Sustainability and EPD certifications blitz — group-wide, not just division-specific.

o Enhanced digital experience hiring; pilot project for automated B2B ordering.

7. Financial Signals

e Revenue steady/growing in construction chemicals (estimated 3-5% YoY).

o Group capital allocation favors multi-material bundling over single-product expansion.
» Intensive investment in digital platforms, especially B2B configurators.

« Margin pressure in commodity products offset by cross-sell uplift.

» High digital capex, visible in hiring and press releases (multiple digital product managers added).

8. Strengths & Weaknesses
Strengths:
1. System selling (bundling adhesives, mortars, insulation) — strong cross-division pull.

2. Aggressive digital customer acquisition — omni-channel coverage.

3. Cost leadership in high-volume SKUs due to group purchasing power.

Weaknesses:

1. Less B2B technical/advisory depth at site level vs. Sika AG.
2. Slow product refresh cycles — less nimble in local adaptations.

3. Group-driven strategy may outweigh local tactical responsiveness.

9. Strategic Intent & Likely Moves

Saint-Gobain — Strategic Intent

» Objective: Convert group scale into market share via system-selling and digital lock-in; become the default “total
solution” partner for trade.

o Attack vector: Digital trade platform rollout, cross-vertical bundle campaigns, volume SKUs with tough pricing.

» Avoids: Highly engineered infrastructure or compliance-demanding contracts.

+ Weakness: Potential local execution weakness; less technical on-the-ground support in complex projects.

» Likely next move: Deeper B2B digital self-service; new material bundle pilots in Eastern Europe.

o Threat level: High — Justification: Group purchasing power and digital lock-in offensive threatens Sika AG's core in

standard products and pulls channel economics toward Saint-Gobain platforms.

4.4 Henkel Adhesive Technologies

1. Company Overview

e Size: Approx. EUR 10B+ revenue (Adhesive Technologies division), 25,000+ employees.

o Leadership: DAX-listed (public), Germany-based conglomerate; Adhesives unit with specific B2B/brand
management leads.

o Stated Strategy: “Pioneering next-generation adhesives for industrial and construction” — blends
consumer/industrial adhesive SBU models.
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2. Product/Service Offering

o Breadth: Wide array of adhesives, sealants, surface technologies; LOCTITE, TEROSON, and Ceresit as key
construction brands.

o Comparison to Sika AG: Significant overlap in adhesives and some waterproofing; less coverage in admixtures,
mortars. Stronger in industrial/ OEM adhesives.

* Unique Offerings: Market-leading brand recall with LOCTITE, high-value custom industrial adhesives, dedicated

DIY/consumer range.

o Gaps: Less focus on heavy construction chemicals and project-specific engineered solutions.

3. Pricing Model & Price Points

o Model: Multi-tier — mass-market per-unit for consumer/DIY, negotiated B2B for project/contractor.

» Signals: Competitive price-matching in catalogue lines; heavier reliance on brand value for industrial/OEM price
defense.

o Comparison: Often ~5% below Sika AG on standard construction adhesives in retail/distribution; holds premium in

industrial specialty sales.

Capabilities: Omnichannel dynamic pricing, B2B e-commerce partners, tailored incentives to top contractors.

4. Go-to-Market Motion

e Sales Model: Multi-channel including direct B2B sales, integrated e-commerce (B2B, B2C), omnipresence in retail
DIY chains.

o Channel Depth: Extremely deep in retail/distribution (notably in DACH region); e-commerce investment visible.

« Key Partnerships: Hardware retailers (Obi, Bauhaus), industrial OEMs for supply contracts.

Positioning: Dominant consumer/trade brand visibility, technical support via digital and in-person channels.

5. Customer Base & Key Verticals
o Core Segments: Professional contractors, hardware retailers, industrial OEMs.

» Domination Zones: Germany/Austria/Switzerland for adhesives; strong across EMEA in DIY retail.

« Concentration Risk: Diversified; limited in large infrastructure/engineering project space.

6. Recent Strategic Moves (12-18 Months)

» Expansion of e-commerce direct-to-contractor platforms, digitalized customer service initiatives.

« Brand repositioning in “sustainable building” solutions.

Partnerships with logistics/digital procurement providers for enhanced distributor order flows.

o Product line rationalizations to focus on higher-margin adhesives.

7. Financial Signals

» Revenue flat to growing modestly in Adhesives division (2-3% estimated, public annual statements).
o Strong operating cash flow; resilient EBIT margins through cost rationalization.
» Significant tech/digital investment (notably in e-commerce, supply chain).

» R&D intensity moderate — higher for industrial adhesives than for construction.

8. Strengths & Weaknesses

Strengths:
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2.

Top-of-mind brand equity, especially in adhesives.

Omnichannel B2B/B2C reach with advanced e-commerce.

3. Efficient cost structure with large scale distribution.

Weaknesses:

1. Less technical project support for complex builder needs.

2. Low specification influence in engineered contracts.

3. Not a full lifecycle construction chemicals provider (vs. Sika AG, Mapei).

9. Strategic Intent & Likely Moves

Henkel Adhesive Technologies — Strategic Intent

Objective: Solidify as the reference brand for construction adhesives in EMEA distribution and retail; expand digital
channel share.

Attack vector: Digital ordering tools for contractors, e-commerce exclusive SKUs, trade promos to undercut Sika
AG in standard adhesives.

Avoids: Infrastructure and bespoke engineered projects — focus stays on volume retail and standardized product
lines.

Weakness: Brand alone fails to capture large projects once technical specification is key.
Likely next move: Broader retail/e-comm range; direct contractor incentives on digital platforms.

Threat level: Medium — Justification: Henkel's e-commerce/retail dominance erodes standard product margins but
technical weakness limits share-shift in higher-margin projects.

4.5 Selected Tier 2/Tier 3: PCI Augsburg (BASF legacy), Ardex, and Digital

Disruptors

PCIl Augsburg & Ardex

Company: German mid-market players; ~EUR 400-700M revenue, 1,000-3,000 employees (per public statements).
Product: Deep in flooring, tiling, repair mortars — advanced catalogue, targeted at specialized contractors.
Channel/Go-to-Market: Mainly regional distribution, strong at technical support workshops.

Recent Moves: Heavy investment in digital consultancy, mobile app-based ‘job site toolkits".

Threat Level: Medium in local markets; Low Europe-wide — gain share through service intimacy and rapid local
adaptation, but lack pan-European channel density.

Digital Disruptors

Profile: Fast-moving construction procurement platforms, B2B marketplaces. Still sub-1% market share but growing
rapidly in price-transparent catalogue chemicals, especially for SMEs.

Move: Artificially low promos to win volume, “plug and play” tender participation for new market entrants.

Threat Level: Emerging, but risk is future margin compression and disintermediation rather than current share shift.
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4.6 Cross-Competitor Intelligence Summary

A clear pattern emerges among Sika AG's primary European competitors: an escalating, coordinated assault on
standard, price-sensitive infrastructure and renovation lines, with heavy use of channel-driven pricing (Mapei, Saint-
Gobain), digital procurement investments (Saint-Gobain, Henkel), and intensified service or digital tool support for
contractor/distributor loyalty (Mapei, PCI/Ardex). The current playing field is defined by three converging forces:

o Aggressive Price Discipline: Standard SKUs are now subject to structurally lower market prices via coordinated
campaign cycles, with frequent -3-10% undercutting of Sika AG's posted rates in distributor channels and digital
platforms.

» Digital Platform Migration: Multiple rivals are closing the gap via distributor self-service, e-commerce promotions,
and digital tender participation — especially threatening as buyer behavior shifts.

e Channel Lock-In and Bundling: Cross-material system-selling (Saint-Gobain) and exclusive distributor partnerships
(Mapei) are structurally eroding Sika AG's direct influence over customer hearts and wallets in commodity
categories.

Collectively, these developments compound the exposure identified earlier: Sika AG's vulnerability is not isolated, but
the result of systematic, competitive model shifts. Each cycle that passes without adjusted defensive sequencing risks
not just annual EBIT erosion (as earlier quantified) but a permanent reset of what “normal” gross margin looks like in
Europe’s most commoditized building chemical flows.

Figure 4.1: Comparative Threat Level of Sika AG’s Top Competitors
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Figure 4.1: Sika AG's top direct threats are Mapei and Saint-Gobain, both of whom exert critical pressure on standard
product volume via pricing and digital tactics. Source: internal analysis based on stated business context.

Concluding Exposure Anchor

The composite picture for Sika AG is one of high vulnerability in European standard product lines, with at least three
major rivals running parallel strategies — price discipline, digital procurement integration, and channel lock-in. Each
has distinct weaknesses, but all are closing capability gaps at a speed that, if unaddressed, will structurally reduce
Sika AG's price-setting power within 12-18 months. The next chapters will quantify these exposures, map positioning
gaps, and lay out tactical and strategic defense requirements, grounded in the operational realities established here.
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5. Competitive Benchmarking — Sika AG

The following benchmarking analysis for Sika AG is constructed from public signals, competitive intelligence, and
strategic inference, centered on the European construction chemicals and building materials market. Scores, heat
maps, and pricing rankings are directional estimates derived from observable market behavior, product catalog
analysis, digital footprint scrutiny, and secondary research into procurement channels, digital sales journeys, and
published financial data. This report is expressly not an audited measurement tool; it is a decision-shaping analytic
framework designed to clarify Sika AG's current position relative to Mapei, MBCC/remaining BASF, Saint-Gobain
(construction chemicals), Henkel, PCI/Ardex, and selected digital/sustainability disruptors. All benchmarking tables,
ratings, and scores herein require validation with Sika AG's internal data before operational decisions.

5.1 Feature Comparison Matrix: Buyer-Relevant Capabilities

Benchmarking dimensions in this matrix reflect the criteria most influential in large-scale construction,
procurement, and specification-led buying within Sika AG's core European markets. These rows are weighted toward
operational scale, technical documentation, and procurement integration, aligning with how institutional buyers and
advanced distributors evaluate suppliers — especially in the high-volume, margin-sensitive standard product

segments identified in prior chapters.
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5.1.1 Heatmap Construction

SAINT- DIGITAL
DIMENSION SIKA AG MAPEI BASF/MBCC HENKEL PCI/ARDEX
GOBAIN DISRUPTORS
4 4
Comprehensive Product Breadth J . Partial Strong Partial Partial Absent
Strong Strong
Technical Documentation . Strong Strong Partial Partial Absent
Strong Partial
Digital Procurement Integration . Partial Strong Partial Partial Strong
Partial Strong
Pricing Transparency (Digital) . Partial Strong Partial Partial Strong
Partial Strong
Sustainability Certifications . Partial Strong Partial Partial Strong
Strong Partial
Channel Coverage (Distribution v v
& - - Partial Strong Partial Partial Absent
Depth) Strong Strong
Local Technical Service Partial Partial Partial Partial Absent
Strong Strong
Speed of Specification Response . Partial Strong Partial Partial Partial
Partial Strong
Custom Formulation/Project 4 . .
! @ ) Strong Strong Partial Partial Absent
Support Strong Partial
Product Availability/Replenishment Partial Strong Partial Partial Partial
Strong Strong
Digital Self-Service (Portals, Docs) . Partial Strong Partial Partial Strong
Partial Strong
Aftermarket Lock-in Mechanisms . . Partial Strong Absent Partial
Partial Partial Absent

Key: [ Strong = Differentiating / sector-best; Partial = Available but not superior; Absent = Material gap vs.
buyer expectation.

Note: Scores are directional estimates based on available competitive signals; validate with internal data before
acting.

Commentary

Sika AG maintains strong competitive coverage on core technical, channel, and service-execution dimensions.
However, partial scores on digital procurement integration, pricing transparency, and digital self-service suggest a
widening competitive gap as buyers shift toward digital-first procurement and expect seamless online
specification/document access. Competitors (notably Mapei and Saint-Gobain) have invested heavily in these areas,
reinforcing their positioning in digitally procured standard products, where price sensitivity and frictionless ordering
dominate decision criteria.

5.2 Pricing Ladder: Positioning Relative to Direct Competitors

The pricing ladder below is based on inferred public list prices, digital procurement catalog data, channel partner
interviews, and secondary market intelligence. It visualizes the relative price positioning for standard catalogue
product lines in Western Europe — the primary competitive battleground for Sika AG's at-risk EBIT margin.
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5.2.1Ladder Construction

Sika AG vs. Key Competitors — Standard Product Price Index

Low-Caost Digital Entrants
Henkel

BASF/IMBCC

PCliArdex

Mapei

Saint-Gobain

Sika AG

-
o
=]
=

85 90 95 100 105
Relative Price (Sika AG = 100)

Figure 5.1: Sika AG's benchmarked price positioning on standard products, showing exposure to price undercutting

from digital entrants and consolidation of cost leaders below Sika AG’s standard index. (Scores based on public and

buyer-channel signals; validate with internal list/transaction data.)

Pricing Model Notes

Sika AG: Maintains a relatively high list price position, relying on brand premium and service depth, but with
increasing exposure in standard SKUs.

Mapei and Saint-Gobain: Discount strategically on high-volume lines, especially through digital channels and
direct-to-distributor programs.

Henkel, MBCC/BASF, PCI/Ardex: Generally clustered in the middle range, pricing just below tier-1leaders to win on

secondary procurement factors (availability, relationship).

Low-Cost Digital Entrants: Offer direct online access with aggressive per-unit pricing, limited service, and minimal
channel overhead, creating margin pressure at the lower end.

Takeaway: The price gap vs. digitally enabled challengers is approaching 10-20% at the transaction level in select

projects, compressing room for traditional premium defense without adjustment in the digital value proposition.

5.3 Capability Radar: Competitive Positioning on Key Differentiators

5.3.1 Weighted Radar Analysis

Each axis below reflects a buyer-relevant dimension: (1) Product Breadth, (2) Digital Integration, (3) Sustainability
Credentials, (4) Technical Service, (5) Channel Coverage, (6) Price Positioning, (7) Digital Self-Service, (8) Brand
Perception.

Scores are directional (1-10 = sector laggard to sector-best), weighted to reflect sector impact. Sika AG is
presented alongside Mapei, Saint-Gobain, and Low-Cost Digital Entrants.
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Competitive Capability Radar — Sika AG vs. Key Competitors

[ ] Sika AG [[ ] Mapei [ ] Saint-Gobain [ Digital Entrant

Product Breadth

Brand Perception Digital Integration

Digital Self-Service o

Sustainability

Price Paositioning Technical Service

Channel Coverage

Figure 5.2: Capability Radar—Sika AG vs. direct and digital competitors, weighted for buyer relevance (public signal
construction; use for strategic direction, not as audited KPI).

Gap Commentary

o Sika AG maintains a technical and channel edge but is notably less strong on digital integration and price
positioning for standard products.

» Mapei is rapidly closing the digital and self-service gap, matching Sika AG on brand and channel strength.

» Saint-Gobain sets the benchmark on sustainability, channel scale, and digital self-service.

» Digital Entrants are strong on digital reach and low pricing but lack breadth, technical support, or brand credibility
for major commercial projects.

5.4 Customer Perception Benchmarking

5.4.1 Synthesis Approach

Sources: Inferred from public B2B review sentiment, project procurement forums, distributor testimonials, and digital
marketplace feedback. No proprietary or internal Sika AG NPS or buyer survey data used; all findings directional.

» Specification-led projects: Sika AG is perceived as the “safe choice” for technically demanding and compliance-
driven projects (“never go wrong with Sika"—project engineer, DE); technical documentation and fast response
cited as key positives. However, buyers in mid-market procurement mention “pricing inflexibility” and “digital
ordering requires extra process steps” vs. Mapei/Saint-Gobain.

» Distributors: Report high satisfaction on service and replenishment but note that “Mapei wins digital orders we do
not see” and “small accounts go digital-first for low touch, low price".

* Public digital channels: Mapei and Saint-Gobain lead on frictionless online specification and reordering; Sika AG
partially matches but is behind leaders on digital experience and real-time price clarity.

+ Negative signals: Channel partners highlight margin compression risk stemming from aggressive "weekend
discounting” by digital entrants and top 2-3 rivals.
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Summary Table: Customer Perception Signal Matrix

SEGMENT SIKA AG MAPEI SAINT-GOBAIN DIGITAL ENTRANTS

High Technical Bids Trusted, responsive Reliable, fast Design support, quick Not considered

Standard Products Quality, price inflexible Price flexible, smooth Digital-first, easy Lowest cost, basic support
Distributors Replenishment, service depth Digital tools, pricing Channel scale Fast, no service

Digital Experience Adequate, not leading Leading Leading Leading (for basic needs)

Note: Pattern analysis, not empirical survey data.

5.5 Cost Structure Comparison — Strategy& Fit for Growth Logic

Benchmarking not on total cost, but on RELATIVE OVER/UNDER-INVESTMENT in differentiating vs. commodity
capabilities.

5.5.1 Resource Allocation Table

SIKA AG
CAPABILITY DIRECTIONAL COMMENT STRATEGIC IMPLICATION

ALLOCATION

Sector-best, essential for engineered

Technical Service High . Defensible moat for large projects
projects
. Above industry average, especially in X .
Channel Partner Support High . Margin defense via channel loyalty
DACH region
Digital Procurement Medi Below leaders (Mapei, Saint-Gobain), at Under-invested vs. growth of digital
edium
Platform par with MBCC buyers
. . . Adequate for major accounts, less for . . . o
Digital Self-Service Medium . Partial gap growing with digitalization
SMB/long tail
Standard Product High Suitable for current mix but exposed to Potential over-allocation as technical
i
Operations g price pressure edge erodes
Price Management . . L . Immediate EBIT leakage risk (see Ch.
L Low-Medium Recent signal of discipline slippage
Discipline 3-4)
Sustainability/Compliance High On par or ahead of main rivals Maintains regulatory/buyer trust
Digital-Driven Sales . . . Emerging risk zone as buyers shift
Medium Not yet a differentiator .
Support online

Summary: Sika AG over-invests in traditional technical service and partner support compared to the emerging
importance of digital procurement and automated channel experiences in standard product categories. This is
defensible in technical/compliance-led markets but is a compounding risk in digitally shifting, price-driven channels —
where cost is stagnating while value migrates.

5.6 Benchmarking Verdict — The Defining Insight

Sika AG's competitive advantage in Europe remains real in engineered and compliance-linked segments,
underpinned by unrivaled channel coverage, technical service, and breadth of technical certification. This
advantage, however, is assumed (not structurally proven) in standard product lines, where the sector’s purchasing
criteria are being rapidly redefined by digital procurement, frictionless ordering, and price transparency.



The single defining gap is not product but buyer journey alignment: Mapei and Saint-Gobain are compressing Sika
AG's margin envelope through digital procurement dominance, while disruptive digital entrants signal the lower bound
of pricing and service cost. The largest risk is silent, incremental share loss in standard catalog products — not large,
dramatic tenders. Sika AG must shift resource allocation and pricing discipline rapidly to avoid compounding margin
compression and channel dilution.

5.7 Calls to Action and Cost of Inaction Anchor

o Action: Sika AG must re-benchmark internal investment, digital procurement readiness, and price management
capabilities vs. these external models. Immediate sequencing is required on digital integration for standard
products, competitive price monitoring, and resource reallocation away from “table stakes” technical service in
commoditizing SKUs.

o Cost of Inaction: Each quarter without digital adjustment and price discipline exposes Sika AG to incremental share
loss in the 40% of product volume at risk, compounding into a 0.5-0.8% EBIT margin exposure annually (estimated
from Chapter 3). At Sika AG's scale, that is a material margin leakage if not addressed.
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6. Competitive Moat Assessment — Sika AG

Sika AG's competitive position within the European construction chemicals and materials market is secured by a mix of
legacy strengths and emerging exposures. This chapter rigorously assesses—without self-flattery—the durability,
evidence, and trajectory of Sika AG's competitive moats, focusing on defensibility against the aggravated pricing
pressure and digital procurement threat that are compressing margins in standard product lines (see Chapters 3-5).
Only by an honest appraisal of which moats are real, which are illusory, and which are eroding can Sika AG prioritize
investments that prevent incremental market share leakage and profit pool migration in its most exposed European
segments.

6.1 Moat Inventory: Sika AG's Current Defensibility Backbone

The following inventory maps each standard moat type to Sika AG's actual European strategic position. The
assessment directly references evidence from previous deep-dive benchmarking, customer and channel ties, and

market structure analysis. All scores are provided on a conservative basis.

MOAT
STRENGTH TRAJECTORY EVIDENCE
DIMENSION
Installed Base . Extensive long-term accounts in engineered systems; diminishing repeat business in
. Moderate Eroding . o X
Lock-in standard lines as digital procurement erodes proprietary product attachments.

Leadership in meeting complex regulatory and compliance-driven requirements

Compliance ] . . .
Trust Strong Stable (REACH, VOC, EN standards) for high-spec projects. Fewer competitors can reliably
clear procurement audits.
Slightly Specified on project blueprints, especially for engineered systems; increasingly
Spec-In Power Strong . R .
Eroding challenged by lower-cost substitutes in standard SKUs.

. Historically strong with direct distribution, but multiparty digital platforms are
Channel Control Moderate Eroding . . -
disintermediating local channel exclusivity.

Response . Adequate for traditional cycles; lagging in rapid quote/digital RfQ cycles compared to
Moderate Eroding o . K .
Speed digital-first entrants and agile regionals.

Deep on-site technical service and engineering support are valued in project business,

Service Reach Strong Stable . X
harder to match by pure price competitors.
Digital . Lag behind digital procurement leaders; recent initiatives (e.g., online ordering) in
. Weak Improving . . .
Convenience progress but trailing platform-native rivals.
Full-Line "One-stop shop"” footprint with cross-category solutions and bundled offers, hard for
Strong Stable . .
Breadth narrow specialists to replicate.
. . Some scale benefit from global procurement and R&D, but exposed to lower-cost
Cost Position Moderate Eroding

regionals and international cost-leader price floors in standard lines.
Table 6.1: Sika AG Competitive Moat Inventory in Europe (Source: internal analysis based on prior chapters and
observed market behaviors)
Highlights:

* The most defensible moats are Compliance Trust, Service Reach, and Full-Line Breadth—anchored in regulatory
complexity and cross-offer integration.

o Installed Base and Channel Control, previously bedrock advantages in standard categories, are now materially

eroding.
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Digital convenience and response speed are current vulnerabilities; cost position is middling and exposed.

6.2 Moat Durability Assessment

Competitive durability is the probability that a given advantage will continue to provide above-market returns over the

next 3-5 years. In the construction chemicals/materials market, "shuffle rate"—the speed at which competitive leaders

lose/share—has accelerated, especially in price-sensitive and digitally procured segments. Below, each Sika AG moat

dimension is rated for durability:

6.2.1 Durable Moats

Compliance Trust (Stable): Sika AG's capability to consistently meet or exceed evolving European regulatory
standards is a long-term barrier. Entry for new players is slow and resource-intensive; only 1-2 direct peers
demonstrate similar audit success, and their footprint is country-limited. This remains a high-durability moat.

Service Reach (Stable): The breadth of technical support and problem resolution, notably on large projects, is both

labor- and relationship-intensive. Scaling this requires years of investment. These “sticky” relationships resist
digital commoditization.

6.2.2 Eroding or Non-Durable Moats

Installed Base Lock-in (Eroding): Shift to digital procurement lowers switching costs for standard products. Buyer
loyalty in these lines has become price- and convenience-driven. Without unique product attributes or support,
formerly “locked” customers now routinely shop around.

Spec-In Power (Slightly Eroding): Sika AG's influence over product specification persists for technical projects but
is subject to value-engineering by project owners and contractors—opening the door to competitive substitutions,
especially as supply chain constraints drive specification flexibility.

Channel Control (Eroding): Rise of construction digital marketplaces (e.g., industry e-catalogues, online
distributors) weakens Sika AG's historic grip over regional channel partners. More customers order via neutral
digital hubs than via traditional restricted channels.

Digital Convenience (Improving but Not Durable): Efforts to catch up (online configuration, e-ordering, better

ERP/CRM integration) are positive, but these are hygiene factors, not true moats.

Cost Position (Eroding in Standard Lines): Efficiency is diluted by global footprint overhead; regionals with leaner
structures, or global price-leaders pushing into Europe, undermine Sika's relative advantage in commodity lines.

Brand & Reputation (Broad but not Moat-Grade for Standard Products): Sika AG's brand gives it permission to play,
but is insufficient by itself to retain share in price-transparent, low-differentiation SKUs.

6.2.3 Moats that No Longer Hold

Distribution Lock-In (Gone in Standard Lines): Previously strong regional distributor exclusivity is dissipating.
Multi-sourcing via digital platforms eroded this moat in the last 3 years.

Intellectual Property (Not Moat-Grade for Standard Lines): While Sika AG holds patents and proprietary systems
for high-end products, IP protections do not shield the core standard product set from generic competition.

6.3 VRIO Analysis: Scrutiny of Claimed Advantages

Applying a structured VRIO (Valuable, Rare, Inimitable, Organization) analysis, the following table evaluates Sika AG's

most-claimed moats in the context of standard and project-driven segments. Only those passing all four criteria

represent a sustainable, defensible competitive advantage.
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ADVANTAGE VALUABLE RARE INIMITABLE ORGANIZED VRIO VERDICT

Compliance Trust Yes Yes Yes Yes Sustainable

Service Reach Yes Yes Yes Yes Sustainable

Full-Line Breadth Yes Yes No Yes Transitory

Installed Base Lock-in No No No Yes Not a Sustainable Moat
Channel Control No No No Partially Not a Sustainable Moat
Digital Convenience Yes No No Partially Not a Sustainable Moat
Cost Position Yes No No Partially Not a Sustainable Moat

Table 6.2: VRIO Analysis of Sika AG’s Core Competitive Claims
Interpretation:

o Only Compliance Trust and Service Reach meet all four tests.

o Full-line breadth, though valuable, is not inimitable—global and regional players can assemble or partner for
similarly broad portfolios.

» Installed Base, Channel Control, and Cost Position are not rare or inimitable in standard product lines.

6.4 Capability and Strategic Coherence Check

Sika AG's strategy is built on technical excellence, engineered solutions, and high compliance standards. Capabilities—
deep technical service, regulatory adaptation, cross-product solutioning—align strongly with project-driven and
compliance-critical business, supporting defensible profit pools.

However, in standard catalogue products (where price pressure and digital procurement are greatest), there is a visible
coherence gap:

» Capabilities Misapplied: Sika AG's operational system is over-resourced for products that do not allow technical
differentiation to be monetized.

o Product-Channel Misalignment: Distribution network and technical sales resources are deployed across both
strategic (engineered/compliance-driven) and non-strategic (commodity) segments, diluting focus and margin.

» Incoherence Penalty: As operating leverage from legacy strengths cannot be exercised in digitally procured
commodity SKUs, Sika AG is structurally vulnerable to lower-cost, digital-first entrants—especially for the ~40% of
volume in standard categories identified in Chapter 3.

Analytical Scoring (1-10 scale):

CAPABILITY-SYSTEM-SEGMENT COHERENCE ENGINEERED/COMPLIANCE PROJECTS STANDARD CATALOGUE SKUS

Fit Score (1=No Alignment; 10=Full Synergy) 9 4

Table 6.3: Sika AG Capability-to-Segment Coherence Score (Source: internal analysis, analytic framing)

Gap: Sika AG captures a “coherence premium” in projects, but suffers a “coherence penalty” in commodity SKUs.



6.5 Moat Inventory and Durability — Visual Scorecard

Sika AG European Moat Strength (1=Absent, 10=Defensible, Source: Internal Analysis)

[ Woat Strength (2026)

Compliance Trust
10

Cost Position Senvice Reach

Full-Line Breadth Installed Base Lock-in

=R W R @

Digital Convenience Spec-In Power

Response Speed Channel Control

Figure 6.1: Sika AG's Current Moat Strength Distribution (radar format). Source: Internal analysis based on prior
chapter evidence.

6.6 Honest Moat Verdict: What is Defensible, What is Not

Sustainable Moats (defend/strengthen immediately):
o Compliance Trust: Regulatory complexity is not getting simpler; the cost and risk of switching to less-proven
suppliers keeps this moat durable in engineered and compliance-critical segments.

» Service Reach: Deep technical problem-solving in project sales remains re-purchase driver.

Transitory/Conditional Moats (monitor/adapt):
» Spec-In Power: Remains valuable for major projects but must be safeguarded as cost-focused owners value-
engineer more aggressively.

o Full-Line Breadth: Remains an attractive feature for bundled offers, but is no longer unmatchable by large
competitors.

o Channel Control, Installed Base, Cost Position: These foundations are actively eroding in standard lines due to
digital procurement and more transparent pricing. Sika AG cannot fully defend these without addressing digital

parity and price architecture.

Non-Moats (do not invest further):

» Digital Convenience: Presently a catch-up area—required just to avoid further erosion, not as a source of
differentiation.

» Ability to “Outspend”: Global scale does not translate to commodity price leadership in local/regional European
markets, and may even add cost drag.
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6.7 Strategic Implication

1. Defensible Advantages: Sika AG's continued dominance in engineered solutions and compliance-critical
applications is underpinned by real, durable moats—these are worth active defense.

2. lllusory Advantages: Prior era scale, channel, and installed base advantages in standard product lines are now
surface-level; maintaining investment here beyond a holding action is no longer justified unless digital parity and
price discipline can restore partial stickiness.

3. Exposure Map: The margin pool represented by commodity or price-sensitive SKUs (~40% of volume, as
established in Chapters 1, 3, and 5) is at highest risk if Sika AG continues to treat transactional loyalty or scale as
substitute for true differentiation.

6.8 Moat-Driven Execution Guidance

Immediate Recommendations:

» Redirect investments: Channel commercial resources and digital enhancements toward segments where Sika AG's
compliance and service reach can maximize defensibility.
o Margin Defense Threshold: Treat digital convenience and pricing agility as minimum requirements—not as

differentiators—especially in standard lines.

» Product Line Segregation: Separate operating models for strategic/project and commodity/standard SKUs to align
capabilities with margin potential and avoid “coherence penalty.”

Owner: Commercial Excellence Director

Dependencies: Clarity on SKU segmentation, digital parity gap baseline (from current IT/OT stack), organizational
alignment to defend/abandon based on moat analysis.

Risks: Underinvesting in digital catch-up may lead to steeper share loss in at-risk categories; conversely,

overcommitting to rescue declining moats will waste capital.

Metrics: EBIT stability in strategic SKUs, share retention in compliance-driven segments, digital procurement share
shift.

6.9 Moat Erosion: Competitive Pressure, Cost-of-Inaction

Every procurement cycle where Sika AG fails to clearly realign cost and digital experience to at-risk commodity
customers allows direct rivals (Mapei, Saint-Gobain, agile regionals) to compress share further. With a 0.5-0.8%
potential EBIT leakage (see Chapter 5) on up to 40% of volume, failure to react to the genuine erosion of installed base
and channel moats results in direct, compounding, and—as digital habits become entrenched—irreversible competitive
exposure.

Call to Action: Treat only Compliance Trust and Service Reach as durable. Urgently deprioritize illusory moats and
construct offensive/defensive responses in standard lines with digital and price defensibility as required hygiene, not
advantage. Every quarter of inaction structurally transfers margin from Sika AG to more digitally aggressive peers.
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7. Vulnerability Mapping - Sika AG: Quantified Exposure and
Structural Weakness in the European Market

This chapter delivers a systematic exposure map for Sika AG, anchored by a mandatory vulnerability table quantifying
margin and share at risk in each major business area. Drawing from previous analyses and direct competitive
intelligence, every vulnerability is mapped to a specific product line, segment, or customer cohort, with a named
competitor and quantified exposure. This is Sika AG's unvarnished margin-leakage map: the foundation for the
defensive and offensive playbooks that follow.

7.1 Vulnerability Map Table — Sika AG Competitive Exposure

REVENUE MARGIN

BUSINESS AREA MAIN THREAT EXPOSURE 24M RISK
SHARE LEVEL
Standard . . X i 0.5-0.8% EBIT loss; 3-5% p.a. volume
~40% Low Mapei, Saint-Gobain High
catalogue churn
Engineered
X ~30% High BASF/MBCC Medium Technical margin at risk in select tenders
solutions
. Henkel, Regional i 10-15% of margin vulnerable to digital
Aftermarket ~15% Very High Medium
Brands challengers
. . PCI/Ardex, Digital . Price/margin compression in 2/5 key
OEM spec-in ~10% Medium High
Niche OEMs
Service contracts ~5% High None currently Low Minimal

Source: Analytic model based on previous chapters and internal segment revenue splits; validate figures following
next financial close.

Legend:

o "Exposure" is the directional threat severity (High, Medium, Low).

o "24m Risk" quantifies the core vulnerability over the next 24 months, in share and margin terms (ranges indicate
probable annual rate, not maximum loss).

7.2 Vulnerability Inventory

7.2.1 By Segment

« Standard catalogue products (~40% of revenue): Most exposed segment; Sika AG faces aggressive price-based
churn from Mapei and Saint-Gobain. Digital procurement platforms have commoditized price, erasing historic brand
premium in adhesives, sealants, and basic mortars. Internal estimate: Up to 0.8% of company EBIT at risk annually,
equal to 3-5% loss in unit volume per year. (estimated from public signals; validate internally)

« Engineered/project solutions (~30%): Margin and share stable, but under occasional pressure from specialist
competitors (BASF/MBCC), mainly on mega-project tenders. Technical differentiation and compliance are still
moats but face slow erosion.
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o Aftermarket (~15%): High margin, but digital upstarts (Henkel, nimble regional players) and bundled maintenance
offerings are slowly luring away recurring accounts.

e OEM specification (~10%): Medium margin and technical complexity, but OEM buyers are highly price-conscious,
exposed to digital disruptors and smaller, faster technical solution providers, causing serious vulnerability in select
accounts.

« Service contracts (~5%): Stable, high-margin, protected by compliance switching costs. Minimal current risk.

7.2.2 By Product Line
« Adhesives, sealants, mortars (catalogue SKUs): Most subject to price-based switching and digital procurement,
representing over a third of sales but only low-to-middle margins—core Sika AG exposure.

+ High-performance engineered systems (project-based solutions): Margin strong but dependence on technical
teams and local specifiers introduces operational risk; less exposed unless competitors close technical gap.

o Proprietary service bundles: Margin-protective, but limited penetration outside regulated verticals; opportunity
remains, as does some exposure to integrated contractor offerings.

7.2.3 By Customer Cohort

VOLUME MARGIN SWITCHING
CUSTOMER TYPE CHURN SIGNALS TOP TRIGGERS
SHARE LEVEL RISK
Procurement-led . . Use of e-platforms, Unit price delta, payment terms, e-
High Low High o
buyers RFP focus procurement compatibility
Large project . . . Alternate supplier Project compliance, bundled service
Medium High Medium .
contractors trials needs
Regional . . . Stocking rival . .
. Medium Medium High Volume discounts, order automation
distributors products
Competitive spec Integration support, digital integration,
OEMs Low Medium Medium . K
changes technical service

X . Regulatory risk, proven compliance
Regulated verticals Low High Low None notable d
records

Procurement-led buyers and regional distributors are acutely exposed — highest switching risk due to emphasis on
price, digital convenience, and rapid fulfillment.

7.3 Exposure Heat Map — GE-McKinsey Matrix

Sika AG's segments, when evaluated on market attractiveness and competitive position, reveal dangerous
concentrations of risk in areas with the highest price-driven churn.
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Figure 7.1: Exposure Heat Map — "Standard catalogue" and "OEM spec-in" are in the high-attractiveness/weak-

position danger zone. Source: internal analysis based on stated business context.

7.4 Profit Pool Mismatch

Where Sika AG Competes vs. Where Profits Concentrate

SIKA AG INDUSTRY PROFIT

SEGMENT GAP ANALYSIS SUMMARY

SHARE POOL SHARE
Standard Hidh L Sika AG collects volume; profit erodes due to price wars and procurement

i ow
catalogue 9 digitalization. Strategic resource allocation misaligned with durable profit.
Engineered . . . . .
. High High Alignment; requires defending moat.
solutions
. . Under-penetrated; competitors capturing margin via service and digital
Aftermarket Medium High . .
integration.
OEM spec-in Medium Medium Some profit, but new digital/spec competitors capturing incremental share.
Service . High margin where present, but under-scale; opportunity segment, not current
Low Medium =

contracts vulnerability.

Conclusion: Sika AG is most exposed in segments where it has high share but faces rapid profit erosion — especially
standard products, where shifting incremental effort will not deliver margin unless defensive pricing/digital hygiene is
achieved. Aftermarket remains a leakage segment where margin outpaces current share.



7.5 Customer Risk Assessment

Switching Cost Profile by Segment

CUSTOMER COHORT SWITCHING COST KEY VULNERABILITIES MARGIN EXPOSURE
Procurement-led buyers Low Commodity pricing, digital ease >40% of the low-margin pool
Regional distributors Medium-Low Order/delivery automation gaps 10-15% at risk

Large project contractors Medium Compliance gap (if lost) Mainly on technical projects
OEM accounts Low Integration, digital workflows Material if digital parity absent
Critical regulated clients High Compliance, traceability Minimal (current practice)

Primary Switching Triggers

1. Unit Price Delta — Buyers increasingly switch on even minor price differentials as catalogue SKUs become
transparent online; Mapei and Saint-Gobain frequently undercut by 3-6% on side-by-side offers.

2. Digital Procurement Compatibility — Lack of quick e-catalogue access, punchout compatibility, or order tracking
is an immediate source of lost tenders; digital lag noted as explicit reason for churn in distributor feedback.

3. Service Responsiveness — In both technical/support and delivery precision, slow or inconsistent responsiveness

causes incremental leakage, particularly in regions where rivals are investing in high-touch digital support.

10
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Pmcuntzlf\ﬁr_u..ﬁed puyers Distributors OEMS project contractors qeguiaied verticals

Figure 7.2: Customer Switching Risk by Cohort — Source: analytic scoring based on described channel dynamics.
Procurement-led buyers are at critical risk, followed by distributors and OEMs.
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7.6 Capability Gaps

KEY COMPETITORS WITH

**CAPABILITY CONSEQUENCE FOR SIKA AG**
THE EDGE
Digital procurement integration (e.g., o . Immediate share loss on digital tendered business; seen as
Mapei, Saint-Gobain . .
punchout, e-tender portals) “harder to do business with” by procurement departments.
Aggressive, Al-powered dynamic . Tighter price-matching, undercutting Sika AG's standardized
- Mapei, Henkel . L
pricing pricing policies.

Automated order fulfillment and

. Saint-Gobain, MBCC Faster cycle times, reduced order friction, channel stickiness.

tracking
. . Regional disruptors, Margin leakage in aftermarket/services if Sika AG cannot match
Integrated compliance/service bundles . . . . . I
emerging digital platforms digital convenience and compliance reliability.

Localized SKU flexibility and digital - . Erosion of OEM and project contract volume to nimble,

X . Digital niche entrants . .
configurability integration-ready players.

Sika AG must prioritize filling critical digital procurement and pricing agility gaps in its standard SKUs and
progressively in OEM/project segments to prevent further share loss.

7.7 Dependency Risks

7.71 Technology & Channel Dependencies

o E-Procurement Interfacing: Standard products rely on integration with leading procurement platforms. Any lag in
adapting to new APlIs, e-catalogue formats, or procurement automation can instantly disadvantage Sika AG relative
to digital-first competitors.

» Pricing Discipline Systems: Over-standardized pricing policies and legacy price governance are exposed—
competitors have implemented more nimble, customer-segmented pricing. Inflexibility risks persistent undercutting
in high-volume segments.

o Channel Partner Concentration: A small number of top distributors or OEM accounts represent a disproportionately
large share of standard product and spec-in revenue. These partners are increasingly courted by digitally
advanced competitors; the loss of even one can materially erode share in an entire regional market.

7.7.2 Regulatory & Relationship Dependencies
» Regulatory Moat Erosion: Compliance advantages in regulated verticals are a durable moat, but regulatory
harmonization or competitor co-certification could rapidly neutralize this edge.

« Brand and Service Perception: If competitors succeed in repositioning Sika AG as non-digital or less responsive,

brand stickiness in standard segments could dissolve at surprising speed.



7.8 Vulnerability Priority Matrix

IMPACT (1- LIKELIHOOD (18M, 1- DEFENSIBILITY (1-10, PRIORITY
VULNERABILITY

10) INVERSE) SCORE

Standard catalogue price wars — digital

tender 10 9 3 24
OEM digital integration gap 8 7 4 19
Distributor digital procurement lag 7 8 5 18
Aftermarket service digitization 6 7 5 18
Project solution compliance erosion 5 5 6 16
Channel partner dependency 6 6 6 16
Regulatory harmonization erasing moat 4 3 7 14

Scoring: Priority Score = Impact + Likelihood + (10 - Defensibility).
Top 3 vulnerabilities (score 18+) define Sika AG’s acute exposure and are the focus of the follow-on defensive
playbook.

7.9 Call to Action: Executive Implications and The Cost of Delay

Sika AG faces a concentrated risk profile: as much as 40% of revenue—in standard catalogue/products and select
OEM accounts—is now structurally exposed to digital and price-based competitive displacement, with direct EBIT
exposure of 0.5-0.8% per annum if defensive actions are not executed immediately (as established in prior chapters).
The compounded impact of inaction: each procurement cycle that passes without digital and pricing adaptation
deepens margin leakage and steadily cements competitor advantage on e-procurement platforms. The priority
vulnerabilities above—especially standard catalogue losses to Mapei and digital procurement lag in distributors/OEMs
—will not self-correct; unless addressed within one or two budget cycles, the risk compounds and becomes
structurally embedded.

o Action Required: Sika AG's executive sponsors must mandate focused resource reallocation, rapid digital and
pricing hygiene rollouts in standard products/OEM segments, and urgent channel risk review.

o Cost of Inaction: Every six months without action is likely to entrench an additional 1-2% volume leakage in the
exposed segments, with downstream margin consequences that are difficult to reverse—immediate sequencing is
not optional, but existential for Sika AG's standard business in Europe.



8. Threat Prioritization & Scenarios - Sika AG: Calibrating
Competitive Exposure in European Standard Product Lines

Sika AG faces a narrowing window to counteract accelerated margin and share displacement in its European standard
product portfolio. Drawing on prior landscape, moat, and vulnerability chapters, this section quantifies threat salience,
differentiates competitive vectors, and establishes scenario-based pressure points. All analysis is explicitly focused on
competitive threats—with operational exposure and margin impact calibrated per the structurally most exposed
segments (standard catalogue products, digital procurement channels, distributorship). Sika AG must now force clear
prioritization of risks—avoiding diffused defensive spend and addressing only those threats with both high capability
and intent to erode share within the next 12-24 months.

8.1 Threat Register: Structured Competitive Threats to Sika AG in Europe

The following threat register consolidates all anchor threats identified across previous chapters (see Chapter 4
Competitive Profiles, Chapter 7 Vulnerability Mapping). Each threat is characterized by its likelihood, estimated
business impact, affected time window, specific competitors, the basis of evidence, and a high-level recommended
posture.
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TIME RECOMMENDED
THREAT PROBABILITY IMPACT COMPETITOR(S) EVIDENCE
HORIZON RESPONSE
Repeated
digital
Accelerate dynamic
. procurement .
High (0.5-0.8% . pricing, introduce
. Lo e price cuts, . .
Price-led erosion in High EBIT on up to 40% 0-12 Mapei, Saint- ional digital guardrails,
i regiona
standard products ¢ volume, est. from months Gobain, Henkel ‘ gd re-prioritize
enders, .
prior analysis) . . defensive spend to
evidence in
. . top 10 SKUs
regional price
tracking
Channel . .
. . Product information
Medium-High o partner o
. Agile digital X . standardization,
. i (near-term margin i integrations, o
Digital procurement Medium— 0-18 entrants, Saint- . . digital channel
X . and share . pilot digital . i
convenience threat High . . months Gobain platform . integration,
displacement in . platforms in . .
o extensions L minimum viable
indirect channels) distributor X .
. automation pilots
chains
Dedicated
OEM Fortify account
High (loss of long- partnership coverage in
. term customer promotions, technical tendering,
Spec-in loss at OEMs / . . 6-24 BASF/MBCC, .
. Medium lock-in, future i account reinforce
project owners . o months Mapei X . .
project pipeline targeting, compliance/service
erosion) targeted moats in project
technical specification roles
events
Full-line )
Strategic channel
: bundle X
o Medium (2-4% . . . . contract reviews,
Distributor . Saint-Gobain, promotions in .
o . . regional share at 6-12 . L pilot bundled
switching/lock-in via full- ~ Medium o Mapei, tier 2 distributor .
. risk in select months . offering, assess
line bundle i regionals channels,
national markets) channel partner
expanded o .
. switching incentives
credit/terms
Evidence of
increased
. . . Shape aftermarket-
Medium (share lost Regional digital
. . focused loyalty
Aftermarket/maintenance . in 6-18 challengers, aftermarket . .
. Medium . - . offers, direct digital
share erosion repeat/replacement  months digital-first conversion,
o engagement
standard products) distributors local market X
. program pilots
share shift
signals
Growth of Monitor product
. . . sustainability- claims, prepare
Variable (localized Emerging .
L o ) branded compliance/eco-
Sustainability/Low- . margin impact, 12-36 sustainable
i Low-Medium standard label updates,
carbon disruptors early buyer months startups, select . .
. . SKUs, pilot contingency for
preference shift) regionals . .
projects in accelerated

public tenders

All probability and impact estimates as (estimated from public signals; validate internally).

sustainability pivot

8.2 Threat Matrix: Capability vs. Intent Analysis of Major Competitors

Based on detailed profiles (see Chapter 4), each competitor is scored on current capability (resources, supply chain,

market access, innovation, pricing) and observable intent (direct moves against Sika AG's European business).

Definitions:



o Capability (1-10): Technical, operational, financial firepower, digital maturity

« Intent (1-10): Overt market share capture actions, pricing aggression, M&A moves, expansion investments

Competitor Scores Table

COMPETITOR CAPABILITY INTENT THREAT CLASSIFICATION
Mapei 9 9 Critical

Saint-Gobain 8 8 Critical

Henkel 8 7 Latent

BASF/MBCC Remnant 7 5 Latent

PCI/Ardex 6 6 Emerging

Digital Disruptors 5 7 Emerging

Regional Challengers 4 6 Emerging

Sustainability Entrants 3 5 Minimal

Visualization: Threat Matrix

I Critical N Latent I Emerging [ Minimal
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g
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Figure 8.1: Sika AG Competitive Threat Matrix — Capability vs. Intent ratings for top European competitors (internal
analysis based on current competitive signals).

Interpretation:

o Sika AG faces “Critical” risk (immediate, highest priority) from Mapei and Saint-Gobain—both have the scale, digital
investment, and explicit intent to target Sika AG's standard product volumes across Europe.

» Henkel and BASF/MBCC remain “Latent” (potential surge risk if their current strategy shifts toward price war or
digital acceleration).

» Digital disruptors, regionals, and sustainability-focused new entrants are “Emerging"—to be monitored, with trigger
point escalation if acceleration is observed.

8.3 Threat Classification

Critical Threats:

» Mapei and Saint-Gobain: Both demonstrate sustained pricing and digital convenience aggression in standard lines,
with direct overlap on distribution, project accounts, and catalogue offers.

Latent Threats:
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* Henkel: Capable, but with less overt intent—remains a structural risk if strategic focus intensifies on Sika AG's
customer base.

» BASF/MBCC Remnant: Resource depth, but recent moves have been less aggressive; risk of intent shift remains.

Emerging Threats:

o PCI/Ardex: Regional share challengers with technical credentials.

» Agile Digital Entrants/Regionals: Currently limited in capacity but adopting digital procurement at faster rates.

Minimal (Monitor Only):

» Sustainability/lifecycle startups chasing specific local buyer niches but unable to threaten core volume in near term.

Forced Prioritization:

o Defensive allocation must be weighted toward “Critical” (Mapei, Saint-Gobain) and leading “Emerging” (digital
disruptors)—not evenly distributed across all competitors.

8.4 Digital Disruption Assessment - Sika AG

Adoption S-Curve Placement:

ESTIMATED TIME TO
THREAT VECTOR S-CURVE PHASE RECOMMENDED POSTURE

MATERIALITY

Digital procurement entrants Early Majority 6-18 months Accelerate Sika digital parity

Digital product

§ . Early Adopters 12-24 months Monitor, pilot selective response
configurators/quoting
o . Innovators/Early Monitor claims, prepare PR
Sustainability/CO2-optimized SKUs 24-36 months X
Adopters readiness
Al-driven dynamic pricing tools Early Majority 6-18 months Integrate or partner defensively

Source: Internal analysis of competitive initiatives and channel adoption patterns.
Interpretation:

» Digital procurement threats have moved past the innovator/early adopter phase: direct risk for Sika AG in next 12-18
months

» Product configurators, and sustainability-segment disruptors are not yet mainstream—giving Sika AG more time for
defensive readiness



8.5 Scenario Analysis: Quantified Competitive Scenarios for Sika AG

Scenario Comparison Table

SCENARIO PROBABILITY  CLIENT IMPACT RECOMMENDED POSTURE
X Focus defensive resources on top-10 exposed SKUs,
Base Case: Annual EBIT erosion 0.5-0.8% on up . . . . i
. implement digital pricing hygiene, reinforce
Gradual Share High to 40% standard product volume . . i . .
) K compliance/service moats in engineered segments. Scenario
Erosion (see prior chapters) . . A B
Basis: Market inertia, status quo in competitive moves
. . . Immediate escalation—activate price harmonization, special
Aggressive Rapid market share displacement .
X . . tender response teams, proactive channel contract renewals,
Entry: Price War ) (local, as high as 3-5% in select o L ) )
Medium . . . deploy digital parity initiatives in affected regions. Scenario
or Channel regions within 12 months), margin i . . . .
i . Basis: Observed signals from Mapei/Saint-Gobain price
Takeover erosion >1% if uncountered .
campaigns.
Indust Loss of direct channel control, Begin pilot partnerships/investigations with digital
ndustr:
oi 3/ partial commoditization of standard procurement platforms, consider selective alliance strategies,
isruption:
Platf P Led Low-Medium lines, reduction in margin pool by monitor S-curve inflection (digital procurement becoming
atform-Le
Model Shift 20-30% in affected segments over dominant). Scenario Basis: Digital procurement consolidation
odel Shi

24-36 months if not countered

Visual: Scenario Impact Comparison

Probability / Impact

and ongoing digitization investments by channel partners.

N Frobability (0-100%) NN EBIT Impact Index {relative)

Base Case

Aggressive Entry

Industry Disruption

Figure 8.2: Competitive Scenario Probabilities and Relative EBIT Impact Index for Sika AG (internal scenario modeling;

T=low impact, 10=extreme impact).

Comments:

o Base Case is most probable unless active competitor aggression escalates; yet the recurring, structurally

embedded loss (0.5-0.8% EBIT, up to 40% of volume) still justifies urgent action.

» Aggressive Entry carries lower probability, but higher concentrated downside.

» Industry Disruption is less likely short-term but would cause lasting structural change if not anticipated.

8.6 Trigger Points: Actionable Competitive Intelligence Signals

The following observable signs must trigger an immediate posture shift by Sika AG. These are based on competitor
behavior in price, channel, and product/digital deployments and are specifically chosen to be concrete, not theoretical.
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TRIGGER POINT

Mapei or Saint-Gobain launches new
digital procurement portal in top 3 Sika
AG markets

Competitor price drop in standard
SKUs exceeds 6% below Sika AG
realized regional price

Major account distributor publicly
switches up to 20% of Sika AG SKUs to
competitor own label or bundle

Digital-native or sustainability disruptor
wins first tier-1 public sector or utility
tender

Competitor offers digitally-enabled
“spec-in" configurator for major OEMs
or owners

RATIONALE

Indicates digital channel acceleration,
risk of customer migration to digital-
first procurement

Escalation from standard promotional
cycles to potential price war

Early sign of channel lock-in or
contract switching

Proof of disruptor traction, channel
shift risk

Risk of technical/project client lock-
out through digital value-add

REQUIRED SIKA AG RESPONSE

Activate digital parity pilot, initiate commercial
engagement with top digital accounts, sharpen pricing
guardrails in affected territories

Empower local commercial teams with price
harmonization playbooks, escalate to executive
monitoring

Immediate escalation to channel leadership, deploy
selective defensive rebates or strategic partnership
negotiation

Accelerate own product innovation/branding in
sustainability, deploy targeted PR/counter-message in
affected sector

Strengthen specification sales, launch
matching/differentiated value proposition to at-risk
accounts

Each trigger is defined tightly for operational monitoring (source: internal analysis; validate with market intelligence

tracking).

8.7 Sika AG Exposure Prioritization & Competitive Pressure Cost-of-Inaction

o True priority: Sika AG's real threat envelope is not “all competitors, everywhere,” but specifically:

o Price compression and digital procurement in standard volume products

o Channel lock-in and specification loss at project/OEM levels

o Emerging digital disruptors in their rapid scaling phase

» False priorities: Defensive spend against minimal or latent threats will dilute attention and resources, worsening

cost-of-inaction on the profit pool actually being contested.

« Compounding impact: Each 6-12 month cycle without sequenced threat-driven resource reallocation compounds

share leakage and margin loss. At Sika AG's European scale, deferment of digital and pricing discipline even by two

quarters is likely to result in c. 0.5-0.8% EBIT exposure annually (from previous chapters), an opportunity cost that

is both avoidable and accumulative.

Explicit Call to Action

Board and executive priority for Sika AG:

» Immediate and sustained focus on digitally-enabled pricing parity and channel defense in standard lines

» Rigorous monitoring of the five trigger points, with executive sponsorship of rapid response

o Cessation of diffused defensive effort—strict prioritization to “Critical” and highest-salience “Emerging"” threats for

the next 12-18 months

Cost of inaction statement:

If Sika AG does not recalibrate its defensive response in line with this prioritized threat register, competitive EBIT

attrition in exposed product lines will continue to compound—resulting in structural margin loss, share erosion, and

down-the-curve bargaining power in Tier 1 European markets.
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9. Competitive War Game Analysis - Sika AG

Sika AG's position as a technical and service leader in engineered chemical products is facing rapidly intensifying
dynamic threats across its European standard catalogue businesses. This chapter delivers a scenario-driven, board-
grade war game analysis that quantifies the most critical counter-moves and disruptions likely to be made by tier 1
competitors (notably Mapei and Saint-Gobain), shapes their probable timelines, audits Sika AG's core strategic
assumptions, and details the most acute risks and structural exposures that the company will confront over the next 18
months. The analysis is built upon prior quantification ("as mapped in Chapters 3, 5, and 8") of Sika AG's EBIT
exposure—0.5-0.8% per annum on 40% of standard volume—should defensive tactics be delayed or reactive. Every
recommended counter-move is calibrated to this threat envelope, integrating the real behavioral economics of
procurement, channel, and customer switching inertia at Sika AG's scale.

9.1 Competitor Move Prediction

Sika AG must anticipate not only initial moves but sequential countermoves across both Critical and Latent threat
layers.

Critical Threat Competitors:

Mapei

« Move 1: Expanded digital procurement portal integration for standard products (12-18 months)

o Confidence: High (pattern of ongoing digital investment and public statements)

e Move 2: Volume-based rebate campaigns targeting Sika AG key distributors (6—12 months)
o Confidence: High (previous campaigns in selected markets)

« Move 3: Regional partnership/acquisition with specialist applicator firms to anchor aftermarket footprint (9-18
months)
o Confidence: Medium (recent partnership signals, but not yet full acquisition)

Saint-Gobain

e Move 1: Price-matching pledge on commodity adhesives and mortars, distributed via digital channels (6-12
months)
o Confidence: High (noted price undercutting behavior)

« Move 2: Strategic acquisition of local logistics/service platform to reduce lead times and capture channel service
margin (12-18 months)
o Confidence: Medium (publicly articulated platform strategy, but M&A cycle risk)

e Move 3: Accelerated launch of green product SKUs for large project tenders (6-9 months)
o Confidence: Medium (high-profile R&D releases, but time to scale uncertain)

Latent/Disruption Layer Competitors:

Digital Procurement Startups (Tier 3)

e Move 1: Channel partnership with regional buying groups and co-developed price-transparent marketplaces (6-9
months)
o Confidence: Medium (observable platform push, but adoption curve risk)
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e Move 2: Real-time alternate product suggestion at point of order to drive Sika AG out of repeat baskets (3-6
months)
o Confidence: Medium (incremental feature deployment spotted in pilot markets)

Prediction windows and confidence levels are analytic estimates; actual timelines will hinge on capital market
behavior and channel resistance.

9.2 War Game Scenarios Table

TRIGGER COMPETITOR MOVE MARKET REACTION RISK COUNTER-MOVE

Sika AG increases standard Mapei/Saint-Gobain instant price-  Price-driven churn among Hiah Targeted rebate controls +
. . . - 19 .

product prices by 2% matching & rebate campaigns top 25% distributors compliance package

Sika AG launches digital

. Mapei accelerates own digital OEMs, distributors demand . Fast-track integration with
configurator for standard i L . . i Medium
SKU tools with marketplace tie-ins “minimum digital parity” top 3 OEM platforms
s
Sika AG reduces channel Competitors offer higher margin Distributors threaten or Hiah Locked service bundles,
19
margin to improve EBIT split to key accounts execute partial switch volume-back rebates
Mapei acquires a major Accelerated fulfillment, service Sika AG's channel "moat” T Preemptive co-investment
i
regional logistics partner response leapfrogs Sika AG in region erodes s with logistics leader
Saint-Gobain launches broad . ) L -
. X Full-scale campaign targeting Market share at risk in bids . Co-branded sustainability
“green” line undercutting A . o o Medium o .
i government/large infra tenders with sustainability criteria validations + audit access
price
. . . . . . Dynamic pricing +
Digital startup wins channel Price transparency becomes Erosion of margin pool in . .
. . . High proprietary performance
deal with buying group norm, price spreads collapse exposed SKUs - h
ata pus

Table 1: Scenario-driven war game analysis focused on critical standard product exposures, built from cross-chapter
threat evidence (source: internal analysis based on stated business context).

Scenario Logic Explained

o Price Increase War: If Sika AG increases standard product prices, Mapei/Saint-Gobain will immediately match or
exceed with visible rebates, pulling the most price-sensitive distributors. The risk is not limited to churn but triggers
lasting price compression cycles, quantifying as 0.5-0.8% EBIT at risk over exposed volume. The only viable
defense is to pair any price action with value-based packages (service, compliance certification) and deploy
forensic campaign targeting on rebates.

» Digital Configurator Move: Launching a digital frontend is table stakes, not differentiation—competitors will mirror
quickly, and channel partners will push all suppliers to match. Sika AG can soften this commoditization by
"leapfrogging” into direct OEM and distributor system integration, not just a standalone tool.

o Channel Margin Squeeze: Any reduction in channel margins can be weaponized by rivals to “poach” key
distribution networks, undermining Sika AG's critical reach. Defensive moves must lock in with multi-year
agreements bundled with service and close monitoring.

o Competitor Logistics Acquisition: Competitors using logistics or service provider acquisitions to compress delivery
times puts Sika AG's "breadth of service" advantage at risk. Proactive partnerships or light asset co-investments,
before public announcements by rivals, are required to avoid being leapfrogged.

» Sustainability Campaign: Saint-Gobain pushing “green” lines at discounted prices in project tenders can undercut
Sika AG's value story. The only defensible move is to use co-branded validations and independent audit
transparency, shifting focus from price to trust and compliance.

- Digital Marketplace Disruption: Should a digital startup or buying group partnership introduce full transparency in
distributor-to-OEM pricing, Sika AG's margin on commodity lines could collapse rapidly. Active participation in
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channel data initiatives and rolling out proprietary performance data can help differentiate.

9.3 If-Then Playbooks

1. Price War

IF Mapei or Saint-Gobain responds to a Sika AG standard-line price increase with aggressive retail rebates,

THEN Sika AG must deploy ultra-targeted tactical rebates only for “at-risk” key accounts—simultaneously auditing
rebate effectiveness by distributor—and reinforce value stories (compliance, warranty extension).

BECAUSE indiscriminate rebates erode margin and fail to stem targeted share loss; tactical action preserves core
EBIT, as supported by past patterns (“as quantified in Ch 4/Ch 8").

. Digital Feature Parity

IF competitors accelerate configurator and digital portal launches after Sika AG goes live,

THEN Sika AG must prioritize direct integration of configurator APIs into top-10 OEM/distributor ERPs, not just
surface-level web tools.

BECAUSE minimum digital parity is not enough—integration lock-in is harder for competitors to mimic and valued
most by top buyers.

. Distributor Poaching via Channel Margin

IF competitors offer a higher channel margin following a Sika AG reduction,

THEN Sika AG must immediately negotiate multi-year, volume-based agreements secured by exclusive
service/warranty bundles, refusing to match blanket margin increases but “buying” key relationships with non-
financial value.

BECAUSE this approach is less costly than margin-matching across all accounts and locks in the most at-risk
nodes.

. Competitor Logistics/Service M&A

IF a major rival acquires a regional logistics or applicator partner,

THEN Sika AG needs to trigger pre-approved partnership models or minority investments with alternate providers
within six months,

BECAUSE response lag means channel service differentiation advantage will evaporate in the affected region.

. Marketplace-Driven Margin Collapse

IF digital procurement startups achieve critical channel deals and make Sika AG pricing visible and comparable,

THEN Sika AG must roll out dynamic pricing engines for exposed SKUs and invest in closed-loop channel
performance data programs.

BECAUSE relying on historic price opacity is not feasible; performance data (delivery, service) is the last defensible
differentiator beyond price.
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9.4 Assumption Audit

ASSUMPTION WHAT WOULD INVALIDATE IT FRAGILITY  WHAT TO MONITOR
. Sudden multi-account poaching via Distributor churn rates, margin
Channel partners are slow to switch . Moderate
margin wars requests

Technical & compliance service remains a Competitors' successful recruitment of P Competitor partnerships, service
oderate

defensible moat key service firms switch trends

Digital parity is not yet expected by . - . . Tender specs, customer digital

. Rapid OEM RFP digital requirements Fragile .
majority buyers adoption
Sustainability criteria is a value premium, Competitors undercut Sika AG with E— Tender losses, price-premium
. . ragile .
not a price-basis "green” low-cost offers win rates
Data transparency will remain low in core . . . Marketplace launches, channel
Digital startup/buying group breakthrough Fragile .

European markets pricing leaks

Rebate programs can be tightly Distributors exploit programs for margin P Rebate spend, effectiveness by
oderate

controlled/targeted gains account

Service co-investment can preempt Mapei/Saint-Gobain secure exclusive Fradil Local M&A rumors, partner
ragile

channel M&A logistics before Sika AG exclusivity deals

Table 2: Strategic assumption audit for Sika AG — all scenario planning should be tied to these risk levers. “Fragile”
assumptions require accelerated monitoring.

9.5 Red Team Perspective

If | were Mapei (Critical competitor):

Our assessment of Sika AG reveals structural over-dependence on legacy distributor loyalty and incomplete channel
analytics in standard product lines. Sika AG’s focus on technical projects leaves its catalogue commodities exposed.
We would double down on digital procurement integration for standard SKUs—tying our own pricing to instant,
programmatic rebates that automatically undercut Sika AG at the basket level. We will target their most entrenched
distributors with temporary headline margins and exclusive fast-fulfillment pilots, driving a perception of superior
speed and digital hygiene. Concurrently, we would pursue a partnership or minority acquisition of a leading applicator
network in Northern Europe, neutralizing Sika AG'’s historical service edge regionally. The goal is to create a wedge in
their core EBIT pool, not just nibble at volume, heralding a new procurement norm where Sika AG's premium no longer
commands automatic acceptance.

Sika AG should expect their direct rivals to exploit every structural legacy, rapidly. Without pre-emptive, scenario-
based action, competitive moves will compound rather than merely erode margins seasonally.
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9.6 Visual: Competitor Move Timeline

Mapei: Digital Rehate Campaign

I
Mapei: Service Applicator M&A _
Saint-Gobain: Price Match Program _
Saint-Gobain: Logistics Acquisition _
Digital Startup: Buying Group Channel -
1

3 & 9 12 15 18
Months from Present

Digital Startup: Real-Time Alt Suggestion

=

Figure 1: Predicted timeline for competitive moves against Sika AG, 0-18 months. Source: internal analysis based on
stated business context.

9.7 Visual: Assumption Fragility Table

ASSUMPTION INVALIDATION TRIGGER FRAGILITY
Channel switching inertia is sufficient Major distributor swap on rebate/margin grounds Moderate
Technical/Compliance service cannot be replicated New branded applicator or logistics acquisition by rival Moderate
Digital parity not yet an expectation OEMs/distributors demand integrated digital APIs Fragile
Sustainability premium persists for Sika AG Discounted “compliant” lines from Saint-Gobain/Mapei Fragile
Low data transparency in channels holds New digital marketplace adoption Fragile

Figure 2: Visual representation of Sika AG’s core assumption fragility across exposed segments. Source: internal
analysis.

Cost-of-Inaction Statement:

Every quarter Sika AG delays pre-emptive, scenario-driven counter-moves in pricing, channel management, and digital
integration, EBIT erosion in standard products compounds against an accelerating rival response base. This exposes
not only short-term gross margin compression but also erodes Sika AG's negotiating power, creating a ratchet-down
effect on both channel loyalty and future pricing power.

Call to Action:

Sika AG's board and commercial leadership must immediately approve, resource, and sequence scenario-based
counter-moves that explicitly stress-test channel loyalty, digital integration reach, and rebate efficacy—using the
above war game analyses as an operational blueprint. Allowing competitors to dictate tempo on any of the highlighted
triggers is likely to permanently reset Sika AG's profit pool, especially in digitally exposed and price-transparent
segments.
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10. Defensive Playbook - Sika AG

Sika AG faces quantifiable competitive risk in its European operations, especially across standard product lines
exposed to price-driven churn and digital procurement disruption. This defensive playbook prioritizes protection of
core earnings, establishes clear “defend vs. do not defend” boundaries, and operationalizes all recommendations for
near-term business resilience. Every initiative is tied to the vulnerabilities mapped in Chapter 7, price and margin
exposure in Chapters 3 and 5, and war game findings from Chapter 9. Guidance is grounded in Sika AG's business
model, supply chain realities, and the specific pressure points arising from direct competitors (Mapei, Saint-Gobain,
MBCC/BASF), regional disruptors, and digital entrants.

10.1 Defend / Select / Abandon Classification — Sika AG European Product &
Market Positions

DEFEND AGGRESSIVELY

o Aftermarket installed base (OEM and specification-driven projects): Margin pool is structurally higher; high
switching costs due to embedded warranties, service agreements, and maintenance cycles. Loss is irreversible and
would require multi-year re-entry.

» Engineered solutions in regulated/construction-critical segments: Compliance and technical trust are unique
competitive moats; credibility loss in “spec-in" projects would damage premium brand positioning broadly.

o Core distributor relationships in DACH & Northern Europe with solution-selling pull-through: These relationships
defend technical support premium and anchor recurring revenue streams; loss enables direct competitor

penetration into premium segments.

o Co-branded OEM partnerships in green construction / sustainability-certified systems: These positions enhance
lock-in, meet regulatory requirements, and are central to Sika AG's sustainability and value-selling narrative.

DEFEND SELECTIVELY
» Standard product distributor relationships in non-core Southern/Eastern Europe: Defend only if operating margin

remains above 8%; if competitor discounts >20% and channel churn accelerates, shift to harvesting mode.

* Volume-based commodity SKUs in mid-market channel: Retain via targeted price matching and limited support
only where local share feeds premium lines; disengage if price wars drive margin below company hurdle rates.

DO NOT DEFEND / ACCEPT DECLINE

« Price-only generic catalogue tenders (non-strategic, undifferentiated product lines): Cost structure disadvantage
vs. Mapei, Saint-Gobain, and regionals makes defense margin-destructive; price competition erodes value in
higher-margin segments by precedence.

« Small, unprofitable distributors with no digital integration or loyalty levers: Low volume, high servicing cost, and
high churn risk mean that defensive resource allocation is value-destructive.

» Non-core standard SKUs exposed to digital procurement platforms in price-only channels: Defending these
dilutes digital investment from priority segments and dissipates technical competence; reallocate towards
compliance/service digitalization.
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10.2 Retention Defense - At-Risk Customer Segment Lock-In Strategies

INVESTMENT VS. REVENUE

SEGMENT RETENTION RISK LOCK-IN STRATEGY LEADING INDICATORS
PROTECTED
. Competitor warranty . . Warranted renewal Medium (0.2-0.4% of at-
Aftermarket installed . . Renewal-linked warranties, . . X
matching, discount i drop, price-matching risk revenue); protects 3x
base . bundled services, SLAs . .
service programs signals margin pools

Channel switching on
Large technical . digital Workflow/data integration, Order velocity, RFP High (up to 0.5% revenue);
rice or digita
contractors/OEMs 3 < . project co-design, spec-in content change loss recovery time >2 years
procurement shift

. Price-based share Exclusive supply terms, . Low-medium (0.1-0.2%
DACH premium X . . . . . Digital order volume L
. migration, digital channel joint business planning, . revenue); secures pipeline
distributors . ratio drop X .
encroachment data sharing to premium lines

Insight: Sika AG must directly invest in workflow integration and contractual/technical lock-ins for the three most
exposed revenue streams. Relationship deepening must be tied to quantifiable cost-to-retain and relative margin pool
at stake. Triage is mandatory—it is neither practical nor value-accretive to defend all current customer relationships
across Europe.

Leading Indicators to Track:

o Drop in warranty renewals or technical service uptake
o Channel share decline against named competitors by region/SKU

o Early RFP/"spec-out” threats from digital procurement platforms

Investment Estimate (conservative scenario model):

e For core "defend” segments: EUR 2-4M incremental OPEX annually (~0.3-0.5% of revenue exposed), split across
digital integration, commercial team incentives, and joint business planning (label: estimated from public signals;
validate internally).

Cost/risk of inaction: Every 6 months of unaddressed exposure in these segments compounds share loss and results

in a minimum 0.2-0.3% incremental annual EBIT erosion (as previously quantified).

10.3 Positioning Defense - Moat Hardening and Messaging

A. Moat Signaling: Sika AG must systematically reinforce its technical competency, compliance rigor, and service
reliability in all market communications, especially in tenders, commercial negotiation, and digital procurement
settings.

» Action: Deploy category-defining language around “regulatory trust,” “lifecycle guarantee,” and “project-critical
reliability” across all European customer touchpoints, especially for segments at risk of being recast as
commodities.

o Competitive Neutralization: Directly counter competitor price claims with compliance/certification messaging
("Lowest cost does not equate to lowest TCO").

o Category Definition Opportunity: Define mid-to-premium cementitious and chemical solutions as “certified

lifecycle systems,” not bulk commodities—anchoring market expectation around Sika AG's unique value stack.

B. Tactical Messaging Adjustments:

» Target technical/engineering buyers with compliance audit histories and risk-mitigation evidence, not just technical
data sheets.

« Parallel messaging to procurement audiences: “Lowest lifetime claim rates in European installations,” “Service
reach covers >XY regions,” “Zero unplanned downtime in mission-critical projects—validated by peer
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benchmarks.”

C. Competitive Positional Moves:

* Pre-empt Mapei and Saint-Gobain price aggression by publicly reaffirming investment in compliance audits, field

technical support, and digital order management track records.

Resource Requirement: Recalibration of EMEA marcom and technical sales materials—EUR 0.3-0.5M, 3—-4 month cycle
(label: conservative scenario model). This is not a pure cost; it is strategic margin protection.

10.4 Feature Parity Response - Product & Service Gaps
High-Priority Gaps:

EXPLOITING DEFENSIVE APPROACH INVESTMENT
TIMELINE

COMPETITOR(S) ACTION (BUILD/BUY/PARTNER) ESTIMATE

Real-time pricing in Mapei, Saint-Gobain, Close feature

o o Partner/Buy (API access) <90 days EUR 0.2-0.4M
distributor channels Digital Entrants lag
Automated self-service . Build Build (internal/external 3-6
Digital Entrants . EUR 0.6-1.0M
order management (integrate) dev) months
Sustainability compliance . . . Partner with 3rd-party -2
o Saint-Gobain, MBCC Match/certify . EUR 0.1-0.3M
reporting in SKU-level offers audit quarters

Decision Matrix: Only invest in feature parity if (a) exposure is >5% of channel segment revenue, AND (b) margin pool
is defensible with moat support. Marginal product lines with purely digital feature-driven churn should not receive
defensive investment (capture in “do not defend” above).

Impact: Targeted feature closure across exposed segments reduces channel churn risk by an estimated 10-15% and
preserves >0.2% EBIT on standard product volume (estimated from public signals; validate internally). Failure to reach
parity by next purchasing cycle risks accelerated share loss and loss of “default” supplier status in digital procurement
settings.

10.5 Cost Structure Realignment — Resource Reallocation

Drawing directly from the benchmarking findings in Chapter 5:

A. Reduce Investment in Table-stakes Capabilities

o Customer support for undifferentiated SKUs: These are commoditized; all competitors offer similar support.

Reduce commercial team allocation and technical support call coverage for these product lines.

» Brochure-level documentation or standard compliance for generic products: Restate compliance in digital format;
deprioritize updates and local adaptation for pure commodity SKUs.

B. Increase Investment in Moat-Building Capabilities

o Compliance & audit-based technical service teams: Expand technical training and enable compliance validation
for "defend” product lines.

» Digital integration teams for target distributors: Prioritize in-house or nearfield digital project management for the
most exposed premium channels.



Net Resource Reallocation: Target a budget-neutral shift—reduce OPEX and commercial headcount on “do not
defend” SKUs/distributors by EUR 1.5-2M (estimated from public signals; validate internally), redirecting savings to
technical support and digital engagement initiatives with a proven link to margin resilience. Monitor at 6-month

intervals; rebalance further as results are tracked.

10.6 Partnership & Ecosystem Lock-in

Priority Actions:

» Exclusive or preferred supplier agreements with top 5-10 DACH and Northern European distributors, tied to digital
data-sharing or demand forecasting integrations. Strengthen contractual terms around data workflows,
replenishment, and technical collaboration.

o Integration with third-party digital procurement platforms (e.g., APIs to major European digital procurement
engines) in a white-label or co-branded model, ensuring Sika AG feature parity and channel visibility.

» Data/Certification Partnerships: Partner with leading compliance audit bodies to provide automatic certification
export for every sale—turning compliance into a non-transferable switching cost.

o OEM/Contractor Co-innovation Forums: Formalize quarterly or biannual engagement forums where technical
roadmaps are shared in advance, making customers invested in Sika AG's future offers and processes.

Estimated Investment: EUR 0.8-1.5M annualized for initial system/API development, legal contracting, and business
development outreach (conservative scenario model—cost could be reduced via phased pilot).

Risk of Inaction: Every procurement cycle passed without renewed/exclusive partner terms compounds channel
leakage, turns Sika AG into a "me-too” supplier, and accelerates margin compression by up to 0.2-0.3% EBIT in
exposed regions.

10.7 Early Warning System - Dynamic Competitive Monitoring

A. What to Monitor

o Competitor pricing (public lists, tender outcomes, rebate escalation)

o Key distributor switching signals (order splitting, digital order adoption)

o Competitor product releases (web queries, SKUs, press releases)

o Channel partner hiring (commercial/sales roles targeting Sika AG accounts)
» Patent filings in adjacent chemical/construction categories

» MRA activities (especially regional scale-ups, channel consolidations)

« Digital procurement adoption rates in key segments (via channel partner data)

B. How to Monitor

» Set up automated web scraping of key pricing and product data (legal compliance checked per jurisdiction)

Quarterly competitive intelligence briefings for commercial and channel teams

Use third-party market intelligence platforms (e.g., Statista, IHS Markit) for structured data feeds (subscription: EUR
8-15K/year, SMB/midmarket EU, validate with vendor)

» Assign operational responsibility to Commercial Excellence or Strategy lead (owner: Commercial/Strategy Lead)

C. Trigger Conditions

. 10% shift in channel volume to competitor within one quarter (red-flag immediate defense)
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o Competitor price drop >5% in named exposed SKUs within 30 days (activate price/messaging defense)
» Unanticipated competitor product entry in a protected/regulatory segment (initiate accelerated moat reinforcement)

« Channel digitization exceeding 50% order share in distributor/region—initiate digital parity actions

Integration & Cadence:

» Reporting: Monthly intelligence reports auto-delivered to regional/segment owners

e Review: Quarterly review at executive level to assess whether defensive resource allocation matches evolving
threat pattern

Consequence of Inaction: Without a live early warning system, Sika AG risks being structurally outmaneuvered—
competitors can reprice, launch, or poach channels without Sika AG visibility, causing unmanaged margin and share
attrition.

10.8 Defensive Playbook Summary Table

STRATEGIC
RATIONALE

RESOURCE
ESTIMATE

INITIATIVE DEFENSIVE KPI

RISK / TRIGGER

. Margin pool, Commercial EUR 2- Warranty renewal Drop >5% in renewals
Retain aftermarket base o .
switching cost Director 4M/year rate, lost share or >10% channel churn
L High ground vs. . . .
Moat messaging in : X EUR 0.3-0.5M Share of premium Competitor narrative
. price-only Marketing Lead i . .
premium segments » (one-off) tenders, NPS shift, spec-in erosion
competition
Feature parity on Prevent default Digital EUR 0.8-1.4M E-tool adoption rate,  <75% parity on peer
digital/distributor supplier status loss Integration (annual) deal wins feature list
Cost reallocation away Fund defense where OPEX/capex per >20% overrun in
N o CFO Budget-neutral .
from commoditized ROl is highest defended € EBIT legacy allocation
Ecosystem lock-in Make Sika AG hardto  Head of EUR 0.8-1.5M % channel on Competitor access to
(partnering, APIs) displace Partnerships (annual) exclusive terms key partners
Early warning & No surprises; buy EUR 10— Alert response time,  Intelligence latency
o . Strategy Lead . .
monitoring time for response 20K/year scenario drills >30 days

10.9 Defensive Prioritization Roadmap

Retain Aftermarket Base

Moat Messaging

Cost Reallocation

Ecosystem Lock-in

Early Warning

0 1 2 3 4 5 6

7 8 9

Relative Impact (10 = existential protection)
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Figure 10-1: Sika AG Defensive Playbook initiatives prioritized by estimated impact (internal analysis)
Source: internal analysis based on stated business context

10.10 Risk Surface and Call to Action

If Sika AG does not execute sequenced, clearly triaged defensive playbooks in standard product and premium
OEM/technical segments, margin exposure already quantified at 0.5-0.8% EBIT (see Chapter 8) will compound
structurally each cycle. The single biggest risk is dissipating resources by defending non-strategic commodity lines—
this erodes both financial return and future strategic flexibility. Every quarter delayed raises the cost-to-recover, gives
competitors deeper channel access, and makes it harder to reclaim brand or technical high ground.

Call to Action: Executive leadership must lock the “defend vs. do not defend” matrix now—specifying aggressive
retention and moat re-investment for the core, harvesting/exit where defense destroys value, and committing to
dynamic monitoring. Resource-neutral reallocation should be finalized within the next cycle, with accountability for
each priority assigned by role, not project. Delay is not neutral: unmanaged exposure accelerates both margin

compression and brand erosion, closing the window for strategic offense (see next chapter).
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11. Offensive Opportunities — Sika AG

Sika AG's future margin and share security in Europe requires not only firm defense but offensive redefinition of where,
how, and on what terms it competes. This chapter builds a quantified, actionable playbook to attack competitor
vulnerabilities, capture adjacent profit pools, shift the competitive dialogue, and create positions others cannot copy—
anchored in threats identified in Chapters 4-10. Each offensive recommendation explicitly ties to Sika AG's rival
landscape: Mapei, Saint-Gobain, MBCC (BASF), Henkel, PCI/Ardex, and digital disruptors.

11.1 Competitor Vulnerability Map

Sika AG's main European rivals display critical weaknesses that are exposed by changing buying behavior,
digitalization, and their own business constraints. Below, each major competitor is mapped with two to three key
vulnerabilities, the segment most exposed, and a tailored Sika AG exploit strategy.
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1111 Vulnerability Table

COMPETITOR

Mapei

Saint-Gobain

MBCC/BASF
(PCI)

Henkel

PCI/Ardex

Digital
Disruptors

VULNERABILITY

Over-exposure to volume, low
differentiation

Weak technical service in
regulatory niches

Overreliance on distribution,
patchy digital

Product range complexity, slow
innovation

Business model in transition,
post-acquisition distraction

Higher-cost base limits price
competition

Over-indexed in DIY,

underweight B2B site

Innovation pipeline not focused
on compliance

Niche regional strengths, weak
pan-European recognition

Technology-led but weak in
technical advisory, compliance,
and long-cycle service

Price transparency erodes
margin, but few offer
differentiated logistics/service

MOST EXPOSED SEGMENT

Standard commodity
mortars, adhesives

High-compliance repair,
waterproof

Builders’ merchants, digital
channels

Catalogue adhesives,

accessories

Cross-sold multi-chemistry

lines

Mid-volume standard
products

SME contractors, smaller
project buyers

Commercial/industrial

adhesives

DACH-region mid-market

Digital B2B marketplaces
for standard SKUs

Large project, urgent
delivery

SIKA AG EXPLOIT STRATEGY

Launch value-based, compliance-certified
alternatives; double-down technical and digital
specification with dominant spec-in tactics in core
projects

Target specifiers/distributors in compliance segments
— offer bundled assurance/services

Accelerate direct digital portal engagement for project
buyers; run targeted commercial pilots with top project
clients; pilot integrated digital project tracking

Launch tightly rationalized, high-availability standard
line—promote “always in stock” promise; channel
lock-in through guaranteed fulfillment

Move swiftly to win displaced buyers through
proactive technical sales; guarantee continuity and
support for "at risk” customers

Run disciplined counter-discounting only on key SKUs
to force margin squeeze on vulnerable lines; avoid
deep price wars on non-core lines

Out-service through onsite support, rapid deliveries—
capture project business Henkel is structurally slow to
serve

Direct buyers toward Sika's higher-certification and
sustainability credentials as procurement requirements
rise

Focus on cross-border accounts; bundle DACH
expertise with Sika's pan-EU logistics and service for
multi-region accounts

Use technical specification tools tied to compliant
products; allied partner programs that include post-
purchase technical support and on-site warranties

Offer guaranteed project deliveries and site logistics
support unavailable from tech-only competitors

Table 11.1: Map of principal competitor weaknesses (based on Chapter 4) and tailored Sika AG offensive strategies.

11.1.2 Commentary

* Mapei's single-minded volume push and weak embedded engineering open technical/compliance lines to premium

capture and channel lock-in.

o Saint-Gobain's scale is double-edged: channel-driven models and slow digital interface for project owners make

them vulnerable to buyer disintermediation.

 MBCC/BASF, amid corporate transition, risks client attrition from uncertainty—Sika AG can pre-empt with stability,

technical continuity, and targeted win-backs.

» Digital disruptors cannot offer integrated compliance, technical aftercare, or on-site support at scale—these are

sustainable Sika AG counter-positions.

Immediate Exploit Recommendations
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» Product/Channel Lock-in Campaigns: Use “certified compliance + rapid logistics” as the offer competitors cannot
efficiently match, especially in regulatory segments.

» Technical Service Targeting: Deploy Sika AG technical field reps where Mapei and Saint-Gobain offer only

catalogues—spec-in Sika AG for critical projects.

Every month of inaction allows these vulnerabilities to close—Mapei and Saint-Gobain in particular have accelerated
European digitalization initiatives, which may erase Sika AG's current opportunity window.

11.2 Adjacent Profit Pool Capture

Bain's profit pool expansion logic directs Sika AG to systematically prospect and penetrate non-core and adjacent
segments where competitors are structurally weak, segment profitability is higher, and where Sika AG can credibly
build or extend capability.

11.2.1 Priority Pools (Estimated from Public Signals; Validate Internally)

MARGIN INCUMBENT RATIONALE FOR OPPORTUNITY
ADJACENT POOL ACCESSIBILITY ENTRY STRATEGY

PROFILE DEFENSE ACTION SIZE*

. . Partner with digital
Rapidly growing,

High . construction
. i project managers EUR 5-8M EBIT
Digital project (software- . . . workflow SaaS; o
. ) Medium Low increasingly . . within 2-3 years
collaboration tools  like, 15— - . integrate Sika AG X
requiring digital . (conservative)
30%) ) material datasheets,
interface

technical support

Build bundled “Sika
Turnkey

. . Buyers increasingly Compliance+"
compliance & High . o EUR 3-5M EBIT
o . High Low outsource consultancy, piloting
certification (premium) K . i . over 2 years
. compliance/HoC in complex industrial
services
procurement
Onsite logistics & Medium- Buyers pay for o
i X . Launch pilot in urban
rapid fulfillment high assurance of no- .
. . . markets; partner with  EUR 2-3M EBIT
add-ons (for (service Medium Very Low delay delivery; . o o .
. . . last-mile logistics in pilot regions
standard but premium, 8- disrupts digital-only X
. . provider
urgent projects) 12%) rivals
Project data and o
. Sustainability .
compliance . . Build dashboards as
disclosure in EUR 1-2M EBIT
dashboards (SKU . . add-on to core offer
N Medium Medium Low procurement (connected to
traceability, . (not as separate
mandates is core sales)
usage, CO, SaaS)

. expanding
impact)

Source: estimated from public signals, actuals depend on Sika AG conversion rates.
Opportunity Filtering (see Figure 11.1 below):

» Focus on pools where current competitor defense is weak—avoid direct price war in saturated standard lines.

o Emphasize integrated, value-adding offers Sika AG can credibly deliver through existing technical, digital, and
logistics assets.

11.2.2 Chart: Offensive Opportunity Matrix

Figure 11.1: Sika AG Offensive Opportunity Matrix; top right = most promising offense (internal analysis, not external
data).
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11.3 Positioning Shifts: Redefining Competing Dimensions

Defensive play alone accelerates commoditization. Sika AG can reset the buyer evaluation criteria in segments now

drifting to price or digital-only competition by redirecting attention to dimensions where its advantages are sustainable.

11.3.1 Current vs. Proposed Competitive Dimensions

Current Competitive Dimensions (Standard Segment):

List price
Speed/availability of standard SKUs
Digital "one-click” procurement

Channel discounting

Proposed New Dimensions for Incumbent Segments:

Proven compliance and audit traceability (mandated by new procurement standards)
Integrated project management support (digital + human)

Sustainability credentials (measured, independently verified)

Guaranteed logistics and site support (not just delivery, but project integration)

Data-driven TCO (total cost of ownership) vs. lowest price

11.3.2 Tactics to Shift Evaluation Criteria

Procurement Educator Play: Develop and circulate sector-specific procurement guides comparing “hidden cost of
non-compliance” and “project rework risk” between Sika AG and price-led competitors.
Specification Lock: Enhance Sika AG's digital design/spec platforms to make Sika AG default in compliant

workflows, actively marketed to specifiers and large project managers.

Sustainability Certification as Table Stakes: Accelerate roll-out of independent third-party sustainability labels; tie
logistics support to CO, tracking dashboards embedment.

Failure to influence these buyer criteria leaves Sika AG permanently vulnerable to price-transparent digital

procurement rivals and sets up a race to the bottom in margin.

11.4 Counter-Positioning Opportunities

Counter-positioning is the art of investing where competitors structurally cannot or will not follow—creating a trap.

Sika AG, unlike price-only rivals, can embed differentiated service, logistics, or compliance in ways that would erode

competitors’ core models if copied.
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11.4.1 Counter-Positioning Table

SIKA AG'S EXECUTION

OPPORTUNITY WHY COMPETITORS CAN'T FOLLOW LEVERS COMPETITIVE TRAP EFFECT
Integrated compliance Price-led rivals cannot afford Sika AG's compliance Traps Mapei et al. into a choice: erode
and service bundle on service cost; digital disruptors lack track record and their own margins with costly support,
standard lines regulatory/audit infrastructure technical workforce or yield profitable projects

Sika AG's evolving
CO, transparency + Digital entrants lack field presence, o Forces rivals to invest in infrastructure
o . sustainability data and . .
logistics assurance Tier 1 cannot move fast enough . unsuited to their cost model
site-level execution

Onsite technical support Channel-driven models cannot . . . Creates a value threshold that digital-
. . . . Sika AG's direct project . i
as default (not premium realign incentive mix without . and channel-driven rivals can't match
. support history . . . X .
add-on) channel conflict without disrupting their core economics

11.4.2 Execution Risks and Triggers

 Internal complexity: Ensuring field/service resources are not overextended in offensive segments
o Pricing clarity: Must communicate the uplift of bundled offerings without muddying list/distribution price logic

o Channel incentive friction: Some distributors may resist new bundled offerings—pilot with select progressive
partners first

11.5 Whitespace Identification

Despite market concentration, several European buyer needs remain structurally underserved, especially where digital

platforms and large incumbents have, by design, undershot value creation for “difficult” or low-visibility segments.

11.5.1 Whitespace Table
ESTIMATED MARKET
UNMET NEED WHY UNDERSERVED SIKA AG SOLUTION S
SME contractor Both digital and channel-driven rivals focus on Launch a single-invoice, rapid EUR 10-15M p.a. (EU
"total project in a largest buyers, neglecting small project delivery, field-support bundle for region, estimated from
box” coordination and integration services <€30K project segment public signals)
Urban renovation, . L . Micro-fulfillment pilots, possibly .
X Standard fulfillment/logistics designed for bulk; . o o EUR 3-5M p.a. (pilot
rapid-response . . in partnership with urban logistics
o digital platforms lack agility/van support markets)
logistics startups
Localized . . . . Deploy native-language
. Only provided at high project value; regional K . EUR 2-4M EBIT near-
compliance . compliance guides and on-call
differences unaddressed term
advisory field experts for Tier 2/3 cities

Market size is directional, calculated by plausible Sika AG penetration at documented unmet need levels.

Failure to address these white spaces leaves Sika AG exposed to agile disruptors and low-cost new entrants who may

move quickly when procurement shifts.

11.6 M&A or Partnership Targets: Strategic, Not Opportunistic

Acquisition or partnership is justified only where it provides direct access to a defensible moat, eliminates a
competitive gap, or allows rapid entry into profit pools that Sika AG cannot build for itself on acceptable timescales or
risk. The analysis here is routed in competitive necessity, not abstract scale-seeking.



11.6.1 Target Profiles (Estimated from Public Signals; Validate Internally)

TARGET TYPE RATIONALE COMPETITIVE EFFECT PRELIMINARY SHORTLIST*
Digital construction workflow SaaS Anchors Sika AG as a go-to for project Locks-in project 2-3 leading EU software
integration (minority stake or managers, exploits Saint-Gobain's and managers to Sika AG vendors with
alliance) Henkel's digital fragmentation SKUs and standards PM/scheduling focus

. . o Enables Sika AG to credibly offer “last- Drives differentiation in . o
Urban/rapid project logistics startup . . X . . . Select city-scaled logistics

. mile” and micro-fulfillment services; project fulfillment -
(pilot or JV) o . k specialists
digital-only rivals cannot compete timeframes

Fills talent and local expertise gap,

Compliance consultancy/technical . . Converts compliance Niche advisory boutiques
X . raises bar for compliance as a must- . .
service bolt-on (acquisition or . . X . from cost to commercial in 3—4 most exposed
. have (widening Sika AG defensive . K
partnership) lock-in regions
moat)

Only entities with proven ability and cultural fit; shortlist should be pressure-tested before engagement phase.

Due Diligence Priorities
 Integration fit: Can they deliver at Sika AG operating standards without excessive onboarding/friction?
o Cultural + incentive alignment: Particularly for startup partnership, is a defensive alliance credible?

o Strategic “kill switch”: Only proceed if Sika AG can plausibly exit/combine offerings without stranded cost risk.

11.7 Portfolio Summary Table

OPPORTUNITY COMPETITIVE ESTIMATED EBIT IMPACT EXECUTION PRIORITY
CORE SEGMENT TARGETED
TYPE RATIONALE (EUR, 2Y, DIRECTIONAL) READINESS HORIZON
Compliance . X Undermines low-cost X . .
Technical/compliance buyers . 3-5M per key market High Quick Win
Bundles rivals
o Project managers and Beats overly channel- .
Digital Collab . 5-8M Medium 90-Day
specifiers locked setups
L . Urban and time-sensitive Exposes digital-only ) i 6-12
Logistics Pilot R . - 2-3M (pilot) Medium
projects rivals' physical gap Months
. . Small project buyers, Captures segment . 6-12
SME Project Suite 10-15M (EU) Medium
underserved contractors others won't serve Months
. Across above pools; varies Structural gap .
M&A/Partnership Case-by-case Variable As needed
by target closure

Source: internal analysis based on stated business context; actuals depend on Sika AG resource allocation and

execution.

11.8 Execution Guidance and Cost of Inaction

» Pilot-before-scale: All initiatives above should begin with a pilot in exposed regions/segments, using a 60-70%
realistic adoption rate for planning.

o Owner: Segment General Manager or Commercial Excellence Lead (depending on opportunity); IT only for digital
integration initiatives.

» Dependencies: Data flows from sales/service, logistics alignment, commercial incentive plan adjustment.

» Risks: Political resistance (channel/field sales), adoption fatigue if repositioning is not clearly communicated or

measured. Mitigate by sequencing wins, providing local proof points, and transparent communication.



» Metrics: Attributed project win rate, margin preservation on standard lines, attach rates of service/logistics to core
products, partner/Saas integration usage rates.
» Review Checkpoints: 90-day pilot results, 180-day share/margin diagnostic; disengage/adjust if competitive

response blunts first-mover effect.

Strategic Tension and Opportunity Cost

Every quarter Sika AG delays credible offensive moves, its channel position and standard line margin erode by an
estimated 0.5-0.8% EBIT (see Ch. 5, 8). As Saint-Gobain, Mapei, and digital actors advance digital procurement and
price transparency, passive defense fades into structural irrelevance. Offense—targeted, risk-tested, and sequenced
for viability—is the only path to sustaining Sika AG's European margins and buyer default status in exposed segments.
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12. Strategic Action Plan - Sika AG: Operationalizing the
Competitive Exposure Response

This action plan is developed exclusively for Sika AG, synthesizing the quantified findings of this competitive exposure
intelligence study into an executive-grade operational playbook. Every recommendation below is sequenced,
monetized, and mapped precisely to the competitive vulnerabilities and offensive opportunities detailed in prior
chapters, with direct alignment to the realities of Sika AG's revenue structure, market exposure, and organizational
capacity.

12.1 Strategic Trajectory — If Nothing Changes

If Sika AG pursues only incremental improvement, maintaining its traditional positioning as a full-range materials
manufacturer but deferring structural change, its European market position will erode through the following

mechanism:

+ Present State: Sika AG is a comprehensive materials supplier with strong engineering credibility, capacity in
technical solutions, and deep distributor relationships across Europe. Margin resilience derives primarily from
engineered/project support and regulatory/compliance-driven segments, while standard product lines increasingly
compete on price.

o Forward Trajectory (3-5 Years Without Action): Sika AG will transition to a pressured bulk supplier defending
legacy installed base as market momentum, pricing power, and new share shift to digital-first, price-agile
competitors (notably Mapei and Saint-Gobain). The standard product portfolio will be defined externally by digital
procurement benchmarks, service expectations will increasingly be commoditized, and channel power will
progressively migrate to those offering integrated, transparent, and self-service workflows.

o Structural Drivers:

o Share of standard product volume at risk rises from 40% toward 50%+ as digital procurement normalizes.
o Competitive pricing pressure further amplifies EBIT leakage, compounding by 0.5-0.8 percentage points per
year (as detailed in Chapters 3 and 5).

o Sika AG's technical moat weakens as service becomes expected, not differentiated—causing channel partners
to reconsider loyalties.

» Revenue/Margin Implication (estimated from public signals; validate internally):
o Annual catalogue revenue in standard lines declines 3-5%.

o Group-level EBIT margin on exposed volume erodes from current base by 0.5-0.8% annually, equating to EUR
20-32M cumulative risk over three years at current revenue density.

Strategic implication: Without decisive action, Sika AG's relevance in growth-driving categories declines, operational
margin contracts, and selective channel attrition accelerates. Each quarter of inaction compounds the addressable

margin leakage, making recovery more costly and dilutive over time.

12.2 Strategic Positioning Options

Sika AG's board faces real, divergent strategic paths. Each has clear trade-offs, investment envelopes, and margin
trajectories. The table below provides a concise decision matrix for executive alignment:
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STRATEGIC PATH

WHAT IT DEFENDS

WHAT IT SACRIFICES

INVESTMENT
LEVEL

MARGIN IMPACT

TIME
HORIZON

Full-Range
Manufacturer

Engineered Solutions
Specialist

Installed Base Service
& Lock-in

Digital Channel & OEM
Integration

Scale, full-distributor
coverage

High-margin technical and
compliance moats

Recurring support,
aftermarket loyalty

Digital project wins, spec-in
position

Sustainable margin,
pricing power

Volume, low-margin
catalogue sales

New spec-in/prestige
project share

Legacy field/channel
relationships

Low

Medium

Medium

High

Declining
Stable to
improving

High but limited
growth

Improving,
delayed

Source: Internal synthesis based on quantified exposures and options detailed in Chapters 3, 6, and 8.

Status quo

18-24

months

1218

months

24-36
months

CEO/Board Call: Inmediate moves should sequence engineered/specialized solutions defense and digital/channel risk

containment ahead of pure digital transformation. “Do minimum"” is not a strategic option—margin atrophy and

relevance risk compounds if decisions are deferred.

12.3 Top 5 Strategic Initiatives

Below are the forced-priority moves for Sika AG during the next 18 months, each directly mapped to competitive

exposures and opportunity-anchors from prior chapters.



INVESTMENT  EXPECTED SUCCESS

INITIATIVE (o]:N]Jeay]Y/ TIMELINE DEPENDENCIES
(EUR) IMPACT METRIC
Reduces
- Stabilize and . . EBIT Data
1. Digital . . . Head of Quick Win  150K-250K o . . Incremental
. rationalize pricing in . erosion in integration, X
Pricing i European (0-3 mo), (conservative o margin on
o Defensive  standard SKUs to . . vulnerable pricing
Discipline . Commercial  Full (6-12 scenario 5 standard
counter digital SKUs by authority K
Program Excellence mo) model) . lines
procurement threats 0.2-0.3 alignment
p-p.
Locks in
. ) 100K-200K
. Preserve/strengthen GM, Quick Win channel . . .
2. Service i X . (rechannel Field service Retention
. - engineered service Technical (0-90d); loyalty, . .
Differentiation ~ Both ) i . from low- mapping, of premium
. moat; clarify profitable Service Full (9-18 o defends -
Guardrails . margin field . partner input share
defend lines Segment mo) - premium
service)
base
Captures
3. Digital - . at-risk .
Launch digital self- Head of Pilot (0— IT interface, o
Channel i - 200K-400K volume, - Digital
. service for select Digital / 90d), . minimum
Partner Offensive . (pilot + boosts o channel %
. channel partners for Channel Expansion - distributor buy-
Integration R X rollout) digital i of sales
. rapid lock-in Manager (6-12 mo) in
Pilot channel
share
Introduce Offensive .
4. Bundled . . Category . Compliance X
X engineered/compliance 250K-500K conversion Win rate
Compliance- . ) Manager / 6-12 k K content,
. Offensive  value bundles in (integrative, versus . versus low-
Linked Offer . Regulatory months . marketing .
tendered categories to not net new) price cost bids
Launch . Lead collateral
decouple from price leaders
5. Channel Systematize . Prevents
. Central Build: 3-6 . .
Power & channel/churn triggers delayed POS/claim data  Proactive
. o - Sales Ops/  months, . )
Churn Early Defensive to avoid silent attrition Analvti R 100K-200K response, access, alert intervention
nalytics un:
Warning and "“invisible" share v . sharpens governance rate
Lead Ongoing
Platform loss posture

Note: Investment values reflect direct operational spend (internal+external), not headcount expansion; reallocation

options are expanded below. All figures: (conservative scenario model).

12.3.1 Initiative Timeline

A unified Chart.js horizontal bar chart below maps these initiatives, illustrating start, end, and overlap to guide
resource sequencing:

Digital Pricing Discipline

Service Differentiation Guardrails

Compliance Offer Launch

Channel Churn Early Warning

Months
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Figure 12.1: Strategic initiatives mapped by launch and duration (Months 0-18). Source: internal analysis based on
prioritized vulnerabilities and opportunity levers.

12.3.2 Initiative Priority Matrix
Each initiative's relative impact and effort are mapped below for sequencing and resource allocation.

Figure 12.2: Initiative priority matrix. Top right: most resource-intensive, greatest potential reward. Source: internal
analytic framing.

12.4 Quick Wins (0-90 Days)

These immediate actions build competitive momentum, shore up at-risk positions, and buy time for deeper structural

moves:
QUICK WIN DESCRIPTION OWNER KPI RISK DEPENDENCY
Identify/proactively fix undercut .
. . L Commercial % of flagged Channel POS
1. Channel Price Audit pricing in digital/procurement . . Low
Excellence prices adjusted access
channels
i Scrape/distribute early churn Sales Ops / Churn trigger i
2. Churn Signal Scrub Low Data mapping
indicators to frontline teams Analytics response rate
3. SKU
. . Pilot: Target 1-2 segments for value- Category Bundle uplift per Low- Marketing
Chemistry/Compliance .
. based bundle offers Manager volume Med signoff
Bundling
4. Digital Self-Service “Lite" Quick-launch portal for select Digital Channel Digital order L Partner buy-in
ow
Push partners (MVP scope) Lead penetration (pilot)
5. Win-Loss Battlecard Refresh sales tools with competitive Field Sales . Battlecard
. . . Use in tender (%) Low
Updates win narratives from this study Enablement content

Note: Each quick win should be paired with a simple exit criterion to enable rapid scaling OR switch-off based on

early learnings.

12.5 Resource Reallocation

Competitive findings indicate budget can be reallocated within current OPEX to fund the above priorities—reducing

spend on activities shown to generate declining returns:

FROM (CURRENT SPEND AREA)

Non-differentiated field service

Generic marketing across SKUs

Unstructured channel
discounting

Low-ROlI technical seminars

Ad hoc churn recovery spend

TO (PRIORITY INITIATIVE)

Service Differentiation & Compliance
Bundling

Bundled/compliance offer launch

Digital Pricing Discipline

Digital channel pilot

Early warning platform & insight feeds

RATIONALE

Technical service is only moat in critical segments

Standard SKUs no longer win on “awareness"—must
bundle

Price transparency now defines marginal volume

Channel loyalty now driven by integration, not events

Proactive intervention beats recovery attempts



Source: Derived from Chapter 5 cost structure and validated against exposure risk pools.

Budget-neutral guidance: Reallocate up to EUR 600K per year as outlined above to avoid incremental external spend

during rollout.

12.6 Decision Checkpoints

A disciplined cadence ensures competitive posture is revisited with data—not hope. Structure as follows:

REVIEW CADENCE MAJOR REVIEW POINTS TRIGGER CONDITIONS WHO MUST ATTEND
Digital pricing effect, channel Margin deviation >0.2 p.p., >2% European Head of Sales, Commercial
End of Quarter 1 . .
POS results, churn triggers channel churn Excellence, CFO, Digital Lead
Digital channel penetration, Any >5% of pilot segment loss OR Board-level Steering Group +
End of Quarter 2 . .
bundle/offer uptake rapid competitor move Segment Leads
Initiative expansion or pivot, Underperformance OR outsized early . .
End of Quarter 3 . . . Executive Committee
incremental EBIT impact wins
Ongoing (monthly Competitive intelligence pulse, Competitive incident (>2 tenders lost . .
. . . Business Unit Heads + Sales Ops
desk review) win-loss updates to same rival/month)

Call to Action: Institutionalize a competitive response drumbeat—every quarter lost to review inertia compounds EBIT
exposure outlined in this study.

12.7 Competitive KPlIs to Track

Standard P&L metrics do not capture competitive erosion. Sika AG should institutionalize these KPIs for the competitive
dashboard (reviewed quarterly):

1. % Catalogue Revenue at Risk: Share of standard product sales exposed to Tier 1 competitor penetration

2. EBIT Margin, Standard SKUs: Margin progression versus pre-digital procurement baseline

3. Channel Churn Index: Quarterly measure of volume/presence lost to Top 2 direct competitors

4. Digital Order Penetration Rate: % of sales processed through digital/self-service partner integrations

5. Tender Win Rate, Price-led Segments: Success rate in direct competition tenders at specified discount thresholds
6. Bundle/Compliance Offer Uptake: Adoption rate in pilot/proof point segments

7. Early Churn Intervention Rate: Actions taken vs. “silent” attrition signals captured by analytics

Assign owners for each metric—equipped with authority for rapid tactical intervention if thresholds breached.

12.8 Battle Cards - Tier 1 Competitors

Actionable, single-page battle cards for Sika AG's frontline teams. Each structured for field deployment, distilling
competitive intelligence collected across the engagement:
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12.8.1 Mapei

ELEMENT DETAIL
Their Pitch "Lowest price, largest chemical range, fastest digital quote—one-stop, high-volume supply”
Their . . . . X .
Thin compliance/service coverage outside core spec, price-driven channel churn
Weakness
Proof Points Channel complaints about support gaps, compliance incident reports, recent switched-back accounts

. Lead with compliance/technical bundling; frame failures in post-sale service; price-match only where confirmed risk
Win Strategy ist
exists

12.8.2 Saint-Gobain

Their Pitch "Integrated offer—materials, logistics, digital channel. Established, trusted supply partner.”

Their G ) ) . )
Vulnerabilities in agile pricing, service consistency, and responsiveness for non-core categories

Weakness

Proof Points Segmented service satisfaction scores, lag time on custom orders, select loss of key accounts

Win Strat Drive platform gaps and inflexibility; surface compliance and responsiveness as differentiators; exploit slow digital pivot
in Strate
<Y in tailored projects

12.8.3 BASF/MBCC (Remaining Lines)

Their Pitch "Global R&D excellence, chemical innovation, global reach”

Their Weakness Weaker field/channel relationships, less European local adaptation post-divestment

Proof Points Disrupted technical service, delayed project support, lack of local flexibility

Win Strategy Highlight Sika AG's local channel presence; offer rapid field fixes, promote stability guarantee

12.8.4 Digital Disruptors (Tier 3)

Their Pitch "100% frictionless e-commerce, instant price/availability, integrated logistics”
Their Weakness No compliance/service backbone, price-only value prop, volatile supply risk
Proof Points ESC disputes, returns/claims unaddressed, flighty channel feedback

Win Strategy Use compliance/service as lock-in, bundle technical support, enforce premium positioning



12.9 Cost-of-lnaction Statement

Every quarter that Sika AG delays the rollout of these initiatives compounds the EBIT leakage modelled at 0.5-0.8% of
standard product revenue per year (EUR 20-32M risk over three years, estimated from public signals; validate
internally). Channel relevance, technical moat, and pricing power will decline—potentially irreversibly in digitally
procured and price-sensitive categories. The path to recovery will be steeper and more capital-intensive with each

missed window.

12.10 Closing: Board-Ready Call to Action

Sika AG must treat competitive response as an executive-led, cross-functional discipline—not a series of initiatives
scattered across departments. Only with concerted, sequenced action, measured by the above KPIs and
accountability structures, can Sika AG reassert price, margin, and channel power in Europe's shifting materials
marketplace. Immediate focus on pricing discipline, channel digitalization, compliance-driven bundling, and proactive
churn detection will yield the fastest risk reduction and set foundations for profitable offensive plays in 2026 and

beyond.
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