
Hindware Home Innovation Ltd — Feb 2025 Quarterly Analysis

1. VERDICT & BUSINESS QUALITY SNAPSHOT

The punchline. Read this first — it frames everything below.

Result: Weak Miss One-line: The Q2 "self-inflicted" restructuring wound has turned into a chronic execution

drag, with the core Bathware business losing significant ground to peers and Consumer Appliances remaining a

cash-bleeding distraction.

Dimension This Quarter Signal / Evidence Sentiment

Beat/Miss vs Guidance /

Prior Quarter
Weak Miss

Revenue down 14% YoY; PAT loss widened to ₹11.9 Cr vs ₹8.3

Cr profit YoY.
🔴

Earnings Quality Low
Negative PAT; operating cash insufficient to cover fixed costs

and JV losses (₹4-5 Cr/qtr).
🔴

Guidance Confidence Weak
18-month recovery timeline for 18% margins feels aspirational

given the 4.9% current EBIT.
🔴

Management Credibility Neutral
New CEO (Nirupam Sahay) brings a "zero-based" reset, but

prior structural blunders remain unresolved.
🟡

Business Quality Signal Deteriorating
Core Bathware is in a "post-mortem" phase; market share is

migrating to Cera/Jaquar.
🔴

Key Q&A Exchange
Q1: Competitive

Loss

Analyst asked why Hindware is "nowhere to be seen" vs peers;

Mgmt admitted West region weakness.
🔴

The Street's Primary

Anxiety

Market Share

Erosion

Why are peers growing while Hindware declines? (Mgmt: GTM/

Portfolio gaps).
🔴

Capital Cycle Stage
Investment /

Stressed

Commissioning Roorkee plant in Q1FY26; high debt (₹700 Cr)

despite Rights Issue.
🟡

Margin / Return Ratio

Trajectory
Deteriorating

Consol. EBITDA margin 6.3% (down 280bps YoY); PAT margin

negative.
🔴

Pricing Power Eroding
4.7% hike in Faucets (MRP) but unable to lift Sanitaryware

prices due to demand.
🔴

FCF Conversion & Quality Weak
CFO-to-PAT distorted by negative earnings; high interest/

depreciation cycle.
🔴

Competitive Moat Signals Shrinking
Unaided recall remains high, but "preference" and dealer loyalty

are visibly impaired.
🔴

Balance Sheet Strength Stressed
Net debt at ₹700 Cr; interest/depreciation from manufacturing

buyout eating P&L.
🔴

Working Capital Efficiency Improving
NWC days in Bathware down to 110 (9M) vs 125 (9M LY); Pipes

down to 55 vs 125 YoY.
🟢

Mgmt Guidance Track

Record
Unreliable

Consistent misses on Consumer Appliance break-even

timelines.
🔴

Key Vulnerability
Operating

Leverage

Massive fixed cost base requires volume that the current GTM

is failing to deliver.
🔴

Management Tone Cautious / Reset
New CEO is humble but admits recovery will take "2 to 3

quarters."
🟡



Sentiment: 🔴 Negative

Key Takeaways (Positives & Negatives): * Positives: The arrival of Nirupam Sahay (ex-Godrej, Usha) as

Bathware CEO marks a necessary leadership reset; his focus on "zero-based budgeting" and exiting the non-

core Fans category (which contributed to Consumer losses) is the right strategic pruning. Plastic Pipes remain

the lone bright spot with 11% 9M volume growth, outperforming the value contraction in the industry. * 

Negatives: Hindware has effectively admitted it is no longer the #1 Sanitaryware player, now labeling itself a

"Top 3" player—a clear signal of lost dominance to Cera and Jaquar. The Consumer Appliance business is a

persistent "black hole" with a ₹10 Cr EBITDA loss this quarter, and the 50:50 JV (Groupe Atlantic) is

hemorrhaging ₹4-5 Cr quarterly due to underutilized capacity. * The Street’s Concern: Analysts are

fundamentally questioning if the brand’s relevance has been permanently damaged by the Q2 sales-team

restructuring. Management’s response—that they are only now "analyzing" the West region and "strengthening"

influencer programs—suggests they are years behind the operational rigor of their primary competitors. * 

Watchpoint: The Roorkee plant commissioning in Q1FY26. If volumes don't ramp up immediately, the additional

depreciation/interest will likely keep consolidated PAT in the red for the first half of FY26.

2. BUSINESS PERFORMANCE

2A. KEY METRICS

DATA SOURCE: PPT figures primary; Concall for commentary.

Metric
Current

Qtr

YoY

Change

QoQ

Change
Trend Mgmt Commentary

Revenue (₹ Cr) 594.2 ↓ 13.6% ↓ 5.7% ↓
Driven by 15.9% drop in Bathware and 40% drop in

Consumer Apps.

Gross Margin (%) Not in Doc ↓ ↓ ↓
Impacted by 10% brass inflation (prior context) and

lack of Sanitaryware hikes.

EBITDA (₹ Cr) 37.5 ↓ 40.4% ↓ 5.1% ↓ Operating deleverage from revenue contraction.

EBITDA Margin

%
6.3% ↓ 280 bps → ↓ 9.1% in Q3FY24 vs 6.3% now; Q2 was also 6.3%.

PAT (₹ Cr) -11.9 ↓ 243.4% ↓ 8.2% ↓ Continuing operations loss; Q2 was -₹11.0 Cr.

ROCE (%) Not in Doc ↓ ↓ ↓ Implied negative given PAT losses and high debt base.

Net Debt / (Cash) 700.0 ↑ → ↓
Rights issue (₹250 Cr) completed, but debt remains

high at ₹700 Cr.

Interest Coverage Not in Doc ↓ ↓ ↓
Critically low given ₹37.5 Cr EBITDA vs implied high

interest on ₹700 Cr debt.

Working Capital

(Bath)
110 Days ↓ 12% ↑ ↑ 9M figure (110) vs LY (125). PPT Slide 10.

Pipe Volume

(MT)
11,260 ↑ 9.6% ↑ 8.3% ↑ Strong volume growth despite revenue value pressure.

2B. SEGMENT BREAKDOWN



Segment
Revenue (₹

Cr)

YoY

Growth

Margin

(EBIT)
Trend

vs Co.

Avg
Key Development

Bathware 337.7 ↓ 15.9% 4.9% ↓ Above
EBIT margin fell from 8.9% YoY; new CEO

review underway.

Plastic

Pipes
189.2 ↑ 8.7% 2.6% ↓ Below

Volume growth led; margin hit by PVC price

volatility and single-plant logistics.

Consumer

App
67.4 ↓ 39.9% -20.6% ↓ Below

Exiting Fans; focusing on Kitchen (75% of

sales) and Heating.

3. MANAGEMENT OUTLOOK & EXECUTION TRACKER

Dimension Category Management Target / Claim Required Run-Rate / Feasibility
Historical

Delivery

Risk

Flag

Guidance Recovery
Recovery in 2-3 quarters (by

Q2/Q3 FY26).

Needs ~15-20% revenue jump to

breakeven PAT.

Missed (Prior

Q)
High

Guidance Margins
High double-digit EBITDA in

Bathware.

Needs 500-800 bps expansion;

requires massive volume ramp.
Deteriorating High

Guidance Pipes
Roorkee Plant to start April/

May 2025.

On track for Q1 FY26; critical for

North India supply.

Delayed (was

Q4)
Medium

Strategy Pruning
Complete exit from the Fans

business.

Low hurdle; stock liquidation in

progress.
New Target Low

Strategy Portfolio
Shift focus to Premium (Queo)

and Smart products.

Hard to execute while general

trade/distribution is weak.
Mixed High

Macro Demand
Subdued demand to persist in

Q4 FY25.

Realistic given lack of pricing

power.
Accurate Low

Balance Debt
Sustaining ₹700 Cr debt via

recovery cash flows.

High risk if EBITDA doesn't cross

₹50-60 Cr/qtr soon.

Rights Issue

used
High



4. ANALYST Q&A



Q# Rel.
Analyst /

Firm
Category

Underlying

Concern

Management Response &

Investment Implication
Evaded Cred. Verdict

1 5.0
Viraj Mehta,

Enigma

Business

Overview

"Why has

Hindware lost

market leadership

and profitability

while competitors

do 12-13%

margins?"

Management admitted a

month-long analysis shows

a need to strengthen the

West region and influencer

(plumber) programs. This

confirms the brand has lost

operational parity with Cera

and Jaquar, turning

Hindware into a "show-me"

story for at least 3 quarters.

None 3.0
Critical

Admission

2 4.5

Utkarsh

Nopany,

BOB

Strategy

"Why not exit

Consumer

Appliances and

focus on core

Bathware given

persistent

losses?"

Management defended the

Kitchen segment

(Chimneys/Hobs) where

they have high market

share, but announced an

exit from Fans. This partial

exit is a half-measure that

leaves the consolidated P&L

vulnerable to seasonal

kitchen demand volatility.

Total

Exit
3.0

Half-

measure

3 3.5

Utkarsh

Nopany,

BOB

Financials

"When will the

Water Heater JV

(Groupe Atlantic)

breakeven?"

Losses are driven by high

depreciation/interest of the

new European-tech plant;

management is seeking

OEM orders to load

capacity. Continued JV

losses (₹15-20 Cr annual

run-rate) will cap

consolidated PAT recovery

regardless of Bathware's

performance.

Timeline 2.0 Vague

4 4.0

Naysar

Parikh,

Native

Financials

"Is the ₹700 Cr

debt sustainable

given the current

profit run-rate?"

Group CFO Sikka argued

that a "full recovery path" is

underway to service the

debt via internal accruals.

Failure to hit EBITDA

targets in H1FY26 will likely

necessitate another capital

raise or asset sale, given

interest costs are currently

unfunded by PAT.

None 2.5 Stressed

5 4.0

Vivek

Kumar,

Bestpals

Business

Overview

"Are we still #1 in

Sanitaryware, or

have we fallen to

#2 or #3?"

CEO Sahay pivoted to

saying they are a "Top 3

player" in the combined

Sanitaryware and Faucets

segment. This is a formal

retreat from their historical

claim of Sanitaryware

market leadership,

validating the thesis of

market share loss.

Rank #1 4.0
Rank

Downgrade

6 3.5 Financials None 4.0 Specific



Q# Rel.
Analyst /

Firm
Category

Underlying

Concern

Management Response &

Investment Implication
Evaded Cred. Verdict

Vatsal Shah,

Knightstone

"Why are Pipe

margins lower

than peers

despite similar

realization?"

Management cited lack of

scale (only one plant in

Hyderabad), higher

manpower costs, and higher

supply chain costs. The

Roorkee plant is the only

lever to fix this, meaning

Pipe margins will remain

depressed until H2FY26.

7 3.0

Vivek

Kumar,

Bestpals

Business

Overview

"Did the brand get

hit permanently, or

is this just a

distribution

issue?"

Management claims

"unaided brand recall"

remains the highest in the

industry but admits they fail

to convert recall into

"preference" at point of sale.

This highlights a broken

GTM (Go-To-Market)

strategy that no amount of

TV advertising can fix

without dealer-level

intervention.

None 3.0
Brand vs

GTM

PATTERN FLAGS & SENTIMENT Analyst hostility was palpable, with one questioner stating the company is

"nowhere to be seen" compared to peers. The core anxiety is a permanent loss of relevance in the Bathware

sector; management's responses about "re-designing brand stores" and "plumber apps" felt reactive rather than

proactive. The persistent losses in Consumer Appliances have exhausted analyst patience, leading to direct

calls for a total divestment.

Analyst Sentiment Verdict: Skeptical and Frustrated. Management’s credibility has deteriorated as they pivot

from "restructuring for growth" (the Q2 narrative) to a "post-mortem review" (the Q3 narrative). The admission

that they are now a "Top 3" player rather than a leader is a significant psychological blow to the stock's valuation

floor.

5. WHAT CHANGED vs PRIOR QUARTER

What Changed Prior Quarter (Q2 FY25) This Quarter (Q3 FY25) Direction

Leadership Interregnum / Restructuring pain New Bathware CEO (Nirupam Sahay) appointed 🟢

Portfolio Strategy Merging sales teams Exiting Fans; focusing on Kitchen/Heating only 🟡

Market Standing Claiming market leadership Admitting "Top 3" status in combined Bath segment ↓

Consol. PAT -₹11.0 Cr -₹11.9 Cr ↓

Bathware Revenue ₹360.2 Cr ₹337.7 Cr ↓

Bathware EBIT Margin 4.4% 4.9% ↑

Pipes Revenue ₹187.1 Cr ₹189.2 Cr →

Pipe Volume Growth 11% (H1) 9% (Q3 YoY) / 11% (9M) →

Net Debt Unclear (pre-rights issue) Fixed at ₹700 Cr (post-rights issue) 🟡

Roorkee Timeline Q4 FY25 April/May 2025 (Q1 FY26) ↓



Investor Notes: * The thesis has shifted from a "cyclical recovery" to a "structural repair" story. * Earnings

Quality Alert: The divergence between high brand recall and low sales indicates a broken distribution channel;

the "unaided recall" management cites is a legacy asset that is not translating into current cash flows. * Working

Capital: The 15-day reduction in Pipe NWC (9M YoY) is the only sign of operational tightening, but it is

overshadowed by the P&L losses. * The "JV" Drag: The Groupe Atlantic JV is now a material overhang, with no

clear path to breakeven without external OEM contracts.

STOP HERE.
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