
Piramal Pharma Ltd — Jan 2026 Quarterly Analysis

1. VERDICT & BUSINESS QUALITY SNAPSHOT

Result: Weak Miss / Guidance at Risk One-line: The thesis remains a "Waiting Game" as the CDMO segment

continues to struggle with a transitionary air pocket, forcing the company to rely on inorganic growth (Kenalog

acquisition) to bridge the gap to its FY2030 targets.

Dimension This Quarter Signal / Evidence Sentiment

Beat/Miss vs

Guidance
Weak Miss

Revenue -3% YoY; EBITDA margin 11% (vs management's "low-

teens" FY26 target).
🔴

Earnings Quality Low
Net Loss of ₹136 Cr; results muddied by ₹41 Cr in exceptional costs

and "muted" operating leverage.
🔴

Guidance

Confidence
Weak

Management admits hitting the "flat revenue" FY26 target is now a

"stretch," though they refuse to officially cut it yet.
🔴

Management

Credibility
Neutral

Transparent about the 3-quarter lead time for the large customer but

unable to provide a firm restart date.
🟡

Business Quality

Signal
Mixed

PCH (Consumer) is a structural winner (+20%); CHG is stable;

CDMO remains high-beta and volatile.
🟡

Key Q&A Exchange Q10 (Destocking)
Lead time for supply resumption is 3 quarters once visibility is

received; still no visibility.
🔴

The Street's Primary

Anxiety

CDMO "Hockey

Stick"

Can H2 biopharma funding recovery drive a massive Q4 to save the

year? Mgmt: "Early signs since Oct."
🟡

Capital Cycle Stage Investment
$90M expansion at Lexington/Riverview; pivot to inorganic growth

with $100M Kenalog deal.
🟡

Margin Trajectory Deteriorating EBITDA margin down to 10% for 9M FY26 vs 15% in 9M FY25. 🔴

Pricing Power Stable
US Sevoflurane share up to 47%; Kenalog acquisition targets a

"limited competition" niche.
🟢

FCF Conversion &

Quality
Distorted

High tax outflows (24-25% ETR) despite consolidated losses due to

profitable overseas entities.
🔴

Competitive Moat

Signals
Widening

Onshoring trend and ADC capabilities are attracting "significant" RFP

increases since Oct 2025.
🟢

Balance Sheet

Strength
Adequate

Net Debt at ₹4,200 Cr; leverage remains the primary constraint on

further aggressive M&A.
🟡

Working Capital

Efficiency
Stable

Inventory destocking at the customer level is the bottleneck, not

Piramal's internal efficiency.
🟡

Mgmt Guidance

Record
Mixed

Reliably signaled a "muted" year, but the depth of the CDMO trough

has tested investor patience.
🟡

Key Vulnerability Concentration
Single-product customer destocking still dictates the consolidated

P&L swing.
🔴

Management Tone
Cautious

Optimism

Heavy focus on "early signs of recovery" and "JPM conference

sentiment" to offset weak hard data.
🟡

Sentiment: 🟢 Positive | 🔴 Negative | 🟡 Neutral



Key Takeaways: * Positives: The acquisition of Kenalog ($30-40M revenue) provides a high-margin, low-

competition safety net for the Hospital business. Consumer Healthcare (PCH) continues its stellar run, with

Power Brands growing 30% and e-commerce (driven by Quick Commerce) now contributing 26% of sales. * 

Negatives: CDMO revenue is down 9% YoY and the "large customer" restart remains invisible. The company is

reporting a Net Loss of ₹317 Cr for the 9-month period, and the high effective tax rate (due to jurisdictional profit

mix) prevents tax shields from being fully utilized. * Street Concern: Analysts are hyper-focused on the "H2

recovery" narrative. Management’s defense rests on a "significant" spike in RFPs since October 2025 and a

180-day decision cycle, suggesting FY27 is the real recovery year, not Q4FY26. * Forward Watchpoint: The

transition of Kenalog manufacturing and the "Won" rate of the current RFP bolus will determine if FY27 can

return to double-digit growth.

2. BUSINESS PERFORMANCE

2A. KEY METRICS Data Source: PPT (Primary), Concall (Commentary).

Metric
Current Qtr

(Q3FY26)

YoY

Change

QoQ

Change
Trend Mgmt Commentary

Total Revenue (₹ Cr) 2,140 ↓ 3% ↑ 5% ↓
Impacted by CDMO destocking;

seasonality favors Q4.

CDMO Revenue (₹ Cr) 1,166 ↓ 9% ↑ 12% ↓
Core business grew low single-

digits excluding destocking.

CHG Revenue (₹ Cr) 645* ↑ 2% ↓ 1% →
US Sevoflurane share hit 47%;

Baclofen share at 75%.

PCH Revenue (₹ Cr) 329* ↑ 20% ↓ 6% ↑

Power brands (+30%)

outperforming; Quick Commerce is

40% of e-com.

EBITDA (₹ Cr) 236* ↓ 32% ↑ 7% ↓
Negative operating leverage in

CDMO sites.

EBITDA Margin % 11% ↓ 500 bps → ↓
FY26 guidance of "low teens"

admitted to be a "stretch."

PAT (₹ Cr) (136) NM ↓ 37% ↓
Impacted by ₹41 Cr exceptionals

and interest costs.

Net Debt (₹ Cr) 4,200 → → →
Maintained at March level; Kenalog

to add $35M debt/outflow.

R&D Pipeline 140+ Mol. → → →
30+ Phase III molecules; oncology/

rare disease focus.

Tax Rate (ETR %) ~25% → → →
Cash tax paid in profitable regions

despite consol. loss.

*Calculated from PPT % growth/

margins. CHG/PCH derived from

Q3FY25 base.

2B. SEGMENT BREAKDOWN



Segment
Revenue (₹

Cr)

YoY

Growth
Margin Trend

vs Co.

Avg
Key Development

CDMO 1,166 (9)% Low ↓ Below
RFP uptick since Oct; US sites seeing

onshoring interest.

CHG 645* 2% High → Above
Acquisition of Kenalog ($35M upfront) to bolster

FY27.

PCH 329* 20% Improving ↑ Below
30 new SKUs in 9M; media spend steady at

12%.

3. MANAGEMENT OUTLOOK & EXECUTION TRACKER

Dimension Category
Management

Target / Claim
Required Run-Rate / Feasibility

Historical

Delivery

Risk

Flag

Guidance FY26 Revenue "Flat" vs FY25
Needs ~₹1,900 Cr in Q4 to hit 8,000

Cr; feasible via seasonality.
Missed (H1) Moderate

Guidance FY26 Margin "Low Teens"
Requires Q4 margin to hit ~16%+ to

pull up 9M (10%).
Missed High

Guidance FY2030 Vision
$2Bn Rev / 25%

Margin

Requires aggressive 15%+ CAGR

from FY27 onwards.
Consistent Moderate

Capex
Lexington/

Riverview
$90M Expansion

On track; Riverview linker payload

online this quarter.
On Track Low

Strategy Kenalog Acq. $30-40M Rev
3-month closing timeline; highly

synergistic to CHG channel.
New Low

Strategy Vertical Integ.
Sevoflurane from

Digwal

Initial ramp slower due to regulatory

delays in ROW.
Delayed Moderate

Macro
Biotech

Funding
"Double H1 levels"

Sustenance critical for "fill-the-bucket"

early-stage sales.
External High

Balance Debt Target No specific reduction
Kenalog to be an all-cash transaction;

leverage will rise.
Mixed Moderate



4. ANALYST Q&A



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

1 4.0

Tushar

Manudhane,

Motilal

Oswal

Kenalog

Acquisition

Capex

and

Allocation

"What kind of

sales this

product

generates

currently and

where will this

get

manufactured?"

Management

expects

$30-40M

annualized

revenue,

currently

manufactured

by a CDMO

with a

transition to a

second CDMO

underway.

This provides

a stable, high-

margin

revenue

stream to

offset CDMO

volatility.

None 5.0
Specific/

Quantified

2 3.5

Tushar

Manudhane,

Motilal

Oswal

Kenalog

Growth

Business

Overview

"Is this product

growing or

stable?"

Management

clarified the

product is in

value decline

but volume

stable, typical

for mature

generics with

limited

competition.

This signals

the deal is for

cash-flow

harvesting

rather than

high-growth

expansion.

None 4.0
Directional

evidence

3 4.5

Abdulkader

Puranwala,

ICICI

CDMO

Core
Financials

"If we exclude

inventory

destocking,

would it be fair

to assume the

portfolio has

grown in single

digits?"

Management

confirmed that

on a like-for-

like basis, the

core CDMO

portfolio grew

in the "low

single digits."

This reveals

that even

excluding the

major

customer, the

CDMO

segment is not

yet back to

None 4.0
Clear and

quantified



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

high-growth

mode.

4 4.0

Abdulkader

Puranwala,

ICICI

Synergies Strategy

"Rationale for

purchasing

this... how well

does this

product fit into

a portfolio?"

Management

cited high

customer

alignment in

the hospital

channel,

allowing them

to sell via

existing sales

forces with

zero

incremental

operational

cost. This

supports the

strategy of

leveraging the

CHG platform

for high-

margin niche

acquisitions.

None 4.0
Directional

evidence

5 3.0

Abdulkader

Puranwala,

ICICI

Geography

Mix
Financials

"Sales

contribution

outside the US

of the $35-$40

million?"

Management

declined to

give specific

geographic

guidance at

this stage.

This leaves a

gap in

assessing the

FX or

regulatory risk

of the new

asset.

Specific

ROW mix
2.0 Hedged

6 4.0

Abdulkader

Puranwala,

ICICI

Asset

Turnover

Capex

and

Allocation

"Timeframe for

capacity

addition and

asset turn on

the $90M

investment?"

Riverview

comes online

this quarter,

Lexington by

end of CY27;

asset turns

expected to

reach 2x-2.5x

at scale. This

confirms the

long-term

nature of the

CDMO

recovery, with

significant

None 4.0
Specific

timeline



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

scale benefits

only in FY28.

7 4.0

Abdulkader

Puranwala,

ICICI

Q4 Outlook Outlook

"Expecting

growth Y-o-Y in

Q4 or just

sequential?"

Management

expects

sequential

growth, but Y-

o-Y will be

difficult as Q4

last year

included a

large one-time

order. This

resets

expectations

for a flat-to-

down Y-o-Y

Q4.

None 3.5
Historical

trend

8 4.5
Madhav,

Fidelity

Phase III

Readouts

Business

Overview

"Any readouts

for these 30+

Phase III

products in

Calendar Year

'26?"

Management

declined to

name names

but noted

"positive

momentum"

and client

willingness to

raise money

for late-stage

clinical assets.

Success here

is the "hockey

stick" trigger

for FY27/28

CDMO

revenue.

Specific

readout

count

2.5 Deflected

9 4.0
Madhav,

Fidelity

CDMO

Confidence

Business

Overview

"How should

we get

confidence on

the ramp-up...

from a 3-4 year

perspective?"

Management

pointed to the

RFP inflow in

Q3 as a

leading

indicator,

though the

cycle from

RFP to

decision is 180

days. This

shifts the

validation

point for the

CDMO thesis

to Q1/Q2 of

FY27.

None 3.0
Vague but

consistent



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

10 4.5
Madhav,

Fidelity
Client Mix

Business

Overview

"Are the Phase

III products

levered more to

biotech than

big pharma?"

Management

stated it is an

"even mix,"

noting

biotechs often

get acquired

by Big Pharma

at the Phase

III stage. This

de-risks the

portfolio from

purely relying

on biotech

funding health.

None 4.0
Directional

evidence

11 4.0
Madhav,

Fidelity

FY30

Guidance
Outlook

"Does the

longer-term

guidance for

CDMO hold

($1Bn+

sales)?"

Management

reaffirmed the

LRP guidance,

while

acknowledging

they are

"further from

that than we

would like at

this moment."

This maintains

the "buy for

2030"

narrative

despite near-

term pain.

None 3.0 Hedged

12 3.5

Parikshit

Gupta, Fair

Value

Sevoflurane

Margins
Financials

"Would

capturing ROW

markets come

at a cost of

margins?"

Management

is not being

"overly

aggressive" on

price to protect

margins and

will target

"lesser

regulated

markets" first.

This implies a

slow but

margin-

protective

ramp-up in the

ROW

segment.

None 4.0
Directional

evidence

13 3.0

Parikshit

Gupta, Fair

Value

Kenalog

Risk

Business

Overview

"Anticipate any

risks from non-

steroidal

alternatives/

Management

acknowledged

the risk and is

not modeling

None 3.5
Vague but

consistent



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

corticosteroid

side effects?"

the product as

a "grower," but

rather a

medium-term

cash

contributor.

This

demonstrates

conservative

underwriting

for the

acquisition.

14 3.5

Parikshit

Gupta, Fair

Value

Therapeutic

Focus

Business

Overview

"Specific

therapy TAM

for nearing-

approval

molecules?"

Management

cited

Oncology,

Metabolic

(Obesity/CV),

and Rare

Disease as the

three key

focus areas.

This aligns

PPL with the

highest-growth

spend

categories in

global pharma.

None 3.0
Vague but

consistent

15 4.0

Parikshit

Gupta, Fair

Value

Growth

Capex

Capex

and

Allocation

"Amount of

growth CAPEX

planned until

$2Bn top line?"

Average

spend of

$70M-$100M

annually, with

temporary

spikes for

major projects

like Lexington.

This suggests

FCF will

remain

constrained as

they continue

to build for the

2030 target.

Long-term

total capex
3.0

Vague but

consistent

16 4.5

Shyam

Srinivasan,

Goldman

Sachs

RFP

Quality

Business

Overview

"What kind of

conversations

are happening

in the US

onshoring

trend?"

Management

noted a

"significant"

increase in

U.S. facility

proposals

since October,

particularly in

high-potent

None 4.0
Directional

evidence



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

API and sterile

fill-finish. This

validates the

"China+1"

tailwind for

their Michigan

and

Pennsylvania

sites.

17 4.0

Shyam

Srinivasan,

Goldman

Sachs

Contingent

Pay
Financials

"What triggers

the $65M

contingent

consideration?"

Triggers are

linked to

financial

performance

and transition

milestones;

structured to

align PPL and

BMS interests.

This protects

PPL from

overpaying if

the asset

underperforms

post-transition.

Specific

triggers
2.5 Deflected

18 4.0
Vinod Jain,

Wells Fargo
Taxation Financials

"How do you

propose to

mitigate the tax

incidence

during negative

profit

quarters?"

Management

expects the

Effective Tax

Rate (ETR) to

normalize to

24-25% as

capacity

utilization at

overseas sites

(currently

suboptimal)

improves.

High tax on

losses

remains a

structural

overhang until

the US/UK

sites turn

profitable.

None 3.0
Vague but

consistent

19 4.0

Alankar

Garude,

Kotak

Lead Time Outlook

"Visibility on the

large contract

resumption and

the lead time?"

Lead time is

roughly 3

quarters from

visibility to

supply;

currently no

new material

Specific

restart date
3.0

Evasive /

Uncertainty



Q# Relevance
Analyst /

Firm

Theme

Cluster
Category

Underlying

Concern

Management

Response &

Investment

Implication

Evaded /

Not

Addressed

Credibility Verdict

update. This

effectively

rules out any

"large

customer"

revenue

contribution

before

Q3FY27.

20 4.0

Avnish

Tiwari,

Vaikarya

CDMO Mix Financials

"Was Q3FY25

an unusually

low quarter for

the large

drug?"

Management

confirmed

Q3FY25 had a

lower

contribution

from the large

product, which

explains why

the YoY

decline this

quarter (-9%)

wasn't as

severe as it

could have

been. This

sets up a very

high base for

Q4

comparison.

None 4.0
Clear and

quantified

PATTERN FLAGS & SENTIMENT * The "Stretch" Guidance: Multiple analysts pressed on the feasibility of the

FY26 targets. Management’s pivot to calling the targets a "stretch" while maintaining them suggests a high risk

of a year-end miss, with the "hockey stick" recovery being pushed into early FY27. * Inorganic Substitution:

Questions on Kenalog revealed a shift in the investment community's focus. Analysts are beginning to value the

CHG business as a stable "platform" to acquire mature brands, providing a buffer against the high-volatility

CDMO segment. * Onshoring Sentiment: Management was notably confident regarding US-based RFPs. The

takeaway is that while the P&L doesn't show it yet, the business development "funnel" is widening due to

geopolitical de-risking (China+1), which remains the core long-term bull case.

Analyst Sentiment Verdict: Analysts were skeptical but disciplined. The primary friction point was the "large

customer" lead time and the mismatch between consolidated losses and cash tax outflows. Management’s

credibility on long-term targets (FY30) remains intact, but short-term (FY26) credibility has deteriorated as they

essentially signaled a "lost year" for organic growth.

GUIDANCE GAPS REVEALED IN Q&A | Topic | What Mgmt Claimed (Opening) | What Q&A Revealed | Gap /

Walk-back | Risk to Thesis | | :--- | :--- | :--- | :--- | :--- | | FY26 Revenue | "Endeavor to meet" | "It is a stretch" |

Language shift signals lower confidence. | High | | Large Customer | "Monitoring situation" | "3-quarter lead

time" | No restart before late FY27. | High | | CDMO Base | "Belief in prospects" | "Low single-digit growth" | Core

business (ex-destocking) is slow. | Moderate |



5. WHAT CHANGED vs PRIOR QUARTER

What Changed Prior Quarter This Quarter Direction

Growth Strategy Organic-focused Inorganic (Kenalog acquisition) ↑

Guidance Tone "Maintaining guidance" "Recognizing it is a stretch" ↓

CDMO Pipeline 140 molecules 140+ (Stable) →

US Facility Status Expansion ongoing Riverview expansion online this Q ↑

Biotech Funding "Inconsistent recovery" "Sharp rebound" (H2 CY25) ↑

PCH Channel Mix 24% e-commerce 26% e-commerce ↑

CHG Market Share 45% (Sevoflurane) 47% (Sevoflurane) ↑

Earnings Quality Operational focus Exceptional items (₹41 Cr) ↓

STOP HERE.
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