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1. EBITDA increased by 64% year-over-year despite slightly lower revenues. How much of this 

improvement is structural versus temporary? What level of normalized EBITDA margin should we 

expect over the medium term? 

Answer: 

This is a structural change, as optimization measures were implemented across the entire Group 

starting in Q3 2024. The impact has been clearly visible through substantial reductions in costs and 

operating expenses. The effect has been particularly strong in the inland waterway transport segment. 

Compared to Q1 2025, operating expenses in this segment are now approximately 30% lower. The 

impact has been less pronounced in port operations, but these are nevertheless structural cost 

reductions, not temporary ones. Since Q3 2024, we have reached a cost base and expense structure 

that we consider highly competitive and fully aligned with current market conditions. The market 

remains weak and continues to face challenges, but we have adapted our operations accordingly, as 

there was simply no alternative. Based on our budget projections, we expect an EBITDA margin of 

approximately 14%. On a broader strategic level, we have adopted several guiding principles that we 

began implementing some time ago and continue to follow consistently. These principles are inspired 

by the realities of the environment in which we operate. Regardless of how capable, innovative, or 

efficient we may be, we are ultimately part of a regional economy and must adapt to its conditions. 

One of these principles is to create as much stability as possible across all aspects of our business. This 

approach is reflected in the declining share of agricultural cargo within our portfolio. This is not 

because we want to handle fewer agricultural products. Rather, the agricultural sector has become 

increasingly volatile, and we need greater stability in our business. We have found that stability in 

other industrial cargo categories, particularly minerals and chemical products. A second fundamental 

principle, both in business and in everyday life, is ensuring that spending remains aligned with what 

can realistically be supported. In our industry, we cannot simply generate more volume whenever 

needed, because the nature of our operations does not allow for that. As a result, we have had to 

implement measures, some of them quite difficult, to bring our cost base in line with what our 

revenues can sustainably support, without compromising our ability to continue operating effectively. 



 

We have been talking about these things since 2024, when we started taking the first measures. And 

I would like to emphasize that these measures were not taken here in Bucharest, in the form of an 

Emergency Ordinance, but were established through direct contact with our colleagues in the 

subsidiaries. These were measures identified together and implemented by them, and today we have 

reached a level of costs that is controlled and controllable. 

We are optimistic that we can maintain this level of cost control in the future as well. Yes, it is a 

structural change, which, of course, will have certain variations, upward or downward, depending on 

the level of activity we will have. For example, in the third quarter, if the very good grain harvest that 

is currently in the fields materializes into export volumes on the Danube, in the ports, and in the other 

operating locations, we will need additional workforce, additional fuel consumption, and additional 

repairs. In this case, these costs are likely to increase in absolute terms, but it is equally likely that they 

will remain at approximately the same share of around 30%. 

 

2. Is the reduction in personnel and subcontractor expenses sustainable? 

Answer: 

It is sustainable, but it is sustainable in a conscious and deliberate way. It is not simply a number 

entered into an Excel file that everyone is expected to follow regardless of the context. 

We are trying to maintain a balance between our ability to cover costs and our ability to generate 

revenue, taking into account both the level of activity the market provides and what we are able to 

capture from the opportunities the market offers. 

 

3. You reported a significant increase in the cost of goods sold, particularly in consumables 

expenses. Could you explain what drove this increase and what specifically happened during the 

period under review? 

Answer: 

The cost of goods sold is strictly related to the activity of the AGRIMOL branch, which has an atypical 

business activity, namely the trading of timber. As a result, revenues are closely linked to the cost of 

goods sold, specifically to the value of the goods sold. During this quarter, AGRIMOL recorded an 

increase in activity driven by export operations, which led to both higher revenues and higher 

associated costs. As volumes increased, the cost of goods sold within the "Others" segment also 

increased. Fuel costs are reported separately under the raw materials and consumables line item. 

 

 



 

4. In the context of the Revenue and Expenditure Budget and the forecasts previously presented, 

you may now have better visibility into the evolution of the agricultural sector. Do you believe that 

the assumptions and premises underlying the Revenue and Expenditure Budget remain valid?  

Answer: 

The second quarter is normally weaker than the first quarter and is followed by the third quarter, 

which, as a rule, due to agricultural production, performs better than the other three quarters. This 

year, things appear to be following the same pattern. While conditions in the minerals and chemical 

products segments, meaning industrial cargo, are relatively stable, it should be noted that the 

chemical products segment experienced a fairly significant impact following the outbreak of the Gulf 

conflict, which strongly affected the fertilizer market. The other mineral categories are performing in 

line with the estimates made at the beginning of the year and with the contracts we have signed. 

Therefore, we continue to have stability in this area and hope to maintain it until the end of the year, 

provided that no unforeseen positive or negative events occur compared to the assumptions used 

when preparing the budget. The agricultural products segment, which is always unpredictable, is 

different. Budgets in this area are built partly on historical data and partly on information collected 

from our customers during the first part of the year, in January and February. We can say that this 

year is atypical compared to the last two years, but it is more similar to previous periods. We had an 

almost normal winter, with plenty of moisture, snow, and low temperatures following snowfall, and 

so far we have had a rainy spring. The beginning of June has not seen the high temperatures 

experienced over the last two years. Under these conditions, the summer harvest is practically 

secured. It would take an extreme event for it to be significantly affected at this point. Barley is 

expected to reach probably the highest level seen in many years, rapeseed is in a similar situation, and 

wheat is at last year's level. Overall, we are talking about a harvest that ranges from very good to 

exceptional. 

Therefore, we can count on significant export volumes from the summer harvest. As for corn, there is 

still a degree of uncertainty. Water is available, soil moisture levels are very good, but the 

development of the crop will depend on temperatures in June and July and on how the grain forms. 

We will be able to provide a clearer answer to this question at the beginning of August. On paper, we 

will have grain available for export. The issue is that, as you have probably seen in the press, over the 

past year there has been a significant number of bankruptcies and business closures among the major 

grain intermediaries in Romania. There are also other companies facing financial difficulties, which 

creates a certain degree of mistrust in the market. The grain traders are the large multinational 

companies that collect grain from different regions of the country, from ports, directly from the fields, 

or from Constanța. This year, there is uncertainty regarding how logistics will operate, because a semi-

gap has emerged between these multinational companies and farmers following the disappearance 

of several important intermediaries. We are somewhat concerned that we will be much more exposed 

to road transportation. At this point, we can say that the volumes currently under discussion are very 

close to those budgeted at the beginning of the year, or even above them in certain areas. These 

volumes relate primarily to the third quarter. Therefore, it is still a little too early to say with certainty 

how we will perform against the full-year budget. We will be able to make a more accurate assessment 

once we report our second-quarter results, when we will have a much clearer picture of the grain 

traffic expected this year. For the time being, the outlook remains positive. 



 

 

5. Isn't this competition from road transportation affecting the entire industry? In other words, 

don't these large companies that purchase grain from Romania handle the logistics themselves? Or 

who is responsible for logistics in this case? Because if one link in the chain disappears or is severely 

affected, how does the process continue to function? 

Answer: 

Things are very complicated in our market. To source the grain, we have had discussions with grain 

traders and multinational companies in Romania. There are both large and small traders in this 

country. The larger ones have started to handle their own logistics. Without naming names, there are 

several large farmers in Romania who have tens of thousands of hectares at their disposal and who 

traditionally transport their grain to Constanța themselves and sell it to the large companies there. 

There are medium-sized and small farmers who do not have the knowledge or the capacity to 

transport their grain to Constanța by any means other than truck transport, because that is what is 

most accessible to them. To use barges, you need to go to the farm, reach a Danube port, regardless 

of which one, find a port operator, find an inland waterway operator, transport the grain to Constanța, 

and sell it there. This also happens, but it does not happen within a fully organized structure. Farmers 

located inland, whether in Oltenia, Muntenia, or Moldova, have much easier access to trucking 

services. They load their grain onto trucks and send it to the Port of Constanța, where they sell it to a 

customer or to whoever offers the highest price. For a multinational company to organize itself in this 

way, to travel across the entire country, knock on farmers' doors, and purchase grain directly from 

them, would require a very extensive organization in terms of human resources and geographic 

coverage. One of our clients said that, in order to source all of its grain directly, it would need another 

800 traders in the field. It has no way of finding them, nor can it justify such a number of employees, 

because even if it could recruit them, it would need to provide them with continuous work. It may 

need them for three months, two months, one month, or a full year, it simply does not know. 

As a result, things are constantly evolving. All grain traders receive grain or collect it directly from the 

fields and transport it over short distances to the Danube ports, typically just a few dozen kilometers, 

which is much easier to manage. Therefore, to a certain extent, the market is currently operating in a 

state of ongoing, real-time organization. 

 

6. You mentioned that, in terms of volumes, you now have better visibility and that you are close to 

the levels achieved last year. In that case, why do you still question whether you will meet your 

budget? 

Answer: 

We question this, given what we discussed regarding timber. The company producing the timber had 

contracts in place for this year that would have generated a significant increase in revenue compared 

to last year. Everything started off at full speed there, but then the Gulf conflict began, and that 



 

particular product is exported to that region. Once the Gulf conflict started, the company made 

tremendous efforts to continue deliveries, as the goods were being shipped in containers, and to 

ensure that they reached their destination. After that, the activity came to a halt. 

Many things can happen. We do not know what will happen, and the overall market is a volatile one. 

At the moment, there is a huge global surplus of grain. No one knows how things will evolve in one 

month or two months. No one knows what will happen with production in Ukraine and Russia, both 

of which are also very important. No one knows what will happen to Odesa, which is being bombarded 

every day. 

There are so many elements of uncertainty that it would be irresponsible for us to come out now and 

say that we will certainly achieve specific results. Yes, we are optimistic that things will perform better 

than they have so far, with the exception of the second quarter, which is always somewhat weaker. 

Starting with the third quarter, we have the necessary optimism that things are moving in a positive 

direction. However, there are many “buts” and many situations that could arise. You saw even this 

morning that there was a drone explosion in the Port of Constanța, in a location where it almost 

seemed destined not to cause significant damage either to the infrastructure or to the port’s key 

strategic assets. These things happen. 

 

7. Do you believe that inland waterway transportation on the Danube could continue to be affected 

by the war in Ukraine next year as well? 

Answer: 

If developments in the war between Ukraine and Russia continue along the same lines as they have 

so far, the impact will remain similar to what we have seen to date. The difference is that the inland 

waterway transport capacity currently available on the Danube will likely show a noticeable decline 

compared to last year and this year.  

 

8. Could you provide some insights into the developments in the minerals and chemical products 

markets? 

Answer: 

Yes, a few comments can be made. We do not have any information, either public or non-public, 

suggesting that the two large industrial plants that are our core clients, namely Tulcea and Galați, will 

restart operations anytime soon. Therefore, as soon as we saw that their activity had stopped, and as 

I have mentioned several times before, we tried to continue and revive older discussions aimed at 

creating additional cargo flows. The advantage of these additional cargo flows is that, if not fully 

constant, they are much more stable than most other types of cargo. And we succeeded. Starting this 

year, two additional downstream mineral cargo flows have become operational. They are developing 

and will contribute to the results at a relatively stable monthly volume. We are talking about 



 

approximately ten thousand tonnes per month between a loading port and a discharge port. The 

Smederevo steel plant is operating. It is not running at full capacity, it is far from capacity, at roughly 

half of the peak levels we had with them in 2021, but it is operating steadily under the current 

conditions. 

Again, regarding carbon dioxide regulations, we still do not clearly know what their effects will be, and 

they affect all types of cargo. Imports of finished products through Constanța are relatively stable, 

with fluctuations, but on the other hand, you can see that Ford and Dacia have reduced production by 

30% compared to last year. This means they consume less sheet steel, which used to arrive by sea 

vessel in Constanța and was handled by Decirom. Therefore, part of this cargo is disappearing. 

Construction activity is what it is, but the raw materials, steel, concrete, and everything else needed 

for production, are also imported. If construction remains active, these raw materials continue to 

move. If not, the year will not progress at a normal pace. 

As for fertilizers, the Gulf conflict has disrupted cargo flows. Fertilizers had started arriving from China, 

but those flows have now disappeared because China is protecting its inventories and production. 

Nothing is coming from the Gulf anymore, and from Russia only products that are not subject to 

sanctions are allowed, which are very few, because the major fertilizer producers in Russia are directly 

or indirectly included on various sanctions lists.  

As a result, this is also an uncontrollable and unpredictable area when it comes to fertilizers, while the 

other cargo categories are unpredictable by their very nature. 

Regarding chemicals, which we increasingly refer to as industrial cargo because we are gradually 

distinguishing industrial cargo from agricultural, non-industrial cargo, we believe we can rely on 

relative stability, with minor fluctuations up and down. We see a trend of modest growth in the near 

future, meaning this year and next year. We may even have a positive surprise, for example if the 

Galați plant restarts operations, or if certain activities linked to water transport resume. As for the 

other cargo categories, the situation is as I described earlier. 

 

9. Could you provide some details regarding the investments made at Decirom and Canopus? Are 

they progressing according to the established schedule? 

Answer: 

At Canopus, cold commissioning tests for part of the new silo will begin around the middle of June. As 

a result, the investment should be fully completed by mid-July. I believe that around June 15, cargo 

testing in the silo should also begin for the first three cells, since it is not possible to test all of them at 

once because that would require too large a quantity of cargo. Approximately 30,000 tonnes have 

been allocated by our colleagues for the cargo tests. The process will start with the first three cylinders 

around mid-June. The first testing phase should last three to four weeks, after which the first half of 

the silo will enter operation and the second half will enter the testing phase. Therefore, sometime in 



 

July, all cells should become operational. However, with the start of the new season, at least half of 

the silo will already be functional. 

The investment at Canopus is not limited to the new 70,000-tonne storage capacity. Several elevators 

have been replaced, and flow scales have been installed on the shiploader discharge lines, so the 

investment is somewhat broader in scope. For anyone interested in visiting towards the end of July or 

during August, I can say that it will be well worth it.  

At Decirom, the modernization of the second crane currently under refurbishment will most likely be 

completed in the autumn. Therefore, starting this autumn, we will operate with five cranes with lifting 

capacities of 16 to 20 tonnes. 

We are also preparing to apply for European funding, again for modernization purposes, primarily for 

electric cranes. In addition, we currently have, at an early stage, a project for a multifunctional 

warehouse, most likely a lightweight warehouse, although the technical solution has not yet been 

finalized. It would be located on the quay and designed to serve multiple cargo flows and 

accommodate various types of cargo. That is essentially the current situation. 

 

 

 


