
LUXEMBOURG-BASED INVESTOR CEECAT CAPITAL first met the Cevher Group, a 
8YVOMWL�QERYJEGXYVIV�SJ�EPYQMRYQ�GEWXMRK�ERH�EPPS]�[LIIPW��MR�������,EZMRK�WXEVXIH�
MXW�JSYRHV]�FYWMRIWW�MR�������'IZLIV�LEH�FYMPX�E�VITYXEXMSR�EW�E�XVYWX[SVXL]�WYTTPMIV�XS�
;IWXIVR�)YVSTIER�SVMKMREP�IUYMTQIRX�QERYJEGXYVIVW��3)1W
�WYGL�EW�:SPOW[EKIR��%YHM��
(EMQPIV�ERH�&1;��,S[IZIV��XLI�GSQTER]�[EW�JEGMRK�E�WLSVX�XIVQ�PMUYMHMX]�GVMWMW�ERH�
was in need of a financial partner. The global financial crisis had led to a sharp drop in 
automobile demand, and the company, which had gotten caught up in a large capacity 
expansion, was struggling to service a sizable loan with unfavorable terms. Cevher had 
even been forced to borrow from its OEMs, which was negatively impacting future orders.

'))'%8�IRKEKIH�E�GSRWYPXERX�[MXL�I\XIRWMZI�I\TIVMIRGI�MR�TVMZEXI�IUYMX]�PIH�EYXSQSXMZI�
supplier restructurings to assist it in analyzing Cevher’s product line, efficiency and 
profitability. The team chose not to invest at that stage but still shared its commercial due 
diligence findings with the company. When Cevher’s shareholders and management team 
asked CEECAT for a reevaluation three years later after implementing many of its prior 
recommendations, the team decided it was the right time to form a partnership.

-R�������'))'%8�TYVGLEWIH�����	�SJ�'IZLIV�EJXIV�RIKSXMEXMRK�WIZIVEP�VMKLXW��MRGPYHMRK�
control over the company’s financial management. The firm invested a total of EUR18.1 
QMPPMSR�MR�XLI�GSQTER]�YRXMP�MXW�JYPP�I\MX�MR������

The Deal
CEECAT’S INITIAL FUNDING went toward Cevher’s immediate 
RIIHW��MRGPYHMRK�IUYMXM^MRK�XLI�GSQTER]ƅW�HIFX��VITE]MRK�WYTTPMIVW�
and resolving tax liabilities. CEECAT also spent time presenting 
MXW�EGXMSR�TPER�JSV�'IZLIV�XS�XLI�3)1W�Ƃ�VIEWWYVMRK�WIZIVEP�XLEX�
were concerned it would simply break the company into parts and 
conduct an asset sale. As part of its strategy, the CEECAT team 
made substantial changes to Cevher’s organizational structure, 
including appointing a new Group CEO, Financial Director and 
Continuous Improvement Manager. It also brought in a sales and 

marketing expert, an operations expert to improve production in 
PMRI�[MXL�FIWX�TVEGXMGIW�WYGL�EW�7M\�7MKQE�ERH�/EM^IR��ERH�E�RI[�
procurement manager to implement diversification strategies in 
sourcing aluminum. 

At the time of CEECAT’s investment, Cevher had two distinct but 
GSQTPIQIRXEV]�WYFWMHMEVMIW�Ƃ�E�JSYRHV]�JSGYWIH�SR�EPYQMRYQ�EY-
tomotive castings and an alloy wheels business. CEECAT’s initial 
investment thesis was that the foundry would yield better profit-

'))'%8�'ETMXEP�MW�E�TVMZEXI�IUYMX]�ERH�TVMZEXI�GVIHMX�MRZIWXSV�
operating in Emerging Europe and Central Asia. The CEECAT 
XIEQ�LEW�FIIR�EGXMZI�MR�XLI�VIKMSR�WMRGI�������[MXL�RIEVP]�
)96����QMPPMSR�MRZIWXIH�MR�XLI�EVIEW�SJ�MRHYWXV]��GSRWYQIV��
healthcare and business services. The firm invests in small 
and mid-market companies with a focus on majority buyout 
SV�QMRSVMX]�[MXL�WMKRMJMGERX�GSRXVSP��'))'%8�LEW�E�XIEQ�SJ����
professionals operating out of offices in London, Luxembourg, 
Bucharest, Istanbul and Almaty.

Cevher is an automotive parts manufacturer that began as 
X[S�FYWMRIWWIW��'IZLIV�(SOYQ�7ERE]MM�%�̈���E�JSYRHV]�XLEX�
TVSHYGIW�EPYQMRYQ�GEWXMRKW
�ERH�'IZLIV�.ERX�7ERE]MM�%�̈��
�ER�EPPS]�[LIIPW�FYWMRIWW
��-R�������'IZLIV�WSPH�MXW�JSYRHV]�
FYWMRIWW�XS�1I\MGER�EYXSQSXMZI�TEVXW�QERYJEGXYVIV�2IQEO��
The company, which exports to Western European car 
manufacturers, has an annual production capacity of more than 
two million wheels as of October 2021.
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ability compared to the more commoditized wheels segment given 
MXW�JSGYW�SR�GSQTPI\�IRKMRI�TEVXW��,S[IZIV��XLI�VETMH�EHSTXMSR�
SJ�IPIGXVMG�GEVW�ERH�3)1�VIUYMVIQIRXW�JSV�QSVI�GSQTPI\�HIWMKRW�
allowed wheels to be a higher-margin segment. In particular, 
demand for alloy wheels began to surge as customers started to 
appreciate that aluminum wheels result in less fuel consumption 
than steel ones, while also being more visually appealing.

-R�E�GLERKI�SJ�WXVEXIK]��'))'%8�WSPH�XLI�JSYRHV]�JMVWX�MR������ERH�
then shifted all its attention to the wheels business. The team 
started with replacing the CFO and COO, while making selective in-
vestments into computational engineering capabilities to improve 
the air resistance of its wheels. CEECAT’s continued investment 
EPWS�PIH�XS�XLI�EGUYMWMXMSR�SJ�E�WIGSRH�TVSHYGXMSR�JEGMPMX]�MR������
PSGEXIH�MR�XLI�%IKIER�*VII�8VEHI�>SRI�MR�-^QMV��8LI�RI[�JEGMPM-
X]��[LMGL�GVIEXIH�ETTVS\MQEXIP]�����RI[�NSFW��EPPS[W�'IZLIV�XS�

TVSHYGI�[LIIPW�[MXL�E�HMEQIXIV�SJ���Ɖ���Ɖ��YT�JVSQ���Ɖ���Ɖ
�EW�
IPIGXVMG�GEVW�VIUYMVI�PEVKIV�[LIIPW�XS�WYTTSVX�E�LIEZ]�FEXXIV]�PSGEX-
ed at the bottom of the vehicle. Cevher is also using the facility to 
grow in the premium segment, increasing its percentage of wheels 
that are high shine diamond cut.

Cevher began experimenting to make its wheels lighter without 
GLERKMRK�ER]�XIGLRMGEP�UYEPMXMIW��&]�������MX�LEW�WYGGIIHIH�MR�
optimizing the weight of more than 10 new models, resulting in a 
XSXEP�GEVFSR�HMS\MHI�IQMWWMSR�VIHYGXMSR�SJ�QSVI�XLER��������XSRW�
over each vehicle's expected lifetime on the road. The optimized 
[LIIPW�EPWS�VIUYMVI�PIWW�EPYQMRYQ��KIRIVEXMRK�ER�IWXMQEXIH�ERRY-
al cost savings of nearly EUR2 million for the production. With the 
improvements in efficiency and greater capacity, Cevher increased 
MXW�)&-8(%�F]����	�ERH�QSVI�XLER�HSYFPIH�MXW�)&-8(%�QEVKMR�SZIV�
WIZIR�]IEVW�JVSQ����	�EX�IRXV]�XS�����	�EX�I\MX�

Outlook
IN NOVEMBER 2016,�'))'%8�ERH�'IZLIVƅW�JSYRHIV�WSPH����	�SJ�XLI�JSYRHV]�
FYWMRIWW�XS�1I\MGSƅW�2IQEO��E�KPSFEP�PIEHIV�MR�EPYQMRYQ�TS[IVXVEMR�GEWXMRK��
%X�XLI�XMQI��2IQEO�LEH����JEGMPMXMIW�[SVPH[MHI�Ƃ�MRGPYHMRK�PSGEXMSRW�MR�6YWWME��
,YRKEV]��4SPERH�ERH�'^IGLME�Ƃ�ERH�FIPMIZIH�8YVOI]�[SYPH�FI�E�WXVSRK�WXVEXIKMG�
EHHMXMSR�XS�MXW�RIX[SVO��-QTVIWWIH�F]�'IZLIVƅW�XEPIRX��2IQEO�GLEVKIH�XLI�QER-
agement team with even greater leadership responsibilities, including covering 
regional business. 

9WMRK�XLI�TVSGIIHW�JVSQ�XLMW�XVERWEGXMSR�EW�[IPP�EW�EHHMXMSREP�GETI\�ERH�EGUYMWM-
tion loans arranged by CEECAT, Cevher’s founder bought back CEECAT’s stake in 
XLI�EPPS]�[LIIPW�FYWMRIWW�MR�������EPPS[MRK�XLI�JMVQ�XS�JYPP]�I\MX�XLI�MRZIWXQIRX��
CEECAT’s total cash-on-cash return was above 2x.

Prioritizing an environmental agenda
GIVEN ITS FINANCIAL DISTRESS, Cevher had not focused 
significantly on the environmental aspects of the business 
FI]SRH�QIIXMRK�XLI�VIUYMVIQIRXW�TYX�MR�TPEGI�F]�MXW�3)1�
partners. CEECAT developed an action plan tied to its share-
holders’ agreement that included establishing an environmental 
management policy and assigning a coordinator to oversee it. 
The CEECAT team knew that this was not only the right thing 
to do for the employees and surrounding community; it would 
also provide better financial returns upon exit.

During the site visit, CEECAT recognized that the original 
aluminum foundry presented several environmental concerns. 
It replaced all the forklifts with electrical ones to reduce fossil 
JYIP�YWEKI��MRXVSHYGIH����	�VIRI[EFPI�IPIGXVMGEP�IRIVK]�
and doubled Cevher’s aluminum chip recycling capacity. The 
foundry lacked sufficient air ventilation, so CEECAT also 
invested approximately EUR2 million in the ventilation system 
XS�MQTVSZI�EMV�UYEPMX]��-R�������'))'%8�[SVOIH�[MXL�'IZLIV�XS�
move most of the machinery to a third facility in an organized 

industrial zone further away from the city and introduced more 
efficient production lines that led to annual energy savings of 
ETTVS\MQEXIP]���	��

)MKLXIIR�QSRXLW�TSWX�MRZIWXQIRX��'))'%8�WTIRX�SZIV�)96��
million on a sand reclamation system. Sand, made mostly 
from silica, is used to create cavities in aluminum die casting 
parts. Because Cevher didn’t have recycling capabilities, it was 
continuously buying fresh sand and then dumping it at a waste 
site given that it contains metallic aluminum particles. The 
new sand reclamation system allows the company to recycle 
QSVI�XLER���	�SJ�XLI�WERH�MX�YWIW��VIWYPXMRK�MR�E�QSVI�IJJMGMIRX��
cost-effective and environmentally friendly process. 

-R�������ER�MQTVSZIQIRX�TVSNIGX�[EW�YRHIVXEOIR�XS�TVIZIRX�XLI�
loss of water in the cooling channels of low-pressure machine 
XSSPW��'IZLIV�VIHYGIH�MXW�[EXIV�GSRWYQTXMSR�F]�����Q� per day 
ERH�EHHMXMSREPP]�EGLMIZIH�ER�ETTVS\MQEXI���	�VIHYGXMSR�MR�XLI�
XSXEP�EQSYRX�SJ�[EXIV�GSRWYQIH�FIX[IIR������ERH������

9

GPCA Deal Book | ESG in Action


