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-224 
million EBIT, CHF

Financials
Dramatic drop of profitability in 2020.
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Pandemic
Disrupted operations and supply chains.
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Digital Infrastructure
Dated IT legacy and security issues.
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Defense Business
Reputational spillover risks



Owner
Limited speed & heavy restrictions
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> 100 
Legal Entities

140
Pages of 

monthly owner 

report

0
Risk Appetite
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Production & Working Environment
Old infrastructure hindering 
communications and growth. 
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RUAG Governance

Government

BGRB

RUAG Int. Holding

Executive 

Management

RUAG Situation 2020

224 Mio
EBIT loss

Damaged 

reputation

Cyber 

Issues
4 of 5 

business 

loss-

making

Privati-

zation

latest 

2025

Motion 

Salzmann

Unhappy

customers

COVID 

19

Changing 

markets

Speed?

Burning Platform
Complex governance vs. agility needed.
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Mission Impossible?
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How to turn a 

caterpillar into 

a butterfly?
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What would 

you do?
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What we 

did…
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Listen

Disrupt 

Deliver





From heavy tanker…



…to agile speed boats.



1,050 bn $

390 bn $

2021 2040

Space market to triple by 2040.



Privatization with steady progress.
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15.6.2021
RUAG Malaysia 

successfully divested.

9.3.2022
Bright future for Ammotec

with Beretta Holding.

3.5.2022
Sale of Simulation & Training 

successfully completed.

1.9.2022
ASDAM takes helm of 

RUAG International Australia.

19.7.2023
Acquisition by Mubea Group 

strengthens technology 

leadership of Aerostructures 

Germany & Hungary.

Q4 2023/Q1 2024
Expected sale of Aerostructures 

Emmen.
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25.3.
Negative 

financial result 

2022 burdened 

by pandemic

25.12.
James Webb 

Telescope 

takes off!

1.1.
André Wall 

takes helm as 

CEO of RUAG 

International

15.6.
RUAG Malaysia 

successfully divested

-224 
million 

EBIT, CHF

70
million 

EBIT, CHF

9.3.
Bright future for Ammotec 

with Beretta Holding

15.3.
Turnaround achieved: 

RUAG International 

back in profit zone 

5.4.
Amazon Kuiper: dispenser 

contract signed

1.5.
Official launch of new 

Beyond Gravity brand

3.5.
Sale of Simulation & Training 

successfully completed

1.9.
ASDAM takes helm of 

RUAG International Australia

14.9.
New organization lays foundation 

for next growth phase

30.11.
Lithography 

established as 

third BG 

division

22.3.
Positive financial result and full order books: 

investments into digital transformation, pro-

duction facilities, work environment and ESG

21.6.
Ariane 6 contract: Beyond 

Gravity shapes next generation 

of European launch vehicles

19.7.
Acquisition by Mubea Group 

strengthens technology 

leadership of Aerostructures 

Germany & Hungary

178
million 

EBIT, CHF

2021 2022 2023

Customer delight & financial success.



Start-up
mentality

Speed, agility

40 years of 

experience
100% mission success

Unleashing the potential of space. 
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Change does fix the past, transformation 
creates the future.

By 2025: Building a 

platform for sustainable 

growth attractive for 

investors.

Leader in the space 

industry with ESG and 

digital excellence.



Choosing the right team.



Fresh start with a new brand. 



Full customer focus and 
securing new major orders. 
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Investing into new production 
facilities and smart factories. 
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Creating a modern working environment to 
foster exchange and open communications. 
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Leveraging the power of innovation.  
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Learnings



Earning and keeping the owner’s trust.



The trust vs. control challenge – finding 
the sweet spot for “fast & consistent”
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Micro-Management Laissez-Faire

Sweet Spot Range
Management focusses on the business

Highest level of motivation

Highest probabilita of success

Inertia
• Management is focused on 

reporting and discussion

• Business is not making 

progress

• High level of frustration of 

both management and 

BoD

• Failure is likely

Flying blind
• Management is left alone

• Business may or may not 

be making progress

Empowerment and oversight

Strenuous hike
• High efforts to coordinate with 

BoD

• Limited amount of trust

• Low level of motivation 

• Very high stress levels

Probability 

of success

Management Approach

Sweet Spot shifts 

depending on the 

company situation



Key success factors for the Board of 
Directors supporting company success.
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Enable CEO and 

management to 

focus on 

performance and 

to take the right 

decisions.

Recruit the right 

executive profiles 

for the phase of the 

company life cycle.

Maintain the right 

level of oversight to 

ensure progress is 

made fast.

Work with the 

executive team on 

determining the 

right strategy and 

dynamic.



The Swiss answer 
to SpaceX ?
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