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Abstract: This thesis explores a fundamental pairs trade strategy of adidas and PUMA. The 

strategic analysis highlights their shared strengths in global reach, sustainability, and women’s 

sportswear, with both relying on Asian sourcing. Adidas focuses on innovation and dominance 

in Europe and Greater China, while PUMA’s agility and youth focus drive growth, particularly 

in Emerging Markets. The valuation emphasizes PUMA’s undervaluation and growth potential 

versus adidas’ overvaluation and higher risk. The long PUMA, short adidas strategy proves 

robust, offering investors a promising opportunity for risk reduction and relative returns. 
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Introduction 

In this paper, a detailed analysis of a pairs trade strategy of adidas and PUMA has been 

conducted. The goal is to assess whether a long position in PUMA combined with a short 

position in adidas could yield profitable returns by exploiting PUMA’s relative strengths and 

adidas’ vulnerabilities. The motivation behind this study lies in the contrasting outlooks for the 

two companies. While adidas faces operational challenges, such as profitability volatility, 

inventory issues and weaker growth in key regions, PUMA has proven consistent market share 

gains, particularly in high-potential Emerging Markets. This divergence, coupled with sector-

wide trends such as rising consumer demand for performance and lifestyle products, presents a 

compelling case for leveraging a fundamental pairs trade to generate alpha. Key valuation 

insights reveal potential mispricing in both companies’ stocks. PUMA offers greater upside 

potential, while adidas faces downside risks. The findings recommend a zero-cost portfolio with 

a long position in PUMA and a short position in adidas. PUMA stands out as a strong candidate 

for a long position due to its consistent growth in Emerging Markets. The company’s focus on 

fast-growing footwear and innovative product offerings aligns well with evolving consumer 

preferences, enhancing its profitability. Additionally, PUMA has demonstrated superior 

operational efficiency, with effective working capital management and shorter inventory 

turnover cycles compared to adidas. Its agility in responding to market trends, such as the rising 

demand for athleisure and sustainable products, further underscores its competitive edge. 

Strong brand resonance, particularly among younger demographics, positions PUMA for 

sustained financial outperformance. Conversely, adidas presents several vulnerabilities that 

make it a suitable candidate for a short position. The company faces operational challenges, 

including persistent inventory issues and inefficient working capital management, which 

undermine profitability. Its heavy reliance on mature markets limits its growth potential 

compared to PUMA’s success in high-growth regions. Financially, adidas faces margin 
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compression due to higher marketing expenses and operational inefficiencies. With its stock 

appearing overvalued relative to its growth prospects, and its slower adaptability to intensifying 

megatrends, adidas faces heightened risks, further supporting a short position. These findings 

collectively strengthen the recommendation for a pairs trade strategy that capitalizes on 

PUMA’s growth momentum while hedging against adidas’ challenges. To address risk, the 

analysis employs the Fama-French Five-Factor Model to assess exposure to market and 

economic variables, with results indicating limited factor-driven risks. Nevertheless, robust risk 

management practices are advised, including monitoring market volatility, valuation multiples, 

and company-specific developments. 

The paper starts with the analysis of the external environment, including macroeconomic and 

industry dynamics. Next, a comparative assessment of adidas’ and PUMA’s strategies and 

financial performance is conducted. Forecasted financial figures and valuations follow, 

highlighting relative pricing inefficiencies. Scenario analyses test the strategy’s resilience under 

various conditions, and the final section provides actionable recommendations, supported by 

risk management considerations. The findings offer institutional investors, financial analysts, 

and portfolio managers a data-driven framework for implementing a pairs trade in the 

competitive global sportswear market, capitalizing on PUMA’s strengths and adidas’ 

challenges to deliver potential outperformance.

Strategic Analysis of adidas and PUMA 

Introduction to adidas and PUMA 

Adidas, founded in 1949, is a German leader in athletic footwear and apparel, renowned for its 

commitment to quality, performance, and innovation in sustainability and technology. Adidas’ 

roots trace back to 1924 when the Dassler brothers, Adolf and Rudolf, started producing athletic 

shoes (Walters 2020). Following the brothers’ business split, Adolf founded adidas, gaining 

recognition for its specialized footwear and the iconic 3-Stripes design (adidas 2024d). Today, 
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adidas continues to innovate, cementing its position as a global market leader. 

PUMA, founded in 1948 by Rudolf Dassler, quickly emerged as a key player in the sportswear 

market. Known for pioneering the football boot with screw-in studs and achieving world 

records with its running shoes (PUMA 2024d), PUMA later expanded into sports apparel to 

increase visibility and cater to athletes’ diverse needs. The company’s vision is to be the world’s 

fastest sports brand, blending sport and culture to push innovation and appeal to both athletes 

and fashion-conscious consumers (PUMA 2024e). 

Both adidas and PUMA capitalize on the expanding sportswear market by addressing the 

increasing demand for athleisure, fitness culture, and sustainable products. They focus on filling 

gaps where consumers look for high-performance, innovative, eco-friendly, and stylish options. 

Both target a broad range of consumers across different age groups, genders, and regions. To 

meet the diverse needs of their global customer base, they offer a wide variety of products 

across the three segments. 

Product Portfolio 

Footwear is the most significant product category for both adidas and PUMA, contributing 

heavily to their revenues. As of mid-2024, adidas’ footwear segment accounted for 60% of its 

total revenue, while PUMA’s footwear made up 54%, making adidas slightly more reliant on 

this segment. Both brands have a strong presence in key sports such as football, running, and 

basketball, with adidas also catering to niche markets like golf and rugby. PUMA, meanwhile, 

distinguishes itself with a focus on motorsports, an area where it has established clear 

leadership. The post-pandemic trend for running products has been a key driver for both 

companies (Rahman 2023). Adidas has leveraged this trend by accelerating innovation in 

running technology, setting ambitious goals to expand its range and enhance its product pipeline 

(adidas 2024b, 12). PUMA has also capitalized on this opportunity by prioritizing foam 

technology, positioning itself as a credible leader in running performance with endorsements 



Strategic Analysis  57801 – Clara-Sophia Müchler 

 5 

from high-profile running ambassadors (PUMA 2024a, 211). Moreover, adidas is renowned for 

its ability to combine performance with lifestyle products through its iconic adidas Originals 

line (adidas 2024c, 5). Adidas’ collaborations with designers further enhance its cultural 

influence in lifestyle footwear and lead to the creation of exclusive, limited-edition shoes that 

drive strong demand in the lifestyle market. PUMA, by contrast, has a clear focus on youth-

oriented, streetwear-inspired footwear, collaborating with celebrities and influencers to appeal 

to younger, style-conscious audiences. Lastly, adidas continues to invest heavily in cutting-

edge technology (adidas 2024a). This poses an opportunity since the market shows increased 

demand for smart clothing. PUMA, too, is advancing its product technology, particularly with 

innovations in running shoes (PUMA 2024b). 

Both adidas and PUMA are capturing the booming athleisure footwear market. However, 

adidas’ broader product offering and its strong focus on technical innovation enable it to cater 

to the aging population looking for comfortable and premium products. In contrast, PUMA’s 

youthful branding, while resonating strongly with younger consumers, may limit its ability to 

fully capture the potential of an aging but active population. 

Apparel contributes 34% of adidas’ revenue and 31.1% of PUMA’s as of June 2024. Adidas 

combines high-performance products with premium fashion, often collaborating with 

prominent designers to create collections that balance functionality and style. PUMA, on the 

other hand, emphasizes mainstream streetwear and athleisure, appealing to younger consumers 

with casual yet sporty designs. PUMA’s strong ties to pop culture have cemented its success in 

athleisure, making it a leader in this growing segment driven by comfort-seeking consumers. 

Accessories, though a smaller part of revenue, represent a strategic opportunity. Accessories 

contribute 6% to adidas’ revenue and 14.9% to PUMA’s. The global accessories market, 

expected to grow at a CAGR of 3.0% from 2024 to 2029 (Statista 2024c), presents a potential 

growth avenue for both brands. PUMA’s larger share in this category allows it to attract more 
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new consumers through affordable, trendy items that serve as entry points for the brand. This 

focus on lifestyle accessories aligns with the athleisure trend and positions PUMA to capture 

the youth market effectively. However, adidas’ premium positioning in this segment could 

make it more attractive to older consumers seeking high-quality and functional accessories. 

In conclusion, both excel in performance sports products while catering to lifestyle trends. 

Adidas leads in high-tech performance gear and luxury collaborations, making it particularly 

well-suited to capturing the aging population’s demand for quality and comfort alongside the 

athleisure trend. PUMA, meanwhile, has a sharper focus on specific sports like motorsports and 

maintains a strong connection to youth culture and casual fashion. While this ensures PUMA’s 

dominance among youth, adidas’ more inclusive appeal positions it better to tap into the 

lucrative older generation, a demographic that values comfort, innovation, and versatility. 

Demographics 

Both adidas and PUMA cater to diverse, global demographics, increasingly targeting women 

and younger consumers. Adidas appeals broadly, balancing performance-driven and casual 

wear products for men and women. Initiatives like the FIFA Women’s World Cup partnership 

and adidas x Stella McCartney women’s team kit underscore its growing credibility among 

women (adidas 2024b, 57). These efforts position adidas as a frontrunner in inclusivity and 

gender-specific performance gear, reflecting strong alignment with emerging consumer trends. 

PUMA emphasizes youth-driven styles and affordability, strongly resonating with younger 

women through initiatives like its industry-first women-specific football boots (PUMA 2024a, 

210). This targeted approach strengthens PUMA’s brand relevance with its core demographic, 

offering a differentiated appeal in a competitive market. 

While both brands share a commitment to inclusivity, adidas’ partnerships highlight its 

leadership in women’s sportswear, whereas PUMA’s pop culture focus enhances its connection 

with younger consumers. Its youth-oriented, accessible positioning could drive superior growth 
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potential in Emerging Markets compared to adidas. 

Regional Differentiation 

Both adidas and PUMA operate globally, adapting their strategies to cater to regional market 

demands, sports trends, and cultural preferences. This approach enables them to maintain a 

consistent global brand identity while building strong local connections to maximize sales 

potential. Despite shared global aspirations, adidas and PUMA exhibit notable differences in 

their regional strategies and market positions. 

Both companies consider Europe their most significant market due to their shared origins and 

strong cultural ties to the region. As of mid-2024, Europe accounts for 32% of adidas’ global 

revenue, making it the brand’s largest and most critical region, while PUMA derives 23.8% of 

its revenue from Europe. Adidas leverages its heritage, focusing on elite sports performance 

and streetwear to cater to both athletes and trend-conscious consumers. PUMA’s strategy 

revolves around youth-driven streetwear and aligns with Europe’s football culture. While 

adidas benefits from a wider product portfolio and its dominance providing stability, PUMA’s 

narrower focus offers growth opportunities among younger audiences. 

In North America, adidas and PUMA operate in a fiercely competitive market dominated by 

local giants like Nike and Under Armour. Adidas generates 21.5% of its revenue from this 

region, while PUMA derives 24.3%, making this its most prominent revenue source and in 

relation to adidas more dependent on this market. Both companies target key sports like 

basketball and running, but their approaches differ significantly. Adidas strategically integrates 

exclusive product releases and collaborations with basketball stars to bolster its market presence 

(adidas 2024b, 60). PUMA emphasizes pop culture and athleisure trends, leveraging celebrity 

partnerships and streetwear collaborations to attract younger audiences (PUMA 2024c, 6). Both 

adidas and PUMA have integrated sustainability as key part of their identities, appealing to eco-

conscious consumers, but the growing anti-ESG sentiment in the US, along with political 
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debates around green initiatives, could present challenges that require rapid strategic 

adjustments. PUMA’s pop culture partnerships align with US athleisure trends, which could 

yield higher short-term gains. However, adidas’ wider portfolio provides resilience and 

stability. Both brands will need to balance sustainability initiatives with sensitivity to evolving 

public sentiment. To maintain and grow market share, both companies must remain agile, 

adapting their product offerings, marketing strategies, and messaging to navigate these complex 

dynamics. 

Greater China is a high-potential market for both brands. Adidas, with 15.2% of its revenue 

from this region, has invested heavily in capturing the rising fitness and streetwear trends 

among Chinese consumers (Zhang 2023). Its broad sports offering and the success of adidas 

Originals, alongside local influencer partnerships, have solidified its market presence. In 

contrast, PUMA, earning 7.5% of its revenue from Greater China, is still expanding its 

footprint. It aims to position itself as a credible performance brand, leveraging influencer-led 

campaigns and specialized store formats (PUMA 2024e). Although adidas leads in market 

share, PUMA’s untapped potential suggests a growth opportunity through its focus on 

athleisure trends and localized marketing in this important market. 

The Asia-Pacific region presents a diverse landscape requiring nuanced strategies. Adidas has 

split the region into Japan/South Korea and Emerging Markets to better address its 

complexities. In Japan and South Korea, which account for 5.9% of adidas’ revenue, the brand 

caters to demand for exclusivity with adidas Originals and limited-edition collaborations. In 

Emerging Markets, it focuses on affordable sportswear for the rising middle class. PUMA, 

generating 4.8% of its revenue from the region excluding Greater China, emphasizes its 

youthful and fashion-forward appeal in Japan and South Korea while balancing affordability 

and style in markets like India. Both brands face stiff competition from agile local players who 

dominate through stronger price advantages and closer consumer ties. 
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Latin America represents another key growth market, contributing 11.4% of adidas’ revenue 

and 14.9% of PUMA’s. Adidas adopts a broad pricing strategy to reach consumers across 

economic segments, ensuring accessibility while maintaining its competitive edge against local 

and global brands. PUMA’s approach is youth-centric, focusing on trendy, cost-effective 

products that balance functionality and style. Regional influencer partnerships and athlete 

endorsements further enhance PUMA’s appeal in this market. Given PUMA’s relatively larger 

revenue share from Latin America, it may have greater potential to capitalize on the region’s 

growing GDP and decreasing inflation compared to adidas. 

In the Middle East and Africa, both companies emphasize cultural sensitivity to connect with 

diverse consumer bases. Adidas, which generates 13% of its total revenue from its Emerging 

Markets segment that includes the Middle East and Africa, tailors its offerings with hijab-

friendly sportswear and modest activewear for women, reflecting a commitment to inclusivity. 

PUMA, generating 18.7% of its revenue within its EEMEA region, adopts a similarly tailored 

approach to engage distinct consumer groups, aligning its marketing with local customs. 

While adidas and PUMA share overarching goals of regional adaptation and global consistency, 

their strategies differ in execution. Adidas leans toward premium and performance-driven 

offerings, whereas PUMA adopts a youth-oriented, accessible approach, heavily influenced by 

pop culture and athleisure trends. These contrasting strategies highlight the brands’ unique 

paths to maintaining relevance and competitiveness across diverse global markets. 

Sourcing and Production 

Both adidas and PUMA heavily rely on Asia for their sourcing and production needs, leveraging 

the region’s cost-efficient manufacturing capabilities. Adidas has a more diversified sourcing 

strategy, with Vietnam and Indonesia contributing 38% and 32% of its footwear production 

respectively, while China accounts for 14%. Its apparel production is similarly concentrated in 

Asia, representing 91% of the total volume, with Cambodia, Vietnam, and China as key hubs 
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(adidas 2024b, 67). Overall, considering all product segments, China accounts for 15.7% of 

adidas’ total production. In contrast, PUMA’s sourcing and production are more centralized, 

with Asia contributing 95% of its total volume. Within this, China accounts for 32%, followed 

by Vietnam at 30% and Cambodia at 13% (PUMA 2024a, 221). This concentrated strategy 

allows PUMA to benefit from established supply chain networks and significant cost 

efficiencies. However, its heavy reliance on Asia, particularly China, exposes PUMA to 

increased risks from potential geopolitical tensions or economic disruptions. Adidas’ more 

diversified approach reduces its supply chain vulnerability, making it less exposed to 

disruptions compared to PUMA’s higher market concentration. These risks and their 

implications are further explored in Scenario 1. 

Sustainability Strategy 

Both adidas and PUMA have implemented extensive sustainability strategies, starting with a 

focus on making their products as sustainable as possible through the materials used. In 2017, 

adidas set the goal to replace all virgin polyester with recycled polyester in all products where 

a solution exists by the end of 2024. As of 2023, the company has reached 99% of this target 

(adidas 2024b, 91), expecting to make 90% of their entire product range sustainable by 2025 

(adidas 2024b, 82). Similarly, PUMA is pursuing ambitious sustainability goals, aiming for 

90% of its apparel and accessories products to contain over 50% recycled or certified materials 

and 90% of its footwear to include at least one component made from recycled or certified 

materials. Additionally, PUMA aims to raise the proportion of recycled polyester used in its 

apparel and accessories to 75% by 2025 (PUMA 2024a, 165). 

With regards to circularity, adidas has introduced its “Made to Be Remade” line, which allows 

customers to return worn-out items to be recycled and repurposed into new products, helping 

to reduce waste (adidas 2024b, 92). Circularity is also a priority of PUMA’s sustainability 

strategy. The RE:SUEDE project focuses on creating biodegradable shoes. Similar efforts have 
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been made in apparel with the RE:FIBRE initiative which enables the recycling of fabric waste 

(PUMA 2024a, 156). These initiatives are in an early phase compared to adidas’ “Made to Be 

Remade” products, but they represent PUMA’s increasing commitment to waste reduction. 

In addition, both companies are part of the Science-Based Targets initiative and have set 

ambitious goals to reduce both their own and their suppliers’ greenhouse gas (GHG) emissions. 

While adidas aims to achieve climate neutrality in its own operations by 2025 and is working 

toward a 30% reduction in total GHG emissions across its entire value chain by 2030, compared 

to 2017 levels (adidas 2024b, 84), PUMA has set a more aggressive target, aiming for 90% 

reduction in Scope 1 and 2 emissions and 33% reduction in Scope 3 emissions by 2030 (PUMA 

2024a, 104). These different approaches could have a significant impact on the business if the 

importance of sustainability shifts in the future, as explored in Scenario 2, making this an 

essential factor for an investment recommendation. 

Apart from environmental goals, both companies have showcased initiatives in social 

responsibility topics through their partnerships with organizations like the Fair Labor 

Association, which ensures oversight of working conditions, prioritizing fair and ethical labor 

practices across their entire supply chain (adidas 2024b, 99; PUMA 2024a, 262). 

In terms of recognition and industry standing, adidas has been widely recognized for its efforts 

in environmental sustainability, ranking among the top ten in the industry in the Corporate 

Human Rights Benchmark by MSCI ESG rating and among the top three in the KnowTheChain 

Benchmark by S&P Global ESG Evaluation in 2023 (adidas 2024f). In contrast, PUMA has 

earned a prominent position, ranking at the top of the FTSE4Good in its sector in 2023 and was 

part of the Corporate Knights Global 100 Most Sustainable Companies list for the third year in 

a row (PUMA 2024a, 34). In addition, PUMA had the highest score among all sports brands in 

the S&P Corporate Sustainability Assessment in 2023 (PUMA 2024a, 34), showing its standing 

in the industry with regards to sustainability initiatives. 
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In conclusion, both adidas and PUMA share common sustainability goals, aligning with 

growing ESG trends. While PUMA holds a competitive advantage in achieving impactful 

emissions reductions and securing greater recognition in key sustainability rankings, adidas 

demonstrates leadership in material innovation, circularity, and human rights benchmarks. 

PUMA’s more aggressive targets and stronger external recognition could particularly appeal to 

investors seeking measurable outcomes, but adidas’ comprehensive approach positions it as a 

strong player in broader sustainability efforts. 

Distribution Channels 

A balanced distribution mix between wholesale and direct-to-consumers (DTC) channels is 

critical for a company, reducing reliance on one channel and the impact of market fluctuations 

or shifting consumer behavior. 

In 2023, adidas reported 59% of sales through wholesale and 41% through DTC (adidas 2024b, 

61). This balanced split shows adidas’ focus on developing its DTC channels, including both 

physical retail stores and online platforms. This approach aligns with a broader industry shift 

toward e-commerce, reflecting changing consumer preferences especially post-pandemic. By 

investing heavily in DTC, adidas can offer a more consistent brand experience, experiment with 

unique product offerings, and capture a larger portion of consumer spending. PUMA’s channel 

mix leans more heavily on wholesale with 75% of its sales and only 25% from DTC (PUMA 

2024a, 351). This structure allows PUMA to leverage its strong retail partnerships to reach 

consumers widely and efficiently while maintaining lower fixed costs. However, this heavy 

reliance also increases the risk of pricing pressures from retail partners, competition for shelf 

space, and fluctuating demand from retailers. PUMA continues to recognize the strategic 

importance of DTC for brand control and consumer insights, especially through e-commerce, 

which continues to grow. Improving brand loyalty and expanding distribution channels are key 

objectives for PUMA, as it seeks to increase its presence in retail spaces and digital platforms 
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(PUMA 2024e). PUMA may need to invest more in growing its DTC channels to capture a 

larger portion of the digital market. 

In summary, while adidas benefits from a balanced approach that combines reach and control, 

with an overall stronger DTC presence that could provide resilience against wholesale market 

shifts, PUMA’s wholesale focus offers efficiency but bears the risk of market dependency. 

Adidas has thus far been more effective than PUMA in addressing the industry’s growing 

demand for a strong e-commerce presence. However, both companies are expanding their DTC 

channels, highlighting their recognition of this trend and commitment to capitalizing on it. 

Technological Development 

Adidas and PUMA have recognized the megatrend of technological development and integrated 

innovative technologies such as AI into their business processes, albeit with different 

approaches and priorities that reflect their strategic goals. Adidas has developed a 

comprehensive and established strategy for the use of AI technologies, particularly in e-

commerce. As part of the five-year “Own The Game” strategy launched in 2021, the company 

aims to double online sales to EUR 9 billion by 2025 and thus generate the majority of its sales 

digitally (Mixson 2022). The focus lies on the digitalization and automation of processes and 

the application of machine learning to create personalized product recommendations, enhance 

the customer experience and improve efficiency (Mixson 2022). In addition, adidas is working 

with external partners to implement advanced tools such as 3D scanning to improve product 

visualization and scale e-commerce content production (Castro 2023). PUMA, on the other 

hand, takes a more focused approach and uses AI primarily to improve its online sales and 

branding. Since March 2024, PUMA has been working with Google Cloud and has migrated 

its entire e-commerce operations to this tool, primarily to transform the digital shopping 

experience (Google Cloud 2024a). This includes AI-powered personalized product discovery 

and the streamlining of online and offline purchases. The AI capabilities will be permanently 
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expanded in collaboration with Google, for example, by personalizing website images to the 

shopper’s location, which has demonstrated improved click-through rates (Google Cloud 

2024b). AI supports PUMA in strengthening direct customer contact by adapting to customer 

preferences globally and improving customer loyalty programs, especially in regions like North 

America and Greater China, where PUMA currently sees potential to expand its market position 

(Bousquette 2024). While this initiative gives PUMA a first-mover advantage in this specific 

AI function for e-commerce, the company’s dependence on wholesale channels is an obstacle 

to faster growth in direct customer contact, as less customer data is available (Bousquette 2024). 

In Research and Development (R&D), adidas shows a consistent and long-term focus on 

innovation with relatively constant R&D spending over the last years, apart from the period of 

the COVID-19 pandemic (adidas 2024g). This indicates adidas’ commitment to further 

developing new technologies and products. Conversely, PUMA has significantly increased its 

R&D spend in recent years, including an increase of 33.2% in 2022 and 8.3% in 2023 (PUMA 

2024f). This dynamic development underlines PUMA’s efforts to rapidly integrate modern 

technologies to streamline business functions. The two companies are also pursuing different 

strategies in warehouse management and supply chain. Adidas has integrated its entire data 

infrastructure into Amazon Web Services to digitize core processes across the value chain, 

optimize inventory management and support DTC sales (Berthiaume 2021). Adidas plans to 

invest over EUR 1 billion in digital transformation by 2025 and further expand its internal 

technology expertise (Mixson 2022). Meanwhile, PUMA has introduced an AI-driven 

warehouse management system with the optimization of in- and outbound processes, timely 

order fulfillment and effective inventory control, which has already been implemented in three 

regions and enables quick responses to consumer trends (Girschner 2024). PUMA’s goal is to 

establish the fastest supply chain in the industry and implement the system globally. 

In conclusion, adidas follows a more comprehensive approach to implementing AI 
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technologies, which already covers various business areas and positions itself as a technology 

leader. PUMA, in contrast, is more focused on e-commerce and branding and is leveraging AI 

to strengthen customer loyalty and expand its position in weaker markets. While adidas leads 

in technological integration, PUMA’s recent investments may yield quicker consumer-focused 

returns, supporting its growth in competitive markets. 

Market Perception 

While both brands have built a strong brand image and a loyal customer base over time and 

enjoyed high levels of awareness, adidas has significantly outperformed PUMA in terms of 

popularity and product usage (Figure 2), highlighting a stronger emotional connection with 

consumers across the key markets of Germany and the US. However, both brands have faced 

reputational challenges. Adidas has faced criticism over its late response to the Kanye West 

controversy, who was under scrutiny for antisemitic and offensive comments (Penta 2022). 

PUMA’s association with the Israeli Football Association has led to boycotts (Connaughton 

2023). This underlines that while both adidas and PUMA benefit from their history and 

established brand image, wrong moves can easily lead to a loss of customer trust. They highly 

depend on the public’s opinion to continue their success. 

Key Findings of Strategic Analysis 

In conclusion, both adidas and PUMA exhibit notable similarities in their global reach, 

emphasis on women-specific and sustainable sportswear, and significant reliance on Asia for 

sourcing. However, they differ in key strategic areas. Adidas adopts a broad approach, 

emphasizing performance-driven innovation, maintaining dominance in Europe and Greater 

China, and balancing wholesale and DTC channels, making it a more established, yet slower-

moving player. In contrast, PUMA demonstrates agility and a growth-oriented strategy, 

appealing to a younger, cost-conscious customer base. It holds untapped potential in North 

America and Greater China, leverages expansion opportunities in Emerging Markets, and 
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benefits from recent investments in AI and measurable sustainability initiatives. These 

differences reflect their unique approaches to navigating the competitive global sportswear 

industry.

Valuation of adidas and PUMA 

To determine the long-term enterprise value of adidas and PUMA, both cash flow-based and 

relative valuation were performed. The resulting share price is compared to the current stock 

price to assess whether the stock is overvalued or undervalued. A sensitivity analysis is 

conducted for each method, using key value drivers to account for uncertainties in the 

assumptions. All valuations are carried out as of June 30, 2024, reflecting the most recent 

business figures available for both companies. The discount rates used to determine enterprise 

value, along with the methodologies applied, are explained in greater detail below to ensure 

that a well-founded investment decision can be made. 

Discount Rate 

The forecasted future cash flows must be discounted at an appropriate discount rate to calculate 

a final enterprise value (Schmidlin 2012). The cost of capital, which represents the minimum 

return required to finance operations before generating added value, helps investors to 

determine the financial risk of an investment and its potential returns (Saalmuller 2022). The 

WACC is the most commonly used method for determining the cost of capital in enterprise 

DCF valuations. It incorporates all financing sources by weighting equity and debt according 

to their respective market values (CFI 2024c). The WACC comprises three key components 

namely cost of equity, after-tax cost of debt, and the targeted capital structure. Each element 

and its application for adidas and PUMA is further discussed for clarity. 

Cost of Equity 

The cost of equity represents the rate of return that is expected by equity investors (Saalmuller 

2022). In practice, it is typically calculated using the Capital Asset Pricing Model (CAPM), 
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which measures the riskiness of an investment compared to the market (Saalmuller 2022). 

The risk-free interest rate, which assumes neither default risk nor reinvestment risk, is usually 

determined using the return of a long-term government bond (Damodaran 2008). As this pairs 

trade investment strategy targets a global audience, it is crucial to select an appropriate risk-

free interest rate. Due to its high liquidity, the 10-year US treasury bond serves as a proxy for 

the global benchmark. However, as the valuation is conducted in EUR, the US risk-free rate on 

the valuation date of 4.4% is converted using the 10-year cross-currency basis swap spread. 

The approximated global risk-free interest rate, quoted in EUR, therefore amounts to 4.25% 

(Bloomberg 2024). 

Furthermore, beta quantifies the sensitivity of a company’s stock to market movements, 

measuring its systematic risk relative to the broader market (CFI 2024b). Unsystematic risk, 

being company-specific, can be mitigated through portfolio diversification and is therefore 

excluded from this analysis (CFI 2024b). For adidas and PUMA, the equity beta was calculated 

using a regression of their respective daily returns from mid-2021 to mid-2024 against market 

returns. Three indices, representing distinct market segments, were selected for this analysis. 

The Deutscher Aktienindex, representing the German market, was included as both adidas and 

PUMA are headquartered in Germany, despite the index’s relatively small size. The Euro Stoxx 

50, which encompasses major companies within the eurozone, was included due to Europe’s 

status as one of the most significant markets for both companies. Finally, the Morgan Stanley 

Capital International World index was chosen to represent the global developed market, 

reflecting the companies’ global operations and exposure to global economic conditions. The 

average beta from regressions against these indices was calculated for each stock. The 

historically levered betas were adjusted towards the market average of one (CFI 2024a) to 

estimate future betas, as adidas and PUMA are expected to grow in size. This results in an 

adjusted beta of 1.02 for adidas and 0.98 for PUMA. To reflect the targeted capital structure in 
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the WACC, the betas were first unlevered with the capital structures on the valuation date and 

then re-levered to the new financial structures. This results in a levered beta of 1.08 for adidas 

and 1.03 for PUMA, indicating that adidas is slightly more volatile than the market, while 

PUMA is marginally less risky. When considering operational risk using the unlevered betas, 

assuming no debt, the sensitivity of the two companies appears to be very similar. This reflects 

the fact that the core businesses are the same and therefore their operations are exposed to 

almost identical risks. Consequently, differences in stock performance are primarily due to 

variations in capital structure and strategic measures. 

The market risk premium represents the expected excess return of the market portfolio over a 

risk-free investment, compensating investors for taking on additional risk (Saalmuller 2022). 

To maintain consistency with the perspective of the risk-free rate, the global equity risk 

premium, weighted by regional GDP, was 5.5% as of the valuation date (Damodaran 2024a). 

Based on the CAPM, the cost of unlevered equity is 9.4% for adidas and 8.8% for PUMA. 

Given their updated capital structures, investors demand a 10.2% return on adidas’ stock to 

compensate for its market risk, while a 10.1% return is required for PUMA’s stock. 

Cost of Debt 

The cost of debt represents the pretax interest rate that a company pays on its borrowed capital 

(Saalmuller 2022). This compensates creditors for the risks of lending (CFI 2024d). Therefore, 

the interest rate reflects the company’s default risk. There are different approaches to determine 

the cost of debt. For companies with observable market debt, the current yield to maturity of 

the company’s debt can be used (Damodaran 2024d). This approach was applied to adidas. The 

bond with the longest maturity, in this case 15 years, was chosen to align with the long-term 

valuation horizon. The bond’s yield to maturity is 3.0% (TradingView 2024). The default 

spread is derived from the difference between the bond’s yield and the 10-year German 

government bond yield of 2.5% on the valuation date (TRADING ECONOMICS 2024), which 
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serves as the risk-free rate for the company bond listed in Germany. This results in a default 

spread of 0.6% and an overall cost of debt of 4.8% for adidas. For companies without 

outstanding market debt, the cost of debt can be estimated by calculating a synthetic credit 

rating based on financial ratios, such as the interest coverage ratio (Damodaran 2024d). This 

method was applied to PUMA, which currently has no outstanding market debt. In 2023, 

PUMA’s interest coverage ratio of 11.7 corresponds to a credit rating of AAA based on the 

scale for large-cap firms (Damodaran 2024b). Consequently, a default spread of 0.75% was 

applied, resulting in a cost of debt of 5.0%. 

The after-tax cost of debt, which incorporates the tax benefits known as the interest tax shield 

from corporate bonds, is applied in the WACC calculation. No changes are expected in the tax 

rates of the two companies, as they have remained constant over the last four years. Therefore, 

a tax rate of 27.4% is assumed for adidas and of 27.2% for PUMA. The similarity in tax rates 

can be explained by shared business, geographical, structural, and tax conditions. After 

incorporating tax benefits, the after-tax cost of debt is 3.5% for adidas and 3.6% for PUMA. 

Targeted Capital Structure 

The capital structure that companies adopt to finance their operations has a major impact on 

their cost of capital. Well-established companies like adidas and PUMA tend to be in a better 

position for higher leverage. The targeted capital structure of adidas and PUMA was determined 

by analyzing their current market value-based structure (Table 1), the industry benchmark, and 

company-specific investment plans. A constant D/E ratio is assumed for both companies. For a 

fair estimation of the market value of adidas’ and PUMA’s debt, the carrying amounts of the 

net financial debt were used. The market value of equity is calculated by multiplying the number 

of shares outstanding by the share price on the valuation date. Adidas’ current capital structure 

averaged 11.8% debt from 2021 to 2024, with a peak of 19.9%, a low of 4.2%, and 9.1% as of 

June 30, 2024. The number of outstanding shares and net financial debt were relatively constant 
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during this period, with the ratio primarily influenced by share price fluctuations. The target is 

an increase in D/EV ratio from 9.1% in the first half of 2024 to 15%. This rise is supported by 

its strong investment-grade rating and stable future cash flows, which make it well positioned 

to increase leverage. In addition, the company intends to invest further in the business, which 

will require additional financing. Adidas’ current D/E ratio of 10.1%, significantly below the 

industry average of 47.7%, suggests the company is underleveraged, with room to increase 

leverage and enhance financial efficiency. PUMA has an average debt of 11.5% of the total 

enterprise value. A steady increase to 17.2% was reported by mid-2024, due to a slight increase 

in net financial debt and a simultaneous decrease in its share price. The current D/E ratio of 

20.8% is already higher than that of adidas, but remains well below the industry benchmark, 

indicating potential to increase leverage. Furthermore, PUMA operates on a much smaller scale 

than adidas, which means that additional leverage can enable PUMA to finance growth 

initiatives and expand its business, aligning with its already announced investment plans. A 

D/EV ratio of 25% is targeted and factored into the WACC. For both companies, raising 

additional debt could increase their D/E ratios, enhancing ROE and potentially improving their 

attractiveness to investors. 

Weighted Average Cost of Capital 

The WACC is calculated using the cost of equity, cost of debt, and targeted capital structure for 

each company (Table 2). For adidas, the WACC is 9.2%, while for PUMA it is lower at 8.5%. 

Adidas’ higher WACC is primarily driven by its elevated cost of equity, reflecting greater 

volatility relative to the market, and its lower reliance on debt. This makes it more challenging 

for adidas to achieve returns above its cost of capital. In contrast, PUMA benefits from a more 

balanced D/E ratio and a slightly better risk profile than adidas. PUMA’s ability to utilize capital 

more efficiently than adidas is reflected in its lower WACC, which provides a competitive 

advantage. 
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Cash Flow-based Valuation 

The DCF method estimates enterprise value using projected cash flows and growth, with risk 

captured by the discount rate (Damodaran 2024c). For adidas and PUMA, the UFCFs from 

2024 to 2030 were used (Table 3 and Table 4). Beyond the forecast period, the companies are 

assumed to operate in a stable environment with cash flows valued using a perpetuity-based 

continuing value. The terminal value is a critical component of the valuation, as it represents a 

substantial component of the total enterprise value. This approach is particularly suitable for 

companies that pursue a target capital structure (Damodaran 2024c). Given the assumption of 

a constant D/EV ratio for adidas and PUMA going forward, it appears reasonable to use this 

method to define the value of both companies. The final enterprise value is determined by 

discounting the core UFCFs of the forecast period and the terminal value and then adding the 

non-core UFCFs. The market value of equity is calculated by subtracting net debt including 

non-controlling interests, as defined by the targeted D/EV ratio. The share price is then derived 

by dividing the market value of equity by the number of outstanding shares, which is assumed 

to remain constant as no changes have been announced by adidas or PUMA. The share prices 

are further analyzed using a sensitivity analysis to assess the impact of key assumptions. The 

WACC and terminal growth rate, based on forward-looking assumptions about capital costs, 

returns, and growth, are varied by ±0.2%. These key variables are particularly suitable for 

sensitivity analysis, as small changes significantly affect both the forecasted enterprise value 

and the terminal value, which constitutes a major portion of it. This allows for a better 

assessment of uncertainties in financing costs and growth assumptions, verifying the robustness 

of the valuation. 

As of June 30, 2024, adidas’ enterprise value of operations is EUR 28,343 million (Table 5). 

Of this total, 76.2% comes from the discounted terminal value, calculated using a perpetual 

growth rate of 4.4%, while the remaining 23.8% is attributed to the forecast period. After 
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considering the non-operating UFCF at market value and deducting net debt of 15%, the equity 

value available to shareholders on the valuation date is EUR 24,091 million. With currently 

178.55 million shares outstanding, the enterprise DCF method indicates a 39.5% downside from 

the market share price of EUR 223 on June 30, 2024. Therefore, the enterprise DCF indicates 

that adidas is significantly overvalued in the market, as the projected growth in core UFCFs 

does not support the current share price. PUMA’s business is significantly smaller than adidas, 

as reflected in its core UFCFs. Its enterprise value from the operating business amounts to EUR 

11,238 million (Table 6), representing 39.9% of adidas’ enterprise value. While PUMA’s 

perpetual growth rate of 3.9% is slightly lower than adidas’, its terminal value plays a more 

important role, accounting for 84.4% of the core enterprise value, due to PUMA’s lower risk 

profile. Additionally, the non-operating business is valued at EUR 94 million. After deducting 

25% net debt, the equity value is EUR 8,499 million, corresponding to a share price of EUR 

56.95, a potential increase of 32.8% compared to the current market price as of mid-2024. 

In conclusion, both companies are growing steadily within the projected period, considering 

their difference in scale. However, PUMA offers a more favorable opportunity for investors 

with an appreciation in the current share price, while adidas may be significantly overvalued. 

The sensitivity analysis of the enterprise DCF method demonstrates that adidas and PUMA are 

more sensitive to fluctuations in the WACC than in the terminal growth rate (Table 7 and Table 

8), which indicates that both companies are more dependent on macroeconomic factors such as 

interest rates and capital market risks. Changes in the global financial markets could therefore 

have a major impact on their valuation. For adidas, the sensitivity analysis suggests that a 

potential undervaluation is unlikely. Even with a 0.8% reduction in the WACC and a 

simultaneous 0.8% increase in growth after the forecast period, the resulting share price is EUR 

195.30. This remains well below the current market price of EUR 223, signaling limited upside 

potential in the valuation of adidas. This suggests that although adidas’ valuation responds 
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positively to improvements in both variables, its stock price would still reflect a loss of 12.4% 

even under highly favorable conditions. Thus, moderate improvements are insufficient to justify 

a buy recommendation for adidas. In contrast, the sensitivity analysis suggests that PUMA may 

be slightly overvalued under certain conditions. If the WACC increases by 0.8% and the 

terminal growth rate decreases by 0.8%, the resulting share price would be 0.4% lower than the 

current market price of EUR 42.87, indicating minimal downside risk. Conversely, if both key 

variables improve, PUMA’s share price could rise to EUR 86.42, reflecting a potential upside 

of 101.6%. This makes PUMA an attractive investment opportunity for investors anticipating 

favorable market conditions. 

Relative Valuation 

Relative valuation, unlike intrinsic valuation, assesses a company’s value based on the current 

market prices of comparable companies (Damodaran 2024c). The market prices of a peer group 

are converted into multiples of common variables representative of adidas’ and PUMA’s 

enterprise value. This method is less time- and resource-intensive, easier to apply, and more 

intuitive than the cash flow-based approach, as it reflects the current market sentiment 

(Damodaran 2024c). In addition, some multiples serve as an important decision-making basis 

for investors (CFI 2024e). However, relative valuation often provides only a snapshot of the 

company’s current status and does not include future forecasts. This limitation can be mitigated 

by using forward-looking multiples instead of current ones. In addition, there may be a lack of 

transparency in determining the multiples and the valuation may lead to distorted results due to 

an over- or undervaluation of the market (CFI 2024e). To minimize the risk of incorrect 

investment decisions, multiples valuation should complement, rather than replace, cash flow-

based methods. 

Two steps in particular are essential for conducting a robust valuation (Damodaran 2024c). 

First, the peer group for adidas and PUMA must be determined. For this purpose, publicly listed 
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competitors within the same industry and with similar fundamentals such as operations, product 

portfolio, market presence, profitability, growth, and risk are selected. Since both companies 

operate globally and are positioned among the top ten globally, the peer group includes Nike, 

Under Armour, lululemon, VF Corporation, Skechers, Anta, Li Ning, and Asics. Under Armour 

and VF Corporation were excluded due to losses in their last fiscal year, which hinder 

comparability. The second step involves adjusting market prices to standardized variables. 

There are a large number of multiples that can be used. For adidas and PUMA, three multiples, 

divided into the categories equity and enterprise value, proved to be the most useful. It is 

particularly important that the multiples are consistent. Depending on the category, the value in 

the numerator and the standardized variable in the denominator must correspond to the same 

claim holders of the company, either equity holders or equity and debt holders. The price-to-

earnings (P/E) ratio is the most widely used equity multiple (Damodaran 2024c). However, 

when comparing this within the industry, it should be noted that this category includes different 

levels of debt. To eliminate the effect of debt financing and disregard the capital structure, 

enterprise value multiples are used in addition (CFI 2024e). For this purpose, the enterprise 

value-to-EBIT (EV/EBIT) and enterprise value-to-revenue (EV/Revenue) ratios are applied to 

adidas and PUMA. The latter is the least affected by the accounting rules of the individual peer 

companies. The comparability of the individual multiples shows that the profit-related multiples 

of adidas are extraordinarily high. This is due to the losses in 2023, which are not representative 

of the future performance of the business. For instance, adidas’ EV/EBIT ratio was 201.7x, 

significantly inflated by weak profits in that year. To maintain comparability and preserve the 

integrity of both companies throughout this analysis, adidas is included in PUMA’s peer group, 

even though its 2023 results were atypical. To mitigate the effect of outliers and adjust for 

skewed distribution, the median is used to determine the industry indicators. 

The low earnings and efficiency of adidas in 2023 are reflected in a weak enterprise value 
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(Table 9). The median share price of the three multiples is EUR 25.22, which signals a current 

overvaluation of 88.7%, and is significantly below the result from the cash flow-based 

valuations. The sensitivity analysis, with a median-based fair market value deviation of ±10%, 

also indicates a potential downside risk of at least 87.6% for adidas’ price. Excluding the 

earnings multiples, the EV/Revenue multiple still leads to a downside of 8.0%, with a share 

price of EUR 205.23. Since historical data includes losses and is not representative, multiples 

should be applied to the forecasted year-end 2024. The analysis then shows that adidas is still 

significantly overvalued, with a 52.6% overvaluation compared to the share price at the 

valuation date. Consistent with the previous valuation method, the multiples valuation for 

PUMA issues a clear buy signal. The application of the fair market multiples results in a median 

share price of EUR 51.02 for PUMA, corresponding to an upside potential of 19.0% (Table 10). 

The valuation of PUMA is also confirmed in the best- and worst-case. 

Key Findings of Valuation 

The valuation highlights adidas’ higher WACC compared to PUMA’s, driven by adidas’ greater 

market volatility and less efficient capital structure, which increase its risk for investors. The 

enterprise DCF method shows that adidas is overvalued, with a 39.5% downside, whereas 

PUMA offers a 32.8% upside. The relative valuation further reinforces these results, with adidas 

displaying inflated multiples, while PUMA remains attractively undervalued. The sensitivity 

analyses underscore the resilience and growth potential of PUMA. 

Scenario Analysis 

The scenario analysis assesses the impact of key value drivers on the financial performance of 

adidas and PUMA under three scenarios, focusing on major market drivers that could influence 

the pairs trade recommendation. The particular focus lies on the implications of their post-

pandemic revenue growth and EBIT margin correlations. The strong revenue growth and 

moderate EBIT margin correlations emphasize the importance of considering the 
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interdependencies between the two companies when analyzing potential scenarios, ensuring 

that assumptions about their performance are aligned. 

Scenario 1 – Trump’s Presidential Election of the US and his Tariff Policy on Imports 

Donald Trump’s re-election on November 6, 2024, marks a pivotal moment with significant 

implications for global markets and company valuations worldwide. Although both adidas and 

PUMA are headquartered in Germany, as one of the world’s largest economies, the US exerts 

considerable influence over trade, monetary policy, and global economic stability, especially 

as Trump’s trade policies could negatively impact the world (Wolf 2024). A central component 

of Trump’s economic policy includes imposing tariffs, with rates as high as 20% on imports 

from most countries and up to 60% on imports from China (Wolf 2024). The proposed tariffs 

could lead to increased costs, which may be passed on to consumers, thereby affecting demand. 

Analysts have expressed concerns that these two German companies could soon face higher 

tariffs on their US business (DPA 2024). The overall impact on revenue remains uncertain, as 

it depends on consumer responses to price changes and the companies’ abilities to mitigate 

increased costs. However, the initial impact on North American revenue is expected to be 

significant for both companies, due to tariffs, reduced consumer spending, and increased prices. 

This aligns with the high historical correlation of revenue growth, as the companies are 

expected to respond similarly to a shared external shock. 

PUMA’s total revenue is projected to decline by 16% in 2025, slightly steeper than adidas’ 13% 

decline, reflecting PUMA’s higher reliance on North American sales versus adidas’ broader 

global footprint and stronger brand positioning (Table 11 and Table 12). As the companies 

begin adapting by diversifying supply chains or sourcing locally to mitigate tariff impacts, 

following Steve Madden’s model of reducing reliance on Chinese production (Goldman 2024), 

it can be assumed that the revenue declines moderates by 2026, with further stabilization by 

2027 and recovery to pre-tariff levels by 2030. 
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Additionally, tariffs may prompt Chinese manufacturers to target European markets to offset 

losses from the US, which would increase competition, particularly in the footwear sector, 

where Chinese products could be seen as lower-cost alternatives (Martuscelli 2024). As a result, 

the European market is expected to decline in parallel, with adidas being less affected due to its 

stronger brand loyalty in its top-selling region and its resilience to price pressure. The impact 

on sales is expected to be relatively moderate, with a 3% decline for adidas and 5% for PUMA 

in 2025, as both will be able to maintain brand loyalty. In the medium term, the decline may 

accelerate to 6% and 8% respectively, due to increased competition from Chinese brands. By 

2027, market dynamics are expected to stabilize as both companies innovate, leading to a 

smaller decline of 2% in the following years, with no further impact expected by 2029. 

The trend in COGS for adidas and PUMA would likely follow a multi-year pattern similar to 

the revenue decline trend, with an initial spike in COGS due to tariffs in 2025, followed by 

gradual stabilization until 2028 as supply chain adaptations come into effect. Assuming no 

immediate alternative supply sources, COGS of products sourced from China may increase by 

9% in 2025 for both companies. With 32% of production being based in China, PUMA’s COGS 

would see an immediate rise due to its greater reliance on Chinese products and thus higher 

import costs. However, as adidas sources only 16% of its supplies from China, its overall 

reliance on Chinese manufacturing is lower. As a result, while both companies face the same 

tariff impact on Chinese imports, the overall increase in adidas’ total COGS would be 

proportionally smaller than PUMA’s due to its more diversified supply chain. From 2026 to 

2028, COGS could potentially return to pre-tariff levels as companies shift production to 

countries less affected by tariffs. 

Moreover, both companies are expected to incur supply chain adjustment costs to diversify or 

relocate their production. These costs will primarily appear in Operating Expenses, specifically 

under G&A, with temporary increases in Sales and Distribution Expenses due to higher logistics 
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and shipping costs associated with new sourcing locations. The increase in costs is less severe 

for adidas, as it had strategically planned to cease sourcing US goods from China (Scott 2024). 

However, the difference is not significant, as PUMA’s smaller number of facilities and lower 

trading volumes make relocating factories comparatively easier. 

Overall, PUMA’s EBIT margins are expected to decline more sharply than adidas’ due to 

operational factors and different cost structures, such as PUMA’s higher reliance on North 

American sales, Chinese imports, and associated tariff costs. In 2025, PUMA’s margin is 

projected to drop by 2.8 percentage points, while adidas experiences a smaller decline by 2.0 

percentage points, reflecting its lower sales and cost pressures. As both companies adjust supply 

chains and reduce dependency on Chinese manufacturing, the margin impact moderates, with 

PUMA showing a 0.7 percentage point decline by 2028 and adidas a 0.4 percentage point 

decline. By 2029, both companies stabilize close to pre-tariff margin levels. 

The rise in PPE due to increased CAPEX reflects the necessary investments in relocating or 

setting up new factories outside of China, with an assumed 1% increase from 2025 to 2028 for 

adidas and a 2% increase for PUMA, reflecting its higher dependency on Chinese production. 

Ultimately, Trump’s policies are expected to lower core UFCFs of both adidas and PUMA from 

2025 to 2028, the period of his administration. However, these effects are largely temporary 

and are expected to have a minimal impact on their long-term valuations. PUMA’s core UFCF 

is projected to turn negative in 2025 and 2026, driven by core EBIT declines, with an estimated 

reduction of 41.1% compared to 2024, attributed to increased operational costs and competitive 

pressures in key markets. Additionally, higher cash adjustments, mainly from increased 

CAPEX investments and a smaller reduction in NWC, are expected to further impact cash flows 

during these years. In contrast, adidas is forecast to maintain positive UFCF, albeit at a lower 

level, throughout this period. Its diversified business model and broader market reach provide 

resilience against market fluctuations and trade-related challenges, allowing adidas to sustain 
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core EBIT, which is expected to decrease by 25.2% in 2025 and mitigate the impact on cash 

flows despite the political headwinds. PUMA, despite greater exposure to this scenario, faces 

relatively modest impact on its share price, which is expected to decline by only 6.4%. This 

suggests a potential undervaluation of 24.3%, even after adjusting for policy-driven effects. As 

for adidas, although less impacted operationally, a smaller decline of 4.9% is expected, 

positioning its share price as overvalued by 42.5%, reflecting no change in the final 

recommendation. This scenario has a high likelihood of materializing, as Trump’s trade 

policies, well-established during his first term as US president, have since been reinforced. 

Scenario 2 –The Rising Importance of Sustainability 

Adidas and PUMA have taken different approaches to sustainability, particularly in terms of 

reducing Scope 1, 2, and 3 emissions. PUMA has pursued a more aggressive approach to 

achieve significant and rapid reductions across all emission scopes, while adidas has adopted a 

more measured strategy, balancing sustainability goals with other business priorities. This 

difference is evident in their respective Carbon Disclosure Project climate scores, with adidas 

improving from a B-score in 2017 to an A- by 2023 (CDP 2024), while PUMA showed a greater 

commitment to sustainability, advancing from a C in 2017 to the highest possible score of A by 

2023 (PUMA 2024a, 106). These contrasting strategies offer valuable insights into the 

performance of each company under varying future scenarios. 

In the scenario where sustainability becomes a key source of competitive advantage driven by 

stricter regulations, evolving consumer awareness, and global climate agreements, the financial 

implications of carbon pricing will be significant (Table 13 and Table 14). By 2030, the average 

global carbon price is expected to reach USD 300 per ton of Carbon Dioxide (Systems Change 

Lab 2023). Under this high-carbon price scenario, adidas’ and PUMA’s emission reduction 

targets appear reasonable, as achieving them would help offset the substantial financial burden 

of rising carbon costs. Adidas aims to reduce GHG emissions across its entire value chain by 
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30% until 2030, measured against its 2017 baseline (adidas 2024b, 84). In contrast, PUMA has 

adopted a more ambitious approach targeting a 90% reduction in Scope 1 and 2 emissions and 

a 33% reduction in Scope 3 by 2030, similarly measured against 2017 (PUMA 2024a, 105), 

implying a total reduction across all scopes of 35%. PUMA’s more aggressive approach to 

reduce emissions, particularly of Scope 3, which accounted for 97.3% of total GHG emissions 

for adidas and 99.4% for PUMA in 2023, positions the company to be significantly less 

impacted by this rise in carbon prices. The additional carbon emission costs will result in an 

increase in COGS and operating expenses, rising from 0.8% in 2024 to 1.7% in 2030 for 

PUMA, and more significantly from 1.6% to 3.5% for adidas. The post-pandemic EBIT margin 

correlation indicates that while both companies face similar pressures from rising carbon costs, 

their sustainability strategies affect their cost structures differently. This difference in costs 

highlights PUMA’s more proactive sustainability strategy and its relative advantage in 

mitigating the financial impact of rising carbon prices on the EBIT margin due to much lower 

total emissions. In contrast, adidas, with its slower progress in addressing sustainability 

challenges, will face more significant increases in operating costs and a greater impact on 

profitability.  

Balancing the effect of increased carbon prices, both companies will benefit from the attraction 

of consumers to brands prioritizing eco-friendly products by actively reducing GHG emissions 

and adopting more sustainable production methods. Showcasing their commitment to 

sustainability offers the potential to gain market share in the growing market for 

environmentally responsible goods. The sustainable footwear market size per region has been 

analyzed using the regional CAGR (Grand View Research 2024b). For example, Greater China 

is projected to grow annually at 7.5% from 2024 to 2030, driven by the increasing prominence 

of sustainability on social media and other online platforms, which are reshaping consumers’ 

perceptions of eco-friendly products. Similarly, Asia-Pacific, including Japan and South Korea, 
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shows strong potential for sustainable growth at 7.1%, as this market offers favorable conditions 

for producing sustainable products while maintaining affordability. The sustainability trend 

reflects a shared macroeconomic impact on adidas and PUMA, with both potentially benefiting 

from increasing demand for eco-friendly products. However, the post-pandemic revenue 

growth correlation of 0.87 suggests that the impact on both will be similar in some respects but 

different in terms of market positioning. Adidas’ stronger presence in these regions supports a 

13.5% sales CAGR through 2030, compared to 11.9% for PUMA. However, PUMA’s 

advanced sustainability efforts are expected to drive higher long-term growth, with a terminal 

growth rate of 1% compared to adidas’ 0.5%.  

From a valuation perspective, PUMA would benefit much more under this scenario due to its 

higher sustainability efforts and lower emissions, as the cost increase is less detrimental than 

for adidas. PUMA’s share price of EUR 57.52 indicates a 34.2% undervaluation while adidas’ 

share price of EUR 65.13 suggests a 70.8% overvaluation. This disparity is driven by the higher 

carbon-related costs associated with adidas’ larger GHG emissions and its slower progress in 

addressing sustainability challenges. If adidas does not take more decisive action, investors are 

likely to favor more eco-responsible competitors like PUMA. This becomes particularly critical 

in a future scenario where stricter regulations and consumer demand for sustainability redefine 

the competitive landscape. 

In contrast, a less likely, but possible scenario, is that sustainability loses relevance or even 

becomes detrimental to the success of companies like adidas and PUMA (Table 15 and Table 

16). This scenario stems primarily from Trump’s recent victory, with his advocacy for anti-

ESG rules, alongside geopolitical uncertainties leading to other important issues taking top 

priority. At the international level, a US withdrawal from the Paris Climate Agreement under 

Trump’s leadership would not only lower US commitments but also undermine the resolve of 

other major emitters, such as China and India, to meet their pledges (Carlin 2024). For adidas 
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and PUMA, this shift could ease the pressure to meet their ambitious emissions reduction 

targets, particularly for Scope 3, which is tied to supply chains in regions like Asia, where local 

environmental commitments might weaken. It is assumed that adidas will adjust its Scope 3 

emissions reduction target from 30% to 10%, and PUMA from 33% to 15%. These changes are 

likely driven by expectations of weaker environmental regulations and reduced pressure to 

achieve aggressive sustainability goals, prompting both companies to scale back their targets 

while still focusing on emissions reduction in a more cost-conscious environment. However, 

Scope 1 and 2 emissions for internal operations, directly controlled by the companies, remain 

crucial. Reducing these emissions is, on the one hand, essential for aligning with ESG goals 

and, on the other hand, for driving cost savings and improving operational efficiency. Even in 

a less ESG-focused environment, these reductions remain a key strategic priority for both 

companies. For PUMA, this means a 90% reduction of Scope 1 and 2 emissions by 2030, while 

a more conservative approach has been adopted for adidas. Adidas’ Scope 1 and 2 emissions 

increased significantly by 171.4% from 2017 to 2023, making a 90% reduction by 2030 less 

feasible. Consequently, the target has been adjusted to 60%. Overall, the reduction of total 

emissions by 2030 is 10% for adidas and 17% for PUMA, which continues to represent 

PUMA’s greater ESG commitment. 

Simultaneously, in this scenario, climate damage is less penalized, and a lower carbon tax on 

emissions is expected, set at the global minimum price of USD 170 in 2030 (Systems Change 

Lab 2023). When sustainability is deprioritized compared to the opposite scenario, the operating 

and sales costs rise on average 0.6 percentage points less at adidas and 0.3 percentage points 

less at PUMA. PUMA’s lower decline reflects higher risk and less flexibility to reduce costs as 

it allocates more resources to sustainability, whereas adidas’ less aggressive approach allows 

greater cost-cutting flexibility, despite its total emission cost share remaining higher. 

Moreover, a lower attraction to sustainability impacts the growth of sustainable products. 
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Despite a global decline in ESG priority, Europe could continue to secure demand for 

sustainable products due to strict regulations and strong consumer expectations. Adidas and 

PUMA could maintain higher investments to adapt to local expectations, with PUMA having a 

competitive advantage. If Trump’s policies lead to an easing of climate regulations and an 

aggressive request to rethink America’s climate policy, sustainable products will completely 

lose their appeal in this market. In this context, a significant decline in demand in China and 

Asia-Pacific is assumed, by 4% each. In the remaining markets, a moderate decline of 2% is 

forecast due to a general reduction in sustainability and cost efficiencies. Overall, PUMA’s 

CAGR from 2024 to 2030 is 2.8 percentage points lower compared to the scenario where 

sustainability gains importance, while adidas’ is 3.2 percentage points lower. This small 

difference suggests a similar impact from shifts in sustainability priorities due to their strong 

correlation, albeit shaped differently by their respective market positioning. Even in the long 

term, PUMA gains only a slight advantage due to the strong integration of sustainability into 

its corporate strategy, reflected in a modest increase of 0.5% in the terminal growth rate, 

resulting in 4.4%. 

The reduced emphasis on sustainability, characterized by significantly lower carbon taxes 

despite higher emissions, leads to lower overall emissions costs for adidas. This positively 

impacts short-term profitability, on average by 0.6 percentage points per year, allowing the 

company to achieve slightly better EBIT margins compared to the opposite scenario. The 

substantial price reduction of USD 130 per ton of Carbon Dioxide more than offsets the impact 

of increased emissions caused by lower targets, as well as the loss of additional sales. This leads 

to a slightly better valuation of adidas compared to the opposite scenario, with an increase in 

share price of 19.4%, yet the stock remains overvalued by 65.1%. PUMA’s margin, in contrast, 

faces immediate pressure as the losses due to lower consumer appeal in high-sales regions 

cannot offset the relatively high emission costs. This leads to a largely negative development 
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of the EBIT margin by 1.8 percentage points in 2025, followed by a recovery of 0.3 percentage 

points per year. This divergence underscores the impact of their strategic differences in 

managing sustainability and cost pressures, as evidenced by the correlation. A lower share price 

for PUMA of 9.1% is reflected compared to the favorable sustainability scenario, still signaling 

a potential undervaluation of 21.9%. The significant integration of sustainability into PUMA’s 

business model and the lead in emissions reduction could allow the company to maintain a cost 

advantage in the future if sustainability regains importance and requires less future 

reinvestment. 

In both scenarios, the valuation results remain robust to changes in sustainability. It can be 

assumed that the sustainability trend will gain importance in the future with a probability of 

65%, driven by global climate commitments of most stakeholders, evolving consumer values, 

and increasing environmental risks. PUMA’s deeper ESG commitment provides a compelling 

long-term advantage in a strong ESG commitment scenario, supporting the portfolio’s 

positioning. The occurrence of an anti-ESG scenario is expected to be 35%, which could result 

from potential changes in political power or economic pressure, thereby temporarily reducing 

the importance of ESG efforts. Nonetheless, the increased cost pressure on PUMA should be 

considered. Adidas’ relative flexibility and immediate cost benefits could challenge the 

portfolio’s short-term performance. 

Scenario 3 – The Rise of Artificial Intelligence and E-Commerce 

The final scenario explores the megatrend of technological development and the resulting 

opportunities for the global sporting goods industry, particularly through increased e-commerce 

sales and reduced overstocking. The use of advanced technologies, such as AI, can enable 

companies like adidas and PUMA to achieve both short- and long-term goals, ultimately 

gaining a competitive advantage (von der Gathen et al. 2024). Increased implementation can 

significantly impact the businesses in many ways (Table 17 and Table 18), with similar 
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financial consequences due to shared business models. This scenario assumes a long-term 

impact starting from 2025 onwards, and the forecasts partly reflect the current level of 

technology adoption at adidas and PUMA. Adidas began addressing this megatrend several 

years ago by implementing adaptations across multiple areas of its business, while PUMA only 

began relevant implementations this year, focusing on e-commerce and inventory management. 

Firstly, by focusing on the expansion of e-commerce, both companies can reach a broader 

audience, allowing customers to shop at any time and from anywhere. By investing in digital 

infrastructure, AI-driven personalization, and mobile-friendly experiences, online shopping can 

be customized, improving decision-making, and ultimately enhancing customer understanding 

and loyalty for both adidas and PUMA (Sinha, Shastri, and Lorimer 2023). Additionally, 

conversion rates are expected to improve, which is beneficial, as retaining customers is less 

expensive than acquiring new ones (von der Gathen et al. 2024). This is expected to increase 

the companies’ e-commerce sales share, which were 20% for adidas and approximately 12.1% 

for PUMA in 2023. According to the “Own The Game” strategy, adidas’ target for online sales 

is to reach EUR 9 billion in 2025 (Mixson 2022), which corresponds to a forecast share of 

36.7%. Due to numerous investments in online sales, the share is expected to increase by 2% 

per year, as the company aims to generate predominantly digital sales and thus achieve nearly 

50% by 2030. Similarly, PUMA expects a continuous increase in e-commerce sales over the 

next years as a result of the multi-year agreement with Google Cloud, which supports the 

optimization of e-commerce with AI (Google Cloud 2024a). However, PUMA’s sales are 

heavily driven by wholesale, which may limit the potential of this sales channel. With annual 

growth of 1%, PUMA aims to approach the global 2023 industry share of online sales of 29.7% 

in the long run (Euromonitor International 2024), which is important for its business growth. 

The scenario assumes that both companies benefit from the megatrend of e-commerce growth, 

aligning with the historical high correlation between them, while adidas is able to adopt more 
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quickly, resulting in strategic divergence. The e-commerce sales forecast incorporates the 

regional CAGR of online footwear and apparel sales from 2025 to 2030. According to the 

market analysis, the global growth of 6.8% for footwear is two percentage points lower than 

for apparel purchased online (Grand View Research 2024a). The potential increase in sales 

leads to a CAGR from 2024 to 2030 of 10% for adidas and 7.5% for PUMA, indicating that 

adidas is leveraging AI technologies more effectively, while PUMA is slowed to implement 

them, partly due to its reliance on wholesale. In the long term, a 1% terminal growth rate 

increase is assumed for both, as strong investments in digital technologies can lead to greater 

and more efficient scaling of their business models. 

However, increased R&D costs will be incurred for expanding e-commerce and investments in 

other business areas where the introduction of AI will increase efficiency. R&D costs, which 

are linked to sales, are expected to increase in the short term, as companies seek to unlock 

optimization potential. Sustained effort in innovation is reflected in adidas’ relatively stable 

R&D costs over the last ten years with a CAGR of 2% (adidas 2024g). For this reason, it is 

assumed that R&D costs will continue to grow constantly at this rate. PUMA, in contrast, has 

experienced a significant increase in R&D costs related to new technologies in the last two 

years (PUMA 2024f). To close the gap with competitors and capitalize on the AI megatrend, 

R&D costs for PUMA are projected to grow by 8.3% annually over the next four years, based 

on 2023 growth. The elevated costs will be gradually reduced by 1% annually starting in 2029. 

Capitalized investments in the latest technologies are included in the balance sheet within other 

intangible assets. For the integration of more efficient systems and software, an annual increase 

of 3% of sales for adidas, which aligns with planned investments in digital transformation of 

EUR 1 billion by 2025 (Mixson 2022), and 4% of sales for PUMA is assumed starting in 2025. 

With ongoing technological advancements, it is anticipated that systems such as Amazon Web 

Services, used for adidas’ corporate infrastructure, and PUMA’s warehouse management 
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system, which is to be deployed in all regions soon, will require continuous updates. For 

PUMA, these investments are particularly critical, as this system has yet to be fully 

implemented across all company functions. 

In addition, expert teams will be needed for technology integration (von der Gathen et al. 2024). 

G&A costs will rise, especially during the initial roll-out phase, with an estimated increase of 

4%. Over time, despite constant human monitoring of the systems by technology teams, adidas’ 

advanced technological expertise is projected to result in a 0.5% faster annual cost reduction 

compared to PUMA. In the long term, simple activities can also be replaced by AI leading to 

savings in personnel costs (Morel 2023). 

Furthermore, the implementation of new technologies, particularly in the sporting goods 

industry, can help companies reduce the risk of overstocking and stock-outs through better 

demand forecasting and inventory management. Both adidas and PUMA are focused on 

optimizing working capital, making this advantage especially relevant as AI continues to grow. 

Both companies have already started investing in the digitalization of their warehouse 

infrastructure to optimize inventory operations. With continuous improvements from 2025 

onwards, inventory optimization may lead to an AHP reduction below the industry average by 

2030, with a reduction of ten days for adidas and five days for PUMA. Adidas gains a greater 

advantage due to its more comprehensive warehouse system. Favorable inventory management 

will also impact production and slightly lower COGS, while also reducing the number of returns 

and generating efficiencies, especially in waste management. From 2025 to 2030, these 

potentials can be further exploited, starting with a COGS reduction of 1% for adidas and 0.5% 

for PUMA and thus leading to a steady margin improvement for both. 

Ultimately, the successful implementation of AI technologies and long-term planning in the 

growing e-commerce and other business areas can increase the profitability and efficiency of 

adidas and PUMA and thus offset high initial costs. In terms of operational efficiency, adidas’ 
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EBIT margins are expected to improve steadily in the long term, with a change compared to the 

base case of -0.6 percentage points in 2025 to 2.4 percentage points in 2030. This aligns with 

adidas’ ability to leverage technological advancements to enhance sales growth and supply 

chain efficiency. PUMA’s EBIT margins are forecast to improve at a slower pace, ranging from 

-0.1 percentage points in 2025 to 1.7 percentage points in 2030. The slower shift to digital sales 

helps to protect its margins in the short term. While both companies are benefiting from similar 

technological trends, the difference in their speed of improvement is mainly driven by the time 

lag in PUMA’s technological roll-out. Adidas’ more aggressive technological implementation 

allows it to capture greater efficiency gains and thus results in higher EBIT margins, outpacing 

PUMA in this regard. 

In the cash flow-based valuation, the impact of this scenario positively affects the estimated fair 

share prices of adidas and PUMA compared to the base case, with the effect being more 

pronounced for adidas. Despite the growing AI trend, adidas’ stock remains overvalued by 

11.4%, even as it reflects a 46.5% improvement from the base case. For PUMA, the impact is 

more moderate due to its less developed technological infrastructure at present, leading to 

higher investments and lower leverage. Nevertheless, its share price is expected to improve by 

14.9% compared to the base scenario, indicating a potential undervaluation of 52.6%. While 

adidas gains greater benefits from AI integration, PUMA offers investors a more attractive 

opportunity in the event of a greater AI evolution in business. This scenario is most likely to 

occur in the future given the rapid advancements of AI technologies, growing consumer 

preference for online shopping, and businesses’ increasing reliance on data-driven solutions to 

enhance efficiency and personalization in a digitally driven economy. 

Key Findings of Scenario Analysis 

In conclusion, the positioning of adidas and PUMA across the three scenarios is shaped by 

recent macroeconomic events like Trump’s presidential re-election, and megatrends such as 
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sustainability and technological development. Their outcomes are heavily influenced by their 

strong correlation in revenue growth and EBIT margin. Although the overall impacts on sales 

and costs are similar, key differences arise from each company’s regional presence, sourcing 

strategies, sustainability efforts, and innovation initiatives. Adidas shows greater resilience in 

navigating political headwinds, benefits from its fast adoption of sustainability initiatives in an 

anti-ESG scenario and capitalizes on its technological advancements. Conversely, PUMA’s 

proactive commitment to sustainability and recent digital transformation position it strongly for 

future success, despite short-term challenges. Ultimately, the valuation result – overvaluation 

of adidas and undervaluation of PUMA – remains unchanged. 

Recommendation of an Investment Strategy for adidas and PUMA pairs trade 

The recommendation for a fundamental pairs trade strategy involving adidas and PUMA is 

based on the comprehensive analysis of their strategic approach, financial performance, and 

response to current economic and industry trends. This includes evaluating their forecasts, 

competitive positioning, and valuation resilience under various potential future scenarios. 

Both adidas and PUMA demonstrate strong growth prospects, with each company capitalizing 

on market trends within the challenging macro- and microeconomic environment. Both brands’ 

strategies have been shaped by a growing fitness culture, the increasing demand for female and 

athleisure wear, running products, and the incorporation of sustainable materials, with each 

emphasizing certain differentiations that appeal to their customer demographics. Adidas 

benefits from a strong market position, supported by high brand loyalty and a stable customer 

base that has grown over time. A key advantage is its broad product portfolio, enabling it to 

appeal to a diverse demographic, including older consumers who seek quality, comfort, and 

premium offerings. This positions adidas uniquely to capture the growing demand from an 

aging population. Additionally, adidas excels in advanced sports technology and smart clothing 

initiatives, capitalizing on the trend of tech integration. Its well-established e-commerce 
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strategy and balanced distribution mix further enhance its adaptability in the industry’s digital 

transformation. However, adidas’ heavy reliance on footwear makes it vulnerable to shifts in 

demand within this segment. While its dominance in Europe and Greater China drives global 

reach, the slower growth potential in Emerging Markets and intense competition from local 

players in North America and Asia-Pacific constrains expansion. Moreover, its diversified 

sourcing strategy, while reducing risk exposure, comes at the cost of slightly higher operational 

complexity compared to its peers. PUMA, in contrast, has exhibited agility and alignment with 

youth-driven fashion and cultural trends, particularly in North America, where PUMA has 

captured significant revenue growth. PUMA has effectively leveraged post-pandemic trends, 

focusing on running shoes and strategic collaborations, enhancing its brand appeal. Its 

diversified revenue streams, including a larger share from accessories, provide additional 

growth opportunities by attracting new consumers through trendy, affordable products that 

serve as accessible entry points to the brand. PUMA’s smaller footprint in Greater China 

presents untapped growth potential. Its lack of deep market penetration suggests room for 

expansion through localized campaigns and stronger engagement with athleisure and streetwear 

trends among Chinese consumers. While its concentrated reliance on Asia for sourcing exposes 

its supply chain to geopolitical risks, this focus enables significant cost efficiencies, supporting 

margin sustainability. Both brands’ sustainability efforts resonate to eco-conscious consumers 

while the growing athleisure trend and Emerging Markets expansion, particularly in Latin 

America, present opportunities. Adidas offers stability and established recognition, but its 

growth appears more mature. PUMA presents higher growth potential, especially for investors 

willing to accept slightly higher risks to capitalize on its undervalued market position and brand 

momentum. 

Additionally, adidas and PUMA show distinct financial performance trends that are relevant 

for the investment strategy. While adidas remains significantly larger than PUMA in terms of 
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revenue, it has shown greater volatility in profitability. The loss in 2023 was mainly a one-time 

write-off. Since then, adidas has rebounded, driven by strong demand for specific footwear 

products, signaling a recovery and improved outlook. PUMA has achieved stable profitability, 

proving resilience in a competitive market as well as effective, above-average cash flow 

management, allowing the company to maintain a robust operating framework. Although both 

companies have increased their reliance on debt, PUMA has maintained a more prudent 

approach to leverage, reflecting its healthier capital structure. Given PUMA’s consistent 

performance, efficient asset management, and stronger liquidity position, it represents a more 

attractive investment option, potentially offering higher and more stable returns. 

A comparison of adidas and PUMA valuations using both enterprise DCF and multiples shows 

that the relative valuation leads to more extreme results. While the cash flow-based method 

estimates adidas’ share price to be overvalued by 39.5%, the relative valuation indicates an even 

greater downside of 52.6%. For PUMA, the relative valuation indicates a larger upside of 38.6% 

compared to the current price, exceeding the cash flow-based projection by 5.8 percentage 

points. Nevertheless, both valuation methods provide the same conclusions. Adidas appears 

significantly overvalued, with its current market price of EUR 223 exceeding the average fair 

value of EUR 120.37 by 46.0%. Sensitivity analysis suggests limited upside potential but a 

downside risk of up to 53.1%. PUMA’s fair price averages EUR 58.19, an upside potential of 

35.7% with potential ranging from -0.4% to 101.6%, highlighting a significant upside potential. 

This suggests that the share price could be corrected to a more realistic value in the near future 

if market sentiment or investor confidence increases. 

The base case valuation demonstrates the investment strategy’s resilience across future 

scenarios. US tariff policy shifts, which are likely to occur due to Trump’s strong conviction in 

his revised policy, could impact PUMA more than adidas, which is better positioned to navigate 

political changes. However, despite this potential development, PUMA’s stock remains 
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undervalued and continues to offer upside potential for investors. PUMA’s stronger 

sustainability focus offers a strategic advantage in a high-ESG scenario, while adidas’ cost 

flexibility provides a temporary edge in a scenario where sustainability holds less importance. 

However, due to the strong demand for sustainability from many stakeholders such as investors 

and consumers, it is likely that this megatrend will continue and even intensify, while anti-ESG 

movements will take place regionally and are unlikely to reach a global scale. Additionally, 

adidas can benefit from potentially far-reaching advancements in AI and e-commerce, driven 

by its more mature implementation of advanced technologies, still signaling a slight 

overvaluation. For PUMA, this future case also offers opportunities, which the company is 

increasingly addressing through various technological initiatives. Overall, the scenario analysis 

underscores PUMA as an appealing long-term opportunity for investors, consistently 

undervalued across scenarios, whereas adidas continues to trade at an inflated level.  

 

Figure 1: Positioning of adidas and PUMA on Investment Factors 

Combining the current positioning of adidas and PUMA with the importance of each factor to 

global investors, it is clear that PUMA outperforms its direct competitor adidas in key business 

areas such as expansion in Emerging Markets, popularity of athleisure and importance of 

sustainability, particularly on environmental matters (Figure 1). This signals growth potential 

for investors as opportunities are exploited. In terms of digital transformation and supply chain 

diversification, PUMA is somewhat lagging behind, although it has already begun 



  Group Part 

 43 

implementing these trends and is well-positioned to overcome this delay. Financially, PUMA 

has secured an outstanding position with its consistently strong operating profitability and 

effective financial management. This forms a solid basis for valuation, which, together with a 

lower risk profile, leads to a clear undervaluation, while adidas remains significantly 

overvalued. Additionally, PUMA demonstrates resilience in responding to intensifying 

megatrends. Thus, based on the comprehensive fundamental pairs trade analysis, the investment 

strategy of going long on PUMA and short on adidas presents a promising opportunity for 

investors. By betting on PUMA’s potential to outperform and adidas’ likelihood of 

underperformance, the portfolio aims to capitalize on PUMA’s strengths while hedging against 

potential declines in adidas’ share price due to financial challenges. 

Risk Management 

For effective risk management, historical performance is analyzed using the past seven years 

of adidas’ and PUMA’s share prices and multiples. This period reflects recent market dynamics, 

including economic cycles, industry trends, inflationary periods, and customer sentiment, while 

minimizing distortions from outlier events, such as the COVID-19 pandemic. 

Historic Stock Development and Weights of the Long-Short Portfolio 

During the reviewed period, PUMA achieved an average annual return of 9.4%, slightly 

outperforming adidas’ 8.6% return, signaling increased investor confidence in PUMA’s stock 

(Table 19). However, PUMA carried a higher risk, with a volatility of 34.5%, compared to 

adidas’ 30.4%, reflecting PUMA’s potentially greater returns with increased risk. Historically, 

risk-seeking investors may have favored PUMA, while risk-averse investors leaned toward 

adidas. Yet, the fundamental pairs trade analysis indicates that PUMA’s returns are projected 

to increase with potentially lower volatility relative to adidas in the future. A zero-cost portfolio 

with a 100% long position in PUMA and a 100% short position in adidas is selected to focus 

on relative performance without the influence of general market trends. This approach provides 

a relative annual gain of 0.8% over this period, without requiring additional capital, and reduces 
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risk to 29.7% by largely neutralizing systematic risk and focusing on the idiosyncratic risk 

specific to each stock (Table 20). However, the portfolio’s risk exhibits moderate volatility over 

time, peaking at 45.6% in the first year, falling to 16.2% by mid-2022 and rebounding thereafter 

(Figure 3). Nonetheless, the portfolio metrics demonstrate an effective pairs trading strategy 

based on fundamental analysis. From 2020 to 2021, cumulative excess portfolio returns 

increased due to PUMA’s outperformance, peaking at the end of 2021. However, from 2022 

onwards, macroeconomic challenges affected PUMA’s performance and led to cumulative 

portfolio losses (adidas 2023). In contrast, market performance remained stable, highlighting 

the portfolio’s exposure to unique risk factors (Figure 4). 

Fama-French Five-Factor Model 

According to the Fama-French (FF) model, the portfolio returns can be predicted based on its 

sensitivity to macroeconomic risk factors. Developed market factors are selected for this 

analysis because the proposed investment is intended for international investors who primarily 

operate in well-established and highly developed stock markets. These factors are the most 

relevant and representative of the investment environment in which the investors participate. 

For this long-short portfolio, the five-factor model was applied using the FF factors market risk 

premium (Mkt-RF), small-minus-big (SMB), high-minus-low (HML), robust-minus-weak 

(RMW), and conservative-minus-aggressive (CMA) (French 2024). With an R-squared of 

9.3%, the model explains a limited part of the portfolio’s returns, suggesting other factors may 

drive performance. The F-statistic of 1.59 and p-value of 0.1727 indicate that the model is not 

statistically significant, suggesting it does not robustly explain returns. The portfolio’s 

annualized alpha of 3.2% represents the excess return earned with the long-short portfolio. 

However, the intercept lacks statistical significance, potentially indicating limited impact on 

returns. Among the five factors, the Mkt-RF has a coefficient of -0.4164, indicating that the 

portfolio may have a defensive characteristic, potentially performing better during market 
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downturns. However, with a p-value of 0.0667, this factor is not statistically significant, thus 

no confident conclusion can be drawn that the portfolio consistently benefits from market 

declines. The HML factor, with a coefficient of 1.0174, reflects a potential tilt toward value 

stocks, which aligns with PUMA’s recent financial performance. Similarly, the SMB factor of 

1.0436 and the RMW factor of 1.2925 suggest a slight tendency toward small-cap and profitable 

companies, respectively. These factors are consistent with PUMA’s characteristics as a 

relatively smaller, profitable company within the industry. However, the p-values for HML, 

SMB, and RMW indicate that none of these factors are statistically significant. Therefore, while 

these coefficients align with PUMA’s profile, the lack of significance indicates that these 

characteristics do not drive portfolio returns with confidence. The only statistically significant 

factor at a 5% level is CMA, with a coefficient of -1.7938. This loading suggests a strong 

preference for companies with aggressive investment strategies, aligning with PUMA’s growth-

oriented initiatives. 

In summary, while the model shows certain alignment with characteristics such as value, small-

cap, and profitability, the statistical insignificance of these factors prevents final conclusions 

from being drawn about their influence on portfolio performance. Only the CMA factor 

demonstrates statistical significance, indicating a preference for growth-oriented, aggressive 

investments. The model’s overall low explanatory power suggests that factors beyond the FF 

five may be influencing returns. 

Performance of Current Multiples and Historical Signal-Based Long-Short Strategy 

The analysis of the current multiples as of June 2024, along with a historical trend, provides 

further insights into the suggested pairs trade strategy. As of June 2024, the trading multiples 

for both companies show notable shifts. Adidas’ EV/EBIT multiple has decreased from 201.7x 

in 2023 to 60.1x, based on trailing twelve months data, suggesting improved profitability. 

Despite this reduction, adidas’ multiple remains substantially higher than PUMA’s, which 
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recorded an EV/EBIT multiple of 11.2x in June 2024, indicating a continued overvaluation of 

adidas. PUMA’s multiple has remained stable, suggesting consistent operational performance. 

Similarly, adidas’ P/E ratio has decreased by more than two-thirds, despite an improvement in 

net income. This implies that investors continue to price adidas optimistically relative to its 

earnings. In contrast, PUMA’s ratio remained constant. Moreover, while adidas’ EV/Revenue 

fell to 1.86x by mid-2024, it still commands a premium over PUMA’s 0.82x, reinforcing the 

conclusion that PUMA is relatively undervalued. Despite a reduction in the average multiple 

gaps by 75.8%, a divergence of 29.9x persists. Therefore, the current multiples support the 

recommended pairs trade strategy, offering the opportunity for abnormal returns through this 

long-short strategy. 

To further support the strategy, a signal-based trading framework is developed using the 

historical multiples EV/EBIT and EV/Revenue of adidas and PUMA over the last seven years. 

Based on the relative positions and a sigma threshold of 0.5, which represents a conservative 

approach that reduces the risk of extreme volatility, a signal strategy with a 3-month rolling 

period is created. This approach generates trade signals of +1 indicating a recommendation to 

buy PUMA, while selling adidas, and -1, suggesting the opposite. These signals are derived by 

combining EV/EBIT and EV/Revenue, as investors typically assess both metrics for a holistic 

view. EV/EBIT reflects efficiency and profitability, while EV/Revenue highlights top-line 

valuation relative to enterprise value, providing complementary insights into financial and 

operational performance. This signal-based strategy reflects proactive investor behavior, 

leveraging the overvaluation of one company’s ratios by selling its stock while capitalizing on 

the undervaluation of the other by buying its shares. By integrating this rebalancing approach 

into the portfolio, the strategy aligns with the broader recommendation of exploiting valuation 

discrepancies for consistent returns. Over the past seven years, the signal trading strategy 

delivered an average monthly return of 1.5%, with a standard error of 0.007, indicating a high 
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precision in the average return estimate. The corresponding t-test provides statistically 

significant evidence against the null hypothesis at the 5% level, with the p-value of 0.0263. This 

suggests that the observed positive returns are unlikely to be due to chance. These results 

provide evidence that a long-short strategy of adidas and PUMA generates positive returns. 

Breaking down the strategy by signal, the average return for the signal recommending the long-

short strategy is 2.9%, while the return for the opposite signal is significantly lower at 1.5%. 

The historical results show that the recommended long PUMA and short adidas strategy has 

been more profitable, reinforcing the recommendation to pursue this approach based on relative 

performance insights. 

Key Findings of Risk Management 

The risk analysis shows that a portfolio with a 100% long position in PUMA and a 100% short 

position in adidas effectively reduces systematic risk, being primarily defined by idiosyncratic 

risk factors, resulting in an annualized relative return of 0.8%. While PUMA has historically 

delivered higher returns, it is associated with greater volatility due to its growth-oriented nature. 

Despite moderate fluctuations in overall portfolio risk, the strategy demonstrates a robust 

approach to mitigating market impact, with a focus on the relative performance of the two 

stocks. Both historical and current valuation multiples support this strategy, highlighting 

consistent profitability due to the undervaluation of PUMA and the overvaluation of adidas. 

Conclusion 

Overall, the recommended pairs trade strategy of going long on PUMA and short on adidas 

remains promising, as PUMA is likely to maintain its competitive edge, while adidas may 

continue to be overvalued. PUMA’s attractive valuation, coupled with its steady financial 

performance and growth potential in Emerging Markets, offers a promising opportunity for 

investors willing to embrace slightly higher risk. The company’s agility, strong brand appeal in 

key markets, along with its alignment with current consumer trends in athleisure and 



  Group Part 

 48 

sustainability, position it well for future growth. The undervaluation, highlighted by both cash 

flow-based and relative valuation methods, further strengthens the case for a long position in 

PUMA, with substantial upside potential. On the other hand, adidas, despite its established 

market position and strong brand loyalty, faces significant challenges, including overvaluation 

based on current market conditions. The company’s volatility and substantial debt exposure 

present risks that are not fully priced into its stock. While adidas benefits from its leadership in 

markets such as Europe and Greater China, an established e-commerce presence, and resilience 

to macroeconomic headwinds, its growth prospects are constrained by slower adaptation to 

opportunities in Emerging Markets, comparatively lower investment in emissions reduction 

initiatives, and weaker capitalization on the growing athleisure trend. The downside risk is 

notably higher for adidas, making it less attractive at its current valuation. 

Considering risk management, the strategy remains compelling and demonstrates significant 

potential for outperformance. The portfolio has successfully mitigated systematic market risk, 

as evidenced by a reduction in portfolio volatility over time, while maintaining exposure to the 

idiosyncratic risks of each stock. While the FF model provided some insights, particularly 

regarding the portfolio’s preference for growth-oriented companies, its limited explanatory 

power suggests that other factors may be affecting returns. The signal-based trading framework 

has generated larger abnormal returns for a long position in PUMA and a short position in 

adidas, further supporting the viability of this approach. The concept of pairs trade aims to 

construct a market-neutral portfolio by offsetting positions, thereby mitigating systematic risk 

and minimizing the portfolio’s sensitivity to broader market fluctuations. This strategy centers 

on capitalizing on the relative performance of two stocks, leveraging their strong correlation 

within the sportswear sector to enhance potential returns. Since this strategy is inherently 

concentrated within a single industry and lacks diversification, international investors should 

incorporate it into a broader, more diversified portfolio. By combining the potential of this long-
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short pairs trade strategy with exposure to unrelated industries, investors can mitigate industry-

specific risks and enhance the overall risk-return profile of their investments.
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Appendix 

Glossary 

AHP  Average Holding Period 

AI  Artificial Intelligence 

APP  Average Payable Period 

CAGR  Compound Annual Growth Rate 

CAPEX  Capital Expenditure  

CAPM  Capital Asset Pricing Model 

CMA  Conservative-Minus-Aggressive 

COGS  Costs Of Goods Sold 

D/E  Debt-to-Equity 

D/EBITDA Debt-to-EBITDA 

D/EV  Debt-to-Enterprise Value 

DCF  Discounted Cash Flow 

DTC  Direct-to-Consumer 

EBIT  Earnings Before Interests and Taxes 

EBITDA Earnings Before Interests, Taxes, Depreciation and Amortization 

EEMEA Eastern Europe, Middle East, and Africa 

ESG  Environmental, Social and Governance 

EUR  Euro 

EV/EBIT Enterprise Value-to-EBIT 

EV/Revenue Enterprise Value-to-Revenue 

FF  Fama-French 

G&A  General and Administrative 

GDP  Gross Domestic Product 
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GHG  Greenhouse Gas 

HML  High-Minus-Low 

Mkt-Rf Market Risk Premium 

NWC  Net Working Capital 

P/E  Price-to-Earnings 

PPE  Property, Plant, and Equipment 

R&D  Research and Development 

RMW  Robust-Minus-Weak 

ROE  Return On Equity 

ROIC  Return On Invested Capital  

ROU   Right of Use 

SMB  Small-Minus-Big 

UFCF  Unlevered Free Cash Flow 

US  United States 

WACC Weighted Average Cost of Capital 
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Figure 2: Market Perception of adidas and PUMA (Statista 2024b; 2024a; 2024e; 2024d) 

 

Figure 3: Long PUMA – Short adidas Portfolio Metrics 

 

Figure 4: Excess Return of Long-Short Portfolio vs. Market 
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Table 1: Current Capital Structure based on Market Values 

 

Table 2: Weighted Average Cost of Capital 
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Table 3: Reformulated Cash Flow Statement of adidas 

 

Table 4: Reformulated Cash Flow Statement of PUMA 
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Table 5: Enterprise Discounted Cash Flow Model of adidas 

 

Table 6: Enterprise Discounted Cash Flow Model of PUMA 

 

Table 7: Sensitivity Analysis of adidas on Share Price 

 

Table 8: Sensitivity Analysis of PUMA on Share Price 
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Table 9: Multiples Valuation of adidas 

 

Table 10: Multiples Valuation of PUMA 
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Table 11: Projected Impact on Financials of adidas under Scenario 1 

 

Table 12: Projected Impact on Financials of PUMA under Scenario 1 

 

Table 13: Projected Impact on Financials of adidas under Scenario 2.1 
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Table 14: Projected Impact on Financials of PUMA under Scenario 2.1 

 

Table 15: Projected Impact on Financials of adidas under Scenario 2.2 
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Table 16: Projected Impact on Financials of PUMA under Scenario 2.2 

 

Table 17: Projected Impact on Financials of adidas under Scenario 3 
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Table 18: Projected Impact on Financials of PUMA under Scenario 3 

 

Table 19: Stock Characteristics of adidas and PUMA from July 2017 to June 2024 

 

Table 20: Portfolio Characteristics from July 2017 to June 2024 

 


