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Market Overview

The North American packaging distribution and corrugated converting market is estimated at
over $50 billion in addressable revenue, with more than 3,200 independent packaging
distributors identified as potential consolidation targets. The market is structured across large
integrated producers (International Paper, PCA), large distribution platforms (Veritiv, Uline), and
independent hybrid operators who combine in-house corrugated converting with multi-location
distribution services.

Two structural demand tailwinds support the market: e-commerce packaging growth and the
plastic-to-paper sustainability mandate from retailers, EPR regulation, and consumer brand
commitments. The digital corrugated printing segment is growing at approximately 28%
annually, representing a high-margin capability expansion opportunity for operators with the
manufacturing investment to pursue it.

Business Model and Economics

The hybrid manufacturer-distributor model achieves superior economics versus pure
distribution. Estimated benchmarks: gross margins of 28-33% (versus 5-7% for pure distributors
and 15-20% for best-in-class integrated converters); adjusted EBITDA margins of 8-10%, with a
200-400 basis point improvement opportunity available through disciplined value-based pricing,
SKU rationalization, and service-tier monetization. Pricing excellence is consistently identified
as the single highest-ROI commercial lever for distribution platforms at scale.

M&A roll-up economics are compelling: independent targets are typically available at 5-7x
EBITDA while scaled platforms trade at 8-10x, generating 200-400 basis points of multiple
arbitrage per acquisition. More than 850 actionable add-on targets are estimated to exist in
North America. Containerboard price increases announced at approximately $70 per ton in
March 2026 represent a near-term gross margin headwind for platforms without indexed pricing
and cost pass-through governance.

Competitive Landscape

The most significant competitive development is accelerating consolidation. Veritiv's acquisition
of Orora Packaging Solutions at $1.2 billion signals aggressive roll-up activity in the same
addressable market as independent platforms. International Paper's DS Smith integration and
80/20 rationalization will push some mid-market customers toward independents - a tailwind -
but IP's micro-converting hub strategy represents a medium-term competitive threat. The
operators best positioned to defend and expand market share combine 18+ corrugated
production facilities with a 60+ location distribution network and digital printing capability that
pure distributors and large integrated producers cannot replicate for small-to-mid-size accounts.

Strategic Outlook

The North American packaging distribution and converting market offers substantial platform-
building opportunities for well-capitalized operators with proven acquisition integration capability.
The most actionable near-term value-creation levers are pricing governance and commercial
excellence, digital printing capability investment, and vertical expansion into healthcare and
cold-chain packaging. Key risks are integration execution, commodity cost volatility, and the
increasing competitive intensity from PE-backed national consolidators.
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Market Fragmentation and Competitive Structure - Southeast
U.S.

Fragmentation Assessment

The packaging distribution and corrugated converting market is highly fragmented at the
independent operator level. L.E.K. Consulting has identified more than 3,200 independent
packaging distributors in North America as consolidation targets, with the Southeast
representing an estimated 15-20% of that universe - approximately 480-640 independent
packaging distributors across the Southeast region. Within the Carolinas specifically, the
estimated number of independent packaging distributors and converters is approximately 80-
130, ranging from small regional distributors under $5 million in revenue to mid-size converters
generating $10-$50 million. The vast majority are privately held, family-owned businesses with
no succession plan.

Metric Estimate

Independent packaging distributors, 3,200+ (L.E.K. Consulting)
North America

Estimated Southeast independent ~480-640
distributors

Estimated NC+SC independent ~80-130
distributors/converters

Estimated 'actionable' add-on targets, 850+ (industry research)
North America

Typical independent operator revenue  $2M-$30M
range

Fragmentation level High - long tail of family-owned independents

Average Competitor Size

The typical independent packaging distributor in the Southeast generates $3-$15 million in
annual revenue, serves 50-200 local and regional accounts, and employs 10-40 people.
Corrugated converters with in-house manufacturing capability tend to be larger - $8-$40 million
in revenue - due to the capital investment in converting equipment and the associated revenue
scale required to service that asset base. The average EBITDA margin for independent
distributors is estimated at 5-9%, while hybrid converter-distributors achieve 8-12% before
platform-level pricing improvements.
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Largest Known Competitors - Southeast and National

The competitive hierarchy in North American packaging distribution and converting, from
national scale to Southeast regional:

Company Notes

International Paper (+ DS Largest North American containerboard and corrugated box
Smith) manufacturer; direct competition for large-volume accounts; 80/20
rationalization pushing mid-market customers to independents

Packaging Corporation of Major integrated corrugated and boxboard producer; mill-to-box
America (PCA) capability
Veritiv (CD&R-backed) Largest packaging distributor post-Orora acquisition ($1.2B deal);

national distribution platform; direct roll-up competitor

Uline Large catalog-based packaging distributor; primarily serves
small/medium accounts; national reach

SupplyOne (Revelar Capital)  Largest independent hybrid platform; ~$850M revenue; 60+
locations; 47 acquisitions; active in SE via Gulf Packaging (AL) and
Wilheit Packaging (GA)

WestRock / Smurfit Maijor paperboard and corrugated packaging producer; Southeast
Westrock manufacturing presence

Regional SE independents Estimated 50-80 in the Carolinas/SE; the primary acquisition target
($5M-$50M) pool

Gulf Packaging (acquired by  Alabama-based; example of SE independent acquired by national
SupplyOne) platform

Wilheit Packaging (acquired  Gainesville, GA; example of SE independent acquired by national
by SupplyOne) platform

CME Integrated Solutions / Atlanta-based; SE presence prior to platform acquisition
SouthPack (acquired by
SupplyOne)

Note: SupplyOne has already acquired multiple Southeast independent operators (Alabama,
Georgia), signaling active consolidation in the region. Independent operators in the Carolinas
that have not yet been approached by a national platform represent the most accessible
acquisition opportunity, particularly those generating $3-$20 million in revenue with
food/beverage or manufacturing customer concentration.

Full research report with detailed competitive analysis, acquisition pipeline assessment,
financial benchmarks, and complete citations available upon request from Rospex Holdings
LLC.
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