
What is
The gap in how paper mills are 

being positioned?

Pulp-and-paper companies still manage mills 

around tons produced. But what if the real 

constraint is not the asset, but how narrowly its 

potential is defined?

▪ Capital tied up in maintenance and 

incremental upgrades can crowd out 

investment in conversion, functional coatings 

and specialty materials.

▪ Asset decisions often follow margin pressure, 

rather than anticipate where packaging, 

circularity and new fiber applications are 

moving value.

▪ Declining grades leave machines under-used 

but converting them requires a clear view of 

which higher-value products those assets can 

realistically produce.

What if
Paper mills evolved from production 

assets into materials platforms?

What now?
The big questions

▪ What machines could become 

tomorrow’s materials platforms?

▪ Where can fiber choice create a 

competitive edge?

▪ How can coatings and barriers move 

fiber up the value curve?

▪ Why should side streams remain by-

products?

▪ Who can accelerate the shift from paper 

to materials innovation?

About FutureBridge

© 2026 FutureBridge. All rights reserved.

FutureBridge is a techno-commercial consulting and advisory company. We track and advise on the future of 

industries from a 1-to-25-year perspective to keep you ahead of the technology curve, propel your growth, 

Identify new opportunities, markets and business models, answer your unknowns, and facilitate best-fit solutions 

and partnerships using our platforms, programs, and access to global ecosystems and players. 

Mills shift from maximizing paper output to 

making higher-value fiber products, adapting 

assets, feedstocks and processes as packaging, 

performance and circularity needs change.

• Flexible machines pivot from declining grades 

to packaging, tissue and specialty applications  

▪ Coatings and fiber engineering create barriers, 

functional surfaces and differentiated 

materials.

▪ Smarter fiber preparation improves yield and 

quality across recycled and alternative 

feedstocks.

▪ Lignin and side streams become feedstocks 

for new bio-based chemicals and materials.
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