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Underlying PBT forecast to grow to £90m-£110m over the 
mid-term, and to £130-150m in the mid-to-long-term with 

positive free cashflow throughout the period

£1.9bn sales
Gross margin maintained
5.5% operating margin
Positive free cash flow 
generation
Growth in ROCE >15%

c.£90-110m PBT

£1.6bn sales
3-4% operating margin

£50-60m PBT

£2.2bn sales
6.5% operating margin
Positive free cash flow 
generation
Growth in ROCE >20%

c.£130-150m PBT

FY23 Mid-term Mid-to-long-term

10



1 2 3 541

Our journey since 2018
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Disconnected and fragmented channels 

In 2018 Halfords was a store and industry-focused, traditional retailer

2018
Predominantly aretail products 
business with a low services mix

A small B2B and commercial 
business

Separate collection of brands 
across disconnected and 
fragmented channels

A great brand with strong 
heritage and good awareness

Fantastic, engaged colleagues

Predominantly a products business

24% 
services mix*

76% Products

Small B2B and commercial business

12% 
B2B

88% Consumer 
mix in 2018 

Store-focused operating model

317 
Garages

476
Stores

3 Vans

*Revenue from the services and attached product. 
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ΨΨ ΨΨTo inspire and support a
lifetime of motoring and cycling.

After significant customer, competitor, and market 
ǊŜǎŜŀǊŎƘΣ ǿŜ ǎŜǘ ƻǳǘ ƻǳǊ ƴŜǿ ǇǳǊǇƻǎŜΧ
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ΨΨ
ΨΨ

To evolve into a consumer and B2B 
services-focused business, 

with a greater emphasis on motoring, 
generating higherand more sustainable financial 

returns.

²Ŝ ƘŀǾŜ ŀ ŎƭŜŀǊ ǎǘǊŀǘŜƎȅ ǘƘŀǘ ǿŜ ŀǊŜ ŘŜƭƛǾŜǊƛƴƎΧ
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Autocentres

B2B

Retail Motoring 
Services

Motoring 
Products

Mainstream Cycling 
Products

Retail Cycling 
Services

Performance 
Cycling

ROIC
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Our strategy was designed to drive more compelling financial returns
Reminder of the 2019 segment bubble chart
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Bubble sizes are indicative of scale of business in FY19



Since 2018, we have transformed the way customers are able 
to shop for Halfords products and services 

Today 

One Halfords Group website

Halfords Autocentre website

Halfords Mobile Expert website

Halfords Retail website 

.com

2018
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We have significantly changed our channel mix and halved 
drivetime for services

Today 

1,781 service locations

Under 20-minute drivetime

650 Garages

737 Vans 394 Stores

2018 

796 service locations

30-minute drivetime

3 Vans
476 Stores

317 
Garages
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²Ŝ ŀǊŜ ǘƘŜ ¦YΩǎ ōƛƎƎŜǎǘ ƳƻǘƻǊƛƴƎ ŀƴŘ ŎȅŎƭƛƴƎ ǎŜǊǾƛŎŜǎ ǇǊƻǾƛŘŜǊ

2018
7m service jobs

Consumer 
Garages Retail 

Stores

18

Today
10m+ service jobs

Mobile

Retail Stores

Consumer 
Garages

Commercial



Unique, own-brand product innovation Multiple awards 
for our own-brand propositions

.ƛƎƎŜǎǘΧ
hƴŜ ƻŦ ǘƘŜ ¦YΩǎ 
biggest engine

oil brands

Fastest...
One of the fastest 
growing budget 
Own-brand tyres 

in the UK

[ŀǊƎŜǎǘΧ
Apollo and

Carrera are two of 
ǘƘŜ ¦YΩǎ ƭŀǊƎŜǎǘ ōƛƪŜ 

brands

19



Having invested in our data platform, we can get to know our 
ŎǳǎǘƻƳŜǊǎΩ ŎŀǊǎ ŀƴŘ ōƛƪŜǎ ōŜǘǘŜǊ ǘƘŀƴ ǘƘŜȅ Řƻ

Single Customer View

CRM

Group Data Platform

Analysing data
Collecting customer and

vehicle data cross-channel

In a car parkOn a van In a store

In a garage Online

20



Our customer anddata strategy is 
delivering

Known Customers Net Promoter Score 

Vehicle Records

2019: 7.2m

Today: 30m

2019: 62.9

Today: 69.1

2019: 0.9m

Today: 16m

21



We have a track record of delivering a more cost-effective 
and efficient business since 2018

>£30m
savings

¢ƘǊƻǳƎƘ ƻǳǊ άƎƻƻŘǎ ƴƻǘ ŦƻǊ 
re-ǎŀƭŜέ ŜŦŦƛŎƛŜƴŎȅ 
programme.

>£10m
saving

From restructure and 
organisational
design.

22

£20m
savings

From retail rent and rates 
savings, closing over 80 
retail stores. 

+7% sales densities



c.47% of GroupRevenue from Services 24% of Group

c.77% of GroupRevenue from Motoring 66% of Group

c.22% of GroupRevenue from B2B 12% of Group

FY23FY19

We have significantly grown our revenue, particularly in the 
more profitable parts of our business 

23

c.£1.6bnGroup Revenue £1.1bn



Autocentres

B2B

Retail Motoring 
Services

Motoring 
Products

Mainstream Cycling 
Products

Retail Cycling 
Services

Performance 
Cycling

ROIC
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Bubble sizes are indicative of scale of business

Autocentres and B2B now represent a more significant proportion of the Group



We have created a much more resilient operating platform

FY19: 49%

FY23: 62%

FY19: 12%

FY23: 22%

FY19: 35%
FY23: 23%

% of needs-based revenue

% of B2B revenue

% of Group COGS bought in USD $

25



2
A combination of core 
market recovery, and 
leveraging our 
investments and 
platform will deliver 
£1.9bn of revenue, 
£90-£110m PBT, and 
5.5% operating margin 
in the mid-term.  

3
There is potential for 
further significant  
transformation in the 
mid-to-long-term, 
increasing revenues to 
£2.2bn, PBT to £130-
£150m, operating 
margin to 6.5%, and 
ROCE to >20%.  

1
We have increased 
revenues by 40% and 
more than doubled the 
size of our B2B and 
services business.  

We have developed a 
unique, digital and 
data-enabled 
omnichannel platform.  

! ǊŜƳƛƴŘŜǊ ƻŦ ǘƘŜ ƪŜȅ ƳŜǎǎŀƎŜǎΧΦΦ
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2018

Establish the 
strategy

FY19 ς FY23

Building and 
executing via our 
unique platform

Mid-to-
long-term

Further 
transformation

Mid-term

Leveraging 
the platform

The next phase of our plan will leverage our platform 
ς with a focus on operating margin and return on capital

27
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Mid-term plan: leveraging the platform
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Our mid-term plan ς 
leveraging the platform 

Jo Hartley
Group Chief Financial Officer
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321

It has never been harder to forecast...

Source ς Monetary Policy Report February 2023

Note: all references to FY23 should be taken as indicative and ŀǊŜ ƴƻǘ ŀ άǇǊŜ-closeέΦ
All references to future years should not be taken as formal company guidance.

30

The recent Monetary Policy Report highlighted how uncertain the macro-economic environment remains. Forecasting, 
therefore, remains particularly challenging.



British 
Cycling 

Association
Used to quantify cycling 

market size, and forecast.

GFK
Used to quantify motoring 
product and tyre market 

sizes.

GIPA & 
SMMT data

Used for motoring 
product, motoring 

servicing market, and tyre 
market forecasts.

Cost-saving 
plans

Supported by strong track 
record of cost delivery 
over the last 5 years.

Forecast mid-term growth is supported by external forecasts of how 
markets will behave and factors that are more within our control

31



Our significant growth since FY20 has been offset by exceptional 
cost and market headwinds

FY20
£55.9m

Underlying PBT 
(Reported)

FY23
£50-£60m
Underlying PBT 

(Guidance)

Market share 
& trading

Cost efficiency 
& business 

optimisation

Strategic 
transformation

Cost inflation

Consumer 
confidence / 

market decline

32

The markets in which we operate have been more significantly impacted than 
most consumer facing markets ςbased on data from GFK, Kantar and ONS



Underlying PBT forecast to grow to £90m-£110m over the mid-term

Group Revenue c.£1.6bn
Operating Margin c.3-4%

Group Revenue c.£1.9bn
Operating Margin c.5.5%

Group PBT Bridge - FY23 to mid-term

*FY23 as per current guidance

FY23
PBT

Market
 Recovery

Market Share Inflation Leveraging Value 
from Data

Acquisition 
Synergy Growth

Mid-term
PBT

£50m

£60m -£46m

£110m

£90m

£17m

£22m
£51m

£8m
£13m

Cost & Efficiency
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Looking forward, capital expenditure is expected to fall from 
the transformational peaks in FY22 and FY23

34

FY20

Other Capex Acquisition

4.0% 3.2% 8.1% c.5.3% c.3.0%

FY21 FY22 FY23 Mid-term average

Total Capex as a % of Revenue

£112m

c.£85m

£42m
£46m

c.£50m-£60m 
per annum
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We expect strong cash generation in the mid-term

c.£40m

£45-55m

FY21-FY23 (average) Mid-term (average)

Free cash flow* (£m)

(0.3)x (0.3)x

FY21-FY23 (average) Mid-term (average)

Net Debt/(Cash) : EBITDA - pre-lease 
debt

(Cash flow before dividends and acquisition expenditure)



FY20 FY23 Mid-term

ROCE is expected to reach over 15% in the mid-term

ÅMid-term focus on 
optimisation and 
leveraging the 
platform will see a 
stronger ROCE

ÅInflationary and 
consumer headwinds 
drive FY23 decline

ÅThere was underlying 
growth excluding these 
factors Profit

normalised
ROCE

c.12%

c.10%

> 15%
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Market recovery and market share growth

FY23
PBT

Market
 Recovery

Market Share Inflation Leveraging Value 
from Data

Acquisition 
Synergy Growth

Mid-term
PBT

£50m

£60m -£46m

£110m

£90m

£17m

£22m
£51m

£8m
£13m

Group PBT Bridge - FY23 to mid-term

Cost & Efficiency

37



The cycling and consumer tyre markets remain significantly 
depressed compared to pre-COVID

Retail

CyclingRetail Motoring

Autocentres

c.£1.2bnc.£4bnMarket Size c.£9bnc.£2.2bn

c.41.8% c.37.0%Approximate Volume Share c.9.5% c.3.5%

c.-24%Broadly flatMarket Volumes vs pre-COVID c.+4%c.-14%

Source - British Cycling Association, GFK, GIPA, SMMT, DVSA, Halfords estimates
Retail motoring share as per GFK data, which audits 7 categories in which we participate. We have recently started participating ƛƴ YŀƴǘŀǊΩǎ ǿƛŘŜǊ ǎǳǊǾŜȅ ƻŦ ǘƘŜ ƳƻǘƻǊƛƴƎ ƳŀǊƪŜǘΣ ƛƴ ǿƘƛŎƘ IŀƭŦƻǊŘǎ ŎǳǊǊŜƴǘƭȅ ŀŎŎƻǳƴǘǎ 
for less than one third of customers yearly spend on motoring products.

Consumer Tyres Motoring Servicing

38



We expect c.£17m of profit growth as markets recover

Tyres

+ c.£6m

Motoring 
Products

+ c.£6m

Cycling 
+ c.£5m

39



Modest growth in themotoring products market
forecast to deliver c.£6m profit growth in the mid-term

*Sensitivity - every 1ppt market change equal to approximately +/-£3m profit
Source ς GFK /  GIPA, Halfords estimates

Today Mid-term

Broadly flat
(vs. pre-COVID)

Market Volumes
c.+2%

(vs. pre-COVID)

+£6m profit*

Market Overall market grows +2% vs pre-COVID levels bythe mid-term.

GIPA indicates the car parc ages from 7.9 years to 9.7 years, leading to more cars within aftermarket segment 
and an expanding market for motoring products.
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The cycling market is currently experiencing a deep depression.
External forecasts indicate it will materially recover.

Bike Market Volume (m units)

FY23 expected to be >20% below FY20

2.8
3.1

2.4
2.0 2.0 2.2

2.5

FY20 FY21 FY22 FY23 FY24 FY25 FY26

>20% down vs FY20

41

2.79
3.06

2.44

2.01 1.99
2.20

2.48



Cycling volumes have declined vs FY20 while prices have 
increased materially. Looking forward we expect market 

recovery will require some price deflation.

FY21
Demandpeaks through 

COVID, prices rise due to 
supply shortage.

FY22
Demand normalises, 

prices continue to rise 

given supply challenges.

FY23
Further price increases 
driven by freight and 

commodity cost increases 
and weakening FX. Demand 
falls in cost-of-living crisis.

Mid-term
Prices decrease as 

commodity prices and 
freight normalise, driving 
recovery of demand and 

volumes.

Pricing Volumes

FY20 FY21 FY22 FY23 Mid-term

Cycling Market - Price and Volumes indexed to FY20

42

Source - British Cycling Association, Halfords estimates



Recovery in the cycling market is expected to drive
c.£5m profit growth in the mid-term

*Sensitivity - every 1ppt market change equal to approximately +/-£0.4m profit
Source - British Cycling Association, Halfords estimates

Today Mid-term

c.-24%
(vs. pre-COVID)Market Volumes

c.-10%
(vs. pre-COVID)

+£5m profit*

Price investment drives volume growth across the market.
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The consumer tyre market is currently 
experiencing a deep depression.

External forecasts indicate it will materially recover.

44

Tyre Market Volume (m units)

FY23 expected to be -14% below FY20

37.1

27.3 27.1 27.2 27.9 28.6 29.7

FY20 FY21 FY22 FY23 FY24 FY25 FY26

-14% vs FY20

Source - GFK, GIPA, SMMT, DVSA, Halfords estimates

31.7

27.3 27.1 27.2 27.9
28.6

30.6



Consumer tyre volumes have remained consistently below 
pre-COVID levels. Since FY20 there has been significant 
retail price inflation. Some market deflation is assumed 

to drive mid-term volume recovery.

45

Mid-term
Volumes recover as 
market normalises, 
supported by some 

price deflation.

Pricing Volumes

FY20 FY21 FY22 FY23 Mid-term

Tyre Market - Price and Volumes indexed to FY20

Mid-term
Volumes recover as 
market normalises, 
supported by some 

price deflation.

FY21 ς FY23
Volumes suppressed as miles driven falls post-COVID and customers delay 
tyre replacement. Prices increase driven by commodity cost inflation, FX 

and freight prices.

Source - GFK, GIPA, SMMT, DVSA, Halfords estimates



Recovery in theconsumertyre market is expected to 
drive c.£6m of profit growth in the mid-term

*Sensitivity - every 1ppt market change equal to approximately +/-£0.6m profit
Source - GFK, GIPA, SMMT, DVSA, Halfords estimates

Today Mid-term

c.-14%
(vs. pre-COVID)

Market Volumes
c.-3%

(vs. pre-COVID)

+£6m profit*

Market recovers to -3% vs pre-COVID in the mid-term

Based on GIPA forecast of miles travelled reaching 97% of pre-COVID levels
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The resilient motoring servicing market is expected 
to stay broadly flat

*Sensitivity - every 1ppt market change equal to approximately +/-£1m profit
Source - DVSA, Halfords estimates

Today Mid-term

c.+4%
(vs. pre-COVID)

Market Volumes Broadly flat

+nil profit*

SMMT forecast the car parc to remain broadly flat in the mid-term.
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A further c.£22m of profit growth is expected from 
volume market share gains

Motoring 
Products

+ c.£10m

Tyres

+ c.£5m

Cycling 

+ c.£2m

Motoring 
Servicing

+ c.£5m

48



Market share growth in motoring products is forecast to 
deliver c.£10m profit growth in the mid-term

*Sensitivity - every 1ppt market share change equal to approximately +/-£10m profit
Source ς GFK, Halford estimates

Today Mid-term

c.41.8%Market Share c.+43%

+£10m profit*

Share Gains From

General Retailers ṉ

Online Retailers ṉṉ

Improved personalisation and CRM, supported 
byMotoring Club, drives incremental spend 
andvisit frequency.

Extended ranges launched in low share 
categories at competitive prices e.g., car parts.

Improved value proposition through growth of 
own brand, enhanced promotional activity and 
increasing proportion of products sold with 
fitting or other services.

41.8%
43%

FY23 
Share

Data & 
Personalisation

Extended Ranges Value 
Proposition

Mid-term 
Share

Market Share Drivers

49



Cycling market share growth is forecast to deliver 
£2m profit growth in the mid-term

*Sensitivity - every 1ppt market share change equal to approximately +/-£1m profit
Source - British Cycling Association, Halfords estimates

Today Mid-term

c.37%Market Share c.39%
+£2m profit*

Share Gains From

Independents ṉṉ

Generalists ṉ

Mid Market ṉ

Improved personalisation and CRM drives 
greater spend and visit frequency.

Range development and premiumisation of 
adult and E-bikes. No change to legal status of 
E-scooters assumed.

Growth in Cycle To Work through digital 
platform enhancements, making it easier for 
companies and employees to benefit from the 
scheme.

Launch of cycling loyalty club.

Enhanced cycle servicing proposition.

37%

39%

FY23 
Share

Data & 
Personalisation

Range 
Development

C2W
Platform

Mid-term Share

Market Share Drivers

Cycling
Club

Servicing

50



Consumer tyre market share growth is forecast to deliver 
£5m of profit growth in the mid-term

*Sensitivity - every 1ppt market share change equal to approximately +/-£3.5m profit
Source - GFK, Halfords estimates

Today Mid-term

c.9.5%
Volume Market 

Share
c.11%

+£5m profit*

51

Share Gains From

National Garage Chains ṉ

Local Garages ṉṉ

Data and personalisation expands customer 
base, supported by Motoring Club.

tǊƻǇƻǎƛǘƛƻƴŀƭ ŎƘŀƴƎŜǎ ƛƴŎƭǳŘƛƴƎ άǎŀƳŜ Řŀȅέ 
tyre fitting (bookable online).

Improved value proposition through enhanced 
promotional activity and increasing financial 
services penetration.

Development of own-brand tyres, growing 
customer accessibility and choice.

9.5%

11%

FY23 
Share

Motoring Club, 
Data & 

Personalisation

Proposition 
Improvements

Value 
Proposition

Market Share Drivers

Own-brand 
Development & 

Penetration

Mid-term Share



Share growth in the resilient motoring servicing market 
is forecast to deliver £5m profit growth

* Sensitivity - every 1ppt market share change equal to approximately +/-£16m profit
Source - Halfords estimates

Today Mid-term

c.3.5%Market Share c.3.8%
+£5m profit*

Demand growth driven by rewarding loyalty 
through Motoring Club, car parkreferrals 
from retail estate and driving personalisation 
through CRM.

Matching local demand and capacity through 
a new utilisation model.

Improved value proposition through 
enhanced promotional activity and 
increasing financial services penetration.

3.8%

FY23 
Share

Local Capacity & 
Demand 

Matching

Value 
Proposition

Mid-term Share

Market Share Drivers

Share Gains From

Local Garages ṉ

3.5%
Data & 

Personalisation
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£39m of profit growth expected from externally forecast market 
recovery, and increasing market share

Market Recovery - +£17m profit growth

Tyres
+ c.£6m

Motoring 
Products
+ c.£6m

Cycling
+ c.£5m

Market Share - +£22m profit growth

Motoring 
Products
+ c.£10m

Tyres
+ c.£5m

Cycling
+ c.£2m

Motoring 
Servicing
+ c.£5m
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Cost and efficiency

*FY23 as per current guidance

FY23
PBT

Market
 Recovery

Market Share Inflation Leveraging Value 
from Data

Acquisition 
Synergy Growth

Mid-term
PBT

£50m

£60m -£46m

£110m

£90m

£17m

£22m
£51m

£8m
£13m

Group PBT Bridge - FY23 to mid-term

Cost & Efficiency
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Cost efficiencies more than offset inflation over the mid-term

£46m
£30m

£6m

+£5m

£15m

Cost Inflation Product Cost 
Reduction

Property Other Support Cost 
Savings

Mid-term

Cost Inflation 
c.£46m Cost & Efficiency c.£51m
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We expect c.£46m of cost increase in the mid-ǘŜǊƳΧ

FX Rate 
Assumed at $1.23
throughout plan

Utilities 
Broadly back to 

FY22 levels

Wages
4% average per 
annum vs FY23

56

Freight
Assumed -20% 

reduction vs FY23



ΧƻŦŦǎŜǘ ōȅ ŎΦϻрмƳ ƻŦ Ŏƻǎǘ ǎŀǾƛƴƎǎ

Product cost 
reduction

c. 3.5% cost 
of goods

Retail 
property savings 

Up to 20 closures
10% saving on lease 

renewals

Other efficiency 
programmes

Support costs, org
design, W&D, store and 

garagecosts
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Product costs represent the largest part of 
the cost base and the most significant 

opportunity looking forward

£0.55bn

Group Cost of GoodsSold
(excluding freight, FX held constant)

£0.55bn

£0.75bn

£0.85bn

+13% growth

FY18 FY20 FY23 Mid-term

+6%
Product cost inflation 

vs FY21

£0.8bn+
Spend p.a.

400+
Suppliers
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An externally supported group-wide better-buying 
programme is in place to deliver targeted savings

Underpinned by investment enhancing a data-based approach to supplier management and negotiation.

Strategic Supplier Partnerships
Partnering with key suppliers over the long-term to drive:
Å Growth and value ς more for more
Å Innovation and creativity
Å Supply chain flexibility
Å Sustainability supporting ESG agenda

Value Engineering
Revisiting the formulation and componentry of own-brand 
products to reduce cost.

Top 20 suppliers represent 
50% of the cost of goods 
sold

4% reduction incosts 
delivered historically 
through individual product 
re-engineering
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Own-Brand Growth
Targeted increases in own-brand penetration, delivering 
lower COGS and higher margin through:
Å Increasing the proportion of goods sourced directly 

through Halfords' Hong Kong sourcing office
Å Increased use of supplier tenders

Group-Buying Synergies/scale
Leveraging the enlarged scale of the group to reduce cost 
prices:
Å Consolidation of the supply base
Å Group-wide agreements across retail/garages/mobile

Own-brand margins          
>2%pts higher due to 
lower cost of goods sold

Our supplier base have 
seen36% increases in the 
cost of goods purchased 
since FY20

60

An externally supported group-wide better-buying 
program is in place to deliver targeted savings

Underpinned by investment enhancing a data-based approach to supplier management and negotiation



Compelling reasons to believe in significant opportunity 
to reduce the cost of goods that we sell

£30m
Targeted reduction 
over mid-term

3.5%
Cum. mid-term 
COGS reduction

Negotiations strengthened as Halfords offers suppliers 
unparalleled growthopportunities following investment 
in physical and digital infrastructure andlaunch of loyalty club

Data-enabled better-buying program underway, supported by 
3rd party consultants

Targets supported by externalbenchmarks
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Freight markets are forecast to normalise close to pre-COVID levels

Halfords Rate

Market Spot Rate
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We expect to maintain gross margin % over the mid-term

63

FY23 GP% Mix Price investment FX impact Product cost reduction Freight Autocentres mix Mid-term GP%

Group Gross Margin (%) Bridge - FY23 to mid-term

Group 

Gross Margin 
c.50%

Group 

Gross Margin 
c.50%

Autocentres

Retail

Autocentres 
broadly flat

Group Gross Margin (%) Bridge - FY23 mid-term

Retail 
c.-100bps to 

-200bps

Cycling prices post-COVID have increased, 
drivingmarket volumes down ς price 

investment assumed to drive market growth.

Adverse mix impact as cycling market recovers 
and sales grow inlower margin categories.



Retail portfolio costs will be reduced through lease renewals and/or closures.

Flexibility will be retained within the store base.

Our assumption on garages is that we will broadly hold the number of garages flat, and 
have not assumed a saving on rent.

Retail densities expected to improve by >15% following a double-digit increase in sales, 
and c.4% reduction in store numbers.

£6m of savings from reducing the rent of 
our retail store portfolio
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Stores

FY18 FY23 Mid-Term

Locations 480 c.394 c.380

Lease Renewals p.a. c.40 c.45

Average Saving (%) c.-15% c.-10%

Average Lease Length >5.7yrs c.3yrs c.<3yrs



Our strong track record of over-delivering on cost and efficiency 
ǘŀǊƎŜǘǎ ƳŜŀƴǎ ǿŜΩǊŜ ǿŜƭƭ ǇƭŀŎŜŘ ŦƻǊ ǘƘŜ ƳƛŘ-term

Central Support Costs
Rationalisation of GNFR supplier base

Introduction of Group Data Platform and related 
efficiencies

Consolidation and efficiencies in organisational design

Optimisation of contact centres

c.£8m

Warehouse & Distribution

Warehouse Management System

Customs and Duty Platform

Small, frequent-pick automation

c.£3m

Store & Garage Operating 
Costs

Energy consumption reductions through building 
management systems and LED

Continuation of established "We Operate For Less" 
program

Improved garage uti l isation

c.£4m
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Our cost and market assumptions drive >£40m of profit growth in the mid-term

Group Revenue c. £1.6bn
Operating Margin c. 3-4%

Group Revenue c. £1.9bn
Operating Margin c. 5.5%

Group PBT Bridge - FY23 to mid-term

*FY23 as per current guidance

FY23
PBT

Market
 Recovery

Market Share Inflation Leveraging Value 
from Data

Acquisition 
Synergy Growth

Mid-term
PBT

£50m

£60m -£46m

£110m

£90m

£17m

£22m
£51m

£8m
£13m

Cost & Efficiency
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Mid-term plan: leveraging the platform - summary
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2
Capex expected to fall 
to £50-60m per annum 
in the mid-term (c.3% 
of revenue). 

No significantM&A 
expected as we focus 
on leveraging the 
platform we have 
created.

3
Investment returns 
have been suppressed 
by current market and 
inflationary pressures.

Return on Capital 
Employed is expected to 
grow to over 15% in the 
mid-term, supported by 
stronger cash 
generation.

1
FY23 & FY24 expected 
profit suppressed by 
market and inflationary 
headwinds.

Mid-term PBT forecast 
to grow to £90m-£110m 
as markets recover, we 
grow market share, and 
focus on cost reduction.



Leveraging data 
and lifetime value

Karen Bellairs
Group Chief Customer & Commercial Officer
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The value that data and lifetime is expected to have on 
our mid-term performance

Group Revenue c. £1.6bn
Operating Margin c. 3-4%

Group Revenue c. £1.9bn
Operating Margin c. 5.5%

Group PBT Bridge - FY23 to mid-term

FY23
PBT

Market
 Recovery

Market Share Inflation Leveraging Value 
from Data

Acquisition 
Synergy Growth

Mid-term
PBT

£50m

£60m -£46m

£110m

£90m

£17m

£22m
£51m

£8m
£13m

Cost & Efficiency

69



Sophisticateddata collection with multiple feeds from 
our customers and their vehicles
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Sophisticateddata collection with multiple feeds from 
our customers and their vehicles

7171



How we collect our data is diverse and unique
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Capturing the sheer volume and scale of 
customers to our stores and website

Web: 131m annual visits

Retail stores:31.5m annual transactions



How we collect our data is diverse and unique
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Investment in 
infrastructure systems 
and software to enable 

collection, including 
our own technology



How we collect our data is diverse and unique
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The unrivalled quality of data captured from being inside 
customers' cars differentiates us from our competitors

Garages & mobile vans:
5m annual service jobs

Retail car parks:  
3.8m annual service jobs



How we collect our data is diverse and unique

35m 

vehicle records checked

16m 

vehicle registration numbers

Nearly half the U.K. car parc.
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Visible customers

Email records

The growth in data collection over the past 5 years 
has been truly transformative

Vehicle registration numbers

Sales linked to customer records

2019: 0.9m

Today: 16m

2019: 7.1m

Today: 14.7m

2019: 7.2m

Today: 30m

2019: 18%

Today: 76%
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Data science and analytics

Our advancing analytics capability and data science 
transforms this unique data
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Powering intelligence and personalisation across 
our customer touchpoints

MOT reminder email Tyre web 
personalisation

Cycling product 
recommender

Halfords Mobile 
Expert email

Weather personalisation 
email
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Using data to create personalised 
experiencesisgrowingsignificantvalue 
for the Group

1.5x
Increase in conversion 

of web pages

£282m
CRM sales v £60m FY19

1.5x
Spend per customer 

with opt-in*

2.4x
Spend per customer 
with opt-in and VRN 

capture*

*vs email only 79


