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The German DIY market is under pressure and especially smaller chains are

struggling to preserve their right to play

Challenges in German DIY Industry, 2025/26

Restrukturierung bei Hellweg: Baumarktkette
schliefst mehrere Filialen

Hellweg schlieBt mehrere Filialen - ein deutliches Signal fir den Wandel im
Baumarktsektor. Auch mittelstdndische Anbieter geraten zunehmend unter Druck und
sollten ihre Strategien Gberdenken.

Die Dortmunder Baumarktkette Hellweg zieht Konsequenzen aus der angespannten Marktlage
und schlieBt mehrere Filialen. Die MaRnahme ist Teil einer umfassenden Restrukturierung - und
konnte exemplarisch fur eine gesamte Branche stehen, die zunehmend unter Druck gerat.

Was einst als krisenresistenter Wachstumsmeotor galt, steht nun auf wackeligem Fundament: Die
Baumarktbranche, lange gestutzt durch Heimwerkerboom und Immobilieninvestitionen, kampft
mit sinkender Nachfrage, steigenden Betriebskosten und wachsendem Online-Wettbewerb. Die
FilialschlieBungen bei Hellweg deuten auf einen tiefgreifenden Strukturwandel hin, der auch
andere Marktteilnehmer zu strategischen Anpassungen zwingen durfte.

Deutsche Baumarkt-Kette ist insolvent: 240 Filialen
stehen jetzt auf der Kippe

Eine deutsche Baumarkt-Kette ist insolvent - wie es weitergeht, ist unklar.

Die Zukunft von 240 Filialen einer Baumarkt-Kette ist ungewiss. Die Briider Schlau Gruppe hat
finanzielle Schwierigkeiten und ist jetzt insolvent.

Startsefte > Wirtschaft

Krise bei Baumarktkette: Dutzende
andorte kénnten zur Konkurrenz
hen

gebau verliert dutzende Standorte: Kette
rzeichnet das héchste Umsatzminus

Entwicklung trifft die groficn B kth nterschiedlich stark.

das Kolner EHI Retail Institute unter Berufung auf Zahlen des DIY-
hmagazins berichtet, ist der Umsatz der sechs umsatzstarksten
prochmen im Jahr 2024 im Vorjahresvergleich um 0,7 Prozent auf
{3 Milliarden Euro zurickgegangen.

a Nicolas Fuchs | 11. Juli 2025, 12:45 © Aufufe:2621 | 1

""Baumarkte vor dem Umbruch: Wer iiberlebt die Krise?"

Wihrend viele Baumarktketten ums Uberleben ki setzt Hornbach mit steigenden Umsa und
stabiler Dividende ein starkes Zeichen. i der h rbul wird klar: Effizienz schlagt

Markte

Die groBe Baumarkt-Krise

Ein ganzer Sektor steht vor der Zasur: Umsétze fallen, Kosten
steigen - und erste Ketten schlieBen reihenweise Filialen. Insider
sprechen von einer Marktbereinigung, die noch nicht mal begonnen
hat.
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Deutsche Baumarkt-Kette muss kurz nach
Ubernahme wieder Insolvenz anmelden

e 07.02.2026 06:22 | Von: Christine Kurz

Deutsche Baumarkt-Kette steckt in der Insolvenz. (Symbolbild)

IMAGO / Zoona

Die Einri k ist erneut i Alle 93 d
die Zukunft ist ungewiss.

bleiben vorerst geoffnet, doch
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Changing consumer dynamics
and increasing competition threaten
the classic DIY big box model
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The COVID-19 boom is over — German DIY retail has seen the three worst
consecutive years for decades
DIY Retail Sales Development, Germany, 2015-25 (yoy%)

Exceptional
COVID-19 effects
13.8
7.6
36 _— _——
1.9 15 192 1.6
. B B
-1.5 -1.6
/ -3.1
-8.2

2015 2016 2017 2018 2019 2020 2021 2022 2023 2024 2025

Gross

sales 180 182 184 188 195 221 203 219 212 209 206
(€bn)

Source: BHB / Gtk Total Store Report Deutschland 2025; OC&C analysis Perspectives on German DIY | © OC&C Strategy Consultants 2025
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The declining trend is structural due to shifts in consumer spendings and
increasing competitive pressure from online and value segment

Threats to the Big Box DIY Industry

Anticipated net spend change in N12M, 2024 (% respondants)

Online pure plays taking away demand

19%
12% 0
5 7 /o of retailers expect increasing competitive
5% . pressure from platform businesses such as Shein and Temu
1% (acc. to HDE-Konjunkturumfrage)
1% -2%
Travel Fitness General Home Hobby &  Apparel iu0
leisure Improvement Sport & Beauty S H E I N
| DIY equipent
# Action stores, Germany, 2021-25 Minimum wage development, 2015-27P (€)
526 600 .
400 //ACTION 12.00 12.82 1460
850 8.84 9.19 9.50 l l I
2021 2023 2025 PARKSIDE 2015 2017 2019 2021 2023 20252027P1

1. Proposal by the “Mindestlohnkommission” in June 2025

Source: OC&C Retail Proposition Index 2024; BHB; HDE; Mindestlohnnkommission; Desk Research; OC&C analysis

Cost development intensifies margin pressure
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In addition to these external challenges, the German DIY industry faces a
comparably fragmented, competitive market landscape

DIY market concentration 2024/25', Germany vs. Poland vs. France Indicative
Others
Others ~
Sonderpreis Others L
Baumarkt \ ~ Le Mousquetaires
Hellweg i
Globus
- OBI
Hagebau Kingfisher
(esp. Castorama)
Rewe . .
Groupe Adeo Consolidation
(esp. Leroy Merlin) ~90% - of top 3 DIY
Hornbach groups
OBI Group Adeo
<50% (esp. Leroy Merlin)
Kingfisher
(esp. Castorama)
Bauhaus
/

1. Latest available
Perspectives on German DIY | © OC&C Strategy Consultants 2025
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Overcapacity and store-based
saturation — the end of the big box
DIY retail as we know it?
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Over past decades — especially in the early 2000s — the industry has mas-
sively increased capacity with ever-growing stores...
DIY sales space & store development, Germany, 1985-2025

Capacity Inflation Stagnation / Consolidation

13.0 13.2

Sales space
development
(m2 millions)

DIY Store
Development
(#, >1,000m?)

1985 1995 2005 2015 2025

x2) !
6,150 6,500

Average
Store size
(m?/store)

1985 1995 2005 2015 2025

Source: diyonline, BHB; OC&C analysis Perspectives on German DIY | © OC&C Strategy Consultants 2025
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...As consequence, sales productivity for most German DIY chains is far
below European Best Practice

Un-weighted Floor productivity, German Top 20 vs. Adeo / Kingfisher, 2024/25? (€/m?) Indicative
~2,650
~2,350
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m German Top 1-10
1. Discounted by average factor of Hornbach / Bauhaus (available peers); factor ca. 80% (high-performing peers drive higher weighted productivity)
2. Latest available
Source: diyonline, BHB; OC&C analysis Perspectives on German DIY | © OC&C Strategy Consultants 2025
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Surprisingly, despite over-capacity, the long-expected consolidation has not
yet happened except for few subscale insolvencies
DIY sales & store development, 2012-24

Bankruptcies Bankruptcy of
of Praktiker / Briider Schlau
Max Bahr Group
Sales space 1%
development  14.1 | 130 13.4 13.3 13.2
(sgm millions)

1%

2,381 2,380

; , 2,198
DIYStore 2,118 2,134 2118 2132 2,119 2106 2,095 2,091 2,067 2,050 | 2,030
Development

(#, >1,000m?)

2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022 2023 2024 2025

Bei Praktiker beginnt der Total-Ausverkauf Deutsche Baumarkt-Kette it insolvent: 240 Filialen
stehen jetzt auf der Kippe
_169 ‘ ; 132 60 DIY stores
Praktiker | i Max Bahr of Briider Schlau
stores g stores (+180 home stores)
¢.300 stores c.60 stores out
out of the market of the market
Source: diyonline, BHB; OC&C analysis Perspectives on German DIY | © OC&C Strategy Consultants 2025
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We expect the already very tight profit margins to further decline over the
next 5-10 years — retailers must act now

DIY Retail Profit Margins', Kingfisher & DIY Germany, 2025 vs. 2030/35 “do nothing”

Kingfisher and Hornbach perceived best-

in-class in terms of efficiency and scale.

We expect the overall industry operating
at significantly lower profit margins

Kingfisher Hornbach Hornbach
(Global) (Global) (Germany)?

1. Adjusted Earnings Before Tax (EBT)
2. Triangulation based on annual reports
Source: Annual reports, Desk research, OC&C Analysis

Indicative

An average <0% profitability implies
significant # stores and companies
working below break-even.

~0-2%
”””””” ~(-1-3%)
DIY average Volume Labour Marketing Distribution "Do nothing"
2025 2030/35
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German DIY retailers must view the current crisis as an OPPORTUNITY to
rethink winning business models

Five Truths on German DIY

COMPLEXITY IN CORE BUSINESS IS KILLING PRODUCTIVITY.

Winning players will push private label and cut duplication and complexity in in-store assortment
choices and processes!

B2C ALONE WILL NOT DELIVER GROWTH.

Trade and pro customers are now the clearest route to bigger baskets, higher frequency and
stronger loyalty!

3 Oversupply in Big Box puts pressure on sales density.
/ol New (and smaller) formats may move closer to customers with differentiating propositions and
_— unit economics!
-, £ o
/4 GERMANY IS NOW A SHARE WAR, NOT A GROWTH MARKET.

Discounters, platforms and specialist formats are taking demand away from classic Big Box DIY
chains. Growth opportunities are beyond German boarders.

Digital business models such as Marketplaces, retail media and services are moving from
optional bets to strategic necessities.

Perspectives on German DIY | © OC&C Strategy Consultants 2025
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We see (DIY) retailers undertaking numerous strategic initiatives to develop a

long-term right to play

DIY strategic initiatives

Short term <«

For Discussion | lllustrative

» Long term

Product ranae Strategic product range orientation: “Precisely tailored product
g range” & expansion of own-brand product range

International sourcing
efficiencies

] Category expansion

Margin
optimisation

Dynamic pricing model through Al-
supported price optimisation

and/or M&A activities

App / Loyalty Programs

Customer Developing advice-oriented touchpoints along the Digital services (e.g. video
experience offline/online customer journey consulting and chat services)
Marketi Marketing mix Social marketing & selling (e.g. Sustainability positioning
ERC Y optimisation partnerships with influencers) & initiatives
Supply Chain / Optimisation of delivery processes (e.g. distributed order
Delivery management) to increase delivery speed

Expansion of device
delivery and rental
services

Service portfolio Expansion of the service portfolio

Optimisation of Acquisition of new

Location the branch Development of small format locations / smaller
concepts .
network competitors
OPeratmg . - Expansion of RM offerings Development of dedicated Retail
model Retail media

(onsite & in-store) Media Networks (RMNs)

Proposition for

"Branch of the future" and expansion of
professional customers

the omnichannel concept

Source: OC&C analysis

rWhere do you stand?
What concerns you?
Where do you need

L external impetus? J

International
expansion

Business model / Portfolio
transformation

Perspectives on German DIY | © OC&C Strategy Consultants 2025
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“Thank you! .
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