






CAPITAL TRADE-OFFS
We actively manage and balance our capitals to support ongoing investment in our people, supplier partnerships, and operations, 

enabling us to meet the evolving needs of our customers, while upholding robust governance standards.

The way we deploy and leverage our capitals influences the value we create, preserve, or erode. In formulating and executing our strategy, we carefully  
consider trade-offs across the short, medium, and long term to drive sustained value creation and ensure the long-term sustainability of all our capitals.

F
Financial capital is managed through a disciplined 
focus on cost efficiency, operational excellence, and 
our capital allocation framework (refer to page 63). 
This enables us to deploy resources effectively 
in support of our strategic priorities and growth 
ambitions, while maintaining our targeted gearing 
levels and delivering on shareholder commitments.

M
We allocate financial capital to strengthen our 
manufactured capital and enhance the customer 
experience across channels. During the year, this included 
investment in our Store of the Future format, continued 
optimisation of our store footprint to improve productivity 
and support growth, and ongoing investment in digital 
platforms to advance our omnichannel capabilities.

I
We deliberately deploy financial capital to build future-fit 
businesses through investments in innovation, technology, 
systems, and process improvements across our value 
chains. These investments strengthen our intellectual 
capital while also enhancing our human capital and 
social and relationship capital through improved 
capabilities, collaboration, and stakeholder outcomes.

H
Our employees remain central to the successful execution of 
our strategy and the long-term sustainability of our businesses. 
We continue to invest financial capital in initiatives that enhance 
employee wellbeing and support inclusive growth, including 
our Just Wage initiative. These investments strengthen our 
social and relationship capital, improve employee livelihoods, 
enhance our ability to meet evolving customer needs, and 
contribute positively to the communities in which we operate.

S
We remain committed to building and sustaining strong 
social and relationship capital. Through our GBJ initiatives, 
we make deliberate investments that may reduce financial 
capital in the short term but are expected to generate 
long-term value for the environment, the communities 
we serve, and the sustainability of our business.

N
We are also mindful of our responsibility to steward natural 
capital responsibly. Through our established GBJ programmes 
and broader sustainability initiatives, we seek to minimise our 
environmental impact while supporting long-term value creation. 
Effective management of natural capital contributes to the 
resilience and sustainability of our business and, over time, 
supports the preservation and growth of all other capitals.
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CASE STUDIES: MANAGING TRADE-OFFS TO DELIVER LONG-TERM VALUE

CASE STUDY

INVESTING IN LONG-TERM 
RESILIENCE
Through our Good Business Journey, we continue to 
invest in initiatives that protect and restore natural capital, 
strengthen responsible sourcing practices, and improve 
resource efficiency across our value chain. While lower-
cost packaging, sourcing, and energy alternatives may 
enhance short-term financial performance, we choose to 
invest in more sustainable solutions that support our vision 
of being one of the world’s most responsible retailers.

This reflects a deliberate strategic choice. We recognise 
that decisions that optimise short-term earnings do 
not always create the greatest long-term value. 
By investing in the preservation of natural capital today, 
we strengthen the resilience of our business, deepen 
stakeholder trust, remain true to our values, and reduce 
future environmental and operational risks. In doing so, 
we support sustainable value creation across multiple 
capitals and for future generations of stakeholders.

CAPITAL DEPLETED IN THE SHORT TO MEDIUM TERM

F Higher operating and investment costs

CAPITAL ENHANCED OVER THE MEDIUM TO LONGER TERM

N
Reduced environmental impact, waste, and 
resource consumption

S
Enhanced customer trust, stakeholder confidence, 
and brand differentiation

I
Development of sustainable practices, capabilities, 
and innovation

F
Improved resilience, reduced long-term risk, and 
sustainable value creation

CASE STUDY

INVESTING IN 
SHAREHOLDER VALUE
During the year, we bought back shares worth 
R500 million through our share buyback programme 
(at an average weighted share price of R51.33), 
taking our total share buybacks to R4.3bn since 
FY2023. This reflects our disciplined approach to 
capital allocation and confidence in the strength 
of our business, the quality of our brands, and our 
ability to create sustainable long-term value.

Following careful consideration of our investment 
pipeline, funding requirements, and liquidity 
position, we determined that repurchasing shares 
represented an attractive opportunity to deploy 
surplus capital while retaining the financial flexibility 
required to execute our strategy and pursue future 
growth opportunities. The share buyback was 
therefore both an investment in shareholder value 
and a demonstration of confidence in the Group’s 
future prospects.

By returning surplus capital while continuing to 
invest in our strategic priorities, we enhanced 
capital efficiency, optimised our capital structure, 
and reinforced our commitment to delivering 
sustainable long-term returns.

CAPITAL DEPLETED IN THE SHORT  
TO MEDIUM TERM

F Utilisation of cash to repurchase shares

CAPITAL ENHANCED OVER THE MEDIUM 
TO LONGER TERM

F
Improved capital efficiency, an 
optimised capital structure, and 
enhanced shareholder returns

S
Strengthened investor confidence and trust 
in the Group’s long-term prospects and 
stewardship of capital
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4 DIGITAL WORLD AND CYBER

The growing digitisation of retail is transforming how customers engage with 
brands – from researching and transacting to sharing feedback across mobile 
and social platforms. Retailers hold vast amounts of customer data, presenting 
significant opportunities to generate insights and deliver personalised 
experiences. It also heightens the importance of data privacy and security 
amid rising threats of cyber-attacks and infrastructure vulnerabilities.

AI is accelerating this transformation, offering meaningful potential to enhance 
customer experience, operational efficiency, and decision-making across the 
value chain. However, its rapid integration requires careful governance to 
ensure ethical use, data integrity, and robust cybersecurity. A global escalation 
in data and system breaches underscores the urgency of this. At the same time, 
realising the full value of AI demands new organisational capabilities, requiring 
teams to blend digital fluency and data literacy with sound human judgement.

In the short term, data breaches, system failures, or regulatory  
non-compliance can result in financial loss, operational disruption, and 
reputational damage. Over the medium term, effective use of data and AI 
can drive personalisation and efficiency but requires sustained investment 
in digital infrastructure and security. In the long term, responsible and ethical 
digital practices are essential to maintaining stakeholder trust, regulatory 
compliance, and competitive advantage in an AI-enabled retail environment.

OUR STRATEGIC RESPONSE
We aim to unlock the full value of our customer data by turning insights into 
informed, customer-led decisions across the Group. 

Cybersecurity and responsible AI deployment remain foundational 
commitments, underpinned by a strong digital governance framework. 
To support this, we are entrenching the WHL AI Framework, supported by 
a dedicated AI Office, covering ethical principles, operating model design, 
investment approach, and a balanced portfolio of AI initiatives. Our investments 
in AI, future-fit systems and processes will enhance agility and productivity, 
strengthen risk management, reduce costs, and drive greater operational 
efficiency. Across the Group, we are building enterprise-wide AI capability 
through targeted upskilling, clear usage guardrails, and robust data privacy 
and security training to enable confident, responsible adoption.

STRATEGIC OBJECTIVES

PRINCIPAL R ISKS AND OPPORTUNITI ES

5

3 CONSUMER SPENDING AND BEHAVIOUR

The retail landscape continues to be reshaped by a proliferation 
of choice, intensifying competition, and consumers who are 
increasingly redefining value on their own terms. Discount and 
wholesale channels, alongside aggressively priced online 
retailers, continue to attract spend. At the same time, demand for 
seamless omnichannel experiences and compelling in-store 
engagement remains equally strong. AI is accelerating these 
dynamics – powering product discovery, personalised styling, 
and increasingly automated purchasing, while becoming 
the primary point of search for many consumers. 

These shifts are most pronounced among Gen Z consumers, who 
expect hyper-personalisation and authenticity as a baseline. 
Further, in South Africa, the rapid growth of online gambling is 
adding further pressure, redirecting consumer spend and estimated 
to be contributing an 80 basis point drag on retail growth. 

In the short term, price sensitivity and demand shifts can affect sales, 
margins, and inventory levels. Over the medium to long term, evolving 
channel preferences and rising expectations around convenience, 
personalisation, and values-driven consumption have the potential to 
fundamentally reshape business models and brand relevance.

OUR STRATEGIC RESPONSE
We continue to leverage our strengths in innovation and 
convenience to respond to shifting consumer behaviour, 
increased value-seeking, and digital competition. Investment 
is prioritised toward digital platforms, AI capabilities, and 
enabling technologies. At the same time, our physical stores 
are continuously enhanced to deliver personalised, immersive 
experiences that translate seamlessly across all channels.

Personalisation and loyalty programme optimisation are central 
to deepening customer relationships and defending against 
algorithm-driven alternatives. Across all of this, trust, quality, 
and the enduring strength of our brands remain our clearest 
differentiators in an increasingly AI-filtered world.

STRATEGIC OBJECTIVES

PRINCIPAL R ISKS AND OPPORTUNITI ES
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6 RESPONSIBLE RETAILING

Responsible retailing sits at the heart of maintaining trust and 
meeting the expectations of our customers, employees, investors, 
regulators, and the communities we serve. As awareness 
of Environmental, Social, and Governance) issues deepens, 
stakeholders are paying closer attention to whether businesses 
act ethically, generate long-term, shared value, and demonstrate 
tangible progress on societal and environmental challenges.

The demand for measurable impact is growing, spanning 
inclusive economic participation, community upliftment, climate 
resilience, and environmental stewardship. Beyond meeting 
stakeholder expectations, responsible retailing strengthens 
business resilience by managing climate-related risks, supporting 
supply chain continuity, and protecting long-term value creation.

Failing to uphold our ESG responsibilities can have significant 
consequences. In the short term, neglecting ESG responsibilities 
can result in reputational damage, stakeholder disengagement, 
and heightened regulatory scrutiny. Over the medium term, 
customer trust erodes, employee morale and retention 
suffer, and relationships with communities and partners 
weaken. In the long term, the business becomes exposed 
to climate-related risks, supply chain disruptions, regulatory 
penalties, and a loss of competitive relevance.

OUR STRATEGIC RESPONSE
Our industry-leading GBJ provides the foundation for 
realising our vision of becoming one of the world’s most 
responsible retailers. We continue to embed the GBJ 
across our business activities, ensuring it translates into 
meaningful action. We are also doubling down on our 
focus on the Inclusive Justice Initiative across the Group, 
collaborating with stakeholders to make positive, lasting 
contributions to our communities and the environment. 

Eight key sustainability focus areas guide this work, 
anchoring our strategies in the GBJ to promote the 
optimal use of our capitals and create enduring value 
for the Group and its stakeholders.

STRATEGIC OBJECTIVES

PRINCIPAL R ISKS AND OPPORTUNITI ES

2
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5 PEOPLE, TALENT MANAGEMENT AND CHANGE

Attracting, developing, and retaining talent is critical to achieving 
our strategic objectives. Competition for skills remains intense, 
particularly in digital, data, and technology domains. Embedding 
a high-performance culture requires continuously evolving our 
ways of working, building capacity, and fostering the exchange 
of knowledge and expertise across the Group. Creating inclusive, 
purpose-led workplaces that reflect the communities we serve 
is equally important to who we are and how we work.

In the short term, talent shortages can limit our ability 
to deliver on strategic initiatives and affect day-to-day 
operational performance. Over the medium term, failure 
to develop and retain high-performing, diverse teams risks 
impacting innovation, productivity, and leadership continuity. 
In the long term, an inability to build an inclusive, future-fit 
culture could erode our competitiveness, weaken our employer 
brand, and hinder our ability to attract the next generation of 
talent for sustainable growth.

OUR STRATEGIC RESPONSE
We continue to enhance our Group-wide People Value 
Proposition to strengthen our ability to attract and retain top 
talent. This includes promoting a culture of high performance, 
learning, and accountability, and creating opportunities 
for growth and development. We also invest in future-
fit capabilities and leadership, underpinned by inclusivity, 
employee wellbeing, and modernised work practices.

STRATEGIC OBJECTIVES

PRINCIPAL R ISKS AND OPPORTUNITI ES
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MY PERSPECTIVE OF THE GROUP
I have had the privilege of being part of the Group for more than 
30 years, across multiple areas of the organisation. That experience has 
given me a deep appreciation of what makes our business so special: 
the trust our customers place in our brand, the high standards our 
people and suppliers uphold, our Good Business Journey credentials, 
and the loyalty we earn when we deliver at our best. It has also shown 
me where complexity has built up, where focus has been diluted, and 
where we have not always converted our advantages into the returns 
they should generate. So, I am clear on what needs to change, but 
equally clear on the strength we have to build from. 

I firmly believe that Food sits at the centre of our opportunities and, 
as such, we are reorienting the Group around our market-leading 
Food business. It is our heartland, our greatest competitive advantage, 
and the primary engine of the Group’s value creation with the 
strongest customer proposition and the clearest expression of the 
Woolworths brand: quality, innovation, sustainability, trusted value, and 
a deep understanding of our customers. 

It is also the business with the strongest economics, the highest 
frequency of customer engagement, and the clearest opportunity 
to create sustainable value over time. Food maintained its gross 
profit margin despite distribution cost headwinds, demonstrating the 
operational resilience that underpins our strategic direction. 

This does not mean that we are diminishing the role of our other 
businesses. Our adjacent businesses complement our Food proposition 
and strengthen the overall customer offering, but it is Food that propels 
the ecosystem. Not all parts of the Group create value in the same way, 
and not all require the same level of capital, resources, or management 
attention. Some businesses are growth engines, some extend the 
customer proposition, some need to recover performance, and some 
require a more fundamental review. So, I am focused on driving a more 
disciplined view of the portfolio and ensuring that our capital, resources, 
and leadership attention are directed to the areas that can make the 
greatest contribution to the quality and consistency of Group earnings. 

This is not only a strategy or portfolio exercise. It is also a leadership 
and execution challenge. We have already made progress in simplifying 
the way we operate. During the year, we first reset the executive 
leadership team and the operating model then followed – simplified 
ways of working and strengthened accountability. We will continue 
to make decisions faster, remove complexity, and hold ourselves more 
directly accountable for performance. This will be fundamental to how 
we lead and create a higher-performing Group from here – a Group 
with a brilliant future!

We are already putting our strategic reset into action. We are 
moving from complexity to focus, from broad ambition to a 
disciplined and strengthened approach to capital allocation, 
and from strategic intent to consistent execution. A change of 
this magnitude will take time, but we are already making clearer 
choices about where we invest, where we focus, and how we 
hold ourselves accountable for performance.

APPRECIATION
I want to thank our Board for its guidance and support as 
we make the decisions required to strengthen the Group. 
I acknowledge our people for the pride and care they bring to 
the Group every day, and our suppliers and partners for the 
expertise and collaboration that help us deliver the standards 
our customers expect. I also want to thank our customers for 
their continued loyalty. Our work is, after all, all about how we 
can serve them better, earn their trust every day, and make 
our businesses the ones they choose more often and value 
more deeply.

LOOKING AHEAD
Our operating environments are likely to remain challenging in 
the year ahead, and we are not anticipating a full recovery 
in macroeconomic conditions or consumer sentiment to deliver 
the performance we expect of ourselves. Regardless of the macro 
context though, our Group has the foundations from which to 
create significantly more value: trusted brands, a market-leading 
Food business, strong customer relationships, committed and 
talented teams, and long-standing supplier partnerships. 
Our opportunity is to convert those strengths more consistently 
into better trading performance, a higher-quality earnings base, 
and stronger returns.

My commitment is to lead our Group with clarity, courage, and 
care, while holding ourselves accountable not only for our intent 
but also for our progress – the clarity of our choices, the quality 
of our execution, and the returns we generate. When we next 
report, I expect to share the outcomes of our strategic review 
and the measures by which progress will be assessed.

This is how we will build a more focused, more resilient Group 
and the brilliant future it can deliver for our customers, our 
people, our shareholders, and all our stakeholders.





OUR STRATEGY
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In FY2026, our strategic objectives focused on 
leveraging the Group’s differentiated strengths 
and competitive advantages to unlock and create 
value for all our stakeholders. These included 
our broad category offering, a portfolio of 
trusted, high-quality, predominantly private-label 
brands, and intellectual property and innovation 
capabilities built over decades – all underpinned 
by our market-leading sustainability credentials 
through our Good Business Journey.

The Group also operated within a well-
articulated capital allocation framework, 
ensuring that capital was deployed to support 
our growth ambitions, while maintaining our 
targeted gearing structure and meeting our 
shareholder aspirations.

The strategic and capital allocation frameworks 
presented in this report reflect the Group’s 
strategic priorities and capital allocation 
approach during FY2026 and have informed 
the performance outcomes reported throughout 
this Integrated Annual Report, including the 
evaluation of executive performance and 
remuneration outcomes. 

As the Group enters the next phase of its 
evolution under Sam Ngumeni’s leadership, 
these strategic priorities are being reviewed and 
refined to incorporate emerging opportunities, 
changing market dynamics, and the shifts 
required to unlock future value creation. Further 
detail on the Group’s updated strategic direction 
will be provided during the course of FY2027.

FY2026 STRATEGIC FRAMEWORK

HOW TO WIN – STRATEGIES TO CAPTURE GROWTH

LEVERAGE OUR STRENGTHS AND COMPETITIVE ADVANTAGES

LEVERAGE OUR STRENGTHS AND COMPETITIVE ADVANTAGES

DIVERSIFICATION 
OF CATEGORY 
OFFERING

TRUSTED BRANDS 
PROVIDING 

HIGH-QUALITY, 
MAINLY 

PRIVATE LABEL 
MERCHANDISE

MARKET-LEADING 
SUSTAINABILITY 
CREDENTIALS

INTELLECTUAL PROPERTY 
AND INNOVATION CAPABILITY 

BUILT OVER DECADES

Leading and iconic 
Food business – 

our holy grail

Future-fit Country Road 
Group operating model 

enabling ‘house of brands’ 
aspiration

Cost-efficiency 
and operational 

excellence

Best-in-class and 
engaged teams 

and people

Customers at 
the centre of 

everything we do

Sustainable and profitable 
growth in Fashion, Beauty 

and Home

Good Business 
Journey

CAPITAL ALLOCATION IS ALIGNED TO THE GROUP STRATEGIC 
PRIORITI ES WE ASPIRE TO DELIVER

Revenue growth
> nominal GDP

Adjusted HEPS growth >
 adjusted EBIT growth > 

revenue growth

ROCE
> WACC +5%

Gearing
<1.5× net debt 

to EBITDA

ALLOCATION OF CASH SEEKS TO BALANCE

Balance sheet position 
and aspiration

Growth and 
investment capex

Shareholder return 
aspirations

Acceptable leverage differs 
by region

• Woolworths net debt to 
EBITDA 1.5×

• CRG net debt 
to EBITDA 1.0×

• Consider sources and 
allocation of cash based 
on strategic outlook for 
each business

• Investments (organic vs 
inorganic) must compete 
with returning excess 
cash to shareholders

• Target dividend payout 
ratio of 70%

• Special dividends unlikely
• Share buybacks 

considered in context 
of market and 
growth outlook









CUSTOMERS AT THE CENTRE 
OF EVERYTHING WE DO

STRATEGIC OBJECTIVE FOR FY2026

Place customers at the centre of every 
decision by leveraging data, digital 
capabilities, and differentiated experiences 
to build deeper relationships, increase 
loyalty, and deliver seamless experiences 
across all channels.

PERFORMANCE OVERVIEW 
OF FY2026
During FY2026, we continued to strengthen our  
customer-led strategy by enhancing our loyalty 
platforms, expanding digital capabilities and investing 
in differentiated experiences across our businesses.

The launch of MyDifference represents a significant 
evolution of our loyalty ecosystem, combining customer 
insights, personalised rewards, and Woolworths Financial 
Services capabilities to create a more meaningful and 
differentiated customer relationship. While there were initial 
challenges experienced and we have made some good 
progress on resolving these, there is still work to be done to 
migrate customers onto the new platform. 

That said, our loyalty programmes remain a key 
competitive advantage, with millions of active members 
across Woolworths and CRG. By leveraging customer 
data and advanced analytics, we continue to improve 
personalisation, enhance engagement, and increase 
customer value.

Digital growth continued across the Group. Woolies Dash 
continued to scale as a differentiated convenience 
proposition, while CRG maintained strong online penetration 
supported by market-leading digital experiences. 
Alongside digital investment, we continued to elevate 
our physical retail experience through the rollout of our 
Next Generation stores, creating more inspiring, intuitive, 
and service-led environments for customers.

KEY PERFORMANCE INDICATORS

ONLINE SALES PENETRATION FOOD

ONLINE SALES PENETRATION FBH

ONLINE SALES PENETRATION CRG

% REVENUE TRACKED ON LOYALTY 
CARDS FOOD

% REVENUE TRACKED ON LOYALTY 
CARDS FBH

% REVENUE TRACKED ON LOYALTY 
CARDS CRG

PERFORMANCE AGAINST TARGET    ACHIEVED    PARTIALLY ACH IEVED    MISSED
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COST EFFICIENCY AND OPERATIONAL EXCELLENCE

STRATEGIC OBJECTIVE FOR FY2026

Drive cost efficiency and operational excellence across the Group to create capacity for growth, enhance competitiveness, and deliver sustainable value.

PERFORMANCE OVERVIEW OF FY2026
We continued to strengthen operational discipline across the Group while investing in the capabilities required to 
support future growth.

Despite significant investment in strategic initiatives, we maintained strong cost discipline and continued to identify 
opportunities to improve productivity and enhance efficiency.

Improving availability remains a key commercial opportunity. In Food, we continued to leverage customer data and 
advanced analytics to improve category management, optimise ranges, and enhance product availability. Projects within 
our FBH Value Chain Transformation further improved inventory visibility and availability. In CRG, we embedded a  
fit-for-purpose operating model which is driving increased alignment, faster decision-making, greater efficiency, and a 
stronger culture of accountability. Inventory management and optimisation remain key focus areas across the Group.

KEY PERFORMANCE INDICATORS

NOMINAL COSTS 
TO OPERATE FOOD

COST TO 
OPERATE % FOOD STOCK TURN FOOD

NOMINAL COSTS 
TO OPERATE FBH

COST TO 
OPERATE % FBH STOCK TURN FBH

NOMINAL COSTS 
TO OPERATE CRG

COST TO 
OPERATE % CRG STOCK TURN CRG

PERFORMANCE AGAINST TARGET    ACHIEVED    PARTIALLY ACH IEVED    MISSED
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BEST-IN-CLASS AND ENGAGED 
TEAMS AND PEOPLE

STRATEGIC OBJECTIVE 
FOR FY2026

Deliver a compelling and differentiated 
People Value Proposition that attracts, 
develops, and retains the talent and 
leadership capabilities required to 
execute our strategy.

PERFORMANCE OVERVIEW 
OF FY2026
Our people strategy continued to focus on building 
the leadership capability, culture, and talent pipeline 
required to support the Group’s strategic ambitions.

Through the implementation of Our People Way, 
we continued to embed a consistent framework 
across leadership, talent development, performance, 
inclusion, rewards, and wellbeing. These focus areas 
are designed to create a more agile, accountable, 
and high-performing organisation.

We also continued to strengthen succession planning, 
leadership development, and capability building across 
the Group, while continuing to prioritise employee 
wellbeing and quality of life. 

During the year, Woolworths was voted as the Business 
of the Year, at the Standard Bank Top Women Award, 
acknowledging our commitment to championing gender 
equality and empowerment. We were also accredited 
as a Top Employer for 2026 by the Top Employers 
Institute, marking our second consecutive year of 
recognition. This accolade reflects the meaningful strides 
we are making in shaping a world-class organisation 
and fostering a supportive, inclusive environment where 
our people can thrive. 

KEY PERFORMANCE INDICATORS

PROGRESS ON D IVERS ITY,  EQU ITY, 
AND INCLUS ION (DE I )

EMPLOYEE ENGAGEMENT

PERFORMANCE AGAINST TARGET    ACHIEVED    PARTIALLY ACH IEVED    MISSED
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GOOD BUSINESS JOURNEY PILLARS AND UNDERLYING GOALS

GBJ FOCUS AREAS

 � INCLUSIVE JUSTICE   ETHICAL AND FAIR  � THRIVING AND RESILIENT

OUR PEOPLE ETHICAL SOURCING PACKAGING AND WASTE

OUR CUSTOMERS SUSTAINABLE FARMING WATER

OUR SUPPLIERS
We care how our products are made, and are committed to a fully 
transparent, traceable, and ethical supply chain. ENERGY AND CLIMATE CHANGE

OUR COMMUNITIES
We care for the environment, and are committed to working 
towards net zero impact and a just transition to a low 
carbon economy.

We care for our people, and are committed to being a diverse 
and inclusive business, enhancing the wellbeing of our employees, 
customers, and communities.

Related UN SDGs Related UN SDGs Related UN SDGs

*Our GBJ prioritises 11 of the 17 United Nations) Sustainable Development Goals (SDGs).
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LONG-TERM INCENTIVE SCHEMES

SHARES ALLOCATED IN SEPTEMBER 2023 AND VESTED IN FY2026

The LTI measures, targets, and weightings were approved in the FY2024 financial year in line with the policy at 
that time. 

The Committee approved a 47.0% weighted vesting for the allocated shares.

MEASURES WEIGHTING TARGET FOR THRESHOLD 
VESTING (30%)

TARGET FOR  
100% VESTING

ACTUAL VESTING 
PERCENTAGE

adHEPS 40% CPI +1% per annum CPI +4% per annum 314.7 cents 0%

ROCE 40% WACC +1% WACC +5% 17.6% 80.1%

ESG and 
TRANSFORMATION

20% No threshold targets Transformation 5%:
B-BBEE level 4 contributor 

Level 4 15% 

Environmental 15%:
•	 34% WSA FBH local 

sourcing
•	 99% WSA Food 

sustainable attributes
•	 280 kWh per m2 store 

electricity intensity

35% 

99% 

286.8

WEIGHTED ACHIEVEMENT 47.0%

LTI  SHARE ALLOCATIONS MADE IN FY2026 FOR EXECUTIVE DIRECTORS

The annual performance share allocations made in September 2025 were in line with the targets and % allocations included in the 
FY2026 policy tabled at the AGM.

Vesting of these shares is linked to the achievement of company performance conditions for FY2029.

ALLOCATIONS PERFORMANCE CONDITIONS

DIRECTOR ALLOCATION  
%

NUMBER 
OF SHARES

FACE VALUE 
(R’000)

Roy Bagattini* 150% 575 641 30 169

Zaid Manjra 100% 120 683 6 325

Sam Ngumeni** 100% 204 160 10 700

Total   900 484 47 194

* �Roy Bagattini received an allocation in September 2025 as he was still the 
Group CEO.

** �Sam Ngumeni received an allocation in September 2025 when he was still 
the CEO Food.

MEASURES WEIGHTING TARGET

adHEPS 40% •	 Threshold 50%: SA CPI +1% 
year on year (YOY)

•	 Target 100%: SA CPI +4% YOY
•	 Stretch 150%: SA CPI +10% YOY

ROCE 45% •	 Threshold 50%: WACC +3%
•	 Target 100%: WACC +7%

ESG 15% •	 Target 100%:
•	 Scale of supplier 

development in line with 
WSA sales growth

•	 No less than a third of 
FBH private label products 
sourced locally

SPECIAL ONCE-OFF OUTPERFORMANCE SHARE AWARD – SAM NGUMENI 

A special once-off allocation of Restricted Shares (five-year vesting) was allocated to Sam Ngumeni following his appointment as 
the Group CEO effective 1 June 2026. This allocation is in line with the retention share scheme included in the Remuneration Policy. 

The Committee agreed to specific performance conditions set out below:

DIRECTOR ALLOCATION % NUMBER OF SHARES FACE VALUE (R’000)

Group CEO – Sam Ngumeni 300% 995 715 51 000

TARGETS FOR FY2031

MEASURES WEIGHTING THRESHOLD VESTING (50%) TARGET VESTING (100%)

WHL Share Price 50% R80 share price by June 2031 R100 share price by June 2031

adHEPS Growth 30% 10% per annum 15% per annum

ROCE 20% WACC +5% WACC +8%

LTI  APPLICABLE FOR FY2027

Executive directors, WHL Exco and eligible participants are allocated shares on an annual basis according 
to the relevant LTI policy at the time. The Committee approves the measures, weightings, and targets for 
each financial year.

Grants are made annually at the discretion of the Committee based on GP at the grant date multiplied 
by a face value percentage which is linked to the participants’ level of work. Performance measures 
may have differing weightings, and combined equal to 100%. The results per weighted measure are 
accumulated with the final percentage determining the vesting of the LTI.

TARGETS 

Measure Weighting % Threshold (50%) On-target (100%) Stretch (150%)

adHEPS 45% Linear between threshold and on-target Linear between on-target and stretch

ROCE 40% Linear between threshold and on-target Linear between on-target and stretch

ESG 15% Cliff vesting No stretch target

Calculation 100% allocated awards × weighting contribution × achievement

More details of the actual FY2027 targets can be found on page 87.

98 / 107



















To find out more about what we’re doing, visit

For company-specific information, visit

woolworths .co.za

countryroad .com.au

Country Road | Mimco | Trenery | Politix | Witchery

We appreciate any feedback on our Integrated Annual Report. Please contact InvestorRelations@woolworths.co.za




