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Home Depot Lowe's QXO

FY25 Revenue $164.7B $86.3B $6.8B ¹

Revenue Growth 3.20% 3.10% N/M ²

Comparable Sales 0.30% 0.30% N/A

EBITDA Margin (TTM) 15.10% 14.80% N/M ²

Pro Share of Sales ~50% ~30% 100%

FY26 Rev. Guidance $169B-$172B $92B-$94B $11.7B ³

The headline numbers in home improvement look stable, and the easy read is a cyclical pause with a
housing market waiting for rates to fall back to more favorable levels. That reading misses what's
actually going on, because both companies are spending tens of billions of dollars to rebuild their
businesses around a different customer. The target is no longer just the weekend DIYer buying paint and
mulch. It's the professional contractor, and the race to own that relationship is changing the entire
value chain, from the retail floor back through distribution. Then there is QXO. Brad Jacobs launched QXO
in 2024 with the same playbook he has used to build and sell several multi-billion dollar businesses, and
it is already reshaping the distribution layer both retailers are racing to control.

SPECIAL ANALYSIS 

The Pro Push: How Home Depot, Lowe's, and QXO 
Are Redrawing the Home Improvement Sector

QXO FY25 revenue reflects Beacon from late April 2025 onward only

Key Financials: Home Depot, Lowe’s and QXO (FY25)

QXO Revenue Growth is N/M given no meaningful prior-year comparable; EBITDA Margin is N/M as
GAAP losses reflect acquisition-related amortization (EBITDA run-rate exceeds $1 billion)

QXO FY26 consensus estimate; excludes Kodiak full-year contribution and pending TopBuild 
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Pro Segment Penetration: Home Depot vs Lowe’s (2919 - 2025)

Why the DIY Window Closed
The pandemic was a remarkable moment for home improvement retail. Consumers stuck at home with
money they couldn't spend on travel tackled the kitchen renovation, built the deck, repainted everything,
and Home Depot and Lowe's posted exceptional results in 2020 and 2021. That environment is long gone.
The housing market has locked up, homeowners sitting on 3% mortgages have little incentive to sell into
a 7% rate environment, and the big-ticket renovation cycle that follows home purchases has stalled with
it. The repair and maintenance business is still there, the broken water heater gets replaced and the
fifteen-year-old roof gets done, but the discretionary project spend that drives large transactions has
been soft, and neither company expects a meaningful recovery until rates move and housing inventory
opens up.

Conversely, the Pro customer behaves very differently in this environment, and that distinction is
increasingly important. Contractors have jobs to finish regardless of sentiment. A general contractor
working through a pipeline of residential projects doesn't stop because mortgage rates are high, since
those jobs were sold months ago. Pro spend is more consistent, the average transaction is larger, and the
customer tends to come back more often. Both companies have noted the Pro segment outperforming
DIY in recent quarters, and that gap is widening. The Pro segment is not immune to the housing
slowdown; contractor pipelines are thinning and large project volumes have softened. But Pro spend is
structurally more durable than DIY, and that relative resilience is the thesis all three companies are now
building around.

Pro Segment as Share of Total Sales
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Home Depot's approach to the Pro segment has been more aggressive than that of Lowe’s though went
from 45% to 50% while Lowes went from 19% to 30%. Full year FY25 revenue reached $164.7 billion, up
3.2%, but comparable sales grew just 0.3% as management cited ongoing housing pressure and
consumer uncertainty. The total growth number masks some of the ills of the core business. Strip out
SRS Distribution and GMS, the two specialty trade distributors Home Depot acquired in 2024 and 2025,
and the underlying retail operation is essentially flat, which is precisely why those acquisitions matter.

The Company acquired SRS Distribution in June 2024 for approximately $18.25 billion, its largest
acquisition ever. SRS is a specialty trade distributor serving professional roofers, landscapers, and pool
contractors, and the deal was about buying a network of contractor relationships that Home Depot's
retail footprint couldn't easily build on its own. A professional roofer doesn't drive to a big box store to buy
shingles in bulk. They work through a distributor who knows their business, extends credit, and delivers to
the job site, and that is precisely the relationship SRS brought that Home Depot's retail stores could not
replicate. In the wake of the September 2025 deal for GMS, Home Depot has built a specialty trade
distribution business of real scale in roughly eighteen months. Pro revenue now represents approximately
50% of total sales, and the Company is no longer simply a retailer that also serves Pros. It is becoming a
hybrid, with distribution growing faster than retail.

Home Depot: Moving Through Acquisition

Meanwhile, Lowe's built its Pro presence organically through job site delivery, dedicated Pro desks, trade
credit programs, and contractor loyalty infrastructure, growing Pro penetration from roughly 19% of sales
in 2019 to closer to 30% currently. Full year FY25 revenue came in at $86.3 billion with overall
comparable sales only up slightly. Even in 1Q25 when total comps fell 1.7%, Pro comparable sales grew
mid-single digits, a testament to how much stickier that customer is. The gap with Home Depot on
distribution remained, and Lowe's moved to close it.

In June 2025, Lowe's announced the $1.325 billion acquisition of Artisan Design Group (ADG), which
operates 132 facilities and generated approximately $1.80 billion in revenue in FY25, giving the Company a
design and installation capability for interior finishes aimed at the new home  construction market. It is a 

Lowe's: Later, But Moving Fast

service play, capturing value at the point
where the contractor needs execution, not
just product. Almost simultaneously, the
$8.80 billion acquisition of Foundation
Building Materials (FBM) added a national
distributor of drywall, metal framing, and
insulation with over 370 locations and
$6.50 billion in FY25 revenue, growing at
roughly 25% annually since 2019.
Together the two acquisitions represent
over $10 billion in deployed capital, and
Lowe's FY26 revenue guidance of $92
billion to $94 billion reflects a jump almost
entirely explained by FBM consolidation
rather than organic growth. Home Depot
moved first and spent more, but
structurally both companies have arrived
at the same place.

Major Acquisitions: 2024 - 2026 (USD Billions)

Lowes

Home Depot

QXO
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The real competition here is not between Home Depot and Lowe's, who are running parallel strategies
with different timelines and slightly different verticals. The more interesting question is what happens as
the retailers and QXO grow into the same space. Home Depot through SRS is now in roofing distribution,
the same vertical QXO entered through Beacon. Lowe's through FBM is in drywall and framing distribution,
territory that sits directly alongside QXO's expanding platform. Both retailers are trying to own the
contractor relationship from initial sale through job site delivery, while QXO is trying to be the distribution
layer those contractors depend on regardless of where they buy their retail products.

The GMS bidding situation made the overlap concrete. QXO pursued GMS before Home Depot ultimately
won the deal, and the same assets are attracting both types of buyers. For now, contractors buy from all
three depending on the category, the job, and who has the best terms. But a QXO that reaches
meaningful scale across roofing, insulation, drywall, and additional verticals starts to look less like a
neutral distribution partner and more like a direct competitor for the contractor relationships Home
Depot and Lowe’s have spent billions trying to secure.

While Home Depot and Lowe's have been moving into distribution, Brad Jacobs has been building a
distribution company from scratch, and QXO is the most significant new entrant in this sector in years.
His method is consistent across every business he has run: find a large fragmented industry where scale
and technology are underused, acquire a major anchor, and build from there. He has described building
products distribution as a near-perfect fit, an estimated $800 billion market globally dominated by
family-owned operators with limited technology and no dominant national platform.

QXO launched in mid-2024 and acquired Beacon Roofing Supply in April 2025 for approximately $11
billion, giving the Company roughly $10 billion in annualized revenue immediately. Kodiak followed at
$2.25 billion, closing April 2026, and the announced $17.70 billion acquisition of TopBuild is expected to
close in the third quarter of this year, at which point QXO expects combined revenue of approximately
$18 billion and over $2 billion in adjusted EBITDA. The Company closed FY25 with approximately $6.8
billion in revenue and an EBITDA run rate that now exceeds $1 billion. Jacobs has set a $50 billion revenue
target, and the pace of acquisitions so far suggests he is serious about it.

QXO: Building From the Other Direction

Where the Strategies Collide

TopBuild pending close Q3 2026

Distribution Verticals by Company
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Home improvement is not a sector in distress. It is a sector being rebuilt from the inside. The DIY surge
was a one-time event that has normalized, the housing market has suppressed the discretionary project
spend that used to drive big ticket growth, and all three companies discussed here have arrived at the
same conclusion: the Pro customer is where durable growth lives, and the distribution relationship is how
you own it.

Three variables will determine how this plays out, and each carries real downside if it moves the wrong
way.

The first is integration execution. Home Depot and Lowe's have both made large, expensive acquisitions
on compressed timelines, and SRS, GMS, FBM, and ADG all need to be absorbed while the underlying retail
business operates in a soft consumer environment. That is a difficult combination. Specialty trade
distributors run on relationships, and the contractor loyalty that makes these businesses valuable can
erode quickly if service levels slip during a transition. Home Depot's leverage ratio sits at approximately
2.3x. Lowe's came in higher at 3.1x in 1Q26 following the FBM and ADG acquisitions, with management
targeting a return to 2.75x by mid-2027. Both are manageable in isolation, but the margin for error
narrows considerably if integration stumbles at the same time the macro environment stays difficult
longer than expected.

The second is housing. Both retailers need existing home sales to recover for the full upside of their Pro
strategies to materialize. The lock-in effect from low fixed-rate mortgages has proven more resilient than
most forecasters expected, and the big-ticket discretionary project spend that follows home purchases
remains depressed. If interest rates stay elevated through 2026, that recovery gets pushed further out
and the Pro segment is left carrying more of the growth story than it was designed to address. There is
also a subtler risk here: the Pro customer is stickier than the DIY customer, but not immune. The growth
story all three companies are telling ultimately depends on housing recovering; Pro outperforming a weak
DIY baseline is not the same as Pro growing.

The third is QXO's acquisition pace. If Brad Jacobs builds genuine national scale in the next three years, the
distribution layer in home improvement will look substantially different from how it looks today, and the
retailers will face a harder question than they are currently asking. Right now, Home Depot and Lowe's are
each building distribution capability to serve their Pro customers better. But a fully scaled QXO, with
roofing, insulation, drywall, building products, and whatever else Jacobs acquires next, becomes a
platform with its own contractor relationships, its own pricing power, and its own ability to compete for
wallet share. At that point Home Depot and Lowe’s are not just absorbing acquisitions. They are deciding
how to respond to a well-capitalized competitor that did not exist three years ago and has no retail
overhead to carry.

What to Watch

The Bottom Line
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The race is already underway. Home Depot moved first and committed the most
capital. Lowe's followed with its own version of the same bet. QXO entered from a
different direction entirely and is moving faster than either retailer anticipated.
Each is building toward the same contractor, through a different door, with a
different set of assets.

The open question is not whether the Pro segment matters. Everyone has already
answered that. The question is who controls the relationship when the
consolidation that is already well underway finally runs its course.
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