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Analyst meeting transcript (amended in places to improve accuracy and readability)

Anna Cross, Group Finance Director 

Good morning and thank you for coming. So, I appreciate it's only been a few days since we 

published our results and you're on some punishing schedule, I'm sure. And we've been on the 

road meeting investors. 

So, let me start with a few remarks about the top areas of discussion before we open up for 

Q&A. So what have been the key themes of our meetings? First, a recognition of our 

performance in 2024. Perhaps a change in perception that our guidance might be too 

conservative. Secondly, the strategic opportunity from Tesco Bank. Thirdly, our organic growth 

in the UK. And fourthly, USCB post the sale of the American Airlines portfolio.  

So starting with 2024 and our guidance, as you know, we achieved our 2024 financial targets and 

our plan through to 2026 is one of measured ambition. I'd also stress to you that we are acting 

with purpose and urgency. Our plan isn't passive and if we can accelerate actions to improve 

returns earlier, then we will do so. That's what we did in 2024. We used our stronger income to 

accelerate some actions, including some structural cost actions in the fourth quarter, whilst 

meeting our targets.  

I'd encourage you to think about our 2025 plans and guidance in a similar way. We will invest to 

improve the structural profitability of our business, whilst delivering improvements across key 

performance indicators, including RoTE. Importantly, the plan is based on realistic assumptions 

because we want the outcomes to remain within our control as much as possible. But if a more 

favourable environment prevails, you should expect us to continue to monetise that 

opportunity.  

Moving to the second theme on the Tesco Bank opportunity. We outlined the key highlights in 

the operational data pack on slide 57, but a few points to emphasise. First, the dual brand 

proposition. This allows us to offer differentiated products to a customer base of around 4 

million Tesco Bank customers and more than 20 million Tesco Clubcard customers. Second, new 

capabilities, particularly open market lending for loans, which Tesco does very well. Third, 

improved access to capital and funding, enabling organic balance sheet growth and supporting 

our ambition to grow our UK lending.  

So third on organic growth, and our £30 billion RWA deployment in 2026. You might recall, 

throughout last year, I said that I expected the UK balance sheet to contract in 2024 before 

expanding. We actually delivered growth sooner, £13 billion of true business growth, of which £6 

billion was organic and skewed towards the second half of the year. That pace of our delivery, in 

addition to the momentum from our leading indicators, gives us confidence that we can deliver 

the growth to reach our £30 billion target.  
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And lastly on USCB, the plan for this division, as I said before is one of many parts. Scale is 

important and we have a track record to build this organically and inorganically, as you heard 

from Venkat last week. However, book growth is only one of the levers that we can pull, and 

we're focused on efficiency across capital, across costs and funding, as well as NIM 

improvement. We made proactive decisions across all of those areas in 2024 and we saw 

progress against them all. This gives us confidence that USCB can deliver above 12% [RoTE] in 

2026, and mid-teens thereafter.  

So before closing, I also want you want to point you some of the key highlights from our 

operational datapack, which I hope is a useful reference for you. It's certainly something that 

we've been using on the road. So on slide 59, in the UK Corporate Bank, we achieved 40% self-

serve client interactions versus 30% in FY23 and we are on track for more than 60% by 2026. 

That's a key measure for us to drive efficiency and improve client experience. 

On slide 63, in Global Markets, we are now top five ranked with 56 of our top 100 clients. That's 

up 7 since 2023, and on track to be at 70 by 2026. On slide 64, in Investment Banking, we 

delivered 90% growth in US dollar deposits versus 23, and this is a more efficient alternative to 

wholesale funding and a leading indicator of growth in our International Corporate Bank. 

So in summary, we're pleased by our progress in 2024. We remain focused on the disciplined 

execution of the plan, and we're on track to deliver our 2026 targets. With that, I'm happy to take 

questions and to have an open discussion. Please can you introduce yourself with your name 

and your institution, because this meeting is being transcribed. 

Andrew Coombs, Citi 

Morning, Andrew Coombs from Citi. Perhaps a couple, one just because it didn't come up on the 

analyst call last week. The IT issue in the UK, a couple of weeks back over the weekend, if you 

could just elaborate on the cause of that, the resolution of that, how subsequent discussions 

have gone with the regulator and if there is anything on the additional UK investment spend for 

IT post that event.  

And then second question is from capital return, you talked about capital return being 

important, being a key lever. It came up on the call that your payout ratio is relatively low from a 

dividend perspective compared to peers. Given the delay in USCB IRB mitigation and Basel 3.1, 

you do have a degree more flexibility now. So how are you thinking about capital return given 

that you've reiterated all of the existing guidance, but has that changed your mindset in any way 

shape or form? 

Anna Cross  

Okay, thank you, Andy. So on the first, I haven't got a huge amount to say at this point in time. 

We would expect to make a statement fairly soon. All I would say, in summary, is clearly we are 

very focused on remediating the situation for clients and for our customers. We've done some 

recourse analysis with the supplier and we would expect to make that statement relatively soon. 

But I would reiterate that it was not as a result, either of a cyber event or indeed any change that 

we had implemented internally. So our focus at this point in time is just on the client and 

customer resolution.  
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To your second point on capital return, as we said last Thursday, we're very focused on total 

capital return. We think that's the right measure, particularly at this point in time, and that was 

5% up year-on-year on a per share basis. And you know, we delivered a distribution in alignment 

with the expectation that we set out in February 2024. We've reiterated our targets through to 

2026, so just to remind you all of that: at least ‘£10 billion over a 3 year period, so there was no 

reason at this stage for us to change that target. I take your point about timing, but actually 

when we plan our capital flight path, we have a couple of things in mind. Firstly, those regulatory 

pieces that have changed and do move around, as we've observed over the last year or so. 

Secondly, we do so over a multi-year period, we're not planning in sort of six month blocks or 

anything like that. It is really a long term view Andy, we're happy with the guidance that we've 

given and just to reiterate [the capital return target of ] at least £10 billion.  

Okay, thank you. 

Chris Hallam, Goldman Sachs 

Chris Hallam from Goldman Sachs. So first on USCB. Does the change from American Airlines 

change at all how you think about the deposit funding strategy going forward and how would 

you assess your current deposit funding rate versus peers in the United States? 

 And then second on the IB. You mentioned, I think in your opening remarks about, you know 

potentially leaning into monetise further opportunities if they arrive in the market. Some of your 

peers have struck maybe perhaps a bit more of a mixed message on the outlook or progress 

year to date in fee pools. So I just wondered how you have seen those fee pools progress so far 

this year and how that feeds into optimism or pessimism for 2025? 

Anna Cross  

Okay, thank you Chris for those two. So in terms of AA, it hasn't changed any of our plan around 

the US cards business and to be specific, we knew that at a point in time that AA would want to 

pursue a single issuer model. We also took the decision that we would not bid for that, that's on 

the basis of concentration risk and the risk it would have put into our portfolio. We do believe 

that there is sufficient opportunity for us in the market, both organically and inorganically. One 

of the facts that Venkat used last week was, in any particular year, there's about 15 [partner] 

programmes [worth] $40 billion that really enter the market and we are confident in our ability to 

attract new partners and indeed extend and secure the ones we've already got, and we showed 

that in 2024.  

So bearing in mind our asset pathway, we believe can be broadly the same, we still feel the same 

about deposits. What we did last year was, we went from a very simple architecture of deposits 

to a tiered savings proposition. And that launch in Q3 was actually very successful in Q4. And 

really, that's the kind of thing that we expect to extend. We raised wholesale deposits in Q4 as 

we would ordinarily do and actually probably ended up with a bit too much funding in that 

business, for good reasons, and we’re happy with the early success of that product and we think 

we can continue to drive it. So no real change really in our desire to reach out directly to 

customers and use the brands that we have to do so. With something like AARP, the difference 

there is, it's not just the AARP customers who have a card with us that we can reach out to in 

terms of these additional products. That's really the entirety of that customer base, so it really 

helps us broaden out what we're doing in the US.  
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In terms of the IB, you know I'm not going to give you any kind of trading update. We can all read 

how those fee pools are going. I'd make two comments. The first is we made some comments 

last week about entering the year with good momentum and a good pipeline, we still feel the 

same about that. And then secondly, this is one of the reasons why we want to plan on realistic 

assumptions, to really have as much of this plan in our control as possible. So planning on an $80 

billion banking fee wallet, that's down from last year at $87 billion and completely in line with the 

assumptions that we have from the prior year, so that's where I'd guide you to. Thank you. 

Sanjena Dadawala, UBS 

Sanjena Dadawala from UBS. A couple of questions on Tesco please. So first, on the net 

reduction in cost to expect from the £360 million annualised once the investment phase is done. 

And then also on the revenue upside from Tesco, with access to better funding and capital 

please. 

Anna Cross  

Okay, thank you. So just to remind everybody, Tesco in isolation, has a high cost income ratio. 

So, £360 million of costs against £400 million of NII. Clearly, we believe that once we get beyond 

the dual running phase and the integration phase, and during integration costs will actually go 

up, which is captured in the guidance that we gave you, that we can bring the cost base down. 

I'm not going to give you a specific number in absolute terms, but I just urge you to think about 

really what we would expect from an unsecured portfolio generally. They are typically lower cost 

income ratio businesses. So you'd expect the unsecured businesses within Barclays UK to have 

a lower cost income ratio than Barclays UK as a whole. And if you're looking for a guide, then look 

towards what we're trying to achieve within USCB, to give you some indication.  

On revenue upside from Tesco, I would say this pertains not just to the Tesco customers, I think 

it comes from a couple of things. It comes from, as you say, funding benefit, but it also comes 

from our ability to reach out to a different customer set and build relationships with them that 

are more broad than the existing products that Tesco offers. But it's also back the other way, as I 

mentioned in my prepared remarks, because Tesco actually has a very good open market loan 

capability, which we do not have within Barclays. So since the early 2010s, our loans proposition 

within Barclays has been purely to our current account customers. So this allows us a broader 

open market proposition just as we do with cards and with mortgages. And I would say generally, 

if you step back and think about what we're trying to achieve with Barclays UK, we are on a sort 

of slow progression between being a single branded business, or dual branded if you distinguish 

Barclays and Barclaycard, all the way through to having multiple brands. So in cards, Amazon, 

Barclaycard, Avios, now Tesco and in our mortgage business, Kensington and Barclays. So it's 

just allowing us broader reach and different propositions that we can play into different parts of 

the market. So we think that's pretty exciting. Thank you. 

Ed Firth, KBW 

Morning, hi. It's Ed Firth from KBW. Yeah, I guess two questions. One on the US consumer 

business, there seems to be quite a lot of moving parts next year in terms of the AA disclosure. I 

think you said there's going to be a one off gain. And then I think that you said you were 

purchasing a portfolio, there was going to be some upfront provisions for that. Could you just 

give us some sort of idea, are we talking about 10s of millions, 100s of millions, because 
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otherwise it feels we're flying a little bit blind this year in terms of what that performance will be 

and actually, even what that performance means. So any help on those two would be good.  

The other thing is, I guess the new US government are very obviously, very strongly US first, 

which at the moment everybody seems to be taking as a positive for everybody. But as a UK 

business with a huge US franchise, I guess any thoughts you had of initial discussions, how 

things are going, are you treated any differently to the US companies? Are you worried about 

areas? Are you not worried about areas? What are the opportunities and risks that you're seeing 

at this stage from there? Thanks. 

Anna Cross  

Okay, thank you Ed. Just to clarify, we're expecting to onboard the General Motors portfolio in 

Q3 of this year, it's around $2 billion of receivables. There will be some cost build out for that but 

not to the extent that we undertook during GAP. So it'll be much smaller than that, reflecting the 

fact that much of that capability around the retail branding or retail market is already built. So 

you're sort of folding it into that capability, but some uplift in cost and as I said, a day 1 

impairment charge and that's really why we're guiding to flat loan loss ratio in USCB this year.  

AA will come the following year, so in 2026. I'm not able to give you a number on that gain on sale 

yet, Ed, because actually what we will need to do is get closer to the event and at that point in 

time, we will fair value the portfolio and that's really what will drive the gain and loss on sale, a bit 

like we did on Tesco. So as we get closer, expect us to give you some numbers that are a bit 

firmer to that. But what I'm expecting more holistically is an offset within 2026, that's basically 

the gain on sale from the US, and obviously we'll have some impact from that immediate loss of 

volume that we'll have to pick up in terms of future volume growth. But the net of those two, we 

still believe will deliver the target of in line with the Group [RoTE].  

In terms of the US government, it's a bit early to say. We make 40% of our revenues in dollars. 

We've got about 30% of our cost base in dollars. So it is a substantial business for us, particularly 

on the Investment Banking side. So I think two thoughts immediately come to mind.  

The first would be, we're well positioned for any increase in activity within the US itself. If you 

look at our US banking footprint, it looks very much like our US peers. So from memory, 68% of 

our fees are in US dollars, so we're well positioned for any uptick in deal activity there. I think the 

other thing I would say is, we're clearly mindful of how US regulation proceeds and the 

discussions that we are having more generally are, it is helpful for banks, it's helpful for clients 

and for investors for that regulation to proceed in a relatively parallel way, and I mean both in 

terms of timing, implementation and in terms of the fundamentals of the regulation. But I think 

you know we're clearly waiting for a bit more clarity, but we welcome the fact that the UK 

implementation of Basel 3.1 has been pushed out to 2027 while that clarity emerges.  

The other thing that we are mindful of is any disparity that we start to see in terms of net zero 

ambition between the UK and the US as a government matter. We reiterated that we are very 

committed to the targets that we have established already, so that position doesn't change. But 

just mindful of the risk of a disparity between the two geographies.  

Ben Toms, RBC 
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Good morning, Ben Toms from RBC. Firstly on the structural hedge, how should we think about 

the notional this year? I think it fell 6% in 2024. Should we expect a further decline but at a 

slightly lower rate or is flat the right way to think about it? And the duration increased in 2024. 

Should we expect that to kind of stay flat from here or should it increase a bit further?  

And then secondly, last week, you guided that you'd expect costs to be down in 2026 over 2025. 

I think your restructuring run rate is something like £200 to £300 million per annum, but you also 

mentioned in your opening remarks about if the opportunity presents itself, you would 

accelerate the plan. Could the underlying restructuring rate pick up a bit this year or is the fall in 

2026 driven by actions that we're already aware of. Thank you. 

Anna Cross  

Okay, thank you. I might ask Dan to pick up on the first one, but I'll answer the second one to give 

him a moment. So yes, what we talked about last week was actually our target is a circa 61% 

cost income ratio for this year and for it to fall to the high 50s next year in 2026. The way I see 

that in absolute terms is for it to go up in the current year, I think consensus is broadly in the 

right place and then fall back towards circa £17 billion in 2026. And really, there are three things 

that I've got in mind, which are the things I called out at last week's events.  

So they are inflation, which is more intense than 2025 than it is in 2026. That’s just because the 

headline rate is coming down and clearly we experienced that headline rate on a delayed basis 

and there's some, not one off, but more unusual things in the current year like the increase in 

National Insurance costs. The second is the rate of change of our investment really is more 

intense than 2025 than it is in 2026. And what I mean by that is we've picked up the run rate of 

investment in the second half of the year. And you see that particularly, not just in Barclays UK 

where they've been taking some additional cost as we prepare for Tesco, but also in Private Bank 

and Wealth Management and in the UK Corporate Bank. So you saw that uptick and you see a full 

year of that investment.  

But most meaningfully, it's Tesco and the addition of the £360 million of costs and then 

integration costs on top. There's not a meaningful change as we go into 2026, and in fact, what 

we expect to start to see is some cost benefits coming from Tesco, as the integration proceeds. 

And all the while, we've got a gross efficiency programme, which is continuing to run, we did £1 

billion last year. We’ve got circa £500 million in gross efficiency savings this year and circa £500 

million next year. So the relative weightings of those two things push costs cost up in 2025 and 

should pull them down in 2026. The £200 to £300 million per annum [of structural cost actions], 

absent 2023, has been an ongoing level that you would expect us to run. In 2024, we were 

towards the top end of that and it was quite skewed towards the back end, which is why we 

called it out because it certainly caused some variance to the consensus in the fourth quarter. 

From our perspective, we see that as normal, so I wouldn't call out anything particular at this 

point in time. But what you should expect us to do is to operate within the guidance that we've 

given you. So if we did see the opportunity to accelerate plans or secure the 2026 number, 

provided that doesn't compromise 2025, then we would consider that as an opportunity. Circa 

61% for 2025 is all in, including the increase that I'm talking about in terms of Tesco.  

Dan, do you want to talk about the structural hedge?  

Dan Fairclough, Group Treasurer 
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So we gave you some guidance obviously at the beginning of the year on the expectations of the 

roll of the structural hedge. And we said 75%, sort of illustratively, is what we were looking at. 

That's exactly really what we saw in 2024, for 75% of the balances we rolled into the structural 

hedge. So we'll obviously keep a close eye on this, depending on how we see deposit stability 

progress from here, but at this point I don't think we'd change that view in terms of what we 

expect. Obviously with the shape of the yield curve at the moment, you know there's actually 

relatively limited difference from an NII perspective, in terms of the balances, floating versus 

fixed. But obviously the structural hedge size will determine the stability and the locked in nature 

of the income going forward.  

In terms of the duration, I mean it’s relatively small changes in duration and those duration 

changes were really in response to increasing signs of deposit stability that we saw. And this is 

the way we look at it, and we very much react to the customer behaviour that we're seeing. So 

it's possible that we'll get a little bit more stability and therefore a little bit of extension, but I 

think it will be pretty modest really.  

Alvaro Serrano, Morgan Stanley 

Hello, Alvaro Serrano from Morgan Stanley. A couple of questions on the themes that you've 

already touched on, but hopefully with a new angle. On the US cards, to get to $40 billion, you 

have to grow balances. If I take out American Airlines and add General Motors, about 40% or a bit 

more than 40%. Can you give us a flavour, because the actual organic growth in the US market 

seems to be slowing down, so what is the reasonable sort of expectation of what could be 

organic on your existing JVs and what could be new deals?  

And also the 10.66% NIM to progress to above 12, should we expect it to be linear? I know you 

said last week that the price actions would feed into next year, but just a sense if it's going to be 

linear?  

And the second theme of question is on CCAR and US deregulation. Putting Basel 3.1 end game 

aside, my impression is there's an expectation that CCAR is going to be watered down. Can you 

help us think through how that would help you? It's obviously less capital, but is that for the 

Group? Is it a constraint? What would you do in that scenario? What possibly does that open up? 

Thank you. 

Anna Cross 

Okay, thank you, Alvaro. So let me touch on the US cards to start with and then we'll come to 

CCAR. And again, Dan might want to make some comments on the closeout of that question. 

So in the plan that we have, the majority of the growth, more than [two thirds] we assume was 

organic, so that is our objective. Within there, we do typically expect a number of partners over 

any particular planning period. It's also important to think about how we retain partners. So if I 

just take those in turn, I mean General Motors at around $2 billion is the kind of size and scale of 

partner that we are pleased to bring on, between $2 and $4 billion. It is really an ideal size, both in 

terms of the implementation and the integration of it, but also the concentration that it places 

within the portfolio. So expect us to be focused on both of those two things.  

In terms of the NIM, I wouldn't expect it to be linear. There are factors within there that will be a 

bit more linear. So I would call out the funding benefits that we expect to see as we continue to 

build out the deposit franchise and the repricing actions that we've taken already. They're 
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already in the terms and conditions for those customers, but they have to purchase on those 

new terms and conditions for that NIM impact to draw through, which is why you're going to see 

it drift through over time. So I'd expect those two things to be more linear.  

There are other things which will be less [linear]. The first will be a degree of seasonality in the 

business. You can see that in the fourth quarter, you probably see it in the first quarter also, and 

then you tend to see a little bit lower as you go into the middle of the year, just running in line 

with borrowing behaviour in the US, remember that post-holiday season, we see a pay down, 

you get tax credits in the US, people use those. So there's just a natural ebb and flow to the NIM 

that we would expect.  

And then the other thing would be, as we sort of rebalance the portfolio away from the super 

prime travel portfolio that we have, towards more retail, both by growing the partners we 

already have but also the opportunity to bring on new ones. Then you should see that NIM 

change. I mean one of the things that we said about American Airlines is we've had a long 

partnership with them, a long relationship with them. That's not just actually in US cards but in 

the Investment Bank as well. So it's certainly a relationship that we are sorry to see go, but at the 

same time it's got a low risk adjusted margin. And so over time, I would hope that the portfolios 

that we bring on would push that risk adjusted margin up.  

Moving on to your second point, it's difficult to speculate about regulatory change in the US 

because there's clearly been a lot of commentary and we have yet to see anything formal either 

in terms of CCAR, or indeed in terms of Basel 3.1. So take these general comments before then. 

We typically perform well in CCAR because we've got a diversified business in the US. To the 

extent that it's watered down, it would reduce the overall capital levels that we've got in the US, 

but Dan, you might want to add. 

Dan Fairclough 

Generally, we operate in a position where the Group and the PRA metric is more binding on us 

than the legal entity capital metrics. So, certainly a watering down of CCAR would give us great 

flexibility in terms of capital and how we deploy it across our legal entities. But more important is 

the regulation and the Bank of England stress test. So it is helpful, but it's not a key driver for us. 

Nicolas Payen, Kepler 

Yes, good morning, Nicolas Payen from Kepler Cheuvreux. I have two questions on the IB please. 

The first one you talked about potentially monetising market opportunities in the IB and could 

that lead you to potentially increase the proportion of RWAs of the total group, at least 

momentarily. That’s the first one. And then the second one still on the IB, your revenue to RWA 

target. Is there any number that you would like to reach, especially in comparison to peers? 

Thank you. 

Anna Cross 

Thank you for those two. So our expectation for the proportion of RWAs in the IB remains intact. 

You know, we want to get to the position where that is circa 50% by 2026 and I just want to 

highlight that's not a magic number, that's not expected to be the optimum balance for the 

group. It's the point in time that we think we can reach. So you should expect us to keep the 

RWAs of the Investment Bank broadly flat to where they have been, not just for the last year, but 
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for the three years actually. And specifically, you're going to see some quarter to quarter 

changes. That will come from two things. There's a natural seasonality again to the business. 

And also, as I said before, a large proportion of our business and our RWAs in the Investment 

Bank are dollar denominated, so FX moves that around quite a bit. You might remember that it 

went down by broadly £6 billion between Q2 and Q3. Then went back up by £6 billion between 

Q3 and Q4, which was FX driven. So it will move around to that extent, but just to remind 

everybody that the FX movement on RWAs doesn't impact our capital position.  

In terms of return, or revenue over RWA, we see this as a key metric for us. It reflects not only 

our drive to increase the capital efficiency of the individual parts of the Investment Bank, but 

really for us to optimise capital across the Investment Bank and deploy capital on a flexible basis 

where those opportunities occur and you will see us do that increasingly. Actually what we've 

seen year-on-year is a 30 basis points improvement in that number. We've given some guidance 

for the [Investment] Banking business. 

Marina Shchukina, Head of Investor Relations 

[For the Investment Bank, it's increasing versus 2023, which was five and a half percent. For 

Investment Banking, they said in October, to increase from the 2019 level.] 

Anna Cross 

Okay, thank you. 

Guy Stebbings, BNP Paribas 

Morning. It's Guy Stebbings from BNP Paribas Exane. The first question was on Tesco and costs 

again. Just to check some of your prior comments, so the £360 million run rate costs which 

moves a little bit higher in the short term. You then said, at some point, we should be thinking 

about the cost income ratio as closer to the USCB. I’m not trying to pin you down on timeframe 

or anything like that, but in very broad numbers terms, that's sort of £200 million type costs that 

should be coming out versus 2025 and in due course. Is that how we should be thinking about it?  

And the second question was just on the Group RoTE. I think there was a question on the call 

around this, but just to check that the Group greater than 12% RoTE for 2026 includes the AA 

portfolio sale gain. I appreciate you don’t want to size that gain at this stage, but you know we 

weren’t necessarily expecting that when the guidance was struck. So we just check you would 

expect to still deliver greater than 12% RoTE, excluding that gain, or is that not really how you 

think about? 

Anna Cross 

Okay, thank you for those two, Guy. I mean, our objective here is a cost income ratio. So, I do 

expect the absolute cost of Tesco to come down. I'm not going to give you a number, but I also 

expect the income to start going up as we drive that business, per the opportunity that I said 

before. So think of it as additive to RoTE, think of it with a relatively low cost income ratio in 

comparison to the group. Over time, I'd expect it to get there, and actually what Venkat talked 

about was three stages in that progression. So from sort of 2027 and beyond, you're really going 

to start to see us going towards that level. But this is going to be part of Barclays UK as a whole.  
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In terms of Group RoTE, [our] guidance remains intact. As I said, at this point in time, I don't 

know what that gain is going to be. And actually I would expect some offsetting headwinds 

within that business within that year, just from the step down in volume. I'm not expecting a lot 

of costs, moving the portfolio out isn't going to cost us in absolute terms any material amount, 

so that's not really what I'm talking about. We just need a bit more time in order for that to be 

firmed up. So because we're not changing the overall guidance for USCB and we expect that to 

be in line with the Group, we still expect to deliver more than 12% RoTE for the Group as a 

whole. Just to reiterate it is greater than 12, that is our expectation. Thank you Guy. 

Sheel Shah, JP Morgan 

Hi, Sheel Shah, JP Morgan. Just two quick follow-ups on the US cards business. Firstly, when 

you're looking at the historic partnership opportunities of $40 billion and the 15 number of deals 

a year, how many of those do you think sit within your risk appetite and your strategy, just to get 

a view on how this could look going forward? 

And secondly with AA going towards a single issuer model, do you think this is the trend that we 

should expect amongst other issuers and if that was the case, would you look to then 

participate in these deals? 

Anna Cross 

Okay, thank you for those. The first is quite difficult to answer really, without seeing the details 

of the portfolios that come up, but you should expect us, as we said, to want to do more in retail 

proportionately. The retail market and the travel and entertainment markets in the US are 

broadly the same scale. We've got a good market share in travel, I think it's around 12% from 

memory and a much lower, low single digit share in retail. So you should expect us to sort of be 

biased towards that retail side. That being said, we are very focused on the credit quality of this 

portfolio. You've seen over time actually, even though we've had different portfolios within 

there, the FICO of this business overall has been about 740 for a long time. So when I talk about 

a slight movement in our expectation of risk, it's not a massive wholesale change there at all.  

We have a relatively conservative risk appetite for this business and actually, one of the things 

that really works here is where we are providing consumer banking services to existing 

Investment Banking clients. That works extremely well for us, the Group, and again, you've seen 

us do that through last year. A good example is Wyndham, a long standing Investment Banking 

client and we renewed that early, directly with Wyndham and that one didn't actually go to 

market. So that breadth of relationship is important to us.  

In terms of single issuer, there are a small number of very large programmes in the US, so 

Costco, Walmart, Delta, American, and typically they do go to single issuers. Things of that scale 

are unlikely to be of interest to us, just because of the concentration risk associated with them. 

We have an appetite to grow this business, but it's capital hungry as we said, you know, we want 

to be able to share that risk with external partners as we went through in 2024. We can see that 

business being $40 billion, but I can't see it necessarily being $100 billion, put it that way. 

Okay, thank you.  

Amit Goel, Mediobanca 
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Hi, thank you. Amit Goel from Mediobanca. I've also got some follow-ups, just on the USCB 

business. So one initial comment, I think you made that you'd like business to get to mid-teens 

[RoTE] beyond 2026. So just want to check how you think about getting there? You know, we're 

not getting the repeat of the gain in 2026, we've got the higher risk weights. The market seems 

to be getting a little bit more competitive with maybe a bit more economics going towards some 

of the partners. So, just curious how you're seeing that step up.  

And then secondly, if you give a little bit of colour in terms of the RWA regulatory impact, where I 

guess the estimate was unchanged post the AA piece changing. So just curious the moving 

parts there or how you're thinking that's going to be repaid? So that's just on the AA part.  

And I had a second question just on the BUK fee line, I just wanted to just check in terms of what 

you're thinking. I think the guidance is for greater than 250 million per quarter. Obviously that's a 

step down versus the kind of Q3 / Q2 rate, but better than Q4, which was impacted by 

securitisation. Just wanted to just get a sense of how much should I anticipate ongoing 

securitisation type effects? And how to think about that line going forward? Thanks.  

Anna Cross 

Okay. Thank you. 

Okay, it's definitely cards day today. So USCB, how do we get to mid-teens [RoTE]? Well, I think 

about four factors there. The first is NIM that we talked about this morning already. So the 

repricing that we've done already and the funding costs are the major factors there. And also 

this move towards a higher risk adjusted return more generally, as we morph the portfolio and 

rebalance it away from being quite travel and entertainment dominant.  

The second one is volume, as I've talked about here, you've got a relatively fixed cost base. You 

know a good example of that is with GM. I said we're not going to have to rebuild all the capability 

that we had to do for GAP. So you've got the ability, as you onboard more volume, your marginal 

cost comes down across the complex.  

The third is capital efficiency. So you're right, clearly we have some degree of regulatory drag 

here from the IRB model. So you should expect us to pursue further opportunities for capital 

and risk sharing with external parties as we did in Q1 with Blackstone which was successful. You 

should imagine that we're going to do that again.  

Finally, costs. It's really interesting to reflect on where this business has come from, as we think 

about its efficiency. You know, if you're running travel files with thousands of dollars per account, 

your ability to handle that manually is significantly higher. As you move into an environment 

where you inherently have smaller balances per account, you want to be more and more digital. 

So if I look at the digital interactions in that business, they’re at 93%. Now that's improved, we 

expect that to improve by a further 10% this year. If I contrast it to BUK, I mean BUK would be 98 

/ 99% in comparison. Now you might say, well BUK is not a good comparison because it's clearly 

a retail bank, and therefore you're going to have current account activities that are [generally] 

higher, but actually our German cards business wasn't that different. So we do think there's an 

opportunity here for us to increase, not only the efficiency of the business, but actually the 

customer experience by making more of the activity digital.  
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So it's really through those four steps that we think we can get to, first, in line with the Group. 

And then secondly, pushing on to the mid-teens [RoTE].  

And then in terms of the $16 billion, it remains our best estimate and the reason I say that is of 

course, we are expecting AA to fall out of the portfolio, but I'm also expecting other things to go 

back in. And the thing that's somewhat uncertain is the timing. We know the timing of when we 

will have built that model by, but the timing of the approval of that model and therefore the 

implementation that I would expect to follow that. Typically, once we've got approval around the 

model, it takes us around six months say to implement it. So it's the timing really. So the exact 

size and shape of that portfolio at the point of implementation is not entirely clear at this point 

in time, which is why we're saying the best estimate we have is the one that we previously had, 

which is we would expect the portfolio to be about the same size.  

And then finally on your question on BUK fees. This line does move around a little bit because 

you've got a few things going on there. You've clearly got securitisations, you've got debt sales 

and various other bits and pieces. The best estimate I can give you is greater than 250, which is 

what we said in in the past. I wouldn't expect a lot of securitisation in this business. And Dan 

might want to comment on this. This is part of the portfolio that we have around risk transfer. 

It’s at a true sale risk transfer. So expect us to do it episodically, as we dynamically manage the 

balance sheet, but Dan you might want to add. 

Dan Fairclough 

I think periodic is the right sort of thinking. Obviously the one in Q4 was specifically on a 

particular bit of the mortgage books, stage 2, stage 3 loans. And we'll do that on occasion, just 

to make sure that the risk profile is in the right place. 

Anna Cross 

But again, we'll call out, you know, as and when we expect to do so. 

Amit Goel 

Does the greater than 250 reflect some of those further actions? 

Anna Cross 

That's probably a bit too specific and I'd just go with greater than 250 on average and you'll be 

there or thereabouts.  

Okay. We can go around again if there are further requests. Ed, here we go. 

Andrew Coombs 

Andrew Coombs from Citi again. Just to clarify two of the points you've made. So one on the 

costs. Thank you for saying you're comfortable with where consensus is for 2025. Just off my 

memory, I think there is a step up in cost in 25 in parts because consensus has higher litigation 

costs in. So could you just talk about if consensus has the right mix of costs as well? I'm pushing 

my luck here, but thank you.  

And then secondly, just coming back to the USCB, the gain [on sale]. You've always talked about 

this J-curve effect on the US card revenue portfolio and obviously what we have is a gain is 
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going to drop out in 2027. You're guiding to the same level of receivables as you were previously, 

but now because you're going to be on boarding a lot more, is there a risk that actually the return 

profile in USCB, and even potentially the Group, goes down in 2027 versus 2026? 

Anna Cross 

So in terms of 2025 costs, I would say I'm comfortable with the total. I'm not going to make any 

specific comments around litigation or otherwise, but broadly comfortable with where the total 

consensus is.  

On the USCB gain and the J-curve. We do expect a J-curve as we onboard new balances in the 

US. Typically what happens is you've got upfront marketing, you've got day one impairment and 

then obviously the capital going out on day one and the earnings come thereafter as the 

customers build their balance. What creates lumps and bumps, if you like, in the RoTE profile is 

where you stop and start that acquisition flow. So to the extent that we continue to actively 

acquire as we have been doing in the market, I would expect that to be less impactful. The 

specific impact of bringing on new partners, it depends. So in some cases, you're bringing on a 

back book where you've already got a portfolio which is earning at a reasonable RoTE, as we did, 

for example with GAP. And then there are some like Breeze, they start from scratch. So it 

depends on the specific pathway. 

In terms of RoTE aspirations for 2027 versus 2026, I'm clearly not going to give you additional 

guidance here, but you should tell from our overall tone that 2026 is not, we believe, a resting 

place. We're ambitious for the business and we want to keep pushing the RoTE on a consistent 

basis upwards. 

Ed Firth 

Thanks so much. Can I come back to the whole issue of growth and I guess growth in the UK 

economy, growth in your lending. It's obviously a huge theme with the new government. And I 

was talking to one of your peers last week. I don't want to put words in their mouth, but broadly 

speaking, they were saying there's nothing the government could do because there's no 

demand. So, however much regulation changes doesn't make any difference, which I guess the 

government will be quite surprised by. So, if I look at your lending growth, even in the second-

half, if you annualise, it’s only 1.5%, which is very little. Provisions across the sector is near zero. 

Everybody is massively below their normalised provision rate and I guess looking at that, a man 

from space would look at that and say clearly you're not lending enough. Clearly you could lend 

more, take more provisions, support the economy more. The UK would grow more. What is 

wrong with that analysis and if it's not wrong, what can be done to actually get the sector 

lending again? And by lending, I mean 3, 4, 5 percent a year, not 1.5%. 

Anna Cross 

Good question Ed, one that we've discussed actually with quite a few in investors on the road. 

You know we remain optimistic about our ability to grow within the UK economy. In part, 

because we are pushing on areas where we have lost market share. Or indeed didn't have it, for 

example, like High Loan to Value mortgages. You can see that in our ability to pull in additional 

volumes in cards. I mean, [bringing on 1] million [new] cards is the most cards we have written 

since 2012, in this environment. And that was actually through us improving our customer 

journey. So this is not just all about pricing and risk, it’s actually about the ease in which you 
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interact with your customers. The same is very much true about our corporate customers, if you 

recall what Matt [Hammerstein] was talking about when he did his deep dive on the UK 

Corporate Bank.  

That being said, we would not expect loan growth for the market as a whole to perpetually 

outstrip GDP. That seems unlikely. But clearly, loan growth and reinvestment and productivity 

should be the start point to grow GDP more generally, and we agree with the government's 

stance on that.  

I would also agree with you that the level of provisioning, the level of deleveraging that's taken 

place across consumers and across corporates has been very extensive post Brexit. Coming out 

of COVID and affordability squeezes, both on corporates and individuals has clearly had an 

impact and we still see a lot of that behaviour now. So when I look at our spending because 

about a third of the GDP of the UK goes through our systems everyday so you get a really good 

view of this. And you can see that customers are spending, but then they're paying it off and 

that's all the way through the risk stack. So there's not a differential between the top and the 

bottom risk decile, so that behaviour is relatively unusual.  

We're starting to see smaller changes, so total spending is still below CPI, because for people to 

want to borrow, they need to want to spend. But you're starting to see an increase in non-

essential spending. So that's definitely coming through in the data, which is helpful and there are 

also other things that I would point to.  

Firstly, clearly from a budget perspective, we've called out the impact for us, which is not a large 

absolute number. For some sectors of the corporate environment, it is more significant and 

therefore they are starting to lean into what productivity investments they might want to make, 

that is a good sign. Secondly, I would say the housing market and the mortgage market generally 

is healthy. You've had pretty consistent, roughly 2% HPI growth, again with some lumps and 

bumps over the last few years. Demand is good, real wages are going up and I think you see that 

playing out in demand across the housing market. Again, that's good because there are follow 

on implications of that into retail, white goods, furniture, goods and services more generally. So I 

think the signs are there. I think 2 things are important.  

Firstly, the commitment to lend. We’d established that before the change of government and we 

haven't changed our mind. I think the second thing is some changes in regulation the 

government are talking about. We were asked on the call about mortgages. There are things 

around the edges that would certainly help and the simplification of regulation would also would 

help, I think. 

Ed Firth 

But I mean, I'm assuming you don't approve every mortgage application, so you must be 

rejecting some. I mean is there not capacity? When you look at that, is there not capacity to be, 

given your credit loss profile is extraordinary, there must surely be capacity to ease that and 

accept more? I guess the others that are related to that. I saw the Bank of England talking about 

moving the LTI limit on mortgages from 15%, but none of the UK banks are anywhere near 15%. 

You could make it 100%, it's not going to change anything. It seems to be there's a culture of 

very low appetite to risk, which I can understand. I can understand where that comes from, given 
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what happened 10, 15 years ago. It seems to me that you guys are going to change and say, 

actually we are going to accept lower credits, but nothing much is going to happen. 

Anna Cross 

We’ve meaningfully changed our profile in mortgages. So, you know, last year about 15% of our 

flow was high loan to value. That's meaningfully higher than it has been in the past, which had 

been around 9% [in FY23]. And that was really bringing Kensington to bear and that's sort of 

more advanced risk capability within the market. I take your point on LTI, again, we discussed 

this last week. It feels like the binding constraint is not LTI, it's actually affordability. So there are 

two hurdles if you like. 

One is the portfolio or a portfolio flow point. So this 15% of LTI over 4.5x. In the current 

environment, certainly for our flow of lending is not really biting. The one that is more impactful 

is actually how we test affordability and stress affordability on the way in. You're talking about 

rates, given regulation, between 8 to 10% typically. So that's clearly having an impact. And first 

time buyers are really important to the health of the housing market more generally. So yes, 

that's the one we would be more focused on.  

Okay. Any final questions? No? Well, thank you very much for joining us today. We really 

appreciate seeing you in person. Hope you stay well and we will see you very shortly, because 

Q1 comes at us very quickly. So thank you and see you soon. 
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Important Notice 

The terms Barclays or Group refer to Barclays PLC together with its subsidiaries. The 

information, statements and opinions contained in this presentation do not constitute a public 

offer under any applicable legislation, an offer to sell or solicitation of any offer to buy any 

securities or financial instruments, or any advice or recommendation with respect to such 

securities or other financial instruments. 

Information relating to: 

• regulatory capital, leverage, liquidity, resolution and related regimes is based on 

Barclays' interpretation of applicable rules and regulations as in force and implemented 

in the UK as at the reporting date, including, but not limited to: the UK implementation 

of the Capital Requirements Directive; CRR; the PRA Rulebook; and any applicable 

delegated acts, implementing acts or technical standards; in each case as amended and, 

where applicable, as such rules and regulations form part of domestic law by virtue of 

the European Union (Withdrawal)Act 2018.All such regulatory requirements are subject 

to change and disclosures made by the Group will be subject to any resulting changes. 

The Pillar 2A requirement is also subject to at least annual review; 

• MREL is based on Barclays' understanding of the Bank of England’s statement of policy 

on "The Bank of England's approach to setting a minimum requirement for own funds 

and eligible liabilities (MREL)" published in December 2021, and its MREL requirements 

communicated to Barclays by the Bank of England. Binding future MREL requirements 

remain subject to change, as determined by the Bank of England, taking into account a 

number of factors as described in the policy, along with international developments; 

• future regulatory capital, leverage, liquidity, funding and/or MREL, including forward-

looking illustrations, are provided for illustrative purposes only and are not forecasts of 

Barclays’ results of operations or capital position or otherwise. Illustrations regarding 

the capital flight path, end-state capital evolution and expectations and MREL build are 

based on certain assumptions applicable at the date of publication only which cannot be 

assured and are subject to change. 

Non-IFRS performance measures 

Barclays’ management believes that the non IFRS performance measures included in this 

presentation provide valuable information to the readers of the financial statements as they 

enable the reader to identify a more consistent basis for comparing the businesses’ 

performance between financial periods and provide more detail concerning the elements of 
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performance which the managers of these businesses are most directly able to influence or are 

relevant for an assessment of the Group. They also reflect an important aspect of the way in 

which operating targets are defined and performance is monitored by Barclays’ management. 

However, any non-IFRS performance measures in this presentation are not a substitute for IFRS 

measures and readers should consider the IFRS measures as well. Refer to the appendix of the 

Barclays PLC Results Announcements for the financial year ended 31 December 2023 and the 

financial year ended 31 December 2024, and the Group Reporting Changes 2023 Results 

Resegmentation Document, respectively, which are available at Barclays.com, for further 

information and calculations of non-IFRS performance measures included throughout this 

presentation, and the most directly comparable IFRS measures. 

Forward-looking statements 

This document contains certain forward-looking statements within the meaning of Section 21E 

of the US Securities Exchange Act of 1934, as amended, and Section 27A of the US Securities 

Act of 1933, as amended, with respect to the Group. Barclays cautions readers that no forward-

looking statement is a guarantee of future performance and that actual results or other financial 

condition or performance measures could differ materially from those contained in the forward-

looking statements. Forward-looking statements can be identified by the fact that they do not 

relate only to historical or current facts. Forward-looking statements sometimes use words 

such as ‘may’, ‘will’, ‘seek’, ‘continue’, ‘aim’, ‘anticipate’, ‘target’, ‘projected’, ‘expect’, ‘estimate’, 

‘intend’, ‘plan’, ‘goal’, ‘believe’, ‘achieve’ or other words of similar meaning. Forward-looking 

statements can be made in writing but also may be made verbally by directors, officers and 

employees of the Group (including during management presentations) in connection with this 

document. Examples of forward looking statements include, among others, statements or 

guidance regarding or relating to the Group’s future financial position, business strategy, income 

levels, costs, assets and liabilities, impairment charges, provisions, capital leverage and other 

regulatory ratios, capital distributions (including policy on dividends and share buybacks), return 

on tangible equity, projected levels of growth in banking and financial markets, industry trends, 

any commitments and targets (including environmental, social and governance (“ESG”) 

commitments and targets), plans and objectives for future operations, International Financial 

Reporting Standards (“IFRS”) and other statements that are not historical or current facts. By 

their nature, forward-looking statements involve risk and uncertainty because they relate to 

future events and circumstances. Forward-looking statements speak only as at the date on 

which they are made. Forward-looking statements may be affected by a number of factors, 

including, without limitation: changes in legislation, regulations, governmental and regulatory 

policies, expectations and actions, voluntary codes of practices and the interpretation thereof, 
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changes in IFRS and other accounting standards, including practices with regard to the 

interpretation and application thereof and emerging and developing ESG reporting standards; 

the outcome of current and future legal proceedings and regulatory investigations; the Group’s 

ability along with governments and other stakeholders to measure, manage and mitigate the 

impacts of climate change effectively or navigate inconsistencies and conflicts in the manner in 

which climate policy is implemented in the regions where the Group operates, including as a 

result of the adoption of anti-ESG rules; environmental, social and geopolitical risks and 

incidents and similar events beyond the Group’s control; financial crime; the impact of 

competition in the banking and financial services industry; capital, liquidity, leverage and other 

regulatory rules and requirements applicable to past, current and future periods; UK, US, 

Eurozone and global macroeconomic and business conditions, including inflation; volatility in 

credit and capital markets; market related risks such as changes in interest rates and foreign 

exchange rates; reforms to benchmark interest rates and indices; higher or lower asset 

valuations; changes in credit ratings of any entity within the Group or any securities issued by it; 

changes in counterparty risk; changes in consumer behaviour; the direct and indirect 

consequences of the conflicts in Ukraine and the Middle East on European and global 

macroeconomic conditions, political stability and financial markets; political elections, including 

the impact of the UK, European and US elections in 2024; developments in the UK’s relationship 

with the European Union; the risk of cyber-attacks, information or security breaches, 

technology failures or operational disruptions and any subsequent impact on the Group’s 

reputation, business or operations; the Group’s ability to access funding; and the success of 

acquisitions (including the acquisition of Tesco Bank completed in November 2024), disposals 

and other strategic transactions. A number of these factors are beyond the Group’s control. As a 

result, the Group’s actual financial position, results, financial and non-financial metrics or 

performance measures or its ability to meet commitments and targets may differ materially 

from the statements or guidance set forth in the Group’s forward-looking statements. In setting 

its targets and outlook for the period 2024-2026, Barclays has made certain assumptions about 

the macroeconomic environment, including, without limitation, inflation, interest and 

unemployment rates, the different markets and competitive conditions in which Barclays 

operates, and its ability to grow certain businesses and achieve costs savings and other 

structural actions. Additional risks and factors which may impact the Group’s future financial 

condition and performance are identified in Barclays PLC’s filings with the SEC (including, 

without limitation, the Barclays PLC Annual Report on Form 20-F for the financial year ended 31 

December 2024), which are available on the SEC’s website at www.sec.gov. 
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Subject to Barclays PLC's obligations under the applicable laws and regulations of any relevant 

jurisdiction, (including, without limitation, the UK and the US), in relation to disclosure and 

ongoing information, we undertake no obligation to update publicly or revise any forward-

looking statements, whether as a result of new information, future events or otherwise. 

 

 

 

 


