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Jochem van de Laarschot – Director Communications & Investor Relations PostNL: 

Good morning, everyone. Thank you for joining us today. With me here in the room are Herna 

Verhagen, our CEO, and Pim Berendsen, our CFO. As usual, we will start with the presentation 

and take you through the slides, also available on our website and in the webcast, after which 

we will open the floor for your questions.  

 

Herna, over to you.  
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Herna Verhagen – CEO PostNL: Thank you, Jochem, and welcome to you all. I will start on 

slide 4. 
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The year 2022 turned out differently than we had all expected at the end of 2021. After a few 

years that were dominated by the pandemic, we expected to start to see recovery and to 
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gradually return to a more normal situation, macroeconomically and also our operating 

environment. 

 

The war in Ukraine changed everything. As well as creating terrible human suffering  it has 

raised safety risks and uncertainty within Europe to levels not yet seen in this century. The 

war, now ongoing for more than twelve months, also deeply impacted local, regional and global 

markets. High inflation and deteriorating macroeconomic conditions put real pressure on 

consumer spending through the year. 

 

Meanwhile, most countries were recovering from the pandemic and its impact on the global 

supply change. The combination of the two negatively impacted e-commerce, putting great 

pressure on the sector and also on PostNL, leading to lower results than we had expected and 

hoped for.  

 

We saw labour and fuel cost increase to levels we did not see before with total organic cost 

increases of around EUR 185 million, sorry, around EUR 138 million, the EUR 185 million 

relate to 2023, while overall Parcels volumes were down by over 10%.  

 

In this environment, we took swift and firm mitigating actions throughout the year to navigate 

this turbulent environment. We scaled our network capacity and optimised routes, staffing and 

fleet. We also reduced indirect cost at Parcels and looked critically at overhead costs by 

delaying projects and filling staff vacancies. By this, we were able to mitigate about 

EUR 45 million of the impact. Bottom line, however, we delivered a normalised EBIT of EUR 

84 million, significantly below our initial outlook range. 

 

Through strict cash control, free cash flow came in at EUR 40 million and based on the 

leverage ratio of 1.9 and our dividend policy, we have proposed a dividend for the year 2022 

of EUR 0.10 (note: is EUR 0.16). 
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Then over to the challenging macroeconomic environment and industry dynamics. 
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Some of the elements I mentioned are related to 2022 and we will see them back in 2023 as 

well. 

 

2022 was a year with challenging macroeconomic and operating environments, impacted by 

many factors. I already mentioned the war in Ukraine, which impacted local, regional, and 

global markets. On the other hand, we also saw record-high levels of inflation, putting real 

pressure on consumer spending throughout the year and in the end also real pressure on the 

e-commerce market volumes. 

 

With a slowdown in e-commerce volumes we are now operating in a market that is 

characterised by overcapacity and that is highly competitive, while consumers continue to 

demand high quality and evolving service offerings. These dynamics continue to impact our 

operating environment going forward. Also for the year 2023, we expect ongoing volatility and 

uncertainty. 

 

 

 

If we look a little bit further ahead and look into the fundamental drivers of the e-commerce, 

the expectation of growth is unchanged. Or in other words, the e-commerce market has a 
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strong potential for future growth, particularly if you look into online presentation, online 

penetration, which is an important driver behind ecommerce growth: 19% at the end of 2022 

shows that the market is still immature and offers a lot of potential and the trend going forward 

is upwards. 

 

In the graph on the right-hand side of this slide, you see the Euromonitor. Based on their 

extensive research, it assumes that the growth parts in online presentation will resume going 

forward. 

 

Of course, we saw a peak in e-commerce penetration at the time of the pandemic and we were 

in lockdown. After that, once society was opened, levels have come back a bit, but overall 

levels are still significantly above the level we have seen before the pandemic and show an 

upward trend. 

 

The second important driver is retail spending. Once the macroeconomic environment starts 

to turn – and the timing of this is an uncertain factor – it will be an extra growth factor for the 

upward trend in e-commerce. These are the main drivers behind growth in the market that 

underpin our confidence in the future growth going forward and underpin our strategy. 
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If you then look into our strategy, you see that this strategy remains to be the leading logistics 

and postal service provider in, to and from the Benelux, with three important pillars. 

Parcels, which is managed through sustainable growth, Mail, which is managed for value and 

Digital Next, which will support our business performance in cost and revenue, but also is an 

important factor in increasing customer satisfaction. 

 

The year 2022 showed on our strategic objectives important improvement and important 

elements. In customer value we saw 33% of highly satisfied customers. We had 98% of 

delivery quality parcels in the Netherlands and 91% with Mail in the Netherlands. By this time 

we have around 600 automated parcel lockers, by the end of 2022 517. 66% are active users 

of the PostNL account and almost 8 million unique users of that PostNL account at this moment 

in time. 

 

In employee engagement, we saw a slight decline to 81%. The absenteeism in 2022 was 

higher, partly because still of Covid, partly because of people needing to go to the hospital, 

which they could not do during Covid. That is what you see in absenteeism. 
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As you know, we made a pension agreement just before the end of 2022, which is positive for 

PostNL – Pim will come to the highlights of that – but also positive to our employees with 10% 

pension indexation. And the CLAs are secured, which was important for PostNL. 

 

In the environment, we did lots of good. We saw that 22% of our last mile is now emission-

free. We had a 25% improvement in our carbon efficiency and we offset any remaining 

emissions, so we are net zero. That was also seen by externals, for example in the prizes we 

received around environment. 

 

 

 

As said, 2023 is expected to be a difficult year, partly because of the lack of Parcels growth, 

partly because of the still expected high organic cost. Nevertheless, we expect that the market 

continues to grow when the economy recovers and hopefully that is as of 2024. It means that 

we are well positioned to resume our growth trajectory at Parcels and maintain our solid 

performance at Mail in the Netherlands. 

 

For the year 2023, we expect a normalised EBIT of EUR 70 million to EUR 100 million. There 

are a few important elements underneath. As said, we still expect higher organic cost – Pim 



 
 
_________________________________________________________________________________ 
 
 

________________________________________________________________________________________________ 
 
PostNL Q4/FY2022 Results 11 Analyst Meeting  
27 February 2023  renee@weenareport.com 

 

will come back to that – we expect a slight decline in the amount of parcels but on the other 

hand we see continued growth after 2023. That makes the year 2023 for us so important to 

set the organisation totally right. 

 

That is the reason why we also announced an additional plan to do EUR 25 million – EUR 

30 million of cost savings as of 2024 by the reduction of 200 to 300 full-time equivalents in 

overhead and other indirect cost, mainly at Parcels. These will deliver a saving of EUR 

25 million in 2024, which will grow to EUR 30 million in 2025. 

 

Of course, we will continue to adapt our organisation with price adjustments. We will give you 

some insights in what we did for the year 2023, scaling our organisation to volumes and also 

further efficiency programs. 

 

Beyond 2023, with all the actions taken in 2023, we expect a gradual margin improvement, 

mainly at Parcels, partly because of the e-commerce growth and with our flexible investment 

program. Secondly, we keep our mail accessible, reliable and affordable and we are building 

our digital platform. We are integrating customers, consumers and solutions to simple and 

smart digital journeys. What the exact gradual margin improvement will be in 2024 will be 

detailed later in the presentation. 

 

A very difficult year by far, not what we expected it to be. We still have a difficult year ahead of 

us in 2023. While we took the necessary actions to be fully ready and fit the moment, the 

market will start growing again. 

 

Now, I hand over to Pim to give you the highlights of 2022 and make a first step into 2023. 
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Pim Berendsen – CFO PostNL: Thank you, Herna. Quite clearly that the year turned out 

different than we expected at the outset. Where we expected growth, it turned into volume 

decline in Parcels, due to fundamentally changed market circumstances as of 24th of February 

last year. And I think we dare to say that we have made the most of the very demanding market 

circumstances and I am going to talk you through the elements to indicate that. 
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If you look at the organic cost developments, when we were at the outset of the year, we 

expected EUR 70 million of organic cost increases, part of which we were already not 

expecting to be able to put through in prices. That EUR 70 million turned into EUR 135 million 

of organic costs, which is a EUR 65 million additional impact, which basically in the year 2022 

had an effect of an EUR 80 million gap between organic cost increases and price increases, 

because of the fact that prices were fixed prior to the steep increases in inflation and fuel prices 

as of February 24. 

 

The beginning of the year, coming out of Covid, we expected growth in Parcels on the back of 

the same market drivers that Herna just discussed. Consumer spending was going to be up, 

online penetration was going to continue in the right direction and that projected growth. That 

that growth turned into a 10% volume decline with roughly speaking 60 million items less than 

we predicted at the beginning of the year, amounting to EUR 100 million of assumed EBIT 

impact. Obviously, that decline is completely driven by lower consumer spending as a 

consequence of the uncertain market circumstances. 
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For Mail in The Netherlands we projected 8% - 10% volume decline, which ended up at 8%, 

at the better end of the range. All in all, Mail did a very good job, also realising the cost saving 

plans as we projected them to be. 

 

Clearly we have done our utmost to offset and to compensate those negative elements in our 

business model throughout the year and we managed to mitigate EUR 45 million of these 

elements through different measures within Parcels predominantly. Scaling back operations, 

reducing the routes, taking out sorting capacity and all different types of measures also focused 

on indirect cost in the year, to mitigate as much as we could the elements of lower volume and 

higher organic costs. That amounts to EUR 45 million of mitigating actions, actions separately 

from the cost savings within Mail. That then, all in all, resulted in the normalised EBIT for 2022 

of EUR 84 million that you surely will have seen.  

 

 

 

If we then look at the fourth quarter and we look at it as a solid peak season, operationally very 

well executed against very good quality, we see it turned in EUR 60 million of normalised EBIT 

and EUR 79 million of free cash flow, where free cash flow is up in comparison to last year and 

normalised EBIT, given the elements we just discussed, down.  
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In Mail, volumes were more or less in line with expectations ex-Covid elements in 2021. It is 

actually a flat result in comparison to Q4 last year. Parcel volumes were down but from an 

operational perspective we delivered strong performance, but we were not able to fully scale 

down the organization as labour markets remain to be tight and we had to ensure our flexibility 

and service levels to remain high in peak season. 

 

From a labour perspective, we reached an important milestone by reaching the new collective 

labour agreement from April 2022 until March 2024. That has been applied retroactively, 

meaning that the full impact for 2022 also from April 1 to December 31 is visible in the Q4 

numbers, with a total impact of EUR 35 million. 

 

In order to further de-risk the balance sheet and improve the financial position of PostNL, we 

have managed to conclude a very important pension agreement with the pension fund. And 

further de-risking the pension position, which means that as of January 1 there are no top-up 

payments anymore. It changed into a defined contribution scheme, which also means that from 

now on what we will account for in the P&L and the balance sheet will actually be the cash 

cost of the pensions and no specific IFRS component anymore. Furthermore, that deal resulted 

in an improvement of PostNL's financial position of roughly speaking EUR 20 million because 

of the reduction of the unconditional funding obligation. There are also some technical 

accounting classification elements related to the pension deal that I will discuss a bit later on. 
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The segment Parcels in the fourth quarter has realised EUR 24 million of normalised EBIT in 

comparison to EUR 55 million the year before, as said on the back of 5.4% volume decline. 

Corrected for Covid it was 3.8%. 

 

Cross border activities still suffered from difficult market circumstances in Asia in comparison 

to Q4 of 2021 but we are on a more positive run rate throughout Q3 and Q4 of 2022 in 

comparison to the first part of 2022, and as such indicate some positive momentum in that 

area. 
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If you move then to the Parcels bridge and on the next slide, you will see the move from the 

EUR 55 million of last year to the EUR 24 million. The big driver there is the EUR 21 million 

volume development, positive price/mix increases and favourable mix effects as well. The 

Organic cost increase is very significant in this quarter and actually the entire year, EUR 

27 million. 

 

Volume-dependant costs go the other way. 

 

Other costs indicate the savings that we have realised by taking operational efficiency 

improvements. Basically on all operational efficiency drivers we have done better than last 

year. 

 

In other results also you see that the other businesses, not the volume-related elements but 

Logistics Belgium and transportation units have also been hit quite significantly by the changing 

market circumstances. 
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If you then move over to Mail, we are actually quite happy about Mail's performance in the 

fourth quarter. A strong performance, the way we look at it, with a result of EUR 60 million in 

comparison to EUR 66 million last year but also with the delta relating to non-recurring Covid 

of EUR 6 million, so actually contributing a flat result ex-Covid, which is in our view a good 

result, also driven by the step-up in cost savings realising the total ambition of EUR 27 million 

of cost savings in the year, of which EUR 11 million are saved in the fourth quarter. Volume 

decline by 8.1%, corrected for non-recurring Covid items, the volume development of 6.5% 

driven by ongoing substitution. 
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The bridge of Mail is on the next slide. The impact of volume decline is EUR 25 million on the 

EBIT, slightly negative price/mix effect, and a positive price effect offset by less favourable 

overall mix. The organic cost increase is also quite high within Mail and other costs define the 

cost savings, including the positive results on bilaterals and nothing specific in other results. 

So, down EUR 6 million or EUR 7 million but, as said, corrected for non-recurring Covid, flat in 

comparison to last year and we are happy with the performance of Mail, operationally and 

financially, in the fourth quarter. 
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The second financial key driver is the cash flow in the fourth quarter. Our free cash flow in Q4 

came in at EUR 79 million, which is an increase of EUR 14 million compared to Q4 last year. 

There is no pension-deal elements in the cash flow bridge up to the point of the free cash flow 

before exceptionals. So there is the settlement payment transitional plans and you find the 

EUR 28 million because part of the pension deal led to a change in the payment schedule by 

which we have now paid EUR 28 million in the fourth quarter rather than the EUR 16 million 

per year that you might recognizes from the past. There is still one payment to be made in the 

first quarter of 2023 and then that is all done and settled. 
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If you look at the full year cash flow, the bridge from normalised EBIT to free cash flow went 

from EUR 84 million towards EUR 43 million free cash flow for the full year. Obviously, also 

there you will find the settlement payment for transitional plans of EUR 28 million. So, the 

bridge actually goes business wise from EUR 84 million to EUR 68 million with a fair amount 

of normalisations in EBIT in this year that we do expect to see back in 2023. 

 

Depreciation and amortisation are more or less in line with last year. Capex is the same. I think, 

again, much focus was set on strict working capital management, which helped to protect the 

balance sheet. All in all, a good performance on cash, I think. 
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On this slide you find a technical explanation of the accounting elements related to pensions, 

because on profit for the period and also an operating income you might have seen quite a 

significant loss. That loss is because of accounting elements completely related to pensions. 

That does not affect the equity, nor does it affect the total and normalised comprehensive 

income because the hit on operating income is reversed in other comprehensive income but 

at first glance, operating income looks a bit strange, so that is why we have included the 

reconciliation of that on this specific slide. 
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If you then look at the balance sheet you will find in a similar set-up as before the composition 

of the balance sheet but also the development of adjusted net debt. Our debt went up roughly 

speaking by EUR 260 million, as a consequence of lower performance but also because of the 

first tranche of the share buyback and the dividends paid within the year 2022.  

 

The pension liabilities show the impact of EUR 16 million regular annual pension settlement, 

EUR 12 million additional payment and EUR 20 million release of the liability, which is actually 

the real improvement of the pension deal on the balance sheet, next to the fact that going 

forward we will only have the pension cash out as pension cost reported. As such, by managing 

the cash flow, the balance sheet was carefully managed also during the year within those very 

difficult market circumstances, we managed to keep the leverage ratio below the 2 times and 

ended up at 1.9.  

 

From there it is a logical step to the dividend policy. 
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The financial framework indicated that we steer for a solid balance sheet, aiming at a leverage 

ratio of adjusted net debt over EBITDA not exceeding 2. We managed to stay within those 

boundaries and that is also why, given the dividend policy, we propose a dividend of EUR 0.16 

per share, of which EUR 0.14 have already been paid. So, the final dividend will be EUR 0.02, 

if approved at the AGM.  

 

In 2022, we executed a first tranche of the share buyback program with the objective to mitigate 

the dilutive impact of dividends over 2021 and 2022 and that has been done. Obviously, given 

the more uncertain circumstances, particularly in 2023, we have decided to postpone the 

second tranche at least for now. Again, we will reconsider whether or not we can do something 

about it on the back of the capital allocation funnel that we have shared with you before. 
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First and foremost, we need to be able to invest in the business, to focus on realising our 

strategy and making sure our businesses are in the best possible place in relation to the 

competitive dynamics, accelerate our digital transformation, make sure that we pay a good 

dividend. That is a function of the operational performance. We will consider the M&A portfolio 

if there is room left and if there is excess cash again, we will consider and make the same 

judgments as we have done when concluding the share buyback in the first time around. For 

now, it is postponed due to uncertain circumstances. 

 

Herna, let's go back to you for a first view on 2023 and then I will take over with more financial 

details later on. 

 



 
 
_________________________________________________________________________________ 
 
 

________________________________________________________________________________________________ 
 
PostNL Q4/FY2022 Results 26 Analyst Meeting  
27 February 2023  renee@weenareport.com 

 

 

 

Herna Verhagen – CEO PostNL: Thank you, Pim. We already explained why we are confident 

in that growth path will resume and that we are well positioned. 
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The strategy we are executing at this moment in time and the extra plans also have a positive 

improvement or have an improvement on the performance as of 2024. 2023 will remain a year 

with volatile macroeconomic environment and therefore prolonged uncertainty. That also 

means that we have taken additional measures to strengthen our foundation. As said, the 

fundamental growth drivers of the long-term upward trend in e-commerce are unchanged and 

therefore, we are confident that the long-term e-commerce growth perspective and also our 

position as market leader in the Benelux can be maintained. Our strategy helps us to navigate 

through these challenging times on the one hand and on the other hand prepare for the future. 

In getting and strengthening our foundation we invest further in sustainability, in digitisation, in 

labour model, in quality and also in our network. 

 

At the same time, we take all the necessary adaptive measures in which we align our 

organisation to the volume we expect, in which we make the organisation more efficient and 

effective. 

 

On top of that, we announced today an additional plan, an additional plan to make sure we are 

well positioned for once the economic conditions improve and to secure our position in a 

competitive landscape to also resume our growth path, with, of course, an improvement of our 

margin as of 2024. 
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To give you a little bit of insight in that additional plan to reduce cost more, we have this slide. 

This morning we said that we will add to the plans we already have in our budget a reduction 

of 200 to 300 fulltime equivalents in overhead and other indirect costs, mainly at Parcels. This 

results in additional cost savings, so on top of our regular cost saving programme we run at 

Mail in the Netherlands and on top of all the other adaptive measures we have implemented, 

will be EUR 25 million of cost savings in 2024 and expected to have its full run rate in 2025, 

with a cost saving of EUR 30 million at that moment in time. For this, a total of EUR 20 million 

in cost, mainly restructuring provision is necessary and that is what you will see back in the 

results of 2023. In addition, we will increase capex in 2023 by EUR 10 million to invest and 

secure our customer value and quality. 

 

2023, a year with volatility in which we take lots of extra actions, including the reduction of 

fulltime equivalents, delivering cost saving and therefore margin improvement as of 2024. 
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Let me give you more insight in the bridge from 2022. First, I will do the outlook and then we 

will go the bridge. On this slide, you will find the outlook of 2023. We have a normalised EBIT 

of EUR 70 million to EUR 100 million. Next to that, we have a normalised comprehensive 

income, the basis for our dividend policy of EUR 40 million to EUR 70 million and a free cash 

flow of EUR 10 million to EUR 40 million. 

 

We assume that the current challenging and volatile macroeconomic environment continues 

in 2023, that we resume our growth path after 2023. We expect economic conditions to improve 

over time and this together underpins the longer-term upward trend in e-commerce. 

 

With regards to the additional plans we have launched today, we will ensure that we are well 

positioned to resume the growth trajectory. Through our strategy and proactive approach, 

including all the additional plans, focus on head office and indirect costs at Parcels, we expect 

a step-up in performance beyond 2023. For 2024, that means a margin improvement of at 

least 200 basis points. That will be visible, particularly at Parcels with further upside potential 

dependent on economic conditions. With this, we expect a step-up in EBITDA that will be 

around EUR 20 million higher than normalised EBIT as a result of the increase in depreciation 
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and amortisation. Our dividend policy remains unchanged and we aim to pay a dividend that 

develops substantially in line with our operational performance. 

 

Then to the transition from 2022 to 2023, Pim?  

 

 

 

Pim Berendsen – CFO PostNL: There we look at how we end up with the composition and 

with the outlook. From the normalised EBIT of 2022 towards the outlook range of EUR 70 

million to EUR 100 million, there are a few important markers that I want to spend a bit of time 

on. 

 

Here, you see the improvement of the pension agreement, of lower pension expenses that is 

visible in PostNL Other of EUR 75 million. That is all driven by very complicated market 

circumstances but that also means that we assume that the business performance of Parcels 

and predominantly Mail to go back compared to the levels of 2022. In Parcels that is driven by 

a low single digit volume decline that we expect, also taken into account some potential loss 

of market share in line with what we are seeing in 2022. Obviously also there, there are price 

adjustments. The price adjustments that we have managed to put through to our clients do not 



 
 
_________________________________________________________________________________ 
 
 

________________________________________________________________________________________________ 
 
PostNL Q4/FY2022 Results 31 Analyst Meeting  
27 February 2023  renee@weenareport.com 

 

compensate the entire organic cost increases. I will show you later how big of an effort we 

have done to up the prices and compensate as much as possible of that organic cost increase. 

 

You see a far bigger step down in Mail performance and that might seem bigger than expected, 

but I think it is important to understand here that price increases within Mail normally help to 

offset volume decline. Roughly speaking, half of volume decline is compensated by price 

increases in line with our moderate price policies. Now, that entire price increase is used to 

offset organic cost increases and, as such, does not contribute to part of the volume decline. 

That drives specifically from 2022 to 2023, this step-down in performance, which we will not 

see back from 2023 to 2024 again. 

 

The cost element of the additional plans that Herna just talked about is EUR 20 million for the 

combination of restructuring costs and additional cost in relation to the changes. And then you 

will end up with the EUR 70 million to EUR 90 million (note: EUR 100 million) outlook range as 

we just presented to you. 

 

 

 



 
 
_________________________________________________________________________________ 
 
 

________________________________________________________________________________________________ 
 
PostNL Q4/FY2022 Results 32 Analyst Meeting  
27 February 2023  renee@weenareport.com 

 

It is important to look at the next slide to get a better understanding of the big impact of organic 

cost increases from inflation. Those will continue from 2022 to 2023 and actually increase in 

comparison to 2022. All in all, we expect organic cost increases of EUR 185 million, roughly 

split between labour and other cost elements like transportation, electricity and cost 

developments in other businesses than our Mail and Parcels businesses. 

 

By huge commercial efforts we are able to offset a very big component of that EUR 185 million, 

but not fully. And the not-absorbed component is roughly speaking around about the EUR 30 

million mark that also impacts the EBIT forecast for 2023 and is included in the outlook we just 

discussed. So if you look back at the combination of 2022 and 2023, you are actually looking 

at an impact on EBIT of more than EUR 100 million of organic cost increases that could not be 

offset by pricing policies. That is a function of how our contracts are set up; the moment that 

those inflationary elements kicked in and also the competitiveness in the market in which in 

which we operate. We believe it’s a huge effort impact on prices, as this slide indicates. By the 

end of the day it gets short of the impact of organic costs and as such, an explanation of a 

step-down in profits.  

 

 

 



 
 
_________________________________________________________________________________ 
 
 

________________________________________________________________________________________________ 
 
PostNL Q4/FY2022 Results 33 Analyst Meeting  
27 February 2023  renee@weenareport.com 

 

On this slide you see the quarterly split, as you also recognise. It is a year in which the fourth 

quarter will be very important but at the same time, business-wise we will be able to show 

positive comparables in comparison to last year as of Q2 onwards. That is what the dotted line 

indicates with Q2 because of the fact that we in terms of the planning of the restructuring 

expect to be able to take a restructuring provision by Q2. The actual expected number is down 

but business-wise we are able to see improvements as of the second quarter in comparison 

to last year. 

 

 

 

Then to the last slide. As said, 2022 is completely different than we expected on the outset, 

with serious implications on PostNL but also on our competitors and clients in this e-commerce 

market space. 2023 will be a challenging year. At the same time, we are confident that we 

have the right strategy. We are confident that longer-term growth will continue on the back of 

GDP growth and online penetration. And in the meantime, we are doing everything we can to 

mitigate as much as we can those negative elements, to protect the balance sheet, to take all 

necessary measures between the right place competitive-wise and as an employer to benefit 

from the growth, when it will return. As said, there is no doubt in our minds that it will come 
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back at some point in time. In the meantime, we are taking all adaptive measures that we can 

think of. 

 

Thanks for now. Jochem, we go back to you. 

 

Jochem van de Laarschot – Director Communications & Investor Relations PostNL: 

Thank you. Operator, please open the floor for Q and A. 
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• Frank Claassen – Degroof Petercam  

 

Good morning, two questions please. First of all, on the assumption of low single-digit volume 

decline for Parcels. Could you roughly indicate how much you think the market overall will do 

and how much is due to market share loss and could you also elaborate why you have lost 

market share? 

 

Secondly, could you help us on the Mail savings, the programs you have already installed? 

How much is still to come in 2023 and 2024? Thank you. 

 

Pim Berendsen – CFO PostNL: Overall, we expect a market growth of 0 to small single-digit 

increase. If we look back up market share development in 2022, we have seen a market share 

loss round about 2% for the full year. That is also what we expect to continue going into 2023, 

on the back of fierce competition, temporarily over capacity in the market because all parties 

were expecting growth to come. That overcapacity is looked for to be utilised, sometimes with 

price points that we do not think are appropriate for the longer term. And that drives a little bit 

of market share loss, not fundamentally impacting the market position that we have still being 

by far the biggest in the market. So that is how you end up with the low single-digit volume 

decline number. 

 

Herna Verhagen – CEO PostNL: When it comes to mail savings, we expect significant 

savings in 2023 of around EUR 47 million. We did not give that number for 2024 going forward; 

what we normally do and that is what we will do this year as well is, that we develop our cost 

saving plans. Those cost saving plans are partly already implemented in 2023 and will partly 

be implemented in 2024. You can think about a few of the big programmes this year or still, for 

example, reducing the amount of locations. We are also working on a reduction of how we 

steer our organisation within Mail in the Netherlands, but also looking into increasing the 

amount of hours in contracts of our employees, which in the end makes it easier for us to do it 

efficiently. So part of the programmes of 2023 will continue in 2024, some new ones will be 

added. And those will be developed in the year 2024 and that will help the savings in 2024 and 

probably also the years ahead.  
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Frank Claassen – Degroof Petercam: Thank you very much.  

 

 

 

• David Kerstens – Jefferies  

 

Thank you. Good morning, everybody. I also have two questions please. First, on the pension 

agreement. Can you explain how that actually came about? I think you highlighted that the 

pension went up by 10%. You go from the defined benefit to defined contribution. So I was 

wondering what is the cash payment that is now included in EBIT and in your cash flow 

guidance for it for 2023? Initially you guided for roughly unchanged payment, but given that 

you now come out much lower than what everybody was expecting, has that cash payment 

increased compared to previous expectations, given the fact that you paid 10% more and also 

that you go to a DC scheme, which I think is less effective than DB? 

 

The second question is around the share buyback. You put that now on hold. I was wondering 

to what extent are you limited by the large shareholding of your largest shareholder, close to 

the 30% threshold and how will that situation change going forward that will lead to return of 

share buybacks in the future? Thank you very much.  

 

Pim Berendsen – CFO PostNL: Thank you, David. A few points on pensions. How did it come 

about and what are the implications? I think how it came about is that for many reasons the 

specific accounting treatment of the set-up of the fund, and all the arrangements from an IFRS 

point of view have been complicated, also for you as an analyst community, as investors to 

understand. It makes comparisons with other companies more cumbersome. And that is also 

why we over time have been very explicit on what is the cash component of the pensions, what 

is the IFRS charge of the expense, what are the differences. All those differences you can find 

in the PostNL Other lines. There was momentum to try to do this, given the fact that the pension 

fund had a very high coverage ratio. From that coverage ratio point of view there was room to 

index the pensions and the entitlements of active people more than what we agreed to in 
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contract. So, on the back of the arrangement that was in place there was a maximum 

indexation possible of 4%. If that 4% needed to move up without the scheme being changed 

to define benefit, then it would have had huge implications for PostNL's EBIT. Obviously I did 

not want to accept those and I tried to find the momentum to fundamentally change the 

agreement, which we have successfully done, leading to an indexation for the pensioners of 

10%, becoming Defined Contribution, getting rid of the top-up payments and getting back EUR 

20 million that immediately limited the net debt position of PostNL's balance sheet. And from 

now on, pension expense will be the same as pension cash out, expense to cash out more or 

less in line with the pension cash out that you have also seen over 2022. So we are not going 

to pay more because of this change. On the contrary, we have gained EUR 20 million and we 

have de-risked future tup-up payments. Lastly, you know there is a change in pensions in the 

Netherlands going on and that needs to be implemented by the 1st of January 2027. We have 

also made principle arrangements on how we would do that pension transition, also on a cost-

neutral point for the employer. 

 

David Kerstens – Jefferies: That is amazing but can you explain why the pension cash out 

will be more or less in line with 2022? Because it sounds like it should become more expensive, 

right?  

 

Pim Berendsen – CFO PostNL: No, because the pension arrangement is the same. So, the 

threshold of the salary-given pension is the same and the contribution levels are the same. We 

have just taken out some of the DB-elements that made it a defined benefit arrangement. They 

are no longer there, so also the employee has not suffered anything from this nor are we going 

to pay more. We are going to pay the same per individual as we have done in 2022.  

 

David Kerstens – Jefferies: Yes, plus the 10% indexation? 

 

Pim Berendsen – CFO PostNL: That is not an indexation on future payments; that is an 

indexation on the entitlements that are built up over the period to 1 January 2023. To simplify 

things, if I was a pensioner in the pension fund and I got in January 23 a pension which 

basically was 10% higher than the pension I got in December 2022, funded by the coverage 
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ratio of the fund, obviously going back down from 140% coverage ratio to 132% or something 

like that. 

 

Herna Verhagen – CEO PostNL: We cannot see your face, so is it clear or do you still have 

questions? 

 

David Kerstens – Jefferies: I probably still have more questions. What is the actual 

contribution now then? 

 

Pim Berendsen – CFO PostNL: EUR 80 million. In the back pocket there is the reconciliation 

of the pension expense with the pension cash and there you can find it. So hopefully, I got the 

number right. 

 

The second question was about share buyback and whether or not there is a limitation because 

of the size of the VESA-stake. That did not play any part in our considerations. That was 

already a factor at the first tranche when they already also had a quite a significant 

shareholding. So the arguments to postpone this are given the fact that we have ended the 

year at the 1.9 leverage ratio in very uncertain markets and it is in our view not the right time 

to start that second tranche of share buyback. But it has nothing to do with the VESA share.  

 

Herna Verhagen – CEO PostNL: What is important for us in in 2023 and the years ahead is 

to stay below the limit of the 2.0 leverage ratio. And with all the actions taken, a share buyback 

does not fit into that important element. 

 

David Kerstens – Jefferies: Understood. Thank you very much.  
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• Stefano Toffano – ABN AMRO ODDO  

 

Good morning, everybody. I have quite a few questions, but I will try to limit them to three. The 

first question is on the 200 to 300 FTE. That is obviously quite a big gap, 200 or 300 but we 

have a fixed restructuring number. Would it be more towards 300 or more towards 200? Or 

are you keeping it flexible dependent on how the macro, the market and your business will 

develop?  

 

The second question is looking out towards 2024 and the margin improvement. You say you 

assume that the market at some point will go back to growth but how are we to think about 

your margins, let's say assuming a stable market? So, I am not assuming an improvement of 

the market, how do we have to look at the margins going forward after 2023, so for 2024 and 

2025? 

 

Then my last question. You get very close to the 2.0 times net debt to EBITDA. And if you look 

at the outlook for 2023, I fully appreciate the bottom-up explanation, but just thinking about 

2023 when we have pressure on the top line, we have higher costs, addition Capex of EUR 

10 million, additional costs and you still get to a free cash flow of EUR 10 million – EUR 

40 million. It seems you have to run a very, very tight ship, not to get over that 2.0 times on 

your leverage ratio. Could you help us understand what kind of flexibility you have to make 

sure that you do not reach that? And maybe related to this one, the vision of the EUR 40 million 

free cash flow for this year was also because you did not pay any taxes due to the DTAs. Can 

you remind me how much of the unutilized DTAs are left? So maybe assuming this kind of 

normalised EBIT we will not see any tax cash out for this year as well? Is that included in the 

EUR 10 million – EUR 40 million cash flow? 

 

My apologies for all the questions and thank you for your patience.  

 

Herna Verhagen – CEO PostNL: I will take the first question and then Pim will take over. 

When it comes to the 200 to 300 full-time equivalents, it is a big gap and we have a fixed 

restructuring number in the sense of the positive impact of EUR 25 million. The reason for 
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having that bandwidth is that not all cost savings will come through the reduction of full time 

equivalents. The biggest part will come through the reduction of full time equivalents, but not 

all. And that is the reason we gave a bandwidth. We still have to develop the plans. Of course, 

we know the directions where we want to find the full time equivalents. Nevertheless, plans 

still have to be made, need to be ready before the end of May to have the reorganisation fully 

implemented by the end of the year. But the reason for the gap is the fact that not all will come 

from restructuring but the biggest part will. 

 

Pim Berendsen – CFO PostNL: And regarding the number of basis points increase, what we 

have said as part of the outlook slide is that we expect more than 200 basis points increase on 

the back of the measures that we take and gradually improving market circumstances. If you 

look at the 200 basis points, it is actually 300 basis points roughly in Parcels and 100 in Mail 

and because of the mix that turns to 200 basis points improvement in total. So, both segments 

will contribute to the improvement of margins. Mail, as said, because of the fact that the big 

gap of organic cost and price increases will not be there in 2024, the step-up in cost savings 

we are comfortable about, and in the Parcels side there is the element where the biggest 

impact of the cost savings will land and, as such, the margin contribution is driven by those 

cost saving measures as well. That is assuming the level of growth to return. We are confident 

that this growth will return. If it is all a status quo and it stays at the level of 2023, then roughly 

speaking all things being equal you can calculate that it is actually a little bit more, 100 basis 

points of contribution coming from the measures standalone.  

 

Regarding the leverage ratio, yes, we are running a very tight ship and we have been doing 

that already for quite a while if it is about the balance sheet, working capital, phasing of 

investment decisions. And that is why we ended up with 1.9, because that also was not a given, 

given the big impact on costs and loss of volume that we just talked about. So, we continue to 

monitor that. We continue to manage quite rigidly our working capital positions. And yes, we 

expect on the back of the numbers that we have discussed to be able to maintain that position 

below the two times. If market circumstances deteriorate – you could add all the elements that 

make up adjusted net debt, which also includes lease additions and what have you, we will 

find ways to offset or compensate if profit numbers drop through the balance sheet to try to 
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keep it under 2. So, we are running a tight ship. 1.9 is close to 2, but we still expect it to improve 

a little bit in 2023. 

 

On the tax side, the easy answer is that, roughly speaking, all tax losses in relation to Germany 

and Italy have been used to the extent that we produced them over the past period. That is 

also why we expect a tax payment, a tax cash out in 2023 as part of our free cash flow 

expectations, which is obviously included in the free cash flow guidance that we have given. 

 

Stefano Toffano – ABN AMRO ODDO: Thank you.  

 

 

 

• Henk Slotboom – the IDEA!  

 

Good morning. I am breaking my mind on something where you need to explain to me how it 

works. If I look at Mail you have done a fantastic job there in keeping the underlying results 

more or less unchanged, if we filter out the Covid-impact. There was a volume decrease of 

8%. There was no room, at least as far as  the USO is concerned, to increase tariffs. The only 

tariff increases we have seen are in the non-regulated part of your business. And still, they 

managed to keep their results unchanged. If I look at Parcels where roughly 80% of the parcels 

are still being delivered by subcontractors – you have a much more flexible set up there – I 

almost see a one-for-one relationship in the development of your sales and volumes and what 

it does to your operating level. What am I missing here? Is it the fact that Mail has a more 

centralised set-up in comparison to Parcels or are there any other things? 

 

My second question is on price adjustments, as you could have expected. The price 

adjustments you have pencilled in on page 28 of the slide deck, is that something that has 

already been implemented or is still a significant chunk of the offers with your clients 

underway? 
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The third question is on the competitive environment. Could you be a little bit more specific? 

What are you seeing there, the insourcing by bol, the increased competition in the field of tariffs 

you referred to? And maybe a quick word on DHL's intention to move into not only the letter 

box parcels, but also the top end of the Mail segment; is that a concern to you? 

 

Pim Berendsen – CFO PostNL: Herna, there were a couple of questions in one question. I 

will try to have a go at the first one and then maybe … 

 

Herna Verhagen – CEO PostNL: I will do the other ones. 

 

Pim Berendsen – CFO PostNL: Henk, you tried to make a comparison in the leverage 

between Mail and Parcels. In Mail's performance it is a flat line in Q4 but it is not completely 

flat for the full year. Mail is also impacted by higher organic cost increases than originally 

impacted. So, if you take out the full year non-recurring Covid element, there is still a bit of a 

gap. Prices also increased there but also not only for business mail but also for USO within 

2022 [note: USO prices were flat 2022], the beginning of the year. 

 

Regarding Parcels you say that 80% is delivered by subcontractors or delivery partners, so, 

there should be more flexibility there. I think there is one fundamental difference. The entire 

mail business has been set up and has been running a year-over-year declining business. And 

as such, whether or not it is 7% or 8% down, always works to mitigate those volume-decline 

elements. Parcels in the beginning of the year, coming out of 2021 was focused on growth and 

growth expectations were legitimate at that point in time. But that growth turned into a -10% 

quite quicky because of deteriorating market circumstances. Then you have a big network with 

very many different locations that over time have been added. That is also adding a bit of 

complexity and part of the cost base is much more fixed than only the 30% of delivery that we 

do ourselves. The infrastructure, the line haul routes, support around transportation units, so 

it is not strange that in a year with such a fundamentally different perspective on volume 

developments that you are going to get hit on margins. That is my attempt on the first question. 
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Herna Verhagen – CEO PostNL: Then your question on price adjustments. Almost all of those 

price adjustments are already implemented because they were part of the contract 

negotiations at the end of 2022. 

 

The competitive environment in the Netherlands became more competitive over the last few 

years. And the reason for that, already mentioned by Pim, is the fact that there is over capacity 

In the market. When we think about the market in 2021 not only PostNL but also competitors 

and customers were thinking that after Covid the market would grow further. That means that 

capacity is built by everybody to be able to deliver those volumes. We did not have the volumes 

in 2022 nor our customers, nor PostNL nor competition. That means that there is overcapacity 

and overcapacity brings a stronger competitive situation with also price competition. Next to 

that, you see other competitors and some of those competitors disappeared in 2022 because 

of the issues like Instabox, and some of them were there and stay there, like own delivery by 

Amazon but also the insourcing bol did when it comes to Cycloon. But in our view, it is part of 

the parcel market going forward and it is what we have said many times before: when we think 

about parcels in the future, the way your parcel will be delivered will be more diverse than it 

was five to six years ago. The importance for PostNL is to maintain our leading position and 

the only way to do that, the only way to maintain the leading position is by the investments we 

do, by the digitisation, by also creating the products customers want or would like to have and 

by staying competitive also on the side of our cost. 

 

DHL moving into the deep end of the mail segment: we have seen that communication as well. 

So far, we did not see any action at that front. Of course, they are active in the domain of the 

letterbox parcels and their competition is the same as it is in the parcel market, but we did not 

see any action into the real mail market or the top end mail segment market.  

 

Henk Slotboom – the IDEA!: Can I ask for some clarification on what Pim said about the core 

structure of Parcels? Is it fair to assume that with the decentralised structure you have right 

now the structure in itself makes it more difficult to bring down cost if we are talking about a 

prolonged periods of stagnating economic growth or stagnating demands? I fully share your 

view on the growth of e-commerce and on e-commerce penetration, but what happens if this 
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period of no growth or slightly negative growth goes on for a longer period of time? How flexible 

are you really there?  

 

Pim Berendsen – CFO PostNL: On one of the first slides, we have indicated that we have 

mitigated for EUR 45 million. The cost per parcel is roughly speaking EUR 0.13 per parcel by 

these changes within the year. that are the key operational elements here. So it is not un-

flexible but it is completely different if you set it up for growth and then all of a sudden growth 

turns into a -10% volume development. So, I think there is flexibility but at the same time there 

are also changes and additions to the network on the back of customer requirements, to be 

able to do Sunday delivery or morning in-feed early in the day, and those elements also lead 

to some increases of the cost per parcel. Obviously, if you were to know for sure that you are 

in a period of prolonged standstill, then you could make different choices. We are not making 

those because we are confident that when GDP improves consumer spending will come back 

to the levels we have seen before and online penetration will continue. And then growth will be 

there again. We want to be ready to capture that growth when that moment in time is there. 

We just cannot afford to gamble by not investing in those elements, not being in a position to 

deliver that growth when it when it is back again. 

 

Herna Verhagen – CEO PostNL: Henk, why do you think that a decentralised structure is 

more difficult to bring back cost because we are giving you lots of arguments. Why do you 

think that? 

 

Henk Slotboom – the IDEA!: I think it is easier to bring back costs in a centralised 

environment. For example, if you have a sorting centre with a capacity of 100 million parcels – 

your  average sorting centre parcels is 12 to 15 million parcels per annum – you can reduce 

the number of shifts for example. If I add NLIs you have to change the routes, you have to 

make alterations in the in the cross talks and that sort of things. It works the same way the 

other way around.  

 

Herna Verhagen – CEO PostNL: But in my view then you overlook much. You are only looking 

into the sorting centre and forgetting that in the end you also have lots of distribution. When 
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you have only a few sorting centres you have lots of depots where you do the further sorting 

before it is delivered. From a big sorting centre you cannot deliver on for example 5,000 routes 

in The Netherlands daily. That is impossible. So there is a structure behind the big sorting 

centres, which are the depots, where you have to sort as well from which part the deliverers 

will depart. So, in my view the structure we have is as flexible as any other structure, to be 

honest, because also in the smaller sorting centres you can of course change the amount of 

shifts you need to make sure that the buses of our parcel deliverers are filled. You have to 

change routes anyway because of the volume you have or because of other reasons. We quite 

regularly change routes anyway. So, I do not see big differences to be honest between a little 

bit more centralised sorting infrastructure and the more decentralised sorting infrastructure. In 

the centralised sorting infrastructure you have lots of depots, which are a burden in case of a 

decline of parcels as well. So, I do not see that difference. I see much more the difference Pim 

explained, which is about you have to turn around an organisation which is used to growth to 

decline. The way you do that and the speed with which you can do depends of course also 

partly on your future perspective. The future perspective still is that we will return to growth. So 

can you do more in the flexibilisation of your cost? The answer is yes, but you always have to 

ask yourself the question whether you are then hurting your future growth potential or whether 

you are still in the right balance. That is the balance Pim and I try to strike to do the cost savings 

we need to do and to create more flexibilisation but not limiting our further growth opportunity 

going forward. And when it takes longer than 2023, you have to review that balance again. So 

it is a review which you have to do every few months to see whether you are still on the track 

you expect to be. So, that is that is a more detailed answer to your question.  

 

Henk Slotboom – the IDEA!: That is a very detailed answer indeed. Thank you very much, 

Herna. Without monopolising the call, can I ask one quick question on the mail delivery score, 

the 91%? When do you expect to have that back at the at the required 95% and are you risking 

a fine there? 

 

Herna Verhagen – CEO PostNL: The 91% of quality at Mail is by far not what we would like 

to have and it is mainly caused by the fact that within Mail we do have quite some vacancies 

in delivery routes. As long as we have so many vacancies as we have today it is difficult to 
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significantly improve. Of course you can improve, but to significantly improve. So we are 

working day and night and I think we're running at this moment more than ten projects to get 

in the right amount of people for those delivery routes, but in this current labour market it is not 

easy to do so. If it will be fined or not, in my view it is too early to say. We have to deliver our 

numbers in May or June together with the argumentation around the Mail delivery quality. That 

is the starting point of the discussion with our regulator. From that moment, we will start the 

discussion.  

 

Henk Slotboom – the IDEA!: Thank you very much. 

 

 

 

• Marco Limite – Barclays Capital 

 

Hi, good morning, thanks for taking my question. The one question I have is on your slide 29, 

where you are showing that all of the profit in your guidance is coming from Q4. So, I am just 

trying to analyse the moving parts. I guess pricing will not be able to offset the cost pressures. 

I assume Mail will be flat at best year-over-year, so I am just trying to understand why you 

expect Q4 2023 will be quite above Q4 2022.  

 

Pim Berendsen – CFO PostNL: It basically follows the same pattern that excluding the Covid 

years you can recognise because of the seasonality, on the Parcels side because of Black 

Friday growing into Sinterklaas and Christmas, contributing the most and on the Mail side the 

Christmas cards that still contribute quite significantly towards the December results. So you 

always see whatever market circumstances growth or decline a fourth quarter that will always 

be the biggest at PostNL, just by the nature of the markets we are in. I think the point that I 

was trying to make is that business wise, in comparison to last year, we always had that 

discussion that we have to compare against a very high Covid 2021 year, so your comparables 

will always be difficult. And that is also why we were transparent to try and detail out what the 

non-recurring component of Covid was. The point I wanted to make is that business wise from 

Q2 onwards you can see improvement. So, you do not need to wait until you see improvement 
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until the fourth quarter. We can show that earlier on in the year, but nevertheless the fourth 

quarter will be by far the biggest.  

 

Marco Limite – Barclays Capital: But if I think about the different moving parts, in Parcels we 

are expecting flattish volume growth and we are not expecting pricing to offset costs. So 

Parcels … 

 

Pim Berendsen – CFO PostNL: But I am not expecting a flat line for Parcels and I definitely 

do not expect that for the first quarter, given the fact that the beginning of 2022 still had January 

and February at pre-crisis growth levels. So, for Q1 you would see a quite significant volume 

decline that for the full year turns into a low single digit decline as well.  

 

Marco Limite – Barclays Capital: So, the assumption is for volume growth in Q4 in Parcels? 

 

Pim Berendsen – CFO PostNL: Yes. 

 

Marco Limite – Barclays Capital: Thank you! 

 

Jochem van de Laarschot – Director Communications & Investor Relations PostNL: As 

there are no more questions, thank you for all your questions. We have covered a lot of ground 

during the call. If you have any other questions or remaining issues to discuss, please reach 

out to the IR team. You know where to find us. Thanks again and see you next time!  

___ 

 

End of call 
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