
 

 

CTT – Correios de Portugal SA 
The picks and shovel winner from an Iberian E-commerce boom 

 

3-year upside of 250 % or a 52 % yearly shareholder return 

 
Summary: 

- From a mail operator to the leading Express & Parcel operator in Iberia in less than 5 years 
- Strong secular growth tailwinds support double digit growth going forward 
- High barriers to entry and scale benefits supporƟng strong unit economics 
- Strong shareholder base, board of directors and management 
- History of good capital allocaƟon and shareholder return focus 
- Hidden assets and several value unlocking opƟons near term 
- Trading at 6x forward earnings  
- Recent strategic transacƟons to significantly increase value 
- Fair value in 3 years of 20 EUR per share 
- We see 250 % upside for the stock within the next 3 years 

 

A few years ago, we started doing research on an obscure small Portuguese mail operator called CTT. At that point 
most of the profits the company generated was from mail delivery – a slowly dying business. While the mail business 
did not aƩract us – the strategic direcƟon a new board and management was transiƟoning the company into did– 
combined with a strong brand and a lot of hidden balance sheets assets, it was enough for us to dig deeper.  

Over the last 2 years we slowly build a posiƟon in the company – last year we managed to spend a few days with most 
of the senior management team in Lisbon watching their faciliƟes and stores and got to know the business even beƩer. 
We kept increasing the posiƟon post the Q3 report as we thought the market failed to recognize the inflecƟon 
happening in Q4 and into 2025.  

Then in December 2024 – 2 days in a row – CTT announced 2 transformaƟve M&A deals that we think are truly 
transformaƟve for the future of the company. We esƟmate these 2 deals alone improved the intrinsic value by +50 % 
imminently with much more to come 2-3 years out as synergies are realized. With the stock only up slightly on the 
announcement of these deals – we decided to increase our posiƟon significantly. CTT today is one of our largest 
posiƟons – in this report we hope we can share why! 

 

  



 

 

Disclaimer 
The report is wriƩen and published by Symmetry AdministraƟon ApS and contains Symmetry's own opinions, 

assumpƟons, and views. Symmetry does not guarantee the accuracy of the content in the report. 

The content of the newsleƩer should in no way be considered as a recommendaƟon to buy, hold, or sell stocks. 

Symmetry AdministraƟon ApS is authorized by Danish regulatory authoriƟes to advise Kapitalforeningen Wealth Invest 

Symmetry. We are not authorized as investment advisors for other funds or individuals, and therefore this newsleƩer 

should in no way be interpreted as investment advice, but as journalisƟc research and our own views on the stock 

market and any menƟoned stocks. 

Symmetry is under no circumstances responsible for losses resulƟng from investments based on the use of the report. 

Symmetry may own shares in companies menƟoned in the report and reserves the right to buy or sell shares in 

menƟoned companies without further noƟce. Our views or target prices on stocks may change conƟnuously aŌer the 

publicaƟon of the report, which we are not obligated to update this. 

The newsleƩer is distributed to the following parƟes: 

 Our website www.symmetry.dk 

 Fund managers or investment advisors around the world, as it is common for investment managers to share 

ideas. 

 Subscribers to Symmetry's newsleƩer registered on our website. 

Symmetry operates under Danish regulaƟon and can only market our fund to Danish professional investors. Therefore, 

this report should in no way be interpreted as markeƟng for funds advised by Symmetry. 

InvesƟng in stocks includes the risk of capital loss, and we always recommend consulƟng an authorized investment 

advisor before making investments. 

Images and other materials in this report may be protected by copyright and may not be redistributed. 

Symmetry does not receive payments from any company menƟoned in this report other than our returns on stock 
ownership in the menƟoned companies. 
  



 

 

Overview: 
 

CTT Portugal is a 500 year old business – one of the oldest in europe as it’s the legacy government owned postal 
operator established by King Manuel I. CTT was formerly both a mail, (Correios) Telepgraph and Telephone company.  

CTT was privaƟzed through an IPO in december 2013 where the Portugese government sold an 68,5 % stake. The 
remaining 31,5 % was sold in september 2014.  

Today CTT is owned by 4 large shareholders that has been building it stakes over the last several years (we will walk 
through later) that is controlling the board and drives the business forward.  

 

Today CTT consists of 4 main segments. 

1) The tradiƟonal mail delivery business (Mail)  
2) An express and parcels business (E&P) 
3) Et retail bank (Banko CTT) 
4) A financial services segment (FSS) 

 

CTT also owns other assets including a real-estate company they have established to moneƟze and sell down legacy 
real estate and some other smaller assets.  
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1 CTT presentaƟon 



 

 

The current management team have spend the last several years transforming CTT from a pure mail delivery business 
to primarily an E&P business. Its this transformaƟon that we think is sƟll significantly underappreciated by the market.  
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Back in 2019 more than 100 % of the profits came from the legacy mail business and the financial services business (a 
volaƟle but profitable business handling public debt placements), while the two growth segments (E&P and the bank) 
was sƟll unprofitable.  

In 2024 this has turned upside down. Based on our esƟmates, in 2024 around 75 % of the profiŌs will come from E&P 
and bank profits, while the mail business will only be slighly profitable.  

But despite this change in business mix the company sƟll only trades at around 5x our 2025 EBIT esƟmates.  
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E&P: 
 
The most important segment of CTT is the Express & Parcels (E&P) business. E&P act as the picks and showels for the 
Iberian E-commerce industry.  
 
They act as the by far largest last mile delivery firm in Portugal and quickly taking market share in Spain as well.  
 

 

 
 
As ecommerce keeps growing at a fast pace in Iberia, CTT act as a structural growth driver riding this wave. CTT had a 
structural advantage in Portugal to begin with as they already did last mile distribuƟon of leƩers. They those had a lot 
of faciliƟes and distribuƟon points needed as well. CTT has invested heavily behind this and is now by far the market 
leader with esƟmated +50 %3 market share in Portugal. This is a business with economics of scale. Large clients 
(especially chinese ecommcerce players) prefers to work with CTT as they focus on service and reliability and helps 
with customs clearing as well – not only focus on price like smaller SME.  
 

 
“We are around 8 % of market share in Spain – the largest is around 16-18 % - In Portugal we are by far 

the market leader”4 

 
 

 

 
 

 
3 Greenwood Investors 2024 year end leƩer 
4 CTT CEO at EKF 



 

 

Why is this an aƩracƟve market? While ecommerce globally is sƟll a structural growth business, Iberia sƟll have a big 
catch up to achieve similar levels on penetraƟon as with other similar countries. There is around 2-3x penetraƟon 
upside for Iberia to reach US/UK levels (and these markets is sƟll growing).  
 
 

 

 
Another part where CTT uses their scale advantages to win the market is to install lockers around Portugal where 
customers can pick up parcels – instead of having them delivered directly to their house. You can only afford to spend 
money on lockers if you have the scale and distribuƟon points as CTT has.  
 

“We have 1.000 lockers Portugal cover 85 % of populaƟon – now rolling that out to Spain as well”5 

Based on our research these lockers have been a large success and have grown 277% yoy from low levels and the 
company says costs are likely 20-30% cheaper vs home delivery. Even if its sƟll at low levels and can achieve much 
more scale.  

If one wants to understand how profitable the lockers can be – we just need to look at the financial results for Inpost in 
Poland. In the most recent Q3 2024 report Inpost posted a 46 % EBITDA margin.  

 
 
 
 
 
 
 
 
 
 
 

 
5 CTT CEO at EKF 



 

 

In Portugal CTT is by far the market leader with structural advantages. In spain they are quickly catching up. Having 
grown from 1 % market share to now +16 % post the recent DHL deal.  
 
 

“DHL is important player in Iberia – our partner for outbound as well – fierce compeƟƟon in Spain – 

Spanish Correious is the Spanish postal operator – but highly loss making – also in parcels – they are 

problem – low price and low quality and loss making – irellevant now in Portugal - just goƩen 4 billion 

state aid – we and others contest that in Brussell – why should a low price loss making company compete 

with private players with state money?6 

 
CTT also sees this growing scale in Spain in their reported numbers. As spain was loss making before, but now catching 
up, we see the consolidated EBIT margins expanding. In the first 9 month of 2024 EBIT from CTT Expresso grew 100 % 
YoY, despite sƟll invesƟng heavily in growth (44 % revenue growth):  
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6 CTT CEO at EKF 
7 CTT Investor presentaƟon 



 

 

The reported margin in Q3 2024 was at an all Ɵme high at 8,7 %. This despite the fact that Q3 is normally a seasonally 
low quarter. We expect Q4 to show around 10 % EBIT margins. Margins can expand further to up to 15 % in the coming 
years as they consolidate the 2 new M&A deals and realize synergies.  
 
 

 

  



 

 

Mail & Other: 
 
The mail segment of CTT is the legacy business segment of receiving and sending out leƩers. As in many other 
countries around the world this is a slowly dying business. CTT operates this business without any direct state 
subsidies – but as they have a de factor monopoly and distribute a lot of leƩers from public enƟƟes their pricing is 
regulated.   
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As can be seen above the volumes have declined by 66 % since 2001. In recent Ɵmes including and post covid – the 
yearly decline has even accelerated. In the past CTT was not allowed to pass this on through price increases and could 
not cut costs fast enough leading to a declining EBIT. In 2019, before covid, the Mail segment delivered 40 million EUR 
in profits while in the last 2 years (2023-2024) its only slightly posiƟve.  
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Since 2022, CTT has had a new 7-year deal with automaƟc price increases included. As shown on the previous page, 
CTT is now allowed to take the volume decline + cost inflaƟon and pass that on as a price increase. This enables CTT to 
keep the segment slightly profitable going forward.  
 

 

As both volume decline and inflaƟon has been high the yearly price increases has also been steep from CTT. As there is 
a lag from these factors happening to price increases set in (and CTT can cut costs) we will only see the full benefits in 
2025.  

“Mail will never be a big contributor to profits in the future – but we don’t want it to lose 

money either – and with this concession contract – we have achieved this”10 

Another factor is that it sƟll only costs around 60 cents to send a leƩer in Portugal vs. 2 EUR in Italy for example. As 
such, there should be rooms for decades of price increases before the business looses criƟcal mass effects.  
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The last point to menƟon is that CTT actually expects a fairly strong Q4 2024 from the mail segments as Oktober looks 
strong (backlog of public admin) and Q4 has 6 % more working days that last year.  

In the mail segment CTT also has other smaller business segments included such as a payments soluƟon, a soluƟon to 
SMB similar to Shopify and a money transfer business like Western union etc.  

 

 
10 CTT CEO at EKF 
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Financial services: 
 
One of the outcomes of being the postal operator of the country is a big sunk cost investment to have a big network of 
branches spread across the country. CTT have 569 own branches + more than 1.800 agents offering their products.  
 

12 

One unique asset of CTT is that they have managed to use this huge branch network as an advantage to sell other 
products and services. First and foremost its also used to receive and send packages for the E&P segment. It’s used as 
a place to have lockers to handle packages. These branches have more than 65.000 unique visits every single day.  
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But CTT have also transformed the stores to vibrant and beauƟful places where customers can buy other financial 
products, handle money transfers, pay bills etc.  
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In our heads vi envisioned big dusty places with people running in and out with packages etc. below is a picture we 
took during our trip to Lisbon of how it actually looks like:  
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You can see the “locky” lockers and self-service kiosks where people can handle different tasks. Then you have 
counters for Banco CTT where people can sign up or be in contact with the bank as well as counters handling debt 
placements.  

 
14 CTT presentaƟon 
15 Picture from our company visit to Lisbon 



 

 

Let me just menƟon one thing. CTT has also been making a very significant investment in building open 
locker network. They operate under the name Locky. They probably have, I don't know the most current 
numbers, but probably more than 1,000 lockers installed in Portugal with plans to also expand in Spain. 
And the idea for this locker network is to — it's two goals, really. One, drive delivery efficiency for CTT, 

but it's also to be an open network that can be used by other delivery companies. That's why it was 
branded as a separate brand from CTT. 

They try to automate the stores as much as possible to free up the staff at the desks to prioriƟse the most 
important customers and sales, as much as possible can be done in the front and you can start the 

process on the phone and they also educate the customers how to do it themselves on the app/online in 
the future16 

 

The by far biggest profit driver within the stores is public debt placements. When the public issues debt cerƟcates 
individuals can subscribe for these to earn interest income that’s beƩer than they can get in the bank. CTT esƟmates 
they have more than 80 % naƟonal market share for public debt placements. They can also now sell these online – a 
few other banks entering the space (before was only CTT and government) but CTT expects high market share.  

In 2022 and 2023 CTT saw a huge spike in placing volume as the interest rates came up. As banks did not raise the 
interest rates on savings accounts it made it much more aƩracƟve to buy public debt. CTT those saw a huge spike in 
subscripƟons. As the government did not want to place so much debt at high interest rates they put caps on how much 
individual accounts could subsribe for – down to as low as 50K per customer. At the same Ɵme banks slowly raised 
interest on savings accounts. This reduced the profits of the FSS segment dramaƟcally for CTT in 2024.  
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The good part is the government recently doubled the cap from 50K to 100K and expects to raise it even more again in 
2025. As can be seen above, CTT already saw a significant increase in new placements in Q3 and then again in the first 
weeks of Q4 aŌer the cap increase. As interest rates in banks comes down again, the caps are raised again and as 
subscripƟons can now be made online, we expect the FSS segment profits to rebound significantly starƟng in Q4 2024 
and going into 2025.  

 
16 Guidepoint interview with former COO 
17 CTT Q3 2024 presentaƟon 



 

 

The segment will always be volaƟle quarter to quarter – but over Ɵme it should contribute with a lot of cash flow – the 
margins is above 50 % and public debt placements is a structural thing for a government with a lot of debt like 
Portugal.  

 

It is also worth menƟoning that the spreads between governments bonds and deposit rates correlates with sales with 
CTT, the higher the spread the more aƩracƟve placements becomes, when there was a zero interest rate environment 
bonds offering say 2-3% were aƩracƟve but as interest came up sharply the spreads  

narrowed and sales decreased for CTT, now interest rates have come down again and spreads are widening which will 
be posiƟve for CTT, I think we could use this slide for example 
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18 hƩps://www.cƩ.pt/applicaƟon/themes/pdfs/grupo-cƩ/invesƟdores/CTT_a_transformaƟon_story-
AESE_Breakfast_June_2024.pdf 



 

 

Banco CTT: 
 
Another idea for CTT to use the strong brand and stores was to create a retail bank. This idea was started by the 
former board and management team and based on our conversaƟons with the current management team we find it 
unlikely they would have started a bank from scratch. But as they inherited a loss-making bank when they took over, 
they decided to get the best out of it.  
 
They have managed to turn the bank profitable since 2021 and in 2024 and onwards it earns a good ROE on the capital 
employed.  
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As we menƟoned in FSS segment – CTT already had the store network they could use for the bank. So instead of 
creaƟng a new bank with a huge number of branches – they started a digital first bank with only small “pop-in 
branches” within the exisƟng CTT stores. This makes the bank much more cost efficient.  

Banco CTT is sƟll the fastest growing banking franchise in Portugal – using the CTT brand to capture a lot of retail 
customers.  

“2/3 clients use the bank as the primary bank – and 82 % is digital only customers”20 

Banco CTT today is mostly a savings bank with a lot of deposits that CTT invests at the central bank or short-term 
bonds capturing a net interest income spread.  
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AŌer aƩracƟng a lot of new customers CTT looked for more ways to earn more money withing banco CTT. One of these 
was to start insurance distribuƟon. CTT announced a strategic deal with Generali Seguros where CTT can sell and earn 
commission on Generali insurance. The aƩracƟve part here is that CTT will earn recurring revenues from the insurance 
products sold – at high incremental margins.  

21 

As part of the deal Generali also bought an 8,7 % stake in CTT (equity deal finalized in Q4 2024) at a 1,1x book value 
valuaƟon. As most sell side analysts value banco CTT below book value – selling equity stakes above book value is a 
way for CTT to increase shareholder value while limiƟng the CTT equity capital that is Ɵed up within the bank. 
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let me start with Generali. So Generali acquired Tranquilidade. Tranquilidade was an insurance company. 
It was formerly owned by the Spirit Cento Group. The Spirit Cento Group, they had a bank. The bank was 

intervened like 10 years ago or 12 years ago, and they had to sell several assets and they sold 
Tranquilidade, ok. Give me just a second. So Tranquilidade, they were siƫng on a large insurance 

porƞolio, and they have a very strong insurance mediators network, insurance brokers network, but they 
lost the link to a bank. So they didn't have a channel to distribute bancassurance products, ok. So this is 
really the raƟonale for Tranquilidade. And let me just — ok, page 37. So for Tranquilidade, the raƟonale 
is regain access to a bank network to distribute bancassurance products, ok. Now for CTT, first of all, CTT 

sees the bank as a relevant growth engine, but it's not our core. It's not the core of its business. So it 
made sense to start opening an equity stake to an industry player, which Generali clearly is. And with 

this, CTT and Banco CTT gains access to — in compeƟƟve condiƟons to a broad offering of life and non 
life insurance products. So it's probably more compeƟƟve condiƟons that CTT could get from an arm's 

length distribuƟon agreement with a party that was not as commiƩed to the bank as Generali is. So CTT 
doesn't have — they don't have product factories for insurance. So it is all insured by Generali and Banco 

CTT is really just the front end and the distribuƟon channel for Generali products23 

 

 

Banco CTT has spent the last 8 years growing from nothing to one of the largest savings banks in Portugal. 
Management focus now is changing from growth to profits as the company is looking for ways to moneƟze the large 
client base more 
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We sƟll grow the banking clients – but now we focus on moneƟzing clients and get ROTE up… 
We recycled 1.100 people that was postal workers that’s now “banking people” – they are good 
enough for that (Symmetry: ie. opening up accounts and signing up new savings customers). 

Now hiring some banking people to be able to upsell more products.25 

 

We think there is a lot of opportuniƟes to make more money within the bank. Currently the vast majority of profits just 
comes from the net interest margin they earn on the savings customers. As they upsell more products (like pension 
products, insurance etc.) and earn more transacƟon fees etc. they can become much more profitable.   
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One of the things we were worried about was CTT having to much of their equity Ɵed up within the bank earning a low 
ROW. Also banks are generally not valued highly in the stock market. So far in 2024 CTT has managed to achieve 
double digit ROE in Banco CTT and have plans to expand that further in 2025 earning more adequate shareholder 
returns.  
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“Important quesƟon: why do we have a bank – if we see ourselves as an Iberian logisƟcs 

player? “It’s so easy to make bank grow and make it profitable and create value because of our 

brand – we like to do that for at least some Ɵme – as it does not require new capital to grow... 

We will dilute ourselves over Ɵme on bank ownership – one day we don’t think we should be 

the majority owner of the bank… will be below 50 % ownership – our balance sheet is 

complicated when we own a bank – that’s one of the reason I want to go below 50 % and 

deconsolidate the bank – being a significant but majority shareholder… Banking deposits grew 

7 % in Portugal so far this year -we grow 46 % ”27 

 

The CEO could not have said it more directly than in the above comment from EKF. CTT does not see themselves as the 
long-term owner of the bank. As long as the bank uses the CTT branches and use the CTT brand they probably want to 
maintain a minority stake. But slowly selling down their equity posiƟon in the bank to below 50 % would definitely 
create a lot of shareholder value.   

 
27 CTT CEO at EKF 



 

 

Shareholders – board and management team: 
 
One of the things that aƩracts us to CTT is the leadership team. It starts with the shareholder base with 4 large 
shareholders acƟng as acƟve owners and seƫng the direcƟon for the business. Manuel Champalimaud has 2 
representaƟves on the board and GreenWood builders fund has their founder Steven Wood represented as well.  
 

28 

 

“I was also non-execuƟve in the board represenƟng large shareholder – I invited Steven Wood 
to join the board – he and myself and other 2 main shareholders decided me as CEO and we 

started to change – he is a posiƟve acƟvist on the board – challenging management and 
bringing good ideas – we have internaƟonal board”.29 
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The current CEO Joao Bento joined the board of directors in 2017 as a representaƟve for large shareholder Manuel 
Champalimaud. He stepped down from the board in 2019 to became the CEO of the company and execute the new 
strategy the board was implemenƟng. Together with other new senior leadership hires he has executed well on that 
strategic transformaƟon over the last 5 years.   
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Another important factor to understand is management incenƟves. The current senior management team has a fairly 
large opƟons program that expires 1/1 2026 with strike prices of 4, 6 and 8. So the mangement team is clearly 
incenƟves and focused on geƫng the stock higher throughout 2025 as well.  
 

 



 

 

Capital allocaƟon: 
 

CTT also has a straight forward and shareholder friendly capital allocaƟon framework. As the largest shareholders are 
represented in the boardroom there is a strong alignment of interests and focus on creaƟng shareholder value 

The business of course invests in organic growth. This is mainly withing the E&P segment where increasing volumes 
requires more sorƟng centers, delivery trucks, lockers etc. But as we will show later CTT earns high ROIC on these 
organic investments. As the bank is growing it also requires more solvency capital.  

The company has not had a lot of acƟvity within M&A over the last few years outside some small deals – but as we will 
explain in the next segment, this changed with two transformaƟve deals announced in December 2024.  

The last part of the capital allocaƟon framework is to distribute excess cash to shareholders through a yearly dividend 
and topped with opportunisƟc share buybacks. Over the last few years, the dividend yield and the SBB yield combined 
has been around 8 % of the current market cap returned to shareholders per year.  

As the stock only trades at 6x forward EBIT esƟmates and the balance sheet is strong we think this high shareholder 
returns can be sustained on top of growth investments. 
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December 2024 transformaƟonal deals: 
 

We were posiƟve on CTT before December 2024 – but increased our posiƟon post 2 significant news from the 
company that came withing 2 days. We think both are transformaƟonal for the company and the market is yet to fully 
grasp how the company will look like a few years from now.  

 

While we have already spent Ɵme discussing CTT as it was - we will now dive into both of these transacƟons and 
explain in detail why we think they are so supporƟve of the CTT case: 

 

Cacesa: 
The first deal announced by CTT was for the acquisiƟons of 100 % of Cacesa. Just on the pure financial metrics it looks 
highly accreƟve being 12 % EPS accreƟve without synergies and 20 % if we include cost synergies. Then when we think 
about potenƟal revenue upside and expansion of the moat, we think it’s highly aƩracƟve. Its also worth poinƟng out 
that it’s based on TTM (30/6 2024) numbers. On a going forward basis its an even cheaper deal.  
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Cacesa is a well-established leader in Spain for cross border customs soluƟons ie. custom clearing, warehousing and 
sorƟng. This is an area CTT has been growing in itself over the last few years – but also an area where they needed a 
stronger foothold.  
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Cacesa is mainly an asset light business model with high returns on employed capital, thereby fiƫng well into the 
growth strategy employed by CTT expresso. Another important benefit of Cacesa is that the majority of revenue comes 
from Spain and thereby further diversifies CTT reliance on Portugal down but also creates a lot of synergies with CTT 
Expresso in Spain – where they are already expanding fast.  
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The customs clearing part of Cacesa is a high margin business (67 % gross margins) posiƟoned in an aƩracƟve end 
market that is growing 10 % in itself. The customs segment stands for around 53 % of revenue but the vast majority of 
profits for Cacesa 

The others parts of Cacesa are a more tradiƟonal forwarding business where they act as the middle-men / reseller. This 
is a lower margin business with lower growth – but importantly again asset light and those a decent cash contributor 
to Cacesa.  
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Cacesa has strong business fundamentals and enjoying strong seceular tailwinds from the growing Iberian e-commerce 
market (same trends that’s benefiƫng CTT expresso). As can be seen from the graphs below, revenue has doubled in 
the last 2 years (38 % CAGR) and EBIT has grown even more. The EBIT margin was down slightly so far in 2024 mainly 
because of increased growth investments by Cacesa that should lead to even stronger growth and margins going 
forward.  
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CTT expects Cacesa should conƟnue to grow the revenue double digit over the coming 3-5 years. We find it quite rare 
to find companies that make M&A deals where they can buy companies that is growing double digits at 5x EBIT with 
good synergies and net benefits.  
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Another reason that the acquisiƟons is so aƩracƟve is that it makes CTT able to bundle customs clearing and last mile 
delivery withing one soluƟon. It’s a significant benefit to customers as they can use only one provider and get a faster 
and cheaper service. Here is what the CEO said on the conference call: 

We expand a lot with custom clearance for the Chinese clients – we are increasing the sƟckiness and 
moat around them – much harder to change last miler now we do both last mile and custom clearance 

for them – and now as we can do both, we also do much beƩer service to them. One less day delivery at 
lower cost together38 

 

 Below it is illustrated how the combined business will see the revenue contribuƟon from Portugal going from 75 % of 
revenue to 68 % post the deal and also diversifies revenue based on business areas.  
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DHL JV: 
 
The day aŌer the Cacesa deal CTT announced and even more transformaƟonal deal by going into a JV with DHL across 
Iberia. DHL have been doing well within B2B in Spain but has been performing poorly withing B2C in both Portugal and 
Spain and to some extend with B2B in Portugal. This is the reason why CTT management convinced DHL to do a deal 
that we think are extremely beneficial for CTT (and to DHL as true win-win).  
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Why does this opportunity exist for CTT? 

 

This is the smallest but fastest growing business part of DHL – they have poor performance in Iberia now 
– because they struggled seƫng up B2C – this is why the opportunity exists for us.41 
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The goal of the deal is to create a JV where CTT ulƟmately will own 51 % of CTT Expresso and 49 % of DHL Iberia and 
DHL the other 49 % and 51 %. IniƟally there will be 25 % transacƟons followed by call opƟons to be exercised in 2028 
following the 2027 accounts.  

The goal of the deal is for CTT Expresso to own all of the Portuguese operaƟons both B2C and B2B. They are already 
strong in both areas today – those the addiƟonal of DHL Portugal will create a lot of synergies and addiƟonal profits. As 
DHL is currently struggling in Portugal CTT will only pay 3 million EUR for that 25 % stake.  

CTT Expresso will keep its B2C operaƟons in Spain where they are doing well - growing fast and expanding margins. 
Current DHL Spain B2C acƟviƟes will move to CTT Expresso.  

DHL Spain will focus enƟrely on B2B business where they have a strong business. This segment is valued at 106 million 
EUR and CTT will iniƟally pay 27 million for a 25 % stake.  

DHL will buy 25 % of CTT Expresso valuing it at 482 million EUR (same value as whole CTT market cap when deal was 
announced).  

The net effect if the transacƟons phase I is for DHL to pay CTT 69 million EUR upon closing 

42 

On top of that DHL will have to pay 25 % of the Cacesa purchase price as this is intended to be part of CTT Expresso:  

 

DHL will have the opƟon to enter CTT Expresso with Cacesa on same term as CTT bought Cacesa + 
expenses. DHL run now their diligence but will likely also enter it.43 
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So why is the deal so aƩracƟve to CTT?  

Because it is valuing CTT Expresso at 4x the price of DHL despite the two companies having similar 2024 revenue. CTT 
Expresso is valued higher because it has a much higher margin at the moment.  

44 

 

But DHL and CTT has idenƟfied 35 million EUR in synergies spread between CTT Expresso and DHL Iberia. This will liŌ 
both segment margins and create a lot of value. This will come by: 

1) Moving DHL Portugal to CTT where CTT is market leader and DHL sub-scale 
2) Having CTT Expresso focusing on B2C in Spain and DHL focusing on B2B with collaboraƟon between them 

with. each company focusing on where its strong.  

If (when) margins can be liŌed in DHL Spain from current 2 % to +10 % (CTT expresso) levels it will create significant 
value for both CTT and DHL 
 

Cost synergies and margin upliŌ in DHL Spain – and then a lot of synergies in geƫng DHL Portugal into 
CTT Expresso. DHL suffering from inefficient B2C – that’s why they have low margins – they now transfer 

that to CTT – and can achieve great margins again as focus on B2B – also some one-Ɵme expenses in 
sorters for them. Expect reraƟng on their profitability margins going forward.45 

 

Basically, CTT gets more revenue of what they are focused on and good at and DHL gets more revenue of what they 
are good at – and removes the loss-making parts they are struggling at. A true win-win.  
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By combining the 2 businesses – they truly create a 1+1 = 3 situaƟon as they complement each other so well.  

46 

DHL has the largest inter-European flow within Europe that we can now access – diversify away from 
China imports. 47 

It will for once diversify away the dependence on the Chinese e-commerce players that CTT sƟll to some extend 
has today.  
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One of the largest shareholders in CTT is Greenwood Investors, where the founder sits in the board. They wrote the 
following in their 2024-year end leƩer: 
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We fully agree with the points made by Greenwood here. CTT/DHL will be in a sweet stop to win the Spanish market 
on top of what they have done in Portugal so far.  
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 50 

There is a lot of volume DHL could important to Iberia they said no to before because they did not have 
good B2C – they can accept that now and drive the revenue synergies51 

We think one of the most important parts beside the cost synergies is the potenƟal revenue synergies that can be 
achieved especially in Spain. As DHL is the largest player across Europe, they get a lot of inbound requests that they for 
different reasons have had to say no to as they could not handle last mile. With the combined CTT/DHL offering they 
will be able to take on that revenue going forward.  
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Real estate: 
 
As is the case with many old companies – there is oŌen hidden assets on the balance sheets. This is also the case with 
CTT. This is especially true within real estate. As CTT have had prime real-estate around Portugal on the balance sheet 
for 100 years these assets are now worth much more than its on the book value for.  
 

 
 
CTT has split these assets into 2 segments. The yield generaƟng assets and some development assets. The company 
recently in 2024 sold a 26 % minority stake in their yield porƞolio to real-estate partner Sonae Sierra that will manage 
the assets. It is the plan to keep selling the ownership down over Ɵme. The first sale was done at 40 % premium to 
book value.  
 
The company also has development assets on the balance sheet for around 30 million EUR. This is primarily land or 
some logisƟc assets that they won’t need any more that can be repurposed. Its oŌen at quite prime real estate 
locaƟons. 
 
A few years ago, the company conservaƟvely valued these at double the current book value. We think the upside is 
much bigger for a few reasons. One is the company have no incenƟves to promise more than they can deliver here. 
The company also pays taxes on the book value so has no incenƟve to mark them up. And the third is Portuguese land 
prices has sky-rocket over the last 10+ years especially around big ciƟes like Lisbon.  
 
CTT has no plan to develop the real-estate themselves – but they think they can achieve a lot more upside if they can 
get zoning, permissions etc. done before selling them as a potenƟal real-estate developer can pay much more for the 
assets in that situaƟon.  
 

  



 

 

Financials: 
 
With a company like CTT it’s a liƩle harder to make predicƟons as some of the segments are volaƟle. But as the stock is 
sƟll insanely cheap, its beƩer to be direcƟonally right than precisely wrong.  
 
We think the best way to fully value CTT is on a 2027 SOTP basis – below we have shown our financial expectaƟons for 
the next 4 years compared to the current market cap of around 790 million EUR. I have included Cacesa and DHL into 
the numbers as well. As we can see the stock trades at a huge discount to fair value at only around 5x EBIT. The even 
more weird part is that they just sold a minority stake in the bank at 12x EBIT and a minority stake in CTT Expresso at 
12,5. So clearly other market parƟcipants value the segments higher.  
 

 
 
 
Management themselves have had a hard Ɵme understanding why the business has traded so cheaply.  
 

When we see shares of InPost trading at 21x operaƟng income (17x forward), we wonder why 
the market views this business model more aƩracƟvely than CTT’s, which sports a ~7.3x 

operaƟng income mulƟple using the boƩom end of this year’s  €100-120 million range provided 
at the 2022 capital markets day.53 

 

Another important topic is that CTT and DHL has agreed to pay out a minimum of 50 % of earnings as dividends 
from the JV’s. This ensures that while CTT remain in control of CTT expresso with a 51 % ownership and DHL 
remains in control of DHL Iberia with 51 % ownership – the economics interest are fully aligned.  
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But as the method above does not take into account minority interest, balance sheet items etc. we think a SOTP is the 
best metric to value CTT.  

As can be seen – we think the fair value of the stock at the end of 2027 should be around 20 EUR or 250 % more than 
it trades at today. This is total 3-year shareholder return of 52 % per year.  

 

While the above maybe seems complicated to do all the adjustments – we think the margin of safety here is so huge 
that its warranted. And some of the adjustments we have made could also have higher upside. As an example for DHL 
Iberia, we only factor in cost synergies and does not include any other partnership benefits in our esƟmates. We also 
think there is a good chance that both Banco CTT and the FSS segments can deliver even higher profits than the 40 
million EUR we esƟmate in 2027.  

Also we use a 13x mulƟple for CTT Expresso – the same as DHL/CTT have used in their internal transacƟons. We would 
argue a market leading business with strong growth and a strong moat could deserve a much higher mulƟple.  

We have not factored in further accreƟve buybacks from CTT in our analysis. But over the last years CTT have bought 
back 3-5 % per year. If they would conƟnue with that in the next 3 years (we would expect so) it will just make the 
upside even higher.   



 

 

Risk segment: 
 
As is the case with all investments there is also some risk Ɵed to CTT investment.  
 
The biggest one is the future of Chinese e-commerce in Europe. If there will be some tariffs or direct important bans 
etc. CTT says a few years ago the biggest customer was Alibaba, then it was Schein, Then its Temu now. So, they do not 
have specific customer focus but is good at capture whoever wins the market.  
 
 
Another risk is the long-term durability of the financial services segment. It’s a highly volaƟle segment so it’s hard to 
predict the outcome. But as the government will need to keep issuing debt and CTT is diversifying into other segments 
like insurance we are not to concerned here.  
 
 
The last risk we see is within the mail segment. While the profits from this segment is not a driver of the investment 
case – its also important that the segment does not suddenly turn loss-making and becomes a drag.  
The current government contract protects that – so we don’t worry around that in the short run.  
But of course, things can change here in the future – there is also some fixed expenses that is allocated to the mail 
segment now – there has been strikes in the past due to layoffs etc. so if the mail segment suddenly sees even quicker 
volume declines and CTT can’t cut costs fast enough it can have smaller spillover effects into the other segments.  
 


