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This report was prepared by Roland Berger GmbH ("RB") and is based on publicly available information which has not been independently verified by RB, as well as 
certain assumptions, general assessments, projections and experience derived from RB's consulting activities, in each case as at the time of the report’s preparation. RB 
in general serves leasing and fleet management companies as customers on a regular basis. 
Any assumptions, assessments, projections and experience values contained in this report involve significant elements of subjective judgment and analysis, which may 
or may not be correct. Neither RB, nor any of its affiliates, partners, employees or agents provide a guarantee or warranty (express or implied), or accept any liability or 
other form of responsibility with respect to the authenticity, origin, validity, accuracy, completeness or relevance of any information, assumption, assessment, projection 
and experience. 
 
To the extent this report contains statements or projections which are forward-looking, neither RB nor any of its affiliates, partners, employees or agents provide a 
guarantee or warranty (express or implied) or accept any liability or other form of responsibility in the event that the actual future developments differ from the statements 
and projections in this report. Even if changes and events occurring after the publication of this report impact the validity, accuracy, completeness or relevance of this 
report, RB does not assume or accept any liability to update, amend or revise this report, but reserves the right to do so at its free discretion. 

Disclaimer 
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Traditional car leasing is rapidly developing into consumer focused 
Car-as-a-Service and a dynamic used cars market 

Development of traditional leasing to Car-as-a-Service (CaaS) and used cars 

Driven by the surge in digitization and connectivity, multiple industries transformed 
in recent years from selling stand-alone products to providing consumer-oriented 
full-service solutions 

Likewise, the car leasing industry is facing similar trends and is thereby on the 
brink of significant changes in the fundamentals of the industry 

Traditional car leasing is transforming into Car-as-a-Service, which shifts the 
historical asset-oriented, fixed leasing period paradigm toward flexible and 
service-oriented mobility solutions 

Similarly, the leasing industry is increasingly viewing the used car market as a 
business opportunity on its own, regarding used cars as a source of profits instead 
of an asset with residual value 

In this report, we analyze the Car-as-a-Service and the used car markets 
separately and highlight the market trends and drivers that offer exciting 
opportunities in the years to come 

Source: Roland Berger 
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This report focuses on the European market as it is globally the 
largest and most developed market for Car-as-a-Service 

Source: IHS; Technavio; Roland Berger 

Regional scope of report 

54% 

22% 
24% 

EMEA Americas APAC 

Global car leasing volume distribution by region [%] > Globally, Europe is the leading  
market in both size and maturity  
with a very high penetration of 
operating leases, making this market 
the most attractive for the 
development of service-oriented 
solutions 

> Within the EU, six core countries (EU-
6) that are at the forefront of this 
development have been analyzed 

– France 

– Germany 

– Italy 

> In addition to the six core European 
markets, 12 other markets are 
analyzed, thereby covering a total of 
96% of the EU passenger vehicle 
market 

 

 

 

 

– The Netherlands 

– Spain 

– The United Kingdom 
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This report covers Car-as-a-Service and used cars from both the 
passenger vehicle and light commercial vehicle markets 

Definitions and scope of report content 

Countries 

We focus on the EU-18 countries, which can be referred to as EU-6: France, 

Germany, Italy, the Netherlands, Spain and the UK, and EU-12: Austria, Belgium, 

Czech Republic, Denmark, Finland, Greece, Hungary, Norway, Poland, Portugal, 

Sweden and Switzerland, where appropriate 

Vehicle age segments 
For CaaS we cover the whole car parc, whereas in the used car market the report 

specifically focuses on 3-4-year-old1) cars as the typical leasing contract covers a 

period of 3-4 years 

Customer segments and channels 
We incorporate both corporate and private buyers/sellers of used cars and CaaS2) 

into our market report and analyze sales between these parties at both physical 

stores and online 

Focus on leasing and fleet management companies 
Although we consider all players in the CaaS and used car markets, we focus on 

leasing and fleet management companies (FMCs). These companies typically 

have high shares of operating lease contracts and cover an extended service range 

Segments 

We define CaaS as a long-term subscription-based 

mobility solution (i.e. vehicle leasing) with integrated 

services  

Car-as-a-Service (CaaS) 

We define a used car as a car that has been sold 

and registered at least once after initial registration 

Used cars 

Car types 

Vehicles used for passenger transportation 

purposes and with no more than eight passenger 

seats 

Passenger vehicles (PV) 

Vehicles mainly used for goods transportation purposes, with 

a gross vehicle weight of less than or equal to 3.5 tonnes 

Light commercial vehicles (LCV) 

Source: Roland Berger 

1) We define 3-4-year-old cars as cars that are 36 and up to 59 months old; 2) We define companies with more than EUR 50 m in annual revenues or with a fleet of 25 vehicles  
or more as 'corporates', companies with less than EUR 50 m in annual revenues or with a fleet of less than 25 vehicles as 'SMEs', car rentals, taxis, ride hailing and ride sharing as  
'mobility providers', and private individuals as 'private customers' 
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Several automotive as well as CaaS-specific trends will reshape the 
market and provide unmissable opportunities for FMCs 

Source: Roland Berger 

Increasing mobility demand and transformation of consumption preferences toward the subscription model 
provides a significant opportunity for CaaS mobility solution providers in the coming decade 

Besides those mainly CaaS-related trends, the European market will also be affected by six automotive megatrends, 
which are relevant for passenger vehicles as well as light commercial vehicles. Those trends in particular are the rise 
of new mobility solutions, the technological maturity of autonomous vehicles, an increased digitization in and 
around the vehicle and an increasing push toward powertrain electrification. New logistics solutions and an 
increasing demand for customization of commercial vehicles, which are rather specific to LCVs, complete the six 
megatrends 

Executive summary – Market trends and drivers 

Although some of the described trends also carry risks for the core business model of CaaS providers, almost all 
trends provide unmissable opportunities for leasing and fleet management companies if addressed properly 

The rise of new mobility solutions and providers, increased digitization and new logistics solutions and customization 
particularly give FMCs the chance to tap into new customer segments and to explore new revenue streams 



7 

The overall market outlook for the European CaaS market for 
passenger vehicles (PV) is very promising 

Source: Roland Berger 

Executive summary – Car-as-a-Service for passenger vehicles 

In Europe, incumbent market leaders catering to the corporate segment are well positioned vis-à-vis new entrants 
as most of the markets are mature with high entry barriers; however, the battle for market share in the SME and 
emerging market segments will be ongoing 

The expected growth in volume and value is fueled by a two-fold dynamic of the traditional (corporates and SMEs) 
and emerging (private customers and mobility providers) customer segments who seek full-service leasing 
packages to optimize total cost of vehicle usage and to cover a lack of expertise in fleet management 

Although both segments are expected to drive growth, the traditional segments are expected to grow at a slower 
pace than the emerging segments, which are expected to experience a significant increase in CaaS penetration 

In total, the CaaS market for passenger vehicles in the EU-181) countries (EUR ~56 bn in 2016) will grow steadily at 
~5.0% p.a. until 2025, amounting to EUR ~86 bn. This growth is accompanied by an increase of CaaS penetration 
in the car parc, which will lead to a total CaaS car parc of ~15 m passenger vehicles in 2025 

As captives and bank affiliates start adapting their business models toward multi-brand, full-service offerings, 
FMCs should cater their strategies to individual customer segments and consider different market environments 

Overall, the European CaaS market for passenger vehicles is expected to outpace mobility demand as well as new 
car sales due to an expected shift toward CaaS solutions (continuous growth for last 50 years) 

1) Including Austria, Belgium, the Czech Republic, Denmark, France, Finland, Germany, Greece, Hungary, Italy, the Netherlands, Norway, Poland, Portugal, Spain,  
Sweden, Switzerland and the UK  
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Light commercial vehicle (LCV) CaaS market differs fundamentally 
from the PV market, however growth rates are similar 

Source: Roland Berger 

Executive summary – Car-as-a-Service light commercial vehicles 

1) Including France, Germany, Italy, the Netherlands, Spain and the UK 

The LCV market in the EU-61) countries fundamentally differs from the passenger vehicle market in terms of size, 
customer segment mix and purpose of use of the vehicles. Furthermore, the LCV market is less mature and more 
fragmented than the PV market  

One notable difference is that the development of LCV sales within the long-term LCV car parc correlates strongly 
with GDP development as well as with the number of SMEs 

Overall, expectations for growth in the CaaS market for light commercial vehicles in the EU-6 countries are similar to 
the passenger vehicle market: for the former, steady growth at ~5.8% p.a. until 2025 amounting to EUR ~21 bn, 
which is less than a third the size of the respective PV CaaS market. The growth is also accompanied by an increase 
of CaaS penetration in the car parc, which is projected to lead to a total LCV CaaS car parc of ~4 m LCVs in 2025 

Within the traditional customer segments of LCVs, which continue to grow at a slightly higher pace than the PV 
market, SME expansion is the major growth driver, making up ~50% of the total LCV CaaS market in 2025 

In contrast to the PV CaaS market, the LCV market in EU-6 countries is still very fragmented and a wider variety of 
players compete. Overall, the leading players from the PV market also control majority shares in the LCV market 

In contrast to the developments in the PV CaaS market, expected growth in the light commercial vehicle CaaS market 
is mainly driven by traditional customer segments due to a further shift toward outsourcing of fleets and a strong 
TCO orientation 



9 

The used car PV market is as large as the CaaS PV market and is 
expected to grow in volume at ~4% p.a. until 2020 

Source: Roland Berger 

Executive summary – Used passenger vehicles 

The EU-18 3-4-year-old used car market was valued at EUR ~62 bn in 2016 and shows a relatively stable market 
development overall, with volumes being mainly driven by new car volumes and RVs developing stably over time 

The volume of 3-4-year-old cars is expected to grow by 4.2% p.a. in the period 2016-2020, with stable short-term 
residual value outlooks. Different maturities regarding leasing penetration rates across countries offer growth 
opportunities for FMCs 

Diesel residual values are exposed to potential regulatory action, but the impact on 3-4-year-old diesel cars for 
FMCs is expected to be limited as regulations are mainly local and focused on older diesel vehicles and FMCs' 
fleets are renewed every three to four years. Increasing electric vehicle penetration is expected to have only a 
minor impact on the 3-4-year-old used car market until 2025 

Key recent developments in the used car market include forward integration and digitization. FMCs are 
increasingly forward integrating in the used car value chain by shifting toward direct B2C sales to improve profit 
margins, complementing online sales with physical retail stores. The digitization of the customer journey has also 
driven the emergence of multiple new digital players in the market 

Additionally, FMCs are increasingly exploring additional profit pools by exploiting cross-country arbitrage potential, 
engaging in used car leasing and offering ancillary services 
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Strong new LCV sales and promising e-commerce growth are 
expected to drive the used LCV market at ~8% p.a. until 2020 

Source: Roland Berger 

Executive summary – Used light commercial vehicles 

Diesel is the predominant fuel type for LCVs and is expected to remain so in the coming years. TCOs of new EVs 
are not expected to become lower than diesel before 2022. Increasing emission regulations and high fuel costs are 
driving the replacement of HCVs with LCVs, which especially applies to "last-mile delivery" to customers in city 
centers 

Although 3-4-year-old LCV volumes declined in the past, they are expected to grow by 8.1% p.a. (2016-2020) 
following growing new LCV sales in recent years, while residual values are expected to see stable to positive 
development in the short term. The main growth is expected to come from the e-commerce and construction 
sectors, both of which have promising outlooks for the near future 

The EU-6 3-4-year-old LCV market was valued at EUR ~3.7 bn in 2016, showing a decline in recent years due to 
falling new LCV sales following the economic crisis 

The LCV market is highly fragmented, displaying similar disintermediation trends as the passenger vehicle 
market. In contrast to the PV market, direct B2C sales attempts have so far been unsuccessful  
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The report sheds light on three common misconceptions about the 
impact of automotive trends on fleet management and leasing 

Source: Roland Berger 

Three myths – Insights and future reading available 

Myth #1 
The emergence of a subscription economy and accelerating trends toward usership 

rather than ownership will lead to a reduction in the number of vehicles on the road,  

thus a shrinking leasing and fleet management market 

Myth #2 
Engine technology is developing at an ever-increasing pace. This creates a risk that 

leasing and fleet management companies will be left with a growing number of obsolete 

vehicles 

Myth #3 
Leasing and fleet management companies only operate in one market, namely the 

leasing and servicing of cars. Selling cars at the end of their leases for their residual 

value is a risk rather than a source of real profit 
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The emergence of subscription models are just the latest chapter in 
a trend that has fueled the growth of leasing and fleet management  
 

Source: Roland Berger 

Myth #1 – Subscription economy  

Myth #1 
The emergence of a subscription economy and accelerating trends toward usership 

rather than ownership will lead to a reduction in the number of vehicles on the road,  

thus a shrinking leasing and fleet management market. 

Reality #1 
Cars have in fact been undergoing a 50-year evolution from ownership toward usership. Current developments are 

just the latest chapter in a trend that has fueled the growth of the leasing and fleet management sector 

> A shift toward subscription and pay-per-use models is clearly observable in many industries. Companies in 
different sectors have successfully migrated from selling products to providing "products-as-a-service", be it in 
the area of music (Spotify), movies (Netflix) or data storage (Dropbox) 

> The automotive industry adopted this trend away from ownership and toward usership early on by offering 
leasing options for over 50 years. The emergence of phenomena such as ride hailing, car sharing and car 
pooling is simply the next stage in the evolution of the car-as-a-service continuum 

> As these players look for full-service leasing packages for asset lifecycle management, this new segment for 
leasing and fleet management companies is expected to grow significantly, at rates of more than 50 percent a 
year until 2025 

Insights 

p. 27-36 
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Technological advances will not develop at a faster pace than 
leasing and fleet management companies are able to handle 

Source: Roland Berger 

Myth #2 – Engine technology development 

Reality #2 
In fact, despite technological advances, today's vehicles will not become obsolete fast enough to impact leasing 

and fleet management companies. Leasing and fleet management companies own only the newest models and 

completely renew their fleet every three to four years. Their exposure to technology risk is therefore very limited 

> The core base of vehicles is not expected to change significantly in the coming years. Consumer interfaces are 
likely to undergo major alterations, but this will increasingly be a matter of software updates. Engine technology 
is developing rapidly, but from a very small base  

> Leasing and fleet management companies typically own only the latest models, and renew their car parc every 
three to four years. Average development cycles are still more than four years and will thus not burden FMCs 

> The regulation of diesel vehicles is also less of a risk to leasing and fleet management companies than to other 
market players. While the majority of today's 3-4-year-old diesel cars meet Euro 6 standards, only 3 (ultra) low 
emission zones currently affect these vehicles and only 9 will do so in the future 

Insights 

p. 69-71 

Myth #2 
Engine technology is developing at an ever-increasing pace. This creates a risk that 

leasing and fleet management companies will be left with a growing number of obsolete 

vehicles 
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Vehicle remarketing is no longer just a residual part of the business 
model, but presents a huge, untapped opportunity 

Source: Roland Berger 

Myth #3 – Vehicle remarketing 

Reality #3 
In fact, vehicle remarketing is no longer just a residual part of the business model of leasing and fleet management 

companies: It is a huge, untapped opportunity. Leasing and fleet mgmt. companies can become leaders in used 

vehicle markets by embracing digitization and globalization, disrupting and disintermediating traditional wholesale 

and auction channels. The used vehicle market is as big as the leasing and fleet management market is today 

> Traditional barriers in the used vehicle market are rapidly breaking down by increasing the transparency from 
developments in digitization and globalization 

> Leasing and fleet management companies are in an enviable position to take advantage of these developments: 
they are already among the biggest resellers in Europe, are trusted by the customer and have the capability to 
sell, lease or rent used vehicles, and extensive repair and maintenance networks with which to service them 

> Moreover, the breaking down of barriers in the used vehicle market allows international leasing and fleet 
management companies to maximize the resale value of their vehicles by selling them cross-border 

Insights 

p. 75-80 

Myth #3 
Leasing and fleet management companies only operate in one market, namely the 

leasing and servicing of cars. Selling cars at the end of their leases for their residual 

value is a risk rather than a source of real profit 
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E-commerce and new logistics 

Trends in new mobility, digitization, logistics as well as customization 
provide unmissable opportunities for the industry 

Key trends and drivers for the leasing and fleet management industry 

Market trends 

Positive influence Negative influence 

Impact for FMCs1) PV2) LCV3) 

Autonomous vehicles 

Digitization and connectivity 

LCV customization 

Powertrain electrification 

New mobility solutions (   )  

Source: Market research; Interviews with market participants 

1) Fleet management companies; 2) Passenger vehicle; 3) Light commercial vehicle 

A Market trends and drivers 
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Although the basic need for mobility remains the same, a changing 
market structure will strongly affect FMCs' core business model 

The basic mobility need:  
moving people from A to B and  

optionally back via C 

A B 

C 

No significant changes 
Multiple modalities impacted by  

recent developments 
Entire market structure is  
fundamentally changing 

Examples  
of new entrants 

Demand Future supply Current supply 

Public 
transport 

Semi-public 
transport 

Free  
transport/ 

market  
driven 

Train 

Metro 

Bus 

Taxi 

Car 

Van 

Bike 

Walk 

Train 

Metro 

Bus 

Taxi 

Car 

Van 

Bike 

Walk 

> Multimodal 
> Mobility-as-a-Service 

> Multimodal 
> Mobility-as-a-Service 

Mobility demand, current and future supply 

Source: Market research; Interviews with market participants; Trade press 

Impact on leasing and fleet management companies  

> Reduced vehicle ownership and Mobility-as-a-Service could put pressure on FMCs' core business model  
> Opportunity for FMCs to grow within existing customer base due to pay-per-use models and within thus far untouched segments (e.g. private customers) 
> Opportunity for FMCs to develop completely new customer segments (e.g. mobility providers) as those segments also need fleet management solutions  

A Automotive trends – New mobility solutions 
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Autonomous vehicles (AVs) are expected to increase the CaaS 
penetration 

Source: Market research; Interviews with market participants; Trade press 

Technology roadmap for autonomous driving 

Impact on leasing and fleet management companies  

> Level 5 automation will allow FMCs to increase direct CaaS penetration with mobility providers and generate new revenue streams (especially 
through fleet management services and offering advanced control centers to steer autonomous vehicle fleets) 

> Risk of negative impact on FMCs' profitability as autonomous vehicle will reduce RMT (repair, maintenance and tires) and insurance business 

Level 1 Level 4 Level 2 Level 3  Level 0 Level 5  

Driver  
Assistance 

High  
Automation 

Partial 
Automation 

Conditional 
Automation 

No  
Automation 

Full   
Automation 

Situation independent 
automated driving – 
Driver has no 
responsibility during 
driving 

Automation of 
individual function, 
driver fully engaged – 
Driver may be "feet off" 
(when using ACC) or 
"hands off" (when using 
Lane Keep Assist) 

Automated in certain 
conditions, driver not 
expected to monitor road 
– Driver has no 
responsibility during 
automated mode 

Automation of 
multiple functions, 
driver fully engaged – 
Driver may be both 
"feet off" and "hands 
off", but eyes must stay 
on the road 

Automation of 
multiple functions, 
driver responds to a 
request to intervene – 
Driver may be "feet 
off", "hands off" and 
"eyes off", but must be 
able to resume control 
quickly 

Driver is fully engaged 
all the time, warning 
signals might be 
displayed 

Tests on public streets >2020 >2025 >2030 

A Automotive trends – Autonomous vehicles 
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By offering connectivity solutions and using online channels, FMCs 
can benefit from the digitization inside and outside the vehicle 

Source: Market research; Interviews with market participants; Trade press 

Connectivity solutions and future sales 

Impact on leasing and fleet management companies  

> Opportunity for FMCs to develop new revenue streams from digital fleet management, data monetization and via usage of online channels (e.g.,  
in the LCV market  telematics penetration is expected to reach approximately  71% in 2025 vs. approximately 10-15% in 2016) 

> Opportunities for FMCs to decrease damage to and increase RV of their own leasing fleets 
> Access to data will be critical as there are legal and technological hurdles as well as OEMs trying to claim exclusive access to vehicle data 

1 

Connectivity solutions 

Embedded 2 Tethered 3 Smartphone 
based 

Mobile based 
only or 
projection on 
vehicle display 

Vehicle based Interface Vehicle based 

Connectivity Vehicle based Through mobile 
or modem 

Through mobile 
or modem 

Intelligence/ 
apps 

Vehicle based, 
downloaded in 
the vehicle and 
run by the 
onboard 
computer 

Vehicle based, 
downloaded in 
the vehicle and 
run by the 
onboard 
computer 

Mobile based, 
downloaded 
and run by the 
device 

Future customer journey 

Online 

Infor-
mation 
search 

Vehicle 
search/ 
configu-
ration 

Test 
drive 

Price 
nego- 
tiation 

Offer 
creation 

Paper-
work 

Vehicle 
pur-
chase 

Vehicle 
hand-
over  

Pre-sales phase Sales phase 

Physical 

Traditional 

Multi-channel 

Online 

Sales 
channel 

Process 
steps 

Time 
share 

Significant share of 
time (>50%) spent 
online 

Vast majority of future 
journeys will combine 
"bricks & clicks" 

A Automotive trends – Digitization 
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Expansion of powertrain electrification puts pressure on FMCs' core 
business but can also be an opportunity for new service offerings 

Source: Trade press; Interviews with market participants 

1) Both pull and push factors exist in all regions, however with various factors prevailing; 2) Zero emission vehicle; 3) California Air Resources Board; 4) Electric vehicle; 5) Plug-in hybrid 
electric vehicle; 6) Corporate Average Fuel Economy; 7) Push is the leading factor in CARB Section 177 States  

Impact on leasing and fleet management companies  

> FMCs have to face the residual value risk, which increases considerably due to the battery technology, as well as the risk of declining service and 
maintenance requirements, which directly affect one of the profitable revenue streams for FMCs 

> By contrast, there are opportunities for FMCs to expand their offering through new profitable services (e.g. providing battery-related service checks, advisory 
on integration of EV in fleets) 

Push side Pull side1) 

Forcing OEMs to supply a significant number 
of EVs and PHEVs 

Key drivers 

> Regulations on new car sales 
– ZEV2) sales targets (CARB3)) 
– CO2 fleet emission targets (EU) 
– Fuel efficiency targets (CAFE6)) 

> R&D support for EV technology 

> State subsidies for EV purchases 

Consumers demanding EVs 
and PHEVs 

> Key driver is the fulfillment of customers'  
mobility needs 

> Total cost of ownership expectations: 

> Fuel/battery prices 

> Taxes/incentives 

> Image/comfort requirements 

Regionally leading 
factor 

7) 

Expected  

market 

development  

for EVs4) and 

PHEVs5) 

A Automotive trends – Electrification  
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Increasing e-commerce and logistics requirements lead to higher 
LCV CaaS demand from both existing and new customer segments 

The last mile 

Source: Interviews with market participants; Trade press 

Impact on leasing and fleet management companies  

> The rise in online delivery platforms presents opportunities for FMCs to serve existing customer segments (large parcel companies, smaller SMEs) 
with smaller delivery vans for deliveries in city centers 

> Opportunity for FMCs to serve a new customer group, private individuals, by working for online (peer-to-peer) delivery platforms 

"'Small' long-haul trucks 

~10 km ~10-20 km ~10 km ~10 km ~10-20 km ~10 km 

City center 

Long-haul trucks Long-haul trucks 

Urban commuter 
belt 

Suburbs 
Downtown 

Urban 
commuter belt 

Suburbs 
Downtown 

Delivery/distributor trucks Delivery/distributor trucks 

Delivery trucks/vans 

"Last mile" 

"'Small' long-haul trucks 

> "Small" long-haul trucks will 
connect the urban logistics 
hubs 

> Smaller delivery trucks will 
distribute deliveries within the 
radius of the logistics hub 

> While the market as a whole  
is not expected to change 
significantly, the small panel 
van is expected to almost 
double in volume  

– This is due to its room for 
passenger comfort, as well 
as ideal cargo space for 
smaller batches of 
customized and fragmented 
inner-city freight 

A Automotive trends – E-commerce and new logistics 
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Increasing demand for LCV customization offers new opportunities 
for FMCs to act as a one-stop shop 

Status quo of market structure and customer behavior  

Source: Interviews with market participants; Trade press 

Impact on leasing and fleet management companies  

> Opportunity for FMCs to provide clients with customized vehicles as a one-stop shop to increase convenience and strengthen customer relationships 
> Opportunity to offer a new form of financing for customization (within the lease fee) in exchange for fully integrated customization 

1) Ratio applies to selected market players 

Different setups  
for customization 

Status quo on 
customer behavior 

Future outlook for 
customer behavior 

1. In the series production line 
Customization performed within the 
manufacturing line  

2. In a separate area (in or near the plant) 
Vehicle customized at dedicated areas outside 
the production line, but near or within the plant 

3. In a dedicated customization center 
Chassis are shipped from plants to conversion 
center where customization activity is performed 

OEM 

Vehicle body builder 

4. Externally by vehicle body builder 
Vehicle customization realized by vehicle 
body builders at their premises 

Standard  
configuration order 

Customized  
configuration orders 

~40%1) 

~60%1) 

> Customer is only in contact  
with dealer  

> Standard superstructures  
are mounted on chassis cab at the OEM 

> Single-invoice transaction to the end customer 

> Dealer coordinates transform. 
process via OEM and body builder 

> OEM delivers chassis to  
vehicle body builder who manufactures 
superstructure in parallel  

> Dual-invoice transaction  

Customers are willing to pay more 
for a vehicle customized by a 
single source 

Customers, especially SMEs, are 
increasingly asking for customization 
solutions to fit their individual needs 

Customers are looking for 
different ways and forms of 
financing 

A Automotive trends – LCV customization 
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B. Car-as-a-Service 
market development 
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The overall market outlook for the European CaaS market for 
passenger vehicles (PV) is very promising 

Source: Roland Berger 

Car-as-a-Service for passenger vehicles 

In Europe, incumbent market leaders catering to the corporate segment are well positioned vis-à-vis new entrants 
as most of the markets are mature with high entry barriers; however, the battle for market share in the SME and 
emerging market segments will be ongoing 

The expected growth in volume and value is fueled by a two-fold dynamic of the traditional (corporates and SMEs) 
and emerging (private customers and mobility providers) customer segments who seek full-service leasing 
packages to optimize total cost of vehicle usage and to cover a lack of expertise in fleet management 

Although both segments are expected to drive growth, the traditional segments are expected to grow at a slower 
pace than the emerging segments, which are expected to experience a significant increase in CaaS penetration 

In total, the CaaS market for passenger vehicles in the EU-181) countries will grow steadily at ~5.0% p.a. until 2025, 
amounting to EUR ~86 bn. This growth is accompanied by an increase of the CaaS penetration in the car parc, 
which will lead to a total CaaS car parc of ~15 m passenger vehicles in 2025 

As captives and bank affiliates start adapting their business models toward multi-brand, full-service offerings, 
FMCs should cater their strategies to individual customer segments and consider different market environments 

1) Including Austria, Belgium, the Czech Republic, Denmark, France, Finland, Germany, Greece, Hungary, Italy, the Netherlands, Norway, Poland, Portugal, Spain, Sweden, Switzerland 
and the UK  

Overall, the European CaaS market for passenger vehicles is expected to outpace mobility demand as well as new 
car sales due to an expected shift toward CaaS solutions (continuous growth for last 50 years) 

B Passenger vehicle development in EU-18 
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Companies in various industries have already successfully 
transitioned from selling products to providing "product-as-a-service" 

Product- 
as-a- 

service 

Air compressors 
Pay per cubic meter of air 
(air-as-a-service) 

Software 
Subscription for access to 
cloud-based software-as-
a-service 

Chemical cleaning 
equipment 
Leasing of chemical 
cleaning machines 

Industrial robots 
Rental of used 
industrial robots 

Airplane engines 
Pay per use  
(i.e. flight hours) 

Medical technology 
Leasing and service of 
medical equipment 

Movies 
Subscription for 

unlimited access to 
films and television 

series 

Car 
Pay per minute 

Music 
Subscription for unlimited 

access to music 

Washing machines 
Home-installed washing 

machines for monthly base 
fee + usage-based charge 

Data storage 
Subscription for 

data storage 

Bicycles 
Pay per minute 

B2C B2B 

I A Trend toward subscription economy B 

Source: Interviews with market experts; Trade press 

Examples of service transformation 

https://www.google.com.my/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&ved=0ahUKEwjc4vHr8qzVAhVQYlAKHTJ2AmYQjRwIBw&url=https://www.brandsoftheworld.com/logo/spotify-2014&psig=AFQjCNHerPtx6J9i2LcIsivVogsw73BTjg&ust=1501362912284339
https://www.google.com.my/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&ved=0ahUKEwi-pdH38qzVAhXOZVAKHSdgDKwQjRwIBw&url=http://www.dafont.com/forum/read/193000/new-netflix-logo-font&psig=AFQjCNEBDasBaGoCN8wPLkiWts5RbHXn1g&ust=1501362937303472
https://www.google.com.my/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&ved=0ahUKEwjiwrqD86zVAhVMJVAKHfQ0D0YQjRwIBw&url=http://seeklogo.com/free-vector-logos/dropbox&psig=AFQjCNExRCHL3BR0TjExyZ1JYFQgc0nemg&ust=1501362961713565
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Evolution of the mobility industry toward a service focus is evident 
from the current mobility service business models  

Optional services Fixed services Service not provided by service provider 

Full purchase only 

Pay per use (of vehicle) 

S
er

vi
ce

s 
o

ff
er

ed
 b

y 
C

aa
S

 p
ro

vi
d

er
 

Finan-
cial 
services 

OEM 

After- 
sales 

Opera- 
tions 

Driver 

Fuel 

Garage 

Consumables 

Maintenance & repair 

Vehicle 

Cleaning/washing 

Parking 

Insurance 

Resale price 

Financing 

Taxes 

Trip rating 

(Pre/ 
post) 
usage 

Trip customization 

Use of time offers1) 

Payment flexibility 

Complete product/service integration 

10 

Ride hailing Robocab 

11 

Business models (selected) Product & service separately 

1 4 5 6 7 8 9 

Outright 
purchase 

Financial 
leasing2) 

Operational  
leasing3) 

Car  
rental 

Car  
sharing 

Car pooling Conven-
tional taxi 

2 

Fleet man-
agement  

3 

PCP 

I A Trend toward subscription economy B 

Service spectrum of existing CaaS models – High-level overview 

1) For example mobile office, sleep wagon; 2) Financial leasing with extended services considered as CaaS; 3) Considered as CaaS 

Source: Interviews with market participants 
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The increasing demand for mobility solutions in Europe is expected 
to have a positive effect on the CaaS market  

6.7 

2025 

4% 

77% 

19% 

2020 

6.3 

5% 

6.5 

76% 

19% 

2022 

74% 

7% 

2014 

2% 

19% 

80% 

19% 

2016 

6.0 

2% 

6.2 

79% 

19% 

2018 

81% 

2010 

5.8 

1% 

18% 

80% 

18% 

2012 

5.7 

2% 

5.8 

80% 81% 

1% 

2006 

5.7 

1% 

18% 

80% 

18% 

2008 

5.8 

1% 

5.4 

18% 

2000 

81% 

1% 

2002 

5.5 

1% 

18% 

81% 

18% 

2004 

5.7 

1% 

19% 

80% 

19% 

2024 

6.6 

9% 

72% 

Shared car Public transport Exclusive car 

1.3% 

21.9% 

0.2% 

0.8% 

1.4% 

0.7% 

1.3% 0.7% 

Source: OECD; European Commission; Interviews with market participants; Profit pool analysis (RB Study 2016) 

I A Mobility demand development B 

Development of mobility demand by transport mode (EU-28), 2000-25 [trillion pass. km] 

CAGR  
 '16-'25  

CAGR  
 '00-'16 
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The European PV CaaS market is growing faster than mobility 
demand and new car sales due to a rise of new customer segments 

> The most important 
driver of the CaaS 
market is the overall 
trend toward the 
increasing number of 
services associated with 
cars, reflected in the 
growing penetration of 
CaaS units in the overall 
market 

> Overall growth in 
demand for mobility 
solutions contributing to 
the positive development 
of the CaaS market 

> Total new vehicle sales 
and size of the car parc 
have limited impact on 
CaaS market 
development 

I A Mobility demand development B 

Index vs. 2016 [2016 value set as 1] 

2025 

0.9 

1.5 

1.6 

2016 

1.0 

1.1 

2020 

1.2 

1.3 

1.4 

CaaS market [# vehicles] Car parc [# vehicles] New vehicle sales [# vehicles] 

4.4% 

0.0% 

0.5% 

Overview of CaaS market drivers (EU-18), 2016-2025 

Source: Oxford Economics; OECD; European Commission; IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 

CAGR  
'16-'25 
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In total, the PV market in EU-18 countries amounted to EUR ~56 bn 
in 2016, mainly driven by the core EU-61) countries 

2024 2022 2020 2018 2016 2014 2012 2010 2008 2006 2004 2002 

71.2 

70.8 

2000 

65.1 

15.4 

65.0 

52.6 

13.4 

14.6 

57.8 

12.5 

48.6 

11.7 

44.6 

10.9 

40.3 

10.1 

38.0 

9.7 

35.8 

9.2 

32.1 

8.2 

28.0 

7.2 

24.6 

6.4 

21.7 

5.7 

2025 

5.1 

55.5 
60.4 

86.3 

79.6 

50.4 

19.0 

45.0 
40.4 

35.3 
31.0 

27.4 
24.2 

47.7 

Historical Forecast 

CaaS market value EU-6 CaaS market value EU-122) 

5.5% 

4.8% 

5.3% 

5.3% 

3.9% 

5.0% 

CaaS market value (EU-18), 2000-2025 [EUR bn]  

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 

> Growth of CaaS in the EU-18 is 
mainly driven by: 

– Broader CaaS offering 
Evolution of the mobility 
industry from a purely product 
focus to a service focus, 
including a range of adjacent 
services, makes leasing more 
attractive 

– Demand for outsourcing 
There is an increasing trend 
toward outsourcing, 
especially among corporates, 
in order to avoid the hassle 
associated with having to 
maintain a fleet 

– Regulation  
Increasing environmental 
(tax) regulations are causing 
car ownership to be less 
(financially) attractive 

I A Overall market development in EU-18 B 

CAGR  
 '16-25  

CAGR  
 '00-'16 

1) Including France, Germany, Italy, Spain, Netherlands, the UK; 2) Including Austria, Belgium, the Czech Republic, Denmark, Finland, Greece, Hungary, Norway, Poland, Portugal, 
Sweden, Switzerland 
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5.1% 5.3% 6.4% 

7.2% 5.7% 4.3% 

France Germany UK 

Spain Netherlands Italy 

Within the EU-6 markets, Spain and France show the highest 
growth rates until 2025 for passenger vehicles 
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Passenger vehicle CaaS market, total by country (EU-6), 2000-2025 [EUR bn]  

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 
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In terms of volume, the PV car parc managed by CaaS providers in 
EU-18 countries is expected to comprise ~15 m units in 2025 
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0.9 

2002 
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2000 
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CaaS car parc EU-6 CaaS car parc EU-12 

5.3% 

4.3% 

5.2% 

4.5% 

4.6% 

4.4% 

Passenger vehicles car parc (EU-18), 2000-2025 [m units]  

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 

I A Overall market development in EU-18 B 
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The underlying CaaS car parc is also projected to show strong 
growth across all EU-6 markets 

I A Overall market development in EU-18 B 

Passenger vehicle CaaS in car parc (EU-6), 2000-2025 [m units]  

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 
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The expected growth in the PV CaaS market is mainly driven by 
new emerging customer segments 

Corporate Mobility providers Private SME 

6.4% 9.7% 

7.4% 8.7% 

51.2% 21.3% 

1.8% 3.7% 

5.0% 5.3% 

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 

CaaS market development by key customer segments (EU-18), 2000-2025 [EUR bn] 

I A Market development by customer segment in EU-18 B 

Historical Forecast > CaaS is typically a local 
market except for the largest 
corporate clients which 
require services across 
multiple countries 

> Expected increase through 
2025 is primarily driven by: 

– Increasing adoption by 
private customers 

– Emergence of new 
mobility providers, which 
in turn will look for full-
service leasing packages 
for asset lifecycle 
management due to lack 
of expertise in fleet 
management 

– SMEs are expected to 
grow in terms of absolute 
numbers through 2025, 
gaining market share from 
corporate customers 

CAGR  
 '16-25  

CAGR  
 '00-'16 
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66% 51% 
24% 28% 

0% 
5-10% 9% 13% 

Traditional customer segments continue to grow, yet at a slow pace 
– Highest increase in CaaS from new segments 

CAGR '00-'16 CAGR '16-'25 

1.8% 3.8% 

Traditional customer segments New customer segments 

19 

’14 

37% 

19 19 

’16 ’18 

39% 

19 19 

’20 

20 

’22 

20 

’24 

41% 

’25 

24% 

’00 

16 

27% 

16 

’02 ’04 

17 

29% 

17 

’06 ’08 

18 

33% 

18 

’10 ’12 

19 

6.5% 10.4% 

29% 

’24 

15 

’25 

15 
6% 

10 10 

’00 ’02 

8% 

11 11 

’04 ’06 

10% 

12 12 

’08 

14% 

’10 

14 

’22 

13 

’20 ’12 

14 

’18 

13 

23% 

’14 ’16 

14 

19% 

13 

45.1% 21.0% 

’00 

1 
0% 

’02 

1 1 
0% 

’06 

1 

’04 

2 
0% 

’10 

2 

’08 

2 
1% 

’14 

2 

’12 

2 
1% 

’18 

3 

’16 

3 
4% 

’22 

4 

’20 ’24 

5 

’25 

6 

15% 

8.5% 8.4% 

0% 

’00 

169 

’02 

176 
182 
0% 

’06 

189 

’04 

196 
0% 

’10 

200 

’08 

204 
0% 

’14 

207 

’12 

211 
0% 

’18 

213 

’16 

215 
1% 

’22 

216 

’20 ’24 

217 

’25 

217 
1% 

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 

CaaS penetration in overall car parc (EU-18), by customer segment, 2000-25 [m units,%] 

Corporates SMEs Mobility providers1) Private customers 

CAGR '00-'16 CAGR '16-'25 CAGR '00-'16 CAGR '16-'25 CAGR '00-'16 CAGR '16-'25 

1) Depending on extent of growth of new mobility concepts 

I A Market development by customer segment in EU-18 B 

Share in total CaaS market value 2016 Share in total CaaS market value 2025 
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Ownership 

Product origin 

Distribution  
network 

Examples 

Main customer  
focus 

Independents OEM "captives" 1 Bank affiliates 

Own (at least majority of) shares OEMs Financial group  

(e.g. subsidiary of bank) 

Lease as a service for the 

customer 

Lease as an enabler for car sale Lease as diversification of  

banking product  

Own sales organization and 

partnerships 

Brand dealer network Banking network (cross-selling) 

2 3 

SMEs and corporates Private and SMEs SMEs and corporates 

Mono brand Multi brand 

There are three different categories of players serving the CaaS 
market 

Characteristics of traditional competitor categories 

Source: Company websites; Annual reports; Interviews with market participants 

I B Competitor categories and developments B 
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The competitive landscape is versatile, with players targeting 
different customers and trying to capture parts of the value chain 

CaaS value chain1) 

Source: Company information; Interviews with market participants 

I B Competitor categories and developments B 

Sources of cars Customer 

Indicative with selected examples 

End user 

Primary channel Secondary channel Channels include online and offline 

Direct B2B fleet business/outright purchase 

Car-as-a-Service  
Consolidation of players expected 

Captives 

Indep. FMCs 

Corporates 

SMEs 

Ride-hailing 
drivers 

Mobility 
providers 

Private 
customers 

Employees 

etc. 

1) Excluding virtual marketplaces 

Outright purchase 

OEM 

Bank affiliates 

… 

… 

… 

Wholesaler Retailer 

etc. 
etc. 
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Multi-brand, full-service leasing 

Yet over time, players in all three categories have moved from their 
different initial positions toward multi-brand, full-service leasing  

Multi-  
brand 

Mono- 
brand 

Financing Full-service leasing 

OEM captive Bank affiliate Independent lease company Historical position 

Lease + additional services 

Source: Interviews with market participants 

Historical development of competitor categories (incl. examples) 

I B Competitor categories and developments B 
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The major European players are active globally but differ in size and 
geographic and customer focus 

Global fleet size of major European FMCs1) 

Source: Annual reports; Capital IQ; Investopedia 

1) In terms of vehicles worldwide 

Company type 

Independent 
players 1.7 

1.0 

0.6 

1.4 

1.4 

0.4 

Bank affiliates Independents OEM "captives" 

OEM "captives" 

Bank affiliates 

Global fleet size 2016 [m units] 

I B Competitor categories and developments B 
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The European CaaS market is led by the five major players serving 
~45% of the market – LP, Arval and ALD are currently leading 

11% 

8% 

12% 

3% 

11% 
55% 

Alphabet 

Athlon 

ALD Other 

Arval LeasePlan 

9% 

EU-12 Spain Italy 

16% 

France 

6% 
11% 

Nether- 
lands 

16% 

21% 

Germany 

20% 

7.8 

UK Total EU 
Fleet 

market 

33% 39% 58% 59% 

45% 

Operational lease market PV (EU-18), 2016 

Market share selected 5 competitors  

Operational lease market shares in EU-18 [%] Operational lease corporate fleet size [m units] 

Market share others 

72% 61% 51% 

I B Competition within the CaaS market B 

Source: Frost and Sullivan; Fleet Europe; Interviews with market participants 
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The major European captives mainly focus on offering financial 
leases B2C – Different to the approach of FMCs to date 

Business 

Key figures 

Sales 
channels 

> Revenue:  
EUR ~14.7 bn 

> Fleet size: 
~1,350,000 

> # countries: 51 
> Owner: VW (100%) 

> Own online and 
offline retail network 

> Revenue:  
EUR ~1.5 bn 

> Fleet size: 
~700,000 

> # countries: 36 
> Owner: Renault 

> B2B via auction 
websites, and 
offline retail via 
dealerships 

> Revenue:  
EUR ~1.4 bn 

> Fleet size: 
~400,000 

> # countries: 18 
> Owner: PSA  

> B2B via 
wholesalers; B2C 
through its own 
online and offline 
retail network; C2C 
sales through virtual 
marketplaces 

> Revenue:  
EUR ~0.8 bn 

> Fleet size: 
~125,000 

> # countries: 18 
> Owner: FCA, Crédit 

Agricole 

2) 

> B2B sales through 
its own virtual 
marketplace Clickar 
and B2C via Clickar 
stores 

> Revenue:  
EUR ~20.7 bn 

> Fleet size: 
~850,000 

> # countries: 40 
> Owner: Daimler 

> B2C and B2B via its 
own online and 
offline retail network 

> Rather high share of B2C business (~55-75%) compared to B2B business (~25-45%) B2C vs B2B 

> Financing, leasing, fleet management, insurance and mobility services (e.g. rental, car sharing) 
– Increasing but relatively low share of operating leases in EU-6 countries (ranges between ~20% and 40%) – main focus on financial 

leases 
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I B Competition within the CaaS market B 

Overview of key European captives and their activities (2016) 

1) 

Source: Company information; Interviews with market participants 

1) Partnership between Santander and PSA Banque led to a strong decrease in PSA workforce; 2) FCA operates mainly through leases 
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The competitive landscape in EU-12 countries varies greatly within 
geographies but most markets are mainly led by FMCs 

Key findings on competitive landscape (EU-12) 

I B Competition within the CaaS market B 

Within the Northern European countries, as well as in Austria, Switzerland and 
Belgium, the CaaS markets are relatively mature and consolidated 

In those markets, captives are rarely present (except for VWFS), and the 
main opportunities for FMCs are in the SME and private segment 

In the Northern European countries, the markets are effectively closed due 
to unfavorable tax regulations, and mainly led by FMCs and local banks 

The Eastern European markets by contrast are very open markets with few 
laws regarding CaaS. Consolidation is already occurring, however, driven by 
OEMs joining those markets due to the comparatively low entry barriers 

Portugal and Greece are still recovering from the economic crisis and 
therefore with regard to CaaS are still at a relatively immature stage 

Those two markets are easy to enter and mainly led by FMCs, as captives 
are not able to compete on price – it is not a very attractive CaaS market at 
the current time 

Source: Company information; Interviews with market participants; Frost & Sullivan; Fleet Europe 
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From a customer and business perspective, success is particularly 
determined by customer support and the distribution network 

Key success factors for B2B PV CaaS 

I B Positioning of market players and key success factors B 

Key success 
factors Description 

Range of OEM brands and car 
models offered for leasing 

Reputation of leasing provider 
as trustworthy and transparent 
service partner 

Speed/quality/convenience of 
supporting fleet managers in 
day-to-day management and ad 
hoc handling of drivers' 
problems 

Customer perspective 

Competitive pricing on leasing 
quotes, both concerning car and 
service fees 

Price 

Scope of services offered for 
ensuring operability of cars 

Service 
portfolio 

Customer 
support 

Reputation 

Car 
portfolio 

Importance 

Global 
reach 

Global network of sales and 
service points as well as 
customer support organizations 

Mainte-
nance/ 
supplier 
network 

Density and quality of 
partner outlets for service 
and repair 

Service 
digiti-
zation 

Digitized functionalities to 
support users and fleet 
managers, e.g. emergency apps 
or analysis tools for fleet data 

Distribu-
tion 
network 

Density and accessibility of 
sales network/organization 

Economies 
of scale 

Procurement leverage and 
operational synergies as a 
function of fleet size 

Business perspective 

Source: Interviews with market participants 

Key success 
factors Description Importance 

Low importance High importance 

Indicative 
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In contrast to the developments in the PV CaaS market, expected growth in the light commercial vehicle CaaS market 
is mainly driven by traditional customer segments due to a further shift toward outsourcing of fleets and a strong 
TCO orientation 

Within the traditional customer segments of LCVs, which continue to grow at a slightly higher pace than the PV 
market, SME expansion is the major growth driver, making up ~50% of the total LCV CaaS market in 2025 

Overall, expectations for growth in the CaaS market for light commercial vehicles in the EU-6 countries are similar to 
the passenger vehicle market: for the former, steady growth at ~5.8% p.a. until 2025 amounting to EUR ~21 bn, 
which is less than a third the size of the respective PV CaaS market. The growth is also accompanied by an increase 
of CaaS penetration in the car parc, which is projected to lead to a total LCV CaaS car parc of ~4 m LCVs in 2025 

In contrast to the PV CaaS market, the LCV market in EU-6 countries is still very fragmented and a wider variety of 
players compete. Overall, the leading players from the PV market also control majority shares in the LCV market 

One notable difference is that the development of LCV sales within the long-term LCV car parc correlates strongly 
with GDP development as well as with the number of SMEs 

Light commercial vehicle (LCV) CaaS market differs fundamentally 
from the PV market, however growth rates are similar 

Source: Roland Berger 

Car-as-a-Service for light commercial vehicles 

1) Including France, Germany, Italy, the Netherlands, Spain and the UK 

The LCV market in the EU-61) countries differs fundamentally from the passenger vehicle market in terms of size, 
customer segment mix and purpose of use of the vehicles 

B LCV development in EU-6 
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100% 

59% 

41% 

Light commercial vehicles 

> Business purposes 

> Enable workforce and equipment to reach workplace  
for employers 

> Transportation of passengers 

> Total cost of ownership 

Passenger vehicles 

> Individual mobility 

> Individual business purposes 

> Individual fulfillment 

> Reputation 

Vehicle 
parc  

Customer 
segmen-
tation 

Purchas-
ing criteria 

20 m PVs 20 m LCVs 

1% 85% 14% 

Mobility providers Private Corporates 

The LCV market differs fundamentally from the PV market 

177 m 
vehicles 

20 m vehicles 

100% 

21% 

79% 

1% 

49% 50% 

SME 
10 m 

Corporates
15 m 

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 

Key differences between the PV (EU-6) and the LCV markets (EU-6) 

SME 
8 m 

Corporates 
2 m 

II A Differences between LCV and PV and core drivers of LCV B 
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LCV sales correlate strongly with the number of SMEs and with GDP 
development – Both variables currently display a positive outlook 

0 

2024 2025 2022 

1.1 

2018 2010 2008 2016 2014 2020 

1.0 

2012 

1.2 

LCV sales [# vehicles] GDP development SME enterprises [# of SMEs] 

Index vs. 2000 [2008 value set as 1] 

Overview of LCV sales and macroeconomic factors development (EU-6) 

Source: SBA fact sheets and country specific reports – European Commission; IHS; Oxford Economics 

> The growth in SMEs 
positively affects LCV 
sales growth 

> Whereas economic 
downturns are directly 
reflected in GDP and LCV 
sales, SMEs are affected 
only after a certain period 
of time  

> Moreover, the impact of 
economic developments on 
the number of SMEs is not 
as strong as on LCV sales 

 

II A Differences between LCV and PV and core drivers of LCV B 
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The LCV CaaS market is projected to grow faster than both mobility 
demand and new car sales, similar to the PV CaaS market 

2025 2020 

1.1 

1.0 

1.4 

0.9 

2016 

1.2 

1.3 

1.5 

1.6 

New LCV sales [# vehicles] LCV CaaS market [# vehicles] Car parc [# vehicles] 

Selected drivers of LCV CaaS market (EU-6), 2016-2025 

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 

II A Differences between LCV and PV and core drivers of LCV B 

Index vs. 2016 [2016 value set as 1] > The most important driver of the 
CaaS market is the overall trend 
toward the increasing number of 
services associated with 
vehicles, reflected in the growing 
penetration of CaaS units in the 
overall market 

> Overall growth in last-mile 
logistics needs and innovative 
"logistics-as-a-service" trends 
contribute to the positive 
development of the LCV CaaS 
market 

> Total size of car parc has a 
strong impact on CaaS market 
development – new vehicle sales 
will have only a small impact on 
CaaS development in the future 

> Overall, leasing duration in some 
markets is longer in the LCV 
market than it is for PVs 

5.1% 

0.3% 

1.6% 

CAGR  
'16-'25 
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The LCV CaaS market in EU-6 countries amounted to EUR ~12 bn 
in 2016, which is less than a third the size of the PV CaaS market 

2025 

17.3 

2024 2022 

15.7 

20.5 

19.3 

2018 2020 

12.4 

8.9 

2016 2014 2012 

9.5 

14.2 

2008 2006 

8.4 
9.5 

10.4 

2010 

7.4 

2000 2002 

7.9 

2004 

6.9 

Historical Forecast 

CaaS market value LCV 

3.7% 5.8% 

CaaS market value (EU-6), 2000-2025 [EUR bn]  

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 

II A Overall market development of LCV in EU-6 B 

CAGR  
 '16-25  

CAGR  
 '00-'16 

> LCVs are the largest segment 
within the commercial vehicles 
industry, with sales of ~1.5 m 
vehicles in 2016 accounting for 
~85% of total CV sales in EU-6 
countries 

> The LCV CaaS car parc is led by 
corporate customers (~87%)  

> LCVs are also expected to 
outperform the PV car market 
value by ~0.5% in terms of 
growth rate in 2016-2025 
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3.6% 6.6% 3.8% 

5.5% 3.4% 3.8% 

France Germany UK 

Spain Netherlands Italy 

Similar to the EU-6 PV CaaS market, the LCV market is projected to 
show steady growth across all markets through 2025 

II A Overall market development of LCV in EU-6 B 

LCV CaaS market, total by country, 2000-2025 [EUR bn]  

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 
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In terms of volume, the LCV car parc in EU-6 countries is expected 
to comprise ~4 m units in 2025 

2.9 

2018 
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2016 
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2012 
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2006 
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2025 
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2024 
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2022 

3.1 

2020 2004 

1.4 

2002 2000 

1.3 1.4 

CaaS LCV car parc EU-6 

CaaS distribution in LCV car parc (EU-6), 2000-2025 [m units]  

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 

II A Overall market development of LCV in EU-6 B 

3.6% 5.1% 

Historical Forecast CAGR  
 '16-25  

CAGR  
 '00-'16 
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As for PV CaaS, strong growth is projected in the underlying LCV 
car parc across the EU-6 markets 

II A Overall market development of LCV in EU-6 B 

CaaS distribution in LCV car parc (EU-6), 2000-2025 [m units]  

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 
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In contrast to the developments in the PV CaaS market, LCV growth 
is mainly driven by traditional customer segments 

LCV CaaS market development by key customer segment (EU-6), 2000-2025 [EUR bn] 

Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 
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II A Market development by customer segment in EU-6 B 
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> The overall LCV CaaS market for 
EU-6 countries is expected to 
continue to increase through 
2025, primarily driven by: 

– Strong TCO orientation within 
the corporate segment 

– Further shift toward out-
sourcing of fleets within the 
corporate segment 

– SMEs are increasing their 
focus on CaaS due to 
connectivity solutions and 
increasingly transparent 
outsourcing options 
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In traditional segments, which continue to grow slightly faster than 
new segments, SME expansion is the major growth driver 
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0% <1% 13% 5-15% 
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Source: IHS; Frost & Sullivan; Profit pool analysis (RB Study 2016); Interviews with market participants 

1) Depending on extent of growth of new mobility concepts 

LCV CaaS penetration in overall car parc by cust. segment (EU-6), 2000-25 [m units,%] 
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In the LCV CaaS market, a wider variety of players compete but 
leading players from the PV market control majority shares  

Direct competition by offering LCV leasing Indirect competition by offering substitutes to LCV leasing 
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Overview – Categories in LCV leasing and market shares 

Market shares in EU-6 by category [%] 

Indicative 

II B Competitor categories and developments within LCV B 

Source: Interviews with market participants 
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The LCV CaaS market within the traditional categories is still very 
fragmented 

16% 24% 22% 40% 37% 64% 

II B Competition within the LCV CaaS market B 

Source: Frost and Sullivan; Fleet Europe; Interviews with market participants 

1) Only operational lease, no CaaS financial lease included 

Operational lease market LCV (EU-6), 2016 
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Key competencies of LCV CaaS providers must be configured to 
increase fleet efficiency and ensure vehicle uptime 

Key success factors for B2B LCV CaaS Indicative 

Source: Interviews with market participants 

II B B Positioning of market players and key success factors 

Key success 
factors Description 

Range of OEM brands and car 
models offered for leasing 

Reputation of leasing provider 
as trustworthy and transparent 
service partner 

Speed/quality/convenience of 
supporting fleet managers in day-
to-day management and ad hoc 
handling of drivers' problems 

Customer perspective 

Scope of services offered for 
ensuring operability of cars 
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portfolio 

Competitive pricing on leasing 
quotes, concerning both car and 
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support 
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Business perspective 
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C. Used cars market 
development 
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The used car PV market is as large as the CaaS PV market and is 
expected to grow in volume at ~4% p.a. until 2020 

Source: Roland Berger 

Used passenger vehicles 

C Passenger vehicle development in EU-18 

The EU-18 3-4-year-old used car market was valued at EUR ~62 bn in 2016 and shows a relatively stable market 
development overall, with volumes being mainly driven by new car volumes and RVs developing stably over time 

The volume of 3-4-year-old cars is expected to grow by 4.2% p.a. in the period 2016-2020, with stable short-term 
residual value outlooks. Different maturities regarding leasing penetration rates across countries offer growth 
opportunities for FMCs 

Diesel residual values are exposed to potential regulatory action, but the impact on 3-4-year-old diesel cars for 
FMCs is expected to be limited as regulations are mainly local and focused on older diesel vehicles and FMCs' 
fleets are renewed every three to four years. Increasing electric vehicle penetration is expected to have only a 
minor impact on the 3-4-year-old used car market until 2025 

Key recent developments in the used car market include forward integration and digitization. FMCs are 
increasingly forward integrating in the used car value chain by shifting toward direct B2C sales to improve profit 
margins, complementing online sales with physical retail stores. The digitization of the customer journey has also 
driven the emergence of multiple new digital players in the market 

Additionally, FMCs are increasingly exploring additional profit pools by exploiting cross-country arbitrage potential, 
engaging in used car leasing and offering ancillary services 
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The 3-4-year-old car market in EU-18 countries shows a relatively 
stable market development in recent years 
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France Germany UK 

Spain Netherlands Italy 

German and French markets are particularly stable over time, while 
those in the UK, Italy and Spain show susceptibility to different crises 

Market development of 3-4-year-old PVs by country [EUR m] 

Overall market development I A C 
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Market drivers for used cars 

Young used car volumes are mainly driven by new car volumes, 
while car parc size and retention periods drive the overall market 
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3-year-old PV volumes at t = 0 vs. new PV volumes at t = -3 (EU-6) [%] 

Example: New PV and 3-year-old PV volumes (EU-6) [m units] 

New car volumes directly impact the supply of cars in the 
used car market, especially in the younger age segments  

1 

1 

Retention periods determine when a car is sold for the 
first time on the used car market (younger age segments) 
and the number of times a vehicle is sold over its lifetime 
(older age segments) 

2 

In the long term, the improving quality of cars positively 
impacts the lifecycle of vehicles and total car parc size, 
which fuels used car volumes in the older vehicle age 
segments 

3 

I A Overall market development C 

Used car 
volumes 

New car 
volumes 

1 

  Retention 
periods 

2 

Quality  
of cars 

3 

Car parc  
size 

3 

1) Anomaly due to the introduction of scrappage schemes in all EU-6 countries to stimulate new car sales during the crisis 
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Supply of 3-4-year-old cars has been limited due to decreasing new 
car sales, but is expected to grow again by 4.2% p.a. until 2020 
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Market volume development of the 3-4-year-old used PV market, EU-18 [m units] 

Forecast 

Volume development I A C 

EU-12 EU-6 

+3.7% 

+5.8% 

4.2% 

-1.2% 

-0.5% 

-1.0% 

Historical CAGR  
 '16-'20  

CAGR  
 '12-'16 

> Declining new car sales 
in the years following 
the financial and euro 
crisis resulted in a 
limited supply of 3-4-
year-old cars in the 
used car market (-1.0% 
p.a. from 2012-2016) 

> Strong recovery of new 
car volumes from 2013 
onwards is expected to 
drive supply of 3-4-year-
old cars by 4.2% p.a. 
(2016-2020) in EU-18 
countries 
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This growth is mainly driven by the UK in the EU-6, with Italy and 
Spain also displaying an outlook of potential strong volume growth 

Source: IHS; Ministère de la Transition écologique et solidaire; CCFA; Interviews with market participants 

Market volume development of the 3-4-year-old used PV market by country ['000 units] 

Volume development I A C 
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> In line with recent historical 
developments, the overall short-term 
outlook for RVs in the EU-18 is stable 

– Although supply is expected to increase, 
this is not believed to result in price 
pressure due to oversupply as 2016 new 
car volumes are still well below 2007 pre-
crisis levels in most EU-18 countries  
(-12% in EU-18 excl. UK) 

> Specific local market developments do 
entail some downside risks, however 

– Strong increase in supply and uncertain 
economic outlook result in a downward RV 
outlook for the UK 

– Diesel concerns and the associated 
regulatory risks result in a downward 
outlook for diesel vehicle RVs in Germany  

Overall, the development of residual values in EU-18 countries has 
been stable over time and the same goes for the short-term outlook 

Source: Autovista; IHS; Interviews with market participants 

Residual value development I A C 

Residual value development for 3-4-year-old cars (EU-18)1) 

Short-term relative RV outlook 
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1) RV development for Norway, Sweden, Finland, Denmark and Greece estimated based on RV development in Germany and Spain, corrected by average price differences 
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France1) Germany UK 

Spain Netherlands Italy 

With the exception of some distortions during the crisis, overall 
development of relative RVs has been stable across largest markets 

Source: Autovista; IHS; Interviews with market participants 

Development of relative RVs of 3-4-year-old used PVs by country [%] 

Residual value development I A C 
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Increasing penetration of electric vehicles is expected to have only a 
minor impact on the 3-4-year-old car market until 2025 
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Battery technology 
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EV residual value drivers 

Risk mitigating measures 
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battery warranty of ~8 years 
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Impact of electric vehicle penetration on 3-4-year-old cars 

Source: Autovista; EC; EEA; IHS; Company information (OEMs); Interviews with market participants 

EV penetration in new car sales EV residual value development 

Residual value development I A C 

Cylindrical Prismatic Pouch 

Battery technology focus per OEM/captive 

12% 
24% 

1% 

New PV and LCV volumes by propulsion (EU-28) Absolute RV development (EU-6) [EUR '000]1) 

1) Data only available from 2014/2015 as EV new car sales did not gain critical mass before 2010/2011 

3-year-old cars 4-year-old cars 
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Residual values of diesel vehicles are exposed to potential regulatory 
action – However, impact is expected to vary depending on car age 

Impact of diesel concerns on 3-4-year-old cars 

Source: EEA; EC; Trade press; Interviews with market participants 

Residual value development I A C 

1) (Ultra) Low Emission Zone 
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Future regulations Current regulations 

> On a national level, mainly long-term regulatory actions have been 

announced to meet Paris climate accord targets (e.g. only 

allowing the sale of zero-emission cars in 20-25 years) 

> On a regional/local level, low-emission zones have been imposed, 

e.g. imposing restrictions on vehicles based on Euro norms 

– However, impact on 3-4-year-old cars is expected to be limited 

as the majority of low-emission zones affect Euro 4 diesel cars 

and older, while the majority of today's 3-4-year-old diesel cars 

are Euro 6 vehicles 

– Following 'Dieselgate', stricter test conditions have been 

introduced which have led to the introduction of Euro 6c and 

Euro6d-TEMP since September 2017. Vehicles that already 

comply with Euro 6d-TEMP emission test conditions offer the 

greatest security in the longer term 

– There will be 5 and 1 additional LEZs, respectively, introduced 

for Euro 5 and 6 by 2020, with 5 additional Euro 6 LEZs to be 

introduced by 2028 

> As FMCs' fleets typically only consist of latest models and renew 

their fleet every three to four years, the impact of diesel is 

expected to be less for FMCs than for the overall market 

July '92 Jan '96 Jan '00 Jan '05 Sep '09 Sep '14 

(U)LEZs1) for PVs and LCVs by Diesel Euro norm [#] 
and  time of Euro norm introduction [month/year] 

Majority of  
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Historical absolute diesel RVs are stable and increasing – Short-
term relative RV outlook for diesel cars differs across countries 

3-year-old cars 4-year-old cars 
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Residual value development for 3-4-year-old diesel cars 
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to media impact 

Technical advancements: 
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Development speed of 
mobility alternatives (e.g., 
Robocabs) 

Diesel residual value drivers Diesel residual value development Potential impact of regulatory actions 
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Source: EEA; EC; IHS; Autovista; Trade press; Interviews with market participants 

Residual value development I A C 
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The used car market is rather complex, with various players trying to 
capture their share in the value chain via multiple channels 

Primary sales channel Secondary sales channel 

Sources of 
used cars 

Retailer Virtual 
marketplace 

Used car 
customer 

Private 
customer 

E D 

Authorized 
dealer 

Indepen-
dent dealer 

Mobility service 
provider/ 
corporation 

FMC A 

Wholesaler C 

Traditional 
player 

New digital 
player 

Auction 
website 

B 

Blending into one player1) 

Used car value chain Selected examples of market players 

Overview of the used car market value chain I B C 

Traditional 
role 

Shift toward B2C sales, 
bypassing 
intermediaries to 
improve profit margins 

New role 

Car leasing with multiple 
channels to address 
several B2B and B2C 
customers 

A 

Quick and hassle-free used 
car disposal for companies 
with large car fleets and 
partly for private persons 

New white label auction 
websites and services, 
e.g. logistics, storage, 
overhaul and consulting  

B 

Wholesalers buy from 
auctions and sell to 
retailers 

Wholesalers focusing 
solely on B2B rarely exist 
anymore – all large players 
also operate retail 
businesses  

C 

Rely on wholesalers and 
receive a direct source of 
used cars from OEMs 

Retailers no longer rely on 
wholesalers, but purchase 
directly from auctions and 
B2B sources  

D 

Transparent comparison 
of the used car market 
and the first step for 
customers 

Offer additional new 
services, e.g. payment 
facilitation or rating of 
vehicles and players  

E 

Source: Interviews with market participants 

1) Pure wholesalers rarely exist anymore – listed players are large groups with wholesale and retail business 
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FMCs provide ~45% of 3-4-year-old used cars – Key market players 
are LeasePlan, ALD, Arval and Alphabet 

4.3 Total used car market 

Number of operating lease  
returns provided by FMCs2) 

1.9 

Number of cars provided  
by other market players 

2.4 

55% 
11% 

3% 

12% 

8% 

11% 

Athlon 

Other 

Arval 

ALD Alphabet 

Leaseplan 

~45% 

Used PV market volumes in EU-18 countries, 2016 

1) Market shares of key market players derived from number of operating leases; 2) Focus on non-captive FMCs with multi-brand strategy that have a high share in operating leases and are 
selling primarily 3-4-year-old cars 

Source: IHS; Frost & Sullivan; Fleet Europe; Interviews with market participants 

Indicative 

3-4-year-old PV market volumes [m units] 
Market shares1) 

Positioning of market players and key success factors I B C 
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Quality and price appear to be qualifying criteria in the used car 
market – Differentiation mainly through digitization and portfolio size 

Key success 
factors 

Description 

Large portfolio  
of used cars 

(Potential) buyers of used cars usually have a certain car brand, model, color as well as other 
features in mind, therefore a large portfolio of used cars is necessary for a high conversion rate 

Quality Quality is most important for trust and long-term success in the used car market – reviews from 
unsatisfied customers will have an impact on the purchase decision of potential new customers 

Customer 
awareness 

Customer awareness is important for website traffic and lead generation – high 
dependency on the structure and origin of the FMC 

Additional 
services 

Since the used car market is very fragmented, customers are increasingly asking for additional 
services such as extended warranty, maintenance, tire storage, financing solutions, customer 
services, etc. 

Geographic 
proximity 

Proximity of physical stores is important to enable a test drive and a higher sales conversion –
willingness of consumers to travel larger distances has been increasing however 

Digitization 
A majority of customers conduct research on the used car market and choose potential 
cars for a test drive at virtual marketplaces – the more visible a competitor is online, the 
more leads it will generate 

Importance 

Price 
The average interested customer is not able to accurately judge the quality of used cars, 
therefore the price is very important in the market – low prices also result in a high 
ranking at virtual marketplaces 

Key success factors in the EU-18 used car market – Customer view 

Source: Interviews with market participants 

Positioning of market players and key success factors I B C 

Low importance High importance 

Indicative 
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Recent key developments are forward integration, digitization and 
the exploration of new profit pools 

Recent market developments 

Source: Interviews with market participants 

Recent developments in the used car market I C C 

> In addition to the sale of used cars, new value-added services have been identified:  

– Conversion-supporting services (e.g. test drive) 

– Profitability-increasing services (e.g. warranty)  

> An increasing number of market players offer used car leasing options 

> Cross-country arbitrage brings the potential to further increase the sales value of a car 

New profit pools 3 

Digitization 

> In the future of used car sales, a physical location is expected to be required only for test driving 
and vehicle handover 

> Many steps in the used car value chain are being digitized by online entrants while the number 
of traditional dealers is falling 

2 

> The traditional method of moving used cars along the value chain via wholesaler and retailer is 
being used less frequently by FMCs today 

> FMCs shorten the value chain by having their own B2B auctions, direct B2C marketplace listings 
and targeting end customers directly  

1 Forward integration 
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FMCs are increasingly forward integrating in order to take out 
intermediaries and capture additional profitability  

Sales strategy 

Current % 
of FMC 
sales 

Forward integration of FMCs 

Source: Interviews with market participants 

Selected examples 

Used car 
customer 

Virtual 
market-
place 

E Re-
tailer 

D Whole- 
saler 

C Auction 
website 

B 

Additional sales channels targeting customers along the value chain  Sales channels addressing several customers along the value chain  

Sources of  
used cars 

Forward integration I C C 

3. Virtual marketplace listings 

Listing of used cars on third-party marketplaces 
in order to reach more end customers 

4. Direct B2C sales 

Deployment of proprietary B2C online sales 
platforms and establishment of exclusive 
showrooms to directly target used car end 
customers 

1. Third-party auction platforms 

Direct targeting of retailers via  
white-label third-party platforms 

2. Own/proprietary auction platforms 

Development of proprietary platforms for 
exclusive and tailored auctioning to retailer 

FMC A 

3. Virtual marketplace listings 

4.  Direct B2C sales 

1.  Third-party 
auction  
platform 

2. Own/proprietary 
auction 
platforms 

There is potential to increase the share of B2C sales to up to 50%, 
unlocking an additional net margin of up to EUR ~1,500 per car 

85-90% 

10-15% 
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Online 

Physical 
location Traditional 

Multi-channel 

Online 

Sales 
channel 

Journey 
steps 

Time share 
Significant time share 
(>50%) spent online 

Vast majority of 
future journeys will 
combine "bricks & 
clicks" 

In the future, used car sales will take place increasingly online with 
select physical channels to support sales conversion 

Major share of traffic Minor share of traffic 

Vehicle 
search 

Consul- 
tation 

Test  
drive 

Price 
negotiation 

Offer 
creation 

Paper- 
work 

Vehicle 
purchase 

Vehicle 
handover  

Pre-sales phase Sales phase 

Reduced importance of 
price negotiations for 
"certified pre-owned cars" 

Source: Desk research; Interviews with market participants 

Future customer journeys of used cars – Illustrative  

Digitization I C C 

> Consumers increasingly 
use online channels 
during their journey to 
purchase a car: 85-90% 
of consumers research 
online, 30% make the 
purchasing decision 
online 

> Strong shift to online is 
expected, however 
customers still prefer 
certain steps, such as the 
test drive and handover, 
to be done offline 

> Combining online 
channels with a selective 
stationary footprint will 
support sales conversion 
by accommodating this 
customer preference 
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With the increasing importance of online, a number of new digital 
players targeting different steps in the value chain have emerged 

New digital B2B and B2C players – Definition 

Online wholesalers 

> Buy and sell used cars from/to 
various B2B market players  

> Achieve highest efficiency by 
controlling most parts of their 
operational value chain  

> Make use of cross-country 
arbitrage when buying/selling 
cars  

> Achieve low purchase prices 
through volume discounts 

Auction websites 

> Act as intermediary in the B2B 
and B2C segment, without 
taking ownership of the cars 

> Offer closed auctions to large 
sellers (e.g. fleet owners), in 
which the selling party can 
decide which buyers are 
allowed to participate  

> Offer functionality of their own 
auction platform to other B2B 
used car sellers/forwarders and 
offer remarketing services such 
as logistics and storage 

Online retailers 

> Focus on full end-to-end 
service along the sales 
process for increased 
customer convenience 

> Platform operators own the 
car, whereas virtual 
marketplaces do not 

> Create new forms of direct 
competition for traditional 
dealers 

> Online retailers have a thin 
cost structure, and avoid 
complex sales processes, 
which enables them to offer 
competitive pricing 

Virtual marketplaces 

> Control platform and offer 
retail partners and online 
sales channel incl. support 
functionalities  

> Seller pays a mediation 
commission to the operator  

> While some intermediaries 
route customers to the dealer 
for the actual purchase, 
others offer integrated "buy 
now" functionality via 
participating retailers 

> Other revenue streams 
include subscription fees or 
affiliate marketing 

Source: Desk research; Interviews with market participants 

Digitization I C C 
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Potential profit pool 

FMCs offer additional services to increase consumer convenience – 
Some support conversion, while others contribute to the profit pool 

Conversion support 

Certification 

 

Certification 
of the history 
and condition 
of a car builds 
trust in the 
quality of the 
used car and 
seller – costs 
charged by 
the 
certification 
authority 

Test 

drive 

A successful 
test drive is 
important for 
customers 
buying a 
used car – 
costs of 
petrol, 
cleaning, etc. 
are not 
covered by 
the test 
driver 

Money-back 

guarantee 

A guarantee 
builds trust in 
the quality of a 
used car – 
costs only 
incurred in the 
event of a 
return 

Trade-in 

 

Trade-ins are 
only a means 
to convert 
leads – costs 
of the trade-
in are 
covered by 
the 
subsequent 
sale, often 
without any 
additional 
profit 

Payment 

 

Various 
payment 
options 
simplify the 
purchase of a 
used car – 
costs to 
implement, no 
real savings 
potential 

Financing 

 

Profitable 
service, 
margin 
depends on 
sales amount 
and financing 
option (e.g. 
credit, 
balloon) 

Insurance 

 

Revenue 
increase 
dependent on 
size of 
insurance 
contract 

Maintenance 

and parts 

Charged for 
on 
subsequent 
maintenance 
visits for 
additional 
items or 
services not 
covered by 
warranty 

Extended 

Warranty 

Offer extended 
warranty with 
price higher 
than the 
average costs 
per vehicle 

Home 

delivery 

Contributes to 
both lead 
conversion 
and potential 
reduction of 
handling costs 
at physical 
store 

Car selection After sales Financial services Delivery Trade-in 

Value-added services – Profitability  

Source: Desk research; Interviews with market participants 

Indicative 

New profit pools I C C 

Value-added services have the potential to bring up  

to EUR 400 in additional profit per car 
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Besides selling used cars, an increasing number of market players 
offer used car leasing options 

New profit pools I C C 

Used car leasing 

Source: Desk research; Trade press; Interviews with market participants 

Market players offering used car leasing options (selection) 

Advantages for consumers 

Advantages for FMCs 

Lower monthly leasing fees 

Lower insurance costs 

Lower end-of-lease buyback prices 

Shorter leasing periods 

Lower depreciation risks 

Larger profit pool opportunities 

Additional remarketing channel 

> Used car leasing has become increasingly available in the market over 
the past years 

> Besides traditional players such as large FMCs, startups have entered 
the market as well, US-based Fair being one of the most recent 

– Operating completely online, Fair offers a zero-term1) subscription 
based model that allows consumers to lease (certified) pre-owned 
cars of up to six years old  

– Fair listed used cars from partnering dealerships on their website 
and buys this vehicle once a consumer has selected it. After 
returning the vehicle, Fair either sells it back to the dealer, resells it 
through its own platform or puts it up for auction 

1) Consumers are allowed to return a vehicle at any time with a five days' notice 
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Strong new LCV sales and promising e-commerce growth are 
expected to drive the used LCV market at ~8% p.a. until 2020 

Source: Roland Berger 

Used light commercial vehicles 

C LCV development in EU-6 

Diesel is the predominant fuel type for LCVs and is expected to remain so in the coming years. TCOs of new EVs 
are not expected to become lower than diesel before 2022. Increasing emission regulations and high fuel costs are 
driving the replacement of HCVs with LCVs, which especially applies to "last-mile delivery" to customers in city 
centers 

Although 3-4-year-old LCV volumes declined in the past, they are expected to grow by 8.1% p.a. (2016-2020) 
following growing new LCV sales in recent years, while residual values are expected to see stable to positive 
development in the short term. The main growth is expected to come from the e-commerce and construction 
sectors, both of which have promising outlooks for the near future 

The EU-6 3-4-year-old LCV market was valued at EUR ~3.7 bn in 2016, showing a decline in recent years due to 
falling new LCV sales following the economic crisis 

The LCV market is highly fragmented, displaying similar disintermediation trends as the passenger vehicle 
market. In contrast to the PV market, direct B2C sales attempts have so far been unsuccessful  
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Since 2012 the used LCV market has experienced no growth due to 
falling LCV sales in the aftermath of the financial crisis 

3-4-year-old used LCV market in the EU-6, 2012-2016 

Source: IHS; Autovista; Ministère de la Transition écologique et solidaire; SOeS; Interviews with market participants 

Overall market development II A C 

2012 2013 2014 2015 20161) 

0 

5 

10 

15 

20 

+1.2% 

% CAGR 

Volume  
[vehicles sold, '000] 

Absolute residual values  
[EUR '000] 

Market value 
[EUR bn] 1 2 3 

2012 

357 

2013 

301 

2014 

320 

2015 

324 

-3.8% 

2016 

305 

2012 

4.2 

2013 

3.5 

2014 

4.0 

2015 

4.3 

-2.6% 

2016 

3.7 

1) Decline in absolute RVs is mainly driven by the UK market (combination of exchange rate and relative RV development) 
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France Germany UK 

Spain Netherlands Italy 

Recent setback in EU-6 market growth due mainly to UK performan-
ce; German and French markets show stable growth in recent years 

Market development of 3-4-year-old LCVs by country [EUR m] 

-4.4% 

2016 

1,576 

2015 

2,042 

2014 

1,781 

2013 

1,554 

2012 

1,888 

Overall market development II A C 

+3.9% 

2016 

575 

2015 

585 

2014 

535 

2013 

446 

2012 

493 

+2.7% 

2016 

898 

2015 

853 

2014 

852 

2013 

770 

2012 

807 

-10.0% 

2016 

287 

2015 

353 

2014 

369 

2013 

354 

2012 

438 

-12.3% 

2016 

164 

2015 

213 

2014 

244 

2013 

204 

2012 

276 

-2.1% 

2016 

237 

2015 

243 

2014 

242 

2013 

208 

2012 

258 

Source: IHS; Autovista; Ministère de la Transition écologique et solidaire; SOeS; Interviews with market participants 
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The volume of 3-4-year-old LCVs in the EU-6 declined in the past, 
but is expected to grow in the future by 8.1% p.a. (2016-2020) 

2020 

417 

2019 

399 

2018 

362 

2017 

325 

2016 

305 

2015 

324 

-3.8% 

2014 

320 

+8.1% 

2013 

301 

2012 

357 

Development of market volume of 3-4-year-old used LCV market in EU-6 ['000 units] 

Forecast 

Volume development II A C 

> Volume of EU-6 3-4-
year-old markets 
declined by -3.8% p.a. in 
the recent past (2012-
2016), as a result of a 
strong decline in new 
LCV sales following the 
financial crisis (-7.9% 
p.a. from 2008-2012) 

> High historical growth of 
new car volume (+10.9% 
p.a. from 2013-2016) is 
expected to drive supply 
of 3-4-year-old used cars 
in the EU-6 by 8.1% p.a. 
in the coming years 
(2016-2020) 

Source: IHS; Ministère de la Transition écologique et solidaire; SoES; Technavio; Interviews with market participants 

Historical 
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France Germany UK 

Spain Netherlands Italy 

Strong volume growth is expected across almost all EU-6 countries 

Development of market volume of 3-4-year-old used LCV by EU-6 country ['000 units] 

Volume development II A C 

+8.6% -3.7% 

2020 

173 

2019 

180 

2018 

168 

2017 

144 

2016 

124 

2015 

125 

2014 

114 

2013 

115 

2012 

145 +5.2% +2.6% 

2020 

54 

2019 

52 

2018 

49 

2017 

46 

2016 

44 

2015 

48 

2014 

45 

2013 

37 

2012 

40 

+0.8% +0.2% 

2020 

83 

2019 

78 

2018 

75 

2017 

76 

2016 

81 

2015 

81 

2014 

84 

2013 

77 

2012 

80 

+15.3% -12.2% 

2020 

47 

2019 

36 

2018 

27 

2017 

24 

2016 

27 

2015 

35 

2014 

38 

2013 

38 

2012 

45 
+15.7% -14.2% 

2020 

20 

2019 

17 

2018 

15 

2017 

14 

2016 

11 

2015 

15 

2014 

17 

2013 

15 

2012 

20 

+21.6% -9.1% 

2020 

39 

2019 

36 

2018 

29 

2017 

21 

2016 

18 

2015 

21 

2014 

22 

2013 

20 

2012 

26 

Source: IHS; Ministère de la Transition écologique et solidaire; SoES; Technavio; Interviews with market participants 
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LCV residual values have developed steadily over time with the UK 
as the exception – Overall outlook is stable to positive 

Source: Autovista; IHS; Interviews with market participants 

Residual value development II A C 

> In line with recent historical 
developments, the overall short-term 
outlook for RVs is stable to positive 

> However, the outlook differs by 
country due to country market 
specifics: 

– Steady growth of used LCV 
volumes in UK and France is 
expected to be met by growing 
demand – Brexit uncertainties may 
have negative impact on relative 
RV developments in the UK 

– RV outlook in Germany and Italy is 
positive as demand is expected to 
increase as supply increases 

Short-term relative RV outlook 
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2 
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Residual value development for 3-4-year-old LCVs (EU-6) 
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France1) Germany UK 

Spain Netherlands Italy 

LCV RVs have developed steadily across all countries; exceptions 
are the UK (strong decline) and Spain (strong growth) 

Source: Autovista; IHS; Interviews with market participants 

Development of relative RVs of 3-4-year-old used LCVs by country [%] 

Residual value development II A C 
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1) Volume weighting estimated using Italy and Spain used car volume distribution 
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RV outlook 
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RV outlook 
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Outlook: Positive Stable Negative 
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The used LCV market is highly fragmented – FMCs try to increase 
market share by using multiple sales channels for remarketing 

Sources of 
used LCVs 

Virtual 
marketplace 

Used LCV 
customer 

E 

Independent 
dealer  
(Highly fragmented; 
few thousand per 
country) 

 

New digital 
player 

Auction 
website 

B 

Used LCV value chain 

1) Pure wholesalers rarely exist anymore – listed players are large groups with wholesale and retail business 

Source: Interviews with market participants 

Selected examples of market players 

Own-brand 
auction sites 

Highly 
fragmented 

Authorized 
dealer 

Overview of the used LCV market value chain II B C 

Private 
customer 

Mobility service 
provider/ 
corporation 

FMC A 

Primary sales channel Secondary sales channel Sales channels include online and offline 

Traditional 
role 

Sell via auction 
websites (majority), 
directly to retailers or 
via proprietary car 
outlets or website 

New role 

Multiple channels to 
address several B2B and 
B2C customers 

A 

White-label auction websites 
from FMCs and third-party 
auctions 

Main intermediary for used 
LCV sales. Major FMCs 
operate proprietary 
auction websites 

B 

Wholesalers buy from 
auctions and sell to 
retailers 

Most wholesalers 
operate as retailers 
as well 

C 

Retailers buy cars from 
wholesalers or purchase 
directly from auctions 

Retailers either buy used 
LCVs from auctions or 
from other B2B sources 

D 

Virtual marketplaces are a 
growing B2C channel, and 
also offer additional 
services 

Mainly used by 
wholesalers to show 
product portfolio; 
purchases are then made 
offline 

E 

Retailer D Wholesaler C 

Blending into one player1) 
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Total used LCV market  
in the EU-6 

305 

165 

# LCVs provided by  
other market players 

140 

# operating lease returns  
provided by FMCs 

8% 

8% 

4% 
2% 

74% 

4% 

LeasePlan Alphabet Athon 

Other ALD Arval 

~54% 

FMCs make up about half of the market for 3-4-year-old, with 
LeasePlan and Arval being the biggest players 

Used LCV market volumes in EU-6 countries, 2016 

Source: IHS; Autovista; Ministère de la Transition écologique et solidaire; SoES; interviews with market participants 

Positioning of market players and key success factors II B C 

1) Calculated by multiplying total used 3-4-year-old LCV volumes with estimated share of LCVs provided by FMCs (operational lease LCVs as proportion of used LCV sales) 

3-4-year-old LCV market volumes ['000 units] 
Market shares1) 

26% 

Indicative 
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Used LCV buyers are looking for best value for money: key success 
factors are vehicle configuration, condition and TCO 

Key success factors in the used LCV market in the EU-6 

Source: Interviews with market participants 

Positioning of market players and key success factors II B C 

Key success 
factors 

Description 

Large portfolio  
of used LCVs 

Large portfolio of used LCVs necessary for high conversion rate; brands are not as important, 
but outward appearance of LCV is important (e.g. clients prefer LCVs in white or metallic colors 
without stickers) 

Configuration  
and specification 

Customers need to fit the LCV to their business needs: flexibility of use is preferable (e.g. modular 
systems, sliding doors, etc.) and certain items are a prerequisite (e.g. Bluetooth, air-con, etc.) 

Propulsion 
(engine) type 

Increasingly, the engine type is important to customers as regulations around certain 
engine types will reduce the applicability of older diesel vans 

Maintenance 
options 

Dealer network coverage is important to improve access to spare parts and service quality; this is 
especially true in France where PSA/Renault are more attractive than other brands 

Geographic 
proximity 

Proximity of physical stores will increase the likelihood of a customer inspecting the 
vehicle in order to make the purchase 

Condition 
Mileage will affect the reliability of the engine and other components, while vehicle 
condition including damage may reduce useful life and worsen SME image 

Importance 

TCO/price 
Used LCV customers are tradespersons, professional services providers or other SMEs, 
and the vehicle is usually a sizeable business cost; therefore, minimization of this cost is 
a priority to users 

Low importance High importance 

Indicative 
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The LCV trends: Refocus on B2B sales, fuel type diversification and 
promising growth in the e-commerce and construction sector 

Trends driving up (new and) used LCV 
volumes:  
1. Increase of SME activity in 

construction and e-commerce 
industries, increasing demand for used 
LCVs 

2. Replacement of HCVs with LCVs for 
transport in cities, driving up new LCV 
volumes and increasing demand for 
used LCVs in medium to long term 

Growing e-commerce & 
construction sectors 

Trends impacting RV developments of 
current LCV fleet: 
1. Improved BEV technology and 

decreasing price of EV LCVs and their 
TCO 

2. Regulatory uncertainties due to 
potential diesel bans  

3. Fast technological innovation in EV 
LCVs: new vehicle technology 
supersedes recent technology 

Fuel type diversification 

Two trends affecting the profitability of 
FMCs: 
1. FMCs are increasing the share of online 

auctions of used LCVs through their 
own-brand auction websites  

2. Attempts to sell used LCVs via car 
outlets of FMCs have been found to be 
unattractive due to risks and costs: 
Many countries have to offer warranties 
on used LCVs when selling B2C; High 
costs for labor and lease on building 

Focus of remarketing through 
B2B channels 

Recent market developments 

Source: Technavio; Interviews with market participants 

1 2 3 

Recent developments in the used LCV market II C C 
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FMCs bypass wholesalers by selling directly to retailers via 
proprietary auction sites – B2C attempts have been unsuccessful  

Forward integration of FMCs in value chain 

Source: Interviews with market participants 

High Low 

Relevance 
E D C B Used LCV 

customer 
Virtual 
marketplace 

Retailer Wholesaler Auction 
website 

Sources of  
used cars 

A   FMC 

1.  Third-party auction platform 

2.  Own-brand platform 

 Auction platforms or own-brand retailer to cut out intermediary, 
potentially increasing profit margins by up to 10% 

3.  Virtual marketplace listings 

 LCV share on virtual marketplaces is very small; it is rather used by retailers to promote their 
portfolio; FMC B2C sales work through buy-back schemes 

4.  Direct B2C sales (via car outlets) 

 Car outlets are expensive to operate (additional labor costs, rent, etc.); high risks derived from legislated warranties in 
most countries; additional profit therefore does not account for the higher costs and risks 

A 

Focus of remarketing through B2B channels II C C 
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Diesel is the predominant fuel type for LCVs today, but EV 
penetration rates are expected to increase 

Fuel type developments of 3-4-year-old LCVs 

> The vast majority of used LCVs are fueled by diesel (>95%) 

> In the short-term, market participants are not expecting significant 
changes in the EU-6. However, some major fleet operators are starting 
to exchange small parts of their diesel-powered LCV fleet with new EV 
LCVs  

> Those EV LCVs will likely enter the used market after 2020, thus 
increasing the used EV LCV share in some countries – especially 
those with more stringent regulations on diesel vehicles (e.g. low-
emission zones) 96% 96% 96% 97% 98%

1%2%2%2%2%

1%1%2%2%2%

2012 2013 2014 2015 2016 

Other Petrol Diesel 

Impact of fuel type diversification on used LCV RVs II C C 

3-4-year-old used LCV by fuel type (EU-6) [% of 
volume] 

Used LCV volumes by fuel type  

> At present the TCO of electric vehicle is ~25% higher than that of 
conventional diesel LCVs 

> The TCO of new BEVs is only expected to be lower than the TCO of 
new diesel ICEs after 2022, and that of used diesel ICEs after 2027 

> Therefore BEV LCVs are not expected to affect the LCV fleet 
significantly in the near future 

TCO of electric vehicles vs. conventional diesel 

Source: IHS; SoES; University of Brussels research; Interviews with market participants 
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In key European countries, e-commerce and construction industries 
are growing strongly, thus increasing demand for new & used LCVs 

Expected sector 
development 

Growth expectations 

Positive 

> The construction sector (consisting of >95% SMEs) 
is picking up again in several EU-6 countries  

> In addition, in most EU-6 countries e-commerce 
(with home delivery) is also growing strongly 

SME growth in 
construction 
and e-commerce 

1 

Shift in 
logistics routes 

2 > Logistics and online retail businesses register increasing 
demand 

> Road infrastructure within West and Central EU as well as 
connecting infrastructure to Eastern EU is enhanced 

> This increases new sales in HCV, but also in the LCV segment  

> Due to increasing emission regulations and high fuel costs, 
businesses that operate in or between major cities are 
replacing their HCVs with LCVs 

> This especially applies to the "last mile delivery": HCVs 
deliver goods outside cities, LCVs deliver to the end 
consumer 

Replacement 
of HCV with 
LCVs 

3 

Business trends that drive demand for used LCVs [EU-6] 

Source: Euromonitor; FleetEurope; Technavio; UEAPME; Interviews with market participants 

Stable Negative 

E-commerce and logistics growth II C C 
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Residual value 
risk/benefit 

Overall, lessor has higher exposure due to the significant 
share of operational leasing 

Exposure primarily lies with lessee due to the nature of high 
share of open-end leasing contracts 

E 

EU-6 countries US 

Market structure Higher share of operating leases (~63%) than finance leasing 
(~37%) 

FMC offering for corporate customers primarily consists of 
open-end (finance) leasing (>90%) that are not standard 
bundled with additional services 

EU-6 and US CaaS and used car market characteristics 

CaaS customer focus 
(lessee) 

Major customer segments are corporations (corporates and 
SMEs) with about 73% of companies in EU-18 countries 
offering some sort of car benefits to non-mgmt. employees;  
Mobility providers and private customers also important 

CaaS almost exclusively relevant for corporate customers 
although car benefit policies are less important than in 
Europe; CaaS demand by private customers nascent 
(subscription models), mobility provider purchase vehicles 

Regulatory impact Accounting change (IFRS-16)1) will mandate transfer of 
operationally leased assets on the balance sheet of lessees 

Regulations require private customers to go through OEM 
franchised dealers for leases 

Penetration of corporate 
segment in car parc  

Overall average penetration rate of ca. 14% driven by 
favorable car policies in European companies 

Overall average penetration rate of ~2% due to restrictive car 
policies (at most paying for fuel) and no direct support 

Remarketing structure Incentive to maximize transaction prices as remarketing 
profits of operating lease vehicles stay with lessor 

Limited benefit of maximizing transaction prices for lessor as 
remarketing usually is based on fixed commissions 

Customer  
segments 

Increasing share of direct B2C sales of FMCs that are 
focusing on cross-channel sales approaches, diversifying 
their customer portfolio 

Most FMCs still exclusively remarket via B2B auctioning 
platforms leaving the end-customer segment unaddressed  

Diesel risks High share of diesel vehicles overall (~50%) and in particular 
within fleets of FMCs results in a comparably higher exposure 
to potential RV risks 

Very low share (<2%) of diesel vehicles in the US limits the 
effect of potential negative impacts on residual values  

1) Implementation subject to approval by European Commission – dates of implementation across countries still under negotiation 
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EU-6 and US market characteristics 

The EU-6 and the US markets differ fundamentally with regard to 
market structure of CaaS and used cars, and customer behavior 

Source: Mercer car policy report 2017 
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In total, the PV market in EU-18 countries amounted to EUR ~56 bn 
in 2016, mainly driven by the core EU-61) countries 

2013 2014 2012 2015 2011 2016 2010 2017 2009 2018 2008 2019 2007 2020 2006 2021 2005 2022 2004 2023 2003 2024 2002 2025 2001 2000 

24.2 
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27.4 
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29.1 

23.1 
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48.6 

11.7 

62.8 

50.6 

12.2 

65.1 

52.6 

12.5 

67.8 

54.9 

12.9 

71.2 

57.8 

13.4 

75.2 

61.2 

14.0 

79.6 

65.0 

14.6 

86.3 

70.8 

15.4 

Historical Forecast 

CaaS market value (EU-18), 2000-2025 [EUR bn]  

Source: IHS; Frost & Sullivan; Profit pool analysis; Interviews with market participants 

1) Including France, Germany, Italy, Spain, Netherlands, the UK; 2) Including Austria, Belgium, the Czech Republic, Denmark, Finland, Greece, Hungary, Norway, Poland, Portugal, 
Sweden, Switzerland 

E Overall market development PV EU-18 

CaaS market value EU-122) CaaS market value EU-61) 
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The LCV CaaS market in EU-6 countries amounted to EUR ~12 bn 
in 2016, which is less than a third the size of the PV CaaS market 

12.4 
11.4 

10.4 
9.8 9.5 9.5 9.5 9.1 

2014 2000 2001 2015 2002 2016 2003 2017 2004 2018 2005 2019 2006 2020 2007 2021 2008 2022 2009 2023 2010 2024 2011 2025 2012 2013 
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8.1 7.9 

8.6 8.4 
7.5 7.4 7.1 6.9 

20.5 
19.3 

18.2 
17.3 

16.4 
15.7 

15.0 
14.2 

13.3 

CaaS market value (EU-6), 2000-2025 [EUR bn]  

Source: IHS; Frost & Sullivan; Profit pool analysis; Interviews with market participants 

E Overall market development LCV EU-6 

CaaS market value LCV 

Historical Forecast 
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The total PV car parc of all EU-6 countries has been roughly stable 
in the past and coming years with a CAGR 2000-2025 of 0.9% p.a. 
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The same goes for the total LCV car parc of all EU-6 countries with 
a CAGR 2000-2025 of 1.3% p.a. 
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The crisis significantly impacted new car sales in most of EU-6, with 
only UK showing new car volumes above pre-crisis levels in 2016 
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The crisis also significantly impacted new LCV sales in most of the 
EU-6, showing large declines in most countries 
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Declining volumes coupled with increasing absolute residual values 
shows a relatively stable market development in the last ten years 
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Increasing MSRPs have fueled the rise in absolute residual values – 
Relative RVs have been relatively stable over the years 
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The market report contains numerous abbreviations commonly used 
in automotive market reports 

Abbreviation Meaning Abbreviation Meaning 

Corporate Average Fuel Economy CAFE 

Autonomous vehicles AV 

Car-as-a-Service CaaS 

Compound Annual Growth Rate CAGR 

Battery electric vehicle BEV 

California Air Resources Board CARB 

Index of abbreviations (1/2) 

E Abbreviations 

European Commission EC 

European Economic Area  EEA 

All 28 EU countries 

Germany, France, Italy, Netherlands, Spain & UK 

EU-28 

EU-6 

Austria, Belgium, Czech, Denmark, Finland, Greece, 
Hungary, Norway, Poland, Portugal, Sweden, Switzerland 

EU-12 

EU-6 and EU-12 countries EU-18 

Light commercial vehicle LCV 

Low emission zone  LEZ 

Electric vehicle EV 

Manufacturer's suggested retail price MSRP 

Plug-in hybrid electric vehicle PHEV 

Passenger vehicles PV 

Operating lease OL 

Original equipment manufacturer OEM 

Per annum p.a. 

Organization for Economic Co-operation & Development OECD 

Total cost of ownership TCO 

Ultra low emission zone ULEZ 

Repair, maintenance and tires RMT 

Residual value RV 

Small and medium-sized enterprise SME 

Value-added tax VAT 
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The market report contains numerous abbreviations commonly used 
in automotive market reports 

Abbreviation Meaning 

Zero-emission vehicle  ZEV 

Electric vehicles (e.g. full-hybrid, plug-ins, battery) xEV 

Year to date YTD 

Year on year Y-o-y 

Index of abbreviations (2/2) 

E Abbreviations 


