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Aftermarket 2035 –
The fleet imperative
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PC LCV MHDT Trailer

Micro Small Medium Large 0-4 years 4-8 years 8-12 years 12+ years

Note: Micro–5-15 vehicles; Small–15-99 vehicles; Medium–100-1000 vehicles; Large - >1000 vehicles
Source: BCG analysis

Market 

trends

Market 

forecast

Key control 

points

Strategic 

implications

Comprehensive 

report

Extensive expert interviews & focused truck survey conducted …

Survey of 20 truck fleet 

managers …

… active across 29 

European countries

30 expert 

interviews

Rental 

company

Truck fleet 

operator

+

… with a detailed scope on ...

Vehicle type Geographical focus

Fleet size Age

… along 4 key pillars of analysis

SteerCo members

Germany France UK Netherlands Poland
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12 trends shape the fleet aftermarket industry until 2035

Sources: Market Participant Interviews; Market reports; BCG consumer mobility study; BCG Case Experience; BCG Truck Aftermarket Survey; BCG analysis

Fleet Sustainability

Sustainability factors are becoming a key purchasing 

criterion for fleet managers
5

6

8

Rising EV share reaching 62% BEV for PC and 22% BEV 

for LCV in fleet parc by '30

Tightening need for sustainability transparency 

(e.g., CO2 footprint)

Mobility transformation

Shift to holistic mobility solution fostered by 40-50% of 

cust. asking more frequently for  mobility services11

12
Growing demand for battery mgmt. & charging infra.

services with 60% of chargers located in 4 EU countries

7
Accelerating H2 and EV adoption for MHDTs, despite 

uncertainty regarding prevailing  tech

Market & value chain

Fleet share growing by ~6pp for PCs and LCVs and 

~10pp for HCVs and trailers from '25 to '30

Ongoing market consolidation & entry of new market 

players

Increasing regulation with newly published orders on 

data exchange, design directive, etc.

Data exchange

Rising need for fleet-to-car connectivity driven by cost 

reasons w/ 22% of PCs, 27% of LCVs & 47% of MHDTs connected9

10 Growing demand for fleet-to-workshop connection

1

2

3

4 Rising pressure on cost as fleets' margins tighten



3 C
o
p
y
ri

g
h
t 

©
 2

0
2
3
 b

y
 B

o
st

o
n
 C

o
n
su

lt
in

g
 G

ro
u
p
. 

A
ll
 r

ig
h
ts

 r
e
se

rv
e
d
.

Myths regarding trends that shape the fleet aftermarket industry

Sources: Market Participant Interviews; Market reports; BCG Case Experience; BCG analysis

Industry Myths Market Facts

Fleet share for PCs and LCVs will be well above 50% 

and for MHDTs and trailers above 90% in 2030

Fleets strongly focus on using the authorized channel

Fleets demand sustainability of parts and in process 

steps along the value chain

Growing sustainability requirements will drive strong 

growth of remanufactured parts

Fleets are cost-driven and are preoccupied with the 

transition to EV; sustainability if helping TCO

Remanufactured parts are mainly demanded to 

reduce spend on repair costs

Fleets want fleet management solutions provided by 

wholesalers and Tier-1’s

Fleets want standardized solutions to reduce 

complexity

Data transparency and connectivity is used to develop 

new business models and raise customer satisfaction

Sharing models are the future of fleet providers

Fleets use their own fleet management tools    

Although fleets want standardization, independence 

from OEMs and the shift to EV are prioritized

Main motivation to use connectivity solutions is TCO 

optimization

Sharing models have a low margin potential

Fleet share ~15% for PCs and ~41% for LCVs and

~69% for MHDTs and 79% for trailers in 2030

Fleets are open to collaborate with the IAM, driven 

by digitalization and spend

Key Trends 1
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The IAM fleet aftermarket is expected to increase by €6.3B, reaching €20.1B by 
2030

Note: R&M — Repair and Maintenance; accs – accessories; sum of values may not add up due to rounding
Source: IHS data; CLEAR data; KBA data; UK vehicle registration data; Market Participant Interviews; Market reports; BCG analysis

LCV fleet parc increase by 2M by '30
The LCV fleet parc will grow by 1.8M, reaching 8.1M 

LCVs by '30 with a fleet aftermarket value of €3.4B

(€2.0B R&M, €0.6B tires, €0.7B crash & accs.)

9M more PCs by '30 in fleets
The fleet parc will increase by 9.2M PCs, reaching 

22.4M PCs in '30 with a total fleet aftermarket value of 

€6.7B (€3.3B R&M, €1.6B tires, €1.8B crash & accs.)

€1.8B fleet business in the IAM by '30
The PC IAM is estimated to cover 26% of the fleet 

aftermarket in '30, resulting in a market size of €1.8B

(€0.8B R&M, €0.3B tires, €0.6B crash & accs.)

13.9M BEV PCs in the fleet by '30
A rather young fleet parc of ~2.9 years on average in 

'30 (vs. ~11.1 years in PC parc) and 13.9M BEV vehicles 

(62% of the fleet) will be a challenge for the IAM

€1.3B IAM fleet market size by '30
With a market size of €1.3B (€0.7B R&M, €0.2B tires, 

€0.3B crash & accs.), the IAM is estimated to cover 39% 

of the LCV fleet aftermarket in '30

1.8M BEVs in the LCV fleet by '30
1.8M BEV vehicles (22% LCV fleet) in '30 will challenge 

the IAM, despite positive effects from an ageing LCV fleet 

(avg. age of 4.9 years vs. 10.1 years in total parc in '30)

Fleet aftermarket value of €29B by '30
The MHDT fleet parc will reach 2.9M (+0.8M) MHDTs by 

'30, accounting for a fleet aftermarket value of €29B

(€17.0B R&M, €10.8B tires, €1.3B crash & accs.)

IAM share for fleets grows to 41%
The IAM is expected to constitute 41% of the fleet 

aftermarket in '30, achieving a market size of €11.9B

(€6.4B R&M, €0.4B tires, €5.1B crash & accs.)

Average age of 7.8 yrs in the fleet by '30
The IAM will be driven by an ageing MHDT fleet (avg.  age of 

7.8 years vs. 10.1 years in total parc in '30), partly offset by 

an increase of BEV vehicles to 0.3M (11% MHDT fleet) in '30

60% of fleet aftermarket in R&M by '30
The fleet trailer parc will grow by 0.4M to 1.5M trailers 

in '30, resulting in a fleet aftermarket value of €5.8B 

(€3.5B R&M, €2.0B tires, €0.2B crash & accs.)

IAM share for fleets reaches 90% in '30
With a share of 90% in '30, the IAM is expected to 

generate a fleet market value of €5.2B (€3.1B R&M, 

€0.2B tires, €2.0B crash & accs.)

Volume as core driver for the fleet IAM
The market growth of the fleet IAM will be driven by an 

increased volume, as the avg. age will maintain constant 

until '30 (10.7 yrs. vs. 11.1 yrs. in the total parc)

Fleet parc & aftermarket size Fleet IAM aftermarket size Drivers & challenges fleet IAM
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Taking a closer look into European fleet market characteristics by key metrics 
shows a market value growth of ~4.5% p.a. to a total of €44B in 2030

Market size Market characteristics

1. Retail level, excl. labor 2. A positive impact means that the fleet is getting older Note: R&M  - Repair & maintenance
Source: IHS data; CLEAR data; KBA data; UK vehicle registration data; Market Participant Interviews; Market reports; BCG analysis

Fleet Aftermarket Market Value 2030 = €44.9B; '21-'30 CAGR = ~4.5%

IAM fleet

aftermarket size1

in €B, '30, ('21)

€1.8

€1.3

€11.9

€5.2

Fleet

parc size 

in M, '30 ('21)

22.4

8.1 

2.9 

1.5

BEV Share 

fleet

in %, '30 ('21)

62%

22%

11%

N/A

Age2 of

fleet

in years, '30 ('21)

2.9

4.9

7.8

10.7

Fleet 

aftermarket size1

in €B, '30 ('21)

€6.7

€3.4

€29.0

€5.8

Growth of alternative 

mobility solutions & 

transport business 

drives fleet share

Higher spend & 

volume results in 

market growth

Growth driven by higher fleet 

share, partly offset by higher 

BEV adoption & increased AR 

aftermarket service offering

As charging infra. & 

batteries improve, 

BEV adoption rises 

across use cases

Altough fleets are 

younger than the 

total parc, age of 

fleets will increase

(13.3)

(6.3)

(2.1)

(1.2)

(€4.7)

(€2.5)

(€19.3)

(€3.8)

(€1.5)

(€1.0)

(€8.0)

(€3.3)

(4%)

(1%)

(0%)

(N/A)

(2.9)

(4.7)

(7.5)

(10.7)

Increase expected Stagnation expected Decrease expectedStrong increase expected
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Overview: Favorability of positioning of players for fleet business regarding key 
strategic actions

Sources: Market Participant Interviews; Market reports; BCG analysis
Level of influence on decision point

Low Medium High

PCs
Contractual agreements (service & 

supply)

(Remote) Diagnosis & 

repair proposal

Repair process & 

parts logistics

Fleet re-integration & 

quality review

A B C D

Tier 1s

Very high

Insurances

Wholesalers 
(excl. works.)

• Fleet service offering incl. dense 

network and fast repair

• Potential for IT integration and 

demonstration of tech capabilities

• General negotiated contracts on 

yearly base, usually for whole fleet

• Difference on hull & liability insurance

• Parts cost optimization as bundle 

offerings across brands

• Service offerings for affiliated 

workshop chains & key accounts

• Specialized product portfolio, with 

potential technology advantage

• In general, better TCO offering due 

to direct production-sales relation

• Leveraging combined sales with 

service contracts

• Data pole position, existing relation, 

full product portfolio

• Remote diagnosis influence depending 

on data access

• Repair proposal set-up by workshop 

network

• Strong motivation on cost minimized 

approached in repair proposal

• Remote diagnoses limited due to no 

generally no data access

• Potential participation with 

tech/repair expertise

• (Remote) diagnosis limited by direct 

data access

• Tech. expertise and pot. Diagnosis 

tool support in favor

• Full data access allows remote 

diagnostics and & pred. Maintenance

• Steering to workshop based on 

potential service agreement

N/A

• Strong motivation on cost minimized 

approached in repair proposal

• Influence of real cost positions in 

repair case

• Technical expertise and services for 

repair (mostly IAM)

• High quality / speed logistic solutions 

incl. IT integration (IAM)

• Partner of trust with tech expertise 

for workshop

• Potential strong connection to 

workshop via sales models/diagnosis

• Generally strong coverage of 

workshop network (AR)

• Part of warranty process and strong 

repair expertise (AR)

• Intensity depending on IT and 

service integration

• Transfer back to fleet depending on  

contract for quick re-integration

• Limited as usually not part of 

finalization process

• Limited as usually not part of 

finalization process

• Limited as usually not part of 

finalization process

• Replacement mobility offerings 

(rental car etc.)

• End-to-end IT integration & 

transfer/bringing services

Criticality of decision criteria

OEMs 

Workshop 

network 
(AR & IAM)
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Overview: Favorability of positioning of players for fleet business regarding key 
strategic actions

Sources: Market Participant Interviews; Market reports; BCG analysis
Level of influence on decision point

Low Medium High

Contractual agreements 

(service & supply)

(Remote) Diagnosis & 

repair proposal

Repair process & 

parts logistics

Fleet re-integration & 

quality review

Very high

Criticality of decision criteria

LCV, MHDT

Trailer

• Leveraging data pole, existing

relation & full product portfolio

• Full data access & steering to 

workshop based on service agreement

• Generally strong coverage of 

workshop network (AR)
• End-to-end IT integrationOEMs 

• Specialized product portfolio, with 

potential technology & TCO

advantage 

• Tech. expertise but (remote) diagnosis 

limited by direct data access

• Partner of trust with tech expertise 

for workshop & fleets' inhouse R&M

• Limited as usually not part of 

finalization process
Tier-1s

Insurances
• General negotiated contracts on 

yearly base, usually for whole fleet

• Strong motivation on cost minimized 

approached in repair proposal

• Strong motivation on cost minimized 

approached in repair proposal

• Limited as usually not part of 

finalization process

Workshop 

network 
(AR & IAM)

• Logistics solution for ordering of parts 

(high availability & speed of delivery)

• Fleet service offering incl. dense 

network, fast repair & IT integration

• Remote diagnosis influence depending 

on data access

• Intensity depending on IT and 

service integration

• Parts cost optimization as bundle 

offerings across brands

• Remote diagnoses limited due to no 

generally no data access

• High quality / speed logistic solutions 

incl. IT integration (IAM)

• Limited as usually not part of 

finalization process
Wholesalers 
(excl. works.)

Fleet operators  
(incl. inhouse

works.)

N/A
• Telematics solution allow high 

transparency of fleet status

• Stocking requirements & logistics 

solution for standard R&M parts

• Quick fleet-reintegration as vehicle 

already on fleet premises

• Specialized product portfolio, with 

packaged offers specifically for fleets

• Tech. expertise but maintenance for 

tires typically done in fleets' works.

• Potential strong connection to works. 

& fleets via sales models/diagnosis

• Limited as usually not part of 

finalization process
Tire tier-1

A B C D
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4 key takeaways from the CLEPA x BCG
fleet aftermarket study

Note: Numbers refer to retail level (parts only, excl. labor)
Sources: Market Participant Interviews; Market reports; BCG analysis

Despite a stagnating 
vehicle parc 
growth, 
aftermarket players 
can continue their 
growth path by 
addressing the 
growing fleet 
business

The growing fleet 
parc translates into 
a IAM market size of 
~€20B in 2030 
(+€6.3B vs. 2021), 
demonstrating an 
opportunity for 
fleet-specific 
products & services

With a rising need 
for sustainability, 
fleets are expected 
to lead the shift to 
EV, requiring the 
aftermarket to 
address the 
increasing demand 
for BEV servicing

Number of fleet 

vehicles to increase 

by 12M by 2030

BEV-vehicles will 

account for 48% of 

the total fleet parc

Collaboration models 

to strengthen Tier-1 

positioning

Fleet IAM to grow 

to ~€20B until 

2030

Tier-1s can catch up 
in terms of 
positioning for the 
fleet aftermarket 
via product 
development, 
partnerships & 
alliances and 
proactively driving 
the market

Report downloadable 

in May 2023

Notification publishing

via
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The services and materials provided by Boston Consulting Group (BCG) are subject to BCG's Standard Terms 

(a copy of which is available upon request) or such other agreement as may have been previously executed by BCG. 

BCG does not provide legal, accounting, or tax advice. The Client is responsible for obtaining independent advice 

concerning these matters. This advice may affect the guidance given by BCG. Further, BCG has made no undertaking 

to update these materials after the date hereof, notwithstanding that such information may become outdated 

or inaccurate.

The materials contained in this presentation are designed for the sole use by the board of directors or senior 

management of the Client and solely for the limited purposes described in the presentation. The materials shall not be 

copied or given to any person or entity other than the Client (“Third Party”) without the prior written consent of BCG. 

These materials serve only as the focus for discussion; they are incomplete without the accompanying oral commentary 

and may not be relied on as a stand-alone document. Further, Third Parties may not, and it is unreasonable for any 

Third Party to, rely on these materials for any purpose whatsoever. To the fullest extent permitted by law (and except 

to the extent otherwise agreed in a signed writing by BCG), BCG shall have no liability whatsoever to any Third Party, 

and any Third Party hereby waives any rights and claims it may have at any time against BCG with regard to the 

services, this presentation, or other materials, including the accuracy or completeness thereof. Receipt and review of 

this document shall be deemed agreement with and consideration for the foregoing.

BCG does not provide fairness opinions or valuations of market transactions, and these materials should not be relied on 

or construed as such. Further, the financial evaluations, projected market and financial information, and conclusions 

contained in these materials are based upon standard valuation methodologies, are not definitive forecasts, and are not 

guaranteed by BCG. BCG has used public and/or confidential data and assumptions provided to BCG by the Client. 

BCG has not independently verified the data and assumptions used in these analyses. Changes in the underlying data or 

operating assumptions will clearly impact the analyses and conclusions.
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