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Impulse presentation

The fleet imperative



1 Co
py

ri
gh

t 
©

 2
02

4 
by

 B
os

to
n 

Co
ns

ul
ti

ng
 G

ro
up

. 
Al

l 
ri

gh
ts

 r
es

er
ve

d.

Fleets already constitute >60% of trucks and trailers on the road and will 
further strengthen their share to >70% until 2030 in major European markets

Note: Geographical focus on Germany, France, UK, Netherlands and Poland
Source: IHS data; CLEAR data; KBA data; UK vehicle registration data; Market Participant Interviews; Market reports; BCG analysis
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Today: Truck fleet managers are currently facing a number of external 
challenges

Low margin 
business

Single digit margins in 
the last decade and 

further cost pressure by 
high inflation

Low operation 
efficiency

Limited vehicle 
utilization due to driver 
rest times and inefficient 

trip planning

Driver
shortage

Substantial 400k driver 
shortage in the 

European Union and
60-80k in Germany

Emission & safety 
regulations

Expected 50% reduction 
of CO2 emissions until 
2030 in the EU-green 

deal

Source: Expert interviews; BCG analysis
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Relevant "total cost of ownership" savings potential of modern tires directly, 
and indirectly through fuel savings, can partially finance tire costs and beyond

1. Other factors for Total-Cost-of-Ownership not illustrated (e.g., insurance, tolls, maintenance) 2. fuel accounts for ~0.5€/km p.a., from which 30% is 
attributable to tires which account for 0.03€/km p.a.
Source: BCG on-highway cost-model; Expert interviews; EU

Total cost of 
ownership1

Savings potential of 1-3% of total costs
due to gain in fuel efficiency through tires

can partially finance tire costs2

Fuel Labor Truck Tires

Contribution to 
Total-Cost-of-

Ownership
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Higher tire efficiency also supports sustainability efforts through lower fuel 
consumption, which reduces emission-related penalties

-50%

Expected 50% reduction of 
CO2 emissions until 2030 in 

the EU-green deal

c. 60g

c. 60g per tkm CO2
1

emissions by heavy-duty trucks 
due to fuel consumption

c. 30%

c. 30% of fuel consumption 
attributable to tires –

significant potential savings

1. 56.6g/tkm for 4x2 axle >16t and >265kW trucks, 65.2g/tkm for 6x2 axle sleeper cab trucks – both account for >2/3 of regulated truck sales
Source: Ragon & Rodríguez (2021); BCG analysis
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The recent BCG study showed that fleets focus heavily on cost-optimization for 
digital & sustainability topics and are open to collaborate with indep. players

Fleets demand sustainability of 
parts and along further steps of the 
value chain

Main motivation to use 
connectivity solutions is cost-
optimization

Fleets strongly focus on using the 
authorized channel

Fleets are cost-driven and are 
preoccupied with the transition 
to EV

Data transparency & connectivity is 
used to develop new business models 
& raise customer satisfaction

Fleets are open to collaborate 
with the IAM, driven by 
digitalization and spend

Open to 
collaborate 
with IAM

Cost driven 
sustainability 
focus

Cost driven 
digitalization 
focus

Myth Reality

Note: IAM – Independent Aftermarket; Sample size of 20 survey respondents
Source: BCG Truck Aftermarket Survey; BCG analysis
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Outlook: Truck fleet managers rather focus on consolidation, digital fleet 
management and building zero-emission fleets in the next 5-10 years

Digital fleet 
management

Internet-of-things, supply 
chain connectivity, GenAI and 
big data can optimize carrier 
operations, e.g., by enhancing 

utilization

Consolidation for 
scale increases

As an example, big logistics 
players across Europe 

pursue mergers to leverage 
scale effects

Zero-emission 
fleets

EVs and alternative fuels 
can significantly cut costs 
in the long-term, but are 

still too expensive and 
immature

Source: Expert interviews; BCG analysis



7 Co
py

ri
gh

t 
©

 2
02

4 
by

 B
os

to
n 

Co
ns

ul
ti

ng
 G

ro
up

. 
Al

l 
ri

gh
ts

 r
es

er
ve

d.

The main use case of telematics solutions in truck fleets is performance 
optimization, tracking the location for customers & remote diagnostics

Note: R&M—Repair & Maintenance; Sample size of 20 survey respondents
Source: BCG Truck Aftermarket Survey; BCG analysis

No

Partial

Entire

7%

33%

60%

Key use cases for telematics solutions
% of respondents that use telematics solutions

Performance
monitoring

Remote
diagnostics

Cost optimization 
(fuel, tire, etc.)

Remote
service

Crash/damage
handling

Mileage
driven

Integration vehicle 
data with work order

Loading capacity 
optimization

Track location
for customers

70%

30%
50%

Share of fleet with telematics solution
% of respondents
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8

Truck manufacturers increasingly thinking of vehicles as part of an evolving 
transport ecosystem rather than standalone products …

Vehicle fleet

Energy strategy & 
approach

Fleet Mgmt., Software
and cost-optimization

Source: BCG analysis

Traditional focus 
of truck 

manufacturers

Additional 
needs to 
consider

Charging infrastructure
strategy & approach
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… yet truck fleet managers rather view suppliers as the core strategic partner 
going forward for different needs within the ecosystem

Note: R&M – Repair & Maintenance; Sample size of 20 survey respondents
Source: BCG Truck Aftermarket Survey; BCG analysis

Preferred strategic partners going forward
% of respondents

50% of fleets see truck manuf. as strategic partner going forward

65% of fleets see suppliers as strategic 
partner going forward
• 360° service with business & tech know-how
• Cost advantage
• Direct access to technological developments

25% of fleets see wholesalers as strategic partner going forward

20% of fleets see works. chains as strategic partner going forward

65%

50%

25%
20%

5%

Others: 
external 

fleet mgmt.

Manuf. Wholesaler Workshop chainsSupplier
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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.

Co
py

ri
gh

t 
©

 2
02

4 
by

 B
os

to
n 

Co
ns

ul
ti

ng
 G

ro
up

. 
Al

l 
ri

gh
ts

 r
es

er
ve

d.



bcg.com


