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Once the initial hype of 
the car subscription fades, 
one realizes that it is much 
more than the short form 
of the trusty lease. As a 
result, it holds enormous 
potential for OEMs and 
dealers who accept the 
challenges in this new 
mobility model, and plenty 
of new customers with 
long-term loyalty to the 
mobility partner.
Peter Caracciolo
Customer Experience Experte

The automotive industry is facing a long-term struc-
tural change. An increased awareness of environ-
mental issues among consumers plus various meg-
atrends – particularly the shift to a sharing economy 
– are having a major impact on automotive manufac-
turers. These companies are having to rethink their 
business models in order to remain relevant for the 
future. Over the last two years, car subscriptions have 
emerged as a new a business model. This model has 
become a popular form of mobility, especially among 
younger generations (1). A diverse range of subscrip-
tion models is now available – and the competition 
is fierce. So is it still worth getting into this market? 
And what do automotive manufacturers need to con-
sider in order to be successful? 

This white paper looks at the car subscription as a 
business model, and analyzes current trends and 
facts, as well as the key competitors in the market. 
Our MHP experts also highlight the factors that they 
deem necessary for subscription models to be a suc-
cess. Our white paper also explains where to start 
when considering this business model, what unique 
selling points differentiate the current product offer-
ing, potential scenarios for entering this market and 
how much these scenarios differ in terms of value 
creation. These points set the scene for a detailed 
discussion of the subscription model for OEMs in the 
automotive industry.

Abstract

54

Enter the car subscription market | September 2021



The automotive industry is evolving from a vehi-
cle manufacturer into a mobility provider

Figures from the last few decades reveal that the Ger-
man automotive industry enjoyed continuous pro-
duction growth until a few years ago (2). This success 
reinforced the existing business model, which focused 
on the production and sale of vehicles. An extensive 
network of importers and dealers has always been 
responsible for selling vehicles to customers. However, 
the market, customer expectations, and the concept 
of mobility have changed considerably over the last 
few decades. 

The automotive industry has already started respond-
ing to this development, most recently with OEMs 
repositioning their business activities to set themselves 
up as mobility providers. Other megatrends such as 
increasing digitalization, urbanization, and a desire for 
customized offerings are also driving change and fuel-
ing the demand for new mobility concepts. Person-
alized mobility options are therefore becoming more 
important, while the notion of a car as a status symbol 
is becoming less relevant – especially among people 
under the age of 30 (3). In recent years, new concepts 

have been established as part of the sharing economy, 
where products can be booked by any user accord-
ing to their needs. Owning your own vehicle is los-
ing its appeal, with users and consumers increasingly 
evolving into “Homo economicus” – an economically 
minded person who cares most about maximizing 
benefits and profits. 

Almost all OEMs have set themselves up for the shar-
ing economy and now offer a variety of mobility ser-
vices. This trend is reflected most clearly by the new 
targets that OEMs are setting for themselves. For 
example, Volkswagen AG describes its new “Together 
2025+” strategy with a new vision: “Shaping mobility 
– for generations to come.” This vision highlights the 
company’s ambition to evolve into a mobility provider 
(4). Other manufacturers like BMW (“We offer excit-
ing products for personalized mobility”) and Porsche 
(“The most successful brand for exclusive and sporty 
mobility”) are also starting to emphasize their focus on 
mobility more strongly (5) (6). 

The automotive 
industry in 
transition
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Definition and appeal of a car subscription 
model 

New business models are required in order to focus 
purely on mobility. One of these business models is 
the car subscription model, which is part of the sha-
ring economy and the subscription economy. Custo-
mers pay a fixed monthly rate to a provider for using 
one or more vehicles. Most offers include all additio-
nal costs, such as maintenance, wear and tear, vehicle 

tax, broadcasting license fees, liability insurance, fully 
comprehensive insurance, and theft protection. Some 
providers like CONQAR even include fuel costs in the 
monthly rate. The booking period varies for each user 
from between one and six months for vehicles in the 
subscription model.

Increased awareness in the market

A logical development over the past few decades 
has led to the trend for car subscriptions: From the 
1960s onwards, customer perceptions of vehicles 
and mobility changed considerably. The main driver 
of this change was different behavior in relation to 
mobility: People became more mobile, and this trend 
led to a revolution in the mobility sector. New tech-
nologies and more affordable prices for cars and for 
getting around further reinforced this trend. The last 
20 years have been heavily influenced by digitaliza-
tion and this development is still shaping behavioral 
change, particularly in terms of people’s mobility 
choices. 

In recent decades, we have seen significant develop-
ments in the sharing economy, leading an increasing 
number of customers to accept and be willing to try 
out a car subscription. In fact, the 2020 MHP online 
sales study concluded that 63 per cent of respon-
dents would consider setting up a car subscription. 
Just a few years ago, this figure was still 26 per cent 
(2018) so acceptance of this business model has risen 
sharply within the last two to three years (7). This 
trend is confirmed by the CAR-Institut at the Univer-
sity of Duisburg-Essen in Germany: It expects that 
“car subscription offers will continue to attract more 
customers in 2021. Electromobility in particular will 
function as a kind of turbocharger for car subscrip-
tions” (8). It is also likely that car subscriptions will 
become even more popular due to the ongoing coro-
navirus pandemic and associated uncertainty felt by 
customers. 

The relevance of the business model can also be 
observed among dealers: German dealer groups such 
as DAT Autohus, AMAG, and Gottfried Schultz have 
been investing in car subscription models for years 
and are consistently reinforcing their activities in this 
market. However, complex cost structures relating to 
the car subscription model mean that dealers prefer 
longer subscription terms. MHP asked around 140 
dealers about their preferred minimum subscription 
term: Only 30 per cent of dealers said they would 
offer a minimum term of three months; 46 per cent 
said they would offer six months. Of those surveyed, 
57 per cent would prefer to offer a minimum term of 
twelve months (9). MHP also surveyed potential cus-
tomers to ask about their preferences regarding the 
subscription term. When we analyzed this informa-
tion against the dealer preferences, we identified a 
sweet spot of six to twelve months for the minimum 
term.

Greater acceptance of this business model is consis-
tently reflected in Google searches too: The num-
ber of Internet searches for car subscriptions has 
increased three-fold since 2019 (10). 

Trends, facts and key players 

The number of subscription vehicles on the German 
market is still fairly modest. Nevertheless, the pace 
of change in the subscription market is fast. Accord-
ing to forecasts by the Duisburg CAR Center, up to 
40 per cent of new cars will be delivered to custom-
ers via subscription models by 2030 (11). Satisfac-
tion among subscription users is a major driver for 
the strong growth of the business model. A survey 
conducted by fleetpool determined that around 89 
per cent of customers plan to continue using a sub-
scription service when their current contract expires, 
and more than 90 per cent are very satisfied with the 
offering (12). 

The projected growth and increasing appeal of the 
business model have led to a sharp increase in the 
number of car subscription providers in recent years. 
While at the start of 2018 there were only 9 suppli-
ers on the European market, by the end of 2019 the 
number had risen to over 40. In addition to OEMs, 
start-ups, and fleet providers, companies in other 
industries are getting in on the action too – Tchibo is 
a good example. These providers generally focus on 
offering low-priced subscriptions for electric vehicles 
(13). Implementing car subscriptions of this nature 
often leads to strategic partnerships being formed 
since these non-automotive providers need access to 
appropriate platforms and IT infrastructures. 

A number of companies have already established 
themselves as platform providers and IT partners. For 
example, German company fleetpool offers its own 
subscription model under the like2drive brand but it 
also partners with Toyota (KINTO-Flex), SEAT (CON-
QAR) and Tchibo. 
 
Challenges and opportunities

Implementing a car subscription model is not just 
about big opportunities. Entering the subscription 
market must be a well-planned process. A SWOT 
analysis (see Figure 2) is a good way to assess the 
core characteristics of the market and the business 
model. 

Overview of 
subscription 
models

Figure 1: Why take out a car subscription? (Source: Statista) 
Note(s): Germany; April 2020; 1,050 respondents; people who plan to purchase a car within the next 6 months or who have made a 
purchase within the last 12 months. Further information about this statistic, as well as explanations of footnotes, can be found on page 8. 
Source(s): puls Marktforschung; ID 1126180

All costs included

Survey on the benefits of car subscriptions in Germany in 2020

Proportion of respondents
0% 10% 20% 30% 40% 50% 60%

51%

44%

36%

32%

27%

25%

22%

19%

14%

14%

Subscription can be cancelled at any time
Flexible change of the vehicle

Wide range of vehicles

Easy entry into e-mobility

Short term availability of the vehicle

Risk of closure is lower 
Better calculable running costs in times of Corona

Time saving at closing

Consultation and signing of the car subscription 
through the car dealer

From your perspective, what are the advantages of a car subscription?
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The elements summarized in Figure 2 are 
explained in detail below: 

Strengths: The subscription concept is already well- 
established in numerous sectors. Subscriptions are now 
available for music, films, software, and even everyday 
items such as razor blades and running shoes. Most  
customers are already familiar with how subscriptions 
work so fear of a new and unknown concept has already 
been taken away, giving providers faster access to  
customers. According to Volvo, the potential for 
acquiring new customers is one of the reasons behind 
its decision to enter the market (15). A subscription 
model is particularly appealing to younger drivers 
who do not want to buy a car but still want to ben-
efit from personalized mobility. Another strength of 
the subscription model from the provider’s perspec-
tive is the potential to retain customers. For dealers, 
subscriptions enable a more flexible approach to fleet 
management: Rather than just sitting on the fore-
court, vehicles can be driven via a subscription so that 
they generate a return. 

Weaknesses: One weakness of car subscriptions is 
that a very long subscription period usually makes 
the vehicle more expensive to use than a comparable 
leasing offer. A short minimum subscription term is 
therefore an important criterion for customers when 
they make their decision. However, frequent vehicle 
changes inevitably cost more for the company pro-
viding the vehicle due to increased transport and 
logistics requirements. A subscription provider must 
master this balancing act. Car subscriptions are often 
priced too high in an attempt to cover the cost of 
processing frequent vehicle changes.

In the past, calculating the business case has been 
a major challenge for many companies. It is difficult 
to estimate a practical and accurate pricing concept 
for IT and logistics processes. Other challenges for 
the subscription model include the need to calculate 
realistic residual values, which has a strong influence 
on the profitability of the model.

Opportunities: The demand for personalized mobil-
ity has risen sharply in recent years (14). and is a trend 
that has been reinforced by the coronavirus pan-
demic. A representative study carried out during the 
pandemic revealed that the majority of respondents 
had changed their mobility behavior. Even though 
many people were far less mobile during the crisis 
than they were before, a large proportion reported 
that they were more likely to use a car (16). The sub-
scription model benefits greatly from this increased 
demand since a car subscription offers a flexible, 

personalized mobility option that does not require a 
long-term capital commitment from customers. This 
factor should not be underestimated, particularly 
given the effects of the coronavirus pandemic (17). 

In addition, the rapidly growing number of providers 
shows how lively and attractive the market is. We can 
assume that the intensity of competition will continue 
to increase and that gradual market consolidation is 
to be expected. The objective of all competitors must 
therefore be to sign up as many customers as possi-
ble to their own subscription model. For established 
automotive companies, this model could be a very 
attractive additional business activity if existing trans-
port and logistics processes from other distribution 
channels can be used. Assuming that the necessary 
resources and required specialist skills are already 
established in-house, as they often are, implementa-
tion costs can be kept to a minimum. 

Threats: The pricing concept behind a sustainable, 
competitive, and attractive subscription model plays 
a central role in a competitive market. Since the 
number of subscription providers has risen sharply 
over the past three years, competitive pressure will 
continue to increase. As outlined in the opportuni-
ties section, we can expect that market consolida-
tion will begin in the foreseeable future. In order to 
survive, companies must find ways to differentiate 
themselves from their competitors and lure custom-
ers away from other providers. This behavior, in turn, 
will lead to even more subscription model variants. 
A good example is the club memberships offered by 
Lynk&Co. for a fixed monthly amount. Depending 
on the choice of membership product, members of 
the club can take out a subscription and make the 
car available to other members using a digital key in 
return for a fee. In this case, the subscriber benefits 
from a lower monthly rate and the member who uses 
the car benefits from demand-based costs for what 
may only be a single use (18). 

However, this example suggests that differentiation 
may be associated with additional costs, which in 
turn makes it even more difficult to calculate a com-
petitive pricing concept. The level of differentiation 
also shows that there is not yet one really estab-
lished business model for the subscription concept 
that applies throughout the mobility services market. 
Providers therefore remain unsure of whether they 
have made the right decisions regarding the specific 
design of their subscription model. The next section 
examines potential success factors for car subscrip-
tion models for guarding against this threat. 

Strengths
Low barrier to entry for potential 
customers due to simplicity and flexibility 

Great potential for customer retention

Continuous incoming revenue and better 
predictability for businesses

More flexible alternative compared to 
other customer ownership models (e.g. 
leasing)

Business model is already successfully 
established in other sectors 

Great potential for additional services 
through up-selling and cross-selling 
(vehicle changes)

Opportunities
Increased demand for personalized 
mobility (14) 

Encourages customer acceptance of 
electromobility through electric car 
subscriptions

No long-term capital commitment 
for customers

Opens up new customer groups

Easy access to the product

Weaknesses
Difficult to assess the business case for new 
vehicles; lack of profitability

Difficult to calculate realistic residual 
values for the subsequent used car market

Complex IT and logistics processes at OEMs

Barrier to entry may be significant for 
providers due to a lack of IT infrastructure 
etc.

More expensive than car leasing and 
therefore more of a financial commitment 
for customers

Threats 
Loss of direct customer contact if the OEM 
is only a supplier and not a participant in 
the business model 

Fierce competition, particularly in terms of 
price

Market consolidation is imminent as the 
number of competitors increases

Figure 2: Summary of car subscription SWOT analysis
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Success factors 

MHP has been dealing with car subscription models 
for years and we have identified various success fac-
tors that are crucial when introducing a subscription 
model. From the customer’s perspective, the vehi-
cle offering and availability are decisive criteria. The 
high level of competition in this market means that 
there are several alternative options such as compa-
rable leasing offers. A balanced offering of popular 
vehicle models coupled with continuous, short-term 
availability is therefore essential. Since customers are 
largely giving up the option to configure a vehicle, 
it is particularly important to offer appealing models 
and subscription terms. 

For companies, analyzing existing competencies and 
identifying their own strengths and weaknesses are 
important factors in identifying a suitable business 
model for entering the subscription market. Car 
manufacturers must first consider which structures 
are already in place at the company and to what 
extent these can be used to assist with a subscription 
model. Does the company already have good logistics 
processes that can facilitate short-term vehicle avail-
ability for subscription models? Which IT competen-
cies and platforms are established and how quickly 
could a suitable IT setup be implemented? Or would 
it make sense to cooperate with Service-as-a-Service 
(SaaS) partners? Thanks to our years of experience in 
the automotive sector and our focus on management 
and IT, at MHP we have the right expertise to offer 
effective, end-to-end advice to companies – from 
analyzing entry scenarios to implementing the solu-
tion. 

The increasing number of providers makes it more 
difficult for customers to distinguish between them. 
Having a specific product differentiation strategy can 
therefore help a company to set itself apart from the 
competition. One possibility is to offer electric vehi-
cles. By 2030, it is expected that around 30 per cent 
of newly registered passenger cars will be electric 
(19). Volkswagen is already piloting a subscription 
model in Berlin with the e-Golf. We believe it is only a 
matter of time before a car subscription provider will 
launch an electric vehicle subscription that includes a 
charging station, charging cable, and an electric fuel 
card. 

Another way of differentiating the offering could be 
to include a fuel card in the product range. At pres-
ent, this option is rarely offered on the subscription 
model market and could attract customer groups 
that wish to pay a total monthly amount as a way 
of having a transparent overview of all costs. Electric 
vehicles are especially well-suited to this setup. The 
sonnenDrive subscription already includes an electric 
fuel card and Lynk&Co allows one to be added as an 
option.

12 13
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When considering success factors for car subscrip-
tion models, it’s worth questioning which factors 
add value in what way – and, more importantly, how 
these factors can be combined. This becomes partic-
ularly relevant when considering the economic viabil-
ity and future prospects of a sales model. 

To adequately answer this question, the preceding 
sections examined not only success factors, but also 
the market and its appeal, as well as the opportuni-
ties and threats of a subscription model. Based on 
those findings, we can derive various market entry 
scenarios that can be illustrated using some of the 
active players in the market as examples: 

Figure 3 shows five scenarios that each differ in terms 
of the depth of added value from the perspective of 
a vehicle provider (OEM/importer). In the discussion 
below, the term “provider” is used as a synonym for 
OEM and importer, and therefore covers both per-
spectives. 

From the provider’s point of view, scenario 1 has the 
lowest depth of added value since participation in the 
subscription model only takes place through a service 
offered via intermediaries. These intermediaries are 
therefore classified as major customers for the pro-
vider (OEM/importer) and appropriate discounts are 
granted for large purchase quantities. The provider 
participates only indirectly in the subscription model 
by supplying the companies that offer the actual sub-
scription. 

In scenario 2, the opportunity to enter the subscrip-
tion market is created through the provider establish-
ing a platform for marketing car subscriptions that 
can be used by appropriate dealers. In this case, the 
provider can ensure that all relevant steps are covered 
by the platform. In this model, these steps include 
transferring or assuming the insurance payments 
for the vehicles, calculating the subscription fee for 
customers (see also the definition of the subscription 
model), and designing a service offer. 

The third scenario is also based on a platform solu-
tion but this time as a white-label solution that is pur-
chased by the provider from an intermediary or used 
for a fee. In this case, the provider interacts directly 
with its customers and offers only its own vehicles. 
This can be done by involving its own dealers or by 
marketing its own vehicles. For example, the vehicles 
offered could be employee company cars. This setup 
offers a greater depth of added value compared to 
scenario 2. 

Like scenario 3, market entry scenario 4 describes a 
white-label solution. However, vehicles are conveyed 
directly to the user by the provider in this scenario. 
This means the provider interacts with customers 
as a subscription provider and actively markets new 
vehicles via this channel. In this case, the provider 
also purchases a solution from an intermediary. The 
complete range of services required for marketing car 
subscriptions is covered – from technical implementa-
tion on a website or app, and calculating the monthly 
usage fee and associated services, to processing all 
elements of the car subscription, including logistics 
and customer contact. 

The greatest depth of added value from the provider’s 
point of view is achieved in scenario 5. The provider 
takes responsibility for all aspects of the subscription 
for the vehicle: The provider’s own vehicles – both 
new and used – are marketed via this channel and 
the provider takes on all corresponding tasks itself. 
The provider interacts directly with its customers and 
offers the vehicles under its own brand in the form 
of a subscription. 

Direct comparisons suggest that the fifth scenario is 
the most promising when it comes to entering the 
subscription market. The following reasons support 
this theory:

 �Direct contact with customers is possible

 �Long-term customer relationships can be built and 
maintained

 �Dealer organizations can be involved through provi-
sioning or bonus schemes

 �Workshop utilization within the dealer organization 
can be improved and controlled

 �Establishing automated accounting processes pro-
vides the foundation for other use-driven business 
models

Depending on the design of the market entry sce-
narios, providers and affiliated dealers can enjoy vari-
ous other benefits. These are summarized in Figure 4 
below. In this comparison, the benefits apply to both 
OEMs and importers.

The decision regarding the preferred market entry 
scenario largely depends on the company’s sales 
strategy and the expected costs, sales, and earnings 
potential of the scenario. A Business Model Canvas is 
another useful tool for considering which scenario is 
most appropriate. This tool provides example ques-
tions set out in different building blocks – see Figure 
5. Answering the questions from the nine building 
blocks on the Business Model Canvas is an opportu-
nity to question and review existing considerations 
about the car subscription model, and to pinpoint 
some initial strategic considerations. 

Market entry 
scenarios and 
strategic 
considerations

Figure 3: Market entry scenarios for subscription models

Market entry scenarios for a car subscription business model 

Scenario 1
Major
customer

Scenario 2
Platform
provider

Scenario 3
White-Label 
platform

Scenario 4
White-Label 
complete 
solution

Scenario 5
Complete 
solution
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08 �Key 
partners

Which partners 
do you need to 
help you deliver 
the service?

09 �Cost structure

What resources create (ongoing) costs?

05 �Revenue streams

What (usage) fees will customers incur?

06 �Key  
activities

What key activi-
ties do you need 
to implement an 
end-to-end sub-
scription model? 

07 �Key 
resources

What intangible/
material resources 
do you need to 
introduce a sub-
scription model?

04 Channels

How does the 
customer journey 
look?

03 �Customer 
relation-
ships

How will you 
establish direct 
access to 
customers?

01 �Value 
propositions

What products 
and services do 
you need to offer 
to customers?

02 �Customer 
segments

How can your 
existing customer 
segments be 
transferred to 
a subscription 
model?

One of the most important strategic success factors 
(see also the section on success factors) is inevita-
bly the target price model or the calculation of the 
corresponding usage fee for customers. The price of 
the usage fee must account for a variety of factors 
that are already relevant when pricing a traditional 
distribution model but several more factors apply to 
subscription models. Figure 6 below illustrates how 
to price the subscription model for a fictitious electric 
car.

This business case was prepared using a business 
case model developed in-house by MHP. Our example 
achieves a contribution margin of 7.5 per cent of the 
list price.

Figure 4: Summary of the benefits of a car subscription from an OEM and dealer perspective

Figure 5: Example of a Business Model Canvas

Figure 6: Example business case calculation for an electric car offered via a car subscription

Scenario 1 Scenario 2 Scenario 3 Scenario 4 Scenario 5

Major 
customer

Platform
provider

White-Label 
platform

White-Label
complete 
solution

Complete 
solution

No additional 
costs

No additional 
effort 

Additional vehicle 
sales

Creates other 
sales channels for 
vehicles that are 
not brand new

Cuts out 
intermediaries

Additional moneti-
zation potential

Low costs due to 
the use of existing 
platforms

No effort required 
for new IT devel-
opment

Own brand 
identity used for 
interactions

Perceived as a 
brand-exclusive 
car subscription on 
the market

No effort required 
for new IT devel-
opment

Lower costs due to 
the use of existing 
platforms

Creates an addi-
tional sales chan-
nel for all vehicle 
types

Ability to design 
the solution as 
required

More opportu-
nities for direct 
contact with 
customers

No direct competi-
tion from OEMs

Direct line to the 
end customer

Increases service 
revenue through 
cooperation

Reduces inactive 
days (including 
third-party brands)

Opens up new 
customer groups

Improves the 
predictability of 
monthly cash flow

Reduces inactive 
days (core brand) 

Opens up new 
customer groups

Improves the 
predictability of 
monthly cash flow

Increases service 
revenue through 
cooperation

Increases service 
and maintenance 
revenue

Additional 
income from 
referral 
commissions

O
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Market entry scenarios for a car subscription business model Business Models Canvas

The business case shows which parameters enable 
a profitable car subscription

MHP 
business case

MHP electric vehicle

1,500 km
EUR 990 p.m.

Initial fee: EUR 0
Minimum term: 6 months
Availability: Depends on 
definition
Additional kilometers: 
e.g. EUR 0.20/km
Other: Charging card 
(EUR 120/month) and 
dealer commission 
EUR 85/month) included 

Acquisition costs: 	
EUR 85,000
Loss in value: 	
EUR 35,000	
Users: 	
2 users
Dealer commission: 	
EUR 1,020/p.a.
Charging credit: 	
EUR 120/m

Plus several other 
input factors

EUR 6,342
7.5 per cent contribution 
margin of the list price

X per cent based on the 
dealer delivery price!

Assumptions for 
calculating the 
business case

Subscription models 
can be operated at a 
profit when defined 

cost factors are taken 
into account

Cost

EUR 5,538

Revenue

EUR 11,880
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The market for car 
subscriptions is dominated 
today by intermediary 
providers. Those OEM who 
fall behind will sooner or 
later lose their customers 
and relevance. The only 
solution: strategic decision-
making today for the 
mobility of tomorrow.
Michel Lewalter
Customer Experience Expert

The business model in Figure 6 demonstrates that 
implementing a dedicated subscription model has 
great potential. We believe it is only a matter of time 
before a similar trend will be observed in our field as 
in the automotive sector and in many other sectors. 
After all, the trend for subscription models has now 
reached the mechanical engineering sector. The abil-
ity to establish a flexible, well-planned business model 
and therefore benefit from a continuous revenue 
stream is of interest across all industries. Rolls-Royce 
is a good example of how it can take time for an 
interesting idea for a new business model to translate 
into success or further implementation of the busi-
ness model within the respective industry. For over 
60 years, the turbine manufacturer has been selling 
engines via its “Power-by-the-Hour” (27) subscrip-
tion format. We can summarize the most important 
findings regarding subscription models as follows: 

 �Contrary to the overall market trend for 2020, the 
subscription market in Germany showed strong 
growth at 48 per cent 

 �Optimistic forecasts suggest that the subscription 
market will continue to grow strongly through to 
2030, when around 40 per cent of all vehicles are 
expected to be delivered via subscriptions

 �In 2021, companies with subscription models posted 
sales growth of 7 per cent compared to companies 
without subscription models

 �A subscription model can build and maintain a direct 
and long-term customer relationship

 �Car subscriptions enable better access to important 
customer data as well as offering additional opportu-
nities for data collection and analysis

 �A shift from fixed costs to variable costs is possible, 
which provides a high level of financial security and is 
therefore beneficial for smaller companies

In summary: The decision to enter the subscription 
market has great potential and is much more than just 
another form of leasing. MHP recommends entering 
the market early to gain a competitive advantage as 
a first mover. From a strategic perspective, we recom-
mend scenario 5 – complete implementation of the 
subscription model. However, the design of the mar-
ket entry scenario depends on several sometimes very 
heterogeneous factors that must first be identified, 
interpreted, and evaluated. Every market participant 
must complete this challenging task before entering 
the market. For this reason, we recommend defining 
a pilot market with corresponding target customer 
segments so that you can test the planned subscrip-
tion model. Working alongside a partner with experi-
ence in the subscription market will be an advantage. 
MHP will be happy to help you master this challenge 
– we look forward to hearing about your car sub-
scription idea.

Conclusion and 
recommendation 
for action

1918

Enter the car subscription market | September 2021



MHP as your partner 
for tomorrow’s 
mobility 

MHP has been analyzing and developing new business 
models for many years. Car subscription models have 
been a particular focus for us more recently. We have 
conducted various in-depth analyses and developed 
a procedure for introducing business models in this 
market. 

Below is an extract from our service portfolio for sub-
scription business models, which we can adapt to 
your needs:

  �An MHP Expert presents best practices for subscription  
models and initiates a discussion

  �A “readiness check” is performed to identify potential  
and capabilities

  �Workshops are conducted to assist with methodical  
development of subscription models and strategies

  �Current sales, IT, and after sales processes are recorded  
and analyzed

  �IT systems that may be affected are identified based on  
the analysis of current processes

Our holistic approach combined with our in-depth industry and 
digitalization expertise means we can enable you to actively 
shape the market of tomorrow, end-to-end and in the spirit of 
our purpose: 

ENABLING YOU TO SHAPE A BETTER TOMORROW.
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