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Executive Summary

The EU5 Mobility Budget market is 
projected to reach ~ €58 billion by 20351, 
with strong post-2030 growth.

Product design and market entry range from payment card 
models to all-in-one solutions stemming  from in-house 
development, partnerships, and competitor acquisition.

Evolving tax regulations create financial benefits for both 
companies and employees, making Mobility Budgets an 
attractive and cost-effective mobility solution.

Mobility Budgets complement sustainability efforts 
and reinforce commitment to ESG goals while 
providing data insights into mobility usage patterns.

Customer preferences are changing from traditional vehicle 
financing to usage-based and multi-modal mobility solutions, 
opening the door to innovation with a flexible Mobility Budget.

Players in the mobility ecosystem have a “right to 
play” and must quickly position themselves in the 
evolving Mobility Budget market.

1 Deloitte Expert Analysis, Worldometers
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Ingo Schmuckall
Partner, Automotive Mobility

“Mobility Budgets simultaneously support 
company ESG goals, demonstrate 
environmental responsibility, and meet shifting 
employee demand for more flexible mobility.”

Company car for work purposes

A company-provided vehicle for business-related 
travel such as sales calls, client meetings, and 
official trips.

Company car as employee benefit

An employer-subsidized leasing option that 
allows employees to use the vehicle for both 
personal and professional purposes.

Various mobility offerings as employee perks

A diverse range of mobility options that includes 
cars, public transport, and bikes, designed to 
accommodate varying employee mobility needs.

Fig. 1 – Corporate mobility market outlook

Benedikt Middendorf
Director, Automotive Mobility

“A comprehensive view of mobility patterns 
that goes beyond stand-alone public transport 
combines multiple services, including leasing, 
to open the door to innovation with the 
Mobility Budget.”

Expert insights

Corporate mobility offerings
Mobility Budget is a new layer of corporate mobility that provides diversification potential 
in the mobility ecosystem.
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Fig. 2 – Structure of the Mobility Budget Key features of the Mobility Budget

Corporate Mobility Budget applications
Effective mobility-related employee perks feature versatile mobility
options that make transport more effective and sustainable.

• Flexible usage: The Mobility Budget provides 
employees with various options, such as vehicle 
leasing, public transport subscriptions, and 
parking tickets.

• Exclusively for mobility: The budget is strictly 
allocated for mobility-related expenses and 
cannot be converted into cash.

• Permits private use: Employees can use the 
budget for private purposes.

• Encourages sustainable travel: Promotes the 
use of eco-friendly transportation via subsidies 
and a wide variety of mobility options.

• Tax benefits: Offers potential country-specific tax 
advantages for both employers and employees 
when used within regulatory guardrails.

Mobility Budget definition
A flexible allowance that enables employees 
to cover private transportation costs across 
various modes, promoting personalized and 
sustainable mobility solutions.

Employer

Employee

Mobility Budget

…
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Fig. 3 – Adoption drivers of Mobility Budget

Market trends and dynamics
A variety of forces accelerate Mobility Budget adoption, such as political initiatives, 
sustainability goals, evolving urbanization, and the growing need for employer branding.

Regulations – Tax benefits
Tax incentives, stricter CO₂ targets, and new labor laws 
drive demand for flexible corporate mobility. Companies 
are shifting away from traditional car programs to meet 
regulatory requirements.

Urbanization – Changing mobility needs
Restrictions on private cars and rising congestion are shifting 
employee demand toward shared and public transport. 
Employers are adopting flexible mobility solutions while 
employees seek integrated, multi-modal options.

CO2 goals – Sustainability driven
Companies are prioritizing sustainable mobility to meet 
ambitious carbon reduction goals. Mobility Budgets 
encourage eco-friendly transport, while CO₂ tracking tools 
help measure and optimize emissions.

Corporate image – Brand positioning
Mobility Budgets enhance employer appeal, especially among 
sustainability-focused talent. Firms leading in green mobility 
strengthen their reputation among investors and clients while 
showcasing innovation and employee commitment.

“…European countries have introduced 
political measures […] to promote sustainable 
mobility.”3

“…of people living in big cities would prefer 
to use Mobility Budget for daily transport.”2

“…of all German firms plan on introducing 
measures to reduce CO2 emissions and 
increase sustainability commitment.”4

“…of firms surveyed are already using or 
planning to use a Mobility Budget within the 
next three years.”1

1 Mobilitäts- und fuhrpark-barometer 2024  
2 Universität St. Gallen

3 Deloitte research
4 European Investment Bank
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https://www.arval.de/sites/default/files/177/2024/05/Arval%20Mobility%20Observatory%202024.pdf
https://imo.unisg.ch/de/neue-studie-corporate-mobility/
https://www.eib.org/en/press/all/2025-064-almost-all-german-companies-have-taken-steps-to-reduce-emissions-eib-investment-survey-shows?utm_source=chatgpt.com
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Key insights Fig. 4 – Estimated Mobility Budget market size in 2035 for EU5 countries (In €B)1

Market sizing – Serviceable addressable market
Mobility Budget shows an estimated market size of ~€58B for EU5 in 2035, with
significant potential for players to integrate a variety of services into the product.

• Players deeply integrated into the mobility value-
chain benefit from synergies that drive revenue 
growth via Mobility Budget offerings.

• Less integrated players see lower revenue 
potential, relying on high usage for isolated 
services.

• Integration provides a competitive edge, unlocking 
higher revenue opportunities compared to 
platform-only players.

Mobility Budgets show significant 
market potential, with an estimated 
€58B solely for the EU5 market by 
2035.1

15 11 6 6

Fig. 5 – Different revenue models 2

Product-related revenue 
(Generated by mobility providers using Mobility Budget to boost 
own product revenue)

Monthly platform fee
(To operate the platform and handle the Mobility Budget) 

Commission fee
(For platform providers who forward clients to mobility providers)

One time platform fee
(Joining/setup fee)

Interest revenue
(From asset under mgmt.)
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1 Deloitte Expert Analysis, Worldometers
2 From top to bottom (highest to lowest revenue potential)
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Key considerations Fig. 6 – Business model archetypes for the Mobility Budget offering1

Product-market fit (1/2) – Business model archetypes
Mobility Budget can be implemented through a multitude of business models, mainly differing
in how mobility products and services are booked and paid.

• Diverse implementation models – Mobility 
Budgets vary in structure, affecting employee 
experience, payment, and control.

• Flexibility vs. control – Reimbursement offers 
freedom, while payment cards restrict spending 
to mobility.

• Employee adoption – Automated all-in-one 
solutions boost engagement, while manual 
processes can hinder usage.

• Administrative costs – Employers must balance 
user-friendliness with process effort; automation 
can reduce workload and operational costs.

• Competitive landscape – Market leaders favor 
all-in-one solutions for seamless experience, 
automation, and integration.

1 In addition to these four categories, hybrid models are also available
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Mobility payment

Reimbursement Direct deduction 

• Employee responsible for transportation 
payment

• Receipt upload in app for reimbursement 
process 

• Cash wage reimbursement for flexible 
mobility expenses

Receipt reimbursement

• Mobility card designated for payment of 
mobility expenses 

• Fixed monthly budget assigned to each 
employee card

• Budget limited to mobility-related products 
and services

Payment card

• Integrated app for tracking and managing 
mobility payments
• Automatic reimbursement using employee 

Mobility Budget
• Limited mobility options based on connected 

booking apps

Reimbursement app

• Mobility app connected to employee Mobility 
Budget

• Costs directly deducted from monthly 
budget

• Wide range of offerings (only limited by
in-app portfolio) 

All-in-one solution
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Product-market fit (2/2) – Product design
A flexible, user-friendly, and scalable Mobility Budget product with a diverse range of mobility
options shows the highest customer acceptance. 01

03

02Mobility Budget modes of transportation 

Public transport

Car rental

Car leasing

Ride hailing 

Bike leasing

Others
(refueling, parking)

Business model archetype 
“All-in-one solution” shows 
the best product-market fit 
and the highest market 
potential.

Fig. 7 – Design principles of the Mobility Budget product

Customer-centric Corporate 
focus

Employee focus

E2E service offering Single-solution 
offer

Comprehensive 
offer

Digital & app-based Offline 
experience

Digital platform/ 
mobile app

Multi-modal Isolated mobility 
solution

Holistic mobility 
offering

Third-party inclusive In-house 
service

3rd-party service 
integration

Sustainable Individual 
mobility focus

Shared and 
sustainable 

transport

Flexible and scalable Static service 
offering

Flexible and 
customizable 

solution
All-in-one 
solution

Micro mobility
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Fig. 8 – Qualitative assessment of different players in the mobility ecosystem1

Who has a right to play?
Each player must carefully define their role, using core strengths and closing capability gaps –
Mobility Budget will become an integral part of the product portfolio to meet customer
expectations.

1 Ratings are categorized as Large, Moderate or Low fit for each player and assessment category 
2 New market entrants, solely focusing on providing the Mobility Budget product

OEMs/Captives

Fleet management 
firms

Rental firms

Startups2

Mobility service 
providers

Public transport 
operators

Value 
proposition

Market 
access 

Technology & 
scalability

Network 
size

Revenue 
streams Comment

LM L

SM L S

MML L M

MMM M M

LL S S

LMM M M

Outdated and fragmented IT systems, but a large 
customer base can be leveraged for a head-start

Strong customer relations but limited flexibility and 
lack of digitalization and innovation

Operational scale is a strength, but limited brand 
differentiation in mobility

Agile and tech-first, but lack of pre-existing customer 
base, partners, and steady revenue streams

Tech-driven with growing user base, but struggle with 
fragmented ecosystems and limited profitability

High usage and coverage, but low digital maturity and 
limited monetization opportunities

M

S

M

L

ML S
Large 
fit

Moderate
fit

Small 
fit
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Go-to-market strategies for incumbents
There are three strategic approaches: Develop, partner or acquire, each option entailing
different benefits, challenges, risks, and time-to-market.

Key considerations

• Market timing – Early entry secures 
market dominance, while late-comers 
risk losing to agile startups.

• Cost trade-offs – In-house development 
demands high investment, while 
partnerships offer expertise but require 
upfront investment.

• Regulatory risks – Internal solutions 
ensure compliance control, whereas 
partnerships need additional alignment 
efforts.

Fig. 9 – Market-entry strategy options 

Evaluation Time to market

Benefits

Challenges

• Miss out on emerging market 
potential

• Miss out on opportunity to 
diversify traditional offerings 
(company car leasing)

• Risk losing market share to 
innovative players 

• History of rather slow time-to-
market

• High initial development 
costs

• Risk of failure due to late 
timing

• Established players must be 
overhauled

• High upfront cost for 
acquisition/establishment of 
partnership

• Potential integration issues 
with existing technology, or 
organization and culture clash

• Focus resources on core 
business

• Avoid risk and uncertainty in 
an unfamiliar market

• Full control over product and 
technology development

• Direct integration with existing 
mobility/IT platform

• Customer access through 
existing business

• Immediate market entry with 
proof-of-concept solution

• Leverage of target expertise, 
customer base, and 
infrastructure

• Combination of innovation 
and size

Delay market-entry Own development Joint development with partner

Risk

Strategy

A tailored strategy enables 
a quick and cost-effective 
market entry.
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How Deloitte can help
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How we fit the Mobility Budget to your situation

#1 Assessment of market and customer dynamics
• Guidance on core strategic decisions and customer requirements 

• Provide market intelligence, benchmarking analysis, and regulatory insights to 
align Mobility Budget offerings with industry trends and competitive dynamics

#2 Evaluation of strategic options (market-entry strategy)
• Support for M&A activities, incl. partnership/JV decisions, target screening and due diligence 

• Assistance with financial modeling and risk assessment to evaluate investment feasibility, 
scalability, and long-term ROI for each strategic option

#3 Implementation planning and product design
• End-to-end solution building, incl. concept and product design, 

implementation and operation
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Let’s discuss
Contact our experts for Mobility Budget success.

Sebastian Pfeifle 
Partner 
Global Automotive Mobility Lead 
Tel: +49 151 58070435
spfeifle@deloitte.de

Fabian Ditthardt
Manager 
Automotive Mobility 
Tel: +49 151 18293166
fditthardt@deloitte.de

Benedikt Middendorf
Director 
Automotive Mobility
Tel: +49 152 55837469
bmiddendorf@deloitte.de

Christopher Hemberger
Senior Manager
Automotive Mobility 
Tel: +49 151 18293917
chemberger@deloitte.de

Ingo Schmuckall 
Partner 
Automotive Mobility
Tel: +49 151 58073260
ischmuckall@deloitte.de

Reon Mathew
Consultant
Automotive Mobility 
Tel: +49 160 4169739 
relanchikal@deloitte.de
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