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EXECUTIVE SUMMARY.

The goal of this paper is to outline the future 
development of the shared mobility ecosystem 
in the Western world and to provide impulses 
for OEMs on how to position themselves 
therein. It illustrates recent changes in shared 
mobility against the backdrop of the global 
COVID-19 pandemic and describes the ex- 
pected long-term development beyond the 
current time of crisis. It concludes by providing 
OEMs with actionable recommendations and 
food for thought regarding their activities in 
shared mobility.

  Amid accumulating losses and COVID-19- 
induced plummeting usage figures, the 
through of disillusionment has arrived 
in the shared mobility arena of the Western 
world.

  While its recovery will take some time, 
shared mobility is here to stay as crucial 
means to fight worsening traffic and congestion 
issues in urban areas.

  Public-private partnerships will play an 
important role in making shared mobility 
economically viable before vehicles with 
level-4 AD functionality become widely avail- 
able.

  European OEMs have worked hard to get a 
good position in the shared mobility arena and 
should not give it up for short-term balance 
sheet manicure.

  A clear, vigorously followed strategy 
driven by a streamlined and competent 
mobility unit is key to long-term success for 
OEMs.
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Since the outbreak of COVID-19 in January of 
this year, the global economy has been turned 
upside down. As the virus continues to spread 
across the globe, lockdown measures have 
been implemented and public life has experi- 
enced the most serious arrest current genera-
tions can think of. To “flatten the curve”, shops, 
restaurants, and schools were closed, and 
employees asked to work from home. The inal-
terable effect: a massive reduction in mobility 
demand.

While all transport modes were affected, shared 
mobility was hit especially hard. Buses, trams, 
and trains are as empty as never before, with 
public transport operators reporting a decline 
in ridership of up to 90% during the height of 
the lockdown. Some shared mobility oper- 
ators have gone further and closed down their 
operations altogether. GM shut down its car- 
sharing and rental platform “Maven” for good 
in April, after having paused its “Airbnb service 
for cars” due to the pandemic. Ford decided 
to discontinue its ridesharing service “Chariot” 
already last year, just as Daimler and BMW an-
nounced their intention to re-focus on their 
traditional core business and wind down their 
carsharing joint venture “ShareNow”. A pletho- 

THE THROUGH 
OF DISILLUSIONMENT 
HAS ARRIVED.
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ra of car sharing, ride hailing and pooling 
companies have been severely impacted and 
plummeting usage figures threaten to drive all 
types of mobility service operators out of busi- 
ness. The COVID-19 crisis has brought purely 
growth-driven, one-size-fits-all shared mobility 
business models to an abrupt stop, inflicting 
massive losses on some investors and issuing 
in a wave of consolidation. Only a handful of 
micromobility operators – notably those active 
in bike sharing – have reported increased 
ridership figures through the crisis.

Skepticism as to the commercial viability of 
shared mobility operations was raised already 
in the months before COVID-19 arrived – now, 
thanks to COVID-19, shared mobility has collec-
tively slumped into a trough of disillusionment. 
Motorized, individual transport clearly bene-
fits from the current situation and many cities 
are fearful of nightmare scenarios in which this 
circumstance sustainably weakens initiatives 
to encourage residents to use public or shared 
transportation. Some even suggest that 
COVID-19 might bring the “mobility party“ of 
recent years to an sudden close. However, we 
do not agree with this at all.

THE IMPACT OF COVID-19 ON MOBILITY DEMAND
Development of Apple routing requests from January 13 to June 13 (in %)

Source: Berylls Strategy Advisors, based on Apple Inc. (2020)
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It is true: In the short-term, most shared mobili-
ty service providers will continue to feel the im-
pact of COVID-19. A recent Berylls survey con-
ducted among German, American and Chinese 
shared mobility users yields relevant insights in 
that regard.

Roughly every second respondent is concerned 
about a potential infection resulting from defi-
cient hygiene measures in shared vehicles or 
close proximity to the driver and other fellow 
passengers. Consequently, public transport 
comes off worst in the pandemic: 47% of re- 
spondents plan to use public transport services 
less in the coming months compared to before 
COVID-19. The results of our study also indicate 
that car sharing will likely perform slightly better 
than ride hailing or classic taxi services. Micro-
mobility is obviously the clear winner, as can 
already be observed on the market.

In any case, shared mobility operators should 
now put a clear focus on proper communica- 

SHORT-TERM DEVELOPMENT: 
COVID-19 WITH CONTINUED 
IMPACT.

tion. Informing about safety measures to 
ensure the health of users is crucial to dispel 
fears and increase customer confidence again.

Nevertheless, it will take time for mobility de-
mand to return to pre-crisis levels and patterns 
or, more precisely, for new ones to stabilize. 
People tend to travel less and for different pur-
poses, these days: Business trips and interna- 
tional travel are a rarity. People spend more 
time in their neighborhoods as working from 
home has become the new normal. 

Consequently, Automotive OEMs in the Western 
world are tempted to leave the shared mobility 
arena altogether. Having sustained costly invest- 
ments in shared mobility over the last decade, 
the negative impact and uncertainty related to 
COVID-19 is easily regarded as last straw that 
breaks the camel‘s back. However, total sur-
render is the wrong approach in our opinion. 
Shared mobility is here to stay – and those 
leaving now will miss the best part.

DRIVERS AND DEVELOPMENT OF SHARED MOBILITY USAGE

PLANNED USAGE DEVELOPMENT 
IN GERMANY3

We have conducted a survey among a representative sample of 630 shared mobility users in Germany, China 
and the US in May 2020.

1 Due to COVID-19, I am afraid to use car sharing because of the risk of not properly disinfected vehicles.
2 Due to COVID-19, I am afraid of using shared services with drivers because I am afraid of getting infected.
3 How will your personal usage of the following services develop in the next months compared to your usage pattern before the outbreak of COVID-19?

Source: Berylls Consumer Insights Study (2020)
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Source: Berylls Strategy Advisors, left side based on INSEE (2020), Greater London Authority 
(2020), Statbel (2020), Eurostat (2020), right side based on United Nations (2019) 5

LONG-TERM DEVELOPMENT: 
SHARED MOBILITY IS HERE 
TO STAY.

Looking at early post-lockdown data, it be- 
comes evident how essential some of those 
new services have become for everyday mobili-
ty to parts of the urban population. China’s DiDi 
Chuxing is reportedly back to pre-COVID-19 
order volumes as of early June. UBER and Lyft 
are nearly back to early 2020 market valuations, 
close to an all-time high. Leveraging their assets 
in adjacent food and grocery delivery business 
models has served as a “hedge” against the 
passenger transit downturn.
COVID-19 eases traffic issues in densely po-
pulated cities for now – and might even have 
lasting effects related to changes the crisis has 
engendered in people’s living and working be-
havior. However, such changes will not be suf-
ficient to sustainably improve the quality of life 
in major urban centers in the long run. Over the 
last years, ever worsening congestion issues – 
rooted primarily in growing commuter traffic – 
have left cities no choice but to restrict exclu-
sive vehicle usage. Barcelona and London are 
just two out of the many cities who have taken 
action in this respect, for example, by restrict- 
ing inner city traffic by imposing congestions 
charges. Population growth rates in suburban 
areas being four times higher than in city cen-
ters will cause the number of cities following 
their example to grow further.
On top of that, an ageing but mobile population 
and growing public focus on sustainability put 

public authorities under pressure to come up 
with viable transportation alternatives to pri-
vate cars. To create an attractive, well-work-
ing mobility ecosystem, shared mobility offers 
the perfect solution. It nicely complements the 
oftentimes too inflexible public transport sys-
tems, which also require large ridership to 
achieve cost break-even.

One might expect COVID-19 to slow down the 
growing trend toward reshaping urban trans-
portation systems to make them more sustain-
able. Yet the opposite is currently happening on 
the streets of Milan and Brussels, for example: 
both cities are leveraging the pandemic as a 
catalyst. COVID-19 has made cities more open 
to experimentation in the mobility space and 
cities everywhere are stepping up efforts to 
keep private cars out of urban centers for good 
and redistributing road space to pedestrians 
and cyclists. While these measures alone cer-
tainly will not have a significant effect on modal 
shares, they indicate the direction regulators 
are taking towards reducing motorized indi-
vidual transport in inner cities. As the public 
road network is redrawn to bolster the use of 
bikes and other sustainable, shared mobility 
solutions, OEMs will need to find alternatives 
to reaching city residents if they want to remain 
relevant for urban customers.

POPULATION AND CONGESTION DEVELOPMENT
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But a lot of work remains to be done to 

make fully self-operating cars a fact of 

everyday life (…): Streets and highways 

need to be mapped, down to a few 

centimeters. The machines must learn to 

grapple with snow or rain, which can throw 

their sensors out of whack. They will have 

to step up their game if they are to be able 

to respond instantly to the unexpected, be 

it a falling tree branch or a child darting 

into the road from between parked cars.

04.05.2020

„The transition towards the fully autonomous robo-
vehicle will take longer than initially expected. It is very 
unlikely that we will see robo-taxis driving 
autonomously through German inner-cities within this 
decade. (…) The truth is: the Corona pandemic will slow 
us down here and there, but it will certainly not stop us 
on the way into the future.“

Andreas Renschler

10.5.20

"The industry in general was much more optimistic, I would say, a couple years back. We've come to the realization that this is not an easy problem to solve."
Sharath Reddy
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There is only one problem with that: While 
cities have a strong interest in optimizing their 
mobility ecosystem, shared mobility operators 
reporting positive earnings remain few and far 
between.

The formerly believed to be silver lining was 
automated driving (AD): With its potential to 
reduce cost per kilometer of mobility services 
currently requiring a driver by 40% to 50% AD 
has for long been considered a crucial turning 
point for shared mobility. Unfortunately, the en-
abler for robo-taxi and -shuttle scenarios is not 
coming any closer. A few years back, vehicles 
with AD functionality on level 4 were be- 
lieved to become widely available for passenger 
transport as early as 2021. Now, experts doubt 
whether AD will hit the market on large scale 
before the end of the 2020s.

BUT WHAT ABOUT 
PROFITABILITY?

Matthias Kempf, expert for automated driv-
ing at Berylls, explains: ″The development of a 
self-driving system able to complete basic driv-
ing tasks is not easy in itself. The real – and dra-
matically underestimated – challenge, however, 
lies in handling the long tail of rare traffic situ-
ations and tasks that drivers performs beyond 
taking the vehicle from A to B.″ Safety standards 
imposed on self-driving systems are compara-
ble to the ones in the airline industry, with the 
widely accepted target of keeping the fatalities 
per mile driven below 10-9 – i.e. less than 1 fa-
tal accident in 1 million miles driven. Currently, 
even companies with the most advanced AD 
stacks have a long way to go until their systems 
are able to securely and reliably handle cargo 
falling off trucks, bursting tires, or any other 
of the great number of even more exceptional 
incidents.

SELECTED VOICES FROM THE AUTO INDUSTRY

Source: Berylls Strategy Advisors, based on Press Research
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The good news is: Public-private partnerships 
are on the rise in the western hemisphere and 
may constitute a way out. Cities have recog- 
nized the benefits of organizing the co-exis- 
tence of traditional public transport and new 
forms of shared mobility. Carola Nekovar, Asso-
ciate at Berylls, explains: ″Going forward, we will 
see public authorities taking a more active role 
in shaping the urban mobility framework and 
adopting a broader view of what constitutes  
public transport. This will create new oppor-
tunities for shared mobility players and OEMs 
by entering into public-private partnerships.″ 
The results are already visible on the mar-
ket: VIA says they have signed up to 100 city 
partnerships around the globe. Micromobility 
provider TIER and Nextbike are taking the same 
approach, collaborating with Berlin, Munich, 
Vienna, and many other cities.

Public authorities will continue down on that 
path and we will see tenders becoming the new 
normal also beyond traditional public trans-
port. Thereby, tender processes must become 
more efficient and entry barriers eased to wel-
come new players and start-ups to the fray. The 
winners will be those shared mobility providers 
offering tailored solutions in close alignment 
with city regulators.

THE RISE OF PUBLIC-PRIVATE 
PARTNERSHIPS.

COVID-19 might accelerate this paradigm shift 
further. While ridership figures were plummet- 
ing over the last weeks, many public transport 
operators were not affected quite as badly, 
because a large share of their revenues stems 
from season tickets. In order to keep the attrac-
tivity of monthly passes & Co. high, public trans-
port operators would be well advised to add ad-
ditional mobility options, such as bike sharing, 
to their season tickets. Moreover, replacing 
traditional transport services such as fixed 
route buses, who are fighting with low utiliza-
tion rates, by more flexible, on-demand ride 
pooling services may be more cost-efficient and 
attractive to the customer.

While tristesse about the disillusionment of 
shared mobility still prevails among European 
OEMs, VIA raised USD 400m in March 2020 
while Intel took over traffic data start-up Moovit 
for USD 900m. This gives hope that some play-
ers have sensed the opportunity this entails: 
While profits in the tender business are not 
huge, they are certain, sustainable and long- 
lasting. And they might also be pocketed by 
OEMs.

EXEMPLARY USE CASES FOR PUBLIC-PRIVATE PARTNERSHIPS

PUBLIC TRANSPORT FEEDER
> Subsidized scooter service

> 80% of trips used to access public 
transport

SUBURBAN COMMUTE
> Pre-booked shuttle service from 

urban hubs to remote business 
campuses

OFF-PEAK TIME MOBILITY 
GUARANTEE
> Subsidized night shuttle and taxi 

service



Source: Berylls Strategy Advisors
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AVOID MISSING THE 
BEST PART.

What is important for auto makers now is not to 
abandon ship mid-stream but to have the confi-
dence and perseverance to see things through 
to the end. Turning their backs on the shared 
mobility space now would be as big a mistake as 
the abandoning or downscaling of automated 
driving programs. 

Of course, OEMs will keep selling cars in the 
foreseeable future. However, many OEMs still 
underestimate the learning curve required to 
successfully sell purpose-built vehicles to B2B 
shared mobility customers in the future and 
may see their margins erode if they fail to meet 
the expectations of this new class of custo-
mers. And there will be a noticeable impact on 
sales volume from shared mobility, ultimately. 
Matthias Kempf explains: “We expect to reach 
‘peak car’ around the turn of decade in today ś 
core markets. Afterwards, OEMs will really begin 
to feel the impact of shared mobility.” 

Through the engagements in the shared mo- 
bility arena over the past years, OEMs have built 
new competencies, created strong tech teams, 

and reached to young urban customers who 
eschew traditional car ownership. These assets 
should not be given up for short term balance 
sheet manicure. Instead, OEMs would be well 
advised to develop and efficiently pursue a 
shared mobility vision that plays to their 
strengths. An enhanced brand reputation, 
growing tech savviness among their workforce, 
public trust, employer attractiveness and long-
term competitiveness are potential long-term 
gains that could be acquired in so doing. In the 
short-term, other positive side-effects could 
emerge: By working with cities on shared mo- 
bility solutions, OEMs could increase electric 
vehicle registration and thereby reduce the risk 
of CO2 penalty payments. 

The shared mobility party will continue once 
the COVID-19 hangover has gone, and oppor-
tunities will be greater than ever before. Those 
leaving now will miss the best part.

OPPORTUNITIES FOR OEMS IN SHARED MOBILITY

Enabling existing customers to 
rent out their vehicles results 
in a win-win situation for OEM 

and customer and can be 
implemented without much 

ado.

OFFERING

Vehicle-related operator 
models are closely related to 
the OEM’s core competences 

and tend to be more profitable 
than activities at the customer 

interface.

Addressing the needs of a 
well-chosen, niche target 

group allows to climb up the 
learning curve and earn profits 
at the same time. Successful 
example: Hyundai’s medical 

ride hailing service.

Operating various vehicle 
and/or mobility on demand 

services from one hand allows 
to increase utilization by 

shifting vehicles between 
services.

CREATING CATERING ENABLING

WHITE-LABEL 
SOLUTIONS

ENCOMPASSING 
SERVICE PLATFORMS

NICHE 
MARKETS

PEER-TO-PEER 
SHARING

…

LABEL



KEY CONSIDERATIONS 
FOR OEMS.

DEVELOP A LONG-TERM STRATEGY AND STICK TO IT

OEMs should develop a clear vision for their future engagement in shared 
mobility and pursue it vigorously and sustainably. The current crisis is certainly 
a good time to reconsider one’s lineup and discontinue all activities that do 
not pave the way toward accomplishing the goals of one’s long-term strategy. 
However, it should not result in a hectic, unorganized all-out withdrawal from 
the shared mobility arena. 

AVOID FUNCTIONAL SILOS

OEMs need to create powerful organizations with decision-making authority 
across functions or business units to drive their activities in shared mobility. 
This will help to avoid deadlocks from conflicting interests and inefficiencies 
from duplicate work. It also increases flexibility and reaction speed, which are 
much needed in the dynamic shared mobility space – especially in times of 
crises, when asset-heavy and inflexible players are hit hardest.

FOSTER RELATIONSHIPS AND PARTNERSHIPS

Good stakeholder management will be key to success in public-private part-
nerships in the future. OEMs should focus on building relationships now, 
showcasing their capabilities and ensuring continuous and trustful exchanges 
take place. Partnering up with cities – and potentially other market players – will 
improve their position in the shared mobility arena while reducing investment 
intensity and the need to sustain loss-making engagements.
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SEEKING ADVICE? 
MEET BERYLLS.

YOUR CONTACT PERSONS
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carola.nekovar@berylls.com
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Berylls Strategy Advisors is a top management consulting firm specialized 
in the automotive industry, with offices in Munich and Berlin, in China, in Great 
Britain, in South Korea, in Switzerland and in the USA. Our strategy advisors 
and associated expert network collaborate with automotive manufacturers, 
automotive suppliers, engineering services providers, outfitters, and investors 
to find answers to the automotive industry’s key challenges. Our main focus 
is on innovation and growth strategies, support for mergers & acquisitions, 
organizational development and transformation, and profit improvement 
measures across the entire value chain.

In addition, together with our clients, experts at Berylls Digital Ventures 
develop solutions for digitizing and transforming the business models of 
OEMs, suppliers and engineering services providers.
Longstanding experience, well-founded knowledge, innovative solutions, 
as well as an entrepreneurial mindset distinguish Berylls consulting teams. 
Through partnerships with experts, Berylls can draw on in-depth technology 
expertise, a comprehensive understanding of the market, and powerful net-
works in order to develop workable solutions.

Berylls Strategy Advisors GmbH

Maximilianstrasse 34

80539 München

t +49 89 710 410 400

info@berylls.com

www.berylls.com
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