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Corporate �eet electri�cation presents the next industrial and climate 
in�ection point for transport in Europe. Decisive action can help to secure 
a leading role for Europe in clean mobility, delivering tangible bene�ts for 
citizens and businesses, and ensuring a competitive and resilient transition. 

This report provides a cross-European perspective 
of the opportunities and challenges ahead. It is 
anchored around the proposed Regulation on Clean 
Corporate Vehicles, published on 16 December 
2025, as part of the European Commission�s 
Automotive Package. The proposal is designed to 
accelerate new zero and low emission vehicle uptake 
by large companies from 2030. 

Alongside regulation, economic gains and incentives 
are critical levers to secure industry buy-in across 
corporate cars and light, medium and heavy 
commercial vehicle �eets. This report also o�ers 
actionable recommendations to help stakeholders 
realise the transformation potential of e-mobility.

Curated by EY professionals with extensive 
experience in the energy, automotive, government 
and technology sectors, this study is supported by 
interviews with �eet operators, automakers, charge 
point operators, �exibility providers, energy retailers, 
distribution system operators, leasing companies 
and industry bodies. It also draws on the insights 
of experts at the European energy industry body 
Eurelectric and its members.

With thanks to ACEA, ALICE, Ayvens, AB Volvo, 
BDEW, ChargeUp Europe, Colruyt Group, DG 
ENER, EDF, EDP, Edison, Einride, E-Mobility Europe, 
Enel, Energiföretagen Sverige, Energy UK, Engie, 
ESB, EV100, Hitachi Energy, IKEA, Milence, Mobi.E, 
National Grid Group, Novuna, Octopus EV, Plug, 
PPC, Regulatory Assistance Project, Transport & 
Environment, Virta, Welch Group and Wien Energy.
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Glossary 
of terms

AC	 Alternating current

AFIR	 Alternative Fuels Infrastructure Regulation

API	 Application programming interface

BEV	 Battery electric vehicle

BiK	 Bene�t in kind tax

CaaS	 Charging-as-a-Service	

Capex	 Capital expenditure

CEE	 Certi�cats d’Économies d�Énergie  
	 (French energy savings certi�cates)

CO�	 Carbon dioxide

CPO	 Charge point operator

DC	 Direct current

DSO	 Distribution system operator

eHCV	 Electric heavy commercial vehicle	

eLCV	 Electric light commercial vehicle

eMCV	 Electric medium commercial vehicle

EMS	 Energy Management System

ETS2	 EU�s new carbon-pricing mechanism 

EV	 Electric vehicle

FaaS	 Fleet-as-a-Service 

GDP	 Gross Domestic Product 

HCV	 Heavy commercial vehicle 

ICE	 Internal combustion engine 

KWh	 Kilowatt-hour

LCV	 Light commercial vehicle

LOM	 Loi d�Orientation des MobilitØs  
	 (French mobility strategy law) 

MCS	 Megawatt Charging System 

MCV	 Medium commercial vehicle

MRB	 Motorrijtuigenbelasting  
	 (Dutch motor vehicle tax)

OEM	 Original equipment manufacturer

Opex	 Operating expenditure

PPA	 Power purchase agreement 

ROI	 Return on investment

SLA	 Service level agreement

SME	 Small and medium-sized enterprise

SoH	 State of health certi�cation (battery) 

TCO	 Total cost of ownership

TEN-T	 Trans-European Transport Network 

TSO	 Transmission system operator

TWh	 Terawatt-hour

VED	 Vehicle Excise Duty (UK tax) 

V1G	 Unidirectional managed charging

V2G	 Vehicle-to-grid

ZEV	 Zero emission vehicle

ZEZ	 Zero emission zone



EU new car 
registrations 
(December 
2025, %)

Hybrid

BEV

Petrol

Plug-in

Diesel

Others

33.7%
22.6%
22.5%
10.7%

7.2%
3.3%

December 2025 
BEV sales > 
petrol for first time

Fleet forward: fact sheet
EV progress � Europe has crossed the EV tipping point Europe�s public charging network surpasses ~1.2mn

European BEV car sales (2025) 

95.9%
Norway

84%�100%

51%�83%

17%�50%

2.6%�16%

0%�2.5%

3x increase  
in public chargers 
since 2021

6x increase  
in HCV hubs  
since 2021

Public charging 
points (millions) 
and growth rate 
(%), Europe

HCV-ready 
charging hubs 
and growth rate 
(%), Europe

2021 2022 2023 2024 2025

+19%

+30%937

1.21

720

1.02

480

0.74

280

0.53

150

0.36

WHY FLEET, WHY NOW � fastest lever to scale EV adoption 
Demand 
concentration

Emissions 
leverage

Economics 
in�ection

Electri�cation 
targets

of new vehicle 
sales in the EU 
come from fleets.

of new-car CO2 

emissions are 
generated by 
fleet vehicles. lower opex vs. ICE for �eet vehicles.

potential boost 
in demand for 
new EV cars  
by 2030.

60% 71% ~20%�50% 2mn

�246bn
cumulative  
business savings.

140 TWh
electricity demand.

95bn 
litres
diesel displaced.

�140bn
fuel cost saving.

~1bn  
tonnes
CO2 avoided.

Fleet electri�cation delivers system-wide bene�ts by 2030

Note: Heavy duty vehicle (HDV)-capable public charging locations, including direct current (DC) fast charging (<350 kW and �350 kW AFIR-compliant power classes).
Source: EY analysis, https://www.acea.auto/, https://alternative-fuels-observatory.ec.europa.eu/reports/statistics, https://www.transportenvironment.org/articles/corporate-�eets-and-the-eu-automotive-industrial-plan

EV passenger vehicle sales by region (2025, %)

EVs have entered 
mainstream adoption in 
China and Europe

Global

48% 29% 12%

25%

China Europe US

Share of European 
vehicle registrations 
by segment (2025, %)

EV Others

Cars

71%

12%88%

5%95%

29%

HCVs

LCVs
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Far-reaching  
benefits of fleet 
electrification1
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Far-reaching bene�ts of �eet electri�cation

27 �EY analysis, https://www.transportenvironment.org/state-of-european-transport/state-of-transport-2025/�eets
28 �EY analysis, https://transport.ec.europa.eu/transport-themes/clean-transport-urban-transport/CO�-emissions-heavy-duty-vehicles_en
29 �EY analysis. Avoided CO� emissions are calculated on a tailpipe (tank-to-wheel) basis relative to a diesel ICE baseline and re�ect the progressive uptake of EVs in corporate cars, vans, and heavy trucks. Avoided emissions are estimated by 

multiplying the electri�ed �eet stock in each year by segment-speci�c annual mileage and diesel fuel consumption assumptions, using a diesel emission factor of 2.70 kgCO�/L. Results represent cumulative avoided emissions over 2026�2030.

Energy-system impact � 
electricity to replace 95 billion 
litres of diesel in the EU
Electrifying Europe�s �eets will add signi�cant 
electricity demand by 2030. EY analysis, based 
on projected EV �eet sales, estimates that around 
140 TWh of electricity will be required in 2030 
to support electri�ed corporate cars, vans and 
trucks. It will displace approximately 85 billion to 
95 billion litres of fuel previously consumed by 
ICE vehicles. Based on average EU fuel pump 
prices (�1.45 to 1.55/litre), this is equivalent to 
total fuel expenditure savings of �130 billion to 
140 billion by 2030.

Smart charging, which is already operational 
and proving scalable, aligns EV charging 
with the availability of low-cost, renewable 
power. Energy Management Systems (EMS) 
and behind-the-meter storage can also turn 
depot charging from a grid constraint into 
a controllable energy asset, reducing peak 
demand and upgrade capex, cutting electricity 
costs, improving operational reliability, and 
enabling faster scale-up of both LCV and HCV 
electri�cation. V2G, which is at a much earlier 
stage of maturity, and currently a lower priority 
for �eet operators, is designed to support 

bidirectional �ow to balance supply. Together, 
these technologies o�er scalable solutions 
to grid constraints. They optimise network 
investment and deliver near-zero emissions when 
powered by renewables, making �eets a potential 
cornerstone of Europe�s clean energy future.

Christian Girardeau 
CSO, Virta

�If depots optimise smart 
charging, their �eet charging 
bills could reduce to zero. And, 
if pushed to the limit, it might 
not only make �eet charging 
completely free but could even 
amortise capital expenditure.

Emissions impact � 
one-billion-tonne reduction in 
CO� emissions
Fleets are a major lever for tackling the 
decarbonisation of road tra�c. Though they 
make up only 28% of vehicles, they drive the most 
kilometres, and account for 60% of new car sales 
and more than 70% of new-car CO� emissions.27  
In commercial markets, �eet operators, including 
small and medium-sized enterprises (SMEs), buy 

80% of vans and all new trucks. HCVs, though 
they make up just 2% of vehicles, produce 
around 27% of road transport emissions.28 

The potential is huge. By maintaining the 
current pace of electri�cation, �eets could 
avoid over 416 million tonnes of CO� emissions 
cumulatively by the end of this decade.29 
Full �eet electri�cation could cut around 
one billion tonnes of CO� by 2030, a critical 
lever in helping to meet the EU�s Fit for 55 
and Green Deal targets.
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Far-reaching bene�ts of �eet electri�cation

Light commercial vehicle �eets
LCV �eets comprise small electric vans, up to 3.5 tonnes, which 
are used by last-mile delivery companies and couriers, as well as 
tradespeople and utility services. Vehicles typically have a daily range 
up to 250 kilometres, making eLCVs a good choice for users who 
mostly travel well under 150 kilometres per day.

Their predictability supports chargeability, as well as �exibility 
services. As LCVs tend to stick to �xed routes or consistent delivery 
zones, and mostly return to base at night, they present signi�cant 
electri�cation potential.

Europe�s van-based last-mile delivery market is fragmented. SMEs 
operate around 60% to 70% of van �eets, mainly via local and 
subcontracted providers. They mostly service rural areas and provide 
fast-turnaround deliveries. Large operators account for roughly 30% 
to 40% of van �eets, and typically focus on central, high-volume and 
urban routes. 

For SMEs, going electric can present an even bigger �nancial 
consideration than for their larger peers. Their business case is 
sensitive to capital costs, shorter economic lifecycles, asset values and 
access to charging. However, opex advantages are already available 
for electric vans, due to their lower energy and maintenance costs. The 
availability of targeted solutions, such as �nancial guarantees, �exible 
leasing structures and simpli�ed TCO tools, could help to make EV 
adoption more accessible and commercially attractive to SMEs.

Tax incentives can bridge part of this gap. Across Europe, eLCVs enjoy 
strong advantages, such as 100% deductibility in Belgium, accelerated 
depreciation in Germany and reduced taxable value in Sweden. Road 
tax exemptions, or discounts such as Motorrijtuigenbelasting (MRB) 
in the Netherlands and Vehicle Excise Duty (VED) relief in the UK, 
also apply. 

Figure 10: Key di�erences in �eet electri�cation and LCV policy

BelgiumAspect France Germany Netherlands Poland Sweden UK

Main driver

Purchase 
incentives

Tax bene�ts

Road tax

Infrastructure 
support

Policy 
targets

Fiscal incentives and 
urban access rules

Brussels: up to 
�16,000 per van; 
Flanders: 35% 
investment deduction 
for commercial 
vehicles and charging

100% deductibility 
until 2026, phased 
down to 67.5% by 
2031; reduced VAT

Public charging and 
depot grants

Fo From 2030, 
minimum share of 
ZEVs as corporate 
vans as per 
the European 
Commission�s 
corporate vehicle 
mandatory target 
proposal cus on tax 
deductibility

LOM law mandates 
EV share; Article 
28 (Loi de �nances 
2025) incentive 
tax for large �eets 
>100 vehicles

Bonus Øcologique 
up to �4,000; 
regional grants up 
to �9,000

CO� tax exemption; 
50% BiK reduction; 
VAT deductible; 
penalties rise to 
�5,000 per missing 
vehicle from 2027

Regional charging 
subsidies via CEE

LOM �eet renewal 
quotas for light 
vehicles plus 
Article 28 targets;  
from 2030, 
minimum share  
of ZEVs as 
corporate vans

Tax incentives  
and urban 
restrictions

New incentives 
return in 2026 (up 
to �4,000)

Accelerated 
depreciation; 
reduced BiK

Megawatt 
charging pilots  
for logistics

From 2030, 
minimum share of 
ZEVs as corporate 
vans as per 
the European 
Commission�s 
corporate vehicle 
mandatory target 
proposal

Urban ZEZs push 
EV uptake

eLCVs eligible  
for MIA/Vamil

MRB discount 
(phased); VAT 
deductible

Urban hubs and 
fast-charging 
corridors

ZEZs mandatory 
from 2025; from 
2030, minimum 
share of ZEVs as 
corporate vans

Purchase grants; 
R&D funding

NaszEauto: up 
to PLN70,000 
for electric N1* 
delivery vans

Higher 
depreciation 
limits; VAT reclaim

High-powered 
charging hubs 
funded (up to 
PLN6bn/�1.4bn) 
by government

From 2030, 
minimum share of 
ZEVs as corporate 
vans as per 
the European 
Commission�s 
corporate vehicle 
mandatory target 
proposal

Tax incentives  
and green zones

Climate Premium 
up to SEK50,000 
(~�4,400)

Reduced taxable 
value; workplace 
charging tax-free

Workplace 
charging tax-free 
until 2026

From 2030, 
minimum share of 
ZEVs as corporate 
vans as per 
the European 
Commission�s 
corporate vehicle 
mandatory target 
proposal

ZEV mandate for 
vans from 2025

Plug-in van grant: 
£2,500�£5,000

100% �rst-year 
allowance; low BiK

BEVs exempt from 
annual circulation tax 
(Flanders); minimal in 
Brussels/Wallonia

BEVs exempt  
from annual 
ownership tax

EVs exempt from 
motor vehicle tax 
until 2030

eLCVs exempt 
from BPM; MRB 
discount ends 
after 2025

EVs exempt from 
excise duty; 
standard road  
tax applies

EVs exempt from 
annual road tax

eLCVs pay £10 
�rst-year VED 
from April 2025; 
£195 thereafter

Rapid charging 
grants for depots

ZEV mandate for 
vans: rising shares 
through 2030, 
100% ZEV by 2035

Source: EY analysis. 

*N1 = Light commercial vehicles with a maximum mass not exceeding 3.5 tonnes (3,500 kg).
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Far-reaching bene�ts of �eet electri�cation

Medium and heavy commercial 
vehicle �eets
MCVs range from 3.6 to 12 tonnes. They typically 
handle regional distribution and deliveries, 
and small-scale refuse collections. The current 
electric MCV (eMCV) market comprises around 
10 series-produced models. Automakers have 
prioritised controlled scaling over expanding 
their full portfolios. As a result, upfront vehicle 
costs are higher � around �150,000 to £250,000 
for an eMCV vs. �80,000 to £120,000 for diesel. 
Today, eMCVs are at an early-deployment stage, 
making up around 1.5% of all MCVs registered, but 
reached a 15.4% market share in 2025. Technology 
readiness, economics and infrastructure must align 
to accelerate take-up.

HCVs include long-haul trucks, articulated lorries 
and large construction vehicles. Today, most 
electric HCVs (eHCVs) are already capable of 
between 250 and 500 kilometres on a single 
charge. This is increasingly relevant, given that 
around 45% of all goods transported by road in 
Europe travel less than 350 kilometres each day.36 

It means that a signi�cant share of �eet operations 
could be electri�ed without the need to rely 
routinely on public charging.

At present, eHCVs account for just 0.3% of the 
HCV �eet, which illustrates that widespread 
adoption does not hinge on vehicle capability 
alone, but on the alignment of other enabling 
conditions. Though a nascent segment, truck 
electri�cation is led by the Netherlands, Germany 
and France, which account for two-thirds of sales. 
eHCV sales across Europe reached 2.1% market 
share in 2025, up from 1.3% in 2024.37

eHCVs bene�t from lower scheduled maintenance 
costs compared with diesel, although tyre 
replacement costs can be higher. Overall 
operating economics are shaped, increasingly, 
by when and where vehicles charge. Continued 
advances in battery technologies and charging 
strategies are key to improving performance 
across weight, range and payload-intensive 
applications. Charging times must also be 
better aligned with �eet operators’ demanding 
logistics schedules. 

36 �https://ec.europa.eu/eurostat/statistics-explained/index.php?title=File:Road_freight_transport_by_distance_class,_2018-2020_(million_tkm).png&oldid=546477
37 https://www.acea.auto/�les/Press_release_commercial_vehicle_registrations_fulll_year_2025.pdf

The case for electric trucks

Research by Volvo Trucks reveals that 45% 
of trucks in Europe travel fewer than 350 
kilometres per day. Internationally, 33% of 
trucks cover daily distances of 500 kilometres 
or less.

It defuses arguments that electric trucks must 
match up to diesel-powered HCVs that can 
travel up to 600 kilometres on one tank. And 
it means a signi�cant proportion of medium-
range transport could be carried out by 
electric trucks today.

Using smart-route planning and scheduling, 
trucks make ideal candidates for 
electri�cation and will see a reduction  
in diesel costs.

Source: https://www.volvoautonomoussolutions.com/en-en/news-and-insights/insights/articles/nov/long-
range-electric-trucks-ready-today.html.
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Insights from industry: obstacles and complexity  

Obstacle 2
Infrastructure and grid connections

Progress is being made on the rollout of charging 
infrastructure, both for public use and at private 
depots that support car- and LCV-based �eets. 
By the end of 2025, there were more than one 
million publicly accessible charging points, up 
17% on 2024, with DC fast chargers increasing 
31%.39 But parallel expansion of truck-charging 
infrastructure is needed to support real uptake in 
long-haul EVs. 

In some countries, restricted access to grid 
capacity has prevented the rapid expansion 
of charging infrastructure. The European 
Commission stated that at least 16 Member States 
faced grid connection queues in mid-2025.40 
This is attributed to the restrictive and 
cost-savings-focused regulatory framework for 
European distribution system operators (DSOs). 
And it coincides with the increasing electri�cation 
objectives of multiple end users across sectors. 

Customers seeking a grid connection highlight 
a lack of visibility over available grid capacity. 
It re�ects the obligation on regulated network 
operators to treat all connection requests equally, 
typically on a �rst-come, �rst-served basis. While 
this approach ensures non-discriminatory access, 
it can prove less e�cient in practice. Many Member 
States cite speculative or inactive applications, 
which reserve capacity for extended periods, just 
because they are �rst in the queue. As a result, 
connection lead times of 18 to 36 months are not 
uncommon, with knock-on delays for HCV depot 
electri�cation and �eet deployment.

DSOs, meanwhile, are acting although they are  
at di�erent stages of deploying improved queue 
management systems. The greater the number  
of vehicles that need to charge in one place,  
such as at the �eet operator�s depot, the more 
important it becomes to prepare the grids for 
additional load with anticipatory investments  
and accelerated permitting.

The Eurovignette

The Eurovignette system is an EU-wide framework 
of tolls or road charges on HCVs, based on 
distance, time or vehicle emissions. To encourage 
the shift to zero‑emission logistics, it allows 
Member States to grant road toll exemptions to 
battery electric and fuel cell trucks and buses. 
The European Commission recently extended 
this exemption to 30 June 2031, allowing full 

Short‑lived purchase incentives compound this 
volatility. When grant schemes close early, or 
eligibility rules change, as seen in several national 
truck subsidy programmes, �eets face sudden 
shifts in expected cost recovery. This raises lease 
rates and increases depreciation risk, particularly 
for vans and early‑stage electric trucks, where 
residual values are already fragile. The inability to 
plan procurement cycles around stable incentive 
programmes can erode the underlying opex 
advantage that EVs already deliver.

These combined factors � higher upfront costs, 
uncertain residual values, inconsistent tolling 
bene�ts and volatile incentive schemes � create 
a moving TCO target. Even where the intrinsic 
economics are strong, for operators that replace 
their vehicle assets every three to �ve years, this 
uncertainty directly in�uences when and whether 
to electrify.

toll relief for zero-emission HDVs if national 
governments choose. 

Only a few countries, such as Germany and 
Austria, currently apply full exemptions. Ten 
Member States apply reduced rates (up to 
75%), while others have yet to introduce any 
form of zero-emission toll relief.38

38 �https://www.transportenvironment.org/uploads/�les/202403_TE_Eurovignette_brie�ng_update.pdf
39 �https://alternative-fuels-observatory.ec.europa.eu/reports/statistics.
40 �https://energy.ec.europa.eu/publications/guidance-e�cient-grid-connections-c2025-8473-�nal_en
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Insights from industry: obstacles and complexity  

Obstacle 3
Education, information and operations 

Limited industry and government guidance, 
resources and expertise on moving �eets from ICE 
to electric create additional barriers to adoption.

Electri�cation requires a fundamental shift from  
a ��ll up� mindset to scheduled charging. It 
takes cultural change, supported by robust 
planning tools. 

It also involves changes to �eet operating 
practices. Aligned duty cycles, charging targets 
and depot grid capacity limits are needed to 
optimise �eet performance. Integrated data 
platforms and intelligent scheduling solutions 
are vital for streamlining operations, enhancing 
transparency and maximising �eet uptime.

Fragmented billing and transaction data across 
home, depot and public charging networks add 
complexity, which can in�ate costs and reduce 
utilisation. Users want more straightforward 

processes and training on how to get the most 
out of their charging and payment apps.  

Fleet operators also need clear information about 
the incentives available to them, which could ease 
the costs of electri�cation. They want guidance 
on how to get started so they can see beyond 
the headline costs of a new vehicle plus charger. 
They need to understand how electri�cation can 
work for them, and the e-mobility solutions that 
are right for their industry segment. And they want 
updates on improvements in battery performance 
and the certainty it will bring to residual values, 
especially for car-based �eets.

Increasingly, �eet operators manage grid 
connection limitations by deploying interim 
solutions, such as behind-the-meter storage and 
EMS. Though these measures can add to system 

Abbie Badcock-Broe 
Head of Corporate, UK & Decarbonisation Strategy, National Grid Group

�The problem is that we must take  
everything in the connection queue  
at face value. The Connections Reform is 
trying to separate what is speculation from 
what is �shovel ready� and will be delivered.

complexity and capital investment, they provide 
practical means to accommodate near-term 
electri�cation needs with �exibility.
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Insights from industry: obstacles and complexity  

Obstacle 4
Standards and data interoperability

Technical standards remain a critical dependency 
for scaling �eet electri�cation. 

Finalising the MCS standard and aligning it with 
AFIR requirements are near-term priorities. Delays 
in adoption could slow the rollout of long-haul 
electric trucks beyond 2028, while interoperability 
gaps across borders hinder seamless charging 
experiences for operators.

Standardisation and interoperability are essential to 
future-proof EV infrastructure, yet adoption can be 
slow. For instance, ISO 15118-20 � enabling Plug & 
Charge and bidirectional charging � is becoming 

mandatory under EU rules by 2027 for new public 
and private chargers, but implementation remains 
uneven today. For �eet operators, these standards 
will eventually unlock coordinated multi-vehicle 
charging at depots and create monetisation 
opportunities through V2G services, turning 
parked vehicles into grid assets. 

Yet some Member States are further behind the 
curve. For example, Germany is making slow 
progress on the rollout of smart meters, which are 
critical for scaling up EV adoption and turning EVs 
into grid assets.

Natalia Silverstone 
Head of proposition, Octopus EV

�We urgently need regulation that brings manufacturers 
onto the same page for battery data and smart charging. 
Fragmented standards aren�t just a headache, they�re 
slowing everything down. They block innovation, make 
systems harder to connect, and stop �eets and �nance 
providers from getting the full value out of their vehicles.
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Solutions and operating models that scale

Milence is deploying a �111.5 million  
EU grant to build a pan-European 
truck-charging network ahead of rising 
HCV demand. Across 71 sites in 10 
Member States, it is installing high-power 
chargers with co-located storage and 
renewables to guarantee uninterrupted 
supply. A reservation-based system 
secures utilisation and gives hauliers 
con�dence in charging availability. 
Milence is also rolling out 25 MCS, 
enabling 700 kWh to 800 kWh top-ups 
during drivers� 45-minute breaks,  
cutting downtime, improving TCO parity 
and accelerating CO� reductions in 
freight transport.
Source: https://milence.com/app/uploads/2025/07/
Factsheet-Milence-2025-July-ENGLISH.pdf

Among the pioneers is Swedish 
technology company Einride. It develops 
freight mobility solutions for electric 
and autonomous vehicles, with tailored 
depots, power reservation and battery 
energy storage system integration to 
control energy costs and availability.  

Octopus Energy�s Electroverse card 
gives employees access to 80% of  
the UK�s public charge points. It makes 
on-the-go charging simple, with data 
centralised and billed back to the  
�eet operator.

For its corporate clients, Portuguese 
mobility company Ayvens o�ers an 
integrated leasing contract, which 
includes vehicles, charge points  
and installation. Employees, using  
the same card to charge on both  
the public network and at home,  
are reimbursed immediately.

HCV charging on major  
road networks
Corridor-based charging hubs for HCVs are 
helping to address grid and site constraints. 
These hubs integrate reservation systems that 
lock in utilisation. They co-locate storage and 
renewable energy and are preparing for MCS 
technology. A 700 to 800 kWh charge, in just  
30 to 40 minutes, aligns with driver�s mandatory 
rest breaks, reducing range anxiety and optimising 
infrastructure usage.

FaaS for infrastructure
To overcome high upfront costs and grid delays, 
�eet operators are leasing DC chargers. They 
are also turning to bundled solutions, which 
include vehicles, depot and home charging, 
and access to public charging infrastructure, all 
underpinned by uptime service level agreements 
(SLAs). Battery-integrated chargers, deployed at 
energy-constrained sites, reduce dependency 
on immediate grid upgrades and accelerate time 
to market.

Integrated transactions and reimbursements 
Platforms that can provide a single view of 
charging events across home, depot and 
public networks are resolving operational 
complexity and fragmented data. They pave 
the way to �eet-wide optimised energy 
procurement. 

Automated systems simplify reimbursements. 
As data scales, dynamic price signals will direct 
employees to charge when energy costs are 
low, reducing the �eet operator�s overall bill. 

In time, operators will optimise around real-time 
grid prices and availability of renewables. 
And, by aggregating home, depot and public 
charging data, and perhaps even bulk buying 
energy with power purchase agreements 
(PPAs), EVs can become a strategic part of 
�eet-wide energy procurement.
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Solutions and operating models that scale

At Welch Group, 5% of the �eet is 
already electric, and expected to 
rise to 10% by September 2026. It 
is experimenting with bidirectional 
charging by repowering a diesel truck 
with an electric powertrain. Plugged in 
at the depot, it will turn the battery into 
an energy asset.

The Regulatory Assistance Project 
modelled optimised smart-charging 
patterns for all EVs at depots and on 
highways in Paris in 2040. It identi�ed 
potential savings of 25% on annual grid 
investment costs, as well as reduced 
peak in the daily load curve.

In Ireland, energy company ESB 
recognises the signi�cant opportunity 
to transform existing car parks into 
multi‑purpose energy hubs. By 
deploying solar carports, these 
sites can generate clean electricity, 
support EV charging, and o�set 
energy use in adjacent retail and 
commercial units�maximising the 
value of under‑utilised space while 
accelerating the energy transition.

Looking ahead, Paul Fitzpatrick, Head 
of Customer Solutions for EV‑Mobility, 
sees even greater potential through 
V2G technology. At locations such as 
airports where thousands of EVs remain 
parked for extended periods V2G 
could create a large, �exible energy 
resource. In exchange for reduced 
parking fees, customers could opt to 
make their vehicles available to support 
the grid. With many cars stationary 
for up to two weeks, this aggregated 
capacity could help airports operate 
with a high degree of energy 
independence, enhance grid stability, 
and contribute to Ireland�s broader 
decarbonisation goals.

Flexibility and energy integration
By transforming depots, airports and car parks 
into energy centres, grid constraints can be 
mitigated. Smart charging and unidirectional 
managed charging (V1G) are the priority 
technologies today, and continue to scale,  
though selective V2G is emerging where �eet 
duty cycles allow. 

Behind-the-meter energy hubs, combining 
battery storage and solar photovoltaics with an 
EMS, can help operators to avoid peak-power 
fees and de-risk connection delays. Subject 
to DSO consent and security of supply, energy 
hubs can create more investable and schedulable 
assets at logistics sites.

Co-locating storage and onsite renewables, 
standardising participation in �exibility markets 
and publishing an energy procurement 
playbook � from �xed blocks to corporate 
PPAs � are critical steps to support  
energy integration.

Ways to optimise charging 
infrastructure
The predictability of routes means that �eets  
typically charge at depots between 6:00 p.m.  
and 6:00 a.m. Opening depots, where permitted,  
for public charging during the daytime, when 
chargers are not typically in use, or converting  
airport car parks into energy centres are among 
the ways to optimise charging infrastructure.  
They raise charger utilisation and revenues  
while supporting broader network resilience.

ESB sees potential in putting charging 
infrastructure to use 24/7, subject 
to relevant insurances. Opening the 
depot to the public, or other corporate 
users, will generate revenues for the 
depot owner, minimise the need for 
grid reinforcements and reduce local 
authority investment in public  
charging infrastructure.
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Residual value 
management

Finance  
as-a-Service  
for infrastructure

CaaS

Leasing 2.0

FaaS

HCV charging 
on major road 
networks

Integrated 
transactions and 
reimbursements 

Ways to optimise 
charging 
infrastructure

Flexibility and 
energy integration

Residual value risk

Grid delays, capex barriers, slow deployment

Depot charging capex, grid delays, 
maintenance complexity

High upfront costs, residual value 
risk, infrastructure capex

Operational complexity, TCO uncertainty, 
downtime risk

Corridor infrastructure gaps, range anxiety, grid 
bottlenecks

Charging data fragmentation, cost recovery 
issues

Low charger utilisation, infrastructure ROI risk

Grid capacity constraints, peak demand charges

Stabilising residual values can improve TCOs 
and boost con�dence in used EVs

Accelerates time to market by leasing DC 
chargers and bundling uptime SLAs

Removes upfront cost, enables scalable 
infrastructure and supports uptime guarantees

Bundles EV, charger and energy into predictable 
monthly cost; de-risks investment and simpli�es 
adoption 

Fully managed �eet solution with per-kilometre 
pricing, predictive maintenance and route 
optimisation

Enables long-haul and regional trunk 
electri�cation with MCS-ready hubs and 
reservation systems

Enables �eet-wide energy optimisation, dynamic 
pricing and automated driver reimbursements

Opens depots for public charging during  
o�-peak hours and boosts asset utilisation 

Turns depots into energy hubs with V2G, solar 
and storage; supports grid services

Car-based and LCV �eet operators, leasing 
companies, OEMs

Fleet operators, energy companies, leasing 
companies

Fleet operators, CPOs

Car-based and LCV �eet operators, leasing 
companies OEMs

Fleet operators, leasing companies, technology 
providers

HCV operators, CPOs, governments

Fleet operators, technology providers, 
energy companies

CPOs, municipalities, �eet operators

Energy companies, DSOs, �eet operators

Solutions and operating models that scale

Figure 13: Barrier resolutions

Barriers resolved Which stakeholders bene�t Why it mattersSolution/model

Policy levers Regulatory fragmentation, residual value risk, 
grid access delays

Harmonises standards, enables battery 
passports and supports used EV markets

Governments, OEMs, �eet operators

The shift to �eet electri�cation stands to unlock 
environmental and economic value, substantial 
reductions in CO� emissions, meaningful �exibility 
for the grid, and signi�cant TCO savings for 
high-mileage vans and freight operators.

But while the transition to zero-emission �eets is 
accelerating, progress depends on coordinated 
action across the ecosystem.  

Obstacles, which range from policy fragmentation 
and grid constraints to economic risk and 
operational complexity, require targeted 
interventions. By leveraging emerging solutions 
that are already proving e�ective in real-world 
deployments, stakeholders can unlock scale 
and deliver measurable impact within the next 
two years. 

Source: EY analysis. 
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Appendix
Key assumptions

Unit Car-based �eet LCVs HCVsAssumptions

Base price � BEV

Base price � diesel

Maintenance

Charging locations

Annual distance travelled 

Workplace

Home charging cost

Toll

EV consumption

Public charging cost

Depot charging cost 

Residual value � BEV

ICE consumption

Diesel cost

Residual value � diesel

�

�

�/year

�

km/year

�/kWh

�/kWh

�/km

kWh/100 km

�/kWh

�/kWh

% of base price

litre/100 km

�/litre

% of base price

Ford E-Transit Custom
�47,000

Ford Transit Custom 2.0 EcoBlue
�38,000

BEV �825
Diesel �1,100

Depot 85%
Workplace 10%
Public 5%

40,000

0.16�0.36

�

0.01�0.09

22

0.45�0.75

0.14�0.40

35%

7.8

1.80�1.95

40%

Mercedes-Benz eActros 600
�280,000

Mercedes-Benz Actros 1845
�120,000

BEV �10,500
Diesel �15,000

FR: depot 40% / public 60% 
FR�DE: depot 30% / public 70% 
FR�RO: depot 10% / public 90%

90,000

0.30�0.60

�

0.1�0.35

120

1.52�1.70

0.18�0.22

33%

32

32

50%

Volkswagen ID.3
�38,000

Volkswagen Golf 2.0 TDI
�35,000

BEV �630
Diesel �900

Home 80%
Workplace 15%
Public 5%

25,000

0.16�0.36

0.14�0.40

0.03�0.06

16.5

0.45-0.75

�

38%

5.4

1.80�1.95

42%
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