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Synthesis by domain

Industrialized refurbishment is strongly growing – A French ecosystem emerges but 
large untapped potential remains

Source: Roland Berger

• French used car sales volumes are 2-3x higher 
than new car sales – Market expands 
significantly as leasing grows in popularity

• Refurbishment centers emerge throughout 
France – However, much potential remains 
untapped (~4% refurbishment in 2023)

• Digitalization is transforming the used car 
market and strengthening refurbishment center 
business models

• Positive environmental contribution, as vehicle 
lifetimes are extended 

Market attractiveness

• Refurbishment is set to be a local business –
Used car logistics represent c.10% of costs and 
logistics services are a key differentiator

• Industrialized refurbishment is highly labor 
intensive (~100 FTE per 15k car capacity) 

• EUR 10 mn CAPEX required per 15k vehicle 
capacity

• Barriers to entry for refurbishment remain 
limited – However, digitalization requires 
capability development

• French OEMs are vertically integrating into 
refurbishment (Renault largest player in France)

Market accessibility for 
French players

• Creation of up to 2,250 jobs expected in France 
by industrialized refurbishment centers by 2035

• Limited impact of refurbishment on French 
resilience & trade balance 

• Refurbishment can help retain key automotive 
manufacturing skills (assembly/ reverse 
engineering/ metal working) in France

Attractiveness for France

A Used car refurbishment centers – Overall assessment
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• In France, annual used car sales volumes are 2-3x
larger than new vehicles (~2/3rd C2C1) transactions) 

• Refurbishment is a key enabler of used car 
transactions, helping extend vehicle lifetimes 

• Today, industrialized refurbishment capacity is 
modest, compared to the broader French used car 
market (~4% of used car sales volumes)

• However, industrialization is advancing, driven by 
digital disruption & growing efficiencies vs
traditional players:
– Digital platforms lower transaction barriers, 

enabling industrialized players to purchase, 
refurbish and resell a vehicle in ~40 days

– Industrial refurbishment is ~10% more effective 
than traditional players, thanks to economies of 
scale & emerging technologies

• Refurbishment process typically involves damage 
inspection and cosmetic (e.g., repainting) as well as 
functional (e.g., drivetrain) repairs

Refurbishment facilitates used car transactions by speeding up sales, adding value 
to the used vehicle & connecting it to a suitable buyer - Extending vehicle lifetimes

Typical used car refurbishment process

Source: Roland Berger

Used car refurbishment main characteristics

1 Market Attractiveness

• Car to refurbishment 
center for oil change/ 
brake pads/ repaint/ body 
work/ seats/ …

Refurbishment in 
a (central) 
refurbishment site

2

• Pictures of the car are 
taken & car is stored 
before purchase

(Online) vehicle 
listing 
& storage

3

• Customer can purchase 
the vehicle in a customer 
center or online

(Online) booking & 
purchase

4

• Car is picked up or 
delivered remotely, 
depending on modalities

Pickup or delivery 
to preferred 
customer location

5

• Refurbisher purchases 
car, collects and 
transports it to a 
refurbishment center

Vehicle purchase
& transportation

1

Typical process duration: ~40 days

Emerging refurbishment technologies

New technologies drive efficiencies, further improving the business case of refurbishment 
centers vis-à-vis traditional players (independent repair shops/ concessions):
• Automatic exterior inspection software & portal: tire condition/ body condition/ 

unberbody/ underhood inspection & electronics diagnosis
• Smart repairs: scratch removal (without paint cabin), dent removal (without part 

dismantling), wheel repairs and advanced polishing – Repairs become more targeted

1) Consumer to consumer transactions
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Digitalization of used car retail sales contributing to industrialization of 
refurbishment – Close to 1 in 10 EU used cars set to be transacted digitally 

2017 2018 2019 2020 2021 2022 2023 2024 2025

2.2%

5.2%
4.2%

9.7% 9.8%

18.0%

5 years

CAGR
('17-20)

+23%

+24%

+13%

+18%

CAGR
('20-25)

Online used car (UC) retail sales [Share of total UC sales, 2017-2025]

CAGR
('17-20)

CAGR
('20-25)

• UC sales (B2x1) & C2C) set to be 
reshaped by digitalization of 
transactions – E2E2) digital transactions 
emerging

• Used car refurbishment centers benefit 
from UC sales digitalization for two key 
reasons:
– Reshaping customer journeys 

(eliminating repeated physical visits, 
easy benchmarking, reduced 
paperwork, …)

– Optimizing business efficiency with 
strong impact on inventory turnover

• Used car retail digitalization in Europe 
set to follow a similar track as in US

Key insights

Source: Roland Berger

1 Market Attractiveness

EU share of used car sales transacted online

USA share of used car sales transacted online
1) Business to business or business to consumer sales; 2) End to end, incl. advertisement, bid, payment, signature and closing and planning for pickup
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Today, refurbishment centers target the most recent vehicles (0-5 years) – Going
forward, refurbishment of older vehicles will become increasingly viable

Source: Autobiz, expert interviews, Roland Berger

Average sold UC

• EUR 15,000 after taxes
• 4 years age
• Mileage of 50,000 km

Average sold UC

• EUR 7,800 after taxes
• 9 year age
• Mileage of 120,000 km

Used car (UC) sales per channel and age [mn cars, France, 2020]

Predominantly x2B2C
59% on average

Predominantly C2C
82% on average

32% 39%
50%

71%
86%

95%

64%

68% 61%
50%

29%
14%

36%

0-2 years 2-3 years 3-5 years 5-8 years 8-15 years

5%

>15 years TOTAL

x2B2C

C2C

0.9 0.6 1.0 1.2 1.2 0.7 5.6

Addressable segment for refurbishment centers

• Digital platforms set to lower transaction barriers 
and shift market share from C2C to B2C, increasing 
addressable market for refurbishment centers

• Advancing techniques (targeted repairs) set to 
improve value proposition of refurbishment centers 
for older vehicles

Key insights

1 Market Attractiveness
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Used car refurbishment market set to expand rapidly, as used car sales grow, and 
industrialized refurbishment penetration increases driven by digitalization

Market evolution and trends

UC refurbishment French1) market size evolution [EUR mn; 2023-2035] Used car refurbishment market drivers

Source: Roland Berger

Positive impact Neutral impact Negative impact

1 Market Attractiveness

2023 2028 2035

164
250

518

+9% p.a.

+10% p.a.

Penetration rate2)

EBIT

Price range

4% 5% 11%

750-800 750-800 750-800

Low margin (~5%) driven by intense price competition and limited 
technological barriers to entry

1) EU market est. at EUR ~1 bn (2023) to EUR ~3.5 bn (2035); 2) Share of used light vehicles (passenger cars & light commercial vehicles) treated in refurbishing center

Growing used car 
market

• Long-term leasing uptake vs ownership increases, driving 
growth in used car market volumes (42% today, est. 58% 
leasing penetration by 2030)

• Electrification drives faster disposal of ICE cars (consumers 
switching to BEV) 

• Used BEV vehicles have higher price points

Refurbishment 
professionalization

• Diversification of OEMs and automotive suppliers into used 
car refurbishment to capture additional margin

• Growth in cost effectiveness of refurbishing centers vs 
traditional (concession) players – c.10% more effective

Trends

UC shift from C2C to 
B2C

• Emerging digital marketplaces lower transactional barriers, 
shifting volumes from C2C to B2C, increasing demand for 
refurbishment centers

• Added value by UC refurbishment centers, excl. initial value of the vehicle to be resold



7

Scrapping & export

Refurbishment is an integral part of the used car market, especially for corporate 
cars and takeback programs – A strong local refurbishment network is emerging

Value chain and focus on key players  

Used car value chain and main players1) [France, 2020] 

Source: Roland Berger

Market share [France, 2021]

5%

8%

15%

37%

9%

6%

6%

1 Market Attractiveness

1) Non-exhaustive selection of players; 2) Corporates selling vehicles to auctions via third parties

Vehicle flow Owner of vehicle Not owner of vehicle Market evolution: NeutralPositive Negative Market segment addressable by refurbishment players

Market structure
• 11 players active across France in 14 sites (each with 6-45k ELV

capacity) – Overall annual capacity to process ~200k ELVs
(~10% of the addressable market – x2B2C)

• Capacity geographically spread across France, driven by 
dispersed vehicle supply and elevated logistics cost

• New centers are rapidly opening (8 sites opened since 2020, 
including Refactory) as the market is expanding

Corporate

Consumers

OEM captives

Long-term leasing

B2B2C

C2B2C

C2C

Buyback by network: 0.3 m

Marketplace

OEM

C2C transactions : 3.6 m

1.2 m

0.9 m

0.5 m

0,6 m

Auction : 0.3 m2)

0.3 m

0,3 m

1,7 m

Buyback by OEM : 0.3 m 

Takeback: 2.0 m

0.6 m 

Consumers

OEM dealer 
network

Inter concessions: 
0,3 m 

Independent 
dealer 

concessions

3.6 m

2.0 m

0.8 m

∑ 6.5 m ∑ 5.6 m

3.6 m

C2C

2.1 m

B2C

∑ 0.9 m
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Used car refurbishment holds large untapped potential, as digital technologies 
disrupt the segment & offer differentiation potential

Source: Roland Berger

Clear product roadmap

Environmental contribution

Potential for technological differentiation

1 Market Attractiveness

Market attractiveness – Other criteria

Window of opportunity for a newcomer

• Significant window of opportunity for newcomers, as much untapped potential remains:
– Overall limited refurbishment capacity is already constructed (~200 k cars annually), 

much untapped potential remains, especially as the market is strongly expanding 

• Limited market risk considering clear trend towards 
industrialization of the activity

• Used car refurbishing technologies are generally well-
mastered, digitalization and incremental evolutions are 
ongoing:
– Digitalization of purchasing and distribution is an ongoing 

innovation area 
– New refurbishment technologies (inspection/ repair 

oriented) are emerging, focused at targeting repairs and 
optimizing costs

• Limited potential for technological differentiation:
– Main process is highly labor intensive, driven by large 

variance in vehicle design and state
– Limited process innovation expected, process is highly 

standardized and well mastered by a variety of players
– However, digitalization expected to drive disruption the 

segment, as quick inventory turnaround becomes a leading 
differentiator

• No significant diversification opportunities: separate channels for trucks, in advance in terms of industrialization, 
led by truck OEMs

• Positive environmental contribution driven by vehicle lifetime extension1):
– Used car refurbishment extends vehicle lifetimes, reducing the need for new car 

production

Potential for diversification outside Automotive

1) Lifetime extension of ICE vehicles can have mixed environmental effects

Clear product 
roadmap

Limited potential Positive 
contribution

Entry possible
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Digitalization transforms refurbishment – French OEMs vertically integrating into the 
segment, making use of skilled labor present in France

Source: Roland Berger

Market accessibility – Assessment 

2 Market Accessibility

Technical barriers to entry

Manufacturing CAPEX Traction from French OEMs

Availability of the necessary skills

• Medium/ low technical barriers to entry as technology is generally 
well-mastered, but digitalization is a key profitability driver:
– Industrialization is an incremental evolution of the typical vehicle 

dismantling process, with limited significant technology changes
– However, integration with a digital platform for parts reselling is 

key, as this is a key dismantler profitability driver

• Approx. EUR 10 mn CAPEX required for reference refurbishment 
center with 100 FTE staff:
– EUR 2 mn for buildings (c.6,000 m²)
– EUR 2 mn for painting cabin (treatment f 12-15k vehicles p.a.)
– EUR 6 mn for others (equipment/ leasing terrain/ …)

• Necessary skills are available in France, training programs were set 
up:
– Highly labor-intensive process with mostly blue-collar work
– Specific skills in assembly and mechanical work – Lean 

manufacturing as key driver of competitive advantage 

• French OEMs have built and opened several refurbishment centers 
throughout France in recent years:
– Renault is the largest refurbishment player in France, following the 

recent opening of the largest site nationally (45k vehicle capacity)
– Stellantis owns a smaller refurbishment network in France, but 

holds strong ambitions in the segment

"Skills in bodywork and mechanics are bottlenecks in the 
market, labor training is a lever for recruiting because 
few skills are available locally" – General manager Stimcar

"This used car factory [Refactory] positions us at the top 
level of the growing used car market, with a unique 
industrial tool […]" – CEO Renault group

Medium/ low
barriers

EUR 10 mn

Knowhow available

Pioneers
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A regionally anchored refurbishment footprint is expected across France –
Significant capacity already exists

Attractiveness for France – Industrial set-up

Plants – location & cost structure [cost per vehicle]  

Source: Roland Berger

3 Attractiveness for France

450 (43%)

199 (19%)

Concession

300 (28%)

105 (10%)

484 (52%)1)

256 (27%)

1 054

160 (17%)

35 (4%)

Refurbishment center

935

-11%

Raw materials (incl. spare parts/ logistics) Labor D&A (equipment) Value destruction (vehicle depreciation)

1) Increase driven by logistics (EUR ~100 vehicle for dismantling center, vs none for concessions)

Footprint of key players [France, 2022]

• Refurbishment centers being established around France, 
combination of OEMs, independent players and industrializing 
concessions

• Local market (today ~14 sites spread across France) with sites expected 
to remain spread out to service dispersed used car supply
– Up to 35 additional refurbishment centers required by 2035, spread 

across regional segments 

• Logistics represents ~10% of total costs, driven by location of 
refurbishment center
– Proliferation of pickup & delivery service drives logistics cost increase, 

dictating geographically spread localization
• Cost structure driven by raw materials and labor costs:

– Variance in vehicle state/ type drives a high manual labor intensity (c. 5 
FTE hours per dismantled vehicle)

– Cost share of equipment (refurbishment equipment) limited, cost of 
energy negligible

Target manufacturing footprint

Rationale
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Industrialized refurbishment is a strong employment source – It can improve the 
French trade balance and help retain fundamental manufacturing knowhow

Attractiveness for France – Impact for France & other economic social benefits

Source: Expert interviews, Roland Berger

3 Attractiveness for France

Support to resilience of French economy

Impact on Trade Balance

Skill Level Assessment

• Highly blue-collar oriented assembly skills - Limited R&D and innovation impact:
– Dismantling is a well-mastered process, with little room for innovation beyond established best practice
– The process is however highly labor intensive, and provides significant blue-collar employment, retaining 

skills in assembly, mechanical expertise and other blue-collar fields

• Slightly positive impact on trade balance:
– Fewer imports of new vehicles and potential for export of refurbished vehicles

• Limited contribution, reduce some dependency on new vehicle imports:
– Extending vehicle lifetimes reduces French dependency on new vehicle imports

c. 15,800

2023-2035
c. 2,250

2023-2035

Hypotheses:
• Highly local market, dependent on car park
• ~100 FTE required for 15k car capacity refurbishment center
• Partially, employment substitutes traditional repair shops and 

concessions employment – However, net employment effect 
positive (larger share of cars addressed)

Revenue generated per FTE is estimated to be around c. EUR 140k

c. 10,200

2023

c. 26,000

2035

Job creation between 2023 
and 2035 [#FTEs]

Jobs in 2023 and in 2035 
in Europe [#FTEs]

Direct Employment [# FTEs]

Limited contribution

Slightly positive 
impact

Blue-collar skill 
development
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