
European 
Affordable-BEV 
Market Defense 
Strategy
02 June 2026



IMPORTANT NOTICE
This report is generated for informational and decision support purposes only. It does not constitute legal, financial, tax, investment, or regulated professional advice. While Lumiu utilizes 
advanced reasoning agents, users remain solely responsible for validating all data points, assumptions, and strategic conclusions before making business decisions. Lumiu accepts no liability for 
actions taken based on this output. This report is provided on the basis that Lumiere AI (Lumiu) accepts no liability to the user or to any other person in respect of this report.

Lumiu is an automated reasoning system developed by an independent technology company. We are not affiliated with, endorsed by, sponsored by, or acting on behalf of any third party 
professional services firm or strategy consulting organization.

Lumiu uses a proprietary Digital Twin architecture designed to generate simulated strategic analysis using commonly used consulting-style frameworks. Because the system generates text 
probabilistically, it may occasionally produce unintended "simulation artifacts," including first-person phrasing or incidental references to specific companies, consulting firms, products, or 
brands.

Any such references are generated outputs and do not imply (and should not be interpreted as) authorship, review, sponsorship, endorsement, or involvement by any third party. All third-party 
names and marks are the property of their respective owners.



Table of Contents
1. Germany, UK and France Affordable-BEV Market Defense

1.1 Which affordable-BEV pools matter most by country, price band and channel?

1.2 Where do BYD and Volkswagen Group overlap directly today versus within 36 months?

1.3 How much of the at-risk pool sits in the entry battlefield versus the broader affordable mass market?

1.4 How much worse does the threat look under the broader-Europe BYD upside case?

────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────

2. BYD Price-to-Value Advantage in Europe's Affordable-BEV Market

2.1 Does BYD offer a materially better customer proposition per euro in the key affordable segments?

2.2 Can BYD keep its price advantage after tariffs and as localisation ramps?

2.3 Can BYD scale distribution, financing and aftersales fast enough to convert value into share?

2.4 How does BYD compare with other affordable-EV challengers, not just Volkswagen?

────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────

3. Affordable BEV Switching Risk: Retail and Fleet Context

3.1 What drives retail purchase in each affordable price band, and where is Volkswagen most exposed?

3.2 What drives fleet and B2B choice, and where can Volkswagen defend through TCO and residuals rather than sticker price?

3.3 Which countries are most price-elastic and therefore most vulnerable to BYD?

3.4 Do ICE and PHEV substitutes blunt BYD's threat or weaken Volkswagen's BEV defense economics?

────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────

4. Volkswagen Affordable-BEV Defense and Bridge Strategy

4.1 Which Volkswagen Group brands and models face the highest immediate exposure to BYD?

4.2 Where are Volkswagen's biggest product, timing and pricing gaps over the next 36 months?

4.3 What is the directional P&L, residual-value and share impact of alternative defense moves?

4.4 Under base, BYD-upside and Volkswagen-fast-response scenarios, what is at stake?

────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────────

5. Volkswagen Affordable-BEV Defense and Differentiation Playbook

5.1 Where must Volkswagen defend directly on price-value, and where should it avoid fighting?

5.2 How should Volkswagen use product and brand architecture to cover the affordable market without diluting brand equity?

5.3 Which commercial actions can defend share with the least damage to EBIT and residuals?

5.4 What escalation triggers should move Volkswagen from selective defense to stronger intervention?



EX
EC

U
TI

VE
 S

U
M

M
AR

Y
Volkswagen should execute a tightly targeted, payment-led defense against BYD in Europe's 
affordable-BEV bands, avoiding a pan-European price war while bridging the sub-€25k gap 
until ID.2-class launches land from 2026.

Context: VW vs BYD in European affordable 
BEVs (2024-2030)

• Volkswagen Passenger Cars operates with a thin 2.9% 2024 operating 
margin and an agreed ~100 bps acceptable EBIT-erosion guardrail, 
limiting scope for broad BEV discounting across EU27+UK+EFTA 
[Volkswagen Group 2024].

• BYD has established a structural price-to-value edge in Europe's 
affordable BEVs, already reaching 128,827 registrations in 
EU27+UK+EFTA in 2025 (up to 187,112 in a broader-Europe sensitivity) 
and expanding dealer networks rapidly in the UK, France, Spain and 
other markets.

• The critical structural gap for Volkswagen Group is the sub-€25k BEV 
band: BYD Dolphin Surf is live below €25,000 in Germany and France, 
while Volkswagen ID.3 sits around €33,995 and ID.2-class products 
only arrive from 2026, leaving a 24-36 month exposure window.

• Affordable-BEV exposure is concentrated in a few nameplates-ID.3 
(54,531 units in 2024), ID.4 (64,756), Škoda Enyaq (68,874), CUPRA 
Born (41,231)-and in must-defend markets Germany and the UK, plus 
selected fleet-heavy pockets in France and the Nordics.

• Customer switching is primarily affordability-driven: 41% of European 
new-car buyers rank purchase price among their top four factors, 
median BEV willingness-to-pay is around €20,000, and BEVs still hold 
only 13.6%-16.9% share versus 30.9%-34.6% for hybrids and 33.3%-
36.1% for petrol/diesel, so many shoppers can still substitute away 
from BEVs if value is not compelling.

Key Evidence
• In Germany's entry band, BYD Dolphin Surf launched at €22,990 list and €19,990 

promotional price with 220 km WLTP range and 65 kW DC charging, while 
Volkswagen ID.3/ID.3 Neo starts around €33,330-€33,995 with roughly 425 km 
range and 120-125 kW DC charging, leaving a live sub-€25k access point 
Volkswagen does not match today.

• Despite the EU's definitive 17.0% countervailing duty on China-made BEVs from 30 
October 2024 (adding roughly €7,650-€11,450 per imported BYD unit in the €25k-
€35k band including shipping), CEPR/VoxEU reports BYD Seal U EU prices fell 9% 
post-tariff while Rhodium Group still finds a profit premium, and BYD's Hungary 
plant will localize 150,000-200,000 units from 2026, preserving a structural cost 
edge versus Volkswagen.

• BYD is scaling route-to-market aggressively: in the UK it grew from 4 dealer groups 
at launch (Jan 2023) to 67 dealerships by end-2024 and 100 franchised sites by Sep 
2025 (a 25.0x increase); in Spain it expanded from 10 dealers in 2023 to 27 in 2024 
and 100 in 2025, supported by 22 dealer groups and a parts hub in Guadalajara.

• Elasticity and substitution amplify the threat where BYD is cheapest: Germany's 
BEV registrations fell from 524,219 (2023) to 380,609 (2024) (a 27.4% drop) after 
the Umweltbonus ended, while Spain's EV registrations rose 48%, 60% and 68.8% 
year-on-year in Jan-Mar 2025 after MOVES III continuity, showing that incentive and 
price shocks rapidly shift BEV demand toward lower-cost entrants.

• Payment evidence shows defense is possible without list-price cuts: in Germany, 
Volkswagen Financial Services advertised ID.3 at €249/month over 48 months, 
10,000 km/year with €890 down, while BYD Germany advertised Dolphin Comfort 
at €224/month but with €6,000 down; in the UK, BYD Dolphin Surf 0% APR PCP at 
£219-£259/month competes with Volkswagen ID.3 at £319.18/month with a 
£4,629 customer deposit and £4,500 VW contribution, indicating that APR/deposit 
engineering can narrow visible affordability gaps more efficiently than broad price 
cuts within the ~€3.247bn EBIT headroom implied by a 100 bps guardrail on 
€324.7bn Group revenue.

Recommendation: Targeted, payment-led 
defense within EBIT guardrails

• Adopt a defend/bridge/yield map for 2024-2030: defend Germany and UK €25k-
€35k retail and fleet, France fleet-visible mass-market pockets, and Nordic leasing; 
bridge but do not over-defend sub-€25k until ID.2, Škoda Epiq (from £24,950 in July 
2026 UK) and CUPRA Raval (~£22,785-£24,000 in 2026) arrive; yield Italy entry BEV, 
Norway retail and rental-heavy Spain pockets where economics are unattractive.

• Use brand roles to cover affordability without turning Volkswagen into a discount 
badge: keep Volkswagen as the mainstream trust anchor in the €25k-€35k band (e.g., 
ID.3 at €33,995 in Germany, €34,990 in France), position Škoda Epiq as the value 
bridge for sub-€25k family buyers, and deploy CUPRA Raval for style-led urban 
conquest, while keeping SEAT non-core until its electrification strategy is confirmed.

• Prioritize payment-led levers over list-price cuts in must-defend pockets: scale APR 
support, lower deposits, matched-term offers and targeted lease-rate support 
(especially for >25,000 km/year fleet drivers) to move customer economics by 
roughly €33-€42/month via financing, equipment, warranty and service bundles, 
while reserving list-price cuts (which can shift €21-€63/month but damage residuals) 
as escalation-only tools.

• Operationalize a seven-action, trigger-based playbook: (1) freeze the 
defend/bridge/yield map and four-brand charter, (2) launch payment-parity retail 
campaigns in Germany/UK, (3) deploy fleet-defense packages in Germany, UK, 
France, Sweden, (4) tighten residual-value management as Autovista forecasts 9.9% 
BEV RV declines and 36.7% 36-month/60,000 km retention, (5) accelerate Europe-for-
Europe affordable-BEV localization around Spain (e.g., Martorell, Valencia), (6) 
monitor BYD network and localization progress, and (7) pre-authorize escalation only 
if structural-threat triggers are breached.

• Set explicit escalation triggers tied to BYD performance and VW economics: activate 
stronger measures (including selective list-price cuts or enhanced incentives) only if 
BYD gains >=1.5 percentage points share over two consecutive quarters in defended 
pockets, 3+ major repeat-fleet losses occur in two quarters, BEV residuals 
underperform country baselines by >=2 points for two quarters, BYD route-to-market 
or Hungary localization scales faster than assumed, or ID.2-class availability slips 
beyond the 36-month window.

CORE CONCLUSION:
Within a constrained ~100 bps EBIT guardrail, Volkswagen should defend only the most exposed €25k-€35k European BEV pockets with payment-
led, brand-architected actions while bridging the sub-€25k gap until ID.2-class launches, rather than engaging BYD in a pan-European price war.
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BYD's price-to-value edge in Europe's affordable BEVs is structurally durable over the next 3-5 years

BYD already offers superior value-per-euro in key affordable hatchback bands versus Volkswagen:
• In Germany's entry battlefield, BYD Dolphin Surf Active lists at €22,990 with 220 km WLTP range and 65 kW DC charging, and launched at €19,990, while Volkswagen's nearest current hatchback BEV reference, the ID.3, starts around 

€33,995, leaving a live sub-€25k access point Volkswagen does not currently match based on the client affordable_price_definition [1][2][3].
• Within the €25k-€35k mass hatchback band, BYD Dolphin 60.4 kWh (MY24) is listed at €32,990 in Germany (MY25: €34,640) with 427 km WLTP range and 100 kW DC charging, versus €33,330 for Volkswagen ID.3 Pure and about €33,995 

for the ID.3 Neo entry reference with roughly 425 km range and 120-125 kW DC charging, implying similar price and range but a BYD disadvantage on charging speed [4][5][3][6][7].
• BYD offsets part of the charging-speed gap with a stronger battery warranty of 8 years/250,000 km on Dolphin versus Volkswagen's 8 years/160,000 km with 70% retention on ID.3, while both models hold five-star Euro NCAP ratings, 

indicating parity on headline safety [4][7][8][9][10].
• Review evidence from Top Gear, Auto Express, Winton's World, Carwow UK and Changing Lanes consistently credits BYD Dolphin for equipment richness and cabin value, while Volkswagen ID.3 is still rated higher on software maturity, 

ergonomics and long-distance usability, making BYD's advantage structural in entry BEVs and meaningful but not absolute in the mass hatchback band [31][32][33][34][35].

Tariffs compress but do not erase BYD's cost advantage, and Hungary localisation restores economics:
• The EU's definitive countervailing regime applies a 17.0% duty to BYD's China-made BEVs from 30 October 2024 for five years, and Lumiu analysis using Rhodium's "just under €10,000" China-Germany cost gap plus €900-€2,000 RoRo 

shipping suggests imported BYD vehicles in the €25k-€35k band lose roughly €7,650-€11,450 per unit from duties plus shipping, materially narrowing but not automatically eliminating the cost edge [11][12][13].
• Despite this duty shock, CEPR/VoxEU reports that the BYD Seal U's EU price fell 9% after tariffs rather than rising, and Rhodium's model-level work indicates BYD still retained substantial EU profit premium on Seal U even under higher-duty 

scenarios, implying room to keep pricing aggressive while absorbing part of the tariff burden [14][15].
• BYD's Hungary plant provides the structural bridge: Electrive reports trial production of passenger cars in Hungary from February 2026 with 200,000 vehicles per year cited, while Reuters reports delayed mass production with 150,000 

initial capacity and up to 300,000 eventual capacity, making 150,000-200,000 units the practical initial-capacity anchor for the next 24-36 months [16][17].
• Once localized volume from Hungary replaces China imports for core models, BYD will remove the 17.0% duty and most finished-vehicle shipping cost on those units, preserving a meaningful residual cost edge even if European production 

absorbs part of the original China advantage, whereas Volkswagen Passenger Cars' 2.9% 2024 operating margin limits its ability to respond with broad price-led defense [11][12][13][16][17][46].

BYD's scaling route-to-market and unique challenger stack make its threat enduring, not tactical:
• In the UK, BYD expanded from four dealer groups at launch in January 2023 to 67 dealerships by end-2024 and 100 franchised retail sites by September 2025, a 25.0x increase that demonstrates the ability to build dense coverage rather than a theoretical network 

[16][36][37].
• France and Spain show similar scaling: BYD targeted 15-20 French sales and aftersales outlets in 2023 and 100 dealerships by 2025, with financing extended across more than 50 French points of sale including fleets, while Spain grew from 10 dealers in 2023 to 27 

in 2024 and 100 in 2025, supported by 22 dealer groups and a spare-parts logistics center in Guadalajara [18][19][20][38].
• Germany remains less mature after BYD restructured away from Hedin Mobility Group's distribution in 2024, moving from a launch network of seven dealer partners to transferred pioneer stores and direct sales points under a new operating model, indicating 

execution risk but not an absence of footprint [21][22].
• BYD has already reached 128,827 registrations in the client-defined EU27+UK+EFTA geography in 2025 (versus a 187,112 broader-Europe sensitivity), and is the only challenger in this factbase that combines sub-€25k access via Dolphin Surf, mass-band coverage via 

Dolphin, meaningful current European scale, a visible Hungary localisation path, and expanded leasing support through Ayvens into 11 markets, making its affordable-BEV threat structurally sharper than Renault, Stellantis, Hyundai-Kia, Dacia or MG alone [1][4][16]
[17][23][24][39][40].

Sources: [1] Carwow Germany (2025). "BYD Dolphin Surf Test 2026 | Konfigurator & Preise". Carwow. https://www.carwow.de/byd/dolphin-surf [2] Automotive News (2025). "BYD Dolphin Surf EV will rival VW ID2, Renault 5 in Europe". Automotive News. https://www.autonews.com/byd/ane-byd-
dolphin-surf-europe-debut-0521 [3] electrive (2026). "Germany: VW ID.3 Neo starts at 33,995 euros". electrive.com. https://www.electrive.com/2026/04/17/germany-vw-id-3-neo-starts-at-33995-euros [4] EV Database (2023). "BYD DOLPHIN 60.4 kWh (MY24) (2023-2025) price and specifications". 
EV Database. https://ev-database.org/car/1919/BYD-DOLPHIN-604-kWh [5] EV Database (2024). "Volkswagen ID.3 Pure (MY24-26)". EV Database. https://ev-database.org/car/2214/Volkswagen-ID3-Pure [6] Wikipedia (n.d.). "Volkswagen ID.3". Wikipedia. 
https://en.wikipedia.org/wiki/Volkswagen_ID.3 [7] BYD Europe (n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". BYD Europe. https://www.byd.com/eu/electric-cars/dolphin [8] InsideEVs (2019). "Volkswagen Reveals ID.3 Charging Power, Battery Warranty". InsideEVs. 
https://insideevs.com/news/355341/volkswagen-id3-charging-power-battery-warranty [9] Euro NCAP (2021). "Volkswagen ID.3". Euro NCAP. https://www.euroncap.com/assessments/vw/id.3/0836 [10] Euro NCAP (2023). "Chinese Manufacturers Create Waves in the European Market". Euro NCAP. 
https://www.euroncap.com/press-media/chinese-manufacturers-create-waves-in-the-european-market [11] European Commission (2024). "EU Commission imposes countervailing duties on imports of battery electric vehicles (BEVs) from China". Access2Markets News. 
https://trade.ec.europa.eu/access-to-markets/en/news/eu-commission-imposes-countervailing-duties-imports-battery-electric-vehicles-bevs-china [12] Rhodium Group (2024). "Don't Stop Me Now: Chinese Cars Are Having a Good Time in Europe". Rhodium Group. https://rhg.com/research/dont-
stop-me-now-chinese-cars-are-having-a-good-time-in-europe [13] WCS Shipping (2024). "RORO Shipping Rates & Costs | Cars, Trucks, Boats". WCS Shipping. https://www.wcshipping.com/roro [14] CEPR (2025). "Don't swap tariffs for minimum prices on Chinese electric vehicles". VoxEU. 
https://cepr.org/voxeu/columns/dont-swap-tariffs-minimum-prices-chinese-electric-vehicles [15] Rhodium Group (2024). "Ain't No Duty High Enough". Rhodium Group. https://rhg.com/research/aint-no-duty-high-enough [16] electrive (2026). "BYD begins trial production of passenger cars in 
Hungary". electrive.com. https://www.electrive.com/2026/02/02/byd-begins-trial-production-of-passenger-cars-in-hungary [17] Reuters (2025). "BYD to delay mass production at new Hungarian plant, make fewer EVs, sources say". Reuters. https://www.reuters.com/business/autos-
transportation/byd-delay-mass-production-new-hungarian-plant-make-fewer-evs-sources-say-2025-07-22 [18] BYD Europe (2023). "BYD unveils five pure electric vehicles in France". BYD Europe. https://www.byd.com/eu/news-list/byd-unveils-five-pure-electric-vehicles-in-france.html [19] 
Automobile Propre (2025). "Avec cette nouvelle offre de financement, BYD vise aussi le marché des flottes en France". Automobile Propre. https://www.automobile-propre.com/articles/avec-cette-nouvelle-offre-de-financement-byd-vise-aussi-le-marche-des-flottes-en-france [20] BYD España 
(2025). "BYD alcanza 100 concesionarios en España y amplía su red". BYD España. https://www.byd.com/es-es/news-list/byd-alcanza-100-concesionarios-y-amplia-su-red [21] BYD Europe (2022). "BYD Car Dealer Network in Germany Announced at the Paris Motor Show". BYD Europe. 
https://www.byd.com/eu/news-list/BYD-Car-Dealer-Network-in-Germany-Announced-at-the-Paris-Motor-Show.html [22] Nasdaq / Hedin Mobility Group (2024). "BYD and Hedin Mobility Group reach an agreement on the sale and purchase of the distribution business in Germany". Nasdaq 
GlobeNewswire. https://view.news.eu.nasdaq.com/view?id=bde9ad01677e4ec75cc35b8f7f25a0896&lang=en [23] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". CnEVPost. https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-
slips [24] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". Autovista24. https://autovista24.autovistagroup.com/news/which-brand-dominated-the-european-ev-market-in-2025 [31] Top Gear (2026). "BYD Dolphin review: Chinese EV tested on UK roads". Top Gear. 
https://www.topgear.com/car-reviews/dolphin/first-drive [32] Auto Express (n.d.). "Volkswagen ID.3 review". Auto Express. https://www.autoexpress.co.uk/volkswagen/id3 [33] Winton's World (n.d.). "BYD Dolphin Comfort review". Winton's World. https://www.wintonsworld.com/byd-dolphin-
comfort-review [34] Carwow UK (2026). "BYD Dolphin Review 2026 | Performance & Pricing". Carwow. https://www.carwow.co.uk/byd/dolphin [35] Changing Lanes (2024). "Volkswagen ID.3 Review (2024)". Changing Lanes. https://changinglanes.ie/volkswagen-id3-review [36] electrive (2023). 
"BYD reveals dealership network plans for the UK". electrive.com. https://www.electrive.com/2023/01/17/byd-reveals-dealership-network-plans-for-the-uk [37] AM Online (2025). "BYD hits 100 UK retail sites in just 29 months". AM Online. https://www.am-online.com/news/byd-hits-100-uk-retail-
sites-in-just-29-months [38] eletric-vehicles.com (2026). "BYD Reaches 40,000 Vehicles Sold in Spain, Eyes Record Month in March". eletric-vehicles.com. https://eletric-vehicles.com/byd/byd-reaches-40000-vehicles-sold-in-spain-eyes-record-month-in-march [39] BYD Europe (2025). "BYD extends 
European leasing partnership with Ayvens to seven new countries". BYD Europe. https://www.byd.com/eu/news-list/byd-extends-european-leasing-partnership-with-ayvens-to-seven-new-countries [40] Ayvens (2025). "Ayvens extends its partnership with BYD to 7 new European countries". 
Ayvens. https://www.ayvens.com/en-cp/news/newsroom/press-releases-2025/ayvens-extends-its-partnership-with-byd [46] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group. https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843
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Volkswagen should defend selectively where affordability-driven switching to BYD is structurally most likely

Retail switching is dominated by affordability, with charging practicality and trust only deciding close calls:
• Across Germany, France, Italy, the UK and pan-European studies, purchase price or monthly affordability is the primary decision driver for BEV retail buyers, with charging access and range forming the second layer of decision-making 

rather than brand or software attributes [1][2][3][4][5][6].
• Pan-European evidence shows 41% of new-car buyers rank purchase price among their top four buying factors, 34% do not expect to pay an EV premium, and median willingness to pay for a BEV is around €20,000, below much of today's 

BEV market pricing [1][6].
• In the client-defined entry band below €25k, BYD Dolphin Surf launched in Germany at €22,990 list and €19,990 promotional price, while Volkswagen's nearest VW-branded BEV comparator remains around €33,330-€33,995, creating a 

visible affordability gap that strongly incentivizes switching when minimum range and charging needs are met [16][17][18][19].
• In the €25k-€35k band, affordability still leads but Volkswagen can defend more effectively because charging speed, software maturity, ride quality, and incumbent trust become more important once multiple credible BEVs exist, reducing 

pure price-driven switching to BYD [17][20][21][22][23][24].

Fleet/B2B switching hinges on lease-rate and TCO economics, enabling defense via finance rather than list-price cuts:
• Public fleet evidence shows fleet buyers prioritize monthly lease cost and tax-adjusted TCO first, residual-value confidence second because it drives lease pricing, and service uptime third because downtime destroys operating 

economics [7][8][9][10].
• Transport & Environment's business-driver case (27,000 km/year over four years) finds BEVs already the cheapest option for business drivers in many European contexts, while Arval reports total fleet costs rose 27% from 2020 to 2025 

even as BEV economics improved structurally, underscoring the importance of TCO-led decisions over sticker price [7][8].
• Germany is the clearest defendable fleet market because BEV company cars up to €100,000 list price are taxed at 0.25% of list price per month versus 1% for ICE, with additional charging-related tax support, while the UK and France 

also offer company-car tax regimes that materially favor EVs and fleet-heavy channels [9][10][25][26].
• Live German lease offers illustrate why Volkswagen should defend through finance engineering: Volkswagen Financial Services advertised ID.3 at €249/month (48 months, 10,000 km/year, €890 down payment), while BYD Germany 

advertised Dolphin Comfort at €224/month but with a €6,000 down payment, indicating BYD's apparent monthly advantage narrows once upfront cash is normalized [27][28].

Country-specific elasticity and substitution mean Volkswagen should avoid pan-European price cuts and focus defense where BEV share loss is structural:
• Germany is the clearest high-elasticity market, with BEV registrations falling from 524,219 in 2023 to 380,609 in 2024 after the abrupt end of the Umweltbonus, a 27.4% decline, indicating that affordability shocks can rapidly shift BEV 

demand and amplify switching risk to cheaper entrants like BYD [11][12][31].
• Spain appears highly price-elastic, with EV registrations rising 48% in January, 60% in February, and 68.8% in March 2025 after MOVES III continuity was restored, while France and the UK show medium elasticity driven by eligibility rules 

and fleet/mandate mechanisms rather than pure retail sticker-price sensitivity [10][32][33][34][35][36].
• In 2024, BEVs represented only 13.6% of EU registrations versus 30.9% for hybrids and 33.3% for petrol, and by Jan-Nov 2025 BEVs were 16.9% across EU+EFTA+UK while HEVs held 34.6% and petrol plus diesel 36.1%, confirming that many 

retail shoppers can still substitute into ICE/HEV/PHEV rather than remain in the BEV funnel [13][14].
• BYD's threat is intensifying despite substitution: Chinese-brand PHEV registrations in Europe rose from 1,493 in April 2024 to 9,649 in April 2025 (6.5x increase), and BYD has already outsold Tesla in Europe in April 2025, so defending every 

retail BEV sale with broad price cuts would be economically unjustified given Volkswagen Passenger Cars' 2.9% operating margin in 2024 and the client's ~100 bps acceptable EBIT erosion base [15][38][39].

Sources: [1] Escalent (2023). "One in Three Europeans Does Not Want To Pay Such a High Premium for Electric Vehicles, New Study Reveals". Escalent. <https://escalent.co/news/one-in-three-europeans-does-not-want-to-pay-such-a-high-premium-for-electric-vehicles-new-study-reveals> [2] 
European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Germany". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/Country%20Report%202023%20Germany_1.pdf> [3] European Alternative Fuels Observatory (2024). 
"Consumer Monitor 2023 Country Report: France". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-07/FR%20Report%20-EC%20LAYOUT-FINAL.pdf> [4] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Italy". EAFO. 
<https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/Country%20Report%202023%20Italy_1.pdf> [5] McKinsey & Company (2025). "E-Autos werden beliebter - dennoch wollen 52% der Käufer:innen einen Verbrenner". McKinsey Germany Press. 
<https://www.mckinsey.de/news/presse/2025-05-06-consumer-survey> [6] International Energy Agency (2026). "Trends in electric cars". Global EV Outlook 2026. <https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars> [7] Transport & Environment (n.d.). "Why electric cars 
are already the cheapest option for business drivers". Transport & Environment. <https://www.transportenvironment.org/articles/why-electric-cars-are-already-the-cheapest-option-for-business-drivers> [8] Arval (2025). "2025 - understanding total cost of ownership (tco)". Arval. 
<https://www.arval.se/sites/default/files/166/2025/12/TCO_Whitepaper_0.pdf> [9] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/germany/incentives-legislations> [10] 
Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition> [11] Kraftfahrt-Bundesamt (2024). "Fahrzeugzulassungen im 
Dezember 2023 - Jahresbilanz". KBA. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/pm01_2024_n_12_23_pm_komplett.html> [12] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". KBA. 
<https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html> [13] ACEA (2025). "New car registrations: +0.8% in 2024; battery-electric 13.6% market share". ACEA. <https://www.acea.auto/pc-registrations/new-car-registrations-0-8-
in-2024-battery-electric-13-6-market-share> [14] ACEA (2025). "Press release car registrations November 2025". ACEA. <https://www.acea.auto/files/Press_release_car_registrations_November_2025.pdf> [15] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group. 
<https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843> [16] Carwow Germany (2025). "BYD Dolphin Surf Test 2026 | Konfigurator & Preise". Carwow. <https://www.carwow.de/byd/dolphin-surf> [17] EV Database (2024). "Volkswagen ID.3 Pure (MY24-26)". EV 
Database. <https://ev-database.org/car/2214/Volkswagen-ID3-Pure> [18] electrive (2026). "Germany: VW ID.3 Neo starts at 33,995 euros". electrive.com. <https://www.electrive.com/2026/04/17/germany-vw-id-3-neo-starts-at-33995-euros> [19] BYD Deutschland (2026). "BYD Angebote & 
Aktionen 2026". BYD Deutschland. <https://www.byd.com/de/angebot-2026> [20] BYD Europe (n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". BYD Europe. <https://www.byd.com/eu/electric-cars/dolphin> [21] InsideEVs (2019). "Volkswagen Reveals ID.3 Charging Power, Battery Warranty". 
InsideEVs. <https://insideevs.com/news/355341/volkswagen-id3-charging-power-battery-warranty> [22] Auto Express (n.d.). "Volkswagen ID.3 review". Auto Express. <https://www.autoexpress.co.uk/volkswagen/id3> [23] Top Gear (2026). "BYD Dolphin review: Chinese EV tested on UK roads". Top 
Gear. <https://www.topgear.com/car-reviews/dolphin/first-drive> [24] BYD Europe (n.d.). "Service Maintenance". BYD Europe. <https://www.byd.com/eu/service-maintenance> [25] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | France". EAFO. <https://alternative-
fuels-observatory.ec.europa.eu/transport-mode/road/france/incentives-legislations> [26] GOV.UK (2025). "Benefit in kind statistics commentary June 2025". GOV.UK. <https://www.gov.uk/government/statistics/benefits-in-kind-statistics-june-2025/benefit-in-kind-statistics-commentary-june-2025> 
[27] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". Volkswagen Financial Services. <https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html> [28] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. 
<https://www.byd.com/de/angebot-2026> [31] European Environment Agency (n.d.). "New registrations of electric cars in Europe". EEA. <https://www.eea.europa.eu/en/analysis/indicators/new-registrations-of-electric-vehicles> [32] La Moncloa (2025). "The Government of Spain extends 
incentives for electric vehicles and charging infrastructure". Government of Spain. <https://www.lamoncloa.gob.es/lang/en/gobierno/councilministers/paginas/2025/20250401-council-press-conference.aspx> [33] IEA Technology Collaboration Programme (n.d.). "Spain". EV TCP. 
<https://evtcp.org/country/spain> [34] Autovista24 (2025). "Spain's new-car market growth continues amid creeping incentive fears". Autovista24. <https://autovista24.autovistagroup.com/news/spains-new-car-market-growth-continues-amid-creeping-incentive-fears> [35] Direction Générale des 
Entreprises (2024). "Automobile : orienter la demande vers des véhicules propres". entreprises.gouv.fr. <https://www.entreprises.gouv.fr/la-dge/publications/automobile-orienter-la-demande-vers-des-vehicules-propres> [36] Service Public (2025). "Purchase of an electric car -What is the follow-up 
to the ecological bonus?". Service-Public.fr. <https://www.service-public.gouv.fr/particuliers/actualites/A18385?lang=en> [38] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". Autovista24. <https://autovista24.autovistagroup.com/news/which-brand-dominated-
the-european-ev-market-in-2025> [39] JATO Dynamics (2025). "BYD outsells Tesla in Europe for the first time as registrations surge in April". JATO Dynamics. <https://www.jato.com/resources/media-and-press-releases/byd-outsells-tesla-in-europe-for-the-first-time-as-registrations-surge-in-april>
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Volkswagen should pursue concentrated, payment-led defense in exposed BEV pockets while avoiding broad 
price cuts

Exposure is material but concentrated in a few affordable-BEV nameplates and markets:
• Volkswagen Group_x0019_s highest immediate affordable-BEV exposure sits in Volkswagen ID.3, CUPRA Born, _x0001_koda Elroq and _x0001_koda Enyaq, with Germany the clearest pressure point given large 
installed BEV bases and aggressive BYD pricing with visible fleet relevance [1][2][3][4][5][6][7][8].

• In Europe in 2024, ID.3 registered 54,531 units, Enyaq 68,874, Born 41,231 and ID.4 64,756, confirming that the threatened nameplates are commercially material rather than niche [1].
• In Germany, ID.3 Neo starts at _x0000_833,995, while BYD Dolphin Surf is advertised at _x0000_822,900 regular and _x0000_819,900 launch, with promotional communication as low as _x0000_812,990 after 
bonuses; BYD Dolphin Comfort is advertised at _x0000_825,990 before bonuses and _x0000_819,990 including bonuses, anchoring a much cheaper consumer-visible proposition than ID.3 [2][3][4].

• Germany matters disproportionately because ID.3 was the largest BEV nameplate in the German fleet at 116,053 vehicles as of 1 January 2026, while CUPRA Born reached 60,256 and grew 36.3% year on year, 
concentrating replacement-cycle and fleet exposure in compact hatchbacks [5].

The critical structural gap is sub-_x0000_825k today, with 2026 ID.2-class launches only bridging later:
• BYD already occupies the entry battlefield in Germany, France and the UK, while there is no evidenced live Volkswagen Group volume-brand BEV below _x0000_825k today, based on the client_x0019_s 
affordable_price_definition [3][11][12][13][22].

• In Germany, BYD Dolphin Surf is listed at _x0000_822,990 before temporary bonus-led reductions versus Volkswagen ID.3 Neo at _x0000_833,995, leaving Volkswagen absent from the sub-_x0000_825k band [3]
[12].

• In France, BYD Dolphin Surf appears at _x0000_819,990 on the official model page and _x0000_823,990 on an official offer page; for the strategic question of entry-band occupation, the _x0000_819,990 anchor 
confirms BYD_x0019_s presence below _x0000_825k [11][13].

• Volkswagen_x0019_s closure path is announced but not yet live: Volkswagen positioned ID.2 at under _x0000_825,000 with production timing shifted to 2026, _x0001_koda Epiq is reported from 
_x0000_a324,950 for a July 2026 UK launch, and CUPRA Raval is reported for 2026 at roughly _x0000_a322,785_x0013__x0000_a324,000, meaning the sub-_x0000_825k gap remains open through most of the 
next 36 months under the assumed id2_availability_assumption [12][22][23][24][25].

Only targeted financing and lease support fit within the ~100bps EBIT guardrail; broad list-price cuts do not:
• Volkswagen Passenger Cars reported a 2.9% operating margin in 2024, while Volkswagen Group reported _x0000_83324.7 billion of revenue and _x0000_8319.1 billion of operating result; Lumiu analysis implies that a 100bps blended EBIT guardrail corresponds to 

about _x0000_833.247 billion of economic headroom, leaving limited room for blunt price-led defense [14][15].
• In Germany, Volkswagen Financial Services advertised an ID.3 lease at _x0000_82249 per month on 48 months and 10,000 km/year with an _x0000_82890 down payment, while BYD Germany advertised Dolphin Comfort at _x0000_82224 per month but with a 

much larger _x0000_826,000 down payment, illustrating that financing structure can narrow visible affordability gaps without changing list prices [16][18].
• In the UK, BYD offered 0% APR PCP on Dolphin Surf at _x0000_a3219_x0013__x0000_a3259 per month, while a Volkswagen ID.3 PCP example showed _x0000_a3319.18 per month with a _x0000_a34,629 customer deposit and _x0000_a34,500 Volkswagen 

contribution, again highlighting monthly-payment pressure that can be addressed via APR/deposit support rather than sticker cuts [17][19].
• Lumiu analysis indicates list-price cuts can move customer economics by roughly _x0000_8321_x0013__x0000_8363 per month but carry the highest residual-value risk, whereas financing support, targeted lease support, equipment changes and warranty or 

service offers can move customer economics by roughly _x0000_833_x0013__x0000_8342 per month with materially lower residual-value damage; this supports concentrating on payment-led tools in exposed pockets to stay within the 
acceptable_ebit_erosion_base [14][15][16][17][18][19][20][33][34][35][36].

Sources: [1] InsideEVs (2025). "The 20 Best-Selling EVs Of 2024 In Europe". *InsideEVs*. <https://insideevs.com/news/749421/best-selling-evs-europe-2024> [2] Volkswagen Deutschland (2026). "Der neue ID.3 Neo: Jetzt konfigurieren". *Volkswagen Deutschland*. 
<https://www.volkswagen.de/de/modelle/der-neue-id3-neo.html> [3] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". *BYD Deutschland*. <https://www.byd.com/de/angebot-2026> [4] Elektroauto-News.net (2026). "BYD Dolphin Surf bis Ende März ab 12.990 Euro erhältlich". 
*Elektroauto-News.net*. <https://www.elektroauto-news.net/news/byd-dolphin-surf-unter-13000-euro> [5] electrive (2026). "VW ID.3 now Germany's most popular battery-electric car". *electrive*. <https://www.electrive.com/2026/04/28/vw-id-3-now-germanys-most-popular-battery-electric-
car> [6] Škoda France (2026). "Škoda Elroq : le SUV compact 100% Électrique au Design Innovant". *Škoda France*. <https://www.skoda.fr/gamme/elroq/elroq> [7] Škoda UK (2025). "Škoda Elroq: Czech carmaker powers up production of its most affordable all-electric model". *Škoda UK*. 
<https://www.skoda.co.uk/news/details/skoda-elroq-czech-carmaker-powers-up-production-of-its-most-affordable-all-electric-model> [8] Škoda España (2025). "Škoda presenta en España el Elroq, su apuesta eléctrica en el importante segmento de los SUV compactos". *Škoda Comunicación 
España*. <https://comunicacion.skoda.es/2025/02/04/skoda-presenta-en-espana-el-elroq-su-apuesta-electrica-en-el-importante-segmento-de-los-suv-compactos> [11] BYD (2025). "BYD Dolphin Surf 2025 - Petite citadine 100% électrique". *BYD France*. <https://byd-automobiles.com/fr/dolphin-
surf> [12] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the electric car from Volkswagen costing less than 25,000 euros". *Volkswagen Newsroom*. <https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-
volkswagen-costing-less-than-25000-euros-15625> [13] BYD France (2026). "BYD DOLPHIN SURF | Offres du moment". *BYD France*. <https://www.byd.com/fr/offres-du-moment/dolphin-surf> [14] Volkswagen Group (2025). "Annual Report 2024". *Volkswagen Group*. <https://www.volkswagen-
group.com/en/publications/more/annual-report-2024-2843> [15] Volkswagen Group (2025). "Annual Report & Full Year Results 2024". *Volkswagen Group*. <https://www.volkswagen-group.com/en/annual-report-and-full-year-results-2024-19005> [16] Volkswagen Financial Services AG (2025). 
"Drive electric - drive ID.3". *Volkswagen Financial Services*. <https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html> [17] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". *BYD UK*. <https://www.byd.com/uk/purchase/dolphin-surf-pcp> [18] 
Volkswagen Deutschland (n.d.). "Leasing Privatkunden | Angebote und Produkte". *Volkswagen Deutschland*. <https://www.volkswagen.de/de/angebote-und-produkte/leasing.html> [19] Mon Motors (2026). "Volkswagen ID.3 Finance Deals & Offers". *Mon Motors*. 
<https://www.monmotors.com/volkswagen/finance-deals/id-range/id-3/pcp> [20] Autovista24 (2025). "Will European residual values continue to fall in 2025?". *Autovista24*. <https://autovista24.autovistagroup.com/news/mmu-will-european-residual-values-continue-to-fall-in-2025> [22] 
electrive (2024). "VW to delay ID.2 production ramp-up to 2026". *electrive.com*. <https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026> [23] AM Online (2026). "Skoda Epiq EV priced from £24,950 for UK launch". *AM Online*. 
<https://www.am-online.com/news/skoda-epiq-ev-to-launch-below-25-000> [24] Electrifying (2026). "Cupra Raval Review & Buying Guide 2026". *Electrifying*. <https://www.electrifying.com/reviews/cupra-reviews/raval/review> [25] Regit (2026). "Cupra Raval UK price and specs confirmed for 
2026 launch". *Regit*. <https://www.regit.cars/car-news/cupra-raval-uk-price-and-specs-confirmed-for-2026-launch> [33] Institute for Energy Research (2024). "Depreciation Crushes EV Resale Values". *Institute for Energy Research*. 
<https://www.instituteforenergyresearch.org/regulation/depreciation-crushes-ev-resale-values> [34] BYD Europe (n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". *BYD Europe*. <https://www.byd.com/eu/electric-cars/dolphin> [35] InsideEVs (2019). "Volkswagen Reveals ID.3 Charging Power, 
Battery Warranty". *InsideEVs*. <https://insideevs.com/news/355341/volkswagen-id3-charging-power-battery-warranty> [36] Warranty Week (2025). "European Automaker Warranty Expenses". *Warranty Week*. <https://www.warrantyweek.com/archive/ww20250529.html>
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Volkswagen should execute a tightly targeted 3-5 year defense, avoiding a pan-European BEV price war

Concentrated geographic and channel defense contains risk while protecting strategically visible pockets:
• Volkswagen Passenger Cars' 2024 operating margin of 2.9% constrains room for broad discounting, reinforcing the client's ~100bps acceptable EBIT erosion guardrail and the need to avoid pan-European price 
cuts as a base case [1].

• BYD has already reached 128,827 registrations in the client-defined EU27+UK+EFTA theater in 2025, making the threat material and justifying a focused defend/bridge/yield posture rather than inaction [2].
• Germany and the UK are designated must-defend markets, with Germany as Volkswagen's home market and the largest EU passenger-car market at 2.82 million registrations in 2024, and the UK at 1.95 million 
registrations with fleet representing 59.6% of registrations and EVs at 19.6% of the market [6][7][8][9].

• The defend map prioritizes Germany and UK €25k-€35k retail and fleet, France fleet-visible mass-market pockets, and Sweden/Nordic leasing, while yielding Italy entry BEV, Norway retail, and rental-heavy Spain 
pockets where economics are unattractive, keeping intervention limited to strategically visible and economically reversible pockets [3][4][12][13][14].

Brand architecture and payment-led levers defend affordability without eroding residual values:
• Volkswagen should remain the mainstream trust anchor in the €25k-€35k band, where ID.3 list prices are €33,995 in Germany and €34,990 in France, and avoid becoming the Group's permanent sub-€25k discount badge, instead treating 

most sub-€25k gaps as bridgeable based on the ID.2-class availability assumption [16][17][19][20].
• Škoda Epiq is explicitly positioned as Škoda's most affordable EV and entry point to its electric portfolio, making Škoda the cleanest value bridge, while CUPRA Raval is framed as an accessible but emotional urban EV around €26,000 with a 

2026 launch path, supporting CUPRA's role in style-led urban conquest rather than fleet discounting [17][18][21][22].
• Germany illustrates why payment-led defense is preferable: Volkswagen Financial Services advertised an ID.3 lease at €249 per month over 48 months and 10,000 km/year with €890 down payment, while BYD Germany advertised Dolphin 

Comfort at €224 per month over 48 months and 10,000 km/year but with a much larger €6,000 down payment, enabling Volkswagen to compete on monthly cost without headline price cuts [25][26].
• Autovista expects European BEV residual values to fall 9.9% in 2025 and reports average retained value of only 36.7% after 36 months and 60,000 km, so broad list-price cuts are reserved as escalation-only levers, with financing support, 

lease support, equipment, warranty and service bundles prioritized as residual-safe tools [1][5][32].

A seven-action, trigger-based playbook operationalizes defense within clear guardrails:
• The playbook begins by freezing a defend/bridge/yield map by country, price band and channel-defending Germany and UK mass-market pockets, France fleet and Nordic leasing, and yielding Italy entry BEV, Norway retail and tactical 

rental-heavy channels-then locking a four-brand role charter where Volkswagen owns mainstream defense, Škoda the value bridge, CUPRA style-led urban conquest, and SEAT remains non-core pending strategy confirmation [3][4][14][23]
[24].

• Payment-parity retail campaigns in Germany and the UK will use APR support, lower deposits and matched-term offers without list-price changes, while fleet-defense packages in Germany, the UK, France and Sweden will combine lease-
rate support, maintenance inclusion, replacement mobility and tightly capped tender concessions, especially above the 25,000 km/year TCO threshold [7][9][12][25][27][28][29].

• Volkswagen will accelerate Europe-for-Europe affordable-BEV localization around Spain, where four affordable EV models are publicly tied to Spanish production and battery expansion, including Martorell and Valencia, reinforcing a local 
industrial response to BYD over the medium term [33][34].

• Escalation is pre-authorized only if structural-threat triggers are breached, including sustained BYD share gains of at least 1.5 points over two consecutive quarters in defended pockets, three major repeat fleet losses in two quarters, an 
additional 2-point residual-value underperformance versus country baseline for two consecutive quarters, faster-than-assumed BYD route-to-market scale, or any slip beyond the assumed 36-month ID.2 availability window [2][19][20][35]
[36].

Sources: [1] Volkswagen AG (2025). "Annual Report 2024". *Volkswagen Group Investor Relations*. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791> [2] European Automobile Manufacturers' Association (ACEA) (2025). "New car registrations data releases for 
Europe, 2025". *ACEA*. <https://www.acea.auto/pc-registrations/> [3] Verband der Automobilindustrie (VDA) (2025). "Production and market in Germany in December 2024". *VDA*. 
<https://www.vda.de/en/press/press-releases/2025/250106_production_and_market_in_germany_december_2024> [4] Kraftfahrt-Bundesamt (KBA) (2024). "Fahrzeugzulassungen im September 2024". *KBA Pressemitteilungen*. 
<https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/pm34_2024_n_09_24_pm_komplett.html> [5] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". *CnEVPost*. <https://cnevpost.com/2026/01/27/byd-european-registrations-
surge-in-2025-tesla-slips> [6] UK Government (2025). "Vehicle licensing statistics, United Kingdom: 2024". *GOV.UK*. <https://www.gov.uk/government/statistics/vehicle-licensing-statistics-2024/vehicle-licensing-statistics-united-kingdom-2024> [7] Business Car (2025). "Fleets credited for annual 
UK car registrations growth and record EV take-up". *Business Car*. <https://www.businesscar.co.uk/news/fleets-credited-for-annual-uk-car-registrations-growth-and-record-ev-take-up> [8] Best Selling Cars / CCFA (2025). "2025 (Full Year) France: New Car Market Overview and Analysis". *Best-
Selling-Cars.com*. <https://www.best-selling-cars.com/france/2025-full-year-france-new-car-market-overview-and-analysis> [9] International Council on Clean Transportation (ICCT) (2025). "Europe's Electric Vehicle Market Leaders: Denmark, Sweden, and Finland". *ICCT*. <https://theicct.org/wp-
content/uploads/2025/08/ID-420-%E2%80%93-Nordic-EVs_market-spotlight_final.pdf> [12] ANFAC (2025). "El 2024 cierra superando el millón de matriculaciones de turismos nuevos". *ANFAC*. <https://anfac.com/el-2024-cierra-superando-el-millon-de-matriculaciones-de-turismos-nuevos> [14] 
European Alternative Fuels Observatory (2025). "Italy: Hybrids took over the market with 40% market share in 2024". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/general-information/news/italy-hybrids-took-over-market-40-market-share-2024> [16] Volkswagen France (2026). 
"ID.3 - La compacte 100% électrique à partir de 34 990€". *Volkswagen France*. <https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html> [17] Škoda Storyboard (2026). "Škoda Epiq: the new all-electric entry model, combining accessibility, compact dimensions and everyday 
practicality". *Škoda Storyboard*. <https://www.skoda-storyboard.com/en/press-kits/skoda-epiq-press-kit/skoda-epiq-the-new-all-electric-entry-model-combining-accessibilitycompact-dimensions-and-everyday-practicality> [18] Škoda Storyboard (2025). "Epiq show car: Škoda's bold vision of its 
most affordable all-electric SUV revealed". *Škoda Storyboard*. <https://www.skoda-storyboard.com/en/press-releases/epiq-show-car-skodas-bold-vision-of-its-most-affordable-all-electric-suv-revealed> [19] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the electric car 
from Volkswagen costing less than 25,000 euros". *Volkswagen Newsroom*. <https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625> [20] electrive (2024). "VW to delay ID.2 
production ramp-up to 2026". *electrive.com*. <https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026> [21] CUPRA (2025). "CUPRA Unveils Raval at IAA Mobility 2025". *CUPRA*. <https://www.cupra.com/en/brand/tribe/cupra-unveils-raval-iaa-mobility-2025> 
[22] Volkswagen Group (2024). "World Premiere: CUPRA Raval". *LinkedIn*. <https://www.linkedin.com/posts/volkswagen-group_world-premiere-cupra-raval-activity-7448308877672112129-I8PP> [23] SEAT S.A. (2025). "Leading by example: SEAT S.A. strengthens its commitment to electrification 
in 2025". *SEAT CUPRA Media Center*. <https://www.seat-cupra-mediacenter.com/SEAT-sa/seat-sa-news/sustainability/2025/Leading-by-example-SEAT-SA-strengthens-its-commitment-to-electrification-in-2025> [24] SEAT (2024). "Annual Press Conference". *SEAT*. 
<https://www.seat.com/company/news/company/annual-press-conference> [25] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". *Volkswagen Financial Services*. <https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html> [26] BYD Deutschland 
(2026). "BYD Angebote & Aktionen 2026". *BYD Deutschland*. <https://www.byd.com/de/angebot-2026> [27] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". *BYD UK*. <https://www.byd.com/uk/purchase/dolphin-surf-pcp> [28] Mon Motors (2026). "Volkswagen ID.3 Finance Deals & 
Offers". *Mon Motors*. <https://www.monmotors.com/volkswagen/finance-deals/id-range/id-3/pcp> [29] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/germany/
incentives-legislations> [32] Autovista24 (2025). "Will European residual values continue to fall in 2025?". *Autovista24*. <https://autovista24.autovistagroup.com/news/mmu-will-european-residual-values-continue-to-fall-in-2025> [33] Automotive Manufacturing Solutions (2024). "Volkswagen 
announces new affordable European EV". *Automotive Manufacturing Solutions*. <https://www.automotivemanufacturingsolutions.com/electrification/volkswagen-announces-new-affordable-european-ev/541728> [34] Volkswagen Group Factbook (2025). "Volkswagen Group Factbook FY 2025". 
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strategy-091542049.html>



1
Germany, UK and France Affordable-BEV Market Defense



Germany, the UK and France already concentrate the majority of Volkswagen's 
observable affordable-BEV risk and should anchor the must-defend market set.

Sources: [1] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". *KBA*. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html> [2] Wikipédia (n.d.). "Voiture électrique en France". *Wikipédia*. 
<https://fr.wikipedia.org/wiki/Voiture_%C3%A9lectrique_en_France> [3] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". *SMMT*. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition> 
[4] EV Database (n.d.). "Price of electric vehicles cheatsheet". *EV Database*. <https://ev-database.org/uk/cheatsheet/price-electric-car> [5] InsideEVs Deutschland (2026). "VW ID.3 Neo (2026): Preise, Ausstattungen und Daten im Detail". *InsideEVs*. <https://insideevs.de/news/793140/vw-id3-neo-daten-
preise> [6] Volkswagen France (2026). "ID.3 - La compacte 100% électrique à partir de 34 990€". *Volkswagen France*. <https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html> [13] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". *CnEVPost*. 
<https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips> [14] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". *Autovista24*. <https://autovista24.autovistagroup.com/news/which-brand-dominated-the-european-ev-market-in-2025> [15] 
Volkswagen Group (2025). "Annual Report 2024". *Volkswagen Group*. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843> [16] UNRAE (2025). "Mercato auto 2024: 1.558.704 immatricolazioni (-0,5%)". *UNRAE*. <https://unrae.it/sala-stampa/autovetture/6997/mercato-
auto-2024-1558704-immatricolazioni-05> [18] ANFAC (2023). "Vehículo electrificado". *ANFAC*. <https://anfac.com/wp-content/uploads/2023/04/2022_Informe_electrificados-Anual.pdf> [19] International Council on Clean Transportation (2025). "Europe's electric vehicle market leaders: Denmark, Sweden, 
and Finland". *ICCT*. <https://theicct.org/publication/europes-ev-market-leaders-denmark-sweden-and-finland-aug25> [20] IEA Technology Collaboration Programme (n.d.). "Norway". *EV TCP*. <https://evtcp.org/country/norway>



Volkswagen's immediate structural threat is the €25k-€35k hatchback band, while 
BYD's sub-€25k first-mover position creates the next wave of affordable-BEV risk.

Sources: [4] EV Database (n.d.). "Price of electric vehicles cheatsheet". *EV Database*. <https://ev-database.org/uk/cheatsheet/price-electric-car> [5] InsideEVs Deutschland (2026). "VW ID.3 Neo (2026): Preise, Ausstattungen und Daten im Detail". *InsideEVs*. <https://insideevs.de/news/793140/vw-id3-neo-
daten-preise> [6] Volkswagen France (2026). "ID.3 - La compacte 100% électrique à partir de 34 990€". *Volkswagen France*. <https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html> [7] Electric Vehicles / Automotive News cited (2026). "BYD Slashes Prices in Germany by Up to €11,500 as Inventory 
Piles Up". *Electric Vehicles*. <https://eletric-vehicles.com/byd/byd-slashes-prices-in-germany-by-up-to-e11500-as-inventory-piles-up> [8] EV Database (n.d.). "BYD DOLPHIN SURF 30 kWh Active". *EV Database*. <https://ev-database.org/car/3193/BYD-DOLPHIN-SURF-30-kWh-Active> [9] BYD UK / Electric Car 
Scheme cited (2026). "BYD Electric & Hybrid Cars UK 2026: Complete Atto 3, Dolphin & Seal Guide with Salary Sacrifice Savings". *Electric Car Scheme*. <https://www.electriccarscheme.com/blog/byd-electric-cars-uk-atto-dolphin-seal-guide-2026> [10] International Energy Agency (2026). "Trends in electric 
cars". *Global EV Outlook 2026*. <https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars> [11] Transport & Environment (2024). "€25k small electric cars on track to be profitable by 2025 - analysis". *Transport & Environment*. <https://www.transportenvironment.org/articles/e25k-small-
electric-cars-on-track-to-be-profitable-by-2025-analysis> [21] CUPRA Germany (2026). "Neuer CUPRA Born 2026: 100% elektrisches Fließheckmodell, Farben und Innenausstattung". *CUPRA Official Germany*. <https://www.cupraofficial.de/fahrzeuge/born> [22] Automobilsalon Bellemann (2026). "Škoda Elroq 
50/60 Bestellstopp 2026: Elroq 60 wieder bestellbar". *Automobilsalon Bellemann*. <https://automobilsalon-bellemann.de/news/skoda-elroq-60-wieder-bestellbar-bestellstopp-2026>



Volkswagen should adopt a two-band defense: protect today's €25k-€35k volume 
while preparing for a 4x increase in sub-€25k affordable-BEV risk over the next 3-5 

years.

Sources: [10] International Energy Agency (2026). "Trends in electric cars". *Global EV Outlook 2026*. <https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars> [11] Transport & Environment (2024). "€25k small electric cars on track to be profitable by 2025 - analysis". *Transport & 
Environment*. <https://www.transportenvironment.org/articles/e25k-small-electric-cars-on-track-to-be-profitable-by-2025-analysis> [12] BYD Europe (n.d.). "BYD brings fun, future-ready DOLPHIN SURF to European customers". *BYD Europe*. 
<https://www.byd.com/eu/news-list/BYD_brings_fun_future_ready_DOLPHIN_SURF_to_European_customers> [23] Electra (2025). "Best Value for Money for Electric Cars in 2025". *Electra*. <https://www.go-electra.com/en/newsroom/best-value-price-for-money-cars-in-2025> [24] Volkswagen Newsroom 
(2023). "World premiere of the ID. 2all concept: the electric car from Volkswagen costing less than 25,000 euros". *Volkswagen Newsroom*. <https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-
euros-15625> [29] electrive (2024). "VW to delay ID.2 production ramp-up to 2026". *electrive*. <https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026>



1.1
Affordable-BEV Market Segmentation by Country, Price Band 

and Channel



Germany, the UK and France already dominate observable BEV volumes, defining 
the primary affordable-BEV battleground ahead of price and channel filtering.

Sources: [1] Kraftfahrt-Bundesamt (2024). "Fahrzeugzulassungen im Dezember 2023 - Jahresbilanz". KBA. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/pm01_2024_n_12_23_pm_komplett.html> [2] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - 
Jahresbilanz". KBA. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html> [3] Wikip_x0000_e9dia (n.d.). "Voiture _x0000_e9lectrique en France". Wikip_x0000_e9dia. <https://fr.wikipedia.org/wiki/Voiture_%C3%A9lectrique_en_France> [4] 
Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition> [5] UNRAE (2025). "Mercato auto 2024: 1.558.704 immatricolazioni (-0,5%)". 
UNRAE. <https://unrae.it/sala-stampa/autovetture/6997/mercato-auto-2024-1558704-immatricolazioni-05> [6] Wikipedia (n.d.). "Electric car use by country". Wikipedia. <https://en.wikipedia.org/wiki/Electric_car_use_by_country> [10] ANFAC (2023). "Veh_x0000_edculo electrificado". ANFAC. 
<https://anfac.com/wp-content/uploads/2023/04/2022_Informe_electrificados-Anual.pdf> [11] European Environment Agency (n.d.). "New registrations of electric cars in Europe". EEA. <https://www.eea.europa.eu/en/analysis/indicators/new-registrations-of-electric-vehicles> [12] ACEA (2025). "New car 
registrations: +0.8% in 2024; battery-electric 13.6% market share". ACEA. <https://www.acea.auto/pc-registrations/new-car-registrations-0-8-in-2024-battery-electric-13-6-market-share> [13] ACEA (2026). "New car registrations: +1.8% in 2025; battery-electric 17.4% market share". ACEA. 
<https://www.acea.auto/pc-registrations/new-car-registrations-1-8-in-2025-battery-electric-17-4-market-share> [14] International Council on Clean Transportation (2025). "Europe's electric vehicle market leaders: Denmark, Sweden, and Finland". ICCT. <https://theicct.org/publication/europes-ev-market-
leaders-denmark-sweden-and-finland-aug25> [15] IEA Technology Collaboration Programme (n.d.). "Norway". EV TCP. <https://evtcp.org/country/norway> [16] European Alternative Fuels Observatory (2024). "Norwegian EV Market Surges to 91.5% Market Share, Setting a Sustainable Example". EAFO. 
<https://alternative-fuels-observatory.ec.europa.eu/general-information/news/norwegian-ev-market-surges-915-market-share-setting-sustainable-example>



The affordable-BEV battlefield today is concentrated in the €25k-€35k band, 
with sub-€25k volumes still structurally constrained and tied to future 

launches.

Sources: [7] EV Database (n.d.). "Price of electric vehicles cheatsheet". EV Database. <https://ev-database.org/uk/cheatsheet/price-electric-car>



Fleet and corporate channels dominate BEV adoption in key markets, implying 
that affordable €25k-€35k pools will be structurally fleet-heavy over the next 3-5 

years.

Sources: [2] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". KBA. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html> [4] Society of Motor Manufacturers and Traders (2025). "Record EV market 
share but weak private demand frustrates ambition". SMMT. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition> [8] Society of Motor Manufacturers and Traders (2023). "SMMT New Car Registrations". AFIA. 
<https://afia.pt/wp-content/uploads/2023/01/uk_smmt_salescars_dec2022_trt5.pdf> [9] International Council on Clean Transportation (2025). "European Market Monitor: Cars and Vans (November 2025)". ICCT. <https://theicct.org/publication/european-market-monitor-cars-and-vans-nov-2025> [10] ANFAC 
(2023). "Veh_x0000_edculo electrificado". ANFAC. <https://anfac.com/wp-content/uploads/2023/04/2022_Informe_electrificados-Anual.pdf> [14] International Council on Clean Transportation (2025). "Europe's electric vehicle market leaders: Denmark, Sweden, and Finland". ICCT. 
<https://theicct.org/publication/europes-ev-market-leaders-denmark-sweden-and-finland-aug25> [15] IEA Technology Collaboration Programme (n.d.). "Norway". EV TCP. <https://evtcp.org/country/norway> [16] European Alternative Fuels Observatory (2024). "Norwegian EV Market Surges to 91.5% Market 
Share, Setting a Sustainable Example". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/general-information/news/norwegian-ev-market-surges-915-market-share-setting-sustainable-example>



1.2
BYD and Volkswagen Group Competitive Overlap in Europe



BYD already overlaps Volkswagen Group in the €25k-€35k C-hatch band while opening a first-
mover sub-€25k urban EV gap across Germany, UK and France within the 36-month response 

window.

Sources: [1] EV Database (n.d.). "BYD DOLPHIN SURF 30 kWh Active". *EV Database*. <https://ev-database.org/car/3193/BYD-DOLPHIN-SURF-30-kWh-Active> [2] Electric Vehicles / Auto Express interview cited (2026). "BYD to Expand UK Lineup With Six New Models in 2026". *Electric Vehicles*. 
<https://eletric-vehicles.com/byd/byd-to-expand-uk-lineup-with-six-new-models-in-2026> [3] InsideEVs Deutschland (2026). "VW ID.3 Neo (2026): Preise, Ausstattungen und Daten im Detail". *InsideEVs*. <https://insideevs.de/news/793140/vw-id3-neo-daten-preise> [4] Carwow (n.d.). "BYD Dolphin Review 
2026 | Performance & Pricing". *Carwow UK*. <https://www.carwow.co.uk/byd/dolphin> [5] Volkswagen France (2026). "ID.3 - La compacte 100% électrique à partir de 34 990€". *Volkswagen France*. <https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html> [6] eMove360° (2026). "BYD DOLPHIN 
SURF, the leading compact electric car, makes it easy to break free from dependence on gas". *eMove360°*. <https://www.emove360.com/fuehrender-elektrokleinstwagen-byd-dolphin-surf-macht-es-leicht-sich-vom-benzinpreis-unabhaengig-zu-machen> [7] BYD UK / Electric Car Scheme cited (2026). "BYD 
Electric & Hybrid Cars UK 2026: Complete Atto 3, Dolphin & Seal Guide with Salary Sacrifice Savings". *Electric Car Scheme*. <https://www.electriccarscheme.com/blog/byd-electric-cars-uk-atto-dolphin-seal-guide-2026> [8] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the electric car 
from Volkswagen costing less than 25,000 euros". *Volkswagen Newsroom*. <https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625> [9] electrive (2024). "VW to delay ID.2 production ramp-up 
to 2026". *electrive*. <https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026> [10] SEAT CUPRA Media Center (2026). "Your Raval: Launch Editions". *SEAT CUPRA Media Center*. <https://www.seat-cupra-mediacenter.com/CUPRA-Brand/presskits/cupra-raval/your-raval-launch-
editions> [11] Norton Way / public reporting on Škoda (2026). "Škoda Expands Electric Line-Up: Epiq Urban SUV Set for 2026 Launch as Elroq Takes Top Honours". *Norton Way*. <https://www.nortonway.com/news/skoda-expands-electric-line-up-epiq-urban-suv-set-for-2026-launch-as-elroq-takes-top-
honours> [14] Electric Vehicles / Automotive News cited (2026). "BYD Slashes Prices in Germany by Up to €11,500 as Inventory Piles Up". *Electric Vehicles*. <https://eletric-vehicles.com/byd/byd-slashes-prices-in-germany-by-up-to-e11500-as-inventory-piles-up> [15] EV Database (n.d.). "Price of electric 
vehicles cheatsheet". *EV Database*. <https://ev-database.org/uk/cheatsheet/price-electric-car> [16] Volkswagen UK (n.d.). "Volkswagen UK | The official Volkswagen website". *Volkswagen UK*. <https://www.volkswagen.co.uk/en.html> [17] Volkswagen UK (n.d.). "Explore the ID. Range | Electric Cars". 
*Volkswagen UK*. <https://www.volkswagen.co.uk/en/electric-and-hybrid/electric-cars.html> [20] ArenaEV (2025). "BYD Dolphin Surf launches in Europe". *ArenaEV*. <https://www.arenaev.com/europe_meet_the_byd_dolphin_surf-news-4733.php> [21] BYD Europe (n.d.). "BYD brings fun, future-ready 
DOLPHIN SURF to European customers". *BYD Europe*. <https://www.byd.com/eu/news-list/BYD_brings_fun_future_ready_DOLPHIN_SURF_to_European_customers> [22] EV Database (n.d.). "Price of electric vehicles cheatsheet". *EV Database*. <https://ev-database.org/uk/cheatsheet/price-electric-car>



Germany and the UK already show a two-layer pattern where BYD leads in sub-€25k entry EVs 
while live overlap with Volkswagen Group exists in €25k-€35k hatchbacks and is forming in 

crossovers.

Sources: [1] EV Database (n.d.). "BYD DOLPHIN SURF 30 kWh Active". *EV Database*. <https://ev-database.org/car/3193/BYD-DOLPHIN-SURF-30-kWh-Active> [2] Electric Vehicles / Auto Express interview cited (2026). "BYD to Expand UK Lineup With Six New Models in 2026". *Electric Vehicles*. 
<https://eletric-vehicles.com/byd/byd-to-expand-uk-lineup-with-six-new-models-in-2026> [3] InsideEVs Deutschland (2026). "VW ID.3 Neo (2026): Preise, Ausstattungen und Daten im Detail". *InsideEVs*. <https://insideevs.de/news/793140/vw-id3-neo-daten-preise> [5] Volkswagen France (2026). "ID.3 - La 
compacte 100% électrique à partir de 34 990€". *Volkswagen France*. <https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html> [8] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the electric car from Volkswagen costing less than 25,000 euros". *Volkswagen Newsroom*. 
<https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625> [9] electrive (2024). "VW to delay ID.2 production ramp-up to 2026". *electrive*. <https://www.electrive.com/2024/01/03/vw-to-delay-
id-2-production-ramp-up-to-2026> [10] SEAT CUPRA Media Center (2026). "Your Raval: Launch Editions". *SEAT CUPRA Media Center*. <https://www.seat-cupra-mediacenter.com/CUPRA-Brand/presskits/cupra-raval/your-raval-launch-editions> [11] Norton Way / public reporting on Škoda (2026). "Škoda 
Expands Electric Line-Up: Epiq Urban SUV Set for 2026 Launch as Elroq Takes Top Honours". *Norton Way*. <https://www.nortonway.com/news/skoda-expands-electric-line-up-epiq-urban-suv-set-for-2026-launch-as-elroq-takes-top-honours> [12] CUPRA Germany (2026). "Neuer CUPRA Born 2026: 100% 
elektrisches Fließheckmodell, Farben und Innenausstattung". *CUPRA Official Germany*. <https://www.cupraofficial.de/fahrzeuge/born> [13] Automobilsalon Bellemann (2026). "Škoda Elroq 50/60 Bestellstopp 2026: Elroq 60 wieder bestellbar". *Automobilsalon Bellemann*. <https://automobilsalon-
bellemann.de/news/skoda-elroq-60-wieder-bestellbar-bestellstopp-2026> [14] Electric Vehicles / Automotive News cited (2026). "BYD Slashes Prices in Germany by Up to €11,500 as Inventory Piles Up". *Electric Vehicles*. <https://eletric-vehicles.com/byd/byd-slashes-prices-in-germany-by-up-to-e11500-as-
inventory-piles-up> [15] EV Database (n.d.). "Price of electric vehicles cheatsheet". *EV Database*. <https://ev-database.org/uk/cheatsheet/price-electric-car> [16] Volkswagen UK (n.d.). "Volkswagen UK | The official Volkswagen website". *Volkswagen UK*. <https://www.volkswagen.co.uk/en.html> [17] 
Volkswagen UK (n.d.). "Explore the ID. Range | Electric Cars". *Volkswagen UK*. <https://www.volkswagen.co.uk/en/electric-and-hybrid/electric-cars.html> [18] Carwow (n.d.). "Skoda Elroq Review 2026 | Performance & Pricing". *Carwow UK*. <https://www.carwow.co.uk/skoda/elroq> [19] Škoda UK (n.d.). 
"Electric Cars | New Electric & Hybrid Range". *Škoda UK*. <https://www.skoda.co.uk/electric-hybrid-cars/electric-cars> [22] EV Database (n.d.). "Price of electric vehicles cheatsheet". *EV Database*. <https://ev-database.org/uk/cheatsheet/price-electric-car>



France confirms live Dolphin-ID.3 overlap while highlighting conditional entry-band conclusions 
and a VWG defense map centred on ID.3, Elroq and future ID.2/Epiq/Raval rather than SEAT today.

Sources: [1] EV Database (n.d.). "BYD DOLPHIN SURF 30 kWh Active". *EV Database*. <https://ev-database.org/car/3193/BYD-DOLPHIN-SURF-30-kWh-Active> [2] Electric Vehicles / Auto Express interview cited (2026). "BYD to Expand UK Lineup With Six New Models in 2026". *Electric Vehicles*. 
<https://eletric-vehicles.com/byd/byd-to-expand-uk-lineup-with-six-new-models-in-2026> [3] InsideEVs Deutschland (2026). "VW ID.3 Neo (2026): Preise, Ausstattungen und Daten im Detail". *InsideEVs*. <https://insideevs.de/news/793140/vw-id3-neo-daten-preise> [5] Volkswagen France (2026). "ID.3 - La 
compacte 100% électrique à partir de 34 990€". *Volkswagen France*. <https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html> [6] eMove360° (2026). "BYD DOLPHIN SURF, the leading compact electric car, makes it easy to break free from dependence on gas". *eMove360°*. 
<https://www.emove360.com/fuehrender-elektrokleinstwagen-byd-dolphin-surf-macht-es-leicht-sich-vom-benzinpreis-unabhaengig-zu-machen> [8] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the electric car from Volkswagen costing less than 25,000 euros". *Volkswagen 
Newsroom*. <https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625> [9] electrive (2024). "VW to delay ID.2 production ramp-up to 2026". *electrive*. 
<https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026> [10] SEAT CUPRA Media Center (2026). "Your Raval: Launch Editions". *SEAT CUPRA Media Center*. <https://www.seat-cupra-mediacenter.com/CUPRA-Brand/presskits/cupra-raval/your-raval-launch-editions> [11] Norton 
Way / public reporting on Škoda (2026). "Škoda Expands Electric Line-Up: Epiq Urban SUV Set for 2026 Launch as Elroq Takes Top Honours". *Norton Way*. <https://www.nortonway.com/news/skoda-expands-electric-line-up-epiq-urban-suv-set-for-2026-launch-as-elroq-takes-top-honours> [12] CUPRA Germany 
(2026). "Neuer CUPRA Born 2026: 100% elektrisches Fließheckmodell, Farben und Innenausstattung". *CUPRA Official Germany*. <https://www.cupraofficial.de/fahrzeuge/born> [13] Automobilsalon Bellemann (2026). "Škoda Elroq 50/60 Bestellstopp 2026: Elroq 60 wieder bestellbar". *Automobilsalon 
Bellemann*. <https://automobilsalon-bellemann.de/news/skoda-elroq-60-wieder-bestellbar-bestellstopp-2026> [14] Electric Vehicles / Automotive News cited (2026). "BYD Slashes Prices in Germany by Up to €11,500 as Inventory Piles Up". *Electric Vehicles*. <https://eletric-vehicles.com/byd/byd-slashes-
prices-in-germany-by-up-to-e11500-as-inventory-piles-up> [15] EV Database (n.d.). "Price of electric vehicles cheatsheet". *EV Database*. <https://ev-database.org/uk/cheatsheet/price-electric-car> [16] Volkswagen UK (n.d.). "Volkswagen UK | The official Volkswagen website". *Volkswagen UK*. 
<https://www.volkswagen.co.uk/en.html> [17] Volkswagen UK (n.d.). "Explore the ID. Range | Electric Cars". *Volkswagen UK*. <https://www.volkswagen.co.uk/en/electric-and-hybrid/electric-cars.html> [18] Carwow (n.d.). "Skoda Elroq Review 2026 | Performance & Pricing". *Carwow UK*. 
<https://www.carwow.co.uk/skoda/elroq> [19] Škoda UK (n.d.). "Electric Cars | New Electric & Hybrid Range". *Škoda UK*. <https://www.skoda.co.uk/electric-hybrid-cars/electric-cars> [20] ArenaEV (2025). "BYD Dolphin Surf launches in Europe". *ArenaEV*. 
<https://www.arenaev.com/europe_meet_the_byd_dolphin_surf-news-4733.php> [21] BYD Europe (n.d.). "BYD brings fun, future-ready DOLPHIN SURF to European customers". *BYD Europe*. <https://www.byd.com/eu/news-list/BYD_brings_fun_future_ready_DOLPHIN_SURF_to_European_customers> [22] 
EV Database (n.d.). "Price of electric vehicles cheatsheet". *EV Database*. <https://ev-database.org/uk/cheatsheet/price-electric-car>



1.3
Two-Band Defense for Affordable BEVs



Affordable-BEV demand and risk are structurally centered in €25k-€35k today, but 
sub-€25k expands enough over 3-5 years to require a deliberate two-band 

defense.

Sources: [1] International Energy Agency (2026). "Trends in electric cars". Global EV Outlook 2026. https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars [2] Transport & Environment (2024). "€25k small electric cars on track to be profitable by 2025 - analysis". Transport & Environment. 
https://www.transportenvironment.org/articles/e25k-small-electric-cars-on-track-to-be-profitable-by-2025-analysis [3] EV Database (n.d.). "Price of electric vehicles cheatsheet". EV Database. https://ev-database.org/uk/cheatsheet/price-electric-car [4] Electra (2025). "Best Value for Money for Electric Cars in 
2025". Electra. https://www.go-electra.com/en/newsroom/best-value-price-for-money-cars-in-2025 [5] Electra (2025). "New E-Car Generation 2025/2026: 800V Technology for Everyone". Electra. https://www.go-electra.com/en/newsroom/new-e-car-generation [6] EV Database (n.d.). "Newest and upcoming 
electric cars in 2025 and 2026 in Europe". EV Database. https://ev-database.org/compare/newest-upcoming-electric-vehicle [7] BYD Europe (n.d.). "BYD brings fun, future-ready DOLPHIN SURF to European customers". BYD Europe. 
https://www.byd.com/eu/news-list/BYD_brings_fun_future_ready_DOLPHIN_SURF_to_European_customers [8] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". KBA. https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/
pm01_2025_n_12_24_pm_komplett.html [9] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition [10] ArenaEV (2025). "BYD Dolphin 
Surf launches in Europe". ArenaEV. https://www.arenaev.com/europe_meet_the_byd_dolphin_surf-news-4733.php [14] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the electric car from Volkswagen costing less than 25,000 euros". Volkswagen Newsroom. https://www.volkswagen-
newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625 [15] electrive (2024). "VW to delay ID.2 production ramp-up to 2026". electrive. https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-
to-2026



Current affordable-BEV risk is mass-band led because today's model and 
overlap landscape is densely clustered in €27k-€33k, with limited live sub-€25k 

coverage.

Sources: [1] International Energy Agency (2026). "Trends in electric cars". Global EV Outlook 2026. https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars [2] Transport & Environment (2024). "€25k small electric cars on track to be profitable by 2025 - analysis". Transport & Environment. 
https://www.transportenvironment.org/articles/e25k-small-electric-cars-on-track-to-be-profitable-by-2025-analysis [3] EV Database (n.d.). "Price of electric vehicles cheatsheet". EV Database. https://ev-database.org/uk/cheatsheet/price-electric-car



Entry-band BEVs are moving from hypothetical to real, with BYD's sub-€25k first-mover advantage 
and Volkswagen's ID.2 timing creating a 2025-2026 exposure window in key countries.

Sources: [1] International Energy Agency (2026). "Trends in electric cars". Global EV Outlook 2026. https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars [2] Transport & Environment (2024). "€25k small electric cars on track to be profitable by 2025 - analysis". Transport & Environment. 
https://www.transportenvironment.org/articles/e25k-small-electric-cars-on-track-to-be-profitable-by-2025-analysis [3] EV Database (n.d.). "Price of electric vehicles cheatsheet". EV Database. https://ev-database.org/uk/cheatsheet/price-electric-car [4] Electra (2025). "Best Value for Money for Electric Cars in 
2025". Electra. https://www.go-electra.com/en/newsroom/best-value-price-for-money-cars-in-2025 [5] Electra (2025). "New E-Car Generation 2025/2026: 800V Technology for Everyone". Electra. https://www.go-electra.com/en/newsroom/new-e-car-generation [6] EV Database (n.d.). "Newest and upcoming 
electric cars in 2025 and 2026 in Europe". EV Database. https://ev-database.org/compare/newest-upcoming-electric-vehicle [7] BYD Europe (n.d.). "BYD brings fun, future-ready DOLPHIN SURF to European customers". BYD Europe. 
https://www.byd.com/eu/news-list/BYD_brings_fun_future_ready_DOLPHIN_SURF_to_European_customers [8] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". KBA. https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/
pm01_2025_n_12_24_pm_komplett.html [9] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition [10] ArenaEV (2025). "BYD Dolphin 
Surf launches in Europe". ArenaEV. https://www.arenaev.com/europe_meet_the_byd_dolphin_surf-news-4733.php [11] ACEA (2025). "New car registrations: +0.8% in 2024; battery-electric 13.6% market share". ACEA. https://www.acea.auto/pc-registrations/new-car-registrations-0-8-in-2024-battery-
electric-13-6-market-share [12] ACEA (2025). "New car registrations: +1.4% in November 2025 year-to-date; battery-electric 16.9% market share". ACEA. https://www.acea.auto/pc-registrations/new-car-registrations-1-4-in-november-2025-year-to-date-battery-electric-16-9-market-share [13] ACEA (2025). "New 
car registrations: -3% in February 2025 year-to-date battery-electric 15.2% market share". ACEA. https://www.acea.auto/pc-registrations/new-car-registrations-3-in-february-2025-year-to-date-battery-electric-15-2-market-share [14] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the 
electric car from Volkswagen costing less than 25,000 euros". Volkswagen Newsroom. https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625 [15] electrive (2024). "VW to delay ID.2 production 
ramp-up to 2026". electrive. https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026



1.4
Broader-Europe BYD Upside Case: Threat Scale and Defense 

Implications



The broader-Europe upside case lifts BYD's apparent European scale by ~45%, but non-core markets 
and methodology mismatches mean EU27+UK+EFTA registrations must remain the primary decision 

anchor.

Sources: [1] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". *CnEVPost*. <https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips> [2] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". *Autovista24*. 
<https://autovista24.autovistagroup.com/news/which-brand-dominated-the-european-ev-market-in-2025> [4] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". *CnEVPost*. <https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips>



The broader-Europe upside case intensifies but does not relocate the affordable-BEV battlefield, keeping 
Germany, the UK and France as must-defend markets while Italy, Spain and the Nordics remain secondary.

Sources: [1] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". *CnEVPost*. <https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips> [2] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". *Autovista24*. 
<https://autovista24.autovistagroup.com/news/which-brand-dominated-the-european-ev-market-in-2025> [5] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". *KBA*. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/
pm01_2025_n_12_24_pm_komplett.html> [6] Wikipedia (n.d.). "Voiture électrique en France". *Wikipedia*. <https://fr.wikipedia.org/wiki/Voiture_%C3%A9lectrique_en_France> [7] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". 
*SMMT*. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition> [8] EV Database (n.d.). "Price of electric vehicles cheatsheet". *EV Database*. <https://ev-database.org/uk/cheatsheet/price-electric-car> [9] BYD Europe (n.d.). "BYD brings fun, future-ready DOLPHIN 
SURF to European customers". *BYD Europe*. <https://www.byd.com/eu/news-list/BYD_brings_fun_future_ready_DOLPHIN_SURF_to_European_customers>



The broader-Europe upside case amplifies band-specific risk and tightens Volkswagen's margin-based 
escalation thresholds, reinforcing a two-band defense with earlier, more concentrated actions in core 

markets.

Sources: [1] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". *CnEVPost*. <https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips> [2] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". *Autovista24*. 
<https://autovista24.autovistagroup.com/news/which-brand-dominated-the-european-ev-market-in-2025> [3] Volkswagen Group (2025). "Annual Report 2024". *Volkswagen Group*. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843> [8] EV Database (n.d.). "Price of 
electric vehicles cheatsheet". *EV Database*. <https://ev-database.org/uk/cheatsheet/price-electric-car> [9] BYD Europe (n.d.). "BYD brings fun, future-ready DOLPHIN SURF to European customers". *BYD Europe*. 
<https://www.byd.com/eu/news-list/BYD_brings_fun_future_ready_DOLPHIN_SURF_to_European_customers> [10] International Energy Agency (2026). "Trends in electric cars". *Global EV Outlook 2026*. <https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars> [11] Transport & 
Environment (2024). "€25k small electric cars on track to be profitable by 2025 - analysis". *Transport & Environment*. <https://www.transportenvironment.org/articles/e25k-small-electric-cars-on-track-to-be-profitable-by-2025-analysis> [12] electrive (2024). "VW to delay ID.2 production ramp-up to 2026". 
*electrive*. <https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026>



2
BYD Price-to-Value Advantage in Europe's Affordable-BEV 

Market



BYD structurally outperforms Volkswagen on price-to-value in Europe's 
affordable hatchback BEV battlegrounds, especially below €25k.

Sources: [1] Carwow Germany (2025). "BYD Dolphin Surf Test 2026 | Konfigurator & Preise". Carwow. <https://www.carwow.de/byd/dolphin-surf> [2] Automotive News (2025). "BYD Dolphin Surf EV will rival VW ID2, Renault 5 in Europe". Automotive News. <https://www.autonews.com/byd/ane-byd-dolphin-
surf-europe-debut-0521> [3] electrive (2026). "Germany: VW ID.3 Neo starts at 33,995 euros". electrive.com. <https://www.electrive.com/2026/04/17/germany-vw-id-3-neo-starts-at-33995-euros> [4] EV Database (2023). "BYD DOLPHIN 60.4 kWh (MY24) (2023-2025) price and specifications". EV Database. 
<https://ev-database.org/car/1919/BYD-DOLPHIN-604-kWh> [5] EV Database (2024). "Volkswagen ID.3 Pure (MY24-26)". EV Database. <https://ev-database.org/car/2214/Volkswagen-ID3-Pure> [6] Wikipedia (n.d.). "Volkswagen ID.3". Wikipedia. <https://en.wikipedia.org/wiki/Volkswagen_ID.3> [7] BYD Europe 
(n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". BYD Europe. <https://www.byd.com/eu/electric-cars/dolphin> [8] InsideEVs (2019). "Volkswagen Reveals ID.3 Charging Power, Battery Warranty". InsideEVs. <https://insideevs.com/news/355341/volkswagen-id3-charging-power-battery-warranty> [9] Euro 
NCAP (2021). "Volkswagen ID.3". Euro NCAP. <https://www.euroncap.com/assessments/vw/id.3/0836> [10] Euro NCAP (2023). "Chinese Manufacturers Create Waves in the European Market". Euro NCAP. <https://www.euroncap.com/press-media/chinese-manufacturers-create-waves-in-the-european-market> 
[31] Top Gear (2026). "BYD Dolphin review: Chinese EV tested on UK roads". Top Gear. <https://www.topgear.com/car-reviews/dolphin/first-drive> [32] Auto Express (n.d.). "Volkswagen ID.3 review". Auto Express. <https://www.autoexpress.co.uk/volkswagen/id3> [33] Winton's World (n.d.). "BYD Dolphin 
Comfort review". Winton's World. <https://www.wintonsworld.com/byd-dolphin-comfort-review> [34] Carwow UK (2026). "BYD Dolphin Review 2026 | Performance & Pricing". Carwow. <https://www.carwow.co.uk/byd/dolphin> [35] Changing Lanes (2024). "Volkswagen ID.3 Review (2024)". Changing Lanes. 
<https://changinglanes.ie/volkswagen-id3-review>



Tariffs significantly erode BYD's imported cost advantage, but localisation from 
2026 restores a meaningful structural edge in Europe's affordable-BEV bands.

Sources: [11] European Commission (2024). "EU Commission imposes countervailing duties on imports of battery electric vehicles (BEVs) from China". Access2Markets News. <https://trade.ec.europa.eu/access-to-markets/en/news/eu-commission-imposes-countervailing-duties-imports-battery-electric-
vehicles-bevs-china> [12] Rhodium Group (2024). "Don't Stop Me Now: Chinese Cars Are Having a Good Time in Europe". Rhodium Group. <https://rhg.com/research/dont-stop-me-now-chinese-cars-are-having-a-good-time-in-europe> [13] WCS Shipping (2024). "RORO Shipping Rates & Costs | Cars, Trucks, 
Boats". WCS Shipping. <https://www.wcshipping.com/roro> [14] CEPR (2025). "Don't swap tariffs for minimum prices on Chinese electric vehicles". VoxEU. <https://cepr.org/voxeu/columns/dont-swap-tariffs-minimum-prices-chinese-electric-vehicles> [15] Rhodium Group (2024). "Ain't No Duty High Enough". 
Rhodium Group. <https://rhg.com/research/aint-no-duty-high-enough> [16] electrive (2026). "BYD begins trial production of passenger cars in Hungary". electrive.com. <https://www.electrive.com/2026/02/02/byd-begins-trial-production-of-passenger-cars-in-hungary> [17] Reuters (2025). "BYD to delay mass 
production at new Hungarian plant, make fewer EVs, sources say". Reuters. <https://www.reuters.com/business/autos-transportation/byd-delay-mass-production-new-hungarian-plant-make-fewer-evs-sources-say-2025-07-22> [18] BYD Europe (2023). "BYD unveils five pure electric vehicles in France". BYD 
Europe. <https://www.byd.com/eu/news-list/byd-unveils-five-pure-electric-vehicles-in-france.html>



BYD's growing European scale, route-to-market build-out, and unique sub-€25k coverage 
make it the sharpest affordable-BEV challenger in a broader market affordability reset.

Sources: [1] Carwow Germany (2025). "BYD Dolphin Surf Test 2026 | Konfigurator & Preise". Carwow. <https://www.carwow.de/byd/dolphin-surf> [4] EV Database (2023). "BYD DOLPHIN 60.4 kWh (MY24) (2023-2025) price and specifications". EV Database. <https://ev-database.org/car/1919/BYD-
DOLPHIN-604-kWh> [16] electrive (2026). "BYD begins trial production of passenger cars in Hungary". electrive.com. <https://www.electrive.com/2026/02/02/byd-begins-trial-production-of-passenger-cars-in-hungary> [17] Reuters (2025). "BYD to delay mass production at new Hungarian plant, make fewer EVs, 
sources say". Reuters. <https://www.reuters.com/business/autos-transportation/byd-delay-mass-production-new-hungarian-plant-make-fewer-evs-sources-say-2025-07-22> [18] BYD Europe (2023). "BYD unveils five pure electric vehicles in France". BYD Europe. <https://www.byd.com/eu/news-list/byd-unveils-
five-pure-electric-vehicles-in-france.html> [19] Automobile Propre (2025). "Avec cette nouvelle offre de financement, BYD vise aussi le marché des flottes en France". Automobile Propre. <https://www.automobile-propre.com/articles/avec-cette-nouvelle-offre-de-financement-byd-vise-aussi-le-marche-des-
flottes-en-france> [20] BYD España (2025). "BYD alcanza 100 concesionarios en España y amplía su red". BYD España. <https://www.byd.com/es-es/news-list/byd-alcanza-100-concesionarios-y-amplia-su-red> [21] BYD Europe (2022). "BYD Car Dealer Network in Germany Announced at the Paris Motor Show". 
BYD Europe. <https://www.byd.com/eu/news-list/BYD-Car-Dealer-Network-in-Germany-Announced-at-the-Paris-Motor-Show.html> [22] Nasdaq / Hedin Mobility Group (2024). "BYD and Hedin Mobility Group reach an agreement on the sale and purchase of the distribution business in Germany". Nasdaq 
GlobeNewswire. <https://view.news.eu.nasdaq.com/view?id=bde9ad01677e4ec75cc35b8f7f25a0896&lang=en> [23] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". CnEVPost. <https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips> [24] 
Autovista24 (2026). "Which brand dominated the European EV market in 2025?". Autovista24. <https://autovista24.autovistagroup.com/news/which-brand-dominated-the-european-ev-market-in-2025> [25] electrive (2024). "Electric Renault 5 starts at 32900 euros". electrive. 
<https://www.electrive.com/2024/05/21/electric-renault-5-starts-at-32900-euros> [26] Green Car Reports (2024). "Renault's hot hatch for Europe costs less than any US-market EV". Green Car Reports. <https://www.greencarreports.com/news/1142414_renault-s-hot-hatch-for-europe-costs-less-than-any-us-
market-ev> [27] Citroën / Stellantis Media (2024). "CITROËN REVEALS THE ALL-NEW Ë-C3, THE FIRST EUROPEAN AFFORDABLE ELECTRIC CAR". Stellantis Media. <https://www.media.stellantis.com/em-en/citroen/press/citroen-reveals-the-all-new-e-c3-the-first-european-affordable-electric-car> [28] EV Database 
(2024). "Citroën ë-C3 Standard Range 44 kWh (2024-2026) price and specifications". EV Database. <https://ev-database.org/car/2039/Citroen-e-C3-Standard-Range-44-kWh> [29] FIAT / Stellantis Media (2025). "Fiat Grande Panda begins its global journey by taking on the B-segment in Europe". Stellantis Media. 
<https://www.media.stellantis.com/em-en/fiat/press/fiat-grande-panda-begins-its-global-journey-by-taking-on-the-b-segment-in-europe> [30] EV Database (2024). "Hyundai INSTER Standard Range (2024-2026) price and specifications". EV Database. <https://ev-database.org/car/2230/Hyundai-INSTER-
Standard-Range> [36] electrive (2023). "BYD reveals dealership network plans for the UK". electrive.com. <https://www.electrive.com/2023/01/17/byd-reveals-dealership-network-plans-for-the-uk> [37] AM Online (2025). "BYD hits 100 UK retail sites in just 29 months". AM Online. <https://www.am-
online.com/news/byd-hits-100-uk-retail-sites-in-just-29-months> [38] eletric-vehicles.com (2026). "BYD Reaches 40,000 Vehicles Sold in Spain, Eyes Record Month in March". eletric-vehicles.com. <https://eletric-vehicles.com/byd/byd-reaches-40000-vehicles-sold-in-spain-eyes-record-month-in-march> [39] BYD 
Europe (2025). "BYD extends European leasing partnership with Ayvens to seven new countries". BYD Europe. <https://www.byd.com/eu/news-list/byd-extends-european-leasing-partnership-with-ayvens-to-seven-new-countries> [40] Ayvens (2025). "Ayvens extends its partnership with BYD to 7 new European 
countries". Ayvens. <https://www.ayvens.com/en-cp/news/newsroom/press-releases-2025/ayvens-extends-its-partnership-with-byd> [41] EV Database (2025). "Dacia Spring Electric 100 (2025-2026) price and specifications". EV Database. <https://ev-database.org/car/3409/Dacia-Spring-Electric-100> [42] 
InsideEVs (2022). "MG Launches 2023 MG4 Electric In Europe With €28,420 Base Price". InsideEVs. <https://insideevs.com/news/611335/mg-launches-mg4-electric-europe-with-28420-euro-base-price> [43] MG Motor Europe (2022). "MG4 Electric celebrates its European launch with prices starting from 
€28,990". MG Motor Europe Newsroom. <https://news.mgmotor.eu/press/mg4-electric-celebrates-its-european-launch> [44] Renault Group (2025). "100,000 Renault 5 E-Tech electric vehicles built at Douai: turning the spotlight on "Made in France"". Renault Media. <https://media.renault.com/100000-
renault-5-e-tech-electric-vehicles-built-at-douai-turning-the-spotlight-on-made-in-france> [46] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843>



2.1
BYD Value Proposition in Affordable Hatchbacks



BYD holds a clear value-per-euro lead in Germany's sub-€25k BEV hatchback 
segment by opening a price band Volkswagen ID.3 does not serve today.

Sources: [1] Carwow Germany (2025). "BYD Dolphin Surf Test 2026 | Konfigurator & Preise". Carwow. <https://www.carwow.de/byd/dolphin-surf> [2] Automotive News (2025). "BYD Dolphin Surf EV will rival VW ID2, Renault 5 in Europe". Automotive News. <https://www.autonews.com/byd/ane-byd-dolphin-
surf-europe-debut-0521> [3] Electrive (2026). "Germany: VW ID.3 Neo starts at 33,995 euros". Electrive. <https://www.electrive.com/2026/04/17/germany-vw-id-3-neo-starts-at-33995-euros> [5] EV Database (2024). "Volkswagen ID.3 Pure (MY24-26)". EV Database. 
<https://ev-database.org/car/2214/Volkswagen-ID3-Pure> [6] Volkswagen ID.3 (n.d.). "Volkswagen ID.3". Wikipedia. <https://en.wikipedia.org/wiki/Volkswagen_ID.3> [8] InsideEVs (2019). "Volkswagen Reveals ID.3 Charging Power, Battery Warranty". InsideEVs. 
<https://insideevs.com/news/355341/volkswagen-id3-charging-power-battery-warranty> [13] EV Database (2025). "BYD DOLPHIN 60.4 kWh (MY25) (2025-2026) price and specifications". EV Database. <https://ev-database.org/car/3297/BYD-DOLPHIN-604-kWh> [14] EV Database (2025). "BYD DOLPHIN SURF 
43.2 kWh Comfort (2025-2026) price and specifications". EV Database. <https://ev-database.org/car/3195/BYD-DOLPHIN-SURF-432-kWh-Comfort> [15] EV Database (2024). "Volkswagen ID.3 Pro (MY24-26) (2024-2026) price and specifications". EV Database. <https://ev-database.org/car/2213/Volkswagen-ID3-
Pro>



In the €25k-€35k mass hatchback segment, BYD Dolphin trades similar range and stronger battery 
warranty for weaker DC charging versus Volkswagen ID.3 at broadly comparable German prices.

Sources: [3] Electrive (2026). "Germany: VW ID.3 Neo starts at 33,995 euros". Electrive. <https://www.electrive.com/2026/04/17/germany-vw-id-3-neo-starts-at-33995-euros> [4] EV Database (2023). "BYD DOLPHIN 60.4 kWh (MY24) (2023-2025) price and specifications". EV Database. <https://ev-
database.org/car/1919/BYD-DOLPHIN-604-kWh> [5] EV Database (2024). "Volkswagen ID.3 Pure (MY24-26)". EV Database. <https://ev-database.org/car/2214/Volkswagen-ID3-Pure> [6] Volkswagen ID.3 (n.d.). "Volkswagen ID.3". Wikipedia. <https://en.wikipedia.org/wiki/Volkswagen_ID.3> [7] BYD Europe 
(n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". BYD Europe. <https://www.byd.com/eu/electric-cars/dolphin> [8] InsideEVs (2019). "Volkswagen Reveals ID.3 Charging Power, Battery Warranty". InsideEVs. <https://insideevs.com/news/355341/volkswagen-id3-charging-power-battery-warranty> [9] Euro 
NCAP (2021). "Volkswagen ID.3". Euro NCAP. <https://www.euroncap.com/assessments/vw/id.3/0836> [10] Euro NCAP (2023). "Chinese Manufacturers Create Waves in the European Market". Euro NCAP. <https://www.euroncap.com/press-media/chinese-manufacturers-create-waves-in-the-european-market> 
[13] EV Database (2025). "BYD DOLPHIN 60.4 kWh (MY25) (2025-2026) price and specifications". EV Database. <https://ev-database.org/car/3297/BYD-DOLPHIN-604-kWh> [15] EV Database (2024). "Volkswagen ID.3 Pro (MY24-26) (2024-2026) price and specifications". EV Database. 
<https://ev-database.org/car/2213/Volkswagen-ID3-Pro>



BYD's value-per-euro edge relies on strong equipment and battery warranty but is 
conditional on transaction prices, usability perceptions, and market-specific trims.

Sources: [1] Carwow Germany (2025). "BYD Dolphin Surf Test 2026 | Konfigurator & Preise". Carwow. <https://www.carwow.de/byd/dolphin-surf> [2] Automotive News (2025). "BYD Dolphin Surf EV will rival VW ID2, Renault 5 in Europe". Automotive News. <https://www.autonews.com/byd/ane-byd-dolphin-
surf-europe-debut-0521> [3] Electrive (2026). "Germany: VW ID.3 Neo starts at 33,995 euros". Electrive. <https://www.electrive.com/2026/04/17/germany-vw-id-3-neo-starts-at-33995-euros> [4] EV Database (2023). "BYD DOLPHIN 60.4 kWh (MY24) (2023-2025) price and specifications". EV Database. 
<https://ev-database.org/car/1919/BYD-DOLPHIN-604-kWh> [5] EV Database (2024). "Volkswagen ID.3 Pure (MY24-26)". EV Database. <https://ev-database.org/car/2214/Volkswagen-ID3-Pure> [7] BYD Europe (n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". BYD Europe. 
<https://www.byd.com/eu/electric-cars/dolphin> [8] InsideEVs (2019). "Volkswagen Reveals ID.3 Charging Power, Battery Warranty". InsideEVs. <https://insideevs.com/news/355341/volkswagen-id3-charging-power-battery-warranty> [9] Euro NCAP (2021). "Volkswagen ID.3". Euro NCAP. 
<https://www.euroncap.com/assessments/vw/id.3/0836> [10] Euro NCAP (2023). "Chinese Manufacturers Create Waves in the European Market". Euro NCAP. <https://www.euroncap.com/press-media/chinese-manufacturers-create-waves-in-the-european-market> [11] Top Gear (2026). "BYD Dolphin review: 
Chinese EV tested on UK roads". Top Gear. <https://www.topgear.com/car-reviews/dolphin/first-drive> [12] Auto Express (n.d.). "Volkswagen ID.3 review". Auto Express. <https://www.autoexpress.co.uk/volkswagen/id3> [13] EV Database (2025). "BYD DOLPHIN 60.4 kWh (MY25) (2025-2026) price and 
specifications". EV Database. <https://ev-database.org/car/3297/BYD-DOLPHIN-604-kWh> [15] EV Database (2024). "Volkswagen ID.3 Pro (MY24-26) (2024-2026) price and specifications". EV Database. <https://ev-database.org/car/2213/Volkswagen-ID3-Pro> [16] Winton's World (n.d.). "BYD Dolphin Comfort 
review". Winton's World. <https://www.wintonsworld.com/byd-dolphin-comfort-review> [17] Carwow UK (2026). "BYD Dolphin Review 2026 | Performance & Pricing". Carwow. <https://www.carwow.co.uk/byd/dolphin> [18] Changing Lanes (2024). "Volkswagen ID.3 Review (2024)". Changing Lanes. 
<https://changinglanes.ie/volkswagen-id3-review> [19] Chasing Cars (2024). "Volkswagen ID3 Pro S 2024 review". Chasing Cars. <https://www.chasingcars.com.au/reviews/small-cars/volkswagen-id3-pro-s-2024-review> [20] YouTube (2024). "Now Upgraded: The VW Golf of EVs? (Volkswagen ID3 2024 Review)". 
YouTube. <https://www.youtube.com/watch?v=VtOH6o4xTOM>



2.2
BYD European Pricing Landscape and Localisation



EU countervailing duties and shipping costs materially erode BYD's China-
export cost advantage for €25k-€35k BEVs in Europe.

Sources: [1] European Commission (2024). "EU Commission imposes countervailing duties on imports of battery electric vehicles (BEVs) from China". Access2Markets News. <https://trade.ec.europa.eu/access-to-markets/en/news/eu-commission-imposes-countervailing-duties-imports-battery-electric-vehicles-
bevs-china> [2] Rhodium Group (2024). "Don't Stop Me Now: Chinese Cars Are Having a Good Time in Europe". Rhodium Group. <https://rhg.com/research/dont-stop-me-now-chinese-cars-are-having-a-good-time-in-europe> [3] WCS Shipping (2024). "RORO Shipping Rates & Costs | Cars, Trucks, Boats". WCS 
Shipping. <https://www.wcshipping.com/roro>



Observed pricing and profitability evidence shows BYD has absorbed tariffs 
to defend EU competitiveness, retaining substantial margin headroom.

Sources: [4] CEPR (2025). "Don't swap tariffs for minimum prices on Chinese electric vehicles". VoxEU. <https://cepr.org/voxeu/columns/dont-swap-tariffs-minimum-prices-chinese-electric-vehicles> [8] Rhodium Group (2024). "Ain't No Duty High Enough". Rhodium Group. <https://rhg.com/research/aint-no-
duty-high-enough>



Hungary localisation will gradually restore part of BYD's structural cost 
advantage, creating a two-stage threat over the next 24-36 months.

Sources: [1] European Commission (2024). "EU Commission imposes countervailing duties on imports of battery electric vehicles (BEVs) from China". Access2Markets News. <https://trade.ec.europa.eu/access-to-markets/en/news/eu-commission-imposes-countervailing-duties-imports-battery-electric-vehicles-
bevs-china> [2] Rhodium Group (2024). "Don't Stop Me Now: Chinese Cars Are Having a Good Time in Europe". Rhodium Group. <https://rhg.com/research/dont-stop-me-now-chinese-cars-are-having-a-good-time-in-europe> [3] WCS Shipping (2024). "RORO Shipping Rates & Costs | Cars, Trucks, Boats". WCS 
Shipping. <https://www.wcshipping.com/roro> [5] electrive (2026). "BYD begins trial production of passenger cars in Hungary". electrive.com. <https://www.electrive.com/2026/02/02/byd-begins-trial-production-of-passenger-cars-in-hungary> [6] Reuters (2025). "BYD to delay mass production at new 
Hungarian plant, make fewer EVs, sources say". Reuters. <https://www.reuters.com/business/autos-transportation/byd-delay-mass-production-new-hungarian-plant-make-fewer-evs-sources-say-2025-07-22> [9] BYD (2023). "BYD to Build A New Energy Passenger Vehicle Factory in Hungary for Localised 
Production in Europe". BYD Europe. <https://www.byd.com/eu/news-list/BYD_to_Build_A_New_Energy_Passenger_Vehicle_Factory_in_Hungary_for_Localised_Production_in_Europe> [10] BYD (2025). "BYD showcases European commitment and progress at IAA Mobility 2025". BYD. 
<https://www.byd.com/mea/news-list/byd-showcases-european-commitment-and-progress-at-iaa-mobility-2025>



2.3
BYD European Route-to-Market Readiness and Conversion 

Risk



BYD has built a credible but uneven European route-to-market, creating high conversion risk in the 
UK, France and Spain and medium risk in Germany, Italy and the Nordics over the next 3-5 years.

Sources: [4] BYD Europe (2023). "BYD unveils five pure electric vehicles in France". BYD Europe. <https://www.byd.com/eu/news-list/byd-unveils-five-pure-electric-vehicles-in-france.html> [5] Automobile Propre (2025). "Avec cette nouvelle offre de financement, BYD vise aussi le marché des flottes en France". 
Automobile Propre. <https://www.automobile-propre.com/articles/avec-cette-nouvelle-offre-de-financement-byd-vise-aussi-le-marche-des-flottes-en-france> [6] BYD España (2025). "BYD alcanza 100 concesionarios en España y amplía su red". BYD España. <https://www.byd.com/es-es/news-list/byd-
alcanza-100-concesionarios-y-amplia-su-red> [7] eletric-vehicles.com (2026). "BYD Reaches 40,000 Vehicles Sold in Spain, Eyes Record Month in March". eletric-vehicles.com. <https://eletric-vehicles.com/byd/byd-reaches-40000-vehicles-sold-in-spain-eyes-record-month-in-march> [8] BYD Europe (2022). "BYD 
Car Dealer Network in Germany Announced at the Paris Motor Show". BYD Europe. <https://www.byd.com/eu/news-list/BYD-Car-Dealer-Network-in-Germany-Announced-at-the-Paris-Motor-Show.html> [9] Nasdaq / Hedin Mobility Group (2024). "BYD and Hedin Mobility Group reach an agreement on the sale 
and purchase of the distribution business in Germany". Nasdaq GlobeNewswire. <https://view.news.eu.nasdaq.com/view?id=bde9ad01677e4ec75cc35b8f7f25a0896&lang=en> [10] BYD Europe (2023). "BYD Launches in Italy with Two Pure Electric Models: BYD ATTO 3 and BYD HAN". BYD Europe. 
<https://www.byd.com/eu/news-list/BYD_Launches_in_Italy_with_Two_Pure_Electric_Models_BYD_ATTO3_and_BYD_HAN.html> [11] BYD Europe (2023). "BYD and AUTOTORINO Open First Pioneer Store in Milan Showcasing Innovation in Electric Mobility". BYD Europe. 
<https://www.byd.com/eu/news-list/BYD_and_AUTOTORINO_Open_First_Pioneer_Store_in_Milan_Showcasing_Innovation_in_Electric_Mobility> [12] Nasdaq / Hedin Mobility Group (2025). "BYD and Hedin Mobility Group agree on transition of Swedish distribution operations to support further growth". 
Nasdaq GlobeNewswire. <https://view.news.eu.nasdaq.com/view?id=bcf39088bcc31ccaa82f085c1e4465d8a&lang=en&src=micro> [13] BYD Europe (2025). "BYD extends European leasing partnership with Ayvens to seven new countries". BYD Europe. <https://www.byd.com/eu/news-list/byd-extends-
european-leasing-partnership-with-ayvens-to-seven-new-countries> [16] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition> [17] 
Society of Motor Manufacturers and Traders (2023). "SMMT New Car Registrations". AFIA. <https://afia.pt/wp-content/uploads/2023/01/uk_smmt_salescars_dec2022_trt5.pdf> [23] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". KBA. 
<https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html> [24] Kraftfahrt-Bundesamt (2024). "Fahrzeugzulassungen im Dezember 2023 - Jahresbilanz". KBA. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/
pm01_2024_n_12_23_pm_komplett.html> [27] Ayvens (2025). "Ayvens extends its partnership with BYD to 7 new European countries". Ayvens. <https://www.ayvens.com/en-cp/news/newsroom/press-releases-2025/ayvens-extends-its-partnership-with-byd> [28] eletric-vehicles.com (2025). "BYD Sales in 
Sweden Sink 49% in April". eletric-vehicles.com. <https://eletric-vehicles.com/byd/byd-sales-in-sweden-sink-49-in-april> [29] IEA Technology Collaboration Programme (n.d.). "Norway". EV TCP. <https://evtcp.org/country/norway> [30] European Alternative Fuels Observatory (2024). "Norwegian EV Market 
Surges to 91.5% Market Share, Setting a Sustainable Example". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/general-information/news/norwegian-ev-market-surges-915-market-share-setting-sustainable-example> [31] Society of Motor Manufacturers and Traders (2025). "Record EV market share 
but weak private demand frustrates ambition". SMMT. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition>



The UK, France and Spain demonstrate BYD's ability to scale dealer networks and 
financing rapidly, creating high near-term conversion risk in mainstream segments.

Sources: [1] electrive (2023). "BYD reveals dealership network plans for the UK". electrive.com. <https://www.electrive.com/2023/01/17/byd-reveals-dealership-network-plans-for-the-uk> [2] Total Loss GAP (2024). "BYD Electric Cars: UK Dealer Network to Nearly Double by End of 2025". Total Loss GAP. 
<https://totallossgap.co.uk/blog/post/byd-electric-cars-uk-dealer-network-to-nearly-double-by-end-of-2025/607> [3] AM Online (2025). "BYD hits 100 UK retail sites in just 29 months". AM Online. <https://www.am-online.com/news/byd-hits-100-uk-retail-sites-in-just-29-months> [4] BYD Europe (2023). "BYD 
unveils five pure electric vehicles in France". BYD Europe. <https://www.byd.com/eu/news-list/byd-unveils-five-pure-electric-vehicles-in-france.html> [5] Automobile Propre (2025). "Avec cette nouvelle offre de financement, BYD vise aussi le marché des flottes en France". Automobile Propre. 
<https://www.automobile-propre.com/articles/avec-cette-nouvelle-offre-de-financement-byd-vise-aussi-le-marche-des-flottes-en-france> [6] BYD España (2025). "BYD alcanza 100 concesionarios en España y amplía su red". BYD España. <https://www.byd.com/es-es/news-list/byd-alcanza-100-concesionarios-y-
amplia-su-red> [7] eletric-vehicles.com (2026). "BYD Reaches 40,000 Vehicles Sold in Spain, Eyes Record Month in March". eletric-vehicles.com. <https://eletric-vehicles.com/byd/byd-reaches-40000-vehicles-sold-in-spain-eyes-record-month-in-march> [8] BYD Europe (2022). "BYD Car Dealer Network in 
Germany Announced at the Paris Motor Show". BYD Europe. <https://www.byd.com/eu/news-list/BYD-Car-Dealer-Network-in-Germany-Announced-at-the-Paris-Motor-Show.html> [9] Nasdaq / Hedin Mobility Group (2024). "BYD and Hedin Mobility Group reach an agreement on the sale and purchase of the 
distribution business in Germany". Nasdaq GlobeNewswire. <https://view.news.eu.nasdaq.com/view?id=bde9ad01677e4ec75cc35b8f7f25a0896&lang=en> [10] BYD Europe (2023). "BYD Launches in Italy with Two Pure Electric Models: BYD ATTO 3 and BYD HAN". BYD Europe. <https://www.byd.com/eu/news-
list/BYD_Launches_in_Italy_with_Two_Pure_Electric_Models_BYD_ATTO3_and_BYD_HAN.html> [11] BYD Europe (2023). "BYD and AUTOTORINO Open First Pioneer Store in Milan Showcasing Innovation in Electric Mobility". BYD Europe. 
<https://www.byd.com/eu/news-list/BYD_and_AUTOTORINO_Open_First_Pioneer_Store_in_Milan_Showcasing_Innovation_in_Electric_Mobility> [14] BYD UK (2026). "BYD SEAL Finance & PCP Offers". BYD UK. <https://www.byd.com/uk/purchase/seal-pcp> [15] BYD UK (2026). "BYD SEAL Conditional Sale 
Offers". BYD UK. <https://www.byd.com/uk/purchase/seal-conditional-sale> [16] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-
ambition> [17] Society of Motor Manufacturers and Traders (2023). "SMMT New Car Registrations". AFIA. <https://afia.pt/wp-content/uploads/2023/01/uk_smmt_salescars_dec2022_trt5.pdf> [18] BYD France (2026). "BYD France | Voitures électriques et Super Hybride | Site officiel". BYD France. 
<https://www.byd.com/fr> [19] BYD France (2026). "Offres professionnelles | Flottes Électriques & Super Hybride". BYD France. <https://www.byd.com/fr/offres-pro> [20] BYD Europe (2023). "BYD Pure-Electric Vehicles Debut in Spain". BYD Europe. <https://www.byd.com/eu/news-list/BYD_Pure-
Electric_Vehicles_Debut_in_Spain> [21] BYD España (2026). "Sitio oficial de BYD | Coches eléctricos e híbridos enchufables". BYD España. <https://www.byd.com/es-es> [22] BYD España (2026). "BYD DOLPHIN: El compacto eléctrico versátil". BYD España. <https://www.byd.com/es-es/coches-electricos/dolphin>



Germany, Italy and the Nordics are medium conversion-risk markets where BYD must still prove distribution 
stability, service capacity and fleet readiness despite large BEV pools and leasing partnerships.

Sources: [4] BYD Europe (2023). "BYD unveils five pure electric vehicles in France". BYD Europe. <https://www.byd.com/eu/news-list/byd-unveils-five-pure-electric-vehicles-in-france.html> [8] BYD Europe (2022). "BYD Car Dealer Network in Germany Announced at the Paris Motor Show". BYD Europe. 
<https://www.byd.com/eu/news-list/BYD-Car-Dealer-Network-in-Germany-Announced-at-the-Paris-Motor-Show.html> [9] Nasdaq / Hedin Mobility Group (2024). "BYD and Hedin Mobility Group reach an agreement on the sale and purchase of the distribution business in Germany". Nasdaq GlobeNewswire. 
<https://view.news.eu.nasdaq.com/view?id=bde9ad01677e4ec75cc35b8f7f25a0896&lang=en> [10] BYD Europe (2023). "BYD Launches in Italy with Two Pure Electric Models: BYD ATTO 3 and BYD HAN". BYD Europe. 
<https://www.byd.com/eu/news-list/BYD_Launches_in_Italy_with_Two_Pure_Electric_Models_BYD_ATTO3_and_BYD_HAN.html> [11] BYD Europe (2023). "BYD and AUTOTORINO Open First Pioneer Store in Milan Showcasing Innovation in Electric Mobility". BYD Europe. 
<https://www.byd.com/eu/news-list/BYD_and_AUTOTORINO_Open_First_Pioneer_Store_in_Milan_Showcasing_Innovation_in_Electric_Mobility> [12] Nasdaq / Hedin Mobility Group (2025). "BYD and Hedin Mobility Group agree on transition of Swedish distribution operations to support further growth". 
Nasdaq GlobeNewswire. <https://view.news.eu.nasdaq.com/view?id=bcf39088bcc31ccaa82f085c1e4465d8a&lang=en&src=micro> [13] BYD Europe (2025). "BYD extends European leasing partnership with Ayvens to seven new countries". BYD Europe. <https://www.byd.com/eu/news-list/byd-extends-
european-leasing-partnership-with-ayvens-to-seven-new-countries> [16] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition> [23] 
Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". KBA. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html> [24] Kraftfahrt-Bundesamt (2024). "Fahrzeugzulassungen im Dezember 2023 - Jahresbilanz". 
KBA. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/pm01_2024_n_12_23_pm_komplett.html> [25] eletric-vehicles.com (2026). "BYD Slashes Prices in Germany by Up to €11,500 as Inventory Piles Up". eletric-vehicles.com. <https://eletric-vehicles.com/byd/byd-slashes-
prices-in-germany-by-up-to-e11500-as-inventory-piles-up> [26] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. <https://www.byd.com/de/angebot-2026> [27] Ayvens (2025). "Ayvens extends its partnership with BYD to 7 new European countries". Ayvens. 
<https://www.ayvens.com/en-cp/news/newsroom/press-releases-2025/ayvens-extends-its-partnership-with-byd> [28] eletric-vehicles.com (2025). "BYD Sales in Sweden Sink 49% in April". eletric-vehicles.com. <https://eletric-vehicles.com/byd/byd-sales-in-sweden-sink-49-in-april> [29] IEA Technology 
Collaboration Programme (n.d.). "Norway". EV TCP. <https://evtcp.org/country/norway> [30] European Alternative Fuels Observatory (2024). "Norwegian EV Market Surges to 91.5% Market Share, Setting a Sustainable Example". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/general-information/
news/norwegian-ev-market-surges-915-market-share-setting-sustainable-example> [31] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-
ambition>



2.4
BYD Competitive Position in Europe's Affordable BEV Segment



BYD is a uniquely dangerous affordable-EV challenger because it combines cross-band price 
coverage, strong product specs, current European scale, and visible localisation momentum.

Sources: [1] Provided factbase / public registration series (2025). "BYD EU registrations in 2025". *Public registration series* [2] Provided factbase / public sales series (2025). "BYD broader-Europe sales in 2025". *Public sales series* [3] Carwow Germany (2025). "BYD Dolphin Surf Test 2026 | Konfigurator & 
Preise". *Carwow*. <https://www.carwow.de/byd/dolphin-surf> [4] EV Database (2023). "BYD DOLPHIN 60.4 kWh (MY24) (2023-2025) price and specifications". *EV Database*. <https://ev-database.org/car/1919/BYD-DOLPHIN-604-kWh> [5] EV Database (2025). "BYD DOLPHIN 60.4 kWh (MY25) (2025-2026) 
price and specifications". *EV Database*. <https://ev-database.org/car/3297/BYD-DOLPHIN-604-kWh> [6] EV Database (2025). "BYD DOLPHIN SURF 43.2 kWh Comfort (2025-2026) price and specifications". *EV Database*. <https://ev-database.org/car/3195/BYD-DOLPHIN-SURF-432-kWh-Comfort> [7] Electrive 
(2024). "Electric Renault 5 starts at 32900 euros". *Electrive*. <https://www.electrive.com/2024/05/21/electric-renault-5-starts-at-32900-euros> [9] Citroën / Stellantis Media (2024). "CITROËN REVEALS THE ALL-NEW Ë-C3, THE FIRST EUROPEAN AFFORDABLE ELECTRIC CAR". *Stellantis Media*. 
<https://www.media.stellantis.com/em-en/citroen/press/citroen-reveals-the-all-new-e-c3-the-first-european-affordable-electric-car> [11] FIAT / Stellantis Media (2025). "Fiat Grande Panda begins its global journey by taking on the B-segment in Europe". *Stellantis Media*. 
<https://www.media.stellantis.com/em-en/fiat/press/fiat-grande-panda-begins-its-global-journey-by-taking-on-the-b-segment-in-europe> [13] EV Database (2025). "Dacia Spring Electric 100 (2025-2026) price and specifications". *EV Database*. <https://ev-database.org/car/3409/Dacia-Spring-Electric-100> 
[15] EV Database (2024). "Hyundai INSTER Standard Range (2024-2026) price and specifications". *EV Database*. <https://ev-database.org/car/2230/Hyundai-INSTER-Standard-Range> [16] EV Database (2024). "Hyundai INSTER Long Range (2024-2026) price and specifications". *EV Database*. <https://ev-
database.org/car/2231/Hyundai-INSTER-Long Range> [18] Electrive (2026). "BYD begins trial production of passenger cars in Hungary". *Electrive*. <https://www.electrive.com/2026/02/02/byd-begins-trial-production-of-passenger-cars-in-hungary> [19] Reuters (2025). "BYD to delay mass production at new 
Hungarian plant, make fewer EVs, sources say". *Reuters*. <https://www.reuters.com/business/autos-transportation/byd-delay-mass-production-new-hungarian-plant-make-fewer-evs-sources-say-2025-07-22>



Europe's affordable-BEV reset is broader than BYD, with incumbents and Asian 
challengers now filling sub-€25k and low-€30k gaps across price, range and 

localisation.

Sources: [7] Electrive (2024). "Electric Renault 5 starts at 32900 euros". *Electrive*. <https://www.electrive.com/2024/05/21/electric-renault-5-starts-at-32900-euros> [8] Green Car Reports (2024). "Renault's hot hatch for Europe costs less than any US-market EV". *Green Car Reports*. 
<https://www.greencarreports.com/news/1142414_renault-s-hot-hatch-for-europe-costs-less-than-any-us-market-ev> [9] Citroën / Stellantis Media (2024). "CITROËN REVEALS THE ALL-NEW Ë-C3, THE FIRST EUROPEAN AFFORDABLE ELECTRIC CAR". *Stellantis Media*. <https://www.media.stellantis.com/em-
en/citroen/press/citroen-reveals-the-all-new-e-c3-the-first-european-affordable-electric-car> [10] EV Database (2024). "Citroën ë-C3 Standard Range 44 kWh (2024-2026) price and specifications". *EV Database*. <https://ev-database.org/car/2039/Citroen-e-C3-Standard-Range-44-kWh> [11] FIAT / Stellantis 
Media (2025). "Fiat Grande Panda begins its global journey by taking on the B-segment in Europe". *Stellantis Media*. <https://www.media.stellantis.com/em-en/fiat/press/fiat-grande-panda-begins-its-global-journey-by-taking-on-the-b-segment-in-europe> [12] EV Database (2024). "Fiat Grande Panda (2024-
2026) price and specifications". *EV Database*. <https://ev-database.org/car/2251/Fiat-Grande-Panda> [13] EV Database (2025). "Dacia Spring Electric 100 (2025-2026) price and specifications". *EV Database*. <https://ev-database.org/car/3409/Dacia-Spring-Electric-100> [14] EV Specifications (2025). "2026 
Dacia Spring arrives with an updated platform and two new motors". *EV Specifications*. <https://www.evspecifications.com/en/news/536c98a> [15] EV Database (2024). "Hyundai INSTER Standard Range (2024-2026) price and specifications". *EV Database*. <https://ev-database.org/car/2230/Hyundai-
INSTER-Standard-Range> [16] EV Database (2024). "Hyundai INSTER Long Range (2024-2026) price and specifications". *EV Database*. <https://ev-database.org/car/2231/Hyundai-INSTER-Long-Range> [17] InsideEVs (2022). "MG Launches 2023 MG4 Electric In Europe With €28,420 Base Price". *InsideEVs*. 
<https://insideevs.com/news/611335/mg-launches-mg4-electric-europe-with-28420-euro-base-price> [20] Citroën / Stellantis Media (2024). "CITROËN REVEALS THE ALL-NEW Ë-C3, THE FIRST EUROPEAN AFFORDABLE ELECTRIC CAR". *Stellantis Media*. 
<https://www.media.stellantis.com/em-en/citroen/press/citroen-reveals-the-all-new-e-c3-the-first-european-affordable-electric-car> [21] MG Motor Europe (2022). "MG4 Electric celebrates its European launch with prices starting from €28,990". *MG Motor Europe Newsroom*. 
<https://news.mgmotor.eu/press/mg4-electric-celebrates-its-european-launch> [22] CleanTechnica (2022). "MG4 Electric Celebrates Its European Launch With Prices Starting From €28,990!". *CleanTechnica*. <https://cleantechnica.com/2022/09/14/mg4-electric-celebrates-its-european-launch-with-prices-
starting-from-e28990>



Volkswagen faces a two-front affordability challenge: BYD's superior proposition and scale, 
and a wider field of localised challengers, constrain pricing power over the next 24-36 

months.

Sources: [9] Citroën / Stellantis Media (2024). "CITROËN REVEALS THE ALL-NEW Ë-C3, THE FIRST EUROPEAN AFFORDABLE ELECTRIC CAR". *Stellantis Media*. <https://www.media.stellantis.com/em-en/citroen/press/citroen-reveals-the-all-new-e-c3-the-first-european-affordable-electric-car> [18] Electrive 
(2026). "BYD begins trial production of passenger cars in Hungary". *Electrive*. <https://www.electrive.com/2026/02/02/byd-begins-trial-production-of-passenger-cars-in-hungary> [19] Reuters (2025). "BYD to delay mass production at new Hungarian plant, make fewer EVs, sources say". *Reuters*. 
<https://www.reuters.com/business/autos-transportation/byd-delay-mass-production-new-hungarian-plant-make-fewer-evs-sources-say-2025-07-22> [20] Citroën / Stellantis Media (2024). "CITROËN REVEALS THE ALL-NEW Ë-C3, THE FIRST EUROPEAN AFFORDABLE ELECTRIC CAR". *Stellantis Media*. 
<https://www.media.stellantis.com/em-en/citroen/press/citroen-reveals-the-all-new-e-c3-the-first-european-affordable-electric-car> [23] Renault Group (2025). "100,000 Renault 5 E-Tech electric vehicles built at Douai: turning the spotlight on "Made in France"". *Renault Media*. 
<https://media.renault.com/100000-renault-5-e-tech-electric-vehicles-built-at-douai-turning-the-spotlight-on-made-in-france> [24] Renault Group (n.d.). "Douai Plant". *Renault Group*. <https://www.renaultgroup.com/en/group/locations/douai-plant> [25] The EV Report (2025). "Douai Plant Produces 
100,000th Renault 5 EV". *The EV Report*. <https://theevreport.com/douai-plant-produces-100000th-renault-5-ev> [26] Automotive World (2025). "Renault's Douai plant reaches 100,000 unit milestone". *Automotive World*. <https://www.automotiveworld.com/topics/oems/renaults-douai-plant-
reaches-100000-unit-milestone> [29] Volkswagen Group (2024). "Volkswagen Passenger Cars operating margin 2024". *Annual results / public financial reporting* [30] European Commission / public trade determination (2024). "Definitive countervailing duties on certain battery electric vehicles from China". 
*Official EU trade determination*



3
Affordable BEV Switching Risk: Retail and Fleet Context



Volkswagen's affordable-BEV switching risk is concentrated in a few price- and practicality-led 
variables, requiring selective country- and channel-specific defense rather than a pan-European price 

war.

Sources: [1] Escalent (2023). "One in Three Europeans Does Not Want To Pay Such a High Premium for Electric Vehicles, New Study Reveals". Escalent. [2] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Germany". EAFO. [3] European Alternative Fuels Observatory 
(2024). "Consumer Monitor 2023 Country Report: France". EAFO. [4] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Italy". EAFO. [5] McKinsey & Company (2025). "E-Autos werden beliebter - dennoch wollen 52% der Käufer:innen einen Verbrenner". McKinsey 
Germany Press. [6] International Energy Agency (2026). "Trends in electric cars". Global EV Outlook 2026. [7] Transport & Environment (n.d.). "Why electric cars are already the cheapest option for business drivers". Transport & Environment. [8] Arval (2025). "2025 - understanding total cost of ownership (tco)". 
Arval. [9] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". EAFO. [10] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. [11] Kraftfahrt-Bundesamt (2024). "Fahrzeugzulassungen im 
Dezember 2023 - Jahresbilanz". KBA. [12] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". KBA. [13] ACEA (2025). "New car registrations: +0.8% in 2024; battery-electric 13.6% market share". ACEA. [14] ACEA (2025). "Press release car registrations November 2025". ACEA. 
[15] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group.



Retail switching to BYD is primarily affordability-led, with Germany, France, Italy, UK, and Spain showing 
consistent price-first driver hierarchies and acute exposure in the <€25k band where BYD undercuts Volkswagen.

Sources: [1] Escalent (2023). "One in Three Europeans Does Not Want To Pay Such a High Premium for Electric Vehicles, New Study Reveals". Escalent. [2] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Germany". EAFO. [3] European Alternative Fuels Observatory 
(2024). "Consumer Monitor 2023 Country Report: France". EAFO. [4] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Italy". EAFO. [5] McKinsey & Company (2025). "E-Autos werden beliebter - dennoch wollen 52% der Käufer:innen einen Verbrenner". McKinsey 
Germany Press. [6] International Energy Agency (2026). "Trends in electric cars". Global EV Outlook 2026. [16] Carwow Germany (2025). "BYD Dolphin Surf Test 2026 | Konfigurator & Preise". Carwow. [17] EV Database (2024). "Volkswagen ID.3 Pure (MY24-26)". EV Database. [18] electrive (2026). "Germany: VW 
ID.3 Neo starts at 33,995 euros". electrive.com. [19] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. [20] BYD Europe (n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". BYD Europe. [21] InsideEVs (2019). "Volkswagen Reveals ID.3 Charging Power, Battery Warranty". InsideEVs. 
[22] Auto Express (n.d.). "Volkswagen ID.3 review". Auto Express. [23] Top Gear (2026). "BYD Dolphin review: Chinese EV tested on UK roads". Top Gear. [24] BYD Europe (n.d.). "Service Maintenance". BYD Europe.



Fleet and market-behavior evidence show Germany as the highest-elasticity, most defendable TCO-led market, 
with Spain, France, UK, and Italy requiring differentiated affordability and substitution-aware defenses against 

BYD.

Sources: [7] Transport & Environment (n.d.). "Why electric cars are already the cheapest option for business drivers". Transport & Environment. [8] Arval (2025). "2025 - understanding total cost of ownership (tco)". Arval. [9] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". 
EAFO. [10] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. [11] Kraftfahrt-Bundesamt (2024). "Fahrzeugzulassungen im Dezember 2023 - Jahresbilanz". KBA. [12] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im 
Dezember 2024 - Jahresbilanz". KBA. [13] ACEA (2025). "New car registrations: +0.8% in 2024; battery-electric 13.6% market share". ACEA. [14] ACEA (2025). "Press release car registrations November 2025". ACEA. [25] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | France". EAFO. 
[26] GOV.UK (2025). "Benefit in kind statistics commentary June 2025". GOV.UK. [27] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". Volkswagen Financial Services. [28] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. [29] ACEA (2025). "Electric cars - Tax 
benefits and incentives". ACEA. [30] UNRAE (2025). "Mercato auto 2024: 1.558.704 immatricolazioni (-0,5%)". UNRAE. [31] European Environment Agency (n.d.). "New registrations of electric cars in Europe". EEA. [32] La Moncloa (2025). "The Government of Spain extends incentives for electric vehicles and 
charging infrastructure". Government of Spain. [33] IEA Technology Collaboration Programme (n.d.). "Spain". EV TCP. [34] Autovista24 (2025). "Spain's new-car market growth continues amid creeping incentive fears". Autovista24. [35] Direction Générale des Entreprises (2024). "Automobile : orienter la 
demande vers des véhicules propres". entreprises.gouv.fr. [36] Service Public (2025). "Purchase of an electric car -What is the follow-up to the ecological bonus?". Service-Public.fr. [37] IEA Technology Collaboration Programme (n.d.). "Italy". EV TCP. [39] JATO Dynamics (2025). "BYD outsells Tesla in Europe for 
the first time as registrations surge in April". JATO Dynamics. [40] Consulenti del Lavoro (2025). "Fringe benefit veicoli aziendali: le istruzioni delle Entrate". Consulenti del Lavoro. [41] Avrios (2025). "Fringe benefit 2025/2026 auto aziendale: tassazione e novità normative". Avrios.



3.1
Volkswagen BEV Retail Exposure by Country and Price Band



Affordable-BEV buyers across Europe are led by price first, then charging and range, 
making Volkswagen's retail defense fundamentally affordability-constrained by band and 

country.

Sources: [1] Escalent (2023). "One in Three Europeans Does Not Want To Pay Such a High Premium for Electric Vehicles, New Study Reveals". *Escalent*. <https://escalent.co/news/one-in-three-europeans-does-not-want-to-pay-such-a-high-premium-for-electric-vehicles-new-study-reveals> [2] International 
Energy Agency (2026). "Trends in electric cars". *Global EV Outlook 2026*. <https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars> [3] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: France". *EAFO*. <https://alternative-fuels-
observatory.ec.europa.eu/system/files/documents/2024-07/FR%20Report%20-EC%20LAYOUT-FINAL.pdf> [4] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Germany". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/
Country%20Report%202023%20Germany_1.pdf> [5] McKinsey & Company (2025). "E-Autos werden beliebter - dennoch wollen 52% der Käufer:innen einen Verbrenner". *McKinsey Germany Press*. <https://www.mckinsey.de/news/presse/2025-05-06-consumer-survey> [6] European Alternative Fuels 
Observatory (2024). "Consumer Monitor 2023 Country Report: Italy". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/Country%20Report%202023%20Italy_1.pdf> [7] ERM for the UK Climate Change Committee (2025). "Understanding the tail of the electric 
vehicle transition". *Climate Change Committee*. <https://www.theccc.org.uk/wp-content/uploads/2025/02/Understanding-the-tail-of-the-electric-vehicle-transition-ERM.pdf> [8] Carwow Germany (2025). "BYD Dolphin Surf Test 2026 | Konfigurator & Preise". *Carwow*. 
<https://www.carwow.de/byd/dolphin-surf> [10] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". *BYD Deutschland*. <https://www.byd.com/de/angebot-2026> [11] EV Database (2024). "Volkswagen ID.3 Pure (MY24-26)". *EV Database*. <https://ev-database.org/car/2214/Volkswagen-ID3-Pure> 
[27] Electromaps (2024). "EV Sales in Europe: Q4 2024 Analysis and Insights". *Electromaps*. <https://www.electromaps.com/en/blog/ev-sales-europe-q4-2024-analysis> [28] Autovista24 (2024). "EVs continue to energise Spain's surging new-car market". *Autovista24*. 
<https://autovista24.autovistagroup.com/news/evs-continue-to-energise-spains-surging-new-car-market> [29] Autonomía Coches Eléctricos (2024). "Coches Eléctricos más Vendidos en España en 2024". *Autonomía Coches Eléctricos*. <https://autonomiacocheselectricos.es/coches/mas-vendidos/2024> [30] 
Car and Driver España (2024). "Los 10 coches eléctricos más vendidos en España del 2024". *Car and Driver España*. <https://www.caranddriver.com/es/coches/planeta-motor/g63358516/coches-electricos-ventas-espana-2024>



Volkswagen faces its sharpest structural retail exposure in the sub-€25k entry band, where BYD's 
Dolphin Surf undercuts on price and monthly payment while meeting minimum range and charging 

thresholds.

Sources: [1] Escalent (2023). "One in Three Europeans Does Not Want To Pay Such a High Premium for Electric Vehicles, New Study Reveals". *Escalent*. <https://escalent.co/news/one-in-three-europeans-does-not-want-to-pay-such-a-high-premium-for-electric-vehicles-new-study-reveals> [2] International 
Energy Agency (2026). "Trends in electric cars". *Global EV Outlook 2026*. <https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars> [3] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: France". *EAFO*. <https://alternative-fuels-
observatory.ec.europa.eu/system/files/documents/2024-07/FR%20Report%20-EC%20LAYOUT-FINAL.pdf> [4] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Germany". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/
Country%20Report%202023%20Germany_1.pdf> [5] McKinsey & Company (2025). "E-Autos werden beliebter - dennoch wollen 52% der Käufer:innen einen Verbrenner". *McKinsey Germany Press*. <https://www.mckinsey.de/news/presse/2025-05-06-consumer-survey> [6] European Alternative Fuels 
Observatory (2024). "Consumer Monitor 2023 Country Report: Italy". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/Country%20Report%202023%20Italy_1.pdf> [8] Carwow Germany (2025). "BYD Dolphin Surf Test 2026 | Konfigurator & Preise". *Carwow*. 
<https://www.carwow.de/byd/dolphin-surf> [9] Electrive (2026). "Germany: VW ID.3 Neo starts at 33,995 euros". *Electrive*. <https://www.electrive.com/2026/04/17/germany-vw-id-3-neo-starts-at-33995-euros> [10] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". *BYD Deutschland*. 
<https://www.byd.com/de/angebot-2026> [11] EV Database (2024). "Volkswagen ID.3 Pure (MY24-26)". *EV Database*. <https://ev-database.org/car/2214/Volkswagen-ID3-Pure> [12] BYD Europe (n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". *BYD Europe*. 
<https://www.byd.com/eu/electric-cars/dolphin> [13] InsideEVs (2019). "Volkswagen Reveals ID.3 Charging Power, Battery Warranty". *InsideEVs*. <https://insideevs.com/news/355341/volkswagen-id3-charging-power-battery-warranty> [14] Auto Express (n.d.). "Volkswagen ID.3 review". *Auto Express*. 
<https://www.autoexpress.co.uk/volkswagen/id3> [15] Automotive News (2025). "BYD Dolphin Surf EV will rival VW ID2, Renault 5 in Europe". *Automotive News*. <https://www.autonews.com/byd/ane-byd-dolphin-surf-europe-debut-0521> [16] EV Database (2025). "BYD DOLPHIN SURF 43.2 kWh Comfort 
(2025-2026) price and specifications". *EV Database*. <https://ev-database.org/car/3195/BYD-DOLPHIN-SURF-432-kWh-Comfort> [23] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". *BYD UK*. <https://www.byd.com/uk/purchase/dolphin-surf-pcp> [24] Nationwide Vehicle Contracts (n.d.). "BYD 
Dolphin Lease Deals". *Nationwide Vehicle Contracts*. <https://www.nationwidevehiclecontracts.co.uk/car-leasing/byd/dolphin> [25] Select Car Leasing (n.d.). "BYD Dolphin Surf Car Lease Deals". *Select Car Leasing*. <https://www.selectcarleasing.co.uk/car-leasing/byd/dolphin-surf/hatchback> [26] BYD UK 
(2026). "BYD DOLPHIN Finance & PCP Offers". *BYD UK*. <https://www.byd.com/uk/purchase/dolphin-pcp>



In the €25k-€35k mass band, Volkswagen's exposure shifts from core vehicle capability to monthly payment, 
equipment value, and warranty, with country-specific intensity and rising Chinese-brand openness.

Sources: [1] Escalent (2023). "One in Three Europeans Does Not Want To Pay Such a High Premium for Electric Vehicles, New Study Reveals". *Escalent*. <https://escalent.co/news/one-in-three-europeans-does-not-want-to-pay-such-a-high-premium-for-electric-vehicles-new-study-reveals> [3] European 
Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: France". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-07/FR%20Report%20-EC%20LAYOUT-FINAL.pdf> [5] McKinsey & Company (2025). "E-Autos werden beliebter - dennoch wollen 
52% der Käufer:innen einen Verbrenner". *McKinsey Germany Press*. <https://www.mckinsey.de/news/presse/2025-05-06-consumer-survey> [6] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Italy". *EAFO*. 
<https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/Country%20Report%202023%20Italy_1.pdf> [7] ERM for the UK Climate Change Committee (2025). "Understanding the tail of the electric vehicle transition". *Climate Change Committee*. <https://www.theccc.org.uk/wp-
content/uploads/2025/02/Understanding-the-tail-of-the-electric-vehicle-transition-ERM.pdf> [11] EV Database (2024). "Volkswagen ID.3 Pure (MY24-26)". *EV Database*. <https://ev-database.org/car/2214/Volkswagen-ID3-Pure> [12] BYD Europe (n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". *BYD 
Europe*. <https://www.byd.com/eu/electric-cars/dolphin> [13] InsideEVs (2019). "Volkswagen Reveals ID.3 Charging Power, Battery Warranty". *InsideEVs*. <https://insideevs.com/news/355341/volkswagen-id3-charging-power-battery-warranty> [14] Auto Express (n.d.). "Volkswagen ID.3 review". *Auto 
Express*. <https://www.autoexpress.co.uk/volkswagen/id3> [17] EV Database (2023). "BYD DOLPHIN 60.4 kWh (MY24) (2023-2025) price and specifications". *EV Database*. <https://ev-database.org/car/1919/BYD-DOLPHIN-604-kWh> [18] EV Database (2024). "Volkswagen ID.3 Pro (MY24-26) (2024-2026) 
price and specifications". *EV Database*. <https://ev-database.org/car/2213/Volkswagen-ID3-Pro> [19] Euro NCAP (2021). "Volkswagen ID.3". *Euro NCAP*. <https://www.euroncap.com/assessments/vw/id.3/0836> [20] Top Gear (2026). "BYD Dolphin review: Chinese EV tested on UK roads". *Top Gear*. 
<https://www.topgear.com/car-reviews/dolphin/first-drive> [21] Changing Lanes (2024). "Volkswagen ID.3 Review (2024)". *Changing Lanes*. <https://changinglanes.ie/volkswagen-id3-review> [22] Chasing Cars (2024). "Volkswagen ID3 Pro S 2024 review". *Chasing Cars*. 
<https://www.chasingcars.com.au/reviews/small-cars/volkswagen-id3-pro-s-2024-review> [23] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". *BYD UK*. <https://www.byd.com/uk/purchase/dolphin-surf-pcp> [24] Nationwide Vehicle Contracts (n.d.). "BYD Dolphin Lease Deals". *Nationwide 
Vehicle Contracts*. <https://www.nationwidevehiclecontracts.co.uk/car-leasing/byd/dolphin> [25] Select Car Leasing (n.d.). "BYD Dolphin Surf Car Lease Deals". *Select Car Leasing*. <https://www.selectcarleasing.co.uk/car-leasing/byd/dolphin-surf/hatchback> [26] BYD UK (2026). "BYD DOLPHIN Finance & 
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surging new-car market". *Autovista24*. <https://autovista24.autovistagroup.com/news/evs-continue-to-energise-spains-surging-new-car-market> [29] Autonomía Coches Eléctricos (2024). "Coches Eléctricos más Vendidos en España en 2024". *Autonomía Coches Eléctricos*. 
<https://autonomiacocheselectricos.es/coches/mas-vendidos/2024> [30] Car and Driver España (2024). "Los 10 coches eléctricos más vendidos en España del 2024". *Car and Driver España*. <https://www.caranddriver.com/es/coches/planeta-motor/g63358516/coches-electricos-ventas-espana-2024> [31] 
Escalent (2025). "New Data Show Tesla in Danger of Losing Its Way as European Consideration to Buy Chinese Cars Jumps 16% in 12 Months". *Escalent*. <https://escalent.co/news/new-data-show-tesla-in-danger-of-losing-its-way-as-european-consideration-to-buy-chinese-cars-jumps-16-in-12-months> [32] 
Escalent (2024). "Chinese Car Brands Could Sway European Skeptics With Just a 10% Price Reduction, New Study Shows". *Escalent*. <https://escalent.co/news/chinese-car-brands-could-sway-european-sceptics-with-just-a-10-price-reduction-new-study-shows>



3.2
Fleet-Defense Framework: TCO, Lease-Rate Support, Tax 

Advantages and Uptime



Volkswagen should prioritize a fleet-defense strategy built on TCO, lease economics 
and tax asymmetries in Germany, UK and France rather than pan-European list-price 

cuts.

Sources: [1] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". KBA. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html> [2] Kraftfahrt-Bundesamt (2024). "Fahrzeugzulassungen im Dezember 2023 - 
Jahresbilanz". KBA. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/pm01_2024_n_12_23_pm_komplett.html> [3] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. 
<https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition> [4] UNRAE (2025). "Mercato auto 2024: 1.558.704 immatricolazioni (-0,5%)". UNRAE. <https://unrae.it/sala-stampa/autovetture/6997/mercato-auto-2024-1558704-immatricolazioni-05> [5] International Council 
on Clean Transportation (2025). "European Market Monitor: Cars and Vans (November 2025)". ICCT. <https://theicct.org/publication/european-market-monitor-cars-and-vans-nov-2025> [6] Transport & Environment (n.d.). "Why electric cars are already the cheapest option for business drivers". Transport & 
Environment. <https://www.transportenvironment.org/articles/why-electric-cars-are-already-the-cheapest-option-for-business-drivers> [7] Arval (2025). "2025 - understanding total cost of ownership (tco)". Arval. <https://www.arval.se/sites/default/files/166/2025/12/TCO_Whitepaper_0.pdf> [8] Volkswagen 
Group (2025). "Annual Report 2024". Volkswagen Group. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843> [9] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | France". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/
road/france/incentives-legislations> [10] FRADECO (2025). "New Rules for the Valuation of Company Cars in France". FRADECO. <https://en.fradeco.fr/new-rules-for-the-valuation-of-company-cars-in-france> [11] Transport & Environment (n.d.). "Spain will need tax reforms to drive EVs roll-out". Transport & 
Environment. <https://www.transportenvironment.org/articles/spain-will-need-tax-reforms-drive-evs-roll-out> [12] Ministry of Industry and Tourism (n.d.). "Programa Auto+". Government of Spain. <https://www.mintur.gob.es/en-us/programa-auto> [13] The Norwegian Tax Administration (2025). "Private use 
of a company car". Skatteetaten. <https://www.skatteetaten.no/en/person/taxes/get-the-taxes-right/property-and-belongings/cars-boats-and-other-vehicles/company-car/private-use-of-a-company-car> [14] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Finland". EAFO. 
<https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/finland/incentives-legislations> [15] Skat (n.d.). "Tax on company cars | See the rules here". Skat.dk. <https://skat.dk/en-us/individuals/employee-benefits/company-car> [16] ACEA (2024). "Electric cars: Tax benefits and incentives 
(2024)". ACEA. <https://www.acea.auto/fact/electric-cars-tax-benefits-and-incentives-2024> [18] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/germany/incentives-legislations> [19] 
GOV.UK (2025). "Benefit in kind statistics commentary June 2025". GOV.UK. <https://www.gov.uk/government/statistics/benefits-in-kind-statistics-june-2025/benefit-in-kind-statistics-commentary-june-2025> [20] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". Volkswagen Financial 
Services. <https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html> [21] Volkswagen Deutschland (n.d.). "Leasing Privatkunden | Angebote und Produkte". Volkswagen Deutschland. <https://www.volkswagen.de/de/angebote-und-produkte/leasing.html> [22] ACEA (2025). 
"Electric cars - Tax benefits and incentives". ACEA. <https://www.acea.auto/files/Electric-cars-Tax-benefits-purchase-incentives-2025_v2.pdf> [23] The Norwegian Tax Administration (2026). "Car - rates for company cars (standard rules)". Skatteetaten. <https://www.skatteetaten.no/en/rates/car-rates---
company-cars> [24] ACEA (2026). "Electric cars - Tax benefits and incentives 2026". ACEA. <https://www.acea.auto/files/Electric-cars-%E2%80%93-Tax-benefits-and-incentives-2026.pdf> [30] Wikipedia (n.d.). "Electric car use by country". Wikipedia. <https://en.wikipedia.org/wiki/Electric_car_use_by_country>



Germany provides the clearest proof that Volkswagen can defend affordable-BEV fleet share 
via lease-rate engineering and service confidence rather than matching BYD's sticker prices.

Sources: [2] Kraftfahrt-Bundesamt (2024). "Fahrzeugzulassungen im Dezember 2023 - Jahresbilanz". KBA. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/pm01_2024_n_12_23_pm_komplett.html> [5] International Council on Clean Transportation (2025). "European Market 
Monitor: Cars and Vans (November 2025)". ICCT. <https://theicct.org/publication/european-market-monitor-cars-and-vans-nov-2025> [18] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/
germany/incentives-legislations> [20] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". Volkswagen Financial Services. <https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html> [21] Volkswagen Deutschland (n.d.). "Leasing Privatkunden | Angebote und 
Produkte". Volkswagen Deutschland. <https://www.volkswagen.de/de/angebote-und-produkte/leasing.html> [25] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. <https://www.byd.com/de/angebot-2026> [27] LeasingMarkt.de (2026). "VW ID.3 Leasing Angebote: Günstig & ohne 
Anzahlung". LeasingMarkt.de. <https://www.leasingmarkt.de/leasing-vw-id_3>



Tax advantages, residual-value dynamics and service uptime are the critical 
non-price levers for defending BEV fleet share in the UK, France and Spain/Italy.

Sources: [3] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition> [4] UNRAE (2025). "Mercato auto 2024: 1.558.704 
immatricolazioni (-0,5%)". UNRAE. <https://unrae.it/sala-stampa/autovetture/6997/mercato-auto-2024-1558704-immatricolazioni-05> [9] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | France". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/
france/incentives-legislations> [10] FRADECO (2025). "New Rules for the Valuation of Company Cars in France". FRADECO. <https://en.fradeco.fr/new-rules-for-the-valuation-of-company-cars-in-france> [17] Beev (n.d.). "Tout sur les avantages en nature pour les véhicules électriques". Beev. 
<https://www.beev.co/en/avantages-en-nature> [18] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/germany/incentives-legislations> [19] GOV.UK (2025). "Benefit in kind statistics 
commentary June 2025". GOV.UK. <https://www.gov.uk/government/statistics/benefits-in-kind-statistics-june-2025/benefit-in-kind-statistics-commentary-june-2025> [11] Transport & Environment (n.d.). "Spain will need tax reforms to drive EVs roll-out". Transport & Environment. 
<https://www.transportenvironment.org/articles/spain-will-need-tax-reforms-drive-evs-roll-out> [12] Ministry of Industry and Tourism (n.d.). "Programa Auto+". Government of Spain. <https://www.mintur.gob.es/en-us/programa-auto> [22] ACEA (2025). "Electric cars - Tax benefits and incentives". ACEA. 
<https://www.acea.auto/files/Electric-cars-Tax-benefits-purchase-incentives-2025_v2.pdf> [28] Society of Motor Manufacturers and Traders (2023). "SMMT New Car Registrations". AFIA. <https://afia.pt/wp-content/uploads/2023/01/uk_smmt_salescars_dec2022_trt5.pdf> [29] Go Electra (2025). "TVS Electric 
Cars 2025: Total Exemption and Savings Up to €5,000/Year". Go Electra. <https://www.go-electra.com/en/newsroom/tvs-electric-cars> [30] Wikipedia (n.d.). "Electric car use by country". Wikipedia. <https://en.wikipedia.org/wiki/Electric_car_use_by_country> [31] Autovista24 (2025). "Autovista Group's 2025 
residual value outlook". Autovista24. <https://autovista24.autovistagroup.com/news/autovista-groups-2025-residual-value-outlook> [32] ElectricDrives (2025). "Ayvens and BYD drive Europe's EV fleet future forward with seven country leasing expansion". ElectricDrives. <https://electricdrives.tv/ayvens-and-
byd-drive-europes-ev-fleet-future-forward-with-seven-country-leasing-expansion> [33] BYD Europe (n.d.). "Service Maintenance". BYD Europe. <https://www.byd.com/eu/service-maintenance> [34] BYD Europe (n.d.). "Senior Aftersales Service Network Management Specialist". BYD Europe Careers. 
<https://careers.bydeurope.com/jobs/6322087-senior-aftersales-service-network-management-specialist>



3.3
European Affordable-BEV Market Elasticity by Country



Germany and Spain are the most price-elastic affordable-BEV markets, with Italy next, the 
UK and France medium, and Norway structurally low elasticity for a BYD-led price attack.

Sources: [1] Kraftfahrt-Bundesamt (2024). "Fahrzeugzulassungen im Dezember 2023 - Jahresbilanz". KBA. https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/pm01_2024_n_12_23_pm_komplett.html [2] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - 
Jahresbilanz". KBA. https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html [3] Electrive (2023). "Germany cuts all zero-emission vehicle subsidies with immediate effect". Electrive. https://www.electrive.com/2023/12/18/germany-cuts-all-zero-
emission-vehicle-subsidies-with-immediate-effect [4] European Environment Agency (n.d.). "New registrations of electric cars in Europe". EEA. https://www.eea.europa.eu/en/analysis/indicators/new-registrations-of-electric-vehicles [5] La Moncloa (2025). "The Government of Spain extends incentives for 
electric vehicles and charging infrastructure". Government of Spain. https://www.lamoncloa.gob.es/lang/en/gobierno/councilministers/paginas/2025/20250401-council-press-conference.aspx [6] IEA Technology Collaboration Programme (n.d.). "Spain". EV TCP. https://evtcp.org/country/spain [7] Autovista24 
(2025). "Spain's new-car market growth continues amid creeping incentive fears". Autovista24. https://autovista24.autovistagroup.com/news/spains-new-car-market-growth-continues-amid-creeping-incentive-fears [8] Wikipedia (n.d.). "Electric car use by country". Wikipedia. 
https://en.wikipedia.org/wiki/Electric_car_use_by_country [9] IEA Technology Collaboration Programme (n.d.). "Italy". EV TCP. https://evtcp.org/country/italy [10] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". SMMT. 
https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition [11] Society of Motor Manufacturers and Traders (2023). "SMMT New Car Registrations". AFIA. https://afia.pt/wp-content/uploads/2023/01/uk_smmt_salescars_dec2022_trt5.pdf [12] Society of Motor 
Manufacturers and Traders (2024). "New car market shrinks in August but EVs reach record share for the year". SMMT. https://www.smmt.co.uk/new-car-market-shrinks-in-august-but-evs-reach-record-share-for-the-year [13] Wikipédia (n.d.). "Voiture électrique en France". Wikipédia. 
https://fr.wikipedia.org/wiki/Voiture_%C3%A9lectrique_en_France [14] Direction Générale des Entreprises (2024). "Automobile : orienter la demande vers des véhicules propres". entreprises.gouv.fr. https://www.entreprises.gouv.fr/la-dge/publications/automobile-orienter-la-demande-vers-des-vehicules-
propres [15] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | France". EAFO. https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/france/incentives-legislations [16] IEA Technology Collaboration Programme (n.d.). "Norway". EV TCP. 
https://evtcp.org/country/norway [17] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Norway". EAFO. https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/norway/incentives-legislations [18] Government of Norway (n.d.). "Norway is electric". regjeringen.no. 
https://www.regjeringen.no/en/topics/transport-and-communications/veg/faktaartikler-vei-og-ts/norway-is-electric/id2677481



Germany provides the clearest high-elasticity proof point, with a 27.4% BEV registration drop 
after Umweltbonus removal, making it Volkswagen's top tactical affordability battleground.

Sources: [1] Kraftfahrt-Bundesamt (2024). "Fahrzeugzulassungen im Dezember 2023 - Jahresbilanz". KBA. https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/pm01_2024_n_12_23_pm_komplett.html [2] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - 
Jahresbilanz". KBA. https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html [3] Electrive (2023). "Germany cuts all zero-emission vehicle subsidies with immediate effect". Electrive. https://www.electrive.com/2023/12/18/germany-cuts-all-zero-
emission-vehicle-subsidies-with-immediate-effect [4] European Environment Agency (n.d.). "New registrations of electric cars in Europe". EEA. https://www.eea.europa.eu/en/analysis/indicators/new-registrations-of-electric-vehicles [10] Society of Motor Manufacturers and Traders (2025). "Record EV market 
share but weak private demand frustrates ambition". SMMT. https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition [15] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | France". EAFO. 
https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/france/incentives-legislations [19] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Germany". EAFO. https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/
Country%20Report%202023%20Germany_1.pdf [20] McKinsey & Company (2025). "E-Autos werden beliebter - dennoch wollen 52% der Käufer:innen einen Verbrenner". McKinsey Germany Press. https://www.mckinsey.de/news/presse/2025-05-06-consumer-survey



Spain, Italy, the UK, France, and Norway show distinct elasticity patterns and evidence 
gaps that should shape Volkswagen's country-specific affordable-BEV playbook.

Sources: [5] La Moncloa (2025). "The Government of Spain extends incentives for electric vehicles and charging infrastructure". Government of Spain. https://www.lamoncloa.gob.es/lang/en/gobierno/councilministers/paginas/2025/20250401-council-press-conference.aspx [6] IEA Technology Collaboration 
Programme (n.d.). "Spain". EV TCP. https://evtcp.org/country/spain [7] Autovista24 (2025). "Spain's new-car market growth continues amid creeping incentive fears". Autovista24. https://autovista24.autovistagroup.com/news/spains-new-car-market-growth-continues-amid-creeping-incentive-fears [8] 
Wikipedia (n.d.). "Electric car use by country". Wikipedia. https://en.wikipedia.org/wiki/Electric_car_use_by_country [9] IEA Technology Collaboration Programme (n.d.). "Italy". EV TCP. https://evtcp.org/country/italy [10] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak 
private demand frustrates ambition". SMMT. https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition [11] Society of Motor Manufacturers and Traders (2023). "SMMT New Car Registrations". AFIA. 
https://afia.pt/wp-content/uploads/2023/01/uk_smmt_salescars_dec2022_trt5.pdf [13] Wikipédia (n.d.). "Voiture électrique en France". Wikipédia. https://fr.wikipedia.org/wiki/Voiture_%C3%A9lectrique_en_France [14] Direction Générale des Entreprises (2024). "Automobile : orienter la demande vers des 
véhicules propres". entreprises.gouv.fr. https://www.entreprises.gouv.fr/la-dge/publications/automobile-orienter-la-demande-vers-des-vehicules-propres [16] IEA Technology Collaboration Programme (n.d.). "Norway". EV TCP. https://evtcp.org/country/norway [17] European Alternative Fuels Observatory 
(n.d.). "Incentives and Legislation | Norway". EAFO. https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/norway/incentives-legislations [18] Government of Norway (n.d.). "Norway is electric". regjeringen.no. https://www.regjeringen.no/en/topics/transport-and-communications/veg/
faktaartikler-vei-og-ts/norway-is-electric/id2677481 [22] International Energy Agency (2024). "Trends in electric cars". Global EV Outlook 2024. https://www.iea.org/reports/global-ev-outlook-2024/trends-in-electric-cars



3.4
Market- and Channel-Specific BEV Defense Intensity



Non-BEV substitution materially shrinks the affordable-BEV prize pool but does not 
neutralize BYD's growing threat, requiring calibrated rather than indiscriminate defense.

Sources: [1] ACEA (2025). "New car registrations: +0.8% in 2024; battery-electric 13.6% market share". *ACEA*. <https://www.acea.auto/pc-registrations/new-car-registrations-0-8-in-2024-battery-electric-13-6-market-share> [2] ACEA (2025). "Press release car registrations November 2025". *ACEA*. 
<https://www.acea.auto/files/Press_release_car_registrations_November_2025.pdf> [3] Escalent (2023). "One in Three Europeans Does Not Want To Pay Such a High Premium for Electric Vehicles, New Study Reveals". *Escalent*. <https://escalent.co/news/one-in-three-europeans-does-not-want-to-pay-such-
a-high-premium-for-electric-vehicles-new-study-reveals> [4] International Energy Agency (2026). "Trends in electric cars". *Global EV Outlook 2026*. <https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars> [8] McKinsey & Company (2025). "E-Autos werden beliebter - dennoch wollen 52% 
der Käufer:innen einen Verbrenner". *McKinsey Germany Press*. <https://www.mckinsey.de/news/presse/2025-05-06-consumer-survey> [9] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Germany". *EAFO*. 
<https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/Country%20Report%202023%20Germany_1.pdf> [10] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: France". *EAFO*. 
<https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-07/FR%20Report%20-EC%20LAYOUT-FINAL.pdf> [11] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Italy". *EAFO*. 
<https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/Country%20Report%202023%20Italy_1.pdf> [12] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". *Autovista24*. <https://autovista24.autovistagroup.com/news/which-brand-dominated-
the-european-ev-market-in-2025> [13] JATO Dynamics (2025). "Individual brand analysis: BYD Auto". *JATO Dynamics*. <https://www.jato.com/hubfs/Beyond%20the%20Brand%20reports/JATO%20Beyond%20the%20Brand%20analysis.%20BYD.pdf>



PHEVs both intensify BYD's expansion and vary substitution risk by country, 
so Volkswagen cannot treat them as a natural shield in affordable BEVs.

Sources: [5] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/germany/incentives-legislations> [6] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | France". 
*EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/france/incentives-legislations> [13] JATO Dynamics (2025). "Individual brand analysis: BYD Auto". *JATO Dynamics*. 
<https://www.jato.com/hubfs/Beyond%20the%20Brand%20reports/JATO%20Beyond%20the%20Brand%20analysis.%20BYD.pdf> [14] JATO Dynamics (2025). "BYD outsells Tesla in Europe for the first time as registrations surge in April". *JATO Dynamics*. <https://www.jato.com/resources/media-and-press-
releases/byd-outsells-tesla-in-europe-for-the-first-time-as-registrations-surge-in-april> [15] VDA (n.d.). "EV tax". *VDA*. <https://www.vda.de/en/topics/economic-policy/taxes/ev-tax> [16] GOV.UK (n.d.). "Work out the appropriate percentage for company car benefits (480 Appendix 2)". *GOV.UK*. 
<https://www.gov.uk/guidance/company-car-benefit-the-appropriate-percentage-480-appendix-2> [17] FRADECO (2025). "New Rules for the Valuation of Company Cars in France". *FRADECO*. <https://en.fradeco.fr/new-rules-for-the-valuation-of-company-cars-in-france> [18] Consulenti del Lavoro (2025). 
"Fringe benefit veicoli aziendali: le istruzioni delle Entrate". *Consulenti del Lavoro*. <https://www.consulentidellavoro.it/home/storico-articoli/18789-fringe-benefit-veicoli-aziendali-le-istruzioni-delle-entrate> [19] Avrios (2025). "Fringe benefit 2025/2026 auto aziendale: tassazione e novità normative". 
*Avrios*. <https://www.avrios.com/it/news/fringe-benefit-le-novita-del-2025> [20] Go Electra (2026). "Electric car 2026: weight penalty, end of charging station tax credit ...". *Go Electra*. <https://www.go-electra.com/es/newsroom/electric-cars-new-2026-laws>



Given thin margins and asymmetric substitution, Volkswagen should concentrate BEV defense 
on fleet-heavy BEV-favorable markets and apply selective, channel-specific intensity in retail.

Sources: [3] Escalent (2023). "One in Three Europeans Does Not Want To Pay Such a High Premium for Electric Vehicles, New Study Reveals". *Escalent*. <https://escalent.co/news/one-in-three-europeans-does-not-want-to-pay-such-a-high-premium-for-electric-vehicles-new-study-reveals> [4] International 
Energy Agency (2026). "Trends in electric cars". *Global EV Outlook 2026*. <https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars> [5] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". *EAFO*. 
<https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/germany/incentives-legislations> [6] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | France". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/france/incentives-legislations> 
[7] Volkswagen Group (2025). "Annual Report 2024". *Volkswagen Group*. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843> [8] McKinsey & Company (2025). "E-Autos werden beliebter - dennoch wollen 52% der Käufer:innen einen Verbrenner". *McKinsey Germany 
Press*. <https://www.mckinsey.de/news/presse/2025-05-06-consumer-survey> [16] GOV.UK (n.d.). "Work out the appropriate percentage for company car benefits (480 Appendix 2)". *GOV.UK*. <https://www.gov.uk/guidance/company-car-benefit-the-appropriate-percentage-480-appendix-2> [18] Consulenti 
del Lavoro (2025). "Fringe benefit veicoli aziendali: le istruzioni delle Entrate". *Consulenti del Lavoro*. <https://www.consulentidellavoro.it/home/storico-articoli/18789-fringe-benefit-veicoli-aziendali-le-istruzioni-delle-entrate> [19] Avrios (2025). "Fringe benefit 2025/2026 auto aziendale: tassazione e novità 
normative". *Avrios*. <https://www.avrios.com/it/news/fringe-benefit-le-novita-del-2025> [20] Go Electra (2026). "Electric car 2026: weight penalty, end of charging station tax credit ...". *Go Electra*. <https://www.go-electra.com/es/newsroom/electric-cars-new-2026-laws> [21] Volkswagen Group (2025). 
"Annual Report 2024". *Volkswagen Group*. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843>



4
Volkswagen Affordable-BEV Defense and Bridge Strategy



Volkswagen's affordable-BEV risk is concentrated in a few nameplates and markets, supporting a 
defend-first strategy in Germany hatchbacks and UK/France crossovers rather than a broad price war.

Sources: [1] InsideEVs (2025). "The 20 Best-Selling EVs Of 2024 In Europe". InsideEVs. <https://insideevs.com/news/749421/best-selling-evs-europe-2024> [2] Volkswagen Deutschland (2026). "Der neue ID.3 Neo: Jetzt konfigurieren". Volkswagen Deutschland. <https://www.volkswagen.de/de/modelle/der-
neue-id3-neo.html> [3] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. <https://www.byd.com/de/angebot-2026> [4] Elektroauto-News.net (2026). "BYD Dolphin Surf bis Ende März ab 12.990 Euro erhältlich". Elektroauto-News.net. <https://www.elektroauto-news.net/news/byd-
dolphin-surf-unter-13000-euro> [5] electrive (2026). "VW ID.3 now Germany's most popular battery-electric car". electrive. <https://www.electrive.com/2026/04/28/vw-id-3-now-germanys-most-popular-battery-electric-car> [6] Škoda France (2026). "Škoda Elroq : le SUV compact 100% Électrique au Design 
Innovant". Škoda France. <https://www.skoda.fr/gamme/elroq/elroq> [7] Škoda UK (2025). "Škoda Elroq: Czech carmaker powers up production of its most affordable all-electric model". Škoda UK. <https://www.skoda.co.uk/news/details/skoda-elroq-czech-carmaker-powers-up-production-of-its-most-
affordable-all-electric-model> [8] Škoda España (2025). "Škoda presenta en España el Elroq, su apuesta eléctrica en el importante segmento de los SUV compactos". Škoda Comunicación España. <https://comunicacion.skoda.es/2025/02/04/skoda-presenta-en-espana-el-elroq-su-apuesta-electrica-en-el-
importante-segmento-de-los-suv-compactos> [9] Škoda UK (2025). "Škoda announces final UK prices and specifications for the New Enyaq". Škoda UK. <https://www.skoda.co.uk/news/details/skoda-announces-final-uk-prices-specifications-for-the-new-enyaq> [10] Škoda France (2026). "Catalogue". Škoda 
France. <https://www.skoda.fr/_doc/229440ea-3710-42a4-80dd-21afe16bbbef> [11] BYD (2025). "BYD Dolphin Surf 2025 - Petite citadine 100% électrique". BYD France. <https://byd-automobiles.com/fr/dolphin-surf> [12] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the electric car 
from Volkswagen costing less than 25,000 euros". Volkswagen Newsroom. <https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625> [13] BYD France (2026). "BYD DOLPHIN SURF | Offres du 
moment". BYD France. <https://www.byd.com/fr/offres-du-moment/dolphin-surf>



Volkswagen faces a structural sub-€25k BEV gap until 2026, while payment-led tools 
can defend the €25k-€35k battlefield within a ~100bps EBIT guardrail if applied 

selectively.

Sources: [3] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. <https://www.byd.com/de/angebot-2026> [11] BYD (2025). "BYD Dolphin Surf 2025 - Petite citadine 100% électrique". BYD France. <https://byd-automobiles.com/fr/dolphin-surf> [12] Volkswagen Newsroom (2023). 
"World premiere of the ID. 2all concept: the electric car from Volkswagen costing less than 25,000 euros". Volkswagen Newsroom. <https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625> [13] 
BYD France (2026). "BYD DOLPHIN SURF | Offres du moment". BYD France. <https://www.byd.com/fr/offres-du-moment/dolphin-surf> [14] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843> [15] 
Volkswagen Group (2025). "Annual Report & Full Year Results 2024". Volkswagen Group. <https://www.volkswagen-group.com/en/annual-report-and-full-year-results-2024-19005> [16] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". Volkswagen Financial Services. 
<https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html> [17] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". BYD UK. <https://www.byd.com/uk/purchase/dolphin-surf-pcp> [18] Volkswagen Deutschland (n.d.). "Leasing Privatkunden | Angebote und Produkte". 
Volkswagen Deutschland. <https://www.volkswagen.de/de/angebote-und-produkte/leasing.html> [19] Mon Motors (2026). "Volkswagen ID.3 Finance Deals & Offers". Mon Motors. <https://www.monmotors.com/volkswagen/finance-deals/id-range/id-3/pcp> [20] Autovista24 (2025). "Will European residual 
values continue to fall in 2025?". Autovista24. <https://autovista24.autovistagroup.com/news/mmu-will-european-residual-values-continue-to-fall-in-2025> [22] electrive (2024). "VW to delay ID.2 production ramp-up to 2026". electrive.com. <https://www.electrive.com/2024/01/03/vw-to-delay-id-2-
production-ramp-up-to-2026> [23] AM Online (2026). "Skoda Epiq EV priced from £24,950 for UK launch". AM Online. <https://www.am-online.com/news/skoda-epiq-ev-to-launch-below-25-000> [24] Electrifying (2026). "Cupra Raval Review & Buying Guide 2026". Electrifying. 
<https://www.electrifying.com/reviews/cupra-reviews/raval/review> [25] Regit (2026). "Cupra Raval UK price and specs confirmed for 2026 launch". Regit. <https://www.regit.cars/car-news/cupra-raval-uk-price-and-specs-confirmed-for-2026-launch> [33] Institute for Energy Research (2024). "Depreciation 
Crushes EV Resale Values". Institute for Energy Research. <https://www.instituteforenergyresearch.org/regulation/depreciation-crushes-ev-resale-values> [34] BYD Europe (n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". BYD Europe. <https://www.byd.com/eu/electric-cars/dolphin> [35] InsideEVs (2019). 
"Volkswagen Reveals ID.3 Charging Power, Battery Warranty". InsideEVs. <https://insideevs.com/news/355341/volkswagen-id3-charging-power-battery-warranty> [36] Warranty Week (2025). "European Automaker Warranty Expenses". Warranty Week. 
<https://www.warrantyweek.com/archive/ww20250529.html>



Scenario analysis shows the base case already consumes most of Volkswagen's ~100bps EBIT tolerance, with BYD-upside 
the only case clearly breaching the guardrail and faster response reducing both share and residual-value damage.

Sources: [14] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843> [15] Volkswagen Group (2025). "Annual Report & Full Year Results 2024". Volkswagen Group. 
<https://www.volkswagen-group.com/en/annual-report-and-full-year-results-2024-19005> [20] Autovista24 (2025). "Will European residual values continue to fall in 2025?". Autovista24. <https://autovista24.autovistagroup.com/news/mmu-will-european-residual-values-continue-to-fall-in-2025> [21] CnEVPost 
(2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". CnEVPost. <https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips> [33] Institute for Energy Research (2024). "Depreciation Crushes EV Resale Values". Institute for Energy Research. 
<https://www.instituteforenergyresearch.org/regulation/depreciation-crushes-ev-resale-values> [37] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". Autovista24. <https://autovista24.autovistagroup.com/news/which-brand-dominated-the-european-ev-market-in-2025>



4.1
BYD Exposure Across Volkswagen Group Models



Volkswagen Group's immediate BYD exposure is concentrated in a small set of affordable 
BEVs, led by ID.3, Elroq, Born, and Enyaq rather than across the full volume-brand 

portfolio.

Sources: [1] InsideEVs (2025). "The 20 Best-Selling EVs Of 2024 In Europe". InsideEVs. <https://insideevs.com/news/749421/best-selling-evs-europe-2024> [2] Volkswagen Deutschland (2026). "Der neue ID.3 Neo: Jetzt konfigurieren". Volkswagen Deutschland. <https://www.volkswagen.de/de/modelle/der-
neue-id3-neo.html> [3] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. <https://www.byd.com/de/angebot-2026> [4] Elektroauto-News.net (2026). "BYD Dolphin Surf bis Ende März ab 12.990 Euro erhältlich". Elektroauto-News.net. <https://www.elektroauto-news.net/news/byd-
dolphin-surf-unter-13000-euro> [5] electrive (2026). "VW ID.3 now Germany's most popular battery-electric car". electrive. <https://www.electrive.com/2026/04/28/vw-id-3-now-germanys-most-popular-battery-electric-car> [6] Škoda France (2026). "Škoda Elroq : le SUV compact 100% Électrique au Design 
Innovant". Škoda France. <https://www.skoda.fr/gamme/elroq/elroq> [7] Škoda UK (2025). "Škoda Elroq: Czech carmaker powers up production of its most affordable all-electric model". Škoda UK. <https://www.skoda.co.uk/news/details/skoda-elroq-czech-carmaker-powers-up-production-of-its-most-
affordable-all-electric-model> [8] Škoda España (2025). "Škoda presenta en España el Elroq, su apuesta eléctrica en el importante segmento de los SUV compactos". Škoda Comunicación España. <https://comunicacion.skoda.es/2025/02/04/skoda-presenta-en-espana-el-elroq-su-apuesta-electrica-en-el-
importante-segmento-de-los-suv-compactos> [9] V2Charge (2025). "Top 10 best-selling electric cars in Spain 2025". V2Charge. <https://v2charge.com/the-best-selling-electric-cars-in-spain-in-2025> [10] CUPRA (n.d.). "Models & Pricing | CUPRA FAQs". CUPRA. <https://www.cupra.com/en/faqs/purchasing-
options/models-and-pricing> [11] Škoda France (2026). "Catalogue". Škoda France. <https://www.skoda.fr/_doc/229440ea-3710-42a4-80dd-21afe16bbbef> [12] Škoda UK (2025). "Škoda announces final UK prices and specifications for the New Enyaq". Škoda UK. <https://www.skoda.co.uk/news/details/skoda-
announces-final-uk-prices-specifications-for-the-new-enyaq> [13] Škoda France (2024). "Découvrez les prix des nouveaux Enyaq et Enyaq Coupé". Škoda France. <https://www.skoda.fr/news/actualites-skoda/skoda-devoile-les-tarifs-des-nouveaux-enyaq-et-enyaq-coupe-eligibles-au-bonus-gouvernemental-en-
france>



Volkswagen ID.3 and CUPRA Born face the most acute immediate BYD pressure 
due to Germany price gaps, large installed bases, and compact-hatchback overlap.

Sources: [1] InsideEVs (2025). "The 20 Best-Selling EVs Of 2024 In Europe". InsideEVs. <https://insideevs.com/news/749421/best-selling-evs-europe-2024> [2] Volkswagen Deutschland (2026). "Der neue ID.3 Neo: Jetzt konfigurieren". Volkswagen Deutschland. <https://www.volkswagen.de/de/modelle/der-
neue-id3-neo.html> [3] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. <https://www.byd.com/de/angebot-2026> [4] Elektroauto-News.net (2026). "BYD Dolphin Surf bis Ende März ab 12.990 Euro erhältlich". Elektroauto-News.net. <https://www.elektroauto-news.net/news/byd-
dolphin-surf-unter-13000-euro> [5] electrive (2026). "VW ID.3 now Germany's most popular battery-electric car". electrive. <https://www.electrive.com/2026/04/28/vw-id-3-now-germanys-most-popular-battery-electric-car> [10] CUPRA (n.d.). "Models & Pricing | CUPRA FAQs". CUPRA. 
<https://www.cupra.com/en/faqs/purchasing-options/models-and-pricing> [14] Best-Selling-Cars.com (2026). "2026 (Q1) Germany: Best-Selling Electric Car Brands and Models". Best-Selling-Cars.com. <https://www.best-selling-cars.com/germany/2026-q1-germany-best-selling-electric-car-brands-and-models>



Škoda's Elroq and Enyaq create two distinct BYD exposure pockets, with near-
threshold Elroq pricing and higher-priced but fleet-visible Enyaq across key markets.

Sources: [1] InsideEVs (2025). "The 20 Best-Selling EVs Of 2024 In Europe". InsideEVs. <https://insideevs.com/news/749421/best-selling-evs-europe-2024> [2] Volkswagen Deutschland (2026). "Der neue ID.3 Neo: Jetzt konfigurieren". Volkswagen Deutschland. <https://www.volkswagen.de/de/modelle/der-
neue-id3-neo.html> [3] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. <https://www.byd.com/de/angebot-2026> [4] Elektroauto-News.net (2026). "BYD Dolphin Surf bis Ende März ab 12.990 Euro erhältlich". Elektroauto-News.net. <https://www.elektroauto-news.net/news/byd-
dolphin-surf-unter-13000-euro> [5] electrive (2026). "VW ID.3 now Germany's most popular battery-electric car". electrive. <https://www.electrive.com/2026/04/28/vw-id-3-now-germanys-most-popular-battery-electric-car> [6] Škoda France (2026). "Škoda Elroq : le SUV compact 100% Électrique au Design 
Innovant". Škoda France. <https://www.skoda.fr/gamme/elroq/elroq> [7] Škoda UK (2025). "Škoda Elroq: Czech carmaker powers up production of its most affordable all-electric model". Škoda UK. <https://www.skoda.co.uk/news/details/skoda-elroq-czech-carmaker-powers-up-production-of-its-most-
affordable-all-electric-model> [8] Škoda España (2025). "Škoda presenta en España el Elroq, su apuesta eléctrica en el importante segmento de los SUV compactos". Škoda Comunicación España. <https://comunicacion.skoda.es/2025/02/04/skoda-presenta-en-espana-el-elroq-su-apuesta-electrica-en-el-
importante-segmento-de-los-suv-compactos> [9] V2Charge (2025). "Top 10 best-selling electric cars in Spain 2025". V2Charge. <https://v2charge.com/the-best-selling-electric-cars-in-spain-in-2025> [11] Škoda France (2026). "Catalogue". Škoda France. <https://www.skoda.fr/_doc/229440ea-3710-42a4-
80dd-21afe16bbbef> [12] Škoda UK (2025). "Škoda announces final UK prices and specifications for the New Enyaq". Škoda UK. <https://www.skoda.co.uk/news/details/skoda-announces-final-uk-prices-specifications-for-the-new-enyaq> [13] Škoda France (2024). "Découvrez les prix des nouveaux Enyaq et 
Enyaq Coupé". Škoda France. <https://www.skoda.fr/news/actualites-skoda/skoda-devoile-les-tarifs-des-nouveaux-enyaq-et-enyaq-coupe-eligibles-au-bonus-gouvernemental-en-france> [15] Škoda España (n.d.). "Škoda Enyaq: tu SUV eléctrico con 578 km de autonomía". Škoda España. 
<https://www.skoda.es/modelos/enyaq/enyaq>



4.2
Volkswagen Group Affordable BEV Gaps (36-Month Window)



Volkswagen Group faces a structural sub-€25k BEV gap today that is only bridgeable if 
2026 ID.2-class launches achieve meaningful availability within the 36-month window.

Sources: [1] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. <https://www.byd.com/de/angebot-2026> [2] BYD (2025). "BYD Dolphin Surf 2025 - Petite citadine 100% électrique". BYD France. <https://byd-automobiles.com/fr/dolphin-surf> [3] BYD France (2026). "BYD DOLPHIN 
SURF | Offres du moment". BYD France. <https://www.byd.com/fr/offres-du-moment/dolphin-surf> [4] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". BYD UK. <https://www.byd.com/uk/purchase/dolphin-surf-pcp> [5] eMove360° (2026). "BYD DOLPHIN SURF, the leading compact electric car, 
makes it easy to break free from dependence on gas". eMove360°. <https://www.emove360.com/fuehrender-elektrokleinstwagen-byd-dolphin-surf-macht-es-leicht-sich-vom-benzinpreis-unabhaengig-zu-machen> [6] Electric Car Scheme (2026). "BYD Electric & Hybrid Cars UK 2026: Complete Atto 3, Dolphin & 
Seal Guide with Salary Sacrifice Savings". Electric Car Scheme. <https://www.electriccarscheme.com/blog/byd-electric-cars-uk-atto-dolphin-seal-guide-2026> [9] Volkswagen Deutschland (2026). "Der neue ID.3 Neo: Jetzt konfigurieren". Volkswagen Deutschland. <https://www.volkswagen.de/de/modelle/der-
neue-id3-neo.html> [10] auto motor und sport (2025). "VW mit Preissenkungen: ID.3 kostet weiter unter 30.000 Euro". auto motor und sport. <https://www.auto-motor-und-sport.de/verkehr/volkswagen-umweltpraemie-rabattaktion-vw-id-baureihen-v3> [11] Volkswagen France (2026). "ID.3 - La compacte 
100% électrique à partir de 34 990€". Volkswagen France. <https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html> [13] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the electric car from Volkswagen costing less than 25,000 euros". Volkswagen Newsroom. 
<https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625> [14] electrive (2024). "VW to delay ID.2 production ramp-up to 2026". electrive.com. <https://www.electrive.com/2024/01/03/vw-to-
delay-id-2-production-ramp-up-to-2026> [15] AM Online (2026). "Skoda Epiq EV priced from £24,950 for UK launch". AM Online. <https://www.am-online.com/news/skoda-epiq-ev-to-launch-below-25-000> [16] Car Division (2024). "New Skoda Epiq: A $29,700 Electric SUV with 430km Range". Car Division. 
<https://www.cardivision.com/skoda/new-skoda-epiq-29700-electric-suv-430km-range> [20] Electrifying (2026). "Cupra Raval Review & Buying Guide 2026". Electrifying. <https://www.electrifying.com/reviews/cupra-reviews/raval/review> [21] Regit (2026). "Cupra Raval UK price and specs confirmed for 2026 
launch". Regit. <https://www.regit.cars/car-news/cupra-raval-uk-price-and-specs-confirmed-for-2026-launch>



In the €25k-€35k hatchback band Volkswagen Group already has product presence, 
but BYD holds a timing-and-pricing edge that is commercially, not structurally, driven.

Sources: [9] Volkswagen Deutschland (2026). "Der neue ID.3 Neo: Jetzt konfigurieren". Volkswagen Deutschland. <https://www.volkswagen.de/de/modelle/der-neue-id3-neo.html> [10] auto motor und sport (2025). "VW mit Preissenkungen: ID.3 kostet weiter unter 30.000 Euro". auto motor und sport. 
<https://www.auto-motor-und-sport.de/verkehr/volkswagen-umweltpraemie-rabattaktion-vw-id-baureihen-v3> [11] Volkswagen France (2026). "ID.3 - La compacte 100% électrique à partir de 34 990€". Volkswagen France. <https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html> [12] Electric 
Vehicles (2026). "BYD Slashes Prices in Germany by Up to €11,500 as Inventory Piles Up". Electric Vehicles. <https://eletric-vehicles.com/byd/byd-slashes-prices-in-germany-by-up-to-e11500-as-inventory-piles-up> [22] EV Database (n.d.). "Price of electric vehicles cheatsheet". EV Database. <https://ev-
database.org/uk/cheatsheet/price-electric-car> [23] Carwow UK (n.d.). "BYD Dolphin Review 2026 | Performance & Pricing". Carwow UK. <https://www.carwow.co.uk/byd/dolphin> [24] Volkswagen UK (n.d.). "Volkswagen UK | The official Volkswagen website". Volkswagen UK. 
<https://www.volkswagen.co.uk/en.html> [25] Volkswagen UK (n.d.). "Explore the ID. Range | Electric Cars". Volkswagen UK. <https://www.volkswagen.co.uk/en/electric-and-hybrid/electric-cars.html> [26] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group Investor Relations. 
<https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2795>



Volkswagen Group's low-€30k crossover gap and Germany-led structural warning are 
amplified by BYD's rapid European expansion and localisation over the next 36 

months.

Sources: [2] BYD (2025). "BYD Dolphin Surf 2025 - Petite citadine 100% électrique". BYD France. <https://byd-automobiles.com/fr/dolphin-surf> [4] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". BYD UK. <https://www.byd.com/uk/purchase/dolphin-surf-pcp> [7] Carwow Deutschland (2026). 
"Skoda Elroq Test 2026 | Konfigurator & Preise". Carwow. <https://www.carwow.de/skoda/elroq> [8] Automobilsalon Bellemann (2026). "Skoda Elroq Preis 2026 Deutschland: was er wirklich kostet". Automobilsalon Bellemann. <https://automobilsalon-bellemann.de/news/skoda-elroq-preis-2026-deutschland> 
[9] Volkswagen Deutschland (2026). "Der neue ID.3 Neo: Jetzt konfigurieren". Volkswagen Deutschland. <https://www.volkswagen.de/de/modelle/der-neue-id3-neo.html> [11] Volkswagen France (2026). "ID.3 - La compacte 100% électrique à partir de 34 990€". Volkswagen France. 
<https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html> [15] AM Online (2026). "Skoda Epiq EV priced from £24,950 for UK launch". AM Online. <https://www.am-online.com/news/skoda-epiq-ev-to-launch-below-25-000> [16] Car Division (2024). "New Skoda Epiq: A $29,700 Electric SUV with 
430km Range". Car Division. <https://www.cardivision.com/skoda/new-skoda-epiq-29700-electric-suv-430km-range> [17] South China Morning Post (2025). "BYD ramps up showroom openings, targets production in Europe to offset slowdown in China". South China Morning Post. 
<https://www.scmp.com/business/china-business/article/3324856/byd-ramps-showroom-openings-targets-production-europe-offset-slowdown-china> [18] Yahoo Finance (2025). "BYD steps up its European expansion strategy". Yahoo Finance. <https://finance.yahoo.com/news/byd-steps-european-expansion-
strategy-091542049.html> [19] electrive (2026). "BYD begins trial production of passenger cars in Hungary". electrive.com. <https://www.electrive.com/2026/02/02/byd-begins-trial-production-of-passenger-cars-in-hungary> [20] Electrifying (2026). "Cupra Raval Review & Buying Guide 2026". Electrifying. 
<https://www.electrifying.com/reviews/cupra-reviews/raval/review> [21] Regit (2026). "Cupra Raval UK price and specs confirmed for 2026 launch". Regit. <https://www.regit.cars/car-news/cupra-raval-uk-price-and-specs-confirmed-for-2026-launch> [22] EV Database (n.d.). "Price of electric vehicles 
cheatsheet". EV Database. <https://ev-database.org/uk/cheatsheet/price-electric-car> [27] TopElectricSUV (2025). "VW ID.2 SUV (ID.2 X) preview at IAA 2025; to coexist with hatch". TopElectricSUV. <https://topelectricsuv.com/news/volkswagen/vw-id2-x-return-of-cross-polo>



4.3
Defensive Levers for EV Pricing and Residual-Value 

Management



Volkswagen must defend affordable-BEV share within a tight ~100bps EBIT 
guardrail by prioritising payment-led, residual-aware levers over broad list-price 

cuts.

Sources: [1] InsideEVs (2025). "The 20 Best-Selling EVs Of 2024 In Europe". *InsideEVs*. <https://insideevs.com/news/749421/best-selling-evs-europe-2024> [2] Escalent (2023). "One in Three Europeans Does Not Want To Pay Such a High Premium for Electric Vehicles, New Study Reveals". *Escalent*. 
<https://escalent.co/news/one-in-three-europeans-does-not-want-to-pay-such-a-high-premium-for-electric-vehicles-new-study-reveals> [3] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: France". *EAFO*. 
<https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-07/FR%20Report%20-EC%20LAYOUT-FINAL.pdf> [4] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Germany". *EAFO*. 
<https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/Country%20Report%202023%20Germany_1.pdf> [5] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Italy". *EAFO*. 
<https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/Country%20Report%202023%20Italy_1.pdf> [6] ERM for the UK Climate Change Committee (2025). "Understanding the tail of the electric vehicle transition". *Climate Change Committee*. <https://www.theccc.org.uk/wp-
content/uploads/2025/02/Understanding-the-tail-of-the-electric-vehicle-transition-ERM.pdf> [7] Transport & Environment (n.d.). "Why electric cars are already the cheapest option for business drivers". *Transport & Environment*. <https://www.transportenvironment.org/articles/why-electric-cars-are-already-
the-cheapest-option-for-business-drivers> [8] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". *SMMT*. <https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition> [9] Kraftfahrt-Bundesamt 
(2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". *KBA*. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html> [10] electrive (2026). "VW ID.3 now Germany's most popular battery-electric car". *electrive*. 
<https://www.electrive.com/2026/04/28/vw-id-3-now-germanys-most-popular-battery-electric-car> [11] Volkswagen Group (2025). "Annual Report 2024". *Volkswagen Group*. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843> [12] Volkswagen Group (2025). "Annual 
Report & Full Year Results 2024". *Volkswagen Group*. <https://www.volkswagen-group.com/en/annual-report-and-full-year-results-2024-19005> [13] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". *Volkswagen Financial Services*. 
<https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html> [14] Volkswagen Deutschland (n.d.). "Leasing Privatkunden | Angebote und Produkte". *Volkswagen Deutschland*. <https://www.volkswagen.de/de/angebote-und-produkte/leasing.html> [15] BYD Deutschland (2026). 
"BYD Angebote & Aktionen 2026". *BYD Deutschland*. <https://www.byd.com/de/angebot-2026> [16] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". *BYD UK*. <https://www.byd.com/uk/purchase/dolphin-surf-pcp> [17] Mon Motors (2026). "Volkswagen ID.3 Finance Deals & Offers". *Mon 
Motors*. <https://www.monmotors.com/volkswagen/finance-deals/id-range/id-3/pcp> [18] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/germany/incentives-legislations>



Broad list-price cuts are escalation-only because they consume scarce margin headroom 
and create the highest residual-value damage for limited incremental share retention.

Sources: [11] Volkswagen Group (2025). "Annual Report 2024". *Volkswagen Group*. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843> [12] Volkswagen Group (2025). "Annual Report & Full Year Results 2024". *Volkswagen Group*. 
<https://www.volkswagen-group.com/en/annual-report-and-full-year-results-2024-19005> [13] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". *Volkswagen Financial Services*. <https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html> [14] Volkswagen 
Deutschland (n.d.). "Leasing Privatkunden | Angebote und Produkte". *Volkswagen Deutschland*. <https://www.volkswagen.de/de/angebote-und-produkte/leasing.html> [15] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". *BYD Deutschland*. <https://www.byd.com/de/angebot-2026> [16] BYD 
UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". *BYD UK*. <https://www.byd.com/uk/purchase/dolphin-surf-pcp> [17] Mon Motors (2026). "Volkswagen ID.3 Finance Deals & Offers". *Mon Motors*. <https://www.monmotors.com/volkswagen/finance-deals/id-range/id-3/pcp> [18] European 
Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/germany/incentives-legislations> [19] Autovista24 (2025). "Will European residual values continue to fall in 2025?". *Autovista24*. 
<https://autovista24.autovistagroup.com/news/mmu-will-european-residual-values-continue-to-fall-in-2025> [20] Institute for Energy Research (2024). "Depreciation Crushes EV Resale Values". *Institute for Energy Research*. <https://www.instituteforenergyresearch.org/regulation/depreciation-crushes-ev-
resale-values>



Financing, targeted lease support, and equipment/warranty offers are the most efficient base-case 
levers to shift monthly affordability while protecting residual values and list-price integrity.

Sources: [2] Escalent (2023). "One in Three Europeans Does Not Want To Pay Such a High Premium for Electric Vehicles, New Study Reveals". *Escalent*. <https://escalent.co/news/one-in-three-europeans-does-not-want-to-pay-such-a-high-premium-for-electric-vehicles-new-study-reveals> [3] European 
Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: France". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-07/FR%20Report%20-EC%20LAYOUT-FINAL.pdf> [4] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 
Country Report: Germany". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/system/files/documents/2024-06/Country%20Report%202023%20Germany_1.pdf> [5] European Alternative Fuels Observatory (2024). "Consumer Monitor 2023 Country Report: Italy". *EAFO*. <https://alternative-fuels-
observatory.ec.europa.eu/system/files/documents/2024-06/Country%20Report%202023%20Italy_1.pdf> [6] ERM for the UK Climate Change Committee (2025). "Understanding the tail of the electric vehicle transition". *Climate Change Committee*. 
<https://www.theccc.org.uk/wp-content/uploads/2025/02/Understanding-the-tail-of-the-electric-vehicle-transition-ERM.pdf> [7] Transport & Environment (n.d.). "Why electric cars are already the cheapest option for business drivers". *Transport & Environment*. 
<https://www.transportenvironment.org/articles/why-electric-cars-are-already-the-cheapest-option-for-business-drivers> [8] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates ambition". *SMMT*. <https://www.smmt.co.uk/record-ev-market-
share-but-weak-private-demand-frustrates-ambition> [11] Volkswagen Group (2025). "Annual Report 2024". *Volkswagen Group*. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843> [12] Volkswagen Group (2025). "Annual Report & Full Year Results 2024". *Volkswagen 
Group*. <https://www.volkswagen-group.com/en/annual-report-and-full-year-results-2024-19005> [13] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". *Volkswagen Financial Services*. <https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html> [14] 
Volkswagen Deutschland (n.d.). "Leasing Privatkunden | Angebote und Produkte". *Volkswagen Deutschland*. <https://www.volkswagen.de/de/angebote-und-produkte/leasing.html> [15] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". *BYD Deutschland*. 
<https://www.byd.com/de/angebot-2026> [16] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". *BYD UK*. <https://www.byd.com/uk/purchase/dolphin-surf-pcp> [17] Mon Motors (2026). "Volkswagen ID.3 Finance Deals & Offers". *Mon Motors*. 
<https://www.monmotors.com/volkswagen/finance-deals/id-range/id-3/pcp> [18] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". *EAFO*. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/germany/incentives-legislations> [19] Autovista24 
(2025). "Will European residual values continue to fall in 2025?". *Autovista24*. <https://autovista24.autovistagroup.com/news/mmu-will-european-residual-values-continue-to-fall-in-2025> [23] BYD Europe (n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". *BYD Europe*. 
<https://www.byd.com/eu/electric-cars/dolphin> [24] InsideEVs (2019). "Volkswagen Reveals ID.3 Charging Power, Battery Warranty". *InsideEVs*. <https://insideevs.com/news/355341/volkswagen-id3-charging-power-battery-warranty> [25] Auto Express (n.d.). "Volkswagen ID.3 review". *Auto Express*. 
<https://www.autoexpress.co.uk/volkswagen/id3> [26] BYD Europe (n.d.). "Service Maintenance". *BYD Europe*. <https://www.byd.com/eu/service-maintenance> [27] Warranty Week (2025). "European Automaker Warranty Expenses". *Warranty Week*. 
<https://www.warrantyweek.com/archive/ww20250529.html>



4.4
BYD-Volkswagen Affordable-BEV Scenario Analysis



Across scenarios, Volkswagen faces 103k-187k affordable-BEV units at risk, with base and BYD-upside cases 
pushing against or beyond the ~100bps EBIT guardrail while a fast response materially reduces pressure.

Sources: [1] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". CnEVPost. https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips [2] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". Autovista24. 
https://autovista24.autovistagroup.com/news/which-brand-dominated-the-european-ev-market-in-2025 [3] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group. https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843



Scenario spread changes urgency, not the core battlefield, with Germany, UK and France remaining must-
defend markets as BYD exposure scales 1.45x in the upside case and falls ~20% in a fast-response case.

Sources: [1] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". CnEVPost. https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips [2] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". Autovista24. 
https://autovista24.autovistagroup.com/news/which-brand-dominated-the-european-ev-market-in-2025 [3] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group. https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843 [4] Kraftfahrt-Bundesamt (2025). 
"Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". KBA. https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html [5] Society of Motor Manufacturers and Traders (2025). "Record EV market share but weak private demand frustrates 
ambition". SMMT. https://www.smmt.co.uk/record-ev-market-share-but-weak-private-demand-frustrates-ambition [6] Wikipedia (n.d.). "Voiture électrique en France". Wikipedia. https://fr.wikipedia.org/wiki/Voiture_%C3%A9lectrique_en_France [7] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". 
BYD Deutschland. https://www.byd.com/de/angebot-2026 [8] BYD (2025). "BYD Dolphin Surf 2025 - Petite citadine 100% électrique". BYD France. https://byd-automobiles.com/fr/dolphin-surf



Volkswagen's sub-€25k gap and timing of ID.2-class launches drive front-loaded risk in the €25k-€35k band and a shift toward 
40% entry exposure over time, making the BYD-upside case the key escalation trigger and fast response economically attractive.

Sources: [1] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". CnEVPost. https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips [2] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". Autovista24. 
https://autovista24.autovistagroup.com/news/which-brand-dominated-the-european-ev-market-in-2025 [3] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group. https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843 [7] BYD Deutschland (2026). "BYD Angebote 
& Aktionen 2026". BYD Deutschland. https://www.byd.com/de/angebot-2026 [8] BYD (2025). "BYD Dolphin Surf 2025 - Petite citadine 100% électrique". BYD France. https://byd-automobiles.com/fr/dolphin-surf [9] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". BYD UK. 
https://www.byd.com/uk/purchase/dolphin-surf-pcp [10] Volkswagen Deutschland (2026). "Der neue ID.3 Neo: Jetzt konfigurieren". Volkswagen Deutschland. https://www.volkswagen.de/de/modelle/der-neue-id3-neo.html [11] Volkswagen France (2026). "ID.3 - La compacte 100% électrique à partir de 34 
990€". Volkswagen France. https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html [12] AM Online (2026). "Skoda Epiq EV priced from £24,950 for UK launch". AM Online. https://www.am-online.com/news/skoda-epiq-ev-to-launch-below-25-000 [13] Electrifying (2026). "Cupra Raval Review & 
Buying Guide 2026". Electrifying. https://www.electrifying.com/reviews/cupra-reviews/raval/review [14] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the electric car from Volkswagen costing less than 25,000 euros". Volkswagen Newsroom. 
https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625 [15] electrive (2024). "VW to delay ID.2 production ramp-up to 2026". electrive.com. https://www.electrive.com/2024/01/03/vw-to-delay-
id-2-production-ramp-up-to-2026 [16] International Energy Agency (2026). "Trends in electric cars". Global EV Outlook 2026. https://www.iea.org/reports/global-ev-outlook-2026/trends-in-electric-cars [17] Transport & Environment (2024). "€25k small electric cars on track to be profitable by 2025 - analysis". 
Transport & Environment. https://www.transportenvironment.org/articles/e25k-small-electric-cars-on-track-to-be-profitable-by-2025-analysis [18] EV Database (n.d.). "Price of electric vehicles cheatsheet". EV Database. https://ev-database.org/uk/cheatsheet/price-electric-car [19] Autovista24 (2025). "2026 
residual value outlook: Regional shifts and trends". Autovista24. https://autovista24.autovistagroup.com/news/2026-residual-value-outlook-regional-shifts-and-trends [20] Auto Recycling World (2025). "2026 Residual Values Set To Keep Easing As Regional Gaps Widen". Auto Recycling World. 
https://autorecyclingworld.com/autovista24-webinar-2026-residual-values-set-to-keep-easing-as-regional-gaps-widen [21] Electrek (2024). "Volkswagen's $27,000 ID.2 officially spotted for the first time". Electrek. https://electrek.co/2024/08/14/volkswagens-27000-id-2-officially-spotted-first-time



5
Volkswagen Affordable-BEV Defense and Differentiation 

Playbook



Volkswagen should pursue a selective defend-bridge-yield footprint to protect core affordable-BEV 
positions while staying within its ~100bps EBIT guardrail and avoiding a pan-European price war.

Sources: [1] Volkswagen AG (2025). "Annual Report 2024". Volkswagen Group Investor Relations. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791> [2] European Automobile Manufacturers' Association (ACEA) (2025). "New car registrations data releases for Europe, 2025". 
ACEA. <https://www.acea.auto/pc-registrations/> [3] Verband der Automobilindustrie (VDA) (2025). "Production and market in Germany in December 2024". VDA. <https://www.vda.de/en/press/press-releases/2025/250106_production_and_market_in_germany_december_2024> [4] Kraftfahrt-Bundesamt 
(KBA) (2024). "Fahrzeugzulassungen im September 2024". KBA Pressemitteilungen. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/pm34_2024_n_09_24_pm_komplett.html> [5] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". CnEVPost. 
<https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips> [6] UK Government (2025). "Vehicle licensing statistics, United Kingdom: 2024". GOV.UK. <https://www.gov.uk/government/statistics/vehicle-licensing-statistics-2024/vehicle-licensing-statistics-united-kingdom-2024> [7] 
Business Car (2025). "Fleets credited for annual UK car registrations growth and record EV take-up". Business Car. <https://www.businesscar.co.uk/news/fleets-credited-for-annual-uk-car-registrations-growth-and-record-ev-take-up> [8] Best Selling Cars / CCFA (2025). "2025 (Full Year) France: New Car Market 
Overview and Analysis". Best-Selling-Cars.com. <https://www.best-selling-cars.com/france/2025-full-year-france-new-car-market-overview-and-analysis> [9] International Council on Clean Transportation (ICCT) (2025). "Europe's Electric Vehicle Market Leaders: Denmark, Sweden, and Finland". ICCT. 
<https://theicct.org/wp-content/uploads/2025/08/ID-420-%E2%80%93-Nordic-EVs_market-spotlight_final.pdf> [10] Journal Auto (2025). "Immatriculations de voitures neuves : particuliers et entreprises dans le rouge en 2024". Journal Auto. <https://journalauto.com/constructeurs/immatriculations-de-
voitures-neuves-particuliers-et-entreprises-dans-le-rouge-en-2024> [11] International Energy Agency (2025). "Global EV Outlook 2025: Trends in electric car markets". IEA. <https://www.iea.org/reports/global-ev-outlook-2025/trends-in-electric-car-markets-2> [12] ANFAC (2025). "El 2024 cierra superando el 
millón de matriculaciones de turismos nuevos". ANFAC. <https://anfac.com/el-2024-cierra-superando-el-millon-de-matriculaciones-de-turismos-nuevos> [13] BIP Group (2024). "BIP AutObserver - Analysis of new car registrations". BIP Group. <https://cdn.bip-group.com/wp-content/uploads/2024/05/BIP-
AutObserver-April-2024.pdf> [14] European Alternative Fuels Observatory (2025). "Italy: Hybrids took over the market with 40% market share in 2024". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/general-information/news/italy-hybrids-took-over-market-40-market-share-2024>



Volkswagen should deploy a four-brand architecture to cover the affordable-BEV ladder, keeping Volkswagen as 
the €25k-€35k defend anchor while Škoda bridges value, CUPRA targets style-led entry, and SEAT remains non-

core.

Sources: [1] Volkswagen AG (2025). "Annual Report 2024". Volkswagen Group Investor Relations. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791> [17] Volkswagen Deutschland (2026). "Der neue ID.3 Neo: Jetzt konfigurieren". Volkswagen Deutschland. 
<https://www.volkswagen.de/de/modelle/der-neue-id3-neo.html> [18] Volkswagen France (2026). "ID.3 - La compacte 100% électrique à partir de 34 990€". Volkswagen France. <https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html> [19] Volkswagen Newsroom (2023). "World premiere of the ID. 
2all concept: the electric car from Volkswagen costing less than 25,000 euros". Volkswagen Newsroom. <https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625> [20] electrive (2024). "VW to 
delay ID.2 production ramp-up to 2026". electrive.com. <https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026> [21] CUPRA (2025). "CUPRA Unveils Raval at IAA Mobility 2025". CUPRA. <https://www.cupra.com/en/brand/tribe/cupra-unveils-raval-iaa-mobility-2025> [22] 
Volkswagen Group (2024). "World Premiere: CUPRA Raval". LinkedIn. <https://www.linkedin.com/posts/volkswagen-group_world-premiere-cupra-raval-activity-7448308877672112129-I8PP> [23] SEAT S.A. (2025). "Leading by example: SEAT S.A. strengthens its commitment to electrification in 2025". SEAT 
CUPRA Media Center. <https://www.seat-cupra-mediacenter.com/SEAT-sa/seat-sa-news/sustainability/2025/Leading-by-example-SEAT-SA-strengthens-its-commitment-to-electrification-in-2025> [24] SEAT (2024). "Annual Press Conference". SEAT. <https://www.seat.com/company/news/company/annual-press-
conference> [33] Automotive Manufacturing Solutions (2024). "Volkswagen announces new affordable European EV". Automotive Manufacturing Solutions. <https://www.automotivemanufacturingsolutions.com/electrification/volkswagen-announces-new-affordable-european-ev/541728> [34] Volkswagen 
Group Factbook (2025). "Volkswagen Group Factbook FY 2025". Volkswagen Group. <https://uploads.vw-mms.de/system/production/documents/cws/003/136/file_de/ab0cf30d457fd5c01e0a03922a8ba288701f009d/VW_Group_Factbook_FY_2025_2.pdf?1769678576=>



Volkswagen should defend share primarily through payment-led, residual-safe commercial levers and a 
trigger-based escalation playbook, avoiding broad list-price cuts amid falling BEV residual values.

Sources: [1] Volkswagen Group; Volkswagen Financial Services; BYD Germany; BYD UK; Mon Motors; Autovista24; Lumiu analysis based on public sources [1][5][25][26][27][28][32]. [5] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". CnEVPost. 
<https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips> [9] International Council on Clean Transportation (ICCT) (2025). "Europe's Electric Vehicle Market Leaders: Denmark, Sweden, and Finland". ICCT. <https://theicct.org/wp-content/uploads/2025/08/ID-420-%E2%80%93-
Nordic-EVs_market-spotlight_final.pdf> [12] ANFAC (2025). "El 2024 cierra superando el millón de matriculaciones de turismos nuevos". ANFAC. <https://anfac.com/el-2024-cierra-superando-el-millon-de-matriculaciones-de-turismos-nuevos> [19] Volkswagen Newsroom (2023). "World premiere of the ID. 2all 
concept: the electric car from Volkswagen costing less than 25,000 euros". Volkswagen Newsroom. <https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625> [20] electrive (2024). "VW to delay 
ID.2 production ramp-up to 2026". electrive.com. <https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026> [25] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". Volkswagen Financial Services. <https://www.vwfs.com/en/media/press-releases/2025/Drive-
electric---drive-ID-3.html> [26] BYD Deutschland (2026). "BYD Angebote & Aktionen 2026". BYD Deutschland. <https://www.byd.com/de/angebot-2026> [27] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". BYD UK. <https://www.byd.com/uk/purchase/dolphin-surf-pcp> [28] Mon Motors (2026). 
"Volkswagen ID.3 Finance Deals & Offers". Mon Motors. <https://www.monmotors.com/volkswagen/finance-deals/id-range/id-3/pcp> [29] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/
germany/incentives-legislations> [30] BYD Europe (n.d.). "BYD DOLPHIN: Agile and Versatile Hatchback". BYD Europe. <https://www.byd.com/eu/electric-cars/dolphin> [31] Electrek (2019). "VW announces ID battery warranty of 70% capacity for 8 years ...". Electrek. <https://electrek.co/2019/06/17/vw-id3-
battery-warranty-charge-rate> [32] Autovista24 (2025). "Will European residual values continue to fall in 2025?". Autovista24. <https://autovista24.autovistagroup.com/news/mmu-will-european-residual-values-continue-to-fall-in-2025> [33] Automotive Manufacturing Solutions (2024). "Volkswagen announces 
new affordable European EV". Automotive Manufacturing Solutions. <https://www.automotivemanufacturingsolutions.com/electrification/volkswagen-announces-new-affordable-european-ev/541728> [34] Volkswagen Group Factbook (2025). "Volkswagen Group Factbook FY 2025". Volkswagen Group. 
<https://uploads.vw-mms.de/system/production/documents/cws/003/136/file_de/ab0cf30d457fd5c01e0a03922a8ba288701f009d/VW_Group_Factbook_FY_2025_2.pdf?1769678576=> [35] Autovista24 (2026). "Which brand dominated the European EV market in 2025?". Autovista24. 
<https://autovista24.autovistagroup.com/news/which-brand-dominated-the-european-ev-market-in-2025> [36] Yahoo Finance (2025). "BYD steps up its European expansion strategy". Yahoo Finance. <https://finance.yahoo.com/news/byd-steps-european-expansion-strategy-091542049.html>



5.1
Pocket-Level Price-Value Defense Framework



Volkswagen must adopt a selective defend/bridge/yield posture in affordable BEVs 
given thin margins and a still-uneven BYD threat across EU27+UK+EFTA pockets.

Sources: [1] Volkswagen AG (2025). "Annual Report 2024". Volkswagen Group Investor Relations. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791> [2] European Automobile Manufacturers' Association (ACEA) (2025). "New car registrations data releases for Europe, 2025". 
ACEA. <https://www.acea.auto/pc-registrations/> [3] Verband der Automobilindustrie (VDA) (2025). "Production and market in Germany in December 2024". VDA. <https://www.vda.de/en/press/press-releases/2025/250106_production_and_market_in_germany_december_2024> [4] Kraftfahrt-Bundesamt 
(KBA) (2024). "Fahrzeugzulassungen im September 2024". KBA Pressemitteilungen. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/pm34_2024_n_09_24_pm_komplett.html> [5] UK Government (2025). "Vehicle licensing statistics, United Kingdom: 2024". GOV.UK. 
<https://www.gov.uk/government/statistics/vehicle-licensing-statistics-2024/vehicle-licensing-statistics-united-kingdom-2024> [6] Business Car (2025). "Fleets credited for annual UK car registrations growth and record EV take-up". Business Car. <https://www.businesscar.co.uk/news/fleets-credited-for-annual-
uk-car-registrations-growth-and-record-ev-take-up> [7] International Energy Agency (2025). "Global EV Outlook 2025: Trends in electric car markets". IEA. <https://www.iea.org/reports/global-ev-outlook-2025/trends-in-electric-car-markets-2> [8] International Council on Clean Transportation (ICCT) (2025). 
"Europe's Electric Vehicle Market Leaders: Denmark, Sweden, and Finland". ICCT. <https://theicct.org/wp-content/uploads/2025/08/ID-420-%E2%80%93-Nordic-EVs_market-spotlight_final.pdf> [10] BIP Group (2024). "BIP AutObserver - Analysis of new car registrations". BIP Group. <https://cdn.bip-
group.com/wp-content/uploads/2024/05/BIP-AutObserver-April-2024.pdf> [11] ANFAC (2025). "El 2024 cierra superando el millón de matriculaciones de turismos nuevos". ANFAC. <https://anfac.com/el-2024-cierra-superando-el-millon-de-matriculaciones-de-turismos-nuevos> [12] Journal Auto (2025). 
"Immatriculations de voitures neuves : particuliers et entreprises dans le rouge en 2024". Journal Auto. <https://journalauto.com/constructeurs/immatriculations-de-voitures-neuves-particuliers-et-entreprises-dans-le-rouge-en-2024> [13] European Alternative Fuels Observatory (2025). "Italy: Hybrids took over 
the market with 40% market share in 2024". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/general-information/news/italy-hybrids-took-over-market-40-market-share-2024>



Country-level market size, channel mix, and BEV penetration show where 
Volkswagen should defend, bridge, or yield in affordable-BEV pockets.

Sources: [1] Volkswagen AG (2025). "Annual Report 2024". Volkswagen Group Investor Relations. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791> [3] Verband der Automobilindustrie (VDA) (2025). "Production and market in Germany in December 2024". VDA. 
<https://www.vda.de/en/press/press-releases/2025/250106_production_and_market_in_germany_december_2024> [4] Kraftfahrt-Bundesamt (KBA) (2024). "Fahrzeugzulassungen im September 2024". KBA Pressemitteilungen. <https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2024/
pm34_2024_n_09_24_pm_komplett.html> [5] UK Government (2025). "Vehicle licensing statistics, United Kingdom: 2024". GOV.UK. <https://www.gov.uk/government/statistics/vehicle-licensing-statistics-2024/vehicle-licensing-statistics-united-kingdom-2024> [6] Business Car (2025). "Fleets credited for annual 
UK car registrations growth and record EV take-up". Business Car. <https://www.businesscar.co.uk/news/fleets-credited-for-annual-uk-car-registrations-growth-and-record-ev-take-up> [7] International Energy Agency (2025). "Global EV Outlook 2025: Trends in electric car markets". IEA. 
<https://www.iea.org/reports/global-ev-outlook-2025/trends-in-electric-car-markets-2> [8] International Council on Clean Transportation (ICCT) (2025). "Europe's Electric Vehicle Market Leaders: Denmark, Sweden, and Finland". ICCT. <https://theicct.org/wp-content/uploads/2025/08/ID-420-%E2%80%93-
Nordic-EVs_market-spotlight_final.pdf> [9] Best Selling Cars / CCFA (2025). "2025 (Full Year) France: New Car Market Overview and Analysis". Best-Selling-Cars.com. <https://www.best-selling-cars.com/france/2025-full-year-france-new-car-market-overview-and-analysis> [10] BIP Group (2024). "BIP AutObserver 
- Analysis of new car registrations". BIP Group. <https://cdn.bip-group.com/wp-content/uploads/2024/05/BIP-AutObserver-April-2024.pdf> [11] ANFAC (2025). "El 2024 cierra superando el millón de matriculaciones de turismos nuevos". ANFAC. <https://anfac.com/el-2024-cierra-superando-el-millon-de-
matriculaciones-de-turismos-nuevos> [12] Journal Auto (2025). "Immatriculations de voitures neuves : particuliers et entreprises dans le rouge en 2024". Journal Auto. <https://journalauto.com/constructeurs/immatriculations-de-voitures-neuves-particuliers-et-entreprises-dans-le-rouge-en-2024> [13] 
European Alternative Fuels Observatory (2025). "Italy: Hybrids took over the market with 40% market share in 2024". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/general-information/news/italy-hybrids-took-over-market-40-market-share-2024> [14] AM Online (n.d.). "Manufacturer insight - new 
car sales figures". AM Online. <https://www.am-online.com/data/manufacturer-insight> [15] INSEE (2025). "Transports - Recul des immatriculations de véhicules neufs en 2024 − Bilan économique 2024 - Bourgogne-Franche-Comté". INSEE. <https://www.insee.fr/fr/statistiques/8354637?sommaire=8354859>



Pocket-level defend/bridge/yield classifications by price band and channel 
translate the framework into concrete country actions and implementation steps.

Sources: [1] Volkswagen AG (2025). "Annual Report 2024". Volkswagen Group Investor Relations. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791> [6] Business Car (2025). "Fleets credited for annual UK car registrations growth and record EV take-up". Business Car. 
<https://www.businesscar.co.uk/news/fleets-credited-for-annual-uk-car-registrations-growth-and-record-ev-take-up> [7] International Energy Agency (2025). "Global EV Outlook 2025: Trends in electric car markets". IEA. <https://www.iea.org/reports/global-ev-outlook-2025/trends-in-electric-car-markets-2> [8] 
International Council on Clean Transportation (ICCT) (2025). "Europe's Electric Vehicle Market Leaders: Denmark, Sweden, and Finland". ICCT. <https://theicct.org/wp-content/uploads/2025/08/ID-420-%E2%80%93-Nordic-EVs_market-spotlight_final.pdf> [9] Best Selling Cars / CCFA (2025). "2025 (Full Year) 
France: New Car Market Overview and Analysis". Best-Selling-Cars.com. <https://www.best-selling-cars.com/france/2025-full-year-france-new-car-market-overview-and-analysis> [10] BIP Group (2024). "BIP AutObserver - Analysis of new car registrations". BIP Group. 
<https://cdn.bip-group.com/wp-content/uploads/2024/05/BIP-AutObserver-April-2024.pdf> [11] ANFAC (2025). "El 2024 cierra superando el millón de matriculaciones de turismos nuevos". ANFAC. <https://anfac.com/el-2024-cierra-superando-el-millon-de-matriculaciones-de-turismos-nuevos> [13] European 
Alternative Fuels Observatory (2025). "Italy: Hybrids took over the market with 40% market share in 2024". EAFO. <https://alternative-fuels-observatory.ec.europa.eu/general-information/news/italy-hybrids-took-over-market-40-market-share-2024>



5.2
VW Group Affordable-BEV Brand Architecture



Volkswagen Group should adopt a four-brand, role-based affordable-BEV ladder to 
defend €25k-€35k profitably while bridging the sub-€25k gap without diluting brand 

equity.

Sources: [1] Volkswagen AG (2025). "Annual Report 2024". Volkswagen Group Investor Relations. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791> [2] electrive (2024). "VW to delay ID.2 production ramp-up to 2026". electrive.com. 
<https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026> [3] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the electric car from Volkswagen costing less than 25,000 euros". Volkswagen Newsroom. <https://www.volkswagen-newsroom.com/en/press-
releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625> [4] Škoda Storyboard (2026). "Škoda Epiq: the new all-electric entry model, combining accessibility, compact dimensions and everyday practicality". Škoda Storyboard. <https://www.skoda-
storyboard.com/en/press-kits/skoda-epiq-press-kit/skoda-epiq-the-new-all-electric-entry-model-combining-accessibilitycompact-dimensions-and-everyday-practicality> [5] CUPRA (2025). "CUPRA Unveils Raval at IAA Mobility 2025". CUPRA. <https://www.cupra.com/en/brand/tribe/cupra-unveils-raval-iaa-
mobility-2025>



Volkswagen should anchor the €25k-€35k mass band while bridging sub-€25k until 
ID.2-class availability, avoiding discount-led erosion of its 2.9% operating margin.

Sources: [1] Volkswagen AG (2025). "Annual Report 2024". Volkswagen Group Investor Relations. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791> [2] electrive (2024). "VW to delay ID.2 production ramp-up to 2026". electrive.com. 
<https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026> [3] Volkswagen Newsroom (2023). "World premiere of the ID. 2all concept: the electric car from Volkswagen costing less than 25,000 euros". Volkswagen Newsroom. <https://www.volkswagen-newsroom.com/en/press-
releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-than-25000-euros-15625> [4] Škoda Storyboard (2026). "Škoda Epiq: the new all-electric entry model, combining accessibility, compact dimensions and everyday practicality". Škoda Storyboard. <https://www.skoda-
storyboard.com/en/press-kits/skoda-epiq-press-kit/skoda-epiq-the-new-all-electric-entry-model-combining-accessibilitycompact-dimensions-and-everyday-practicality> [5] CUPRA (2025). "CUPRA Unveils Raval at IAA Mobility 2025". CUPRA. <https://www.cupra.com/en/brand/tribe/cupra-unveils-raval-iaa-
mobility-2025> [8] Volkswagen Deutschland (2026). "Der neue ID.3 Neo: Jetzt konfigurieren". Volkswagen Deutschland. <https://www.volkswagen.de/de/modelle/der-neue-id3-neo.html> [9] Volkswagen France (2026). "ID.3 - La compacte 100% électrique à partir de 34 990€". Volkswagen France. 
<https://www.volkswagen.fr/fr/modeles-et-configurateur/id-3.html>



Škoda should own the value-for-money bridge across both affordable bands, while CUPRA 
covers ~€26,000 style-led urban demand and SEAT remains a conditional, transition-only 

badge.

Sources: [1] Volkswagen AG (2025). "Annual Report 2024". Volkswagen Group Investor Relations. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791> [4] Škoda Storyboard (2026). "Škoda Epiq: the new all-electric entry model, combining accessibility, compact dimensions and 
everyday practicality". Škoda Storyboard. <https://www.skoda-storyboard.com/en/press-kits/skoda-epiq-press-kit/skoda-epiq-the-new-all-electric-entry-model-combining-accessibilitycompact-dimensions-and-everyday-practicality> [5] CUPRA (2025). "CUPRA Unveils Raval at IAA Mobility 2025". CUPRA. 
<https://www.cupra.com/en/brand/tribe/cupra-unveils-raval-iaa-mobility-2025> [6] SEAT S.A. (2025). "Leading by example: SEAT S.A. strengthens its commitment to electrification in 2025". SEAT CUPRA Media Center. <https://www.seat-cupra-mediacenter.com/SEAT-sa/seat-sa-news/sustainability/2025/
Leading-by-example-SEAT-SA-strengthens-its-commitment-to-electrification-in-2025> [7] SEAT (2024). "Annual Press Conference". SEAT. <https://www.seat.com/company/news/company/annual-press-conference> [10] Škoda Storyboard (2025). "Škoda Auto hit another record year in 2025; will double its all-
electric portfolio in 2026". Škoda Storyboard. <https://www.skoda-storyboard.com/en/press-releases/skoda-auto-hit-another-record-year-in-2025-will-double-its-all-electric-portfolio-in-2026> [11] Škoda Storyboard (2025). "Epiq show car: Škoda's bold vision of its most affordable all-electric SUV revealed". 
Škoda Storyboard. <https://www.skoda-storyboard.com/en/press-releases/epiq-show-car-skodas-bold-vision-of-its-most-affordable-all-electric-suv-revealed> [12] Sustainability Magazine (2024). "CUPRA's Raval EV: Targeting Urban Sustainability Market". Sustainability Magazine. 
<https://sustainabilitymag.com/news/cupras-raval-ev-targeting-urban-sustainability-market> [13] Volkswagen Group (2024). "World Premiere: CUPRA Raval". LinkedIn. <https://www.linkedin.com/posts/volkswagen-group_world-premiere-cupra-raval-activity-7448308877672112129-I8PP> [14] Volkswagen 
Newsroom (2025). "Brand Group Core on track despite special items; new steering model gives additional boost in 2026". Volkswagen Newsroom. <https://www.volkswagen-newsroom.com/en/press-releases/brand-group-core-on-track-despite-special-items-new-steering-model-gives-additional-boost-in-2026-
20208> [15] SEAT (n.d.). "SEAT All about electric cars". SEAT. <https://www.seat.com/company/news/company/seat-all-about-electric-cars> [16] ElectricDrives (n.d.). "SEAT and CUPRA lay out electrification plans for 2025 and 2026". ElectricDrives. <https://electricdrives.tv/seat-and-cupra-lay-out-electrification-
plans-for-2025-and-2026>



5.3
Defensive Commercial Levers for BEV Market Share



Volkswagen should prioritize a payment-led, residual-safe defense of BEV 
share by market and channel before considering broad list-price cuts.

Sources: [1] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group. https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843 [2] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". Volkswagen Financial Services. 
https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html [3] Volkswagen Deutschland (n.d.). "Leasing Privatkunden | Angebote und Produkte". Volkswagen Deutschland. https://www.volkswagen.de/de/angebote-und-produkte/leasing.html [4] BYD Deutschland (2026). "BYD 
Angebote & Aktionen 2026". BYD Deutschland. https://www.byd.com/de/angebot-2026 [5] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". BYD UK. https://www.byd.com/uk/purchase/dolphin-surf-pcp [6] Mon Motors (2026). "Volkswagen ID.3 Finance Deals & Offers". Mon Motors. 
https://www.monmotors.com/volkswagen/finance-deals/id-range/id-3/pcp [7] BYmyCAR (2026). "Volkswagen id.3 loa". BYmyCAR. https://www.bymycar.fr/v/volkswagen-id-3-loa [8] Vivacar (n.d.). "Leasing Volkswagen ID.3 : dès 202€/mois en LOA et LLD sans apport". Vivacar. https://www.vivacar.fr/voiture-
occasion/volkswagen/id-3 [9] Volkswagen France (2026). "Offres du moment". Volkswagen France. https://www.volkswagen.fr/app/offres [10] BYD France (2026). "Offres du moment". BYD France. https://www.byd.com/fr/offres-du-moment [11] Autovista24 (2025). "Will European residual values continue to 
fall in 2025?". Autovista24. https://autovista24.autovistagroup.com/news/mmu-will-european-residual-values-continue-to-fall-in-2025 [12] Volkswagen España (n.d.). "ID.3. 100% eléctrico. 100% Volkswagen". Volkswagen España. https://www.volkswagen.es/es/modelos/id3.html [13] Business Car (2025). 
"Fleets credited for annual UK car registrations growth and record EV take-up". Business Car. https://www.businesscar.co.uk/news/fleets-credited-for-annual-uk-car-registrations-growth-and-record-ev-take-up [14] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". KBA. 
https://www.kba.de/DE/Presse/Pressemitteilungen/Fahrzeugzulassungen/2025/pm01_2025_n_12_24_pm_komplett.html [15] Journal Auto (2025). "Immatriculations de voitures neuves : particuliers et entreprises dans le rouge en 2024". Journal Auto. https://journalauto.com/constructeurs/immatriculations-
de-voitures-neuves-particuliers-et-entreprises-dans-le-rouge-en-2024 [16] European Alternative Fuels Observatory (n.d.). "Incentives and Legislation | Germany". EAFO. https://alternative-fuels-observatory.ec.europa.eu/transport-mode/road/germany/incentives-legislations [17] International Council on Clean 
Transportation (2025). "Europe's Electric Vehicle Market Leaders: Denmark, Sweden, and Finland". ICCT. https://theicct.org/wp-content/uploads/2025/08/ID-420-%E2%80%93-Nordic-EVs_market-spotlight_final.pdf [18] BYD France (2026). "Offres professionnels | Flottes Électriques & Super Hybride". BYD 
France. https://www.byd.com/fr/offres-pro [19] ANFAC (2025). "El 2024 cierra superando el millón de matriculaciones de turismos nuevos". ANFAC. https://anfac.com/el-2024-cierra-superando-el-millon-de-matriculaciones-de-turismos-nuevos [20] European Alternative Fuels Observatory (2025). "Italy: Hybrids 
took over the market with 40% market share in 2024". EAFO. https://alternative-fuels-observatory.ec.europa.eu/general-information/news/italy-hybrids-took-over-market-40-market-share-2024 [33] Institute for Energy Research (2024). "Depreciation Crushes EV Resale Values". Institute for Energy Research. 
https://www.instituteforenergyresearch.org/regulation/depreciation-crushes-ev-resale-values



Financing support should be Volkswagen's first retail defense lever, using APR 
and deposit engineering to close BEV affordability gaps without cutting list 

price.

Sources: [1] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group. https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843 [2] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". Volkswagen Financial Services. 
https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html [3] Volkswagen Deutschland (n.d.). "Leasing Privatkunden | Angebote und Produkte". Volkswagen Deutschland. https://www.volkswagen.de/de/angebote-und-produkte/leasing.html [4] BYD Deutschland (2026). "BYD 
Angebote & Aktionen 2026". BYD Deutschland. https://www.byd.com/de/angebot-2026 [5] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". BYD UK. https://www.byd.com/uk/purchase/dolphin-surf-pcp [6] Mon Motors (2026). "Volkswagen ID.3 Finance Deals & Offers". Mon Motors. 
https://www.monmotors.com/volkswagen/finance-deals/id-range/id-3/pcp [7] BYmyCAR (2026). "Volkswagen id.3 loa". BYmyCAR. https://www.bymycar.fr/v/volkswagen-id-3-loa [8] Vivacar (n.d.). "Leasing Volkswagen ID.3 : dès 202€/mois en LOA et LLD sans apport". Vivacar. https://www.vivacar.fr/voiture-
occasion/volkswagen/id-3 [9] Volkswagen France (2026). "Offres du moment". Volkswagen France. https://www.volkswagen.fr/app/offres [10] BYD France (2026). "Offres du moment". BYD France. https://www.byd.com/fr/offres-du-moment [11] Autovista24 (2025). "Will European residual values continue to 
fall in 2025?". Autovista24. https://autovista24.autovistagroup.com/news/mmu-will-european-residual-values-continue-to-fall-in-2025 [12] Volkswagen España (n.d.). "ID.3. 100% eléctrico. 100% Volkswagen". Volkswagen España. https://www.volkswagen.es/es/modelos/id3.html [21] Escalent (2023). "One in 
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Targeted lease support and value bundles should anchor Volkswagen's fleet and 
service-led defense in BEVs, while broad list-price cuts remain escalation-only.

Sources: [1] Volkswagen Group (2025). "Annual Report 2024". Volkswagen Group. https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2843 [2] Volkswagen Financial Services AG (2025). "Drive electric - drive ID.3". Volkswagen Financial Services. 
https://www.vwfs.com/en/media/press-releases/2025/Drive-electric---drive-ID-3.html [3] Volkswagen Deutschland (n.d.). "Leasing Privatkunden | Angebote und Produkte". Volkswagen Deutschland. https://www.volkswagen.de/de/angebote-und-produkte/leasing.html [4] BYD Deutschland (2026). "BYD 
Angebote & Aktionen 2026". BYD Deutschland. https://www.byd.com/de/angebot-2026 [5] BYD UK (2026). "BYD DOLPHIN SURF Finance & PCP Offers". BYD UK. https://www.byd.com/uk/purchase/dolphin-surf-pcp [6] Mon Motors (2026). "Volkswagen ID.3 Finance Deals & Offers". Mon Motors. 
https://www.monmotors.com/volkswagen/finance-deals/id-range/id-3/pcp [7] BYmyCAR (2026). "Volkswagen id.3 loa". BYmyCAR. https://www.bymycar.fr/v/volkswagen-id-3-loa [8] Vivacar (n.d.). "Leasing Volkswagen ID.3 : dès 202€/mois en LOA et LLD sans apport". Vivacar. https://www.vivacar.fr/voiture-
occasion/volkswagen/id-3 [9] Volkswagen France (2026). "Offres du moment". Volkswagen France. https://www.volkswagen.fr/app/offres [10] BYD France (2026). "Offres du moment". BYD France. https://www.byd.com/fr/offres-du-moment [11] Autovista24 (2025). "Will European residual values continue to 
fall in 2025?". Autovista24. https://autovista24.autovistagroup.com/news/mmu-will-european-residual-values-continue-to-fall-in-2025 [12] Volkswagen España (n.d.). "ID.3. 100% eléctrico. 100% Volkswagen". Volkswagen España. https://www.volkswagen.es/es/modelos/id3.html [13] Business Car (2025). 
"Fleets credited for annual UK car registrations growth and record EV take-up". Business Car. https://www.businesscar.co.uk/news/fleets-credited-for-annual-uk-car-registrations-growth-and-record-ev-take-up [14] Kraftfahrt-Bundesamt (2025). "Fahrzeugzulassungen im Dezember 2024 - Jahresbilanz". KBA. 
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Transportation (2025). "Europe's Electric Vehicle Market Leaders: Denmark, Sweden, and Finland". ICCT. https://theicct.org/wp-content/uploads/2025/08/ID-420-%E2%80%93-Nordic-EVs_market-spotlight_final.pdf [18] BYD France (2026). "Offres professionnels | Flottes Électriques & Super Hybride". BYD 
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5.4
Volkswagen Defense Escalation Triggers and Monitoring 

Framework



Stronger intervention is only justified when live indicators show Volkswagen drifting from 
the base case toward the BYD-upside path and breaching the ~100bps EBIT guardrail.

Sources: [1] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". *CnEVPost*. <https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips> [2] Volkswagen Group (2025). "Annual Report 2024". *Volkswagen Group*. <https://www.volkswagen-
group.com/en/publications/more/annual-report-2024-2843> [3] Volkswagen AG (2025). "Annual Report 2024". *Volkswagen Group Investor Relations*. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791>



A five-trigger dashboard, anchored on defended pockets, is sufficient to distinguish manageable 
pressure from structural threat and to govern escalation beyond the ~100bps EBIT guardrail.

Sources: [3] Volkswagen AG (2025). "Annual Report 2024". *Volkswagen Group Investor Relations*. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791> [4] European Automobile Manufacturers' Association (ACEA) (n.d.). "Frequently asked questions about ACEA statistics". 
*ACEA*. <https://www.acea.auto/frequently-asked-questions-about-statistics> [5] MQL5 / Kraftfahrt-Bundesamt data summary (2026). "Germany New Car Registrations m/m 2026". *MQL5 Economic Calendar*. <https://www.mql5.com/en/economic-calendar/germany/new-car-registrations-mm> [6] 
Autovista24 (2025). "2026 residual value outlook: Regional shifts and trends". *Autovista24*. <https://autovista24.autovistagroup.com/news/2026-residual-value-outlook-regional-shifts-and-trends> [7] Auto Recycling World (2025). "2026 Residual Values Set To Keep Easing As Regional Gaps Widen". *Auto 
Recycling World*. <https://autorecyclingworld.com/autovista24-webinar-2026-residual-values-set-to-keep-easing-as-regional-gaps-widen> [8] Yahoo Finance (2025). "BYD steps up its European expansion strategy". *Yahoo Finance*. <https://finance.yahoo.com/news/byd-steps-european-expansion-
strategy-091542049.html> [9] electrive (2026). "BYD begins passenger car trial production in Hungary". *electrive.com*. <https://www.electrive.com/2026/02/02/byd-begins-trial-production-of-passenger-cars-in-hungary>



Escalation beyond the ~100bps EBIT guardrail should be triggered by sustained BYD share gains in defended pockets, 
confirmed by fleet losses, residual-value deterioration, BYD route-to-market acceleration, and Volkswagen launch 

slippage.

Sources: [1] CnEVPost (2026). "BYD's European registrations surge 270% in 2025 while Tesla slips". *CnEVPost*. <https://cnevpost.com/2026/01/27/byd-european-registrations-surge-in-2025-tesla-slips> [2] Volkswagen Group (2025). "Annual Report 2024". *Volkswagen Group*. <https://www.volkswagen-
group.com/en/publications/more/annual-report-2024-2843> [3] Volkswagen AG (2025). "Annual Report 2024". *Volkswagen Group Investor Relations*. <https://www.volkswagen-group.com/en/publications/more/annual-report-2024-2791> [4] European Automobile Manufacturers' Association (ACEA) (n.d.). 
"Frequently asked questions about ACEA statistics". *ACEA*. <https://www.acea.auto/frequently-asked-questions-about-statistics> [5] MQL5 / Kraftfahrt-Bundesamt data summary (2026). "Germany New Car Registrations m/m 2026". *MQL5 Economic Calendar*. <https://www.mql5.com/en/economic-
calendar/germany/new-car-registrations-mm> [6] Autovista24 (2025). "2026 residual value outlook: Regional shifts and trends". *Autovista24*. <https://autovista24.autovistagroup.com/news/2026-residual-value-outlook-regional-shifts-and-trends> [7] Auto Recycling World (2025). "2026 Residual Values Set To 
Keep Easing As Regional Gaps Widen". *Auto Recycling World*. <https://autorecyclingworld.com/autovista24-webinar-2026-residual-values-set-to-keep-easing-as-regional-gaps-widen> [8] Yahoo Finance (2025). "BYD steps up its European expansion strategy". *Yahoo Finance*. 
<https://finance.yahoo.com/news/byd-steps-european-expansion-strategy-091542049.html> [9] electrive (2026). "BYD begins passenger car trial production in Hungary". *electrive.com*. <https://www.electrive.com/2026/02/02/byd-begins-trial-production-of-passenger-cars-in-hungary> [10] Volkswagen 
Newsroom (2023). "World premiere of the ID. 2all concept: the electric car from Volkswagen costing less than 25,000 euros". *Volkswagen Newsroom*. <https://www.volkswagen-newsroom.com/en/press-releases/world-premiere-of-the-id-2all-concept-the-electric-car-from-volkswagen-costing-less-
than-25000-euros-15625> [11] GOV.UK (2025). "Guidance: Contract Award Notices and Standstill (HTML)". *GOV.UK*. <https://www.gov.uk/government/publications/procurement-act-2023-guidance-documents-procure-phase/guidance-contract-award-notices-and-standstill-html> [12] GÉANT Cloud Services 
(2025). "OCRE 2024 contract award notices now published on Tenders Electronic Daily (TED) Platform". *GÉANT Cloud Services*. <https://clouds.geant.org/news/ocre-2024-contract-award-notices-now-published-on-tenders-electronic-daily-ted-platform> [13] electrive (2024). "VW to delay ID.2 production 
ramp-up to 2026". *electrive.com*. <https://www.electrive.com/2024/01/03/vw-to-delay-id-2-production-ramp-up-to-2026> [14] Volkswagen UK Press (2025). "Volkswagen provides preview of entry-level electric model". *VW Press UK*. <https://www.vwpress.co.uk/releases/5272>
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