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Abstract 

The purpose of this thesis was to explore how hedonic-utilitarian motivations influence organizational 
decision-making processes and stakeholder dynamics in adoption and acceptance of electric vehicles 
(EV) in the context of corporate fleets. Furthermore, this thesis also examined how the automotive 
industry as a mediator navigated the macrolevel pressure of decarbonization while balancing the 
microlevel needs of individual end-users, addressing the broader challenges of fleet electrification 
adoption and acceptance in the society. The thesis used an exploratory qualitative case study 
approach, with data collected through semi-structured interviews with various fleet stakeholders, 
including Original Equipment Manufacturer (OEM) representatives and end-driver employees 
primarily in the Northern and Western European markets.  

The findings shared a multi-layered motivational framework to EV adoption based on each fleet 
stakeholder’s perspectives, as well as providing a multi-level dynamic framework that mapped the 
tensions between each stakeholder in the fleet business process. This thesis contributed theoretically 
to the research of hedonic-utilitarian consumption, specifically within the realm of fleet and the 
broader automotive industry. It also addressed the emergence of the ‘user-chooser’ scheme that 
disrupted traditional fleet decision-making structures. Practically, the thesis offered insights for OEMs 
and its corporate clients in navigating the ‘pressure sandwich’ created by individual end-drivers in the 
microlevel unit and policy or legislation makers in the macrolevel unit. 

 

Keywords: Electric vehicles (EV), corporate fleet, hedonic motivation, utilitarian motivation, fleet 
decision-making, organizational adoption, individual acceptance. 
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1. Introduction 
The usage and adoption of electric vehicles (EV) is seen as one of the most viable ways in reducing 
transportation related CO2 emissions, particularly from the usage of internal combustion engines 
vehicles (ICEV) (Pellegrini & Rose, 2026). This is further proven by the data shared by The 
International Energy Agency (IEA) which stated that there was a 35% increase in electric cars sales 
globally from 2022 to 2023 (IEA, 2023). It clearly shows the commitment of the automotive industry 
in reducing emissions by adopting innovations and technologies that are centered on more sustainable 
practices or decarbonisation (Philip et al., 2023). Original Equipment Manufacturers (OEMs) also 
actively promised to produce wider ranges of EVs while discontinuing ICEVs in the coming 10 to 15 
years (Philip et al., 2023). 

The transition towards EV is seen and proven to be beneficial for OEMs and its customers, as it 
highlights technology enablement and servitization in the automotive industry (Gebauer et al., 2025), 
achieving sustainability targets (Ericsson Klein & Eriksson, 2024) as well as contributing to positive 
imageries for both the OEM and its customers (Zhang et al., 2025). Furthermore, EV transition from 
the corporate perspective should be more financially attractive due to the lower operational costs 
offered by the OEMs (Gebauer et al., 2025). While EV innovation provides benefits to various social 
groups, the transition from the longstanding ICEV practices remains a challenge for OEMs as it 
requires the change of practice in engineering, manufacturing (Philip et al., 2023), operational 
processes, marketing and branding efforts (Gustafsson & Krantz, 2022) as well as OEMs’ own 
adopted business model (Ericsson Klein & Eriksson, 2024). 

These challenges were also experienced by other actors, such as consumers and government or policy 
makers. Skippon and Chappell’s (2019) study in the United Kingdom described that while consumers 
value EV for their environmental benefits, high purchase price and limited driving ranges limit the 
adoption. Therefore, to encourage the sustainable transition, the government offered tax incentives for 
EV owners (Skippon & Chappell, 2019). Philip et al. (2023) identified similar barriers in Australia, 
where EV adoption still lags behind the European and Chinese markets due to infrastructures and low 
ranges. 

Therefore, to accelerate EV adoption and acceptance in society, Vuichard (2021) argued that it could 
not only be done from private customers, calling the need for organizations and companies to be the 
leaders of change. This argument is supported by another study by Wimalaratna et al. (2026) who 
elaborated that corporation’s stronger financial capabilities should enable them to adopt and purchase 
more EV to meet sustainability commitments. Additionally, organizations and corporations have a 
higher vehicle purchase rate compared to private consumers (Vuichard, 2021). Therefore, adoption of 
EV by corporate fleets could help accelerate the adoption done in private customers settings 
(Wimalaratna et al., 2026). Corporate fleet decisions are considered to have the ability not only 
influencing mobility behavior within the company, but also to the broader audience (Boutueil, 2016). 

While studies regarding fleet decision-making are relatively rich, investigations regarding the 
customers’ dynamics and behavior, both from the organizational level and the end-users are severely 
lacking (Skippon & Chappell, 2019). Specifically, the prior studies such as Skippon and Chappell 
(2019), Vuichard (2021), and Philip et al. (2023) emphasized more on the highlighting functional or 
utilitarian factors that influence decisions made to adopt EV within their fleet, rather than identifying 
hedonistic factors that could also contribute to fleet’s decision outcomes. This is essential as Philip et 
al. (2023) highlighted that hedonistic and symbolic aspects from the customers should be considered 
in the adoption process, as it relates to the corporate brand image that fleet customers would like to 
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project to outsiders. This also aligns with Wimalaratna et al. 's (2026) argument about making the fleet 
customers as front runners of the EV adoption, acceptance and usage which could influence and 
trigger wider acceptance to the private customer groups. By adopting and accepting EV, organizations 
showcase a form of symbolic consumption, which is tied to their effort in portraying certain corporate 
identity and a form of social responsibility (Liu et al., 2021). 

Most current research focuses on the private or business-to-consumer (B2C) sector. Previous studies 
have explored the consumer value of electric vehicles (EVs) and battery electric vehicles (BEVs) for 
private customers (McCarthy, 2025), the role of hedonic-utilitarian value in private customers’ 
adoption willingness for EVs (Fu, 2024), and service innovation in the context of EV adoption 
(Gebauer, 2025). However, research on hedonic motivations in EV consumption and adoption within 
the fleet sector remains relatively limited. A research gap exists in investigating hedonic value and 
motivations beyond purely utilitarian considerations for corporate fleet customers in the process of 
EV adoption and acceptance. 

Therefore, the purpose of this thesis is to investigate the hedonic-utilitarian motivations influencing 
the complex decision-making processes of corporate fleet customers in EV adoption and acceptance. 
This thesis draws concepts from Hirschman and Holbrook’s (1982) experience marketing theories and 
expands it to the context of corporate fleet customers as well as organizational decision-making 
structures by Nesbitt and Sperling (2001) in adopting new innovations. Furthermore, this thesis also 
incorporates the concepts from Rogers’ (2003; 1962) Diffusion of Innovation theory and the 
antecedents of innovation adoption within organizations depicted by Frambach and Schillewaert 
(2002). From this framework, the research question(s) to this thesis is: 

●​ How do types of motivation influence the adoption and acceptance of EV among corporate 
fleet customers? 

●​ How do the stakeholder dynamics influence the adoption and acceptance of EV among 
corporate fleet customers? 

●​ What are the current challenges in accelerating adoption and acceptance of EV from the 
perspective of fleet business?  

The theoretical contribution we would like to achieve from this thesis is to expand the literature of 
corporate fleet customers dynamic. Specifically, it explores how different motivations of various fleet 
stakeholders influence the decisions of adopting and accepting EV as well as identify the tensions 
emerging due to different motivations and goals. Furthermore, the practical contribution we would 
like to give from this thesis is to provide a comprehensive overview of the current corporate fleet 
behavior, especially in the industry’s transition from combustion engines to EV. This thesis aims to 
shine light on how the wider stakeholders such as government and other policymakers can navigate 
the emerging tensions and identify opportunities to make EV adoption and acceptance more accessible 
to the market actors. 

This thesis has six sections: Introduction, Literature and Theoretical Framework, Methodology, 
Findings and Analysis, Discussion and Conclusion. It employs a qualitative case study design and 
employs interviews conducted with various fleet stakeholders from well established OEMs that 
primarily are located in Sweden. The insights will be analyzed through an abductive approach, 
applying thematic analysis to identify and interpret the emerging themes from the interview results. 
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2. Literature Review 

The following section outlines the concepts utilized in this thesis, which are hedonic and utilitarian motivations 
stemmed from experiential marketing concepts (Hirschman & Holbrook, 1982), organizational decision-making 
structure for fleet business (Nesbitt & Sperling, 2001), diffusion of innovation theory (Rogers, 2003; 1962), 
organizational adoption and individual acceptance framework (Frambach & Schillewaert, 2002). Finally, this 
section is closed by the proposed synthesized framework to investigate the motivations of fleet customers in 
adopting EV drawn from all previous concepts. 

2.1. Hedonic and Utilitarian-Driven B2B Consumption 
Hirschman and Holbrook (1982) defined hedonic consumption as an experience where consumers 
associate the consumption process with multisensory, fantasy, and emotive aspects that can be drawn 
from historical occurrences or fantasy. An essential aspect of a hedonic consumption is the 
involvement of emotional arousal in the consumption process, representing neurophysiological, 
expressive, and emotional changes reflected in the consumer’s mental and physical state (Hirschman 
& Holbrook, 1982). In its conceptualization, hedonic consumption is oftentimes tied to the concept of 
product symbolism, as hedonic consumption perspective views products as subjective symbols 
(Hirschman & Holbrook, 1982). This concept distances hedonic consumption to the traditional view 
of consumers as economic actors, or viewing consumers desiring in maximizing the utility of the 
product in their consumption process (Hirschman & Holbrook, 1982). While that is still valid to a 
degree, this traditional approach exclusively alienates the role of emotional aspects in the consumers, 
hence the need for viewing consumption from a hedonic perspective (Hirschman & Holbrook, 1982). 

Departing from hedonic consumption and its attributes conceptualized by Hirschman and Holbrook 
(1982), Dhar and Wertenbroch (2000) characterizes utilitarian consumption to be more cognitively 
driven, instrumental and goal-oriented to accomplish a functional or practical task. However, it is also 
important to underline that the presence of hedonic or utilitarian-driven consumption is not exclusive, 
meaning, within a consumption process, both are still present though may vary in the degree that 
depends on the consumer’s own perception and preference to the situation (Dhar & Wertenbroch, 
2000). This notion is further showcased by Dhar and Wertenbroch (2000) as certain types of product 
such as laptop can be considered to have a high economic value and exclusive while serving hedonic 
functionality, consumers still need reasons to justify the purchase through a utilitarian perspective. 

Within B2B discourses, aspects of marketing and consumption are viewed as more professional and 
rational, unlike B2C models where it emphasizes feelings and other hedonic aspects (Österle et al., 
2018). However, findings by Österle et al. (2018) align with the previous study by Dhar and 
Wertenbroch (2000) regarding how hedonic and utilitarian aspects are not present exclusively in one’s 
consumption process, even in B2B settings. Österle et al. (2018) describe that hedonic dimensions 
within a B2B marketing and branding efforts can be seen in events, exhibitions as well as product 
presentations done by the business in workshops or business networking settings. Additionally, the 
study by Elsäßer and Wirtz (2017) described that consistent advertising styles, brand images, 
country-of-manufacture image and salesperson’s dimensions also contributed to shaping emotive 
brand associations in business customers and positively influencing customer satisfaction as well as 
brand loyalty. 

Departing from these notions, the study by McCarthy et al. (2025) firstly describes that any form of 
car buying process is considered utilitarian driven, including EV adoption. Consumers are seen as 
rational beings who are concerned about the cost due to its high value (McCarthy et al., 2025). 
However, the study also describes the feelings consumers experience in adopting an EV, such as guilt, 
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pride and joy (McCarthy et al., 2025), which aligns with Dhar and Wertenbroch (2000) study 
regarding the exclusivity of either hedonic or utilitarian aspects that is present in a consumption 
process. McCarthy et al. (2025) further suggested OEMs to offer or create comparisons between EV 
and conventional cars in its communications, as well as emphasizing the feelings of pride or happiness 
in making the sustainable choice. Another study regarding EV adoption by Fu (2024) also suggested 
that consumers that are hedonically-driven showcase indifference to potential risks and attachment in 
possessing an EV, while enjoying benefits such as environmental friendliness and improvement in 
social status aside from feelings of pleasure or excitement. Consumers who are more utility-driven 
when adopting an EV showcases higher intention especially when there are tangible and substantive 
advantages showcased to the itself (Fu, 2024). 

2.1.1. Hedonic Aspects in Corporate Fleet Behavior 
While company decisions tend to be driven or motivated by utility factors, hedonic aspects are still 
valid in underlining corporate fleet behaviors such as EV adoption decisions (Skippon & Chappell, 
2019). The study by Skippon and Chappell (2019) suggested that hedonic aspects in corporate fleet 
behavior oftentimes is associated with projecting status and symbols. For example, listing premium 
and expensive models strictly for senior managers only, allowing them to use the vehicle as a symbol 
in proving their position in the corporate hierarchy (Skippon & Chappell, 2019). Furthermore, all 
employees who own company cars can contribute to create symbolic meanings, as they are using the 
cars to project their own personal identity and preference to their social circle (Skippon & Chappell, 
2019). Owning traditional ICEV is seen as representing low trait agreeableness, therefore signaling 
employee’s assertiveness and corporate dominance and position to others. While owning battery EVs 
projects symbolic meanings such as being highly open to perspectives, conscientious, and agreeable 
(Skippon & Chappell, 2019). Therefore, Skippon and Chappell (2019) highlighted that senior 
managers who seek to project traditional corporate images might be at a disadvantage if they are to 
own EVs, as it creates cognitive dissonance. This symbolic value suggests that for senior leaders, the 
choice of an EV brand is not merely a technical one but a decision to align with a specific emotional 
brand association (Elsäßer & Wirtz, 2017). 

Khan and Maoh (2022) suggested that hedonic aspects can guide corporate fleet behavior and 
decisions when pure rational evaluation is considered insufficient or unsatisfactory. The company’s 
decision-makers will tend to rely on professional intuitions based on previous experiences, cultural 
influences and existing relationships with the suppliers or providers such as the OEM (Khan & Maoh, 
2022). 

When it comes to company-wide fleet decisions, the senior leadership’s desire to create or project a 
positive social image to its broader audience is considered hedonically-driven (Khan & Maoh, 2022). 
Decisions are made to enhance the company’s perception in the society and demonstrate good 
corporate citizenship, on top of other rationally-driven reasons such as maximizing profit and 
achieving operational efficiency (Khan & Maoh, 2022). In relation to sustainability and environmental 
concerns, EV adoption by corporate fleet customers is seen as a goal to fulfill social obligations and 
promote a ‘green’ corporate image (Khan & Maoh, 2022). This extends the argument of companies 
demonstrating good corporate citizenship, as they believe that adopting EV can positively contribute 
to the company image, making it ‘greener’ (Khan & Maoh, 2022).  

Another study by Roemer and Henseler (2022) also suggested that hedonic or emotive aspects in 
corporate fleet behavior is actually more observable in the level of employees as car owners or 
drivers, rather than the company itself. Additionally, the study argues that rather than the company’s 
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decision to adopt, hedonic aspects in the corporate fleet play a more important role in employee 
acceptance as it relates to the employees’ experiences in using the car (Roemer & Henseler, 2022). 
For example, EV makes driving fun as it provides fast acceleration, high engine torque and 
comfortable ride for the employees, contributing to positive driving experience (Roemer & Henseler, 
2022). However, it is important to highlight that these findings are typically concluded from 
longitudinal evidence, as experiences required longer periods to be reported (Roemer & Henseler, 
2022). 

Furthermore, Roemer and Henseler (2022) elaborated that environmentally-conscious employees tend 
to be the pioneers in triggering and pushing EV usage among their peers. However, this motivation 
will fade over time as employees gain more experience with the vehicle and experiencing hedonic 
pleasures and enjoyment (Roemer and Henseler, 2022).  

2.1.2. Utilitarian Aspects in Corporate Fleet Behavior 
The utilitarian view ties corporate fleet behavior to economic rationality, emphasizing on its 
functional performance and other operational aspects in driving certain decisions such as innovation 
adoption in the fleet business (Skippon & Chappell, 2019). Economic rationality in the fleet business 
oftentimes refers to Total Cost of Ownership (TCO), a life-cycle costing analysis that is used to 
compare financial impact of owning and operating vehicles over their expected lifetime (Khan & 
Maoh, 2022). The analysis considers economical and operational benefits such as fuel savings, lower 
maintenance costs, charging infrastructure and potential tax savings or subsidies a vehicle could offer 
(Wimalaratna et al, 2026). Furthermore, it could also consider other financial incentives such as 
electricity bill credits and toll and parking discounts (Philip et al., 2023; Khan & Maoh, 2022). 

On the other hand, functional performance and operational suitability is considered a utilitarian aspect 
defining and exploring corporate fleet behavior as it refers to the functional capability of EV in 
meeting specific business needs (Skippon & Chappell, 2019). Fleet managers evaluate payload 
capacities, daily mileage requirements and necessary customization that might be needed for tool 
storage in the vehicle (Skippon & Chappell, 2019). Additionally, a well-connected network of public 
fast chargers is also argued to be essential in EV prospection, as it directly impacts range anxiety and 
routing efficiencies (Philip et al., 2023). 

Skippon and Chappell (2019) argues that utilitarian aspects of the fleet business tend to restrain 
adoption for new innovation, including EV. This is mainly due to the company’s strict formal policy 
and evaluation processes, with companies trying to calculate and justify the cost and fitness of the 
vehicle and the business (Skippon & Chappell, 2019). From innovation and technology perspective, 
the fleet customers have shared their concerns on low residual values, cost of maintenance, the 
availability of servicing providers and vehicle reliability (Skippon & Chappell, 2019). Furthermore, 
there is also a growing concern regarding the maturity of EV technology and fear of technological 
obsolescence in the future (Khan & Maoh, 2022). 

2.2. The Role of Fleet Decision-Making in Adopting New Innovation 

Nesbitt and Sperling (2001) has developed a framework that showcases how an organization’s 
characteristics influence the decision-making of said organization in adopting or purchasing new 
vehicle innovations. This framework is developed to give understanding and clarity on how different 
types of organization may respond to business or certain government initiatives (Nesbitt & Sperling, 
2001). Furthermore, it provides further clarity for policy-makers on issues within the fleet business, 
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covering aspects of assessment needed in fleet purchasing, who are the actors involved in the 
decision-making process, and how much authorization is required in deciding the purchase or 
adoption (Nesbitt & Sperling, 2001). Departing from these justifications, Nesbitt and Sperling (2001) 
identify four types of decision-making structures based on the organization characteristics in adopting 
new fleet innovation, which are autocratic, bureaucratic, hierarchic, and democratic decision-making 
structures. 

An autocratic decision-making structure is exhibited to be very informal and highly centralized 
behavior as decisions are made by a highly knowledgeable, involved and responsible individual in the 
daily fleet operations (Nesbitt & Sperling, 2001). Additionally, decision-makers in this structure are 
more influenced by past experiences and word-of-mouth recommendation from their colleagues, 
rather than by more systematic reasons. They are more likely to also be influenced by intuition and 
personal judgement, often resembling the motivations exhibited by private customers as brand loyalty, 
reputation and personal taste are also taken as consideration before making the decision (Nesbitt & 
Sperling, 2001). Organizations who showcase an autocratic fleet decision-making structure are 
independent local businesses such as landscaping, plumbing and appliances repair services (Nesbitt & 
Sperling, 2001). Due to the size and type of the organization, these companies and their 
decision-makers will not be the first ones who purchase or adopt new innovations, as they have 
limited time, resources, and finances. They will likely copy the innovation and/or solutions that have 
been implemented by larger or mature companies with larger fleets (Nesbitt & Sperling, 2001).  

Bureaucratic decision-making structures to adopt vehicle innovations can be seen in public and 
institutional organizations, such as universities, utility companies, public transit authorities, and 
non-profit organizations (Nesbitt & Sperling, 2001). Unlike its autocratic counterpart, this 
decision-making structure is highly formalized and decentralized, seen in its decision outcomes that 
reflects pre-established routines and former decisions (Nesbitt & Sperling, 2001). Rather than having 
a ‘single decision-maker’, a bureaucratic structure has several people influencing the decision 
outcomes through a top-down approach, generally requiring several departments to approve the 
decisions (Nesbitt & Sperling, 2001). Due to this structure, Nesbitt and Sperling (2001) argues that the 
multi-layered approval process required becomes a barrier to innovative change in the organization, 
especially as the final decision can be made by individuals that are not highly knowledgeable in the 
issue. Main reasons for bureaucratic companies such as the government adopting changes or 
innovation are due to mandate and public scrutiny (Nesbitt & Sperling, 2001). 

The third fleet decision-making structure suggested by Nesbitt and Sperling (2001) is the hierarchic 
structure, which is described to be slightly more autonomous than bureaucratic fleets. Hierarchic 
decision-making structure has similarities to both its autocratic and bureaucratic counterparts, 
oftentimes is described to be highly centralized and very formalized. While they adhere to guidelines, 
policies and standard procedures, the decisions are usually made by one or two high-level managers 
(Nesbitt & Sperling, 2001). While economic factors are still essential in the company’s consideration 
to adopt innovation, companies who operate in this structure do not rely heavily on rules, regulations 
and computational analysis like the bureaucratic structure. However, they are also not highly 
dependent on the judgement of a single individual, therefore making this structure and situation to be 
best fitted in adopting new innovation (Nesbitt and Sperling, 2001). The decisions are made through 
proactive behaviour and are thought of as long-term solutions as the companies are not only thinking 
about how to reduce vehicle purchase cost, but also the operating costs (Nesbitt & Sperling, 2001). 
Additionally, companies that employ hierarchic structure do not only consider those economic factors, 
but also consider non-economic factors such as the corporate image benefit they can get in adopting 
new vehicle innovation (Nesbitt & Sperling, 2001). 
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Lastly, the democratic decision-making structure is described to be the least common fleet type as it is 
oftentimes found in small organically structured organizations (Nesbitt & Sperling, 2001). This 
structure emerged due to competing interests within the company, therefore making the decision 
process highly decentralized and very informal as it combines individuals from various organizational 
levels, departments and to a degree, different geographic locations to make the decision (Nesbitt & 
Sperling, 2001). The decision-making power is distributed equally among the participants, therefore 
the conflicts are resolved through negotiations (Nesbitt & Sperling, 2001). The decisions are made 
either through voting processes when there is no consensus regarding the causation, negotiation if 
there are disagreements, or even avoidance of the issue (Nesbitt & Sperling, 2001). Therefore, the 
most knowledgeable individuals or great vested interest might hold the highest power in influencing 
and creating ‘political coalition’ and leading the negotiation and the decision outcomes (Nesbitt & 
Sperling, 2001). 

2.3. Diffusion of Innovation Theory 

Rogers (2003; 1962) defines diffusion as a process where a new idea or innovation is communicated 
through certain channels over time among the members of a social system. Diffusion is seen as a 
social change, as it has the ability to alter the structure and function of a social system (Rogers, 2003). 
Furthermore, Rogers (2003) shared the four main elements of diffusion of innovation, drawn from his 
own definition of the theory, which are innovation, communication channels, time and the social 
system. The innovation refers to the idea or practice that is perceived as new by an individual or other 
unit of adoption (Rogers, 2003; 1962). An individual’s (or target subject of the innovation’s) 
perceived newness determined their reaction to it. Newness does not mean ‘new’ knowledge, but can 
be defined or expressed in terms of knowledge, persuasion or a decision to adopt. Rogers (2003) 
further identifies five perceived attributes that influence the rapid and success rate of innovation 
adoption and acceptance in the targeted group, which are relative advantages, perceived compatibility 
qualities, complexity, trialability, and observability (Appendix 1.2.). 

Rogers (2003) also emphasizes how individuals might have different reactions or attitudes to new 
innovations, depending on one’s own degree of ‘innovativeness’. Without disregarding the other 
elements of innovation diffusion, Rogers (2003) developed five adopter categories to define their 
innovativeness and traits/characteristics, which are innovators, early adopters, early majority, late 
majority and laggards (Figure 1; Appendix 1.2.).  

 

 

 

 

 

Figure 1. Adoption Categorization based on the degree of innovativeness (Rogers, 2003). 

The second element of Rogers’ (2003; 1962) diffusion of innovation concept is communication, 
referring to the process where individuals create and share information with one another to achieve 
mutual understanding. Diffusion by itself is a type of communication where the exchanged message 
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content is about the new idea (Rogers, 2003). Therefore, communication is essential in an innovation 
diffusion process as it exchanges information from one individual to the others (Rogers, 2003). 

The communication process of a diffusion of innovation requires an innovation, an individual or other 
unit adoption that has the knowledge or the experience using said innovation, another individual who 
does not have the knowledge or experience using said innovation and a communication channel or 
media connecting the actors (Rogers, 2003). Mass media channels, such as radio, television or 
newspapers, are considered to be the most efficient media in communicating or informing the wider 
audience with potential adopters about the innovation’s existence, therefore creating 
awareness-knowledge (Rogers, 2003). However, this means of communication may not be efficient in 
persuading individuals to accept the innovations. Rather, to persuade individuals, Rogers (2003) 
considered interpersonal channels to be more effective as it connects individuals from a similar 
socioeconomic status, education or others, either face-to-face or through the Internet. 

The third element of the process is time, in which Rogers (2003) divides it to three separate cases: 

●​ The time or period of innovation-decision process, referring to when an individual received 
the knowledge of an innovation through its adoption or rejection. Rogers (2003) further 
elaborated the innovation-decision process to consist of five sequenced phases which are: 
knowledge, persuasion, decision, implementation and confirmation. 

●​ The innovativeness of an individual or other units of adoption, referring to the early or 
lateness innovation is adopted by said group compared to other members of the social system; 

●​ An innovation’s rate of adoption in a system, referring to how quick an innovation is adopted 
by the members of the social system in the given time period. 

The final element in a diffusion of innovation is the availability of the social system where the 
innovation should take place. Rogers (2003) defines a social system as ‘a set of interrelated units that 
are engaged in joint problem solving to accomplish a common goal’. Members of the social system 
can be individuals, informal groups, organizations or other subsystems. To solve a common problem 
faced by the social system, the members must work together, therefore binds the system together 
(Rogers, 2003). It is important to address the social system where the diffusion of innovation takes 
place as the social system creates structures, boundaries and norms that might influence and govern 
the innovation itself (Rogers, 2003). The social structure itself gives stability to human behavior in the 
system, allowing one to predict behaviors of the others. Entering innovation to the social system 
might introduce a degree of uncertainty that challenges the recurring practice (Rogers, 2003). 

Rogers (2003) further described that an individual or firm can decide to either adopt or reject the new 
idea presented to them. This process is phased into five parts, which are knowledge of an innovation, 
persuasion, decision to adopt or reject the innovation, implementation of the innovation, and 
confirmation (Figure 2). 

 

 

Figure 2. Diffusion of Innovation Process (Rogers, 2003)  

2.3.1. Organizational Adoption of Innovation 
The adoption process is described as the third phase in Rogers (2003) innovation-decision process 
concept. Adoption of innovation is defined as the decision to make full use of an innovation after the 
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individual or organizational decision-maker fulfills the first two phases of the process (Rogers, 2003). 
In retrospect, rejection of the innovation means that the innovation is decided not to be adopted by the 
individual or organization (Rogers, 2003). 

At an organizational or B2B level, Frambach and Schillewaert (2002) develop a framework derived 
from Rogers ideas of diffusion and adoption of innovation, further exploring the determinants that 
influence adoption decisions (Figure 3). In the study, Frambach and Schillewaert (2002) further 
simplify Roger’s innovation-decision process into two stages, which are the initiation and the 
implementation stages. The initiation stage has a similar definition to Rogers’ (2003) first two phases 
which is knowledge and persuasion or when the organization becomes aware of the innovation, 
forming an attitude towards it and evaluates the product (Frambach & Schillewaert, 2002). 

 

 

 

 

 

 

 

 

 

Figure 3. Organizational Adoption of Innovation Framework (Frambach & Schillewaert, 2002) 

It is important to understand that adoption of innovation itself took place at the beginning of the 
implementation stage which encompasses the other three stages of Rogers’ original concept 
(Frambach & Schillewaert, 2002). An adoption of innovation is considered to be successful if the final 
stage is completed, meaning the innovation is accepted and is assimilated within the organization, 
showcasing continuous use of the product over a period of time (Frambach & Schillewaert, 2002).  

2.3.2. Individual Acceptance of Innovation 
The implementation process within a B2B setting has an essential role in cementing if the adoption 
process is deemed successful or not (Frambach & Schillewaert, 2002). Therefore, it is important for 
the target ‘user’ group to realize the intended benefit of the innovation, else the organization may 
discontinue the adoption of the innovation (Frambach & Schillewaert, 2002). Departing from this 
notion, individuals need to accept the innovation, even though they are a part of an organization 
(Frambach & Schillewaert, 2002). The framework developed by Frambach and Schillewaert (2002) 
also showcases the various factors that can influence an individual’s acceptance towards the adopted 
innovation (Figure 4). 
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Figure 4. Individual Innovation Acceptance Framework (Frambach & Schillewaert, 2002). 

2.3.3. Electric Vehicles as a Sustainable Innovation 
The pressure to make road transportation more sustainable is to address the overwhelming issues of 
air pollution caused by CO2 emissions from ICEV (Pellegrini & Rose, 2026; Roemer & Henseler, 
2022). Alternative fuel-vehicles, particularly those who are powered by electricity, become a 
preferable solution in reducing the emission problems (Roemer & Henseler, 2022). Therefore, since 
the 2010s, the automotive industry has massively invested towards the research and development 
(R&D) as well as production and various technology advancement to electric vehicles (Wang et al., 
2025). The final goal is to replace and slowly dissolve ICEV to EV, therefore solving the problem of 
CO2 emissions from ICEV (Roemer & Henseler, 2022). 

Therefore, EV can be seen as a form of innovation that will replace the combustion engines in the 
automotive landscape (Gustafsson & Krantz, 2022). EV is considered to be the innovation or new idea 
that will help reduce CO2 emissions. It further fulfills the other five attributes of Rogers’ (2003) that 
influence the success rate of an innovation adoption:  

●​ Relative advantage refers to the technology improvement made towards battery and range 
(Wang et al., 2025), performance (Roemer & Henseler, 2022) and other digital integration 
(Gebauer et al., 2025), making it superior to ICEV from all aspects. 

●​ Perceived compatibility qualities refer to how EV is compatible and able to fulfill the needs of 
the car drivers or owners. One of the key issues that could emerge from introducing EV as an 
innovation in society is the technological familiarity, especially if it is compared to ICEV 
(Roemer & Henseler, 2022). Individuals with certain experiences or values such as having 
higher education levels can be more acceptable in adopting EV, while others may show more 
resistance to switch or change (Zhang et al., 2025). 

●​ Complexity refers to how difficult EV is to understand and use by the drivers. Gebauer et al. 
(2025) describes that EV has lower technical complexity compared to ICEVs so it is perceived 
as easier usage. However, the various software integration with Internet of Things (IoT) may 
pose a challenge to the adoption process (Gebauer et al., 2025). Additionally, EVs need for 
charging in replacement of petrol refueling force change to the car owner’s driving behavior and 
it might be difficult to do in the start as the behavior has not transformed into a practice yet 
(Wimalaratna et al., 2026). 
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●​ Trialability refers to how much EV could be experimented on a limited time, giving the potential 
drivers or owners the opportunity to reduce uncertainty caused by new technologies. This could 
be seen by the OEM’s efforts in providing test drives before the drivers purchase and adopt EV, 
especially regarding range and charging times (Roemer & Henseler, 2022). 

●​ Observability refers to the degree of EV that could be seen to others in the social circle. Herbert 
(2025) shows that EV ownership relates to the driver’s intent to create and project a certain 
self-image. Additionally, corporate fleet is argued to become the stakeholders in making EV 
visible in the society due to its large-volume adoption capabilities (Wimalaratna, et al., 2026). 

Examining from the perspectives of sustainability, performance, design and technological integration, 
EV is considerably an innovation that is superior to ICEV. Not only does it produce less CO2 
emissions (Herbert, 2025; Roemer & Henseler, 2022), it also shows better performance in terms of 
having higher torque, higher traction, faster acceleration and quieter noise production (Roemer & 
Henseler, 2022). From the perspective of technological advancement, Gebauer et al. (2025) argued 
that the technology embedded in EV improved vehicle connectivity, providing data or information to 
improve maintenance prediction and other software systems such as navigation or maps, giving an 
integrated and seamless experience to the drivers. 

Although EV has been proven to be superior from ICEV, the adoption in the society is considerably 
slow. Studies by Herbert (2025) and Zhang et al. (2025) argued that the high purchase price becomes 
the barrier for private consumers. Additionally, concerns regarding the residual values of EV also 
hinders the private consumers to own EVs privately as they are worried the vehicle will be outdated 
very fast due to the rapid technological advancement (Zhang et al., 2025). Therefore, studies by 
Vuichard (2021) and Zhang et al. (2025) argued that EV adoption and transition from ICEV should be 
led by corporations or organizations, rather than from private individuals. Vuichard (2021) noted that 
organizations have higher vehicle purchasing rates and have the financial resources to accommodate 
high upfront costs. Organizations then can help accelerate EV adoption in society by providing leasing 
schemes or company car benefits towards individuals, therefore absorbing the financial burdens that 
become the individual’s worry (Zhang et al., 2025). 

2.4. Synthesization of Corporate Fleet Dynamics in EV Adoption and Acceptance  
While the concepts of hedonic and utility-driven consumption are deeply rooted to Hirschman and 
Holbrook’s (1982) experiential marketing concept, the theory serves as a foundation in understanding 
and identifying consumer’s motivation in adopting products, goods, or services. Whether it is 
business-to-consumer or business-to-business setting, these dimensions are grounded consistently in 
the decision-making processes and drivers for adopters (Österle et al., 2018). Additionally, Dhar and 
Wertenbroch (2000) further highlights that both hedonic and utility-driven reasoning in consumption 
is not entirely exclusive from one to the other. Consumption will always have both dimensions driving 
the decision for an individual or a firm to purchase or adopt, although one might overshine the other 
(Dhar & Wertenbroch, 2000). 

Departing from this notion, the B2B decision-making process is described to be more formal, rigid 
and rational compared to its B2C counterpart, again highlighting or emphasizing the importance of its 
functional components such as quality, technology and reliability rather than its hedonic ones (Österle 
et al., 2018). This happens due to the nature of B2B culture, where the business model is characterized 
with a small number of customers compared to the B2C process, yet delivers large-unit transactions 
and a complex buying process that includes multiple stakeholders in its decision-making (Österle et 
al., 2018). However, as Österle et al. (2018) argue, hedonic and emotional components of B2B 
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transactions or processes still cannot be overlooked. Positive experiences and feelings, including the 
feeling of joy, pleasure and fascination invoked in a B2B customer when interacting with a B2B 
product can help the customer to remember stronger information and content that is being offered, 
influencing their decision making and developing relationship with the brand (Österle et al., 2018). 

Therefore, it is important to understand the decision-making process of a company or organization in 
adopting new technologies or innovation. Drawing from Rogers’ (2003; 1962) concept of diffusion of 
innovation, Frambach and Schillewaert (2002) established the antecedents of an adoption within the 
organizational context. These antecedents have both hedonic and utilitarian in nature and involve not 
only internal factors that may influence the company’s decision to adopt, but also external factors such 
as social network and competing brands (Frambach & Schillewaert, 2002). Furthermore, Frambach 
and Schillewaert (2002) highlights that a successful adoption should not only be defined by the 
company deciding to adopt said innovation, but also the integration and continuous use of the 
innovation, showing the company’s commitment in adopting said innovation over a period of time. 

While decision-making process to adopt new technologies are complex as it requires the input of 
multiple stakeholders within the company (Österle et al., 2018), a study by Nesbitt and Sperling 
(2001) offers a framework on how company’s decision-making structures can influence the decision 
outcomes, including the company’s decision to adopt or even reject innovations and new technologies 
for their fleet. The company’s size, maturity and industry it operates proved to influence how 
companies make their decisions and further illuminate the complexity of making decisions at an 
organizational level (Nesbitt & Sperling, 2001). Each decision-making structure has its own 
characteristics and motivations that drives the decision to adopt innovations (Nesbitt & Sperling, 
2001), which implicitly touches the themes of hedonic and utility-driven factors proposed by 
Hirschman and Holbrook (1982). While Nesbitt and Sperling (2001) have elaborated the company’s 
characteristics and components of the decision-making structures, it has not yet mentioned the 
importance of hedonic-utility motivations in driving the decision to adopt new innovations. On the 
other hand, Österle et al. (2018) has underlined the importance of incorporating hedonic-utility 
motivations in its study of B2B marketing and branding, but has not mentioned and integrated the 
concept, diffusion of innovation (Rogers, 2003), adoption process (Frambach & Schillewaert, 2002), 
as well as organizational decision-making structure (Nesbitt & Sperling, 2001). 

When it comes to the study for fleet vehicles, in particular, how fleet customers decided to adopt and 
integrate EV within their fleet, the studies conducted are still sparse and fragmented. Furthermore, the 
studies conducted centered mostly on EV adoption in private household customer, such as Fu (2024) 
on how hedonic and/or utilitarian values can influence private consumers adoption intention for EV  
and McCarthy et al. (2025) on the influence of consumer’s values, emotions and experience in 
purchasing electric vehicles. Studies on behavior or attitudes towards fleet EV currently center on 
innovation and transportation and less on marketing, branding or consumer behavior (Gustafsson & 
Krantz, 2022). 

Therefore, this thesis proposes a synthesized framework to gain a deeper understanding of fleet 
customers' motivations in EV adoption - drawing concepts of hedonic and utilitarian dimensions from 
Hirschman and Holbrook (1982), and using the dynamic decision-making processes within an 
organizational context proposed by Frambach and Schillewaert (2002) and Nesbitt and Sperling 
(2001).  
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Figure 5. Thesis Theoretical Framework 

In addition to the organisational and individual-level dynamics explored above, macro-level factors 
play a foundational role in shaping the conditions under which corporate fleet EV adoption takes 
place. Vuichard (2021) identified infrastructure limitations and low public knowledge as key systemic 
barriers to EV adoption, arguing that organisations must take a leading role in accelerating the 
transition given their greater financial capacity. Philip et al. (2023) further highlighted that 
government policy incentives, including taxation benefits, subsidies and investment in charging 
networks, are among the most significant determinants of EV adoption willingness across different 
markets. Critically, both studies suggest that the removal of financial incentives tends to reverse 
adoption momentum rapidly, indicating that macro-level policy stability is essential to sustaining the 
transition. These macro-level dynamics interact directly with the organisational and individual 
motivations explored in this thesis, as the policy framework shapes the financial logic that 
organisations operationalise into fleet policies, which in turn defines the boundaries within which 
end-drivers express their hedonic and utilitarian preferences. 

3. Methodology 
In this section, we will present: (i) Research Approach, (ii) Research Design and Strategy, (iii) Data Collection 
and Instruments, (iv) Data Analysis, (v) Research Quality and (vi) Ethical Considerations. The phenomenology 
adopted in this thesis is interpretivism as it emphasized the participants’ experiences and interpretation of said 
experiences to gain insight of the phenomenon (Saunders et al, 2023). Departing from this principle, a 
qualitative approach with abductive reasoning was taken by this thesis through exploratory case study strategy. 
The collected data was obtained through a series of semi-structured interviews with various actors in a 
corporate fleet customer decision-making journey.  

3.1. Research Approach 
The purpose of this thesis is to investigate and explore how corporate fleet customers’ motivation 
shapes corporate decision-making structure in adopting and accepting EV as a more sustainable 
mobility solution. Taking pre-existing concepts of hedonic and utilitarian-driven consumption 
(Holbrook & Hirschman, 1982), fleet decision-making structures (Nesbitt & Sperling, 2001), 
diffusion of innovation (Rogers, 2003; 1962), organizational adoption and individual acceptance of 
innovation (Frambach & Schillewaert, 2002), this thesis took an abductive approach in answering the 
phenomena. This aligned with the definition of Saunders et al. (2023), where an abductive approach 
required data collection to explore the phenomena, identifying themes and behavioral patterns using 
pre-existing theories in hope to add or modify said theories.  

18 



 

Departing from the abductive reasoning, this thesis further adopted a qualitative research approach. 
Aligning with Yin (2016), a qualitative approach enabled the thesis to explore and deepen the 
understanding of how certain consumption motives shapes corporate customers’ decision making 
structures as close as possible to the real-world context. Qualitative research also prioritizes the view 
of research participants, rather than values and pre-conception held by the researcher, therefore 
embracing contextual conditions that influences how corporate fleet customers behave (Yin, 2016). 
Therefore, an exploratory study through abductive reasoning and qualitative meaning is suitable to 
address theoretical gaps within the fleet management studies from Philip et al. (2023), Vuichard 
(2021), Skippon & Chappell (2019).  

3.2. Research Design & Strategy 

This thesis had an exploratory design as it sought to clarify the complex motivations that shape and 
influence corporate fleet customers’ decision in adopting and accepting EV (Saunders et al., 2023). 
Therefore, the case study strategy was chosen to gain a deeper understanding of the phenomena within 
certain ‘bounded systems’ or pre-determined elements that are relevant to the research (Coombs, 
2022). The choice of this strategy aligned with the broader qualitative research approach, which is to 
explore the emerging relationships and patterns from a phenomenon (Stake, 2010). Departing from 
this argument, Yin (2016) also emphasizes that event or phenomena interpretation is essential rather 
than data measurement. The case study methodology helped the thesis to capture insights regarding 
corporate fleet customers’ EV adoption and acceptance as close as possible to the real-world settings 
(Coombs, 2022). Furthermore, insights obtained from this strategy can help to enrich empirical 
findings in modifying the pre-existing concepts present in the proposed synthesized framework of this 
thesis (Saunders et al., 2023). 

3.3. Data Collection and Instruments 
This thesis used primary data sources in gaining understanding on the motivation that shape corporate 
fleet customers’ decision-making in adopting and accepting EV. Departing from the study by Österle 
et al. (2018), which highlighted the various roles and stakeholders within a corporate fleet 
decision-making process, this thesis conducted semi-structured interviews on various actors that 
influence the decision-making outcomes for corporate fleet customers. Different perspectives would 
provide a more comprehensive and holistic view on the dynamic between corporate entities, 
individual decision-makers (Österle et al., 2018), as well as organizational decision-makers and 
individual end-user (Frambach & Schillewaert, 2002) in adopting and accepting EV as a sustainable 
mobility innovation (Rogers, 2003; 1962) to ICEV. This procedure was deemed suitable for this 
exploratory study, enabling the thesis to capture and gain insights on different actors’ perspectives and 
capture their own meanings on the selected phenomena (Saunders et al., 2023). 

While research participants were fundamental in a qualitative study, Yin (2016) also highlighted the 
role of researchers as essential research instruments. A qualitative study cannot be measured, unlike 
quantitative studies, therefore the results obtained from the participants in this thesis were interpreted 
and inferred by the researchers (Yin, 2016). This would affect the thesis’ validity, reliability, 
transferability and/or generalizability (Saunders et al., 2023) in which would be discussed further in 
section 3.5. 
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3.3.1. Semi-Structured Interviews 
The format used in this thesis is a thematic-format semi-structured interview, in which the interview 
questions or guide were developed with pre-determined themes from the proposed synthesized 
framework of the thesis (Saunders et al., 2023). Unlike structured interviews that are strictly scripted, 
this procedure enabled a ‘conversational’ approach, therefore establishing a good rapport and trust 
between the researchers as the interviewers and the research participants (Yin, 2016). Building a good 
rapport and trust are essential in a research process as it could help in strengthening the research 
credibility and sufficient data collected (Saunders et al., 2023). Additionally, semi-structured 
interviews enabled the study to conduct open-ended questions, prompting the participants to share and 
depict the complex world from their own insights, views and experiences (Yin, 2016). Therefore, Yin 
(2016) deemed this procedure to be superior compared to structured interviews, where participants are 
limited in responding and sharing the ability to appreciate trends and contextual conditions. 

Saunders et al. (2023) also underlined the benefit of conducting semi-structured interviews, which 
was the opportunity to probe responses from the research participant’s previous answers. This aligned 
with the qualitative design of this thesis, which stressed the importance of researchers as instruments 
in interpreting the participants’ views, beliefs and other cognitive processes in adopting and accepting 
EV as corporate fleet customers (Yin, 2016). 

The interviews were conducted via online video conferences, aligning with Saunders et al. (2023) who 
highlighted the increased usage of online media in data collection. Online video conferences, 
particularly Microsoft Teams were chosen as it was more convenient, appropriate and efficient to 
cover the distance between participants and researchers, as well as minimizing traveling costs 
(Saunders et al., 2023). 

To conduct the semi-structured interview, the researchers developed a research protocol and interview 
guide (see Appendix 2). A research protocol was defined as a ‘mental framework’ and was directed 
for the researchers rather than the participants, as it compromised the topics the researcher would like 
to cover and elements that needed to be prepared or addressed in the interview process (Yin, 2016). A 
research protocol could help to guide the researcher and prepare the data collection in a productive 
manner (Yin, 2016). On the other hand, an interview guide served as a logical framework used by the 
researchers in conducting semi-structured interviews with the participants (Saunders et al., 2023). A 
good interview guide should follow a logical flow, consisting of opening comments, list of themes, 
initial questions, probes, and closing comments (Saunders et al., 2023). 

3.3.2. Sampling Strategy 

This thesis employed a purposive sampling strategy where the participants were selected based on 
predetermined criteria to answer the research questions presented (Yin, 2016). This sampling strategy 
was chosen to ensure that the insights collected were information rich and relevant in understanding 
how motivation influences decision-making in adopting or accepting innovation within the corporate 
fleet industry (Yin, 2016). 

While this case study aims to capture holistically the motivations influencing organizational 
decision-making, specifically in adopting and accepting EV in the corporate fleet, Österle et al. (2018) 
emphasized the role of various stakeholders in influencing said decisions. Therefore, the thesis 
recruited its participants from different roles and responsibilities in the decision-making process of the 
corporate fleet. Aligning with Yin (2016), a qualitative study was intended to not only explore the 
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phenomena, but also to maximize information, therefore the need to recruit participants from various 
spectrum of a corporate fleet decision-making process. However, to maintain relevant context to this 
thesis, the red thread criteria that connected the participants are people who work for or within the 
corporate fleet industry, aligning with the theoretical concept from Frambach and Schillewaert (2002) 
and Nesbitt and Sperling (2001). 

Additionally, drawing on Frambach and Schillewaert's (2002) framework on individual acceptance of 
innovation, this thesis also recruited participants who were end-users or drivers of EV within a 
corporate fleet setting. These participant groups were essential as an innovation diffusion would not 
be complete or successful without the continuous usage by the intended or targeted user group 
(Frambach & Schillewaert, 2002). Furthermore, without the end-user's acceptance of the innovation, 
the organization could discontinue the intended adoption and leave the innovation (Frambach & 
Schillewaert, 2002). 

It is important to note that the organisational representatives recruited in this study are primarily 
employees of an EV OEM, rather than direct corporate representatives. As such, they served as 
indirect representatives with substantial knowledge of fleet client behaviour, decision-making 
processes, and procurement criteria, drawn from their professional roles in fleet sales, key account 
management, and brand marketing. This approach is justified by the depth of insight these participants 
provide into the fleet customer perspective, as their daily responsibilities involve direct engagement 
with corporate fleet clients across multiple markets. However, the authors acknowledge that this 
sampling choice introduces a degree of mediation in the data, as the fleet customer perspective is 
accessed indirectly rather than through first-hand organisational decision-makers. This limitation is 
further discussed in Section 3.3.4 and the Conclusion. 

Qualitative research does not rely on statistical probability, but rather on the richness of the 
information gathered (Yin, 2016). Therefore, instead of pre-determining a rigid number of 
participants, this thesis used a maximize variation technique to gain various perspectives of the topic 
(Yin, 2016). The participants could be divided into two groups: 

●​ OEM representatives who would give perspective of the current fleet and automotive market 
behavior and experts to their corporate clients. 

●​ End-drivers who would share experience with owning company cars and provide insight to 
their employees’ procurement process for company car benefits.  
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3.3.3. Research Participants 
Following the defined sample strategy, the semi-structured interviews were done to two different 
groups based on the Frambach and Schillewaert (2002) framework, which were the organizational 
representatives and individuals who were also end-users or drivers of EV procured from the fleet 
system. In total, the thesis recruited 6 participants with details below: 

Group Position Domicile Date of 
Interview 

Length Format 

OEM Representative Partnerships & Cultural 
Marketing 

Sweden April 16th 2026 47 mins Online Video 
Conference 

End-Driver Employee Sweden April 20th 2026 33 mins Face to Face 

OEM Representative Fleet Sales & Business 
Manager 

The Nordics April 21st 2026 54 mins Online Video 
Conference 

End-Driver Employee Sweden April 24th 2026 29 mins Online Video 
Conference 

OEM Representative Global Key Account 
Manager 

Global April 30th 2026 48 mins Online Video 
Conference 

End-Driver Employee Sweden May 13th 2026 30 mins Face to Face 

Table 1. Summary of participants 

Part of this thesis limitation was the availability of the participants and their domiciles. The thesis 
recruited OEM fleet employees who worked closely with corporate clients. Their close contact and 
expertise within the industry would provide insightful data to this thesis. The end-drivers who 
participated in this thesis were also working within the OEM with well-known OEM companies 
within Sweden. Therefore, their experiences might be influenced within the Swedish cultural context. 
As they were the employees of OEM brands, they might be more knowledgeable with EV and the 
broader automotive industry. However, they provided insightful data regarding the overall process of 
benefiting from a company car and EV as their experiences were inherently unique from each other. 

3.4. Data Analysis 
Interpretation of the collected primary data was done through a thematic analysis, specifically through 
an abductive approach. This analysis method aligned with the main purpose of the study, in which to 
explore the motivation influencing the decisions to adopt and accept EV within the fleet customers. 
These approaches enabled the thesis to identify emerging themes and patterns from the research 
participants’ interview results and connect them to answer the research questions (Saunders et al., 
2023). 

When conducting a qualitative data analysis, Saunders et al. (2023) proposed six steps that help 
researchers in processing their data, which were data familiarisation, data coding, initial theme 
generation, theme development and review, theme refining-defining-and-naming and finally the 
research write up. Data familiarisation was done by researchers through transcribing the interview 
recording, allowing researchers to recollect and match the transcriptions with the memo or notes taken 
in the interviews (Saunders et al., 2023). The interviews were recorded with Microsoft Teams 
software and were automatically transcribed. To ensure its preciseness, another transcription 
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application was used and the researchers replayed the recording to confirm all information were 
written and included in the transcriptions. 

Following this step, data coding was then conducted to assign labels to certain words or phrases in the 
interview transcripts. This approach allowed the researchers to categorize and arrange the data to 
certain groups or connected meanings, developing themes in process (Saunders et al., 2023). The 
coding process was done through NVivo, a qualitative data analysis software that could efficiently 
manage unstructured data through processes of indexing, searching and theorizing (Creswell, 2012). 
While coding processes for thematic analysis were typically inductive in nature, this thesis took an 
abductive approach by using operationalized concepts (Table 2) as guides in developing themes 
surrounding them (Saunders et al., 2023). 
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Theoretical 
concept 

Sub-concept Theoretical definition & origin Tangible indicators Operational definition 

Experience 
marketing 

Hedonic-driven 
consumption 

A consumption process associated with multisensory, 
fantasy and emotive past (consumer’s) experiences with 
the product (Holbrook & Hirschman, 1982). 

Multisensory: tastes, sounds, scents, tactile 
impressions, visual images. 
 
Emotions: love, hate, fear, joy, boredom, anxiety, 
pride, anger, disgust, sadness. 

A consumption driven by the desire 
for an emotive and sensory experience 
of aesthetic, fantasy and fun. 

Utilitarian-driven 
consumption 

A cognitively driven, instrumental and goal-oriented 
consumption process to achieve a practical task (Dhar & 
Wertenbroch, 2000) 

Specific functional attributes, justification arguments. A consumption driven by means of 
useful, practical, functional and/or 
something that helps in achieving the 
(consumer's) goal. 

Diffusion of 
innovation 

 A process where a new idea or innovation is 
communicated through certain channels to members of a 
social system in a certain period of time (Rogers, 2003; 
1962). 

The innovation attributes: relative advantage, 
compatibility, complexity, trialability, observability. 
 
The innovation-decision process: knowledge of 
innovation, persuasion, adoption or rejection of 
innovation, implementation of innovation, 
confirmation or acceptance of innovation. 

The progression of how an innovation 
is adopted and accepted by members 
of the social system within a certain 
period of time and through various 
channels of communications. 

Organizational 
adoption of 
innovation 

Decision to adopt an innovation by the organization after 
organisation became aware, formed an attitude towards it 
and evaluated the innovation (Frambach & Schillewaert, 
2002). 

Acquiring new product, organizational purchasing 
product or service, procurement processes 

Organizational decision to adopt 
certain innovations to make use of it 
by implementing them to its 
organization. 

Individual 
acceptance of 
innovation 

Acceptance of innovation on an individual level as the 
target 'user' group of the organization due to the 
realization of the intended benefit of the innovation 
(Frambach & Schillewaert, 2002). 

Actual usage, daily frequency of use, intensity of use The actual integration and continuous 
usage of innovation by the target 'user' 
group of the organization who adopts 
said innovation. 
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Fleet 
Decision-Mak
ing Structure 

Autocratic 
decision-making 
structure 

The decision-making structure is highly informal and 
centralized as decisions are made by one highly 
knowledgeable, involved and responsible individual in 
the daily fleet operation process. Decisions are made 
based on intuition and personal judgement rather than 
certain standardized analysis (Nesbitt & Sperling, 2001). 

- Small-sized, independent and local companies. 
- No or little formal standard operating procedures. 
- No detailed cost or life-cycle analysis conducted in 
the purchasing process. 
- Decisions are made by one highly knowledgeable 
individual. 
- Does not require many authorization processes. 

An informal and centralized 
decision-making process based on 
personal experience of one individual 
who is highly involved in the daily 
operation process. 

Bureaucratic 
decision-making 
structure 

The decision-making structure is highly formalized and 
decentralized. Decisions are made based on 
systematically pre-established routines and official 
policies (Nesbitt & Sperling, 2001). 

- Public and institutional organizations such as 
government-owned companies, non-profit 
organisations or universities. 
- Formal and strict structures, usually with 
standardized standard operating procedures available. 
- Detailed cost or life-cycle analysis conducted in the 
purchasing process. 
- Decision is made by an individual or manager with a 
position far from the fleet business. 
- Require many authorization processes. 

A highly formal and decentralized 
decision-making process based on 
pre-established rules and require 
many levels of authorization in 
deciding the outcome. 

Hierarchic 
decision-making 
structure 

The decision-making structure is highly formalized and 
centralized with one or two top-level individual(s). 
Decisions made are guided by the organizational policies 
and certain means of analysis although it is not strict, 
creating room for new innovation adoption (Nesbitt & 
Sperling, 2001). 

- Formal and standardized operating procedures 
available, although not as strict. 
- Detailed cost or life-cycle analysis conducted in the 
purchasing process. 
- Require many authorization processes, although not 
as strict. 
- Decisions or choices are initiated and made by 
top-level management who are aware of the process or 
fleet business itself. 

A highly formal and centralized 
decision-making process that follows 
standardized procedure, although not 
as strict, causing different adaptation 
in its implementation in different 
regions or departments. 

Democratic 
decision-making 
structure 

The decision-making structure is highly informal and 
decentralized as it emerged due to competing interests 
within the organization. Power is essential in this process 
- while it is distributed equally to the decision-makers, 
individual(s) with high knowledge about the fleet 
business issue might hold the greatest power (Nesbitt & 
Sperling, 2001). 

- No formal standard operating procedures. 
- No detailed cost or life-cycle analysis conducted in 
the purchasing process. 
- Decisions are made based on negotiation and 
compromise. 

An informal decision-making process 
where purchasing power is distributed 
equally to various decision-makers 
with competing interests. 

Table 2. Operationalized Derivation of Drawn Theoretical Concepts 
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Progressing to the next step, the created codes were grouped into certain themes that shared the same, 
relevant information, topic or patterns. Saunders et al. (2023) elaborated some considerations in 
determining the emerging themes, such as the recurring key concepts or topics within the extracted 
codes, repeating patterns or trends that emerged from the codes as well as the possibility if certain 
codes could be related to other ones. This process progressed to theme refinement, where coded data 
became more meaningful by synthesising it with other codes (Saunders et al., 2023). Refining codes 
was an interactive process as it allowed the data to be reorganized and thematically merged or 
separated. Once the themes were finalized by naming them, researchers could proceed to the final 
write-up of the analysis and present their findings (Saunders et al., 2023). 

3.5. Research Quality 

Qualitative research findings were oftentimes scrutinised due to its bias or subjective interpretation. 
Additionally, the lack of generalizability provided from qualitative studies was also regularly 
challenged as it investigated a niche or specific phenomenon that might not be applicable in other 
contexts. Due to these traditional evaluation views, Hirschman (1986) proposed four alternatives to 
evaluate the qualitative criteria that were more appropriate for humanistic research: credibility, 
transferability, dependability and confirmability. These four concepts could be compared to the 
traditional metrics of internal validity, external validity, reliability and objectivity (Hirschman, 1986). 
Fulfilling these four criteria could strengthen the study’s trustworthiness (Hirschman, 1986). 

Credibility refers to reporting the findings accurately in representing the research participant’s reality. 
To ensure the credibility of this thesis, this thesis employed data triangulation. Yin (2016) defined 
triangulation method as an analysis technique that confirmed the findings using two or more different 
sources or interviews. Specifically, the thesis used data triangulation, meaning comparing the findings 
based on the separate data sources (Yin, 2016). In this thesis, it would be achieved using the 
operationalized concepts and indicators (Table 2) that had been proposed and comparing the insights 
between the interviews conducted to both groups. Once there were no new insights that could be 
developed thematically through the coding process in NVivo, the research had achieved its data 
triangulation goal. 

Transferability refers to how qualitative findings can be applied to other contexts (Hirschman, 1986). 
This criteria directly addresses the challenges to the study’s generalizability, in which Hirschman 
(1986) argued for no two social contexts are identical, therefore, this thesis could not be generalized. 
By exploring the underlying motivations in fleet customers’ decision to adopt and accept EV as an 
innovation, these findings could be transferred to other corporate mobility contexts in the future, 
especially for new industry innovations or new market penetration. 

Dependability refers to the stability and internal consistency of the research process and interpretation 
(Hirschman, 1986). In the traditional research evaluation views, dependability is analogous with the 
term of reliability (Hirschman, 1986). Therefore, this thesis followed Yin’s (2016) suggestion in 
establishing a research protocol that could cover procedures of reliability checks. Additionally, 
maintaining a comprehensive audit trail was essential to this thesis as it reflected the changes and 
effort from the researchers in maintaining consistency (Lincoln & Guba, 1985). This process was 
simultaneously done with the data triangulation processes, as the work was done and captured in 
NVivo. 

Finally, confirmability refers to the qualitative equivalent to traditional objectivity, directly addressing 
the challenge of personal bias and subjective interpretations (Hirschman, 1986). In this thesis, the 
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researchers thoroughly documented and explained how the data was collected and analyzed through 
sections 3.3. and 3.4. Furthermore, the findings and discussion that would be presented in chapter four 
and five consecutively would always be tied to the theoretical concepts presented in the literature 
review and operationalized concepts that had been developed (Table 2). 

3.6. Ethical Consideration 
This thesis drew ethical consideration described by Saunders et al. (2023) in its data collection and 
reporting processes. All participants were required to sign a consent form (Appendix 3) signed by 
both the participants and researchers that clarifies the boundaries and the code of ethics adopted by the 
university of the researchers (Saunders et al., 2023). Furthermore, the consent form (Appendix 3) 
explicitly stated that the interview processes, both face-to-face and online interviews were recorded 
and would be accessed by the researchers as well as the potential access by the university (Saunders et 
al., 2023). 

The participants in this thesis were anonymized to keep their confidentiality, as some findings might 
refer to the participant’s own personal attributes and sensitive personal data (Saunders et al., 2023). As 
this research would differentiate the participants to two larger groups (see section 3.3.2.), the position 
or industry of the participants would be revealed to provide insights and answer the research questions 
presented in this thesis. 

3.7. Use of Artificial Intelligence (AI) 
This thesis used AI to transcribe the interviews conducted with the research participants. The software 
used is TurboScribe which could differentiate the speakers. However, all the conception and analysis 
done were made from the researchers’ own capabilities. 

4. Findings & Analysis 
This section will present the result of the conducted qualitative interviews and will be structured into 
three sub-sections. First, drawing from the experience marketing theory, the findings were developed 
based on the hedonic-utilitarian motivation and the intended beneficiary: (i) utilitarian-collective; (ii) 
utilitarian-individual; (iii) hedonic-individual and (iv) hedonic-collective. Each quadrant will present 
specific emergent themes. Second, we will present the theme emerged from the fleet decision-making 
framework. Lastly, we will present the emerging theme of EV as a sustainable innovation in the fleet 
business. 

The interview results captured the unique dynamics and multi-layered motivations that were present 
in the process of EV adoption in the fleet business. The interviews conducted with OEMs as the 
supplier confirmed the shifting phenomenon of procuring EV as company cars, replacing combustion 
engines. Additionally, the interviews with OEM representatives also provided insights regarding how 
companies as their corporate clients responded to the pressure of fleet electrification, while the 
interviews done with the end-drivers showcased how EV adoption experiences caused a change in 
behavior of car ownership. 

In particular, the interviews showcased the behavior of fleet customers, both the buying company and 
the end-drivers in a ‘‘user-chooser’1 scheme. This scheme was popular in the European region, 
especially for the Nordic markets such as Sweden and Norway. Through this approach, it further 

1 User-chooser: vehicles are selected by their users (Skippon & Chappell, 2019) 
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showed the opportunities and challenges OEMs, corporate clients and its end-drivers were facing in 
adopting and accepting EVs. 

4.1. Motivation of Fleet Customers in Adopting and Accepting EV 
While the hedonic-utilitarian motivational framework serves as the theoretical anchor in this thesis, it 
can only support in distinguishing the behavioral indicators that emerged from the interview results. 
Another subdimension that emerged in the interviews is the intended beneficiaries of the motivated 
actions, which could be distinguished into two groups: directed to fulfill individual goals or group or 
collective goals. Therefore, this thesis develops an analytical framework or map to help describe the 
motivational nature and intended beneficiaries (Figure 6). From the mapping, we distinguish four 
categories based on the types of motivation and the intended beneficiary. 

 

Figure 6. Fleet Customer’s Motivation Framework and Its Emerging Themes 

4.1.1. Category 1: Utilitarian-Collective Motivation 

This category describes how EV adoption and acceptance for corporate fleet customers are driven by 
the means of economic rationality, functional performance and operational aspects (Skippon & 
Chappell, 2019). The emerging themes in this category are derived from the interviews with OEM 
representatives who acted as both industry experts and direct contact with various procurement and 
fleet positions of large corporations. The findings show that organizational EV adoption and 
acceptance were motivated to achieve the companies’ sustainability targets and to benefit from 
various fiscal incentives. 

Meeting Sustainability Targets 
One of the key reasons for corporate clients adopting EV was to fulfill their Environmental, Social 
and Governance (ESG) targets which had taken priority in the last five years, where companies had 
re-evaluated their science-based target (SBT) initiatives in order to achieve the set criteria. Switching 
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their fleet vehicles from ICEV to EV was seen as one of these initiatives, especially with companies 
aiming and committing to be decarbonized by 2030 to 2040. 

“I think since about 2020, corporates have started to look at the science-based target 
initiatives, look at their ESG criteria. There's always been this deadline of a lot of 
customers have adopted 2030 as their cutoff. You've still got some who are adopting 
2040 as their cutoff for adopting EVs. But  I think as a whole, the majority of them 
are aiming for 2030.” 

Global Key Account Manager 

These targets and commitments translated into how corporate clients evaluate and choose the OEMs 
they would like to be their partner suppliers in electrifying their fleet vehicles. In large-scaled or 
MNCs, the procurement directors became the main stakeholders who were responsible in choosing 
which OEMs were included in the companies’ ‘fleet policy2’ or car choice list. The criteria today 
evaluated not only the OEMs’ reputation, offered vehicle models and pricing, but also heavily 
considered OEM’s supply chains, the product lifecycle including its end-of-life management, as well 
as other social responsibility practices. Herewith, the procurement directors as the companies’ 
representatives were able to justly score and assess the OEMs to be included in the list for their 
employees. However, unlike these large corporations, small-medium businesses or enterprises (SMEs) 
were still cost-sensitive in choosing their fleet vehicle, prioritizing the most efficient TCOs as well as 
taxation incentives rather than focusing on sustainability. 

“Sometimes it's the fleet managers but generally it's the procurement managers or 
directors who have the responsibility of implementing or choosing a manufacturer 
based on various criteria whether they're going to be allowed on a policy or not.” 

“So yeah there's a variety of subjects which go towards giving us a… an overall score 
and then based on that score it's whether we are allowed to go on policy or not.”  

Global Key Account Manager 

Tax and Other Financial Incentives 
With the industry and market gravitating towards EV as a more sustainable innovation, the OEM Fleet 
Business & Sales Manager shared that adoption of EV was supported by various incentives and 
benefits a corporate with fleet cars could get as both a fleet customer and employer, particularly in the 
Northern European market. As an employer, opting for an EV may result in a lower salary tax 
compared to choosing ICEV. This was considered as a benefit companies were mainly attracted to, on 
top of lower Total Cost of Ownership, lower mileage and other operational costs. 

“If I take Sweden as an example… the employer will enjoy a benefit tax discount if 
they choose an EV instead of an ICE car. And that benefit tax discount is affecting the 
employer positively by reducing their taxation, so, the salary tax that they have to pay 
for my car is cheaper than if they allow me to take an ICE car.” 

Fleet Business & Sales Manager 

From an OEM perspective, tax incentives and discounts became the main reason why corporate 
clients decided to adopt and have EV within their portfolios, in comparison to achieving certain 
sustainability targets or shaping certain brand image of corporate would like to have. 

“So all these incentives are steering the attractiveness of EV. But if we were to remove 
all of these incentives.. Um, then I’m sure… we would see a decline in the request for 

2 Fleet policy: a set of formal rules and guidelines an organisation uses to manage company-owned or leased vehicles. Includes the car choice list. (GE Capital, 2011). 
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an EV. Because it’s… The sustainability part of having EVs in your fleet is not strong 
enough, uh, to compensate for a loss of the monetary incentive.” 

Fleet Business & Sales Manager 

Beyond the tax benefits and incentives, corporate clients tended to prioritize the traditional fleet 
financial and operational metrics, such as Total Cost of Ownership which included maintenance, 
insurance and lifecycle costs. To have and maintain the costs as competitive and attractive as they 
could be, OEM often tailored its sales and communication strategies by offering fleet-exclusive 
vehicle models and packs (often called the ‘business edition’ models) or bespoke discounts for each 
client to enhance its value preposition.  

“For this fleet manager… The main thing we need to convince them is the total cost 
of ownership. So, here, everything from the price of the vehicle… if we have a fleet 
edition or business edition offer, which lowers the TCO… If we have wheels that are 
not driving an excessive tire maintenance cost…(...) 

So, from that strategy, we find an offer that is attractive and which gives a competitive 
TCO… we look at competitors, what are their TCOs and we try to fit ours in… in a 
competitive way. That’s the door opener to get the car into the policy, obviously also 
our… our bespoke design comes into place here as well. When we visit [Client] for 
example, we need to have a bespoke attractive discount for them to accept us as well. 
So that’s the first part.” 

“Ensuring that the price offer is correct for the TCO and the public price offer is 
attractive for the benefit taxation. And then, of course the product offer is adapted so 
that the… the car itself is uh… interesting for the user chooser.”  

“So it’s very, very customer specific on what we focus on, when we do the sales job. 
So, a natural first meeting with a client always consists of them… us, asking them 
questions… Tell us about your car policies or tell us about your fleets, tell us about 
your demands, et cetera, et cetera. And then, we can formulate an offer and a pitch to 
try and convince them.” 

Fleet Business & Sales Manager 

Removing the element of tax and other fiscal incentives might impact drastically the lower demand 
for EV in the wider society. This was another reason why EV adoption was important and should 
begin from fleet or corporations, as the monetary incentives were higher and more beneficial to be 
shouldered by the fleet business rather than by private individuals. 

“So all these incentives are steering the attractiveness of EVs, but if we were to 
remove all of these incentives… Um, then I’m sure uh, we would see a decline in the, 
in the request for an EV.”  

“The monetary incentive is, is why we also see in fleet, why the EV share is so big 
compared to a private individual because the… the monetary incentive is higher for 
those companies than private individuals.” 

Fleet Business & Sales Manager 

In addition to the tax and financial incentives received by the company, corporate clients also paid 
attention towards the tax implication which needed to be paid by their employees as the end-drivers. 
Companies had to move away from premium OEM brands and sought manufacturers who could 
provide EVs in a higher-volume for lower prices to not financially burden their employees while 
keeping up with the overarching fleet target to become fully electric. This became another challenge 
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for the corporate clients in presenting desirable vehicle selection that might not align with the 
employees’ own preferences - therefore creating tension between corporate clients who strived for 
cost efficiency while meeting sustainable targets and its employees who have their own motivation 
and preferences towards owning a company vehicle. 

“Because the corporates have the obligation to be fully electric, they're obviously 
concerned that they don't want to pass taxations onto their drivers. So… quite a lot of 
corporates are changing… let's say moving away from premium brands and offering 
smaller um… more volume-focused manufacturers to be able to allow the electric 
vehicles to come into policy. (...) They have to try and find ways to to offer something 
attractive to their drivers because they know they've got to drive an electric vehicle 
and offer them a bit more of a choice.” 

Global Key Account Manager 

4.1.2. Category 2: Utilitarian-Individual Motivation 

This category describes how utilitarian values are still driving the adoption and acceptance of EV, 
although the goal is to fulfill individual needs rather than for the collective good. The emerging theme 
in this category is derived from the interviews done with the end-drivers who were also the owner of 
the EV and employees of certain companies. Although they were permitted with car benefit, they still 
needed to pay a certain amount of money as they procured it with a personal leasing scheme (in 
Sweden: personalbil). Therefore, the end-drivers were still motivated with various utilitarian values in 
adopting and accepting EV to justify their purchase. 

In this category, there are two emerging themes, which were (i) how the end-drivers as employees 
used the benefit car as their everyday car, and (ii) their charging experiences. 

The Company Car as The Everyday Car 
While various financial incentives and operational efficiency were the primary factors that drove 
companies to adopt EV, end-drivers were mostly motivated by how EV could support their daily 
mobilities in a more cost-efficient manner. 

“It’s very beneficial to drive a car, both to work, but also for private reasons.” 
Driver 1 

The end-driver group noted similar experiences of using their company vehicles not only for work 
purposes, but also using them for personal reasons such as travelling for vacation and daily errands. 
They actively evaluated their routines and how having a car would help them, including if having an 
EV was enough to support them before making the decision to adopt said vehicles. As the everyday 
car, the participants also included their family or living situation that could benefit from the offer too. 

“Then also thinking about its short-term commute. Like, we were just driving for 
work and grocery. We were not… So, then I feel like using electric car is fair 
enough.” 

Driver 2 

“So for me, it’s more or less like… dropping off my son first, and then come to the 
office. Or I came here usually three times a week, and two times it’s working from 
home. And when I am, I don’t have my car with me, then my husband is driving to… 
drive my son to activities, et cetera.” 

Driver 3 
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Utilitarian factors that further influence the end-drivers’ motivation in adopting EV are mostly tied to 
mileage, after-sales services and insurance. The end-drivers of this thesis shared that they procured 
their EVs through the Swedish personalbil scheme and mentioned that they did not have any mileage 
limitations with their current owned company vehicles, which was considered an added benefit and 
attractive offer. 

Other utilitarian factors that contributed in shaping the end-driver’s experiences of owning a company 
vehicle were the after-sales services or maintenance and insurance. One respondent shared that having 
free repair services for their cracked windshield positively influenced their experience in owning a 
company vehicle and would seek for similar service or benefit if they were to change companies in 
the future. Insurance also became an attractive point that motivated end-drivers to own a company 
vehicle. Both of these reasons were related to the cost and administrative burdens that the end-drivers 
as employees did not have to face, unlike if they were to own the vehicle themselves or privately. 

“I mean the easy and beneficial part of having a company car is that you don't need 
to care about service. (...) So, as I have a company car, it’s all covered by the 
company. (...) Because, if you have it privately, you need to take that, cover those 
costs yourself.” 

Driver 1 

“I can also lease the car internally… because I prefer to lease the car. It’s almost 
double benefit than normal leasing. (...) I think I would highly consider about that… 
(...) So, I’ve been gone through those insurance and contact those insurance company 
and service center. And I know how complicated if you own a car yourself.” 

Driver 2 

These motivations were recognized by the OEM, who identified that end-drivers – especially the ones 
coming from a ‘user-chooser’ scheme – tended to have their company car as the primary vehicle and 
did not have a second car in their household. Therefore, fulfilling the basic functionality of the vehicle 
for the end-drivers was important for the OEMs in making an attractive offer to its corporate clients.  

“If you have a company car in your employment contract, you normally don’t have a 
second car. You would have the company car as your main car so it needs to fit your 
family. It needs to be… the one car you take for your vacation, et cetera, et cetera… 
So, that’s why there are some… basics that the car and the brand need to fulfill.” 

Fleet Business & Sales Manager 

Charging Experiences 
Notably, the most significant utilitarian factor that motivated EV adoption among the end-drivers was 
about charging accessibility. This was mainly caused by the behavioral transition from owning ICEV, 
where the cars were fueled by petroleum, to owning EV where it required electrical charging. While 
positive experiences in EV charging could lead to individuals becoming comfortable in using the 
vehicle and promoting the model and OEM brand, negative experiences would do the opposite. 

“It’s also easy to get a place to charge. Yeah, I mean, the longer we’ve been… I think 
it’s to Oslo… from Gothenburg to Oslo, or to Copenhagen as well. So all the trips 
were like super nice chargers everywhere.” 

Driver 3 

Particularly in Driver 1’s case who had owned two EV models, negative charging experiences with 
the newer model caused them to prefer the older one more. 
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“Well, I did actually like the [Car X2] more. It was a bit smaller, but I liked it because 
everything worked. It was easy with the charging, the range was good. It felt good 
when I was driving. And yeah, because the charging is very important since it’s an EV 
car. I think it was super fast in charging. And it always worked, there were no issues 
with the technical parts or anything. (...) In general, I would say I like the [Car X2] 
more for me.” 

Driver 1 

Additionally, the EV’s software integration with its information-entertainment system was an 
important element in influencing the experience of EV adoption. Driver 1 described owning an EV 
was similar to owning a computer or smartphone, where the OEM would fix software issues and do an 
update in which the driver could accept or not. However, these fixes and improvements often were 
trade-offs, meaning while one issue (e.g. charging) was resolved, it was compromised by another 
software (e.g. navigation system), in which the driver felt slightly unsatisfied and somewhat bothered 
with the continuous updates. 

“So, an electric car is kind of like a computer. So, you do updates all the time. And it 
feels like it has been a lot of updates. But when I do updates in one way, it works 
better with charging, but less good with the Google Maps, for instance. So it's a little 
bit of the differences…” 

Driver 1 

Another aspect of charging infrastructure that was experienced by the end-driver respondent groups 
was related to the availability of fast charging networks which was less than the regular charging 
stations. Both Driver 2 and 3 highlighted the importance of adding more fast charging networks to 
improve the overall experience in owning EV. 

“Like, for example, when you charge the car, it takes a long time, right? It takes some 
time, even though it's fast charging. Especially in Sweden. (...) Because I know they 
have that type of things for… if you own a house. If you install their charger. So, they 
have some benefits for you.” 

Driver 2 

“Uh, the main issue was finding a fast charger close by where I was living before. So 
this was something that I… maybe it would be harder to have an EV. But since I was 
joining the company, which is available here, everywhere… then I mean, this one was 
not uh, something that… It was not an issue at all ” 

Driver 3 

These findings and issues were confirmed from the OEM’s perspectives, recognizing that charging 
became one of the key factors in driving EV adoption in the society. Charging infrastructure and 
networks were considered essential in accelerating EV adoption and acceptance in society. 

“But the main concern in fleet is range, you know… What if I need to… What if I’m 
on a job, and I’m going to waste time at a charging station?” 

“Yeah, I think that is the main driver behind whether a person takes an EV or not… 
The… the possibility to charge at home or the possibility to charge on the road, 
because that’s their main fear that they’re going to run out… they’re going to run out 
of battery.” 

Global Key Account Manager 
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4.1.3. Category 3: Hedonic-Individual Motivation 

This category explores how EV adoption and acceptance are motivated through emotive elements and 
past experiences of the fleet customers. The result in this category is derived from the interviews done 
with the end-drivers who selected their EVs due to certain hedonic imageries and experiences related 
to design and performance. Additionally, EV ownership can also be seen as a meaning to fulfill both 
individual and collective goals. 

Therefore, in this category, we will present two emerging themes, which are (i) how design and 
performance attributed to the end-drivers’ EV adoption and acceptance process and (ii) how EV 
ownership could symbolize certain status or images of the end-drivers. 

Vehicle Configurability 
Complementing the utility-driven motivation in leveraging the company car benefit as their everyday 
car, the end-drivers’ were also keen to adopt EV primarily due to its configurations, specifically the 
vehicle design. With design, EV offered ‘good looking’ cars that could attract and push end-drivers’ 
adoption, on top of price and engine selections. 

“I am a car brand nerd. So I like the nice, good looking cars. So, I would choose first 
the design, I think. And then price.” 

Driver 1 

“And then, I chose, uh… the best option for me in terms of.. Um… price as well… 
monthly price and also the color I wanted, these kinds of things.” 

Driver 3 

The discourses of EV design were also closely related with the offered range of colors. As the 
end-driver respondents in this thesis were operating under the ‘user-chooser’ schemes, colors became 
an essential aspect in the driver’s consideration, as the end-drivers were willing to pay an extra cost to 
get the colors that they wanted. 

“So… at that time I chose, I think the basic one, uh, but then the colour, it was 
something that I wanted. So… I… I paid a little bit extra to have a certain colour.”  

Driver 3 

Aside from colors, the respondent shared that employees with car benefits also had the opportunity to 
select the engines and performance packs through the ‘user-chooser’ scheme. If the selections to the 
vehicle model, color and packs were limited in stocks or an exclusive period of time, it reflected 
negatively on the employees’ experiences. 

“Yeah, I would say that giving more options to us to make the choice, it’s a good one. 
(...). Yeah, because for this time for example, for [Car X4], I think I had only three 
options with the same long range dual motor, I think or, single motor, I’m not sure. 
But there was only one option for engine, two options for colours, two or three 
options only. (...) And also, I mean, the pack options, they were just two options, I 
think, either the business edition that we have everything on the basic, basic one. 
So… I think it would work if we have more options.”  

Driver 3 

These findings were acknowledged by OEM and its corporate clients, becoming an insight for the 
stakeholders in shaping and creating their fleet policies that extend to tailor the end-drivers’ needs. 
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“An end-driver… it will be performance, it will be design. I still don’t think… I mean, 
you do have some very socially responsibly aware people, but the majority is still 
very… Is it a nice car? Does it drive well? Am I getting a good value car, et cetera.” 

Global Key Account Manager 

The End-Driver’s Symbolization of EV Ownership 
In close relation to the Vehicle Configurability theme from the previous section, the end-driver’s 
motivation in EV adoption is to project images or status that were more self-oriented in nature, to its 
social circle. This is a confirmation of how the companies and in an extension, the OEM, leverage the 
car benefit in attracting and retaining talents. This phenomenon was particularly relevant for the 
countries operating under the ‘user-chooser’ scheme such as Sweden and Germany. 

“If I am a competent person who is applying to two jobs at two different companies 
and uh, I am getting a [Car X4] at one company and the other company says… nah 
you will drive a [Car N] then I would say, no thanks, I don't want a [Car N] so I will 
take the other job and then I will go and sign the employment agreement with the one 
who is offering me a nicer car. That is very, very common.” 

Fleet Business & Sales Manager 

From the end-driver’s perspective, EV ownership symbolization was closely tied to how the OEM 
brand was perceived and associated by the wider society. This meant that someone who owned certain 
OEM brands or EV in particular could be associated with certain qualities such as ‘trendy’, ‘cool’ or 
‘not old’. 

“It’s a new automotive company. And it was quite trendy at the time. (...) And within 
the brand, it’s a trendy company. It’s innovative.” 

Driver 1 

“It feels more like tech and trendy. I felt old to have a gas car… So now I feel new. 
(...) I mean, it feels like you are now in time. So, I think that’s more… it feels more 
fresh in one way. And you always have a gas car, it feels like you are in the last 
generation. (...) So, it feels older in that sense. And the EV car feels new, you know. 
Trendy.”  

Driver 1 

As employees of certain OEMs, the participants felt a sense of belonging and kinship with their 
company as well. These employees were leveraged as pioneers and brand ambassadors to the 
outsiders. The employees themselves found that sharing the experience of becoming an owner and 
driving the EV were important to distribute the message and promote the brand.  

“It’s very nice to be like an employee and also to experience the car, not only like, to 
have it for myself, but to have the experience that we are, you know… you know, 
perform here to show in some kind of message (...) To other public, not only within the 
company, but outside to show the passion of the company. And this is a cool car. This 
is a nice car. I know that, because I have myself this car. 
 
So it’s hard to say when you don’t have a car and then you need to talk about it. 
Sometimes, you don’t agree with something… The company is super common, but 
then since you are experienced with this, I think it’s super nice. (...) Yeah, it makes me 
more part of the company itself.” 

Driver 3 
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4.1.4. Category 4: Hedonic-Collective Motivation 

The final category explores how EV adoption and acceptance are hedonically motivated to fulfill a 
collective goal. The emerging themes are derived from the interviews done with the OEM 
representatives as an expert and supported by the end-drivers as the employees with car benefits. 
From the OEM perspective, providing EV could be seen as a strategic tool for companies to attract 
and retain their talents. This theme also relates to the second emerging theme, which is the EV 
symbolization from an organizational point of view. 

Attracting and Retaining Talents 
While switching and adopting EV could be seen as a strategic move for companies to meet their 
sustainability targets and secure other fiscal incentives, electrifying their fleet vehicles could be seen 
as a strategy to attract and retain employees. By offering and providing their employees with company 
vehicles from the curated OEMs, corporate clients could create an attractive benefit or compensation 
in recruiting new talents, while fostering loyalty within their existing personnel. 

“The car is seen as a retention tool for their staff… so that they will offer them 
premium cars as an incentive to retain their kind of loyalty, if you like, so… A benefit 
car is used as just that. (...) 
Especially the likes of auditing companies like [Audit Company D] and [Audit 
Company E] and… they really use that as an incentive to attract… attract 
employees.” 

Global Key Account Manager 

The ‘bottom-up’ approach was particularly seen among corporate clients who implemented the 
‘user-chooser’ scheme, where the employees as drivers had a bigger role in influencing their fleet 
managers to accept or adopt certain OEM brands or vehicle models. Therefore, corporate clients were 
also responsible in ensuring that the vehicle models that had been allowed in the company’s fleet 
policy were attractive enough for their own employees. The Fleet Business and Sales Manager then 
also shared this phenomenon might also be motivated by how the general society still viewed car 
ownership as a projection of certain status or symbols. 

“But the interesting part also here, in some of the… in many of the user-chooser 
markets is that… the user-chooser, the driver collective, all the employees… they 
normally also have quite a big influence on which brand is accepted. Because, in the 
user-chooser markets, the car… the company car allowance is seen as a major part of 
your compensation package.” 

“So this is also why company fleet managers… they need to ensure that the cars they 
allow in the policy is attracting talent. Because if the cars are too s***** in the car 
policy, they will have issues attracting talent to the company.” 

Fleet Business and Sales Manager 

This theme shaped the end-drivers’ own expectations in the future if they were to change jobs or 
employers, as they would like to keep this benefit as an employee as they found this benefit to be 
attractive and useful. 

[Question: If you want to apply for a job in another company, do you think it’s an 
attractive point for you?] 

“I mean, yeah, I would say so. (...) so, I think… depending on what they can give to 
me. And the price of course. (...) I think no, maybe a hybrid. If that’s available, 
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because you can choose to drive electric. (...) But I don’t think I would go back to 
only gas ” 

Driver 1 

“I think if I find another job they have to compensate that part. Like, either they 
compensate with money that I can pay for a car.” 

Driver 2 

This finding aligned closely with the end-drivers’ hedonic motivations in owning or procuring EV 
from their employers, which would be discussed in the next section. 

Organizational’s Symbolization of EV Ownership 
Corporate clients as employers still viewed the symbolic EV ownership as a strategic and calculated 
move. Beyond the idea of offering car benefits to its employees as an attraction and retention tool, 
corporate clients as employers recognized that car benefits should also be used to project certain 
symbolic status. This was especially relevant especially in the ‘user-chooser’ accustomed countries 
such as Sweden and Germany, where employees had the ability to choose and influence their 
employers’ fleet policies. 

“If I am a competent person who is applying to two jobs at two different companies 
and uh, I am getting a [Car X4] at one company and the other company says… nah 
you will drive a [Car N] then I would say, no thanks, I don't want a [Car N] so I will 
take the other job and then I will go and sign the employment agreement with the one 
who is offering me a nicer car. That is very, very common.” 

Fleet Business & Sales Manager 

Additionally, this idea also shaped how corporate clients and their OEM partners design the relevant 
fleet policy to their end-drivers. This included how corporate clients decided in dividing the employee 
tiers and how the OEM’s vehicle models could fit within those tiers and certain images of the 
employees’ managerial levels. 

“No, generally we kind of start at middle management. So [Car X2] would be 
targeted at middle management and then we go up the levels.” 

Global Key Account Manager 

From the end-drivers point of view, adopting and using EV was more to fulfill self-oriented goals, 
rather than to achieve a strategic meaning. However, the end-drivers as the employees were aware of 
the company’s intention in procuring certain models or OEM brands, especially for employees who 
were working at said OEMs. 

“But as we are working for [Company X] and we're driving [Car X]. Of course they 
want our cars on the road… To get brand awareness and visibility.” 

Driver 1 

Another interesting finding that emerged from the conducted interview was associating car ownership 
with patriotism. Regardless of the vehicle models, there was a tendency for the end-drivers to choose 
the OEM based on their country of origin, especially in the European countries. While OEMs with 
rich heritage such as Brand-V in the Northern European region may have an easier penetration for EV 
in the society, OEMs such as Brand-X and the other newer or emerging brands might face more 
challenges due to lack of resources and associations. 

“We have enjoyed a lot of positive things from being a Swedish brand that is 
developed here in Sweden with the heritage and close cooperation with [OEM V] 
compared to a few other brands that are also similarly new on the Swedish market.” 
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Fleet Business & Sales Manager 

4.2. The Current Reality of Fleet Decision-Making Processes 

The interview results with the OEM fleet representatives follow several aspects of the Nesbitt and 
Sperling’s (2001) fleet decision-making structures. The interviews capture the dynamics of fleet 
business and sales between OEMs and its corporate clients, which were largely MNCs, in which the 
Global Key Account Manager shared that most of the decisions were taken from a top-down 
approach, including the need or pressure to electrify the company fleet through EV adoption. 

Upon further examination, Nesbitt and Sperling’s (2001) framework mainly focuses on the 
decision-making processes and factors that only happened at the corporate client side and by an 
extension, the OEM side. In this thesis, there are two other stakeholders that emerged who also have a 
significant influence in the company’s fleet decision-making process. The first stakeholder is the 
employees or the end-drivers of the procured EV who had the ability in influencing the company’s 
fleet policy, especially in countries who implemented the ‘user-chooser’ scheme. The second 
stakeholders are the government and/or policy makers, who had an indirect impact and power in 
accelerating or stagnating EV adoption and acceptance in the wider society. 

Therefore, to identify and clarify the role of stakeholders in the layered fleet decision-making 
processes, we present an analytical framework that divides the stakeholders based on their societal 
level (Figure 7). The end-drivers represented the microlevel unit, while the government and/or policy 
makers represented the macrolevel unit in this interaction. The existing stakeholder, which were 
corporate clients and OEMs, became the mesolevel representatives as they bridged the interaction 
between end-drivers and the larger automotive industry or market. 

 

 

 

 

 

 

 

 

 

 

Figure 7. The Multi-Level Stakeholders in Corporate Fleet Decision-Making Processes 

4.2.1. Microlevel: Addressing The Essential Role of End-Drivers 

As this thesis investigated the fleet business in the European context, specifically in Sweden and other 
Northern and Western European markets, the end-drivers became an important stakeholder in a fleet 
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business process as these regions largely implemented the ‘user-chooser’ policy. This became crucial 
as the end-drivers had the ability to influence the fleet policy or company car selections that impacted 
their whole companies. 

“The second part, the other stakeholder, which is the user chooser. Because if you 
have 15 different brands to choose from, how do we make sure they pick our brand?” 

Fleet Business & Sales Manager 

This was primarily driven by hedonic motivations that oriented both in the self and collective levels. 
From the perspective of individuals or end-users, vehicle configuration and EV ownership became 
very important to project a certain status or symbol in their social group. This circled back to the 
company’s strategy in offering EV as car benefit to attract new talents and retain their existing ones 
where the company as an employer took a conscious and careful approach in designing their fleet 
policy to be attractive. 

Additionally to designing the fleet policy or car models selections, the role of end-drivers in 
influencing fleet decision-making processes could also be seen from how OEMs would collaborate 
with their corporate clients in designing bespoke discounts and also launching fleet exclusive EV 
models. This showcased how powerful the end-drivers’ inputs were, as it managed to influence not 
only their employers but also putting pressure on OEMs in creating and launching exclusive models 
for their fleet segments. 

“If you want to be successful within these user-chooser or in the fleet market, you 
need to have a marketing communication that is directing to these customer types. 
(...) You heard in the office all this talk about the business edition where every 
colleague is like ‘Yes, business edition! I, finally, can save some money!’ So that’s 
another thing that is… is really important.” 

Fleet Business & Sales Manager 

On top of the hedonically-driven motivations, the OEM representative also shared that the marketing 
communication needed to be tailored not only to the fleet managers of the companies, but also to the 
end-drivers. It was a crucial aspect especially when it came to brand awareness as it was highly 
associated with the OEM’s own market share. Therefore, while in the business OEMs were primarily 
negotiating or communicating with the corporate fleet and procurement staff, they still needed to 
reach more awareness, even to the individual users.  

“But you can also see that the awareness of the people we are asking in this brand 
awareness questionnaire corresponds perfectly to the market share of these brands. 
So, if you have low brand awareness, your market share is probably low as well. So 
it’s… It’s really, really important to keep that also in mind.”  

Fleet Business & Sales Manager 

The end-drivers were also able to influence other drivers through communities in digital spaces or 
platforms, similar to how consumers in B2C settings promote and review brands, products or services 
through word-of-mouth. These digital spaces became an engagement platform between all the 
end-drivers in sharing their own experiences with the EV as well as other information such as 
software updates. 

“Also, if we are… like experiencing some issues with the software or something, it's 
good to know because everyone… there is a community for the internal owners and 
you can report there as well.” 

Driver 3 
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In summary, the end-drivers had the ability to influence their employers on certain car models that 
should be offered as a company perk as well as the OEMs to launch exclusive vehicle models. 
Furthermore, the OEM should also understand the behavior and needs of the end-users themselves to 
increase awareness and become the preferred OEM brand of both the end-drivers and the company. 

4.2.2. Mesolevel: Addressing the ‘Pressure Sandwich’ 

In MNCs clients, the findings showed that OEM representatives mostly interacted with the global 
procurement directors or fleet managers as their corporate client’s main stakeholders. Both the fleet 
manager and global procurement directors were the entities responsible in deciding and implementing 
which OEM and its offered vehicle models within the company’s fleet policies. 

“First of all it’s the fleet manager of the company who decides if they’re going to 
include us in the policy or not. For this fleet manager, the main thing that we need to 
convince them is the total cost of ownership.” 

Fleet Business & Sales Manager 

“It is predominantly the procurement directors that we speak to. Sometimes it's the 
fleet managers, but generally it's the procurement managers or directors who have 
the responsibility of implementing or choosing a manufacturer based on various 
criteria whether they're going to be allowed on a policy or not.” 

Global Key Account Manager 

The global procurement directors further had the responsibility and authority in establishing the 
criteria for the fleet policies as well as the scoring card for OEMs. This signaled that the overall 
process for corporate clients in selecting the OEMs was structured and formal, as the stakeholders’ 
judgements and decisions were based on objective assessment through tenders. Additionally, with the 
need for EV to become part of the company’s fleet policy, the corporate clients started to release 
questions that measure and assess the OEM’s commitment to sustainability, including their supply 
chain, product lifecycle and other social aspects that would also influence the OEM’s score.  

“So there's always questions related to sustainability, um, always questions related to 
the range of the vehicle, the battery capacity of the vehicle, how we recycle our 
batteries at end of life… But also our, uh, our kind of human resources policies. So we 
always have questions on diversity, inclusion, anti-slavery, uh those type of topics and 
a customer will weigh you. There will be weighted questions and however you 
respond is how you kind of get your score.” 

Global Key Account Manager 

In particular, this referenced not only to the designation of the stakeholders, but also by its geography 
hierarchy, meaning that the decisions were made from the global to country or local levels. 

“I mean, quite often, it’s a top-down approach, you know. (...). So, they… they have 
an obligation, they will do it, it’s just staged as to… when… But it’s a top-down 
approach. It’s… you know, it’s always decided at the board and I think every large 
corporate customer you would speak to would say yes, we have, we have a target to 
do it.” 

Global Key Account Manager 

From the OEM's perspective, decisions or mandates may be approached from the top-down view, 
however in reality, the local level had its own authority in setting and executing their own fleet 
practices. The global representative took a supportive role in suggesting and pushing solutions to its 
global counterparts, but in the end, the executions were spearheaded at the country level. 
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“Our team is a bit different, because we’re a global team, we can’t influence… We 
can suggest, though. (...) But if the country… because they’re responsible for their 
own margins, their own P&L… If the country is being more reserved or needs to 
make a bit more money, then we can’t… we have no influence. (...). We add value and 
we have that relationship with the global customers and can push them out to the 
markets. But it’s the key account, each key account managers in each market… That 
really have, they have the influence over drivers, over the corporate customers.” 

Global Key Account Manager 

The OEM representatives also had previous experiences in engaging with small and medium 
enterprise (SMEs) customers. Establishing the company size was important for OEMs as it tied to 
how each type of corporate customers make and implement certain fleet decisions that impact their 
whole company. The biggest difference was the vast resources MNCs had when it came to finances, 
time and human resources as they were ultimately larger than SME clients. 

These findings align with Nesbitt and Sperling’s (2001) hierarchic structures, where the decision 
processes are highly formalized and centralized at the global level, but there is still room for 
autonomous decisions by local offices in executing the business mandates. This structure also can be 
seen in the category 1 (utilitarian-collective) motivation, where the decisions to adopt certain EV 
models or OEMs were done through various assessment and scoring. 

Furthermore, these findings add more nuance to the Nesbitt and Sperling’s (2001) frameworks, 
especially on the important role of external parties to the decision-makers in the companies. The 
framework of Nesbitt and Sperling (2001) had captured how external pressures from the government 
and policy makers could influence the decision outcomes, creating a tension between policy 
implementation from the government and the fleet corporate client’s own business goals. However, 
another stakeholder that should be considered in influencing the fleet decisions is the employees or 
the end-drivers as the vehicle owners, especially in countries or regions who operate with the 
‘user-chooser’ schemes such as Sweden and Germany. This scheme decentralizes the long-standing 
hierarchical approach that large corporations mainly implemented in their fleet businesses. 

By introducing the employees or end-drivers as an essential stakeholder, the decision-making 
framework shifted into democratic structures, where the power was divided equally to the parties 
involved (Nesbitt & Sperling, 2001). Therefore, the company and its OEM partners, become the 
mesolevel unit in the fleet business dynamics who existed to address and navigate the needs between 
the employees or car owner and the pressure of fleet electrification as a solution for decarbonization 
from transportation-related emissions mandated by the policy makers. 

4.2.3. Macrolevel: Addressing the Wider Policies and Infrastructure Readiness of EV 

The fleet OEM representatives’ interview results align with Nesbitt and Sperling’s (2001) argument of 
how external parties such as the government and policy makers had the power in influencing the 
company’s fleet decision outcomes. The mandates from these parties were received by the company’s 
board members and executed through a top-down, mainly hierarchic approach. Although these 
external parties did not have direct or intense communication with the company, OEM fleet 
representatives, and more so the end-drivers, their influence and country-wide policies could alter and 
significantly impact the EV adoption processes in the society. Within the European region, the country 
government’s stances and priorities could become the determinants in either accelerating or 
obstructing EV adoption in the society. 
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“It changes really… from country to country and on a yearly basis depending on 
which government gets into office and which government kind of prioritizes 
sustainability. So it’s a really political conversation as well, but on the whole… 
Corporate customers know they have 2030 as a deadline and they’re aiming to get, 
uh, to transition.” 

Global Key Account Manager 

Furthermore, OEM fleet representatives noted that the current challenges in accelerating EV adoption 
were rooted in the macrolevel factors, rather than within the individual or organizational units. Firstly, 
high prices of EVs, and by extension, other alternative fuel vehicles (e.g. hybrid and plug-in hybrid 
EVs) were persistent due to the continuous production and new technology implementation 
surrounding these vehicles. These production costs were caused by the escalation of Low Emission 
Zone (Swedish: miljözon) legislation, which forced the produced vehicles to meet gold emission 
standards. However, the rapid interval of each legislation caused the OEMs to not be able to amortize 
their product investment, resulting in the significantly inflated buying prices of EVs sold in the 
market. 

“I think a lot of it comes from the costs of EVs are still very, very high if you compare 
it to an ICE car. And this… it’s not only EVs that are expensive, it’s also PHEVs and 
HEVs. But all the new technology is fairly expensive and this all comes from the 
legislation in terms of automotive from what cars can emit and these Euro 
classification laws… Euro 4, Euro 5, Euro 6. These laws in the EU have escalated 
very, very rapidly. So car manufacturers have been forced to develop EVs and PHEVs 
at a rate that is insane.” 
 
“Compared to an ICE engine which has had almost no development cost since the 
nineteen… I don’t know, what, 1920s when the combustion engines was fairly 
discovered…. So if you compare the development cost of all the technology that has 
really skyrocketed due to the legislation in the last 20 years, the production costs have 
increased like crazy.” 

Fleet Business & Sales Manager 

Departing from this notion, the OEM fleet representatives acknowledged that relying only on 
individual or private car owners in accelerating EV adoptions was impossible as the financial strain 
was too big. They further acknowledged that accelerating EV adoption needed to be incentivized for 
the customers, both fleet and private, such as implementing malice taxes on ICEV to slow the buying 
rate and force the market to adopt EV. 

“This is also why governments are forced to do incentives on EVs and electrified 
vehicles to mitigate this cost boom in the cars. (...) That’s the major blocker I would 
say in the adoption to EV, that for the average Joe, it’s way too expensive to… to swap 
to an EV car.” 
 
“The governments in Europe at least nowadays are trying to escalate the transition to 
electrified vehicles by also… in some market imposing malice taxes on the ICE cars, 
making them more and more expensive.” 

Fleet Business & Sales Manager 

Another challenge that may hinder EV adoption and acceptance that was addressed by the fleet OEM 
representative was regarding the infrastructure readiness, especially relating to range capabilities and 
charging for the EVs. According to the interviews, the EV infrastructures should not only be available 
in the country’s major cities, but should also cover rural areas of said country. Without proper 
charging networks and infrastructures, drivers from both the individual and fleet segments could 
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potentially develop range anxieties, as they would not have enough assurance in driving long 
distances. 

“That’s the main thing that will influence somebody to buying an EV, well range and 
infrastructure. (...) In certain countries and not just focuses around the main cities. It 
goes more inland… EV adoption would be so much easier. 
 
You know, Spain, in the cities they… you know, they have really good fast chargers, 
but in the rural areas, because Spain is massive… In the rural areas, you know, 
somebody going from Madrid to Malaga would potentially won’t drive an EV because 
they don’t know if they’re going to be able to charge or when they get to the charging 
point, whether they’re going to have to wait. 
 
So I think, countries need to, or local governments really need to improve the 
infrastructure. I don’t think that is going as fast as the government has imposed.” 

Global Key Account Manager 

Additionally, charging infrastructures should also include the availability and readiness of home 
chargers on top of charging stations. According to the OEM fleet representatives, a lot of people were 
either renting their homes or living in apartments rather than landed houses, therefore unable to 
provide home charging installations and creating another hindrance to EV adoption. These 
infrastructure challenges were taken into consideration by the corporate clients in their decision to 
electrify their fleet. If the infrastructure were not adequate, the corporate clients might be hesitant to 
push EV in their fleet policies for their employees. 

In response to these challenges, the corporate clients and their OEM partners viewed the government 
to be the responsible stakeholder for improving EV infrastructures. They further argued that the 100% 
vehicle electrification by 2030 goal was not feasible to be done if the current infrastructure continued 
to be insufficient. Among all of the infrastructure, the OEM representative, and by extension, their 
corporate clients felt that accessibility to charging points should be improved. 

“Um, even home charging… There are again certain countries where a lot of people 
rent their homes and they don’t own their homes. And it’s really difficult for them to 
have a home charger installed. So, you know, corporate customers have to kind of 
take that into consideration as well. How they manage that if they’re pushing a driver 
to drive electric… They also have to be able to find a solution for those people who 
can’t have a home charger. So there are certain things that probably aren’t happening 
as quickly as governments are saying. 
 
You need to be 100% electric by 2030… So um, yeah, that’s a challenge where people 
are looking to adopt it… And also in other countries like Italy, you have lots of people 
in blocks of flats. So, how do you manage a home charger in a block of flats, you 
know? (...) I think from a government point of view, they need to kind of find easier 
access to charging points.” 
 
“Yeah, I think that is the main driver behind a person takes an EV or not… the 
possibility to charge at home or the possibility to charge on the road, because that’s 
their main fear that they’re going to run out, run out of battery.” 

Global Key Account Manager 
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4.3. Electric Vehicles as a Sustainable Mobility Innovation 
As EV adoption in the fleet segments is viewed as one of the solutions in reducing transportation 
related emissions (Pellegrini & Rose, 2026), this phenomenon can not be separated with various 
sustainability discourses. The interview results with the OEM representatives and EV end-drivers 
shows the current reality of not only how these stakeholders were navigating the transition from 
combustionables to electrics, but also how sustainability might play a part in deciding the outcomes. 

In answering the industry pressure to decarbonize, especially through its operational carbon footprints 
created from vehicle usages, corporate clients implemented strict requirements in their tender bids 
with its OEM partners. These tenders had addressed various sustainability aspects of their OEM 
partners and would become the justification in pursuing a relationship with said OEMs. 

However when it came to promoting EVs as a more sustainable innovation in contrast to ICEV 
towards the customers, both private and fleet, sustainability was not strong enough to be an 
independent key unique selling point (USP). Rather than becoming the key USP, sustainability was 
seen more as another element that supported and strengthened the brand in gaining a competitive edge 
in the industry. Additionally, sustainability was an element that could be pushed for and appealed to 
brand manifesto campaigns and forums such as the UN Climate Change Conference (COP26) in 
2021, rather than to influence customers to buy. 

“So I think it was pretty clear internally from a brand point of view from [Name] and 
the brand directors, that performance was the key USP to be pushed. And 
sustainability was just, you know, the bottom layer that you need to have. And so the 
differentiating factor for the brand should be performance, not sustainability.” 

“So, I think there’s a disconnect between how you weigh different things and how 
much you talk about what in what different channel. Maybe to COP26 audience 
where [Name] has a headline talk.. It makes a lot of sense to have that manifesto and 
do that statement, just to that little circle. But when you go in more of a sales 
direction broader, I think it loses a bit of its appeal.” 

Partnership & Cultural Marketing 

In reality, the customers were still primarily motivated with other utilitarian or hedonic factors 
described in the previous sections (Section 4.1.) such as financial incentives or performance that were 
both oriented to the self or for the fulfillment of certain collective goals. 

“And we think that sustainability is the thing that moves our audience. But if you're 
being really pragmatic about it, then in a sales reality, you just choose the company 
car that is subsidised by the government that fits within the right cutoff pricing range. 
And you choose it by performance or coolness or, you know, a feeling that you have.” 

Partnership & Cultural Marketing 

Another reason that sustainability was not considered to be a strong enough element in promoting and 
branding an EV was due to its disconnect with certain humanistic emotions. According to the OEM’s 
marketing representative, it was hard to connect or leverage certain feelings with the sustainability 
construct, unlike the performance construct that could be associated with ‘adrenaline’, ‘speed’, ‘pride’ 
or ‘coolness’. Furthermore, sustainability was considered to be more associated with negative feelings 
of superiority, exclusiveness or ‘stuck up’, which were thought to be a risk in the EV branding efforts. 

“But sustainability, it’s hard to link that to a specific feeling. And in my, that’s just my 
personal opinion, like the only feeling is… sort of resonates over to when it becomes 
negative. It’s like, being full of yourself, like people who are full of themselves, and 
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being really… What's the English word for that, when you’re like, stuck up on your 
high horses, and I do everything correct, I drive a sustainability, and I have a 
compost like this… Yeah, people don’t really… People don’t really like that. So that 
becomes a really bad ambassador in my eyes.  

Partnership & Cultural Marketing 

These findings were supported from a fleet business perspective, as Fleet Business & Sales Manager 
acknowledged that sustainability on its own was not a strong motivation in accelerating EV adoption 
within the corporate customers and end-drivers. In particular, taxation and financial incentives were 
still the strongest driver in accelerating EV adoption for corporate clients.  

“If it was only the sustainability part we would see way less sales. Why EV is 
booming is because of this discount in taxation for the companies and also the… the 
mileage cost which is far less on an EV than an ICE car. (...) Unfortunately, it’s not a 
strong enough carrot for the companies if you take away the monetary incentives, the 
sustainability win unfortunately isn’t enough.” 

Fleet Business & Sales Manager 

Another point of view from the Global Key Account Manager shared that sustainability was treated as 
a goal, rather than genuinely implemented or motivated the corporate clients, and to an extent, the 
end-drivers in adopting EV. This was due to corporate clients being pressured to meet their 
sustainability goals which had become their business requirement or criteria. 

“Corporate customers have a social responsibility to meet their sustainability target. 
So it’s a very different perspective, you know… They, they’ve all signed up to 
science-based target initiatives, they all want to be seen as a clean, uh responsible 
corporate. It is difficult. They can adopt EVs, but that’s only a real tiny portion 
towards the science-based target initiatives even, you know.” 

Global Key Account Manager 

These findings were further supported by the end-driver respondents, elaborating that sustainability 
was an important factor, however there were other self-oriented elements that were stronger in 
influencing their decisions to adopt EV. 

[Question: do you think sustainability is an important aspect when you buy your EV?] 
 
“I haven’t think about the sustainability so much… (...) So we actually… We have not 
think about sustainability at all about this car. We just compare with petrol, diesel and 
electric. Which is the best price, and which is the most convenient for us.” 

Driver 2 

“But this is not something that is on top of my mind, you know. So… I mean, I think 
it’s very important. But this is not something crucial for me to make an option when 
I’m choosing for my car.”  

Driver 3 

 

5. Discussion 

Departing from the previous section, we identify tensions between stakeholders that were driven by 
different motivations and goals. These tensions mostly put pressure towards the OEM and its 
corporate clients or organizations as the meso-level unit of the society, as they are the key figures that 
bridge and translate various policies from the macro level stakeholders while accommodating the 
individual fleet customer’s needs and translate them into their own business strategy. Therefore, we 
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developed an analytical framework that visualizes how the motivations of different stakeholders and 
the phenomenon created tensions between stakeholders: 

 

Figure 8. The Multi-Level Stakeholders’ Emerging Tensions in Corporate Fleet Decision-Making Processes 

The discussion will examine deeper the tensions between fleet stakeholders in each societal level and 
connect how the identified motivations both shape and are shaped by these multi-level dynamics.  

5.1. Micro: End-Drivers' Motivations and the Tension Between Individual Preferences and 
Organisational Constraints 
The microlevel, or the smallest societal unit in the corporate fleet landscape are the end-drivers. When 
the end-drivers were considering adopting EV as part of their employee benefit, the motivations were 
utilitarian driven. The main goal is to use the company car to support their daily errands, such as 
commuting to work or school for their children, as well as travelling to neighboring areas of Sweden 
such as Denmark and Norway. These motivations are inherently instrumental, practical and 
goal-oriented, aligning with Dhar and Wertenbroch’s (2002) definition of utilitarian consumption. 
Additionally, how the end-drivers approached and considered the issues of charging, mileage and 
insurance costs could be seen as a justification effort in purchasing high-value goods (Dhar & 
Wertenbroch, 2002). 

The costs of owning EVs from the personalbil leasing scheme was considered to be cheaper and more 
beneficial for the end-drivers, compared to owning the vehicle privately or owning ICEVs. This was 
mainly due to the lower cost of electricity in comparison with petrol, lower taxes and insurance that 
EV could offer in comparison to ICEV. These reasons align with the study of Zhang et al. (2025) and 
Skippon and Chappel (2019) on how fleet taxations and operating costs were controlled by other 
stakeholders in the fleet industry, therefore making it cheaper for the employees to adopt EV and 
leave the combustion engines. 

Despite the various utilitarian-driven motivations, the hedonic motives were equally present within 
the end-drivers’ evaluation in adopting and accepting EVs. Roemer and Henseler (2022) argued that 

46 



 

hedonic motives in corporate fleet behavior are more observable from an individual level as it related 
to the end-drivers’ own experiences when using the EV. The emerging theme that stems from the 
interviews is the end-drivers’ experiences with the EV design and configuration, as well as how EV 
ownership could project a certain symbol, status or image to their social circle. This aligns with how 
Hirschman and Holbrook (1982) conceptualized symbolic consumption, viewing EV adoption and 
ownership not only as means to achieve instrumental goals. By injecting personal meanings, the 
end-drivers were able to create and fulfill certain self-images such as being ‘cool’ or ‘trendy’ as well 
as establishing emotional connection to the brand through a sense of belonging with the company 
(Herbert, 2025; Hirschman & Holbrook, 1982). Hedonic aspects in corporate fleet behaviour are more 
observable at the employee level than at the organisational level (Roemer & Henseler, 2022), as they 
relate more closely to individual experiences of using the vehicle. However, the nature of hedonic 
motivation was not uniform across end-driver participants. It depends on the individual's relationship 
with the organisation. End-drivers tend to choose models that align with their lifestyle, and company 
car ownership serves as a projection of personal identity and social position (Skippon & Chappell, 
2019). 

Environmental sustainability did not emerge as a primary consideration among end-drivers. Most 
end-drivers stated that sustainability was not something that was on top of their mind when choosing a 
vehicle. This finding aligns with the macro-level's finding in the study that sustainability functions as 
a performative outcome of policy rather than as an individual motivator. These practical 
considerations suggest that even at the individual level, the financial logic established by macro-level 
policy incentives continues to exert significant influence, mediated through the organisational 
framework. 

The central tension of this study is at the intersection of utilitarian and hedonic motivations. 
End-drivers make choices within fleet policies that pre-determine which brands are eligible, which 
models fall within budget thresholds, and which employee tiers have access to which vehicles, 
reflecting the hierarchic and bureaucratic decision-making structures (Nesbitt & Sperling, 2001). 
OEMs could only compete in user-chooser markets due to budget and policy constraints. OEMs have 
to adapt their market positioning to the boundaries set by organisational fleet policies.The results in 
this thesis suggest that end-drivers had the ability to influence organisational fleet decisions, 
especially in the user-chooser markets. Employee preferences directly affect talent attraction and 
retention strategies. Fleet managers must curate policies attractive enough to retain employees. OEMs 
have developed fleet-exclusive configurations in response to end-driver demand, which means this 
framework is not purely top-down. 

Meso-level stakeholders, such as the corporate fleet clients and OEMs must navigate macro-level 
policy pressures from above, while also managing individual employee needs from the bottom. 

5.2. Meso: Organisational Decision-Making Within the Policy Framework 

Nesbitt and Sperling (2001) mapped how organisations make fleet decisions, but their framework 
stays inside the organisation. It does not capture the two pressures fleet managers actually face: 
end-drivers pushing up through user-chooser schemes, and policy makers pushing down through 
electrification mandates. Frambach and Schillewaert (2002) treated organisations as one-way 
translators of policy, not as actors who must also respond to their own employees. This study shows 
that fleet managers do both. They translate macro-level incentives into fleet policy, while 
simultaneously shaping that policy around what employees will actually accept. 
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The individual level is closely tied to the meso-level, as both are shaped and mediated by 
organisational structures. Corporate fleet customers must balance organisational cost objectives with 
employee needs. In Northern European user-chooser markets, fleet managers do not simply procure 
vehicles, but also formulate fleet policies that define the boundaries within which employees make 
their vehicle selections. The initiation stage of organisational innovation adoption requires the 
organisation to evaluate and translate external stimuli into internal structures and processes (Frambach 
& Schillewaert, 2002). This pattern is reflected in how fleet managers operationalise macro-level tax 
incentives into concrete fleet policies. Policies set thresholds for total cost of ownership (TCO), 
specifying the maximum monthly leasing cost allowed per employee tier, while also determining 
which brands and models are eligible for selection (Khan & Maoh, 2022). This means macro-level tax 
incentives are filtered and operationalised through the fleet policy, shaping the choice architecture that 
end-drivers ultimately encounter. Meso-level organisations do not merely respond to policy but 
actively translate policy into practice (Nesbitt & Sperling, 2001), mediating and balancing the 
interests of various parties. 

Beyond cost considerations, companies must also balance cost efficiency with the need to attract and 
retain talent. The attractiveness of a company's car policy plays a role in recruitment outcomes. A 
poorly curated fleet policy risks losing competent employees. This introduces a hedonic dimension 
into what might otherwise appear to be a purely utilitarian organisational decision, as hedonic aspects 
guide corporate fleet behaviour when pure rational evaluation is considered insufficient (Khan & 
Maoh, 2022). Companies therefore segment their fleet policies according to employee tiers, with 
senior management often afforded greater brand flexibility, while junior employees operate within 
tighter constraints (Nesbitt & Sperling, 2001). 

Fleet policy decisions are therefore not purely financial, but serve as a mediating mechanism between 
macro-level policy incentives and micro-level individual preferences. While macro-level incentives 
create the financial conditions for EV adoption, they do not automatically translate into employee 
acceptance, as individual acceptance is essential to cementing a successful organisational adoption 
(Frambach & Schillewaert, 2002). Many end-drivers enter the process with concerns about EV range, 
charging inconvenience, and performance limitations that create resistance to adoption. Organisations 
can actively address this resistance by hosting test drives and providing hands-on EV experience, 
allowing employees to reduce uncertainty. Repeated exposure to an innovation reduces uncertainty 
and accelerates acceptance (Rogers, 2003). 

Furthermore, OEMs play a complementary educator role, equipping both fleet managers and 
end-drivers with the knowledge needed to make informed decisions (Rogers, 2003). OEM 
communication requires understanding different audiences. Sustainability messaging resonates in 
industry forums, while performance narratives prove more effective in consumer-facing 
communications. The OEM's educator role must therefore be adapted to the motivational profiles of 
different stakeholder groups. Together, organisations as facilitators and OEMs as educators form a 
meso-level mechanism that mediates between individual preferences and macro-level policy 
conditions. 

5.3. Macro: Policy and Infrastructure as the Primary Enablers of EV Adoption 

Prior studies linked corporate fleet EV adoption to sustainability. Khan and Maoh (2022) connected it 
to green image projection. Roemer and Henseler (2022) framed it as social obligation fulfilment. This 
study finds something different: sustainability is not what drives the decision. It is what organisations 
must show they are doing. The real driver is the economy: tax breaks, subsidies, and lower operating 
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costs. Remove the financial incentives, and EV adoption slows immediately. This pattern fits Rogers 
(2003): when an innovation is expensive and infrastructure is thin, policy support has to carry the 
weight. The findings of this study, corroborated by existing evidence on subsidy withdrawals across 
European markets (Philip et al., 2023), suggest that government financial incentive frameworks 
function not merely as facilitators of fleet EV adoption, but as its primary structural enabler. Electric 
vehicle penetration is closely linked to relevant policies, but current visions for achieving future goals 
may diverge due to policy instability. 

Despite the growing momentum behind EV adoption, structural barriers continue to hinder its 
widespread uptake across Europe. Charging infrastructure remains unevenly distributed across the 
European continent. While Nordic countries have established relatively mature charging ecosystems, 
large parts of Eastern, Southern, and Central European regions still face considerable gaps in charging 
provision (Vuichard, 2021; Philip et al., 2023). Charging infrastructure is identified as a critical 
determinant of EV adoption willingness (Philip et al., 2023). 

Beyond infrastructure, the high cost of EVs presents a further structural challenge. As governments 
around the world accelerate the implementation of environmental policies and tighten emissions 
standards, car manufacturers are facing increasing pressure to develop and certify new models, a 
process that significantly increases production costs, which are ultimately passed on to fleet customers 
(Philip et al., 2023). Furthermore, public awareness and acceptance of EV technology also present a 
challenge, as adoption entails a significant behavioural shift, requiring customers to adapt to new 
charging habits and range management (Vuichard, 2021). From a diffusion of innovation perspective, 
these barriers reflect low perceived compatibility and high complexity in Rogers' (2003) terms, two 
attributes that are known to slow the rate of innovation adoption within a social system. 

Given these structural barriers, government policy and financial incentives have emerged as the 
primary enablers of EV adoption in corporate fleet settings, rather than sustainability. According to 
interviews with fleet industry professionals, fleet EV adoption began around 2020, when large 
corporations started aligning their procurement decisions with ESG commitments, many of which set 
2030 as a hard deadline for full fleet electrification. However, this shift was not driven purely by 
environmental conviction. Interview findings suggest, the sustainability argument alone is insufficient 
to drive fleet electrification; it is the monetary incentive embedded in taxation frameworks that makes 
EV adoption financially compelling for companies. In Sweden, for instance, employers benefit from a 
reduced benefit tax when providing employees with EVs instead of gas vehicles, simultaneously 
reducing their salary tax burden while enabling employees to access newer, better-equipped vehicles 
at a lower net cost. Similar incentive structures exist across Europe — Norway's VAT exemption has 
been widely credited for its exceptional EV adoption rate, while the United Kingdom's near-zero 
benefit tax for EV company cars has driven disproportionately high fleet electrification compared to 
private uptake (Philip et al., 2023). However, the fragility of this incentive scheme is also evident. 
Following the withdrawal of subsidies in Sweden, sales of electric vehicles plummeted almost 
immediately. External environmental factors, including government policy and market conditions, 
play a significant role in shaping the initiation stage of organisational innovation adoption (Frambach 
& Schillewaert, 2002). 

This performative nature of sustainability is further reflected in how OEMs themselves approach 
brand communications. OEM representatives in this study described sustainability as a baseline 
requirement rather than a primary purchase driver. It is what a brand must have to compete, but not 
what differentiates it. They described it as "the bottom layer you need to have" in order to compete, 
while performance remained the key differentiator. Another finding of this study is the inherent 
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instability of the macro-economic policy framework and its impact on the uptake of electric vehicles 
within the vehicle fleet. The trajectory of electric vehicle adoption changes every year in line with 
shifts in the government in power and its political priorities. This observation suggests that the 
financial logic underpinning fleet EV adoption is fundamentally dependent on political continuity that 
democratic systems cannot reliably guarantee. 

6. Conclusion 

The thesis identifies that the motivations and needs between fleet corporate clients and its end-drivers, 
which the majority are employees with car benefits, are inherently different. Organizations primarily 
decide EV adoption based on costs, tax incentives and to fulfill sustainability targets, making them 
more instrumental, functional, and utilitarian in nature. On the other hand, the end-drivers choose their 
EV based on how it looks, the brand image and whether it fits their self-images. Upon further 
examination, organizations made decisions driven by motivations and goals that are collectively 
oriented, meaning that the decision outcomes will be experienced and should benefit groups of 
individuals. While end-drivers’ motivations were more self-oriented, to fulfill and benefit their own 
needs. 

This discrepancy is particularly observable in the ‘user-chooser’ countries, where individual and 
organizational motivations create tension and pressure the OEM and corporate clients. While 
companies push for full fleet electrification to realize sustainability targets, employees push for 
individual preferences. As the mesolevel unit, OEM and its corporate clients are expected to meet 
policy requirements while keeping employees willing to actually use the cars. This dynamic was not 
anticipated by existing frameworks, and it shapes much of what this study finds at the mesolevel. 

Additionally, the sustainability manifesto is not enough to push adoption and acceptance of EV in 
society, even through the corporate fleet segments. While EV is identified to be a more sustainable 
option in reducing CO2 emissions, the reality shows that pro-environmental behavior has not emerged 
in the individual levels, while organizations were drawn to select and adopt EV due to various fiscal 
incentives they could get rather than genuine care towards sustainability. This also addresses the 
bigger issue in the society, which is the inadequate charging structures, high purchasing prices due to 
rapid technology advancements, unstable legislations and the dependency towards taxation incentives 
given from the government, making EVs also hard to be accepted in the society. 

Currently, EV adoption is driven through financial incentives and continuous policies and mandates 
for decarbonization. While the industry has taken the correct direction to decarbonization, there is still 
room for improvement for all stakeholders in accelerating its adoption. Stakeholders with substantial 
resources should still be the leaders of change, however the actions taken should be more 
collaborative and proactive, rather than as a reaction towards the market behavior. 

6.1. Addressing the Research Gap 

Existing studies have primarily focused on the impact of functional and practical factors on fleet EV 
procurement (Skippon & Chappell, 2019; Vuichard, 2021; Philip et al., 2023), lacking consideration 
of hedonic factors within the overall research framework. Furthermore, previous research has mainly 
focused on the B2C context, lacking research from the perspective of corporate fleet customers. The 
combination of hedonic and utilitarian motivations within corporate fleet settings remains 
underexplored. Additionally, existing fleet decision-making frameworks, such as Nesbitt and Sperling 
(2001), were developed without accounting for the role of end-drivers in influencing procurement 
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decisions, a dynamic that has become increasingly relevant in European user-chooser markets. This 
study, through interviews with various stakeholders in fleet procurement, addresses these gaps and 
reveals the actual role of user-chooser mechanisms. Besides these, this study also finds that 
sustainability is not a genuine driver, but a passive outcome of policy incentives. 

6.2. Key Findings 

This study presents three core findings. First, corporate EV adoption is driven by financial logic, 
rather than environmental conviction. Across all stakeholder groups, tax incentives and cheaper TCO 
calculations are the primary influencers to the procurement decisions in corporate fleet organizations. 
ESG targets and other sustainability commitments are treated as requirements to be qualified in 
procurement processes, rather than genuine pro-environmentalist behaviors and motivations. This is 
showcased in how sustainability messages do not attribute to the customer’s purchase intent and in the 
cases if taxations or other financial benefits were dissolved, the EV sales will immediately fall. 

Secondly, the emergence of end-drivers has become an essential aspect in the fleet business. Under the 
‘user-chooser’ schemes, employees’ hedonic motivations become elements to be considered in the 
organization’s formal and structured, traditional procurement process that have been established for a 
long time. Vehicle design, colour choice, and brand identity all shape whether an end-driver accepts or 
resists an EV. The brand image and association that comes from owning an EV becomes important to 
the employee and influences how corporate clients should design their fleet policies. If companies 
offer unattractive company cars for their employees, they could risk losing talents. OEMs also play an 
important role by collaborating in developing fleet exclusive configurations and models that are 
specifically designed to satisfy the corporate clients and the end-drivers expectations. 

Third, the most significant tension in corporate fleet EV adoption sits between the organizations 
(OEMs and corporate clients) and government and policy makers, rather than corporate clients and its 
own employees as end-drivers. While employee’s individual preferences can be managed through 
tiered policies and exclusive vehicle models or configurations, the relationship and expectations 
between the policy makers and organizations are harder to navigate. OEMs and its corporate clients 
need more stable legislation towards vehicle electrification to have a fixed production cost and more 
adequate infrastructures for EVs, particularly for charging networks. Fulfilling these needs should 
support the acceleration of EV adoption and acceptance in society. The current reality is that 
electrification targets move faster than the charging infrastructure needed to support them. This gap 
between the policies and market reality puts the greatest pressure on fleet decision-makers, as the risk 
for financial expenses is the highest. 

6.3. Theoretical Implications 
First, this study extends the hedonic-utilitarian framework beyond its original B2C context 
(Hirschman & Holbrook, 1982) into a B2B corporate fleet setting. Hedonic motivations are not 
exclusive to private consumer behaviour, they also play an essential role at the individual end-driver 
level within organisational adoption processes. While previous B2B study by Österle et al. (2018) 
acknowledges the presence of hedonic dimensions in business contexts, it has yet to explore how 
hedonic motivations operate within the limited choice structures of corporate fleet settings. 

This thesis addresses that gap, showcasing how hedonic motivations remain influential even when the 
initial choices were significantly limited and restricted by the organizations’ fleet policies. From the 
end-drivers perspective, hedonic engagement is seen through using the EV as a personal identity and 

51 



 

symbolic self-expressions. Additionally, EV adoption and ownership can also be seen as forms of 
organizational belonging and brand representation. These distinctions add more nuance of how 
hedonic consumption concepts operate within institutional contexts. This poses as a suggestion for 
future research to account for varying forms of hedonic motivation in an organizational setting. 

Second, this thesis illustrates the tensions between individual acceptance and organizational constraint 
as a dynamic process, rather than one linear, top-down imposition (Frambach & Schillewaert, 2002; 
Nesbitt & Sperling, 2001). This thesis highlights how end-drivers’ motivation and preferences created 
pressure on organisations to adapt their fleet policies, making it more attractive to retain and acquire 
the talent. It contributes to Frambach & Schillewaert (2002) organizational adoption and individual 
acceptance frameworks, adding more nuance on the long-term success of organizational adoption 
towards new innovation is determined by individuals as value co-creators. As an attractive employee 
benefit, the end-drivers as the intended beneficiary should also be considered as an important 
stakeholder in a decision-making process. The end-driver's satisfaction can signal an initial acceptance 
towards EV, therefore needs to be maintained by the companies in ensuring successful long-term EV 
adoption. The future suggestion is to enhance longitudinal studies between EV adoption and 
acceptance in the society and identify more elements that signal that EV is entirely accepted, 
especially from the context of corporate fleet business. 

Third, this study contributes to diffusion of innovation theory by applying Rogers' concepts of 
trialability, observability and complexity to a corporate fleet context (Rogers, 2003) across three 
distinct levels of analysis: the microlevel, mesolevel and macrolevel. The original framework was 
developed primarily with individual adopters in mind, and it lacks application to multi-level 
organisational settings. In the micro-level, observability operates through social identity. End-drivers 
associate EV ownership as a symbol of tech-forward and lifestyle. At the meso level, organizations 
improve trialability through test drive programs and experiential activities. At the macro-level, 
inadequate infrastructure and rapidly changing regulations increase perceived complexity for both 
OEMs and fleet customers, imposing additional research and development costs and slowing the 
overall pace of EV adoption. By mapping onto a micro-meso-macro structure (Rogers, 2003), this 
study offers a more practical application of innovation theory to B2B fleet settings. 

Furthermore, this study challenges the assumption of previous literature, which described 
sustainability as a primary motivator for EV adoption in corporate fleet settings. Prior studies 
associated corporate fleet EV adoption with green image projection, social obligation fulfilment and 
environmentally conscious leadership (Khan & Maoh, 2022; Roemer & Henseler, 2022). However, 
this thesis suggests that sustainability is more of a policy compliance outcome than an actual driver. 
Eliminating economic incentives leads to a decline in EV sales; EV sustainability is described as a 
basic policy requirement, rather than a product differentiation driver; and sustainability does not play 
a significant role in end-customer decision-making. 

6.4. Practical Implications 
For OEMs 

OEMs should offer more options to empower employees as unofficial advocates. Currently, most 
manufacturers confine employees to a few limited organizational structures, which is 
counterproductive. Giving employees genuine choice within budget, and allowing those with electric 
vehicle backgrounds priority access to actual products, can transform them into brand advocates. 
Furthermore, investing in internal owner communities is an effective way to identify technical or user 
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experience issues early on, and timely feedback can prevent these problems from spreading to the 
wider market. 

For Corporate Clients 

Company-provided vehicle policies should be given higher priority in the hiring process. It's a highly 
attractive recruitment tool, yet companies often only mention it late in the hiring process. 
Furthermore, operational details are just as important as the vehicles themselves. A chaotic ordering 
process or delayed delivery can diminish drivers' enthusiasm and anticipation for electric vehicles, 
regardless of their performance. Fleet managers need to work more closely with automakers to ensure 
transparency in delivery schedules. For employees who are anxious about switching to electric 
vehicles, an effective solution is to increase transparency through short-term pilot programs, reducing 
the information gap and thus increasing acceptance and confidence in EVs. 

For Government and Policy Makers 

Long-term, stable environmental policies encourage businesses to actively research and promote new 
energy products, thereby contributing to the achievement of ecological goals. Conversely, unfavorable 
policies can negatively impact business enthusiasm. The current habit of shifting regulations every 
couple of years does more harm than good. It forces manufacturers to rush new technologies into 
production before they can recover their initial R&D investments, which ultimately inflates vehicle 
prices for corporate customers. A predictable regulatory environment can give the market enough 
breathing room; corporations don't need to worry about costs and other issues arising from policy 
changes; they can focus more on developing technologies that better comply with environmental 
policies and meet market demands. 

6.5. Limitation 

The study's sample composition has a significant limitation. The majority of participants were 
recruited through professional networks connected to established OEMs based in Sweden. As a result, 
the organisational representatives primarily offer an OEM-side perspective rather than a first-hand 
corporate fleet customer viewpoint, and the end-driver participants are employees of automotive 
companies whose familiarity with EVs may differ substantially from those working in unrelated 
industries. Furthermore, the absence of government or policy-maker representatives means that the 
macro-level analysis relies on OEM professionals' perspectives and existing literature rather than 
direct policy insight. 

Second, the study's geographical scope is primarily limited to Northern and Western European 
markets. Given that infrastructure maturity, taxation frameworks, and cultural attitudes towards EVs 
vary considerably across European markets, the findings cannot be straightforwardly generalised 
beyond this context. 

Third, the study is situated at a specific point in time (February-May 2026) during which the EV 
market and regulatory environment were in a state of rapid change. The findings should therefore be 
understood as a snapshot of a particular moment, rather than a stable portrait of corporate fleet EV 
adoption. 

6.6. Future Research 
Future research should employ qualitative or mixed approaches, recruiting fleet users from a broader 
range of industries and incorporating fleet sales or procurement data from other sectors. This will 
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allow for a broader perspective on hedonistic and utilitarian motivations, leading to more objective 
and comprehensive conclusions. 

Furthermore, future research should expand the geographical scope of fleet EV adoption studies 
beyond Northern and Western European EV markets. The present study's findings are primarily 
grounded in the experiences of participants operating in Northern Europe, with other perspectives 
drawn from the UK, Germany, and parts of Southern and Eastern Europe. Given that infrastructure 
maturity, taxation frameworks, and cultural attitudes towards EVs vary across regions, the findings 
may not be suitable for markets where user-chooser frameworks are not prevalent or EV infrastructure 
remains underdeveloped. 

Building on this geographical expansion, this study observed that EV adoption rates vary significantly 
depending on which government is in office. It points to a broader comparative question for future 
investigation. Future research could explore how differences in political governance structures 
influence the stability of EV policy frameworks.  A comparative study across political systems not 
only offers insights into structural differences, but also provides guidance on how to design more 
sustainable clean energy policy frameworks within democratic systems. 

Additionally, future research should further investigate the finding that sustainability functions as a 
performative rather than intrinsic motivational force. Recruiting procurement directors, fleet 
managers, and CSR officers as participants would provide a more direct empirical test. Tracking 
corporate fleet decisions across different governmental periods, this would be well-suited to 
investigate intrinsic environmental commitment from structural policy compliance. 
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Appendix 1: The Extension of Roger’s Diffusion of Innovation Theory  

Appendix 1.1. Rogers’ Five Elements of Innovation 

Rogers (2003) further identifies five perceived attributes that influence the rapid and success rate of 
innovation adoption and acceptance in the targeted group, which are: 

●​ Relative advantage, meaning the individuals or adopters should consider the superiority of the 
innovation to the old idea or technology which it will be replacing. 

●​ Perceived compatibility qualities, referring to how the innovation should be compatible or 
align with previous standards, experiences and desires of the adopters, as the level of 
perceived compatibility ideally affects the indicators of people’s behavioral intention in using 
or adopting the innovation. 

●​ Complexity refers to the level of difficulty when people try to understand and use the new 
innovation. Furthermore, it relates to the perceived ease-of-use by the end-user. 

●​ Trialibility refers to the effort or number of times people need to test and experience the 
innovation before deciding whether to accept and adopt, or reject. 

●​ Observability refers to the measurable outcome of the innovation that is noticeable by others. 
This attribute is essential as peer review, as an adopter requires discussion on new ideas in the 
future. 

Appendix 1.2. Rogers’ Adopters Classification Categories  
Rogers (2003) also emphasizes how individuals might have different reactions or attitudes to new 
innovations, depending on one’s own degree of ‘innovativeness’. Without disregarding the other 
elements of innovation diffusion, Rogers (2003) developed five adopter categories to define their 
innovativeness and traits/characteristics: 

 

 

 

 

Figure 1. Adoption Categorization based on the degree of innovativeness (Rogers, 2003). 

●​ Innovators, characterized by venturesomeness or the desire for the rash, the daring  and the 
risky. An innovator has several prerequisite values, such as an access to substantial financial 
resources to support their innovations and willingness to accept failures or setbacks when the 
idea is unsuccessful, as new ideas typically have a very high-degree of uncertainty. 
Innovator’s interests, communication patterns and social circles lead them outside their peer 
networks and into more cosmopolitan relationships that might cross geographical distances. 
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Innovators are the first individuals who adopt the new idea, therefore are essential to the 
innovation diffusion process as they are the ‘launchers’ of said ideas.  

●​ Early Adopters, characterized by respect, are more integrated to the local social system 
compared to innovators. In an innovation diffusion process, this category is sought as the 
individuals who can speed the diffusion process. Furthermore, this category also acts as the 
opinion leader, therefore respected by their peers and considered by other society members to 
be the ‘person to check with’ before the new idea is adopted to the broader audience. In the 
context of adoption and/or acceptance of EV in fleet customers, early adopters have 
‘pro-environmentalists’ values as they hold environmental concerns, therefore showing 
intention to use EV (Roemer & Henseler, 2022).  

●​ Early Majority, characterized by deliberate, adopt new ideas before the average member of 
the social system. Unlike early adopters, they rarely hold the opinion leadership position and 
they require certain time or deliberation before deciding to adopt (or reject) the new idea. 
They do show willingness in adopting new innovation, but not lead the change. As part of the 
social system, they provide interconnectedness in the system’s larger interpersonal networks, 
representing one-third of all members of the social system. 

●​ Late Majority, characterized by scepticism, also represents one-third of all members of the 
social system. Unlike the previous category, their decisions to adopt are results of economic 
necessity and increasing peer pressures. Therefore, the late majority decides to adopt when 
most others in the system have done so. Rogers (2003) further argues that the category’s lack 
of resources might result in their skepticism and uncertainty in adopting new ideas. In order to 
remove the degree of uncertainty in adopting innovation, this category requires successful 
adoption by most others in the social system, motivating their own adoption. 

●​ Laggards, characterized by traditional traits, are the last members to adopt an innovation in 
the social system. They do not have opinion leadership, as they are the most ‘localite’ of all 
adopter categories. This group makes decisions based on what has been done previously and 
rarely interacts with members of other categories, rather, other individuals who also share the 
traditional trait. Therefore, their decisions in adopting and accepting the innovation process is 
lengthy. Furthermore, they showcase resistance to innovations, requiring the innovation to be 
successful and not fail when they can adopt. 

Appendix 2: Interview Guide & Research Protocol 

OEM Fleet - Question/Discussion Points 

1.​ Introduction. 
2.​ Could you describe your experience with the Fleet business - (what was/is your role, how 

does your day-to-day look like, who do you work with, how long have you been in this role, 
are there any changes to the dynamics between stakeholders/fleet customers to the 
OEMs/end-drivers since you have started working, etc.) 

a.​ Who are the key stakeholders in your daily interaction? (how about with the 
end-drivers?) 

3.​ As the automotive/transportation industry gravitates toward EV, what has been the response of 
the Fleet segment towards this phenomenon/change & why do you think so? 

a.​ Are the responses tailored to more emotive (ie. brand image, brand perception or 
brand loyalty) or more utilitarian aspects (ie. Reducing TCO and other operational 
costs, financial profit)? 
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b.​ Of course you don’t really talk to the end-drivers, but do you have any insights how 
the end-drivers (especially with leasing companies or rentals) responded to this 
change? 

4.​ In facilitating these changes or growth towards EV, are there any approaches that you or your 
OEM might have done differently in comparison with combustion engine vehicles (including 
communications, key USPs or anything that you might highlight more than before)? 

a.​ Were there any challenges you or the OEMs have encountered that might come from 
external parties, such as competitors or other industry peers? 

5.​ What are the challenges or blockers to the fleet customers and end-drivers when it comes to 
purchasing and accepting EV in society? 

6.​ What could be improved in your opinion in pushing for faster adoption and acceptance rate of 
EV in the society from an OEM perspective? 

 

EV Marketing and Promotions - Question/Discussion Points 

1.​ Describe your experience in doing marketing and promoting EVs.  
a.​ How does it differ with the internal combustion engine vehicle (ICEV)?  

2.​ Do you have any experience in promoting EVs to regular/private customers and business 
customers? What are the key differences? (e.g. Audience, Creative & Messages, KPIs, Goals, 
etc.)  

3.​ What are the considerations a car brand or OEM needs to take when promoting to business 
customers, as someone who does/did marketing of EV OEMs? 

4.​ When it comes to the internal decisions and stakeholders, how does the business or marketing 
goals differ between marketing to private and business customers? 

5.​ What do you think OEMs can improve or have not done in marketing or promoting EVs to its 
customers?  

 

End-Users/Drivers of EV - Questions/Discussion Points 

1.​ Introduction of self. 
2.​ Tell us your experience working in this company (e.g. how long have you been working in the 

company, what is your position, daily responsibilities, how does a day look like for you?).  
3.​ Tell us your experience and/or process in getting a company car in this company. (e.g. How 

do you know that you’re entitled for a company car, what are the car selections, with 
who/which department did you get contact with, etc.) 

4.​ Tell us your experience with the company car - from first buy to current usage. 
5.​ Do you think this benefit (having a company car) is something you would look for when 

applying for other jobs in the future, if ever?  
6.​ What has been good and what could be improved (if ever) with getting a company car with 

your current employer? 
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Appendix 3: Consent Form (Saunders et al., 2023) 

 
CONSENT FORM 

 
We, Bernadette Anya Savitri and Jia Lu Zhang, are master students in the Marketing and 
Consumption program of the School of Business, Economics and Law of the University of 
Gothenburg and currently doing our thesis. The purpose of this thesis is to understand the role of 
motivation in influencing corporate fleet customers’ decisions in adopting and accepting electric 
vehicles. 

You will be participating in an interview regarding your experience in the industry that takes 
approximately 45 minutes. It is important to understand that there are no right or wrong answers, and 
all your insights and perspective are highly valued. 

With your permission, the session will be recorded through audio and visual to help the researchers to 
review and refer when creating the data analysis. These recordings will only be used for research 
purposes and will not be shared publicly. All data collected will be kept confidential and used only for 
academic purposes. Furthermore, all identifying data will be anonymized in the reporting process. 

You may skip any questions or withdraw from the study at any time without any consequences if you 
do not feel comfortable. 

For any questions of the study, kindly contact Bernadette Anya Savitri at gusanybe@student.gu.se or 
Jialu Zhang at gusjialzh@student.gu.se 

​ I understand and am willing to participate in this study 

 

Sign / Initials: 

Position:  
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