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The first report analysing whether, how and when Google will take 
over the urban mobility market
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Google in Mobility - Contents

• A 130+ page analysis of Google’s current 
and future strategy in the MaaS market, based 
on:  
- 10 years of constant market surveillance  
- PTOLEMUS mobility experience with nearly 

200 consulting assignments across the 
mobility ecosystem 

- 8 months of research and analysis including 
interviews with more than 15 mobility 
stakeholders 

• An in-depth analysis of Google’s success to 
date 

• An analysis of Google’s partnerships and 
actions in urban mobility 

• An overview of Google’s strategy and 
initiatives in the mobility field, including 
Google Maps, Google Wallet, Waze and 
Waymo 

• A detailed analysis of 4 strategy alternatives 
that Google could adopt in MaaS, including 
booking and ticketing & payment 

• An evaluation of the future MaaS evolution 
scenarios, including customer segment needs 
and future drivers of demand and supply 

• An assessment of the future role, position and 
strategy of Google in the MaaS market based 
on  
- The 3 main scenarios we identified and their 

respective likelihood to be enacted 
- A forecast of Google’s revenues and EBITDA 

generated by MaaS in Europe in the 3 main 
strategy alternatives

More than just market research. 

In-depth strategic analysis and a 
complete tool to help your 
organisation make the right 
decision in the MaaS market
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In this report, we respond to 11 questions that are absolutely crucial 
to understand the future of Google in MaaS
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0 Google in Mobility - Key questions the report answers

What are Google's regulatory 
challenges?

What are the most likely scenarios for 
Google to move ahead in mobility?

What are Google's risks and 
opportunities for each alternative?

What are the business 
forecasts of Google's 

scenarios in MaaS?

Why is MaaS so relevant?

How MaaS suppliers compare to 
Google?

What are the most likely 
evolution scenarios of MaaS?

What has Google achieved in 
mobility so far?

How is MaaS built and delivered?

When will Google roll out its MaaS 
service?

How players should react to Google’s 
actions?



While there are several definitions of MaaS, they all include the 
seamless integration of multiple transport modes
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• Multiple definitions emphasise different 
aspects of Mobility-as-a-Service (MaaS) 

• Most of them share the same basic elements:

0 Google in Mobility - What is MaaS?

“Mobility as a service (MaaS) is a type of 
service that, through a joint digital channel, 
enables users to plan, book, and pay for 
multiple types of mobility services.  
The concept describes a shift away from 
personally-owned modes of transportation 
and towards mobility provided as a service.  
This is enabled by combining transportation 
services from public and private 
transportation providers through a unified 
gateway that creates and manages the trip, 
which users can pay for with a single 
account. Users can pay per trip or a monthly 
fee for a limited distance.” 

“MaaS is the integration of various forms 
of transport services into a single mobility 
service, accessible on demand. 
For the user, MaaS offers added value 
through the use of a single application to 
provide access to mobility, with a single 
payment channel instead of multiple 
ticketing and payment operations.”

“MaaS combines intelligent journey planning, 
seamless integration of ticketing and 
booking as well as big data analytics 
combined in flexible and secure MaaS apps.  
It can make it easy and convenient for all 
stakeholders to find their individual way 
through the mobility jungle and empowers 
transformation of transport to efficient 
intermodal mobility – for the benefit of 
travellers and operators alike.”

“MaaS is the integration of, and access 
to, different transport services (such as 
public transport, ride-sharing, car-
sharing, bike-sharing, scooter-sharing, 
taxi, car rental, ride hailing and so on) 
in one single digital mobility offer, 
with active mobility and an efficient 
public transport system as its basis.” 

“MaaS apps can help with the booking and 
payment of tickets for all mobility offers.  
The more seamless we can make multimodal 
journeys, the more users will welcome and 
accept them.  
In the future, both transport operators as 
well as passengers will have the possibility 
to use European Digital Identity Wallets.”
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0 Google in Mobility - What is MaaS?

What is Mobility-as-a-Service (MaaS)?

• A service offered to travellers that enables access to a seamless, 
unified, multi-modal transportation experience by combining 
routing information, booking, payment and ticketing from multiple 
transport operators 

• It can also integrate vehicle services such as tolling, parking, fuel & 
electric charging and repair 

• It can be offered as a subscription or in a pay-per-use model through 
a smartphone application 

• MaaS enables users to make more sustainable choices, shifting from 
private vehicles to public transport and integrating the fragmented 
mobility market
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• MaaS shares key characteristics with video & 
music streaming services as it is: 
- On-demand 
- User-centric 
- Based on real-time information 
- Comparing alternatives 
- Optimised according to users’ preferences 
- Traceable and rechargeable 
- Delivered through a platform  
- Accessible with a click 

• Still, MaaS faces several adoption barriers, 
including: 
- The need to insure the provision of the 

services (i.e. maintaining the fleet of bikes or 
mopeds) and to build a robust digital 
platform 

- Multiple developments need to happen to 
integrate tracking, routing, payment and 
ticketing into a single platform 

- In most cities, the incumbent public transport 
operators keep the transport service delivery 
closed to other private or public stakeholders 

- Service providers need to establish the 
following:  
‣ Partnerships for multi-modal integration and 

agreement on contractual responsibilities 
‣ Rules for revenues distribution 
‣ Agreements on the rules to manage information 

rights and privacy 
‣ Methods to protect the security of digital 

transactions 
- Insurers need to develop relevant policies for 

users and suppliers 

• Several uncertainties remain on MaaS' future 
development, including the following:  
- The success of the subscription model 
- The pace of adoption 
- The winning model for each user segment 
- The dominant player(s) 

• Before we needed to own CDs and CD players; 
today music is all shared, in the cloud and 
accessible universally 

• Once service providers fully replicate the end-
to-end journey, commuters will have access to 
all mobility services with a single click

0 Google in Mobility - Why is MaaS such an important mobility development?

MaaS has the potential of becoming the 
equivalent of music and video streaming in 
mobility The true added value of MaaS is 

the strong integration of multiple 
apps into a single one: you know 
the options and you can pay for 

them directly.  

Thus it becomes much more than 
a map, it helps in promoting 

healthy mobility choices, it gently 
re-shapes the way cities look. “

“
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• As it happened for Netflix in 
video and Spotify for music 
streaming, we expect the 
first player that shapes the 
concept to become the 
reference in the mobility 
ecosystem 
- As the industry evolves, 

maybe more will do so, but 
one will disrupt the market 
and integrate a universal 
solution 

- Google appears to us as 
the best positioned to do 
so 

• Google search is the most 
used web service in the 
world by far 
- Google search and 

YouTube combined 
generated 13 times more 
visits than Facebook, the 3rd 
most visited website 

• Google Maps is the most 
popular tool for location-
based search and it comes 
by default in Android 
phones, the leading 
smartphone operating 
system 
- It is the most advanced 

player with worldwide 
information and mobile 
mapping services for end 
users 

- It includes real time traffic 
information, crowded 
places updates, public and 
commercial transport 
availability and schedules 

- Google has already 
integrated with a very large 
number of transport 
service providers to collect 
data for its navigation and 
transit services 

• Last but not least, all of 
Google services to 
consumers are free of charge 
and financed by advertising, 
making it disruptive  

• With all these factors, we 
have a reason to ask: how far 
Google’s interests and 
presence in mobility could 
expand? 
- Google is a powerful 

player, whose steps have 
disrupted various 
industries, from phones (cf 
Nokia) to navigation (cf 
TomTom) and points of 
interest (cf. Foursquare) 

- As its business model 
differs from traditional 
mobility services or 
technical solutions 
providers, would that result 
in the disruption of the 
mobility industry?

0 Google in Mobility - Why did we choose to focus on Google?

We chose to focus on Google due to its 
leadership in mobility but also because all of 
its services are free for travellers
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This report is divided into 6 sections
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0
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The report is structured in 6 sections

1. Introduction

2. Google's initiatives in mobility

3. Mapping Google's strategy in urban mobility

4. The future of the MaaS market

6. Conclusion and recommendations to stakeholders

5. The future role of Google in the MaaS market



In section 1, we introduce MaaS and the rational for the report, 
including why we have selected to focus on Google

Source: PTOLEMUS 15

0 Introduction

• We chose to focus on Google for several 
reasons, including 
- Google has integrated information for most 

transport operators globally for routing 
- Google owns Android and has several 

successful apps, including Google Maps

• This first section includes 15+ slides 
• It defines MaaS and describes its importance 

in the development of mobility



In section 2, we examine Google’s initiatives in mobility
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0 Google's initiatives in mobility

• It describes Google Maps’ evolution, features, 
customer journey and business model  

• It analyses Google’s other initiatives in 
mobility, including Waymo, Google Wallet and 
Waze

• This second section includes 25+ slides 
• It dives into the evolution of Google and its 

changing role and activities in the mobility 
ecosystem



In section 3, we map Google's strategy in urban mobility
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0 Mapping Google's strategy in urban mobility

• It describes Google’s cross-selling & 
synergies, competition and corporate strategy 
in urban mobility 

• It describes relevant EU-wide regulations and 
Google’s relationship with EU institutions

• This third section includes 20+ slides 
• It dives into Google’s strategy in urban 

mobility



In section 4, we build 3 main future MaaS evolution scenarios
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0 The future of the MaaS market

• It builds 3 future scenarios of MaaS in Europe  
• It assesses their respective characteristics and 

likelihood

• This fourth section includes 15 slides 
• It uses the most important technological, 

market and regulation drivers and inhibitors 
to build future scenarios of MaaS



In section 5, we predict the future role of Google in the MaaS market
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0 The future role of Google in the MaaS market

• It defines Google’s most optimal future 
position in the MaaS ecosystem considering 
the likelihood of the 3 MaaS evolution 
scenarios 

• It estimates Google’s future EBITDA generated 
by MaaS in Europe under the 3 scenarios

• This fifth section includes 20+ slides 
• It assesses the alternatives Google has in the 

future MaaS market based on 6 risk and return 
categories



In section 6, we provide our conclusions and recommendations to the 
key MaaS players
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0 Conclusions and recommendations to stakeholders

• It evaluates their respective challenges 
regarding Google’s 3 main alternatives in 
mobility 

• Finally, it gives concrete recommendations to 
these players

• This sixth section includes 8 pages 
• It classifies MaaS players into 6 different 

groups
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PTOLEMUS is the first strategy consulting and research firm entirely 
focused on mobility and transportation
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PTOLEMUS has completed nearly 200 consulting assignments and 
served over 350 clients across the mobility ecosystem
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Our team of consultants, experts and analysts with 12 nationalities, 
serve our clients in 41 countries
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