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1 A NEW ERA FOR FUEL RETAILERS

Introduction

But that was then: pre-COVID, and before environmental, 
social, and governance criteria and the decarbonization 
imperative went mainstream. In the past three years, these 
forces have only accelerated. Mobility usage and attitudes 
have evolved. Customer behavior has since changed dra-
matically. As COVID decimated fuel sales volumes and 
sparked an explosion in e-commerce, it also highlighted a 
promising opportunity for oil companies: operators that 
had a robust retail business saw that in-store sales and 
online offers offset declines in gasoline and diesel sales 
volumes. Retail, they realized, is a matter of business 
resiliency.

More recently, the uncertainty and volatility triggered by 
geopolitical events, including upward pressure on oil prices, 
could further accelerate the transition to a lower-carbon 
economy. Countries and companies may respond different-
ly, but fundamentally, the long-term trends will continue.

Collectively, these developments point to the need for fuel 
retailers to reorient themselves: away from fossil fuel and 
toward alternatives and away from the vehicle and toward 
the customer. They need to stop selling more of the same 
and start selling more to the same (and to the new). And 
though the pressures today remain as urgent as they were 
a few years ago, fuel retailers now can choose from among 
a plethora of options, rather than following a narrow path.

Realizing these possibilities will take careful consideration. 
According to our latest survey of 33 executives from 20 
leading global retailers, completed in Q4 of 2021, these 
companies are already embracing the challenges: some 
70% are planning to expand their network in the coming 
years—one by as much as 45%. And their investment goes 
far beyond the pump. Retailers understand that their 
survival depends on expanding the value chain far beyond 
their core business.

The most innovative among them are pursuing everything 
from mobility ventures and battery-management systems 
to food delivery and carpooling services. Their abundant 
assets—established presence and networks, customer 
touchpoints, loyalty programs, real estate, the sheer vol-
ume of transactions, and the data these assets generate—
put them at an advantage. Still, the competition from 
traditional and new sources, along with regulatory and 
policy-related challenges, cannot be underestimated. 

In this report, we look at a fuel retail landscape that is 
evolving at a faster-than-predicted pace and the strategies 
fuel retailers will need to implement promptly to survive 
and thrive under the monumental threats they face. Be-
yond extracting the most from their traditional core busi-
ness, they’ll need to make their ambitious moves into 
these promising new businesses while also adapting the 
service station to support new vehicle types, capitalize on 
their real estate, and zero in on sustainable practices.

In 2019 we asked, “Is there a future for service stations?” as several 
forces of disruption began to emerge, all underpinned by new digital 
technologies: the rise of EVs and alternative fuels, the advent of ad-
vanced mobility modes, and rapidly changing customer habits and 
preferences.

https://www.bcg.com/publications/2019/service-stations-future
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Leading Trends 
in the Current 
Landscape

In the past few years, five trends in the retail fuel industry 
stand out. (See Exhibit 1.)

 
Alternative fuels are no longer optional. Electric vehi-
cles (EVs) have gained significant traction in the past few 
years; in some regions, sales are outpacing those of inter-
nal combustion engine (ICE) vehicles.1 Future bans on the 
sale of ICE vehicles (Norway’s will be the first to go into 
effect, by 2025) and government subsidies, along with 
greater affordability and a wider availability of models, 
have bumped EV sales up 41% since 2019. Advances in 
battery technology have also contributed to wider adop-
tion.

1. EV includes all forms of electric-powered vehicles, from fully battery-powered to hybrids.
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Exhibit 1 - Major Trends in Fuel Retail

Source: BCG analysis.
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BCG projects that by 2030, more than 50% of new light-du-
ty vehicle sales in the US will be EVs, and the International 
Energy Agency (IEA) forecasts between 124 and 200 mil-
lion light-duty EVs to be in use globally by that year. EV 
growth will not only dampen sales of petroleum-based fuel 
but will also intensify pressure to expand the charging 
infrastructure. Yet of the 121 million to 215 million 
charging points that the IEA projects will be in place by 
2030, only around 15% will be public.2 The $7.5 billion in 
funding in the Biden administration’s recently passed 
infrastructure plan is intended to build 500,000 charging 
posts in the US, which, although significant, will still fall 
short based on conservative estimates of EV penetration. 
Demand for charge points will be huge.

Apart from electric are 2G biofuels and hydrogen, the latter 
of which also has the potential to be an important low-car-
bon fuel, particularly for heavy-duty transport such as 
trucks and buses. Although by our calculations the cost of 
hydrogen-powered vehicles won’t be competitive with that 
of ICE or EV vehicles until 2030, their fast-refueling capabil-
ity and longer range make them viable for long-haul carri-
ers. A number of regional partnerships are being created in 
Europe, China, and the US (California) to enable the 
mass-market rollout of hydrogen-fueled, heavy-duty trans-
portation.

Advanced mobility solutions are changing usage 
patterns. The pace of technological development in ad-
vanced mobility, whether of autonomous vehicles, connect-
ed cars, or other forms, will change the kind of vehicles—
and the type of customers—that show up at the service 
station. The pool is diversifying from purely self-driven 
vehicles to including autonomous fleets and from ICE-only 
to electric vehicles. There has also been a shift in use: 
instead of predominantly individual use, many drivers are 
turning to carpooling and shared rides. In addition, con-
sumers have become less willing to give up precious time 
to driving when, thanks to new mobility modes, they can 
now use that time productively. 

A recent BCG-World Economic Forum study3 predicted that 
by 2035, mobility-on-demand (taxi- and ride-sharing along 
with autonomous taxis and minibuses) in several major 
cities, including Boston, Shanghai, and Berlin, could ac-
count for as much as 30% to 40% of the urban transporta-
tion landscape. Such a scenario suggests that value cre-
ation in mobility is moving away from fueling and personal 
vehicle usage and toward more on-demand activities (fleet 
management, ride-hailing platforms).

2. The 215 million figure is a best-case scenario that assumes that all markets will hit their targets.

3. The study is available at: https://www3.weforum.org/docs/WEF_Reshaping_Urban_Mobility_with_Autonomous_Vehicles_2018.pdf.

https://www3.weforum.org/docs/WEF_Reshaping_Urban_Mobility_with_Autonomous_Vehicles_2018.pdf
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COVID-19 has changed consumer behavior. In the 
pandemic’s first year, e-commerce sales grew by nearly 
32% in 2020 (2019–2020 growth), reaching $2.6 trillion. 
Sales in 2021 reached $3.2 trillion. As a share of total retail 
sales, e-commerce went from nearly 13% in 2019 to nearly 
18% (estimated) in 2021. Digital restaurant delivery also 
took off, growing 67% worldwide and more than doubling 
in the US. Today it represents about 14% of the restaurant 
market. Both e-commerce and food delivery have raised 
the demand for last-mile logistics, especially 15-minute 
and same-hour delivery.

Meanwhile, consumer expectations for convenience have 
been rising; trends such as the demand for streamlined 
checkout, omnichannel shopping, and last-mile delivery 
services have been accelerated by the pandemic. At the 
same time, tobacco sales, a traditional boon to conve-
nience-store (C-store) sales, have been declining as tobac-
co use continues to drop. Overall, we are now seeing an 
increase in C-store sales in the US among the fuel retailers 
that have adapted their offerings to meet these changing 
consumer behaviors and preferences.

Digital technologies are expanding retailers’ capabil-
ities. Digital technologies enable fuel retailers to better 
understand and serve customers’ changing needs and 
preferences. Fuel retailers are using AI and big-data analyt-
ics to capitalize on customer data in important new ways, 
such as hyperpersonalization. To be most effective at 
winning customer loyalty, retailers need to serve the omni-
channel experience, as consumers are engaging with the 
brand through mobile apps, online, and physically at the 
store or station. Finally, digital has enabled individual 
stations to use dynamic pricing—an important tool for 
keeping margins high during COVID when volumes plum-
meted.

Sustainability is taking root for real. No longer a dis-
tant aspiration, sustainability has worked its way in earnest 
into consumer consciousness and onto public- and pri-
vate-sector strategic agendas. Regulators are aggressively 
adopting measures to control CO2 emissions, and the oil 
and gas industry is under particular pressure. Consider, for 
example, the Netherlands court ruling that Shell must 
reduce emissions to 45% of its 2019 levels by 2030. Sus-
tainability is already influencing the behaviors and spend-
ing habits of customers worldwide. In the six months end-
ing June 2021, the cost of carbon credits rose 75%. 
According to Euromonitor’s Global Consumer Trends 2021 
study, almost 59% of consumers prefer recycled items and 
64% say they are reducing their use of plastic.

What will truly drive mass consumer behavior is the avail-
ability of better (and more sustainable) alternatives that 
are equivalent in price to fossil gasoline. When we survey 
consumers about their willingness to pay a premium for 
more sustainable alternatives, we hear “no” or limited 
willingness if the alternative is backward compatible with 
their current vehicle. But price parity is becoming a reality: 
more and more EVs are becoming available at prices com-
parable to ICE vehicles, while in some regions renewable 
diesel is becoming price competitive with traditional diesel.

How Should Oil Companies Respond?

In our previous report, we laid out four industry scenarios 
for the path to 2035: from the most conservative, in which 
fossil fuels remain “king,” to the most advanced, where 
mobility goes beyond fossil fuels. Recent trends confirm 
our earlier thinking about the primary disruptions; indeed, 
in some markets, the pace of change is faster than we 
expected in 2019. Thus, every fuel retailer in the world 
needs to prepare for a different future—and one that 
unfolds at different speeds across markets. 

No single stratagem will be sufficient to overcome the 
forces of disruption. To stake out a profitable future, fuel 
retailers must adopt a customer-centric model. Doing so 
entails taking action in four areas: rethinking their future 
network, reimagining the station, revamping their loyalty 
and personalization programs, and driving new growth 
areas beyond the service station. Many fuel retailers have 
already embarked on the journey to transform their busi-
nesses, moving decisively to secure their existing sources 
of value while developing new value pools, as we describe 
in these pages. 

https://www.bcg.com/publications/2019/service-stations-future
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Rethinking 
the Future 
Network

Where should we compete?” “Which ownership 
model makes the most sense?”

 
These questions cut to the core of every fuel retailer’s strat-
egy. Retailers must rethink their network planning in order 
to repurpose their assets for a future in which hydrocarbon 
fuels no longer predominate. First and foremost, locations 
must be situated near the new demand centers. Existing 
sites may not necessarily be good locations for EV and 
biofuels. Moreover, retailers will need the space to be able 
to provide these alternatives—along with space to offer the 
new services necessary to generate new value pools (more 
on these later). Scale will be essential for efficiency in 
fuel-supply logistics as well as in other segments of the 
value chain, including refining and trading. 

“
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4. Company owned-company operated; company owned-dealer operated; dealer owned-dealer operated.

Proximity to Demand, New Site Considerations. The 
traditional calculus of “volume x margin” for site classifica-
tion (tiering) will need to be adapted to new market priori-
ties. In assessing their existing network, retailers will need 
to identify which stations to shutter and where to expand. 
Once-lucrative sites—for instance, small automat stations 
in urban centers—will become increasingly unattractive 
due to the lack of space for EV chargers or non-fuel goods. 
In contrast, sites providing valuable services to their com-
munity, such as a suburban neighborhood-operated station 
or “satellite” site for EV charging, may be on the rise. As 
they rethink their network to spur the evolution from 
station to service hub, companies need to broaden their 
focus to such factors as geographical coverage, site type 
(how strategic the location is; proximity to transportation 
links), site quality, and flexibility (how amenable the site is 
to new uses). In addition, the factors driving traffic will 
change; today, motorists are the main customers, but in 
the future, different types of customers will be showing up 
(those picking up courier packages or a shared bicycle, for 
example). Another consideration is that ideal EV charging 
locations won’t necessarily coincide with the best fuel 
locations. 

The choice of format for each site—whether grocery store, 
drugstore, deep discounter, or quick-serve restaurant—
should be carefully thought through. Here, too, scale will 
be crucial in the digital platforms that underpin opera-
tions, in IT, in category planning, and in buying power and 
logistics (beyond fuel supply). 

Getting Closer to the Customer. Customer centricity 
requires gaining a deeper and ongoing understanding of 
customers’ behaviors and needs. Companies need to offer 
tailored convenience, have a strong brand, build their 
supply-chain scale, and expand the breadth of their prod-
uct offerings. These imperatives can be met only through 
greater control over dealers or, ideally, through company 
ownership and operation. Thus, retailers will need to recon-
sider the ownership model, readjusting the mix of COCO/
CODO/DODO4 and franchising options and reducing com-
pany ownership in markets that are becoming less attrac-
tive. By optimizing the brand and growing their scale, 
companies can extract more value from the market.

BP’s and Shell’s recent acquisitions in the US are prime 
examples of this network reevaluation. By buying 200 once 
jointly owned retail stores, BP is taking greater control of 
its retail presence in the US—part of its aim to double 
convenience and mobility earnings by 2030. Shell’s acquisi-
tion of 248 fuel and convenience retail sites is in line with 
the company’s strategy to expand its network, provide 
broader fueling options, and grow non-fuel sales through 
more convenience offerings.

So, what should fuel retailers consider in weighing their 
network planning and ownership model decisions? We 
would propose four questions:

• How deeply should you participate in a given market?

• In what ways can you maximize return on capital em-
ployed (ROCE)? That is, what is the appropriate mix of 
ownership, dealership, and franchising in each given 
market?

• What moves are necessary to maintaining brand integri-
ty and consistency as the network evolves? 

• From a delegation and control perspective—and given 
your profit expectations—how do joint ventures, fran-
chising, and other structures compare? 



7 A NEW ERA FOR FUEL RETAILERS

Reimagining the 
Station as a 
Mobility and 
Convenience Hub

Fuel retailers can exploit three promising opportunities 
onsite: modernizing the pump through alternative fuel 
offerings and dynamic fuel pricing, transforming the 

C-store, and capitalizing on their real estate (and strategic 
locations) to become a services hub.

Modernizing the Pump 
For oil and gas companies, fuel retail is a crucial gateway to 
diversification in sustainable products and services for 
customers. Companies can modernize their pump offer-
ings with alternative fuels and EV charging stations to 
serve the growing base of alternative-powered vehicles. In 
fact, according to our survey, an overwhelming majority of 
retailers (95%) are either already offering or planning to 
offer EV charging, and more than half (55%) are offering or 
plan to offer alternative fuels (see Exhibit 2). In addition, 
companies can also adopt dynamic pricing, actively adjust-
ing their prices according to supply and demand. This 
practice, which spread rapidly during COVID, has proved to 
be an important lever for profitability.
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Exhibit 2 - Retailers Are Forging Ahead with Electric and Alternative Fuels

Source: BCG Future of Service Station Survey, Q4 2021.

Note: Results are in response to questions: “Do you have a strategy in place to serve EVs and alternative-fueled vehicles?” and “Which of the  
following products are you offering or planning to offer?”
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Sustainable Fuels. Offering alternative fuels—namely, 
biofuels and hydrogen for passenger fleets, heavy-equip-
ment operators, and some B2C customers—is becoming 
essential. 

Worldwide demand for biofuels was already growing sharp-
ly three years ago and, led by Asia and America, is expect-
ed to keep growing across all regions (at around CAGR 
+4%). Demand is forecast to hit 223 million tons of oil 
equivalent (Mtoe) by 2040—an increase of 89 Mtoe over 
2018 levels—as regulatory targets encouraging the use of 
oil substitutes in transportation are raised.

It makes sense for retailers to promote renewable fuels as 
the answer for decarbonizing heavy transport over the next 
10 years. The market is expanding at an unprecedented 
pace; indeed, renewable diesel is becoming price competi-
tive with traditional diesel. In California, for example, it 
now commands the same (or lower) price at the pump. 
Moreover, renewable diesel has strong regulatory support, 
thanks to EU directives; low-carbon fuel standards in Cali-
fornia, Washington state, and Canada; and the renewable 
identification number (RIN) program in the US EPA’s 
renewables tracking program. It is the fuel of choice for 
fleets that are decarbonizing. And suppliers are actively 
building their footprint; after Neste and Valero led the way, 
many majors are getting involved. 

Longer-term, of all the options, we are optimistic that 
hydrogen could be the most widely adopted alternative 
fuel for long-distance heavy-duty trucks (those covering 
more than 400 km per trip), given the range limitations of 
battery-powered electric vehicles. To establish a position 
and comfortably meet demand, companies would need to 
have a critical mass of stations offering hydrogen by 2030. 
The best way to meet this opportunity will be through 
partnerships across the chain of generation, distribution, 
and storage—especially OEMs and fleets. For example, 
TotalEnergies and Hyzon Motors (a leading supplier of 
hydrogen-fuel-cell-powered trucks) have agreed to develop 
hydrogen refueling and vehicle supplies for long-haul cus-
tomers.

EV Charging. Burgeoning demand for charging points 
represents a prime opportunity for fuel retailers, which 
have the advantage of an established network of stations 
and space. They can serve longer-distance drivers, both 
commercial and consumer. Aral, for example, has an-
nounced plans to expand its high-powered charging net-
work in Germany, installing 500 charging points with up to 
350 kW at more than 120 stations. As battery technology 
advances and battery recharging times shrink—specifically, 
down to five to 10 minutes—EV use could truly take off, 
even in urban locales where access to private parking and 
charging is limited (at present, most charging must take 
place at home or work). 
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The EV fleet market is growing rapidly. Fleets with regulato-
ry exposure and those serving high-end customers will be 
the fastest to electrify—and securing first-mover advantage 
and maintaining pace are important. A fleet-charging 
ecosystem is emerging with strong links to telematics and 
planning and dispatching. B2B charging for fleet customers 
is likely to become highly competitive, especially among 
operators and equipment suppliers.

To succeed, companies will have to serve complex custom-
er needs by providing high-quality end-to-end service, 
tailored solutions, and the ability to integrate fleet manage-
ment with site energy management capabilities. As with 
green fuels, partnerships will be key, particularly in the 
early phases of market development. Scania, for example, 
has joined with the French multinational utility company 
ENGIE and its subsidiary EVBox to provide charging solu-
tions. Partnering with logistics hub providers is another 
potential means of market entry for OEMs.

Some companies are also installing charging points out-
side of service stations. With its 2018 acquisition of Charge-
master (recently renamed BP Pulse), BP became an early 
entrant into the EV charging market. BP Pulse provides 
residential, business, and public charging points and oper-
ates the UK’s biggest rapid public charging network. 

In providing EV charging, companies will need to strike 
advantageous agreements with utility partners—agree-
ments that secure electricity at desirable sites (including 
outside their stations) and at a favorable cost, ensure 
uninterrupted access, and enable retailers to grow their 
network strategically. Some providers are devising 
creative approaches. For example, a retailer could expand 
its services to include charge point installation and man-
agement for business and residential customers; or, like 
the UK’s Gridserve, create its own grid, powering EVs 
through its own solar panel farms; or partner with 
clean-energy providers.

Transforming the C-Store
Once seen as a place to grab cigarettes or a quick bite or 
coffee while on the go, the C-store needs a rethink, thanks 
to new trends and changing consumer demographics. 
Where convenience drove baby boomers, sustainability will 
increasingly motivate the buying decisions of generations 
X, Y, and Z. Where purchasing used to be in-person only, 
consumers increasingly order online. Where loyalty once 
sprang from a relationship with the service station owner, 
personalization (or rather, hyperpersonalization) in the 
future will be AI-driven. But simply acquiring or converting 
sites in itself isn’t enough. To grow their C-store revenues, 
retailers need to create a compelling and consistent brand 
experience. Here are four broad options to explore:

• Develop franchising offers for the dealer network. 
Such a move can take many forms: blurring C-stores 
with other retail formats such as grocery stores, drug-
stores, deep discounters, and quick-service restaurants. 
An even faster route is to establish joint ventures with 
existing convenience store companies, such as BP and 
M&S food stores in the UK; Esso and Tesco Express; and 
Mexico’s OXXO (owned by FEMSA) and Raizen of Brazil.

• Build your own convenience brand. Having an 
attractive convenience offering promotes differentiation 
and increases share of wallet. According to our survey, 
companies differentiate themselves in any number of 
ways, most commonly through friendliness, cleanliness, 
fuel pricing, speed and ease of transactions, and positive 
brand perception. A successful customer offering should 
include a market-leading fresh food offer—ideally, food-
for-now and food-for-later selections. Leading interna-
tional C-stores such as Wawa and Carrefour City allocate 
40% to 50% of store space to such products. Above all, 
they should make shopping a fast, easy, and digitally 
enabled experience featuring ordering apps, cashless 
stores, and whole-basket scanning as well as unmanned, 
self-service stores. Perhaps the most compelling tech-
nological innovation for brick-and-mortar C-stores would 
be to emulate the Amazon Go model, which uses sensor 
and scanning technologies to eliminate checkout alto-
gether. 

• Curate the product assortment. Retailers should 
be deliberate and rigorous in their assortment choices, 
matching breadth and depth to demand and demo-
graphics. Stores need to analyze SKU performance on 
a regular basis, weeding out slow-moving products and 
replacing them with relevant, attractive, and trending 
items. These choices will be guided by a robust data- 
gathering and analytics program (more on this below). 

• Offer delivery. With the explosion of e-commerce in the 
past two years, delivery has grown increasingly import-
ant; for instance, 7-Now, launched in 2018 by 7-Eleven (a 
global convenience operator and the largest convenience 
chain in the US and Canada) promises 30-minute order 
delivery from a selection of more than 3,000 items, using 
its popular loyalty program. Customers can choose door-
to-door delivery or order pickup at the company’s broad 
network of franchisees and company-owned stores. 
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To support these enhancements to the customer offering 
and experience and improve site efficiencies and C-store 
performance, companies will need to beef up and augment 
core capabilities and practices. They’ll need to examine 
their processes for wetstock monitoring, fuel logistics, 
supply and inventory management, and performance 
monitoring. They’ll need to install the latest payment 
systems, both point-of-sale and indoor and outdoor sys-
tems. Finally, they’ll need to digitally integrate site opera-
tions with company enterprise resource planning systems 
and the cloud in order to monitor and continuously im-
prove performance.

The Changes in Store 
 
• More than 75% of fuel retailers believe 
    their non-fuel margins will become 
    increasingly important.  
 
• No retailer envisions fuel margins growing  
   relative to other revenue sources. 
 
• 65% plan to invest more in their C-stores,  
   bringing major changes to store formats  
   and offerings. 

 
Becoming a Services and Logistics Hub
Another creative approach retailers might take involves 
transforming their sites into services and logistics hubs. 
Essentially, this means making the most of their real estate 
by leveraging it for other businesses, particularly those for 
which low-cost space and proximity to transportation or 
customer hubs matter more than attractive retail store-
fronts. (This could mean leasing it to others or building 
these new businesses themselves.) Possibilities include 
dark stores and kitchens and last-mile logistics hubs (sort-
ing, delivery, and transfer points, as well as lockers for 
customer pickup). But there is no limit to the kinds of 
offerings; for example, any convenience that might be 
attractive to commuters, truckers, or long-distance travel-
ers while charging their EV or taking a travel break is a 
potential candidate—even salon services. 

Dark Stores. Companies can rent space to businesses 
that are not designed for serving retail customers onsite. 
Such businesses do not need a classic retail storefront; 
instead, they are optimized to produce a product for take-
out or delivery. Among the most promising type of dark 
store for fuel retailers are “dark kitchens” (also known as 
“cloud kitchens”)—commercial meal-preparation facilities 
for multiple food and beverage or restaurant brands. Cloud 
kitchens are optimized for the preparation of delivered 
food (although some offer takeout), so they can be located 
in lower-rent locations near transportation links. They 
specialize in high-efficiency, high-speed cooking processes 
and, as data-driven businesses, are able to change menus 
and operations to adapt quickly to changing market trends. 
Retailers can monetize their existing kitchen space (or 
overhaul it or even create one) to set up these facilities.

Thailand’s PTT OR (Oil Retail) is one such example. In 
March 2021, the company partnered with Line Man Kitch-
en, a food delivery startup, to fulfill its ambition of “retail-
ing beyond fuel.” Line Man serves multiple restaurants 
from a single location and offers delivery and pickup op-
tions. Beyond fuel customers, this service attracts a new 
customer segment: those looking for takeout or food deliv-
ery to home or office. 

Dark kitchens that provide attractive, cost-effective, and 
competitive food services serve other sectors, but their 
innovative formula complements fuel retailers’ advantages: 
their extensive network, convenient locations, and, in many 
cases, space. More broadly, they potentially share synergies 
with C-stores—not simply as a behind-the-scenes provider, 
but also as a partner with the power to draw customers to 
service stations. 

Last-Mile Logistics. Station networks confer several 
advantages on co-located businesses, among them a wide 
footprint, presence in strategic locations (often close to 
other transport links), and typically available space. These 
features suggest a no-regrets opportunity for retailers to 
turn their sites into logistics hubs such as processing and 
transfer facilities for the carriers or lockers for customers. 
The growth of e-commerce suggests that the demand for 
logistics services will only grow. 

Petronas, Malaysia’s state-owned oil and gas company, is 
now reaping advantage from its extensive network with its 
wholly owned subsidiary, Setel Express. Founded in 2020, 
the company serves B2B customers—retailers and mer-
chants offering parcel delivery to their customers. It pro-
vides pickup and door-to-door delivery as well as services 
at its hubs, located in Petronas service stations.
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Revamping 
Loyalty and 
Personalization 
Programs

The customer loyalty program is another fundamental 
instrument that fuel retailers can use to shape their 
future. The opportunity both to build customer value 

and to differentiate themselves is abundant, considering 
how much most companies have invested in traditional 
earn-and-burn programs that extend the same set of offers 
to all customers, regardless of their different behaviors. In 
the era of hyperpersonalization, where digital technologies 
allow companies to target the individual customer—the 
“segment of one”—such programs are insufficient and 
outmoded. 

Consumers’ hunger for digital-first and highly personalized 
journeys has made them generally willing to cede valuable 
personal data to retailers. Although originally collected to 
improve the efficiency and attractiveness of loyalty pro-
grams, when combined with contextual data, personal data 
can dramatically advance a company’s customer-centric 
ambitions by focusing on the customer’s lifetime value 
rather than on product lead strategies.
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With the huge advances in—and the greater affordability 
of—AI, automation, analytics, and related technologies, 
retailers today are equipped with both the data and the 
technology they need to hyperpersonalize their loyalty 
programs. By associating transactional data (such as pur-
chasing history, location, segment attribution) with contex-
tual data (such as pricing, weather, traffic, and sociodemo-
graphics), they can not only multiply the lifetime value of 
loyalty customers; but they can also adapt their pricing, 
relevant product recommendations, and promotions to 
every individual in their consumer base. AI algorithms 
allow retailers to predict many aspects of customer behav-
ior, including their likelihood of buying a given item, aver-
age basket size, visit frequency, price sensitivity, related 
items the customer might be interested in (SKU adjacen-
cies), promotional offer acceptance, product preference, 
and loyalty lifecycle changes. Equipped with this informa-
tion, companies can tailor incentives and drive behavior 
changes in customers.

On top of this, fuel retailers can also measure the effective-
ness of their personalized actions compared with control 
groups at a granular level. They can use the data they 
collect to adapt their incentives to their overall strategy 
(whether it is to maximize volume, optimize margins, or 
increase premium-product penetration) while minimizing 
the risk of cannibalizing their commercial activities. They 
can tailor offers and pricing, interact with the customer at 
the appropriate moment, or nudge them with ad hoc 
mini-marketing campaigns. Even beyond engaging the 
already faithful, the data companies gather on all custom-
ers—individual consumers or B2B customers (in particular, 
fleets)—gives them more power to attract less-engaged 
customers. 

Several oil retailers are already developing personalization 
capabilities. These include launching new communication 
channels (such as mobile apps), building IT infrastructure 
to capture and process data at the customer level, and 
establishing dedicated teams with deep expertise in both 
business and data and analytics.

Are Retailers Capitalizing on Big Data for 
Customer Analysis? 
 
As a group, leading fuel retailers’ current use of big 
data for customer analysis is surprisingly limited, ac-
cording to our survey. That leaves them enormous 
untapped potential for building their customer base 
and expanding share of wallet. 
 
• Around 60% of retailers are running big 
   data analysis to customize their offering 
   within and beyond the station.  
 
• 35% say they have less sophisticated or  
   limited means of using their data. 
 
• 5% do not collect any customer data.

 
Akwa Group, Morocco’s largest oil and gas distributor, 
developed Kenz’up to overcome the waning value of its 
existing loyalty program and the hassle associated with 
points collection and redemptions. With Kenz’up, custom-
ers earn points throughout a network of retailers beyond 
Akwa’s stations. Using a special app, they can pay for 
purchases, scanning a Kenz’up QR code at checkout to 
collect points or collecting points later through the app. 
Points can be redeemed in the form of cash. Within three 
months of its launch, Kenz’up was among the most down-
loaded shopping apps among Morocco users at Apple and 
Google app stores. Its rapid growth and popularity show 
just how much opportunity diversification and customer 
centricity fuel retailers have at their disposal. It also sug-
gests that further opportunities exist for these retailers to 
expand into other, as-yet untouched, adjacencies, such as 
payments and financial services.

Indeed, loyalty programs can become the basis for data-led 
transformation well beyond customer engagement. Both 
the technologies and the data they generate can also help 
companies shape their B2B business model in many ways: 
in creating value-added services beyond payment capabili-
ties, in new-customer acquisition, cost management, con-
sumer convenience and experience, and more generally, in 
data-driven decision making.
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Driving New 
Growth Areas 
Beyond the 
Station

Recognizing the new arenas of potential growth 
spurred by the rapid change (particularly technologi-
cal) of the past few years, leading fuel retailers are 

beginning to follow their customers beyond the service 
station. It’s a logical move, given the powerful advantage of 
their trusted brands, extensive footprints and networks, 
and access to different customer segments. The examples 
cited here offer just a taste of the many already in place.

Supporting the Customer’s Journey
Following the customer beyond the service station means 
finding ways to serve them in every phase of the vehicle life 
cycle, such as from used-car purchase and car insurance to 
maintenance. It also entails serving customers with new 
alternative fuels and supporting business customers in 
achieving their efficiency and sustainability goals. 
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Used-Car Purchase or Sale. Buying or selling a used car 
is an experience most people dread. More often than not, 
it is costly, time-consuming, and tricky, owing to a lack of 
transparency. Vitol, an oil and gas leader in Turkey and 
Pakistan, seed-funded a startup that would leverage its 
Petrol Ofisi brand in Turkey—with its footprint, knowledge 
of the mobility market, and direct-to-consumer relation-
ships—to develop a solution to address these shortcom-
ings. The price of used cars in the company’s operating 
regions has soared in recent years. Sellers who get no bites 
through direct contacts or online must invariably resort to 
car dealerships, where their vehicle can sit for months, at a 
cost. Recognizing this market as a way to diversify, Vitol 
introduced Vavacars, an online used-car marketplace, in 
2019. Vavacars offers instant free valuation, free inspection 
by qualified engineers, and a quote (and secure payment, if 
the offer is accepted) within 45 minutes. It benefits Petrol 
Ofisi in another way: through cross-marketing initiatives 
such as placing a fuel card in every car sold. Vavacars is the 
fastest-growing startup in Turkish history; in its first year, it 
traded 4,500 cars and generated $110 million gross mer-
chandise value.

Car Insurance and Vehicle Financing. This next logical 
step in supporting the customer journey is already in play. 
Obtaining car insurance in the UAE has typically been a 
time-consuming effort that involves combing through 
comparison websites and talking to brokers until the right 
deal appears. In 2019, Emirates National Oil Company 
(ENOC) introduced Beema, the UAE’s first pay-per-kilome-
ter car insurance, which was voted Best Insurtech in the 
Middle East. ENOC gives motorists cash rebates for driving 
fewer-than-average kilometers, thus creating a countercycli-
cal revenue source for the company (the fewer kilometers 
people drive, the less likely they are to have an accident). 
The technology ENOC developed for Beema prompted 
ENOC to branch out into home, health, and travel insur-
ance. Vehicle financing has been a growing market in the 
past few years, particularly with the growth of fleets. As yet 
untapped by fuel retailers, it could be a lucrative business 
line, whether for serving individuals or fleet owners. Retail-

ers would be well served to monitor car marketplaces, the 
leasing market, and vehicle-sharing trends to be poised to 
act when opportunity arises.

Innovations in Fuel Provision. Retailers are innovating 
fuel provision in a number of ways. They are offering more 
sustainable fuels (namely, biofuels) and offering greater 
convenience to drivers (for example, by detecting their fuel 
preferences through RFID or license-plate readers). We are 
also seeing the rise of the mobile station: many compa-
nies, including ENOC, Shell, and Petronas, are now offering 
fuel delivery to both B2B and B2C customers. ENOC is at 
the forefront of biofuel delivery services, and Abu Dhabi 
National Oil Company (ADNOC) has added home delivery 
of liquefied petroleum gas (LPG) to its service portfolio. 
Through its digital platform, MyStation, customers can 
order filled LPG cylinders for home delivery. With its exten-
sive and efficient delivery network, ADNOC can ensure 
on-time, accurate delivery, along with safety. Customers 
can also access their rewards account, online order history, 
and digital wallet and use mobile pay at the fuel stations. 

Car Maintenance. Another recent development is mobile 
vehicle maintenance, which eliminates long wait times at 
the mechanic and the need to arrange alternate transpor-
tation. BP’s Zippity, launched in the US in 2017, offers a 
pricing guide up front, flags problems through its digital 
health reports, and gets customer approval before under-
taking repairs, thus sparing customers unexpectedly costly 
surprises. Oil companies aren’t the only ones pursuing this 
business: even some automotive OEMs are making inroads 
into digitized and mobile maintenance services. In 2019, 
Daimler debuted RepairSmith, which follows a business 
model similar to Zippity’s. If a mechanic cannot repair the 
vehicle at the customer’s location, Repairsmith tows the 
car to a local repair shop within its network of partners. 

Retailers’ Foray into New Businesses

Leading retailers are already following their customers beyond the service station, using their retail outlets as a spring-
board. They are expanding into such new businesses as fuel delivery, last-mile logistics, biofuels, and EV ventures. 

20%  

of survey respondents 
are already launching 
new businesses.

10%
said they are  
currently piloting  
new businesses.

10%
plan to launch a new 
business in the next 
few years.

60% 
are intensifying their 
strategic focus on and 
investments in 
adjacent businesses.
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New (or Enhanced) B2B Services. Historically, in their 
B2B business, fuel retailers focused on volume and margin 
plays. Like the B2C market, B2B is evolving rapidly toward 
a customer-centric, service-oriented model. Competing 
successfully in the B2B market calls for establishing strong 
relationships with customers and finding new ways to add 
value.

Thanks to the rise of shared mobility and the advent of 
autonomous vehicles, fleets will likely become a more 
important market. The B2B customer base, primarily 
fleets, consists of four segments, each with its particular 
needs: commercial fleets (for whom mobility is core to 
their business); service fleets (for whom mobility is a busi-
ness enabler); on-demand aggregators (which match mo-
bility demand and supply; for example, Uber); and off-high-
way fleets (used chiefly on work sites). 

Standard offerings to this market, such as fueling, are 
already becoming more service-based and value-adding. 
Consider ENOC Link, the first (and currently the only) 
company in the world offering on-demand biofuel delivery. 
Its delivery trucks are equipped with a smart meter that 
provides traceability; prevents tampering, bypass, and air 
fill; and produces automated receipts that document each 
refill. Secure RFID tags ensure that fuel can be released 
only to the customer’s registered assets. Together, these 
features address B2B customers’ biggest refueling worries: 
excess downtime and fraud. A mobile app and dashboard 
let customers monitor and manage their consumption by 
site and vehicle or machine, and fuel analytics support 
customers in their procurement, site fuel planning, and 
ordering. 

The connectivity built into fleet vehicles todays allows 
ecosystems to deliver increasingly seamless end-to-end 
services, from proactive maintenance to vehicle lifecycle 
management. B2B customers can continue to improve 
efficiency through digital data-driven optimization. In fact, 
data-driven optimization will become a more important 
competitive offering for fuel retailers for their integrated 
fleet customers. One major way that retailers can piggy-
back on this opportunity is by offering integrated fleet 
e-cards to fleet customers. Every driver in the customer’s 
fleet gets an e-card for refueling that captures valuable 
data that can be analyzed to show vehicle and fleet-wide 
consumption patterns. Another example of the power of 
data-driven optimization is Shell’s MachineMax, a telemat-
ics solution that helps off-highway fleet customers efficient-
ly and proactively manage maintenance, reduce costs, and 
control emissions. The platform also allows third-party 
integration, so that all OEM and other telematics and 
other relevant Internet of Things data streams can be 
consolidated.

As more and more fleets announce their sustainability 
goals, they will champion energy transition—part of the 
fleet might be electrified, part might be on diesel, and part 
might be on other fuels. To best serve their fleet custom-
ers, retailers will have to decide: What should our offerings 
look like? And how should we manage the complexity of 
multi-energy, multi-service offerings?

Advancing Sustainability Goals
Retailers can win customer support by embracing sustain-
ability, both at the business and corporate levels—and 
importantly, by aiding customers in their sustainability 
efforts. Doing so advances their own internal efforts. 

Some, like TotalEnergies (along with partner Hyzon) are 
working to facilitate the adoption of alternative-fuel-pow-
ered vehicles or, like ENOC Link, to promote the availability 
of biofuels. ENOC Link has itself embraced EVs with the 
rollout of its own electric delivery trucks in October 2021. 

Among the value-added eco-conscious services retailers 
might offer are access to (and help in developing) carbon 
credits, analytics, and tracking services. Shell Drive Carbon 
Neutral is good example. Shell developed this cost-effec-
tive carbon offsetting service for businesses and fleet 
owners. Once they opt in, drivers use the Shell Card to 
refuel at any participating service station (whether Shell or 
third-party service stations), and the company tracks the 
fleet customer’s overall fuel consumption and calculates 
the associated CO2 emissions. Shell then purchases carbon 
credits equivalent to the fleet’s emissions volume, offset-
ting them through its global portfolio of nature-based 
projects. These projects include forest cultivation, defor-
estation prevention initiatives, and wetlands preservation, 
all of which take CO2 out of the atmosphere. Through these 
mechanisms, Shell is able to mitigate carbon impacts 
throughout the value chain, from carbon origination to the 
offsets. 
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An Agenda 
for Action

Few industries feel the priority and urgency of the glob-
al net zero imperative as acutely as the oil industry. To 
prevail, if not lead, in a low-carbon future, fuel retailers 

need to derive the maximum value from their traditional 
core business as well as expand their value chain and 
unlock the potential of a wide range of new businesses.

It is no understatement to say that fuel retail has never 
been more essential for integrated oil companies. It’s a 
significant source of diversification and financial sustain-
ability, providing additional margin and mitigating the 
volatility of companies’ upstream businesses. It also gives 
them a point of contact with consumers, which is essential 
for promoting their brand. Put another way, a major reason 
that the majors are making moves in fuel retail is precisely 
to protect their fuel business. As demand for traditional 
fuel declines, international oil companies need to have 
control over the last mile of the barrel. A differentiated 
retail offer is therefore vital. 
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The opportunities for growth are significant if retailers 
pursue the four strategic avenues outlined in this report—
rethinking the future network, reimagining the station, 
revamping their loyalty and personalization programs, and 
driving new growth areas beyond the service station. Focus-
ing on the customer must be at the heart of their plans. 
(See Exhibit 3.) 

As they embark on their diversification efforts, fuel retailers 
should be guided by the following principles and actions: 

• Set the ambition and goals to achieve. To remain 
viable, companies will need to stretch existing assets 
and operations to their utmost potential. As a first step, 
fuel retailers need to establish their ambition, define 
their desired future state, and identify the value pools 
and plays that will help them achieve these goals. These 
decisions will then guide them in deciding how to re-
think the network, repurpose existing assets, transform 
their loyalty and personalization programs, and pursue 
entirely new areas of growth.

• Put the customer at the center of decision mak-
ing. Retailers sit on a wealth of customer data, which 
is continuously enriched from numerous touchpoints. 
Through advanced digital technologies, they can tap into 
this valuable store of insights to develop hyperpersonal-
ized offerings, evolve the in-station experience, and find 
new ways to provide value-added services to both B2C 
and B2B customers that amplify their relevance. Achiev-
ing this new level of customer centricity is essential for 
squeezing maximum value from existing and new busi-
ness lines and for their future success in general. 

Exhibit 3 - The Sources of Value in Fuel Retail Are Changing
Customer Centricity Is the Key to Unlocking That Value

Source: BCG analysis.

Reassess the ownership model mix and preferred 
site type

Accelerate network optimization (through organic, 
M&A, and other growth options)

Optimize fuel distribution and convenience
supply chains

Introduce other retail formats (e.g., grocery, 
drugstore)

Modernize the pump: Alternative fuels and EV 
charging
Transform C-store through product offering and 
new delivery modes
Develop new payment systems and platforms
Architecturally redesign the station to become 
a hub
Capitalize on real estate (e.g., dark stores, last-mile 
logistics)

Hyperpersonalize offerings and promotions with 
advanced digital solutions and AI

Expand loyalty offerings beyond fuel and 
the station
Amplify the use of dynamic pricing

Create new ways and locations for fueling

Provide sustainability products and services

Expand fleet offerings to include comprehensive 
value-added services
Pursue adjacencies such as car purchase, 
financing,insurance, and maintenance

Rethinking 
the future 
network

Reimagining 
the station as 
a mobility and 
convenience
hub

Revamping 
loyalty 
and 
personalization 
programs

Driving 
new growth 
areas beyond 
the station

Representative opportunities across the four strategic areas
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• Practice good corporate citizenship. Talk is no longer 
enough. Companies that do not demonstrate their com-
mitment to sustainability through their actions risk not 
only regulatory censure but ultimately their very surviv-
al. Customers and investors vote with their feet; they 
reward conscientious business practices through their 
greater loyalty and willingness to pay a premium. 

• Amp up capabilities to be future-ready. Achieving 
success in these key value pools depends heavily on the 
ability to tap into data, increasingly the foundation for 
action at most companies. This implies having in place 
now-indispensable capabilities in such domains as data 
analytics, design, and business growth, which are still 
commonly underdeveloped at fuel retailers. Companies 
need to redouble their efforts to attract, develop, and re-
tain the talent in these specialties. To do so, companies 
must also instigate new ways of working, emphasizing a 
more agile and innovation-oriented culture. Remote col-
laboration will be especially important for large interna-
tional companies whose personnel are dispersed across 
multiple time zones. 

• Build vehicles for growth and forge strategic part-
nerships. In addition to strengthening capabilities in 
house, companies can benefit tremendously from creat-
ing partnerships and fostering cooperation with mem-
bers of the broader ecosystem. Through incubators, joint 
ventures, and M&A, companies can more rapidly gain ex-
pertise and legitimacy in adjacent businesses. A diversi-
fied portfolio of such early-stage investments, whether in 
industry verticals (for instance, mobility) or horizontals 
(such as digital) can then grow into new revenue lines as 
companies expand their services.

• Develop a robust action plan. Adopting these prin-
ciples and implementing these actions call for tackling 
many different challenges simultaneously. But doing so 
can be daunting and can strain a company’s resources. 
A robust action plan, one that clearly stipulates the de-
cisions and actions to be implemented, as well as when 
and how, will be crucial. With it, the retailer can align 
ambitions and allocate available internal resources and 
capabilities wisely, as well as identify key enablers and 
external capabilities they may need to acquire.

By exploiting non-fuel value pools, amping up the transi-
tion to alternative forms of energy, and pursuing new 
sources of growth, fuel retailers can diversify their revenue 
streams, reducing their dependence on hydrocarbons and 
offsetting the volatility of their traditional businesses. Fuel 
retail will be a pivotal source of growth for oil companies in 
the coming years—and an important complement to their 
other diversification and sustainability strategies. 

The possibilities are numerous. But time is in short supply. 
Beyond the imperatives defined in the four strategic pillars 
lies one other: a sense of urgency. Retailers that embrace 
these imperatives, seriously and swiftly, will not only retain 
their relevance in the world economy, but can also look 
forward to an expansive future.
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