
A D A P T I V E  L A B S

THE PROBLEM IS IN YEAR 5
Why electric vehicles may outlive the business model designed to finance them.

T H E  C A R  M AY  B E  R EA DY  F O R  Y EA R  6 .   I S  YO U R  B U S I N E S S  M O D E L?

Tesla Model  3  and Model Y  ·   l i fecycle economics  ·   contract fl eet management
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T R A D I T I O N A L  C O N T R A C T  F L E E T  M A N A G E M E N T

THE CONTRACT ENDS.
THE CAR DOESN’T.

W H Y  3 6 – 4 8  M O N T H S  W A S  R A T I O N A L

Maintenance Warranty Remarketing Customer preference

F I R S T  C O N T R A C T E X I T  ·  M O N T H S  3 6 – 4 8 T H E  V E H I C L E ’ S  U S E F U L  L I F E  C O N T I N U E S

Y0 Y1 Y2 Y3 Y4 Y5 Y6 Y7 Y8
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M I L E A G E  A N D  W A R R A N T Y   ·   2 0 , 0 0 0  K M  A  Y E A R

THE CLOCK HASN’T CHANGED. THE VEHICLE HAS.

B A S I C  W A R R A N T Y   ·   8 0 , 0 0 0  K M

B A T T E R Y  &  D R I V E  U N I T   ·   1 6 0 , 0 0 0  K M  ( R W D )   ·   1 9 2 , 0 0 0  K M  ( L O N G  R A N G E )

60,000 km   Y E A R  3 100,000 km   Y E A R  5 160,000 km   Y E A R  8

3



M A R K E T  R V   ·   M O D E L  3  R W D   ·   %  O F  O R I G I N A L  U N D I S C O U N T E D  L I S T  P R I C E

THE STEEPEST DEPRECIATION MAY BE BEHIND US. WHY SELL NOW?

T R A D I T I O N A L  E X I T S C E N A R I O S   ·   N O  P O L I S H  D ATA

Y0 Y1 Y2 Y3 Y4 Y5 Y6 Y7 Y8
0%

25%

50%

75%

100%

52%
PLN 74k

37%
PLN 52k 31%

PLN 44k · hypothesis

16%
PLN 23k · trend continues

RV tables, Years 0–5 Scenario 1 · table trend continues Scenario 2 · hypothesis: depreciation flattens

Market RV, not operator cost; fleet discounts do not change it. Years 0–5: Polish RV reference data. Years 6–8: illustrative scenarios; flattening is the hypothesis explored.
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A D A P T I V E  L A B S   ·   T H E  P R O B L E M  I S  I N  Y E A R  5

O P E R A T O R  E C O N O M I C S   ·   F I R S T  C O N T R A C T   ·   P L N  N E T  O F  V A T

What does depreciation cost per month?

Model 3 · 36 months Model 3 · 48 months Model Y · 36 months Model Y · 48 months

1,498
1,378

2,106

1,8311,894
1,674

2,614

2,212

Operator: acquisition cost after illustrative 10% discount Reference: undiscounted list price

PLN 1,498
per month: Model 3 RWD, 36-month first contract, 
operator view

Net list price (market reference) 142,268

Acquisition cost, −10% (assumption) 128,041

Market value after 36 months 74,101

Economic depreciation, 36 months 53,940

Undiscounted reference: PLN 1,894 per month.

The discount is not Year 0 depreciation: it is the gap between the market reference price and the operator’s entry cost. Market RV is unchanged by it. The 10% is illustrative, not a verified Tesla fleet discount. RV: RV 
Tables Analysis v.6.
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O P E R A T O R  E C O N O M I C  D E P R E C I A T I O N   ·   M O D E L  3  R W D   ·   P L N  N E T  O F  V A T  P E R  M O N T H

ONE CAR. EIGHT YEARS. TWO CONTRACT MODELS.

A
3 + 3 + 2

Y E A R S  1 – 3   ·   3 6  M O N T H S

1,498  PLN / month

after 10% illustrative discount  ·  1,894 undiscounted

Y E A R S  4 – 6   ·   3 6  M O N T H S

694–883
PLN / month · scenarios 2–1

Y E A R S  7 – 8   ·   2 4  M O N T H S

209–817
PLN / month · scenarios 2–1

B
4 + 2 + 2

Y E A R S  1 – 4   ·   4 8  M O N T H S

1,378  PLN / month

after 10% illustrative discount  ·  1,674 undiscounted

Y E A R S  5 – 6   ·   2 4  M O N T H S

534–817
PLN / month · scenarios 2–1

Y E A R S  7 – 8   ·   2 4  M O N T H S

209–817
PLN / month · scenarios 2–1

Same acquisition cost, same final value, same total depreciation: PLN 83,944–105,332. Boundaries change when it is recognised, not how much.

Depreciation only: opening value − market value at contract end, ÷ months. The illustrative 10% discount is applied in both structures and recognised once, in the first contract; later contracts open at market value. 
Excludes maintenance, tyres, insurance, funding and contract-transition costs. Value from a longer life depends on second-life demand, pricing, refurbishment, downtime, financing and risk.
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O N E  V E H I C L E   ·   M U L T I P L E  E C O N O M I C  L I V E S

EVERY CONTRACT END IS A DECISION POINT.

Y0 Y1 Y2 Y3 Y4 Y5 Y6 Y7 Y8

A  3 + 3 + 2

B  4 + 2 + 2

5 + 3

6 + 2

A T  E V E R Y  G A T E

condition · demand · cost · value

RETAIN

REFURBISH

RECONTRACT

SELL

Not every vehicle should stay for eight years. Every boundary should trigger a new economic decision.
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A  W A R R A N T Y  I S  N O T  A N  E X P I R Y  D A T E

6 YEARS. 120,000 KM. END OF LIFE?

A G E

6 years
Basic warranty ended in Year 4 (4 years / 80,000 
km).

M I L E A G E

120,000 km
Battery & drive unit covered to 160,000 km (RWD) 
or 192,000 km (Long Range, Performance).

B A T T E R Y  C O N D I T I O N

Measured, not assumed
State-of-health data at each contract boundary.

Tesla EU warranty terms, tesla.com, checked November 2026; terms vary by market and delivery date. Warranty expiry moves repair risk to the owner; it does not end the vehicle’s economic use.
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T H E  B U S I N E S S  M O D E L

FROM MANAGING CONTRACTS TO MANAGING ASSET VALUE.

T R A D I T I O N A L  C F M   ·   L I N E A R

Acquire Lease Return Sell

A D A P T I V E  L I F E C Y C L E  M A N A G E M E N T   ·   C I R C U L A R

Acquire Assess Lease Reassess
Retain · Recontract

or Sell

next commercial life · same or new customer

The vehicle, not the contract, becomes the unit of decision.
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A D A P T I V E  L A B S   ·   T H E  P R O B L E M  I S  I N  Y E A R  5

C U S T O M E R  C H O I C E  A T  C O N T R A C T  E N D

One asset. More than one commercial life.

N E W  E V
New technology and a new warranty, at a 
potentially higher monthly cost.

S E C O N D - L I F E  E V
A well-maintained EV at a potentially lower 
monthly price, subject to condition, 
warranty and risk. The original customer 
extending, or a new one.

OR

F O R  T H E  C F M  C O M P A N Y

Does disposal after the first contract maximise 
lifetime economic value?

F O R  T H E  C U S T O M E R

Is a new EV always worth the premium over a 
well-maintained second-life vehicle?

Customer choice, not fixed segments. A third commercial life may be possible; not every vehicle should reach eight years. No customer savings or operator profitability are claimed.
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A D A P T I V E  L A B S

THE CAR MAY BE READY
FOR YEAR 6.
IS YOUR
BUSINESS MODEL?

The contract ends. The economics don’t.

A D A P T I V E  L A B S   ·   a d a p ti v e l a b s . e u 11



A D A P T I V E  L A B S   ·   T H E  P R O B L E M  I S  I N  Y E A R  5

A P P E N D I X   ·   M E T H O D  A N D  S O U R C E S

How the numbers were built

V E R I F I E D  I N P U T S

• Polish RV reference data cover 
Years 0–5 (RV Tables Analysis v.6, 
per variant).

• List prices from the same file.

• Tesla warranty: tesla.com, EU 
terms, November 2026.

A S S U M P T I O N S

• 20,000 km a year; net of VAT.

• 10% acquisition discount: 
illustrative, recognised once.

• Not included: maintenance, tyres, 
insurance, funding, transition 
costs.

H Y P O T H E S E S

• Years 6–8 are scenario 
assumptions; flattening of market 
depreciation is the hypothesis.

• Demand exists for second-life 
EVs.

• No Tesla-specific repair or 
battery-health data are used.

U S  A S K I N G  P R I C E S  ·  U N V E R I F I E D

Y0 Y1 Y2 Y3 Y4 Y5 Y6 Y7 Y8
0%

25%

50%

75%

100%
100%

82%
77%

57% 58%
52% 49% 46% 44%

Working dataset, source not independently verified: 
indicative only. Cross-sectional (different cars at one 
moment). Used only for the shape of scenario 2; never 
combined with Polish values.

Imagery: all vehicle images AI-generated for Adaptive Labs (Google Gemini) and retouched. Tesla is a trademark of Tesla, Inc.; this publication is independent.
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