
To monetize or not?  
Success factors for a thriving C2C business
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C2C business typically assumed to be very price sensitive 
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C2C business typically assumed to be very price sensitive 

-0.1 – -0.3
For every 10% price increase you lose 1-3% listings

-0.8 – -1.2
For every 10% price increase you lose 8-12% listings

Average short-term price elasticity B2C dealer Average short-term price elasticity C2C seller
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C2C business typically assumed to be very price sensitive 
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Already in early 2000s mobile.de and AS24 could not agree on C2C monetization

# of auto ads on online classifieds
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AS24:
Introduction of fees 
for private ads (€5)

Mobile.de:
Introduction of fees 
for private ads (€8)

AS24:
No fees for private 
ads, big marketing 
campaign

Mobile.de:
Again free ads

"As we increased 
commercial prices in 
2007, we didn't loose 
a single dealer"
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C2C business typically assumed to be very price sensitive 
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Ebay felt forced by competitors to remove fees for private sellers

Germany – March 2023 UK – October 2024
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C2C business typically assumed to be very price sensitive 

Source: Investor presentation Q3 2025

Vend with different reactions across countries to changes in their vehicle category

C2C revenue/new listing 
increase YoY (vehicles)

New listings change 
YoY (vehicles)

Norway 12% 0%

Sweden 54% -14%

Denmark 55% -52%

To monetize or not_Success factors for a thriving C2C business.pptx
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Yet, the C2C prices for car marketplaces are vastly different 
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Price levels for C2C vehicle listings are vastly different across platforms

High package priceLow package priceC2C package prices of leading platforms



7To monetize or not_Success factors for a thriving C2C business.pptx

Source: SK project database (Survey amont sellers on which platform they found the buyer)

Where buyers are found is not so different between highly monetized and non-monetized 
markets

Share of car sales: horizontal vs. vertical
in markets with high monetization by vertical

Share of car sales: horizontal vs. vertical
in markets with low monetization by vertical

If done smartly: a market may be monetized without losing too many listings / sales to cheap alternatives

Project examples: C2C
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Key success factors to build a thriving C2C business
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Ad-detail creation

Value prop/package choice

Item price determination

Check-out
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Source: Simon-Kucher; carsales.com.au; autoscout24.de

Tedious listing process may increase drop-outs

Best practiceNot best practice

Project examples: C2C

9 clicks to get to valuation 1 click to get to valuation

Ad-detail creation
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Source: Simon-Kucher analysis of private sell transaction data (August 2024 – August 2025)

Adequately priced inventory is the number one lever to create a sale

Average # of leads per listing (per month)

Well above
market price

Well below
market price

Price rating
Indicator of how well priced a listing is, serving as orientation
for customers when looking for a vehicle

Item price determination
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In fixed price format: providing a range can anchor price expectations too high

Your price is looking high
Cars that are priced within our estimated selling range sell twice as fast, on average. 
If your car is priced higher due to special features, be sure to highlight them in your comments. 

54,000

Listing price*

$

Estimated selling range

$45,800 - $ 55,200
Based on the car’s odometer reading, its make, 

model and an assumed good condition.

Above market price i

Project examples: C2C

Concept 1

Price
$ 50,000

Best offer

Price rating

Your listing will receive the following price rating:

$ 50,000 Fair price

Very good 
price

Good
price

Fair
price

High
price

Very high
price

Average # of 
enquiries received

75% more
enquiries

33% more
enquiries

23% less
enquiries

42% less
enquiries

9% faster 
to sell

Average time
to sell

9% longer 
to sell

18% longer 
to sell

23% faster 
to sell

Single ‘best offer price’ shown 
that seller can move up/down to 
reach desired listing price

Item price determination

Concept 2

- 9%
Avg. sales price chosen

$ 54,835 $ 49,780
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Source: Simon-Kucher, Note: Anonymized to protect confidentiality

High starting/reserve prices drastically reduce conversion in auctions
Project examples: C2C

Auction format listings with high start price have worse 
conversion than fixed price listings

Giving sellers the option to start an auction at a high price 
significantly reduces conversion

Sell-through rates by listing format and start price of a C2C marketplace Sell-through rates by listing format and start price of a C2C marketplace

Sell-through rate

Start price

Item price determination
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Notes: 1) Value drivers scored on a scale of 1-7 in terms of importance (1= not important at all, 7= very important), before respondents rank the performance of relevant marketplaces on a scale of 1-7 (1= poor performance, 7= very good performance)
Source: Simon-Kucher private vehicle seller survey, October 2025 (n=1,547); : 1) Q: How important are the following factors in deciding on what online marketplace to sell your car on?; Q: How would you rate the performance of the following used car marketplaces across the following factors?

C2C transactions are typically perceived as unsafe

Value drivers (ordered by importance)

1
2 3 4
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Relative performance HighLow

Vulnerabilities Competitive 
drivers

Over 
performanceNon-drivers

Exemplary trust features and seller needMatrix of competitive advantage: typical horizontal

1

2

3

4

5
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7

8

9

Value prop/package choice
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Package choice: use of psychology in package choice

1

2

3

Default options

Time to sell instead

of visibility

„Pennies“ per lead

1

2

3

Value prop/package choice
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Item price is key driver of price elasticity and needs to be reflected in listing prices

Value prop/package choice

C2C seller price elasticity

Item price bracket

1 (low) 2 3 4 5 6 7 8 (high)
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Listing loss was 2X higher if a price threshold was crossed with a price increase
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Crossed price threshold Did not cross price threshold

before price change after price change

New listings (‘000)

Listing loss with price increase: with crossing of price threshold and without

~-3%

~-6%

2x

Value prop/package choice



Leads/listing x listing market share (state view, bubble size by total listings in the market)
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Listings are based on deleted listings within a given period

Expected leads in specific regions to be reflected to capture value delivered 

Avg. leads / listing

Underperforming

Fight zone

“Undeserved” zone Strong zone

Value prop/package choice

Listing market share vs. total market based on crawler data



+60% +25%
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Source: Simon-Kucher project example

Elasticity to a promotional price change is much higher than to a base price change
Project example

Price elasticity

Ø price 
change

+26% +28%

02/17 04/17 05/14 04/17

Promotion elasticity

Value prop/package choice

Increase of base prices Decrease of discount
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Source: Simon-Kucher benchmarking

Available payment methods heavily affect conversion rates at checkout 

Conversion rate (%)

Advance 
payment

Project example: C2C

Conversion rate in last checkout process step by available payment methods

Invoice

xx.xx €

Check-out

Advance 
payment



Summary
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C2C business typically assumed to be very
price sensitive 

Yet, the C2C prices for car marketplaces
are vastly different 

Keep key success factors in listing funnel in mind to build a thriving 
business 

Yet, success of free horizontal seems relatively similar in highly 
monetized market vs. non-monetized market
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Key success factors to build a thriving C2C business
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Ad-detail creation

Value prop/package choice

Item price determination

Check-out


