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EXECUTI VE SUMMARY 

Overview  

This report has sought to identify  bike re-use and circular business models across Europe and Scotland, 

through desk-based work and stakeholder engagement.  This work describes best practice at the moment 
and the potential for gro wth as well as more sustainable opportunities in the future .  Affordability and the 

role of social enterprises, the supply chain and Original Equipment Manufacturers (OEM) are an important  

part of this. 

A wide range of whole bike, component re-use and circular business models are well established now in 

Scotland, as they are in many other parts of Europe.  The sector in Scotland is comparable in many ways in 
terms of the ty pe of activities and services being offered, with many countries that may traditional ly have 

been considered to be further ahead e.g. the Netherlands, Belgium etc.  A key difference is the number of 

bikes and accessibility/proximity  to second-hand bike businesses. 

Engagement took place (one to one conversations) with 40 organisations across Europe (including Scotland) 

to discuss different business/operating  models, costs, prices, training, spare parts, the importance of public 
funding, and a wide range of opportunities and challenges.  The stakeholders engaged in this project 

identified the importance of social enterprises in delivering bike re-use, leasing/subscription and bike sharing 

projects, as well as being valuable providers of social benefits by employing people who otherwise may find 
challenges getting into employment.  They  are also important providers of training for both staff , volunteers 

and, generally, members of the public.  In doing so they are building human capital  and fostering a culture 

that increasingly views bikes as being an important means of both transport and  recreation. 

Manufacturing and the Supply Chain  

An aspect of the bike sector, where Scotland is underperforming, compared to many other European 

countries, is in bikes/part s manufactured.  Although there is limited data, we estimate that if Scotland had 

the same ratio of jobs in bike  and/or component manufacturing per capita as the EU  or Portugal, there 
would be 630 or 3,559 manufacturing jobs respectively .  The number of actual jobs is likely to be less than 

100. 

This places Scotland at a disadvantage when trying to access increasingly stretched global supply chains for 

spare parts and may impact on the ability of the sector to support high growth circu lar business models such 

as long-term leasing, where having access to stocks of commonly used spares is important f or keeping bikes 

on the road, as well as for resale at the end of the leasing period. 

Engagement with Scottish OEMs (small-scale and/or  start-ups) has identified a number that have plans for 
bike assembly, or the assembly of h igh value components, providing an opportunity for growth and job 

creation.  Discussions with these businesses have identified collaborative opportunities where the assembly 
of new whole bikes or components can be delivered in a way which supports re-use, circular business 

models and the provision of job opportunities.   

Funding  and Viability  

The international experience is that reuse organisations have a wide-ranging social purpose supported by 

grant funding.  The predominant social purpose is providing work experience and employment for those 
challenged in finding work.  The difference between these organisations and Scotland is that funding is more 

secure and long-term.   

There were more examples internationally of bike reuse being part of larger organ isation structures such as 
large repair shops and linked to municipal waste collection systems.  This provides economies of scale that 

assist in making the bike re-use aspect of operations more viable, at the same time providing flexibility in 

terms of how staff and resources are deployed. 

Commercially viable businesses in Scotland involved in re-use focus on higher value bikes and components, 

or in the case of social enterprises, re-use bike projects form part of a  wider operation involving other 

items/material streams (with the associated economies of scale).  

The Third Sector organisations working on bike re-use, as currently stru ctured, are likely to continue to need 

some form of grant support to continue to provide their existing services. 

There is currently a heavy reliance on the bike re-use social enterprise sector to provide affordable access to 
bikes.  The challenge for this  sector is the low margins associated with low value bikes (and components) 

that many of these organisations deal with, making a commercially viable operation based on their resale a 

difficult  proposition.  The viability of social enterprises focussed specifically on bike re-use could therefore be 

improved with  access to more, better qualit y bikes. 
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Company leasing is a significant, new and growing opportunity.  Maintaining leased bikes, managing them in 

a circular way at the end of their lease is a way of making them last, with the potential for sales income 
after the leasing period.  This could make enterprises more sustainable and, through volume leasing, provide 

significant income streams. 

Collaboration and the development of networks has been identifie d as a driver of change, awareness raising 

and capacity building.  Understanding how networks have effectively worked in other areas is important, and 

a significant example is that of Sustainable Food Places, which works across procurement and other areas.  
A sustainable cycling charter/fram ework (including access to affordable bikes) that learns from this, for local 

authorities and other organisations to sign up to, could be an important driver . 

Managing Reso urc es More Effective ly and Reducing  Waste  

The Third Sector provides an important  social purpose in the provision of affordable travel, but also in the 

re-use of bikes and components that wou ld otherwise be recycled for scrap value or go to landfi ll.  A 
potential challenge in the future fo r organisations collecting bikes concerns the quality of those uplifted from 

Household Waste Recycling Centres (HWRCs).  If higher value bikes are targeted, the n to avoid landfill 
disposal of the remaining bikes, systems need to be in place that ensure that those not uplift ed are taken to 

the appropriate scrap metal containers, where they can then be recovered for scrap value and used in 

recycling markets. 

Company leasing schemes have the potential to rationalise the use of resources (avoiding waste), with a 

narrower range of bikes, more common parts, more consistent operating procedures , easier maintenance. 

In terms of e -bike batteries, one company based in England is establishing a network across parts of 

Scotland for their collection.  Added value is likely to take place at this companyôs operations in terms of 
shredding, with metal recovery then taking place at smelters in continental Europe such as Umicore.  No 

Scottish-based added value opportunities have been identified in this respect. 

Extended Producer Responsibility regulations in France are now being considered to as a potential behaviour 
change mechanism.  It is understoo d that the Clearing House (the organisation managing the system and 

payments) will pay the organisations that partici pate a fee of 1.50 Euros per bike, but the 
traceability/reporting requirements may involve too much administrative bureaucracy and prove to be a 

disincentive to the smaller co -ops (in terms of participation).   In Scotland the Revolve1 certification scheme 
exists for re-use businesses. The potential for other, national re-use schemes (other than a subsidy for 

childrenôs bikes etc) have not been identified during this pro ject. 

This report has highlighted research that suggests significant numbers of bikes are being hoarded.  Better 
information for householders on where to take them and that they will be reused may bring m ore of these 

bikes into circulation. 

Spare Parts  

The international supply chain issues for new bike parts are a challenge for many organisations, however, 

the major ity of the re-use organisations in Scotland engaged with are managing to continue selling second-
hand bikes by using the stocks of components they have built up over  the years.  There are some limitations 

in this respect, with a numb er of businesses either want ing to use only new parts, or for particular items, 

most organisations will only want t o use new (e.g. chains). 

Many bike businesses/organisations engaged with are interested in growing their operations, with bike 

disassembly for spare parts being viewed as both a lucrative one, as well as an approach to mitigate against 
the supply chain challenges.  However, the availability, at an affordable cost level, of trained staff able to 

take bikes apart for components and/or  rebuild them when required is a challenge.  In Belgium, the example 
a social enterprise gave, when faced with this problem, was an innovative collaboration with a local pri son.  

With 1,400 bikes soon to be collected from a business leasing service provided to one multi-national 
company, the organisation does not have the staff to disassemble such a volume, received in what will b e a 

short period of time.  Wit h prison inmates doing the disassembly the problem is mitigated, and the 

organisation in turn will be able to access and use spare parts that it is currently finding difficult/ impossible 

to source from overseas, in the short-term. 

A key opportunity  for many Scottish businesses is the development of a recovered spares model, where 
these are sold with a warranty  e.g. by the company recovering and selling the parts.  This is something 

which is happening already, but it is also one where there would appear to be significant room for growth.   

In terms of  e-bikes, three key parts are the big opportuni ty ï the motor, battery and electronic di splay and 

 
1 https://www .zerowastescotland.org.uk/revolve 
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the provision of a battery cell replacement service in Scotland.  Servicing/fitting t he parts could be delivered 

through a mobile service.  

Training  

Discussions with stakeholders in different European countries has identified a mixed bag of trai ning 
opportunities.  As in Scotland, there are different typ es of training packages and audiences, for example 

organisations provide training to communit ies (adults, children/schools, businesses), sometimes on a 

charged basis.  However, when referring to tr aining here this concerns the development of skills (capacity 
building) with employees, trainees and volunteers.  In the Nethe rlands there are regional vocational training 

centres that provide national qualifications involving bike mechanic skills, but whi ch also go beyond this, to 
provide a more holistic bike business training opportunity.  Bike bu sinesses also provide training directly, 

using a combination of certified  training schemes and/or on the job training.  In Belgium and France, the 

stakeholders engaged with commented that training was typ ically delivered on the job, and th is was the 

case whether it was delivered in a social enterprise, or a large OEM such as Decathlon. 

Approaches across Europe vary from regional vocational training centres that provide national qualifications 
involving bike mechanic skills (as well as more holistic business skills), for training schemes and/or on the 

job training.  There is no single/dominant  view on how training within the s ector in Scotland could be 
improved.  The stakeholders who felt improvements could be made to the current set-up suggested that the 

development of modern apprenticeship scheme and or more holistic training would add value.  That these 

could positively promote the sector as being one where people could create a career for themselves.  
Dumfries and Galloway college are starting a course in Autumn 2021 which could be looked to for a potential 

future model . 

Afford abi l ity  

Social enterprises internationally and in Scotland are providing bikes as part of their social purpose 

(providing training and employability opportunities) , but also to offer b ikes at affordable levels.  An 
increasingly popular movement in Belgium is the provision of bike libraries, where children and adults are 

provided with bikes for an annual lease, based on circa £1.00 to £1.40 per month. 

In the Netherlands the Children's Bicycle Plan is based on the belief that ñevery child has the right to a 

bicycle in order to participate  in societyò.  The plan involves members of the ANWB (the Dutch Royal Touring 
Club) who collect bicycles and then collaborate with e xisting bicycle repair shops around the country to 

refurbish the bicycles.  A number of opportunities have been identified from this, and one of the key ones is 

that: 

ñé refurbished bicycles do not necessarily need to be given away, but rather lent out on a long-term 
basis.  Doing so creates a circular system that helps prevent bicycle shortages.ò 

Where affordability is a challenge in Scotland, indicative costs have been estimated in this report to suggest 

the potential scale of government support, to al low free bikes to be provided for children, as well as 

discounted costs for adults.  It is estima ted that this level of support could cost around £200 per bike. 

Affordabilit y of cycling is a significant social issue in Scotland indicated by the number of social enterprises 

for which this is their primary purpose.  Furthermore, the SNP and now Scottish Government, p ledged in its 
2021 manifesto to provide free bikes to children who cannot afford them.  Our study (see Section 9) has 

discussed how a circular business model based on leasing could potentially deliver more affordable bikes as 

well as  delivering a circular economy business model. 

The costs of this scheme would be around £200 per bike, but t he social return on investment shows that it is 

likely this can be justified in part icular when considering the supply chain benefits, user and societal benefits 

(see Section 9). 

Standard model bike-sharing (not long -term leasing) schemes as developed in Europe and increasingly in 
Scotland do not offer an affordable alternative (except in limited, small-scale settings such as Bikes for All, 

although to date i t has not necessarily been the intention of the scheme operators to do so.   

Aberdeen City Council has selected Sharebike and the Big Issue as joint operators of its bi ke-share scheme, 
the extent to which affordability is a key factor in the  design off thi s scheme is not known by the authors, 

but it i s one that could be further investigated. 

COVI D-19  

COVID-19 does not appear to have had long-term negative impacts on most of the Scotti sh organisations 

engaged, however there are a number of challenges with some engaged, which has seen the furlough of 
staff for example cont inue up to the  present.  An example of a significant impact of COVID-19, which is not 
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yet seeing a considerable improvement is with one large bike sharing scheme in Belgium, where the 

concerns about transmission of the disease have driven many people to want to own thei r own b ikes rather 
than use shared bikes.  It was commented that this had resulted in  the scheme, which previously had very 

high utilisation levels, being operated at around 50%  of its capacity.  This has resulted in the social 

enterprise having to reduce its staff levels in line with the change in demand . 

The Scale of  the Growth Potential  

The engagement with 16 Scottish organisations has identified opportunities for gr owth in employment and in 
bikes/components recovered, as well as in fostering more circular business models, the lat ter including 

subscription schemes.   

The potential for an addition al 50 jobs in bike/component recovery and around 100 in a large subscription 

service were identified and these could in turn contribute to a further 35 and 70 jobs respectively (ind irect 

and induced jobs). 

Many Scottish bike businesses have ambitions to grow their operations, for example, between 50% and 

100% in terms of the numbers of bikes repaired and resold, as well as providing more focus on the recovery 
of components for resale, with a warranty and providing services through mobile mechanics.  An added 

benefit of the latte r is that this could also complement a future roadsi de service which provides cyclists with 
confidence to get out and use bikes. The limitations for some, in t erms of realising this growth, relate to  

storage and processing space, and the costs associated with this.  Added to this are challenges in terms of 

the availability, at an affordable cost level, of trained staff e.g. able to take bikes apart for components 

and/or rebuild them where required, etc. 

Many businesses/organisations are also interested in growth which is based on a diversity of developments, 
including the potential to provide a service through healthcare providers and other referral organisations.  

Social enterprises in particular are well-positioned to provide benefits in thi s respect, which in turn can also 

generate a sustainable income stream.  This is very much the model used by social enterprises in countries 

such as the Netherlands and Belgium.   

Social Return on Investm ent  (SROI)  

There are many social returns on investment in circular  bike models involving re-use, and access for all is 

possible.  Countries such as France, Belgium and the Netherlands are taking forward circular business 
models to support accessibility and affordability , with a special focus on children, with different l easing 

schemes (including bike libraries) being developed to provide free and/or  heavily subsidised bikes.  These 

managed subscription/ leasing services assist in delivering quality, avoid waste and encourage utilisation of 

the bikes in the schemes. 

The potential for providing free bikes for children in Scotland, where there are affordability challenges, has 
been considered, along with the potential for heavily discounted adult bikes.  The potential costs of 

providing second-hand bikes for this purpose has been estimated at circa £200 per bike, resulting in what 

could be considered a relatively high cost per direct beneficiary (£200).  However, spread across all bike 
users in an equitable system this can be seen to be very much lower e.g. £20 per whole-system user if 10% 

of the population are faced with the a ffordability challenge.  For a childrenôs scheme, involving 10,000 and 
100,000 bikes, the cost of the subsidy would be between £2 million and £20 million per year with a range of 

social benefits in terms o f health and well-being being supported. 
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Conclusions and Recommendations  

Theme  Conclusion  Recommendati on  
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¶ Research finds that international reuse social enterprises have 

wide-ranging social purposes supported by grant funding.  

¶ Internation ally, a predominant social purpose is to provide 
experience, training and employment for those challenged in 

finding work.  

¶ A key difference between a number of international organisations 

and Scotland is that funding for the former  is more secure and 
longer-term. 

¶ Internationally and Scotland, a significant challenge for a number of 

social enterprises is the low margins associated with the low -quality 
bikes and components that make a commercially viable return and 

business operation difficult.  

¶ In Scotland, formal collaborations involving a charter/fra mework for 
organisations to sign up to, in terms of shared goals (e,g., bike 

accessibility) could be an effective driver of change. 

¶ More work is required to understand: 
o How the v iability of third sector organi sations can be improved in terms of 

providing bike-re-use services, and  

o How subsidies/support funding, if appropri ate, can be targeted in the longer 
term to achieve the delivery of affordable bikes, training and managing 

resources effectively 

¶ Secure data on the levels of bikes sales (new and second-hand) in Scotland - to 
aid understanding on how and where to focus future support. 

¶ Carry out wo rk to understand the value of a charter/framewor k for local 

authorities, the private, n ot for profit , voluntary sectors etc to sign up ï for 
delivering change. 
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¶ Research suggests significant numbers of bikes are being hoarded.  

¶ Leasing schemes have the potential to offer a more rationalised 

range of bikes, with greater parts availabilit y and efficiencies ï 
therefore less waste, lower costs of access using high quality 

second-hand bikes. 

¶ Better information to householders on reuse pathways may bring 
more bikes into circulation. 

¶ Stolen bikes collected by police authorities in Scotland - re-use and 

sales generation where return to owners is not possible. 

¶ Extended Producer Responsibility regulations in France are now 
being considered as a potential behaviour change mechanism. 

¶ Awareness raising is required for householders on where to take the ir old bikes 

so that they can be reused and stay in circulation e.g. through repair, 
refurbishment from existing/f uture bike shops.  This could be an important role 

for an organisation like Zero Waste Scotland which has specific remits to 

communicate to consumers opportunities for more circular behaviour. 

¶ Explore opportunities to deliver more bike maintenance training - to encourage 
long-term use and to discourage people from giving up their bikes in the future.  

¶ Improve systems at HWRCs to ensure bikes not uplifted for re -use are taken to 

the appropriate scrap metal containers, to be recovered for scrap value and used 
in recycling markets. 

¶ Encourage public organisations to play a useful role, supporting the development 

of company leasing schemes, running pilots and initiating access schemes. 

¶ Further work should b e carried out to ensure that stolen/ abandoned bikes are 
donated, e.g. from police authorities across the country, to bike enterprises for 

re-use. 

¶ Further work should be taken forw ard to identify how Scottish businesses can 

generate maximum value from second-hand e-bike batteries in the future.   

¶ More work is required to consider how potential Extended Producer Responsibility 
regulations could drive a more efficient bike re -use market in Scotland. 
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¶ Approaches across Europe vary from regional vocational training 
centres that pr ovide national qualifications involving bike mechanic 

skills (as well as more holistic business skills), for t raining schemes 
and/or on the job trainin g.   

¶ There is no single/dominant view on how training with in the sector 

in Scotland could be improved.   

¶ Stakeholders noting improvements could be made to the current 
set-up suggested that the development of modern apprenticeship 

scheme and or more holistic training would add value.   

¶ Understand potential support to develop apprenticeships similar to Dutch regional 

vocational training centres across Scotland. 

¶ Existing initiatives for developing modern apprenticeships across Scotland should 
be explored identifying interest across colleges more widely.  Where this i nterest 

is confirmed, those organisations currently involved could be invited to join  a 

project team that  works with other colleges, on the creation of a template that 
could be rolled out more wide ly. 

¶ The potential of organisations such as CRNs, and initiatives such as Zero Waste 

Scotlandôs Revolve programme to support furt her developments in training 
should be considered. 
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¶ Interna tional supply chain issues for new bike parts are a challenge 

for many organisations. 

¶ Majority of re -use organisations in Scotland contacted continue 
selling second-hand bikes by using existing/legacy stocks of 

components.   

¶ Majority of  bike businesses/organisations contacted are interested 
in growth, with bike disassembly for spare parts being viewed as 

both lucrative and mitigat ing against current supply chain 

challenges.   

¶ Availability, at an affordable cost level, of trained staff able to take 
bikes apart for components and /or rebuild them when r equired is a 

challenge 

¶ An area with significant room for growth is the d evelopment of a 
recovered spares model, where these are sold with a warra nty.   

¶ In terms  of e-bikes, three key parts are the big op portunity  ï the 

motor, battery  and electronic display and the provision of a battery 
cell replacement service in Scotland.   

¶ Further work could be carried out to understand how to support the growth  of 
whole bike assembly businesses in Scotland that in turn create a more rational 

supply chain for spare parts; and 

¶ Opportunities should be considered by support/funding organisation s to 
understand how the provision of a battery cell replacement service could be 

developed and delivered - to maximise benefits to businesses in Scotland and 
taking into  account recent research in this area e.g. as undertaken by Zero 

Waste Scotland. 
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¶ Affordability of cycling is a significant social issue in Scotland 
indicated by the number of social enterprises for which this is their 

primary purpose.   

¶ Report finds that a circular business model based on leasing may 
deliver more affordable bikes as well as meeting circular economy 

objectives. 

¶ Report contains detail on potential opportunities and implications 

with respect to providing affo rdable bikes for adults as well as free 
bikes for children. 

¶ Further work required to deve lop a cost model associated with a subsidised 
system that makes bikes available free of charge to children where there are 

affordability issues, and at a discounted level for adults - to include leasing as 
this supports circular economy objectives. 
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¶ Engagement with 16 Scottish organisations has identified 
opportunities for growth in : 

o Employment;  
o Bikes/components recovered; 

o Fostering more circular business models (including 

subscription schemes). 

¶ Report finds potential for an additional 50 jobs in bike/component 
recovery and around 100 in a large subscription service were 

identified and these could in turn contribute to a further 35 and 70 
jobs respectively (indirect and induced jobs).  

¶ Limitations for some, in terms of realising growth, relat e to storage 

and processing space, as well as associated costs.  Challenges exist 

in terms of the availability, at an affordable cost level, of trained 
mechanics to take bikes apart for components and/or rebuild them 

where required. 

¶ Economic development agencies should consider the potential to support 

businesses to develop circular business models, increasing the number of people 

buying and leasing bikes. 
¶ The potential to create a ñnational networkò of places where people can drop off 

their b ikes for reuse should be explored, to include HWRCs with separate 

containers provided. 

¶ Further engagement with the sector  to look at how better collaboration could 
help to open up wider opportunities fo r third sector organisations to support each 

other including options such as shared space for storage, selling etc. 

¶ Organisations such as Zero Waste Scotland (e.g. comms teams) and CRNS to 
develop case studies, including podcasts, videos etc of successful bike reuse 

models to encourage more similar schemes in Scotland. 
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¶ In countries such as Belgium, people get the opportunity to use a 

bike in a leasing formula with their company as well as get ting a 
fee/km the y cycle to work, to cover the maintenance cost of the 

bike 

¶ The Scottish Government (Transport Scotland) to consider supporting company 
leasing schemes in Scotland through support to businesses. 

C
o
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n
 ¶ Membership organisations for small bike shops involved in re-use, 

repair, training etc, such as LôHeureux Cyclage in France provide a 
collaborative and engaging support opportunity  

¶ Local authority HWRCs can be an important source of bikes for re-

use, as well as providing challenges to some organisations in terms 

of the quality of bi kes collected.  However, t he availability of bikes 
from HWRCs is not consistent across the country. 

¶ Understand more about collaborative, co-operative membership models such as 
LôHeureux Cyclage in France ï with the aim if developing a Scottish bike re-use 

co-operative organisation. 

¶ There would be value in an organisation such as Zero Waste Scotland carrying 
out work to identify how many HWRCs have specific bike donation containers 

and to understand what potent ial there is for  improved practices ï to enable local 
social enterprises and other businesses to work collaboratively with local 

authorities to extract maximum re-use value from unwanted bikes.  

¶ Investigate the potential o f the Zero Waste Scotland local authority recycling 

fund (£70m)  to support future collaborations of local au thorities, social 
enterprises or other business to work together to extract maximum re -use value 

from unwanted bikes.  
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1.0  INTRODUCTION  

1.1 Back groun d and Aims of  the P ro jec t  

Scotland has over 200 schemes which aim to provide communit y access to bikes through provision of bike 
share schemes, libraries, or through provision of affordable products for consumers, particularly those in 

low-income brackets, by offering bike recycling and re-use programmes.   

In 2020 Cycling Scotland commissioned work which is available in the ñAccess to Bikes2ò report, with t he 

following recommendations: 

¶ Financial security is needed when running an access to bike scheme, to ensure that t hese can 

continue and, where necessary, expand; 

¶ Clear objectives are required for access to bike schemes; 

¶ Data on bike recycling and re-use needs to be collected (to info rm how this needs to  develop); and 

¶ Access to bikes needs to increase, for people who are self-employed, low paid or not working a nd 
for children. Storage should also be taken into account. 

Building on these recommendations, the aims of t his project are to: 

¶ Consider how to develop affordable access to bikes; 

¶ Consider the skills and employability opportunities associated with manufa cturing, retail and 
recycling industries; and 

¶ Describe the existing national, regional, cit y and local landscape for bike and componentry recycling 

activity and provides data to ensure that future options are set out robustly ï to drive a sustainable 
increase in affordable access to bikes across Scotland. 

The above aims are timely, with the Scottish Government, in its 2021 manifesto, stating: 

ñTo encourage our youngest citizens, we will provide free bikes for all children of school age who 
cannot afford t hem and ensure every child in Scotland leaves school with the ability t o cycle safely. 
To make owning a bike an option for everyone, and reduce transport poverty, we will make loans 
and grants available for the purchase of pedal cycles and for their repair.ò 

The specific objectives of thi s project were therefore: 

¶ To document which repair, re-use and/or recycling services are available now, and could be in the 

near to medium future;  

¶ Describe the potential ro le of new bikes/spare parts manufacturers/supply chain in building capacity; 
¶ Describe potential outline business models that could deliver futur e growth i n affordable cycles and 

the suitability of diffe rent levels of investment.  

¶ Consider potential income streams as well as costs ï if appropriate an indicative cost benefit analysis 

(CBA) approach may be employed; and 

¶ Provide examples of potential SROI outcomes for refurbishment supply chain development e.g. in 
terms of direct and indirect jobs and turnover/ profitability. 

A focus of the work involves consideration of how important it is for community bike business networks to 
be maintained and to describe means for fu rther collaboration with social enterpr ises and other community-

based organisations directly serving community needs ï a priority of this involves identifying options on how 

to stimulate engagement with all of the o ther wellbeing and low  carbon schemes which are on offer (and for 
this to be sustainable over the long term).   Because cycling, bike use and ideas about accessibility are 

evolving rapidly, this report should be read as being representative of the situation in September 2021, and 

it is anti cipated that the picture could look quite different in the very near future.  

1.2  The Meth odolog y 

The methodology involved delivering the tasks summarised below: 

¶ Understanding the Intern ational Perspective - carry out desk-based research on the current 
European/int ernational bike re-use landscape and identify organisations delivering good practice for 

engagement; 

¶ Describing the Scottish Perspective:  carry out desk-based research on the current bike re-use 
landscape, and identify Scottish organisations for engagement; 

¶ Stakeholder engagement - prepare questions (see Appendix A) for different stakeholder groupings, 

the latter being: 

 
2Cycling Scotland, source: https:// www.cycling.scot/news-and-blog/art icle/bike-schemes-growing-but-gaps-in-access-remain  
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o Strategic organisations; 

o Re-use businesses in Scotland; 
o Re-use business in the rest of Europe;  

o Whole-bike, component manufacturers and retailers; 

¶ Stakeholder engagement ï carry out one-to-one interviews (face-to-face using MS Teams, Zoom); 

¶ Analysis of interview data; 

¶ Investment analysis and outline cost benefit analysis (CBA); and 

¶ Social Return On Investment (SROI) Analysis 

2.0 BACKGROUND TO THE BIKE SECTOR 

2.1  Overview  

In t he 2018 Cycling Scotland report, ñThe Value of Cycling to the Scottish Economyò it was estimated that 

around 900 people were employed in bike manufacturing in the UK, and that i n Scotland specifically: 

ñ é although there are no major bike producers there are small, niche manufacturers of bikes and 
accessories who are creating specialist, high value products, including custom made and bespoke  
bikes.ò 

Data is available from Cycling UK3 on the number of new bikes manufactured and bought at a UK level (not 
shown separately for  Scotland).  Cycling UK emphasise that making estimates is not a straightforward 

process - the source that has been used is the Confederation of t he European Bicycle Industry (CONEBI). 

The data available for new bikes is summarised in the table below, with  an estimate made by the authors of 

this report for sales in Scotland on a per capita basis (8.2% of  the UK population). 

Table 1.  Data on bike sales and manufacturing. 

 
2019 2018 2015 2006 2005 

UK manufacture - standard +  e-bikes 137,000 117,000 
  

135,000 

UK total bikes sales  - standard +  e-bikes 2,613,000 
  

3,920,000 
 

Standard bike sales 2,512,000 
    

e-bike sales 101,000 
 

40,000 
  

Scottish sales - on per capita basis 213,666 
  

320,540 
 

Standard bikes sales 205,407 
    

e-bike sales 8,259 
 

3,271 
  

 

Other data related to prices and sources of bike parts are provided by the sources above: 

¶ The 2019 average price of a cycle in the UK was around 300 Euros (£263 based on an exchange 

rate of 1.14 Euros to 1.00 Pounds Sterling); 

¶ The UK produces about 1.72% of European bicycle parts and accessories.  Italy is the  biggest 

producer at over a quarter.  

The information above is significant to th is research project because it not only provides indicative 

information on demand, but also gives an idea of the extent to wh ich re-using bikes and parts, using 

different models, have the potential to offer more affor dable and sustainably supply chain opportunities. 

It should be no ted that no data for second-hand bike sales has been found for Scotland or the UK. 

 

 
3 https:// www.cyclinguk.org/statistics   

https://www.cyclinguk.org/statistics


AFFORDABLE ACCESS TO BIKES ï REUSE & CIRCULAR BUSINESS MODELS 

Cycling Scotland, September 2021  Page 3 

2.2  Employment i n Manu factu ring  

Figure 1 shows the distributio n of jo bs across Europe in 2019 (from the EU Mobility Atlas 2021 report) 
across the whole bike and component manufacturing sectors.  This report indicates that in the period 2016 

to 2025 the number of j obs in the sector, in Europe, will more than double (growth of 232%).  The report 

states that:  

ñAbout 60 percent of t he bicycles and Electrically Power Assisted Cycles (EPAC) sold in the EU are 
also produced here.  In 20 19 there were more than 60,000 direct jobs in the European bicycle 
industry.ò 

 

Figure 1.  Extract from the EU Mobility Atlas 2021 report showing the top 10 employment areas for the bike 

industry in Europe. 

On a per capita basis, the above means that in 2019 there was just over one direct job (1.2) per 10,000 
people across the EU employed in the new bike manufacturing sector (whole bikes and components).  I f 

Scotland had the same level of employment this would translate to 630 jobs, or if it had a similar ratio to 

Portugal (6.6) 3,559 jobs.  The actual number of jobs in Scotland associated with bike manufacturing is 
understood to be significantly smaller than either of th ese, with companies like Shand, for example, 

employing less than 10 people4.  It seems reasonable to assume that the number of employees in the 
country working in new bike manufacturing is less than 100 (the ratio  of jobs per 10,000 population would 

therefore be a maximum of 0.2. 

Although this research project is focussed on re-use and circular business models (making things last), the 
above is significant because supply chains, the skills base, and opportunities for collaboration mean that 

developments in the new bike sector have important i nfluences on the second-hand sector. 

2.3  Second -hand /Re -used B ike Sector in  Scotlan d 

Although there is limited data on the scale of the second-hand bike market, the view of one OEM from 

discussions in the course of this project indicated that t he second-hand bike market could be as large as the 
new bike market, in the way that th is has developed with the automobile industry.  Research published by 

the Bike Club in 20215 estimated that there could be over 38 million unused bikes in the UK (including 12.5 

 
4 https://sin gletrackworld.com/2016/12/a -look-inside-shand-cycles/  
5 https:// www.bikebiz.com/th e-bike-club-adds-new-bikes-to-stock-as-it-gears-up-for-summer-of-cycling/  

https://singletrackworld.com/2016/12/a-look-inside-shand-cycles/
https://www.bikebiz.com/the-bike-club-adds-new-bikes-to-stock-as-it-gears-up-for-summer-of-cycling/
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million unused childrenôs bikes).  Again, on a per capita basis, this could translate to 3.1 million unused bikes 

in Scotland (including 1.0 mil lion childrenôs bikes). 

A wide range of online selling systems are available for the sale of second-hand bikes and parts.  In addition 

to these, social enterprises are an important part of t he supply chain in not only recovering second-hand 
bikes for sale at more affordable prices than new, but  in providing a wide range of training, employment and 

services which deliver on the aspirations of Scotlandôs ñMaking Things Last ï A Circular Economy Strategyò.  

They currently do this by not only adding value to unwanted bikes, but by pa rticipating in bike sharing, 
leasing/subscription schemes, where bikes need to be maintained and kept in good working order for 

continued use.   

However, there are other synergies and opportunities for developing the sector, and th ese are described in 

more detail in the f ollowing report sections, describing what is happening both in Scotland and other 

European countries. 

3.0 DESK-BASED REVIEW  & STAKEHOLDER ENGAGEMENT 

3.1  Overvi ew  

The desk-based review identif ied more than 50 organisations, and subsequent discussions with t he strategic 

stakeholders identifying m any more of interest.  I n tot al: 

¶ Organisations emailed directly - 75 

¶ Responses ï 45 

¶ Completed interviews ï 40 (53% of those emailed) 

The split of the st akeholder types interviewed is provided  in Table 2. 

 

Table 2.  Split of interviews by stakeholder type 

Stakehold er Type s No of 

Inte rview s 

Comme nts  

Strategic organisations 11a Mix of Scottish/ rUK (5) and international organisations (6) 

International re-use 

Organisations 

5 From Belgium, Sweden, Austria and the Netherlands 

Scotland re-use 

organisations 

16b Geographical spread covering Dumfries and Galloway in the 

south, to Peterhead in the north-east (none in the Nor thern 

or Western Isles) 

Whole bike & 
componentry companies, 

including retailers 

8 Includes major players such as Decathlon and Halfords.  A 
number of Scottish businesses (one established) and others 

in early stages, or demonstration/pilot stages.  

TOTAL 40   

a)  I ncludes Antwerp Municipality scheduled for 30/7/2021  
b)  2 of these were completed remotely, online 
 

Questionnaires were developed to guide discussions with stakeholders, however, the aim was not to use 

these as a structure to be follow ed rigidly, since the approach which it was felt would be most effective and 
open would be one which was conversational in nature ï this therefore required that the interviewer had to 

be to genuinely listen and be prepared to be flexible. This approach was felt to be particularly import ant 

when talking to international stakeholders where English is not the first language.  

The interviews took place face-to-face (MS Teams or Zoom) with the exception of t wo (online questionnaires 

completed).  These questionnaires are shown in Appendix A.  

Strategic Scottish and international stakeholders were engaged with, and a summary of these and the type 

of information shared is provided in the follow ing table. 
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Table  3.  Summary of strategic organisations engaged with 

Stakehold er s Purpose of Organ isation  Type of Inform ati on Shared  

Scotlan d &  UK:  

Community 

Resources 
Network 

Scotland (CRNS) 

Represents over 160 members most of 

whom are charities or social enterprises 

managing local waste resources. They 
run recycling, reuse, repair, composting, 

waste reduction and waste education 

activities. 

Provided organisationôs views on the type of 

strategies and work required to facilitate a bike 
industry based on circular principles.  

Newsletter issued to membership to inform 

about the project, a nd how to engage.  Emails 
were also directly sent to 40 members known 

to actively collect/accept bikes for resale. 

DMBINS 
Resource hub for mountain biking in 

Scotland 

Provided contacts within the re-use and bike 

industry as well as providing personal views on 
the type of strategies and work required to 

facilitate a bike industry based on circular 

principles.  

Mountain Bike 
Centre of 

Scotland 

Centre for innovation and excellence - 
support businesses developing world-

class products and services. 

Provided contacts within t he re-use and bike 

industry as well as providing personal views on 
the type of strategies and work required to 

facilitate a b ike industry based on circular 

principles. 

Cycling UK 
Membership organisation supporting 

cyclists and promoting bicycle use.   

Shared information on the cycle repair scheme 

which it delivered on behalf of Transport 

Scotland. 

Forth 
Environment 

Link 

Charity connecting people and place on 
actions related to the Climate 

Emergency. 

Shared information on the bike medic scheme 
which it helped to set up.  Also commented on 

the value of a charter/fr amework to dr ive 

effective change, which local authorities and 
others sign up to (learning from initiatives such 

as Sustainable Food Places). 

France :  

LôHeureux 

Cyclage 

Membership organisation for small bike 

co-ops based in France - promotes and 

enhance their activities. 

Provided a view of the Bike re-use, repair and 
training sector in France, through the 

experiences of 150 members, including the 
impacts of the French extended producer 

responsibility (EPR) regulations on the bike re-

use sector. 

Netherlands: 

The Dutch 

Cycling Embassy 

Network of public/private organisations 

who wish to share expertise on what 

builds & supports cycling culture. 

Provided a wide range of social enterprises 

and vocational training centre delivering 

services related to bike re-use. 

Flanders :  

Waste 
Management 

Agency (OVAM) 

Wide remit of env ironmental compliance 

as well as supporting the 
implementation of  circular business 

practices.  

Shared information on research, understanding 

and schemes related to circular business 
models for bikes in Flanders, and how th is has 

been evolving. 

Europe :  

Cycling 
Industries 

Europe 

Represents the supply chain, from 
bicycle and parts makers to bike 

sharing, cycle logistics, online services, 
financial services, infrastructure, tourism 

and consultancy. 

Shared views on circular business models, 

including e-bike batteries, and made an 

introduction to Decathlon in France. 

Europe and 

USA: 

RREUSE 

International network  representing 

social enterprises active in re-use, repair 

and recycling 

Shared research findings from across Europe 
on bike re-use, including case studies and 

recommendations related to fiscal drivers and 

EPR. 
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Individual discussions with stakeholders are not described in this report, for commercial confidentiality 

purposes, unless specifically agreed.  However, the full list of organisations engaged with is provided in 

Appendix B.   

4.0 EUROPEAN PERSPECTI VES 

4.1  Overview  

The following sections provide a general overview of bike re-use and circular business models being 

operated in Belgium, the Netherlands and France ï and are summaries of the views provided in stakeholder 

interviews (informed by desk-based work). 

4.2 Belgium  

4.2.1 Growth and Evolution of the Cycling Re-use Sector in Recent Years 

New bikes sales in Belgium are understood to be around 470,000 bikes each year6 with 51% of these e-

bikes.  I n 2020, it is believed that low inventories (associated with the global pandemic and changing 

demand levels) limited the sales of both tr aditional bikes and e-bikes7.  No informat ion has been found on 

second-hand bike sales. 

There has been huge growth, with  social enterprises, in particular, leading the way i n terms of bike re-use, 
repair and new bike assembly in some cases.  Reuse organisations are very significant in terms of 

geographical spread and size,, with an example of the latter being that  one such organisation may employ 

as many people as 10 to 20 new bike shops combined.  For example, one of the stakeholders engaged, 
Groep Intro, is a social enterprise with 100 to 150 paid employees working across a range of cycling 

services.  The minimum wage is paid, which is similar to t he real Living Wage in Scotland. 

The collection of abandoned bikes is a significant source for the social enterprises which then repair these, if 

needed, and service the bikes prior to resale. 

There are around 50 original equipment manufacturers (OEMs), or wholesalers of bikes in Belgium selling 

lots of racing brands, but also more standard city brands.  One of th e racing brands offers a repainting 

service, to change the colour of pre -owned bikes.  Often the frames and parts are made in the far east, and 
brought to Belgium for assembly, although increasing numbers of countries, such as Portugal and eastern 

Europe are looking at developing the parts themselves, replacing the far east supply chain.  Carrefour, Aldi 
and Lidl are potentially getting involved in taking bikes back, in store.  What happens next?  This is not clear 

yet.  A feature of OEM operations in Belgium is that social enterprises provide assembly/new build functions 

(this is not advertised) for them, in addition to  second-hand bike repair, maintenance etc 

Social enterprises also provide leasing services, often as part of wider social services support programmes, 

with funding f rom government.  There are many sharing/leasing models often involving bikes being available 
at bus and bike stations, for th e last mile journey to work.  Also, there is the leasing of bicycles for home to 

work purposes.  A lot of people get the opportunit y to use a bike in a leasing formula with their com pany as 

well as getting a fee/km they cycle to work, to cover the maintenance cost of the bike.  

4.2.2 Importance of Re-use for Accessibility 

The culture in Belgium has developed to the extent that bikes a re now readily accessible/aff ordable and it is 
understood that re -used bikes, bought from  local shops (often a social enterprise) will cost around £100 (or 

115 Euros).  Typical, good quality, new city bikes are expected to cost circa £500 (575 Euros), with premium 
brands and higher performance bikes, as in Scotland, significantly more expensive than this.  Students and 

young people will often be the b uyers of second-hand bikes (fully kitted out with mudguards, lights, rack).  

It wa s mentioned new e-bikes are now costing around 1,200 euros compared to 3,500 a couple of years 

ago, creating change, but the re-use of these, and prices is not well understood at the moment. 

Feedback from stakeholders is that bike sharing schemes are not anticipated to grow significantly over the 

next five years.  For example: 

¶ It was estimated that ther e are between 10,000 and 15,000 standard bikes in public bike-sharing 

schemes, i.e. 1.0 to 1.5 bikes per tho usand people; 

¶ The number of bikes is not going to grow above 20,000 bikes in the future;  

 

 
6 https://www .o2o.be/en/news/2139/  
7 https:// www.bike-eu.com/market-report-belgium  

https://www.o2o.be/en/news/2139/
https://www.bike-eu.com/market-report-belgium
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4.2.3 Spares 

Prior to COVID-19 spares were easily sourced and inexpensive, and so were just purchased new when 
needed.  During the pandemic and lockdown this has become an issue, where Social Enterprises, for 

example, which have managed to create stores of old parts are at an advantage - since the supply chain 
from the far east was so seriously interrupted.  This is now being increasingly discussed, however, storing 

spares is a problem, from a space perspective, for many organisations.  No brokerage or formal 

collaborations are in place. 

For businesses doing repairs, selling second-hand bikes etc, the global challenge associated with accessing 

spare parts is mitigated by the quantity of components they recover.  However, one organisation indicated 
that it was likely to run out of new spare parts in the next 2 or 3 months and therefore have a new circular 

project to begin rec overing second-hand components.  They currently lease bikes to a large multi-national 

company with a site which is so large, with so many buildings, that 1,400 bikes are leased to it by the social 
enterprise, for employees to use to get to the different lo cations.  The leasing deal covers a number of 

years, after which the social enterprise takes the bikes back, with  replacements provided.  Because these are 
a simple bike, with only one gear (cost 250 Euros to buy, when buying in bu lk) they are not in huge demand 

for resale.  So, as a result, the plan i s to do two things ï (i) dismantle these for parts, for use in the 
organisationôs day-to-day work, and also (ii) to offer  the bikes free of charge to schools, for their t raining of 

children and general use.  These leased bikes will be sent to a local prison which will then do the dismantling 

- to provide the capacity and free of charge labour. 

4.2.4 Formal Training Systems & Standard 

Cycling is seen as an important  sector for the provis ion of training for many people, including those with 
challenges getting into work, including ex-offenders, learning diffi culties etc. Some organisations are quite 

large and operate in multiple  locations, are well organised, and provide apprenticeships, but nothing more 

formal than this in terms of nat ional certification schemes etc. 

4.2.5 Collaboration Models, Bike Sharing and Leasing 

These have developed through a range of public-private-social economy partnerships.  Many/most, if not all 
of the social economy organisations have funding from p ublic sources (percentages vary), as well as 

generating their own revenues through sales, leasing and providing services as part of a larger development.   

For example, the largest bike sharing scheme (4,300 bikes, all pedal) is the Antwerp-Velo (with information 

on how it works at: https:/ /www.velo -antwerpen.be/en/abou t-velo).  The local authority  facilitated this in 
2012 by setting out where docking stations and routes should be provided.  The Velo tender and contract 
had specific/explicit clauses for the delivery of the programme to include social enterprise(s) in the delivery 

model.  However, it is understood that it was the private sector that made all of the investment, wit h the 

international company, Clear Channel, setting the project up and the social enterprise Levanto (now Groep 
Intro) sub-contracted to initially provide maintenance and repairs, as well as logistics support, the latter in 

terms of moving bikes to and fro m the required docking stations.  The maintenance and repair was 
subsequently taken in-house by Clear Channel.  The system has been used mainly by adults going to work 

or college/university. 

For the Velo system reliability and accessibility of bikes, for people who wanted them, were the key criteria 

for the municipality in awarding the contract, not "affordability".  Different views have been expressed by the 

stakeholders engaged with regards to the affordability of the Antw erp bike sharing programmes.  For 

example, the view f rom one private company was that bike sharing is expensive, which people do not 

always realise until they see their bill at the end of a mon th e.g. Blue Bike8 - 3 Euro/day; Velo 50 Euro/day; 
Mobit - 1 Euro per minut e.  However, another view from the public sector was that with the muni cipalityôs 

subsidy (meeting more than 50% of the Velo projectôs operational costs) bikes were being made available at 
an affordable level.  For example, the annual subscription of 55 Euros works out at just over one Euro per 

week, for a bike ride of dura tion less than 30 minutes. 

In a further development, for the outskirts/surrounding areas of Antwerp, the municipality, in 2021, awarded 

a contract to Donkey Republic, to set up a new bike sharing scheme , a free-floating one (no docking 

stations) using bike locking and software (like Mobit/Sentinel-Tec).  The tender/contract had explicit clauses 
related circular business models - to extend life, repair bikes etc.  It is under stood that the p roject will be 
split90% for ebikes (1,650 e-bikes) and 10% standard bikes.  The implementation will take place over two 
phases, with the emphasis of the first being the introduction of e-bikes. Stage 1 is all e-bikes. 

 

8 Blue-bike, public transport, bike sharing:  https:/ /www.blue-bike.be/en  

https://www.velo-antwerpen.be/en/about-velo
https://www.blue-bike.be/en
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This is happening in a landscape which has changed significantly in the last couple of years.  I t is now a 

much more confusing, varied one, with many businesses having seen the opportunity - with Mobit 9, Cloud 

Bikes, Poppy, Donkey Republic, Step (electric scooters) all having entered th is space.   

It was commented that t here has been a lot of vandalism and stolen/ lost bikes in the sharing scheme, but 
there should never be more than 5 to 10% of bikes out of action  (Clear Channel had schemes in Barcelona 

and France which have stopped). 

The bike sharing schemes that the  interviewees had been involved with were delivered through 3 different 

models:  

(i) Tender put out t o the private sector for operation of a scheme - but not p rofitable;  
(ii) Public run - the municipality runs the scheme, buys the bikes, and a private operator provides 

the digital solution; and 

(iii) Public-private - the Belgian Blue Bike delivery partner is paid by government per ride.  

The Blue-bike scheme involves bikes being located at tra in and bus stations, to allow commuters to make 

the ñlast mileò journey to work  by bike.  1,200 Mobit bikes are in operation at 7 or 8 Belgian locations, in 
free-floating schemes.  Mobit,  using Sentinel Tec software (smart locking and location system), works on 

basis of earning a fee per month from the municipality ( local authority) .  The model involves them earning 
25,000 Euros per annum for every 200 city bikes  i.e. one-third of the income is from ride fees and two-

thirds from the munic ipality. It is unde rstood that  Mobit will no t be expanding beyond the 1,200 bikes, this 

related to the levels of profitability associated with  such schemes.  

4.2.6 Public Funding and Support for Cycle Re-use, Including Sharing & Leasing 

Significant levels of public funding do go into re-use activities, including support for social enterprises 
delivering cycling products/services.  The majority o f costs (80%) at one large organisation are paid through 

subsidies/grants, for  their social purpose.  The other 20% comes from a combination of second-hand bike 

sales, providing logistics support t o a bike sharing scheme, and also the income for providing and 
maintaining bikes as part of company leasing schemes for employees.  The scale of this subsidy is related to 

the nature of the social services provided, rather than short-term issues for example related to COVID-19. 

4.2.7 The Most Significant Change to increase the re-use of bikes? 

The big opportunities involve developing circular models, with leasing a part of this , making things last, 
recovering components etc.  A view expressed is that the bike sharing model is not really for children in th e 

range 6 to 16 years of ageï this is too expensive.  Instead, it is looking at bike libraries as a way forward 

e.g. for a fee of 15 to 20 Euros per year for a childôs bike, where they are then given a replacement the next 
year, for the  same annual fee.  In effect this is a low-cost leasing system.  This is now very much a 

developed system in Antwerp, but less so across other parts of Belgium, however, it is getting bi gger and 

bigger. 

Company leasing is another significant, new and growing opportunity.  An example was given of one 

company which wants to lease 400 bikes from the social enterprise, using free-floating technology, for  staff 
to use across their site.  These are bikes similar to those mentioned earlier, with one gear, and which cost 

only 250 Euros each to buy new (a bulk price).  Maintaining these bikes, managing them in a circular way at 

the end of their lease is a way of making them last. 

It wa s estimated that there i s a total of 4,000 to 5,000 pool bikes, but this is not anywhere near enough for 

ñlast mileò journeys where other modes of public transport are used.  Universities can be a significant user in 
this respect e.g. t he University of Ghent has around 300 pool bikes, and the University of Leuven has more 

than 500 pool bikes.  This was described as a significant opportunity , which could keep bikes in circulation 

for longer, and ultimately, at t he end of service, being available for resale.  

The Antwerp Velo project has been hit badly by COVID-19, with people wanting their  own bike rather than 
touching/sharing bikes used by other people (risk of infection).  It is  currently operating at 50% of capacity, 

which is significantly lower than it  was before.  Groep Intro h ad 50 staff working on thi s scheme across two 

shifts before COVID-19 and this is now down to 25. 

The introduction of technology (apps/software, smart locks etc) in the logistics sphere (bike sharing) is not 

only driving the growth of free-floating sharing schemes, but also the way in which logistics services are 
being delivered by sub-contractors/partners such as social enterprises.  Previous manual methods associated 

 
9 Mobit private bike sharing: https://www .mobit.eu/  

https://www.mobit.eu/
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with understanding where bikes need to be, their physical movement etc are being replaced by such 

technology10, which reduces the number of employees required to manage this. 

4.3 Netherl ands  

4.3.1 Growth and Evolution of the Cycling Re-use Sector in Recent Years 

In 2019, the vast majority of new bikes sold in the Netherlands were either city bikes or e-bikes.  That year, 
approximately 330,000 city bikes were sold, with the total for e-bikes more than 420,00011 (41.7% of sales).  

On average, people spent 2,067 Euros on an e-bike, with the  average price paid for a traditional  new bike at 
1,243 Euros, up slightly on 201812.  Traditional city bikes had a 33% share of t he market and childrenôs bikes 

11%. 

In terms of re-use and second-hand bikes these provide an alternative to the new bike market and are 

considered more affordable and attractive in particular by many people in lower income groups, and younger 

people, including students.  The popularity of cycling is such that this has now developed to the point where 
many people have multiple bikes, stored at differ ent commuting points.  There are repair and second-hand 

bike shops at almost every corner ï these having grown and evolved naturally. 

Recent developments include leasing projects by companies such as Swapfiets, with  others such as AFAC 

collecting and redistributing abandoned bikes, with others developing software, such as Abel Sensors, to 

identify when b ikes have been abandoned. 

4.3.2 Importance of Re-use for Accessibility 

The sector that is involved in managing second-hand bikes, sharing and leasing schemes, is very important 
for inclusion and training of targeted groups, and for making bikes affordable.  In particular, in terms of the 

latter, this is extremely important for younger people and students, with a t ypical price for a new bike being 

around 600 Euros and a new city bike being circa 150 Euros to buy. 

One of the stakeholders commented that they a re involved in a scheme run by government which gives bike 

vouchers to deprived fami lies.  The bike shop gets the voucher, contacts the family and helps them to 
acquire a bike.  In 2015,  the Dutch Royal Touring Club (ANWB) launched the Children's Bicycle Plan, 

announcing that ñevery child has the right to a b icycle in order to participate  in societyò. The plan involves 
members of the ANWB who collect bicycles and then collaborate with existing bicycle repair shops around 

the country to ref urbish the bicycles.  The summary booklet for the plan13, prepared by the Dutch Cycling 

Embassy, Tour de Force and Mobycon summarises three of the key opportunities associated with this:  

ñFirst is the potential for j ob creation.  Repairing the bicycles does not necessarily have to be done 
by volunteers. For young people who have dropped out of school or are having trouble accessing 
the labour market, these initiatives may provide them the oppor tunit y to learn valuable skills and 
could be further expanded to provide them with more bicycle-related job opportunit ies. 

Another opportunity lies in the fact that re furbished bicycles do not necessarily need to be given 
away, but rather lent out on a lon g-term basis. Doing so creates a circular system that helps prevent 
bicycle shortages. 

A third opportun ity is creating a community hub wh ere bicycle-related activities are organized in the 
same place where the bicycles are issued or loaned. This could include bicycle lessons for children 
and parents and any follow-up activities that arise from th is. Other combinations may also emerge 
that strengthen th e initiatives as a whole.ò 

4.3.3 Spares 

As is commonly being experienced around the world, one of the impacts of COVID-1914 is that it is  difficult 

to get parts ï these are not readily available and there are lengthy delays.  Some organisations have not felt 
the impacts until fairly recently, because they have significant storage space and had built up a lot of stock, 

and in one case the business also had ad hoc arrangements with other local repair organisations which were 

helpful. 

 
10 An app specifically mentioned in this context was Bico.AI which analyses bike use and predicts demand etc. 
11 https://www .statista.com/statistics/620866/sales-volume-of-new-bicycles-in-the-netherlands/   
12 https://www.du tchnews.nl/news/2 020/02/e-bike-sales-continue-to-soar-total-bike-bill-hit-e1-2bn-last-year/   
13 https://mobyc on.com/wp-content/u ploads/2021/03/A-Bicycle-for-Every-Child-Approach-Booklet.pdf  
14 The Suez crisis was also described by one stakeholder as having a prolonged, negative impacts on the supply of spares. 

https://www.statista.com/statistics/620866/sales-volume-of-new-bicycles-in-the-netherlands/
https://www.dutchnews.nl/news/2020/02/e-bike-sales-continue-to-soar-total-bike-bill-hit-e1-2bn-last-year/
https://mobycon.com/wp-content/uploads/2021/03/A-Bicycle-for-Every-Child-Approach-Booklet.pdf
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4.3.4 Formal Training Systems & Standards 

There are a number of training programmes run by social enterprises which a range of people can sign up 
to.  In additi on, the organisations also train volunteers and staff, on the job , but also often in partnership 

with a number of vocational training institutions th at exist across the Netherlands.  Called Regional Training 
Centres (ROCs) these are partnerships of educational institutes in ñsecondary vocational educationò (MBO) 

and adult education15.  More than f ive hundred MBOs have been merged into approximately 50 l arge 

regional training centres and the intention, with  these vocational training centres, is to offer competence-
based learning, narrowing the division between learning and working.  Depending on the location, the 

following activit ies are offered, which go beyond basic bike repair training, providing a more wholistic 

programme: 

¶ Repairs ¶ Shared bikes 

¶ Maintenance company bicycles ¶ Bicycle shed management 

¶ Selling of 2nd hand bicycles ¶ ANWB children's bicycle plan (see previous description) 

¶ Assembly of bicycles  

The ambition is to eventually have approximately 10 ñCycle Hubsò at training centres, these being training 

companies where training and guidance are central, delivered within a fully-fledged bicycle shop, making it 
possible to learn from practical work, on the job.  It  is understood that there may be four hubs currently 

active, wit h 10 being considered to provide good national coverage ï the aim being to provide ñtwo-
wheelerò training and/or reintegration processes (to assist people who may find accessing employment and 

training challenging).  With the Netherlands having a population of 17.3 million, the equivalent per capita for  
Scotland would be to have 3 such centres (this is not a comparison of the number of people regularly using 

bikes). 

Two specific examples of bike traini ng are provided below: 

¶ The Tweewieler Academy (two-wheels academy): th is has a teaching programme for students over 
4 months where they learn to become a bike repairer (receiving a recognised diploma), with the 

academy incorporating a Cycle Hub.  Candidates gain work experience in combination with a train ing 
course with the aim being to always allow the parti cipant to mov e on to the regional business 

communities. Students are working in a bike repair store for 3-4 days a week and for the other 1-2 

days they have practical training at the academy.   

¶ Secondary schools:  In  addition, t raining at national level is provided for bike mechanics at 
secondary schools.  For example, the municipality of Amsterdam pays for secondary schools to 

provide their own training  packages, to take on children with special learning needs.  These are very 
wide ranging in age and the aim is to not generate insecurity in the par ticipants in terms of 

standards. 

For illustrative purposes, an extract from the ROC Netherlands description of a Bicycle Technician ñtwo-

wheeler technology course is provided in Box 1. 

Box 1.   Bicycl e technician 16  

MBO t raining  

Duration of trainin g: 2 to 3 years 

Level: 2 

Sector(s): Two-wheeler technology 

As a bicycle technician you can work in almost all two-wheeler companies. You will mainly work in the 

workshop. 

As a bicycle technician you carry out maintenance work on a bicycle and you repair defects. 

Nowadays there are more and more bicycles with an electric motor or with another motor. You are also able 

to make a diagnosis for these types of bicycles. In complex situations you will be supported by an 

experienced colleague or a manager. Depending on the company you work for, you can also perform other 
tasks. For example, you can think of the handling of warranty  and insurance. You can also support your 

colleagues in the sale of bicycle parts and accessories and speak to people who have a complaint.  

Education content 

 
15 https://www .tweewieleracademy.nl/ zij-instroom-fietstechniek/zij-instromen-en-omscholen  
16 https://www .roc.nl/default.php?fr=d etails&id=3698  

https://www.tweewieleracademy.nl/zij-instroom-fietstechniek/zij-instromen-en-omscholen
https://www.roc.nl/default.php?fr=details&id=3698
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During the bicycle technique training you will learn everything about tink ering with a two-wheeler. You learn 

how to perfo rm maintenance and simple repairs. You will get lessons to get to know all systems, including 
electric bicycles, which are becoming increasingly popular. In addition to the k nowledge you gain, you will 

have the opportunity to apply your knowledge in practice and to repair the real bicycles by means of 

mounting parts. You will also learn how bicycles are prepared for delivery. 

 

4.3.5 Collaboration Models, Bike Sharing and Leasing 

The collaborations that are in  place in the Netherlands are those described previously where training and 
inclusion programmes are in place for the second-hand bike sector. Supporting this, there are also 

organisations (similar to those in Belgium) that remove abandoned bikes e.g. in t he city of Nijmegen this is 
the Algemene Fiets Afhandel Centrale17 (AFAC) ï in effect a ñlost and foundò service where people can try to 

find a missing bike.  Unclaimed bikes can then become an important source of second-hand bikes for the 

social enterprise sector. 

No collaborations have been identified between the re-use/social enterprise sector and OEMs including those 

focussed on spare parts, nor have bike sharing schemes involving partners/sub-contractors such as Groep 
Intro in Belgium been identified for the Netherlands through enquiries, discussions or a desk-based review.  

Nextbike do have a sharing scheme in one Dutch city, however it i s relatively small (smaller than the one in 

Glasgow). 

The private company Swapfiets started operating in the Netherlands in 2014, providing a leasing system on 

a subscription basis, with the Financial Times described it as the 10th fastest growing company in Europe in 
2021.  After registration online or on a Swapfiets app, users can get their bike within 24 to 48 hours at a 

location of t heir choice.  The company operates in more than 50 cities and has 35,000 members in 
Amsterdam now and more than 200,000 internationally, including the Netherlands, Germany, Belgium, 

Denmark, Italy, France and the UK (London)18.  A driver for the business model is that the bikes provide a 
sense of ownership to the customers because they have their exclusive use and are given a unique key and 

lock.  The risks from the daily wear and tear are taken on by the company which will provide repairs or a 

replacement bike within a specified period of time  (48 hours).  At the time of wr iting monthly subscription 
fees (in London) range from £14.90 per month for a seven-speed bike, to  at least £75.00 per month ï these 

are comparable to prices in the Netherlands.  No information is available on re-use activiti es, or social 
enterprise collaborations.  However, the company has stated in a press release (March 2021) that it aims to 

have fully circular bikes by 2025, however there are limited details provided on how this is going to be 

achieved. 

4.3.6 Public Funding and Support for Cycle Re-use, Including Sharing & Leasing 

The funding of social enterprises comes from a combination of grants/public funds, bike sales (new and 
second-hand), leasing and involvement with other initiatives (including charging fees for tra ining courses, to 

the wider public).  One large organisation engaged with commented that of  a 600,000 Euro turnover per 

year, 200,000 Euros comes from the government Health Care Services to employ people described as having 
psychological problems, another 300,000 Euros from t he sale of new bikes and around 100,000 from sale of 

repaired bikes.  One third of the reused bikes sold are though the Government voucher scheme.  The new 
bikes sold provide the income needed to be commercially viable.  This turnover supports 60 trainees paid 

the minimum wage by Health Care Services.  There are also 6 FTE employees with half of th ese bike 

mechanics and the other half health care workers. 

As described earlier, large numbers of bikes are abandoned, and the Government employs a commercial 

entity to collect these, which are held in a large yard.  Bike shops and social enterprises then pay circa 30 
Euros for each of these.  Organisations select the  best bikes which when reworked and/or resold gives a re-

use rate of 75%.  Between 400 and 500 standard bikes are collected/dropped off with them per year (with 
150 of these for students).  Standard bikes are typically sold for between 175 to 220 Euros and a number of 

e-bikes are also sold, these without any kind of significant repairs. 

 
17 Translates to General Bicycle Handling Centre. 
18 https:// www.bike-eu.com/market/nieuws/2020/06/ e-bikes-continue-to-penetrate-the-french-market-10137975  

https://www.bike-eu.com/market/nieuws/2020/06/e-bikes-continue-to-penetrate-the-french-market-10137975
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4.4 France  

4.4.1 Growth and Evolution of the Cycling Re-use Sector in Recent Years 

In d iscussions with Cycling Industries Europe, it was commented that bike re -use initiatives in France have 

been considered an example of best practice, with other  countries (The Netherlands, Belgium etc) learning 

from what has been happening, and then developing their own services from this.   

There were 2.6 million new bike sales in 2019 (2% less than previous year), including 388,100 e-bikes 

representing 15 percent of the total sales value.19  Although the number of bikes reduced compared to 2018, 
the growth in the e-bike market meant the average price grew, to 566 Euros from 493 Euros.  As with ot her 

countries considered, no information on second-hand bike sales is easily available.  However, although it is 
now a significantly old research project, in 2013, the organisation LôHeureux Cyclage carried out research on 

the re-use and repair sector.  In th e report, it was commented that the French owned 26 million bicycles, of 

which more than 9 million have not been used in the last twelve m onths.  At that time i t was estimated that 
each year, nearly 2 million adult bikes were purchased new in France.  At the same time, th e research  

estimated that around 1.5 million bikes were destroyed/disposed of each year.  

Local initiatives to re-use end-of-life bicycles have therefore emerged and in many locations supported by 

social and economic regeneration objectives of the country .  There are a number of associations supporting 

social enterprises and bike shops in France, for example, LôHeureux Cyclage, the Collectif Vélo Î le-de-France, 
the Mieux Move à Bicyclette (MDB), etc.  These have been identified as being significant players in providing 

local re-use options for bikes across France as a whole and have had growing memberships over the last 

couple of decades at least. 

Bike re-use projects (services, products) are often delivered by bike shops, often referred to as co-operatives 

(co-ops), which have grown significantly in France - with a grass roots programme supported by national, 

regional and local government.   

LôHeureux Cyclage commented that i n 2000 they only had 10 bike co-op members and by 2020 the number 
had increased to 350.  In 2008, LôHeureux Cyclage was formed, to be a network for ñparticipatory and 

solidarity-based bicycle repair, with t he aim of promoting and enhancing bike repair shopsò.  In 2018, 
57,500 bikes were recovered for repair or to be disassembled for spare parts.  To recover so many bikes, the 

bike shops have voluntary and salaried staff, with 270 full-time equivalents (FTE) employees.  In the 2019  

LôHeureux Cyclage ñBike Shop Panorama Reportò it was stated that 34% of jobs are precarious and therefore 

are subject to a high turnover  ï this in turn  prevents the maintenance of specific skills within the co-ops. 

In the case of MDB, this association has been active since 1974, with more than 1,900 members in Paris and 
in all the regions of Ile -de-France involving a network of local branches.  A key objective of the organisation 

is teach everyone to ride a bike, to repair their bikes in their workshops etc.   The Collectif Vélo Île -de-

France  brings together 38 cycling associations in the Ile-de-France region in around 100 municipalities and 
represents more than 4,000 members.    

The introduction of the French Extended Producer Responsibility (EPR) regulations has the potential to 
influence the way that the smaller bike shops deliver services, with an indication th at there may be a growth 

in larger social enterprises entering the cycling sector.   It is under stood (from the stakeholder) that the 
Clearing House will pay the organisations that participate a fee of 1.50 Euros per bike, but the 

traceability/report ing requirements may involve too much administrative bureaucracy and prove to be a 

disincentive to the  smaller co-ops (in terms of participat ion). 

4.4.2 Importance of Re-use for Accessibility 

Accessibility and affordability was described by LôHeureux Cyclage as being very important in terms of its 
objectives e.g. re-used bikes are typically sold by the co-ops for between 40 Euros and 120 Euros each and 

are often targeted at communities with lower incomes, where there are immigrants, refugees etc. 

An example of how accessibility is fostered is provided by SoliCycle in Paris, a co-op and project which 
incorporates a resource centre managed by the association Le Poulpe and a solidarity café managed by the 

association Les Marmites Volantes.  The objective of this p roject is the socio-professional integration of 

people far from employment through  bike mechanic training and public engagement.  This co-op provides: 

¶ Self-repair workshop training; 

¶ Sale of re-used bicycles; and 

¶ Recovery of unused bikes for recycling or recovery in the form of spare parts. 

 
19 https:// digimagazine.bike-eu.com/market_reports/france  

https://digimagazine.bike-eu.com/market_reports/france
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Access to these co-ops is based on a membership of 20 Euros per year per family.   Bikes are then sold for 

between 10 and 150 Euros. 

4.4.3 Spares 

All of the Co-ops are using mostly second-hand spares, unless there is no option, but to buy new.  There 
have been no wider networks, and this is not seen as a significant issue, other than t he temporary 

challenges presented by COVID-19. 

4.4.4 Formal Training Systems & Standards 

Until 2015 bike co-ops could not open unless they had staff trained to a diploma standard (low level 

compared to degrees) ï these having been developed nationally.  In 2015, as part of a market liberalisation 

move, this requirement (standard) was dropped, and the diploma is now worked to by a minority of co -ops.  

L'Heureux Cyclage is developing a different diploma now (time of  writing) , which has the French EPR 

regulations as an important dri ver.  The diploma is wholistic in nature, covering both bike re-use/repairs, but 
also covering how to run a bike repai r/ re-use business.  There is likely to be similar developments by other 

associations and organisations across the country, but t hese have not been identified. 

The training programmes for supporting people back into work are provided for typically 6 months, funded 

by the state.  One example, in Paris, involves seven co-ops providing training for people, to get back into 
work, with a round 50 of these as bike mechanics - the Chantier Insertion scheme at the following link 

provides more information:   https://etudese tchantiers.org/solicycle-paris-18em.  

The engagement with Decathlon, described below, provided another perspective with respect to training - 
that doing bike repair is not difficult an d that the company provides on the job traini ng without a formal 

training certification. 

4.4.5 Collaboration Models, Bike Sharing and Leasing 

Bike co-ops are providing training, second-hand bike sales and are doing so in partnership with local 

governments, to assist people back into employment, and to make bikes accessible and affordable to many 
low-income groups, including immigrants and refugees.  Also, local bike retailers will often have a voucher 

scheme, where someone wanting a new bike can trade in their ol d one and receive value from it. Rather 
than this bike going for recycling/scrap, shops have contracts with t he Co-ops, who take them away for 

rework and resale. 

Decathlon is a major bike manufacturer, with 5 millio n made in the last year, and were engaged to 

understand more about their new pilot project, being rolled out in France during 2021, involving a market 

development for childrenôs bike involving a monthly rental model i.e. a leasing project.  Once children 
require a larger bike their leased bike will be returned, repaired/serviced at Decathlon stores and resold.  

The pilot is import ant to check and ensure that the model is going to be as successful as they think i t will be. 
They will then  extend it to adults.   The bikes resold from the monthly re ntal scheme will then be sold with a 

warranty (interviewee was not sure what t his would be exactly, bu t may be up to 2 years). 

4.4.6 Public Funding and Support for Bike Re-use, Including Leasing 

As an average, government grants meet around 50% of the b ike co-opsô costs.  These tend to come from 

central government schemes, but there are also local initiatives. Note that with the exception  of the Lille 
example (below), and the change through the EPR, the co-ops have not been involved in leasing ï the focus 

has been repair for resale and training. Government has been very supportive of costs to get co-ops up and 

running (capex) but also provides many of th e opex, associated with training p rovision for social impact. 
Funding for the latter is often in 2 to 3 years programmes, rather than annual, with the larg e organisations 

finding it easier to get th is funding, since they have more staff, resources etc to secure it. 

4.4.7 The Most Significant Change 

The major development in France, on the agenda, is the 2022 Extended Producer Responsibility regulations, 
driven by the EU, but implemented by member countries in different wa ys.  In France this wi ll have an 

impact on bikes, with targets that are  going to be set for their re-use.  This will be paid for by the bike 

retailers etc, who will have to accept old bikes at shops by consumers wanting to buy new.  These retailers 
are looking at setting up the ir own repair/re-use workshops and resale operations, which could be in 

competition w ith the Co-ops.  The French co-ops are typically small, employing between 1 and 3 FTEs, with 
a further 3 to 4 volunteers per employee.  Many of these will struggle with th e data recording 

(traceability/ measuring) requirements of the EPR, and therefore may not be able to take advantage of this.  

A price has been set of 1.50 Euros to be paid per bike, to such organisations.  If only processing 100 bikes 
per year, it may be  viewed as more trouble than it is worth. Other larg e not for profit s/charities involved in 

https://etudesetchantiers.org/solicycle-paris-18em
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community support are looking at the EPR and bikes.  For example, one organisation in Lille, with a  turnover 

of 5 million Euros (the same size as the total for the 350 LôHeureux Cyclage co-ops) is now looking at getting 
involved with bike re-use as a part of its social impact work.  The Lille local authority  is going to provide a 

contract, t o provide high school pupils each with a free bike for one year (10,000 bikes) i.e. like a very large 
leasing scheme (zero cost to the pupils).  This has been committed to and will be implemented later in 2021.  

They would like bike re-use to be a part of this. 

4.5 MI SCELLANEOUS 

The companies interviewed represented all aspects of services from drop off, collection, re-use, 

remanufacture, repair and leasing, as well as smart locking and logistics systems (including apps and 

software).   The majorit y of t he international organisations do not undertake cycle repair and re-use in 
isolation, and are often working as collaborators, sub-contractors etc to larger organisations undertaking a 

wider ranging activity such as healthcare providers, municipal waste management providers and larger 
charities.  For example, Nutzmull in Germany, employs people who have ñlost their professional connectionò 

in reuse and repair across a number of areas, including furniture, clothes and computers, as well as bikes.  

The Munich Waste Management Cooperation similarly diverts re-usable items including bikes to tw o second-
hand shops in the city.  They employ the services of local social enterprises to undertake the repair and 

upcycling work.  The bike partner is a social enterprise training young people, but again does not restrict its 
activity to bike repair, but also provides repair services for motorbikes as well as selling new standard bikes 

and motorbikes.   

Similarly, AVV in Denmark a partner company owned by Brønderslev and Hjørring municipalities undertakes 

bike repair and re-use as part of a l arge range of waste management activit ies.  The exception to the above 

was Roez Bikes who are a social enterprise manufacturing sustainable designer bikes from reused frames 

and components.  They have a focus on a particular market and bike prices start at  579 Euros. 

Almost all the organisations identified had some type of social purpose primarily around employing those 
with challenges accessing work, those with severe psychological or physical challenges, and young or the 

long-term unemployed.   The salaries of these staff were paid (e.g. through grant funding, o r directly) by 

third parties such as the healthcare provider or jo b centres.  Wider costs were generally carried by the 
larger/ lead organisations with w hich they are associated or they have wider activit ies to supplement income, 

such as sale of new bikes. 

5.0 SCOTLAND - REPAIR , RE-USE AND RECYCLING SERVICES 

5.1  The Curre nt Situation  

In Scotland and across Europe there are a range of bike businesses, including social enterprises and profit-
making businesses, typically providing some or all of the following (not exhaustive) types of services and 

products within the cycling sector: 

¶ 2nd hand bikes: 

o Logistics to secure and store unwanted and/or stolen bikes; 
o Processing to identify which bikes will be worked on (repaired, cleaned etc), disassembled 

(e.g. for components), scrapped (recyclate value) or sold as a job lot to a third  party; 
o Sales of 2nd hand bikes, typically between £80 & £150 for adults and £20 to £80 for kidsô 

bikes; 

¶ Providing bike repairs and servicing to individuals (business to consumer, or B2C) and/or other 

organisations (business to business, or B2B); 

¶ Custom bike building, using either new components or second-hand bikes and/or components; 
¶ Selling 2nd hand components, often  with warranties, to ot her organisations, mechanics or the 

general public;  

¶ Providing cycle skills training to children, members of the public and organisation employees; 

¶ Skills and training provision; 

¶ Provision of bike libraries; 

¶ Bike sharing and subscription schemes: 

o Bike design, manufacture/assembly; 
o Maintenance and repairs; 

o Logistics support to move, drop-off and collect bikes; 
o Development of docking stations, and increasingly, software and smart locking systems to 

manage and secure free-floating systems; 
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¶ Bike leasing20; 

¶ Sub-assembly design and assembly (e.g. integrated gear and motor systems for e-bikes, frame and 

suspension units for specialist/premium bikes etc);  

¶ Roadside breakdown services; and 

¶ Bike design and assembly. 

The above products and services are often delivered in a diverse range of partnership models, sometimes 
involving local authorit ies, private sector businesses (profit-driven), social enterprise etc.  Stakeholder 

engagement involved interviewing organisations working within every category of business model described 
above, in what is a dynamic, fast-moving sector, and where the operating models pre-COVID are rapidly 

evolving. 

This report and the associated research project undertaken has been delivered with  re-use, repair and 
maintenance of bikes as central and key considerations, with respect to operational models that facilitate 

more affordable and accessible bikes for the wider populati on in Scotland.  Figure 2 is provided as a way of 
clearly illustrating the various ways in which businesses working with second-hand bikes, extending life cycle 

etc, can and are adding value to their operations, while also offering accessible and affordable options, 

providing training and innovation. 

 

Figure 2.  Diagram illustrating a comprehensive range of activities that can add value to organisations 

working wit h bikes for resale, extending life, providing skills etc. 

This report does not cover the impacts of va ndalism that are being experienced by a number of bike sharing 

schemes in Scotland, and which have similarly impacted on other schemes in a number of European 
countries.  The range of issues associated with this may mean that this is an area that would benefit from 

dedicated research and engagement with the sector. 

5.2  Over view of Metr ics for Scottish St akeho lders  

Table 4 provides a summary of responses to questions answered by sixteen Scottish organisations providing 

bike collection, repair, re-use and circular business models - interviewees were asked for data over the 
previous year, 2020 to 2021, and in some cases data for 2020 was given. Fourteen involved face-to-face 

interviews (Zoom or MS Teams) and two of the responses provided were completed as online surveys.  Eight 

of the organisations were social enterprises and are identified with an asterisk (*) . 

The table indicates the scale of their businesses from different perspective (number of bikes, tur nover etc) 

on the basis of data that was willingly shared during the interviews.  The table also describes the percentage 
of bikes that are recovered for re-use, indicates the level of grant support funding, and provides a summary 

of future plans.  Where the data was not secured this is described as NK (not know). 

 
20 Bike leasing also includes bike libraries, with the latter often being provided as a lower cost leasing option.  Subscription services are 
a commercial mechanism to manage and deliver leasing schemes. 
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Table 4.  Overview of data from Scottish organisations - stakeholder interviews 

Org . Type  of 

Bik es 

No. o f Bikes  
Dona ted o r 

Collected  pa  

Turnover  % Re -

used  

% Gran t 

Funding  

No of 
Emplo yees on 

Bik es  

How  Bikes are 

Obtained  

Future D evelopme nts  

1.   All 5,000 NK 50%  8 FTEs & 3 PTs Angus HWRCs E-bike leasing scheme for Dundee.  Embark 
Dundee, operated by Ride On. Dundee Cycle 

Hub in partnership wi th council. 

2.   One 
specific 

bike type 

They have 90 

bikes 

£140K  65% 6 FTE/PT Bought new and 
sold on after 

significant use. 

Leasing and bike assembly business.  

3.   All 450 NK 40% 0% 1 PT +  1 

Kickstart 

Trainee 

Collected and 

donated 

Grant fundi ng, e.g. from Cycling Scotland for a 

fleet of hire bikes, is for ñadditional activityò 

rather than core business. 

4. Good 

quality 
NK NK All 

disassemb

led 

0% 9 FTEs Purchased ï 

£144K to 180K pa 

Mobile service will create more business and 

meet growing demand. They will provide parts 

for e-bikes (motors, batteries, electronic 
displays), Shemano, Bosch and Yamaha are 

the brands being considered. 

5. All 700 £60K 93% 48% 3 PT HWRCs (selected) 

+ don ations 

Larger premises needed to expand - £15k to 

£20K pa rent. Would double bikes sold and 

start a leasing project. 

6. Std & e-

bikes 
15K to 20K £100K 10% < 50%  6 FTEs HWRCs & 

donations 

Uncertain. 17 staff on fu rlough at moment and 

turnover reduced from £500K. 

7. Std 300 £120K 95% 0% 2 FTEs Donations £30K to £50K for new premises- giving 50% 

growth 

8. Std 350  40% 0% 1 FTE Donated £25K for new premises, would double bikes 

processed and sold. 

9. Cargo 

pedal 
900  ~100% 0% 4 FTEs Bought. N/A 
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Org . Type  of 

Bik es 

No. o f Bikes  

Dona ted o r 

Collected  pa  

Turnover  % Re -

used  

% Gran t 

Funding  

No of 

Emplo yees on 

Bik es  

How  Bikes are 

Obtained  
Future D evelopme nts  

10.  Cargo & 

e-bikes 
75 Circa 

£112Ka 
100% 0% 1.0 FTE Bought Steady growth on basis of existing m odel ï 

converting pedal bikes to e-bikes. 

11.  All 7,500 £750K 50% 50% 23 FTEs Donated Social purpose, training, support.  

12.  All 4,500  78% NK 50 FTEs Donated and 

collected 

Setting up a subscription service across 

Scotland, with software to ma nage this 

13. Std & e-

bikes 

996 NK N/A NK 10 FTE Bought from 
German parent 

company 

50% growth is a possibility ï 500 more bikes. 

14.  All 2,000  35%b 0%a 1 FTE + 2 
Kickstart 

Trainees 

Mostly from police 
stations, but 

donations as well. 

Yes, aim is to develop infrastructure to process 
more bikes, recover spare parts and sell these 

online. 

15.  All 55 £10K to 

£50K 
30% 0% 7 FTE/PT NK  

16.  Std 500 £10K to 

£50K 

40% 0%c NK NK  

Notes: 

a)  This is an assumption, based on conversion cost per bike of £895 and bikes sold for £1,500 each. 
b)  No grant funding prior to COVID-19 ï support received for this is now coming to an end. 
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In summary, for those organisations engaged with, key data related to organisational activity includes: 

¶ The organisations engaged with accepted/collected around 36,450 bikes, of which 45% on average 

were re-used, a total of  16,277 bikes.  This figure excludes Next Bikes and Social Track, which have 
a total of 996 and 9 bikes in stock respectively, for sharing; 

¶ There was a large variation in the recovery rate of bikes for re-use, ranging from 10% to 100%, 

with COVID-19 impacts being felt in some cases (reducing the level of bike re-use); 

¶ Public/grant funding levels: Five of the eight social enterprises were recipients of significant grant 
funding over the previous 12 months - in the range 48% to 65% o f turnover (the percentage for 

one not known);  

¶ 135 people are employed by the organisations engaged, in a mixture of full -time and part-time 

positions; 

¶ Growth: although there have been challenges as a result of COVID-19, nearly all of the 
organisations engaged have growth and development plans.  This is commented on more later in 

this report (Section 9.3). 

5.3 Spare  Parts  Supply Chain  & IT Systems  

5.3.1 Overview 

The questions used to engage with stakeholders, to discuss the status and opportunities related to spare 

parts, and the role that IT systems can play in managing stock (bikes plus spares) are shown below: 

¶ How easy is it to obta in the required part s when repairing and/or remanufacturing bikes? 

¶ What can be done to improve access to affordable spares needed? 

¶ What external resources are already available to provide you with access to spares e.g. any 

brokerage systems? 

¶ What IT, or we b-based systems could be developed to build capacity and provide access to spares in 
Scotland? 

¶ What new, or expanded, physical infrastructure could be developed in Scotland to assist in providing 

your organisation with the sp ares you need? 

As mentioned in Section 4.2 questions used were a guide for discussions with stakeholders, rather than a 

rigid structure to be followed.  The overall views of those interviewed are given in Table 5.   
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Table 5.  Overview of Scottish Organisations Views on Spare Parts and IT System Development 

Org . Cur rent  Situa tion  Futu re Oppor t unities &  Developments  

1. Couldnôt survive at the moment without using second-hand 

parts, though preference is to use new.  No brokerage system. 

Not sure.  The big question for them is how ebike batter ies in the future should be 

managed when these need replaced. 

2.  This is a difficult position ï prefer to use new parts/spares. The development of a leasing model, using the same type of bikes and parts will assist.  

Also, to develop an indigenous bike assembly business. 

3.   No difficulties at all (ñeasyò).  Either use what  they get from  
other bikes or use eBay. Most spares used are low quality as 

they sell bikes on very cheaply - do not deal in high end bikes 

or if t hey get them they tend to sell them straig ht on.  

Central accessa to spares would be useful although whether t hey use them would 

depend on costs as they generally manage to access very low cost spares. 

4. Have made the recovery and sale of second-hand parts, with a 

warranty, their core business model.  No longer have a shop 

front ï e-commerce. 

E-bikes and the three key parts are the big opportunity ï the motor, batt ery and 

electronic display.  Also servicing/fi tting the par ts through a mobile service. 

5.  No brokerage systems.  Buy some parts new, but circa 80% of 

parts used are second-hand. 
More trained people to recover parts from old bikes. 

6. Not easy or diff icult.  Buy 2nd hand parts, and recover their 

own. Also buy new. 
I f they had m ore mechanics could recover more parts. 

7. Easy.  Spares are not usually a problem. System works well at t he moment. 

8. No problem, but do not need specialist spares as only doing 

low value bikes. 

An IT system could be built but the i ssue is probably more logistics - the costs of getting 
spares from further a field.  Also the resources to put spares on the system, take photo, 

upload etc.  

9.  Difficult, struggling to get sp are partsb. Use some reused spare 

parts but as sell bikes under warranty can only use those in 

good condition and non perishable 

IT system - Could work but need guarantee of quality. Thi s will be necessary for those 

that provide warranty ï will not use any type of reused spares.  Do not accept low 

quality bikes such as those bought in Halfords or supermarkets as not worth doing up 

low quality frames ï will not last. 

10.  Not really relevant ï just fitting ebike batt eries and motors N/A 



AFFORDABLE ACCESS TO BIKES ï REUSE & CIRCULAR BUSINESS MODELS 

Cycling Scotland, September 2021  Page 20 

Org . Cur rent  Situa tion  Futu re Oppor t unities &  Developments  

11.  Not easy/difficult .  Cannot reuse some parts (e.g. chains), but 

mostly do use second-hand components. 

A digital management system supporting an online sales service and marketing. 

12.  Easy - never been a problem with careful p lanning - use 2 

hand parts as well as new. 

There is an IT system, a Customer Relationship Management (CRM) tool/ app th at could 

be used as a very important and useful management tool, to manage the development 

of a subscription service (rather than leasing). 

13. Difficult .  They do not use second-hand components - want to 

use parts that will  have the longest possible life, and to 

maximise safety. 

Contractual arrangement for spares is not good ï paying up front.  Changing this would 

be helpful. 

14. They use reclaimed spares in their refurbishment of second-

hand bikes.   

Very aware that there could be a big business opportunity disassembling bikes to store 

and sell parts as part of a digital sales platform. 

15.  Not easy or difficult . Establishing a co-operative of organisations, sharing spares recovered from old bikes.   

Establishing a procurement co-operative, to buy spares (re-used and new) at  more 

affordable prices.   

The introduction of a business that recertifies recovered spares, selling these with a 

warrantyc.   

ebike battery cell replacement in Scotland. 

16. Not commented on Not commented on 

Notes: 

a) ñCentral accessò was not defined. 
b) Currently a crisis in the supply chain due to Suez and Covid 

c) This business already exists ï Cycletrade. 
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5.3.2 View on Availability of Spare Parts and Associated Systems 

Because the views of a small number of organisations are being represented in this report, percentages are 

used to summarise the views provided in Table 5 for indicative purposes only. 

Shown in Table 6, th is indicates the stakeholdersô views on how difficult it is securing spare parts at the 

moment, and their views on using second-hand components. 

Table 6.  Stakeholder views on securing spare parts and the use of second-hand components 

Reply  No.  %  

No problems getting  spare parts - use 2nd hand often/mostly 9 56% 

Not easy or difficult  1 6% 

Difficult position ï 2nd hand parts used widely, but  not the 

preference 2 13% 

Second-hand parts used in limited repairs only 1 6% 

Do not/ cannot use second-hand parts 1 6% 

Not applicable or view not given/secured 2 13% 

Tota l 16  100%  

 

A number of comments made about parts and IT systems are provided below: 

¶ If not selling high value, premium re-use bikes then many organisations feel more comfortable using 
second-hand parts when refurbishing for resale or carrying out repairs; 

¶ There are some components which organisations only want to use new components, such as chains, 

because of the wear and tear associated with these; and 

¶ One organisation will only use new spare parts, because their view is that the se are required for 

health and safety reasons for their bike  sharing service. 

The complete disassembly of all bikes for spare parts is the business model for one of the stakeholders, who 

has also moved all sales to an online platform.  These are sold with a warranty, and the company is 
experiencing significant growth and demand, selling to second-hand bike shops, householders and other 

business across Scotland and the rUK. 

In term s of IT systems, apps and brokerage systems, there was no widely held view or consensus about 

current opportunities specific to spare parts alone.  However, one stakeholder commented that the p ressures 

being experienced with spare parts would be mitigated by a business involving two separate, but 
complementary business models ï one involving the assembly/manufacturing of whole new bikes and the 

other second-hand bikes.  In this case, when evaluating the bikes received for the latter  (second-hand 
bikes), the supply of new, replacement parts could then be provided by the operations associated with new 

bike assembly.  This is similar to the example provided by Decathlon in France, which is beginning a pilot in 
2021 to lease out childrenôs bikes ï this will use one particular brand of bike, and when spares are required 

these will be available as part of a production approach that is also set up for new bike 

manufacture/assembly.   

Engagement with the organisations above has identified views on the following  factors influencing spare 

parts infrastructure : 

¶ Preferences and confidence in the quality/perf ormance of spare parts; 

¶ Infrastruc ture and operat ional requirements to build spare parts capacity; 

¶ IT systems, apps that support improved management of spare parts; and 

¶ Business models that support i mproved access and opportuniti es. 

The point with regards to preferences has already been discussed in this section.  The other factors are 

considered later in th is report, when describing holistic business models for the sector in th e future. 
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5.4  Training and Certification Schemes  

5.4.1 Overview 

In Scotland, there is currently a Cycle Maintenance qualification at Scottish Credit and Qualifications 

Framework (SCQF) level 4 (6 SCQF credit points).  This is one level below th at which the Modern 

Apprenticeship begins.  Figure 3 provides an extract which describes the different levels and apprenticeships. 

 

Figure 3.  Diagram showing the SCQF levels and where modern apprenticeships apply21 

 

Entry to the Cycle Maintenance unit would normally require learners to have attained the skills, knowledge 

and understanding required by a National 3 Cycling Maintenance Unit.  Engagement with stakeholders 
included asking for views on the import ance of modern apprenticeships when considering the types of 

training that the  bike sector feels will add value to its further development .  These discussions took place by 
also asking whether there was a need and opportunities for collaboration that might create a Scottish based 

accreditation, led by the re use sector, for the sale, reuse and repair of second-hand bikes.   

5.4.2 Stakeholder Engagement Results 

The questions used to engage wit h stakeholders, to discuss the status and opportunities related to training 

and certification schemes are shown below: 

¶ What systems and standards are you aware of t hat are currently in place, at a national level, to 
drive forward the sector, providing high quality training? 

¶ What do you think are the strengths and weaknesses of the current systems and standards? 

¶ How should training standards or frameworks be developed in Scotland? e.g. are you aware  of 

standards and/or systems in other countries that you believe should be considered for Scotland? 

The overall views of those interviewed are given in Table 5.   

 

 

 

 
21 https://sc qf.org.uk/support/ support-for-employers/understanding-qualifications/  

https://scqf.org.uk/support/support-for-employers/understanding-qualifications/


AFFORDABLE ACCESS TO BIKES ï REUSE & CIRCULAR BUSINESS MODELS 

Cycling Scotland, September 2021  Page 23 

Table 7.  Overview of Scottish Organisationsô Views on Training and Certification Schemes 

Org. Current Situation  Future De velopments  

1.  Currently provide training for staff to meet a range of OEM standards 

associated with using their spare parts.  For example, if they  are using 

Shimano bike parts there is a 4-day training course.  Velotech and 
Cytech also have their own courses, with the forme r costing £480.  

However, this is subsidised for companies such as Angus Cycling Hub. 

The existing training schemes and associated standards provide enough of a 

mix - no new schemes that would add complexity are desired. 

2. Not discussed. A Scottish-based accreditation system would be a great development, but not 
with "re-use as the focus".  I t j ust needs an emphasis on how to develop bike 

mechanics through skills development and training.  A college-course to be 

developed for t his 

3.  No specific training requirements, but would like to be able to trai n up 

young people. Operate to t he Revolve standard, train up volunteers 
where they can; where volunteers have skills they use them in line wi th 

the Revolve procedures.  Training is very difficult as it is so expensive.  
Courses are about £2,000 with the tr avel and accommodation for 10 

days adding to this considerably. 

They are currently sett ing up a course with Dumfries and Galloway college, 1 

day per week for 10 weeks that provides an accredited qualification which is 
free to them.  This will start in the autumn 2021 and they see it as opening 

new opportunit ies.  They have provided the bikes for the college to use. 

4.  They looked at how to ge t people through apprenticeships, but could 

not find anything for bike mechanic 

They would be interested in a modern apprenticeship for bike mechanics ï 

with support fo r this.  

5.  Having trained mechanics they believe it is important for throughput,  

accessing spares, and making people feel that th ey have a valuable skill 
- no comment on the preferred skills delivery m echanism.  Also 

important for them is skills in how to run a bike business, customer 

facing, marketing, accounts admin, management etc. 

They are aware that t hey could potentially have issues if someone ever tried 

to sue them.  No insurance requirement, but this is why the Velotech/Cytech 

course was undertaken. 

6. SCVQ levels 1 to 4 (latter is a SVQ), e.g. through City and Guilds. They commented that the  current SVQ is about maintenance, but too shallow 

for businesses like theirs.  Velotech and Cytech are more focussed on new 
builds.  A modern apprenticeship packaged and targeted at remanufacturing 

of bikes, including ebikes, is needed. 

7. They provide on-the-job training and can see that if  qualifications (e.g. 
apprenticeship) would get more people interes ted and into cycling this 

would be a good development. 

More important for them is attitude and commitment ï a new employee had 
to be trained on the j ob, and because of their personal attributes it has been 

a positive engagement. 
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Org. Current Situation  Future De velopments  

8. They are happy with the Velotech approach which is hands on.   If they are a ble to support more young people into work in the future they 

might need t o look at City and Guilds.  The Revolve portal provides useful 

training on aspects like customer care etc. 

9. They often get people with bikes that have been repaired but was not 

done well enough.  They use Cytech for tr aining and consider this the 

best industry standard, but needs to be backed by workshop support. 

The focus should be on assessing ability in the workshop ra ther than simply 

doing a theoretical course.   

10. For ebikes, their view is that  the trend is towards integrated components 
likely to be linked to manufacturers, so they generally have to go back 

to manufacturers f or repair. 

They believe courses may need to be linked to manufacturers for the reasons 

given opposite. 

11. Cytech & Velotech are training systems they work to - good enough. 
They are one of four Velotech Centres in Scotland..  For community 

learning and support they are delivery partners for the Venture Trust, a 

residential scheme involving in-house training.  The funded training 
programme resulted in 4 extra employees (mechanics) in April 2021 - 

another 4 next year (2022).  

They are happy with th e status quo. 

 

12.  Cycle mechanic, City & Guilds framework, used for trainees at the 

moment. 

A modern apprenticeship would be a positive thing.  They are looking to 

encourage the roll -out of the existing City & Guilds framework for a 1-year 

apprenticeship currently only available in England. The fact that ther e is 
something available in England is great news, as even if it n eeds to be 

tweaked to suit the needs of the industry in Scotland, it is mu ch more 

affordable than starting fr om scratch. 

13. Not commented on. Not commented on. 

14. They work to Velotech gold and have two Kickstart placements - on the 

job tra ining. 

They would be interested in providing further training opportunities throu gh 

an enhanced bike centre. 

15.  Not stated They support a Scottish-based quality standard for the repair of, service and 

sale of, second-hand bikes ï this monitored and awarded by a thi rd party , 

NOT linked to a formal t raining certificate or accreditation for individuals. 

16.  No comment No comment 
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Views on training are not available for two organisations engaged, and another two indicated they had no 

preferences in terms of: 

¶ Formal delivery mechanisms for training, since att itude was the most important factor, accompanied 
by on-the-job training; or 

¶ Courses may be better linked to manufacturersô needs. 

The views expressed by the stakeholders are summarised in the table below, based on fourteen responses 

(three added further information bringing the to tal number of responses to seventeen).  

Table 8.  Stakeholder responses on training preferences for the future 

Happy with 
current 
systems 

Modern 
apprenticeship /  

accredited 

training course - 

bike mechanics 

No preference 
Wider and/or More 

Holistic Training 

Other 
Considerations 

More 
Important 

TOTAL 

4 6 2 3 2 17  

 

Those organisations indicating that they are happy with the current systems were in a minority position.  Of 

the three that indica ted a ñwider training and/or  more wholistic trainingò offering would be a positive 
development, one stakeholder added that thi s should be as part of a mod ern apprenticeship development.  

The three views expressed included: 

¶ There is a need for training on r emanufacturing, since Velotech and Cytech are more focussed on 

new builds; 

¶ There is a need to understand how to run a bike business, be customer facing, understand 
marketing, accounts admin, management (within the modern apprenticeship); and 

¶ It would be a positive development to have a Scottish-based quality standard for th e repair of, 

service and sale of second-hand bikes- monitored and awarded by a third party. However, NOT 

linked to a formal train ing certificate or a ccreditation fo r individuals. 

Other related stakeholder feedback was that:  

¶ Dumfries and Galloway college are setting up a course in partnership with them, to provid e an 
accredited training course; and 

¶ A modern apprenticeship, bicycle mechanic, would be a positive development, and with an 

apprenticeship available in England22 this would mean that developing one in Scotland would be 

more straightforward (do not need to start fr om scratch). 

 

6.0 THE POTENTIAL  ROLE OF OEMs & RETAIL ERS 

(NEW BIKES/SPARE PARTS MANUFACTURERS & SUPPLY CHAIN IN BUILDING CAPACITY) 

6.1 OEM Development s in Scotland an d rUK  

A number of companies (mostly in Scotland) interested in developing new, whole bike and/or  component 

assembly business plans were engaged ï most of these were organisations in the early days of developing 
their business plans, however, a number (2) are already operating.   Examples of the key questions used for 

these discussions are shown below for indicative purposes: 

¶ Have you considered developing your business in the pedal bike or ebike re-use market? 

¶ Is there any opportunity for yo ur company to tr ade or collaborate in the  re-use sector - providing 
affordable access, through re-use of cycles from sales and leasing projects? 

¶ Circular Business Models - are you interested in working collaboratively with the r e-use sector?  Do 

you have a circular business model? 

The results from these interviews are summarised in the table below.  

 

 
22 https:/ / findapprenticeshiptraining.apprenticeships.education.gov.uk/courses/339  

https://findapprenticeshiptraining.apprenticeships.education.gov.uk/courses/339
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Table 9.  Summary of stakeholder views involved in new bike and component initiatives in Scotland 

Org . Curr ent S tatus  Circular  Business  Models for the Future  

1.  SB&C Aims to develop a reshoring business 

in Scotland ï two models, with one 

focussed on remanufacturing  

Model where a remanufacturing line works in tandem 

with a new bike manufacturing/assembly line.  The 

former taking second hand-bikes, evaluating them, 
replacing old parts with new, repainting and selling 

as a high-quality remanufactured bike with a  
warranty.  T his line could be a good place for people 

to develop their skills, with the potential to transfer 

over to the higher throughput new b ike 

assembly/product line. 

2.  EL Working in partnership with Specialise 
UK, it does not involve re-use - it is 

collection for recycling - ebike/scooter 

batteries pre-processed 
(granulated/shredded?) before being 

sent to Germany and Belgium. 

I t is early days to understand how much of Scotland 

will be provided with coverage. 

3.  IBL The Imagine Project (2015/2016 to 
end of 2019). A kidsô bike (looks like 

an adult bike but smaller ) built on 
circular principles, on a leasing basis - 

bikes as a service.  It w as thought that 
people on lower incomes might be 

interested in this model, but the first 

adopters were actually cycling 
enthusiasts, people interested/working 

in the environmenta l sector. The 

charge was £30/month. 

They only leased around 30 bikes, and the project 
was dropped.  They had problems with the quality  of 

the steel frames, with more failing tests at the 
factory than making it t hrough to sales.  The skills 

and experience of the proje ct are informing other 
specialist bike development projects and they are 

looking to reshore items like frames to England (as a 

number of others alr eady have). 

4.  DEC Described in the inter national section  

5.  PCL Focussed on providing frames + 
suspension units to customers who 

then add the rest.  Not sure what they 

could do from a re-use/circularity 

perspective. 

Would be very interested in finding l ocal partners to 
provide high quality, premium paint finishes to 

frames, and then ultima tely a local partner for the 

frames themselves, potentially. 

6.  HL Have sold second-hand bikes from 

time to t ime in store. Currently have a 
trade-in pilot in Wales, f or Carrera kids' 

bikes, which will be reworked and sold 
- not generating much interest/returns 

at the moment.  

The voucher system generated a lot of sales and 

cycle repair discount vouchers would be a strong 
incentive in the futu re.  They could probably offer 10 

to 15% of the cost discounts as a contribut ion e.g. 
for NHS staff, as part of a Cycling Scotland grant 

scheme.   

A refurbished components supply chain would be of 
interest to t hem.  A potential partnership could 

involve bikes collected being in one location where 
they could then process these fast with their 

technician team. 

7. WBL Current focus is sale of ebikes 
(custom-built) , but also provide service 

and repair. Also have a leasing side to 
the business, but mainly focused on 

the tourist market. l ease between 1 

day and 1 week. 

May still be early days with e-bikes i.e. not getting 
old bikes yet, get good back up from OEMs who have 

paid for own training to be able to r epair the 

components. 
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Org . Curr ent S tatus  Circular  Business  Models for the Future  

8.  IDL Developing a new integrat ed motor 

and gearbox system, using IP-
protected design.  Very interested in 

making the gears in Scotland, and 
assembling the units in the country, 

but to da te the potential for  doing this 

is in other parts of t he UK and 

continental Europe.   

The products are for high quality, new, e bikes. 

Currently is going through pre-commercialisation 
research at the moment, and is thinking  about the 

potential for also selling reconditioned units, as well 
as providing the repair centre for th eir units as part 

of a future business model (rather than repairs being 

done by bike shops). 

 

6.2 Discussi on Points  

Views expressed by a number of different stakeholders was that developing bike assembly facilities in 

Scotland could in turn facilitate the development of a more sustainable re-use sector.  It could do so by: 

¶ Increasing the supply chain of parts (associated with new build ); 

¶ Generate a clustering effect with more  employment opportunities for trained staff. 

Another potential benefit may be that social enterprises could provide assembly and/or other services for 

new bikes and components.  I t was commented by an international stakeholder that th is is something which 

happens in Belgium, but is not advertised. 

In addition, as indicated earlier in th is report, Decathlon in France is beginning a project to pilot the leasing 

of childrenôs bikes, which after the child has outgrown i.e. (may be one year) will then be serviced and 
resold as a second-hand product.  By setting up th is model a spare parts supply chain is developed for a 

range of standard bikes.  There is then also the added benefit of a commercial return which is based on both 
leasing revenue, plus the sales value of a well-maintained, second-hand bike, which also extends the life of 

the product. 

In the UK, retailers such as Halfords are undertaking a pilot trade-in project for Carrera childrenôs bikes (in 
Wales), and at t he time of writing f eedback on the throughput of this suggests little take-up in the weeks 

since the pilot b egan.  However, it is still early days in terms of this pilot, and Halfords have indicated their 
interest in selling second-hand bikes from stores in the future.   They have also indicated that they are  

increasing the number of staff employed in  a bike mechanic role, with  a small number of mobile mechanics 

now being recruited.  The latter is an area where both Halfords and the company Cycletrade (Glasgow-

based) are expecting to see growth over the coming  years. 

7.0 E-BIKES  

The sale of e-bikes has increased significantly in Europe over the past three y ears and, at a wider European 
level, these are currently estimated to represent about 17% o f EU bicycle sales, increasing to 50% in some 

countries23 (Figure 4 illustrates this growth).  This is driving down costs which is opening e-bikes to a larger 
market.  Discussions with e-bike sellers in Scotland, as well as a small company based in Peterculter 

Aberdeenshire, that converts pedal bikes to e- bikes, confirms these high levels of growth within a Scottish 

context.  

 

 

 
23 European Mobility Atlas 2021, source: https://e u.boell.org/sites/default/fil es/2021-
07/EUMobilityatlas2021_2ndedition_FINAL_WEB.pdf?dimension1=euma2021  

https://eu.boell.org/sites/default/files/2021-07/EUMobilityatlas2021_2ndedition_FINAL_WEB.pdf?dimension1=euma2021
https://eu.boell.org/sites/default/files/2021-07/EUMobilityatlas2021_2ndedition_FINAL_WEB.pdf?dimension1=euma2021
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Figure 4.  -E-bike growth (European Mobility Atlas, 2021) 

E-bikes are now emerging in the re -use sector, with bat teries being an area under discussion.  For example, 

some OEMs do not want these touched, preferring them to be ret urned as part of a supply chain process to 

them, or partners, for a certified repair.  However, a number of organisations have decided to repair these, 

regardless of the loss of warranty. 

A concern was raised about t he lifecycle of e-bikes e.g. an, unpublished Life Cycle Assessment (LCA) 
undertaken by OVAM in Flanders indicates that t hey are four t imes the impact of standard pedal bikes.  It 

was also commented that in a country with a cycling culture t heir use could be a sign of people, in particular 

children getting less exercise, and this has to be questioned in terms of whether t his is a positive situation. 
However, on the other it wa s also recognised that e-bikes can be important incentive in gettin g older people 

out cycling. 

E-bikes will present additional challenges to the reuse market.  Although the overall bike can be maintained 

and repaired in the same way as a standard bike, e-bikes include a motor and electronics that can go wrong 
and eventually they wil l need a battery  replacement.  For the reuse organisations engaged in this project, a 

number are now starting to see small numbers of e-bikes coming through, but these are not yet requiring 

battery replacements (smaller repairs needed).  These are seen as both a challenge and opportunity  for the 
future.  Some companies selling e-bikes undertook repairs initially th rough the manufacturersô warranty and 

report good back-up from the OEMs.  A number of observations were made: 

¶ Due to t he higher value of e-bikes it is likely/possible that they  will remain in circulation for longer.  

¶ The repair of the electronic elements of e-bikes is not universal.  Software for checking systems is 
specialist to the manufacturer  as are motor components that are designed to fit with in specially 

designed frames. Specialist training is therefore required by the manufacturers which the bike shops 

have to pay for.  Bike shops tend to therefore specialise in the repair of the brands th at they stock.   

¶ The need for specialist training is likely to be a challenge for thi rd sector reuse organisations who do 
not know what makes they are likely to get.   One third sector organisation in Austria had decided to 

only repair one type of e -bike (Bosch) as this is the most popular make.  These issues will be a 

consideration for the f uture reuse market for e -bikes. 

As mentioned in the 2021 Zero Waste Scotland report (unpublished at time of writing ), ñBattery Use in 

Scotland Now and In the Futureò:  

ñé the major challenge to th e feasibility of Scotlandôs potential to develop a large-scale refining and 
manufacturing capability is competit ion from other areas of the UK.  The UKôs automotive 
manufacturing hub is in the West Midlands and as such the battery manufacturing industry may well 
gravitate to that re gion also.ò 
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During the course of this project , the company Ecoshed was engaged, which is planning to set up collection 

infrastructure for e-bike batteries in partnership with Specialise UK.  These batteries will be collected, pre-
treated in England (may involve shredding) before being exported to oth er European countries, such as 

Belgium, where there are large-scale smelting facilities, able to recover a number of the me tals (though not 
all).  For businesses in Scotland to generate business models related to the logistics (storage, collection, 

movement) of e-bike batteries the challenges highlighted here will need to be addressed head-on and 

opportunit ies for added value identified and supported, where needed. 

8.0 POTENTIAL FUTURE BUSINESS MODELS AND INVES TMENT 
FOR GROWTH I N AFFORDABLE BIKES 

8.1  Overv iew  

Figure 2 of this report highlights a wide range of business opportunities associated with bike re-use and 
circular business models.  All of the features highlighted are currently being implemented by organisations, 

though very few, if any are delivering all of the se at the same time.  The table below takes each of these 

service features and comments on the opportunities and challenges identified in the delivery of this proje ct. 

One of the examples mentioned in Table 9 is the recovery of good/high quality components, cleaned, 
repaired where necessary and sold (ideally online) wi th a warranty.  A stakeholder offering this service 

commented that many repair shops will say that there is not any value in old components. As an experiment 

they took the waste bin from one shop and realised £400 value from this.  The ñsweet spotò at the m oment 
is part exchange where someone brings in a bike to get a deal when buying an ebike.  The shop will send 

them photos, they will gi ve a price for the parts, which the shop can then use to make a deal. 

In terms of e-bikes a concern expressed is that any subsidies for new ebikes in the future will make it harder 

for the r e-use sector to compete.  It was also commented that the £50 ñvoucherò repair scheme in Scotland 

had limited value, because people wanted to take ad vantage of the £50 t o have a fully repaired bike, not for 
this to be a part payment of a much lar ger bill to get the bike on the road.  However, more is commented on 

this later, wit h respect to interim data on the repair scheme. 

In terms of long-term subscription/ leasing models, feedback from stakeholders is that one job per hundred 

bikes could be created, and if a project such as this were to gain traction i n Scotland, there could be the 
potential for 100 jobs to be c reated for a business leasing 10,000 bikes across the country.  Bespoke 

software and app system developments are now increasingly being offered to support the management of 

such systems. 

For information, the way in  which free-floating systems work, referred to in the table, is illustrated in the 

following fi gure. 

 

Figur e 5.  Indicative illustration of a free-floating bike sharing system 
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Table 10 .  Summary of stakeholder views involved in new bike and component init iatives in Scotland 

Serv ice  Opport unities  Challenges  

Funded 

training 

Bike training, as part of a wholistic and inclusive community service can provide 

health (physical and mental) benefits to a wide range of people and assist in 

getting those into work who otherwise may have challenges.  As in continental 
Europe where many social enterprises provide this service this requires funding 

commitments that go beyond the short-term. 

If  organisations depend on this funding , rather than developing a 

range of other funding routes they will  be vulnerable to future 

changes in policy and funding commitments. 

Bike sales ï 
increase 

output  

Second-hand bikes can provide a reasonably predictable income stream when 

operating in an economic climate that is not stressed and negatively disruptive.  

Stakeholders have identified  that they can recover more bikes for resale than is 
currently the case.  However, they also need to be selective, to work with higher 

value bikes where the resulting sales prices offer a viable business model.   

A stakeholder in the Netherlands and Scotland commented that t hey needed to 

buy and sell new bikes, to increase the range of income generating sources, and 

this may be an opportunity fo r any organisations in Scotland that are only 

focussed on selling second hand. 

Many organisations have commented that the y need more space 

and skilled staff to add value to bikes and recover parts.   

There are no margins on low value bikes, so businesses which 
accept everything made available (e.g. from HWRCs) are under 

pressure to have the storage and capacity to deal with these ï 

where selling them as a job lot, or  from scrap covers costs. 

Component 

recovery 

Second-hand components from disassembled bikes could be an increasingly 

valuable business model in a context of increased global demand for components.  
However, as with bikes there is likely to be a need to be selective and to choose 

higher value bikes where the resulting sales prices offer a viable business model.  
Second-hand components are already being traded in Scotland, and an important 

part of any o ffering is providing a warranty.  

An online sales presence could be an important fa ctor in maximising value, in 

particular for spares which can be easily posted for a low cost around the country.   

Collaborative working with other bike  shops can be important, in particular where 
a trade-in price for bikes is on offer and a value can be placed on these by the 

business that would recover parts from such bikes ï allowing a trade-in price to 

be agreed with more confidence. 

Many organisations have commented that they need more space 

and skilled staff to add value to bikes and recover parts.  Such 
scaled-up facilities will in turn offer more training  scheme and 

employment opportunities.  

Bike sharing The adoption of fr ee-floating systems, without docking stations is gathering 

momentum ï see Figure 5 for more information.  Social enterprises and/or 
existing private bike companies have an opportunity to be collaborators in such 

schemes, with skills not just in bike mechanics, but in logistics, marketing and 

Bike sharing projects are profit driven and often involve local 

social enterprise partners to support their delivery.  However, this 
type of collaboration is not always the case, or the scheme 

operators progressively take in-house the services delivered by 
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Serv ice  Opport unities  Challenges  

customer facing/sales roles.   

These sharing schemes involve the intensive use of bikes to be profitable, and 
therefore can be considered to be very much run wit h circular principles 

underpinning them. 

partners. 

Roadside 

assistance 

The Forth Valley Bike Medic scheme, although used very sparingly, was 
considered by FEL to have provided confidence to bike users, some of whom were 

new to cycling, that if there was a problem they would not be left to solve it 

themselves.  

Stakeholders have indicated that they anticipate mobile mechanics to be a 
significant area of growth in the future, and businesses which provide this kind of 

service could be well-placed to include roadside assistance as a part of this.  

There could also be value in this being incorporated within a subscription service 

(see below). 

In the sho rt-term a roadside service which is not support funded 
may be a diff icult commercial service for organisations to adopt.  

However, if it can be demonstrated as being likely to encourage 
more users, as part of a subscription service, and taken as a 

whole, project to be sel f-sustaining with financial support ( e.g. 
within a three to five year period) then it could me rit 

consideration within the package of green funding initiatives being 

delivered in the country. 

Leasing ï 

subscription 

models 

Leasing as a subscription model is an increasingly targeted business model, as 

demonstrated in this report by Decathlonôs pilot project in France and Bike for 
Goodôs plans for Scotland and beyond.  From a cost benefit perspective these 

models provide a continuous income over a period of time, with the supply chain 
for parts developed to suit.  The sale of a leased bike once this makes sense to 

do, means that there are two opportuni ties to cover costs and make profit 

(leasing and sales income). 

Company leasing schemes are considered to be a large growth opportunit y in 

countries such as Belgium, with some large businesses leasing circa 1,000 bikes 
for their employees to move about their sites (significant numbers are also leased 

by a number of universities for staff and students to use). 

Bike libraries are also a type of leasing scheme, and in Belgium these are 

increasingly being used as a means of providing bikes to low-income households ï 

for both adults and children.  

Bike leasing is relatively new and untrie d in Scotland.  The Isla 

Bikes leasing model (for childrenôs) in England was unsuccessful, 
with a number of factors likely to be associated with this ï price, 

preference and marketing/awareness.  All of these need to be 

considered and factored into any business model.   

The Bike Club has a leasing model which for  children ranges from 
£3/month t o £12.50 per month  (compared to £30/mont h for Isla 

Bikes).  A typical cost for adult bikes is £15 per month, and there 

is also a re-used bike option. 
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8.2  Business M ode ls and Address in g the  Challeng e of  Lost Resources  

To minimise the loss of valuable resources e.g. to recycling or landfill routes, the question has been 
considered of what can be done to keep and add value to used bikes, ebikes and parts.  The business 

models referred to in Table 10 are very much at the heart of this, as most of these involve re-using more, 

adding value etc, which incentivises processes that encourage re-use in part icular.  However, some furth er 

considerations are summarised briefly here. 

Awareness raising was identified as a way of encouraging householders to make bikes available for collection 
or to take them to HWRCs which have separate collection containers.  This report has already highlighted 

research that indicates the significant numbers of bikes that are being hoarded in t his way, and one 
stakeholder has emphasised that when householders are informed that their bikes will be re-used there is a 

significant increase in the numbers of bikes being made available. 

A potential challenge in the future fo r organisations collecting bikes concerns the quality of those uplifted 
from HWRCs.  I f higher value bikes are targeted, the n to avoid landfill disposal of bikes systems need to be 

in place that ensure bikes not upl ifted are taken to the appropriate scrap metal containers, where they can 

then be recovered for scrap value and used in recycling markets.  

A number of the stakeholders engaged with in this project  are accredited with t he Zero Waste Scotland 

Revolve Scheme, which seeks to encourage best practice in the systems employed by the re-use sector 
when managing and processing items.  The methodology employed for this is most effective when it is 

incorporated as part of an online system for controlling  stock, and an example of this was seen in a site visit 

(Stellaôs Voice) where data on bikes repaired and available for sale was managed in this way. 

From a different perspective it has also been commented that demand for bikes has increased to a level 

which re-use businesses are currently not able to satisfy.  The additional demand for bikes has meant that 
there are now many people who now own bikes for the f irst time and know very little about them.  To 

discourage people from abandoning their bikes in the future, there needs to be more work carried out on 

simple bike maintenance training - to enable people to keep their bikes going. 

9.0 SOCI AL RETURN ON INV ESTMENT 

9.1  Overview  

Consideration is given here to the  Social Return on Investment (SROI) from growth in: 

¶ Bike refurbishment projects; and 

¶ Investment n circular business models for bikes. 

This work is informed by the research undertaken and described in previous sections, which considers: 

¶ Public/grant funding support for bike organisations to grow and develop; and 

¶ How public funding has supported community and circular business models. 

Parameters considered include impacts related to health, social/community benefit, economic benefit.  The 

analysis incorporates: 

¶ Indicative data on potential costs and income generation; and 

¶ Jobs and salaries provided. 

An important aspect of the project involves consideration of the affordability of bi kes, and how re-use can 
improve access.  Affordability is also considered in the context of the governmentôs manifesto pledge to 

ñprovide free bikes for all children of school age who cannot affo rd them.ò 

9.2  Af ford abil it y and  Accessibility  

9.2.1 Comparisons of schemes and costs 

A number of Scottish social enterprises are delivering services with affordability of bikes and services as a 
core part of t heir operational models/objectives, and this includes providing services for bike sharing, 

leasing/subscription schemes ï these providing a source of income, capacity building potential as well as 
providing the basis for training more employees/volunteers.  Growth and capacity building can potentially be 

further expanded to assist in delivering more affordable access to bikes e.g. through second-hand bike sales, 

bike libraries and/or leasing models more generally and this is covered in more detail in terms of potential 

costs and funding later in this section. 

The type of bike sharing schemes that have been developing across Europe (e.g. Antwerp-Velo), including 
Scotland, in the last 5 to 10 years, have not been focused on affordability  and do not in themselves provide 
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more affordable methods of cycling if considered as transport modes on a daily basis, when compared to the 

purchase/lease of second-hand bikes24.  Discussions with organisations involved in bike sharing schemes in 
continental Europe (described previously) have confirmed this - that bike sharing schemes can often be 

considered to involve significant levels of costs over the course of a year.  It has also been commented that 
a focus in the past, wit h such schemes, has been to have them geographically accessible at strategic 

locations (e.g. next to train stations).  This is highlighted here only for clarity, although some bike sharing 

schemes such as Next Bikes in Glasgow have introduced limited affordability elements. 

The table below compares the cost of purchasing a second-hand bike versus the average costs for using a 

bike from sharing schemes.  The price range for standard second-hand bikes and e-bikes (the latter with 
very small numbers available at the moment) can vary considerably.  Depending on where a buyer is, and 

the availability, type of bike etc, bikes can be bought for significantly lower and higher prices than those 

shown.  However, from conversations with stakeholders the range of pr ices shown tends to be the more 

common level at the time of wr iting.  

Table  11 .  Indicat ive prices associated with second-hand bike purchases and sharing 

Operat in g/Business Model  Standard  Bikes e-bik es 

 £ Purchase Price  £ Purcha se Price  

Second-hand bike resale ~£80 to £150  ~£800 to £1,200 

Bike sharing /  subscription £ pa  £ pa  

Less than 20 minutes/day £60 £940a 

2 x 40 minutes/day £280 £1,820b 

a)  Based on 220 days (5 days / week for 44 weeks pa), £4/day x 220 days = £880 + £6 0 subscription 
b)  Based on 220 days (5 days / week for 44 weeks pa), £8/day x 220 days = £1,760 + £60 = £1 ,820 

 

The above indicates that where users require/want bikes for daily use beyond 20 to 30 minutes, purchased, 
second-hand bikes are much cheaper options than those often available in bike sharing schemes.  However, 

for shorter duration journeys the differences are not as marked and could be argued to be cheaper, for 

standard pedal bikes, depending on the period of time considered. 

In Glasgow, the Bike for All scheme has been operating in parallel and in collaboration with Next Bikes, Bike 

for Good and the city  council, where people referred to this are offered an annual subscription for £3.00 
instead of £60.  I f their journey can then take place in less than 20 minutes the annual charge for bike 

sharing is £3.00.  The cost of this scheme is offset by grant fund ing and is used by a relatively small number 

of people ï the Next Bike scheme as a whole includes 870 standard bikes and 126 e-bikes i.e. 1.5 standard 
bikes for every thousand people living in the city.   Aberdeen City Council announced in March 2021 that i t 

would also begin a free-floating bike sharing scheme, with the B ig I ssue a partner in th is, its role being to 
recruit locally, to undertake the maintenance for tasks such as bike re-distribution, bike maintenance, 

contact centre, and batt ery charging.  It  is not clear at the time of wr iting what t he fee structure will be for 

this, and whether there will be a discounted option such as the one available in Glasgow. 

However, t he wider vari ety of  bus iness mo dels  in place across Europe , describ ed previously in 

th is rep ort,  is increas ingly availa ble ac ross Scotla nd , with  diff erent level s of 
accessi bility /aff ord ability  associated  w ith all  of  these .  The re-use of bikes to support accessibility 

and provide more affordable options is an important p art of this, with 16 Scottish organizations participating 

in this research operating in this area. 

9.2.2 Scottish Cycle Repair Scheme (SCRS) 

Cycling UK were responsible for delivering the SCRS for Transport Scotland, with t he aim being to assist with 
repairs and maintenance, and support people across the country t o use their bikes.  The original grant of 

£1.5 million was expected to return around 30,000 repai rs as the maximum repair value was capped at £50 
(except for adapti ve bikes, where the cap was £100).  As some repairs were completed for less than £50, 

the to tal number of repairs recorded under the scheme by June 2021 was 31,562.   All funds were awarded 

 
24 At the time of writing Aberdeen has announced a free-floating bike sharing scheme in partnership with the Big Is sue, and the pricing 
structure for this has stil l to be announced. 






















