CASE TRACK 1: PRICING & POSITIONING

Voltra Motors: The Affordable Electric Vehicle Question
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Brief

An EV maker known for being years ahead of its rivals now faces a cheaper, faster-growing
competitor, and has to decide whether to finally build the low-cost car it promised and shelved.

Background

Voltra Motors is a publicly traded electric vehicle maker, founded fourteen years ago, credited
with building the first mass-market EV brand people actually wanted to own. Its stock and its
story were built on being years ahead of legacy automakers on batteries, software, and
manufacturing.

For most of its history, that lead was wide enough such that price wasn't really a competitive
question. It is now.

Four years ago, Voltra's founder promised a sub-$25,000 model aimed at first-time EV buyers,
framed publicly as the car that would finally make EVs affordable at scale. It never shipped.
Engineering resources were redirected twice, first toward a robotaxi platform, then toward a
humanoid robotics division, both framed internally as bigger long-term bets than another car.



Meanwhile, a lower-cost rival out of a different manufacturing base, Zeneo, went from a regional
player to a global one, undercutting Voltra on price in nearly every market it entered, including
markets where Voltra used to be dominant.

The Situation

e Voltra's market share has slipped for six straight quarters. Zeneo now outsells Voltra in
several major markets, using a genuinely low-cost model that Voltra has no direct answer
for.

e Voltra's cheapest vehicle still starts well above $35,000, and government EV tax credits
that used to soften that gap for buyers have lapsed in Voltra's largest market, making the
price difference between Voltra and Zeneo more visible to a buyer than it's ever been.

e Internally, the leadership team is split. One camp wants to greenlight a genuinely
low-cost model, the one that was promised and shelved, even though it would cannibalize
margins on Voltra's existing lineup and compete directly with the company's own mid-tier
cars.

e The other camp wants to hold the premium line, argues that volume was never the plan,
and bets the company's future on autonomy and robotics generating returns that a cheaper
car never could.

e Investors are getting louder about wanting an answer. The board has asked leadership to
bring a recommendation to the next earnings call, six weeks out.

A Few Numbers

e Voltra's global market share has dropped from around 18 percent to just under 11 percent
over six quarters, while Zeneo's has more than doubled in the same window.

e Voltra's average selling price sits nearly 40 percent above Zeneo's cheapest comparable
model.

e R&D spend on autonomy and robotics now exceeds spend on next-generation vehicle
platforms for the first time in company history.

e Deliveries of Voltra's core sedan and SUV lines were flat year over year, while Zeneo's
comparable segment grew by double digits.

Stakeholder Voices

e An institutional investor: "We were told autonomy was the moonshot on top of a healthy
core business. Right now it looks like the moonshot is replacing the core business."

e Voltra's head of vehicle engineering: "We know how to build the affordable car. The
question was never capability, it was where we wanted the company's identity to sit."

® A Zeneo executive, in an interview: "We're not trying to out-innovate anyone. We're
trying to make the math simple for the buyer."

e A longtime Voltra customer, quoted in the press: "I believed in this company because it

felt like the future was actually going to be for everyone, not just for people who could
afford it."

The Decision Question



Voltra's leadership must decide, ahead of the earnings call, whether to:

1.

2.

3.

Greenlight the low-cost model, accept margin undercutting on existing lines, and compete
directly on price.

Hold the premium line, decline to chase volume, and commit the company's growth story
fully to autonomy and robotics.

Pursue a middle path, a mid-priced model positioned between the current lineup and true
low-cost, that competes on value without fully matching Zeneo's price.

Address in your response:

1.

2.

3.

4.

What each path means for Voltra's brand identity and long-term positioning, not just next
quarter's numbers

How much weight the autonomy and robotics bets deserve given they haven't yet
generated meaningful revenue

What walking back from the low-cost promise (or finally delivering it) signals to the
market and to customers

How exposed each option leaves Voltra if the autonomy bet takes longer to pay off than
planned

Ground your recommendation in the numbers and stakeholder positions given here, not general
principles.
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