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Optimizing Merchant 
Payment Acceptance 
(an illustration of our approach)

Read the full article:
“Optimizing Payment Acceptance Requires a Sound Strategy”
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Flagship Advisory Partners helps our merchant clients to develop acceptance 
strategies to optimize value creation from payments.

Diagnostics of
Current Situation

Opportunities
for Improvement

Vision, Strategy
and Roadmap

• Identify key market trends and 
its impact on the merchant

• Assess payment acceptance 
infrastructure, in-house 
technology and operations

• Review payment method 
coverage and customer 
checkout experience

• Analyze and benchmark 
payment acceptance costs

• Review payment providers’ 
contract terms & conditions, 
capabilities & product quality

• Identify key high-value 
opportunities for improvement 
in payment acceptance 
infrastructure, practices and 
operations

• Analyze potential reductions in 
costs and improvements in 
vendor terms & conditions

• Assess the ability to implement 
potential enhancements

• Size & prioritize key payment 
improvement opportunities

Diagnostics Improvements Strategy

• Establish a long-term payment 
acceptance vision

• Develop a future-proof 
payment acceptance strategy 
and potential new market 
enablement

• Establish a set of strategic steps 
focused on merchant’s key 
improvement areas

• Develop a detailed payment 
acceptance product 
implementation roadmap over 
a 3-year timeline

c. 2 weeks c. 2 weeks c. 2-3 weeks

Our Approach to Merchant’s Payment Acceptance Strategy Development

http://www.flagshipadvisorypartners.com/
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We support our merchant clients with a unique breadth of payment acceptance 
expertise, beginning with a diagnostic of the current situation.

Diagnostics Opportunities Strategy

Merchant’s Payment Acceptance Strategy: Diagnostic Illustration*

http://www.flagshipadvisorypartners.com/
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We then work with our clients to identify and prioritize tangible opportunities to 
drive performance improvement.

Identify the Opportunity* Size the Prize* Assess ability to 
Execute

For example:

• Geo expansion plans for 
the core business

• State of readiness and 
availability in the IT 
roadmap & budget

• Vendor contract terms

• Vendor selection and 
implementation timelines

• Linkages and 
dependencies with other 
desired UX initiatives

• etc.

Prioritize Improvement1 2 3 4
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Client Peer Group

Fees vs. Turnover
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Turnover

Annual cost 
reduction
€ 850,000

Key vendor negotiations

Payment Method Expansion

Near-term Priorities

*Note that this example is merely a high-level illustration.  Actual deliverables are detailed and robust.

Medium-term Priorities

Long-term Priorities

Fraud data, fingerprinting

Expanded credentials vault

Geo localization

Marketplace enablement

UX and conversion improv.

Own fraud/conv. model

Key vendor redundancy

Infrastructure optimization

Diagnostics Opportunities Strategy

Merchant’s Payment Acceptance Strategy: Opportunities for Improvement Illustration*

http://www.flagshipadvisorypartners.com/
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The ultimate objective of a payment acceptance strategy is to establish a 
common strategic vision and implementation roadmap to drive improvement.

Diagnostics Opportunities Strategy

Acceptance Optimization: Strategic Pillars Vendor Rationalization Illustration

C
a

rd
 

A
cq

u
ir

e
rs

P
a

ym
e

n
t 

G
a

te
w

a
ys

F
ra

u
d

 &
 

R
is

k

Today Near-term Longer-term

Acquirer 1

Acquirer 2

Acquirer 3

PSP 1

PSP 2

Fraud 1

Fraud 2

Invoices

Acquirer 1

Acquirer 2

PSP 1

Data 1

Fraud 2

Acquirer 4

Acquirer A

Acquirer B

PSP 3

PSP A

PSP B

Fraud A

Fraud B

Data 1Data 1Data Data 

Payment Cost Reduction

Vendor Rationalization

Infrastructure Optimization

Payment Future Proofing

New Market Enablement

*Note that this example is merely a high-level illustration.  Actual deliverables are detailed and robust.

Merchant’s Payment Acceptance Strategy: Pillars and Initiatives Illustration*

http://www.flagshipadvisorypartners.com/
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A good strategy will drive improvements across the business 
(customers, financials, IT, operations, etc.).

Reconciliation Process Chargeback Handling

ERP 
Systems

Payment 
Vendors

Automated 
Transaction Matching

Integrated
Dashboard

Exception
Handling

digital
import

digital
feed

configurable
rules

Exception 
reason codes

Cardholder

Card Issuer

Network

PSP/Acq

Workflow

PSP/Acq

Network

Issuer

Cardholder

Auto-
represent-
ment
PSP/Acq

Optimized 
decisioning & 
digital
self servicing 
apps

Response by 
PSP/Acq

Payment Cost Reduction

Vendor Rationalization

Infrastructure Optimization

Payment Future Proofing

New Market Enablement

Acceptance Optimization: Strategic Pillars Payment Automation Illustration

Diagnostics Opportunities Strategy

*Note that this example is merely a high-level illustration.  Actual deliverables are detailed and robust.
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Merchant’s Payment Acceptance Strategy: Pillars and Initiatives Illustration*
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A focus on innovation is vital to future-proof the payments platform of the business.

Merchant’s Payment Acceptance Strategy: Pillars and Initiatives Illustration*

Acceptance Optimization: Strategic Pillars Key future proofing initiatives, timing, and resourcing*

Payment Cost Reduction

Vendor Rationalization

Infrastructure Optimization

Payment Future Proofing

New Market Enablement

Initiative Objectives & Milestones Responsible
Time & 
Resourcing

Customer 
UX

• Vault enhancements
• 50% vault penetration

• Marketing
• IT

• 8 mo, €1.0M

Omni-
channel

• In-store in-app offer to checkout • Store ops
• Digital
• IT

• 6 mo, €1.2M

Fraud 
decisioning

• Expanded rules, testing, 
fingerprinting

• Add vendor ___
• Team expansion

• Risk & finance
• IT

• 6 mo, €1.5M

• 3 mo, €0.4M
• 1 mo, NA

Chargeback 
automation

• Vendor → ERP data integration
• Workflow app

• Risk & finance
• Ops
• IT

• 4 mo, €0.8M

• 3 mo, €1.0M

Analytics • Integrate payments data into BI 
engine

• IT
• IO

• 6 mo, €1.5M

Security • P2PE
• Vault upgrades

• IT • 6 mo, €0.8M

Diagnostics Opportunities Strategy

*Note that this example is merely a high-level illustration.  Actual deliverables are detailed and robust.

http://www.flagshipadvisorypartners.com/
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The entire organization should be aligned around a clear and actionable set of 
initiatives.
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Re-negotiate 
vendor ____

Fraud tenderBrazil tender UAE tender

Automated 
reconciliation (EU)

Chargeback 
Automation

Pay-later (DE)

Boleto (BR) WeChat POS (UK)

Omni-channel front-end 
aggregation

Analytics/BI 
enhancements

Sunset ___ 
application

Apple Pay 
online (UK, FR)

in-app 
enhancements

Integrated loyalty 
& vault

Group payment risk & 
ops consolidation

Amazon 
checkout (DE)

Mobile app 3.0 
migration/roll-out

*Note that this example is merely a high-level illustration.  Actual deliverables are detailed and robust.

Re-negotiate 
vendor ____

Payments data into 
data lake

POS 4.0 roll-out
Implement 
vendor ___

SCA upgrades in-app, in-store

Digital gift cards

Re-negotiate 
vendor ____

P2PE tender

EU vendor consolidation

Diagnostics Opportunities Strategy

Merchant’s Payment Acceptance Strategy: Summary Roadmap Illustration*

http://www.flagshipadvisorypartners.com/
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Flagship Advisory Partners is a boutique consultancy focused on the payments and 
fintech marketplace.

Financial Institutions
Merchant Service 
Providers

Fintechs

• Banks
• Issuers & acquirers
• Payment institutions
• Credit providers

• Merchant acquirers
• PSPs
• ISVs & VARs
• ISOs & distributors

• Neobanks
• Alt. payments
• Digital credit
• Infrastructure 

innovators

Technology Providers Merchants and Brands Financial Investors

• Processors
• Payment schemes
• Software platforms
• OEMs & integrators

• Retailers 
• Travel providers
• Digi. goods/services
• B2C/B2B firms

• Private equity
• Growth capital
• Corporate boards
• Inst. investors

Market Analysis Strategy Optimization

• Structure & trends
• Competitor analysis
• Benchmarking
• Opp’ty prioritization

• Strategy design 
• Opp’ty prioritization
• Detailed roadmaps
• Op. model strategy

• Portfolio optimiz.
• Sales/mktng plans 
• Ops rationalization
• Cost reduction

Vendor/Partnership 
Support

Project Execution M&A Advisory

• Vendor selection
• Partnership 

formation
• Negotiation support
• Cost optimization

• Rollout
• Migrations
• Business support for 

IT delivery
• Project management

• M&A strategy
• Buy-side DD
• Sell-side VDD
• Valuation

Services

Clients

About Flagship Advisory Partners

Deep 
expertise

Unparalleled experience in payments and fintech as 
trusted advisors and operational executives

Unique 
skills

Unique combination of strategy, delivery, 
vendor/partnership, and M&A support

Proven 
track record

Our Partners have successfully served 100+ clients 
and led payments businesses

Personal 
commitment

Our Partners personally design unique solutions with 
the highest level of quality and responsiveness

Why Choose Flagship

Leadership Team

Joel 
Van Arsdale

23 years 
in payments

• Global thought leader on digital payments

• Trusted M&A advisor

• Unique insights on value creation in payments & fintech

Erik Howell
20 years 

in payments

• Unique experience as both executive and advisor

• Head of Transactional Banking at Moneta

• Advised 100+ clients at First Annapolis & Accenture

Supported by a team of consultants with subject matter expertise in payments 
and fintech and a  proven track record of successful client delivery

http://www.flagshipadvisorypartners.com/
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Thank You

Erik Howell
Partner

+420 607 249 640
Erik@FlagshipAP.com

Joel Van Arsdale
Managing Partner

+31 6 420 93 466
Joel@FlagshipAP.com

http://www.flagshipadvisorypartners.com/

