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Winning the next
European market
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SETTING THE STAGE

Payments rarely attract attention when
they work, yet they sit at the center of
nearly every transaction in the economy.
For small and medium-sized merchants,
the ability to accept payments reliably is
not a convenience but a prerequisite for
doing business. Delays in settlement,
unclear pricing, or technical issues at
checkout can have immediate conse-
quences for cash flow and customer trust.
As digital payments continue to replace
cash across Europe, the role of payment
providers in merchants’ daily operations
has only grown more important.

Over the past decade, the European
payments landscape has changed rapidly.
New technology has lowered barriers to
entry, regulation has opened parts of the
market to non-bank players, and
merchants have become more wiling to
switch providers when better alternatives
emerge. At the same time, Europe remains
fragmented. Payment behavior, com-
petitive  dynamics, and  customer
expectations differ meaningfully across
countries, and success in one market
does not automatically translate into
success in another.
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Scaling across borders therefore requires
more than a strong product. It requires
local execution, operational discipline, and
careful prioritization.

Flatpay has demonstrated that a simple
and transparent payment solution,
combined with a hands-on approach to
merchants, can gain traction in multiple
European markets. The company has
grown quickly, expanded its product
offering, and built local teams to support
its expansion. With this growth comes a
new set of challenges. As Flatpay looks to
continue expanding in Europe,
management must decide where to focus
next and how to enter new markets
without diluting the qualities that have
driven success so far.

The decisions Flatpay faces are not purely
about market size or short-term growth.
They involve trade-offs between speed
and control, standardization  and
localization, and ambition and operational
risk. The outcome of these decisions will
shape Flatpay'’s ability to scale sustainably
and to compete in an increasingly
crowded and complex European payment
market.




SETTING THE STAGE

Overpay more than 15% on their
existing payment solution

PAYMENTS AND FINANCIAL SERVICES ARE A
NIGHTMARE FOR SMALL AND MEDIUM SIZED
MERCHANTS 78%

?erlence problems with access
inancial services

© 63%

B 1 Don't understand the cost of
w % % / £ () their financial services

FDIDN'T KNOW
EVERYTHING RELAfEnt INANCIAL SERVIGES - IWANT TO
SPENDTI Mt oerATm EST, NOT FINANCIAL SERVICES”

Owner, Stllk" | 92%
Coperihagen 5
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LETTER FROM THE CEO

LETTER FROM THE CEO

Dear Case Participants

Flatpay was founded with a bold ambition to make payments simple,
transparent, and fair for merchants. What started as a Danish challenger has,
over the years, grown into a scale-up operating across multiple European
markets and serving tens of thousands of merchants. We have evolved
continuously along the way, refining our product, sharpening our model, and
learning how to win in different environments. Scaling across Europe has
shown us both the power and the limits of replication. Every market brings its
own realities shaped by regulation, customer behavior, competitive
dynamics, and cost structures. We have proven that our model works. The
question now is where and how it works best next.

Recently, Flatpay reached unicorn status and secured significant new capital.
This is more than a milestone. It is fuel. Fuel for acceleration. Fuel for
ambition. Fuel for defining the next phase of our European expansion. With
strong backing and momentum, the question is no longer whether we grow,
but how boldly and intelligently we choose our next markets.

We are at an exciting point in our journey. The next set of expansion
decisions will help define Flatpay's future footprint in Europe. Which markets
should we prioritize. How should we enter them. And how do we scale in a
way that strengthens our culture, brand, and long-term profitability.

Now it is your turn to step into our shoes. Be bold. Be curious. Challenge
assumptions. We are not looking for a safe answer. We are looking for sharp
thinking, clear choices, and ideas that match the ambition of a company that
is built to scale. Most of all, enjoy the challenge. Growth is never boring, and
neither is this case. We look forward to your recommendations.

I Flatpay

Sincerely,

The Founders of Flatpay




PROBLEM FORMULATION

Case question:

Which new European market should Flatpay
expand to, and how should Flatpay enter this
market?

Case sub-questions:
- Where to play: Which European markets are most

attractive for Flatpay to enter next, given relevant metrics
provided in the case? (additional metrics are encouraged)

< How to win: What entry strategy should Flatpay pursue
(direct, partner-led, platform-led, or hybrid), and what
product bundle should be launched first to maximize speed
to traction without compromising risk and support quality?

ASSESSMENT DISTRIBUTION

25%

Analysis

25%

Solution
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209

Feasibility
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Visuals

Is the recommendation based on a rigorous
assessment of the target market, Flatpay's
operations and strategic fit?

To what degree does the solution clearly
answer where Flatpay should expand and how
it should enter?

Is the recommendation bold and strategically
differentiated while remaining relevant to the
European payments context?

How realistic and financially sound is the
proposed expansion and implementation plan?

Is the recommendation communicated clearly,
logically, and professionally?
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In the beginning

Flatpay was founded on a simple insight. Merchants do not
want a new payment provider, they want payments to work
seamlessly. Traditional merchant acquiring was often
characterized by opaque pricing, fragmented tools, and
support models misaligned with the pace of small and medium
sized businesses. Flatpay entered the market with a clear
proposition built on simplicity, transparency, and a fully
integrated product first approach. Rather than selling isolated
components, the company focused on delivering a complete
payment experience designed to remove friction and build long
term merchant trust.
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Along the Way

After proving product market fit in Denmark, Flatpay

transitioned from validation to -
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