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Preamble
Traditionally, online businesses were primarily concerned with the cost of
1
payment acceptance. Their objective was to reduce this cost as much as
possible over time. The Payments function has always been an important
part of the business, however, its exposure and its inﬂuence in the
business was limited. The function was part of the corporate
infrastructure, typically serving other strategic areas such as Finance and
IT, and managed with an operational mind-set.
To understand the evolution of the Payments function and its role in
organisations, Edgar, Dunn & Company and SafeCharge teamed up to
undertake a study to identify the perspective or “habits” of Payments
leaders who operate within the “new” paradigm that positions Payments
holistically as one of the strategic drivers of growth for online businesses.
One-on-one interviews were conducted with 12 Payments leaders from
across different geographies and industry sectors (including merchants in
Europe and North America across verticals such as airlines, apparel /
fashion, digital content, gaming) to identify what these seasoned industry
professionals believed the best practices and insights were to drive a
successful payment strategy in a fast-evolving ecosystem.
From our discussions with online businesses interviewed for this paper, it
is clear that the level of exposure and inﬂuence of the Payment function
has begun to change. Some of the more advanced online businesses
regard Payments as a strategic component of their business, helping to
improve conversion (the proportion or percentage of online visitors who
ultimately make a purchase) and even as a key element of the product or
service customer experience.
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For ecommerce,
the challenge for
payment managers is
obvious. 20% of shoppers
make a purchase in the
physical world but only
2% in ecommerce. Hence
the Payments Team’s
focus should be solely on
creating an “enchanting”
customer experience that
will help improve
conversion rates.”

From our interviews, it has become
clear that the Payments function
within online businesses has grown
and become more sophisticated.
The role of the Payments Manager
has changed from a supporting
operational role to active participation
in the strategic management of the
business.
The
Payments
function
has
typically grown in size and
signiﬁcance from a few employees
to coordinated teams of specialised
and experienced staff. This growth
is indicative of the importance that
online
businesses
attach
to
ensuring an intuitive, efﬁcient, and
smooth payments experience for
their customers.

Bilal El Kouche
Head of Payment Group at Vente-privee
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Part One
Using Payments as a
Competitive Advantage

The 7 Habits Of Successful “New” Payments Leaders
Best practices and insights by industry front runners

4

Beyond cost reduction
Successful “new” Payments Managers understand that their objective is not only
to reduce the costs of payment acceptance but to make a positive contribution to
the company’s overall performance.
The effective management of Payments ensures baskets are not abandoned just
before checkout, payment authorisations are not unnecessarily declined, and that
the complete payment process is designed to be simple, quick, and intuitive.

A product and proﬁt centre
Online businesses are providing Payments Teams with a great deal of freedom to
ﬁnd that extra advantage that can inﬂuence consumer buying behaviour and make
it convenient and secure to complete payments. Well-organised online businesses
see the Payments function as a product in its own right or a key component of the
product and service helping to grow revenues and a separate proﬁt centre to be
measured for its performance. This view is shared across the online businesses we
interviewed.
Continuous investments need to be made to improve the choice, ﬂexibility, and
operational availability of payments. Each investment is evaluated based on the
direct or indirect impact on the company’s performance.

At our company, the Payments
Manager is a 'product owner'
who runs a P & L and a separate
investment budget based on clear
return on investment (ROI)
considerations ”
Bilal El Kouche,
Head of Payment Group at Vente-privee
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In early 2017, Bilal El Kouche from Vente-privee went to the investment committee
to ask for a large investment to modernise the payments infrastructure and with
the expected beneﬁt of a 1-3% uplift in conversion rate as a result of this
payments investment. By January 2018, Vente-privee managed to increase the
authorisation rate by 3.5% and has now set an objective to achieve a card
authorisation rate in the range of 94%-96%.

Competitive advantage
Payments may not be the only criteria impacting customer preference for one
retailer over another. Quality of products and services, price and discounts, and
delivering ﬂexibility are all crucial elements. But where online businesses have
largely similar offerings, the quality of the Payments experience, encompassing
ease of use, ﬂexibility of terms, and choice of payment methods, becomes a
deciding factor inﬂuencing customer decisions to complete a purchase.

Payments is seen as a source
of competitive advantage,
not as a cost centre anymore ”
Senior Manager at a global 'video on demand' service provider

Given the high level of competition and challenges with differentiation in much of
the ecommerce space, any competitive advantage that can be gained should be
seen as a signiﬁcant opportunity.
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Part Two
Driving Teamwork:
Connecting All Departments
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Departmental interconnectivity is key within online businesses. The Payment
function has transitioned from being a department with single or limited resources
and no clearly established home within the operational infrastructure to being a
department within its own right. As payments touch so many areas of online
businesses, payments teams are increasingly connected and better coordinated
throughout the business.

Traditional structure
Traditionally, Payments have been organised under Information Technology,
Treasury, Finance, or Operations departments, areas that are generally perceived
as serving in supporting roles within the corporate environment.

The “new” structure
Amongst the “new” online businesses interviewed, the Payments function is
taking a more strategic role. The Payments Manager is being recognised as part
of the executive team responsible for implementing the growth objectives of the
company. Successful online businesses have established and organised highly
skilled teams of payment experts with deep understanding of the technical
aspects of payment acceptance who at the same time are willing to learn and
improve the payments infrastructure within their organisations.
Some Payments Teams have grown manifold in size. One Payments Manager told
us that since he joined to head the team at his employer, a large global online
services business, the team has grown from a handful of employees to 125 today
and is expected to double by mid 2019.

Cross-organisation participation
For the strategic management of payments, since it touches and supports multiple
links of the retailer value chain, the importance of having all stakeholders involved
in decision making is now being recognised.
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At Southwest Airlines, a multi-team payment strategy
committee oversees the strategic direction of
payments and consists of representatives from
marketing, ﬁnance, and IT departments.
The organisation of the Payments Team does not need to be overcomplicated. A
leading online business we interviewed organises its Payments Team by delivery
channel: Card Present; Card Not Present. There is also a team that deals with
Fraud. On a complementary dimension, employees are categorised as linked to
“projects” meaning those working to improve the features and functionality related
to payments acceptance, and others who “run” the day-to-day operations of the
business. For example, a well known 'video on demand' service provider's
Payment Team has dedicated resources to undertake activities required for
everyday operations but the team also has access to non-payment-speciﬁc coding
resources, as well as other engineers and data analysts operating in different
departments.
Additionally, the company's Payment team has weekly meetings with one key
contact point at each Customer Support centre to quickly identify any payment
issues raised by consumers.

As another example, a large European airline indicated
that “We have a dedicated internal IT team of 15-20
resources focused on payments. This is an in-house
team because we run a kind of switch to direct
transactions to our main gateway partner and to three
main acquirers.”
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Online businesses with a wide global footprint tend to have a centralised
Payments Team with a global mandate within the Digital division. This centrally
managed team is divided according to responsibilities. To augment the core team,
there are regional payment experts who provide input and feedback on what
payment methods and features are required for a speciﬁc market or region.
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Part Three
Building Open Relationships
with Payment Partners
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Opening multiple routes
The world of digital commerce does not sleep. Someone is browsing or shopping
somewhere and needs to make a payment. The inability to process payments,
especially at peak time sales events (Black Friday, Flash sales, etc.), will translate to
signiﬁcant lost revenues and recurring issues may contribute to customer
defection.
For online businesses, payment processing is a mission critical capability which
must operate in a 24/7 error-free environment. Companies processing payments
for online businesses must offer multiple routes to ensure full redundancy. The
companies that we have interviewed say they are willing to work with several payment partners to guarantee this.
Having a single payments provider who can offer a choice of acquirers is often the
best option for the retailer as it provides contingency coverage and at the same
time, obviates the need to manage multiple partners.
Recently, when international card scheme systems suffered outages in Europe,
many consumers were unable to use their cards to make payments. However,
online businesses whose payment provider offered multiple processing routes,
continued to operate with very little impact on sales.
Beyond the reliability of payment partners, there can always be card network
downtimes or other external factors impacting processes. It is a fair concern from
merchants to refuse to be locked into an exclusive payment partner relationship.

One of the online business interviewed indicated that
they: “…would move away from the current state (two
acquirers - one primary and the other secondary) to a
future state with a payment gateway once
international sales grow and once there is a need for
local acquiring to improve authorisation rates."
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Market knowledge
Global online businesses have to ensure payments are processed efﬁciently across
the many markets where they sell their products. This requires local market
knowledge and working with payments processors with deep knowledge and
close experience of speciﬁc markets or regions to deliver optimal results.

(Our)Payments team
managed to maintain low
fraud rates without impacting
sales negatively based on inputs
from local market experts.”
A fashion retailer Payment Manager

Merchant interviewees indicated that if a popular local payment method fails to
live up to expectations or creates signiﬁcant back-ofﬁce support work such as
resolving disputes or preparing reconciliations, it is necessary to investigate
whether supporting that payment method in the future is worthwhile or if there
are any issues that could be addressed or eliminated to optimise processes. This
highlights the importance for merchants to have an open relationship with a
trusted partner who has the experience and expertise to understand local
consumer behaviour and preferences, local payment trends (e.g. changes in
regulations) and characteristics of different verticals
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Keeping up-to-date with regulatory impacts on payments
In addition to keeping up to date with the signiﬁcant advances in new technologies
and innovative business models, Payments Managers keep themselves aware of
how regulatory frameworks are changing to accommodate the creativity and
inventiveness of the FinTech industry.
Payments Teams interviewed indicated that they had to ensure compliance with the
varied regulatory environments around payments applicable to their organisations.
Importantly, Payments Managers look at regulatory changes as potential
opportunities and possibilities to streamline and enrich the payment process.

Order
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Part Four
Leveraging Growth-Hacking
Technology
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Experimentation
A/B testing is a critical activity to the online businesses interviewed.
Experimentation with new features can offer clues about customer behaviour. But
to understand the impact of changes, Payments Teams rely heavily on A/B or split
testing, which is a way to understand customer responses to alternate versions of
a webpage to test the effectiveness of a speciﬁc modiﬁcation by monitoring the
conversion rates of alternatives.

We don’t do anything
without A/B testing”
Senior Manager at a global 'video on demand' service provider

Offering new features can also result in surprising and often counter-intuitive
results which reveal valuable insights about customer behaviour.

Vice President of one of the largest travel ecommerce
company recalls that when they began to offer
customers two basic payment options: pay now or
pay later, contrary to expectations, a sizeable minority
of customers chose the option to pay now. Intuitively,
one would have expected most customers to pay later
to beneﬁt from a period of free credit while still
maintaining a guaranteed reservation.
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Such insights indicate that payment teams have begun to own more customer
experience components and other functions are realising the importance of the last
mile in the purchase path. Organisations have begun relying more on the
knowledge of the payments team and data driven insights rather than
assumptions.

Innovation
The shape of payments is changing fast. Ideas that surface on an almost daily
basis could have a lasting impact on how things are bought and sold online and
how they are paid for.
Payments Managers that we spoke to for this study keep themselves abreast of
the latest developments without jumping on to every technological bandwagon
and investing in every new idea and instead ﬁrst observe and analyse while
maintaining a pragmatic mind-set.
Payment methods, such as 1-click payments pioneered by Amazon, do not use
any new technology invented for the purpose but use what is available to make
the consumer experience simple and straight forward. Yet others such as the ride
hailing apps Uber and Gett, make payments a one-time set-up chore only.
A payment transaction does not necessarily require intervention by the buyer if
payment credentials and parameters are already securely stored with the online
business or the retailer’s payments partner. Payment takes place automatically.
These “invisible” payments are why people ﬁnd the experience of using
ride-hailing services the most appealing.
For those who would sacriﬁce a little convenience to gain more security and peace
of mind, there are technical solutions available such as one-time-passwords and
two-factor authentication solutions that protect them and offer a safe and secure
payments environment.
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One merchant interviewee indicated that their organisation was undertaking
“…a big project of risk-based authentication as [they] pulled out of 3D Secure
version 1, and will go selectively into 3D Secure version 2.” It is therefore
important for this merchant to innovate in terms of authentication to ensure that
they stay ahead of the curve whilst ensuring a low fraud environment for their
customers.
Innovations are tested and evaluated if they are relevant to the business objectives
of the retailer and likely to improve results.

We do a lot of A/B testing
for cards to optimise card
approval rates. This includes
domestic vs. cross-border
acquiring, usage of different MIDs,
and machine learning.”

Natalie Dunn
Head of Payments at Paddy Power Betfair
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Part Five
Delivering Positive
Experiences

online portal
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Payment is an emotional experience
Merchants told us they take into account the emotional dimension of the payment
experience. A problem encountered in completing an online payment can have
signiﬁcant and long-term negative impacts on customer loyalty.
Consider this: a buyer excited by the product they want, such as the perfect
holiday, the last available ticket for a popular concert, or an amazing time-sensitive
deal, is looking forward to completing the transaction.
If the payment does not go through and they lose the chance to secure their prize,
they are likely to be greatly disappointed with the retailer and unlikely to return.
There is sufﬁcient choice these days and the customer will, in the future, prefer to
buy from an alternative seller. The negative brand equity that a simple payment
hitch can create, can take a long time to erase, if at all.

Inditex provides an example of a merchant that has recognized the
impact of payments on the brand and on the customer experience:

Payments is perceived
internally as a strategic
topic, as a way to support our
brand. For instance, we decided to
prioritise initiatives such as Apple
Pay to support our brand and the
customer experience, and not for
an immediate ﬁnancial ROI”
David Redmond
Payments Manager at Inditex
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Research indicates that items added to a basket do not always demonstrate a clear
intention to purchase on the part of the customer. In fact, a signiﬁcant proportion of
customers arrive at the checkout simply to look at the total purchase cost, treating
the basket as a wish list. From then on, they view the available means of payment,
terms and conditions on offer, and the affordability of the purchase with a mixture
of emotions such as anxiety, stress, and even guilt.
Payments Teams consider it their role to improve conversion at this last step in the
buying process. This is achieved through understanding customer behaviour and
identifying and eliminating pain-points.

Design and delivery
There are several factors that can inﬂuence a customer’s decision to make a
payment after they have decided what to buy. These are related to ﬂexibility and
choice but also, unsurprisingly, to the design and structure of the payments page.
The presentation of payment options in simple terms, and other modiﬁcations
based on user experience testing can have a positive impact on conversion.

For low value transactions,
even the “order” in which
payment methods appear in the
payment drop-down box has an
impact on customer’s decision to
pay. The ones at the top should be the
ones they are most likely to favour ”
Vice President at a leading travel ecommerce company
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Part Six
Deﬁning New
Performance Indicators
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The old way – monitoring costs
Another learning from our discussions with payment leaders is that successful
management in Payments is predicated upon the ability to set goals and objectives
and pursue them single-mindedly. As mentioned earlier, a few years ago the main
focus of online businesses was on cost reduction as their key priority. As a result their
key performance indicators (KPIs) mainly covered acceptance costs.

The new way – measuring performance
Payments Managers that we interviewed explained that there has been a
considerable evolution in the way performance for Payments is measured. There is
now a much broader measure of performance from many perspectives. It is
important to monitor a wider set of KPIs because these provide vital clues to how the
overall Payments function is performing. Some key performance indicators are:

Alternative Forms of Payment (AFOP)
Drop-off at time of payment sign-up / end of payment process (% voluntary)
AFOP – usage patterns

Authorisation
Conversion rates
Approval rates for card authorisations (broken down by country of issuance
and/or by card issuer)
Response times
Real-time monitoring of re-directs
Number of attempts per payment method

Fraud and chargeback
Fraud losses
Chargeback “win” rate

Financial
Cost per transaction
Payments P & L
Lifetime value

Related to the user experience
This might include “soft” KPIs based on consumers’ comments collected via
the merchant’s own Customer Service centres (e.g. reporting of instances when
payment is mentioned as a reason for complaints)
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Goals and objectives are meaningless unless the merchant collects the right level
of data to evaluate, benchmarks success and monitors progress continuously.
For instance, a large European airline conﬁrms that “we monitor speciﬁc KPIs
(such as credit card approval rates) in real-time via our own internal dashboard”.

Data analytics

David Redmond, Payments Manager at Inditex
conﬁrmed that payment analytics is the next area of
focus for leading merchants: “ there is so much
potential within payment analytics and merchants
have only scratched the surface.”

There is a lot of hype around big data analytics, machine learning, artiﬁcial
intelligence. Merchant interviews highlighted the importance of insights that a careful
and painstaking analysis of transaction data can reveal, rather than allocating vast
resources to analysis of all types of data. Payments Managers we spoke to say that
the smart way to approach this is to identify what data sets should be prioritised over
others and what measures are more meaningful than others.
For example, some merchants indicated that they started analysing authorisation
response codes, success rate by card issuer and/or by country of issuance, etc. as a
basis to identify internal improvement opportunities or priority topics to address with
other stakeholders including card issuers.
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As another example, most online businesses focus
on analysing browsing behaviour to obtain customer
insights. But the Vice President at one of the largest
travel ecommerce company thinks that analysing
“payment behaviour” reveals more about a
customer’s actual preferences than analysing
“browsing behaviour”. For example, people often
browse hotels that are expensive but end up
booking hotels that suit their budgets.
In summary, Vice President of Product-Payments at an online ticket sales and
distribution company conﬁrms that “a clear best practice is to get a better
understanding of payments data, linking payment with the lifecycle of a customer
purchase, and working with good partners to get additional data (e.g. card decline
codes) and then good analytics.”

The 7 Habits Of Successful “New” Payments Leaders
Best practices and insights by industry front runners

27

Part Seven
Playing a Leadership Role
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Holistic view
All things are of secondary importance if a customer is unable to make a payment
to complete a purchase. There could be several reasons. It could be an operational
hitch; the customer’s preferred payment method is unavailable; the customer does
not have the means to afford the purchase or, the customer does not feel
comfortable due to security or privacy concerns with the retailer’s website. All
these issues mean lost revenues for the merchant and carry negative connotations
for the merchant’s brand.
Payments Managers think that it is crucial to be proactive and develop initiatives on
their own that would achieve corporate growth objectives.

Bilal El Kouche from Vente-privee recalls how the
Payments team at the company demonstrated
leadership responsibility by obtaining investment from
the Board by providing a commitment to deliver
results. They delivered well over expectations. This
positioned the Payments Team in a front-line role in
the company’s drive for growth.
They also mention that when they discovered their
conversion rate for items above € 1,500 was less than
expected, they began to offer payment by instalments
which resulted in a 30% increase in sales in the
category.

Successful Payments Managers share a common characteristic with corporate
leaders. They think from the customer’s point of view.
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The “New” executive: The Chief Payments Ofﬁcer
A new C level ofﬁcer is emerging. Owning to the importance of Payments and the
impact of an assertive and proactive payments strategy, some companies have
already opted for placing the equivalent of a Chief Payments Ofﬁcer (CPO) on their
executive and management committees. As the payments function is becoming a
more transversal function spanning multiple departments, the remit of the CPO is
broadening and is therefore increasingly inﬂuential within the business.
Of course, the title and the designation vary from one company to another and
actual terminology is of little matter. Some companies simply prefer to use
traditional titles such as Vice President – Payments, or just Head of Payments. But
the importance of an expert in payments interacting at the very highest levels in a
company (e.g. presenting key payments-related risks or initiatives at Board
meetings) with a strong focus on delivering growth, is fast becoming a reality.
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Edgar, Dunn & Company’s
perspective
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The Payment Function within online businesses is transitioning from being an
“un-sexy’ cost centre without a clearly deﬁned home in the operational structure to
having a more central role as a proﬁt-driving element within the business and
demarcated as a department within its own right. Online merchants have clearly
identiﬁed the competitive advantage that payments can offer and are responding
by providing the Payments Team with a larger remit and a higher level of interconnectivity to other departments necessary to fulﬁl its role.
Critical to achieving the full potential that a localised and optimised payments
offering can deliver, is the requirement to partner with the right payments solution
provider. “New” online merchants are increasingly changing their payment service
provision models to meet modern day requirements. Whether they adopt a third
party gateway service with connections to multiple acquirers or adopt a proprietary solution, local market knowledge is always a ‘must-have’. Partnerships with
organisations that have local knowledge is a must.
Demands from consumers are changing by the day. It is therefore crucial that merchants provide positive consumer experiences that are never tarnished by negative
memories of a declined transaction. The need to innovate and constantly test your
offering to ensure that it is best in class has never been greater. This can be done
by measuring performance – instead of simply monitoring costs like in previous
times. A/B testing and KPI monitoring are crucial, as is the data and correct partner to assist you in these activities. Such a partner must provide the correct monitoring tools, performance benchmarks in real time and automated processes for
reviewing information that can provide valuable insights to your business.
Overall, Payment Teams are becoming central players in the online merchant
space. They drive innovation and growth within businesses by taking a leadership
role and connecting dots that were previously not visible. Payments is now well
and truly a key element in deciding whether your business thrives or dies.
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SafeCharge Vision:
Answering the needs of
the new payments leaders
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SafeCharge’s vision is to answer the call of these new payments leaders and offer them control to manage their
payment strategy. SafeCharge aims to give its customers a competitive edge by offering the most advanced payments
services and by enabling more omni-channel commerce, improving reach and facilitating & delivering innovation.

Offering ﬂexibility with a Native+ Payments Engine
SafeCharge has developed the industry’s first Native+ Payments Engine. Native, because it has been
built from the ground-up as a platform to cover the full payment value chain, providing merchants with
the superior performance of an end-to-end secure payment processing solution. And + because it also
enables connections to other payment and risk management partners. The combination of a proprietary
solution with open access to third party partners is unique in the market and define the foundation of
SafeCharge’s value proposition to unleash the transformational capabilities of modern payments
technology for merchants; putting them in control and empowering them to achieve more.

Continued delivery of innovation
SafeCharge is constantly broadening its product portfolio with solutions that meet specific market
demands. Recently launched products include:
Marketplace Manager: a solution to manage all marketplace payments
Reconciliation Manager: a solution that enables merchants to reconcile payments and verify fees
from several payment partners
Identity Manager: a solution to smoothly authenticate customers online
In response to the evolution of the role of Payments leaders, taking control of their payments,
SafeCharge works towards solutions which will enable merchants to manage their acquirers routing,
configure and define their fraud prevention settings and more.

Global reach made easy
Next to its innovative value proposition, SafeCharge also differentiates by offering one of the largest
payment method portfolios in the market, making it easy for its international customers to provide a
seamless buying experience all around the world. With over 150 payment methods, SafeCharge
continuously connects new methods. The first payment company to enable WeChat Pay at the point of
sale in the United Kingdom, SafeCharge was also one of the first to enable Visa Check Out and Visa Direct
for its customers.
SafeCharge believes that payment leaders have a crucial role to play within organisations, contributing
to not only increased revenues but also delivering the best customer experience which becomes a key
component of brand traction. SafeCharge understands the evolution of the payment function within
companies and dedicates its efforts to work closely with payments managers to chart a new course for
the future of payments.
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About SafeCharge
SafeCharge International Group Limited (AIM: SCH), is the
payment service partner for the world’s most demanding
businesses. SafeCharge provides global omni-channel
payments services from card acquiring and issuing to
payment processing and checkout, all underpinned by
advanced risk management solutions. This fully featured
proprietary payment platform connects directly to all
major payment card schemes including Visa, Mastercard,
American Express and Union Pay as well as over 150 local
payment methods. With ofﬁces around the world,
SafeCharge serves a diversiﬁed, blue chip client base and
is a trusted payment partner for customers across a range
of vertical markets. The company has been listed on the
London Stock Exchange AIM market since 2014. For more
information see: www.safecharge.com

About Edgar Dunn & Company
Edgar, Dunn & Company (EDC) ) is an independent global
ﬁnancial services and payments consultancy. Founded in
1978, the ﬁrm is widely regarded as a trusted advisor to
its clients, providing a full range of strategy consulting
services, expertise and market insight. From ofﬁces in
Frankfurt, Istanbul, London, Paris, San Francisco and
Sydney, EDC delivers actionable strategies, measurable
results and a unique global perspective for clients in more
than 45 countries on six continents. For more information
see: www.edgardunn.com

