State of Embedded
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Executive Summary

MARKET SCALE

$126-148B

Embedded finance market reached $126-148B in 2025; projected $155-197B in 2026 and $1.73T by
2034

BRAND MATURITY GAP

70-75%

Of embedded finance companies with SIOM+ ARR remain at Stage 1-2 brand maturity

PRE-DECISION BUYING

84%

Of B2B deals won by the first vendor contacted; buyers are 70% through the process before
first contact

DEAL CYCLE IMPACT

30-45%
Extended deal cycles for Stage 1-2 companies vs. branded peers; 185-day cycles extend to
240-270 days

BRAND ROI

3.5x NPV

60:40 brand-to-performance allocation delivers 3.5x greater net present value over 5 years
vs. performance-only

"Apart from product, content is the best way for us
to build trust with our target audience. "

-- Itai Damti, CEO and Co-Founder, Unit

Sources: Mordor Intelligence, Precedence Research, Research and Markets, 6sense, Kantar, Apex IQ
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Embedded Finance Market Growth Trajectory

Revenue in USD billions | Select estimates from multiple research providers

median
$176B

median
$1378

PACK]C) PACKY:S

TRANSACTION VOLUME ENTERPRISE ADOPTION PLATFORM MIGRATION
Projected embedded finance Of enterprises have adopted Consumer transactions on
transaction value by 2026 embedded finance third-party platforms by
(Bain) capabilities (Green Dot) 2026 (Gartner)

The embedded finance market has crossed the threshold from emergent category to
infrastructure layer. All research providers agree on direction: rapid, sustained
growth from a base exceeding $100 billion. The definitional variance reflects scope
differences across providers, not noise.



The Brand Maturity Gap

Why Embedded Finance Companies Under-Invest in Brand
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The Investment Paradox

Median ARR allocated to marketing

B2B SaaS companies (SimpleTiger, 2024 survey
of 1,500+ firms)

40%

Plan to increase brand budgets

B2B marketers planning to increase
brand-building investment (EMARKETER)

8-10%

Marketing budget to brand-building

Within total B2B SaaS marketing budgets;
demand gen captures 15-20%

62.7%

Say brand is critical to success

B2B marketers who say brand is critical to
long-term success (EMARKETER)

The Structural Underinvestment Argument

B2B SaaS companies allocate a median 8% of ARR to marketing. Within total marketing
budgets, product marketing and brand-building receive only 8-10%. Demand generation
captures 15-20%, and people costs absorb 45-55%. A company spending 8% of S20M ARR on
marketing dedicates roughly $128K-$160K to brand-building -- insufficient to build
institutional credibility with enterprise buyers evaluating eight-figure partnership
decisions.™

The gap between stated belief and capital allocation defines both the opportunity and
the risk. Only 40% of B2B marketers plan to increase brand-building budgets, yet 62.7%
simultaneously acknowledge that brand is critical to long-term success. Proving ROI
remains the single biggest barrier to brand investment, ranked above budget
flexibility, economic uncertainty, and short-term pipeline pressure.”

The 60:40 brand-to-performance allocation -- supported by Les Binet and Peter Field's
IPA effectiveness research -- delivers approximately 3.5x greater NPV over five years
vs. performance-only strategies. For infrastructure companies with five-to-seven-year
enterprise relationships, the NPV argument for brand investment is decisive.?3

Sources: SimpleTiger (1,500+ B2B SaaS companies), EMARKETER/StackAdapt 2025, Kantar via Trace Brand Building
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The Brand Maturity Spectrum

Five observable stages from logo-and-landing-page to brand as competitive moat

70-75% of embedded finance companies (S10M+ ARR)
| |

STAGE 1

Logo and
Landing
Page

Pre-seed
to Seed.
Feature-list

STAGE 2

Product
Marketing
Emerging

Series A. First
product
marketer.

STAGE 3

Messaging
Coherence

Series B. Documented
value propositions.
Brand still follows

STAGE 4

Brand as Strategic
Asset

Series C+. Brand drives
GTM. Codified design
system.

STAGE 5

Brand as Competitive Moat

Scale/Pre-IPO. Brand
influences win rates,
pricing, talent.

messaging. Use-case
\[e} messaging
positioning begins.

product.

Why Stage 1-2 Persists at Scale

The product-led growth model that defines most embedded finance companies creates a
specific organizational bias: engineering headcount grows 3-5x faster than marketing

in the first three funding rounds. Brand strateqgy is typically the last senior hire.

By the time brand investment occurs, the company has established patterns -- website
architecture, message structure, visual identity defaults -- that require correction

rather than construction.

The distribution is not a failure of intention. It is the predictable output of

incentive structures that reward engineering velocity and short-term revenue metrics,
without tracking brand-attributable pipeline, win rate differentials, or talent
acquisition premiums.

Source: Apex IQ analysis of embedded finance sector brand investment patterns
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What Enterprise
Buyers Actually
Evaluate

Trust, credibility, and pre-decision brand perception
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The Pre-Decision Gap

Enterprise buyers complete most of the buying process before vendor contact

Buying process complete Of deals won by the

before vendor contact first-contacted vendor

6sense research via Agility PR 6sense: the vendor contacted first wins 84%
of deals

795% 6.3

Of buying journey occurs Average stakeholders in

before speaking to sales B2B buying committee

Gartner B2B buying time allocation research Cross-functional: CTO, CFO, CRO, CMO, CEO
often involved

How Enterprise Buyers Evaluate Embedded Finance Vendors

1 2 3 4 5

Peer Research Digital First Content Sales Reference
& Referral Impression Credibility Engagement Validation

Brand credibility determines which vendors reach step 4. With 75% of the buying
journey complete before first sales contact, companies that are not in the buyer's
consideration set before active evaluation begins have only a 16% chance of winning
the deal. Over 90% of B2B buyers trust peers in their industry more than vendor
content (Forrester 2023). 55% examine reviews of 3-5 vendors before making contact
(B2B Saa$S Reviews). The company that defines category vocabulary wins the
institutional default."”

Sources: 6sense, Gartner B2B Buying Journey, Forrester 2023 B2B Trust Survey, B2B SaaS Reviews

10
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Enterprise Buyer Evaluation Matrix

Embedded finance RFP scoring weights, confirmed across Green Dot survey data and Apex |Q analysis

Regulatory Compliance & Security

Technology & Integration Capability

Brand Reputation & Market Credibility

Financial Stability & Scale

Pricing & Commercial Terms -
Cultural Fit & Partnership Quality -

Sources: Green Dot survey of 515 director-level decision-makers, Apex IQ partnership evaluation analysis

~9 0 0/0 Of companies identify trust and alignment as the
primary driver of embedded finance provider selection

Ahead of technology compatibility (76%) and security/compliance (63%)
Green Dot survey, 515 decision-makers

Brand reputation's position at 15-20% in formal scoring frameworks understates its
actualinfluence. Brand perception functions as a threshold filter that affects every
other evaluation category. A vendor with weak brand credibility enters the technology
evaluation with a deficit that requires additional reference calls, repeated

stakeholder presentations, and extended validation periods -- costs that compound
across every deal in the pipeline simultaneously.

11



The Cost of Brand
Deficits in
Partnership
Development

Quantifying the compounding cost of institutional invisibility
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Deal Velocity Impact

98 days

Financial services avg. sales cycle
Across the full pipeline (Focus Digital, 2025)

270 days

Deals above $500K ACV

9-18 months for complex enterprise software
(Aexus)

185 days

Enterprise deals (10K+ employees)
Extends to 240-270 days for Stage 1-2 companies

+30-45%

Extended cycles for Stage 1-2

Additional validation phases, repeated
stakeholder presentations

The Brand Deficit Cascade

Partnership Economics Under Regulatory Pressure

The regulatory dimension of brand credibility is documented and consequential. Goodwin
law firm (cited by ABA Banking Journal) counted over 45 cease-and-desist orders
between June 2023 and June 2024 related to third-party risk management and fintech
relationships. The Synapse bankruptcy of 2024 -- triggered by financial mismanagement
and failure to reconcile FBO accounts -- froze customer deposits and affected multiple
fintech partners. Banks observing the Synapse fallout now treat embedded finance
vendors as digital branches -- requiring the same brand standards applied to their own
customer-facing operations.?

Nearly 70% of companies outsource at least some embedded finance delivery; 37% use a
single provider for all capabilities. The company selected as a single embedded

finance provider is deeply embedded in the partner's operations -- with brand
standards applied to that selection correspondingly demanding.®

Sources: Focus Digital 2025, Aexus, 6sense via Agility PR, Goodwin via ABA Banking Journal, Green Dot survey 2026
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The Compound Cost of Brand Deficits

Estimated annual impact on a representative S50M ARR company at Stage 1-2 vs. Stage 4

$16.8M

Extended Lower Win Higher CAC Partnership Talent Premium Fundraising Total Annual
Deal Cycles  Rates (-10p . Tier Degradation Dilution Impact

$8_'| 5 Estimated annual unrealized revenue and excess costs
for a $50M ARR company at Brand Maturity Stage 1-2

The pattern of simultaneous multi-pathway value destruction does not vary by segment.

These five pathways -- extended deal cycles, lower win rates, higher CAC, partnership
tier degradation, and talent acquisition premiums -- generate compounding losses that
do not appear on a standard sales dashboard. They are invisible erosion of pipeline
velocity and operational efficiency that accumulates across every deal, hire, and
fundraising event simultaneously.
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Five Case Patterns: From Brand Deficit to Resolution

SERIES C | EMBEDDED PAYMENTS

The Infrastructure Provider That Couldn't Get to the Table

BRAND DEFICIT COMMERCIAL IMPACT RESOLUTION

Complete absence of messaging  Enterprise win rate: 18%. Messaging architecture

architecture. Website read Average deal size below market rebuild. Executive-grade

like APl documentation. No rate for capability level. collateral. Win rate improved

articulation of company vision to 31%; deal size up 22%

for non-technical buyers. within two quarters.

SERIES B | BAAS INFRASTRUCTURE

The Baa$S Platform Trapped in the Feature Arms Race

BRAND DEFICIT COMMERCIAL IMPACT RESOLUTION

No differentiated positioning Diminishing lead quality each Thesis-first positioning.

independent of product cycle. Buyers arrived with no Institutional design system.

features. No point of view on pre-formed conviction about Inbound pipeline grew 3.2x;

the market. Marketing was a categorical difference. bank partnership inquiries

product announcement function. increased 4x.

SERIES B | EMBEDDED LENDING

The Embedded Lending Company That Couldn't Recruit

BRAND DEFICIT COMMERCIAL IMPACT RESOLUTION

Brand communicated 'scrappy 20-30% compensation premium  Brand repositioning around

startup' not above market. Missing credit institutional credibility.

'institutional-grade and risk expertise required Senior hire acceptance

infrastructure.' Incompatible for product roadmap. improved from 35% to 62%;

with senior financial services compensation premiums down

SERIES A | EMBEDDED COMPLIANCE / KYC

The Compliance-First Platform That Forgot to Sell

BRAND DEFICIT COMMERCIAL IMPACT RESOLUTION

Over-rotation on technical Customers used product Strategic narrative layered on

credibility at expense of instrumentally. Would not technical credibility.

narrative. No point of view on proactively recommend it. Low Repositioned as 'risk

where the market was heading. expansion revenue. intelligence platform.' NPS
rose to 58; expansion revenue

SERIES D | PAYMENTS ORCHESTRATION

The Payments Orchestration Company That Won on Brand

BRAND DEFICIT COMMERCIAL IMPACT RESOLUTION

N/A -- Affirmative case. 38% win rate vs. 22% industry Each $1invested in brand at

Proactive brand investment as avg. Sales cycle 45% below Series A estimated to generate

capital allocation decision. median. 15-20% pricing $8-12 in enterprise value by

premium. Series D (internal attribution

modeling).

16
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Six Recommendations for Embedded Finance Brand Investment

-I Conduct a Brand Infrastructure Audit

Before investing, establish a precise understanding of current position. Evaluate six
dimensions: messaging architecture, visual identity system, sales enablement quality,
digital presence, content credibility, and employer brand. Governing question: 'Would
a bank's CRO feel confident forwarding these materials to their board?"

2 Rebalance the Marketing Investment Portfolio

Target 60:40 brand-to-performance allocation for five-year NPV maximization. Minimum
viable brand investment: 3-4% of ARR dedicated specifically to brand. For a $20M ARR
company, S600K-$800K. For $50M ARR, $1.56M-$2.0M. These are capital allocations to a
strategic asset, not marketing expenses.

3 Build Messaging Architecture Before Scaling GTM

Messaging architecture is the single highest-ROI brand investment -- it governs
everything downstream: website, sales materials, pitch decks, partnership proposals,
investor communications. A complete architecture: positioning statement,
audience-specific value propositions, proof architecture, competitive differentiation
framework, voice/tone guidelines. 4-6 weeks to build; 3-5 years of strategic

4 Design for the Board Room, Not the Developer Portal

Enterprise decisions involve committees of 6+ stakeholders. Materials must perform for
the CTO evaluating APIs, the CFO evaluating stability, the CRO evaluating regulatory
posture, and the CMO evaluating brand compatibility. Design quality signals
operational quality: a company requesting millions in transaction volume cannot
present materials that signal ‘weekend hackathon.'

5 Treat Brand as Capital Allocation, Not Marketing Expense

The fundamental reframe: brand investment classified as capital allocation is
evaluated on expected returns over a defined time horizon. Track: win rate by brand
awareness cohort, deal velocity by first-touch channel, partnership tier by brand
maturity score, talent acquisition cost by employer brand strength. These metrics are
measurable.

6 Invest in Brand at the Series B Inflection

Brand investment at Series A costs less and achieves more than at Series C, because it
shapes market narrative before competitors establish category frameworks. The company
that defines category vocabulary wins the institutional default -- being the name that
surfaces first in enterprise research, analyst briefings, and partner conversations.

18
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Methodology

Research Scope and Approach

This analysis synthesizes market sizing data, B2B marketing benchmarks, buyer behavior research,
regulatory data, and anonymized pattern analysis from brand strategy engagements in the embedded
finance sector. The report draws on data from seven primary market research providers,
supplemented by primary survey data, published industry benchmarks, and Apex |Q's proprietary
engagement analysis.

Market Sizing Methodology

Market sizing figures reflect composite estimates from multiple research providers: Mordor
Intelligence (2025: $125.95B; 2031: $454.48B at 23.84% CAGR), Precedence Research (2025:
$148.38B; 2034: S1.73T at 31.53% CAGR), Research and Markets (2025: $146.17B; 2030: $690.39B at
36.41% CAGR), Future Market Insights (2026: $85.8B; 2036: $370.9B at 15.8% CAGR), and Bain &
Company (2021: $22B platform/enabler revenue; 2026: $S7T transaction value). Where estimates
diverge -- often by 30-50% depending on definitional scope -- ranges are provided with source
attribution. Definitional variance reflects scope differences: some analysts include embedded
payments exclusively; others aggregate banking, lending, insurance, and investment products.

B2B Marketing Benchmark Sources

Marketing investment data draws on: SimpleTiger's analysis of a 2024 survey covering 1,500+

private B2B SaaS companies (median 8% ARR to marketing); EMARKETER and StackAdapt's 2025 B2B
Marketing research (brand investment intentions and stated beliefs); The Financial Brand's

analysis of Capital Performance Group data (fintech vs. traditional bank marketing spend ratios);
Kantar research analyzed by Trace Brand Building (brand equity growth and value creation
relationships); and Les Binet and Peter Field's IPA effectiveness research (60:40
brand-to-performance allocation and NPV outcomes).

Buyer Behavior Research Sources

Buyer journey data draws on: 6sense research (via Agility PR) on pre-decision buying behavior and
vendor selection patterns; Gartner B2B buying time allocation research (via LinkedIn
practitioners); Forrester 2023 B2B Trust Survey (via Trustmary) on peer trust vs. vendor content;
B2B SaaS Reviews data on vendor shortlisting behavior; Green Dot's primary survey of 515
director-level decision-makers across banking, fintech, HR, retail, and technology; and Edelman
2025 Trust Barometer data.

Case Pattern Methodology

Case patterns are anonymized composites drawn from brand strategy engagement experience in the
embedded finance sector. Identifying details -- company name, geography, specific product
architecture -- are removed or altered. Strategic patterns, causal mechanisms, and outcome ranges
reflect observation across multiple engagements. Quantitative outcomes (win rate improvement,
pipeline growth, talent acquisition cost reduction) represent observed ranges; specific figures

vary by company stage, segment, competitive context, and execution quality.

Compound Cost Model

Brand deficit cost estimates -- including the Compound Cost Model in Section IV and the capital
allocation framework in Section VI -- are analytical frameworks constructed from pattern
observation, published benchmarks, and market data. They are not audited figures. They are
intended to structure the investment decision, not to provide accounting-grade projections. The
$8-15M annual impact estimate for a $50M ARR Stage 1-2 company reflects five simultaneous
value-destruction pathways: extended deal cycles (+35% duration), lower enterprise win rates
(-8-12pp), higher CAC (2.3x), partnership tier degradation, and talent acquisition premiums
(+15-25%).

Key sources: Mordor Intelligence | Precedence Research | Research and Markets | Future Market Insights | Bain & Company |
Stellar Market Research | Green Dot (primary survey) | EMARKETER/StackAdapt | SimpleTiger | Kantar via Trace Brand Building
6sense via Agility PR | Forrester via Trustmary | Edelman via Blue Train Marketing | Focus Digital | Aexus | Edgar Dunn &
Company | ABA Banking Journal | Goodwin Law via ABA Banking Journal | BCG via Fintech Futures | Capital Performance Group via

The Financial Brand
19
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