
© 2026 | 11

The

Playbook
From BNPL pioneer to full-stack financial platform — 
how Klarna is transforming the modern retail experience.
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02 · BUSINESS MODEL · EVOLUTION

20 years of evolution: BNPL pioneer to platform player
Klarna’s trajectory reflects a deliberate shift from solving checkout friction to owning the full commerce journey—embedding itself across 

discovery, payments, and post-purchase to drive frequency, monetization, and customer lifetime value.

Foundation

Trust-Led Payments 
Innovation

● Founded in Sweden 
to solve trust gaps 
in e-commerce

● Launch of Pay Later 
(pay after delivery)

● Introduced Pay in 
Full (2010) for 
flexibility

Scale

European Scale & 
Platform Maturity

● Expanded to 9 
European markets

● Built merchant 
network + 
underwriting 
capabilities

● Enabled real-time 
transaction 
decisioning

Transformation

Banking 
Transformation

● Secured EEA 
banking license

● Enabled 
deposit-funded 
lending

● Began building 
consumer financial 
ecosystem + brand

Ecosystem Buildout

App, Card & Global 
Expansion

● Launched Klarna App 
& Klarna Card (2018)

● Entered U.S. and new 
global markets

● Scaled advertising & 
merchant marketing 
solutions

AI Boost

AI-Powered Financial Platform

● Launched AI assistant (2023)
● Introduced Klarna Balance 

(2024)
● Enhanced Klarna Card 

(wallet functionality, 4.2M users)
● Expanded Fair Financing 

(transparent credit alternative)
● Built on AI-enabled, 

cloud-native global platform 
(single API)

2005 - 2010 2010 - 2016 2017 2018 - 2022 2023 - 2025

Reduce friction 
between consumers 

& merchants

Value prop

Scale payments 
platform + risk 

engine

Payments → 
Regulated 

financial services

Checkout tool → 
Consumer platform

Payments → Demand 
generation engine

Focus Shift Shift Shift

Source: Klarna Annual Report & Press Releases ; WhiteSight Analysis
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02 · PRODUCT SUITE

Product suite as a flywheel for growth

Payments

● Pay in full
● Tap-to-pay in-store
● Pay Later
● Fair Financing
● Credit Card

Banking

● Balance (Digital wallet)
● Deposit & Savings A/c
● Klarna Card 

(Flexible debit card)
● P2P Payments

● E-Commerce shopping 
marketplace

● Membership programs 
(Core, Plus, Premium, or 
Max)

Value-added

Payments

● BNPL integrations
● In-store payments
● POS payments 

(Kustom)

Advertising

● Sponsored search
● Affiliate program
● Brand Ads

Retail Merchant Value-added services

Financing

● Boost (Cash Advance 
for merchants) 

● Revenue-based 
financing

RETAIL

Klarna has evolved from a BNPL provider into a full-stack commerce and 
financial ecosystem, where payments, discovery, and banking reinforce each 
other to drive GMV growth and user stickiness.

At its core, payment solutions (Pay in Full, Pay Later, Fair Financing) drive 
conversion and AOV, embedded across channels (App, Card, Apple Pay, Google 
Pay, in-store) to support “Klarna at Every Checkout” and maximize share of 
checkout.

Klarna’s engagement layer—AI-powered discovery, price comparison, 
cashback, and wish lists—positions it as a demand generation engine (~11.9 
million daily interactions; 838 million annual leads). Higher engagement drives 
frequency (+53% for location-enabled users), creating a closed-loop 
commerce model.

This demand is monetized via advertising solutions (sponsored search, affiliate, 
brand ads), establishing Klarna as a high-intent retail media platform for its 1M+ 
merchants.

The Klarna Card and membership program increase ownership and retention 
by bundling payments, rewards, and financial tools—supporting its ambition to 
become the default consumer wallet while adding recurring revenue.

Finally, digital banking offerings and merchant tools extend Klarna across the 
full journey, supported by AI-driven insights.

MERCHANT

Source: Klarna Annual Report & Press Releases ; WhiteSight Analysis
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03 · AI STRATEGY

AI as a Structural Advantage: Four Operating Pillars
Klarna has embedded AI across revenue generation, consumer experience, credit risk, and internal productivity

01
Revenue Acceleration
AI-DRIVEN PERSONALIZATION

● AI-powered shopping feeds surface 

hyper-relevant merchant content, 

increasing transaction volume.

● 11.9M daily pre-purchase 

interactions and 838M merchant 

leads delivered in 2024.

● Advertising revenue grew from $13M 

(2020) to $190M (2025).

02
Consumer Experience
AI ASSISTANT + OPENAI PARTNERSHIP

● Launched Feb 2024, the AI 

assistant handles 80% of all 

customer service chats with no 

reduction in consumer 

satisfaction scores.

● Personalized product discovery, 

price comparison, wish lists, and 

delivery tracking — all AI-enhanced.

03
Credit Underwriting (ML)
REAL-TIME, FULLY AUTOMATED DECISIONS

● 3.4M daily transactions provide 

continuous ML training.

● U.S. provision for credit losses: 3.6% 

of GMV (2021) → 0.63% (2025) — vs 

2.89% industry charge-off rate 

(Federal Reserve, Q3 2025).

● Decisions made in seconds 

per transaction.

04
Internal Productivity
AI COPILOT + VENDOR REDUCTION

● AI-driven code creation and review, 

plus reduced third-party dependency, 

lifted revenue per employee from 

~$344K (2022) to ~$1.24M (2025) — a 

3.6x improvement in 3 years.

● 2.6B SKU-level data points collected 

in FY 2025 alone.

Source: Klarna Annual Report FY2025  |  Federal Reserve Bank of St. Louis for industry charge-off data · Internal Klarna data for productivity metrics
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RECENT PUBLICATIONS

EXPLORE OUR RECENT PUBLICATIONS

Check out some of our latest reports and get access to the 
best-in-class fintech intelligence.

Adyen: Unified 
Commerce & 

Payments

DEEP DIVE

The end-to-end platform behind modern 
omnichannel commerce.

Monzo: Future 
of Digital 
Banking

DEEP DIVE

Shaping the future of digital banking in 
the UK.

Revolut: UK 
Challenger to 

Superapp

STRATEGY PLAYBOOK

From UK challenger to global fintech 
superapp.

Nubank 
Deep Dive 

Report

DEEP DIVE

Inside LatAm's largest digital bank and its 
product machine.

Banco Inter 
Strategy 

Playbook

STRATEGY PLAYBOOK

How Inter built LatAm's first super-app banking 
platform.

GET THE REPORT → 

GET THE REPORT → GET THE REPORT → 

GET THE REPORT → GET THE REPORT → 

SoFI Deep 
Dive Report

DEEP DIVE

SoFi: Transforming the Future of Finance in 
the U.S.

GET THE REPORT → 

https://whitesight.net/reports/banco-inter-strategy-playbook/
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https://whitesight.net/reports/nubank-deep-dive-2025-report/
https://whitesight.net/reports/nubank-deep-dive-2025-report/
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06 · FINANCIAL PERFORMANCE · REVENUE & PROFITABILITY

Hypergrowth to Discipline: Klarna’s Ongoing Profitability Reset

(12%) (13%) (45%) (54%) (11%) 0.7% (8%)Net Profit/ 
(Loss) Margin

Klarna’s revenue trajectory reflects strong and sustained scale-up, 
growing from $758m in 2019 to $3.5bn in 2025, with momentum 
re-accelerating post-2022. 

Importantly, this growth came after a strategic pivot—Klarna was 
historically profitable prior to 2019, but deliberately traded off 
profitability to fund aggressive global expansion, particularly in the 
U.S., alongside heavy investments in customer acquisition, 
merchant partnerships, and product breadth. This strategy drove 
rapid revenue growth but also led to a sharp deterioration in 
margins, with losses peaking in 2021–2022 (-54% margin) amid a 
broader fintech market correction and rising funding/credit costs.

Since 2023, the company has shifted toward controlled growth 
and efficiency, tightening underwriting, optimizing marketing 
spend, and leveraging automation to improve cost structure. This 
is reflected in the sharp improvement in profitability, including a 
brief return to net profit in 2024. 

However, the slip back to a modest loss in 2025 (-8% margin), even 
as revenues reached new highs, suggests that while Klarna has 
reset its operating model post-correction and post-IPO (2025), 
profitability is still being calibrated rather than fully stabilized. 
Overall, the company is transitioning from a growth-at-all-costs 
phase to a more balanced model, with clear operating leverage 
but lingering sensitivity to credit and macro conditions.

Klarna has successfully scaled revenues through aggressive global expansion, but is still in 
the process of stabilizing profitability after pivoting from growth-at-all-costs to a more 
disciplined, efficiency-led model.

REVENUE & NET INCOME OVER THE YEARS:

25%

24%
20%

3%

69%

45%

Source: Klarna Annual Report FY2025; WhiteSight Analysis
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FURTHER READING

STAY AHEAD OF THE NEXT DISRUPTION

Further reading that might interest you.
Looking to keep up with all the fintech, digital asset & AI news? Look no further.

FUTURE OF FINTECH · NEWSLETTER

Weekly updates on 
embedded finance, BNPL, 
AI & the fintech frontier.
Subscribe to get curated briefings, teardowns, and 

market signals in your inbox every week.

TAKE ME TO THE NEWSLETTER

BLOG · GLOBAL PLAYBOOK
Nubank's Global Playbook: Big Bets, 
Bigger Moves.

BLOG · LATAM STRATEGY
Revolut's LATAM Gambit: Testing 
Playbooks in Brazil & Mexico.

READ THE BLOG → READ THE BLOG → 

https://newsletter.whitesight.net/
https://newsletter.whitesight.net/
https://whitesight.net/nubanks-global-playbook-big-bets-bigger-moves/
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WhiteSight is a FinTech research firm with a design-oriented 

and data-intensive approach to research. WhiteSight brings 

unique and actionable intelligence to drive strategic growth 

and innovation agenda for its clients.

WEBSITE www.whitesight.net

TWITTER/ X @whitesight_

LINKEDIN @whitesight

EMAIL hello@whitesight.net

This report has been authored by WhiteSight. To access the underlying data with further 

coverage and references, please reach out to us.

WHITESIGHT RADAR MEMBERSHIP

Fintech giants like Adyen, JPMorgan & Uber 
are already leveraging these fintech themes.
Get ahead of the next disruption with a WhiteSight Radar membership. Your 

exclusive access to actionable intel starts now.

Explore RADAR →
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Research and analysis by the WhiteSight team

For the purpose of this report, research was conducted through secondary sources. Desktop research formed the 
basis of secondary sources, which included analysis of company websites, annual reports, press releases, blogs, 
social media pages, news articles, industry reports, government publications and statistical data, and information 
from private databases like Tracxn, Crunchbase, etc. All of the information stated in this report is publicly available 
information.

For any queries, and to access the underlying data with further coverage and references, please reach out to us at 
hello@whitesight.net.

Exclusive Access Rights : The contents of this report are intended for the use of the buyer 
only and must not be shared with any third party without explicit permission of the publisher.

This is a report preview. Download the full report to unlock the complete breakdown

Scan to 
Download the 
Full Deep Dive 

https://whitesight.net/insights/radar/
https://whitesight.net/insights/radar/
https://whitesight.net/reports/the-klarna-playbook-from-bnpl-pioneer-to-full-stack-financial-platform/
https://whitesight.net/reports/the-klarna-playbook-from-bnpl-pioneer-to-full-stack-financial-platform/



