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Digital-First Banking vs Bank Comparison

B Traditional Bank

® No physical branches
B Neobank

®  Mobile app primary interface
@ Cloud-native architecture

® Lower operating costs

Normalized Value

0 CAC Operating Branches Digital Speed to
[6) Cost First Market
(%) (%) (months)

Neobanks operate without branches—cloud-native architecture enables 10x lower costs.

(c) Joerg Osterrieder 2025



Leading Neobanks by Cust Base (2023)

Starling

Customers (Millions)

48+ countries (2025)!

1Source: https://www.businessofapps.com/data/revolut-statistics/

(c) Joerg Osterrieder 2025


https://www.businessofapps.com/data/revolut-statistics/

Growth Trajectory
® Founded: 2015 (UK) 65-70M users globally? $75B valuation (127

® 38 countries operational

?Source: https://www.revolut.com/en-US/news/record_growth_and_
diverse_product_offering_drive_revolut_to_1_4bn_profit_in_2024/
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Revolut: Founded 2015, 35M customers, $33B valuation, operating in 38 countries. [Source:

(c) Joerg Osterrieder 2025

Company filings, Crunchbase 2024]
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Revolut Product Suite

From bank to Fi ial Super App
15

Payments
Banking

Trading

P2P Transfers
interational

~Stocks
~Crypto

Current Account

Key Metrics (2024):

REVOLUT - 52.5M customers globally
48 countries
Core App - $45B valuation (Aug 2024)

- £3.18 revenue, £790M profit

Insurance Premium

] Lifestyle Wetal Cord
- priority Support

Loun

Source: businessofapps.com/datajrevolut-statistics/

Super-app strategy: payments, crypto, stocks, insurance, travel—all in one app.

(c) Joerg Osterrieder 2025



N26:

European Challenger

German Banking License

Founded: 2013 (Berlin)
8M customers
EU passporting rights

Premium tier focus

Customers (Millions)

10

N26: European Digital Banking Leader

N26 Growth Timeline

2015 2020 2025

Year

N26 Market Presence by Country
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Belgium
Other EU
Netherlands
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N26: German banking license enables EU passporting—8M customers across Europe. [Source: Federal Reserve, ECB 2024]



Neobank Business Models

Three Archetypes
3 sinsss Model
. esuatory Burden
Freemium (Revolut) From licensed banks to ecosystem platiorms

® Subscription (N26 Metal)
® Transaction-based (Chime)

Full-Stack Baas-Based Vertical
Neobank

Super App
Model

® Hybrid approaches

Olverse: Trading + £ + Crypto

Interchange + subscription

Increasing Product Complexity & Revenue Diversification

‘Source: cbinsghts comresearch (Neobank Business Models)

Three models: freemium (Revolut), subscription (N26 Metal), transaction-based (Chime).

(c) Joerg Osterrieder 2025



Unit Economics Analysis

Neobank Unit Economics Breakdown
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Unit economics: CAC $20-80 (vs $200-400 traditional), LTV depends on cr Il success. [Source: Company reports, Statista 2024]

(c) Joerg Osterrieder 2025



Customer Acquisition Cost (CAC)

Acquisition Metrics

Ci A isiti Cost C
® Traditional bank: $200-400 200
® Neobank: $20-80
@ Viral coefficient: 0.3-0.7 260

® Payback period: 6-18 months
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Neobank CAC $20-80 vs traditional $200-400—viral coefficient 0.3-0.7 drives growth. [Source: Company reports, Statista 2024]

(c) Joerg Osterrieder 2025



Revenue Streams

Neobank Model Analysi

Typical Neobank Revenue Mix
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Wealth/
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FXfTrading
Fees

Source: revolut.com/news (2024 Annual Report), sacra.com/c/revolut

80

Revenue Mix by Neobank

== interchange
= Subscription
= FX[Trading
= Interest
== Other

Revolut Monzo Nubank

interchange (40-60%), subscriptions (20-30%), lending (10-20%), FX (10%).



Interchange Revenue Model

Debit Card Monetization
¥ Card Payment Interchange Flow
® Interchange fee: EU Interchange Fee Regulation (EU 2015/751), NOT How neobanks earn revenue from card transactions

Durbin®%-2%

®  Merchant pays to issuer

Volume-dependent profit
EU cap: 0.2% (Durbin)

— — — —
m m
?Source: https://eur-lex.europa.eu/EN/legal-content/summary/

fees-for-card-based-payments.html

1 swipermp 2 nun
G Reatest 3 Route 4. Capture

Settlement & Fee Flow

Fea Breakioun (typical $10 transaction)
Merchant pays: $2.50 (2.5% WOR)
- Inergnange T Titar s1.80 (1.8
otk Teei $6120, (3.2
- Acquirar nargin: $0.50
EU Tnterchange Cap: 8.3% credit, 0.24 debit
{EU Tnterchange Regulation 7015/751)

‘Source: eurdex europa.eu (EU Reguiation 2015751 FR)

Interchange: 0.2-2% per transaction—EU cap 0.2% limits European neobank revenue.

(c) Joerg Osterrieder 2025
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Path to Breakeven Neobank Path to Profitability
® High growth vs profit trade-off

® Regulatory capital requirements I + I
@ Scale threshold: 5M-+ users o
Founses
® Cross-sell dependency Revolut L 4 * e
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llenge. [Source: Company reports, Statista 2024]

Profitability requires 5M+ users—high growth vs profit trade-off is central ct

oerg sterrieder 202!
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Banking License Strategies

y
Own Banking License E-Money License Baas Partnership
26, Monzo, Starling Revolut (), Wise Chime, Current, Dave
Advantages: Advantages: Advantages:
+ Full control + Faster approval + Fast launch
+ Direct deposits + Lower capital + Low cost
+ Credit products + EU passporting + FDIC via partner
+ Higher trust + Payment focus + Focus on UX
Disadvantages: 4 Disadvantages: Disadvantages:
- High capital req. B No lending - Revenue share
~Long approval No FDICIFSCS Less control
Regulatory burden - Deposi limits - Partner risk
- Expensive ~Trust issues - Scaling limits
Time: 2-4 years Time: 6-12 months Time: 3-6 months
Cost: $10.50M+ Cost: $1.5M Cost: $100K1M

Note: Many neobanks start with Baas/E-Money and later obtain full banking licenses

Source: fea.org.uk, occ.gov, bafin.de (Banking Licenses)

ense options: full bank license (N26), e-money license (Revolut EU), or Baa$S partner.

(c) Joerg Osterrieder 2025



Partner Banking Model

Baa$ Relationships
® Chime partners with BOTH Bancorp Bank AND Stride Bank?
® Faster time to market
® Lower regulatory burden

® Revenue sharing (30-50%)

?Source:
https://www.chime.com/blog/what-is-chime-is-chime-a-bank/

Source a16z.com, untco,gafleo . com (5aaS tack)

BaaS model: Chime + Bancorp Bank—faster time to market but 30-50% revenue share.

erg Osterrieder 2025

Banking as a Service (BaaS) Stack
How neobanks launch without banking licenses

FinTech / Neobank Layer

App | Brand | UX | Marketing | Support

Baas Platform Layer

| Compliance Tools | Card Issuance | KYC

Sponsor Bank Layer

P
et e rancs
iy e

DIC Insurance | Fed Access | Regulat


https://www.chime.com/blog/what-is-chime-is-chime-a-bank/
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Source: chime.com, revolut.com, n26.com, monzo.com (Positioning)

Market positioning: premium vs mass market, full-stack vs specialized services.

Joerg Osterrieder 2025



Traditional Bank Response

Digital Transformation How Incumbent Banks Respond to Neobank Competition

®  Marcus by Goldman Sachs

® JPMorgan Chase Mobile Major Bank Tech Spending Incumbent Response Strategies
®  Core banking modernization 17.5 = P

ase uild Own Digital Bani
® Acquisitions (BBVA — Simple) 15.0 B b

Examples: Marcus (Goldman), Zale, Chase Digtl

-
N
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Acquire FinTech
Buy innovation and talent
Examples: Vsa-Piai, 1P Wepay. Goldman-GreenSky.

10.0

Partner/invest
Monitor and collaborate
Examples: Srategic VC arms, accelrators.

N
wn

Technology Spending (s Billions)

w
=)

Modernize Core
Transform rom within
Examples:Cloud migraton, AP platforms.

g
w

0.0

JPMorgan  Bankof  Wells citi Goldman
Fargo

America Sachs

Source investorjpmorgon com, sec.gov (Bonk 10. Fings)

Incumbents respond: Marcus by Goldman, JPMorgan Chase Mobile, core banking modernization.

(c) Joerg Osterrieder 2025



Market Consolidation Neobank Industry Future Scenarios (2025-2030)

® M&A acceleration expected Vot
Selective Winners.
® Super-app convergence sucterequtn +
® Embedded finance integration « Consaldation
* Lcensed survvors
® Regulatory clarity needed “_’:‘_‘::;':;:‘;"‘:" I ::‘:jw
Restrctive permissive
Regulatory fnvironment
Shakeout Survival Mode °
Stncter eguiatin Supportve reguton +
chalenging economy Reteng ceonomy
* Many fares + Cost g
gt tostety *iche focus
«Regultory burden
*Maa ot aistress rices Chatienging +Delayed proftapity
anomy

‘Source: mekinsey.com, chinsights.com (Scenario Analysis)

Future: M&A consolidation, super-app convergence, bedded finance integ

(c) Joerg Osterrieder 2025



Key Takeaways

® Cost Advantage: 10x lower CAC than traditional banks
® Business Models: Interchange + subscriptions + lending
® Unit Economics: Profitability requires 5M+ scale

® Licensing: Partner vs own license trade-offs

® Competition: Incumbents investing heavily in digital

Neobanks disrupt with 10x lower CAC, but profitability at scale remains the key challenge.
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