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ABSTRACT

Consumer FinTech markets are commonly assessed through aggregate adoption rates, yet adoption alone does not
indicate whether a market can support portfolio expansion, cross-selling, or durable customer-value creation. This
paper proposes a portfolio maturity framework that separates market penetration from product-category headroom.
Using a structured extract from a global consumer FinTech adoption survey, the study examines market dispersion,
relative maturity, category-level adoption gaps, and tier-specific expansion opportunities. The findings show that
payment and transfer services act as the principal entry point into consumer FinTech, while saving, investment,
budgeting, insurance, and borrowing remain unevenly developed. High-adoption markets require strategies focused
on relationship depth, ecosystem defense, retention, and responsible product broadening; lower-adoption markets
require clearer value proof, trust formation, and reduction of onboarding friction. The study offers a business-oriented
diagnostic approach for FinTech firms, banks, platform providers, and investors by translating adoption evidence
into portfolio strategy, market-tier priorities, and risk-aware expansion choices.
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1. INTRODUCTION

Consumer FinTech adoption is often discussed as a sign of
digital transformation in financial services. This view is valid,
but incomplete. A market with a large number of digital
payment users may still lack depth in savings, investment,
budgeting, insurance, or borrowing services. Conversely, a
market with moderate adoption may contain customer seg-
ments that are ready for carefully targeted product expansion.
For business decision-making, the central question is there-
fore not only whether consumers use FinTech, but whether
use can mature into a broader and more resilient financial
relationship.

This paper examines FinTech adoption as a portfolio maturity
problem. The term portfolio maturity refers to the degree

to which a market combines broad consumer adoption with
the capacity to support multiple digital financial service cate-
gories. The concept is useful because it prevents a common
strategic error: treating a high adoption rate as automatic evi-
dence of readiness for all FinTech products. Payment use may
provide a gateway, but it does not remove the need for trust,
suitability, regulatory discipline, and customer understanding
when firms expand into higher-risk categories.

The analysis is business-oriented. It interprets consumer
adoption data as evidence for market positioning, product
sequencing, customer relationship depth, and risk-aware scal-
ing. The study develops a Portfolio Maturity Score and a
tier-category headroom matrix to distinguish markets that
require onboarding and value proof from those that are ready
for product broadening and ecosystem strategy. The frame-
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work does not rank markets as universally superior or inferior;
it identifies the managerial posture that best fits each adoption
condition.

The paper proceeds in five stages. It first reviews relevant
work on FinTech ecosystems, digital finance, adoption forces,
and platform economics. It then describes the dataset and
derived measures. The proposed maturity model is presented
mathematically, followed by empirical results on market dis-
persion, category dynamics, and tier-level strategy. The final
sections discuss portfolio governance, managerial implica-
tions, and future extensions of the framework.

2. RELATED WORK

FinTech research has developed around several complemen-
tary themes. Gomber et al. [1] frame digital finance and
FinTech through the interaction of business functions, tech-
nologies, and institutions. Their perspective is important for
this study because portfolio maturity depends not only on a
digital product, but also on the business function it serves and
the institutions that enable trust and use. Lee and Shin [2]
similarly present FinTech as an ecosystem of start-ups, tech-
nology developers, government, customers, and traditional
financial institutions. Their ecosystem view supports the
present paper’s argument that adoption should be interpreted
as a market system rather than as a single product metric.

The adoption literature also emphasizes that consumer Fin-
Tech use is shaped by both access and capability. Mahmud
et al. [3] examine FinTech adoption factors using a country-
wide representative sample from an emerging economy and
show that adoption cannot be explained by demographics
alone. Alsmadi et al. [4] analyze fintech payment adoption
from a technology-acceptance perspective and highlight the
roles of usefulness, ease of use, risk, and trust. These findings
support the present paper’s argument that adoption should be
interpreted as a market-system indicator rather than a narrow
product metric.

Digital financial-service studies further highlight the central-
ity of payment, banking, wallet, trust, and security factors.
Neves et al. [5] synthesize evidence on the adoption and use
of digital financial services and identify perceived usefulness,
ease of use, security, and trust as important facilitators. This
supports the portfolio-maturity lens used here: payment adop-
tion may create an entry point, but wider product expansion
requires stronger confidence, suitability, and repeated-use
value.

The platform and regulatory literature adds a further dimen-
sion. Arner et al. [6] describe FinTech as part of a broader
post-crisis transformation of finance, while the Financial Sta-
bility Board [7] reviews potential financial-stability implica-
tions of BigTech activity in finance. Together, these studies
support the portfolio-maturity framing adopted here: once
consumers accept digital financial interfaces, the strategic
question becomes how to responsibly widen the relationship
while managing data, competition, conduct, and product-risk
concerns.

Table 1 shows that the present paper does not treat FinTech
adoption as a purely consumer-preference issue. The cited
work points to a broader interpretation in which adoption
reflects trust, technology acceptance, product suitability, plat-

form scale, regulatory context, and institutional readiness.
This is why the model developed below combines market
position with product-category headroom.

3. DATA AND ANALYTICAL DESIGN

The analysis uses a structured extract from the EY global
consumer FinTech adoption survey. The market-level dataset
contains 27 markets and one core indicator: the share of digi-
tally active consumers who used at least two FinTech services.
The category-level dataset contains five product categories
and three survey waves. The package accompanying this
paper includes the processed CSV files and the Python code
used to reproduce all calculations and figures.

Two design choices guide the analysis. First, markets are ana-
lyzed as business environments rather than as demographic
samples. The goal is to identify strategic differences among
adoption contexts. Second, product categories are analyzed
as a portfolio rather than as isolated verticals. A strong pay-
ments base may be a gateway to broader financial services,
but it may also create overconcentration if firms fail to expand
responsibly into saving, investment, insurance or credit.

Table 2 shows that market ranking and business interpretation
are not identical. Markets above the reported average require
strategies that protect scale and deepen customer relationships.
Markets below that level require stronger value proof, trust-
building, customer education, and sharper product-market
fit. The distance column is useful because it reveals where
an adoption rate is only slightly below the reference line
and where it reflects a more fundamental formation-stage
challenge.

Consumer FinTech Adoption across Markets

Belgium-Luxembourg
Fr:

Japan
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Consumer FinTech adoption rate (%)

Figure 1. Consumer FinTech adoption rates across markets, grouped
by strategic adoption tier.

Figure 1 visually confirms the wide spread in adoption. The
frontier group is led by markets with adoption above three
quarters of the digitally active consumer base, while the for-
mation group remains well below the reported average. The
figure also shows that several advanced economies are not
automatically frontier FinTech markets. This is strategically
important because strong formal financial systems can coexist
with slower consumer movement toward FinTech providers.

4. PROPOSED PORTFOLIO MATURITY MODEL

Let a; be the consumer FinTech adoption rate of market i,
and let r; be the rank of that market among N markets. A
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Source

Table 1. Research streams informing the portfolio maturity lens.

Research focus Main contribution

Gomber et al. [1]

Lee and Shin [2] FinTech ecosystem

business models.

Mahmud et al. [3]

tors

sample.

Alsmadi et al. [4] Payment adoption

Neves et al. [5] Digital financial
vices

Arner et al. [6]

Digital finance research ~ Structures FinTech around business functions,
technologies, and institutions.

Explains key ecosystem actors and FinTech

FinTech adoption fac- Examines adoption factors in an emerging
economy using a country-wide representative

Studies fintech payment adoption through
technology-acceptance determinants.

ser- Synthesizes barriers and facilitators for digital
banking, digital payments, and digital wallets.

FinTech transformation Positions FinTech within post-crisis financial-

sector transformation.

Financial
Board [7]

Stability BigTech and finance

Reviews potential benefits and risks of large
technology platforms in finance.

Use in this paper

Supports the institutional and strategic framing
of portfolio maturity.

Frames market maturity as an ecosystem and
platform problem.

Frames adoption as a multi-factor business and
consumer process.

Supports the role of payments as an entry point
into broader FinTech use.

Supports the role of trust, security, usefulness,
and ease of use in market maturity.

Supports the strategic rather than purely tech-
nical framing.

Supports the governance and risk-control layer
of the model.

Table 2. Market-level consumer FinTech adoption extract used in the analysis.

Market Adoption Rank Distance Maturity Tier Strategic focus
China 87 1 23 90.64 frontier platform bundling and ecosystem defence
India 87 2 23 89.60 frontier platform bundling and ecosystem defence
Russia 82 3 18 84.96 frontier platform bundling and ecosystem defence
South Africa 82 4 18 83.92 frontier platform bundling and ecosystem defence
Colombia 76 5 12 78.56 frontier platform bundling and ecosystem defence
Peru 75 6 11 76.80 frontier platform bundling and ecosystem defence
Netherlands 73 7 9 73.56 advanced cross-selling and service expansion
Mexico 72 8 8 71.80 advanced cross-selling and service expansion
Ireland 71 9 7 70.04 advanced cross-selling and service expansion
United Kingdom 71 10 7 69.00 advanced cross-selling and service expansion
Argentina 67 11 3 65.08 advanced cross-selling and service expansion
Hong Kong 67 12 3 64.04 advanced cross-selling and service expansion
Singapore 67 13 3 63.00 advanced cross-selling and service expansion
South Korea 67 14 3 61.96 advanced cross-selling and service expansion
Chile 66 15 2 60.20 advanced cross-selling and service expansion
Brazil 64 16 0 57.40 mainstream trust-building and activation
Germany 64 17 0 56.36  mainstream trust-building and activation
Sweden 64 18 0 55.32  mainstream trust-building and activation
Switzerland 64 19 0 54.28 mainstream trust-building and activation
Australia 58 20 -6 48.92 mainstream trust-building and activation
Spain 56 21 -8 46.44 mainstream trust-building and activation
Italy 51 22 -13 41.80 mainstream trust-building and activation
Canada 50 23 -14 40.04 mainstream trust-building and activation
United States 46 24 -18 36.20 formation education, onboarding and value proof
Belgium-Luxembourg 42 25 =22 32.36 formation education, onboarding and value proof
France 35 26 -29 26.28 formation education, onboarding and value proof
Japan 34 27 -30 24.52 formation education, onboarding and value proof
leadership index is defined as The model also measures product-category headroom. Let
c;j be the latest observed adoption rate of category j. The
L =100 <N— i+ 1) _ ) headroom for category j is
N
Hj=100—c;. (4)
The Portfolio Maturity Score is then calculated as
For each market tier ¢, a tier-category opportunity score is
PMS; =0.72a;+ 0.28L;. 2) calculated as

The model deliberately gives more weight to actual adoption
than to rank position, while still acknowledging that relative
position matters for competitive strategy. The tier assignment
is based on the adoption rate:

H.
Oj=a | —= 5
ty t (1 00) ’ ( )
where a; is the mean adoption rate in tier . This score is
not a forecast. It is a diagnostic indicator showing where a
reasonably active FinTech market still has product-category

frontier, a; > 75, space for expansion.
advanced, 65 <a; <75,
T = . (3)
mainstream, 50 < qa; < 65,
formation, a; < 50.
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Table 3. Operational interpretation of the portfolio maturity model.

Model element
Adoption rate

Business meaning Decision use Risk control

Breadth of consumer FinTech ~ Classify market readiness and ~ Avoid interpreting first use as
use onboarding challenge full relationship depth
Relative position among com-  Identify competitive strength ~ Avoid rank-only conclusions
parable markets and market-system momentum  when adoption is low
Portfolio ~ Maturity Combined adoption and ~ Compare market scaling pos-  Use as diagnostic evidence, not
Score relative-position indicator ture across tiers as a profitability forecast
Category space not yet con- Identify product areas for re- Separate opportunity from suit-
verted into adoption sponsible expansion ability and conduct risk
Tier-category opportu-  Interaction between tier readi- ~ Prioritize category sequencing ~ Apply stricter controls to
nity ness and category gap within each market tier credit, insurance, and invest-
ment categories

Leadership index

Product headroom

Table 3 clarifies how the proposed measures are intended to
be used. The framework is not a mechanical recommenda-
tion engine. It provides structured evidence for managerial
judgment by separating scale, relative position, and product-
category headroom. This distinction is important because ex-
pansion into adjacent financial services may be commercially
attractive but inappropriate unless customer understanding,
compliance controls, and trust conditions are adequate.

5. RESULTS AND BUSINESS INTERPRETATION

The first result concerns market dispersion. Table 4 reports
summary statistics for the adoption distribution.

Table 4. Dispersion metrics for market-level consumer adoption.

Metric Value

Mean adoption 64.296
Median adoption 67.000
Standard deviation 15.387
Minimum 34.000
Maximum 87.000
Range 53.000
Coefficient of variation 0.239
Adoption gini 0.137

Table 4 shows a sizeable range between the highest and lowest
markets. The mean and median are close, but the standard
deviation indicates that strategic conditions differ materially.
The coefficient of variation shows that adoption dispersion
is large enough to justify differentiated market entry and
portfolio strategies. A single global FinTech playbook would
therefore be too blunt.

Table 5. Adoption and maturity summary by strategic tier.

Tier Markets Mean adoption Min  Max
frontier 6 81.50 75 87
advanced 9 68.67 66 73
mainstream 8 58.88 50 64
formation 4 39.25 34 46

Table 5 converts a long market list into strategic conditions.
Frontier markets already have broad consumer familiarity
with FinTech and require strategies that deepen relationships
and defend ecosystem position. Advanced markets are suit-
able for selective expansion into adjacent services. Main-
stream markets require activation and trust-building, while
formation markets require simple use cases that demonstrate
practical value before broader product expansion.

Market Portfolio Maturity Map

B Advanced e
Emerging
Byt arrica

Colombia
peru

70 Boniced kingaom

Portfolio maturity score

40 50 60 70 80
Adoption rate (%)

Figure 2. Market portfolio maturity map linking adoption strength
and relative market leadership.

Figure 2 plots adoption against the Portfolio Maturity Score.
The relationship is intentionally strong because adoption is
the primary evidence of market maturity. The value of the
figure lies in the separation of business situations. A high-
position emerging market signals a different opportunity from
a lower-position advanced economy. In the first case, the
question is how to build a multi-product ecosystem around
active users. In the second, the question is often how to
overcome inertia, trust concerns, or weaker perceived need.

Table 6. Adoption summary by broad market type.

Market type Markets Mean Median SD
Emerging 10 75.10 75.50 8.02
Advanced 17 5794 64.00 12.17

Table 6 shows that adoption is not automatically higher in
advanced financial markets. The emerging-market mean is
much higher than the advanced-market mean in this dataset.
This finding is consistent with the argument that unmet de-
mand and mobile-first financial habits can accelerate FinTech
adoption. For managers, the implication is clear: market
opportunity should be assessed through actual consumer be-
haviour rather than through income status or banking maturity
alone.

6. PRODUCT CATEGORY PORTFOLIO ANALYSIS

The second part of the analysis examines product categories.
Table 7 reports adoption in three survey waves, absolute gain,
recent gain and the gap to the payments category.

Table 7 shows that payments are the entry point of consumer
FinTech. The category has the highest latest adoption and
the largest absolute gain. Savings and investments form the
second strongest category, while budgeting, insurance and
borrowing lag further behind. The business implication is
not that lower-adoption categories are unattractive. Rather,
they require different trust and suitability designs because
consumers may be more cautious when moving from transac-
tions to stored value, advice, insurance, or borrowing.
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Table 7. Product-category adoption dynamics.

Category

Money transfer and payments 18 50
Savings and investments 17 24
Budgeting and financial planning 8 20
Insurance 8 10
Borrowing 6 10

Early wave Middle wave Latest wave Absolute gain Recent gain

Gap to payments

75 57 25 0
48 31 24 27
34 26 14 41
29 21 19 46
27 21 17 48

Category Adoption Trajectories

Adoption rate (%)

—————

early survey wave

middle survey wave latest survey wave

Figure 3. Adoption trajectories across product categories.

Figure 3 reinforces the same pattern. Payments moved fastest
and now sit well above the other categories. Savings and
investment services show substantial growth, while the re-
maining categories grow from a lower base. This pattern
suggests a portfolio sequence: payments create frequency
and trust, savings and investments create account depth, and
insurance or credit require more careful governance because
consumers face higher risk of misunderstanding, mis-selling
or overextension.

Product Portfolio Gap relative to Payments

o w w
3 8 8 8

Gap to payments category (percentage points)
1

o

Figure 4. Product-category headroom measured as the gap to the
payments category.

Figure 4 makes product headroom visible. Borrowing and
insurance have the largest gaps to the payments category,
followed by budgeting and financial planning. These gaps
should not be read as automatic growth forecasts. They show
where consumer behaviour remains less developed and where
firms need stronger education, risk disclosure, product design
and trust signals before expecting payment-level scale.

7. MARKET TIER AND PRODUCT STRATEGY

The tier-category opportunity matrix combines adoption tier
with category headroom. Table 8 reports the resulting diag-
nostic scores.

Table 8 highlights a managerial paradox. Frontier markets
have high adoption, but they also have the strongest headroom

scores in non-payment categories because they have active
consumer bases that can be introduced to broader products.
Formation markets have product gaps too, but lower adoption
makes immediate portfolio expansion less attractive. Firms
should therefore separate product gap from market readiness.

Tier-Category Headroom Matrix
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Figure 5. Tier-category opportunity heatmap for consumer FinTech
portfolio expansion.

Figure 5 visualizes the matrix. The strongest scores appear in
frontier and advanced tiers for categories with lower adoption
than payments. This suggests that mature FinTech markets
should not stop at payment services. However, expansion
into borrowing and insurance should be governed differently
from expansion into budgeting or savings tools because the
former categories carry higher conduct and suitability risks.

Table 9 translates the analytical results into business decisions.
The same product category can require different actions in
different market tiers. Payment services in frontier markets
involve ecosystem defence, whereas payment services in for-
mation markets involve value proof and first-use success.
Borrowing is attractive in terms of headroom, but it is also
a category where aggressive scaling can produce consumer
harm if suitability and transparency are weak.

8. PORTFOLIO RISK AND GOVERNANCE IMPLICA-
TIONS

Market maturity creates opportunity, but it also changes risk.
When consumers use FinTech mainly for payments, product
risk is relatively narrow and operational reliability is cen-
tral. As firms extend into savings, investment, insurance
and borrowing, the business model becomes more valuable
but also more sensitive to customer understanding, data use,
suitability, cyber risk, and consumer protection.
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Table 8. Tier-category headroom matrix.

Tier Payments Savings/invest. Budgeting Insurance Borrowing
formation 9.8 20.4 259 279 28.6
mainstream 14.7 30.6 38.9 41.8 43.0
advanced 17.2 35.7 453 48.8 50.2
frontier 20.4 424 53.8 579 59.5

Table 9. Strategic actions by market tier and product area.

Tier Product area Business action
frontier payments Defend scale and bundle services
frontier investment and saving Move from transaction use to stored value
advanced payments
tion
advanced insurance and credit
bution
mainstream payments
cues
mainstream budgeting Position as control and transparency product
formation payments
breadth
formation borrowing

proves

Increase merchant and recurring bill penetra- Price competition and commoditisation

Test adjacent propositions with partner distri- Trust, risk underwriting and compliance

Prove simple value and safety before product Low familiarity and poor confidence

Delay aggressive scaling until trust base im- Mis-selling and customer harm

Main risk Management metric

Network effects and platform lock-in Multi-product relationship depth
Regulated advice and customer suitability ~Asset balance growth
Frequency of active use

Cross-sell conversion

Lower onboarding friction and improve trust Cash preference and low perceived benefit First recurring transaction

Low willingness to share data Monthly active engagement

First successful transfer

Responsible acceptance rate

Dispersion of Adoption within Strategic Tiers

==

s

Adoption rate (%)

frontier advanced mainstream formation

Figure 6. Distribution of adoption rates within strategic tiers.

Figure 6 shows that the tiers are not equally dispersed. Fron-
tier and formation groups are relatively concentrated around
their distinctive adoption levels, while the mainstream group
covers a broader range. This matters for governance because
mainstream markets may contain a mix of highly engaged
digital users and more cautious users. A single product roll-
out may therefore produce uneven outcomes within the same
market.

Table 10. Management interpretation of adoption-tier conditions.

Tier Primary business ques- Recommended manage- Risk emphasis
tion ment posture
frontier How can breadth be- Bundle services, protect trust ~ Data governance and plat-

come durable relationship  and deepen engagement. form dominance.
value?
Which adjacent services — Test category expansion with  Suitability and customer
can scale responsibly? partner and compliance con-  understanding.

trols.
How can first use become ~ Reduce friction, improve  Drop-off and low per-
repeated use? trust cues and clarify bene-  ceived value.

advanced

mainstream

fits.
formation Why are consumers reluc- ~ Simplify onboarding and  Miscommunication and
tant to use FinTech? demonstrate everyday useful-  trust deficit.

ness.

Table 10 connects tier evidence to executive questions. It is
meant to prevent a common strategic error: applying frontier-
market playbooks to formation markets. The governance
posture should become more sophisticated as product breadth
increases. Payment adoption alone may be managed through
reliability and convenience, but portfolio adoption requires
stronger risk communication and customer protection.

9. DISCUSSION

The findings support three business conclusions. First, Fin-
Tech market attractiveness should not be measured by adop-
tion rate alone. Adoption rate identifies scale, but product-
category gaps identify the next strategic opportunity. A mar-
ket with high adoption and large category gaps may be more
attractive for portfolio expansion than a market with moderate
adoption and no clear category pathway.

Second, payment adoption is both an achievement and a
strategic constraint. It provides a gateway to consumer trust
and frequent interaction, but it can also trap firms in low-
margin transaction services if they fail to create credible
adjacent propositions. Savings, investment, budgeting, in-
surance and borrowing require different forms of customer
confidence. Moving from payment to portfolio is therefore
a trust-management challenge as much as a product-design
challenge.

Third, emerging markets should not be treated simply as
late-stage followers of advanced markets. In the dataset an-
alyzed here, several emerging markets occupy the frontier
tier. This challenges a traditional assumption that FinTech
diffusion begins in high-income financial centers and later
spreads elsewhere. The evidence is more consistent with a
demand-led view: where traditional financial services are
costly, inconvenient, or incomplete, FinTech can become the
primary consumer channel rather than a marginal alternative.

10. CONCLUSION

This paper developed a portfolio maturity framework for con-
sumer FinTech innovation. The analysis shows that adoption
rate is a useful starting point, but it should not be used as
the sole indicator of market opportunity. Payment and trans-
fer services create the strongest entry point into consumer
FinTech, while other categories show substantial but uneven
room for development. The proposed measures combine
market penetration, relative position, and product-category
headroom to identify the business posture most appropriate
for each adoption condition.

The findings have direct implications for FinTech firms,
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banks, platform providers, and investors. Frontier markets
require strategies that deepen relationships and protect trust;
advanced markets can support controlled product broadening;
mainstream markets need activation, clarity, and repeated-use
incentives; and formation markets require simple value proof
before aggressive expansion. Across all tiers, product growth
should be governed by category risk. Borrowing, insurance,
and investment propositions demand stronger safeguards than
basic payment services because errors in suitability, disclo-
sure, or customer understanding can harm both users and
long-term market trust.

The contribution of the study lies in translating consumer
adoption evidence into a practical portfolio strategy tool. Fu-
ture research can extend the framework by combining adop-
tion indicators with customer-retention evidence, firm-level
profitability, merchant acceptance, regulatory readiness, and
product-level risk outcomes.
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