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Virtual Cards as a Strategic Advantage

Foreword

The way businesses manage payments is
undergoing a fundamental shift. What was
once a back-office function is now a lever for
control, liquidity, and strategic value. Across
the globe, finance leaders are rethinking how
money moves through their organizations,
seeking solutions that are not only digital, but
embedded, intelligent, and scalable.!

Virtual cards are at the center of this
evolution. They can help corporates unlock
working capital, automate reconciliation, and
bring structure to spend categories that have
long been fragmented or unmanaged. From
supplier payments to digital advertising and
insurance disbursements, the opportunity to
modernize is clear and growing.

This shift is not just about technology. It's
about reimagining how finance, procurement,
and treasury teams work together to drive
value. It's about enabling agility without
sacrificing control and delivering
transparency without adding friction. Virtual
cards can offer a way to do both, while
aligning with broader goals around
compliance and digital transformation.

Karen lons

jpmorgan.com/payments

At J.P. Morgan, we see virtual cards not just as
a payment method, but as a platform for
transformation. They are helping to enable a
new level of precision in how businesses
manage spend, enforce policy, and unlock
insights from payment data. As adoption
accelerates, we believe virtual cards can
become a foundational layer in the modern
finance stack, supporting not just operational
efficiency, but strategic decision-making.

This paper explores the forces driving this
shift, case studies on what’s happening now,
and use cases where virtual cards are
delivering measurable value. It also highlights
how supplier enablement is helping
corporates scale card acceptance across the
long tail, unlocking new opportunities for
working capital and supplier engagement. We
hope it provides useful insight into what’s
working next and serves as a starting point
for rethinking what's possible.

Head of Commercial Card, J.P. Morgan
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As digitization accelerates and embedded finance gains
traction, businesses are rethinking how they manage
payments, liquidity, and supplier relationships

Across industries, corporate finance teams are navigating a period of accelerated change.
Macroeconomic pressure, evolving regulation, and digital transformation are reshaping how
businesses manage financial operations. While digitization has advanced, many enterprises
continue to rely on legacy systems, which can limit agility and visibility in B2B payments.?

A defining shift is underway as payment capabilities become embedded within procurement
platforms and ERP systems. This integration is enabling reconciliation, automated approvals, and
potentially easier supplier onboarding. Corporates are increasingly seeking solutions that operate
natively within their existing infrastructure, offering greater control and efficiency across the
payment lifecycle.

Recent estimates suggest the global embedded B2B payments market could reach $16 trillion by
20303, as technology platforms and digitalization reshape how businesses manage payments and
financial operations. This evolution is laying the groundwork for more scalable, data-rich
ecosystems. Virtual cards are increasingly emerging as a key enabler within this landscape,
offering a modern alternative to traditional payment methods.!

Virtual Cards as a Strategic Advantage jpmorgan.com/payments J.P. Morgan



With embedded finance reshaping the enterprise landscape,
corporates are moving beyond digitization, towards
integrated, intelligent payment ecosystems that support

agility, control, and growth

Liquidity and working capital
pressures

Amid ongoing margin pressure and tighter
liquidity conditions, finance leaders are under
growing pressure to optimize cash flow and
extend days payable outstanding (DPO)
without compromising supplier relationships.
Traditional payment methods often lack the
flexibility and control needed to manage
working capital dynamically. As a result,
treasurers are increasingly seeking tools that
offer visibility, automated controls, and the
ability to align payment timing with broader
cash flow strategies.®

Supply chain resilience and
diversification

Geopolitical tensions, shifting trade policies,
and recent disruptions have exposed
vulnerabilities in global supply chains.
Organizations are responding by diversifying
supplier bases and investing in more agile,
digital-first procurement and payment
processes. Payment solutions that can scale
across regions, support embedded workflows,
and offer robust fraud protection are
becoming essential to maintaining
operational continuity and supplier trust.>®

The conversation around B2B payments has shifted.
It’s no longer about process efficiency - it’s about

strategic advantage.

Regulatory evolution and
standardization

The regulatory landscape is evolving rapidly.
Initiatives such as PSD2 (Revised Payment
Services Directive), the proposed PSD3, and
the mandatory e-invoicing are pushing for
greater transparency, interoperability, and
innovation in digital payments. In addition to
being compliance exercises, these changes
are also catalysts for modernization.
Corporates that embrace these standards
early are better positioned to streamline
operations, reduce friction, and future-proof
their payment infrastructure. %

Karen lons
Head of Commercial Card, J.P. Morgan

Sustainability and ESG mandates

Environmental, social, and governance (ESG)
considerations are now central to corporate
strategy. Digitizing B2B payments contributes
directly to sustainability goals by reducing
paper usage, lowering carbon emissions, and
improving auditability. As ESG reporting
becomes more rigorous, finance teams are
looking for payment solutions that align with
their sustainability commitments while
delivering operational efficiency. 1

Note: PSD 2 and PSD 3 (Payment Services Directives) are a set of regulations for the payment industry in Europe
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Virtual cards are increasingly emerging as a strategic lever for
corporates looking to modernize B2B payments, unlock working capital,

and gain greater control

For many businesses, B2B payments remain
one of the last frontiers of digital
transformation. Despite advances in
procurement and finance automation,
payment processes are often fragmented,
manual, and difficult to reconcile. Poor
visibility, limited control, and inconsistent
data flows can undermine working capital
strategies, increase fraud exposure, and
strain supplier relationships.*

Traditional payment methods such as bank
transfers are not designed for the complexity
and scale of modern enterprise spend. They
lack the flexibility to adapt to dynamic
supplier ecosystems and often require
significant manual intervention to manage
exceptions, approvals, and reconciliation. As
businesses expand across markets and
platforms, these limitations become more
pronounced.>

Virtual Cards as a Strategic Advantage

What’s broken in B2B payments?

Manual reconciliation Lack of integration
and approvals slow C EE ) | with ERP and
g% down processes procurement systems
Limited visibility into Poor supplier
spend and cash flow @ experience and
delayed onboarding

High exposure to Inconsistent data
fraud and misuse capture across .
platforms limits analytics

jpmorgan.com/payments J,P MOrgan



o These challenges are not isolated. They are

/o systemic and increasingly visible to senior
leadership. Virtual cards are emerging as a

9 4 modern alternative that can help address
these frictions directly. They offer a digital-

first approach to payments, with built-in
controls, visibility, and integration into

of firms using virtual cards say their existing systems.!
transactions are faster, more detailed, and
more secure® By enabling finance teams to issue

purpose-specific cards with configurable
parameters, virtual cards can help reduce
risk, improve data quality, and streamline
reconciliation. They also support working
capital objectives by allowing businesses to
extend payment terms while supporting
timely supplier payments. This combination of
control and flexibility is helping shift the
perception of payments from a back-office
function to a strategic enabler.!

These issues are compounded by the growing
complexity of supplier ecosystems. As businesses
diversify their vendor base and operate across
multiple platforms, the lack of standardization in
payment processes becomes a critical bottleneck.
Supplier enablement helps address this by
simplifying onboarding and expanding card
acceptance across the long tail.

éé

The shift to virtual cards is not just about digitizing payments.
It’s about rethinking how finance operates - moving from
fragmented, reactive processes to a model that is intelligent,
embedded, and built for scale.

Brian Holcomb
Head of Treasury Services B2B Payment Solutions, J.P. Morgan
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Virtual Cards as a
Differentiated
Solution
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As payment complexity grows, virtual cards are emerging as a

flexible and scalable approach to

A new layer of intelligence in
payments

Virtual cards are emerging as a modern
alternative that can help address many of the
frictions associated with traditional B2B
payment processes. By offering a digital-first
approach, they enable greater flexibility in
how payments are issued, managed, and
reconciled across a range of use cases.!

By allowing finance teams to issue
purpose-specific cards with configurable
parameters, virtual cards can support
stronger controls around spend, improve the
quality of transaction data, and streamline
reconciliation processes. These capabilities
can help reduce operational risk while
improving visibility across payment
workflows.!

jpmorgan.com/payments

managing enterprise spend

From transactional to
transformational

Virtual cards can also support working capital
objectives by providing businesses with
greater flexibility around payment timing,
while supporting timely supplier payments.
This combination of control and flexibility is
contributing to a broader shift in how
payments are viewed - from a back-office
process to a capability that can support wider
financial and operational objectives.’

J.PMorgan



What virtual cards can help enable

Optimize working capital

Extend payment terms while helping
suppliers to be paid on time. Improve
liquidity without compromising
relationships

Potentially reduce
fraud exposure
Use single-use or restricted cards. Limit

misuse and enhance transaction-level
security

Control spend at source

Set limits, expiry dates, and merchant
categories. Support policy controls and
reduce maverick spend

Automate reconciliation

Capture enriched data at the point of
payment. Streamline matching and
reduce manual effort

Virtual cards are redefining how businesses manage payments - not just by digitizing
transactions, but by embedding intelligence into the financial workflow. Their ability to help
simplify supplier onboarding and help strengthen audit trails makes them a powerful enabler of
operational agility. As organizations look to align finance with broader goals around compliance,
transparency, and sustainability, virtual cards are emerging as a foundational tool in the modern

finance stack.!

This evolution is helping organizations bridge the gap between operational efficiency and
strategic value. Whether the objective is to improve supplier relationships, enhance compliance,
or support ESG reporting, virtual cards provide a flexible, scalable foundation. Their impact
extends beyond finance, fueling digital transformation across the enterprise.8

éé

Virtual cards are enabling a new level of control, visibility,
and automation to categories that have long been
unmanaged or opaque.

9  Virtual Cards as a Strategic Advantage
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Head of Treasury Services B2B Payment Solutions, J.P. Morgan
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Unlocking
valile in B2B
Spend

Virtual cards are enabling a new level of precision in how
businesses manage spend by bringing control, visibility, and
automation to categories that have long been unmanaged or
opaque

Virtual cards are increasingly being used to manage high-volume and
high-friction spend across the enterprise. From supplier payments to
digital advertising and insurance disbursements, they can offer a

secure, flexible, and data-rich way to control costs, improve visibility,

and unlock working capital.!? 0/0
In this section, we explore six high-impact use cases that reflect
where virtual cards are delivering the most measurable value today.

These use cases were selected based on three criteria:

* Operational friction: Manual processes, fragmented data, or

A of paid media budgets now go to
reconciliation gaps

digital advertising!?
« Strategic alignment: Spend categories that intersect with
treasury, procurement, or digital transformation goals

» Scalability: Potential for automation, integration, and global
rollout

10  Virtual Cards as a Strategic Advantage jpmorgan.com/payments J.P. MOrgan



From spend to strategy:
Key applications of virtual cards

Long-tail Cover ad hoc or departmental spend with
operational spend better visibility and policy enforcement
Embedded
supplier payments

Emerging industry- Issue virtual cards instantly to patients or
specific payments drivers for direct use at hospitals or fuel stations

Travel Enable timely payments to airlines, hotels, and
intermediaries other travel suppliers with full control
. Control budgets and simplify reconciliation
Meetings & events with single-use cards for each event

Digital advertising Manage campaign budgets with precision and
spend prevent overspend

Automate policy-aligned payments directly
from ERP and procurement platforms

éé

It’s not the big-ticket items that break budgets. Rather,
it’s the thousands of small ones no one’s watching.
Virtual cards make the invisible visible.

Anita Rimmington-Hill
Head of Relationship Management, Global Corporate Banking, J.P. Morgan

11 Virtual Cards as a Strategic Advantage jpmorgan.com/payments J.P. Morgan



Long-tail

operational spend

Why everyday spend is hard to manage?
Across departments, businesses incur a wide
range of low-to-mid value expenses, such as
subscriptions, training, courier services, office
supplies, and more. These costs are often
decentralized, paid through shared cards or
manual reimbursements, and rarely
reconciled with precision. The result is
fragmented data, policy leakage, and limited
visibility into where the money goes.

Knowledge & compliance spend

Subscriptions, journals, and certifications \

that support regulatory and professional
standards

Operational expenses

Everyday essentials like utilities,
office supplies, and facilities
management

S—

Marketplace spend

One-off purchases through digital
platforms and unmanaged vendors

What this spend looks like

This category includes a wide range of
everyday business expenses that often fall
outside central procurement processes.
Examples include knowledge and compliance
spend such as subscriptions and regulatory
certifications, capability development like
employee training and learning platforms,
and professional services such as courier or
outsourced expertise. It also covers essential
operational costs like utilities, office supplies,
and facilities management. These are typically
decentralized, low-to-mid value transactions
that add up quickly and are often managed
with minimal oversight.

12 Virtual Cards as a Strategic Advantage

Expense
categories

jpmorgan.com/payments

Bringing structure to the unstructured
Virtual cards allow finance teams to issue
purpose-specific cards for recurring or ad hoc
operational spend. Whether it’s a subscription
for a compliance platform, a training course,
or a one-off vendor payment, each
transaction can be pre-approved, capped, and
tracked. This reduces the need for shared
cards, improves auditability, and helps ensure
that even the smallest expenses align with
policy.

Capability development

Training, upskilling, and learning
platforms that build internal
g% expertise

¢
N

Professional services

Courier services and outsourced
expertise for specialized or ad-
hoc needs

Strategic value

Managing low-value, high-frequency spend
across departments is often a blind spot for
finance teams. Virtual cards bring structure
and control to these transactions, reducing
policy leakage, improving auditability, and
freeing up teams from manual reconciliation.
It's a scalable way to manage the everyday
spend that rarely gets attention but adds up
fast.

J.PMorgan



3. Realize and track spend

Monitor supplier activation and card
usage. Track realized spend and
strengthen supplier relationships
through ongoing engagement

13

Supplier enablement:
Card acceptance across the long tail

The Activation Gap reduced reconciliation effort, and improved
Supplier enablement is helping corporates cash flow. Buyers unlock days payable
unlock cardable spend across their supplier outstanding (DPO) extension without

base. While many buyers are motivated to pay ~ compromising supplier relationships. Virtual
by card, actual acceptance, especially in the cards become a shared win, supporting

long tail, can be inconsistent. Through liquidity goals for corporates and working
structured outreach, segmentation, and capital acceleration for suppliers. This also
onboarding support, J.P. Morgan helps strengthens supplier ties, improves visibility
corporates convert intent into activation and into spend, and supports better compliance. It
bring more suppliers into the virtual card is a strategic lever for finance teams looking
ecosystem. to modernize payments and build more

responsive supply chains.

This is not just about onboarding. It is about
creating a scalable, low-lift model that

simplifies supplier engagement, validates Making scale possible
acceptance conditions, and embeds card Supplier enablement is no longer a
acceptance into existing workflows. supporting function. It is the operational layer

that makes virtual card scale possible. With
the right tools, outreach strategy, and data
A win-win for buyers and suppliers insights, corporates can activate suppliers at
Early acceptance delivers benefits on both scale across their payables program.
sides. Suppliers gain faster access to funds,

Continuous supplier enablement helps ensure that corporates maximize
benefits by regularly adding new suppliers and optimizing engagement as
their virtual card usage evolves.

1. Identify and segment

Review Account Payables (AP) data to
pinpoint suppliers with card
acceptance potential. Segment by
readiness, strategic value, and
onboarding complexity

Supplier
Enablement
Process

2. Engage and activate

Launch targeted outreach with
tailored messaging and onboarding
support. Validate acceptance
conditions and simplify the process

Supplier enablement: A continuous value creation loop

Virtual Cards as a Strategic Advantage jpmorgan.com/payments J.P Morgan
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Embedded

supplier payments

Why it matters?

As procurement and finance systems become
more integrated, businesses are looking for
ways to embed payments directly into their
existing workflows. Traditional methods often
require manual intervention, duplicate data
entry, or separate reconciliation processes,
slowing down operations and increasing risk.

How virtual cards can help?

Virtual cards embedded within ERP and
procurement platforms can automate supplier
payments at scale. Cards can be issued with
pre-configured controls such as spend limits,

Emerging industry-

specific payments

The need for instant access

Virtual cards are increasingly being used to
support purpose-specific payments across
industries. Two areas where this capability is
especially impactful are insurance and fleet
operations. In both cases, organizations need
to issue funds instantly to individuals,
whether it is a policyholder seeking medical
care or a driver needing to refuel. These are
moments where timing is critical and
traditional payout methods may be too slow
or manual to meet the need.

Insurance payments

Hospitals and clinics often face delayed
insurance reimbursements, which can create
working capital pressure and impact patient
care. Virtual cards enable insurers to issue
funds instantly in the insurer’s name to
policyholders, typically via the insurer’s app.
The policyholder then uses this virtual card to
initiate payment directly at healthcare
facilities using their mobile device. This
payment flow can help the insurer retain
control and oversight of the funds, while
enabling the policyholder to access approved
services instantly, helping improve the claims
experience, and reducing administrative
overhead.

jpmorgan.com/payments

expiry dates, and merchant category
restrictions. For finance teams, it can mean
greater control and auditability. For suppliers,
it can mean faster, more transparent
payments, without the need to share bank
details.

Strategic value

This use case is particularly powerful for
organizations looking to digitize procurement,
improve working capital, and reduce the cost
of managing supplier spend. It's a scalable
way to modernize payments without
overhauling infrastructure.

Fleet payments

Fleet drivers frequently need to make
payments at service stations while on the
move. Traditional fuel cards or
reimbursement processes can be slow,
restrictive, or prone to error. Virtual cards
offer a modern alternative by allowing fleet
operators to distribute payment credentials
directly to drivers via a mobile app or fleet
management platform. Drivers can then use
these virtual cards at authorized fuel stations
or service providers, helping to ensure
payments may be made instantly and
securely. This can improve payment speed,
reduce operational friction, and give fleet
operators better control over field-based
spend.

J.PMorgan



Travel

intermediaries
Why travel supplier payments are sector can be complex and costly. Traditional
complex and costly? methods like bank transfers or physical cards
Travel intermediaries - including Online Travel  create friction, delay settlement, and expose
Agencies (OTASs) - play a central role in the these agencies to FX volatility and
travel ecosystem by connecting customers reconciliation challenges. The result is a
with airlines, hotels, car rental companies, costly, manual process that limits scalability
and other service providers. These and margin.>1°
organizations aggregate inventory, manage
bookings, facilitate payments, and often Real-world efficiency
provide customer support throughout the Virtual cards allow travel intermediaries to
travel journey. Supplier payments in this issue single-use or multi-use cards for each

booking or supplier. This can support faster
settlement, reduce reliance on credit lines,
and improve reconciliation through enriched
transaction data. Cards can be configured by
merchant type, geography, or booking
platform, providing granular control over
spend and risk.

Strategic value

For travel intermediaries, virtual cards offer a
scalable, secure, and automated way to
manage supplier payments across global
markets. They can reduce reliance on credit
lines, improve reconciliation, and support
faster settlement, which is critical in a
margin-sensitive, high-volume environment.
This can enable travel intermediaries to
operate with greater agility while
strengthening supplier relationships and
reducing operational overhead.

Meetings & Events €€
Every meeting has a budget.
Why M&E spend is hard to manage? But by the time the last
Meetings and events often involve multiple invoice Iands no one
vendors, last-minute changes, and ’
decentralized approvals. Budgets are typically remembers who apprOVEd
approved centrally but spent locally, making it what.

difficult to track who spent what, where, and
why. Reconciliation is slow, and policy
compliance is inconsistent.

Anita Rimmington-Hill
Head of Relationship Management,
Global Corporate Banking, J.P. Morgan
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Bringing order to the chaos
Virtual cards allow teams to issue single-use
cards for each event, vendor, or booking. This

Strategic value
This use case is ideal for organizations with
decentralized teams or frequent event-based

can enable control over spend, simplify
reconciliation, and help ensure that every
transaction is tied to a specific budget and
purpose. It also reduces the need for shared
cards or manual reimbursements, improving
both visibility and compliance.

spend. It brings structure to a fragmented
process, improves auditability, and helps
finance teams enforce policy without slowing
down execution.

Digital advertising

spend

difficult to reconcile, especially when
campaigns are managed by agencies or local
teams. Without visibility or controls,
overspend and budget leakage are common.

Why campaign spend is hard to control?
Digital ad budgets are often fragmented
across teams, platforms, and geographies.
Spend is fast-moving, frequently prepaid, and

Precision Payments for Performance
Media

Virtual cards allow marketing and media
teams to issue campaign-specific cards with
pre-set limits, expiry dates, and merchant
restrictions. This can support faster
settlement, reduce reliance on credit lines,
and improve reconciliation through enriched
transaction data. Cards can be issued per
campaign, per platform or per agency,
creating a clean audit trail and tighter budget
discipline.t#

01 Fast-moving

O 2 Multi-market

03 Agency-managed

Digital
Ads

Strategic value

Virtual cards bring structure to a fast-moving
spend category. They can help marketing
teams stay within budget, improve
accountability, and enable better ROI tracking
across platforms and partners.!?

04 Hard to reconcile

Why Digital Ads Spend Needs Control

16  Virtual Cards as a Strategic Advantage jpmorgan.com/payments
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Virtual Cards:
Clearing the

17

As virtual cards gain traction, outdated assumptions continue
to cloud adoption. Misconceptions around supplier
acceptance, integration, and cost often stand in the way of
progress. It’s time to separate fact from fiction and reframe
the conversation

Despite growing adoption, virtual cards are still subject to outdated assumptions that can slow
down decision-making or stall implementation. These misconceptions often stem from legacy
experiences or a narrow view of their capabilities. In reality, today’s virtual card platforms are built
for scale, integration, and strategic value.

Some believe suppliers won’t accept virtual cards, yet many now prefer them for faster settlement
and better remittance data. Others assume integration is complex, when in fact, modern APIs allow
embedding into ERP and procurement systems. The idea that virtual cards are only for travel is
also outdated - they are now used across a wide range of B2B use cases, from supplier payments to
insurance disbursements.

Concerns around cost, control, and scalability are also misplaced. When factoring in fraud
reduction, automation, and working capital benefits, virtual cards often deliver a lower total cost of
ownership. With granular controls, they offer more flexibility and security than traditional
methods.>!

Virtual Cards as a Strategic Advantage jpmorgan.com/payments J.P. Morgan



Dispelling common myths about virtual cards

18

Virtual Cards as a Strategic Advantage

Suppliers won’t accept them

Integration is too complex

Expensive for suppliers

Hard to control at scale

More vulnerable to fraud

Supplier acceptance is evolving

Virtual cards are no longer a fringe method.
As more suppliers recognize the benefits of
faster settlement and better data, acceptance
is becoming the norm, not the exception.*

Integration is no longer a hurdle

Modern virtual card platforms are built for
interoperability. With APIs and plug-ins,
integration into ERP and procurement
systems is faster and lighter than ever.l!

Cost concerns are misplaced

Virtual cards offer suppliers faster access to
funds, cleaner data, and fewer reconciliation
issues. For many suppliers, the operational
benefits more than offset the transaction
fees.?

jpmorgan.com/payments

Reality

Acceptance is growing, especially with
faster settlement and better remittance
data

Modern APIs enable ERP and procurement
platform integration

Many suppliers value faster settlement,
better remittance data, and reduced admin
effort

Granular controls like spend limits and
expiry dates offer strong oversight

Single-use numbers, merchant restrictions,
and controls make them one of the most
secure ways to pay

Designed for control

Unlike traditional methods, virtual cards are
built with governance in mind. Finance teams

can configure usage parameters before a
transaction even occurs.!

Secure at scale

Security concerns are common, but with
features like spend limits, expiry dates, and

usage restrictions, virtual cards are designed

to help reduce fraud risk and offer a clear
audit trail.

J.PMorgan



As virtual cards move from pilot to platform, the conversation
is shifting from whether to adopt, to how to scale. The
organizations that embed them strategically will be the ones
that lead the next wave of B2B payment transformation

The shift Is underway

The pressure on finance teams to do more
with less has never been greater. Persistent
margin pressure, fragmented supplier
ecosystems, and growing compliance
demands are exposing the limitations of
legacy payment methods. Virtual cards offer a
solution: providing finance teams control,
speed, and data in a way traditional tools
cannot match. Supplier enablement is helping
bridge the gap between buyer intent and
supplier readiness, making card acceptance
easier to scale across the long tail. 14

What comes next

As virtual cards move deeper into core
finance workflows, the focus will shift from

Virtual Cards as a Strategic Advantage

experimentation to scale. The next wave of
adoption will be led by organizations that
embed virtual cards into procurement,
treasury, and platform ecosystems, unlocking
new value across the enterprise. Supplier
enablement will play a central role in
activating cardable spend, strengthening
supplier relationships, and unlocking
measurable value across enterprises. The
opportunity is no longer theoretical. It's
operational, measurable, and already
underway.

The next chapter in B2B payments is already

being written. Virtual cards are helping
defineit.

jpmorgan.com/payments

summary
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