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Bitcoin-FriendlyIs a
Competitive Advantage:
Sevenldeas for Merchants

Seven ideas for merchants. It starts with a posture toward a customer,

not a belief about an asset.

John McCabe
Co-founder of Saturday Bitcoin and former Global Director, 4 minread
Loyalty Solutions at Mastercard, where he spent more than ten saturdaybitcoin.com/read

years building merchant loyalty and rewards programs
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Most merchants still treat bitcoin as an asset they need an opinion about. Will it go up? Is it a
bubble? Should we hold any? Those are fair questions, and none of them is the one that
matters for your business. The question that matters is simpler: who are the customers asking

whether you accept it, and what are they worth to you?

I spent more than ten years building merchant loyalty and rewards programs at Mastercard.
For the past year I've studied the Bitcoin economy from the merchant’s side of the counter.

Here is the case in seven ideas. Each one has its own piece in this library.

1. Bitcoin-friendly is a posture toward a customer, not a belief
about an asset

Tens of millions of Americans own some bitcoin (if indirectly). Security.org’s 2026 survey
implies roughly one adult in five. Inside that group is a much smaller committed core, which
we conservatively estimate at around one million people, and growing, for whom bitcoin is

not just an asset they hold but a cause or mission.

A Posture Toward a Customer, Not a Belief About an Asset
You aren’t the customer. It helps to understand your customers.

What you don’t need What you're signaling

E‘I:A Fairness

To like bitcoin

Be Bitcoin-friendly

@ To understand it E:H Transparency
To care about ] ’
( i ; ) decentralization m, Integrity

Lower processing costs
To hold bitcoin or Final settlement
convert anything . No chargebacks

Personal
responsibility

A view on bitcoin’s price When a Bitcoiner Independence
pays you in bitcoin

When they pay by card,
that's fine too.

Most merchants already share them.
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Many of them shop based on a single leading criterion: which merchants are Bitcoin-
friendly? They tend to be patient, often affluent, and vocal. No ad platform lets you target
them. Irrespective of what you think about bitcoin, the customer segment is real, invaluable,

and very likely unclaimed by any merchant in your category so far.
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2. Acceptingbitcoinisn’t enough

Thousands of businesses already accept bitcoin and see little volume from it. A payment

option sitting quietly at checkout tells nobody anything.

Beyond Acceptance: ~ PathB:
Possible Isn't the Same as Actual (SRR e ndly

.. [IRL0CKED

Technical Possibility, Path A: Path B: What Turns
Zero Visibility Passive Visible Possible into Actual
Friction is removed, but a Bitcoiner has
no way to know your business exists.
Payment Payment

i Friction: Friction: 3 e s it
JUSt_ Plumbing R:;l:v:d R:;J?:d Discovery Community Signal Visible Participation
Behind Checkout Bitcoiners can find your A signal directing Bitcoiners tell their
The rails are more efficient, but nobody's business. Bitcoiners to you. friends because you're
behavior changes. Both sides stay Discovery: Discovery: visibly part of the Bitcoin
bitcoin-agnostic. None (no one: A community economy.

knows you exist)  signal directing
Bitcoiners to you

The Result: - e Frictionless rails don't

Possible, Not Actual g“‘“.""‘e' Ut come create customers.
ossible sales Customers who Rt

Removing a barrier makes a sale possible. know you're Communities do.

It doesn't make it happen. there

turday Bitcoin

Bitcoin commerce has a coordination problem. Merchants wait for customers, customers
can’t find merchants, and nothing moves until someone gathers one side. Acceptance without

discovery is passive. Bitcoiners have to find you.

3. First visible wins

In most markets, first-mover advantage fades as followers copy you. With single-issue
shoppers it can compound, because the advantage isn’t a feature. It’s the memory of which
merchant welcomed the community first, and a follower merchant can’t claim that position

later.
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Why This First-Mover Advantage is Different

Conventional first-mover advantage erodes. Better-funded or better-executed competitors leapfrog
the pioneers. Among Bitcoiners, you compete on positioning, and a follower can't become the first.

&Y

Conventional First-Mover Advantage
(Erodes)

Ientity«Based First-Mover Advantage
(Doesn't Erode)

A Follower Can't Become the First

A competitor can become Bitcoin-friendly
later. They cannot become the first in your
category in retrospect.

Vulnerable to Leapfrogging
Friendster and MySpace came before
Facebook. Blockbuster’s head start
became irrelevant when the model shifted.

A Race to the Bottom

Offers are commoditized; a competitor
can match or exceed your discount
tomorrow.

Principle-Driven Loyalty

Bitcoiners remember which merchant
welcomed the community first, when it
wasn't obvious or easy to do so.

Temporary Market Lead

Whoever bids highest wins the
customer, temporarily.

Allegiance Can'’t Be Outbid

A competitor would have to overcome
the loyalty you earned by stepping
forward first.
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Most categories are still open, especially specific ones. Be first if you can, second if you must.

Don’t be last.

4. You can match aprice. You can’t match anidentity.

Your channels choose your customers. Discount channels attract discount-led shoppers who
came for a discount and leave for the next discount, from a different merchant; Thomas Jones
and Earl Sasser called these shoppers Mercenaries. In contrast, identity-led channels find
Apostles: customers who stay, recommend you, and even forgive the occasional slip.
Bitcoiners are one of the very best examples of Apostle customers ever to have existed, and

they are looking for Bitcoin-friendly merchants to shop at.

The Saturday Read - Bitcoin-Friendly Is a Competitive Advantage: Seven Ideas for Merchants



Allegiance vs. Fickle Loyalty
“Allegiance, not just loyalty”

TRADITIONAL CUSTOMER: FICKLE LOYALTY BITCOINER CUSTOMER: PRINCIPLED ALLEGIANCE

Transactional & Price-Sensitive

Customers shop primarily for the best
discount and leave when prometions end.

Q} Identity & Values Alignment
Customers shop because you are
@ Bitcoin-friendly, viewing purchases

as a vote for their values.

Fragile Retention Durable Allegiance
This mission-driven relationship
stays firm even when market
i or prices

Loyalty is shallow and evaporates as
soon as a competitor offers a better deal.

Dispersed Category Spend

7
Y

Consolidated Category Spend

These shoppers frequently chase T their gory
deals across multiple merchants spending with the merchants who
Q@ o within the same category. DRIVER COMPARISON - welcome them.
Driver Fickle Loyalty Principled Allegiance
(Traditional) (Bitcoiner)

Primary J Discounts and Q’\ Shared mission

Motivation convenience O and identity

Purchase —H Occasional / H Habitual /

Behavior E2(© Promotional K_J Values-based

What You Get QO Zeroloyalty A7 Sustained preference
I=> after “deal” %§ for first-movers . .
Saturday Bitcoin

When a Bitcoiner switches to you because of what you stand for, they don’t arrive as a deal-
seeker. They arrive as an advocate. A competitor can copy your discount tomorrow. It can’t

occupy the Bitcoin-friendly position if you have already occupied it first.

5. Every merchant added makes the others, in other categories,
more valuable

Bitcoiners are filling in a jigsaw of everyday spending, one category at a time: coffee, then
software, then clothing, then travel. Each new piece, in each new category, makes the whole
picture more useful, which makes it easier to keep choosing Bitcoin-friendly businesses.
Bitcoiners are looking to migrate their existing shopping, in the categories where they

already shop, to Bitcoin-friendly merchants.
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The Coverage Advantage: Why Slots in the Jigsaw Fill Early

Depth-First (Which One?) Coverage-First (The Bitcoin Shopping Jigsaw)
Many merchants in one category, competing on price and variety One Bitcoin-friendly merchant per category, across a full shopping life

Life-Map

Representation:

1 merchant each for
wine, coffee, cookware,
travel, and pets.

v—.* 4y
Xy
Cookware
Redundancy:
20 competing wine
merchants fighting
for attention.
Travel
Friction & Chasms Clarity & Pathways
The Bitcoiner's
Shopper's Question ~ Merchant Focus Network Goal Question .
Why Pieces Stay Placed
The Binary Choice A Piece, Once Room in
Advantage Placed Sub-Categories
Once the answer is yes, is substantially complete, Broad categories leave
“exists or doesn't exist” and the momentum to room for merchants who
Which of these twenty Within-category More merchantsin  Does a Bitcoin-friendly carries most of the weight.  replace it with a different define their slot precisely.
options is cheapest? competition one category option exist? piece is low.
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One category is a vote. Every category is a movement. Early participating merchants take the

primary slot in their category.

6. When they pay in bitcoin, they arrive on your cheapest rail

Online card payments cost U.S. merchants about 2.3% plus 25 cents per transaction on
average, and closer to 3% on American Express. Bitcoin payments (via Bitcoin’s Lightning
Network) typically cost just a fraction of a penny, and they settle with finality, immediately:

no chargebacks, and you alone decide your refund policy.
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Your Cheapest Rail

When Bitcoiners pay in bitcoin, the sale arrives on the lowest-cost rail you have

Card, online Bitcoin over Lightning
About 2.3% + 25¢ A fraction of a penn

Fee
closer to 3% on American Express plus your processor's fee

Settlement Later Immediate
funds arrive after the sale settles with finality

Chargebacks Possible None
the payer can reverse the sale you alone decide your refund policy

The savings apply only to sales actually paid in bitcoin. Customers who pay by card cost what they cost today.
Card cost: average for online card payments in the U.S. Lightning: Bitcoin's Lightning Network. ® Saturday Bitcoin

Be precise about this. The savings apply only to sales actually paid in bitcoin, and some
Bitcoiners will still pay by card (supporting Bitcoin-friendly merchants on principle, even
when they pay through conventional channels). The customer is the first half of the value you

can expect. The low-cost payment rail is the second.

7. Waiting has a cost; acting costsllittle

Wait-and-see feels safe. As the strategy proves itself in the marketplace, it gets easier to
defend adopting it, but by then you are following merchants who have already claimed the
high ground in your category. The early bird catches the worm. Acting early in your category
wins the attention of Bitcoiners, and their allegiance. The merchant bitcoin strategy doesn’t
touch your pricing, your brand for other customers, or your existing marketing, and you can

drop it at will.

The Saturday Read - Bitcoin-Friendly Is a Competitive Advantage: Seven Ideas for Merchants



Waiting Has a Cost; Acting Costs Little

Wait-and-see feels safe. It hands the head start to someone else.

Acting now Waiting
//
Minutes, not a project / ® Following, not leading
Claim your _Iisti_ng and /i . i' By the time it's proven,
make bitcoin visible. / \ / R other merchants have
@’ claimed the high ground
\ in your category.
X Nothing else changes

T Your pricing, your brand

for other customers and
your existing marketing

stay as they are. Acting:

small and reversible
1, Reversible
f You can drop it at will.

\ /. Attention goes
{ —  elsewhere
2\
~ \ Acting early wins the

attention of Bitcoiners,

and their allegiance.
Waiting:

the head start goes to

someone else

Works independently of bitcoin's price.
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The merchant bitcoin strategy works completely independently of bitcoin’s price. One day,
having a bitcoin strategy will be table stakes for merchants. Today it is still a differentiator,

potentially delivering significant, sustainable business impact.

What thisis not

This isn’t a promise of category dominance or a specific sales lift. The committed segment is
small (for now), and it rewards sincerity more than slogans. If your product isn’t right, no

customer segment will save it.

What it offers is a segment of invaluable customers that your competitors aren’t courting,

reached through a channel they can’t see.

Where to start

Our companion guide, The Bitcoin-Friendly Merchant Playbook, sets out seven practical
moves. The first is the simplest: make sure Bitcoiners can find you. If you already accept

bitcoin, claim your free listing at saturdaybitcoin.com/business.

John McCabe - Co-founder of Saturday Bitcoin and former Global Director, Loyalty Solutions at
Mastercard, where he spent more than ten years building merchant loyalty and rewards programs.
Read this and the rest of the library at saturdaybitcoin.com/read.
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