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The way people shop online has changed dramatically. “Buy Now, Pay Later” (BNPL) services like Klarna, 
Affirm, and Afterpay are now mainstream. Instead of paying all at once, shoppers split purchases into 
smaller installments. It’s easy, flexible, and projected to cover more than 15% of all holiday sales in 2025. 
For legitimate shoppers, BNPL offers convenience and flexibility. For criminals, however, it has become a 
lucrative fraud vector. 
 
The Scale of the Problem 
Retailers are losing an estimated $3 to $5 billion annually to BNPL fraud, with total economic impacts 
potentially exceeding $10 billion when indirect costs are included. Some merchants report fraud rates of 
1.5% to 6% of BNPL transaction volume—up to six times higher than the traditional credit card fraud 
average of 0.5% to 1%. The financial liability typically falls on retailers, who absorb losses from stolen 
merchandise, chargebacks, BNPL transaction fees, shipping costs, and investigation time. 
 
Inside the Criminal Marketplace 
BNPL fraud has matured into a professionalized criminal enterprise. Dark web forums now feature 
detailed fraud guides priced between $50 and $200, often updated to bypass new defenses. One listing 
advertised an “Instant Klarna Fraud Guide – No Declines,” with over 200 confirmed purchases and highly 
positive “reviews” from criminals. 
 
Supporting infrastructure is equally advanced. Vendors sell complete identity packages (“fullz”) for $15 to 
$50 each, complete with personally identifiable information tailored for BNPL fraud. Automation tools 
facilitate simultaneous multi-platform attacks, while fencing networks convert stolen goods into cash 
within hours. Organized groups strategize months in advance, stockpile stolen identities, and time attacks 
for maximum disruption during peak holiday sales. This is no longer opportunistic crime—it’s structured 
operations with customer support, guarantees, and constant adaptation. 
 
Primary Attack Methods 
Stolen Credential Exploitation remains the most common tactic. Criminals test identity data purchased 
from breaches against BNPL systems, executing high-value purchases the moment they validate. These 
attacks are difficult to detect because all personal details match legitimate databases; only behavioral 
anomalies raise suspicion. Victims typically discover fraud long after merchandise has been shipped and 
resold. 
 
Synthetic Identity Creation represents a more advanced strategy. Criminals combine real Social Security 
numbers—often belonging to children or deceased individuals—with fabricated names, addresses, and 
burner phones. They nurture these fake profiles with small, legitimate transactions to build credit histories. 
Once established, they execute “bust-out” operations during peak holidays, generating tens of thousands 
in fraudulent purchases before abandoning the identities. Because these personas are fabricated, no 
victim reports the fraud, making detection exceptionally difficult. 
 
Velocity Attacks exploit BNPL fragmentation. Criminals launch simultaneous purchases across multiple 
platforms in compressed timeframes. Each BNPL provider sees only its own transactions, while criminals 
exploit the lack of cross-platform visibility. Recent cases show single identities executing $20,000+ in 
orders across five BNPL providers within two hours—most orders shipping before fraud teams could 
react. 
 
Why Holidays Amplify BNPL Fraud 
The holiday season magnifies BNPL risks through overwhelming transaction volumes, attractive high-
value inventory, and expedited shipping pressures. Retailers process 400% to 800% more transactions 
during peak months, pushing systems and analysts to the limit. Popular items—electronics, gaming 
consoles, luxury goods—offer immediate resale value, while same-day and next-day shipping narrow 
fraud detection windows. 
 



 

Criminal forums reveal coordinated planning cycles: identity acquisition in summer, synthetic profile 
building in fall, and synchronized attacks on Black Friday and Cyber Monday. For fraudsters, the holiday 
shopping rush isn’t chaos—it’s opportunity. 
 
Practical Defense Strategies 
Defending against BNPL fraud requires layered, adaptive strategies. Enhanced identity verification—
including government ID checks, device fingerprinting, and behavioral biometrics—raises barriers for 
attackers. Pattern recognition tools can flag unusual behaviors like new accounts making large purchases 
or multiple shipments to single addresses. Velocity monitoring across identity elements and transaction 
dimensions is critical for detecting simultaneous cross-platform abuse. 
 
Retailers can add strategic friction—such as cooling-off periods for new accounts or enhanced reviews for 
high-value categories—without overly burdening legitimate customers. Collaboration with BNPL 
providers, fraud information-sharing groups, and industry peers helps close systemic gaps. Finally, 
machine learning models that continuously adapt to evolving patterns provide scalable, real-time fraud 
detection. 
 
Preparing for the Holidays 
Preparation begins with technology readiness: stress-testing fraud systems under peak loads, updating 
rules, and ensuring BNPL integrations are functioning. Retailers must also train customer-facing staff, 
secure additional fraud analyst coverage, and establish clear escalation protocols. Strategic controls like 
temporary verification holds, product-specific monitoring, and proactive customer education campaigns 
further strengthen resilience. 
 
The Path Forward 
BNPL fraud is not a temporary challenge—it is a permanent business risk that scales alongside BNPL 
adoption. Retailers that treat fraud as an ecosystem problem, strengthen identity verification, and 
embrace collaborative intelligence will succeed. Those that delay investments will face shrinking margins 
as fraud consumes profits. 
 
Sustainable success depends on balancing innovation with security. Retailers who master this balance 
will not only protect holiday revenues but also preserve long-term customer trust—the most valuable 
asset in the digital economy. 
 
__________________________________________________________________________ 
CRITICALSTART® offers a pioneering solution to modern organizational challenges in aligning cyber 
protection with risk appetite through its Cyber Operations Risk & Response™ platform, award-winning 
Managed Detection and Response (MDR) services, and a dedicated human-led risk and security team. By 
providing continuous monitoring, mitigation, maturity assessments, and comprehensive threat intelligence 
research, they enable businesses to proactively protect critical assets with measurable ROI. Critical Start's 
comprehensive approach allows organizations to achieve the highest level of cyber risk reduction for every 
dollar invested, aligning with their desired levels of risk tolerance. 
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