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Abstract—Digital transformation in banking
represents the comprehensive integration of
digital technologies across all banking
operations, fundamentally altering how
financial institutions create value, deliver
services, engage customers, and manage
risk. State Bank of India (SBI), India's
largest commercial bank with total assets
exceeding 62 lakh crore and over 500
million customers, has undertaken one of the
most ambitious digital transformation
programmes in Indian banking history,
transitioning from a predominantly branch-
centric service model to a digital-first
omnichannel banking ecosystem. This study
examines SBIl's digital transformation
journey, analysing technology investments,
digital  banking  platform  adoption,
operational efficiency gains, customer
experience improvements, financial
inclusion outcomes, and cybersecurity
governance. Primary data was collected
through structured questionnaires
administered to 120 respondents comprising
SBI employees across digital banking, IT,
and operations functions, and SBI customers
using digital banking channels. Secondary
data was sourced from SBI Annual Reports
(2021-2024), RBI Digital Payments reports,
NASSCOM banking technology
publications, and academic literature on
digital transformation in banking. Findings
indicate that SBI's YONO (You Only Need
One) platform has crossed 78 million
registered users, digital transaction share has
grown from 52% to 84% of total
transactions, and digital banking has reduced
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SBI's cost per transaction from 45 (branch)
to 2.1 (digital), generating annual operating
cost savings exceeding 18,000 crore.
Recommendations  address  Al-driven
personalisation, cybersecurity framework
strengthening,  rural  digital ~ banking
expansion, and APIl-enabled ecosystem
partnership development.

Keywords: Digital transformation, SBI,
YONO, digital banking, fintech, UPI, mobile
banking, financial inclusion, cybersecurity,
banking technology.

1. INTRODUCTION

Digital  transformation in  banking
represents far more than the adoption of
digital channels for service delivery—it
constitutes a fundamental reimagining of
banking  value  creation,  operational
architecture, customer relationships, and
competitive positioning driven by the
convergence of mobile internet, cloud
computing, artificial intelligence, big data
analytics, and application programming
interfaces. Banks that successfully navigate
digital ~ transformation  emerge  with
structurally lower cost bases, deeper
customer relationships enabled by data
intelligence, and the agility to respond to
competitive threats from both traditional
peers and technology-native fintech and big
tech disruptors.

India's banking digital transformation has
been accelerated by a confluence of enabling
infrastructure developments: the Unified
Payments Interface (UPI) processing 131
billion transactions worth X200 lakh crore in
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FY 2023-24; the Aadhaar biometric identity
system providing instant KYC for 1.4 billion
residents;  the  Account  Aggregator
framework enabling consent-based financial
data sharing; and the India Stack API
infrastructure  providing  programmable
access to identity, payment, and data
services. Together, these public digital
infrastructure investments have created a
uniquely enabling environment for banking
digital transformation at a scale and speed
unmatched globally.

State Bank of India, established in 1955
through the State Bank of India Act and
tracing its roots to the Imperial Bank of
India (1921), is India's oldest and largest
commercial bank. With total assets of 362.2
lakh crore, 22,542 branches, 65,000 ATMs,
and a customer base exceeding 500 million,
SBI's digital transformation programme
carries unique significance: the bank's scale
means that its digital adoption rates,
transaction channel shifts, and financial
inclusion outcomes have macroeconomic
implications beyond individual institutional
performance. SBI's YONO (You Only Need
One) super-app, launched in 2017, has
become one of India's largest digital banking
platforms and a benchmark for public sector
bank digital transformation globally.

This study provides a comprehensive

examination of SBI's digital transformation
programme, analysing technology platform

evolution,  digital adoption  metrics,
operational efficiency gains, customer
experience improvements, and financial

inclusion impact. The research aims to
document and evaluate SBI's digital
transformation as a case study of large-scale
public ~ sector  bank  technology-led
reinvention and derive insights applicable to
banking technology strategy and policy.

2. OBJECTIVES OF THE STUDY

The objectives of this study are to
examine and document the key digital
transformation initiatives, technology
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platforms, and investment  priorities
undertaken by SBI across internet banking,
mobile banking, payment systems, Al
analytics, and cybersecurity domains; to
evaluate the adoption and performance
outcomes of SBI's digital transformation
programme, measuring digital transaction
share growth, YONO user base expansion,
cost efficiency improvement, and digital
channel customer satisfaction; to assess the
impact of SBI's digital transformation on
financial inclusion outcomes, including rural
digital banking access, digital account
opening, and mobile banking adoption
among previously underserved customer
segments; to analyse SBI's cybersecurity
governance and risk management framework
for digital banking operations, identifying
current  capabilities and improvement
opportunities; and to recommend strategic
enhancements to SBI's digital transformation
programme for sustaining competitive
leadership in a rapidly evolving digital
banking landscape.

3. LITERATURE REVIEW

[1] Westerman, Bonnet, and McAfee
(2014)  established the  foundational
framework for digital transformation,
defining it as the use of digital technologies
to radically improve performance or reach of
enterprises  across  three  dimensions:
customer experience, operational processes,
and business models. Their maturity model
distinguishing between digital beginners,
fashionistas, conservatives, and digirati
provides the conceptual lens for evaluating

SBI's digital transformation stage and
strategic priorities.
[2] Reserve Bank of India (2023)

published the Report on Currency and
Finance focusing on India’'s digital economy,
documenting UPI's emergence as a global
benchmark  for  real-time  payment
infrastructure  and  projecting  digital
transaction values reaching 3420 lakh crore
by FY 2026-27. The report identified SBI as
the largest single-bank UPI participant by
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transaction volume, processing
approximately 18% of total UPI transactions
nationally.

[3] Vives (2019) analysed digital
disruption in  banking, finding that
incumbent banks with large branch networks
and legacy IT infrastructure face the most
severe cost disadvantage versus digital-
native competitors, but also possess
regulatory capital, customer trust, and
distribution scale advantages that provide
time and resources for digital transformation
if deployed with strategic urgency. SBI's
transformation trajectory directly validates
Vives's  assessment  of  incumbents'
transformation  potential when  scale
advantages are mobilised.

[4] McKinsey Global Institute (2023)
published the Global Banking Annual
Review documenting that banks achieving
digital transformation leader status generate
returns on equity 10-15 percentage points
higher than digital laggards, with cost
efficiency (cost-to-income ratio) the primary
differentiating metric separating digital
transformation winners from followers in
retail banking.

[5] NASSCOM (2023) published the
Banking  Technology  Report India
documenting that SBI YONO with 78
million registered users represents the
world's largest public sector bank digital
platform, processing over 85,000
transactions per minute at peak and offering
250+ financial and lifestyle services within a
single super-app interface. The report
highlighted YONOQO's pre-approved loan
disbursal in under four minutes as a
benchmark digital lending achievement.

[6] Gomber et al. (2018) provided a
systematic review of FinTech and digital
finance research, establishing that artificial
intelligence, blockchain, cloud computing,
and big data analytics are the four primary
technology enablers of banking digital
transformation. Their research confirmed
that banks deploying all four technology
categories simultaneously generate superior
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customer experience and operational
efficiency outcomes compared to point-
solution adopters.

[7]1 SBI Annual Report (2023-24)
documented digital banking highlights
including 78 million YONO registered users,
84% digital transaction share, 96.5 million
mobile banking users, 18,000+ crore
annual digital cost savings, and 43.2 million
accounts opened digitally in FY 2023-24
representing 78% of total new account
openings, confirming the depth and breadth
of SBI's digital transformation achievement.

[8] World Bank (2022) published a study
on digital financial inclusion in India,
finding that SBI's Jan Dhan account digital
activation programme, combined with
YONO Krishi for agricultural communities
and YONO Lite for feature phone users, has
extended formal digital banking access to
approximately 120 million previously
unbanked or underbanked customers—a
financial inclusion achievement of global
significance.

4. RESEARCH METHODOLOGY

A mixed-methods research  design
combining quantitative survey analysis with
secondary financial and operational data
examination was adopted to
comprehensively study digital
transformation at SBI. Quantitative analysis
of structured questionnaire responses from
SBI employees and customers was
combined with secondary analysis of SBI's
digital banking performance  metrics,
providing both statistical evidence on
transformation outcomes and contextual
understanding of adoption challenges and
strategic priorities.

4.1 Research Design

Descriptive and analytical research design
was  employed. Descriptive  design
documents SBI's digital transformation
initiatives, technology platform portfolio,
investment priorities, and digital banking
adoption  metrics.  Analytical  design
examines relationships between digital
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transformation investments and performance

outcomes including  transaction  cost
reduction,  digital  channel  adoption,
customer  satisfaction, and  financial

inclusion metrics over the FY 2021-22 to
FY 2023-24 study period. Comparative
analysis ~ benchmarks  SBI's  digital
performance against peer public sector
banks and leading private sector banks.

4.2 Data Sources

Primary data was collected through
structured questionnaires administered to
120 respondents across two categories: SBI
employees in digital banking, IT operations,
branch banking, and customer service
functions (n=55), and SBI retail customers
using at least one digital banking channel
regularly (n=65). Employee questionnaires
covered digital transformation initiative
awareness, operational efficiency impact,
customer experience improvement
perception, cybersecurity confidence, and
digital ~ skill ~ development adequacy.
Customer questionnaires covered digital
channel usage patterns, service satisfaction,
feature adequacy, security confidence, and
financial inclusion experience across a 5-
point Likert scale. Secondary data included
SBI Annual Reports FY 2022-2024, RBI
Digital Payments Index reports, NPCI UPI
transaction statistics, NASSCOM Banking
Technology Report 2023, McKinsey Global
Banking Annual Review 2023, and peer-
reviewed literature on banking digital
transformation.

4.3 Sample Size

Stratified random sampling selected 120
respondents ensuring representation across
SBI functional divisions (digital banking,
branch operations, IT, credit), seniority
levels, and customer demographics.
Customer respondents covered urban (52%),
semi-urban (31%), and rural (17%) profiles
using internet banking, YONO app, mobile
banking, or UPI channels. Employee
respondents spanned junior officers to senior
management  across  technology and
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operations functions. Sample adequacy was
validated at 95% confidence level with 9%
margin of error using Cochran's formula.

4.4 Tools for Analysis

Descriptive statistical analysis including
mean scores, frequency distributions, and
percentage analysis was applied to Likert

scale questionnaire  responses.  Trend
analysis tracked SBI's digital adoption
metrics including YONO users, digital

transaction share, mobile banking active
users, and cost per transaction over FY
2022-24. Comparative analysis
benchmarked SBI digital KPIs against Bank
of Baroda, Punjab National Bank, and
HDFC Bank using publicly disclosed annual
report data. Cost efficiency analysis
quantified SBI's digital transaction cost
savings compared to branch transaction
baseline. Thematic analysis of qualitative
responses identified digital transformation
success factors and improvement priorities.

5. DATA ANALYSIS AND
INTERPRETATION

5.1 SBI Digital Transformation Platform
Portfolio

Platform / Initiative  Launch
YONO Super App 2017

YONO Business 2019
(MSME)

SBI Mobile Banking 2010
SBI Internet Banking 2001
BHIM SBI Pay (UPI) 2017
SBI YONO Krishi 2019
Digital Account 2020

Scale (FY24)
78 Mn registered users
2.1 Mn business users

96.5 Mn active users
108 Mn active users
18% of national UPI vol.
4.8 Mn farmer users
43.2 Mn accounts FY24

Opening
Al-based Credit 2021 72% pre-approved loans
Scoring via Al

Table I: SBI Digital Transformation Platform Portfolio
(FY 2023-24)

SBI's digital transformation portfolio
spans eight major platforms covering retail
banking (YONO), business banking (YONO
Business), mobile and internet banking, UPI
payments (BHIM SBI Pay), agricultural
financial services (YONO Krishi), digital
onboarding, and Al-based credit decisioning.
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YONO's 78 million registered users and
250+ integrated services make it one of the
most comprehensive banking super-apps
globally, offering not only financial services
but also lifestyle, travel, shopping, and
government  services in a single
authenticated interface. Al-based credit
scoring coverage of 72% of pre-approved
loan decisions demonstrates deep integration
of machine learning into core credit
operations.

5.2 Digital Adoption Metrics FY 2022-2024

Metric FY FY 2023- Change
2021-22 24
Digital Txn Share 52% 84% +32 pts v
YONO Registered 54 Mn 78 Mn +44.4% v
Users
Mobile Banking Users 68 Mn 96.5 Mn +41.9% v
Digital Accs Opened 22 Mn/yr  43.2 +96.4% v
Mn/yr
YONO Loans 6,800 18,400 +170.6%
Disbursed/day v
Cost / Transaction 4.2 2.1 =50.0% v/
(Dig.)
Cost / Transaction (Br.) 45 %45 Stable
Table I1: SBI Digital Adoption Metrics FY 2022 vs FY
2024

Digital transaction share growth from 52%
to 84% over the two-year study period
represents an  extraordinary  channel
migration pace for an institution of SBI's
scale and customer demographic diversity.
Digital account opening nearly doubled from
22 million to 43.2 million annually,
representing 78% of all new account
openings in FY 2023-24—a proportion that
would have been considered aspirational for
India’s largest public sector bank only five
years ago. YONO pre-approved loan
disbursals growing 170.6% to 18,400 daily
demonstrates the commercial velocity being
driven by Al-enabled digital lending
capability.

5.3 Cost Efficiency and Financial Impact

Efficiency Parameter ~ FY 2021-22  FY 2023-24
Cost-to-Income Ratio 57.1% 51.4%
Cost/Txn (Digital) %4.20 22.10
Cost/Txn (Branch) %45.00 %45.00
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Digital Cost Saving/Year 12,400 Cr %18,200 Cr
Net Interest Margin 3.12% 3.41%
Return on Assets 0.67% 1.04%
Staff Productivity (Z/emp) 58.4 Lakh 82.1 Lakh

Table I11: SBI Cost Efficiency and Financial Impact FY
2022 vs FY 2024

Digital transformation has delivered
measurable financial efficiency
improvements across all key metrics. Cost-
to-income ratio improved from 57.1% to
51.4%, reflecting the structural cost
reduction achieved as digital channels
replace higher-cost branch transactions.
Digital transaction cost of 2.10 versus
branch cost of ¥45.00 represents a 21:1 cost
ratio in favour of digital—the economics
driving SBIl's sustained investment in
channel migration. Annual digital cost
savings grew from 312,400 crore to 318,200
crore, providing reinvestment capital for
continued technology development. Return
on assets improvement from 0.67% to 1.04%
demonstrates that digital efficiency gains are
translating into improved overall financial
performance.

5.4 Customer Satisfaction with Digital Banking

Digital Service Dimension ~ Mean (/5) % Satisfied

YONO app ease of use 4.18 79%
Mobile banking reliability ~ 4.02 73%
UPI payment speed 441 88%
Digital loan processing 3.94 67%
Customer support (digital) ~ 3.48 51%
Security confidence 3.72 58%
Rural digital access 331 46%
Overall digital satisfaction ~ 3.91 67%

Table IV: Customer Satisfaction with SBI Digital
Banking (n=65)

UPI payment speed (mean 4.41; 88%
satisfied) and YONO app ease of use (mean
4.18; 79%) receive the strongest customer
satisfaction ratings, confirming that SBI's
core payment and digital banking interfaces
deliver strong user experience. Digital
customer support (mean 3.48; 51%) and
rural digital access (mean 3.31; 46%) record
the lowest satisfaction scores, identifying
remote assistance and rural digital inclusion
as the primary customer experience
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improvement priorities. Security confidence
at 58% satisfaction indicates that despite
SBI's cybersecurity investments, customer
trust in digital transaction security remains a
significant perception gap requiring targeted
communication and trust-building
investment.

5.5 Employee Assessment of Digital
Transformation

Transformation Mean (/5) % Agree
Dimension
Operational efficiency 4.28 83%
improved
Customer experience 414 7%
enhanced
Workload reduction from 3.94 68%
automation
Digital skill training adequacy 3.42 48%
Cybersecurity preparedness  3.68 57%
Legacy system integration ~ 3.21 41%
quality
Change management 3.37 45%
effectiveness
Overall transformation 3.86 65%

satisfaction
Table V: SBI Employee Assessment of Digital
Transformation (n=55)

SBI  employees strongly  recognise
operational efficiency improvement (mean
4.28; 83%) and customer experience
enhancement (mean 4.14; 77%) as the most
visible digital transformation outcomes,
reflecting the measurable channel migration
and cost reduction achievements
documented in organisational metrics.
Legacy system integration quality (mean
3.21; 41%) and change management
effectiveness (mean 3.37; 45%) record the
lowest employee assessment  scores,
identifying technology debt management
and organisational change capability as the
primary digital transformation execution
challenges. Digital skill training adequacy
(48% agreement) confirms a workforce
upskilling gap that must be addressed to
sustain transformation velocity.

6. FINDINGS AND SUGGESTIONS
6.1 Key Findings
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SBI's digital transformation has achieved
transformational scale outcomes: digital
transaction share grew from 52% to 84%,
YONO registered users expanded to 78
million, digital account openings reached
43.2 million annually (78% of total
openings), and annual digital cost savings
exceeded 18,200 crore in FY 2023-24.
These metrics confirm that SBI has
successfully executed a foundational digital
channel migration at a scale unprecedented
in global public sector banking, transitioning
the majority of its 500 million customer base
to digital service delivery within a relatively
compressed timeframe.

Financial efficiency outcomes validate the
digital transformation business case: cost-to-
income ratio improved from 57.1% to
51.4%, return on assets grew from 0.67% to
1.04%, and staff productivity increased from
X58.4 lakh to X82.1 lakh per employee. The
21:1 cost ratio between branch (%45) and
digital (R2.10) transaction processing
establishes  the  structural  efficiency
advantage of digital banking and the
economic imperative for continued channel
migration investment.

Customer satisfaction analysis identifies
UPI payments (88%) and YONO app
usability (79%) as the highest satisfaction
areas, while digital customer support (51%),
rural digital access (46%), and security

confidence (58%) represent significant
satisfaction  deficits requiring targeted
improvement. Employee assessment

confirms legacy system integration (41%)
and change management (45%) as the
primary implementation challenges,
indicating that technology architecture
modernisation and organisational capability
development must accompany continued
platform investment.

Financial inclusion outcomes through
digital transformation are significant: 43.2
million accounts opened digitally in FY
2023-24, YONO Kirishi reaching 4.8 million
farmer users, and digital banking extending
to rural customers through Business
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Correspondent networks and YONO Lite for
feature phones collectively demonstrate that
SBI's digital transformation is generating

financial  inclusion impact alongside
commercial efficiency benefits.
6.2 Suggestions

Al-driven personalisation should be

deployed across YONO and mobile banking
platforms to deliver individualised product
recommendations,  proactive  financial
advice, and contextualised service prompts
based on each customer's transaction history,
life stage, and financial behaviour patterns.
Personalisation engines have demonstrated
25-35% improvement in digital product

cross-sell ~ conversion and  18-22%
improvement in customer engagement
scores in comparable banking

implementations globally. For SBIl's 78
million YONO users, systematic Al
personalisation deployment would generate
substantial incremental revenue and deepen
digital relationship stickiness.

A comprehensive cybersecurity trust
building programme should be implemented

addressing  both  technical  security
enhancement and  customer  security
perception improvement simultaneously.

Technical investments should include Al-
powered real-time fraud detection, biometric
authentication upgrade to liveness detection
standards, and zero-trust  security
architecture  implementation.  Customer-
facing initiatives should include transparent
security communication through YONO,
digital banking safety certification visible in-
app, and proactive fraud alert notifications.
Given that security confidence stands at only
58% customer satisfaction, closing the trust
gap is as important as closing the technical
gap for sustaining digital banking adoption
momentum.

A Digital Talent Development Programme
should be established as a strategic HR
priority, addressing the 48% digital skill
training adequacy dissatisfaction among SBI
employees. The programme should comprise

Received: 23-03-2026 | Accepted: 26-04-2026 | Published: 02-05-2026

structured digital banking certification tracks
for branch and operations staff, advanced
data analytics and Al literacy courses for
technology  division  employees, and
leadership digital transformation workshops
for senior management. Targeted upskilling
of SBI's 230,000 employees for the digital
banking operating model will be a critical
determinant of whether the technology
platform investments documented in this
study generate their full potential operational
and customer experience benefits.

7. CONCLUSION

This study has comprehensively examined
SBI's digital transformation programme,
providing empirical evidence on platform
portfolio, adoption outcomes, financial
efficiency improvements, customer
satisfaction, and employee assessment
across the FY 2021-22 to FY 2023-24 study
period. SBI's digital transformation has
delivered transformational outcomes at
extraordinary scale: 84% digital transaction
share, 78 million YONO wusers, 218,200
crore annual cost savings, and 43.2 million
digital ~ account  openings  annually,
establishing SBI as one of the world's most
significant public sector banking digital
transformation case studies.

Financial efficiency improvements are
substantial and commercially significant: 5.7
percentage point  cost-to-income  ratio
reduction, 37 basis point return on assets
improvement, and 40.5% staff productivity
growth confirm that digital transformation is
generating measurable financial
performance enhancement alongside
customer experience improvement. The 21:1
cost advantage of digital over branch
transaction  processing establishes the
structural economic rationale for SBI's
continued investment in channel migration
and digital banking infrastructure.

Customer  satisfaction analysis and
employee assessment identify  digital
customer support, rural digital access,
security  confidence, legacy  system
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integration, and change management
effectiveness as the primary areas requiring
improvement investment to sustain and
accelerate the transformation trajectory.
These are precisely the second-order
challenges that emerge after foundational
platform deployment, requiring focused
organisational  capability  development
alongside continued technology investment.

SBI's digital transformation demonstrates
that even the world's most complex banking
institutions—characterised by massive scale,
deep organisational legacy, diverse customer
demographics, and extensive geographic

reach—can achieve profound digital
reinvention when transformation is pursued
with  strategic commitment, adequate

investment, and leadership urgency. The
lessons from SBI's transformation journey
provide a valuable blueprint for public sector
banking digital transformation globally and
for Indian banking institutions at earlier
stages of their own transformation
programmes.
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