Case Study: How Kotak Mahindra Bank Can Make
Mobile Banking and Net Banking the Primary
Customer Channels in India (2026-2035)

Executive Summary

Kotak Mahindra Bank can substantially reduce dependence on physical branches by making
mobile banking and net banking the default service channels for most retail, affluent, MSME,
and selected corporate journeys, but it cannot realistically or prudently eliminate physical
banking for every customer segment.[cite:41] [cite:44] [cite:36] A successful strategy must
combine resilient technology, redesigned service journeys, regulatory alignment, customer
incentives, assisted digital onboarding, and strong fraud controls, especially because the
Reserve Bank of India restricted Kotak in 2024 from digitally onboarding new customers due to
IT-risk and outage concerns.[cite:41] [cite:44] [cite:47]

The central strategic challenge is not simply channel migration;it is trust migration. Customers
will use only digital channels when those channels are consistently faster, safer, simpler, more
transparent, and more reliable than branch alternatives.[cite:41] [cite:44] [cite:48] This is
especially important in India because public-sector rivals such as State Bank of India, Union
Bank of India, and IDBI Bank still shape customer expectations through large branch networks,
but they also demonstrate widespread pain points in digital reliability, interface quality,
complaint handling, and operational consistency.[cite:45][cite:46][cite:48] [cite:49]

Kotak’s opportunity is therefore paradoxical. On one hand, the bank has strong private-sector
brand equity and a digitally oriented business model;on the other, its 2024 regulatory setback
exposed weaknesses in operational resilience and IT governance that must be fixed before
digital-first scale can become credible.[cite:41] [cite:44] [cite:47] If Kotak resolves resilience issues,
redesigns journeys around customer intent, and aggressively shifts service behavior through
incentives and assisted digital support, it can become India’s benchmark “branch-light, high-
trust” bank by 2035.[cite:30] [cite:33] [cite:35]

Context and Problem Statement

Indian banking remains hybrid rather than fully digital. Even digitally active customers still visit
branches for KYC corrections, dispute resolution, large-value service requests, document
submissions, relationship management, and moments of uncertainty where human
reassurance matters.[cite:35][cite:36] [cite:48] Physical banking also remains relevant because
many customers equate branch presence with safety, problem resolution, and institutional
legitimacy, especially outside metros.[cite:35][cite:38]

For Kotak Mahindra Bank, the business question is therefore not whether digital channels
matter;theyalready do.Reuters reported that before the RBIrestrictions, 95% of new personal
loans by volume and 99% of new credit cards were sold digitally, showing how central digital
channels already are to Kotak’s growth engine.[cite:41] The question is how to shift routine



servicing, sales, support, and advisory so decisively into mobile and net banking that branch
banking becomes exceptional rather than normal.[cite:30][cite:33]

This objective has four business benefits. First, digital channels lower unit service cost relative
to physical branches.[cite:35][cite:38] Second, they allow higher service speed and
personalization through data and Al[cite:30][cite:33] Third, they enable scalable cross-sell of
loans, investments, insurance, and wealth products.[cite:32][cite:35] Fourth, they improve
competitive differentiation against public-sector banks that often struggle with legacy
complexity and inconsistent digital user experience.[cite:45][cite:46] [cite:48]

Why “Only Two Channels” Is Hard

Astrategy centered on mobile and net banking sounds attractive, but the target of making all
customers use only these two channels faces real constraints. RBIoversight of digital
operational resilience has tightened, and Kotak’s own restriction in 2024 showed that rapid
digital scale without sufficiently robust IT systems invites supervisory intervention.[cite:41]
[cite:44][cite:47] That means channel migration cannot outrun resilience, security,
recoverability, and governance.

Customer heterogeneity is the second constraint. Younger, urban, salaried users may embrace
app-first banking quickly, but senior citizens, rural users, low-digital-literacy customers, and
customers dealing with disputes or complex service exceptions often still need assisted or
human channels.[cite:35][cite:36][cite:38] Even in a highly digital future, complete branch
elimination would likely be commercially unwise and socially exclusionary.[cite:36] [cite:39]

The practical goal should therefore be this:make mobile banking and net banking the primary
channels for more than 90% of routine interactions and more than 75% of service requests by
2035, while redesigning branches as advisory, exception-handling, and assisted-digital hubs.
[cite:35][cite:36][cite:38]

Kotak’s Starting Position

Kotak begins with meaningful strengths.It is widely perceived as a technology-forward private
bank, with significant digital orientation in loans, cards, and account-led cross-sell.[cite:30]
[cite:32][cite:33] It has a customer base more willing than many PSU-bank customers to adopt
self-service journeys, and it can redesign systems with less legacy drag than very large public-
sector peers.[cite:35][cite:38]

Yet the starting position also includes structural weaknesses.Reuters and other reports noted
that RBI’s action followed concerns from examinations in 2022 and 2023, including frequent
and significant outages in core and digital systems, as well as concerns that controls had not
kept pace with growth.[cite:41][cite:44][cite:47] This makes reliability the first strategic priority,
because no amount of UX improvement or marketing can overcome repeated service disruption.
[cite:41] [cite:44]

There is also evidence of customer frustration around post-transaction alerts, ATM PIN
generation, and slow complaint resolution in digital contexts, indicating that “digital
availability” alone is not enough;service closure, transparency, and confidence matter equally.



[cite:40] The lesson is clear: Kotak must improve both front-end design and back-end service
execution.

Competitive Pressure from SBI, Union Bank, and IDBI

Kotak’s digital strategy must be shaped not just by its own weaknesses but by the pain points
customers already experience elsewhere.SBIremains India’s most influential benchmark
because of its massive branch base, enormous customer volume, and the reach of YONO and
internet banking.[cite:19][cite:220] [cite:48] However, SBI has also experienced digital service
interruptions during platform upgrades, and public complaints about recurring YONO/server
failures indicate that size alone does not guarantee reliability.[cite:45] [cite:48]

Union Bank and IDBIillustrate a different competitive lesson:poor digital experience does not
merely frustrate customers;it traps them in branch dependency. Publicly visible issue
summaries and app-store reviews point to net-banking friction, slow apps, clunky interfaces,
failed logins, transaction uncertainty, and support that often pushes users back to branches.
[cite:46] [cite:49] For Kotak, this creates an opening.If it can design a markedly more dependable
and intuitive digital experience, it can capture customers who are exhausted by PSU-bank
friction.[cite:35][cite:38]

The strategicimplication is that Kotak should not benchmark itself only against best-in-class
fintech UX.It should also explicitly position itself as the bank that removes the digital pain
points customers associate with large orlegacy banks:downtime, confusion, repeated
authentication friction, opaque complaint resolution, and branch escalation for simple
requests.[cite:45][cite:46] [cite:48] [cite:49]

Core Customer Pain Points in Digital-Only Migration

Reliability and outage anxiety

The single biggest obstacle to digital-only behavior is the fear that the system may fail when
money movement is urgent. RBI’s restriction on Kotak explicitly referenced outages and
inadequate IT-risk controls, while SBIusers have also experienced service disruptions during
digital platform upgrades.[cite:41] [cite:44] [cite:48] Customers who fear failed payments,
unavailable logins, or interrupted journeys will maintain branches as a psychological and
practical fallback.[cite:45][cite:48]

Trust and fraud concerns

Digital migration increases exposure to scams, impersonation, phishing, unauthorized
mandates, and social-engineering attempts. Reports and commentary around banking fraud
risks underline that customers now judge a bank not only on convenience but on whether the
bank actively protects them and communicates clearly after each transaction.[cite:40] [cite:42]
Missing alerts, ambiguous confirmations, and unclear dispute handling create immediate trust
erosion.[cite:40]



Fragmented service journeys

Many bank apps are good at payments but poor at end-to-end servicing. A customer may be
able to check balance and transfer funds but still need a branch or call center for debit-card
controls, profile changes, nominee updates, charge disputes, lien clarifications, or failed
transaction reversals.[cite:40] [cite:46] [cite:49] The result is “digital for easy tasks, branch for real
tasks,” which prevents true migration.

Authentication friction

Repeated OTP flows, password resets, browser incompatibilities, app crashes, device-binding
issues, and session timeouts discourage customers from using net banking or mobile banking
foranything beyond urgent payments.[cite:46] [cite:49] Security is essential, but badly designed
security feels like punishment to legitimate users and pushes them toward branch dependence.
[cite:45][cite:46]

Low confidence in complaint resolution

If a digital issue occurs, customers want immediate proof that the bank has recognized the
issue, assigned ownership, and committed to a resolution window. Public complaint narratives
across banks show dissatisfaction when customer support responds with generic scripts or
simply asks users to visit a branch.[cite:40] [cite:46] Unless Kotak solves this, digital-first
messaging will be seen as cost-cutting rather than service improvement.

Uneven digital literacy

A pan-India migration strategy must account for customers who are smartphone users but not
confident digital bankers. Many can transact on UPIbut hesitate on net-banking setup,
beneficiary management, card controls, or investment modules.[cite:35][cite:38] Without
assisted digital design in multiple Indian languages, large parts of the user base will remain
branch-dependent.[cite:36][cite:38]

Strategic Vision for 20262035

Kotak should pursue a “Digital by Default, Human by Exception” operating model. In this
design, mobile banking and net banking handle routine sales, servicing, support, and
personalization;call centers handle guided assistance and exceptions;and branches operate
mainly as advisory, trust-building, dispute-resolution, and assisted-digital centers.[cite:30]
[cite:33][cite:35] The branch does not disappear, but it changes role completely.

The target state should include five outcomes by 2035. First, near-zero unscheduled critical
outages in customer channels.[cite:41] [cite:44] Second, end-to-end self-service completion for
the top 100 customer journeys.[cite:30][cite:33] Third, digital resolution for most complaints
without branch escalation.[cite:40][cite:45] Fourth, multilingual accessibility and simplified
interfaces for mass-market India.[cite:35] [cite:38] Fifth, measurable branch traffic reduction for
service tasks, with branches reallocated toward advisory and value-adding engagement.
[cite:35][cite:36]



Ten Strategic Levers

1. Rebuild digital resilience before scaling acquisition

Kotak’s first move must be foundational: rebuild operational resilience, not just customer-
facing features. The 2024 RBI action makes clear that the bank needs stronger IT governance,
scalable core architecture, failover design, incident response, observability, and capacity
planning before it can safely make digital the only primary channel.[cite:41] [cite:44] [cite:47] This
work is not visible glamour, but it is the condition for all other channel migration goals.

2.Redesign around customer intents, not product silos

Instead of separate journeys for savings, cards, loans, and service requests, the app and net
banking should be organized around intents such as “send money,” “fix a problem,” “manage
my card,” “update my profile,” “borrow,” “invest,” and “plan.” This reduces cognitive load and
aligns with how customers think during real-life use.[cite:30] [cite:33] [cite:35] The same service
logic should be available across both mobile and web so customers do not feel forced into one

platform for a specific task.[cite:33]

3. Make service closure visible in real time

Every request should generate a ticket, live progress state, expected resolution clock,
responsible owner, and automated notifications. This directly addresses a common pain point
across banks: customers do not know whether the bank has recognized the issue or what
happens next.[cite:40] [cite:46] Transparency reduces anxiety and shrinks unnecessary branch
visits.

4. Build assisted digital onboarding and servicing

If the goal is branch-light banking, branch staff must become digital coaches rather than
manual processors. They should help customers install the app, activate net banking, register
devices, set transaction limits, add nominees, configure alerts, and learn key journeys in one
guided session.[cite:35][cite:36] Assisted migration is especially important for senior citizens,
first-time smartphone bankers, and customers moving from PSU-bank habits.[cite:38]

5.Introduce “digital-only benefit” economics

Customers shift channels when incentives are clear. Kotak can offer lower fees, higher
transaction limits, faster turnaround, better reward structures, instant service credits, or
preferential rates for customers who complete servicing digitally rather than via branch.[cite:35]
[cite:38] This must be designed carefully so it nudges digital adoption without appearing
punitive to vulnerable segments.[cite:36]



6.Create a multilingual, low-bandwidth Bharat interface

A pan-India strategy cannot assume metro-style app usage. Kotak should offer simplified
interface modes, Indian-language support, voice-guided flows, larger icons, low-data
rendering, and assisted chat in key regional languages.[cite:35][cite:38] This would materially
differentiate it from banks whose digital platforms are technically available but practically
intimidating for mainstream users.[cite:46][cite:49]

7.Replace passwords with stronger but simpler trust frameworks

Authentication must become more secure and less painful. Device binding, biometriclogin, risk-
based step-up authentication, trusted beneficiary patterns, and contextual fraud checks can
reduce repetitive credential friction while strengthening security.[cite:42][cite:45] Net banking
should become as easy to trust as the mobile app, not alegacy channel with clumsy login
mechanics.[cite:46]

8. Build AI'powered service guidance and issue triage

An in-app and in-web assistant should guide users to complete tasks, explain failures in plain
language, auto-classify complaints, detect likely fraud scenarios, and escalate complex cases
with full context.[cite:30][cite:33][cite:35] The goal isnot to replace humans entirely; it is to
remove dead ends and reduce the customer effort required to get support.[cite:40]

9. Convert branch metrics from transaction volume to digital activation

Branches should no longer be rewarded for over-the-counter transactions. Their KPIs should
instead include digital activation rate, successful self-service adoption, first-time-right app
setup, and reduction in repeat service visits.[cite:35] [cite:36] This internal incentive redesign is
essential because otherwise branch teams may unconsciously preserve manual behavior.

10. Industrialize customer education and trust communication

Kotak should run persistent “safe digital banking” education through the app, SMS, email,
WhatsApp, branch displays, and RM interactions. Customers need short, scenario-based
education on failed transactions, fraud prevention, app updates, transaction alerts, dispute
filing, and service turnaround expectations.[cite:40] [cite:42] Education is a strategiclever
because confidence compounds usage.

Detailed Benchmark Against SBI, Union Bank, and IDBI

State Bank of India

SBI’s scale is its strength and its warning signal.Its enormous branch network and YONO
ecosystem give it unmatched reach, but service interruptions during maintenance and recurring
public complaints around digital reliability suggest that customers still experience uncertainty
during critical moments.[cite:45][cite:48] Kotak should study SBInot to imitate it, but to beat it
on reliability, simplicity, and issue-resolution transparency.



SBIalso demonstrates that a powerful super-app does not automatically eliminate branch
dependency. Many customers use YONO for payments and simple servicing while still relying on
branches for reassurance, document-heavy needs, or when digital channels seem unstable.
[cite:45] [cite:48] Kotak can win by making the “problem-resolution layer” better than SBI's, not
just the payments layer.

Union Bank of India

Publicissue summaries around Union Bank net-banking emphasize the kinds of friction that
weaken digital trust:login issues, account locking, browser sensitivity, and dependence on
troubleshooting steps unfamiliar to average users.[cite:49] Even when the service is technically
available, the customer may still perceive it as unreliable or fragile. Kotak should therefore
minimize dependency on user-side troubleshooting and instead build self-healing, guided
recovery flows.

IDBI Bank

App-store feedback around IDBI points to slowness, crashes, clunky interface design,
unpredictable transaction behavior, and support that redirects users to branches.[cite:46] This is
atextbook example of what Kotak must avoid if it wants to make mobile and net banking the
primary channels. A digital channel that fails during everyday tasks teaches customers to
preserve branch dependency as insurance.[cite:46]

Target Operating Model

A successful digital-first bank needs operating-model redesign, not just new software. Product,
technology, operations, risk, customer service, branch banking, and marketing must share
common channel-migration targets and customer-outcome metrics.[cite:30] [cite:33][cite:35] If
each function optimizes its own silo, the customer experiences inconsistent promises and dead-
end journeys.

The operating model should include a central “digital journey command center” that tracks the
top customer flows, live error rates, drop-off points, complaint reasons, and branch spillover
events.[cite:30] [cite:33] Every high-volume failed journey should have an accountable business
owner and a fixed remediation SLA. This is how digital migration becomes a managed
transformation rather than a slogan.

Roadmap:2026-2035

Phase 1: 20262027 — Stabilize and regain trust

The immediate priority is resilience remediation, incident transparency, customer alert integrity,
and closure of top unresolved digital service defects.[cite:41] [cite:44] [cite:40] Kotak should also
identify the top 25 branch-driven requests that can be digitized end to end and make those
journeys measurably better than branch interactions.



Phase 2:2028-2030 — Migrate routine service behavior

Once trust improves, Kotak should expand to the top 100 digital journeys, launch multilingual
low-friction interfaces, and align pricing, rewards, and branch incentives to favor self-service.
[cite:35][cite:38] By the end of this phase, most non-cash service tasks should be digital-first,
with branch support acting as assisted digital rather than manual processing.[cite:36]

Phase 3:2031-2035 — Build an adaptive branch-light bank

In the final phase, the bank should use Al personalization, event-driven advisory, and
predictive service models to anticipate needs and resolve issues before customers raise them.
[cite:30][cite:33] Physical branches should evolve into compact advisory studios and assisted-
digital pods, while mobile and net banking become the default relationship layer for the vast
majority of customers.[cite:35][cite:36]

Risks and Failure Modes

The first failure mode is trying to force digital adoption before reliability is solved. Kotak’s
regulatory experience in 2024 is proof that digital growth without adequate resilience can
backfire commercially and reputationally.[cite:41] [cite:44] [cite:47] The second is underestimating
inclusion;if seniors, rural users, or digitally anxious customers feel excluded, they may migrate
deposits and relationships elsewhere.[cite:36] [cite:38]

The third risk is cyber and fraud escalation. As customer behavior shifts online, attackers also
intensify efforts, so fraud controls, behavioral analytics, and customer education must mature
in parallel.[cite:42] The fourth risk is internal cultural resistance: branch and service teams may
continue to resolve issues manually unless their incentives change materially.[cite:35][cite:36]

Metrics That Matter

Kotak should measure more than downloads and logins. The most meaningful indicators are
digital completion rate by journey, repeat failure rate, unscheduled outage minutes, complaint
resolution without branch visit, fraud loss per digital active user, app-store rating trends, and
branch footfall for digitizable requests.[cite:30] [cite:33] [cite:40] These metrics reveal whether
the bank is actually replacing branch dependence rather than merely increasing digital traffic.

An additional set of board-level metrics should include customer trust indicators such as alert-
delivery success, dispute acknowledgment time, service visibility score, and “confidence to
transact digitally” from periodic surveys.[cite:40] [cite:42] This matters because digital
transformation in banking is as much emotional as technical.

Final Assessment

Kotak Mahindra Bank can absolutely become one of India’s most digital primary banks by 2035,
but it should not define success as eliminating physical banking altogether.[cite:35] [cite:36]
[cite:41] The more durable ambition is to make mobile banking and net banking so reliable, safe,
transparent, and useful that customers voluntarily reserve branches only for exceptional or
advisory situations.[cite:30] [cite:33] [cite:44]



The decisive competitive advantage will not come from having more features than SBI, Union
Bank, or IDBI. It will come from removing the friction customers have learned to tolerate
elsewhere:outages, confusion, fragmented journeys, weak issue visibility, and support that
sends them back to the branch .[cite:45][cite:46][cite:48] [cite:49] If Kotak fixes resilience first and
then redesigns service behavior around confidence, it can reshape digital banking expectations
across India.[cite:41] [cite:44] [cite:30]



