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The digital transformation of the banking sector is essential for
survival and competitiveness in the digital age. This study aims to
explain the implementation model of digital transformation in
Iranian non-governmental commercial banks. As a fundamental and
qualitative study, it employs an exploratory design to achieve its
objective. The research population includes managers, consultants,
specialists, and experts involved in digital transformation initiatives
within these banks. Using a purposive sampling method, theoretical
saturation was reached with 17 participants. Data analysis was
conducted using Maxqgda software. The findings, based on a
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paradigmatic model, revealed that causal factors such as
competitive pressures, customer expectations, and market dynamics
significantly influence banking's digital transformation. Contextual
conditions, including environmental and economic factors,
employee experience, and organizational culture, provide the
foundation for implementation, while regulatory and competitive
challenges act as intervening variables. These factors shape
strategies and actions, such as customer-centric, operational,
ecosystem, and network strategies, which lead to outcomes like
enhanced customer experience, improved operational efficiency,
revenue growth, greater organizational agility, and innovative
business models. This model, tailored to the internal challenges and
unique structure of Iran’s banking industry, offers a more flexible
approach to implementing digital transformation initiatives.

1. Introduction

The emergence of the Fourth Industrial Revolution represents a period
of transformation driven largely by rapid advances in digital
technologies (Almaiah et al., 2022; Saad et al., 2022). This change can
be characterized by a phenomenon known as the digital
transformation of businesses (Rashid, 2017). Digital transformation is
essential for every business and society, and the banking industry is
one of the industries most affected by it (Porfirio et al., 2024).

The existing literature mainly focuses on the impacts of digital
transformation  in  macro-level analysis, such as firm
internationalization (Feliciano-Cestero et al., 2023), higher education
(Wang et al., 2023), innovation (Ata et al., 2022; & Tao Peng, 2022;
Liu et al., 2023; Li et al., 20223), digital disruption and sustainability
(Nyagadza, 2022), labor share (Chen et al., 2022), and dynamic
processes for digital transformation of asset-intensive organizations
(Buck et al., 2023).

Despite the widespread attention paid to this area, digital
transformation in organizations still faces many challenges. Research
focusing on digital transformation shows that many organizations fail
to exploit the benefits of digitization strategically and operationally
fully (McKinsey, 2023).

These challenges and research gaps indicate that a clear
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understanding of the successful implementation of digital
transformation in banks requires more extensive research based on
new data. According to global experience, many organizations still
face problems in the digital transformation process, such as resistance
to change, lack of resources, and inadequate digital strategies (Liu et
al., 2023). Developing a comprehensive model for implementing
digital transformation in Iranian non-state commercial banks can help
fill these research gaps.

2. Research Methodology

The present study is fundamental research in terms of orientation and
qualitative research in methodology. An exploratory design was used
to achieve the research objective. The participant population includes
managers, consultants, specialists, and experts who have taken steps in
non-state commercial banks to design and implement their digital
journey. Sampling was carried out using a purposive sampling method
and theoretical saturation was achieved with 17 people. Research
categories were identified using the grounded theory method and
qualitative data analysis was performed using Maxqda software. The
method proposed by Holsti was used to validate the interviews.
Coding was performed twice and the “Percentage of Agreement
Observation” was 0.67, which is more than 0.6 and is an acceptable
value.

3. Research findings
The results of the interviews were analyzed using the grounded theory
method and based on the method proposed by Corbin & Strauss
(1997), including open, axial, and selective coding. The interview text,
which was previously entered into the software as a text file, was
studied many times and its key points were entered into the MaxQDA
software as codes. In the open coding stage, 1604 codes were
identified. Finally, 47 components and 200 categories were obtained
from all the indicators obtained from the open coding stage, which
were not presented due to their large volume.

In the data-based theorizing process, after collecting, analyzing,
and interpreting data, it is time to present the model, conclude, and
summarize the research. The 6C family was used for theoretical
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coding in this study. Considering the relationship between concepts,
the 6C coding family allows for the best possible combination of
categories and concepts. According to the opinions of professors and
experts, 47 components were used from all the indicators obtained
from the qualitative analysis of the content of the interviews to explain
the digital transformation implementation model.

Based on the paradigmatic model of the research, it was
determined that factors such as competitive needs and pressures,
customer expectations and behavior, and market and business factors
affect the digital transformation of banking. Contextual conditions
such as environmental, and economic factors, employee experience,
and organizational culture provide the necessary context for
implementing digital transformation, and the competitive situation and
legal and regulatory issues play an intervening role. The components
above affect strategies and actions such as customer-centric,
operational, ecosystem, and network strategies, which ultimately lead
to the implementation of digital transformation with outcomes such as
improving customer experience, increasing operational efficiency,
revenue and profitability growth, increasing organizational flexibility,
and improving the business model. It is suggested that non-
governmental commercial banks provide targeted services tailored to
their needs by analyzing behavioral data and customer preferences.

4. Discussion and Conclusion
Successful implementation of digital transformation in commercial
banks requires a comprehensive approach that starts with customer-
centric strategies, such as improving customer experience and fintech
partnerships and continues with a focus on process automation and
data management at the operational level. In the innovation and
growth section, digital product development and open banking were
confirmed as the main drivers of transformation, while leadership and
cultural strategies, especially in the field of digital leadership and
cultural changes, played an important role in the adoption of new
technologies. With the growth of digital technologies, customer
expectations from banks have changed. Customers today expect to
receive their financial services faster, easier, and online.

Given the results of this study, which emphasize the importance
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of understanding customers’ needs and preferences in the success of
banks’ digital strategies, it is suggested that future studies focus on
designing and utilizing customer personas as a key tool in digital
transformation. Customer persona analysis not only improves user
experience but also plays a pivotal role in shaping digital
transformation strategies.

Keywords: Digital Transformation, Non-State Commercial Banks,
Customer Experience, Ecosystem and Network Strategies, Digital
Banking.
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