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BBVA at a 
Glance

25+ Countries

82.8 Million Active Customers

78.9% Digital Product Sales

66% New Digital Customers

Sources: [1]-[4]  
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Our Strategic 
Question

How can BBVA speed up its digital 
transformation to improve 
customer experience, boost 
efficiency, and drive sustainable 
growth?
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Three Forces 
Shaping 
Banking

• GDPR: personal-data protection
• EU AI Act: rules for AI use
• AML / CFT: customer checks and monitoring

Regulation

• Online banking is becoming more common
• EU use: 59.63% (2022) → 69.66% (2025)
• Digital convenience raises expectations

Customer 
Behavior

• AI and cloud can support efficiency
• Cyber events and digital fraud create risk
• Security and trust remain essential

Technology

Sources: [3]-[9]
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Competitive 
Pressure: 
Rivalry is 
Intense

Sources: [10]

Rivalry
• High
• Incumbents and 

digital challengers

New Entrants
• Moderate, rising
• Fintech and 

neobanks

Substitutes
• Moderate
• Alternative 

payments and 
services

Buyer Power
• Moderate–high
• Customers can 

compare and 
switch

Supplier 
Power
• Technology, data 

and infrastructure 
dependencies
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Intense rivalry means BBVA must differentiate beyond simply offering digital banking channels.



Four Groups 
in the 
Competitive 
Landscape

Pure-Play 
Neobanks
• Revolut & N26
• Digital-first 

European retail 
focus

Global Digital 
Transformers
• BBVA
• International reach 

& digital acquisition

Regional Banks
• CaixaBank & 

Sabadell
• Strong home-

market positions

Global 
Incumbents
• Santander & BNP 

Paribas
• International scale 

& branch networks

Sources: [11]

02 • EXTERNAL ANALYSIS

DIGITAL 
ORIENTATION

GEOGRAPHIC
REACH



What BBVA 
Brings to the 
Table

Sources: [2]-[4], [12]

11.5 Million New 
Customers Added

66% Acquired 
Digitally

€10.5 Billion 
Net Profit

19.3% ROTE

• 2025–2029 strategic plan 
places next-generation 
technology and AI at the 
center.

Technology Priorities

• Blue digital assistant and 
OpenAI partnership aim to 
support service and 
operational improvements.

AI Initiatives
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Strong Digital 
Engine, 
Exposure to 
Market Risks

Sources: [2]-[4], [12]

Strengths
Strong digital 
acquisition

International scale

Financial capacity 
and profitability

Weaknesses
Geographic 
earnings 
concentration

Market-specific 
volatility

Digital advantage 
must be sustained

Opportunities
Reach new 
customers digitally

AI-enabled 
efficiency and 
personalization

Selective branchless 
expansion

Threats
Neobank 
competition

Economic and 
currency volatility

AI regulation and 
cyber risk
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A Proposed 
Next Step: 
Replicate the 
Branchless 
Model in 
Europe

• Digital platform
• AI onboarding

Existing Assets

• Live: Italy and Germany
• Next: similar mature European markets
• Rest of Business profit +60% to 

€508 million

Market Option

• Diversify revenue
• Scale without branches

Value Logic

Sources: [4]
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Test the 
Model Before 
Replicating it

Suitability

Does replicating 
the model address 

a real strategic 
need?

Diversifies 
geographic 

exposure

Uses existing 
digital capabilities

Fits technology 
priorities

Feasibility

Can BBVA execute 
successfully?

Customer 
acquisition costs

Local regulation 
and compliance

Competition and 
customer trust

Acceptability

Will returns and 
risks be 

acceptable?

Expected 
profitability

Reputational and 
execution risks

Measurable 
milestones

Sources: [11]
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A digital-only model is not automatically low-cost; acquisition 
efficiency must be demonstrated.



Two 
Supporting 
Moves: AI and 
Deeper 
Relationships

Sources: [3], [4], [6], [9], [12]
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Scale AI With 
Purpose

Can AI make 
BBVA more 
efficient and 
responsive?

Blue digital 
assistant and 

OpenAI 
partnership

AI Transformation 
unit created in 

2026

Efficiency ratio: 
37.8% in H1 2026

Watch: AI 
regulation and 

cyber risk

Deepen 
Customer 

Relationships

Can digital users 
become full 

banking 
customers?

66% of 2025 new 
customers joined 

digitally

Aim: move single-
product users to 

multiple products

AI-tailored 
lending, credit 

and investment 
offers

To test: product 
uptake and 

retention among 
digital-only users



Three 
Priorities for 
BBVA
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Replicate Selectively

• Consolidate Italy and Germany, 
then replicate the branchless 
model in similar European 
markets to diversify revenue, 
only where demand and 
economics are validated.

1

Replicate Selectively

• Consolidate Italy and Germany, 
then replicate the branchless 
model in similar European 
markets to diversify revenue, 
only where demand and 
economics are validated.

Scale AI With Purpose
• Use enterprise AI and Blue to 

improve workflows, risk analysis 
and operating efficiency.

2

Scale AI With Purpose
• Use enterprise AI and Blue to 

improve workflows, risk analysis 
and operating efficiency.

3

Deepen Customer Relationships

• Convert digital-only users into 
multi-product customers 
through relevant lending, credit 
and investment offerings.



Measure What 
Makes the 
Strategy 
Sustainable

• Cost to win each new customer

Customer Acquisition Cost

• Whether acquired users stay active

Digital Retention

• Whether efficiency improves (H1 2026 baseline: 37.8%)

Cost-to-Income

• Whether growth creates value (H1 2026 baseline: ROTE 22.2%)

Return on Equity
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