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Distinguished Ladies and Gentlemen

Good afternoon distinguished Ladies and Gentlemen and welcome to the Lagos 
Business School of the Pan-Atlantic University.

Background

My information technology (IT) journey began about 30 years ago at TARA 
Systems Limited where I worked in various capacities. At the onset of my career, I 
focused on efficient systems installations and deployments. If you wish to experience 
how cold a data center can be, spend a day installing systems in one. At this stage of 
my development, my curiosity about all aspects of computing allowed me to pick up 
some engineering and networking experiences. A screwdriver became a handbag utility 
to open up computers and reconfigure interrupt settings. Next, I moved to a research 
and development role where I could play with and present the features and benefits of 
new software technologies. Today we boast about big data and analytics that were once 
data marts, data warehouses and online analytical processing (OLAP) techniques. We 
showed the difference between static and dynamic web applications using computer-
aided software engineering (CASE) tools to reverse engineer, redesign and document 
systems. This followed with a stint in systems consulting where a network design was 
one of my notable achievements. After eleven (11) years, I flipped the coin to experience 
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the demand-side of technology and joined a bank at the cusp of the e-business era. I did 
not identify myself as a banker, but as a bank worker, focusing on the development and 
implementation of the e-business strategy. I designed the bank’s web presence that won 
the 3rd place in the Phillips Consulting Web-Jurist rankings.

Through these experiences, I recognised the lack of alignment between business 
and IT. This revelation resulted in a renewed personal quest - to design and implement 
usable technology solutions that meet business needs to enable organisations use 
technology and add value to their customers. In summary, I imagined technology as a 
tool to transform businesses and society. 

In pursuit of this, I transitioned from town to gown, educating business and IT 
managers on the programmes we offer at LBS. It’s been about engaging the managers 
and challenging their abdication of IT decisions. 

To say I planned this sojourn into academia will be inaccurate. I consider myself 
an accidental academic who strayed into a teaching career.  Almost seventeen years 
ago, I applied for a part-time teaching position at the Lagos Business School. To my 
surprise, I received a call inviting me to interview for a substantive role as Management 
Information Systems (MIS) faculty. With only a Master’s degree then, I am thankful to 
have you witness my professorial appointment at this 11th inaugural lecture.

I would like to acknowledge my predecessors who have graced this stage and 
served as a source of encouragement.  

First, our Vice Chancellor Professor Juan Manuel Elegido; Professor Patrick Utomi, 
Professor Emewvo Biakolo, Professor Chantal Epie, Professor Olawale Ajai, Professor 
Fabian Ajogwu, SAN, Professor James Tsaaior, Professor Chris Ogbechie, Professor 
Onafowokan Oluyombo and our very own Dean, Professor Enase Okonedo. 

I must also acknowledge Professor Albert Alos, Emeritus Professor and former 
Dean of Lagos Business School and Vice Chancellor of Pan-Atlantic University, and 
my egbons Professor Akintola Owolabi and Dr Adedoyin Salami.
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Introduction

That was an excerpt from the movie Field of Dreams starring Kevin Costner. I have 
chosen this somewhat quirky and provocative title, “If I build it, will they come?”, 
questioning the assumption we make about technology and technology deployments 
- that “if I build it, they will come”. We believe that technology deployments portray 
innovativeness, progress with modern times and are good and welcomed by all and 
sundry. 

Notwithstanding the perceived goodness of technology deployments, IT projects 
are prone to failure or unable to achieve intended benefits or expectations (Fincham, 
2002). This global challenge is common with business-IT system projects in enterprises 
and is more prevalent in emerging markets. The factors responsible for IT project 
failures are diverse. These include the lack of an IT vision and limited business-IT 
alignment; insufficient knowledge of technology management practices, like systems 
selection, risk management, change management and service management. Other gaps 
include unethical inducements resulting in uninformed decisions and poorly deployed 
IT initiatives. 

In this lecture, I will share my contributions in the technology space by addressing 
the thematic question “If I build it, will they come?”. Before attempting to answer the 
question, I will first deconstruct the question with explanatory insights from the human, 
technology and benefits perspectives:

• The human-side addresses the “I” (technology builders or developers, 
investors), and “they” (users and buyers of technology);

• Digital technologies are the object we are building and I will describe the 
processes in building and maintaining business and infrastructural technologies; 
and 

Finally, address the rationale for the use and adoption of technologies - 
organisational performance or social good.

Who am I?

There are 2 sides to any technology development - supply (producer) and demand 
(buyer/user). Let’s proceed by introducing the people side - producers and users. 
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Producer

As a producer of technology products and services, I build,  supply and maintain 
digital products and services. As a producer, I wear different labels depending on the 
specific role I play - a software developer, a value-added reseller or even a hardware 
vendor or equipment manufacturer.
 

Software Developer: I have a university degree but taught myself computer 
programming because they have drummed it into my ears that digital is where I can 
succeed.

I am an aspiring technology entrepreneur building a new tech venture. I have set 
up a business with a friend - we call ourselves co-founders. We have built a product we 
think is a killer app; after all, no one else is doing what we are doing. All we need to 
do is get others to believe in us and that belief is in 2 stages. First, it is to determine the 
market need for the product and testing we have at the minimum, a viable product. It is 
at this stage we may attract seed or angel investors. Once we have scaled the first phase, 
then we can talk about scale and join the big leagues through either venture capital or 
private equity funding. Then we will be rolling from Series A to Z. 

But before putting it into the hands of users, we must first build the product (i.e. 
endure many sleepless nights of coding) followed by quality assurance iterations. When 
you are a “FinTech”, these tests need to be more rigorous because of concerns about 
financial system stability and integrity.

Having completed the development and testing phases, we have to get the solution 
into the hands of users (the market) - literally sell the solution. But sales and marketing 
are alien to us. Will we distribute through third parties (using local partners like the 
international original equipment manufacturers (OEMs)), or will we integrate our 
solution into an enterprise?

Let me show the importance of marketing. Can each of you please note 5-10 indigenous 
technology companies? 

Sometimes the wait for the big break is longer than expected, we have spent all our 
savings; borrowed from friends and family and still need to survive. We program and 
build customised solutions for companies that cannot do it by themselves. Fortunately, 
using cloud computing solutions, our startup costs are much lower. This ability to rent 
the development platforms reduces our development time and risk.

I don’t have the time and appetite for building solutions from ground up, so I will 
provide additional functionality and extend existing software applications, customising 
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them to meet additional needs.

Engineer: I am the engineer, building infrastructural technology. I have searched 
high and low for all my components; I have soldered till I am blue in the face. I am still in 
search of that initial prototype, all the time wondering if it will ever be commercialised.

Value Added Reseller (VAR): I am a value-added reseller (VAR) representing 
a global technology provider also known as an original equipment manufacturer. I 
represent their interests and resell their digital products and services, ranging from 
enterprise computing equipment to networking and communications devices. 

Maintenance Service Provider: Since introducing global systems for mobile 
(GSM), device repair and maintenance services have increased. Electronic components 
fail, so I make a living from fixing and maintaining electronic devices. 

Investor: I am a tech investor - an individual or a venture capital or private equity 
firm managing a fund that may have a social bias. In exchange for equity, I invest at the 
inception of the business with smaller amounts of seed capital; or inject larger funds 
into the growth of the venture.

Buyer

I am an individual or commercial entity who buys digital products and services 
either for personal use and consumption or to improve the productivity and competitive 
advantage of my firm. 

Individual: In my individual capacity, the digital tools I buy and consume keep me 
connected and improve my productivity levels. Occasionally, they enhance my image.

Owner-Manager: I am the owner-manager of a small business. I know nothing 
about technology and cannot compete with medium and large firms for IT talent. My 
needs are simple, but it’s always one story or the other. I have bought accounting system, 
yet my accountant tells me it’s not working; I have tried customer relationship system, 
but my customers are leaving; I have built a website, but the content is stale. They say 
computer should make your life easier, but it has almost drained my pocket and I still 
don’t know where I am or where I am going? 

CIO/IT Manager: I represent the interests of a commercial entity - public or private, 
for-profit or not-for profit that deploys digital products and services. Our deployments 
automate existing business processes or better still support the firm in achieving strategic 
business goals and outperform competition. However, gone are the days when I had full 
control of all digital resources and people in a data centre. Today, ordinary people use 
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these technology solutions - they are empowered, digitally capable, and diverse - ranging 
from employees to suppliers and customers to citizens (for government solutions). To 
further complicate matters, the users are at liberty to access the technology solutions 
from any location (internal or external) and using devices ranging from mobile phones 
to personal computers. So, in deploying the solutions, I need to be mindful of the change 
and transformation processes and create user experience standards considering factors 
like digital capability, device ubiquity and portability. My role includes system design 
and architecture, relationship and people management. 

I lead the strategic visioning process that aligns the business objectives with the 
enterprise architecture. I provide the requisite digital solutions, activities and ensure 
effective management of the systems and tools, assuring safety and security, reliability 
and availability. I also need to protect the firm’s internal systems and data from physical 
and virtual intruders and ensure appropriate use of the technology solutions.

As a buyer of digital products and services, the likelihood of self-sourcing all the 
hardware, software and communications systems is impossible. I need to work with 
technology producers and OEMS and maintain relationships with them. Hence, I 
need relational capabilities to ensure the vendors I select are partners that ensure we 
accomplish the organisation’s goals for technology. 

Because technology is no longer a back-office function run by geeks, I also need to 
build and maintain relationships with my internal stakeholders - the business managers 
and users of the digital products and services I distribute. 

Besides the highlighted responsibilities, the needs of my team - the other digital 
specialists - also require administration. Managing performance, ensuring they develop 
the right skill sets. 

Leading the IT Function: Being an IT lead can be very demoralising because 
there’s so many moving parts that may never work together. This was the state of IT at 
LBS years ago. Users had lost faith in their abilities, faculty either stayed away from 
campus or came with their dongles. It crushed the team; they were working hard wanting 
to be all things to all men, but something invariably went amiss. This was also the period 
the Dean asked me to lead the IT function. First, I had to rebuild moral, set objectives 
and deliver. My task was clear - strengthen the house and build vital infrastructure. 

Strengthening the house was all about the people - building the team and establishing 
professional career paths and focus areas guided by the Skills Framework for the 
Information Age (SFIA). We defined our vision for IT at LBS, “world-class campus 
technology that engages customers and enhances teaching, learning and support.” The 
cornerstone initiative for launching this vision was connectivity - internal and external. 
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On campus, we designed and deployed a campus-wide network and set our bandwidth 
allocation goals per device, knowing our students and participants had multiple devices. 
But, supporting the bandwidth requirements would need larger pipes and the change to 
MainOne was necessary. Third, to build user trust in IT, we developed a service charter 
and the systems and processes to provide useable IT services - fit for purpose and fit 
for use. 

It was an interesting and challenging experience because my IT colleagues did not 
want to work in a structured manner. Once they requested additional staff for the help 
desk citing the volume of calls. I requested the help desk logs for the previous 3 months, 
debunking their justification. In that period, the records showed an average of 40 calls 
per month! This could have been incorrect, but I needed to emphasise the import of 
evidence-based decision-making. 

Who are They?

Before the era of the fourth industrial revolution, humans were the intended users 
of technology solutions to fulfil a function or a particular job. The humans include 
computer specialists, employees, customers, suppliers who have different capabilities 
and attitudes towards technology and combined with the culture of the organisation, 
determine the effective use of the solution, i.e. do the technology solutions achieve the 
purpose? To what extent are they thoroughly utilised? But before we can answer that 
question, we should examine the extent to which some of these solutions are deployed.

Employees

Commercial entities (businesses and government agencies) deploy technology 
solutions across the organisational hierarchy either within (intra) the organisation or 
across the supply chain (inter). Transaction processing systems used by operational staff 
support day-to-day business operations. Decision support systems help middle-level 
managers with short-term decisions for tactical work. Executive support systems allow 
senior executives with long-term strategic planning decisions. 

The users of these technology deployments in commercial entities has evolved 
alongside computing systems (Figure 1). We will describe these diverse user groups 
and vis-a-vis the organisational intent for technology. 
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Figure 1: Computing systems evolution

 We start with the system-centric or mainframe era of the 1950s where automation 
and the use of technology for business functions were the emergent trend. Even though 
these computers were only operable by qualified experts (computer specialists) and 
housed in a separate location known as the computer room, the associated high costs 
limited their widespread use.  Hence, we associate the term data processing with this 
era where users would submit their jobs (on sequentially arranged punch cards) for 
processing. The feedback or output cycle of the processing was ordinarily about 24 
hours. 

The proprietary nature and cost of mainframes and minicomputers limited the 
adoption of computing, a situation that changed with the micro-computing era that 
started in the 1970s. Computer servers running multi-user operating systems like UNIX, 
connecting “dumb” Wyse terminals replicated the centralised mainframe architecture. 
Organisations deployed these terminals in a shared environment (one-to-many) and 
users working as computer operators submit jobs to the computing system and receive 
immediate feedback. As technology got cheaper, additional deployments were possible, 
further democratising technology. This trend continued until the release of Microsoft’s 
Windows operating system and affordable microcomputers (PCs) that soon replaced 
dumb terminals in a decentralised arrangement.  

In this period, organisations sought productivity and effective computer-literate 
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employees using word processors and spreadsheet applications. 

In the late 1980s, the networked era capitalised on telecommunications networks 
and the distribution of computing services across multiple locations and geographies. 
Using wired and wireless technologies, networks are personal, local, metropolitan, wide 
and global. To enable resource sharing and reduce costs, organisations deployed client-
server computing architectures combining MS-Windows and web-based applications.

In this era, system deployments across the organisation became pervasive, with 
benefits extending beyond productivity to competitiveness. In Nigeria, this era marked 
the emergence of the new generation banks and “online, real-time” and multi-branch 
banking. 

Since the micro-era and the liberalisation of computers, the people dimension - 
behaviour towards technology and the effective utilisation of technology have emerged. 
Having employees use technology solutions is not a simple feat. It requires additional 
effort and careful curation -  ensuring that the employees not just know how to operate 
the system and reviewing the standard operating procedures but also the reasoning 
warranting the conduct of specific business activities. A classic example is the banking 
industry where customer service personnel hurriedly complete the customer data entry 
processes with minimal and sometimes inaccurate information. We identify the poor 
data quality when business managers attempt to profile or segment customers, resulting 
in an expensive cleanup process. Doing it right the first time requires knowledge of the 
information value chain and the organisational value of data. 

IT Adoption at LBS: In other administrative positions of managing accreditation, 
faculty, and research, I swapped sides and became one of the IT users. The accreditation 
part was simple because it’s just 2 of us. I can’t say the same for the faculty-part. I joined 
LBS shortly after the transition to PowerPoint. And I understand the School forced 
adoption by removing the overhead transparency projectors from the classrooms. Even 
though this behaviour has not changed, it’s the part human of us all - resisting change. 
Today, we have mastered the art of gentle persuasion and our delivery methods have 
evolved from face-to-face, to the use of computer-aided simulations, gamification and 
online.

Customers

Extending solutions to customers started with digital telephony networks that 
enabled data transmission using modems.  In Nigeria, the limited private digital 
telephony connections were only available in certain locations and at a high cost were 
better suited to corporate entities. In the banking industry, PC banking solutions birthed 
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the e-business and later e-banking departments. The software distribution costs for 
maintenance updates were a deterrent to scale, warranting an alternative model. This 
period coincided with the emergence of dynamic websites and the Internet as a platform 
for commercial transactions. Hence, applications like internet-based banking, electronic 
commerce and digital platforms surfaced. Primary users of these solutions connect 
using internet browsers (today, it’s the Internet Explorers and Chromes that usurped 
their forerunners - Netscape and Mosaic).

Other architectures complimentary to the Internet’s interconnectivity emerged - 
intranets and extranets providing intra- and inter-organisational distribution of web-
based content and the need for customer-centricity. The customer-centric era, also 
known as the Information Age, started in the 2000s with the focus on customer value 
creation. The ubiquity of technology devices (PC, tablet and mobile device) also 
increased the number of users and their access locations. As we now know, technology 
is no longer synonymous with a group of specialists locked away in a computer room, 
but is everywhere and with everyone. 

Because technology is with everyone, ease of use is a sought after characteristic 
in software selection decisions. Personally, this confuses me because ease is an 
individual trait, dependent on many factors. The user considerations solution builders 
have to contend with are not only many but also diverse. Solution providers must 
understand the dynamics of user-centred design which encompasses consumer 
behaviour and incorporate these concepts into their digital products and services. 
Hence beyond product functionality, considerations that address user interface and 
user experience (UI/UX) are integral to product acceptance and use. 

What am I Building?

Technology solutions comprise software (business solutions) or hardware (computing 
and telecommunications infrastructure). The processes and activities in building 
technology solutions varies for business entities and technology entrepreneurs. 
Typically, technology entrepreneurs build a product from ground up, while business 
entities either build (insource or outsource) or procure an off-the-shelf solution. 
Hence, we may exemplify the build process as innovation. 

Digital Innovation

Innovation is the action or process of innovating, i.e. to change something 
established, by introducing new methods, ideas, or products (Johannessen, Olsen, & 
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Lumpkin, 2001). Innovation is synonymous with digital technologies - digital innovation 
- new digital products and services are being developed. While these innovations result 
in a vibrant technology entrepreneurship ecosystem, they are yet to disrupt traditional 
industries or address new or excluded markets. So should our focus be on disruptive or 
frugal innovation?

Disruptive Innovation: The Late Harvard Business School Professor, Clayton 
Christensen, describes a disruptive innovation as an innovation that creates a new 
market and value network and disrupts an existing market and value network, displacing 
established market leaders and alliances (Christensen, Raynor, & McDonald, 2015). 
However, their disruption capacity depends on additional exogenous and endogenous 
factors (Assink, 2006). 

Frugal Innovation: We know emerging markets for their large populations and 
constraints such as infrastructure, poverty, weak institutions, and many more. These 
limitations have excluded a significant segment of the population from access to a 
wide range of services. Innovations that address such exclusions or non-consumption 
- frugal innovations - that create new value propositions amidst affordability, resource 
and institutional constraints are essential (David-West, Iheanachor, & Umukoro, 2019). 

The Business Entity as the Builder 

As a commercial business entity, my introduction of technology is to enhance the 
business. This could be in the form of competitiveness, operational effectiveness and 
productivity, or financial gain (revenue increments or cost reductions). Also, it could 
just be for the fun of it or because of the copycat syndrome. This decision triggers a 
series of activities in the organisation. 

First is the allocation of financial resources and their conversion into tangible IT 
assets - hardware, software licenses and communications networks. 

Second is the actual deployment or installation and implementation that is now 
termed digital transformation. This transformation requires digital capabilities and 
practices and organisation [re]design based on the existence of a clear vision on the role 
of technology.

Building Digital Capabilities

Aligning business and technology is the first practice required in building 
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technology for business value (Luftman, Lewis, & Oldach, 1993). This alignment refers 
to synchronisation of technology and business, i.e. business goals exploit technology 
and technology drives business goals. 

Conceptualising this strategic use of technology (building the strategic IS plan/
digital strategy) is a business, and not a technical function (Gobble, 2018). The owners 
of this role - business-focused IT leaders - need deep knowledge of the business, the 
industry, the environment and global and local IT practices to formulate strategic 
initiatives. In addition, they need to plan IT expenditure, ensure IT delivers benefits 
(intended and unintended) and foster partner relationships. In this era of the 4IR, 
establishing and institutionalising digital innovation capabilities will form part of the 
strategic alignment process.  

While the strategic planning responsibilities lie with the chief information officer 
(CIO), the overall oversight responsibility (governance) of IT systems and information 
assets belongs to the Board of Directors and Executive management. IT governance 
enforces the relationship between the strategy and the desirable behaviours of 
information and IT assets (David-West, 2012a; Nfuka & Rusu, 2011).

The outputs of the digital strategy are a series of digital initiatives that are purchased 
and implemented. We base purchasing decisions for hardware and communications on 
functional/technical specifications. In addition, these decisions should be future looking, 
factoring environment and maintenance capabilities. Software purchase decisions, 
business/enterprise applications in particular, are more complex. As illustrated in the 
decision tree (Figure 2), the criteria of considerations starts with the decision to either 
replace the existing solution or maintain status quo.

Figure 2: IT selection decision criteria
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Having decided, the actual purchase will require further evaluation across technical, 
business/management and commercial dimensions. At this stage, negotiation skills also 
come in handy to ensure we attain the best commercial terms and conditions. Several 
IT projects evolve upon agreement of terms and conditions. Managing the individual IT 
projects and the digital strategy in its entirety will require significant effort.

Getting employees to use the digital solutions again begs the question “If I 
build it, will they come?” Besides functional (product-related) training, change 
management processes that seek to build the right mindset and capacities should not be 
overlooked. Notwithstanding the change management embedded within the IT projects 
implementation, the continuous development of digital skills and user competencies 
should become a core component of company-wide learning and development practices. 

Once a brand-new car leaves the showroom, the maintenance journey starts. The 
same is true of digital solutions - they require continuous maintenance of the physical 
equipment and the management of: 

• Services: implementing, managing and delivering of IT services to meet the 
needs of the organisation.

• Security (cybersecurity): protecting networks and IT assets against internal 
and external threats and compliance with extant legislation and policies.

• Business continuity: planning and implementing business (service) continuity 
practices that minimise business disruptions because of disasters or other 
unplanned incidents/events.

• Data: ensuring accuracy, availability and use and compliance with legislation 
and policies.

• Technical skills: like an automobile, working under the hood requires technical 
competences. These should be embedded within a distinct area like systems 
administration and complemented with soft skills like communication and 
emotional intelligence. 

• Infrastructure: planning the arrangement and distribution of hardware and 
communications devices. 

Building these digital capabilities and practices (Figure 3) is one half of digital 
transformation, the other is organisation redesign.  
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 Figure 3: Digital capabilities 

Organisation [Re]design

Introducing digital technologies changes the organisation, warranting the redesign 
of components like the structure, culture and beliefs, people (jobs) and teams, business 
processes, to mention a few (Figure 4). All in all, the transformation may result in an 
entirely new business model. 

Figure 4: Information systems framework
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Digital transformation will probably affect the following organisational dimensions: 

• Structure: the internal arrangement of the organisation - not just the hierarchy, 
roles and responsibilities, but also information flows. 

• Culture: the beliefs, values and norms of an organisation that determine 
people’s behaviours towards work, within and outside the workplace.

• People (teams): the users of technology within the organisation, their jobs and 
the accompanying human management systems.  

• [Customer-facing] Business Processes: the series of activities that create a 
result is of value to customers (internal or external). Because of the changing 
nature of economic activity, technology, and other externalities, processes are 
dynamic and subject to constant change. 

• Operating Procedures and Policies: the practices and guidelines that inform 
employees of work practices.  

The ubiquity of technology has implications for businesses on their digital 
transformation journey. Yet, while organisational culture plays such an integral part in 
technology adoption, there is no cookie cutter approach. But one approach that seems 
to drive adoption is top-down - CEO leadership. Having a digital leader at the top 
drives adoption across the organisation. I recall a report after a Government parastatal 
deployed an enterprise email solution. In this organisation, directors forwarded their 
training requests to the chief executive for approval using conventional memos. After 
weeks of radio silence, they challenged the CEO. He smugly informed his directors he 
had communicated their approvals via e-mail. I am sure we can all exchange similar 
stories, but what’s clear is that the leader sets the tone. If the technology function is 
strategic in the organisation, i.e. driving competitiveness, then the ownership of the 
business strategy (which includes the use of technology), is that of the CEO, with the 
support of the CIO. 

The Startup as the Builder

As a startup, we are building the digital technologies that will initiate the 
transformation. We are innovators. The high unemployment numbers combined with 
access to technology knowledge has created a new group of technology entrepreneurs. 
While they focus on building solutions, this cannot be equivalent to building a 
technology venture or business. Such ventures require business structures that support 
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a customer value proposition as well as a plethora of business and management skills. 
To address such skills shortages, third party interventions and the nature of support 
provided include: 

• Investors: capital injection either at the early stage (seed or angel) towards 
showing a minimum viable product (MVP) proposition or towards scale 
through funding rounds

• Hubs: connectivity, co-working Space

• Accelerators: education, financing, mentoring, business and management 
support, access (linkages/networks)

• Incubators: management/business support and education

Business and management competencies in the following areas are necessary:   

• People management: Technology entrepreneurs need to expand their human 
resources, and hence, lead and manage teams of people with diverse skill sets. 

• Operations management: If the entrepreneurial venture secured investment 
funding, the founders need to manage the business operations, including 
maintaining financial records and reporting milestone progress.   

• Corporate governance: Investment terms and conditions may mandate 
governance structure like a Board of Directors or Advisors, but the relevant 
experience and maturity to work with a Board and institutionalise corporate 
governance practices is often lacking.

• Market sizing: Launching a technology venture requires knowledge of 
the markets or customer segments to be served. At the onset technology 
entrepreneurs need to size the addressable market and not build projections 
using headline statistics. For example, we boast of Nigeria’s adult population, 
internet users, smart phones, and so on; yet, digital financial services and 
e-commerce solutions are yet to address financial inclusion or change consumer 
shopping behaviours. There lies the innovators dilemma.

Will They Come?
We have introduced the producers and users of digital technology and explained 

the development activities. The next question to address is “will they come?” To a 
commercial entity, the question is “will my employees/customers/suppliers adopt and 
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use the digital solution?” For the technology venture, the question is “will my target 
customer segments buy and use the solution?” Alternatively, “will my venture attract 
investors? or will I become an African unicorn?” As a tech investor, this question is 
“will I lose my shirt?” 

Answers to questions on adoption and utilisation have been explained through 
Roger’s diffusion of innovation theory that clearly identifies 5 decision-making stages 
- relative advantage, compatibility, complexity, trialabilty and observability (Rogers, 
2003). It’s not rocket science, but users (non-employees) may not adopt our solutions 
for different reasons. 

Beyond adoption and utilisation, a secondary question is embedded in the overall 
theory of change addressing “what are the benefits of the investment to business and/or 
society?” This is the real reason of the technology investment and digital transformation 
(Figure 5). 

Figure 5: IT theory of change

The extent to which we ascertain technology’s contribution to organisational 
performance is dependent on the metrics used, if any. In 2003, the Harvard Business 
Review published Nicholas Carr’s controversial article, “IT Doesn’t Matter”, where he 
challenged IT’s strategic importance given its commoditisation and associated impact 
measurement difficulties. In plain English, the existence of systems and process to 
measure cost savings, productivity improvements, customer satisfaction and so on. It’s 
not about what you buy, it’s about how you use it.  
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Permit me to explain the use of technology for social good through the financial 
inclusion lens. Simply put, financial inclusion is access to and availability of affordable 
formal financial services. Mobile telephony and the high adoption rates redefined the 
financial inclusion landscape, where access to non-bank accounts catapulted with 
mobile money. Here, providing digital financial services to the under-served is not 
just about economic performance for the provider, but also about addressing economic 
development gaps and risks arising from lack of access to formal financial services. 

Technology’s incursion into industry is complemented by new business models. 
A new segment of businesses across diverse industries, bearing the “Tech” suffix have 
emerged. These are the FinTechs (financial services), AgTechs (agriculture), CivicTechs 
(civics), EdTechs (Education), HealthTechs (health), and so on. Notwithstanding the 
industry, at the heart of these businesses is the delivery of customer value and the 
growth of inclusive markets and economic development. 

Conclusion
My technology story has introduced the people producing digital solutions - the 

developers, technology entrepreneurs, investors and the buyers as opposed to the users 
- our employees, suppliers and customers whose interactions with technology have 
evolved over time. I have also explained the activities pertinent to the building of digital 
products and services and digital transformation. Finally, technology deployment goes 
beyond adoption - they should deliver impact either to the business or to society. 

Academic and Professional Interventions

 So I have told a story and I am certain you are wondering how this relates to 
me. Well, the pursuit of answers and explanations to “If I build it, will they come?” has 
defined my academic and professional life. Let me explain. 

Demystifying Technology

IT is complex, technical and poorly communicated. As such, creating explanatory 
notes demystifies IT and it’s application and diffusion. 

• IT in supply chain management: IT enables the digitisation of business 
processes and information flows for effective supply chain coordination, 
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collaboration and connectivity. From research, the framework of ICT in SCM 
depicts the various digital technologies applicable to these functions (David-
West, 2016a). 

• IT in Banking: the commercial bank systems architecture plan highlights the 
various technologies deployed for efficient banking operations (David-West, 
2012b) and the nuances of IT integration in consolidation (David-West, 2006). 

• Key IT Issues: IT’s role in business evolves alongside the key issues affecting 
IT executives. The annual key issues surveys conducted by the Society of 
Information Management (SIM) highlight global IT management issues from 
three topical perspectives - management concerns, application and technology 
developments, and enablers and inhibitors of IT business alignment. Through 
participation in the World Information Technology Project survey, IT 
employees in Nigeria identified IT reliability and efficiency, business process 
re-engineering, and business agility and speed to market as the three most 
important organisational issues. The top three technology issues are: cloud 
computing, mobile and wireless applications, and business intelligence/
analytics (David-West & Ohu, in press). 

• Digital Platforms in Africa: Digital platforms are one technology category 
of the fourth industrial revolution (4IR) fuelling the on-demand and sharing 
economic models. Prior to tracking and monitoring venture inflows, a survey 
of the emergence of digital platforms in sub-saharan Africa identified Lagos, 
Nigeria; Cape Town, South Africa and Nairobi, Kenya as key IT development 
clusters (David-West & Evans, 2016; David-West, Umukoro, & Onuoha, 
2018). Besides being part of the global platform survey project (Evans & 
Gawer, 2016), I co-led online courses on platform management, strategy and 
innovation.

Supply-Side

Another intervention area is supporting IT businesses with strategy formulation 
and developing business and management capabilities. Though most technology 
entrepreneurs and colleagues focus on the digital products and services, the internal 
capability of technology enterprises often remains neglected. Working on a World Bank 
initiative, management-in-a-box (MIAB), we identified the management capabilities 
required by Nigerian IT and IT enabled services (ITES) organisations. The initial 
framework of the strategy operations and finance triangle (SOFT) was efficient in Spain, 
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however, it’s portability across markets, especially in emerging market economies 
required further investigation. The SOF-HR+M framework emerged, including HR and 
marketing knowledge to the original trio of strategy, operations and finance (Figure 6).

Figure 6: Management-in-a-box frameworks

Demand-Side
Independently, IT offers minimal business value, but its enablement capabilities 

are transformational and impactful, when deployed and utilised. Because there is no 
transformation without adoption, the thrust of my work has focused on investigating 
demand-side adoption in private and public sector entities focusing on: 

• Business-IT alignment related to technology strategy visioning and 
development, performance management and the enterprise governance of IT

• Management practices and standards identifying the key management areas 
and related practices as well as related industry standards 

• Describing and reinventing business models upon the introduction of digital 
technologies (David-West, 2016b)

• Technological, organisational and environmental (TOE) factors inhibiting 
adoption and usage of digital technologies 

• Identifying issues relating to moral reasoning in IT decisions (David-West, 
2014) 
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IT in Financial Services: Digital technology adoption is not widespread in 
Nigeria’s diverse economy (David-West, 2016b). The financial services industry has 
broken boundaries through technology innovations. While we are all cognisant of 
the industry imperfections, we need to celebrate the small wins like instant payments 
and account number validation which more advanced markets are yet to deploy. 
These innovative solutions, addressing local resource and institutional constraints, 
are demonstrations of our innovation capabilities. The financial services industry that 
introduced online real-time banking has evolved. Today, the point of convergence is 
digital financial services or providing financial services using digital technologies and 
channels. This is clear in the expanded banking and payments ecosystem with actors 
such as non-bank financial institutions and financial technology (FinTech) companies. 
In September 2019, the Alliance for Financial Inclusion (AFI) convened a global 
policy dialogue on inclusive Fintech, spearheading discussions on the regulatory and 
supervisory approaches for these new entities (Alliance for Financial Inclusion, 2020). 
In Nigeria, the Central Bank is transitioning with new structures, regulatory instruments 
and license categories whilst focusing on financial systems stability and integrity and 
financial inclusion.

Financial Inclusion: My entry into this research theme started with my doctoral 
work (David-West, 2013) on retail electronic banking performance and identifying 
dimensions of electronic banking quality. I launched into financial inclusion with 
a research grant from the Institute for Money, Technology and Financial Inclusion 
(IMTFI) of the University of California to conduct a demand-side (consumer) study on 
mobile money utility and financial inclusion in Nigeria and Ghana. Whilst there was a 
perceived need for mobile money and formal financial services in both markets, factors 
like trust, awareness, product suitability, accessibility and so on limit adoption (Nartey 
& David-West, 2015).

Fast forward to 2016, when we commenced work on our first grant from the Bill & 
Melinda Gates Foundation (BMGF) to provide an evidence-base for financial inclusion 
in Nigeria. This resulted in establishing the Sustainable and Inclusive Digital Financial 
Services (SIDFS) Initiative. Between 2016 and 2019, the SIDFS research almanac, the 
State of the Market Report, has highlighted demand and supply side insights on financial 
inclusion (Figure 7). Through additional funding from BMGF in 2019, we are building 
a DFS Observatory to mobilise private sector intervention entities and advocating for 
policies that support and enhance DFS adoption by the unbanked poor. 
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Figure 7: SIDFS report covers 

This work stream is a classic use case for the use of technology for social good and 
change. In the annual State of Market Reports, we have provided insights and models 
for developing sustainable business models and identifying supply side capabilities, 
market-enabling policies and the nexus of financial inclusion and key macro-economic 
indicators (David-West, O. et al., 2016; David-West, O. et al., 2017; Sustainable and 
Inclusive Digital Financial Services, 2018). We also have evidence that private sector 
financial inclusion interventions are a catalyst for attaining at least 6 sustainable 
development goals (SDGs) (David-West & Nwagwu, 2018).

Financial inclusion is a socio-economic phenomenon with impacts beyond the 
financial services industry. Given this relative cross-sectoral impact, we should leverage 
our resources and optimise financial inclusion interventions to attain socio-economic 
development. 

However, financial inclusion is not the only social phenomenon where IT’s impact 
is significant. These trends are clear in the agriculture and retail sectors. In agriculture, 
market information systems (MIS) that facilitate access to markets and reduce 
information asymmetries in the value chain and improve the livelihoods of smallholder 
farmers, are one emerging AgTech solution category (David-West, 2012c; David-West, 
2010). Likewise, e-commerce ventures and marketplaces have provided access to 
markets to a wide range of retailers and altered retail and buying and selling patterns 
(David-West, 2016c).  

Policy

SIDFS’ incursion into market-enabling policies for DFS and financial inclusion 
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was a learning opportunity in the policy-making process. Combining doctrinal and 
policy analyses with stakeholder consultations, we facilitated the process of identifying 
market-enabling policies in 6 key focus areas.

In academia, our ability to convene and facilitate public-private fora, conduct 
background research and contribute to exposure drafts are critical and all-important 
roles. The policy space in Nigeria and Africa is the next frontier. I am presently on 
that horse with engagements in DFS and financial inclusion and digital transformation. 
Examples include: providing feedback to the Payment Systems Vision (PSV) Strategy 
2030; conducting background research on DFS and regulatory sandboxes and public 
cloud computing; visioning for national digital transformation and cloud computing; 
taking part in national strategy fora on digital identity and cloud computing.

In seeking impact, one cannot do that without basic understanding of the economic 
environment and economy. And given technology’s multi-dimensional scope, this 
requires holistic architecting, diligent implementation and effective collaboration. 

The Answer
I will attempt to provide an answer to my question and these are my opinions 

which you may or may not agree with. Irrespective of the organisational outcome or 
social phenomenon, adopting technology solutions and the assurance that “if I build 
it, they will come” is unfounded. An affirmative response heavily depends on other 
complimentary actions that are the digital transformation journey. Digital technologies, 
their adoption and utilisation for impact requires structured processes and practices, 
which albeit painstaking, are the missing middle to my question, “If I build it, will they 
come?” 

Within a corporate or government entity deploying technology and embarking on 
the digital transformation journey, success lies in how the technologies are selected, 
adopted and used, and not what is purchased. Appropriate and effective adoption and 
use requires leadership, organisation redesign and the commitment to building internal 
digital capabilities. Frankly, this change may be laborious and disruptive, warranting 
new organisational attributes and attitudes like agility, inclusiveness and test and learn 
approaches. Whether a corporate entity, government or technology venture, it’s the 
push vs. pull dichotomy. Is the push to deploy technology based on its availability and 
ubiquity or addressing a genuine constraint, need or problem?

Technology ventures building a business solution or infrastructural technology must 
understand that the product is not a business. The product catalyses a business that can 
continue to maintain and develop solutions whilst also distributing and capturing new 
markets. Besides these, the infrastructural technology builders also need protections 
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like copyrights and licenses. 

Technology investors don’t only want to lose their capital. In commercial ventures, 
it’s about higher valuations and building unicorns. In the social space, it’s about the 
impact. 

Let’s build it for them to come! Let’s use technology to solve problems and change 
our country. 

The Future

 Ladies and gentlemen, how do I take this forward? Do I hang up my robe and say 
it is finished? Or do I define project “What next?” 

Technology transformation in Nigeria should not be devoid of an enabling 
environment and policies that create, promote and support sustainable national digital 
transformation. The future lies in research and advocacy for the right policies and 
effective regulatory practices stimulating technology entrepreneurship that will yield 
social and economic impact. Adequate policies will provide the guidelines and structures 
for a secure and resilient digital Nigeria that will stimulate innovation, investment and 
create jobs across the ecosystem. 

I believe the possibilities are endless, but we can liken the hidden parts to an 
iceberg where the visible tip represents only 20 - 30 percent of the whole. Despite the 
technology opportunities and talent in Nigeria, our ability to leapfrog will require the 
right complement of digital infrastructure and policies. 

Mr Vice Chancellor Sir, distinguished ladies and gentlemen, I mentioned earlier 
that I have already mounted the horse. Although a novice, I am trotting and hopefully 
will start galloping soon. Thank you for listening. 
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Praise God from whom all blessings flow

Praise Him all creatures here below

Praise Him above ye heavenly hosts

Praise Father, Son, and Holy Ghost

                                                                                                    

God bless you all.
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