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Abstract 
This paper presents the Competitive Intelligence-

Driven Digital Transformation (CIDT) Framework, 

a multi-dimensional conceptual framework 

consisting of five core dimensions and examining 

the intersection of competitive intelligence (CI) and 

digital transformation (DT) within emerging 

technology startup ecosystems, with a specific focus 

on the fintech sectors of Sub-Saharan Africa, 

drawing empirically from Nigeria and Kenya. 

Despite these pivotal changes, startups and fintech 

firms continue to face significant challenges, with 

persistent infrastructure gaps, an ever-evolving 

regulatory landscape, a rising number of 

cybersecurity risks and concerns, absence of 

coherent consumer data, macroeconomic currency 

movements, and stiff competition. 

The framework explains how fintech firms can 

leverage systematic intelligence gathering, analysis, 

and application to drive digital transformation, 

enhance organizational agility, and sustain 

competitive advantage in increasingly complex and 

dynamic environments. The research adds to the 

work on information and knowledge management 

and elaborates their research proposals, offers 

managerial conclusions and policy 

recommendations, and indicates future directions in 

which the empirical research can inform scholars, 

practitioners, and policy makers interested in 

enhancing innovation capacity, digital 

competitiveness, and digital resilience of the 

ecosystem in emerging economies across the world. 

 

Keywords: Competitive intelligence, digital 

transformation, Nigeria, Kenya, fintech, startups, 

knowledge management, ecosystem coordination, 
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I. Introduction 
The world economy is changing fast due to 

the impact of digital technologies and innovations 

like platform ecosystems, artificial intelligence, 

cloud infrastructure, and data analytics. The ability 

of organizations to create value, communicate with 

their stakeholders, together with other creative 

technologies has of late been groundbreaking due to 

the use of technologies. 

Consequently, digital transformation, 

which is increasingly becoming a crucial factor in 

the competitive environment associated with 

organizations in the modern economy, has not only 

become a trend in technology but also an inevitable 

transformation that organizations need to fully 

redesign their processes, business models and 

mechanisms in the creation of value. Today, 

Organizations of different verticals are running in 

constantly changing technology lands, raising 

customer expectations, staying sensitive to 

institutions and institutions insecurity, and 

experiencing hyper-flux of innovations (Vial, 2019).  

Under these conditions, Sub-Saharan 

Africa has emerged as one of the most dynamic and 

consequential fintech frontiers. Nigeria and Kenya 

especially have become world renowned innovation 

hubs both developing unique yet mutually 

supportive fintech ecosystems that interfere with 

traditional beliefs about the geography of tech 

innovation. Fintech firms are using innovative 

technologies to deliver financial services via the 

internet, such as online payments, mobile banking, 

online lending, investing, remittances, and financial 

products and functionality integrated within other 

apps. 

Nigeria is one of the most prominent 

emerging fintech ecosystems globally with a 
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population more than 220 million and high 

unbanked population estimates over 38 million 

adults (EFInA, 2022), a vibrant startup ecosystem is 

emerging around Lagos. The nation hosts the 

highest proportion of venture capital invested in 

fintech ventures in Africa, with Flutterwave, 

Paystack (sold to Stripe in 2020 at $200M), Kuda 

Bank, and PiggyVest being some of the leading 

representatives of a new cohort of technology-first 

financial services organizations. The nation has seen 

a significant transformation in digital payments, 

mobile finance, and startup innovations over last ten 

years (Reuter, 2024). Companies like Flutterwave, 

PayStack, Moniepoint, PalmPay, OPay/PayCom and 

Kuda have emerged to receive a large welcome of 

alluring venture capital investment. The Nigerian 

digital payments / business banking sector remains 

highly attractive with companies such as Monies 

point amassing a cumulative amount of 110m in 

2024 to achieve unicorn status. Monie point 

supports over eight hundred million transactions 

monthly with a value of over seventeen billion 

dollars, confirming the enormity of online financial 

activities in the nation, according to Reuters 2024.  

The startup has also so far been one of the most 

valuable startups in Africa as it has just recently 

raised 250 million dollars in Series D funding a 

valuation that is over 3 billion dollars. In the 

meantime, Palm Pay has also been collaring growth, 

increasing to thirty-five million dollars of registered 

users and an astounding one million SMEs clients; a 

legacy of the impact of mobile-first fintech model 

within the cash-centric Nigerian system. 

Kenya, in turn, is the birthplace of M-Pesa 

one of the best-known success stories of mobile 

money in the world and boasts a mature ecosystem 

of fintech ventures with notable representatives 

being Cellulant, Pezesha, and iProcure. 

With this historic growth, uncertainty stalks 

the recent technology startup and fintech ecosystem 

in these settings. Besides electricity supply issues 

and poor broadband, they are also facing inflation, 

currency fluctuations, regulatory risks, cyber 

security issues, data management issues, and pure 

market competition by local and global technology 

platforms. To struggle with these issues, effective 

strategies should be changed to survive. 

Earlier studies in the field of digital 

transformation have been centering around 

apprehending and using technology and 

organizational agility, however, there has been 

minimal emphasis in the mode of competitive 

intelligence capability in delivering successful 

digital transformation. Also, the competitive 

intelligence field and discipline traditionally put 

attention on competitor monitoring and market 

analysis and little focus on digitally reshaping 

ecosystems and start environments. The gap is a 

theoretical opportunity of utmost importance. 

The paper presents arguments that 

Competitive Intelligence is the core feature of 

adaptive competitiveness that eases digital 

transformation and adaptive competitiveness of 

startup to fintech environments. Competitive 

intelligence is reprocessed not only as competitor 

intelligence, but also as organizational technical 

ability in the detection of organization ecosystem, 

forecast with technology, comprehend customers 

needs, decipher regulations, and seek strategic 

adjustments. 

Based on Nigeria and Kenya as world-wide 

empirical cases, this paper proposes the Competitive 

Intelligence Driven Digital Transformation (CIDT) 

Framework. This model integrates competitive 

intelligence, digital transformation, ecosystem 

intelligence, knowledge orchestration, and adaptive 

competitiveness to show a single theoretical 

framework that is capable of being customized and 

used to the international information management 

and knowledge management literature. 

The fourth industrial revolution has 

increased the rate of change on a global scale. 

Industries have transformed competition within a 

broad spectrum of technologies such as artificial 

intelligence, machine learning, cloud infrastructures, 

blockchain infrastructures, Internet of Things (IoT), 

robotics, and big data analytics. Schwab (2017) 

states that digital technologies are eroding industry 

lines and forming platform ecosystems. 

The evolution of digital transformation is a 

worldwide phenomenon.Digital transformation has 

gone beyond being a technology trend to becoming 

a necessity for a good organization in today's 

business landscape. The initial researchfocused on 

processes of digitization and automation that 

entailed the physical to digital conversion of 

information. But current research on DT 

increasingly focuses on organizational change, 

innovation of a business model, involvement in an 

ecosystem and creation of value for the customer 

(Vial 2019). 

 

II. Conceptual Background 
2.1 Competitive Intelligence in the Digital 

Economy 

Competitive intelligence refers to the 

planned or systematic collection and evaluation of 

information concerning competitors, markets and 

environmental transformations with the view to 

strategic decision making. Competitive Intelligence, 
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the process of getting and gathering information 

about competitors and market under fairly stable 

industrial conditions was viewed as the most 

significant activity of CI in the past, and remains 

essential to any organization that is trying to sustain 

its performance and competitive positioning in 

turbulent environments, like those emerging 

economies where uncertainty, policy changes and 

infrastructure issues are shaping strategy 

development (Porter, 1980; Gilad and Gilad, 1985). 

Competitive Intelligence started in military 

science, but it has slowly become an integral part of 

any business strategy, particularly with the passage 

of the book of The Art of War by Sun Tzu. It also 

represents a shift in the organizational priorities and 

the evolving nature of how digital technologies are 

altering the manner of how intelligence is being 

developed, discriminated against and utilized.  

Today, Competitive Intelligence has 

transcended its appearance as an ancillary analytical 

role and is seen as a key competency necessary to 

the overall success of an organization and is now 

overtly a part of the survival and long-term 

relevance of organizations. Sun Tzu's law of 

knowing thyself and knowing thy enemies is widely 

cited, and that understanding is seen as a crucial 

element for success, but in its modern interpretation 

is nothing like its military context. 

CI research has been subjected to a number 

of theoretical frameworks. Porters (1980) Five 

Forces model is still fundamental in the model that 

positions CI as a concept of comprehending industry 

structure and competitive forces. The resource-based 

view (RBV) of the firm resource (Barney, 1991; 

Wernerfelt, 1984) frames the CI capability per se as 

a strategic resource that can grant long-term 

competitive advantage when valuable, rare, 

imitable, and non-substitutable (the VRIN criteria). 

More recently, the dynamic capabilities theory 

(Teece, Pisano, and Shuen, 1997; Teece, 2007) has 

been used to represent CI as an organizational 

sensing and seizing mechanism a meta-capability 

that allows firms to reconfigure resources in reaction 

to environmental changes. 

The topic of CI in the emerging markets 

articles has focused more on BRIC economies 

(Brazil, Russia, India, China) and little on Sub-

Saharan Africa. Among the most prominent 

exceptions are Muller (2006), who studied the CI 

practices of South African companies, and Rapp et 

al. (2013), who examined knowledge management 

and CI synergies in the context of emerging 

economies. Implementing Western CI frameworks 

into the context of African startups necessitates a 

theoretical adjustment, because the institutional 

contexts, informal information economies, and 

networks of relational trust that define business 

intelligence collection in these regions are unique. 

 In contemporary times, the definition of 

competitive intelligence has expanded its scope and 

dimensions, including the inclusion of customer 

intelligence, ecosystem intelligence, technological 

intelligence, strategic foresight, and regulatory 

intelligence and data analytics capability. CI is a 

dynamic organizational skill that entails acquiring, 

interpreting, integrating and strategizing informing 

the environment towards adaptability, creation and 

environmental ecosystem competitiveness in the 

organization. 

 

2.2 Digital Transformation: Theoretical 

Perspectives 

The digital transformation has been 

postulated based on multiple approaches to 

discipline. Being the first attempt at the systematic 

literature analysis, Vial (2019) concludes that DT 

can be seen as an attempt to grow an entity, through 

introducing significant modifications to its 

attributes, using the combinations of information, 

computing, communication, and connectivity 

technologies. It emphasises that transformation is 

not a condition but a process and that technology is 

a facilitating factor as opposed to an end. 

In the organizational theory meaning, DT 

entails an adjustment of various levels, which are 

operational processes, business models, business 

structure and value creation logics. Digital business 

strategy as elaborated upon by Bharadwaj et al. 

(2013) is the interplay between IT and business 

strategy, but Matt, Hess, and Benlian (2015) 

recommend that to implement the digital 

transformation strategies, four key dimensions must 

be considered: the application of technologies, 

change in value creation, change in structure, and 

the financial dimension. 

The digital transformation is presumed to 

own distinct aspects in terms of a startup. Focusing 

especially on startups, which unlike incumbent firms 

are digital, the architecture of startups is born 

digital, not digitalized. There is no higher 

percentage of the migration of the former processes 

in these companies than the dimension of the 

expansion and depth of the digital dimensions: into 

the new algorithmicallybased decision processes, 

foundations of data analytics, digital ecosystems, 

and relation systems. 

Mobile-first realities have contributed to 

shaping digital transformation in African fintech, 

especially. The leap-frog bypass on the continent to 

mobile internet network has seen the fintech DT of 
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Nigeria and Kenya operating in a mobile driven 

technological paradigm, in which M-Pesa USSD-

based architecture and proliferation of smartphone-

based banking applications is two distinct but 

converging trends. 

Digital transformation is shown most 

strongly in the financial sector, globally. The fintech 

innovations have decentralized the traditional 

models of banking with immediate payment, digital 

wallet, peer-to-peer lending, algorithmic credit 

scoring, and integrated financial services (Anifa et 

al., 2022). PayPal, Stripe, Revolut, Tencent, Ant 

Financial, and Square are not only examples of 

companies that demonstrate the new model platform 

of digital finance based on the financial 

intermediaries that have revolutionized the world of 

global finance. 

The digital transformation has also been a 

core national development agenda. Governments are 

becoming more preoccupied with digital economy 

policies, smart governance solutions, open banking 

models, cybersecurity policies, and the 

establishment and upkeep of digital identities. The 

process of digital growth has been speedy in 

emerging economies like India, Brazil, Kenya, 

Indonesia, and Nigeria supported by mobile 

technologies and fintech systems. Nevertheless, 

digital transformation is presenting new 

complexities in terms of strategies. The firms need 

to address the problems of cybersecurity attacks, 

technology risk, institutional fracturing, customer 

confidence, and data control. As a result, companies 

need high-quality information-processing abilities to 

understand their fast-evolving environment. 

Rapidly transforming digitalized 

ecosystems make competitive intelligence a growing 

value. To be competitive, firms must keep checking 

technological trends, customer behavior, regulatory 

changes, competitor activity, ecosystem 

relationships, and innovation trajectories. 

 

2.3 Nigeria’s Fintech Ecosystem as a Global 

Context 

In Africa and Global South fintech 

ecosystem, the Nigerian fintech sector is amongst 

the most adaptable digital innovation platform. 

According to the same report, in 2022 Nigeria also 

received 1.4 billion in fintech investment, 

approximately 36 per cent of all the African fintech 

venture capital ( Africa Fintech Report, 2023). 

Lagos metro area can be considered the virtual 

fintech capital of the continent, with some 200-plus 

fintech startups operating in various fintech sub-

segments, such as payments, digital lending, 

insurtech, remittances and wealthtech. 

The country has some key structural 

characteristics that give it potential in terms of 

fintech, which include among others the large size 

of the population, high smartphone penetration, 

growing internet penetration, a youthful population, 

high financial exclusion with 37% of adults 

unbanked in 2021, and vast remittance inflows, 

where Nigeria received 20.1B in remittance in 2023, 

making it the largest recipient of remittance in 

Africa. Examples of rapidly expanding startups 

which have tapped the opportunities provided by 

mobile technologies, as well as delivery of services 

on platforms, include Flutterwave, Paystack, 

Moniepoint, Kuda, OPay, PalmPay, and Carbon. 

Nigerian ecosystem is extremely turbulent 

regardless of high growth. Finally, some of the 

structural drawbacks are obvious to fintechs, such as 

infrastructure limitations, institutional fragility and 

splitting up consumer markets, regulatory risk, 

currency risk, threat of cyber attack and consumer 

digital mistrust. If such complications lay ahead, 

adaptability is required. Nigeria fintech companies 

are unable to take a chance in response to the 

technological innovation alone. They require high 

intelligence in order to spot market adjustments, 

institutional signals as well as coping with 

relationships in ecosystems and to keep up in the 

competition. Notably, the ecosystem of Nigeria has 

global significance as there are several developing 

markets affected in a similar manner. This means 

that in Nigeria appropriate background to the 

building of globally responsive theoretical frames in 

relation to the domain of competitive intelligence 

and digital transformation exist. 

 

2.4 Kenya: The Silicon Savannah and Mobile 

Money Wonder. 

The fintech sector in Kenya is in a unique 

place in global innovation, with M-Pesa, a service 

introduced in 2007 by Safaricom in collaboration 

with Vodafone, reigning as a spectacular success. 

The success of M-Pesa, which has allowed mobile 

money transfers through a basic USSD technology 

and a network of mobile money agents that reached 

a total of 176,000+, has created an underlying 

infrastructure layer needed for the next leap in 

fintech innovation and a broad base of consumers 

with mobile money skills, available for fintech 

entrepreneurs to leverage. 

The description "Silicon Savannah" hails a 

wider trend of entrepreneurship and innovation in 

Kenya, with the investment in infrastructure, 

including the Konza Technopolis (Konza City), a 

co-working and incubator hubthe iHubalong with a 
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variety of accelerators such as GrowthAfrica, 

Nairobi Garage and, naturally, Google's Launchpad 

Africa programme. The penetration rate of mobile 

money services in Kenya is the highest in the world 

with around 73% of adults accounting for mobile 

money (GSMA 2023). 

Kenya's fintech dynamics is different in 

significant aspects from Nigeria's. Safaricom (the 

mobile market leader with around 65 percent of 

Kenya's subscribers) owns M-Pesa and is a platform 

where much of the effort from fintech startups has 

been required to partner with or differentiate from 

M-Pesa or pursue other largely untapped segments 

that M-Pesa has left out. That has led to a lot of 

innovation in specific sectors such as merchant 

payments (Cellulant, DPO Group), agricultural 

fintech (iProcure, Apollo Agriculture), healthcare 

financing (CarePay, Changamka), and MSME loans 

(Pezesha, Umba). 

 

III. Theoretical Foundations 
This study combines various theoretical viewpoints 

to understand the connection between competitive 

intelligence and digital transformation. 

Adaptive Capabilities Theory provides 

explanation as to how organizations sense, seize, 

and reconfigure resources in rapidly changing 

environments (Teece, 2007). The theory is highly 

relevant within the domains of competitive 

intelligence and digital transformation, as it offers a 

solid framework to comprehend the mechanisms for 

sustaining competitiveness and survival in rapidly 

evolving digital environments like fintech, platform 

economies, and tech startups. This view is very 

much linked with competitive intelligence; 

intelligence systems help businesses to understand 

the turbulence of their environment and respond 

strategically. It offersinsight into why some 

organizations can interpret their environment and 

transform digitally while others do not, even when 

they have access to the same technologies. 

According to Resource-Based View 

(RBV), the firms that have valuable, rare, inimitable 

and non-substitutable resources will gain sustained 

competitive advantage (Barney, 1991). It is a 

management approach that proposes that the 

resources and capabilities are the basis of the 

competitive advantage of the company and its 

performance. Capron and Hulland (1999) do not 

simply consider the influence of forces in the 

external environment but argue that a firm can 

outperform its competitors by leveraging its own 

unique strengths. Intelligence capability, analytics 

systems, customer data, ecosystem relationships and 

platform knowledge are more and more strategic 

resources in digital ecosystems. 

Knowledge-Based Theory on its part 

considers knowledge as the most strategically 

important organizational resource. According to the 

Knowledge-Based Theory (KBV), the companies' 

most important resource is knowledge. It argues that 

businesses are not just for information processing 

and transaction cost reduction, but mainly for 

specialized knowledge integration, creation and 

application. Grant (1996) indicated that knowledge 

integration and learning capability are critical to 

organizational competitiveness. Competitive 

intelligence is an essential part of knowledge 

creation as it turns information in the environment 

into strategic insight. 

Institutional Theory is the foundation of 

how organizational behaviour is influenced by the 

regulatory systems, institutional norms and 

legitimacy pressures. Fintech companies exist in a 

very regulated space, with anti-money laundering 

policies, data governance frameworks, digital 

identities and consumer protection standards. Thus, 

regulatory intelligence is of strategic importance. 

Institutional theory is concerned with how social 

norms, rules, and routines become "rules of the 

game" that are authoritative in guiding behaviour. It 

highlights that legitimization of organizations in 

response to societal expectations and pressures is a 

key mechanism for their adaptation to survive and 

often the social acceptance takes precedence over 

the technical/economic one.  

Ecosystem Theory posits that innovation is 

increasingly taking place within ecosystems of 

interrelated organizations than within stand-alone 

companies. Collaborative relationships between 

companies, regulators, customers, developers and 

investors are critical to digital platforms, startup 

ecosystems, fintech environments and innovation 

networks. 

These theories combine to form the conceptual 

framework of the CIDT Framework. 

 

3. 1 The CIDT Framework 

The Competitive Intelligence-Driven 

Digital Transformation (CIDT) Framework is 

developed as an integrative theoretical framework, 

consisting of an amalgamation of the conceptual and 

empirical elements of the dynamic capabilities’ 

theory, resource-based view, and institutional theory 

along with observation from the Nigerian and 

Kenyan fintech ecosystems. The model does not 

consider CI as a 'one-off' strategic planning activity, 

but as an ongoing activity in the organization that 
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acts proactively and influences, guides and refines 

digital transformation paths. 

It is organized around five main 

dimensions, that represent both stages in a best-

practice intelligence-to-transformation journey and 

organizational capabilities in a well-developed 

fintech organization.  

There are three contextual moderating 

variables: Infrastructure and Connectivity 

Environment, Institutional and Regulatory 

Dynamics, and Talent Ecosystem and Human 

Capital that affect the effectiveness of CI practices 

and the speed and magnitude of digital 

transformation that can be attained by fintech 

startups in these environments. 

In this perspective, it can be argued that in 

an uncertain digital environment, organizations must 

constantly monitor, understand and react to the 

environment. Competitive intelligence is the sensing 

capability of the company, readiness for digital 

transformation is the metamorphosing capability of 

the firm, coordination with wider ecosystem through 

ecosystem intelligence, and knowledge orchestration 

enables translating the information into action. 

These abilities result in adaptive digital benefits. 

This rationale is like that of the Teece's dynamic 

capabilities theory which emphasizes the 

capabilities of sensing opportunities and threats, 

seizing opportunities, and reconfiguring 

organizational resources to maintain 

competitiveness in a changing environment.  

 

These dimensions are: 

Environmental Scanning and Market Sensing: 

This is the initial and fundamental CI dimension 

which is the source for other dimensions to get 

intelligence. It is also systematic observation, 

monitoring, and interpretation of information from 

the external environment of an organization 

(Aguilar, 1967; Daft & Weick, 1984). At least five 

intelligence domains are included in the concept of 

environmental scanning in the field of fintech in 

Africa: 

Competitor Intelligence: This includes monitoring 

news of new product offerings, pricing, partnering 

and employment and investor disclosures of direct 

and indirect competitors. 

Customer and User Intelligence: To capture and 

process data on Users' behaviors, customer 

feedback, product reviews, sentiment from social 

media and community forums. 

Technology Trajectory Scanning: Is used to keep an 

eye on emerging technologies like Artificial 

Intelligence, Blockchain, Open Banking APIs, 

Embedded Finance, BNPL (Buy Now Pay Later) 

Infrastructure and determine the possibility of them 

disrupting or enabling existing value propositions. 

Macroeconomic and Social Sensing: For monitoring 

currency fluctuations, which has been an important 

CI input for Nigerian fintechs as the naira's volatility 

is a key driver of demand for financial services; 

inflation dynamics, which is essential for monitoring 

the financial health of the economy; unemployment 

trends; and demographic shifts. 

Is for mapping the changing landscape of potential 

strategic partners, platform integration, accelerator 

programs and the preferences of investors. 

This is because they have certain scanning practices 

that the African fintech startups have been taking on, 

thanks to their type of relationship network and 

limited resources. Formal CI departments are not 

common in early-stage startups and much of the 

intelligence gathering is distributed across functions, 

with the founders' networks and with support from 

other players within the startup ecosystem, such as 

fintech associations (Affintech and FINTECH East 

Africa), VC firms with a strong understanding of the 

local context (TLcom Capital, Partech Africa, 

Norrsken22) and accelerators (Y Combinator, 

Techstars Africa, Growth Africa). 

 

Intelligence Conversion and Knowledge 

Management: Intelligence information collected 

from environmental scanning can only be utilized 

when it is transformed into usable knowledge by 

intelligence conversion processes of interpretation, 

synthesis and knowledge creation. The dimension 

reflects the organizational processes to translate the 

scanned information to actionable competitive 

intelligence and to integrated organizational 

knowledge, in case of fintech start-ups.Intelligence 

conversion is based on knowledge-based view 

(Grant, 1996; Kogut & Zander, 1992) and consists 

of three phases:  

Data integration and sense-makingcombine data 

inputs from different scanning channels and coding 

and interpreting them. 

Intelligence analysis, where patterns and trends are 

identified and implications drawn using different 

techniques from simple competitive benchmarking 

to in-depth scenario analysis. 

Knowledge dissemination, where intelligence 

products are disseminated and passed on to the 

relevant decision makers in the organization. 

Knowledge Management comes with its challenges 

in the African fintech startup landscape. High 

employee turnover rates; a characteristic of the 

competitive talent markets of startups in 

Lagos/Nairobi poses risks in terms of loss of 

organizational knowledge. Many CI processes are 
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informal so that there is a lot of intelligence in 

people's tacit knowledge in the organization that is 

not codified in formal systems. Startups which make 

the process of CI formalized by creating intelligence 

workflows, implementing competitive intelligence 

platforms (such as Crayon, Klue or Kompyte) and 

regular intelligence-sharing rituals (such as 

competitive review meetings or market insight 

newsletters) have a superior intelligence conversion 

capability. 

 

Strategic Positioning and Competitive 

Differentiation:This is the step of translating the CI 

output into investments to be made in digital 

transformation, which must be unique and 

defensible market positioning of the company. The 

CIDT Framework believes that CI driven strategic 

positioning is a pre-condition for purposeful (no 

longer reactive) digital transformation. 

Porter's generic strategies (1980; 1985) cost 

leadership, differentiation and focus are a good 

starting schema for understanding the competitive 

positioning of the various African fintechs; however, 

there are changes that need to be made to reflect the 

platform and ecosystem dynamics that Porter's 

model did not foresee. A few unique positioning 

archetypies can be seen in the Nigerian and Kenyan 

scenarios: 

Infrastructure Provider Positioning: Those that 

perceive themselves as the base layer payment or 

financial infrastructure for other fintechs and 

businesses (like Flutterwave's Rave API or 

Cellulant's Agrikore platform). The heart of the CI 

activities is three core areas: API ecosystem 

intelligence, developer community scanning and 

enterprise client intelligence. 

Vertical Specialist Positioning: Companies that 

focus on and cater to niche market that have unique 

needs (agriculture finance, healthcare payment, 

MSME loans etc.). The focus of CI activities is on 

the expertise in the target vertical and customer's 

behavior intelligence in the sector. 

Super-App Positioning: Companies that are looking 

to sell a wider range of financial services across the 

same vertical segment to do so through horizontal 

integration to boost customer relationship and cross-

selling opportunities. CI activities cannot be 

confined to one vertical and need to be more 

extensive and in-depth in terms of scanning and 

analysis. 

Challenger Bank Positioning: Banks that position 

themselves as digital-native alternatives for 

underserved consumers (e.g., Kuda Bank in Nigeria 

and Eversend in Kenya). Incumbent bank capability 

gaps, customer satisfaction intelligence and 

regulatory licensing intelligence are the three key 

areas of CI activities. 

 

Adaptive Technology Adoption: The fourth 

dimension of the CIDT Framework is the dimension 

related to understanding, gained from CI, which 

leads to the DT process in using technology. As per 

the definition hereof, adaptive technology adoption 

is the CI calibrated selection, sequencing and 

scaling of digital technologies, to align with 

competitive positioning demands and environmental 

realities. 

The tech adoption trajectory of Africa's fintechs can 

be thought of as a product of the global supply of 

tech cloud, AI, blockchain, open APIs, biometrics 

and the infrastructure constraints and consumer 

capacity of Africa. There are a few models for 

technology uptake: 

Mobile penetration rates in Nigeria and Kenya are 

87-91% and M-Pesa is a USSD based mobile money 

product, therefore, successful Fintechs start with the 

mobile-first (and sometimes mobile-only) product 

design. Smartphone penetration, mobile OS 

distribution and data affordability dynamics 

influence the technology stack decision with the 

support of CI. 

AI and Machine Learning for Credit Decisioning: 

For a majority of the African population, there is 

limited coverage data available from credit bureaus, 

and fintechs have been at the forefront of using 

machine learning to credit score individuals based 

on other available data sets such as mobile phone 

usage patterns, social media behaviour, utility 

payments and ecommerce transactions. These 

investments are directed by CI inputs obtained from 

monitoring the credit products offered by 

competitors, default rate data and regulatory 

guidelines for AI. 

African fintechs have adopted cloud computing 

platforms such as AWS, Google Cloud and 

Microsoft Azurewhich will allow them to grow fast 

and scale without having to spend a huge amount of 

money on physical machines. CI considers data 

residency regulatory requirements, latency 

requirements for geographies, and competitive 

intelligence on the architecture of other startups in 

space when determining the cloud provider to be 

used. 

Open Banking and API Economy Integration: 

Nigeria and Kenya's regulatory bodies are 

progressing towards more open banking, creating 

opportunities for fintech startups to tap into 

customer financial data and banking systems via 
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APIs. The activities undertaken by CI have been a 

study of regulatory timeline intelligence and 

competitor API strategy, helping make decisions 

around open banking adoption. 

Regulatory Intelligence and Compliance 

Navigation: Perhaps the most critical and complex 

intelligence aspect for African fintech startups is the 

regulatory environment. In the Nigerian and Kenyan 

fintech context, regulatory intelligence (the 

systematic monitoring, analysis and strategic use of 

information on regulatory developments, regulatory 

enforcement trends, compliance requirements and 

regulatory stakeholders' positioning) is a standalone 

dimension because of its impact on creating 

competitive dynamics and the fintech's digital 

transformation feasibility. 

The regulatory landscape in Nigeria includes 

overlapping regulators (the Central Bank of Nigeria 

(CBN), Securities and Exchange Commission 

(SEC), National Insurance Commission (NAICOM), 

Federal Competition and Consumer Protection 

Commission (FCCPC)), frequent regulatory 

circulars and policy changes, and regulatory 

intervention with a significant impact on fintech 

business models. Such regulatory measures include 

CI policies which necessitated swift and agile 

strategic adjustments to the fintech startups in the 

face of changing regulatory landscape in Nigeria 

including the 2021 cryptocurrency ban by the 

Central Bank of Nigeria (CBN) and Cashless policy 

drive in 2023. 

The Digital Financial Services Policy (2021), the 

Data Protection Act (2019) and the Competition 

Authority's investigation into Safaricom's 

dominance in the digital financial services market, 

notably M-Pesa and its effect on the ability of other 

fintechs to access the M-Pesa rails are notable 

examples of the regulatory intelligence challenge in 

Kenya. 

The CIDT Framework proposes that the regulatory 

intelligence capability is unique and can give a 

company a competitive advantage in these 

environments. Those companies which are at the 

forefront of regulatory developments whether 

through actively engaging with regulatory 

consultations, engaging with industry association, 

having regulatory affairs specialists within their 

teams or proactively monitoring regulatory 

developments occurring in other jurisdictions whose 

regulatory frameworks tend to provide clues to how 

regulation develops in Nigeria and Kenya are likely 

to be best positioned to predict regulatory changes, 

proactively prepare for them and engage in the 

regulatory conversation in their favour. 

 

IV. Framework Application 

The case analyses that follow draw on the 

CIDT Framework and where available and possible, 

information from an exemplar organisation from 

Nigeria and Kenya (including company disclosures 

and investor communication, regulatory disclosures, 

news media reporting, academic case studies and 

industry reports). Four organisations are studied: 

Flutterwave, Kuda Bank (Nigeria) and M-

Pesa/Safaricom and Cellulant (Kenya). These cases 

have been chosen due to their diversity based on the 

analysis of the type of positioning, business model 

and organizational age through the CIDT 

Framework. 

4.1 Flutterwave (Nigeria): CI-Driven Pan-

African Infrastructure Play 

The dynamics of the CIDT Framework are 

demonstrated through a case study of a fast-growing 

internationalizing payments infrastructure firm, 

Flutterwave, which was co-founded in 2016 by 

some of the members of UBA, Andela and Google 

Africa including Olugbenga Agboola and Iyinoluwa 

Aboyeji. 

The idea is born out of a lot of intelligence gathered 

on the void of a single payment infrastructure in 

Africa (54 countries, multiple currencies, regulatory 

frameworks, banking connectivity profiles etc.). 

Founders spotted something that was prohibitively 

complex for global merchants that wanted to accept 

payments from African consumers: it wasn't in their 

radar. A regional team structure ensured country 

intelligence was in-built and market intelligence was 

provided to the central product and strategy 

decisions for Nigeria, Ghana, Kenya, South Africa 

and Egypt. 

But it does not view itself as an end consumer 

player, but rather as the ‘rail' which is underneath 

other fintech and e-commerce players and 

companies. From CI's perspective, it was a good 

idea since they were aware of the API economy and 

how they could learn from Stripe. The Rave API 

was built from the lessons learned from existing 

payment systems failure modes, the corporate 

regulatory intelligence of dealing with regulations in 

all the countries, including the African Continental 

Free Trade Area (AfCFTA) digital trade 

requirements, ECOWAS regional harmonization and 

more. 

4.2. Kuda Bank (Nigeria) Challenger Bank 

Positioning in the CI Space 
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The challenges faced by Nigeria's millennials with 

conventional banks have been tackled with the 

differentiated CI based approach with the 

introduction of the first 100 per cent licensed digital 

microfinance bank (Kuda Bank) in 2019. The pain 

points identified by the systematic user-centric 

research and competitive intelligence that led Kuda's 

founding thesis were where Nigerian millennials felt 

they were being ripped off by banks; ATM and SMS 

fees, user experience in the mobile application of 

banks and their service models which were 

dependent on brick-and-mortar locations. The three 

points of product-market fit – customer and 

competitor intelligence are all handled by Kuda's 

zero-fee positioning, improved mobile user 

experience, and totally digital account opening. 

The core features of Kuda's adaptive technology 

adoption strategy were Cloud (AWS) and an in-

house developed core banking system, which the DT 

strongly felt was not possible with an off-the-shelf 

African Core Banking software that could not 

support Kuda's user experience-led banking 

solution. At present, Kuda is utilized by over 7 

million people as of 2023, becoming proof of their 

strategy on digital transformation via the CI 

approach. 

4.3 CI-Informed Platform Evolution for M-Pesa / 

Safaricom (KENYA). 

Starting as a mobile money transfer service (M-

Pesa) in 2007, and now as a full-fledged digital 

financial services ecosystem, CI has played a key 

role in one of the most impressive digital 

transformation processes in the global fintech 

industry. A few interesting inflectionpoints due to 

CI: 

Early Market Sensing (2005-2007): The study by 

DFID and Vodafone to understand that Kenyans 

were using the informal airtime value transfer 

between mobiles as an indicator that there might be 

a demand for a formalized mobile money service led 

to the initial concept for the M-Pesa service. These 

were basic preliminary customer behavior 

intelligence gained from ethnographic studies and 

pilot studies and were an integral part of the 

environmental scanning to inform M-Pesa product 

architecture (Foster, 2021). 

It was accompanied by a learning curve since they 

learnt more about the users' behavior, and their 

competitor offerings (like Airtel Money and Orange 

Money) and the regulatory landscape, and M-Pesa 

expanded gradually into the areas of savings (M-

Shwari, through Commercial Bank of Africa), 

lending (KCB-MPesa, Fuliza overdraft facility), and 

merchant payments (Sowonet al., 2023). 

Platform Strategy Pivot (2016): There was a pivot in 

positioning as M-Pesa became an open platform for 

third parties to access through M-Pesa API (Daraja) 

which indicated an understanding of the global trend 

towards a platform business model and the threat 

from FinTech start-ups building mobile money 

infrastructure. 

4.4 Cellulant (Kenya/Pan-Africa) 

Cellulant's impressive growth track began in 2003, 

as a Mobile Content provider and has evolved into 

one of the largest payments service providers in 

Africa, serving 35 countries on the continent and 

processing payments for global giants including 

Unilever, Uber and Nestlé. The path of cellulant is 

typical of regulatory intelligence facet of the CIDT 

Framework. Having a regulatory intelligence 

function that wide and an advanced level of 

sophistication is essential in operating in 35 

regulatory jurisdiction simultaneously. Cellulant has 

in-country regulatory affairs teams in every country 

where it has a presence, and is engaged in the 

country's payment system councils, and has its own 

proprietary regulatory tracking system to keep track 

of the 35+ regulatory systems under which Cellulant 

activities fall. 

The Agrikore platform, a digital agricultural 

marketplace for payment of inputs and financing is 

another example of vertical specialization via CI, 

where the detailed information about the payment 

gap in the $300B+ African agriculture sector 

informed its design and strategic partnerships with 

government, fertilizer and agricultural insurance 

providers. 

 

V. Contextual Moderating Variables 

Infrastructure and Connectivity Environment: 

Physical and digital infrastructure environment is 

crucial in shaping the impact of CI activities and the 

viability of digital transformation pathways. 

Infrastructure challenges in Nigeria consist of power 

supply unreliability (most urban centers experience 

power for about 4-6 hours per day), bandwidth 

limitation of the internet (Internet connection is 

slower outside Lagos and Abuja) and ATM network 

unreliability (This affects the consumer behavior 

and competition). 

In the real world, however, limitations in 

infrastructure hinder CI practice: unreliable cloud 

connectivity when collecting and processing data; 

observed digital behaviors may not be preference 
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mediated but are infrastructure mediated; and 

intelligence gathering on what other agents are 

doing on the ground is operationally challenging. 

Fiber installation companies that already know 

where fiber is being installed, for example, before 

other service providers have a chance to make a 

time-to-market difference in rolling out agents onto 

their networks. 

Kenya has a relatively sophisticated digital 

infrastructure (TEAMS undersea cable, a more 

stable electricity grid, Safaricom's wide-spread 4G 

network) which gives it a degree of sophistication in 

its CI and DT environment and has fostered a 

greater amount of data intensive intelligence 

gathering and more technology-ambitious 

transformation projects. But there are important 

regional differences in Kenya, and any insights from 

Nairobi may not apply to the rural fintech market 

(FSD Kenya 2022). 

Institutional and Regulatory Dynamics: As per 

Dimension 5 of the CIDT Framework, institutional 

and regulatory dynamics play an important role as a 

moderating variable influencing the effectiveness of 

CI and DT pathways. Three moderations are worth 

considering: 

Regulatory Velocity is the speed of regulatory 

adjustments, which affects planning horizon and/or 

investment certainty of the DT strategy of fintech 

startups. High velocity regulatory environments 

(Nigeria's CBN has published more than 40 major 

circulars with fintech implications 2020-23) creates 

intelligence premiums for companies that have 

better regulatory monitoring. 

Regulatory Sandbox Dynamics: Nigeria has also 

developed a regulatory sandbox framework (CBN 

Regulatory Sandbox, launched 2021), and Kenya 

has developed one (CBK Regulatory Sandbox, 

launched 2019), that enabled CI opportunities for 

startups engaging in the sandbox, through direct 

engagement with the regulator, early insight into 

emerging compliance needs, and peer competitor 

intelligence through interaction with other 

businesses in the sandbox. 

Cross-Border Regulatory Arbitrage Intelligence: 

Nigerian and Kenyan regulators have different 

regulations which CI fintechs can leverage to 

operate or cross-border. Companies with the best 

knowledge and understanding about how to navigate 

the regulatory landscape from one jurisdiction to 

another can make better informed geographic 

expansion decisions and organise their entities to 

minimise the regulatory compliance costs. 

Talent Ecosystem and Human Capital: 

Availability, quality and cost of relevant human 

capital with CI-relevant skills like data scientists, 

software engineers, regulatory specialists, product 

managers and business analysts is an extremely 

important moderating variable of the CIDT model. 

In Nigeria and Kenya, the number of technology 

talents that can be called up has grown considerably, 

because of university computer science departments, 

coding bootcamps (such as Andela, Decagon, 

Moringa School), and diaspora come back to their 

countries. 

The talent market in Africa is fiercely competitive, 

however, as the big global tech companies such as 

Google, Microsoft, Meta, and Amazon have all set 

up their Africa offices in Lagos and Nairobi where 

they can offer temptations that are difficult to turn 

down for local startups. CI capability building is in 

turn a 'talent war' in which startups are using the 

intelligence of their employer brand, compensation 

benchmarking, and employee experience 

intelligence to recruit and keep talent relevant to CI. 

Gender and diversity need to be considered in the 

talent ecosystem as well. In both Nigeria and Kenya, 

women are massively under-served by financial 

services and there is also a massive under-

representation of women in fintech workforce and 

leadership. The startups which study the financial 

behaviors, needs and barriers to trust among women 

consumers are well placed to harvest this market 

segment as a gender inclusion opportunity, with 

both commercial and social impact aspects. 

VI. Theoretical Contributions and 

Implications 

6.1 Contributions to Competitive Intelligence 

Theory 

The concept of CI in the context of emerging 

markets has a multi-faceted aspect, for which CIDT 

Framework plays a role. Firstly, it places the 

discourse of CI practice away from the formal 

intelligence department, and the systematic, 

analytical process of intelligence gathering that is 

typical of resource poor start-up in emerging market 

spaces, towards a distributed and networked (and 

often informal) process of intelligence gathering. 

Second, it is not just because regulatory intelligence 

is in the organizational capacity (outside CI), but 

also because the nature of regulatory dynamics plays 

an important part in the context of African fintech. 

Thirdly, the framework can enrich the literature on 

CI in Platforms as it theorizes the evolution of CI 

practices of a firm from being a product company to 

a platform orchestrator, for instance, M-Pesa to 
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Flutterwave. Fourth, it is more inclusive on a global 

level as it challenges the basic assumptions of the 

dominant CI theories in the western market it has 

developed in reference to the context of the African 

fintech. 

6.2Contributions to Digital Transformation 

Theory 

The CIDT Framework is based on the theory of 

digital transformation, and introduces the 

intelligence-strategy nexus as the key to DT. Some 

of the existing DT frameworks (Vial, 2019; Matt et 

al., 2015; Bharadwaj et al., 2013) have determined 

the significance of environmental sensing and 

market analyses but none of them has theorized the 

CI capability as systematic function of the 

organization with its structural, processual and 

capability requirements. 

The framework has also helped the DT theory in the 

emerging markets as it has shown that the popular 

notion of skipping the ‘generations' of legacy 

technology and going straight to the advanced 

technology is qualified. Therefore, in the case of 

Nigeria and Kenya, fintech can be considered as 

‘selective adoption under constraint,' where a 

decision to adopt fintech is made as well as a 

decision about the order of the technologies, and a 

decision about the customer segment all of which is 

dependent on the availability of infrastructure, 

regulatory clearance, and talent.There has been 

significant research on theory contributions towards 

African entrepreneurship and innovation. 

The CIDT Framework would offer a theoretical lens 

to examine the African start up and its activities in 

the fiercely competitive market and a contribution to 

the literature on African entrepreneurship and 

innovation. Not a deficit framing (looking at African 

startups as primarily ‘poor' or ‘underdeveloped') 

view but rather a capability building view – being a 

strategic actor, building capabilities unique to their 

contextual environments. 

The framework also includes the ecosystem level 

intelligence dynamic as a unit of analysis, as well as 

ecosystem intermediaries; accelerators, VC 

companies, industry associations and regulators who 

are also an intelligenceinfrastructure for African 

fintech startups. 

6.3 Contributions to African Entrepreneurship 

and Innovation Theory 

The CIDT Framework is a structured theory, a way 

of looking at the activities of African entrepreneurs 

in competitive markets and adds to the literature on 

African entrepreneurship and innovation. It is an 

attempt to question the framing (only understanding 

African startups in terms of the constraints they are 

faced with) and offer instead the capability building 

approach that views African fintech entrepreneurs as 

sophisticated strategic actors, who are developing 

their own unmatched CI and DT capabilities to 

function in their situations. 

The framework also includes a notion of ecosystem 

intelligence dynamics  beyond the level of the 

individual firm by including other players in the 

intelligence infrastructure for African fintech 

startups such as ecosystem actors like accelerators, 

VC firms, industry associations and regulatory 

institutions. 

 

VII. Implication 
The findings in this paper contribute to the 

literature in information management. Data 

interpretation, analysis and being knowledgeable 

about ecosystems along with thinking strategically, 

are the skills that are increasingly helping 

organizations compete. Thus, information 

management systems should go one step further 

than the simple store to be capable of sensing and 

adapting strategically. 

The framework also makes a valuable 

contribution to the knowledge management 

literature as, to date, no studies have detailed how 

the organizations bring the environmental 

knowledge into the innovation processes. 

Knowledge Orchestration capability becomes 

important when digital ecosystems are based on 

collaboration, information sharing and integrating 

the ecosystem into their processes.Such systems can 

help to improve the adaptive capacity of 

organizations, and the performance when it comes to 

innovation. 

 

VIII. Conclusion, Practical Recommendations, 

and Research Agenda 
8.1 Conclusion 

This paper is intended to contribute 

theoretical development by creating the Competitive 

Intelligence-Driven Digital Transformation (CIDT) 

Framework which can serve as a framework for 

analyzing the phenomenon of competitive 

intelligence and digital transformation in the new 

fintech environment in emerging markets. The 

framework is based on the three theories and six 

empirical observations from the Lagos fintech hub 

(Nigeria) and the Silicon Savannah (Kenya) and 

consists of three contextual moderating variables 

which condition the CI and DT outcomes and 5 core 

dimensions: Environmental Scanning and Market 
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Sensing; Intelligence Conversion and Knowledge 

Management; Strategic Positioning and Competitive 

Differentiation; Adaptive Technology Adoption; and 

Regulatory Intelligence and Compliance Navigation. 

The cases of Flutterwave, Kuda Bank, M-

Pesa/Safaricom and Cellulant show the application 

of the dimensions of the framework, which, 

therefore, shows that the digital transformation of 

organizations is not one size fits all process, but is 

context-driven, strategy-mediated and capability-

driven. These showcased enterprises can leverage 

this insight into the possibilities of CI and map out a 

digital transformation plan as technologically 

sophisticated as it is on track and applicable in a 

fintech start-up world. 

 

8.2 Practical Recommendations 

For Investors: 

In markets with high uncertainty, groups that have a 

good market-sensing process and skills in market 

regulatory intelligence are less-risky investment 

groups. 

Portfolio level CI Sharing: VC companies that have 

multi-geographic focused African fintech portfolios 

can develop competitive intelligence networks for 

the portfolio companies. 

For Policymakers: 

Move to greater regulatory transparency and 

predictability – no surprises, further adding to the 

burden of start-up compliance with the digital 

transformation and CI. 

Set up sandboxes where experiments and findings of 

regulatory experiments can be shared with start-ups 

in the sandbox, thus maximizing externality of the 

intelligence of the regulatory experimentation. 

Invest in public digital infrastructure, broadband 

connectivity, open payment system and digital 

identity system, to minimize the effect of digital 

infrastructure on the effectiveness of CI and 

feasibility of DT. 

 

8.3 Research Agenda 

The CIDT Framework is a theory, and further 

research is needed to support and build on the 

theory. There are several priority research directions 

identified: 

Quantitative validation: Survey study with many 

fintech startups in Nigeria and Kenya to get the 

quantitative measurements of the dimensions of CI 

and its impact on digital transformation outcomes 

(product innovation rate, market expansion speed 

and regulatory compliance efficiency). 

Longitudinal case studies: multi-year longitudinal 

studies of co-evolution of CI practices and DT 

strategies of selected fintech start-ups from start-up 

to scale. 

Comparative framework extension: Test & apply the 

CIDT framework to other African fintech 

ecosystems: South Africa, Egypt, Ghana, Rwanda 

and assess the generalizability of the framework to 

other African fintech ecosystems beyond the 

Nigeria-Kenya dyad. 

Gender and inclusion dimension: Studies of gender 

and impact of CI driven DT strategies on financial 

inclusion (women and other under-served groups). 

Ecosystem-level CI mechanisms: research of the 

dynamics of collective intelligence and information 

sharing at the ecosystem level including ecosystem 

accelerators, VC networks, industry associations and 

other mechanisms. 

AI and CI integration: AI-powered tools are about to 

change the landscape of CI worldwide, therefore, a 

study on how AI-powered tools are integrated and 

what this means for competitive dynamics and DT 

trajectories of fintech startups in Africa. 

The African fintech ecosystem is quickly changing. 

Theories and models, which we are using to explain, 

and to help with this change, should be as flexible 

and maneuverable as the change. One such tool that 

will help others understand better how the future of 

financial inclusion and digital innovation in the 

continent will be shaped by intelligence, strategy 

and technology is CIDT Framework. 
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