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Abstract. The paper seeks to identify the factors that motivate a person who champions ICT4D
initiatives. Given the important contributions of ICT4D champions to initiative success, better
understanding of their motivations holds the potential to identify, develop and deploy such indi-
viduals more effectively, harnessing their potential positive contributions to ICT4D initiative
success. A multiple case study strategy is used to explore the motivational factors of three suc -
cessful ICT4D champions in the South African context. The Work Preference Inventory (WPI)
of personal motivations was used to design in-depth interviews with the champions and semi-
structured interviews with 29 other stakeholders. It found ICT4D champions are motivated by
the need for personal actualization, business success and to address social concerns – origins of
these motives could be traced to various internal and environmental stimuli. Practical implica-
tions drawn from the research are that profiling of stakeholder motivations in an ICT4D initia -
tive is feasible and that organizations can use such information to create a conducive environ-
ment for grooming and empower new and existing champions to function more effectively.
This first investigation of ICT4D champion motivations shows its importance and the potential
thereof towards improving initiative success and emphasizes the need for further research of
this nature.

Keywords: ICT4D projects, ICT4D success, Work Motivation.

1 Introduction

Champions  of  information  and  communication  technologies  for  development  (IC-
T4D) are critical to initiative success; they are, “individuals who make decisive con-
tributions  to  ICT4D  initiatives  by  actively  and  enthusiastically  promoting  their
progress through critical stages in order to mobilise resources and/or active support
and cooperation from all stakeholders” [1:129]. More than two-thirds of ICT4D ini-
tiatives  fail  completely  or  partially  [2;  3;  4;  5];  the  importance  of  champions  is
amongst often-recurring reasons for ICT4D initiative failure [6; 7; 8; 9; 10]. Better
understanding these critical actors, it is reasoned, may contribute to the improvement
of initiative success rates. To paraphrase the words of Donald Schön [11:84], “Where
ICT4D innovation is concerned, the presence of an ICT4D champion is required …
the new ICT4D initiative either finds a champion or dies”.

The paper explores champion motivations by seeking to answer the following re-
search question: what are the factors that motivate a person who champions ICT4D
initiatives? This is an important question for three reasons. Firstly, leadership and or-
ganizational studies literature offer a breadth of evidence of the causality between an



2

individual’s  motivation and their  behavior,  such as leadership,  in the organization
[12]. Understanding the motivational factors of champions is therefore a promising
line of enquiry because it might assist ICT4D practitioners to more effectively iden-
tify, develop, deploy and support such individuals.

Secondly,  organizational  environments  can be crafted  towards  being more  con-
ducive to higher levels of employee engagement, including leadership behavior [13].
Better understanding the motives of successful champions is therefore needed in order
to inform organizations what such conducive environments should look like. To this
end,  ‘greenhouse’  or  ‘incubator’  services  in  organizations  has  been  recommended
[14]. Yet many questions remain about effectively identifying or developing champi-
ons, for example: what profiling tools would be most effective to identify potential
champions, or, what factors in the organizational environment are most conducive to
the  emergence  and  development  of  champions  [15]?  These  questions  can  be  an-
swered, in part, by gaining insight into the motivational factors of ICT4D champions.

Thirdly,  on a more  general  level,  literature  about the effective  identification of
champions are scarce and studies that explicitly explore this aspect are divergent in
their findings [16]. This paper therefore responds to explicit calls for more research
into the champion identities and motivations [15; 16]. In so doing it aims to contribute
knowledge deemed necessary to improve the success of ICT4D initiatives.

The paper is structured in familiar order, starting with literature foundations, then
methodology, findings, discussion and conclusions.

2 Literature and Conceptual Foundations

Work motivation can be defined as “the process by which behavior is energized, di-
rected, and sustained in organizational settings” [12:970]. The study of personal mo-
tivation in the workplace has a long and rich history [13]. This history shows the evo-
lution in understanding personal motivations vis-a-viz the organization. Early concep-
tions revolved around intrinsic factors postulating that a person’s workplace behavior
stems from internal factors, such as a belief system, personal needs, values and aspira-
tions. This view implies motivation to champion ICT4D initiatives is derived from
within and that organizations cannot create a favorable environment to develop such
individuals or encourage their emergence.

Fortunately, understanding of motivations in the workplace broadened to recognize
the importance of extrinsic factors. This view postulates that a person’s motivation is
shaped by pressures, stimulants, incentives and constraints emanating from the orga-
nizational  environment  and larger  social  context.  It  follows that  organizations can
proactively shape those motivations. Because motivations shape behavior, organiza-
tions, such as those conducting ICT4D projects, can stimulate desirable behaviors,
such as leadership and championing, by creating conducive environments [17].

Today, reasonable consensus exists that a person’s motivation in the workplace can
best be understood by combining multiple perspectives: intrinsic and extrinsic theo-
ries should be considered together, and even more perspectives, such as the role of
self-concept, can be added [18]. However, the exact nature of interaction and causal-
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ity  between these  perspectives  are  still  debated  [12].  The important  conclusion to
draw is that an individual’s behavior in the organization stems from internal motiva-
tions and motivation-shaping factors in the work environment, such as the organiza-
tion’s aims, work practices, culture and values. It therefore stands to reason that re-
search on the motivations of key ICT4D actors – including champions – has practical
potential to stimulate behavior that would be conducive to positive development out-
comes.

However, it is beyond the scope of this paper to engage with these debates; the ap-
proach taken to explore ICT4D champion motivations will rather be pragmatic. The
interest in ICT4D champion motivations is driven by the objective to explore ‘the fac-
tors that influence their behavior when promoting ICT4D innovations’ or, differently
phrased, their ‘centroids of motivation’. The first step towards incorporating motiva-
tional  factors  in ICT4D practice could be to understand the motives of successful
champions and how those motives played out in the organizational setting; this re-
search aspires to make such a contribution.

The Work Preference Inventory (WPI) of personal motivations offers a set of moti-
vational factor measures to assess peoples’ work motivation [19]; it is a set of motiva-
tional  factors  based  on  underpinning  personal  trait  and  social  behavior  theories,
mainly Self-Monitoring Theory [20] and Self-Perception Theory [21].

Table 1. Customized Work Preference Index of Motivational Factors

Source: Adapted from Barba-Sánchez and Atienza-Sahuquillo [22]

If the championing of an ICT4D initiative can be considered work – which is the
position taken in this paper –, then the WPI has the potential to guide the exploration
of their motivations for doing it. Within the stream of research that subsequently de-
veloped from the initial WPI, the work of Barba-Sánchez and Atienza-Sahuquillo [22]
is of particular interest: they modified the WPI to investigate the motivations of en-
trepreneurs for starting new businesses. This progression is seen as relevant because
similarities between champions and entrepreneurs are widely acknowledged in the lit-
erature [23; 24; 25; 26]. It is for this reason that the customized 24-scale WPI will be
used to explore the motivational factors of ICT4D champions (Table 1).
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3 Methodology

A case study strategy was followed because it does not require control over behav-
ioral events, it does not have generalization as primary purpose, and it can be used for
exploratory, descriptive and explanatory purposes [27]. This was particularly appro-
priate to explore the intrinsic motivating factors of ICT4D champions, as well as the
motivation-stimuli  from the  organizational  and wider  environment.  Multiple  cases
were deemed fitting to explore the phenomenon of interest; on the one hand, it could
illuminate how champions differ, and on the other, provide an opportunity to identify
any converging aspects that might be distinctive of ICT4D champion motivations.

For reasons raised earlier, much care was taken to select champions for inclusion in
the study. Drawing on best practices from the champion literature (e.g. [28]), a two-
part process was followed: peer nomination and verification. Four program managers
and research staff at a South African parastatal organization, where access for the re-
search has been obtained, were interviewed. Their involvement in multiple ICT4D
initiatives over extensive periods of time placed them ideally to point out champion-
type individuals from the range of projects. They were asked to nominate individuals
that resembled the profile of the ICT4D champion definition introduced earlier; nine
nominations were received. Next, the champion identification process aimed at veri-
fying that the nominees were indeed ICT4D champions. Practically, this involved dis-
cussing nominations in more detail with the managers, meeting and interviewing the
nominees themselves, and where possible observing the nominees in their work envi-
ronment. Three candidates were selected for inclusion as cases.

The  customized 24-scale WPI was used for designing in-depth champion inter-
views and semi-structured interviews with 29 key stakeholders in the three initiatives
(Case 1: 10; Case 2: 8; Case 3: 11). Qualitative data was analyzed following the six
phased approach to thematic analysis forwarded by Braun & Clark [29].

The Table 1 factors  were  used to code and analyze the interview data for each
champion.  Starting analysis with the champion interviews,  it  explored the reasons
why they do the things related to the ICT4D initiatives that they do; their self-reported
motivations were of interest. In seeking to triangulate from different data sources, the
next step was to explore other stakeholder interview data identifying what, in their
opinion, motivates the champion; and then to search for any alignment or misalign-
ment that may emerge.  A profile of the factors that motivate the ICT4D champions
could then be compiled by evaluating the weight of evidence (frequency and triangu-
lation); this could subsequently be interpreted and described in the anonymized case
studies, introduced next.

4 Three ICT4D Champions in South Africa

4.1 Case 1: Mandisa

Mandisa grew up in The Village and is now in her early thirties. The Broadband Ac-
cess Initiative (BAI) was launched in the region as part of a government-backed, digi-
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tal inclusion initiative. She pursued an opportunity to become a BAI village operator.
This involvement brought together her ICT passion and a desire to improve the social
conditions in The Village community. She became an ICT4D champion.

Table 1 presents a synthesis of the findings for Mandisa’s case. From this summary
it can be observed that Mandisa’s own account of what motivates her largely corre-
sponds with those of other stakeholders; they are aligned, perhaps because she is ef-
fective in communicating her intentions to others, but more importantly, they can be
considered as validated by this triangulation.

Table 1. Case One – Champion Motivators

The identified motivational  factors  were grouped, as illustrated in  Table 1,  into
three motivational categories: personal actualization, business success and social con-
cern. All Mandisa’s actions can in some way be traced back to these three pillars or
centroids of motivation. Responding to a question about her motivation for becoming
involved in the BAI, Mandisa explained, “… they (the parastatal organization that
started the BAI) wanted to develop young people to small  entrepreneurs.  So, that
gave me the positive mind to where I could express myself, have my own business and
grow myself to a better person, of having one computer and typing business profiles
for my father. Doing CVs for my community and also to be helping them on how to
use the Internet … ”. This extract illustrates how all three motivational pillars were in
play when she decided to become involved in the BAI: there is an element of personal
realization and growth; a clear business aspiration is present; and her social concern
for the upliftment of the community is evident.

One stakeholder’s explanation of what motivates Mandisa also reveals these three
pillars: “Deep down I think she is a person who is not necessarily thinking of herself,
as much as she thinks of herself going up (growing and developing as a person) in
terms of expanding her knowledge, at the same time she is also thinking about the
benefit and the impact she can make to her community. So, it’s like the person who is:
‘I am here for myself and my community’. If I can go up, I can go together with my
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community … At the end of the day she would like to be a successful business woman,
that’s what I think.” (Interview A5). His explanation is congruent with Mandisa’s own
account as well as with those of other stakeholders. Having identified these motivat-
ing pillars for an ICT4D champion is already helpful as a lens for interpreting actions,
but the data affords an opportunity to extend the analysis one step further.

What factors led to the development of these motivators? Firstly, the socio-eco-
nomic environment and cultural context in The Village is characterized by widespread
poverty, unemployment, substance abuse and crime, on the one hand, and the preva-
lence of a rather vibrant civic culture – community members caring for and looking
after each other – on the other hand. Mandisa lives within this reality and takes part in
it. It can therefore be argued that this potentially influenced her identity and motiva-
tion; particularly her concern for the welfare of the community. Secondly, her up-
bringing has, most likely, shaped her motivations, particularly the influence of her
grandfather and her dad who are important role models for Mandisa. They inspired
her in three areas in particular: work ethic, financial and business acumen, and deep
concern for the welfare of others. Finally, Mandisa had been on the receiving end of
community care during her childhood; her dad needed to work away from home and
spent lots of time on his business, they relied on the community to assist with Man-
disa’s  childcare.  This civic-mindedness left  a deep impression on Mandisa who is
now keen to reciprocate.

4.2 Case 2: Kagiso

Kagiso is a social entrepreneur in his early thirties. For many years he attempted to
address the digital divide by finding ways to reduce the cost of telecommunications
and expanding access to previously disadvantaged communities in the peri-urban set-
tlements of a large South African city. Following a financial breakthrough resulting
from meeting a suitable business partner, the Wireless Connectivity Initiative (WCI)
was launched in The Township. He became and ICT4D champion.

Table 1 presents the motivators that were extracted from Kagiso’s interview data as
well as qualitative data from other WCI stakeholder interviews. Similar to the first
case study, motivating factors were synthesized into three categories: personal actual-
ization, business success and social concern. The ICT4D champion’s actions can be
explained from the perspective of these ‘centroids of motivation’. Consider Kagiso’s
account to starting WCI: “I had to think what is it that I am going to do in terms of
coming up with a business that is firstly going to sustain me, my livelihood and the
next thing is it obviously has to transcend to my family and you know those are the
main things. I mean coming from a background where you have seen the challenges
especially when it comes to poverty and some of the social challenges that people
have within the black community – I mean it was basically to say alright fine let me
start looking at myself … what can I do?” Note how all three motivational pillars
were in play when he decided to champion the ICT4D initiatives in The Township.

Kagiso’s own account largely corresponds with those of other stakeholders. One
exception to this – pertaining to money and wealth – is worth pointing out. A few
stakeholders identified ‘To earn a lot of money” (interviews B1, B6, B9) as a motivat-
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ing factor, which is contrary to Kagiso’s own account only indicating ‘To cover my
personal needs’ as a factor. One possible explanation would be that, as the CEO of
the WCI, Kagiso is seen as the driving force behind growing the organization’s prof-
itability; his personal motivation is therefore equated with the profit motive of WCI.
However, considering Kagiso’s decisions and actions throughout the early years of
the initiative, another explanation is revealed; that he is indeed concerned about mak-
ing money, but only as a means of sustaining himself and his family, not necessarily
the pursuit of personal riches. For example, consider the following account from Kag-
iso, “… am not driving a Ferrari, I still have those headaches where I have got a six-
month-old son, you know he runs out of milk and I have to think where I am going to
scrounge around for him you know because all the money that comes in goes back
into this thing (WCI).” This reveals  some sense of prioritization – in terms of fi-
nances, putting money back into WCI is a higher priority than personal enrichment.

Table 1. Case Two – Champion Motivators

Three  aspects  could  be  identified  as  potential  sources  of  Kagiso’s  motivation.
Firstly, he grew up during the Apartheid era and, as a black person, experienced the
negative impacts of forced racial segregation – he is deeply motivated by this to cor-
rect the evils of the past by leveling the playing field, most notably through widening
access to ICTs. Secondly, his father is his business mentor and role model – it is his
dad who kindled Kagiso’s interest in business and a sense of social responsibility to-
wards the community. Finally, Kagiso was raised in a rather poor household and con-
sequently places a high priority on providing sufficiently for his family. In sum, both
the influence of people and wider environmental  factors fundamentally shaped his
motives for championing the ICT4D initiative today.

4.3 Case 3: Sarah

Sarah, in her late fifties, was an mathematics teacher for more than 20 years. The rise
of social media awakened a passion for the potential of ICT to improve the failing
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education system and gave her the capability to share good practices.  She quickly
became influential in the SA teaching community where she built online communities
of practice for maths teachers and became an ICT4D champion promoting the use of
technology-enabled means to improve the struggling education system. This profile
led to her involvement in the Tablet Teaching Initiative (TTI) in The District where
she made a decisive contribution to the success thereof.

Table 1. Case Three – Champion Motivators

Motivational Category Motivational Factor Identifying Stakeholders 

Personal actualisation 

Personal self-realization 
C2, C3, C4, C5, C6, C7, C8, C10, 
C11, C12, +Self 

To be my own boss C4, C5, C6 
Personal growth C6, C10, C11 
To fulfil a dream C3, C7 
To create my own job C2 
To have financial autonomy C4 

Business success  
To exploit a business 
opportunity 

C2, C4 

To succeed with the initiative C6, C7 

Social concern 
To contribute to the welfare of 
the community 

C2, C3, C4, C5, C8, C10, C11, 
C12, +Self 

 

Table 1 presents a synthesis of the findings from analyzing interview data from
Sarah herself and other TTI stakeholders that she nominated as key collaborators. The
identified motivational factors were grouped, as in the other cases, into three motiva-
tional  categories,  which can be perceived  as  ‘centroids  of motivation’ influencing
Sarah’s actions as an ICT4D champion. Consider, for example, Sarah’s own explana-
tion: “what motivates me is to love the people around me and help them be the best
people they are because then I can be the best person I am.” It is clear that two of the
motivational pillars – personal actualization and social concern – stand out as key ref-
erence points for Sarah in guiding her life decisions generally, but also in her role as
ICT4D champion in TTI. Furthermore, the sheer weight of evidence shows that she is
transparent about her intentions and motivations – stakeholders almost unanimously
pointed to both these aspects, for example, “(it is) her passion for moving the educa-
tion system (that motivates her). [Sarah] – what drives her – it is not something mate-
rial; it is not a name on a certificate; it’s not an interview with a journalist; it’s not
money, huge project bonus, no, no. It is some sense of achievement within her” (inter-
view C6). The dominance of these two motivational pillars is validated by this trian-
gulation and the importance of intrinsic motivation, as opposed to extrinsic motiva-
tion, is notable.
While business success, the third motivational pillar, is not as prominent compared to
the other two pillars, traces of its prevalence can be observed throughout the data.
Other stakeholders, such as the TTI programme manager, recognized a business per-
spective along with the personal actualization and social concern as part of her moti-
vation, “I think she wants to make a difference. I think she really enjoys doing this
kind of thing (referring to the TTI). She loves technology; she is a kind of technology
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evangelist; social media evangelist; education evangelist and I think from a kind of
business level obviously this is where she wants to see herself moving into the future
as well.” (interview C2). The interaction between business interests, on the one hand,
and a genuine concern for the community and a desire for personal actualization, on
the other, was evident.

Three  factors  in  particular  led to  the  development  of  these  motivators.  Firstly,
Sarah is a Christian – all stakeholders, without exception, pointed to her faith and be-
lief system as the source of her motivation that provide impetus for her champion be-
havior.  Secondly,  Sarah  cited  the  importance  of  a  secondary  school  teacher  who
deeply  inspired  her  future  career  decisions,  specifically  becoming  a  mathematics
teacher. Finally, the poor education system resulting from the history of racial segre-
gation in South Africa and the opportunities afforded by emerging ICTs were envi-
ronmental  push- and pull-factors  that impelled her to become a successful  ICT4D
champion.

5 Discussion

All three motivational pillars were found relevant in all three cases, but the pillars
were not always equally important; it appeared as if champions prioritized the moti-
vating pillars differently. Fig. 1 attempts to illustrate this sense of prioritization of mo-
tivating factors. These priorities were deduced from interview data based on triangu-
lation between the champions’s own reports and those of other stakeholders, as well
as  between different  stakeholders.  The results show differences  between the three
champions in terms of the relative importance of each motivational pillar – ICT4D
champion motivations differ from one individual to the next; assuming homogeneity
of characteristics in this regard is therefore flawed.

While the relative importance given to the different motivational pillars is clear
from  Fig. 1,  the interaction and balance between the motivational  pillars  for  each
champion is less visible. It was observed how the champions balance these sometimes
conflicting motives. For example, Kagiso launched WCI in The Township, which is a
community  some  distance  away  from  his  own,  because  of  the  better  business
prospects to succeed in that setting; in so doing he had to compromise on his social
concern for uplifting his home community. This ongoing prioritization, compromising
and balancing between the different  motivational  pillars,  could be observed  in  all
three cases. It can even be suggested that this balancing skill – aligning their internal
identities with the external requirements of successful performance – could be one ba-
sis for a champion’s success.

Two practical implications can be drawn from the findings. Firstly, the congruence
between the champions’ own accounts of their motivations and those of other stake-
holders suggest the practical feasibility to profile stakeholder motivations. The leader-
ship development literature then shows, for example,  how the emergence of more
leaders and improved leadership behavior can be encouraged through targeted inter-
ventions in the organizational environment based on motivational profiles [17]. For
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instance, potential champions1 could thus be identified for development through tar-
geted training (e.g. communication, leadership, entrepreneurship), mentoring and job
role design conducive to both their motivational aspirations and the organizational
goals.

2nd
1st

3rdMandisa Kagiso Sarah

Business Success Personal ActualisationSocial Concern

2nd
1st

3rd

2nd
1st

3rd

Fig. 1. Combined Results for ICT4D Champion Motivation Analysis

Secondly, motives of ICT4D champions in the three cases could be seen to align
significantly with the organizational goals, values and aspirations. Sarah, for example,
agreed to participate in the TTI because she could identify with the social objective to
empower teachers in remote, rural areas with technology and skills to improve the ed-
ucational offering to the poorest of the poor. The business prospects of earing an in-
come from the consulting work can be seen to aligned with her business motive and
the freedom to meaningfully influence the project with her own ideas created ade-
quate room for self-actualization. These findings suggest that ICT4D organizations
might create favorable environments for champions to emerge by framing their objec-
tives, values and approaches in terms of the social concerns they seek to address, the
business success that could be derived and the opportunities for stakeholders to actu-
alize their aspirations. Involving potential champions in identifying projects, setting
goals and long-term strategic planning are practical suggestions organizations could
implement to help shape motivations and create better alignment between the individ-
ual’s and organizational aspirations.

Similar interventions, based on work motivations, have in the past been proposed
and is an integral part of organizational change and development models today [12]. It
is therefore suggested that such practices be incorporated in ICT4D initiatives, partic-
ularly given the potential thereof to encourage the emergence of champion behavior
which could ultimately contribute to improved ICT4D initiative success.

6 Conclusion

The paper makes two main contributions. Firstly, it offers a knowledge contribution
about the characteristics  of ICT4D champions by answering the research question
concerning their personal identities, specifically by explicating the motivating factors

1  Such profiling was used by the BAI for Mandisa’s initial recruitment.
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that influence a person’s behavior who champion ICT4D initiatives. This finding is
summarized  as follows: ICT4D champion motivations – the factors  that  influence
their decisions when promoting ICT4D innovations – center around three pillars: per-
sonal actualization, business success and social concern. On the one hand, these moti-
vations are inextricably linked to the champions’ social context. On the other hand,
they respond to their context by continually balancing these pillars in their decisions
in order to succeed with the initiative. While all three pillars are important, a sense of
prioritization is often given to addressing social concerns – this might be a character -
istic that differentiates them from other champions of technological innovations [30].

Secondly, a contribution towards ICT4D practice is forwarded. Based on the evi-
dence presented it is proposed that the motivational profile of stakeholders in an IC-
T4D initiative can quite easily and accurately be obtained; this will enable project
managers to identify potential champions and create an organizational environment
conducive to champion emergence. Furthermore, a better understanding of the moti-
vational factors of champions will enable managers to better support these key stake-
holders thereby maximizing the potential positive influence on project success.

It is acknowledged that this research does not provide much details for implement-
ing the practical suggestions, but this was not the aim at the outset of the paper; fur-
ther work is needed to translate these recommendations into practice.  This work is
also bound by its limited scope to three cases in a single context; future research could
extend these findings by investigating the motivational factors of ICT4D initiatives
much more broadly.
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