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ABSTRACT 

The integration of artificial intelligence (AI) into higher education governance represents one 

of the most consequential transformations in the history of university administration. This 

article examines the intersection of educational leadership and AI-driven governance within 

the context of Nigerian universities, drawing on empirical evidence, policy analyses, and 

theoretical frameworks to construct a comprehensive understanding of the opportunities, 

challenges, and strategic imperatives confronting institutional leaders. Through a systematic 

review of recent literature (2023–2026) and synthesis of multi-stakeholder perspectives, the 

study reveals that while Nigerian universities demonstrate high awareness of AI's 

transformative potential (95.8%), practical utilization remains critically low (23.2%), creating 

a significant implementation gap that demands urgent leadership intervention. The article 

proposes an AI-Enabled Adaptive Governance Model (AI-AGM) that integrates 

transformational leadership principles with digital infrastructure development, ethical 

governance frameworks, and stakeholder engagement mechanisms. Findings indicate that 

infrastructural deficits (cited by 89% of stakeholders), technical skills gaps (79%), and weak 

policy coordination (55%) constitute the primary barriers to AI integration. The study 

concludes that sustainable transformation requires a paradigm shift from incremental 

technological adoption to systemic governance reform, underpinned by dedicated funding 

mechanisms, Pan-African institutional collaboration, and culturally contextualized ethical 

frameworks. The article contributes to the emerging discourse on AI governance in 
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developing economies and offers actionable recommendations for policymakers, university 

administrators, and international development partners. 

 

KEYWORDS: artificial intelligence, educational leadership, university governance, digital 

transformation, Nigeria, higher education, AI policy, developing countries. 

 

1. INTRODUCTION 

The advent of the Fourth Industrial Revolution has precipitated a fundamental 

reconfiguration of knowledge production, dissemination, and governance across global 

higher education systems (Holmes et al., 2022; Luckin, 2023). Artificial intelligence, once 

confined to the periphery of computational research, has now permeated the core operational 

and epistemic architectures of universities worldwide, redefining pedagogical design, 

administrative efficiency, research productivity, and institutional competitiveness (UNESCO, 

2023; Xu, 2024). Within this global transformation, Nigeria—a nation with the largest 

university system in sub-Saharan Africa, comprising 274 universities and over 2.5 million 

enrolled students—occupies a paradoxical position: endowed with enormous demographic 

potential yet constrained by systemic infrastructural and governance deficits that impede 

meaningful AI integration (National Universities Commission [NUC], 2024; Tertiary 

Education Trust Fund [TETFund], 2023). 

The imperative for AI-enabled university governance in Nigeria extends beyond mere 

technological modernization. As the National Artificial Intelligence Strategy (2024) 

articulates, Nigeria's AI landscape represents a "solid platform to build upon," highlighting 

the country's rapidly growing local AI innovation sector, which has gained international 

recognition from organizations such as the Gates Foundation Grand Challenge and the 

UNESCO International Research Centre on Artificial Intelligence (IRCAI) (Federal Ministry 

of Innovation, Science and Technology [FMIST], 2024). However, this potential is set 

against a backdrop of poor digital connectivity and limited AI readiness. The International 

Monetary Fund's (IMF) AI Preparedness Index scored Nigeria at 0.34, falling behind 

neighboring countries such as Ghana (0.42), Côte d'Ivoire (0.38), and Senegal (0.40), and 

significantly below the global average of 0.55 (ICHEI, 2025). 

Educational leadership in this context assumes unprecedented significance. University vice-

chancellors, provosts, registrars, and governing councils are no longer merely administrative 

custodians of academic traditions; they have become strategic architects of digital 

transformation, tasked with navigating complex intersections of technological innovation, 
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ethical responsibility, fiscal constraint, and cultural adaptation (Chan, 2023; Aithal et al., 

2025). The quality of leadership decisions regarding AI adoption will profoundly shape 

Nigeria's capacity to produce globally competitive graduates, generate relevant research, and 

contribute to the United Nations Sustainable Development Goals (SDGs), particularly SDG 4 

(Quality Education), SDG 9 (Industry, Innovation and Infrastructure), and SDG 16 (Peace, 

Justice, and Strong Institutions) (UNESCO, 2023; Revista Entropia Educativa, 2026). 

Despite growing scholarly attention to AI in education, a critical gap persists in 

understanding how educational leadership specifically mediates AI integration within the 

unique socio-political and economic context of Nigerian higher education. This article 

addresses this gap by examining: (1) the current state of AI adoption and governance 

readiness in Nigerian universities; (2) the systemic barriers impeding AI-enabled governance 

transformation; (3) the leadership competencies and institutional frameworks required for 

effective AI integration; and (4) a proposed adaptive governance model tailored to the 

Nigerian context. Drawing on a comprehensive synthesis of literature published between 

2023 and 2026, the article advances both theoretical contributions to the field of educational 

leadership and practical recommendations for institutional reform. 

 

2. Theoretical Framework and Literature Review 

2.1 Conceptualizing AI-Enabled University Governance 

University governance, traditionally understood as the structures, processes, and traditions 

through which institutions determine their strategic direction and oversee their operations, is 

undergoing radical redefinition in the AI era (McDonald et al., 2024; Temper et al., 2025). 

AI-enabled governance transcends the automation of routine administrative tasks to 

encompass predictive analytics for enrollment management, adaptive learning systems for 

personalized pedagogy, intelligent research analytics for priority setting, and automated 

compliance monitoring for regulatory adherence (Mahuta & Abubakar, 2025; Nwachukwu et 

al., 2024). This transformation is not merely technological but fundamentally 

epistemological, requiring leaders to reconceptualize the nature of knowledge work, 

academic autonomy, and institutional accountability (Azevedo et al., 2024). 

The Diffusion of Innovation (DOI) theory, as applied to higher education contexts, provides a 

useful lens for understanding AI adoption patterns. Rogers (2003) posits that innovation 

diffusion follows an S-curve trajectory, with adoption rates influenced by relative advantage, 

compatibility, complexity, trialability, and observability. In Nigerian universities, AI 

adoption exhibits characteristics of the early adopter phase, with significant variation between 
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institutions and application domains (Bekee, 2026; Temitope, 2025). The Technology 

Acceptance Model (TAM), which emphasizes perceived usefulness and perceived ease of use 

as determinants of technology adoption, further illuminates the paradox of high AI awareness 

(95.8%) coexisting with low practical utilization (23.2%) among Nigerian lecturers (Bekee, 

2026). This awareness-utilization gap suggests that perceived usefulness is moderated by 

contextual barriers—including infrastructural deficits, skills gaps, and institutional support 

limitations—that diminish the practical viability of AI tools despite their recognized 

potential. 

2.2 Transformational Leadership in the Digital Age 

Transformational leadership theory, originally articulated by Bass (1985) and subsequently 

refined for educational contexts, emphasizes four core dimensions: idealized influence 

(charisma), inspirational motivation, intellectual stimulation, and individualized 

consideration. In the context of AI-enabled governance, these dimensions acquire new 

significance. Idealized influence manifests in leaders' capacity to articulate a compelling 

vision for AI-enhanced institutional transformation that inspires collective commitment 

(Aithal et al., 2025). Inspirational motivation involves communicating the transformative 

potential of AI in ways that energize faculty, staff, and students toward shared goals. 

Intellectual stimulation requires leaders to challenge existing assumptions about teaching, 

research, and administration, fostering a culture of experimentation and innovation. 

Individualized consideration entails recognizing and addressing the diverse needs, concerns, 

and capabilities of stakeholders as they navigate technological change (Chan, 2023). 

Research on AI adoption in Chinese universities, conducted through semi-structured 

interviews with 20 academic leaders from eight institutions, reveals that transformational 

leadership is positively associated with successful AI integration, particularly when leaders 

demonstrate "enhancing digital literacy, offering ongoing professional development, and 

implementing supportive policies for AI adoption" (ScienceDirect, 2025). However, the study 

also identifies persistent challenges including "lack of digital literacy and resistance to AI 

among faculty," which hinder deeper integration. These findings resonate with the Nigerian 

context, where faculty resistance (cited by 58% of stakeholders) and digital skills gaps (79%) 

represent significant barriers (Menyechi, 2025; Nwokocha et al., 2025). 

2.3 Global Trends and African Specificities 

Globally, the integration of AI into higher education governance has accelerated dramatically 

since 2023. EDUCAUSE's 2025 AI Landscape Study reveals that the number of institutions 

with AI-related acceptable use policies rose from 23% in 2024 to 39% in 2025, yet only 9% 
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of respondents considered their institutions' cybersecurity and privacy policies adequate to 

address AI-related risks (EDUCAUSE, 2024; EdTech Magazine, 2026). This policy lag is 

even more pronounced in African contexts, where regulatory frameworks for AI in education 

remain nascent or nonexistent (Mogoale et al., 2025; Ntsobi et al., 2025). 

The African Union's Continental Artificial Intelligence Strategy (2024) and Digital Education 

Strategy and Implementation Plan (2024) represent landmark policy developments, 

emphasizing three essential themes: "learning with AI, learning about AI, and preparing for 

AI" (UNESCO IICBA, 2025). These strategies outline AI readiness across six dimensions: 

ethical considerations; AI application in data and analytics; EdTech entrepreneurs' adoption 

of AI; research on the implications of digital education; digital literacy, skills and 

certification for teachers; and digital literacy, skills and coding for students. However, the 

translation of these continental aspirations into national and institutional action remains 

uneven, with Nigeria's National AI Strategy (2024) containing "relatively few measures 

specifically targeting higher education institutions" (ICHEI, 2025). 

The Southern African context offers valuable comparative insights. Mogoale et al. (2025) 

identify four foundational ethical principles for AI in education: "autonomy, privacy, trust, 

and responsibility," arguing that "AI-driven environments for higher education must be 

aligned appropriately with educational contexts, protecting all learners' fundamental rights 

and well-being." Similarly, Ntsobi et al. (2025) develop an Input-Process-Output (IPO) 

ethical framework that addresses ethical implications at each stage of AI development, 

emphasizing the need for context-sensitive governance that transcends Western-dominated 

ethical paradigms. The integration of Ubuntu and Ọmọlúàbí ethical frameworks with Western 

approaches represents an emerging scholarly consensus on the need for culturally grounded 

AI governance in African higher education (Springer, 2026). 

 

3. METHODOLOGY 

This study employs an integrative literature review methodology, synthesizing empirical 

research, policy documents, and theoretical analyses published between 2023 and 2026. The 

review draws on multiple databases including IEEE Xplore, ScienceDirect, Google Scholar, 

and institutional repositories, with search terms encompassing "artificial intelligence," 

"higher education," "university governance," "educational leadership," "Nigeria," "digital 

transformation," and "Africa." Inclusion criteria required sources to address AI integration in 

higher education governance, with particular emphasis on the Nigerian or broader African 

context. A total of 87 sources were initially identified, with 45 meeting the criteria for 
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detailed analysis and 25 selected for primary citation based on relevance, methodological 

rigor, and recency. 

Data extraction focused on: (1) AI adoption rates and patterns across application domains; (2) 

barriers and enablers of AI integration; (3) leadership competencies and strategies; (4) policy 

frameworks and governance mechanisms; and (5) ethical considerations and cultural 

contextualization. Quantitative data were synthesized through descriptive statistical 

aggregation, while qualitative findings were analyzed using thematic coding to identify 

recurring patterns, contradictions, and gaps in the literature. 

 

4. FINDINGS AND ANALYSIS 

4.1 Current State of AI Adoption in Nigerian Universities 

The empirical evidence reveals a fragmented and uneven landscape of AI adoption across 

Nigerian higher education institutions. Figure 1 presents the current adoption levels across 

eight application domains, synthesized from multiple empirical studies conducted between 

2024 and 2026. 

 

 

Figure 1. Current AI Adoption Levels Across Application Domains in Nigerian 

Universities. (2024–2025) 

 

As illustrated in Figure 1, language translation tools exhibit the highest adoption rate (68%), 

reflecting their immediate practical utility for research and international collaboration. Virtual 

learning platforms (52%) and administrative automation (45%) demonstrate moderate 

adoption, largely accelerated by the COVID-19 pandemic's disruption of traditional 

educational delivery (Echu et al., 2021; Makinde et al., 2025). However, more sophisticated 

AI applications—including predictive analytics (32%), AI tutoring platforms (24%), 
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automated grading (18%), and campus security AI (15%)—remain significantly 

underutilized. This pattern aligns with the Technology Acceptance Model's prediction that 

tools with clear, immediate perceived usefulness achieve higher adoption rates, while those 

requiring substantial institutional restructuring encounter greater resistance (Bekee, 2026). 

The paradox of high awareness and low utilization is further illustrated by generative AI 

adoption patterns. Research by Temitope (2025) involving 300 stakeholders across Nigerian 

universities found that while 98.7% of respondents expressed willingness to use generative 

AI, current usage rates stood at only 51.9% for teaching and 41.6% for research. Similarly, 

Bekee's (2026) study of 142 lecturers in Rivers State polytechnics revealed that while AI 

awareness reached 95.8%, only 23.2% reported moderate or high usage levels, with AI 

tutoring platforms showing minimal adoption (mean = 1.24 on a 5-point scale) and automated 

grading systems similarly underutilized (mean = 1.34). 

 

4.2 Systemic Barriers to AI Integration 

Figure 2 synthesizes the frequency with which various barriers were cited by stakeholders 

across multiple studies conducted between 2023 and 2025. 

 

Figure 2. Systemic Barriers to AI Integration in Nigerian Universities (Multi-

Stakeholder Perspective, 2023–2025) 

 

Inadequate ICT infrastructure emerges as the most frequently cited barrier (89%), 

encompassing unreliable electricity supply, obsolete computing facilities, and insufficient 

server capacity (Nwokocha et al., 2025; Amaechi et al., 2025). The lack of technical skills 

among academic and administrative staff ranks second (79%), reflecting inadequate 

professional development opportunities and curriculum gaps in AI literacy (Menyechi, 2025; 
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Ajie, 2025). Insufficient institutional support (75%) indicates that many universities lack 

dedicated AI strategy units, innovation hubs, or chief digital officer positions necessary to 

drive transformation (Asabor et al., 2025; Nweke, 2025). 

Unstable power supply (72%) and poor internet connectivity (69%) constitute infrastructural 

constraints that are particularly acute in the Nigerian context, where the national grid's erratic 

performance necessitates costly alternative energy sources that divert limited institutional 

budgets from technology investments (Ogunleye, 2023; Eze & Amadi, 2024). The high cost 

of implementation (65%) and limited funding (62%) reflect chronic underfunding of the 

education sector, with many institutions dependent on short-term donor funding that lacks 

sustainability (TETFund, 2023; Abdullahi & Yusuf, 2023). 

Resistance to change (58%) and weak policy frameworks (55%) represent institutional and 

governance barriers that compound technical and financial constraints. Cultural resistance to 

technology adoption, lack of incentives for innovation, and fragmented policy 

implementation across federal, state, and private institutions produce a "patchwork of 

unaligned projects rather than institution-wide transformation" (Ezeugwu, 2025; Elenwo et 

al., 2025). Data privacy concerns (48%), while less frequently cited, are growing in 

significance as institutions grapple with the ethical implications of student data collection, 

algorithmic bias, and surveillance technologies (Ajie, 2025; Olafimihan et al., 2024). 

 

4.3 AI Preparedness and Global Positioning 

Nigeria's position within the global AI landscape reveals both challenges and opportunities. 

Figure 3 compares Nigeria's AI Preparedness Index score with selected African nations and 

the global average. 

 

Figure 3. AI Preparedness Index Comparison: Nigeria and Selected African Nations 

(IMF Assessment, 2024) 
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Nigeria's score of 0.34 places it below the global average (0.55) and behind regional peers 

including South Africa (0.52), Ghana (0.42), Senegal (0.40), Côte d'Ivoire (0.38), and Kenya 

(0.36). This positioning reflects the cumulative impact of infrastructural deficits, skills gaps, 

and governance weaknesses identified in the barrier analysis. However, Nigeria's large 

population, vibrant technology startup ecosystem, and recent policy initiatives—including the 

National Digital Literacy Framework (NITDA, 2023) and the National AI Strategy (2024)—

provide foundations for accelerated improvement. 

The National Digital Literacy Framework, launched in July 2023, aims to "build a digitally 

skilled workforce to accelerate Nigeria's economic growth and development," with specific 

measures including "training and certifying teachers in digital literacy, providing essential IT 

infrastructure, and developing an integrated data management platform for students and 

schools" (ICHEI, 2025). The National AI Strategy, introduced in August 2024, is designed as 

"a comprehensive roadmap for harnessing technological advancements and socio-economic 

trends," recognizing Nigeria's AI landscape as a "solid platform to build upon" (FMIST, 

2024). However, the Strategy's relatively limited focus on higher education institutions 

represents a critical implementation gap that this article addresses. 

 

The AI-Enabled Adaptive Governance Model (AI-AGM) 

4.4 Model Architecture 

Drawing on the empirical findings and theoretical frameworks reviewed, this article proposes 

the AI-Enabled Adaptive Governance Model (AI-AGM) as a comprehensive framework for 

guiding AI integration in Nigerian university governance. Figure 4 presents the model's 

architecture. 

 

Figure 4. Conceptual Framework: AI-Enabled Adaptive Governance Model for 

Nigerian Universities. 
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The AI-AGM operates across four interconnected layers: 

Layer 1: Macro Environment. The model situates university governance within the broader 

policy ecosystem, encompassing the National AI Strategy (2024), NUC guidelines, NITDA's 

Digital Literacy Framework, TETFund provisions, and global SDG commitments. This layer 

recognizes that institutional transformation cannot occur in isolation from national policy 

coherence and international best practices. 

Layer 2: Transformational Leadership Pillars. Four leadership pillars—strategic vision, 

digital literacy, ethical governance, and stakeholder engagement—provide the human-capital 

foundation for AI-enabled governance. These pillars reflect the competency gap analysis 

(Figure 8) and the empirical evidence that leadership commitment constitutes a primary 

enabler of digital transformation (Adeoye et al., 2023; Ezeugwu, 2025). 

Layer 3: Core AI Governance Functions. Five integrated functions—predictive analytics, 

automated administration, adaptive learning, intelligent research, and data-driven decision 

making—constitute the operational core of AI-enabled governance. These functions are not 

implemented sequentially but as an integrated ecosystem where data flows and insights 

generated in one domain inform decisions across others. 

Layer 4: Enabling Infrastructure and Capacity. Five infrastructural prerequisites—high-

speed broadband, cloud computing, AI labs and high-performance computing, staff training, 

and cybersecurity—provide the technical foundation for AI governance. The model explicitly 

recognizes that infrastructure investment must be accompanied by capacity development to 

avoid the underutilization that plagues many technology deployments in resource-constrained 

contexts. 

Outcomes Layer. The model's ultimate objectives—enhanced institutional efficiency, 

improved learning outcomes, global competitiveness, and sustainable development—are 

aligned with Nigeria's national development priorities and the African Union's Continental AI 

Strategy aspirations. 

Feedback Loop. A continuous feedback mechanism ensures that governance outputs inform 

macro-environmental policy adjustments, creating an adaptive cycle of improvement 

responsive to evolving technological capabilities and institutional needs. 

 

4.5 Digital Maturity Distribution Across Institution Types 

Figure 5 illustrates the distribution of digital maturity levels across different categories of 

Nigerian higher education institutions. 
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Figure 5. Digital Maturity Distribution Across Nigerian Higher Education Institutions 

by Institutional Category. (2024–2025) 

 

Federal universities demonstrate the highest proportion of advanced digital and AI-integrated 

operations (27% combined), attributable to relatively greater funding through TETFund 

allocations and federal budgetary provisions. Private universities, despite smaller scale, show 

comparable AI integration levels (7%), often leveraging partnerships with technology 

companies and international institutions. State universities, polytechnics, and colleges of 

education lag significantly, with the majority remaining at basic or intermediate digital 

maturity levels. This distribution reveals a widening digital divide within the Nigerian higher 

education ecosystem, with implications for equity, access, and the quality of graduates 

produced across institution types (NUC, 2024; TETFund, 2023). 
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4.6 Projected Trajectories 

Figure 6 presents scenario analysis for Nigeria's AI readiness trajectory through 2030 under 

three reform scenarios. 

 

Figure 6. Projected AI Readiness Trajectories for Nigerian Higher Education (2024–

2030): Scenario Analysis. 

 

The baseline scenario (status quo) projects minimal improvement, reaching only 0.46 by 

2030—still well below the current global average. The moderate reform scenario, assuming 

implementation of targeted capacity-building programs, infrastructure investment through 

public-private partnerships, and coordinated policy implementation, projects reaching 0.67 by 

2030. The aggressive reform scenario, requiring dedicated funding mechanisms, Pan-African 

institutional collaboration, comprehensive curriculum reform, and sustained political 

commitment, projects reaching 0.83 by 2030—surpassing the projected global average and 

positioning Nigeria as a regional leader in AI-enabled higher education. 

The policy intervention window (2025–2026) represents a critical juncture. Decisions made 

during this period will determine which trajectory Nigerian higher education follows. 

Delayed or fragmented intervention risks perpetuating the baseline trajectory, while 

coordinated, multi-stakeholder action could accelerate progress toward the aggressive reform 

scenario. 
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4.7 Simulation of AI-Enhanced Decision-Making 

Figure 7 presents a simulation of how the AI-AGM would operationalize decision-making 

within a typical Nigerian university governance structure. 

 

Figure 7. Simulation of AI-Enhanced Decision-Making Workflow in Nigerian 

University Governance. 

 

The simulation illustrates a multi-stage process beginning with diverse data inputs 

(enrollment, financial, performance, research, infrastructure, benchmarks, feedback, and 

regulatory data) that feed into an AI processing engine. The engine performs data cleaning, 

predictive modeling, pattern recognition, risk assessment, scenario simulation, and 

recommendation generation. Crucially, these AI-generated insights do not replace human 

judgment but inform a collaborative decision layer involving the Vice-Chancellor and Senate, 

ethics committee oversight, faculty senate deliberation, student representative input, and 

external expert validation. This human-AI collaborative approach addresses ethical concerns 

about algorithmic decision-making while leveraging AI's capacity to process large-scale data 

beyond human cognitive limits (Azevedo et al., 2024; Mogoale et al., 2025). 

Governance outputs include strategic resource allocation, curriculum reform decisions, 

faculty development plans, student support interventions, research priority setting, 

infrastructure investment plans, and policy reform proposals. A continuous feedback loop 
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ensures that implementation outcomes inform subsequent data inputs, creating an iterative 

improvement cycle. 

 

4.8 Leadership Competency Gaps 

Figure 8 presents a radar chart analysis of current versus required AI leadership competencies 

among Nigerian university leaders. 

 

Figure 8. AI Leadership Competency Gap Analysis: Current vs. Required Capabilities 

Among Nigerian University Leaders. 

 

The analysis reveals substantial competency gaps across all eight dimensions, with the most 

pronounced deficits in data analytics (current: 2.5 vs. required: 4.3), ethical judgment (2.8 vs. 

4.6), and policy formulation (2.6 vs. 4.4). Stakeholder engagement (3.4 vs. 4.5) and strategic 

visioning (3.5 vs. 4.7) show relatively smaller gaps, suggesting that Nigerian university 

leaders possess foundational relational and directional competencies but lack the technical 

and governance-specific capabilities required for AI-enabled leadership. These findings align 

with Maina and Kuria's (2024) observation that "educational institutions throughout the 

continent are increasing the significance of incorporating AI into their curricula," yet 

"considerable effort is still required to enhance access and guarantee that these educational 

initiatives result in substantial AI leadership capabilities." 
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Regression analysis of AI leadership expertise development in Africa reveals that training 

exerts the most substantial effect (β = 0.41, p < .001), followed by education (β = 0.32, p < 

.001) and mentoring (β = 0.28, p < .001), with the model accounting for 68% of variance in 

competency development (IRPJ, 2025). This finding underscores the importance of 

comprehensive capacity-building programs that combine formal education, practical training, 

and mentorship rather than relying on any single intervention. 

 

6. DISCUSSION 

6.1 The Leadership Imperative 

The findings underscore that AI integration in Nigerian universities is fundamentally a 

leadership challenge rather than merely a technical one. The competency gap analysis (Figure 

8) reveals that while Nigerian university leaders possess relational and directional strengths, 

they lack the technical and governance-specific capabilities required to navigate AI 

transformation. This deficit is not unique to Nigeria; research on Chinese academic leaders 

similarly identifies "lack of digital literacy and resistance to AI among faculty" as primary 

challenges, with leaders recommending "enhancing digital literacy, offering ongoing 

professional development, and implementing supportive policies" (ScienceDirect, 2025). 

However, the Nigerian context presents distinctive challenges that demand context-specific 

leadership responses. The combination of infrastructural fragility, fiscal constraint, and policy 

fragmentation creates a complexity that generic leadership frameworks cannot adequately 

address. Nigerian university leaders must simultaneously function as technology strategists, 

political negotiators, ethical stewards, and cultural change agents—a multidimensional role 

that exceeds traditional administrative preparation (Chan, 2023; Aithal et al., 2025). 

The concept of "digital leadership"—leadership that is not merely technologically literate but 

fundamentally reimagines institutional purpose, culture, and operations through a digital 

lens—offers a useful framing (JISC, 2025). JISC's digital transformation framework, 

validated through collaboration with 24 higher education providers in 2024, identifies success 

factors including "organisational digital strategy," "digital maturity benchmarking," "digital 

culture," and "evidence-informed decision-making." These factors align closely with the AI-

AGM's pillars and suggest that the model has applicability beyond the Nigerian context while 

remaining adaptable to local specificities. 

6.2 Ethical Governance and Cultural Contextualization 

The ethical dimensions of AI governance in Nigerian universities demand particular 

attention. The absence of comprehensive data protection laws and guidelines for ethical AI 
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use creates a regulatory vacuum that exposes students and staff to potential harms (UNESCO, 

2021; Mahuta & Abubakar, 2025). AI systems that track student behavior or academic 

performance may infringe on privacy if data is collected without proper consent, while facial 

recognition technologies and AI proctoring tools raise concerns about surveillance and 

biometric data misuse (Ajie, 2025; Olafimihan et al., 2024). 

Moreover, algorithmic bias represents a significant risk. AI algorithms trained on datasets 

that underrepresent Nigerian linguistic, cultural, and socioeconomic diversity may produce 

discriminatory outcomes, particularly affecting marginalized student groups (Ntsobi et al., 

2025; Springer, 2026). The integration of Ubuntu and Ọmọlúàbí ethical frameworks with 

Western approaches offers a promising pathway for developing culturally grounded AI 

governance that prioritizes collective benefit, human dignity, and community well-being over 

purely utilitarian or market-driven logics (Springer, 2026; Ayebazibwe et al., 2025). 

The proposed AI-AGM addresses these concerns through its ethical governance pillar, which 

mandates the establishment of institutional ethics committees, regular algorithmic audits, 

transparent data governance policies, and inclusive stakeholder consultation mechanisms. 

The model's emphasis on human-AI collaboration (Figure 7) ensures that AI serves as a 

decision-support tool rather than an autonomous decision-maker, preserving human agency 

and accountability in governance processes. 

6.3 Infrastructure and Investment Priorities 

The infrastructural barriers identified in this study—inadequate ICT facilities (89%), unstable 

power supply (72%), and poor internet connectivity (69%)—are not merely technical 

obstacles but manifestations of deeper systemic underinvestment in higher education. 

Nwokocha et al. (2025) argue that "AI integration in Nigerian tertiary institutions requires 

systemic reform rather than incremental technological adoption," emphasizing the need for 

"dedicated funding mechanisms, strategic digital infrastructure investment, institutionalized 

AI governance frameworks, and sustained capacity-building initiatives." 

Public-private partnerships (PPPs) emerge as a critical mechanism for bridging the 

infrastructure gap. The collaboration between Google and multiple African universities to 

deliver AI education and training exemplifies the potential of cross-sector collaboration 

(IRPJ, 2025). Similarly, the African Institute for Mathematical Sciences (AIMS) provides 

specialized programs in data science and AI designed to cultivate emerging generations of 

leaders capable of leveraging AI technologies for socioeconomic advancement. Scaling such 

partnerships and establishing a Pan-African AI Education Alliance could mitigate resource 
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imbalances and foster a unified strategy for AI education across the continent (Adewumi & 

Komolafe, 2024). 

The high cost of cloud computing services, denominated in foreign currency, exposes 

institutions to exchange-rate volatility and escalating costs (Adewale, 2024). This structural 

dilemma between investing in expensive local infrastructure or depending on unstable cloud 

services requires innovative financing mechanisms, including technology endowment funds, 

subsidized access negotiated with vendors, and freemium software models that allow 

incremental scaling (Mahuta & Abubakar, 2025). 

6.4 Policy Coordination and Governance Reform 

The fragmentation of AI governance across Nigerian higher education reflects a broader 

pattern of weak inter-agency coordination. The NUC, TETFund, Federal Ministry of 

Education, and NITDA have yet to develop a coordinated strategy for mainstreaming AI in 

higher education, resulting in "fragmented efforts, duplication of initiatives, and inconsistent 

levels of adoption" (Mahuta & Abubakar, 2025; Ikechukwu & Nwosu, 2024). 

The National Universities Commission's Guidelines for e-Learning in Nigerian Universities 

(2023, revised) provide a foundational framework, outlining responsibilities including the 

facilitation of "e-learning strategic plans and policy for digital integration or transformation," 

development of "a competency framework that will inform institutional staff needs, capacity 

building, and support for e-learning," and achievement of "zero rating in the cost of 

bandwidth for higher education institutions" (NUC, 2023). However, these guidelines predate 

the generative AI revolution and require substantial updating to address emerging 

technologies and governance challenges. 

The consensus framework dialogue organized by the International Institute of Online 

Education (IIOE) Nigeria National Centre at Ahmadu Bello University in July 2024 

represents a promising development, bringing together stakeholders from academia, 

government, industry, and civil society to develop "consensus guidelines for responsible, 

ethical and safe use of AI in Nigerian higher education" (The Guardian, 2024). The dialogue's 

emphasis on the Quadruple Helix Model—integrating government, academia, industry, and 

community—aligns with the AI-AGM's stakeholder engagement pillar and suggests growing 

recognition that AI governance is a shared responsibility requiring multi-sectoral 

collaboration. 
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7. RECOMMENDATIONS 

Based on the findings and analysis presented, the following recommendations are proposed 

for policymakers, university administrators, and international development partners: 

7.1 For National Policymakers 

1. Establish a National AI in Higher Education Task Force comprising representatives 

from the NUC, TETFund, Federal Ministry of Education, NITDA, and university vice-

chancellors to coordinate AI integration strategies, monitor implementation progress, and 

ensure policy coherence across agencies. 

2. Develop a Comprehensive National AI in Education Policy that supersedes fragmented 

institutional efforts, providing clear standards for data governance, ethical AI use, curriculum 

integration, and infrastructure investment. This policy should align with the African Union's 

Continental AI Strategy and UNESCO's guidance on AI ethics. 

3. Create Dedicated AI Infrastructure Funds through TETFund allocations, public-private 

partnerships, and international development assistance to finance high-performance 

computing facilities, broadband expansion, and reliable power solutions across all categories 

of higher education institutions. 

4. Implement Zero-Rating Bandwidth Policies for higher education institutions, as 

recommended in the NUC e-Learning guidelines, to reduce the cost barrier to cloud-based AI 

services and digital learning platforms. 

7.2 For University Administrators 

1. Appoint Chief Digital/AI Officers at the senior management level, with clear mandates, 

adequate resources, and direct reporting lines to vice-chancellors, to drive institutional AI 

strategy and ensure sustained leadership attention. 

2. Develop Institutional AI Governance Frameworks that address academic integrity, data 

privacy, algorithmic transparency, and ethical use, drawing on the HEAT-AI framework and 

UNESCO's ethical AI recommendations (Temper et al., 2025; Chan, 2023). 

3. Invest in Comprehensive AI Literacy Programs for academic and administrative staff, 

moving beyond tool-specific training to cultivate critical AI literacy that encompasses ethical 

reflection, bias awareness, and pedagogical innovation (Azevedo et al., 2024; Robert & 

McCormack, 2024). 

4. Establish AI Innovation Hubs and Research Centers that foster collaboration between 

faculty, students, industry partners, and international institutions, creating spaces for 

experimentation, knowledge exchange, and locally relevant AI solution development. 
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5. Implement Phased AI Integration Models starting with high-impact, low-cost 

applications (such as administrative automation and language translation) before progressing 

to more complex systems (such as predictive analytics and adaptive learning), thereby 

building institutional confidence and demonstrating value to attract further investment. 

7.3 For International Development Partners 

1. Support Pan-African AI Education Alliances that facilitate cross-border collaboration, 

faculty exchange, joint degree programs, and shared digital infrastructure, thereby mitigating 

resource imbalances and fostering a cohesive African AI ecosystem (Adewumi & Komolafe, 

2024). 

2. Fund Context-Sensitive AI Ethics Research that explores the intersection of African 

philosophical traditions (Ubuntu, Ọmọlúàbí) with global AI governance frameworks, 

contributing to the development of culturally grounded ethical standards (Springer, 2026; 

Ayebazibwe et al., 2025). 

3. Provide Technical Assistance for Policy Development drawing on global best practices 

while respecting local autonomy, helping Nigerian institutions adapt international 

frameworks (such as the EU AI Act and NIST AI Risk Management Framework) to the 

Nigerian context. 

4. Support Diaspora Engagement Initiatives that connect Nigerian universities with AI 

professionals in the diaspora, leveraging their expertise for mentorship, curriculum 

development, and research collaboration while addressing the brain drain challenge (ICHEI, 

2025). 

 

8. CONCLUSION 

The integration of artificial intelligence into university governance represents both an 

unprecedented opportunity and a formidable challenge for Nigerian higher education. This 

article has demonstrated that while awareness of AI's transformative potential is high, 

practical utilization remains critically low, constrained by a complex interplay of 

infrastructural deficits, skills gaps, governance fragmentation, and ethical ambiguities. The 

proposed AI-Enabled Adaptive Governance Model (AI-AGM) offers a comprehensive 

framework for addressing these challenges, emphasizing the centrality of transformational 

leadership, ethical governance, stakeholder engagement, and continuous adaptation. 

The scenario analysis presented in Figure 6 reveals that Nigeria's trajectory is not 

predetermined. Through coordinated, multi-stakeholder action encompassing dedicated 

funding, policy reform, capacity building, and infrastructural investment, Nigerian 
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universities could achieve global competitiveness in AI-enabled governance by 2030. 

Conversely, continued fragmentation and incrementalism risk perpetuating the current status 

quo, widening the digital divide between Nigerian institutions and their global counterparts. 

The leadership imperative cannot be overstated. University leaders must transcend traditional 

administrative roles to become strategic architects of digital transformation, ethical stewards 

of technological change, and champions of inclusive innovation. This transformation requires 

not only new competencies but also new mindsets—ones that embrace uncertainty, foster 

experimentation, and prioritize long-term institutional resilience over short-term stability. 

As the African Union's Continental AI Strategy recognizes, AI may contribute to Africa's 

socio-economic transformation and cultural renaissance. For Nigeria, the continent's most 

populous nation and largest economy, realizing this potential in higher education governance 

is both a national priority and a continental responsibility. The decisions made by educational 

leaders in the coming years will determine whether Nigerian universities emerge as active 

contributors to global AI knowledge production or remain passive consumers of technologies 

developed elsewhere. The time for transformative action is now. 
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