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African Data Infrastructure: The Foundation AI
Cannot Skip
AI systems are only as reliable as the data infrastructure underneath them. Across the
engagements we run in East Africa, the single most common blocker to AI adoption is not
model capability, it is fragmented, poorly governed data infrastructure. This whitepaper
examines the state of that infrastructure and sets out a practical path for organisations to build
a foundation that supports AI rather than fighting it.

Kwish analysis
Figures labelled Kwish analysis are directional estimates built from our engagement
history and data infrastructure assessments across client organisations. They should
be read as planning inputs rather than independently verified market statistics.
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C O N T E X T

The Infrastructure Gap
Many African organisations operate with data spread across spreadsheets, paper records, and
disconnected departmental systems, with no single owner accountable for its quality. This is
not a technology gap alone. It is an ownership and governance gap that technology cannot fix
on its own.

Common patterns we see across sectors
● Multiple departments keeping their own version of the same customer or citizen record
● No agreed definition of key figures, so two reports on the same metric disagree
● Data quality treated as an IT problem rather than a business ownership problem
● Connectivity assumptions in system design that do not hold outside major cities
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A N A L Y S I S

Why This Matters More for AI Than for
Reporting

Traditional reporting can tolerate some data inconsistency because a human reviews the
output before it reaches a decision-maker. AI systems automate that review step, which means
data errors propagate directly into decisions and customer-facing outputs at scale. A data
infrastructure that was adequate for monthly reporting is often not adequate for an AI system
running continuously.
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Kwish analysis: illustrative share of assessed organisations by data maturity stage

61%

No warehouse

38%

Warehouse, no pipeline

22%

Warehouse with pipeline
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F R A M E W O R K

A Practical Maturity Path
Stage Characteristics What AI can support here

Fragmented Data in spreadsheets and disconnected
systems, no clear owner

Little; fix data before AI work

Consolidated A central warehouse exists but
pipelines are manual

Basic dashboards and
reporting

Governed Automated pipelines with monitoring
and a governance policy

Predictive models and
automation

AI-ready Real-time or near real-time pipelines
with lineage and access control

Production AI systems at scale
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C O N S I D E R A T I O N S

Connectivity and Locality Constraints
Data infrastructure design in this region has to account for intermittent connectivity and, in
some sectors, explicit data localisation requirements. Systems built assuming constant
broadband tend to fail in mining, agriculture, and rural healthcare settings specifically.
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Kwish analysis: illustrative regional data infrastructure maturity trend

2024 2026 2028 2030

Institutions data localisation compliantInstitutions with governed pipelines
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G U I D A N C E

Recommendations
● Run a full data audit before scoping any AI initiative, naming every source and its owner
● Assign business, not just technical, ownership for each critical dataset
● Design pipelines and interfaces assuming intermittent connectivity as the normal case
● Build a governance policy alongside the pipeline, not as a follow-on project
● Treat data infrastructure as a multi-year capability, not a one-off project

Closing note
Organisations that invest in data infrastructure before AI infrastructure move faster
once they start building AI, because they are not solving both problems in the same
sprint.
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