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                 Opportunities to learn from ‘failure’ with electronic commerce17Journal of Information Technology (2003) 18, 17–26 Journal of Information Technology ISSN 0268-3962 print/ISSN 1466-4437 online © 2003 The Association for Information Technology Trust http://www.tandf.co.uk/journals DOI: 10.1080/0268396031000077422 Opportunities to learn from ‘failure’ with electronic commerce: a case study of electronic banking JIMMY HUANG Nottingham University Business School, Jubilee Campus, Wollaton Road, Nottingham NG8 1BB, UK ENESI MAKOJU First Atlantic Bank plc, 4/6 Adetokunbo Ademola Street, PO Box 75369, Victoria Island, Lagos, Nigeria SUE NEWELL Bentley College, 175 Forest Street, Waltham, MA 0242-4705, USA, and Royal Holloway, University of London, Egham, Surrey TN20 1EX, UK ROBERT D. GALLIERS Bentley College, 175 Forest Street, Waltham, MA 0242-4705, USA, and London School of Economics, Houghton Street, London WC2A 2AE, UK This study reports on the experience of the First Atlantic Bank of Nigeria as it embarked on the implementation and introduction of Internet and mobile banking services. Based on the concept of a logic of opposition the study conceptualizes the case company’s effort with a specific emphasis on the mode and impact of learning that occurred intra- and inter-organizationally. The case considers how being a first mover in a given market can be crucial, not necessarily because of the immediate commercial benefit, but more because of the opportunity for developing customers’ trust in order to ensure the success of future innovations. In addition, the case illustrates the problematic nature of evaluating the success or failure of an innovation. Further, it shows how failure can be an intermediate step to future success, while making the point, counter-intuitively perhaps, that blindly listening to customers may prove to be a barrier to successful innovations. Thus, firms might capitalize from what might initially be perceived as failure, in particular through transforming an opposing force into a promoting one.
 Introduction The growing intensity in the competitive business landscape is characterized as ‘hypercompetitive’ (Ilinitch  et al., 1996) or ‘high-velocity’ in Eisenhardt’s (1989) terms. There is very little doubt about the fact that the pace of change is accelerating. One factor that is undoubtedly influencing this turbulence is the rapid diffusion of Internet technology (Coltman et al., 2001). The growing popularity and increasing adoption of Internet technology has drastically transformed the basis on which competition is defined, anticipated and managed (Chan and Artmangkorn, 2002). This transformation involves more than just the reduction of market entry barriers for new players, which makes the competition unpredictable. Rather it can be argued that a fundamental change in the economy of information is occurring. According to Evans and Wurster (1997), the Internet breaks down the conven- tional rule that suggests that firms need to make a trade-off between information reach and richness. In other words, in a conventional sense, if a firm wants to reach a largenumber of customers, the richness of the message that the firm intends to communicate will inevitably be reduced. Given the advance of Internet technology, to ensure the level of reach without compromising the degree of richness is no longer something that is impossible (Coviello et al., 2001; Wiedmann et al., 2002).
 One of the implications arising from the breakdown of the information reach and richness trade-off is that the barriers created by geographic boundaries have less impact on a firm’s growth. In other words, to globalize a firm’s business has become one step easier, both in terms of the cost involved and the customer base required (Fariselli et al., 1999; Kleindl, 2000). The availability of broad connectivity indicates that firms engaged in electronic commerce can commercialize their innovation across the globe using Internet connections. However, despite the fact that the Internet promises virtually unlimited commercial opportunities, it also, conversely, poses a threat to firms because competition is no longer rigidly bounded by a specific geographic boundary (Evans and Wurster, 1997). Huang et al. 18 The above discussion sketches an understanding of electronic commerce that can be characterized as follows.
 First, the Internet creates a ‘market space’ where continuous innovation, in technology, product and/or process, is the key to survival (Plant, 2000). The uniqueness of the market space indicates not only the importance of innovation, but also the inseparability between innovation and technology in creating and sustaining competitiveness (Rindova and Kotha, 2001). Second, in this networked economy market space the winner can take all the rewards and, hence, being the first mover is extremely crucial (Rayport and Jaworski, 2001). Third, in order to ensure that innovation can generate maximum com- mercial benefit close interaction with customers, in particular for shaping the innovation based on customers’ needs, is crucial (Nonaka and Takeuchi, 1995; Rayport and Jaworski, 2001).
 The burst of the Internet bubble in April 2000 has undoubtedly posed some questions about the above characterization of electronic commerce. For example, Coltman et al. (2001, p. 63) noted that the state of the current reality does not sustain the argument that ‘being first is the key’ and ‘winners take all’. As they asserted ‘information technologies, by themselves, will not produce sustainable competitive advantage and pioneers must be careful not to develop the “wrong” resources’ (Coltman et al., 2001, p. 63). As a counter to this, various accounts, such as those of Coltman et al. (2001) and Evans and Wurster (1999), have surfaced the problem of overgeneralization about the electronic commerce phenomenon. Nevertheless, these accounts themselves tend to provide other generalizations for replacing the previous ones. Yet, it is questionable whether more of these generalizations will be either sufficient or constructive in terms of enhancing our understanding.
 The confusion, fragmentation and dilemmas observed in the current debates about electronic commerce highlight the focus of this paper, which is to provide a critical examination of the underlying assumptions about electronic commerce initiatives, which are often taken for granted. In order to achieve that, this paper reports and evaluates First Atlantic Bank’s journey in embarking on the introduction of Internet and mobile banking services in Nigeria, where Internet connection of the public is still scarce and the usage of mobile phones is at a premature stage. Specifically, the paper focuses on elaborating (1) why being the first mover can ‘win’ more than expected, (2) why evaluating the success or failure of an innovation can be a tricky task and (3) why listening to customers might not always be a golden rule for innovation. This paper is structured as follows. It first turns to the current literature, with a specific emphasis on organizational learning, in order to shape the found- ation for the case analysis. The paper then deals withmethodological issues, including the research context and the data collection methods and analysis strategy employed.
 Next, the major research findings are highlighted before drawing conclusions in light of extant theory. Theoretical foundations A logic of opposition The underlying perspective for guiding the theorization of this paper is ‘a logic of opposition’ (Robey and Boudreau, 1999). This logic of opposition is used as a way of examining the relationship between information technology (IT) innovation and the organizational consequences. According to Robey and Boudreau (1999), a logic of opposition explores organizational change by  ‘focusing on opposing forces that respectively promote and oppose social change’ (p. 168). The rationale behind adopting such a perspective is twofold. First, the authors share Robey and Boudreau’s (1999) view that IT is not a deterministic force driving organizational change. This is primarily because a deterministic logic does not address the emergent and reciprocal causality that cannot be conceptualized as a linear relationship (Barley, 1990; Orlikowski, 1993). Second, the authors agree with Robey and Boudreau’s (1999) caution that the dynamics generated from the interplay of the promoting and opposing forces are often under-investigated and under-conceptualized.
 Organizational learning based on a logic of opposition One of the theoretical lenses for understanding the concept of a logic of opposition as proposed by Robey and Boudreau (1999) is organizational learning. This research selected the organizational learning lens because it is argued that ‘the link between information technology and organizational learning has barely begun to be explored’ (Robey and Boudreau, 1999, p. 178). The organizational learning lens indicates that an organization, as a collective entity, is capable of renewing itself with a new stock of knowledge, even though this ability to learn can vary dramatically from one organization to another. Moreover, organizations are continuously engaged in a process of referencing existing knowledge in order to make sense of new challenges (Fiol and Lyles, 1985), which can either be radical as knowledge exploration or incremental as knowledge exploitation (March, 1991). Based on a logic of opposition, organizational learning is a crucial source for supporting the development of a firm’s capability.
 However, organizational learning also has its dark side, as it can create a barrier to renewal. This is because organizations can be trapped in their own past successes Opportunities to learn from ‘failure’ with electronic commerce19 and fail to anticipate the need for unlearning obsolete knowledge (Hedberg, 1982; Levitt and March, 1988).
 Furthermore, contextual factors, either internal or external, can also play a part in shaping the promoting or opposing forces that encourage or discourage the learning process. In terms of internal contextual factors, Senge (1990) suggested that leadership, in particular a leader’s vision, is one of the most crucial elements for encouraging a generative learning process. At the group level, group dynamics can be the foundation for under- standing the promoting and opposing forces. For instance, social defence mechanisms can be embedded in interpersonal relationships that discourage the occurrence of constructive dialogue between organizational members (Argyris and Schön, 1996). In contrast, effective team building can be a promoting force because it can help to bridge the gap between different functional units (Schein, 1996). At the organizational level, culture is often argued to be one of the most influential factors, both in promoting and opposing learning (e.g. Pavitt, 1991; Schein, 1993). This is not only because organizational culture influences the way in which the need for and value of learning is perceived and understood, but also because organizational culture shapes the way in which learning is embedded into day-to-day practice. For instance, some firms may perceive failure as a breakdown in organizational processes, while others may treat it as a learning opportunity (Pavitt, 1991).
 In addition to such internal factors, external factors are argued to be equally crucial. For instance, in the discussion of innovation, the importance of collaborating with external parties, such as suppliers, customers and even competitors (e.g. Goldman et al., 1995), is well supported.
 There are a number of reasons provided in the literature explaining why an organization may need to introduce innovations from outside its boundary. For example, an organization might not possess sufficient knowledge or resources for learning internally or it may find it uneco- nomical to develop the innovation in-house (Steensma and Corley, 2000). In addition, working with external parties may be necessary in order to ensure that the outcome of the innovation generates maximum commercial benefits. For example, the early involvement of suppliers can help to surface production problems associated with an innovation that are unforeseen by the firm (Wheel- wright and Clark, 1992). In addition, the engagement of customers can help to ensure that the newly developed products or services actually reflect customer needs (Nonaka and Takeuchi, 1995). While the need for collaborating with external parties is evident, forces that oppose learning can also be found. For example, an organization can run the risk of diluting its competitiveness by allowing its learning partners to imitate its competence (McEvily et al., 2000). Moreover, customers can signifi- cantly distort a firm’s innovation direction, simply becausecustomers can often reject an innovation which does not fulfil their current needs, even though such an innovation can be crucial for the firm’s future competitiveness (Bower and Christensen, 1995).
 To sum up, the above discussion suggests that learning, regardless of whether this occurs within or across an organization’s boundary, is crucial in order for organi- zations to renew and sustain their competitiveness. Based on a logic of opposition it is clear that learning can be both beneficial and damaging. The benefit or damage of organizational learning will be context dependent and so is best understood based on the degree of alignment between the challenge posed by the environment and the way in which an organization applies its existing knowledge to managing that challenge. This indicates that there is a contingent relationship between organizational learning and the external environment. In other words, the need to learn, relearn and/or unlearn will grow when the pace of environmental change increases. Moreover, it suggests that evaluating the appropriateness (i.e. success or failure) of organizational learning based on the state of the environment at a given time can be problematic. Referring to the context of electronic commerce, there is very little doubt about the increasing need for organizational learning because of the turbulent business environment created by developments related to Internet technology. There are a growing number of bricks-and-mortar firms that have extended their business from purely off-line to a com- bination of on-line and off-line (e.g. Elliott, 2002).
 Understanding these developments simply in terms of Internet technology adoption provides only a very limited perspective. Rather, it is helpful to consider these devel- opments as a learning and renewing process that can potentially transform the organization (Rindova and Kotha, 2001). The focus of this paper then, based on the above discussion, in particular the logic of opposition, is to provide a critical investigation of organizational learning in the context of an electronic commerce initiative. Methodology Guided by the focus on examining the phenomenon of organizational learning in the context of electronic commerce, the case study discussed in this paper can be characterized as an interpretive account. The strengths of the interpretive methodology have been reported in a number of studies, notably Walsham (1993) and Klein and Myers (1999). The appropriateness of adopting such a paradigm is reflected in the need for not only investi- gating the influence of the technology implemented, in this case Internet and mobile banking, but also the need for taking into account the broader context, including the organization (and its multiple subcultures) and its environment. For example, in the words of Walsham Huang et al. 20 Case description and findings Research context Comet Merchant Bank of Nigeria commenced operations in November 1990 and was renamed First Atlantic Bank in June 2000, based on an ownership restructuring process that occurred in November 1998. By 2001, First Atlantic had a market capitalization of Nigeria Nairas (N)1.5 billion (100 N is equivalent to 0.75 US$) and gross earnings of N1.09 billion, a 200% increase compared to 2000. Having 11 branches in Nigeria, First Atlantic is a small to medium-sized bank compared to other large players, such as First Bank and Union Bank, each of which has a network of more than 200 branches. During the acquisition in 1998, a new management team with substantial banking experience was brought in to focus on strategic development. One of the initiatives embarked upon by the new management team was to reposition First Atlantic from a merchant bank to a universal bank.
 (The Universal Banking Guidelines released by the Central Bank of Nigeria (CBN) in January 2001 removed the barrier between merchant and commercial banking areas. The implication is that banks with a licence in one area can compete in the other, as far as the market capitalization complies with the threshold set by the CBN.) The team also identified the importance of introducing new technology for revitalizing the bank.
 Technology was rapidly integrated into numerous aspects of the organization, notably human resource management and new service development. Technology was also used for supporting the development of a new organizational culture. For example, the ability to adapt to technology became a key focus for recruitment and for the retention of existing members of staff. As a result, more than 85% of employees at the point of its takeover had been replaced with new staff. The key emphasis of the new organizational culture is specifically on developing professionalism, nurturing continuous innovation and encouraging commitment to customers. With the objective of building a corporate image of being innovative in its service and technology, to be first to introduce Internet and mobile banking services in Nigeria was seen as strategically significant to First Atlantic. As the deputy general manager noted about the strategy to initiate Internet and mobile banking We were in search of a means whereby we could compete with the bigger and so called better banks, that is ‘first banks’ or ‘standard trust banks’, that have hundreds of branches and very large asset bases. We then asked ourselves what was the best way to reach out to these banks’ large customer base at least cost and in a much faster way because we were in a hurry.
 We wanted to become a sizeable bank within 5 years of taking over Comet Merchant and it definitely was (1993), interpretive research methods are ‘aimed at producing an understanding of the context of the infor- mation system, and the process whereby the information system influences and is influenced by the context’ (pp.
 4–5). Further explanation provided by Klein and Myers (1999) states that interpretive research ‘attempts to understand phenomena through the meanings that people assign to them’ (p. 69).
 The data collection process was undertaken during the period August 1999 to July 2002. In contrast to some interpretive accounts that build on ‘an inquiry from the outside’, the research discussed here is an example that is constructed based on insights generated from within (Everd and Louis, 1981). The opportunity for conducting an inquiry from within was possible because one of the authors is employed by the case organization. The advantage of being part of the organi- zation and getting access to insightful stories explains why the data collection relies more on participative observation and informal dialogue than semi-structured interviews. (Here, the paper differentiates between informal dialogue and semi-structured interviews based on whether the conversation was prearranged and guided by a fixed set of questions.) In conjunction with participative observation, informal dialogue and semi- structured interviews, an additional source of data was provided by the examination of various documents, including letters, written reports, administrative docu- ments, newspapers and company archives. The purpose of collecting data from multiple sources is not merely to enrich the depth of the study, but also to triangulate the data in order to ensure the validity and reliability of the findings (Denzin, 1989).
 Data collected from the various sources were analysed based on the coding techniques proposed by Strauss and Corbin (1990) and Miles and Huberman (1994). Even though the objective of this research was not to generate new theory, the open coding technique proposed by Strauss and Corbin (1990) was found to be useful, in particular for generating categories and concepts that were then compared with current literature for the purpose of iteration. Various conceptually clustered matrices (Miles and Huberman, 1994) were developed based on the four sources of data in order to display the evidence in terms of the logic of opposition. In addition, this technique was employed for identifying conceptual similarities and differences between the research themes generated from open coding. The rationale behind using multiple data analysis techniques is to enhance research rigour through the manner in which ‘different kinds of linguistic, social, political and theoretical elements are woven together in the process of knowledge develop- ment, during which empirical material is constructed, interpreted and written’ (Alvesson and Sköldberg, 2000, p. 5). Opportunities to learn from ‘failure’ with electronic commerce21 not going to be via branch acquisition and definitely we did not have enough capital to build the branches as quickly as we wanted to. The next option and the more viable option was to do this leveraging on technology and this led to what I call ‘channel branch- ing’. I mean how else could we reach the customers without building physical branches? We started thinking about the Internet, telephones, television.
 First Atlantic’s journey to electronic banking Based on management’s assessment of internal tech- nology capacity and the application of technology in the industry, it was concluded that to deploy modern banking technology applications and solutions would be the initial step for First Atlantic. There were two reasons given as to why there was a need for revamping the technology used in First Atlantic. First, this would create techno- logical leadership in Nigeria where the big, traditional bricks-and-mortar banks were not active in exploiting the potential of technology. Second, building a technol- ogy infrastructure would allow subsequent innovation to take off, in particular in terms of developing new prod- ucts and delivery channels. This strong emphasis on enhancing technological capability was seen to be the cornerstone for the future strategic development of First Atlantic Bank.
 According to one senior manager, following an intensive search for suitable banking applications, the bank finally decided to deploy one of Infosys’ solutions, called ‘Finacle’, because the solution supported a variety of modules and was open to future technology. Moreover, this solution included an Internet banking platform ‘Bankaway’ that closely matched the perceived needs of First Atlantic. Following the acquisition of this technology, an ambitious implementation plan was drafted. As the project leader recalled We signed an agreement with Infosys in June 2000 to purchase their suite of products, including the Internet banking application. We had a target to go live by November 2000 and that in itself was an ambitious time frame for the implementation project for a banking application that had never been introduced before in Nigeria. Most implementations take 8 months to 2 years to reach actualization, but we were in a hurry. We believed in ourselves and we knew exactly what we had set out to do, within the period from June to November.
 The 6-month period of implementation also included many other activities that were needed for operationalizing the technology. For instance, a project team was formed with seven core members involved on a full-time basis.
 The core team members, who were selected from virtually all areas of the bank, were sent to India to learn about the application and to benchmark some Indian banks thatwere already deploying Infosys’ systems. The team returned to Nigeria in September 2000 and started the implementation in conjunction with running training courses in order to spread the knowledge acquired in India. All the installation of hardware and software, data conversion and testing was completed in November 2000. Once all branches were simultaneously rolled over to the new system in November 2000, First Atlantic had become the first bank in Nigeria to provide a fully transactional Internet banking service, branded as ‘Firstatlantic Online’.
 When GSM mobile communication technology was introduced to Nigeria in 2001 the opportunity for extending the existing channels of service delivery emerged. As described by the division head of technology services We started looking at mobile banking applications that would shoot our channel outlet to another level, because projections showed that mobile access would be far more prevalent than Internet access. So we started looking at a mobile banking application in November 2001. The launch of mobile banking has further grown our customer base, because it is easier to access and is cheaper than Internet connection.
 But they all rely on the same core application, so they have a choice between Internet banking and mobile banking.
 The availability of Internet and mobile banking did not merely add two more channels to First Atlantic’s electronic banking service. More importantly, it provided an integrated platform on which new products and services could be developed. For instance, a person-to- person money transfer service called ‘Flash Me Cash’ was launched, the first of its kind in Nigeria. A Flash Me Cash user can send money to any GSM subscriber in Nigeria. Once the money is sent to a GSM user, he/she can go to any of First Atlantic’s designated outlets to collect the money. Moreover, a number of offshoot prod- ucts based on mobile banking were introduced in order to enhance customer appeal as well as increase income generation. For instance, the ‘Virtual Airtime Club’ is a service by which subscribers can purchase electronic recharge pins for recharging their phones without having to look for physical scratch cards. By sending short message service (SMS) text messages, users can obtain electronic pins and easily recharge their phones at any time of the day.
 The ambiguity between promoting and opposing forces While the introduction of the Internet banking service was considered to be a success in technical and cost- saving terms, the service did not generate as many users Huang et al. 22 as had been planned. The management team recognized that this was mainly because the Internet infrastructure in Nigeria was (and still is) underdeveloped, with Internet access at home remaining expensive and relatively uncommon. The inadequacy of the Internet infrastructure was understood prior to implementation, but the management team took the decision to embark on Internet banking anyway, in the hope that the national infrastructure would improve over time. Nevertheless, given the poorly developed Internet infrastructure, the introduction of Internet banking could not be described as a commercial triumph. However, the foundation set up for Internet banking provided an invaluable platform on which the mobile banking service could bloom.
 Mobile banking has shown clear indications of becoming a commercial success, as evidenced by the substantial number of users (close to 10 000 customers) within the first 3 months of introduction. Mobile banking has been able to leverage off Internet banking and vice versa. As Internet banking in Nigeria proved slow to expand, the management team aggressively explored the market of non-resident Nigerians, in particular those who reside in the USA and UK and regularly transfer money to their families in Nigeria. These customers can register as Firstatlantic Online users and transfer money to family or relatives who are mobile subscribers through the Flash Me Cash service or to non-mobile subscribers through ‘Rapid Wire’, an Internet-based money transfer product.
 The poorly developed national infrastructure un- doubtedly prevented many banks in Nigeria from intro- ducing Internet-based banking services. For the leaders of these banks, the small number of Internet users and the state of the infrastructure were clearly seen as oppos- ing forces for Internet development. The different way in which these opposing forces were perceived and dealt with by First Atlantic illustrates two crucial points. First, an opposing force does not necessarily imply a negative impact for an organization, as there may be potential for capitalizing on this opposing force. Second, in order to see an opposing force differently and capitalize on it requires imagination and vision, as well as the willingness to take risks to actualize the vision. The importance of viewing business conditions differently and converting an opposing force into a promoting one is reflected in the following statement from the assistant general manager:
 To do things people thought could not be done, do things which the comfortable people thought were not necessary and cause a stir in the market and move in an entirely opposite direction and achieve results … [all this] is mainly to acquire a substantial proportion of the already established players’ markets.
 The example of First Atlantic also suggests that the approach taken to managing customers’ perceptions andreactions to the launch of new products and services is crucial in transforming an opposing force into a promoting one. For instance, prior to the decision to embark on Internet banking, the bank conducted research in order to understand how customers would perceive and react to the new proposed services. Institutional clients did not support the idea, primarily because of the issues of infor- mation sensitivity and security. The public did not see the point of using Internet banking services. This was not only because a large number of existing customers did not know what Internet banking was all about, but also because a significant proportion of customers could not get access to the Internet. This level of rejection from customers was unexpected and alarming, but the management team decided to go ahead anyway and set up the Internet banking service. This was because the man- agement team believed that technology was the only route that First Atlantic could use for gaining a competitive advantage, given its lack of a physical branch network across the country. They believed that even if Internet banking  per se was slow to take off, the infrastructure developed through setting up the Internet service would provide opportunities for future innovation. A similar issue emerged prior to the launch of the mobile banking service. A survey was conducted in order to understand how the Internet banking service could be improved and to consider how customers would react to the concept of a mobile banking service. The survey results showed that customers wanted an increase in the number of locations where they could get access to the Internet, rather than having another new electronic banking channel. For instance, many customers suggested expanding the ‘Virtual Elite Club’, a cyber café located in branches that could be used by registered users. They also suggested increasing the number of affiliated cyber cafés, so that customers could do their Internet banking at a subsidized rate.
 However, the management team chose to ignore these customer suggestions and instead concentrated on launching the mobile banking service.
 It is apparent that listening to customers can be a promising way of developing a promoting force, which helps to bridge the gap between a bank’s innovation and customers’ acceptance of the innovation. However, it is also clear that, if customers’ suggestions had been taken into account, neither the Internet nor the mobile banking services would have been launched. This provides another example of how an opposing force can be inter- preted very differently and how it can be transformed into a promoting force with vision and systematic effort. One senior manager indicated that the acceptance of new products and services could only be achieved through educating customers. As he noted Going beyond the launch, the next thing was to build a customer base and convince customers that Internet Opportunities to learn from ‘failure’ with electronic commerce23 banking was a viable and cost-effective channel for them to do their banking. Most people were hearing about Internet banking for the first time and needed convincing because Internet access at the time was not cheap and the services were not too good. Over 2 years the service has improved considerably and costs have come down. At that time we knew that we needed to go the extra mile to demonstrate [the new service] to customers. We had road shows all over the country taking Internet banking products to different states in the country where our branches were located, doing live one-on-one demos with customers and using elec- tronic media to convince customers that it was a new way of banking. It was tough because we were the only ones and people thought we were just blowing hot air, but as we progressed things became easier and people started buying into the ideas. The next level for us when we had reached a reasonable level of comfort for customers was to start building products around these services.
 Based on the examples provided here, the following section will refer to the three points outlined in the Introduction and compare the case against the current debates and thoughts in the electronic commerce literature. Discussions and conclusion The experience of First Atlantic reported here has elaborated on an example of organizational learning that can be characterized as double-loop (Argyris and Schön, 1996) and generative (Senge, 1990) learning. It can be seen as an example of double-loop learning because the learning process involves more than simply solving a problem. Given the lack of technological capability within the bank it was not possible to simply generate a solution based on the organization’s existing knowledge.
 Rather, the mode of learning demonstrated in this case is radical (Miner and Mezias, 1996), with the organization’s shared norms, beliefs and practices being fundamentally modified. First Atlantic’s learning is generative in the sense that it promotes further learning, as seen with the introduction of its mobile banking service building on the development of Internet banking. Even though the emergence of the mobile banking service was not foreseen by management at the time that they were introducing Internet banking, the relationship cannot simply be treated as an example of incidental learning (Marsick and Watkins, 1990). This is because, without the technological foundation set up during the imple- mentation of Internet banking First Atlantic would not have been able to get the mobile banking service so readily and promptly introduced.
 Moreover, it is clear from the discussion that the double-loop and generative mode of organizationallearning requires a different approach to the management of the forces that oppose and promote organizational learning. This paper’s findings echo Senge’s (1990) notion that leadership is a crucial force for initiating generative learning. In particular, having a vision based on a unique interpretation of the opposing and promoting forces appears to be crucial. While the large number of resignations involved at First Atlantic may not be approved by some (e.g. Carley, 1992; Matusik and Hill, 1998) as a constructive approach towards learning, it did provide the organization with a fresh start to developing its culture. In addition, it helped the bank overcome the problem of resistance from users, in particular resistance from those with limited skills in technology.
 However, the significance of the organizational learning demonstrated in the case is clearly about more than just a unique interpretation of the opposing and promoting forces. In addition, the case demonstrates how taking advantage of and turning around the opposing forces through action can promote organizational learning. As shown in the case, First Atlantic’s competitiveness is not derived solely from its internal learning. Learning and benchmarking from others, such as from Infosys and from banks in India and disseminating its learning to customers were all found to be crucial for preparing a foundation on which First Atlantic could transform an opposing force into a promoting one. One of the rewards derived from such generative learning in this case was the status of being a first mover in the Nigerian banking sector. While the sustainability of being a first mover is still the subject of debate (Patterson, 1993; Hoppe, 2000), it is clear from this case that First Atlantic benefited from the opportunity of developing its customers’ trust at a very early stage. Developing this trust did not simply involve marketing the new service to its customers.
 More importantly, it involved proactively equipping customers with the necessary knowledge for understanding and using the new services as a means of transforming an opposing force into a promoting one. As explored in the case, customers’ rejection of a new product does not necessarily create a force that opposes radical learning.
 Our findings clearly contradict some of the innovation research (e.g. Nonaka and Takeuchi, 1995; Deane et al., 1997; Tax and Brown, 1998) that has a strong emphasis on the importance of customers in relation to organizational learning. The lesson generated here is not to suggest that to align innovation with customers’ needs is no longer crucial. Rather, in a highly turbulent business environment, it is vital for an organization to go continuously beyond the existing needs of its customers.
 The authors are aware of the fact that being a first mover can also bear some commercial risks, in particular when introducing a disruptive technology to a market (Bower and Christensen, 1995). For instance, the intro- duction of Internet banking did not generate the number Huang et al. 24 of users expected by the management team, even though First Atlantic has the majority of market share in Nigeria’s Internet banking sector. The case thus illustrates the difficulty in determining the success or failure of an innovation, even when looking at this from a purely commercial perspective. Markus et al. (2000) illustrated the difficulty of evaluating whether an innovation is a success or failure. They were looking specifically at enterprise resource planning (ERP) and demonstrated that success or failure of this technology was evaluated differently over time. The point that is being made here is slightly different. Even where an innovation is considered to be a commercial failure from all perspectives, in the short and medium terms at least the case indicates that it can be important to accept a commercial failure as an intermediate step to the future success of a different innovation. This study’s findings mirror the importance of learning from failure, as suggested by Fortune and Peters (1995) and Sitkin (1996) and pinpoint that a failure is not just something from which an organization can generate some valuable lessons. Instead, a failure can be a seed from which another business opportunity can germinate.
 To sum up, this paper has reported the real-life experience of First Atlantic in implementing and intro- ducing Internet and mobile banking services to the Nigerian public. It is acknowledged that a single case has limits in terms of generalization and another generalizing account of electronic commerce is not what the paper set out to achieve. Rather, the purpose of reporting on this case is to urge the need for more critical reflection about our understanding of electronic commerce. Referring to the three points outlined in the Introduction section, first it is argued that a first mover can often win more than expected. This is because winning customers’ trust can provide the foundation for the commercial success of future innovation, as shown with the introduction of the subsequent mobile banking service. However, for this first mover advantage to be rewarded the case illustrates the importance of proactively and continuously disseminating its learning to its customers. Second, the authors agree with the assertion of Coltman et al. (2001) that technology is not the panacea for a firm’s competitiveness. In addition, the authors concur with their caution that ‘pioneers must be careful not to develop the ‘wrong’ resources’ (Coltman et al., 2001, p. 63). However, it is questioned whether it is possible to evaluate the usefulness of investments, either in relation to a new technology or a business venture, simply based on the financial performance derived from the investment. A commercial failure in the short-term may prove to be a success in the longer-term, particularly with a highly radical development (Markus et al., 2000).
 More importantly perhaps, it may be possible, as here, to build another innovation on the back of the ‘failed’ innovation, which is a success and which would not havebeen possible without the first ‘failure’. Thirdly, the point that listening to customers can be risky and problematic is addressed. This is because a firm can fail to recognize the need for developing a radical mode of learning as a source for generating innovation that is beyond customers’ existing needs. References Alvesson, M. and Sköldberg, K. (2000) Reflexive Methodology:
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