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A TALE FROM THE FIEL D: REFLEXIVITY DURIN G MANAGEMENT
RESEARCH IN AN AFRICAN BASED DEVELOPMENT ORGANISATION.

This article is a product of the reflexive experientdata collection and analysis an
development organisation within Ugandd. number of tudies provide helpful
debatesaboutmanaging people Africa. However, existenliteratureseldom coves
pertinent issues related to collecting and analysitmographicdatareflexively in
African basedrganisationsAnd yet, critical selfscrutiny and eflexivity to account
for the researcher’s identity in the reseapehcesses is vital for the quality of the
findings. The key research questions for this paper aver ioes thadentity of an
African researcher who has been trained \&estern managemst theories, worked
in an organisation in Africa, and then been educated withWiestern settingaffect
the character of data generate™d doessuch a researcher fully become ‘one of
them’, or effectively remain an independent researchEn® paper tcussesthe
process and results of the reflexp®cesgshrough which answers to these questions

were explored

Key words: Reflexivity, Management researchAfrican based organisations.

INTRODUCTION

Although there is a great emphasis and call fghdmpactresearch and scholarship tire
management of organisations in Afri¢or exampleHorwitz, and Budhwar, 2015 and
Beugre, 2015) less attention is given tthe methodological implications of conducting
research in the African contexConductingfield work in the global south (which includes
Africa) is a daunting choice for researchemsdnot only for those from advanced econes)
but alsofor those from Africa Attemptsto discuss Africa identity, specifically, have been
considered dauntinghd potentiallyfrustrating (Wright, 2002 p.1).

Some studies (for example Lunn, 20dadBenatay 2007 provide information on the
various intercultural and ethical aspects as well as the techiieamas involved in doing
research in less developed countries. However, a gap in literature exists alimid ttodes
of qualitative researchers and how these affect the quality of data collected arddgsow
generatedabout management in Africdhe primary aim of tls paperis to explain how

reflexivity was employed while conducting management research in Afriche key
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research questiorier this papeiare: tow does the identity of aAfrican researcher who has
been trained on ‘Western’ management theories, worked in an organisation i Afret
then been educated within a ‘Western’ setting affect the character of data genéated?
doessuch aresearcher fully become ‘one of thenat effectively remain an independent
researcher?

The term ‘Western’ management is used in this paper to refer todbb/ wlispersed
management theories and techniques that have been designed based on experience and
research carried out in thenglo-American countries sometimes designated as liberal
market economies of the United Kingdom (UK), Australia and the UnitaesSof America
(USA). Although ‘the West' is often used generically to refer to developed oesintr
research on the varieties of capitalism has shown that these counteesmMevin Europe)
vary in terms of culture and economic systems (Hall and Soskice, 2001; Amable, 2003).
Sometimes, within the literature on management in Africa, there is referetive West’
and this differentiation seems to be made by default rather than explicitly.

A combination of ethnography and grounded theory was adopted in the study from
which this paper was developed. Intensified field work studies have been recommended for a
better understanding of management in Africa concerns and in order to findrsohiat are
more in sympathy with African conditions and aspiratioBdoho, 2001; Zoogah, 2008).
Consequently, qualitative studies may be most suited for enhancing researchandour
contextualised knowledge generation on management in Africa (Zoogah, 2008).

The paper progresses as follows. First, there is discussicgthabgraphy and
reflexivity. Then, the research methodology and research methods are outlineds This i
followed by an explanation of how reflexivity was employed within the rekearderms of
data collection and analysis. Thexttwo sections outlinan turn, how reflexivity aided the
interpretation of Western’theories and African practices, and how reflexivity incorporated
consideration of the views of ‘others’, and their perceptions of whether the research wa
informed by ‘African’ values or containated by ‘the West'. Finally, brief conclusions are
provided which include suggestions for how the findings of this paper might inform future

research in Africa.



ETHNOGRAPHY AND REFLEXIVITY

Ethnography can usefully be conducted el@mploying may of the tenets of grounded
theory. Moreover, reflexivity is arguably complementary to this approach.

Ethnography and grounded theory

According to Gill and Johnson (2010), qualitative studies can be enabled by conducting an
ethnographic study which inkes theuse of methods that capture social meanings from
everyday practices of people in a given cultural or social corixtography can be defined

as.

“the study of people in naturally occurring settings or ‘fields’ by meansethods which
capturetheir social meanings and ordinary activities, involving the reseaparécipating

directly in the setting.....in order to collect data in a systematic mantidBrewer, 2000).

One of the elements of ethnography indicated in Brewer’'s definition abavati of direct
participation of the researcher in the natural setting. This calls fatiatteon the insider and
outsider roles of the researcher. However, unlike data collected from contrppetheantal
settings, ethnography provides the means to explore a phenomenon as it occurs naturally.
This style of research is then assumed to facilitate exploring the socialnmeznthe
phenomenon under study in its naturalistic conditions without tampering with the
environment through experimental manipwas (Van Maanen, 1988)An ethnographic
approachmay facilitate a better understandingwdfat Nkomo, (2011, p36@iescribes as the
“uniqueness of African culture but also its value to the worldhis is important since the
conceptof ‘African culture’ is sometimesmisrepresented in even explicit Afrocentric
descriptions of what happens in Africa (Nkomo, 2011).

Ethnographic data collection methods can usefully be combined guidbnded
theory guidelines for data analysis. Earlier ideas on how to do ajueditresearch using
grounded theory are given by Glaser and Strauss (1967) who were the first to suggest
developing theory grounded in data rather than considering existing theories atttb&astar
research project. The assumption was that there isbgttive social reality which the

researcher can study as a neutral observer (Glaser and Strauss, 1967).



In contrast to earlier explanations of grounded theory, it has also been suggested that
grounded theory might involve simultaneous data collection amalysis, as well as
development of theory through inductive analysis of data while relating empirical
impressions to theoretical arguments in literature (Alvesson and Sandberg, POdS).
empirical material might ‘speak for itself’, and the findingste research may emerge from
the data as themes in the form of categories that are developed in the analyss proces
Alvesson and Sandberg (2013) argue that engaging with data in such a manner increases
rigour and facilitates movement of the inquiryrfronere description of the social reality to
developing explanatory theoretical frameworks of the concepts being studiedeXveef
account of this process demonstrates the researcher’s liokerpretingdata and emerging
concepts.

Although Strauss miatained aspects of what might be regarded as his original stance
e.g. the emphasis of the researcher acting as a passive observer in the reseassh pr
(Strauss and Corbin, 1998), he has since subscribed to the idea of using sensitising concepts
from the relevant literature as pointers in the initial data collection stage of trerclese
process. More recent debates on grounded theory, in trying to move awathé&amost
positivistic assumptions in both Glaser’s and Strauss and Corbin’s versioagrhphasised
what researchers and participants bring to the social reality being resedfchedample,
the researcher’s position, privileges, perspective and interactions) and whatothvayh
these. Charmaz’'s (280 2008; 2014) constructivist approlac for example advocates the
acknowledgement and engagement of participants’ subjectivity and the hesarc
involvement in the construction and interpretation of data. Thus, the process of theory
construction, it is suggested, should beside having nesera reflexively interrogating their
own impact, alsoinvolve themin attemptingto sensitise participants to how their inter
subjective understandings of a social reality affect the development of atitern
understandings of reality (Charmaz, 2008heTresearcher is then expected to provide
reflexive accounts of cauthorship of the research findings on the social phenomenon,
reflecting the voices of both the researcher and the researched. This has beleeddasai
socially constructed intesubjectivity produced through researchesearched interaction or

social constructionist criteriological commitment (Cunliffe, 2010).

Reflexivity
There appears to be general agreement in the literature that the identitylitftigra

researchers, and themvolvement in the research, influences the process of data collection,
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analysis and consequently knowledge generation. Most authors on the subjecttafiveuali
research (including Mason, 2002; Bryman and Bell, 2003; and Cassel and Simon, 2004)
agree thagenerating and analysing data qualitatively should involve criticaberlitiny by

the researcheand beingmindful of their actions and field role in the research procése
gualitative researcher thus needs to account for tbeing in the midstof a social
phenomenoihatthey are investigating, showing, as it were, the hand of the researcher in th
whole process. This critical sedtrutiny by the researcher is what is termed as reflexivity.
The practice habeen givermultiple namedy variousauthors including “methodological
selfconsciousness” or “narratives of the sgFinlay, 2002 p.1)“confessional tale” (Van
Maanen, 1988 p.73), and “sealhalysis” (Patton, 2002 p.27). They, &bwever suggest that
reflexivity, in whichever way it isermed, is a defining feature of qualitative research because
of the intersubjective elements that are likely to impact collection and andiygialdative
data. Some argue that qualitative researchers are able to take on diffedendrkmodes of
reflexivity depending on their philosophical assumptiqdehnson and Duberley, 2003)
Sceptical positivists, noteJohnson and Duberley (2003), are likely to engage in
‘methodological reflexivity’ to take care of issues of validity and reliabiytheir cosen
methodology while those involved in participatory and explanatory researghge in
‘epistemic reflexivity’ which involves being aware of the researchsatsal location.

Denzin and Lincoln (20113lsoemphasise the importance of reflexivity, arguthat
it facilitates the process of thinking through what was done, how it was done, consequence
of a particular unforeseen research issue, and the effect of issues sucle amtties quality
of data generated and information obtained from analysisiglihe research process.
Thereforeresearchers should, argue Denzin and Lincoln (2011), take care to show something
of the process and context of the activities they use to study a phenomenon. Various
suggestions therefore are available on how researcm®uld reflexively evaluate ways in
which intersubjective components of their research process (including sdatednships,
everyday life, discipline, language, cultural values etc.) impact on the plankewytien,
analysis and reporting of their projects.

The labels and approaches to reflexivity above generally suggest thardfeariye
involves taking caref theimpact of: (1) the social context on the social phenomenon studied
and (2) who the researcher is (their background, experiededshor values) on the research
process to enhance the trustworthiness, transparency and accountabilityaathressults
and claims (Finlay, 2002). In essence, consideration is given to the impact ofrafherg

and their field roles on the social nitext and phenomena being studied. Researchers
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therefore would engage in reflexivity in order to try and preserve natartdi®ugh avoiding

disruption of the setting through informants’ reactivity to the ethnographesesmre.
RESEARCH METHODOLOGY AND METHOD SEMPLOYED

The study on which this paper is based usemmplementary research methodology and

research methods.

Research methodology

A qualitative research approach wadaptedto study “employee performance management
and control in an African based development organisatianstudyfrom which this paper

was developedThe decisionto undertake qualitative researebas underpinned by the
combination of a realist and interpretivist ontological perspective, tvélassumption that
behaviour is grounded in actors’ interpretations of the social situation in which they a
located (Gill and Johnson, 2010 p.155). It wesassumed that the participants’ actions and
behaviours existedndependently, andhe researchecould discover, understand, and
describe those behaviouss a result,it was importanto gain access to the participants’
day+to-day activities to understand how they were making meaning of the influences around
them. Furthermore, it was assumed that an attempt could be maderntasmifmot eliminate
completely) the impact of the researcher’s influence on the research procesexigetgfl
discover knowledge about the actosecial realities (Seale, 1999). Thus, a-eewiricist
epistemological stare was taken assuming that knowledge about the participants’ behaviour
could be obtained by collecting and analysing data reflexively. An attempt coulddeetm
minimise the dangers of reacting and ethnocentrism whilst maintaining a balance between

insider and yet outsider roles.

Resarch methods

Participant observation and sestructured interviews were adopted as core techniques to
obtain data that would facilitate description and explanation of employee behavioural
responses to institutionalised formal models of employee perfeema@anagement, taking
account of informal processes and the social negotiation of control. This involvegtatte
capture the dynamics of the practice (employee performance management angl lepntro



managers and the consequent employee behaviours in both the formal and informal
organisational contexts. Research shows that “human action, unlike the behaviour of non
sentient objects in the natural world has an internal subjective logic” (Jobhsdn2006

p.132). This approach was therefore taken because of the need to capture the respondents’
inter-subjectivity from everyday practices in their naturally occurring sedtilmythis case,

the setting waan African based organisation.

Interviews were also conducted to collect data. It is generally atiraethterviewing
has, over the years, remained the most common method of generating gealatd, even
though a range of approaches are used in this method-sBegtured interviewing is
sometimes refeed to as ualitative’ interviewing (Mason,2002 p.62, “exploratory’,
(Cassel and Symon, 20@p. 1123) or “in-depthinterviewindg (Denzin and Lincoln, 2011
p.533. As Denzin and Lincoln (2011,.583) put it, “the heart of our social and personal
being lies in the immediate contact with other hogia.e. we express who we are through
social interaction. The choice of this form of interviewing was thus intended xonma
immediate facgo-face contact for talking, interacting wigeopleand if necessary clarifying
guestions and responses.

Faceto-face interviews were conductedingsensitising concepthat wereinformed
by a prior literature review of employee performance management and control of work
processesThe use of sensitising concepissbeen explainetty Blumer (1954) who argued
that the researcher’s pumderstanding of theory can be usasla preliminary guide or
‘directions in which to look’ (Blumer, 1954 in Johnson and Duberley, 2015 p.5). Participants
were, during the interview, encouraged as much as possible to expresdubenmsiepth,
in terms of their experience and attitudes to thetdaday practices that influenced their
work behaviour.

Unlike telephone or skype interviews, faoeface interviews involved a real social
encounter which had an effect on the process of data collection (Mason, 2002) and this
required reflexivitythroughout the whole proces3he ontological position of the study
assumed that the participants’ actions, interactions and views at work would provide
meaningful propertiesf the process admployee performance management and control in an
African based organisation. In other words, the wotkacions and behaviour depended on
their interpretation of what was going on around them thedresearcherould access this
interpretation. It wagslsoassumed that the actions, interactions and views of both managers
and employeesvould beinfluenced by the African society and environmental context.

Epistemologically, it was imagined that verbal responses might need to be cdnfiyme
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observing actins sincepeople were likely to say one thing and yet do the other. It was on
this basis that a decision was made to carry out participant observation. Thal mas
aimed at collecting data that would facilitate a description and explanation of emanag
prompts as well as participants’ behavioural responses to, as Mason (20@2) aeyive

meaning from ordinary activities.

REFLEXIVITY WHILE CONDUCTING RESEARCH WITHIN AN AFRICAN
ORGANISATION

The preparation for data collection, data collection anth @daalysisthemselves, were
informed by grounded theory and undertaken using reflexiVitg.experienceof usingthe
research approach discussed above revealed two aspwsedearcheriglentity that were

not considered as important at the stathefprojectyet proved influential in data collection

and analysis. These were the fact thatresearchdrad prior formal management education
and had lived out of Africa in the ‘West - for a period of about 3 yearBelow is a
discussion ofhow these issues played out and proved to have important methodological
implications for data collection and analysis

Preparing for the field

It was assumed in the study that the-tiagay work behaviour of participants as well as their
involvement in theinformal social activities at and away from work would constitute
meaning and knowledge for how employee performance management and w@r&ol
implemented and responded to by employees at the case study organisdtenefore,
because the study was t@ed mainly on response to as well as implication of employee
performance management practices in the African based organisation context, an
ethnographic approach was considered a suitable methodologiyderstanding the context
The data for the study ewe considered to be potentially surrounded by secrecy and
controversy and therefore difficult to gain access tohieyesearcher. Ethnography wisis
considered to be a suitable research approach since it would facilitate tigxbdi enable
depth inaccessing and interpreting the behaviour of individual participants. A period of four
months was spent at the case study organisation in Uganda, during which tinvatalyse
took place and interviews were conducted. However, the study didvobte application of



all of the ideas and principleshat have been put forward to descriginography.The
researchemwas for example not a stranger stepping out into an alien community as
anthropologistsmight describe ethnographerbecause the case studyganmisation and
participans were not completely alienThe researchehad prior experience of the
organisation. The study instead exploited the active participation, involvement agstinte

the life of the world studiedspect of ethnography in camgi out participanbbservation and
in-depth semstructured interviews. Therefore, it was crucial to gain access to how managers
and employees were making sense of what was going on around them and to consider the
social influences that were impacting dmeit work behaviour (Gill and Johnson, 2010.
p.155). The ethnographic approach that was tseititated a closer access to the informal
organisationand a deeper understanding of the participants’ work behaviour and the social
influences on actions.

A decision was made tosereflexivity in a way thatouldbe describeds inrbetween
‘methodological reflexivity’ and ‘epistemic reflexivity’ sée above for Johnson and
Duberleys, 2003 description of these terms). In other words, although the study larglly t
an interpretivist approach, prior experience with the social context of the phenomenon
studiedmeantthat it was possible to consider strategies to reflexively work thighssues
that were likely to crop up asresult of the chosen data collection methods. This alsotmean
that the processes of data collection and analysis were flexible, allowmglddge to
emerge from the social context and events noted during the research procedsgedthe of
collecting and analysing data reflexively was thosminimise (and not to completely
eliminate) and acknowledge the effect of my subjective influence on the datetedland
the results of analysis. The following guidelines by Cassel and Simon (2004, p.2Q)sedr
for reflexive ollection and analysiof data:

I.  Putting presuppositions down in writing at the start of the study, and constructtthis lis
at eachstage of the research process,
ii.  Keeping a research diary in which own feelings about the process amecgcor
iii.  Reflecting on the experience of mivement in the study.

However, as Patton (2002) arguesho amount of thoughtfulnessan guarantee 100%
readiness for allof the issuesthat the field throws at the researcher. | explain the
presuppositionsl put down at the start of the study in the ns&ttion, belowHowever,
management training as well as study and lifeaidevelopedcountry wereunforeseen

influences on the data generation process and analysis. These issues appeadotias a
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surprise. They were therefore not ‘prepared for’ priofield work but emerged during the
process and thus there was a need for conscious analysis, or what Johnson and Duberley

(2003) call epistemic reflexivity.

Reflexivity during data collection

The researcher wadrican by descent, was born and raised in Africa, and was educated then
worked for over 10 years in Ugand#t. the time of data collection, the reseachad lived

in the United Kingdom for 2 yeaend thusvent to Africa and Uganda in particular, to carry
out research not as an alien to the formal and informal social organisationaspsobeit

with the idea that | was going to the ‘familiar’. Having lived and worked in Afdaang

most ofthe researcher’life was expected to be advantageoushiarin trying to understand

the participantsbehaviour. The researchealso expected thater experience in Uganda
would enable heto engagavith the participants meaningfully asehad an understanding of

the language they used and the culture they lived in. More specifishéijrad previously
worked for over five years in the case study organisation, first in a loweérpesion and

later in a line manager positioBhetherefore personally knew a number of employees across
the organisation and had an idea of the institutional mandate lagasvlhe management
culture. Although some changes had taken place airganisatiorsinceshewas last there,

her previous involvement was expected to (positively and to some extent negatively)
influence this research. On a positive natlkee had goodworking relationships with top
management, peers and the rest of the employees which ehabledittain not only access

to the organisation but also willing and open/sincere participation from theipants.
Gaining access to a part of the realityend the phenomenon under study is present is
considered to be a paramount determinant of the quality of a qualitative hepeajexct
(Stenbacka, 2001)rhe researcher’s prenderstanding of industry and/or the context of the
case study is also believed play a vital role in ensuring the quality of the results (Yin,
2009). Howevertesearchehad preconceived ideas of what the strengths and loopholes could
be in the employee performance management and control system and the pyeiiesabf

the orgarsation. Shanticipated that this previous experience might potentially influence the
collection and interpretation of data as referred to bel@kwewas from the start, through
data collection and analysis awarehdr field role. Sheneeded to be reflexe about the

impact ofher prior experience irthe case study organisation, helieengaged in participant

10



observation with former workmates and supervisors, as well asshewiewed Ugandan
society and Africa generally.

Following Cassel and Simon (2004)’'s advice to put presuppositions down in writing
at the start of the study a list of expectatiores developedegarding dataatlection and
analysis before commeing field work, as outlined below.

I.  Since it was a common occurrence for employees irothanisation to engage in
discussions about their misgivings on the reward system, most respondents would
want to divert the interaction during the interview to air their views on issues to do
with pay. It was alright for them to talk about pay the# researcherlso wished to
probe other aspects of employee performance management and control.

ii.  The researchdrad previously worked with some of the current project leaders. Their
new staff may viewher as their supervisor’'s ‘old friend’ and withhold sometio¢
information relevant for this research for fear of the possibilityhef researcher
passing on what they would rather not have their supervisors know.

ii. Respondents doubling abe researcher'sormer colleagues may unconsciously
withhold some of their views and information with an assumptionstiatvas, from
my previous experience, already aware of such information.

iv.  Participants may viekhe researcheas some sort of ‘top management’'s messenger’
because the information sheet indicated that officeximpssion to carry out this
research had been obtained fréine directorof the organisation. Responses may
therefore be given in a way that would be approved as messages to top management
and/or they may withhold some of the information intended to bé fkem top
management.

v. The researchétnew what responses to expect from some respondsmfad prior
knowledge of some of the supervisors’ management styles as well as the attitudes
toward control of some of the employees and theresbehad an idea of what to

expect from them.

It was thus expected from the start of this studytti@tresearcher’grior work experience at

the case study organisation would influence how participants wouldhgewlowever,she

was aware of the need to be reflexigad aimed tde aware oherprior knowledge of most

of the participants irthe interpretation of the findings. In conducting the fieldwotlke
researchefound that some afhe assumptions proved to be correct. There was a tendency,

for example, of formeworkmates to state that they were sure #hatknew ‘these things’
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and they seemed to think that they did not have to give further explanttierefore in
subsequeninterviewsinterviewees wergently requestetb clarify/a reminder about ‘these
things’ to encourage further discussion. At other times, participefeised to the real names

of personalities or partn@rganisationsn an attempt to link personalities to what happened
in practice. Statements such as “You know H (supervisor's nams).daray have biased

my interpretation of what went on. The participant seemed to take advantatpe of
researcher’'grior knowledge of H to describe what was happening in their department. In
such situationghe researchdried to tactfully go back to using titles e.g. supervisor, scientist
or international partner rather than the names of personalitieganisationsin that way,

the researchewras able to distandeerself, at least to some extent, from what the interviewee

expected heto know.

Reflexivity during data analysis

The researcher was aware that prior work experience with some of the respondents would
influence heranalysis of their responses. Prior knowledge, for example, of some managers’
management styseas well aghe attitudesto control of some employees was likely to bias
interpretation of data obtainefiwo strategies were devised to keep subjective judgement of
such data to a minimum: (I)he researchelooked out for the voice of the ‘familiar
participant’ in the interviewchecking for whasheexpected from them and then, @he
memaoed the difference between what they said and whaéxpected them to saghewas

also constantly checking and askimgself whetheshewas making up meaning of interview
transcripts andield notes or allowingherself to find meaning. It was possible to imagine
what information from an interview was ‘meant to mean’ rather listening for what ahshe
Even though complete elimination ofvn subjectivity inthe analysiof such dataanrot be
claimed and arguably would not want to do this, thaéent towhich the researcher’prior
experience with former employees influenced analysis ofwdasaminimised by these efforts

to be reflexive.

REFLEXIVITY: AIDING INTERPRETATION OF ‘WESTERN’' THEORIES AND
‘AFRICAN " PRACTICES

Existent literature on managememriacticein Africa often highlights the incongruence of

‘Western theories of managemenmtith African culture (Harvey, 2002; Blunt and Jones,
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1997 Jackson, 2002; Beugre and Offodile, 20@hd the need to question the universality of
management techniques developed and rooted in the ‘Western’ world cultural values and
norms.For example, @thors such as Anyanéirchibong (2001) Edoho (2001and Nkomo
(2011) expound othe challenges ofmplementing indigenous programmes in Africa with
foreign management practiceSuch challenges call foran application of indigenous
knowledge system&nd interpretations to develop a management philosophy based on
African trends ofthought and cultural ftuences Mbembe, 2002;Edoho, 2001;Nkomo,

2011; Beugre and Offodile, 2001; Mangaliso, 200Hpwever, the ‘Africanising’ of
management theoriésa complexexercise Edoho, 2001AnyanstArchibong, 2001 Dibben,
Wood & Mellahi 2013).Given the topic othe research study, | needed to reflestthe
complexities of application of ‘Western’ management theoriemanagement practice in
Africa. This revealed afurther complexity knowledge generatiowas affectecby 1) my
‘Western’ based managéhining and 2) the views of attitudes of participantsan African

based organisatiowho have neither been exposed to ‘Western’ based management training
nor lived in the ‘West’ for a considerable amount of tiffilee way in which this played out

in practice is lustrated below, through referring to the example of understandihgs
‘motivation’.

Motivation is a common topic in management textbooks, journal publications and
lectures | therefore hadduring my undergraduate and postgraduate traimrfrica, been
provided withinsights intomotivatioral theoriesand effectivemanagement practices as well
as how to achieveefficiency in controlling and directing employees’ work behaviour
However,| did not realise that repeated exposure to these theories hatinowdurned me
into a believer of some sort of ‘universal timeless principles’ of motivating engsoye
Moreover, research concluded tHat exampleHerzberg's twefactor theory still had utility
nearly 50 years after it had been develofigaksettJones, 2005) | therefore unconsciously
embarked ofmanagementesearch wittpresumptions that | was unconsciously unaware of.
For example, Herzberg proposed tleartain aspects of the job cause satisfaction and
therefore motivation, while others cause dissattion (Butler and Rose, 2011). Following
this theory, | have over the years subscribed to the argument that faoihsas
responsibility, achievement, recognition and promotion are, without exception, igfiesat
and therefore motivator€ven though some process theosesh asvroom’s expectancy
theory have assumptions that may be culturally specific, Herzberg's jefiesatappearetd

be those that would be applicable even in Uganda.
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In an attempt to understand whhé managers were valuirgnd rewarding] asked
participants about the rewartisat they were accruing from their warkVhen interviewing
participants, it was evidently obvious that most of the respondents were not enthabmstic
the rewards obtained from their work and thus rewards may not have been involved in
positively directing work behaviour. This was not surprigmgne as most of the participants
had identified only pay (a hygiene factor and not a motivator) as the rewardcttrengch
from their work. However, | theffelt promptedto find out what motivated employees to
work ‘hard’. Most line managers in therganisation indicatethat theyexpectedintrinsic
factors to motivate their employeddowever, unemployment levels in Uganda, relations
with colleagues (a factahatHerzberg had identified ashygiene factoand not a motivator)
and contribution to society’s wellbeing dominated employees’ responses as to why the
worked ‘hard’. This can be illustrated by considering the folloviimervieweeresponses.

“Oh | have never thought about that. But these guys are my colleagues here, why
would | not make their life and work as easy as much as | can? And unlike many
people who have no jobs, | earn a living in the process of doing just that. | think it is

courtesy toyour workmates and the institution to be a diligent wark@rechnician 3)

Technician 3 thus worked hard partly becatlie wasone way of being considerate to

workmates and the organisation. Another interviewee explained that,

“1 think our work is veryencouraging because we have direct contact with farmers
It's great to see our work directly benefiting farmers and they tell us about the
difference our work has made in their lives. This is a great motivator.... The
farmers our clients they usually come back with feedback and we get to know how
much they appreciate our work. It's a nice feeling to know that your wadued”

(Research assistant 6)

An awareness of the contributitimtemployees made to a wider society also seemed to be a

motivator. A further interviewee advised,
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“1 think it would be silly not to take your work serious whatever difficulties you may
face because there is no bigger problem than losing it. ..... getting another one is a

nightmare. Every wise person here is careful altloeir jol’ (Research assistant.4)

These responses were differentthose that | had expected, givery formal management
trainingand experience with motivation theories. It was through reflexivity aboutemyity

that | was able to appreciate thie views of theparticipants werdlifferent from my
expectatios.

Although | was awareof challengesto my prior thinking during interviews |
endeavoured to resist the temptation to ask leading questions. This was in antidijzation t
the ‘right’ answers wdd come up in subsequent interviews. The sarf@mation however,
emerged from the process of inductive coding of the data later on during anadyigisiviRy
thus went beyond data generation into analysis, and the more | looked at interviews and
extracted information from them inductively, the more | increased the chana®wing it

speak for itself without being ‘contaminated’ by whedsas a researcher.

REFLEXIVITY AND THE VIEWS OF ‘OTHERS: AFRICAN VALUES OR
‘CONTAMINATED’ BY THE WEST?

Describedabove were the biasesand preconceptions that influencedy expectation of
certainresponseso interview questions, in addition the discoveries that were contrary to
prior anticipation.Outlined below are the reflectionsn whatthe participantshought of me
as a researcher

While management trainingadinfluenced my expectation of specific responses from
participants, the fact that | lived and studied in a developed country influenced some
participants’ view of my identity. There exist sulvdgial and undeniable differences between
African and ‘Western social, cultural and organisational behaviour (Adeleye, 2011). |
noticed during this study that participants consciously checked on whetstdl held
‘African values’ or had been ‘camminated’ by experience in thé/ est.

This commentwas for example specifically madewvhen | asked supervisors about
thar attitudes towardthe informal social activities engaged in by their employees at and away
from work. Although research diuman ResourceManagement in Africa acknowledges that
organisations in Africa are more of a social commuiityas also been arguétat managers

in Africa may still hold in esteertW estern management concepts over African indigenous
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management practices (see forample Gbadamosi, 2680 Budhwar and Debrah, 200
Horwitz et al, 2002). It is argued that the micro systems of organisations in developing
countries may actually be interested in replicatiestern theory and practice in their
management rather than issg it (Arthur, et al., 1995). This has been termed as a crude
idea that “West is best” (Kauda, 2010, p.liOpersonally believed that, as far as managers
were concerned, the formal guidelines, which generally conforméileéstern management
styles,took precedence over the informal structures constructed by employees. In g attem
to confirm this assumption, supervisors were asked first if they were awére offormal
social activities their employees were engaged in. Supervisors were addf #s&y thought

that such social activities had any impact on employee work performance. Sogpewere
aware of what employees engaged in and some mentioned that they approved of d¢iat sort
social engagemerttecauset facilitated team spirit, aidedupervision and boosted work

morale. This can be illustrated by the quote below from Research Scientist 2

“l do not know what | would do with a batch of technicians each minding their own
business. They need to talk the same language, be free with each other, that's how we
can together pull in the same direction. | have to worry if this doesn’t happen because
people here depend on each other a lot to complete the clients’ j(RasSearch
Scientist 2)

However, Isoonnoticed that asking whether there wasy value in the informal social
activities at work portrayed to the participants the possibility that | held fomeagk values

as a result of studying and living abroad. | was example asked if | was “now like a
muzungu(white person)” and had ddeped individualistic ideas. Here again is Research
scientist 3's response to the question as to whether informal social actmitiesg

employees were valuable:

“Definitely, what is life supposed to be about if people cannot enjoy each other. Do
not tell me you have started developing ‘muzungu’ ideas of individualism. | hear you
do not even know your neighbour out there where you study. D has been telling us
such stories from her experience in[Nl is pseudonynof a developed countly
(Research sciersti 3)

Similarly, Research scientistrélated
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“I spent 2 months at TUQTUQ is pseudonym of an institution in a developed
country]and was shocked at the way people live; they do not even know where their
colleagues live. | honestly do not know how thanage life, though they seemed ok

with their culture. They have converted you? Haven't th¢iR&searclscientist 7)

Following these responses, | noticed that | needed, in subsequent interviews and interactions,
to be carefuto avoid givingan impressio or saying anything that would be linked to my
exposure to thBWest. | also, from there on, took care that | did not say or do anything that
suggested that what is considet@destern is supreme to indigenous ideas and views. These
views were allowedat flow naturally from the conversations and informal comments from
the participants as the process of data collection went on. | also discdwarattitough the
guestion was originally intended to analyse the value of the informal organisatias abd

to take note of the supervisors’ as well as employees’ attitudes tow#rdslaro-optation of

what are considered a¥Vestern values into an African based organisational setting.
summary, it appeared thadlues viewed as ‘Western’ were generalbpnsidered ‘unnatural’.
The latter assumptiowan be evidenced by an employee’s responskote supervisors
regardedthe regular habit othe informal sharing of restricted work resources with co

workers on different projects:

“Ahhhhh! Even thenfsupervisos) if they are in the lab and they find that we do not
have pipettes for example, they will tell one of us to run t$TCCs a pseudonym of

a work station]people and see if they have and grab some. It is not a crime, even
though it is officially wrong.You well know that life is different here from what
happens in TAIQa pseudonym of an international controlled programme hosted by
the case study organisatiprfor example. There, they try to do their things like
‘bazungu’ but even there, | am telling you, they do not succeed being strict with things

because you cannot work against your nature, can ygt@thnician 3)

The process of reflexivity during this research was therefore not etpgfuhin revealingmy
own and others’ preconceptions, butoafacilitatedthe discovery of new insightsito the

carryingoutof management research in an African based organisation.
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CONCLUSION: CAN AN AFRICAN/WESTERN RESEARCHER COND UCT
RIGOROUS RESEARCH IN AFRICAN ORGANISATIONAL SETTING?

This paperreveals howeflexivity can enhancéhe conductingf research in African based
organisations The topic isimportantgiven the number of articles in African business and
management journals that areaathored by African researefsabroad (Zoogah, 2008), and
giventhe growing impetus to encourage further work on African Management, evidenced, for
example, by the growing reputation of this journal within the field of Business a
Management. Moreoverme character of data generated may be affected by the resgarcher
identity and experienc&esearcheraho have lived in théWest for a considerable amount

of time and/or attained ‘Western’ based management traisimogild reflect on certain
aspects of their identity while collecting qualitative data in Africa.

The process of reflexivityemployedduring this researcled to the generation afew
insights Thefirst key finding isthat managememesearchers in Africa may find the quality
of their datadinted by theoretical philosophies acquired from formal ‘WesSteranagement
training | discoveredthis whenl unwittingly made assumptions about what motivates
employees.

Management training and education in Uganda is largely based on a ‘Western’ based
curriculum (Wiegratz, 2009). Generally, there are a high pexgentf foreign management
educators and consultants who are mostly responsible for the development of the
management education training programs in Africa (Anyanshibong, 2001 p.64). Even
when the programs are developed by indigenous educators or trainers, they usedexts
studies based on ‘Western’, industrialised cultures and assumptions (AAyelmsiong,

2001 p.64). Inclination to graduate training sometimes tend to get regediamdiar with

what Zoogah, (2008 p.236) terms as “acontextua@ares” where context is disregarded. A
review of 96 articles in the Journal of African Business published over a sevepeyeal
(20002006) revealed that articles demonstrated weak fit between the ‘West’ and ifric
there was indication that ‘Westerttiieories had to be modified before applying them to the
African context(Zoogah, 2008 p.227). This may be regarded as empirical evidence of the
different contextual environments of Africa and the ‘West.” Furthermore, ak iie of
modified theories may sb indicate the complexity of the African context. Consequently,
contextualisation of theory generation and management training in Afrigampaove the
research process. This discussion is not only important for management pracélse ot

reflexivity on part of scholars who study and research about management in Africa with pre
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conceived ideas obtained from ‘Western’ based formalagement training and education.
Management academics and students may ndegdttwavoid jeopardising the qualitf data
generated and analysed in organisational studies prajeetso their préneld assumptions
acquiredthroughmanagement training and study. Jackson’s (2002) resbasgtreviously
pointedout the influence of exposure to foreign management educatidhe practice of
managing organisations in Africa. However, this seems to be an issue not only for
management practitioners but also for management researchers.

Secondly, participants’ responses were influenced by their view of meegis@rcher)
andmy experience of the ‘Western’ culture. Researchers who haveiivbd ‘West'for a
considerable amount of time mayhile carrying out ethnograpghapproaches their home
country,need to be aware diow theirexperience abroachay have influenceche way in
which they carry out research and/ or the way in which the researchgaantscperceive
them. It may be concluded from my experience thadrticipants in African based
organisationgnay be suspiciouof a researcher who has lived in a developedntry and
thus treat him/her as someone less than ‘one of us’.

Another implication of these findings that it is important toacknowledge(and
engage participants’ subjectivity during knowledge generatias Charmaz2003) suggests,
in African bagd organisationsThis is sothat participantsare awareof how their inter
subjective understandings of a social reahtay affect the findings (Charmaz, 2008).
Scholars on management in Africa may need to adopt this approach to mefactese

accounts of cauthorship thateflects the voices of both the researcher and the participants.

In summary, it is important to take a reflexive approach to research in Afviea, e
when the researcher was brought up and educated in that c&eftexivity, interms of my
own selfawareness and consciousness of how research participants viewed me was
beneficial to me as a researcher, and arguably led to more thoughtful data colledtion an
analysis.Harvey's (2002p.3) statementhat”... just as Wonderland held mg surprises for
Alice during her adventure, Africa holds many surprises for Western HRMay. still hold
true today for'W estern world influenced management research projects in Africa, including

those conducted by African researchers based in Afmchtrense based abroad.
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