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Abstract
Although leaders are expected to nurture and sustain a culture of accountability for

results, little is known about how health leaders in developing countries perceive,
interpret, demonstrate, and promote accountability in their day-to-day practices. The
purpose of this generic qualitative study was to explore the management and leadership
practices that leaders of public and non-profit health support organizations in Uganda
utilize to embody and support accountability for key stakeholders’ results. Data from in-
depths interviews with 13 participants at the governance, senior management, and middle
management levels were analysed using thematic data analysis. Riggio's
conceptualization of using multiple perspectives and disciplines to understand leadership
guided the study. The findings indicate that the combination of management and
leadership practices that promote accountability results are motivated and sustained by
the leaders’ ethical and moral values, character and soft skills; majorly driven by task,
relations, change, and externally-oriented leadership behavior; aligned with the leaders’
perceived primary management and leadership roles and responsibilities; and focus on
enabling others to identify the right problem to address, recognize and navigate the
eclectic ecosystem-wide interests, and mandates. These findings add to knowledge on
managing and leading accountability in low-income settings. Implications for positive
social change included understanding how to identify, select, develop, promote, and
retain managers and staff with the relevant skills, enduring positive intrapersonal
accountability motives and practices; this results in building effective organization

systems that shape, strengthen, and sustain a culture of accountability for results.
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Chapter 1: Introduction to the Study

Leaders in all sectors are expected to influence and nurture a strong culture of
accountability for results and to create systems and adapt the systems, processes, structures, and
practices that maintain and transform it to ensure that it consistently enables individuals, teams
and organizations to not only solve existing and emerging societal problems but also generate
lasting stakeholder value (Curry, 2022; Molinaro, 2020; Podger, 2018). Extant studies emphasize
the importance of felt accountability by managers of agencies (Maggetti & Papadopoulos, 2022;
Overman & Schillemans, 2022). Similarly, the relevancy of self-accountability and peer
accountability is gaining attention in the academic and practitioner literature (DeMichele, 2020;
A. Dhiman, Sen, & Bhardwaj, 2018; Ghanem & Castelli, 2019a, 2019b; Tran & Paparoidamis,
2021; Wernberg, 2020).

Evidence exists on how leaders in Anglo-Saxon and some Asian settings interpret and
enact accountability (Brees & Ellen III, 2022; Brees et al,, 2020; Hewett et al., 2022; Maggetti &
Papadopoulos, 2022), but little is known about how leaders in Sub-Saharan Africa understand,
demonstrate, and support it in their daily management and leadership practices. In this study, I
fill this gap by exploring and documenting the experiences, perceptions, beliefs and opinions of
13 exemplar health leaders of public and non-profit health support organizations (HSOs) in
Uganda about the leadership and management practices they have used and found effective in
exemplifying and supporting accountability for achieving results that matter most to the
employees, the organization, the customers, and the donors, henceforth referred to as key
stakeholders. I analyze and interpret accountability for achieving key stakeholders’ results in the

context of the leadership and management practices and their enablers in Uganda’s HSOs and



prevailing ecosystem from the stand point of exemplar leaders who embody and support it in
their everyday work life.

By focusing on the day-to-day practices of exemplar HSO leaders at the governance,
senior management, and middle management levels who have clear understanding of their own
motivations and organization’s accountability practices, systems and the mechanisms through
which they do it, this study fills an important literature gap on what works when supporting
accountability for results in low-income countries such as Uganda. Extant research shows that
leaders at such levels influence the performance, growth , revival, and survival of organizations,
implying that the insights they provide are rooted in their experiences of what works or does not
work when demonstrating and promoting accountability for results (Birken & Currie, 2021;
Brinkerhoff & Wetterberg, 2018; Curry, 2022; Scholtz & Kieviet, 2018; Wetterberg et al., 2022).
By targeting male and female participants from non-profit and public HSOs, the study
maximizes the breadth of organizations and experiences of men and women in leadership and
management, revealing any similarities and differences in how they understand, exemplify, and
support accountability for results in their day-to-day practices.

Marchal et al. (2014) distinguish between two types of health organizations: healthcare
organizations (HCOs) and health support organizations (HSOs). HCOs provide health services
directly to patients, families, and communities whilst HSOs provide them with technical support,
policy environment, and/or resources to support the provision of such services. HSOs influence
what HCOs do and determine how, where, when and why they do it (John et al., 2019; Lang &
Fagan, 2019; Mbau & Gilson, 2018). According to the institutional isomorphism theory,

organizations that control or preside over resources and policies that others depend on can
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directly or indirectly influence the norms, values, and expectations of the organizations that they

regulate, support financially, or provide technical expertise (Aksom & Tymchenko, 2020;
DiMaggio & Powell, 1983; Hersberger-Langloh et al., 2021). The technical and financial
resources that HSOs provide influence and create the policy environment which determine how
HCOs operate and deliver services to their customers and communities (Bruno Marchal,
November 29, 2018, email communication). According to Bruno Marchal (November 29, 2018,
email communication), examples of HSOs include (a) nonprofit organizations supporting
specific services/activities of districts, hospitals or other community-based organizations, (b)
ministry of health and other line ministries, (c) national programmes that are not directly
responsible for actually providing services but simply provide technical support to those that do,
(d) academic and research institutions that train providers and provide the evidence that HCOs
rely on to improve the quality of health services.

Though the leadership and management practices that support performance and
accountability for the achievement of results in HCOs in Anglo-Saxon settings are well-
documented (Callahan, 2019; Elkomy et al., 2020; Mukhi, 2018; Sturmberg, 2018; Swiggart et
al., 2020), there is a paucity of similar evidence for HSOs in low-income countries. Moreover,
studies conducted in Uganda and other developing countries tend to discuss concepts such as
leadership, management, practices, results and accountability without explaining in detail how
participants in such settings define, perceive , understand, and apply them(see for example,
Melyoki et al., 2018). This is a common problem in some academic and practitioner literature,
which risks creating opportunities for confusion or talking passed each other due to lack of

shared understanding of what people mean in relation to the constructs under discussion (Carton,
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2022; Marin-Zapata et al., 2022). This study contributes to closing this gap by documenting how

participants perceive, define, and understand such concepts to reveal insights that may make it
possible for others to decide when and how to apply them in teams and organizations in varied
settings. Exploring the successful leadership and management practices that exemplar health
leaders rely on to enact and support accountability for achieving key stakeholders’ results
provides vital information that may enable managers prevent re-inventing the wheel, avoid
duplication of resources on counter-intuitive competencies or skills that do not appropriately
influence behaviors that drive performance and accountability or support and strengthen the
management, leadership, and governance of health organizations in Uganda and other contexts in
Sub-Saharan Africa.

This chapter summarizes the background literature related to the scope of the study and
the knowledge gap that the study addresses. Next, it outlines the problem statement, purpose of
the study, research question(s), and conceptual framework for the study. Finally, it describes the
nature of the study, the key concepts and data collection methods, definitions of key study terms,
assumptions underpinning the study, scope and delimitations, limitations, and significance of the
study. It concludes with a summary of the main points.

Background

Ulrich et al. (1999) surmised that effective leadership is reflected in the willingness,
ability, and commitment to utilize one’s attributes (i.e., what one is, knows, and does) to
motivate oneself and others to pursue and achieve balanced results that matter most to key
stakeholders. Studies show that the results that matter most to key stakeholders constitute what

delights and motivates them to engage with , commit to, and continually support the
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organization through financial, material, social, and technical means or by utilizing its programs,

products or services (Aithal, 2021; Friedman, 2015; Hunsaker et al., 2021; Molinaro, 2020).
Fundamentally, the need to ensure accountability for achieving key stakeholders’ results drives
organizational performance, survival, revival, growth, and sustainability. Accountability
increases ownership, responsibility, commitment to efficiency and effectiveness and
performance, contributing to achieving the desired results (Aithal, 2021; Aithal & Kumar, 2020;
Melena, 2018; Molinaro, 2020; Phillips et al., 2019; Podger, 2018; Podger et al., 2020; van der
Tier, 2022). Accountability is a personal, social, and cultural phenomenon whose application and
importance depends on the implicit and explicit personal values and deep-seated motives and
ecosystem-wide norms promoted and espoused in a given setting (Chang, 2018; T. Kim, 2020;
C. B. Miller, 2022).

Existing studies indicate that leaders in all sectors grapple with how to truly identify and
effectively achieve stakeholders’ results (Hurth et al., 2018; Ulrich, 2019; Voorn, van Genugten,
& van Thiel, 2019; Zsolnai, 2020). Increasingly, health organization leaders are required to go
beyond measuring and reporting on the inputs (resources utilized), processes (activities
implemented) and outputs (products or services produced) to ensure that whatever they expend
money, effort, time and other resources on delivers and sustains value for key stakeholders [e.g.,
reducing costs while improving health services quality] (Elkomy et al., 2020). Achieving
stakeholders’ results and cultivating a culture of accountability for continually improving them in
Uganda’s health sector, health system, other sectors, and settings is still a persistent challenge
(A. Bailey & Mujune, 2021; Eton et al., 2018; Grossman & Michelitch, 2018; Kwemarira et al.,

2019; D. Mwesigwa & Oladapo, 2021).



The current systems of accountability in public and non-profit organizations and
institutions in Uganda can best be described as nascent, donor-driven, and sometimes unable to
answer relevant questions that can guide decision-making, planning, and implementation of
initiatives that deliver lasting value to society. Streams of research on Uganda suggest that in
some government ministries, departments, and agencies, the prevailing accountability systems
and the management, leadership and governance structures, processes, and policies underpinning
them are often driven by the self-interests of donors and an inner-circle of friends and politically
connected employees in such settings (Kwemarira et al., 2019; Mukuru et al., 2021; D.
Mwesigwa & Oladapo, 2021; Ssennyonjo, Belle, et al., 2022; Ssennyonjo et al., 2022; Wiegratz
et al. , 2018). In view of such evidence, it is tempting to conclude that most aspects of Uganda’s
public leadership and governance systems are driven by selfish intentions of a few elites and
politicians in the back and the poorly developed or implemented policies, standards, procedures,
and regulations at the front by public managers. It appears that such systems symbolize the elite
capture or the tribal politics described in the literature which benefits a few and disadvantages
the majority who get poor services and suffer from the effects of poverty and poor governance
(Raffler et al., 2019; Wiegratz et al., 2018) .

Studies related to accountability for achieving key stakeholders’ results in Uganda’s
health sector reveal mixed results. On one hand, they showed positive outcomes while on the
other they demonstrate inadequate and deteriorating accountability for the achievement of key
stakeholders’ results. For instance, a World Bank study on health services delivery in Uganda,
Kenya, Tanzania, and Senegal revealed that 52% of Uganda’s public health providers compared

to 27% in Kenya, 21% in Tanzania, and 20% in Senegal were absent at the health facility,
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meaning they were not available to provide the much-needed health services (Hausken & Ncube,

2018). Similarly, the absenteeism of doctors in Uganda is one of the drivers of maternal delays
and cause of adverse outcomes for mothers and their children (Tweheyo et al., 2019; Zhang et
al., 2021). D. Mwesigwa and Oladapo (2021) noted that the quality of social, economic, health,
and physical infrastructural services provided to citizens by Uganda’s municipalities is so poor,
and it continues deteriorate due to limited resources, lack of political support, and inadequate
accountability for pro-poor services by the politicians and bureaucrats. These studies indicate
that health workers are rarely present at their workstations to address the needs of patients, which
points to gaps in supervision and management of personnel in Uganda (Tweheyo et al., 2019).
Weak supervision and management of personnel results in poor provider effort and loyalty,
attitudes, and performance which constitute a major bottleneck to providing quality health
services in public health facilities in many low and middle-income countries (Mukuru et al.,
2021; Naher et al., 2022; Zhang et al., 2021).

In 2017, Uganda’s doctors went on strike due to poor pay and bad working conditions
such as filthy, congested, and ill-equipped health facilities(A. Mwesigwa, 2018). This was the
twentieth time that health workers were striking, largely for the same reasons (A. Mwesigwa,
2018). Beyond highlighting weaknesses in salary payment, incentives, and working conditions in
Uganda’s health sector, such industrial action indicates that the health workforce’s concerns and
important results are not adequately addressed, yet they are central to the realization of other
stakeholders’ results.

The above issues provide pointers to possible gaps in management, leadership, and

accountability in Uganda’s health organizations, health sector, and health system. They also



point to the need to understand the factors that facilitate or constrain accountability, especially
the leadership and management practices and accountability mechanisms used to manage such
factors so as to achieve the desired key stakeholders’ results or expectations. Beyond the failure
to achieve the results that matter most to customers and employees, the findings of these studies
also demonstrate that important organizational results such as direction, positive environment
and values, accountability, selfless motivation, coordination and control as elaborated in the
extant literature are either weak, absent, or intentionally neglected due to selfish reasons
(Mukuru, Kiwanuka, Gilson, et al., 2021; R. Palmer & Schaninger, 2018).

The above shortcomings in Uganda’s health sector notwithstanding, other studies depict
significant progress in achieving health outcomes. Such achievements point to the likely
existence of effective management and leadership practices in health care and HSOs, which
contribute to the achievement of such results. For example, the infant mortality rate declined
from 54 deaths per 1,000 live births in 2011 to 43 deaths per 1,000 live births in 2016 (Uganda
Bureau of StatisticsfUBOS], MEASURE DHS, & ICF, 2018). Similarly, child mortality
decreased from 38 per 1,000 live births in 2011to 22 per 1,000 live births in 2016(Uganda
Bureau of Statistics et al., 2018). Maternal mortality also reduced from 438 deaths per 100,000
live births in the 2011 to 336 deaths per 100,000 live births in 2016 (UBOS et al., 2018).The
number of pregnant women attending four or more antenatal care visits also increased from 48%
in 2011 to 60% in 2016 while the number health facility deliveries also grew from 57% in 2011
to 73% in 2016 (Uganda Bureau of Statistics (UBOS), 2018; Uganda Bureau of Statistics et al.,
2018). Furthermore, the HIV prevalence among adults aged 15-49 dropped from 7.3% in 2011 to

6.2% in 2017 (Okello, 2021). Though achieving health outcomes tells half of the story, it
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suggests that effective management and leadership practices exist and may be responsible for the

reported achievements in some organizations and vertical interventions. If the above positive
outcomes are not based on poor quality or fabricated data as findings from elsewhere suggest
(Aboubichr & Conway, 2021; Halligan, 2021; J. Taylor, 2021) or based on rosy analyses that do
not reflect the reality on the ground among the majority of the population as implied in analyses
on Uganda (Asiimwe, 2018; Ssali, 2018; Wiegratz et al., 2018), then there is hope that some
managers and leaders, organizations, service systems, and networks are doing some good work
which is contributing to their attainment. The practices that underpin such results are worth
studying because they can provide valuable insights on the values, skills, processes, structures,
behaviors, and systems that need to be emphasized, strengthened, and/or scaled to make
Uganda’s health organizations and health system more responsive.

The media, some academic and practitioner studies tend to emphasize what does not
work, especially the barriers and obstacles to the effective delivery of services in most health
systems in low-income countries (see for example, Asiimwe, 2018; Ssali, 2018; Ssentongo,
2022; Wiegratz et al., 2018). Generally, in most settings, people find it easy to pinpoint the bad
leaders and leadership because this is what is more common and visible in their communities and
is highlighted in the news (Plecas et al., 2018). Though this may reflect the dominant reality, but
other writers recommend transcending looking at what goes wrong for individuals, in
organizations, and in society to also scrutinize what goes right in different contexts because
success offers valuable lessons on the resilience factors and effective processes, systems,
standards, structures, and why they are effective (Bagian et al., 2020; Nazneen & Araujo, 2021).

Similarly, Plecas et al. (2018) recommended exploring and understanding the examples of good
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leaders and leadership because this can provide valuable lessons on how to bolster positive social

and organizational change.

In view of the above observations, it is essential to identify the management and
leadership practices that drive and sustain accountability for results in low-income health
systems such as that of Uganda. This is important because there is a dearth of evidence on what
works in managing and leading for balanced key stakeholders’ results, particularly the practices,
processes, structures, systems, and mechanisms that ensure accountability for achieving
stakeholders’ results, how and why they work in low-income countries (Chang, 2018; Doherty et
al., 2018; Gilson & Agyepong, 2018; Hammonds et al., 2019; Nxumalo et al., 2018). Though
extant literature from the Anglo-Saxon settings emphasizes the centrality of management and
leadership in enhancing efficiency and effectiveness in organizations (Detert et al., 2022; Kniffin
et al., 2020; Petriglieri, 2020; Walsh, 2020), little is known about whether such sentiments are
shared across multiple contexts in low-income countries such as Uganda. This study not only
responds to Michelman’s call but also other studies that have emphasized the need to study and
understand the effective management and leadership practices in different settings and levels of
the organizational leadership (Gilson & Agyepong, 2018). I sought to explore and document the
leadership and management practices that exemplar health leaders have used and found effective
in exhibiting and supporting accountability for achieving key stakeholders’ results in Uganda’s
public and nonprofit heath support organizations.

Generally, there is a paucity of context-specific studies on the effective leadership and
management practices and their determinants in Sub-Saharan Africa (Gilson & Agyepong,

2018). Studies exploring the successful leadership and management practices that ensure
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accountability for achieving key stakeholders’ results are scarcer in low-income countries such

as Uganda. This is particularly so in the health sector where leadership is distributed (Gtinzel-
Jensen et al., 2018; Nzinga et al., 2018), adaptive (Sturmberg, 2018) and information asymmetry
and multiple stakeholders with varying interests and values affect the ability of the principals to
be accountable and hold agents accountable for results (Kruk et al., 2018; Kujala et al., 2022;
Rhodes, 2021; Ssali, 2018).

In the past 2 decades, most of the studies have focused on the meaning and forms of
accountability (Witvliet et al., 2022) accountability and culture (de Zwart, 2022; Endrawes et al.,
2021; Rosenblatt & Wubbels, 2021), accountability environment (Curry, 2022; Muhammad,
2022), and on how and when leaders decide to enact process or outcome accountability (Y. Han
& Perry, 2020), felt accountability (Maggetti & Papadopoulos, 2022), importance of
accountability (Aleksovska et al., 2019), clinical leadership and hybridity in health care
management (Nzinga et al., 2019). Of late, there has been growing interest in the practical norms
that antagonize or complement the professional and bureaucratic norms in health and education
organizations in Africa and impact service delivery (Anders & Makene, 2018; Nzinga et al.,
2019). Also, evidence on the effective management practices in health care organization exists.
Some studies in Uganda highlighted impact of structural factors such as the global neoliberal
policies and corruption on the delivery and sustainability quality of health services (Asiimwe,
2018). Other studies emphasize the inability of citizens to demand for quality health services and
hold public servants accountable, opting for improvisation and reliance on traditional medicine
and services from the private and non-profit sectors instead of demanding for better public

services (Ssali, 2018; Sundararajan et al., 2019). However, little is known about the effective
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leadership and management practices that health leaders in HSOs in low-income health systems

such as Uganda use and have found effective in navigating and negotiating such paradoxes to
support and demonstrate accountability for achieving results that matter most to key
stakeholders.

Previous studies on accountability in Uganda have focused on legal accountability
(Agaba, 2018), social accountability (Arnott et al., 2022; A. Bailey & Mujune, 2022; S. Bennett
et al., 2020; Boydell, Nanono, et al., 2020; Boydell, Neema, et al., 2018; E. Nelson et al., 2022),
public interest in the stewardship and accountability of public institutions (Kwemarira et al.,
2019). A study on the management and leadership practices that support accountability for
achieving stakeholders’ results in HSOs in low-income settings adds to this evidence base by
providing valuable insights that leaders, organizations, and governments can use to not only
improve how they organize, coordinate, support, and control their teams, resources, and
organizations but also ensure that they are responsive to and responsible for meeting key
stakeholders’ needs, ultimately ensuring value for money (Podger, 2018; The Global Fund, 2019;
The Independent Commission for Aid Impact (ICal), 2018; United Nations Development
Program, 2018). Organizations may use the findings of this study to decide which values, skills,
behaviors, and mindsets to emphasize during staff recruitment, training, development, and
retention (Carton, 2022; Carton & Lucas, 2018; Lacerenza et al., 2018).

Problem Statement

The social problem addressed in this qualitative study was the inadequate accountability

for achieving key stakeholders’ results in Uganda’s health sector. The research problem

addressed in this study was the dearth of evidence on the management and leadership practices
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that successfully support accountability for achieving results that matter most to key stakeholders

in Uganda’s public and non-profit HSOs. Inadequate accountability for key stakeholders’ results
is evident in the chronic health providers’ absenteeism(Mukuru et al., 2021; Tweheyo et al.,
2019); health workers’ industrial action (A. Mwesigwa, 2018); patient dissatisfaction with the
quality, uncertainty and fragmentation of health services (Warren et al., 2018); abuse of public
resources (Hutchinson et al., 2019); drug theft and poor grant oversight by health organizations
and the ministry of health (Birungi & Colbourn, 2019), deteriorating socio-economic, health, and
infrastructure services in Uganda’s municipalities (D. Mwesigwa & Oladapo, 2021), and failure
to achieve the Millennium Development Goal 5 (Mukuru et al., 2021). Amidst all these, the
Uganda government spends approximately US $ 2.2 million on treating civil servants abroad, yet
its hospitals and health centres remain under resourced with essential medicines, equipment and
supplies, and human resources for health(Kwemarira et al., 2019). These bottlenecks indicate
that public institutions and organizations lack the right leaders who can do the right things and do
them in the right way at the right time. They also suggest that the prevailing organizational and
societal culture favours mediocrity or the values of the elite presiding over or supporting the
agencies and services systems in Uganda are driven by individualistic motives instead of
altruistic motives (Kwemarira et al., 2019; C. B. Miller, 2022; Wiegratz et al., 2018). A recent
study by Mukuru et al. (2021) showed that egoistic motives exist, and they eclipse the altruistic
and dependable motives during the formulation of the maternal health policies in Uganda. Such
blatant lack personal, interpersonal, and external accountability for achieving stakeholders’
results not only leads to mistrust and dampening of staff morale and low engagement,

productivity, and commitment but also undermines organizational growth, development, and
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sustainability and country development (Kwemarira et al., 2019; Mukuru et al., 2021). Amidst

all these weaknesses, it is tempting to lose hope and conclude that Uganda’s health system is
rotten to the core and devoid of any honest, hardworking, respectable, and accountable leaders
and workers striving to achieve stakeholder results. Such individuals may exist but their
experiences and practices of creating and sustaining public value might not be documented and
published. Instead, what makes news are the bad apples in health organizations and entire health
system. Yet, if the good experiences and practices are documented and published, they may
inspire a movement of individuals and groups that not only want to look good but also do good
for others and create lasting shared value that benefits all.

Though existing studies shed light on the nature and scope of accountability for
individuals, groups, and organizations (Kou & Stewart, 2018; Maggetti & Papadopoulos, 2022;
Muhammad, 2022), a gap exists in that little is known about the leadership and management
practices that health leaders and managers in low-income health systems such as Uganda have
developed, used, and found effective in navigating the prevailing paradoxes or mysteries to
embody and support accountability for achieving key stakeholders’ results. Though studies show
that effective leadership and management practices are contextual (Hallinger, 2018), studies
exploring them in low-income health system contexts are still insufficient (Gilson & Agyepong,
2018).

Review of the extant literature did not reveal studies that specifically addressed
experiences, perceptions, beliefs, and opinions about the leadership and management practices
that HSOs leaders in Uganda use to enhance and promote accountability for achieving key

stakeholders’ results. Yet, HSOs and the practices of their leaders and managers influence the
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nature and scope of interventions implemented in HCOs. The case in point are the maternal

health policies that were driven by self-centered motives, leading to the development of services
standards and program documents for HCOs to follow instead real policies, which would have
guided the development of interventions for reducing maternal mortalities in Uganda(Mukuru et
al., 2021). In the past 15 years, multiple practitioner and empirical studies have been conducted
on accountability in Uganda, albeit majorly in HCOs or in communities (A. Bailey & Mujune,
2021, 2022; Boydell et al., 2019; Buntaine et al., 2021; Raffler et al., 2019). Even so, these
studies emphasized vertical and horizontal accountability but not personal or self-accountability
or the practices that exemplar leaders rely on create, maintain, and transform individual and team
performance to achieve key stakeholders’ results. Other studies have sought to identify factors
that affect community participation in health system governance (Mulumba et al., 2021). There is
lack of evidence on the combination of leadership and management practices that leaders and
managers of public and nonprofit HSOs in Uganda have developed, used, and found effective in
supporting accountability achieving key stakeholders’ results. Studying such practices is
important because quality and accountable leadership and management is essential to
organizational performance, growth, survival, and sustainability (Molinaro, 2020; Swiggart et al.,
2020). Additionally, there are growing calls for recruiting leaders and managers with skills in
management and leadership (Kniffin et al., 2020; Mintzberg, 2019; Mintzberg & Laasch, 2020;
Petriglieri, 2020), but it is important to explore and document context-relevant ones. There are
also calls for studies on sources of accountability beyond customers and high-level supervisors.
Moreover, many leaders in various contexts and organizations not only grapple with how to

improve and sustain individual, team, and organizational performance but also how to ensure



16
accountability for the achievement of results that matter to other stakeholders beyond customers

and investors (Hunsaker et al., 2021; Le Breton-Miller & Miller, 2020; McCarthy, 2019;
Molinaro, 2020; Uygun & Gupta, 2020). Knowing what works in demonstrating and supporting
accountability for achieving balanced key stakeholders’ results is important because it can help
other leaders to not only undertake the right tasks, behaviors, processes, and actions but also how
to do them to improve, revive, strengthen, and sustain accountability in their projects, services,
programs and organizations.

Carton (2022) advocated for more studies exploring the what, how, why, and when of
leadership, leaders, and associated concepts to provide deep insights about how they are
perceived at the individual, team, organizational, and societal levels. In this study, I respond to
this call to explore insights on how participants understand and define numerous interrelated
concepts and the management and leadership practices they currently use or have used in the past
to promote, strengthen and maintain accountability for results. Some studies characterize
management practices as a form of technology because they are an important resource that
determines the success, competitiveness, survival, revival, and thriving of an organization as
stressed in the resource-based outlook (Bloom et al., 2019, 2021; Bloom, Lemos, Sadun, & Van
Reenen, 2020; Davis & DeWitt, 2021). Leaders and managers who rely on such practices in turn
utilize management tools that not only increase the productivity and competitiveness of the
organization but also its agility in responding to contextual pressures and opportunities (Catalina,
2018; Mwai et al., 2018; Rhodes, 2021).

Rhodes (2021) advised that due to the complexity of social systems and because the

organizations, the institutions, and the actors that constitute governance networks have no fixed
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properties, managers and leaders need to consider and embrace the notion that there might be no

fixed techniques, tools and strategies that can address the problems that individuals, groups, and
organizations face and impact the realization of desired results. Consequently, there is need for
continuous learning from the citizens, agents, and street-level bureaucrats about the prevailing
beliefs and practices and how they alter people’s thoughts, decisions, behaviors, and actions,
ultimately impacting the stability of the ecosystem (Molinaro, 2020; Rhodes, 2021). Based on
such local knowledge, they should develop and use a set of evolving management, leadership,
and governance practices aligned with changing beliefs and practices of actors. For instance,
they can rely on storytelling or stakeholder dialogue meetings to glean and foster meanings,
beliefs, and identities among actors and influence what they think, what they do, when, how,
and why they do it (Rhodes, 2021). Storytelling is informal, yet it provides direction, influences
and guides individual and team action because it instantiates the realities that influence people’s
values, beliefs, and practices (S. K. Ghosh, 2020; Kujala, Lehtiméki, & Freeman, 2019; Rhodes,
2021; Salicru, 2018).
Purpose of the Study

This generic qualitative study explores the experiences, perceptions, and perspectives of
exemplar public and non-profit HSO leaders in Uganda about the leadership and management
practices they have used and found effective in supporting accountability for achieving key
stakeholders’ results. The study population consisted of participant from three levels:
governance, senior management, and middle management in public and non-profit HSOs in
Uganda. The findings of this study contribute to the stock of knowledge on managing and

leading accountability for results in developing and low-income countries in Sub-Saharan Africa.
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They also highlight other sources of accountability beyond customers and supervisors and what

key stakeholders expect from the account givers. Brees et al. ( 2020) advocated for more studies

about accountability because there is a lot that is still unknown about it, especially how it is

perceived and enacted in the workplace. This study explores the experiences and perceptions of
exemplar health leaders across multiple levels in Uganda’s HSOs about what works in
embodying and supporting accountability for results. The findings of this research may impact
positive social change by being used to inform recruitment, selection, development, and retaining
high-performing and accountability-oriented leaders and managers. They may also be used to
equip leaders and managers with the specific leadership and management skills that enhance
their ability to lead and manage accountability and achieve key stakeholders’ results. Policy
makers may draw on the findings to develop relevant policies, rules, and codes that enhance
performance, compliance, and knowledge management in their organizations. Other researchers
can draw on the findings of this research to advance knowledge in the field.
Research Questions

The following overarching research question and four sub-questions guided this study:

1. How do health leaders in Uganda’s public and nonprofit HSOs embody and support
accountability for achieving results that matter most to employees, the organization they lead,
customers or clients targeted by the organization, and donors?

1.1. What do concepts such as (a) practices, (b) leadership (c) leadership practices, (d)
management (¢) management practices, (f) accountability, (g) results, and (h)

accountability for results mean to study participants?



19
1.2. What important results for employees, the organization, the customers or clients, and

donors are health leaders and their subordinates accountable for?

1.3. What management and leadership practices work well in supporting accountability for
achieving results for the employees, organization, customers, and donors and under what
contexts?

1.4. What are the barriers and facilitators to ensuring accountability for achieving
stakeholders’ results and what accountability strategies and tools are effective in dealing
with the barriers?

Theoretical and Conceptual Framework for the Study

Theoretical Foundation

Multiple scholars recommend that all studies should be grounded in theory because
theories help to elucidate reality or predict a phenomenon (Creswell & Poth, 2018; Kivunja,
2018; Ngulube, 2020). Following Ngulube (2018, 2020), this study was guided by a conceptual
framework underpinned by insights, ideas, assumptions, and concepts from multiple theories:
complex adaptive systems, stakeholder, accountability, neo-institutionalism, management by
objectives framework, flexible leadership behavior, relational agency, personal values, and
leadership skills. I relied on multiple theories because the study constructs—management,
leadership, accountability, practices, and results— are complex and difficult to do justice to
utilizing one or two theories. In view of the complexity of leadership, Riggio (2019)
recommended using a “broad lens to study and understand leadership” (p.2), implying that
multiple theoretical perspectives and disciplines need to be applied to its exploration. Relying on

multiple theories avoids the limitations of a unified theory, which may not aid balanced and
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realistic analysis, interpretation, explanation, and discussion of a phenomenon and/or the unique

issues revealed by the research (Donati, 2018; Ssennyonjo, Ssengooba, et al., 2022). A multi-
theoretical outlook facilitates exploration of a research problem from a wide range of
perspectives that consider the views and perceptions of eclectic participants, leading to construct
clarity and concept operationalization (Zsolnai, 2020). Strong concept operationalization
prevents internal and external validity challenges(Marin-Zapata et al., 2022). The concepts,
assumptions, and propositions of the theories used in this study are discussed in more detail in
Chapter 2 under the literature review, which explains the theoretical foundation and conceptual
framework (see Figure 2) of the study. The conceptual framework guided the development of
research questions, the literature search, and the analysis, interpretation, and synthesis of data
from the interviews and extant studies (Ngulube, 2018, 2020).
Conceptual Framework

According to Ngulube ( 2018, 2020), a conceptual framework can be presented
diagrammatically or textually to illustrate and explain the relationships between the variables in a
study. The conceptual framework signposts for the readers the proposed relationships by
showing how the independent, moderating, and dependent variables relate with and influence
each other (Ngulube, 2018, 2020). The conceptual framework can be constructed from concepts,
ideas, and assumptions gleaned from multiple theories, a single facet of a theory, models from
extant literature, or personal experiences of the researcher (Ngulube, 2018, 2020).

As shown in Figure 2, the influencing or independent factors are results-based leadership
practices (Smallwood & Ulrich, 2019) and results-driven management practices (Bloom et al.,

2021; Bloom, Lemos, et al., 2020; Bloom, Mahajan, McKenzie, & Roberts, 2020). The
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moderating factors are the enablers (i.e., the personal, organizational, and structural factors)

whilst accountability for achieving key stakeholders’ results is the dependent factor or outcome
variable. The enablers share a reciprocal relationship with the management and leadership
practices and accountability for achieving key stakeholders’ results. This is because they can
influence and support the development and application of relevant management and leadership
practices and a culture accountability for results and vice versa. Nevertheless, managing
organizations in the current digitized, complex, volatile and uncertain epoch has no hard and fast
rules or one-shoe-fits- all approaches but guides which change as new evidence emerges or the
problems change. Studies show that for the enablers to effectively engender appropriate
leadership, management, and accountability practices, they need be of appropriate quality,
quantity, and applied at the right time and to the right situations, opportunities, or problems; and
underpinned by the right motives and personal character (Crossan et al., 2022; C. B. Miller,
2022; Shrivastava et al., 2019; Zsolnai, 2020). Hence, if the enablers are deficient, applied at the
wrong time and on the wrong problem, or used in extreme amounts, they become barriers that
prevent or stunt the effective development, application, and transformation of management,
leadership, and accountability practices into thriving a culture of accountability for results
(Crossan et al., 2022; Molinaro, 2020; L. J. Walker, 2020).

For example, though strong organization systems and processes might exist, if the
organization does not have staff who possess the requisite hard and soft skills, competencies,
mindsets, behaviors, or the intrapersonal accountability practices who are willing and motivated
to apply them to the growth of the organization , collusions between internal and external actors

to defraud the organization can still occur, particularly in procurement deals (Merchant & Van
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der Stede, 2017). Such collusions can outwit any well-developed organizational management

control system, processes, or structure (Merchant & Van der Stede, 2017). In such instances, the
procurement officer of the organization along with program and finance staff, the internal
auditor, and organizational suppliers can collude to defraud the organization. Sometimes, the
collusion can involve staff from the donor organization and the bankers of the organization,
making it difficult to discover and dismantle the fraudulent chain. In such cases whilst the
routine monitoring and checks, segregation of duties, and all the internal and external audits may
depict a clean slate, underneath might lay a scam of high magnitude that management control
systems may not identify or disentangle (Merchant & Van der Stede, 2017). Sometimes, the
collusion may not be related to finances, but it might involve setting low performance targets that
require low effort (Andvik, 2021) or it might entail gaming the system by providing fabricated
performance data (X. Han & Wang, 2022; Tenbensel et al., 2021). Fundamentally, the
effectiveness of management, leadership, and accountability systems and practices is predicated
on the capabilities, values, behaviors, and character of the people designing, implementing, and
controlling them. If as many as two people in the decision-making and implementation chain
have a flawed character and/or lack the requisite competencies, skills, behaviors, attitudes, and
mindset to detect or prevent risks, they can and will frustrate or cripple the entire organization to
the extent that it will not deliver the desired results as expected or it will do so at higher cost
than it should (Donald Sull, Charles Sull, & Ben Zweig, 2022; Franken, 2019; Merchant &
Otley, 2020; Merchant & Van der Stede, 2017; Sull, Sull, Cipolli, & Brighenti, 2022; L. J.
Walker, 2020). They are also influenced by the social, economic, and political factors that shape

decisions, projects, programs and services as multiple studies in Uganda reveal (Asiimwe, 2018;
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Ssali, 2018). The key enabling factors that promote and support accountability for results are

explained in Chapter 2.
Nature of the Study

A generic qualitative research methodology was used in this research. A generic
qualitative methodology is used to explore a phenomenon from the participants’ perspective and
experiences(Jahja et al., 2021; Merriam & Grenier, 2019). The aim was to get a broad range of
subjective opinions to gain knowledge about the meanings and perceptions that study
participants ascribe to study concepts, their attitudes, behaviors, beliefs, experiences and
reflections on the experiences of enacting and supporting accountability for key stakeholders’
results, the leadership and management practices and accountability mechanisms that effective in
this process, and enablers and barriers to supporting accountability in Uganda’s health sector but
not to investigate relationships between variables. A general qualitative design, relying on in-
depth interviews was used to investigate these issues because it enables participants to reflect on
real-life experiences, current and past events (Merriam & Grenier, 2019). This approach was
used because it aligns well with the study purpose and research questions, which were developed
to understand participants’ experiences and how they interpret them, as well as the meanings and
perceptions they ascribe to the study phenomenon (Jahja et al., 2021; Merriam & Grenier, 2019).
Although other qualitative designs—grounded theory, case study, narrative, phenomenology, and
ethnography— were considered, there were not a good fit for answering the research questions.
Generally, qualitative research is useful in exploring and explaining people’s attitudes,
behaviors, experiences, and reflections on such experiences because it permits in-depths

exploration and probing (Merriam & Grenier, 2019).
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Definitions

The following terms are important to this dissertation and their definition provides a clear
understanding of their use in the context of this study. The terms used here have the meaning
attributed to them here unless stated otherwise.

Accountability: This refers to the willingness and requirement for an account-giving actor
(e.g., an individual, team, or organization) to explain and justify the decisions, actions, processes,
behaviors, and the results of actions to self (internal/self-accountability), to peers (DeMichele,
2020; Pearson & Sutherland, 2017; Wernberg, 2020) or an account-holding forum to whom they
are answerable (external/public accountability), and the ability of the account-holding forum to
ask questions, demand for answers, and recommend rewards for satisfactory conduct or sanctions
for unsatisfactory actions or results (C. S. Evans, 2022; Maggetti & Papadopoulos, 2022)

Accountability for results: This is the action of or the willingness to take responsibility
for the decisions, behaviors, and actions and being answerable for stakeholders’ results— what
was done, how well it was done, and whether stakeholders are better off as result of what was
done or achieved(Luecking & Weaver, 2022; Shore, 2020).

Accountability mechanisms: This refers to any process, system, strategy, technique, or
tool used by a leader or manager to hold themselves and others accountable for the mission,
goals, performance, and compliance with the organization’s policies, culture and values (Curry,
2022; Moran & Lennington, 2022).

Health leader refers to any individual working as a board member, chief executive

officer, senior or middle manager, human resources manager, or supervisor in an HSO.
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Leader accountability refers to when a leader is answerable to self and others for his or

her decisions, behaviors, role obligations, resources entrusted, services, promises, commitments,
and results (Molinaro, 2020; Shore, 2020).

Leadership: This a process in which an individual or multiple people with the context-
relevant knowledge, skills, behavior, and character self-select(s) or is (are) formally or
informally appointed and trusted by others (i.e., team members or others with appointing power
and authority) to spearhead an initiative, inspire(s), encourage(s), and guide(s) them to align their
interests and values to a shared purpose, and to commit adequate time, energy, and effort to the
tasks, networks, processes, and relationships; and find the necessary resources and tools or use
existing ones to accomplish priority tasks and activities aimed at achieving a shared purpose
(Carton, 2022; Geerts, 2019; Kniffin et al., 2020)

Leadership practices refer to what leaders do and how they do it to achieve a specific
purpose or objectives. They relate to the behaviors, processes, activities, systems, or strategies
that leaders consciously use every day to inspire, motivate, guide, teach, influence, and provide
direction to self, the team, and entire organization, create relationships with stakeholders, align
stakeholders’ actions, communicate with and mobilize others to believe in and undertake shared
activities so as to achieve a shared purpose (Lee, 2018; Plecas et al., 2018; Zanda, 2018)

Management is the practice of getting things done and achieving results through others
(Mintzberg, 2019; Mintzberg & Laasch, 2020).

Management practices refer to what managers do and the methods, processes, behaviors,
techniques, tactics, tools, systems, structures, strategies, or activities that they utilize to do it and

achieve specific objectives (Bloom, Mahajan, et al., 2020; Zanda, 2018).
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Performance accountability: This is a form of accountability and relationship in which a

manager has a duty to explain and justify to themselves and to others to whom they are
answerable about how well the resources entrusted to them were used to provide services or run
programs for which they are responsible and how do such services made beneficiaries better off
(Luecking & Weaver, 2022). The accountability focuses on the performance measures
(indicators) that demonstrate the efficiency and effectiveness in the utilization of resources and
management of a service or program or agency.

Practices: These are what is done and how it is done mediated by material arrangements
and in alignment with shared perceptions, a specific purpose, motivations and drives, and rules in
a given place and time in order to achieve an objective (Buch & Schatzki, 2018).

Assumptions

In this generic qualitative study, I made some assumptions. First, I assumed that the study
concepts are perceived and understood differently by the participants. Hence, it was important to
hold one-on-one interviews in which it is possible to build rapport and create safe space to listen
to participants and probe for clarifications to illuminate the what, why, how, and when of the
issues under discussion to avoid taking passed each other(Creswell & Poth, 2018). The second
assumption was that it is important to purposively select exemplar health leaders who not only
have the relevant experiences, knowledge, mindset but have also earned the respect and trust of
peers, employees, and the public for leading their teams, organizations, and ensuring
accountability for the achievement of stakeholder results in Uganda’s health system (Chng et al.,
2018). In contrast with a random sample, such participants have a wealth of experiences,

opinions, and beliefs around working toward achieving or contributing to results that matter most
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to customers, employees, organization, and donors (Herd et al., 2016). I assumed they would be

honest, reflective, articulate, and interested in speaking about their experiences and the strategies
and practices they use and have found effective in supporting accountability for achieving such
outcomes. The information they would provide would be credible because it is based on first-
hand life events and experiences. The general qualitative research approach is the most
appropriate for exploring these issues because extant studies have shown that it facilitates
exploration and understanding of participants’ opinions, reflections of experiences, perceptions,
definitions of concepts, belief and attitudes about things (Jahja et al., 2021; Merriam & Grenier,
2019). These assumptions were necessary because it was important that participants have the
relevant knowledge and experience that can be drawn upon to further our understanding of the
management and leadership practices that support accountability for achieving key stakeholders’
results.
Scope and Delimitations

Though multiple factors affect accountability for the achievement of stakeholders’ results
in the health and other sectors (Boydell, Schaaf, et al., 2019; Brinkerhoff, Wetterberg, &
Wibbels, 2018; Mamdani et al., 2018), this study only explores and documents the effective
management and leadership practices that the study leaders use and have found effective in
negotiating and navigating the determinants of accountability so as to achieve the desired results
for key stakeholders. This is because extant literature shows that effective leaders, leadership,
and appropriate leadership and management practices matter for the performance and

transformation of teams and the organizations in this volatile, uncertain, complex, and
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ambiguous context (Carton, 2018, 2022; Kniffin et al., 2020; Petriglieri, 2020; Plecas et al.,

2018; Shore, 2020; Walsh, 2020).

The 13 partticipants included in this study were recommended by their peers because
they met the study criteria as exemplars in the field. They were purposively sampled and selected
using maximum variation sampling technique from different levels of the organization structure
and from the public and non-profit sector to triangulate experiences and perspectives(Fusch et
al., 2018). The study only targeted exemplar health leaders because they not only have the
experiences, knowledge, and skills, but they have also earned the respect and trust of their peers
and employees compared to a random sample of leaders some of whom may not have the
pertinent experiences, values, beliefs, and competencies (Herd et al., 2016).

These participants are experts who provided context-specific experiences and
perspectives that may be internally generalized to the group, setting, or study population
(Kostere & Kostere, 2022; Maxwell, 2021). A generic qualitative research design utilizing in-
depth interviews was used because it sufficiently answers the research questions (Dodgson,
2017; Kostere & Kostere, 2022). In-depth interviews made it possible to get answers to questions
of how, why, and under what circumstances things happen the way they do (Creswell & Poth,
2018). Gleaning insights from multiple levels of operation, from male and female participants,
and from non-profit and public sectors implies that the findings have a reasonable degree of
generality which can support further research and enable practitioner to draw lessons they can
use to enhance accountability for results in their settings (Kostere & Kostere, 2022; Levitt, 2021;
Weinfurt, 2021). Utilizing multiple theories enabled the analysis and interpretation of findings

from multiple perspectives and operationalization of the study constructs, which increased the
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internal and external validity of the results (Marin-Zapata et al., 2022; Zsolnai, 2020). Taken

together, these efforts afford people opportunities to assess if the findings are transferable to their
settings (Maxwell, 2021; Weinfurt, 2021).
Limitations

The study participants were expected to respond based on what they remember about
their experiences with developing and using leadership and management practices to support and
exhibit accountability for achieving key stakeholders’ results. This was likely affected by recall
bias, which may have introduced minor accuracy challenges in remembering the lived
experiences. To mitigate the possibility of recall bias, interview questions were asked carefully
and short recall periods were used. Probes were also used to enable participants clarify and
explain issues, increasing chances of high quality responses and mitigation of study limitations
(Creswell & Poth, 2018; Kostere & Kostere, 2022).

This study was designed to identify the successful day-to-day leadership and
management practices that support and ensure accountability for achieving results that matter
most to key stakeholders. It identifies successful practices that correlate with supporting and
ensuring accountability for achieving key stakeholders’ results most of the time but it does not
mean that they will necessarily lead to success all the time in all contexts. Comparing the unique
and common successful practices across the different types of organizations and leadership levels
gives the confidence that the study identified the consistently successful practices and not merely
random correlation. Ultimately, readers need to appreciate that this research was exploratory and
not evaluative. Participants shared what worked in their context at that time. Hence, it simply

sought to describe what worked, where it worked, how and why it worked for the study
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participants in their unique contexts. These experiences and perspectives may or may not apply

for other leaders facing similar challenges because the context and timing might be slightly
different (Molinaro, 2020). For example, the dynamics and the people involved might be
different. The complex adaptive system theory utilized in this study advocates for understanding
the relationships among social system actors, the emergent behaviors they engender, and
responses of actors thereafter because all this matters in deciding what is appropriate, how and
why (French, Lowe, Wilson, Mary-Lee, & Hawkins, 2021; French & Mollinger-Sahba, 2021;
Lowe, French, Hawkins, Hesselgreaves, & Wilson, 2021). As the findings of this research reveal,
the practice of understanding the context requires leaders and other stakeholders to thoroughly
analyze the big picture, explore the hidden and untold story before they can make any
conclusions or develop interventions. Extant studies emphasized that continually studying and
reflecting on the context enables leaders to identify trends, problems, and opportunities, which
they use to develop appropriate interventions that enable organizations to adapt to existing and
future needs, grow, survive, thrive and become sustainable (Leithwood et al.,2020; Molinaro,
2020; Shrivastava et al., 2019; Zsolnai, 2020).
Significance

Contribution to Health Services Leadership and Management

This research tackles an under-researched area of the management and leadership
practices that support accountability for achieving key stakeholders’ results in public and
nonprofit HSOs in developing countries. The results of this study provide the much-needed

evidence on the effective practices that exemplar health leaders relied on to enhance
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accountability for results in their settings. The findings of this research may help others avoid re-

inventing the wheel or making similar mistakes.

Existing studies showed that leaders, departments, and entire organization struggle with
how to enact and extract accountability in health services and other settings (Brees & Ellen 111,
2022; Brees et al., 2020; Hewett et al., 2022; Maggetti & Papadopoulos, 2022). Furthermore, in
personal and organizational management, knowing what to do and why to do it does not
necessarily translate into effective action if one does not know how to do it or is not confident
about how to do what is expected of them (Hewett et al., 2022; Mintzberg, 2019). The results of
this research respond to Gilson and Agyepong's (2018) recommendation for studies on the
effective management and leadership practices in Africa.

Policy makers and training and academic institutions might use the results to develop
leaders with the appropriate values, knowledge, skills, attitudes, competencies, strategies and
practices that create value for key stakeholders and the entire health systems. Health leaders in
other low-income countries may benchmark the results of this study and adapt them to their
context, hence influencing their practices and possibly improve service delivery.

Implications for Positive Social Change

The findings of this research might contribute to positive social change by improving
how health leaders and managers create and maintain systems and processes, a culture of
ownership and accountability in HSOs, particularly how to attract, recruit, develop, and retail
leaders and staff who are not only competent but share in the values and purpose of the

organization and personally embody accountable values, belief, mindsets, and behavior.
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Summary

Effective leadership and management practices are essential not only in driving the
performance of individuals, teams, organizations and countries alike but also in transforming
organizations, institutions, and communities to create lasting individual and public value (Bloom
et al., 2019; Elkomy et al., 2020; Kniffin et al., 2020; Korn Ferry Institute, 2021; Ogunyemi,
Adisa, & Hinson, 2022; Petriglieri, 2020; Scur, Sadun, Reenen, Lemos, & Bloom, 2021). Extant
studies showed that there is a tendency to focus on what is not going well, yet what works or
goes well in teams, organizations, and society may provide valuable insights that others can
benchmark to make life better and overcome some problems and challenges in the
workplace(Bagian et al., 2020; Nazneen & Araujo, 2021). Furthermore, the literature shows that
concepts are understood differently in different organizations and cultures, yet much of the
research about leadership, practices, accountability, management, and results is predominantly
from Anglo-Saxon setting and framed in the New Public Management theory or other theoretical
frameworks developed in the same settings (Hino, 2019; van der Tier, 2022). This misses
perspectives from other contexts and the opportunity to use different theoretical lenses to
understand such concepts. Multiple scholars recommend using different methods and multiple
theories to investigate leadership, accountability, management, and governance to identify the
different practices, opinions, and perceptions surrounding these concepts in different cultures and
organizations outside of the Anglo-Saxon settings to fill gaps in the current literature (Carton,
2022; Gilson & Agyepong, 2018; Ssennyonjo, Ssengooba, et al., 2022; van der Tier, 2022;
Zsolnai, 2020). Chapter 1 has provided an overview of the study. The ensuing chapter introduces

the literature review related to the key variables and concepts.
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Chapter 2: Literature Review

Introduction

The importance of effective leadership and management practices in increasing the
motivation, satisfaction, productivity, and performance of employees; enhancing organizational
health; and creating lasting value in organizations and countries alike is well documented in the
extant literature (Detert et al., 2022; Kniffin et al., 2020; Molinaro, 2020; Ogunyemi et al., 2022;
Petriglieri, 2020; Scur et al., 2021; Ulrich & Smallwood, 2022; Walsh, 2020). Similarly, the
importance of accountability and accountable leaders in driving responsive interventions and
responsible decisions, behaviors, and actions that enhance relationships and drive sustainable
performance and achievement of stakeholder results also known, but mainly in developed
countries ( Hopkins et al., 2019; Molinaro, 2020; Ogunyemi et al., 2022; Peteet et al.,, 2022a,
2022b; Witvliet et al., 2022; J. A. A. Wood & Ventura, 2021).

Though evidence on the effective management and leadership practices in healthcare
organizations is well known, there is a dearth of similar evidence on HSOs(Bloom, Lemos, et al.,
2020; Elkomy et al., 2020). Exploring the successful practices in HSOs is important because
HSOs not only have or control the financial resources needed to implement activities in HCOs,
but they also make, influence, and enforce the policies, standards, and procedures that determine
what is implemented or not implemented in HCOs and the entire health system (Male et al.,
2022; Mukuru, Kiwanuka, Gilson, et al., 2021; Ssennyonjo, Ssengooba, et al., 2022). In Uganda,
non-profit and public sector health organizations largely depend on donations from external
funders (Asiimwe, 2018; Ssali, 2018). Similar to others around the world, health organizations in

Uganda grapple with how to meet the high expectations for providing responsive high-quality
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services, accountability, and performance measurement from their benefactors in the face of low

resources (Buntaine & Daniels, 2020; Hopkins et al., 2019; Sarkar, Bunders-Aelen, & Criel,
2018). Leaders of such organizations face internal pressure from employees, the organization,
and board members to meet their unique expectations (Curry, 2022; Molinaro, 2020; Shore,
2020). People’s obsession with fads and bad news or what is not working often eclipses the good
work done or what is going well in any setting. In view of this, some writers advocate for
understanding what goes right and works well to use it to build and strengthen commitment,
resilience, and motivation among stakeholders (Bagian et al., 2020; Nazneen & Araujo, 2021).
Understanding the effective management and leadership practices that HSOs leaders have used
and consistently found effective in supporting and promoting accountability for achieving
stakeholders’ results can accelerate learning by enabling others to benchmark and apply them to
achieve similar or better outcomes in their settings. When leaders and their team members know
what to do, how to do it, and why do it, they commit to consistently doing it, leading to the
achievement of the desired results (Curry, 2022; Mintzberg, 2019; Mintzberg & Laasch, 2020;
Plecas et al., 2018). What leaders do, how, when, and why they do it in teams, groups, and
organizations influences how people think, behave, and feel, ultimately leading to responses that
may create positive or negative changes in such settings (Byrne, Crossan, & Seijts, 2018;
Elkomy et al., 2020; R. Ghosh & Chaudhuri, 2022; Seijts, Byrne, Crossan, & Gandz, 2019;
Shore, 2020).

The purpose of this generic qualitative research was to explore the experiences,
perceptions, beliefs and opinions of exemplar public and non-profit HSO leaders in Uganda

about the leadership and management practices they have used and found effective in supporting
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accountability for achieving key stakeholders’ results. It also identifies the enablers and barriers

to enacting accountability for results, the tools and mechanisms that the study leaders developed
and used to navigate or negotiate the barriers. To begin with, to avoid taking past each other, the
research questions were designed to explore how participants perceive and define the study
constructs.

In this chapter, the introduction has highlighted the literature that establishes the
importance of this research. This is followed by the literature search strategy, theoretical
foundation, a detailed conceptual framework that informed the research and interview questions,
and a review of the literature related to study concepts, including perspectives on leadership,
management, results, practices, and accountability; determinants of and examples of leadership
and management practices that support performance and achieve results in health and non-health
organizations.

Literature Search Strategy

Multiple literature searches in databases were undertaken to complete the literature
review and create a conceptual framework for this study. The academic databases searched
included EBSCOhost, ProQuest Central, Academic Search Complete, Dissertations and Theses,
Emerald Management, SAGE Premier, Academic Search Elite, ABI/ Inform Global, Emerald,
SAGE Research Methods Online, Thoreau Multi-Database Search, Scholar Works, EBSCO-
CINAHL, OVID MEDLINE, Justor, Science Direct, Pub Med, Cochrane Library, DOAJ
(Directory of Open Access Journals), and SSRN (Social Science Research Network). I also
searched relevant practitioner organizations, for example, Management Sciences for Health,

Health Organizations, HRH Global Resource Center, Clear Impact, United States Agency for
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International Development [USAID], National Health Services, UK, Kings Fund, Common

Wealth Fund, Uganda Ministry of health, and Korn Ferry Institute to identify grey literature and
working papers. I also requested several academics to share with me articles that I could not
access through the Walden University library. The concepts explored and presented in this
research have been mainly investigated by multiple scholars from Anglo-Saxon settings and
perspectives for generations, but much still needs to be known about them in developing
countries because of the variations in the contextual influences. To understand and appreciate
their depths and breadths required searching academic and practitioner sources. The search terms
used were numerous and included: leadership, management, accountability, practices, results,
accountability for results, performance, behavior, performance results, practices that promote
accountability, leadership practices, management practices, personal accountability, team
accountability, organization accountability for outcomes, determinants of effective leadership,
performance determinants, performance behavior indicators, processes, systems that drive
delivery of results, stakeholders, stakeholder theory, accountability behavior, accountability
practices, accountability theory, systems theory, employee results, customer results, organization
results, donor results, management research theories, leadership theories, conceptual
frameworks, results-based accountability, leader accountability, accountability and management,
leadership and accountability, intrapersonal accountability practices, interpersonal accountability
practices, leading accountability, managing accountability, results-driven management, results-
based leadership, governance and accountability, integrated governance, values and leadership,
values-based leadership, leadership and character, values and behavior, differences between

leadership and management, managing for results, functions of management, functions of
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leadership, responsibility and accountability, self-accountability, governance, personal agency,

relational agency, intentions and intentionality, character and accountability, ethics and
accountability, context, accountability context, leadership and spirituality, accountability
systems, culture of accountability, values and accountability, accountability structures, enablers
and barriers of accountability, personal values and behavior, personal values theory, institutional
work theory, neo-institutional theory, management by objectives, results-based management,
results management, behaviors and norms that support accountability, leadership skills and
performance, leadership skills and accountability, soft and hard skills. The search predominantly
focused on peer-reviewed articles, reports, dissertations or theses, working papers, and books.
Theoretical Foundation

The variables constituting this study’s conceptual framework were gleaned from
constructs, ideas, propositions, and assumptions inherent in the multiple theories explained in
this section. Ngulube (2018) explained that a theoretical or conceptual framework explains how
knowledge is generated, interpreted, and manipulated. Hence, in any study, the theoretical
foundation and/or conceptual framework assists in developing the research questions, guiding the
literature review, and providing the basis for explaining, interpreting, understanding, and
reporting the findings (Ngulube, 2018, 2020). According to Ngulube (2018), a conceptual
framework can draw on and utilize concepts from a single theory or multiple theories, extant
literature, and from the researcher’s personal experiences and knowledge of the prevailing
context to explain how things are or should be in the study context. The theoretical framework
provides the concepts that a researcher uses to explore and explain how and why things are the

way they are in a study context (Ngulube, 2018, 2020). Kivunja (2018) noted that a theoretical
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framework is a subset of the conceptual framework because the latter is the coherent

conceptualization of the entire study relying on numerous ideas from multiple theories. Ngulube
(2020) also noted that a theoretical framework is composed of ideas or concepts from one
overarching theory whereas a conceptual framework utilizes ideas from multiple theories. Extant
studies recommend using multiple theories to explore and understand phenomenon because the
provide opportunities to identify salient themes, analyze and holistically interpret them from the
vantage point of multiple stakeholders and theoretical perspectives (Donati, 2018; Ssennyonjo,
Ssengooba, et al., 2022; Zsolnai, 2020).

The constructs in the conceptual framework are presented diagrammatically to depict the
relationships that informed the development of research questions, the data collection, the
analysis, the interpretation, and the reporting of study results (Ngulube, 2018). In this research, I
did not seek to evaluate how these relationships play out in practice, but I simply described
participants’ experiences, perceptions, and opinions in relation to the study constructs. Relying
on multiple theories to explore and understand a given study phenomenon reflects the
recognition that it is complex and cannot easily be explained by concepts from one overarching
theory as is the case in a theoretical framework (Donati, 2018; Ngulube, 2020; Ssennyonjo,
Ssengooba, et al., 2022). The utilization of multiple theories made it possible to conceptualize
and analyze the study constructs from the stand point of multiple stakeholders and perspectives,
giving rich and varied viewpoints (Zsolnai, 2020). This was important because this study tackles
broad and complex constructs that are subject to varying interpretations, and have attracted and
continue to attract attention from academics and practitioners alike. To date, the constructs still

have no simple answers, as multiple writers have pointed out, implying that there is no single
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right way to perceive and embody them but a combination of approaches (Brees & Ellen III,

2022; Brees et al., 2020; Curry, 2022; Hewett et al., 2022; Molinaro, 2020). Extant studies
recommend utilizing multiple theories to facilitate deeper and comprehensive analysis and
understanding of the issues revealed by the research (Ngulube, 2020; Rhodes, 2021; Ssennyonjo,
Ssengooba, et al., 2022; Zsolnai, 2020). The texts below explain the theories and their attendant
constructs, assumptions, and propositions that informed this study’s conceptual framework.
Stakeholder Theory

Stakeholders’ theory posits that it is important to identify the people, organizations, and
institutions that affect or are affected by the work of the organization (Freeman, 2016; Laasch et
al.,, 2020; Phillips et al., 2019). The theory acknowledges that organizations exist to serve,
leverage and harness resources, and/ or profit from the broad society, meaning it is wise to
identify other organizations , population groups, or institutions beyond the shareholders that
affect or are affected by organizational activities in such settings (D. J. Wood et al., 2021). It
also posits that the success of any project or organization is predicated on how it efficiently and
effectively engages and delights its stakeholders (Balezentis et al., 2021; Gregory, Atkins,
Midgley, & Hodgson, 2020; C. Taylor & Lindenmayer, 2021; Van Royen, Pabian, Poels, & De
Baker, 2022). Hence, leaders and managers of organizations are obliged to identify, engage, and
delight stakeholders by not only recognizing and satisfying their needs, concerns, and
understanding the values, interests, and goals that drive their decisions, behaviors, and mindsets
but also ensuring that that their actions advance the goals of organization (Phillips et al., 2019).

Some studies indicated that identifying and engaging stakeholders is important because it

provides vital information on the right problem to address, enabling the organizations to not only
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remain relevant, responsive, and competitive but also to minimize wasting resources on wrong

issues and interventions (Arras & Braun, 2018; Zsolnai, 2020). According to Mintzberg (2019),
information is the lifeblood of any organization because it provides the basis for all decisions,
processes and actions that take place inside and outside of it. Hence, timely information whether
gossip, hearsay, opinion, fact, or speculation can aid decision-making, solving current
challenges, and enable managers to prevent future problems (Mintzberg, 2019).

In most settings and projects, stakeholders include customers or beneficiaries of a service,
suppliers, distributors, regulators, investors, the organization, employees, volunteers, politicians
general public and communities in which organizations operate or are headquartered because
they affect or they are affected by the work of organizations(Luecking & Weaver, 2022;
Molinaro, 2020; Phillips et al., 2019). Employees are regarded as the most important
stakeholders whose needs ought to be met prior to considering and meeting the needs and
concerns of others(Hunsaker et al., 2021; Men, Chen, & Ji, 2021; Men, Qin, & Mitson, 2021;
Yue, Men, & Ferguson, 2021). The importance attached to meeting the needs of employees first
reflects the belief that an organization’s competitive advantage emanates from its internal
resources and not from its positioning in the external environment (Davis & DeWitt, 2021; Mwai
et al., 2018). Employees constitute the most important internal resource of any organization
because they reflect its human capital and energies that attract and retain all the other resources
that enhance its competitiveness, growth and survival (Molinaro, 2020; Mwai et al., 2018).
Ulrich et al.(1999) and (Hunsaker et al., 2021) advocated for a balanced approach to satisfying
stakeholders’ expectations so that none of them feels marginalized or neglected. Effective

leadership and management practices utilize employee knowledge, skills, attitudes, and
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behaviors by turning them into a resource that create value for the organization and its numerous

stakeholders (Kerns, 2019b, 2020, 2022; Molinaro, 2020; Turner, 2022). Stakeholder
management is about balancing and navigating polarities, paradoxes, and mysteries that emerge
as the needs, interests, and objectives change. Hence, instead of only focusing on employees,
effective managers develop and implement strategies that consider the needs of customers or
clients, general public, the organization, and the investors concurrently(Hunsaker et al., 2021).

Stakeholder theory has been used and continues to be used to understand organizations
in relation to stakeholder engagement, strategy development and management (Baaij &
Reinmoeller, 2018). Stakeholder theory aligns well with complex adaptive systems theory
because it acknowledges that organizations exist and operate in a complex environment with
multiple actors who have varying values, interests, goals and intentions whose interactions affect
and are affected by what organizations do and how they do it. In keeping with Friedman’s (2015)
recommendation of identifying the main customers of the organization and Ulrich et al.’s (1999)
submission about the importance of balancing the achievement of key stakeholders’ results, in
this research, stakeholder theory was used to inform research questions and analysis of data to
identify these two aspects. Identification of stakeholders and their results lay the foundation for
exploring the management and leadership practices used to ensure accountability for their
achievement.
Neo-Institutional Theory

The neo-institutional theory avers that there is a tendency for organizations operating in
the same environment and /or facing similar environmental conditions to become similar in

both structure and relations (DiMaggio & Powell, 1983; Pope, Bromley, Lim, & Meyer, 2018;
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Yang & Northcott, 2019). The theory claims that this tendency is precipitated by three

isomorphic pressures: coercive, mimetic, and normative (DiMaggio & Powell, 1983). Coercive
isomorphic pressure relates to how organizations are forced and expected to adhere to the formal
and informal rules, norms, values, and policies of organizations and institutions on which they
depend for legitimacy or resources. Such pressure manifests in the contractual obligations that
organizations sign to in order to access funding from donor or through the regulatory frameworks
they need to adhere to in order to maintain legitimacy (Yang & Northcott, 2018). Mimetic
isomorphic pressure is related to how organizations respond to uncertainty. Under conditions of
uncertainty, it is easier and safer to imitate, replicate, or benchmark the practices of other
organizations considered legitimate and successful in implementing and adapting to such
practices. For example, this may occur through encouraging or requiring organizations to
benchmark or replicate the best practices of the donor organization or other entities that seem to
have got it right (Pope et al., 2018). Normative isomorphic pressure relates to how organizations
tend to conform to similar values, norms, and structures. This is usually because such
organizations are presided over by managers with similar educational training and exposure who
are more likely to rely on and promote the practices and values acquired from such similar
education, training, or exposures (Pope et al., 2018).

Neo-institutional theory is valuable in exploring and explaining how institutional
structures such as rules, norms, and routines, internal and external forces influence the creation,
implementation, adoption, and adaptation of strategies, behaviors, and different leadership styles
in organizations. This theory has been criticized for failing to acknowledge that actors have

personal agency and are not always passive recipients; they respond to and shape their
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circumstances (Reggie, 2022). However, perspectives from the philosophy of action and relation

agency theory appear to vindicate it because they reveal that personal agency is shaped and
constrained by temporal and contextual considerations ( Burkitt, 2018; C. B. Miller, 2022; Peteet
et al., 2022a). This is because individuals are accountable to others in multiple direct and
indirect relational contexts and cannot do whatever they please due to impersonal
interdependencies, time , structural, and other resource constraints ( Burkitt, 2018; Guy, 2019).
Thus, though people retain their personal agencyi, it thrives, matures, and flourishes in contexts
where there are supportive impersonal and interpersonal interdependencies to nurture, challenge,
and exercise it (Guy, 2019). These are found in the multiple contextual social relations and in
the institutions and initiatives that deliberately support collaboration, shared problem solving,
and enable people overcome bad habits and embrace positive behavior change (Curry, 2022;
Moran & Lennington, 2022; Muhammad, 2022; Rhodes, 2021). This implies that individuals do
not exist, exercise, and grow their personal agency in a vacuum but within an ecosystem that
directly and indirectly influences and determines what they can do, how, why, where and when
(Burkitt, 2018; Donati, 2018; Porpora, 2018). Even so, it is important to acknowledge that if
everyone is driven by extreme self-interest, cooperation can be difficult, making progressive
relational agency difficult to muster, leading to conflicts instead of compassionate accountability
(Curry, 2022; Moran & Lennington, 2022). Hence, personal agency is foundational to
interdependence because it is only when people choose to exercise their initiatives to do what is
right or expected of them based on agreed and implied rules wherever they work or live that
impersonal interdependency occurs (Burkitt, 2018). Otherwise, some people may elect to

compete with or sabotage others, neglect their responsibilities or simply refuse cooperate despite
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the existence of clear rules or societal norms that forbid such behavior (Curry, 2022; Moran &

Lennington, 2022).

The neo-institutional theory was used to explore and understand how participants utilize
coercive power to get their customers or target organizations to adopt certain practices, policies,
values and implement certain regulatory requirements to access funding or maintain legitimacy.
This was important because most public and non-profit HSOs in Uganda depend on external
donations that come with strings attached from foreign back donors (Asiimwe, 2018; Birungi &
Colbourn, 2019; Uddin & Belal, 2019). Additionally, for national and international non-profit
HSOs to operate in Uganda, they need to be registered by the National Bureau for Non-
Governmental organizations and the Uganda Registration Services Bureau [URSB](Glasius & de
Lange, 2019; Kelly, 2019). In this case, during the interviews, analysis and interpretations of
data, I probed participants’ views and scrutinized interview responses to identify instances when
participants exerted coercive pressure, for example, by withholding or denying funding to
clients that fail to adhere to contractual obligations or normative requirements, or required
beneficiaries to pay back unaccounted for or abused funds as is reported elsewhere (Yang &
Northeott, 2019). I also explored instances when they applied mimetic pressure, for example, by
influencing their partners to emulate best practices. Finally, I explored the existence of instances
when participants applied normative pressure by promoting professional values, norms, and
practices.

Complex Adaptive Systems Theory
Extant studies suggest that failure to consider and take a systems outlook when studying

organizations and their operations risks focusing on snapshots of isolated elements of the context



45
in which they operate, which may lead to poor understanding of the varied forces at play and

failure to identify the existing deeper problems(Senge & Ameln, 2019; Shrivastava et al., 2019;
Zsolnai, 2020). In view of this, this study utilized concepts and propositions from complex
adaptive systems [CAS] theory because health organizations and health systems are open social
systems with multiple sub-systems that are not responsive to simple linear solutions(Maya,
2018; Sturmberg, 2018). CAS theory posits that health organizations are made up several sub-
systems with diverse agents that are dynamic, open to the environment, interact through many-
to-many non-linear relationships, self-organize, and constantly adapt (Grudniewicz et al., 2018;
Sturmberg, 2018; P. Taylor & McCarthy, 2021). Thus, such organizations are complex social
systems that are challenging to govern because unlike biological systems they are constituted by
people with agency who not only seek and respond to information that relates to purpose,
meaning, and feelings, but they are also are able to choose what to do, when, how, where, and
why (Bouckaert, Ims, & Rona, 2018; Rhodes, 2021; Zsolnai, 2020). As people choose to behave
in certain ways, this may influence the creation of new structures that affect how individuals and
teams communicate, relate, and account to one another(Grossman & Michelitch, 2018; Guy,
2019; Maya, 2018). The new structures not only affect the governance rules, values, and norms
but also the learning, exchange and sharing of information within and between organizations
and by extension the nature and direction of the leadership and management practices used to
guide people’s decisions, behaviors, and activities (Davis & DeWitt, 2021; Mwai et al., 2018;
Suliman Mohamed & Eldin Eltayeb Yassin, 2019).

According to Sturmberg (2018, p.30) complex social adaptive systems are “goal

delivering”. Studies show that the ability of open systems to live up to the expectation of goal
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delivery is predicated on continually identifying the right wicked problem to address (Zsolnai,

2020) or gap between the current and desired state and defining their purpose, goals, and values
beforehand (Maya, 2018; Mouton, 2021; Sturmberg, 2018). The continual search for and
identification of the right problem reflects the acknowledging that open systems are made up of
people and organizations that seek, respond and transform information and change, calling for
adaptation to such changes in order to deliver sustainable and lasting value (Bouckaert et al.,
2018; Gast, Probst, & Simpson, 2020; Zsolnai & Flanagan, 2019). Defining these issues a priori
and continuously provides the basis for stakeholder mobilization and engagement, formation of
co-production alliances and networks, and developing guiding principles to direct the decisions,
behaviors, and actions in the CAS, providing a semblance of stability until such a time when the
need for new changes arises and creates a tipping point (Sturmberg, 2018). Studies suggest that
identifying the right problem to address should consider the scientific-technical, interpersonal-
social, systemic-ecological, and existential-spiritual dimensions of the problem and proposed
solutions to ensure that what is done does not negatively affect nature and future generations and
waste resources on irrelevant interventions (Zsolnai, 2020).

In accountability studies, the practices of defining direction, clarifying expectations and
building commitments mirror this CAS requirement because they provides the basis for ensuring
accountability for results by holding self and others accountable for them(Molinaro, 2020; Sipes,
2022). To effectively ensure stability, complexity management and leadership calls for
continually identifying and dealing with paradoxes because they are the essence personal,
organizational and work life (Cunha, Clegg, Rego, & Berti, 2021; Fu, Flood, Rousseau, &

Morris, 2020). The complex nature of health organizations and health systems, requires leaders,
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managers, and other stakeholders to recognize and continually pinpoint the interconnections

within and among the sub-systems and the emergent behaviors they engender during their
interactions (Sturmberg, 2018). Identifying such emergent behaviors is important because it
helps to know how they are likely influence changes in the system, the context they produce,
and how this may tilt the balance, leading to positive or negative ramifications(Sturmberg, 2018).

Complex adaptive systems require to continually identify the social, psychological,
sociological, economic, technological and structural forces that impact individual and
organizational behaviors and performance, especially when, how, why, and where they inhibit
positive change in order to develop new values, assumptions, beliefs, mindsets, appropriate
strategies and practices that prevent such factors from hindering the organization from achieving
its objectives and purpose (Koliba, Gerrits, Lee Rhodes, & Meek, 2022; Molinaro, 2020;
Sturmberg, 2018). In studying accountability, leadership, management, and governance issues,
understanding the context is important because it makes it facilitates the discovery and
appreciation of the big picture, political undertones, and the hidden, neglected, and untold stories
(Birungi & Colbourn, 2019; Molinaro, 2020; Nyawira et al., 2021; Rhodes, 2021). Such
information is valuable when identifying the right problem, diagnosing it, and defining potential
solutions for addressing it (Flynn & Shelton, 2022; Spradlin, 2019; Zsolnai, 2020).

In this research CAS theory was valuable in exploring and understanding how
participants perceive and define the study concepts, identify the right wicked problem to address,
understand and navigate the prevailing context, and how their perceptions relate with how they
undertake their roles and the day-to-day practices that they rely on to fulfil them. The theory was

valuable in exploring and understanding the ecosystems that participants and the teams and
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organizations they work in and with operate and how this affects the management and leadership

practices that they develop and implement. The models developed and explained in this research
demonstrate this outlook.
Flexible Leadership Theory

The Flexible Leadership Theory (FLT) was appropriate in exploring and understanding
the leadership behaviors that participants use to support accountability for results because its
assumptions and propositions are amenable to open social systems(Yukl, 2008). As illustrated in
Figure 1, FLT has four interrelated elements: (a) situational variables, (b) leadership decisions
and actions, (c) performance determinants (d) organizational effectiveness. According to the
FLT, situational variables influence leadership decisions and actions, which in turn influence the
performance determinants that drive organizational effectiveness. The core elements of FLT are
depicted with double arrows to illustrate their mutual influence and because they operate in and
are operated by open systems that are non-linear, dynamic, and adaptive. For examples, though
the situational variables influence the leadership decisions and actions, they too can influence
them back by developing appropriate systems to deal with them, mitigate their impact , advocate
for and bring about change as indicated in the extant literature (B. R. Allen & Bosworth, 2022;
Edgeman, 2019; R. D. Miller, 2018; Plenert, 2018).

Similarly, if organizational effectiveness is not being realized as expected, this can trigger
rethinking of all the other elements of the model until an appropriate balance is reached. Hence,
through the above causal chain, organizational employees up and down the hierarchy seek to

achieve organizational effectiveness by working with and through other people to fulfil the
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organization’s mission, ensure the organization’s survival, and maintain good earnings, financial

resources, and asset value(Yukl, 2008).
Figure 1

Core Elements of the Flexible Leadership Theory
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The FLT draws on insights from multiple disciplines including leadership, strategic
management, human resources management, organizational theory and organizational change
and utilizes them to explain how leaders enhance individual, team, and organizational
effectiveness and performance(Yukl, 2008; Yukl, Mahsud, Prussia, & Hassan, 2019). The FLT
was useful in exploring and understanding the leadership behaviors that study participants rely
on to support accountability for achieving key stakeholders’ results in their departments,
organizations, and partner organizations. Initially, FLT posited that the decisions and actions
that the leaders rely on to influence performance determinants and organizational effectiveness

manifest through task, relations, and change-oriented behaviors, however, follow-on studies by
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Yukl and others revealed that external-oriented leadership behaviors also come into play to

influence organizational effectiveness (Yukl, 2008, 2012; Yukl et al., 2019).

Leadership behaviors enable the leader to influence others to improve performance and
produce the desired results when applied at the appropriate time, place, and to the right situations
(Yukl et al., 2019). Leadership behaviors are also relevant based on the level in the
organizational hierarchy. For example, change-oriented and external-oriented behaviors are more
relevant for board members and top executives than for middle managers and supervisors (Yukl
et al., 2019). Nonetheless, because leadership is both an individual and shared process, all staff
and managers at all levels have a personal obligation to identify issues and take action in concert
with their decision rights and in the best interest of the organization and its stakeholders(Curry,
2022; Molinaro, 2020; Zanda, 2018). Therefore, whoever is closest to the problem and/or has
the relevant competencies and information is expected to step up and take appropriate action and
be attuned to the prevailing context to identify and respond to problems and challenge cues and
to communicate them to others in time to mount an appropriate response (Antonakis & Day,
2018; Molinaro, 2020; Plecas et al., 2018; Wattis, Curran, & Cotton, 2019). The task-, relations-
and change-oriented behaviors are categorized as internal whilst the external leadership
behaviors are categories as such because they seek to get information on threats, trends, and
opportunities from the external environment and use it to increase team and work unit
effectiveness and adaptability. Each of these meta-categories of behaviors fulfil different
outcomes in relation to organizational effectiveness as explained below. In this research, the task,

relations, change-oriented, and external leadership behaviors emphasized by FLT were used to
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explore and understand the ones that participants frequently use to support accountability for

achieving stakeholders’ results in their context.

Task-oriented behaviors aim to improve efficiency and reliability in the activities carried
out by a team or work unit and entire organization. They include four components: planning
work unit activities, clarifying roles and objectives, monitoring operations and performance, and
Problem-solving (Yukl, 2012; Yukl et al., 2019). Relations-oriented behaviors aim to improve
human resources [i.e., task-relevant skills, experience, and education of members] and human
relations [i.e., organizational commitment, identification with the organization, mutual trust and
cooperation, and optimism about the future] by increasing motivation, commitment, confidence
and cooperation (Yukl, 2008). They address the employee’s need for relatedness, growth,
competence, and self-determination in the workplace and include: supporting [similar to
individualized consideration in transformation leadership] (Kouzes & Posner, 2017); developing;
recognizing and rewarding; and empowering staff. Change-oriented behaviors aim to improve
adaptability by identifying and implementing desirable and appropriate changes in tasks, outputs,
or procedures for the team or work unit and includes: advocating change, encouraging innovation
[similar to intellectual motivation in transformational leadership] envisioning change [similar to
inspirational motivation] (Kouzes & Posner, 2017), and facilitating collective learning. External
leadership behaviors aim to enhance adaptability and human capital by gleaning and providing
timely and relevant information from external events and contexts, leveraging resources and
assistance, promoting the reputation and interests of the department or organization (Yukl et al.,
2019). They include: networking, external monitoring, and representing the organization or

department to lobby for essential funding or resources, promote and defend the reputation of the
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work unit or organization, negotiate agreements and coordinate related activities with other parts

of the organization or with outsiders (Yukl et al., 2019).
Personal Values Theory
Personal values theory posits that people’s values influence their thoughts, decisions,
behaviors and actions (Sagiv & Schwartz, 2022; S. H. Schwartz., 2006; S. H. Schwartz, 1992,
2016). Values are a set of rules that people use as a yardstick for what is important in their life.
Individuals evaluate their decisions, behavior, other people, and situations based on the values
they espouse or live by (Sagiv & Schwartz, 2022; S. H. Schwartz, 2016). Values influence the
engagement, commitment, motivation or intentions of individuals , which in turn influence their
thoughts, decisions, attitude and behavior (C. B. Miller, 2022; S. H. Schwartz, 2016). In life, at
work, and in relationships, depending on the values held and espoused by an individual, his or
her actions may be driven by one or a combination of three types of motives (C.B. Miller, 2022,
p.62):
e Self-centered [“egoistic ’] motives in which one seeks to fulfil his or her needs,
interests, and goals but not those of others. Individuals with such motives may do
a few things that benefit others but only if they act as a bridge to achieving their
personal interests.
o Self-less [“altruistic’] motives whose aim is to satisfy the needs, interests, and
goals of others. Self-less acts may benefit their performers later as derivatives

that were not their sole aim.
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o Loyalty[“dutiful ’] motives whereby someone faithfully does something or

consistently adhere to doing what is right. For example, he or she completes

assignments and meets commitments, follows rules and regulations or laws.

C. B. Miller (2022) surmises that sustainable accountability is motivated by virtuous
motives, which manifest in decisions and behavior driven by self-less and dutiful motives.
Nonetheless, accountability as a virtue does not guarantee good performance but only provides
the conditions that facilitate it (C. S. Evans, 2022). This is because as explained by C. S. Evans
(2022) and Burkitt (2018) accountability is both an individual moral responsibility and a
relational phenomenon predicated on individual factors (e.g., appropriate skills, behaviors,
values, beliefs and character) and impersonal interdependencies (e.g., others fulfilling their
accountabilities and responsibilities). James Clear asserted that people behave badly because
efforts to change focus on the surface factors instead of their underlying motives (Clear, 2018).
Studies in Uganda indicate that the self-centered motives of the elites presiding over the
technical and political arm of government inhibit accountability for shared results, leading to
poor health services and an unsustainable health system (Kwemarira et al., 2019; Mukuru,
Kiwanuka, Gilson, et al., 2021; D. Mwesigwa & Oladapo, 2021). Even so, this does not rule out
the possibility that their decisions and actions are not only due to lack of moral responsibility but
also because they may not know what to do or how to do it to achieve the right shared
objectives(C. S. Evans, 2022).

The personal values theory posits that people possess numerous values with varying

degrees of importance, which ultimately instantiate their desirable goals or motives that drive
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their emotions or desires, decisions, behavior, and action (Sagiv & Roccas, 2021; S. H.

Schwartz, 1992, 2012, 2016). The values transcend specific situations and actions, and they are
stable over time, which distinguishes them from attitudes, norms, goals, and needs that are
linked to a specific situation or context (Arieli, Sagiv, & Roccas, 2020; Sagiv & Roccas, 2021;
Sagiv & Schwartz, 2022; S. H. Schwartz, 2016).

Extant studies cluster values around four meta-categories that contrast with each other in
twos (Sagiv & Schwartz, 2022; S. H. Schwartz, 1992): openness to change versus conservation,
self-transcendence versus self-enhancement, which act as sense-making system that people use
to judge, assess, evaluate, explain and just their own and others’ choices, decision, behaviors,
and actions (Sagiv & Schwartz, 2022; S. H. Schwartz, 1992). Sagiv and Schwartz (2022)
reviewed multiple studies on personal values, which showed that they influence the behavior and
well-being of individuals. For example, values influence altruistic behaviors such as
benevolence; unethical behaviors such as cheating, offering bribes, corruption and concealing
information. Benevolence is associated with loyalty, responsibility, helpfulness, and forgiveness
and manifests in every day behaviors such kindness, cooperation, and other prosocial behaviors
(Sagiv & Roccas, 2021). Self-transcendental values stimulate altruistic behaviors whilst self-
enhancement values promote and sustain unethical behavior (Sagiv & Schwartz, 2022). Smith
(2020) observed that the manner in which values are described in existing studies is abstract,
making it difficult to assess how they are translated into actual behavior in team and
organizational contexts. This notwithstanding, the personal values theory was valuable in

exploring and understanding the values that influence self-less and dutiful motives (C. B. Miller,
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2022) and how such values influence participants’ accountability for achieving key stakeholders

results.
Accountability Theory

The accountability theory used to develop the conceptual framework was proposed by
(Aithal & Kumar, 2016). Reference to an accountability theory was important because extant
studies surmised that without personal, relational, and external accountability, it can be
challenging to achieve sustainable individual and stakeholder results (C. S. Evans, 2022;
Ghanem & Castelli, 2019a, 2019b; Molinaro, 2020; Pearson & Sutherland, 2017). Aithal and
Kumar’s (2016) accountability theory was valuable in clarifying and explaining the views and
insights gleaned from participants interviews because it provides relevant propositions.

Aithal and Kumar’s (2016) accountability theory posits that performance accountability
is an individual and collective responsibility. It emphasizes that without accountability to self, to
peers, for one’s job, and to the job giver, individuals are not fully committed, shirk
responsibility, and are not motivated to devote adequate energy, effort, and time to pursuing and
achieving shared goals(Aithal & Kumar, 2016). It further emphasizes that individuals must first
and foremost embody intrapersonal accountability because it is foundational to stimulating,
supporting, and sustaining their ability and willingness to not only take ownership, become
committed, and accept responsibility for tasks and the consequences of their choices and
decisions, but it also enables them to make and keep promises, achieve personal and collective
performance targets and goals (Aithal, 2021). This implies that personal accountability drives
ownership, commitment and willingness to assume responsibility for assigned individual and

shared tasks and goals. The notion of accountability as a collective responsibility is inherent in
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the assumption that accountability is a relational phenomenon because people are accountable to

others in a interpersonal settings, more so during teamwork ( Kouzes & Posner, 2017; Mukinda,
Van Belle, & Schneider, 2020; Peteet et al., 2022a, 2022b; van der Tier, 2022).

Aithal and Kumar's ( 2016) accountability theory posits that accountability evolves in
eight stages which include planning, target setting, motivation, work strategies, responsibility,
role models, monitoring and guiding, and accountability. Aside helping to design research and
frame interview questions, this theory was useful in exploring and understanding the
determinants of accountability for results and the pathways from self-accountability to external
accountability.

Management by Objectives Theory

Coined by Peter Drucker in 1954(Drucker, 1993, 2007), the management by objectives
(MBO) theory posits that organizations exist to achieve a specific purpose. To accomplish such
a purpose, the organization’s decision makers need to set specific and clear overall objectives
for achieving it and must effectively engage stakeholders within and outside of the organization
in their realization (Drucker, 2002, 2011). Following the definition of the overall organization
objectives, the MBO theory recommends that it is important for supervisors at the different
levels of the organization to discuss with their subordinates and support them in set specific
personal performance objectives and targets aligned with their key areas of responsibility in the
overall organizational objectives that need to be completed in a specific time during which they
are held accountable (Drucker, 1993, 2002, 2011). The individual and team performance
objectives and targets should indicate what people and departments intend to achieve in terms of

quality and quantity and when they expect to achieve it. During the dialogue, the supervisor and
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the subordinates ought to agree on the indicators of success, how and when they will be

measured, and the frequency of review and reporting (Drucker, 1993, 2011). The measurement
of objective should consider the quantity, quality, and cost of processes and outputs, and time
used. The MBO approach not only provides a participatory approach or system for engaging
people in setting their performance objectives and targets but also boosts their morale,
performance, and provides a jointly developed mechanism for measuring people’s performance
within a fixed time and engaging them in decision-making. At the organization level, it enhances
efficiency because it eases collaboration, coordination, alignment of objectives and
communication in department and the entire organization (Drucker, 1993, 2011; Enemuo, Odo,
Onyejiaku, & Catherine, 2021). According to Drucker, the supervisors need to undertake routine
informal and formal review of progress in the achievement of objectives to enable people reflect
on where they were before; where they are now; what they have achieved, how, when, and at
what cost; and what help they need to do better. The concepts and ideas from this theory were
used to understand the processes that study participants rely on to manage for results and support
accountability for achieving stakeholders’ results. In particular, it was valuable in understanding
how study participants set objectives, measure and report implementation progress, assess
achievements, and take appropriate action whenever they fall short of achieving set targets, how
they recognize and reward good performance and deal with poor performance, and how they
utilize the monitoring data to enhance organizational learning, decision-making, program

planning and improvement.
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Relational Agency Theory

Leaders and managers are expected to identify the right problem besetting the target
stakeholders and formulate solutions that effectively address it (Spradlin, 2019; Zsolnai, 2020).
But some of the problems that stakeholders face cannot be tackled alone due to capacity, time,
geographical, and resources ( human resources, money, materials and equipment, infrastructure,
timely and accurate information) constraints (Burkitt, 2018; Halligan, 2021; Rhodes, 2021). The
case in point is the HIV and AIDS pandemic and the current Corona-19 epidemic. Research
demonstrates that no single country or organization can mount an effective response to such
calamities, calling for a multi-sectoral and collaborative efforts with other actors (Ashraf, 2020;
Birungi & Colbourn, 2019; Diab, Metwally, & Mohamed, 2021). Similarly, in organizations,
individuals and teams are expected to deliver stakeholders’ results, yet they cannot singly do
everything that needs to be done because they cannot possibly possess all the resources,
competence, experience, and time needed to effectively implement the tasks and activities that
deliver the desired results. Thus, people depend on the goodwill and support of others to
complete assigned roles that contribute to achieving results. This implies that without the
impersonal interdependencies emphasized in relational sociology (Burkitt, 2018) , it is difficult
achieve personal objectives even if you have a well-laid out plan and personal resources and are
individually accountable (C. S. Evans, 2022).

The inability of individuals, teams, organizations, communities, or entire country to
singly address some of the problems they face demonstrates that no one is an island or exists in
vacuum. People, organizations, and countries are inextricably linked to each in more ways than

they are not. For that matter they depend on each other to marshal resources for addressing
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prevailing problems and achieve desired objectives. Relational agency theory reflects the belief

that one’s ability to pursue and achieve the desired results is inextricably linked with and
enhanced by not only working with and accepting help from others but also by the willingness
and ability of everyone in the ecosystem to effectively fulfil commitments and provide resources
that actualize impersonal interdependence (Burkitt, 2018; Guy, 2019). In view of this, relational
agency theory posits that entities should seek for and utilize others’ resources and support to
achieve their objectives, and they should equally be willing and able to respond to and provide
the needed resources and support to others to enable them do the same (Burkitt, 2018).

Burkitt ( 2018) and C.S. Evans (2022) suggest that ecosystem-wide factors support or
constrain the achievement of individual and shared objectives through impersonal
interdependencies. Citing an example of electricity, Burkitt (2018) observed that whilst one may
want to complete a report in time, if the power company does not maintain a reliable supply, he
or she cannot charge the computer, which will make it difficult to complete the assignment in
time. In that respect, success is predicated on whoever is in-charge of switching on and keeping
the power on. Similarly, the power suppliers’ ability to maintain a reliable supply depends on
other impersonal interdependences, for example, from diesel merchants, communities that
protect the supply infrastructure from vandalism. These perspectives were valuable when
exploring how participants seek help, where and from whom and how they work and collaborate
with others to ensure accountability for results. The aim was to identify the practices they use to
increase the success of service systems, programs and projects in addressing the system-wide

problems affecting the health system. I also explored how such approaches enhanced their
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capacities and willingness to seek and give sustainable support instead of engendering

dependency.

Research on multi-sectoral health efforts in Uganda reveals the tools that leverage the
resources to support a coordinated response to health challenges (Ssennyonjo, Criel, Van Belle,
Ssengooba, & Titeca, 2022), but achieving results calls for more than the tools and internal
coordination. For example, it requires systems that drive ideal behaviors that engender a culture
underpinned by strong professional values and norms (Edgeman, 2019; Sackmann, 2021);
functional management, leadership, and governance systems and institutions that not only guide
planning and execution but also control waste and abuse of resources (Edgeman, 2019; Merchant
& Otley, 2020; Merchant & Van der Stede, 2017); leaders and staff with the requisite
competencies and attributes that permit them to identify the right problem (Grimani & Gotsis,
2022; Zsolnai, 2020) and effectively make and implement appropriate decisions and
interventions ( Korn Ferry Institute, 2021; Molinaro, 2022). The right management and
leadership practices and skills have the ability and power to facilitate and coordinate all these
elements to enable teams and organizations to deliver results (Bloom et al., 2019; Detert et al.,
2022; Kouzes & Posner, 2017; The Economist, 2018; The Predictive Index, 2021). Even so, as
variously pointed out in the literature , personal and team capabilities and efforts can deliver the
expected results if the social and structural contexts are favorable (A. Bailey & Mujune, 2021,
2022; C. S. Evans, 2022). For example, though Uganda operates a decentralized health system,
the resources are controlled by the central government whose leaders distribute and allocate them
based on political patronage (Asiimwe, 2018; A. Bailey & Mujune, 2021; Rubongoya, 2018;

Ssali, 2018; Wiegratz et al., 2018). Hence, sub-national government managers have limited
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authority and resources to deliver stakeholder results as expected (A. Bailey & Mujune, 2021; D.

Mwesigwa & Oladapo, 2021). This is why understanding the context and taking a systems
outlook when analyzing problems and recommending solutions is important (Molinaro, 2020;
Shrivastava et al., 2019; Sturmberg, 2018; Zsolnai, 2020).
Leadership Skills Theory

Management and leadership skills reflect a manager’s capacity and capability to not only
make decisions and accomplish certain actions but to also appropriately fulfil his or her
underlying expectations or requirements in a manner that is satisfactory to whoever will be
evaluating the outcomes or effects of what was done (C. S. Evans, 2022; Wattis et al., 2019).
Though both management and leadership skills are important (Detert et al., 2022; Kniffin et al.,
2020; Plecas et al., 2018), there are few works that explicitly discuss management skills theories
compared to those discussing leadership skills theories, implying that there is limited theoretical
guidance in this area. A quick Google Scholar search for the former showed 38 works in 0.04
seconds. Even so, only 11out of the 38 works directly referenced some form of management
skills theory. In contrast, a similar search for leadership skills theory showed 153 articles in 0.02
seconds. Detert et al (2022) asserted that management has been eclipsed by leadership and
Mintzberg (2019) concluded it is presumed to be a sub-set of leadership, yet it is a distinct
essential organizational function (Wattis et al., 2019). This might explain why there are few
articles and books discussing management skills theory compared to those tackling leadership
skills theory.

Further review of management books and existing scholarly articles revealed a cross-

cutting administrative skills framework articulated by Robert Katz which emphasizes the
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essential skills that are pertinent to management and leadership. According to this framework an

effective administrator ought to possess generic technical, human, and conceptual skills if he or
she wishes to increase his or her ability to effectively perform and accomplish set objectives
under different conditions (Albrecht et al., 2019; Katz, 1955). Katz defined skills as the abilities
that are not necessarily inherent but can be developed through continuous training, reflection,
and practice to enable an individual to effectively perform and accomplish assigned job tasks
under different conditions. According to Katz, the technical skills enable administrators to
perform the activities that fulfil the job requirements whilst the human skills enable them to
understand, empathize, relate with, and motivate individuals and groups. The conceptual skills
enable an administrator to take a broad view and identify, consider, coordinate and integrate the
values, interests, short-term and long-term objectives of the organization and other
stakeholders(Katz, 1955). Katz perceived an administrator as someone whose role is to oversee
and supervise the activities of others and ensure that through their efforts, they achieve certain
objectives. His definition of an administrator mirrors the current views on leaders and managers
of organization (Carton, 2022; Detert et al., 2022; Kniffin et al., 2020).Thus, the administrator
needs skills to not only accomplish personal tasks but to also direct the activities of others to
deliver desired results aligned to set performance objectives. Katz’s views suggest that the skills
used to solve problems and accomplish assigned tasks reflect an individual’s mastery of relevant
knowledge and possession of appropriate experience, training, and the ability to efficiently and
effectively initiate and complete tasks and activities that are germane to a particular job or
discipline and achieve the desired outcomes. Wattis et al. (2019) caution against confusing

administration, management, and leadership because they each involve different tasks. They
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point out that administration is about doing routine tasks whilst management is about ensuring

the achievement of results even under complex conditions. In contrast, leadership defines the
purpose which provides direction to individuals and teams to pursue and achieve common goals.
Leadership also inspires and influences people to get the most out of them. In view of these
distinctions, Katz’s conceptualization of administrative skills suggests that they are more related
to management and leadership than to routine administration.

The technical skills (e.g., planning, budgeting, creativity, execution, monitoring, research,
building effective teams, etc.) refer to the understanding and proficiency in completing a
specific activity that is demonstrable through specialized knowledge, processes, procedures,
techniques, analytical capabilities, or tools that are germane to a specific job(Albrecht et al.,
2019; Katz, 1955). Human skills (e.g., building a positive work environment, managing
relationships with others, gaining consensus, effectively holding conversations with difficult
employees, building and maintaining a positive work environment, interpersonal
communication) refer to the ability to successfully relate, engage, and work with and through
people, especially the bosses, colleagues, subordinates, customers, and other individuals
associated with one’s job. Human skills manifest through people’s awareness of their beliefs,
perceptions, assumptions, judgements, behavior, actions and feeling towards others and in
evaluating the utility and limitations of their feelings [e.g., self-awareness, empathy,
accountability, communication, commitment, cooperation and delegation, empowerment,
consideration] (Katz, 1955).

Katz defined conceptual skills as the ability to visualize the entire organization,

understand the interdependence of its constituent parts and functions, especially how a change or
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challenge in any of them affects others(Katz, 1955). They also entails envisioning the

relationship between the organization with others in the same sector and market, with the
community, and how it affects or is affected by the social, economic, political, and technological
forces(Katz, 1955). Based on this understanding, the administrator is expected to think, make
decisions, and act in ways that not only maintains the integrity of the organization but also
enable it to grow, survive, thrive, and become sustainable. Katz surmised that the quality and
success of decisions is predicated on the conceptual skills of those of who make and implement
them because they determine the extent to which they visualize and consider how their decisions
affect and are affected by the different functions, the employees, and the other factors in the
organization’s operating environment and ultimately ensure direction, order, coordination, and
increased chances of success (Katz, 1955). Reflection on Katz’s perspectives on conceptual skills
suggests that they are about understanding the internal and external environment to identify
problems to address and opportunities to harness; developing personal and organizational
purpose; developing a personal vision and inspiring a shared vision; clarifying, aligning, and
living personal and organizational values, and developing appropriate strategies for action.
Furthermore, Katz’s views on the importance of conceptual skills as the unifying,
integrating, and coordinating factor that supports the growth, survival, thriving, and
sustainability of the organization imply that he embraces a systems outlook. This is evident in his
outlook on the importance of identifying stakeholders, and considering the social, political,
economic, technological, and legal issues in the operating settings. Katz’s views call for
considering how the decisions and actions of administrators and how the organization relates

with, affects, and is affected by such stakeholders and factors in the operating environment. His
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views are similar to today’s expectation from leaders and call for them to critically and

continually understand the context, the issues prevailing in the operating environment, the right
problem affecting the target population, the stakeholders that affect and are affected by its work,
and how their decisions, behavior, and actions will affect nature and future generations before
making or implementing any decisions or promoting any solutions (Chen, Dyball, & Harrison,
2020; Molinaro, 2020; Shrivastava et al., 2019; Zsolnai, 2020). Understanding the context is
important because it enables the leaders in teams and entire organization to not only analyze,
interpret, and amalgamate the information and knowledge gained into a shared purpose that
galvanizes stakeholders to pursue and achieve shared objectives but also ensure responsiveness
and adaptability the ever-changing environment and needs of customers (Hallinger, 2018;
Molinaro, 2020).

Reference to Katz’s Administrative Skills Theory (AST) was necessary in this research
because achieving results necessitates doing things to create, maintain, and transform systems,
behaviors, cultures, structures, and process, all of which require certain skillsets, beliefs, and
attitudes to plan, initiate, and implement. The AST was useful in exploring and understanding
the nature and scope of the skills that participants rely on to embody and support accountability
for results in their departments or organization.

Conceptual Framework

Following the review of theories and the relevant extant literature, a conceptual
framework was developed to guide the study (see Figure 2). In the conceptual framework, it is
argued that effective result-based leadership practices and results-driven management practices

when moderated by the personal, organizational, and structural enablers, they can positively
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influence, guide, and enable managers and leaders to develop, execute, monitor, evaluate, and

adapt interventions, systems, structures, processes, and strategies that enhance and sustain a
culture of accountability for achieving of results that matter most to key stakeholders:
employees, the organization, clients/customers and donors.

Figure 2

Study Conceptual Framework
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Cognizant of the complex, dynamic, and non-linear nature of open systems, the
conceptual framework reflects the recognition that management and leadership practices, the
enablers, and accountability for achieving key stakeholders’ results share a reciprocal
relationship, meaning that they mutually influence each other. The nature of this relationship is
depicted through the process, influence, and mutual influence lines as indicated in the figure and

legend. Studies suggest that management and leadership practices complement and influence
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each other (Adler & Laasch, 2020; Detert et al., 2022; Walsh, 2020; Wattis et al., 2019).

Management and leadership practices can influence the creation, maintenance, and
transformation of enabling factors during the process of build high-performing teams and
creating a culture of accountability for results (Curry, 2022; Molinaro, 2020; Shore, 2020; Wattis
et al., 2019). When this happens, the resultant enablers represent the desired outcomes from the
management and leadership practices, which reflects good organizational health (Bloom, Lemos,
et al., 2020; Palmer & Schaninger, 2018; Zanda, 2018). Correspondingly, the enabling factors
can mutually influence the nature and direction of the management, leadership, and
accountability practices at the individual, team, firm or organization levels (B. R. Allen &
Bosworth, 2022; Bloom, Lemos, et al., 2020; Edgeman, 2019). Such mutually influencing
relationships recognize that open systems seek, take in, and respond to information in their
environment and adapt accordingly (B. R. Allen & Bosworth, 2022; Sturmberg, 2018; Zsolnai,
2020). They also reflect the distributed nature of leadership and the interdependence between
managers and their team members (Chatwani, 2018; Hurwitz, 2018). The details and dynamics
of the components of the conceptual framework are discussed below.
Results-Based Leadership Practices

Ulrich et al. (1999) asserted that effective leadership is results-based, stakeholder-
oriented, and manifests in four broad leadership practices, namely: setting direction, mobilizing
commitment, demonstrating character, and building capabilities. As a stakeholder-oriented
process, effective leadership is expected to understand and meet the needs of employees, the
organization, customers, and financiers in a balanced manner. Each of the four broad practices

has specific micro practices that work together to produce balanced key stakeholders’ results (see
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Table 1). Recent leadership and management research also affirms these leadership practices

when it points out that effective leadership defines the purpose [sets directions]; inspires and

influence staff [building commitment and increasing motivation]; teaches, guides, coaches, and

supports employees to develop and exemplify the appropriate attitudes, values, behaviors, and

skills [building individual capabilities] that facilitate the accomplishment of individual and

collective performance results (Detert et al., 2022; Kniffin et al., 2020; London, 2019; McKinsey

& Company, 2022; Petriglieri, 2020; Walsh, 2020).

Table 1

Ulrich et al.’s Leadership Practices That Support Achieving Key Stakeholders’ Results

Broad Practices

Micro/specific practices

Set direction

Mobilize individual commitment

Engender organizational capability

Demonstrate personal character

Understand external events

Focus on the future because it is more important than the
past

Turn vision into actions that achieve desired results

Build collaborative relationships that enable the
achievement of shared goals

Share power and authority to increase ownership
Manage attention to focus people’s effort and energy
Build organizational infrastructure

Leverage diversity

Deploy teams

Design human resources systems

Make change happen

Live values by practicing what is preached

Have and create a positive self-image

Possess cognitive ability and self-charm

Source:(Ulrich et al., 1999, pp. 7-13)

Effective leadership goes beyond inspiring and influencing internal organizational

stakeholders to leverage the energies, efforts, goodwill, purpose, relationships and networks of
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external stakeholders as well. It entails working with multiple stakeholder to collectively create

the conditions and environments that support identifying the right problems to solve, acting
positively and collectively to address the problem, and engender innovative and sustainable
solutions that ensure lasting and positive social, economic, and environmental value to current
and future generations (Adler & Laasch, 2020; Liu, 2020; Molinaro, 2020; Zsolnai, 2020; Zu,
2019). Leaders rely on externally-oriented leadership behaviors to not only explore and
understand the problems and opportunities in external environment but to also identify
possibilities for multi-stakeholder collaboration and coordination with other actors to effectively
confront the challenges that cannot be tackled singly due to resource and capacity constraints
(Rhodes, 2021; Ssennyonjo, Belle, et al., 2022; Ssennyonjo, Criel, et al., 2022; Yukl, 2008,
2012; Yukl et al., 2019).

Other scholars characterize such efforts and initiatives as responsible management and
leadership because they not only seek to increase opportunities for providing services and
products that are valuable to society but to also improve chances of restoring broken
businesses, economies, and organizational systems, ultimately making society to thrive in new
and positive ways (Adler & Laasch, 2020; Carroll et al., 2020). Unlike in the past when the
quantitative results counted the most, today, the qualitative changes in the lives of beneficiary
populations and communities that are attributable to policy and program interventions also
matter, including explanations for how such results were achieved, whose results are achieved
the most or not achieved, how and why (Carton, 2022; Luecking & Weaver, 2022; Marston,
McGowan, Boydell, & Steyn, 2020; Swartz, 2019). Moreover for such results to count as

valuable to individuals and society, they should also be created and maintained in organizations
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presided over by leaders and managers who exemplify moral and ethical decisions, behaviors,

and actions that abhor discrimination in all its forms and consider the survival and sustainability

of future generations (Adler & Laasch, 2020; Shrivastava et al., 2019).

Similar to Ulrich and colleagues, this study considered the employees, the organization,
the customers, and the donors as the key stakeholders. Ulrich and colleagues surmised that
leadership is results-based if it not only creates organization systems that engender accountability
for and delivery of key stakeholders’ results but also builds a culture that transforms and sustains
the ability of the organization to continuously grow, thrive, survive and become sustainable.
Ulrich and colleagues further averred that leadership focused on achieving stakeholders’ results
meets four criteria (Ulrich et al., 1999, p.30):

e balanced because it seeks to achieve results for all four stakeholders. It does so through
allocating not less than 10% or more than 60% time to achieving results for each stakeholder,
and the total for the four stakeholders should equal to 100%;

e strategic because it seeks to achieve results linked to the overarching strategy of the
organization, meaning that it starts with defining the purpose, overarching goals, and top
priorities of the organization;

e lasting because it focuses on both short-term and long-term priorities for the stakeholders;
and

o selfless because it seeks to achieve stakeholders’ results and not the interests of the leaders
and managers.

RBL is informed by several leadership theories, signifying that explaining certain

concepts involves multiple perspectives. For example, the view that leadership that produces
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results is selfless aligns with transformational leadership theory which posits that effective

leaders motivate others to do more than expected by raising their awareness , inspiring them to
transcend personal interests and instead focus on pursuing shared team and organizational goals
(Ng, 2017). The behaviors, style, systems, and processes used by leaders represent the
leadership practices they routinely rely on to influence team and organizational performance and
achieve results (Goleman, 2017; Kouzes & Posner, 2017; McKinsey & Company, 2022). Thus,
Ulrich et.al’s (1999) four broad leadership practices align with the style, process, and behavior
theories of leadership (Yukl et al., 2019). Yukl et al. (2019) noted that effective leaders rely on
relations-oriented, task-oriented, change-oriented behaviors, and externally-related behaviors to
increase organizational effectiveness. The practice of understanding the external context aligns
with the externally-related behavior which entail networking to understand the context and glean
intelligence on opportunities and risks (Yukl, 2008; Yukl et al., 2019).

The practice of demonstrating character aligns with the personal values and authentic
leadership theories (Maio, Hanel, Martin, Lee, & Thomas, 2020; Sagiv & Schwartz, 2022). This
study utilized concepts from the RBL framework and the flexible leadership behaviors theory to
analyze the behaviors that support accountability for results. Flexible behaviors are amenable to
the complex, dynamic, and adaptive contexts that characterize health organizations and social
systems (Brazer, Bauer, & Johnson, Jr, 2018; Hoch & Bentolila, 2021; Sturmberg, 2018). Ulrich
et al’s (1999) ideas on leadership practices and propositions from the flexible leadership theory
were valuable in analyzing and interpreting participants views, perceptions, and opinions related
to Research Question (RQ) 3. Utilizing the RBL framework, it was possible to identify the

leadership practices that the study participants have developed, used, and found successful in
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supporting accountability for achieving key stakeholders’ results in Uganda’s HSOs. Concepts

from the flexible leadership theory were also used to explore and understand the performance
determinants, situation variables, and leadership decision and actions that affect accountability
for stakeholders’ results.
Results-Driven Management Practices

Results-driven management practices are credited with enhancing and sustaining
individual, team, and unit performance and increase productivity in health organizations,
business and manufacturing organizations alike (Bloom et al., 2021; Bloom, Lemos, et al., 2020;
Bloom, Mahajan, et al., 2020; Brough, Daniels, & Gardiner, 2022). Research by Nicholas Bloom
and colleagues reveals that successful management practices cluster around four broad practices:
operations management, people management, performance monitoring, and target
monitoring(Bender, Bloom, Card, Van Reenen, & Wolter, 2018; Bloom et al., 2021; Bloom,
Mahajan, et al., 2020; Scur et al., 2021a). Successful organizational management is predicated on
effective and efficient people management which reflects the ability to attract, recruit, develop,
and retain individuals with the right mindsets and skills to develop and execute appropriate
interventions and systems that create sustained results (Akduman, 2022; Bloom, Lemos, et al.,
2020; Hatipoglu, 2022; Sahin, 2022).Effective people management involves forecasting the right
number needed in the different unit of the organization , determining and measuring their
workload, monitoring , measuring and reporting their performance and determining how much it
costs to maintain them (Islek & Beylik, 2022; Suklum & Ozturk, 2022). Other studies reveal that
management practices cluster around eight categories: (i) forecasting and planning—developing

an annual budget and operational plan (Barth & de Beer, 2018; Suklum & Ozturk, 2022;
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Zietlow, Hankin, Seidner, & O’Brien, 2018), (ii) setting individual and team performance targets

and plans that are aligned with the overall strategy of the organization and annual operational
plan (Barth & de Beer, 2018; Hatipoglu, 2022), (iii) monitoring and measuring performance
(Barth & de Beer, 2018), (iv) managing people (Hatipoglu, 2022; Islek & Beylik, 2022; Sahin,
2022), (v) financial management (Pecaric, 2020; Zietlow et al., 2018), and (vi)community
engagement (vii) risk management and compliance (Bracci, Mouhcine, Rana, &
Wickramasinghe, 2021; Eckmaier et al., 2022; Hunziker, 2021; National Institute of Standards
and Technology [NIST], 2018); and (vii) implementation or execution (Curry, 2022; Ulrich,
Smallwood, & Hanson, 2022; Vasbinder, 2022).

The successful implementation of such management practices not only creates order,
organization, and improves control and coordination but also augments organizational health and
makes it easy to hold individuals and teams accountable for results (Blank, 2020; Curry, 2022).
These practices were compared and contrasted with what this study’s participants use to support
accountability for the results in their teams and organizations.

Enablers

Research shows that the extent to which leaders can develop, implement, monitor,
evaluate, and adapt results-based management and leadership practices is predicated on multiple
individual, organizational, and structural factors (Asiimwe, 2018; Ellehave, Burns, & Ulrich,
2022; Mukuru, Kiwanuka, Gibson, et al., 2021; Mukuru, Kiwanuka, Gilson, et al., 2021;
Wiegratz et al., 2018). The most enduring factors relate the leaders’ personal qualities and
characteristics, collectively referred to as attributes. They include who one is as an individual

(i.e., values, character, and intentions/motives), what he or she knows (i.e., knowledge, skills,
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and abilities), and what he or she does [i.e., behavior, habits, style, and competencies]

(Smallwood & Ulrich, 2019; Ulrich et al., 1999).Lately, there is growing interest in what is
unique or extraordinary to the extent that workplaces prefer workers who exhibit skills,
competencies, and mindsets that add value by delivering distinctive outcomes (Reckwitz, 2022).
Extant literature suggests that attributes reflect a leader’s unique and enduring qualities and
characteristics that enable him or her to emerge as leaders to lead, control, embrace self-
discipline and inspire, direct, empower, coordinate, engage and align others’ efforts and energies
to produce sustained results that matter to them and/or other key stakeholders (Ahmad & Loch,
2020; Antonakis & Day, 2018; Bracht, Keng-Highberger, Avolio, & Huang, 2021; Clear, 2018;
Kniffin et al., 2020; Melyoki et al., 2018; Walsh, 2020). Plecas, Squires, and Garis (2018)
characterized the personal qualities and characteristics (i.e., the character, integrity, ethics, and
values) of an individual leader as his or her inner core that enables him or her to make and
implement ethical and altruistic decisions and actions that create effective positive individual
and organizational changes that delivers lasting value not only in the right way and right
proportions but also for the right reasons and at the right time. Moran and Lennington (2022)
argue that personal attributes determine the extent to which an individual takes ownership for his
or her actions and accepts responsibility for how such actions produce or fail to produce the
desired outcomes.

Even so, Bracht, Keng-Highberger, Avolio, and Huang ( 2021) emphasize that whilst
personal attributes are essential in predicting and determining a leader’s ability to mobilize,
organize, inspire, and engage others to cooperatively work together to accomplish shared goals,

their success or failure is mediated by the external social and structural factors. As discussed in
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the section on structural factors, such issues not only lead to the emergence and acceptance of

individual as leaders in groups, teams, and organizations but also provide resources and create
the environment and conditions that support or constrain performance and accountability for
results(A. Bailey & Mujune, 2021; Bracht et al., 2021; Kasim, 2018). The absence or deficiency
of any of such factors constitutes a barrier that constrains or lowers the ability and obligation of
leaders to not only pursue and achieve the desired results but to also explain and justify their
conduct to those who delegated to them the responsibility and/or those affected by the activities
and services of the organization (Crossan et al., 2022; Maggetti & Papadopoulos, 2022;
Schillemans et al., 2022).

Hence, the enabling personal, organizational, and structural factors represent the
determinants and predictors of the extent to which leaders can through their practices create,
maintain, and transform systems and culture to enable, guide, support, and sustain ideal
behaviors for executing tasks and activities that contribute to the achievement of the desired
results (B. R. Allen & Bosworth, 2022). The ideal behaviors ensure that individuals and teams
not only efficiently and effectively deliver against set performance goals but to also the
employees thrive[i.e., become energized, learn and develop capabilities] and the organization
plus its services or products grow and remain relevant (B. R. Allen & Bosworth, 2022;
Crawford, Dawkins, Martin, & Lewis, 2018; Marin-Zapata et al., 2022; Molinaro, 2020;
Wernsing, 2018). In essence, they are the key factors that influence, guide, and support the
development, implementation, and monitoring of results-driven management, leadership, and
accountability practices and other elements that affect strategic project and organizational

leadership and management as explained below.
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For example, Brathwaite (2018) claimed that the availability of relevant resources,

competencies, capacity and capabilities not only influences organizational learning but also the
characteristics and context that impact strategic implementation and achievement of strategic
outcomes. Even so, there are no permanent or universal approaches to leading and managing
organizations in today’s dynamic world but evidence-driven guides and insights that inspire on-
going curiosity (Gino, 2018; S. Harrison, Pinkus, & Cohen, 2018) and adaptability (Champagne,
Gaudreault, & Moira, 2020; Uhl-Bien & Arena, 2018). This is because what works today may
not work the next day due to the dynamic and ever-changing context and circumstances
(Sturmberg, 2018). In other cases, what is a competitive advantage today may become a
disadvantage tomorrow, calling for flexibility, continuous study and adaptability to the ever-
changing context (Hoch & Bentolila, 2021; McKinsey & Company, 2022; Molinaro, 2020).
Moreover, in other situations what works for one organization may be a disadvantage to the other
depending on the context and capabilities (Brathwaite, 2018; Hallinger, 2018). Furthermore,
opportunities arise as others are vanishing, calling for different ways of viewing, thinking about
and doing things. Such ways seeing, perceiving, and doing can arise and blossom if managers
have the requisite qualities and characteristics and favorable internal organizational and external
conditions and environments. In other cases, things may not change unless there are effective,
resilient, and foresighted leaders and managers that not only engage and motivate others to act
on them but also build the skillsets and mindsets that drive transformation and adaptation (Curry,
2022; Kane, Nanda, Phillips, & Copulsky, 2021; Vullings & Christie, 2021). Hemerling, Lovich,

Grice, and Werner (2020) assert that leaders who will lead and support future transformations
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and adaptation will need to concurrently utilize their head, heart and hands because the

prevailing and anticipated context demands such an outlook.

In the ensuing sections, I discuss the personal factors that underpin the management,
leadership, and accountability practices that drive the achievement of stakeholders’ results.
Personal Factors
Self-1dentity and Purpose

Ulrich et al (1999) asserted that a leader’s attributes reflect who he or she is (i.e., his or
her values, character and motives). Other commentators argue that people’s identities shape their
goals, behavior, cognitions, and outcomes because they provide a lens through which they
perceive and understand their experiences and environment (Clear, 2018; Shaughnessy & Coats,
2019). This suggests that the practices leaders enact are inextricably linked to their personal
identities. Clear (2018) asserts that who the individuals wish to become and want to achieve
[outcomes] are so important in driving what they do, how, and when. Viewed through the
purpose lens, people’s drive to achieve results is predicated on their why, that is, what they
would like to see for themselves or others[their why/purpose] (Gast et al., 2020). Purpose is
important for leaders and leadership because it engenders self-awareness, respect for others,
morality and ethics, vision, understanding and clarifies the vision and direction (Gast et al.,
2020; Wattis et al., 2019). Self-awareness enables individuals to understand their strengths and
limitation, especially their emotions and how they affect them and others around them (Goleman
et al., 2017; Shaughnessy & Coats, 2019; Wernsing, 2018). These perspectives suggest that an
effective leaders’ ability and willingness to pursue and achieve desired results is driven by who

they are [values, character](Ulrich et al., 1999), who they wish to be [beliefs, world view, self-
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identity] (Clear, 2018) and their why (Gast et al., 2020; Zu, 2019) ; what they know and can do

[competencies, knowledge, and skills] (Ulrich et al., 1999); what they actually do [ behaviors,
habits, styles, systems] (Clear, 2018; Ulrich et al., 1999); and what they desire to achieve
[results/outcomes] (Clear, 2018; Ulrich et al., 1999). This implies that the nature and direction of
the management and leadership practices that leaders and managers use to pursue goals and
support accountability for results is influenced by their purpose, that is, who they wish to be or
value they wish to derive from what they do.

This further implies that setting goals and igniting the desire to pursue and achieve them
is complete if individuals understand and internalize why what they do matters to them and
others. This is because purpose personifies who people and organizations are , wish to become
(self-identity) or wish to feel and see someday, which in turn drives their intentions, mindsets,
behavior and propensity to develop and apply their know-how to pursue and achieve goals
(Adler & Laasch, 2020; Clear, 2018; Gast et al., 2020). Hence, to sustainably inspire
performance and achievement of desired results, it helps to understand, tap into, and leverage
why people wake up every to come to work and elect to stay with the organization with high
levels of commitment, engagement, motivation and performance (Brazer et al., 2018; Detert et
al., 2022).

Competencies

Though various researchers define competencies differently, Marin-Zapata et al.'s (2022)
work indicates that they refer to the enduring and unique characteristics of a person which
increase his or her ability to achieve superior performance in a job. More research shows that

competencies are multi-dimensional and manifest in people’s motives, traits, knowledge, skills,
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and self-concepts such as core values, beliefs mindsets, and self-image (Clear, 2018; Moran &

Lennington, 2022; Vainieri, Ferre, Giacomelli, & Nuti, 2019). Possessing the relevant
knowledge and skills is instrumental in defining the strategic vision, the developing short-term
and long-term plans, and in effectively communicating them to employees and other
stakeholders (Piney, 2018; Project Management Institute, 2021; Shore, 2020; Vainieri et al.,
2019). An individual’s self-concept and traits represent the differentiating factors that enable
him or her to develop and utilize appropriate skills, knowledge, culture, and systems that drive
superior performance and achieves desired results (Clear, 2018; McAllister, Mackey, Ellen III, &
Alexander, 2023; Moran & Lennington, 2022). Individuals who are weak in personality traits
such as agreeableness and conscientiousness are more likely to engage in deviant workplace
behavior than those who are strong on such traits (McAllister et al., 2023). Deviant workplace
behaviors such as corruption, theft, misuse and abuse of organization propriety, physical and
emotional abuse of others are associated with poor productivity and inability to achieve results
(McAllister et al., 2023). Unlike knowledge and skills that are easy to change through training,
experience, and practice, the differentiating factors (i.e. a person’s self-concept and traits) take
long to change and require relentless practice (Clear, 2018; Goleman et al., 2017; Plecas et al.,
2018). This explains why successful organizations take time to thoroughly screen staff , select,
develop, and retain those who possess the right differentiating factors that sustainably support
achieving results (Curry, 2022).

In relation to leaders and leadership, studies on human resources professionals reveal that
possessing certain competencies delivers value to different stakeholders. For example,

possessing competencies such as “paradox negotiator, strategic positioner, culture and change
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champion, total reward steward, compliance manager, and credible activist” enhance the

achievement of organizational outcomes such as profits, productivity, customer satisfaction,
regulatory compliance, development of new products and attraction of competent personnel
(Ulrich et al., 2017a, p.42). Similarly, the competence of “credible activist” increases a
manager’s ability to create meaningful relationship which enhance personal effectiveness in
driving motivation, engagement, and commitment among other staff, improving performance
and retention (Ulrich et al., 2017a. p.40). Furthermore, the competence of execution enables the
manager to facilitate change by creating systems that drive behaviors and a culture that support
timely decision-making, innovation, and implementation of strategies and action plans (B. R.
Allen & Bosworth, 2022; Ulrich, 2019; Ulrich et al., 2022). Research by Goleman et al. (2017)
reveals that leaders who possess and embody emotional and social intelligence leadership
competencies such as self-awareness (i.e., emotional self-awareness), self-management (i.e.,
emotional self-control, adaptability, achievement orientation, positive outlook) social awareness
(i.e., empathy, organizational awareness) and relationship management (i.e., ability to influence,
coach and mentor, manage conflict, enable teamwork and exemplify inspirational leadership) are
not only adept at identifying and dealing with their strengths and limitations and those of others,
but they are also proficient at getting along with diverse groups of people, which makes them
excel in engaging, motivating, inspiring, and influencing them to pursue and achieve shared
goals. This implies that it is easy for such individuals to initiate and execute leadership practices
such as building commitment and demonstrating character because they are endowed with or

they have improved the ability to do so.
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Skills

Ulrich et al (1999) noted that skills influence the attitude, decisions, choices, behavior,
performance and ability of leaders and managers to deliver results. Hard and soft skills are
particularly important to leaders and managers because they enable them to efficiently and
effectively complete assigned tasks and relate well with others to leverage their support, skills,
energy, and resources when completing personal and team performance targets(Peter & Gomez,
2019; Sopa et al., 2020; Wattis et al., 2019). The skills not only increase the leaders’ abilities and
capabilities to cope with and navigate the ever-changing work context but also enable
individuals, teams, and organization do idem and achieve desired results. Successful
organizations are adept at attracting the right individuals, workforce, and making people
investments that enhance and sustain the skills that can deliver targeted results( Ulrich, 2020).
Attracting, developing, and retaining workers with the right skills is important because talent
management demands that the right people with the right skills should be placed in the right
positions, in the right jobs, at the right time (Ulrich, 2020). This ensures that individuals and
team members with the right skills are assigned the tasks that need to be done.

Research shows that soft skills are vital to the ability of leaders to work with and through
others because they enable them to effectively identify staff with appropriate attributes (i.e.,
commitment, motivation, engagement, growth mindsets) or develop them to enhance the
achievement of desired results (Billingsley, Lipsey, Burnette, & Pollack, 2021; Canning et al.,
2020; Dweck & Yeager, 2019; Goleman, 2017; Gottfredson & Reina, 2021; Marin-Zapata et al.,
2022; Ulrich, 2020; Yeager et al., 2022). Even so, there are no unanimous lists of soft skills

because people face different problems, work in unique contexts, and undertake varied tasks,
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calling different skills and support(B. R. Allen & Bosworth, 2022; Ulrich, 2020; Ulrich et al.,

2017a; Ulrich, Kryscynski, Ulrich, & Brockbank, 2017b). Nonetheless, findings from
accountability, management, and leadership research suggest that the intrapersonal skills that
support or constrain individual performance include: emotional self-awareness, intrapersonal
accountability, self-leadership, self-control, personal goal setting, introspection, decision-
making, willingness to seek and take performance feedback, adaptability, continuous learning,
transparency, consistency, authenticity, and self-identity (Bracht et al., 2021; Brees et al., 2020;
Choi & Johnson, 2022; C. S. Evans, 2022; Franken, 2019; Goleman, 2017; James & Bennett,
2020; Marques, 2017). In particular, research emphasizes that whilst self-accountability is not
aggressively emphasized and promoted , it holds the key to sustainable performance
improvement and achievement of stakeholder results because it is self-driven and maintained by
personal values, morals and ethics (Brees et al., 2020; C. S. Evans, 2022; Ghanem & Castelli,
2019a, 2019b). The centrality of personal values in influencing people’s beliefs, decisions,
behavior and actions is discussed in the ensuing section.

The interpersonal skills that enhance team and organization performance include:
collaboration, coordination, conflict resolution, ability to work in diverse teams, social
awareness, building trust-enchaining relationships, effective communication, peer and felt
accountability (Ahmad & Loch, 2020; DeMichele, 2020; Detert et al., 2022; Goleman, 2017;
Maggetti & Papadopoulos, 2022; Marin-Zapata et al., 2022; Wernberg, 2020). For example,
research revealed that human resources professional who were skilled at creating meaningful and
trust-enhancing relationships were more likely to be invited to the decision-making table where

they are more likely to not only extend their influence but also learn other skills and mindsets
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that deliver value for different stakeholders (Ulrich et al., 2017a). Noteworthy, peer

accountability skills entail monitoring adherence with ideal behaviors and norms and providing
constructive feedback to others to influence them to do the right things, in the right proportion,
and at the right time (Kou & Stewart, 2018; Stewart, Snyder, & Kou, 2021; Wernberg, 2020). In
this sense, peer accountability is not merely an interpersonal skill, but a practice and a system for
driving ideal behaviors and norms that support the achievement of shared goals in groups.
Reflection on how different commentators frame the importance of effective
communication suggests that its utility not only lies in the ability to communicate in writing or
verbally but also in listening attentively, paying attention to details, and willingness to take
feedback and change for the better, particularly becoming more engaging, mindful, and socially
connected with team members. Mintzberg (2019) and Shore (2020) assert that effective
communication enables the manager to frame issues, share and obtain valuable information, and
schedule activities in a timely manner to enable people plan, execute, and monitor their
commitments. Ahmad and Loch (2020) argue that whilst coordination is often viewed as a
management skill or function, the utility of leadership is predicted on its ability to mobilize and
coordinate collective effort. Thus, it is as a much a management skill and function as it is a
leadership one because leaders who embody it, easily build commitment and create the
conditions and environments that foster performance (Ahmad & Loch, 2020; Ulrich, 2019). To
increase human connections, it is recommended to embrace vulnerability as crucial intrapersonal
and interpersonal soft skill that enables managers to be themselves and replace professional
distance with uncertainty, risk, and emotional exposure. Embracing vulnerability makes others

open up and increases social connections and increase trust for the leader (L. Bailey &
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Mclntosh, 2020; Crawford et al., 2018). Extant literature further suggests that a leader’s success

and sustained relevance in learning skills, and implementing appropriate practices and taking
appropriate decisions depends on embracing a certain mindset(Kottler, 2018). First, is to
honestly admit what he or she does not know or understand. Second, is to acknowledge that the
skills that worked in one context may not work in another and invest in continuous learning and
development (L. Bailey & Mclntosh, 2020; Kottler, 2018; Peter & Gomez, 2019). Leading
people and managing an organization are complex and multifaceted undertakings that call for
continuous learning because their dynamics are unpredictable, change continuously, and difficult
to know upfront or fully grasp at once (Kottler, 2018).
Personal Values

People’s values and character often receive limited attention, yet they have a huge impact
on not only their motives and ability to make and fulfil commitments and promises that are vital
for accountability process but also on their ability and willingness to learn, change, transcend
personal interests and support solutions that generate lasting value for the organization, nature,
and future generations ( Seijts et al., 2019;Seijts & Gandz, 2018; Zsolnai, 2020; Zsolnai &
Flanagan, 2019). Values drive people’s intentions, motives, and attitudes, determining whether
they will make self-serving decisions and choices or undertake work behaviors and actions that
contribute to achieving goal that do not harm them, others, nature , or future generations
(Askeland, Espedal, Lovaas, & Sirris, 2018; C. B. Miller, 2022; Sagiv et al., 2017; Shrivastava et
al., 2019; Zsolnai, 2020). For example, a recent study in Uganda revealed that due to the selfish
motives, a small clique of the elite in Uganda’s health system chose to develop maternal and

child health standards and procedures instead of a policy that would guide appropriate
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interventions that could avert maternal and child mortality (Mukuru, Kiwanuka, Gilson, et al.,

2021). This action not only affected Uganda’s ability to meet targets for the Millennium
Development Goal 5 but also led to wastage of resources on make-believe interventions and
continues to cause avoidable daily death of 300 children and 20 mothers maternal (Edwards,
2018; Mukuru, Kiwanuka, Gilson, et al., 2021). The reported high levels of corruption in
Uganda’s health sector are driven and sustained by selfish values, which have prevented the
development of a health system that provides quality services for all (Kwemarira et al., 2019).
Selfish personal values also manifest in the interests and objectives inherent in the neoliberal
policies promoted by World Bank and the International Monetary Fund. Instead of supporting
Uganda’s government to improve and strengthen public services, the policies seem to have
engendered corruption and intensified elite capture (Asiimwe, 2018; Nystrand & Tamm, 2018;
Ssali, 2018). Molinaro (2020) surmised that unclear or inconsistent personal and organizational
values inhibit teamwork and make it difficult to create and sustain a culture of high performance
and accountability for results across the organization, stunting growth and the ability to deliver
against performance goals. The commonly cited values that high-impact and results-oriented
leaders and managers tend to live by that help them exhibit socially and morally acceptable
attitudes, decisions, behaviors, and actions are integrity, respect, trusting others and being
trustworthy, commitment, honesty, responsibility, transparency, consistency, fairness, empathy,
compassion, availability, patience, accessibility, dependability, introspection, mindfulness,
persistency, consideration, ownership, and contribution, to name just a few of the ideals that
guide them (Askeland et al., 2018; Ghanem & Castelli, 2019b; C. B. Miller, 2021; Seijts &

Gandz, 2018). In particular, mindfulness is perceived to be more than a value and conceived as a
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leadership competency, spiritual, and mental technique that drives and sustain self-awareness,

self-control, self-discipline, purpose, self-leadership, living in the now, consideration, and focus,
key attributes that are essential in decision-making; evaluating, setting, and pursuing individual
and shared goals (S. K. Dhiman, 2021).
Personal Character

Effective leadership practices are associated with personal character (Byrne et al., 2018;
L. J. Walker, 2020) The Project Management Institute (2021) asserts that character is the
foundation of leadership influence without which leaders cannot inspire, guide, and motivate
others to collaborate and commit to pursuing shared goals. Character is a combination of virtues,
values and personal traits. Virtues are the moral and ethical behaviors that typify exemplar
leadership and personality (Crossan et al., 2022; Crossan & Smith, 2019; C. B. Miller, 2021,
2022; Seijts et al., 2019). Virtues include personality traits such openness and resilience and can
manifest in people’s sacrosanct personal values, for example, fairness, honesty, compassion,
integrity, self-control, courage, prudence, accountability, and fidelity (Collis & Anand, 2021;
Mercel Meyer & Sison, 2020; Witvliet et al., 2022). Individuals who lack personal character tend
to be deficient in accountability and morality, which shows in how irresponsible, negligent,
corrupt, inconsiderate, dishonest, intolerant, and selfish they tend to be (Crossan et al., 2022; D.
I. Walker, 2019; L. J. Walker, 2020). Such individuals behave like that because they do not
think, believe, or feel that they are liable or answerable for anything (e.g., decisions, behaviors,
or actions) or to someone [i.e., to self, peer, supervisor, or others in society] (Aithal, 2021).

Ultimately, such individual rarely regret or feel ashamed of their decisions, choices, and
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behaviors, even if they harm them and others, the environment, or future generations (

Shrivastava et al., 2019; L. J. Walker, 2020; Zsolnai, 2020).

From a behavioral and habits analysis point of view, such people’s self-identify might be
the fundamental problem (Clear, 2018; Shaughnessy & Coats, 2019). This is because there is a
reasonable chance that such individuals have made unaccountable choices and decisions for a
long time to the extent that they currently identify themselves as unaccountable individuals who
always don’t make considerate decisions, and they don’t need to because they believe they are
right in continuing to do what they do and how they do it (C. S. Evans, 2022; Maggetti &
Papadopoulos, 2022). Research suggests some individual fail to positively change their
behaviors and attitudes because they enhance their position, identity, or rank within the team
(Kerns, 2021; Madden, Reed, & Reed., 2021; McAllister et al., 2023). Such individual become
attached to their ranks, offices, or accustomed to behaving uncourteously to others that whenever
they contemplate changing for the better, they think and feel others won’t fear them or fail to
respect their space and privacy. Clear (2018) asserts that people’s beliefs— their world view,
self-image, and judgments about themselves and others— predict and determine the extent to
which they can and will change their behavior because they reflect what they believe to be true
and who they wish to become.

Personal Behavior

People’s behavior is fundamental to all human activities, including leadership,
management, and accountability practices (B. R. Allen & Bosworth, 2022; Plenert, 2018), yet it
remains an ambiguous and complex construct that is subject to multiple meanings and debates

depending on the field of whoever is discussing it (Calhoun & Hady, 2021; Henriques &
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Michalski, 2020; Madden et al., 2021). Moreover, behavior change takes time, requires prior

rigorous preparation, peer and social support and its successful execution is limited if not
backed by a growth mindset, persistence, and adaptation (Church & Dawson, 2018; Madden et
al., 2021; Moran & Lennington, 2022). Moran and Lennington (2022) argue that the adoption of
context-appropriate behavior is usually the major determinant of success than the circumstances
that individuals face or the resources that they have or can access. This is because two
individuals can face the same opportunities or circumstances, yet one will fail and the other will
thrive based on how he or she behaves. This implies that the nature, direction, and timing of
one’s behavior matters a lot when it comes to creating enduring change, pursuing greatness, and
enacting performance practices. In relation to accountability, moral behaviors are important
because they reflect wise, thoughtful, and ethical decisions and actions.

When discussing leaders’ individual approaches to managing and achieving the desired
sustainable results, it is important to distinguish behavior from performance (Kerns, 2019a). This
is because behavior is any observable activity that may or may not produce the desired results,
but performance is a series of actions targeted at producing specific results. This implies that
results-driven behaviors are not any action but a series of specific and intentional tasks,
activities, and processes that have a reasonable chance of achieving specific results (Barth & de
Beer, 2018). Some commentators claim that one of the indicators of such behaviors is the
organization culture, that is, the way people down and up the hierarchy think, make decisions
and choices, act and interact daily each other and others in the external environment (Devane,
2018; Molinaro, 2020; Sackmann, 2021). Organizational culture represents and reflects the

internal environment of the organization which determines how key stakeholders’ results will be
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achieved and sustained over time. Culture not only manifests in the organization’s values,

beliefs, norms, and artefacts (Barth & de Beer, 2018; Mbau & Gilson, 2018), but also in the
growth mindset and the responsible decisions, choices, attitude, and actions exhibited by
employees down and up the hierarchy which are in the best interest of the organization and seek
to achieve organizational objectives (Dweck, 2019; Dweck & Yeager, 2019; Merchant & Van
der Stede, 2017) and create lasting value to ecosystems, people, communities, non-human
creatures, and future generations (Zsolnai, 2020).

The effective task-related behaviors include individual and team planning to not only set
performance targets but also identify the resources needed, potential barriers, evaluate options,
and likely sources of support (Curry, 2022; Hawkes & Spedding, 2022; Nethravathi, Maiya, &
Aithal, 2022) and consistent execution and timely work performance coupled with regular and
transparent communication and weekly , monthly or quarterly progress and performance review
meetings (McCarthy, 2019; Merchant & Van der Stede, 2017). The effective relations-behaviors
include accepting and taking ownership and responsibility for tasks, decisions, and their
outcomes, which makes someone amenable and dependable (McCarthy, 2019; Molinaro, 2020);
collaborating, coordinating, and cooperation with others to achieve shared goals and committing
to keeping promises (Ahmad & Loch, 2020) and creating a sense of camaraderie among staff up
and down the organization hierarchy so that they feel a sense of belonging, connectedness
support, and intrinsic motivation, making the organizational environment conducive for work
socialization, and forming dependable relationships (Gartenberg & Serafeim, 2020; Hunsaker &
Knowles, 2022; Petriglieri, Ashford, & Wrzesniewski, 2018; Sherief, 2019). Molinaro (2020)

asserts that truly accountable leaders display five behaviors: “holding others accountable for high
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standards, tackle tough issues and make difficult decisions, communicate the strategy across the

organization, express optimism about the company and the future, and display clarity about
external trends in the business environment” (p.61). Similarly, Tate, Pantalon, and David (2022)
observe that accountability behavior manifests in not only creating clarity about the tasks that
needs to be completed and by whom, why the task needs to be done, and ensuring that the right
people with the commitment and competencies have been selected to undertake and support the
tasks but also embracing vulnerability and taking ownership for the outcomes. These
perspectives suggest that through their behaviors, leaders and managers at all levels can set high
performance and accountability standards that others want to emulate to not only achieve high
performance but also solely responsible for the outcomes. The behaviors of leaders, directly
harness people’s talent, energy, and motivation and cause them to be accountable and utilize
their potential to produce the desired stakeholder outcomes. A leader’s behaviors also indirectly
inspires and influence people to not only commit their energy and other resources but also align
their interests to the achievement of shared goals provided leaders across the organizational
hierarchy role model integrity, ethics, transparency, selflessness, honesty (Kottler, 2018; Project
Management Institute, 2021; S. G. Schwartz, 2018) and promote innovation and adaptability
(Kane et al., 2021).
Organizational Factors

Research shows that the ability to develop, implement, monitor, evaluate and adapt
effective management and leadership practices, drive performance and support accountability for
results is based on several internal organizational factors: Purpose, capabilities, resources,

culture, and systems (B. R. Allen & Bosworth, 2022; Gartenberg & Serafeim, 2020; Gast et al.,
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2020; G. George, Haas, McGahan, Schillebeeckx, & Tracey, 2021; R. D. Miller, 2018; Molinaro,

2022; Zu, 2019). Whilst management and leadership practices can influence the creation,
maintenance, and transformation of these factors, if they are absent or they exist but they are not
of the right quality and not applied in the right quantities, at the right time to create the right
tipping point, it is challenging to identify, develop and execute impactful practices (Crossan et
al., 2022; Curry, 2022; Plecas et al., 2018). By their nature, practices reflect a combination of a
series of interrelated and mutually influencing elements that include values, beliefs, behaviors,
norms, activities, actions, and processes that people, organizations, and societies develop, copy,
modify, and utilize to guide how, when, and why they pursue and achieve desired objectives
(Gherardi, 2019; R. D. Miller, 2018; Seidl & Whittington, 2021). These elements are important
to the performance and growth individuals and organizations alike. However, for these elements
to develop, grow, thrive, and mature to a level at which they can effectively serve their purpose,
they need the right conditions and environment that supports their identification, emergence,
expression, modification and adaptation at the right time and in the right proportions to match
any changes in the organization or external context (B. R. Allen & Bosworth, 2022; Gherardi,
2019). Similar to the human body cells and muscles, without the right conditions, routine
utilization and development, practices become stunted, atrophy, and people eventually cease to
use them. The sections below discuss these conditions, which interact with the personal and
structural factors to create the environment necessary for the relevant management and
leadership practices to emerge, grow, thrive and drive performance and for the culture of
accountability for results to take root and enable the organization to meet the needs and concerns

of key stakeholders.
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Organizational Purpose

Research shows that achieving organizational results starts with articulating its purpose
, mission, values, vision and objectives that inspire and build commitment among stakeholders
(Dhingra, Emmett, Samo, & Schaninger, 2020; Gartenberg & Serafeim, 2020; Hanberg, 2021).
The purpose provides the basis creating, maintaining, and transforming projects, systems,
practices, and culture to drive and sustain the achievement of stakeholders’ results (Beenen,
Pichler, Livingston, & Riggio, 2021; Brathwaite, 2018; Molinaro, 2020). Purpose articulates the
reasons for doing something which inspires and motivates people to commit their energy and
emotions to pursuing and achieving it (Gast et al., 2020; Hurth et al., 2018).

Effective leaders define and concretize the organization’s purpose through the strategic
planning process involving multiple stakeholders and continue to communicate it to stakeholders
to create clarity (B. R. Allen & Bosworth, 2022; Baaij & Reinmoeller, 2018; Curry, 2022;
Kenny, 2018b, 2018a). Nonetheless, some writers confuse an organization’s purpose with its
mission, values, vision and objectives, yet they are distinct and serve different roles (Kenny,
2022). An organization’s mission is what it wants to be and do whilst its values reflect what is
important and the objectives are the statements of specific outcomes that the organization intends
to achieve (Kenny, 2018a, 2018b, 2022). In contrast, the purpose is about the difference (s) an
organization would like to make in the lives of its target clients or stakeholders, its deep-seated
why (B. R. Allen & Bosworth, 2022; Gast et al., 2020). When an organization’s purpose is clear
and supported by people, it can galvanize them to do the right things to actualize it provided
there are appropriate systems to drive the relevant behaviors and norms that make it possible for

people to do the right things and do them well (B. R. Allen & Bosworth, 2022). The purpose
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along with well-aligned mission, vision, values, and objectives, unite people and provide the

foundation for developing, implementing, monitoring, evaluating, changing or adapting the other
factors necessary for pursuing and achieving stakeholders’ results (B. R. Allen & Bosworth,
2022; Edgeman, 2019; Gast et al., 2020; Kenny, 2018b; Molinaro, 2020, 2022; Nethravathi et al.,
2022; Rangan, 2019). Hence, aside signaling to individuals and teams how what they do matters,
purpose provides direction to internal and external stakeholders because it clarifies the long-term
impact that the organization desires to make on its target clients and community as whole(Shore,
2020; Wattis et al., 2019).

Resources

Resources such as qualified, motivated, engaged, and committed personnel; timely and
accurate information; infrastructure and equipment; and money may seem obvious but without
them, it is difficult for any organization to achieve results and much less implement the relevant
practices or develop the culture to sustain them in the right quantity, quality and right time
(Edwards, 2018; Molinaro, 2020; Phiri, Ng’andwe, Mwenda, Zulu, & Sibalwa, 2019).Though
under-resourced organizations struggle with lack talented leaders to sit on their decision-making
table to make innovative and creative decisions, rich and strategic ones with money and other
resources attract and hire all the top brains and put them to their service (Curry, 2022; Gallardo-
Gallardo, Thunnissen, & Scullion, 2020; Layne, 2022). Prior to hiring and deploying staff, such
organization project their manpower needs and the workload of each employee (Islek & Beylik,
2022). For such organizations, initiating and implementing the essential management and
leadership practices is relatively easy because they have the workforce with the requisite

skillsets, behaviors, and mindsets. Though such organizations also fail, particularly if they pursue
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objectives that are not aligned with what their stakeholders need (Piney, 2018; Project

Management Institute, 2021), but their leadership bench is easy to replenish because they have
enough resources and utilize them to develop systems, structures, and processes to ensure that
the right leaders and staff join and stay on their teams to foster and execute cutting-edge projects
and programs that deliver the targeted results (Akduman, 2022; Edgeman, 2019; Hatipoglu,
2022; Plenert, 2018; Suklum & Ozturk, 2022; Ulrich, 2019). Studies on Uganda’s public health
services show that they are understaffed (Asiimwe, 2018; Ssali, 2018). For example, the ratio of
doctors to patients in Uganda is 1:24,725 compared to 1:7,100 in Kenya (Ssali, 2018), meaning
that Uganda’s health sector lacks the capacity to effectively to provide the much needed services
to the population, especially the poor. Additionally, the decentralized district local government
health system lacks the financial and material resources to provide the requisite services, which
limits their ability to achieve stakeholder results (A. Bailey & Mujune, 2021; D. Mwesigwa &
Oladapo, 2021).

In relation to information, research shows that when individuals and teams have clear,
right ,and timely information on roles and expectations, performance expectations and results,
appropriate behaviors, core values, accountability systems, competitors, risks and treats, and
organization objectives, they make appropriate choices, decisions, and implement evidence-
based actions, which in turn contribute to the achievement of desired results (De Smet, Dowling,
Mugayar-Baldocchi, & Schaninger, 2021; De Smet & Schaninger, 2021; Wardwell, Fleming,
Hamilton, & Wardwell, 2021). Clear, timely and accurate information about opportunities and
threats (e.g., privatization, deregulation, globalization, and internet commerce) in the external

environment can make the difference between organization success, failure, and closure (
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Wardwell et al., 2021; Weber, Krehl, & Biittgen, 2022). Such information can be obtained from

continually exploring the context to identify the right problem to address (Spradlin, 2019;

Zsolnai, 2020) and the right customer needs (Molinaro, 2020), processes that require money and

qualified personnel to effectively complete them. In the context of accountability, clear, timely

and accurate information is important due to the following reasons advanced by Halligan (2021):

Facilitates public accountability: information is used for reporting and putting on record
what was done, accounting against expectations and interventions and demonstrating
whether progress is being attained on the activity. The progress is documented through
measurable results [i.e., outputs and outcomes]

Enables central control. Relevant information enables central control because it clarifies
relationships between teams, potential and highlights actual risks, all of which trigger
developing appropriate central control systems to address and mitigate such risks.
Enables management learning and improvement. The right and timely information makes
it easy for managers across all organizational levels to learn and make relevant
improvements, including adapting their practices to align them with the prevailing
context

Facilitates planning, strategy development and adjustment: With accurate and timely
information, it is possible to successfully plan better and adjust strategies to effectively
and efficiently contribute to the delivery of stakeholder results. Planning not only
increases chances of success but also provides a blueprint for diagnosing sources of

problems when things are not going as planned.
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e Results or priorities: Timely, accurate, and relevant information is the lifeblood of any

successful organization because it can be used to set priorities and deliver responsive
results. When setting priorities individuals and teams know the expected results, which
enables them to channel their energy and effort to the right tasks and activities with
reasoned chance of producing them. In essence, information not only clarifies priorities,
and mandates but also makes it possible for organizational workers and managers to
apply their competence appropriately.

Commentators on Uganda’s neoliberal experiences suggest that information is so
important because whoever controls it governs the socio-economic development narrative and
influences the decisions and actions of people and organizations in that setting (Wiegratz et al.,
2018). For example, though World Bank and International Monetary Fund studies and speeches
depict Uganda as a successful economic story, the reality on the ground indicates that many
Ugandans are still poverty-stricken and the economy is declining instead of rising (Asiimwe,
2018; Nystrand & Tamm, 2018; Wiegratz et al., 2018). Consequently, investors who make
decisions based on such analyses risk being disappointed when they discover that the economic
outlook is not as projected. Though leaders and managers can initiate practices for obtaining and
utilizing appropriate information, they need accurate baseline information on which to build and
make relevant decisions. Hence, organizations need to devote significant resources to generating,
analyzing and sharing the right timely information to enable appropriate decision-making and
action. The importance of information as a vital resource in organizations has led to investments
in knowledge generation and management, leading to improvement in problem identification,

priority setting, strategy development, service delivery, and achievement of results (Kaiser,
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Baumgartner, Grill, & Neumaier, 2022; Mwai et al., 2018). Even so, such investments are

possible with money to pay for them or donors who fund them as part of their technical support
(Desta, Abitew, Beshir, Argaw, & Abdlkader, 2020) or as a strategy for verifying whether the
agreed results have been achieved (Hatipoglu, 2022; Husain & Ermine, 2021). Even so, the risk
of getting doctored data and/or portraying the biased information is ever present (Tenbensel et
al., 2021; Wiegratz et al., 2018).

Organizational Capabilities

Capabilities are characterized as the core organizational differentiators, that is, the things
that set an organization apart from others. They include the collective skills, abilities, and
expertise that are stable over time and not easy to imitate that transform the technical know-how
into desired results (Smallwood & Ulrich, 2019; Ulrich, Smallwoood, & Todd, 2020; Ulrich et
al., 1999). The capabilities reflect the ability to effectively identify what stakeholders expect
from the organization and respond to it accordingly (Smallwood & Ulrich, 2019). For example,
customers may expect excellent customer services, innovation, low prices and efficiency. The
extent to which the actions of staff and leaders of an organization demonstrate and fulfil these
needs in an efficient and effective manner reflects its capabilities (Smallwood & Ulrich, 2019;
Ulrich et al., 2020). In this regard, they constitute the organization’s identity because they reveal
what it does well and is known for by its key stakeholders and the general public.

Ulrich et al. (2020, p.2) noted that there is no universal list of capabilities for all
organizations, but there are examples that well-run organizations exhibit, which include the

following:
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Strategic clarity: clarifying direction by defining a clear purpose, mission, vision,

values, and overarching strategy to actualize the purpose. Baaij and Reinmoeller
(2018) argue that creating a clear, evidence and stakeholder-informed overarching
strategy is the most defining task of any effective leader. This is because it serves as a
mechanism used to not only mobilize resources and motivate stakeholders but also
guide the making of operational choices on core tasks and activities, allocation of
resources, and the development of action plans;

Talent: attracting, developing, and retaining engaged, committed, and motivated
employees who can drive the innovation, creativity, and transformation of the
organization;

Agility: implementing changes quite fast;

Customer focus: winning the trust and loyalty of customers;

Right culture: developing an appropriate culture that reflects the ideal behaviors and
values that produce the desired results. Other studies also emphasize that an
organization’s culture is a major determinant of whether staff and leaders will
develop and exhibit positive behaviors, mindsets, and processes that drive and sustain
the achievement of stakeholders’ results (Barth & de Beer, 2018; Project
Management Institute, 2021);

Collaboration: fostering collaboration that leverage resources and increase ability to

tackle shared challenges;
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e Social Responsibility: balancing the need for organization growth with the survival of

future generations by being socially responsible (see also Ogunyemi, 2022 and
Zsolnai and Flanagan, 2019 );

e [nnovation: creating new products and services that solve pressing customer and
societal problems and reduce costs;

e Efficiency: delivering products and services at the lowest possible cost without
compromising quality;

e Accountability: reliably deliver on commitments and take responsibility for the
outcomes of the decisions and actions by creating the right processes, tools, and
mindsets that influence individuals and teams to ensure that their decisions and
actions are timely, cost-efficient, and ethical;

e Information: acquire and share timely, relevant, and accurate information to enable
decision-making; and

e Leverage technology: understanding the technological trends, investing in and taking

advantage of current technologies to increase organizational effectiveness.

Viewed through the practices lens (Buch & Schatzki, 2018), these capabilities point to
the ideal leadership practices that should abound in an organization if it wishes to be competitive
and sustainable. Hence, managers who wish to increase the productivity, performance, and
effectiveness of the organization ought to embrace and promote them in their teams and units.
This is because many writers present them as the effective leadership practices that enable

leaders to build excellent, ethical and enduring organizations (Barth & de Beer, 2018; Curry,
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2022; Molinaro, 2020; Plecas et al., 2018; Project Management Institute, 2021). For example,

clarifying direction impacts the achievement of all stakeholders’ results whilst creating an
appropriate culture, ensuring accountability, and ability to quickly implement change to increase
employee impact, all of which represent practices: what managers do or should do to increase
their effectiveness (Barth & de Beer, 2018; Curry, 2022; Project Management Institute, 2021).

Leadership Bench

Although the capability of attracting, developing and retain committed, engaged,
motivated, and high-performing employees includes leaders, the importance of having a strong
leadership bench bears special attention because it is central for accountability and the
performance of the entire organization. The notion of having a strong leadership bench refers to
having leaders and managers at all levels of the organization who possess the soft and hard skills,
behaviors, mindset, values and character that support doing the right things in the right quantity
and quality at the right time to enhance organizational health, growth, thriving and sustainability.
This kind of leadership is important because the caliber of leaders who make, implement , and
monitor organizational decisions and actions matter for achieving and ensuring accountability for
results (Curry, 2022; Molinaro, 2020, 2022). Hence, if an organization has unskilled, poorly
performing, weak, or unethical leaders sitting on the decision-making table, it is highly
unlikely that they can or will develop the appropriate leadership practices that create, maintain,
and transform appropriate organizational systems and much less nurture and sustain a culture of
accountability (Curry, 2022; Molinaro, 2020, 2022; Shore, 2020). Virtue scholars suggest that it
is difficult for organizations to develop, grow , and thrive beyond the competencies and moral

standing of their leaders and the political , economic, technological, and social environment in
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which they operate, further amplifying the importance of leadership and context as key

determinants positive social change (Curry, 2022; C. S. Evans, 2022; Hallinger, 2018; C. B.
Miller, 2021, 2022; Plecas et al., 2018; Wiegratz et al., 2018). To develop and place the right
competent and accountable managers on the decision table, Molinaro (2020) recommends
analyzing the existing leadership accountability gap and there after identify, promote and
develop managers who challenge the drive and performance of other employees and measure
results at the team and organizational levels. Curry (2022) recommends screening and
identifying accountable leaders before recruiting them, and to critically observe those already
admitted for signs of lack of accountability so that they are dismissed before it is too late. Other
commentators recommend routine performance measurement to identity non-performers,
coaching and mentoring managers to adopt the behaviors, attitudes, and mindsets needed to
create tools and processes that support accountability for results (B. R. Allen & Bosworth, 2022;
Plecas et al., 2018; Shore, 2020). These actions are important because without individuals with
appropriate ethics and morals, soft and hard skills, it is unrealistic to expect them to enact
accountability enhancing management and leadership practices (C. S. Evans, 2022; Goleman et
al., 2017; Plecas et al., 2018; Shore, 2020). Molinaro (2020) and Curry (2022) note that mediocre
leaders are commonplace and represent a cost to organizations because they negatively impact
employee engagement, motivation, commitment, and trust. Critical economic, political, social,
and leadership scholars and commentators suggest that public services in low-income countries
are poor because of clientelism and tribal politics which enable incompetent and unethical

individuals to preside over and control vital institutions where they majorly capture rents but add
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limited value that cannot create the much-need widespread positive social change ( Kuffour,

2021; Wiegratz et al., 2018).

Organizational Systems

Organizational systems encompass the tools, processes, values, and structures used to
guide behaviors, support the implementation of the strategy, enhance organizational capabilities,
and deliver the desired stakeholder results (Piney, 2018; Project Management Institute, 2021).
Efficient and effective organizational systems enable the emergence, implementation, and
adaptation of appropriate management and leadership practices and vice versa (B. R. Allen &
Bosworth, 2022; Edgeman, 2019; Piney, 2018). Organizational systems include: work processes;
the structure [how work is divided up and connected]; rewards (incentives and consequences of
delivering or not delivering what the strategy and capabilities require); people [talent
management system and leadership competencies]; culture [shared values, beliefs, assumptions
and norms that influence what leaders reward, pay more attention to, and value]; program
management, control, and reporting; (B. R. Allen & Bosworth, 2022; Barth & de Beer, 2018;
Edgeman, 2019). Edgeman ( 2019) defined a system as the path taken by an enterprise which is
comprised of a set of principles and procedures that guide its actions as it seeks to fulfill its
objectives. Organizational systems are developed, maintained and transformed to empower
individuals and teams to make appropriate decisions and respond correctly to problems as they
arise. Appropriate and functional organization systems not only enable organizations to solve
problems and deliver against performance targets but also ensure their survival, credibility,
competitiveness and ability to sustain the developed solutions (B. R. Allen & Bosworth, 2022;

Edgeman, 2019). This is because when systems combine with purpose, they drive the ideal
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behavior needed for the production of sustainable results (B. R. Allen & Bosworth, 2022).

Research shows that poor systems cause good people to produce poor results because they make
it difficult for them to see, to know, to understand, and to do the right things at the right time for
the right purpose even if they devote their best and adequate effort and energy to them (Barth &
de Beer, 2018; Husain & Ermine, 2021; Piney, 2018; Project Management Institute, 2021).
Multiple commentators indicate that embracing a systems view and developing formal systems
to guide the organization prevents painting a flowery picture of the future without due attention
to the forces at play and a reasonable path to take to reach it and solve the deep underlying
problems (B. R. Allen & Bosworth, 2022; Project Management Institute, 2021; S. G. Schwartz,
2018; Sturmberg, 2018).

Formal and effective systems make it possible to complete tasks and activities with less
conflict, waste, and high quality (B. R. Allen & Bosworth, 2022). Organizations can have myriad
systems depending on the specific end goal they wish to accomplish, but B. R. Allen and
Bosworth (2022) recommended focusing on three interrelated essential systems, namely: work
systems, management systems, and improvement systems, and to devote adequate time, effort
and resources to designing them well so that they work together without variations that can cause
bad behavior. One way to avoid variations in behavior is to move away from general to specific
and do away with informal, undocumented and uncommunicated systems that lack transparency
and leave many people unsure of what to do (B. R. Allen & Bosworth, 2022). For example,
instead of people making up what to do as they go, there should a formal system for strategic
planning that decides what to do, why, when, by whom, for whom, and the resources required.

The work systems seek to improve the workflow to provide services or products that meet
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customers’ needs and accomplish the organization’s purpose with the support of improvement

systems and management systems(B. R. Allen & Bosworth, 2022).

Work systems are the functional units (e.g., production, programs, maintenance, logistics,
finance, research and development) found in the organization chart that are led by supervisors or
managers (B. R. Allen & Bosworth, 2022). Improvement systems deal with the cross-cutting
work and issues in the departments and entire organization and seek to build a culture of
improvement to make the organization better. Depending on the organization, improvement
system may include problem-solving, idea generation and tracking, coaching and training, or
knowledge management. Management systems focus on leading the organization by selecting,
recruiting, developing, and retaining leaders who ensure that work is being done, risks are
identified and improvements are routinely made. They seek to build alignment around a common
purpose, creating lasting value for the customer, preventing and addressing risks. Management
systems may be comprised of strategic planning; human resources; compliance and risk control,
including internal and external audit; information technology; monitoring, learning, and
accountability; organizational development; and decision-making protocols.

Organization structure

The organization structure not only determines the internal organization, coordination,
and communication, but it also represents the relational nature of people who work and regularly
interact with each other as emphasized by the relation agency theory (Burkitt, 2018; Guy, 2019).
Guy (2019) noted that when people regularly live, work, and interact with each for some time,
they start to think, feel, and act the same way, which makes them share the same styles, beliefs,

tastes, or practices that signify groupness or social cohesion. As people interact with each other
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they develop meaningful bonds, however, this also call for division of labour to ensure that

different individuals have specific roles with distinct decisions rights and obligations (Guy,
2019). Guy (2019) surmised that the difference between people’s roles divides and unites them
at the same time, implying that it matters how roles are defined, organized, and coordinated
because they not only enable people to effectively work together but also how teams and
organizations ultimately run and function.

Molinaro (2020) noted that more than 84% of the work in today’s organizations is
accomplished through a matrix structure where managers and employees answer to two
supervisors. Though a matrix structure is meant to create value for the organization, it instead
creates ambiguity and lack of role clarity, making it difficult to decide who own the outcomes of
the decisions and actions reached through such a structure (Molinaro, 2020). The matrix
structure means that managers and staff spend a lot time in meetings trying to negotiate and align
their work processes and tasks with others, which overwhelms them because on top of their
work, they have to considers others and figure out how to work well together. In the absence of a
strong leadership bench with leaders that can create processes and systems that clarify who owns
the outcomes under a matrix structure, ambiguity reigns causing individual to retreat in their
silos which in the long run defeats the purpose of such a structure in the first place (Molinaro,
2020). Barth and de Beer (2018) advised that the structure should be aligned to the purpose,
mission, values, processes, culture, and strategy of the organization to foster and re-enforce
collective beliefs that lead to value orientation. A value-orientation motivates and incentivizes

people to pay more attention to safety, customer satisfaction, taking consistent action to achieve
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stakeholder results, and to embodying honesty and integrity (Barth & de Beer (2018);

transformation, innovation and adaptability(Kane et al., 2021; Vullings & Christie, 2021).

Organizational Processes

Organizational processes are a series of tasks and activities that enable individuals, teams,
and entire organization to efficiently and effectively achieve goals. Hanberg (2021) asserted that
processes are better than intentions because they cause people to develop behaviors and habits
that enable to systematically set and achieve goals. Clear and effective processes enable
organizational components to work together without any conflict (Hanberg, 2021; Merchant &
Van der Stede, 2017). The common organization processes include production or programming
(in non-profit organizations); human resources; marketing and communication; finance;
information, communication, and technology. Extant literature categorizes production or
programming as core or main organization processes and the other as support or assistant
processes (Merchant & Otley, 2020; Merchant & Van der Stede, 2017). In some business
organizations, marketing identifies target customers, defines their desires and needs as
production produces good and services for target customers. In such a setting production and
marketing are regarded as the main functions whilst finance (which generates and manages the
budget, monitors spending as needed and specified), human resources; information and
communication technology; and operations management are considered as support functions
(Merchant & Van der Stede, 2017).

Within the above organizational processes, the key tasks and activities include problem
identification and analysis [the key is to identify the right problem or needs for the main

customer] ( Flynn & Shelton, 2022; Spradlin, 2019; Zsolnai, 2020); objective setting [i.e., what
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the organization intends to achieve in the short-term and long-term]; strategy formulation][i.e.,

how to use the resources to achieve the set objectives]; and management control[i.e., clarify
expectations so that employees know how to behave, ensuring employees work hard to achieve
objectives in line with the strategy, and ensuring employee have the capacity to do what is
expected of them to achieve objectives because success in life is 25% strategy and 75%
execution; making sure employees have performance-driven behaviors that do not work against
or around organizational systems that are expected to deliver results ] (Merchant & Van der
Stede, 2017); monitoring, learning, and evaluation. According to (Merchant & Van der Stede,
2017) execution and strategy implementation are synonymous with management control. The
extent to which these tasks and activities are affectively developed, implemented, monitored,
evaluated and adapted to the context is predicated on how aligned the organization processes are
and the quality of systems that coordinate, integrate and build a culture of accountability to
sustain them (McCarthy, 2019; Merchant & Van der Stede, 2017; Molinaro, 2020). Effective
and accountable leaders create systems aligned to these processes to guide behaviors that create a
culture of performance and accountability (B. R. Allen & Bosworth, 2022; Molinaro, 2020).
Structural Factors

Political Will and Support

Research shows that organizations operate within a political context and under the
policies and laws of the country of operation (Kasim, 2018; Pattiruhu, 2020; Rao, Kumar, &
Shekhar, 2019; Riep, 2021). Political will and support facilitate the design and implementation
appropriate policies and laws that ease the operation and performance of projects and

organizations in that setting (Endler et al., 2021; Selle, Stremsnes, & Kuhnle, 2019). In highly
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controlled political and economic contexts, it is not uncommon for governments to support and

maintain inefficient services, departments, and organizations (Fleury, de Mauro, Oliveira,
Mauerberg Junior, & Fleury, 2018). It is also not uncommon for leaders and managers of
organizations or broad systems to ignore or neglect cost-effective solutions to existing problems
in favor of expedient or politically correct approaches (Bold et al., 2017; World Bank Group,
2017). Bold et al. (2017) and World Bank Group (2017) emphasized that political will and
support is important in allocating resources that drive service delivery and its absence engenders
practices (e.g., clientelism, corruption) that negatively impact the quality of service. Similar
views are expressed in the work of Kasim (2018) on the malaria control program in Rwanda and
Uganda.

Extant literature suggests that strong political will and support enables good governance
which manifests in strong and well-aligned institutional structures, process, policies, and systems
that ensure that appropriate management and leadership practices are developed and propagated
in public, private and non-profit institutions, signifying a reciprocal relationship (Pastor, Nabeta,
& Wanyama, 2022; Pecaric¢, 2020; Prange & Kattenbach, 2019). Institutional structures,
processes, and systems not only distribute power and define roles and responsibilities but also
intentionally or inadvertently influence formal and informal norms and values, attitudes and
perceptions that may drive or constrain a performance and accountability culture in the
organization (Barth & de Beer, 2018; Nzinga et al., 2019). Regrettably, in Uganda, the culture of
bribery and corruption has permeated the health sector to the extent that recruitment of health
workers is tainted with it, making it difficult to recruit adequate and qualified worker to provide

quality services to the population (Zakumumpa, Maniple, & Kirya, 2022). Lack of political will
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and support is blamed for the ever growing levels of corruption in Uganda’s health sector

because politicians seem to rely on it to promote nepotism and clientelisms (Kakumba, 2021;
Zakumumpa et al., 2022). Kottler (2018) cautioned against making generic statements about lack
of political will and support and advised to always specify the issues or problem to pave way for
finding practical and realistic solutions.

Social Cultural Values and Norms

Practices are driven by shared perceptions, formal and informal norms and values, which
is why what leaders focus on most is what subordinates perceive as important (Anders et al.,
2018; Barth & de Beer, 2018; Buch & Schatzki, 2018). This implies that changing practices
requires changing their purpose [motivation for the behavior, activity], shared perceptions, and
the formal and informal rules and standards that govern and propagate them. This is because
practices reflect human complexity, particularly how individuals, organizations, and
communities think and react to their context in multiple and complex ways. When the
motivation, rules and standards are changed, the constellation of practices enacted and
reproduced constitutes the culture of a group or institution at that point in time (Nicolini, 2017,
Nicolini & Monteiro, 2017). Research in Africa shows that there are practical norms that
antagonize or complement the professional and bureaucratic norms in health and education
organizations in Africa and impact service delivery(Anders & Makene, 2018; Nzinga et al.,
2019).

Nicolini (2017) noted that practices are perpetuated for as long as certain people or
groups still value their ends (purpose) and still have the motivation (drive) for which they

internalized and performed them, and the material arrangements to enforce or propagate them
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still exist. The notion of ends and motivations as key drivers of practices explains why

individuals and groups continue to perform and propagate certain practices even when they are
associated with negative outcomes for them or others. The case in point are the practical norms
[e.g., civil servants and health providers who do not follow official regulations, for instance,
breaking rules and using public resources for personal gain(Hutchinson et al., 2019). Though
effective management and leadership practices can address these issues, in the absence of
appropriate social norms, values, strong political and support, it can be challenging to ensure
accountability for results in such a setting. For instance, studies on corruption in Uganda indicate
that the current social norms and values propagate and sustain it because if an individual steals
money or abuses other public resources but shares with or is perceived benefit one’s tribesmen,
alumni, and friends , then that is not bad progressive corruption(Baez-Camargo et al., 2020;
Komakech, 2019).

Global Policies and Funding Mechanisms

Developing and implementing health projects and programs or effectively running a
health organization calls for alignment with the relevant global policies such as the Sustainable
Development Goals (SDG) and funding mechanism such as the Global Fund and he US
President's Emergency Plan for AIDS Relief [PEPFAR] (Birungi & Colbourn, 2019; Pless,
Sengupta, Wheeler, & Maak, 2021; Scobie, 2022; Vihdmiki & Verger, 2019). The ability of the
organizations to access and effectively utilize funding from such global funding mechanism to
run projects and services determines whether they will be accountable for stakeholders’ results.
Aligning their projects and activities to the SDG goals increases chances and opportunities for

funding from the global funding mechanisms. Furthermore, for governments to access funding
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from external donors for services, they must adhere to neoliberal policies , procedures and

requirements such as deregulation, decentralization, and public-private partnerships(Asiimwe,
2018; Ssali, 2018).
Accountability for Achieving Key Stakeholders’ Results

To promote and support accountability for achieving key stakeholders results, studies
suggested that effective leaders, managers, and organizations embrace a systems outlook and
take time to define their target stakeholders, identify the right problem they would like to solve,
and the results that matter most to them(Friedman, 2015; Luecking & Weaver, 2022; Sturmberg,
2018; Zsolnai, 2020). The steps they use are illustrated in Figure 3. The process starts with
identifying the target customer(s) or clients for the team or organization and their most important
needs or pressing problem they want to be solved (Luecking & Weaver, 2022; Spradlin, 2019).

This implies that success in promoting accountability for results and delivering the right
stakeholders’ results starts with identifying the main stakeholder that the project or organization
would like to serve and the right wicked problem(s) that the stakeholders or clients are trying to
solve or would like to see solved to make their life, organization, or work better (Luecking &
Weaver, 2022; Spradlin, 2019; Zsolnai, 2020). After that, they identify the development
outcomes, that is, the enduring difference they would like to see among the beneficiaries,
community, or clients that their interventions or policies will contribute to realizing (Friedman,
2015; Luecking & Weaver, 2022). Friedman (2015) characterized such results as population
results to which multiple stakeholders contribute and no single organization can claim them or be

held accountable for their achievement. After that they clarify the outputs and outcomes that
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their interventions need to produce in order to contribute to the achievement of the target

population outcome.
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Figure 3

Steps Taken to Define and Achieve Stakeholders’ Results

steps 1

step 2

Step 3

Step 4

Step 5

Source: (My analysis of ideas from Barth & de Beer, 2018; Flynn & Shelton, 2022; Luecking & Weaver, 2022;

Project Management Institute, 2021; Spradlin, 2019; Zsolnai, 2020)

The outputs and outcomes represents the performance results for which the agency,
project, and its workforces should and will be held accountable for (Luecking & Weaver, 2022).
This process continues until all the five steps in Figure 3 are completed and the resources needed
to plan, execute, monitor, and evaluate interventions that will deliver the outputs and outcomes
that contribute to the population results are determined.

To effectively complete the steps in Figure 3, studies intimated that effective

organizational leaders and managers work with and through their team members and other



stakeholders to address the questions indicated in Figure 4 (Beschel, Cameron, Kunicova, &

Myers, 2018; Friedman, 2015; Luecking & Weaver, 2022).

Figure 4

Important Questions When Defining Stakeholders’ Resullts.

Baseline,

strategies,

actions, &
costs

Resources,
learning
agenda

« What is our department’s/organization’s mandate[purpose, mission, values & vision] ?

* Who are the key stakeholders?

« What problem do they want to solve?

» What results matter most to stakeholders. What positive social changes and outcomes do they need? What output

and intermediate outcomes will contribute to the desired results?

+ What are the indicators of success; how will we know are achieving stakeholders’ results?

« What is the baseline; current the state of affairs? What are stories behind the baselines? What are contributing

and constraining factors?

* What should we do to deliver stakeholder results & change the baseline? What are the interventions and targets
» What is our approach, low and no cost strategies? How can we effectively and efficiently manage the

organizations operations?

* Who are the other stakeholders with a role to play in achieving the results?
« What will it cost to deliver the desired results [Budget]?

* What resource do we need to mobilize, leverage , advocate for ? Where will resources come from? How will
resources be allocated to efficiently enhance operational performance?

» What is our implementation, monitoring, accountability, & learning plan and strategy?

+ How shall we use the performance monitoring data for decision-making?

Source: (My analysis and synthesis of ideas from Friedman, 2015; Hanberg, 2021; Kenny,

2018a, 2018b; Luecking & Weaver, 2022; Nethravathi et al., 2022).
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Studies further recommended addressing these questions prior to or during the strategic

planning sessions, individual and departmental operational planning, and continually revisiting

them during routine weekly, monthly, and quarterly performance review meetings, ensures

continuous learning and adaptation to the changing context (Jakobsen, Backgaard, Moynihan, &

Van Loon, 2018; Luecking & Weaver, 2022). In this study, the steps indicated in Figure 3 were

valuable in exploring and understanding the approaches that study participants use, how they
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applied them, and which ones they found effective in supporting accountability for and the

achievement of key stakeholders’ results.
Literature Review Related to Key Variables and/or Concepts

The literature reviewed and used to discuss the theoretical foundation and develop the
conceptual framework covers the key variables and concepts. The sections below briefly tackle
the pending concepts to ensure clarity.

What are Practices?

Although commonalities exist, the meanings attributed to practices vary by context,
sector, organization and authors. Even so, practices are generally defined a sequence of purpose-
oriented activities that are usually routinized , influenced by shared perceptions, and organized
by rules (Buch & Schatzki, 2018; Schatzki, 2017). Reflecting on and analyzing the extant
literature reveals several pertinent issues related to practices. First, practices can be anything
ranging from strategies, behaviors, techniques, tactics, processes, a series of interconnected
activities, or systems that are routinely used individually or cooperatively on things that people
care about, interest them, or interfere with their desired way of life (Buch & Schatzki, 2018;
Schatzki, 2017). Second, practices are purpose-oriented, meaning they are initiated, propagated,
and maintained to achieve specific ends or outcomes. Examples of the purposes for which
practices are created and propagated include providing rules, standards, procedures and
guidelines for human thoughts, behavior, and actions, which makes it possible to have a shared
way of thinking, handling, and doing things or a shared way of solving common problems or

mitigating their effects (Buch & Schatzki, 2018; Schatzki, 2017).
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Nicolini and Monteiro (2017) noted that the purpose for which practices are created and

propagated is “partly given, partly emergent, partly negotiated, and partly out of people’s
control” (p.3). This suggests that before practices are accepted, they are contested, vetted, and
experimented with to assess their utility and efficacy in meeting the intended ends. The practices
that prove efficacious over objective space and time are adopted, modified, and propagated. The
idea that intended outcomes can get out of control implies that what is done, thought about, or
described can have intended or unintended outcomes. Indeed, the extant literature shows that
some of the outcomes of the activities undertaken in organizations can be intended or
unintended, positive or negative (Barth & de Beer, 2018; Project Management Institute, 2021).

Third, they are governed by shared perceptions, formal and informal rules about what is
right, appropriate or normal in a given setting or group. The notion that practices are driven by
shared perceptions, formal and informal norms and values also explains why what leaders focus
on most is what subordinates perceive as important (Plachy, 2018b, 2018a, 2019;). It further
implies that changing practices requires changing their purpose [motivation for the behavior,
activity], shared perceptions, and the formal and informal rules and standards that govern and
propagate them. This is because practices reflect human complexity, particularly how
individuals, organizations, and communities think and react to their context in multiple and
complex ways. When the motivation, rules and standards are changed, the constellation of
practices enacted and reproduced constitutes the culture of a group or institution at that point in
time (Nicolini, 2017; Nicolini & Monteiro, 2017).

Fourth, practices are propagated through material arrangements that they create or

contribute to creating or simply tag on (Nicolini, 2017). Material arrangements include people
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(through their hands, eyes, mouth, mind), artefacts and other entities (e.g., houses, organizations,

families, teams) which act as a medium for producing, debating, enacting, and reproducing
practices (Nicolini, 2017). The material arrangements facilitate, prefigure, and channel the
development, enactment, and reproduction of practices (Buch & Schatzki, 2018). Consequently,
practices are intimately linked to the material arrangements which they contribute to creating and
in which they are enacted and reproduced. This implies that material arrangements are critical in
channeling the practices because they ensure their existence and propagation. It follows then that
one of the objectives of practices is to contribute to creating or sustaining the material
arrangements that can support their perpetuation or else they risk oblivion or disappearance
(Nicolini, 2017). In organizations, the creation of formal and informal management, leadership,
and governance processes, structures, and systems facilitates the formation propagation, and
maintenance of practices.

Fifth, practices are interdependent because one practice can rely on another’s outcome as
a resource for its propagation (Nicolini, 2017), for example, at a health facility or service
organization, the practice of customer care has an interdependent relationship with the practice of
keeping time. The practice of keeping time not only influences customer care at a health facility
but also increase health worker-patient interaction and provider effort which is reported to be
minimal in low-and middle-income countries. This is because when health workers keep time,
they may start serving patients in time, which reduces waiting time and possibly increase
provider effort and patient-health worker interaction time. Conversely, the practice of customer
care compels individuals to learn other practices that can enhance or maintain it, time keeping

included.
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Sixth, practices are intimately connected to the context in which they are produced and

propagated. Practices and the context in which they are enacted and reproduced have a reciprocal
relationship; whilst context influences practices, they too influence it, leading to an ongoing
cycle of influence and change (Schatzki, 2017). The implication of this that different context
engenders different practices and vice versa.

What is Leadership?

Leadership is one of the most researched and written about constructs, yet hitherto, it has
no shared definition. It is assigned as many meanings as the studies that seek to understand it
(Antonakis & Day, 2018; Plecas et al., 2018). Consequently, leadership means different things to
different people in different contexts. Recent studies suggest that leadership is a process of
engaging, motivating, influencing, and teaching people to inspire them to honestly contribute
their ideas, commit their efforts, energy, time, skills and resources to cooperatively working
with others to achieve collective objectives (Detert et al., 2022; Kniffin et al., 2020; Petriglieri,
2020; Walsh, 2020). Studies further associate leadership with defining the purpose or direction
of a team and entire organization, defining and promoting values such as commitment, integrity,
honesty, dedication, transparency, respect, resolve, determination, trust and trustworthiness
among staff to shape effective decision-making and actions for achieving collective results
(Adler & Laasch, 2020; Walsh, 2020). Leadership is associated with groups and emphasized
during periods of success (Detert et al., 2022; Walsh, 2020). The effectiveness of leadership in
truly enabling individuals, teams, and organizations achieve results is majorly predicated on

several factors, including:
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e the qualities and characteristics (i.e., character, values, traits, capabilities, and competencies)

of the leaders (Crossan et al., 2022; Plecas et al., 2018; Ulrich, 2019; Ulrich et al., 2017a,
2017b, 2020);

e leader’s accountable behavior (Molinaro, 2020) and possession of strong soft skills that
enhance relationships (Goleman et al., 2017), and

e availability of good followers who recognize the leader, provide valuable and honest ideas,
and support his or her direction and guidance (Khan, Abdullah, Busari, Mubushar, & Khan,
2019).
The above perspective seem to refer to ideal leaders who earn the trust and goodwill of others
not the bullies who deceive and hold others hostage due to the resources they control, the
power and authority they exercise (Plecas et al., 2018).

What are Leadership Practices?

Leadership practices are conceived as the abilities, processes, tools and strategies used to
appeal to people’s emotions and sense of purpose (Gast et al., 2020; G. George, Haas, McGahan,
Schillebeeckx, & Tracey, 2021; Gyori & Tatiana Kazakova, 2020; Morton, Colby, Bundick, &
Remington, 2018; Zu, 2019) to influence, inspire, guide and motivate them to willingly and
enthusiastically commit to individually fulfil personal commitments and cooperatively work with
others to pursue shared goals and ultimately achieve stakeholders’ results (Detert et al., 2022;
Kniffin et al., 2020; Petriglieri, 2020; Walsh, 2020). Other commentators perceive them as the
competencies that leaders and managers rely on to mobilize, engage, coordinate and engender

cooperation, motivation, and commitment among stakeholders with diverse and conflicting
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interests (Ahmad & Loch, 2020;Smallwood & Ulrich, 2019; Ulrich, Kryscynski, Ulrich, et al.,

2017a; Ulrich et al., 1999).
What is Management?

Management is perceived as the process of getting organizational work accomplished
through, with, and by others (Blank, 2020). In contrast, Detert et al. (2022) defined it as the
ability to plan, budget, recruit, supervise, and fire non-performing staff whilst Adler and Laasch
(2020) characterized it as the process of pursuing and achieving the organization’s purpose as
defined by leadership. Other studies associate management with budgets, operations, strategy
planning and execution, implementing and monitoring organizational systems, and ensuring that
results are achieved in the most efficient and effective manner (Merchant & Van der Stede, 2017,
Walsh, 2020). These perspectives suggest that management is a goal-oriented process and
mechanism through which managers ensure that resources (i.e., people, buildings, equipment and
machinery, finances, technology, information, and materials) are utilized well and group efforts
are exerted in the best and cheapest way possible at that point in time to achieve the purpose of
the team or organization.

Management is further be conceptualized as an orderly way of efficiently handling the
activities and actions of others and available resources in order to accomplish organizational
goals (Merchant & Van der Stede, 2017). Management is often regarded as an orderly process
because it involves planning, organizing, directing, and controlling the efforts of others and how
resources are expended in pursuit of common goals (Merchant & Van der Stede, 2017,
Mintzberg, 2019; Mintzberg & Laasch, 2020; Walsh, 2020). However, Mintzberg (2019)

surmised that management in the practice of pursuing and achieving results through others based
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on manager’s personal vision and intuition, experience, and ability to systematically glean and

utilize existing and emerging information and knowledge to make and implement timely and
responsive decisions. According to Mintzberg (2019), management is an art, a craft, and a
science that determines the extent to which teams, organizations, and countries alike can
mobilize, allocate, and effectively transform resources into desired outcomes. Even so, this
should be done in a manner that does not the jeopardize the environment and compromise future
generations (Mintzberg & Laasch, 2020; Shrivastava et al., 2019; Zsolnai, 2020)

What are Management Practices

Management practices refer to the processes, tools, tasks, strategies, and activities that
managers and organizations routinely utilize to efficiently and effectively drive and sustain
productivity and performance in order to achieve organizational objectives ( Gachugu, Owino,
& Iraki, 2019). Successful management practices are associated with designing, implementing,
monitoring, adopting, and adapting organizational systems, structures, processes, tools, and
strategies that enhance productivity and performance, leading to the efficient and effective
mobilization and utilization of resources to deliver stakeholders’ results (Bloom et al., 2021;
Bloom, Lemos, et al., 2020; Bloom, Mahajan, et al., 2020).

Extant studies suggest that management is concerned with two important issues: (a) how
to utilize resources to grow the organization in a manner that efficiently and effectively meets
stakeholders’ needs and helps them solve pressing problems (b) ensuring that the growth is
sustained for a long time and does not compromise the environment and well-being of future
generations (Adler & Laasch, 2020; Carroll et al., 2020; Shrivastava et al., 2019; Zsolnai, 2020).

To achieve this, managers have to rely on certain management practices. Though some
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management practices such as planning, organizing, decision-making, organizing , directing ,

coordinating, and controlling are universal (Merchant & Van der Stede, 2017), others are
contextual. To develop, maintain, utilize, and adapt the right management practices that can
work well with staff and in a different situation is a continuous challenge for leaders and
managers in all organizations and countries alike (Bender et al., 2018; Bloom et al., 2019; Scur et
al., 2021a).
Management Versus Leadership

The perspectives proffered above about management and leadership indicate that the two
constructs are distinct and play complementary roles or functions in teams and organizations.
They suggest that leadership is about defining the purpose and values and mobilizing, engaging,
directing, coordinating , inspiring and influencing people to commit to living the values and
cooperatively take the desired direction to achieve collective goals (Detert et al., 2022; Kniffin et
al., 2020; Petriglieri, 2020; Plecas et al., 2018; Walsh, 2020). In contrast, management is
conceived as the process of mobilizing, organizing, controlling, and efficiently transforming
resources into lasting customer value in a manner that not only ensures organizational growth but
also protects environment and secures the well-being of future generations (Adler & Laasch,
2020; Carroll et al., 2020). Studies also suggest that anyone in a team or organization can and is
expected to step up to take up leadership because unlike management, it is not based on a formal
position but the willingness and ability to accept ownership, take responsibility and do the right
things for the right purpose to enable others tackle emerging challenges at the right time (B. R.
Allen & Bosworth, 2022; Carton, 2018, 2022; Carton & Lucas, 2018; Plecas et al., 2018; Ulrich,

2019; Ulrich & Smallwood, 2022; Ulrich et al., 2022). This implies that leadership can be
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assumed by anyone with the most appropriate skills, experience, knowledge, and capabilities

related to the challenge that the team is currently dealing with even if he or she does not hold a
formal leadership position in the organization(Plecas et al., 2018). Even so, the individual
selected as the leader should be willing to step up to diligently and enthusiastically fulfil the
tasks and activities that meet the leadership challenge at that time (Kouzes & Posner, 2017;
Molinaro, 2020). The literature suggests that the primary tasks of leadership are to identify the
right problem(s) to solve ( Spradlin, 2019; Zsolnai, 2020) and provide direction, guidance,
support employee growth and development, engage, encourage, nurture positive relationships
that enable collaboration, influence and inspire others and ensure that the team members pursue
and achieve agreed individual and collective goals that effectively address the problem(s)
identified (Antonakis & Day, 2018; Garcia-Sierra & Fernandez-Castro, 2018; Huang, Jin, Lynn,
& Men, 2021; Kniffin et al., 2020; Petriglieri, 2020; Plecas et al., 2018; Walsh, 2020).
Identifying the right problem to solve is considered a crucial task for leadership because many
projects, programs, and policies are initiated and implemented using scarce resources, but they
make little difference in the communities due to applying solutions to the wrong problem, the
high numbers of people reached notwithstanding (Luecking & Weaver, 2022; Spradlin, 2019). In
contrast, management is based on a formal position in an organization and its primary tasks of
are to develop, implement, monitor and adapt systems, processes, tools, structures and strategies
that engender behaviors and mindsets that create a high performing and accountable culture that
efficiently utilizes resources, minimizes and prevents risks, and deliver stakeholder value (B. R.

Allen & Bosworth, 2022; Detert et al., 2022; Merchant & Van der Stede, 2017).
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What are Results?

Results are perceived as the “conditions of well-being for children, adults, families and/or
communities” (Luecking & Weaver, 2022, p.13). They reflect the outputs, outcomes, or impact
of decisions, policies, behaviors, funding, projects and programs of individuals, agencies, or
services systems. As outputs they reflect the services, goods, or products produced from the
inputs used and activities implemented in projects or under policies whilst as outcomes, they
reveal the short-term and medium-term effects of the outputs [i.e., services and products
accessed and utilized] on the targeted population or community ( Lainah Changambika, 2020;
Luecking & Weaver, 2022). The impact demonstrates the long-term effects of an intervention or
program on society or environment (Financial Mechanisms Committee, 2021). Results have been
distinguished between population results and performance results whereby the former refers to
the conditions of well-being for the entire population in a given geographical area whilst the
latter refers to the short-term and medium term effects that the outputs of an organization,
program, or service system have had on the individuals , organizations, and communities served
directly (Friedman, 2015; Luecking & Weaver, 2022). Service system, projects, or programs
rarely have direct influence or control over the outcomes, which can be positive or negative
(Financial Mechanisms Committee, 2021; Luecking & Weaver, 2022). Similarly, many actors
and interventions contribute to the attainment of populations results [e.g., safe neighborhood or
reduction of the HIV prevalence] because no single actor has the resources and capacity to tackle
the myriad issues contributing to their realization (Friedman, 2015). Consequently, it is difficult
to attribute improvements in society or environment to a single program or intervention

(Luecking & Weaver, 2022).
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What is Accountability?

Accountability is conceptualized as the requirement by the individuals, teams, or
organizations to explain and justify their decisions, behaviors, and actions and that if they meet
or do not meet expectations and standards, they are sanctioned or rewarded as the case may be
(Maggetti & Papadopoulos, 2022). Accountability is also perceived as an individual and
relational process that creates stability and gives meaning to social and organizational life
because it regulates people’s decisions, behaviors, and actions (Brees & Ellen 111, 2022; Brees et
al., 2020; Hewett et al., 2022). Without individual and collective accountability, it is believed
that chaos and confusion would prevail because people and organizations would behave and act
as they choose, leading to crises and problems for individuals, families, and society (Eton,
Mwosi, & Ogwel, 2022; Hewett et al., 2022; Kaba, 2021; McCarthy, 2019).

Accountability is both a virtue and internal and external mechanism aimed at controlling
and coordinating people’s decisions, behaviors, and performance in order to achieve set goals
(Ghanem & Castelli, 2019a, 2019b; Yates, Gebreiter, & Lowe, 2019). External accountability
refers to policies, processes, and systems created by an outside entity with the power to give
rewards and punishments (T. Kim, 2020). These are intended to control the decisions, behavior
and actions of individuals so that they achieve specific goals. It involves asking questions such as
“who is accountable, to whom, for what, at what level and with what consequences” (Leithwood
et al., 1999 as cited in T. Kim, 2020, p.18). Internal accountability refers to building the
individual and collective capacity within the organization to answer for, explain, and the
decisions, behavior, actions and their outcomes in relation to the challenges identified by

workers within the organization (T. Kim, 2020). An affective system of accountability relies on



126
positive values, personal ownership, commitment, shared aspiration, responsibility, timely and

accurate information to monitor results, addresses a specific problem, relies on intrapersonal,
interpersonal, and intrapersonal interdependences to be executed, improved, and adapted to the
changing context. Its success is predicated on the implicit and explicit values and normes, skills,
and behaviors of individuals and organization, resource commitment, creativity, ownership, and
responsibility of individuals that implement it individually and collectively (C. S. Evans, 2022;
Maggetti & Papadopoulos, 2022; C. B. Miller, 2022).
What is Accountability for Results

Though the phrase “accountability for results” is frequently used, particularly in
discussion related to New Public Management, it is not always defined to clarify what it means.
A multiple database search revealed one article from the Reform Support Network which the
phenomenon is defined it as “Making decisions to continue, improve, or end practices based on
data; implementing incentives tied to performance; and engaging and communicating results to
internal and external stakeholders” [p.2]. This definition implies that accountability for results
entails evidence-based decision-making, ensuring performance and incentivizing people based
on whether they have achieved agreed performance objectives. It also implies the ability and
willingness to engage and give timely and accurate information to stakeholders about the results
achieved based on the evidence, whether good or bad.

The work of Mark Friedman and extant studies on results-based accountability (RBA)
suggest that accountability for results is a systematic approach to thinking and taking action,

measuring and strengthening the performance of individuals, services systems, agencies, and
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programs, and holding them accountable for improving the quality of life of children, youth,

women, families and entire communities (Friedman, 2015; Hopkins et al., 2019; Orme, 2021).
Key Stakeholders and the Results That Matter Most to Them

Without achieving the outcomes or results that matter most to key stakeholders,
organizations and the services they provide cannot grow or much less survive or be sustained.
With time, key stakeholder such as staff become dissatisfied, which may lead to their loss of
morale, goodwill, commitment and engagement. Organizations, programs, and service systems
that answer to the call to achieve key stakeholders’ results are more likely survive and become
sustained in the current volatile, uncertain, complex, and ambiguous context than those that do
not. The sections below discuss the key stakeholders—employees, organization, customers,
community, and donors— and the outcomes matter to each of them. The discussion begins with

employee outcomes and concludes with community outcomes.

Employee Outcomes

According to Frederick Herzberg’s two-factor theory, some factors determine
organizational workers’ job satisfaction whilst others cause job dissatisfaction. Motivation
factors—achievement, recognition, the work itself, responsibility, and opportunities for
advancement—increase job satisfaction (S. G. Schwartz, 2018). Hygiene factors—salary,
working environment, interpersonal relationships, organizational policies, administrative
policies, and supervision— determine job dissatisfaction. Herzberg’s theory points to the
outcomes that matter most to employees in an organization. Health organizations wishing to

improve employee performance and retention ought to continually identify and address such
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outcomes. This is because health workers drive the health system and ensure that other building

blocks function as expected.

Though the health workforce’s outcomes and expectations may vary by cadre (i.e.,
doctors, midwives, nurses, auxiliary workers, and Community Health Workers), many cut across
cadres. Studies showed employees expect many things from their organization, leaders, and co-
workers. These expectations represent the outcomes that matter most to them. The outcomes cut
across organizational contexts and include: role clarity with specific performance and behavior
expectations (Barth & de Beer, 2018; Curry, 2022); job satisfaction (Cortez, 2021; Pocztowski et
al.,2021); safe and quality work conditions (S. Ahmed et al., 2018); engagement (Gallup Inc,
2022);employment Security (Colley, 2019); teamwork culture (Grant et al., 2018); public
recognition (Grant et al., 2018); sense of accomplishment ( Gast et al., 2020; Kipfelsberger &
Kark, 2018) performance-based pay, recognition, and incentives (Grant et al., 2018; Pocztowski
et al., 2021); work-Life balance (Scur, Sadun, Reenen, Lemos, & Bloom, 2021b); good
interpersonal relationships that foster social support (Jigssa et al., 2018); personal and career
development and empowerment(Grant et al., 2018); autonomy (Peteet et al., 2022a); supportive
supervision (MacDonald, 2022) and well-being (Qin & Men, 2022).

The studies cited above suggest that if most of these workforce outcomes are not
adequately met it affects workers’ motivation, productivity, performance, retention, and the
quality of services that they provide. When employee outcomes are satisfied, they emotionally,
physically, psychologically and intellectually invest themselves in the job that needs to be done,
which subsequently reflects in the quality of outputs and outcomes produced (Coyle-Shapiro et

al., 2022; Eib et al., 2022; Hatipoglu, 2022; Pocztowski et al., 2021; S. G. Schwartz, 2018).
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Organization Qutcomes

The importance of organization in society is predicated to on their ability to efficiently
and effectively undertake four functions— setting goals, adaptation to environment, maintaining
the culture and values, production or provision of services— in order to solve pressing societal
problems (Marchal et al., 2014). In order to effectively undertake these functions, organizations
must not only have resources and infrastructure but also the requisite attributes to put them to
good use and continually innovate. Research by Mckinsey found that successful organizations
exhibit nine attributes buttressed by 37 management practices (Fusch et al., 2018). These
attributes constitute the essential outcomes of an organization, which if absent, it cannot perform
its functions, achieve sustain performance, and survive in the dynamic environment. The
conceptualization of organization outcomes is two-pronged. Some writers describe them in terms
of what an organization is expected to achieve or minimize to avoid entropy whilst other
perceive them in relation to the distinguishing characteristics that make it possible for an
organization to produce what is expected of it. Purveyors of the former outlook view
organizational outcomes in terms of favorable customer ratings, strong financial performance,
profitability, safety incidents, patient safety, employee turnover, absenteeism, quality defects,
sales production, and shrinkage (Barth & de Beer, 2018; Coyle-Shapiro et al., 2022; Sahin, 2022;
Suklum & Ozturk, 2022). Others view organizational outcomes in terms of psychosocial safety,
organizational change readiness, and ethical culture (Hawkes & Spedding, 2022). Leaders and
managers are expected to implement practices that lead to the realization of such outcomes.
Hawkes and Spedding (2022) noted that psychosocial safety is driven by practices such as

amicable staff-leader relationships, role modeling, and senior management support for safety.
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Organizational change readiness is driven by effective communication of the vision and

empowerment, which grants staff the autonomy and allows them to innovate (Hawkes &
Spedding, 2022). The leadership practices that support an ethical culture include: role modeling;
enforcing strict policies , standards, procedures (Hawkes & Spedding, 2022); continuous risk
identification, prevention, and mitigation (Chartered Institute of Internal Auditors, 2021;
Eckmaier et al., 2022; Hunziker, 2021; Institute of Risk Management, 2018); and segregation of
duties (Zietlow et al., 2018).

The outcomes expected of an organization also depends on its ownership (i.e., if it is
public, private-for-profit [PFP], or private-not-for profit [PNF]), mission, vision, and core values
of the organizations. Public and PNFP organizations are expected to improve the quality of life
of children, adults, and families in the communities served through increased access to and
utilization of quality social and health services, improving society/communities, and employee
satisfaction (Thi Tran et al., 2020; Zietlow et al., 2018). Private-for-profit organizations are
expected to produce high return on investment/profitability, customer satisfaction, employee
satisfaction, and contribution to improving society/community [i.e., by ensuring safety, ethics,
clean environment, and social responsibility] (Barth & de Beer, 2018). Based on this analysis,
the cross-cutting expectation from all organizations irrespective of ownership include employee
satisfaction and contribution to improving society/communities. In essence, these broad
outcomes constitute what organizations are expected to deliver to employees, customers, other
shareholders, and society in general in return for the goodwill (for a public and PNFP
organization) and profits (for a PFP organization) they enjoy. However, for the organization to

fulfill these obligations, it should have the essential capabilities: strategic clarity, accountability,
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leadership, culture, environment, speed, innovation, talent, social responsibility, collaboration,

information and customer focus (Smallwood & Ulrich, 2019; Ulrich, 2022; Ulrich et al., 2020).
Customers or Client Outcomes

Health support organizations work with and support private, public, and nonprofit health
organizations, including other HSOs. In addition to the outcomes outlined above for all
organizations, healthcare organizations need adequate financing so that they can effectively run
their operations and provide quality health services to their patients. Studies showed that the
outcomes that patients care most about when they seek services from healthcare organizations
generally include (a) high quality of health care services; (b) positive experiences (i.e., respectful
and timely treatment by the providers); (c) affordability of services received; (d) and positive
outcomes of the medical treatment received, for example, reduced pain and symptoms, ability to
live normally and become productive again, survival, and longevity (Hozak, D’Mello, & Nelson,
2021;J. W. Nelson, 2021).

In particular, when patients seek and utilize existing healthcare services, they expect low
re-admission rates, being safe from harm or falls, no or limited hospital-acquired infections, no
or very low mortality rates, effective patient-clinician communication and satisfaction, low
preventable hospitalization rates, improved daily functioning, and amelioration of disease
symptom severity (Hozak et al., 2021; J. W. Nelson, 2021; Wattis et al., 2019).

However, realization of the above patient outcomes is affected by other factors, some of
which are within the control of health organizations whilst others are independent of them. Such
factors include food security and nutrition; treatment adherence; efficacy of the drugs used;

efficacy of the diagnostic equipment; timely availability of appropriate drugs and supplies; and
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the attitude of a patients about the treatment, health workers, and recovery prospects (Jones et al.,

2018; Murray & Mehta, 2018; Tolchin, Dworetzky, & Baslet, 2018).
Donors and Investors’ Qutcomes

Depending on the type of organization, it can either be funded by donors or investors or
both. Public and non-profit health organizations tend to be financed by government and donor
resources whilst private-for profit organizations are financed by private investors. Even so, some
donors and governments can invest in private-for-profit organizations so that they can provide
subsidized services to vulnerable and indigent populations in the communities where they
operate. Both donors and investors invest money in organizations for a purpose and specific
objectives, which constitute the outcomes they seek to achieve from their philanthropy or
investment as the case may be. The objectives of donor and investors change and influence the
practices of organizations that depend on them for financing. Ulrich et al. (1999) argued that they
key outcome for investors is stockholder value, which manifests the return on invest they get at
the end of each year.

Donors give money to achieve multiple outcomes. Some do it to meet corporate social
responsibility requirements ( Hanberg, 2021). Others donate funds in pursuit of positive social
change objectives, for example, improving the quality of life of children and women, reducing
child and maternal mortality (Luecking & Weaver, 2022). Foreign government agencies donate
to projects and other countries pursuant of several outcomes, including promoting their policies
and interests (Asiimwe, 2018; Ssali, 2018; Wiegratz et al., 2018), creating and sustaining
positive social change, marketing products (e.g., condoms, pharmaceuticals, equipment, etc.) and

selling their services (e.g., road construction as is usually the case in Chinese supported projects



133
in Africa) to other countries, creating employment opportunities for their citizens, influencing

recipient country policies, extending their political influence, and increasing their bargaining
power for vital resources (e.g., minerals ). The other underlying outcome and expectation of
donors is timely, efficient and accountable use of resources by recipients.
Community Qutcomes

Health individuals contribute to health communities. It is therefore not unreasonable to
assume that if health systems outcomes are achieved, the community is transformed. Thus,
achieving health system outcomes translates to achieving community outcomes. Health systems
are expected to deliver three important outcomes: improve the health of populations, improve
patient experiences of care, and reduce or control the per capita healthcare costs by ensuring
efficient use of resources and protecting citizens from catastrophic health expenditures (Jacobs et
al., 2018; Kokko, 2022). If the triple aim is achieved, then community outcomes are also
realized because population outcomes will be realized.
Leadership and Management Skills

The ongoing debates about the differences and similarities between management and
leadership suggest that both functions require certain skillsets and mindsets to complete and
fulfil certain performance expectations and requirements associated with them (Adler & Laasch,
2020; Carton, 2022; Kniffin et al., 2020; Mintzberg, 2019; Petriglieri, 2020; Walsh, 2020).
Hence, it is useful to examine and reflect on any documented management and leadership skills.
From an accountability view point, doing so is important because as explained by C. S. Evans (
2022) whilst someone might be willing and desirous to be accountable, if he or she does not

know what to do and how to do it well to fulfil the expectations and underlying requirements of
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whoever will be evaluating his or her decisions and actions, he or she will be judged

unaccountable. This implies that living accountability is predicated on having the relevant skills,
beliefs, and mindset to effectively and efficiently enact it in line with the underlying expectations
and requirements (C. S. Evans, 2022).

Extant studies advance numerous views about the essential leadership and management
skills that leaders and managers should possess to effectively fulfill their roles and facilitate
organizations to achieve stakeholders’ results. Though their perspectives are couched in different
words, but deeper analysis reveals that they converge into Katz’s three broad skills categories or
the hard and soft skills referenced in the skills map in Figure 5. Taken together, the perspectives
from most of the existing studies suggest that effective leadership is driven and sustained by
personal competency which manifests in skills such as self-knowledge and awareness, personal
learning and development, managing time and energy, effective communication for interpersonal
and public interaction and engagement, conflict resolution, negotiation, developing trusting
relationships that create an environment for receiving and giving timely information and
constructive feedback , maintaining integrity, resilience, achieving work-life balance, self-
regulation, and decision-making (Crawford et al., 2018; Eib et al., 2022; Hawkes & Spedding,

2022; Jiang & Xu, 2022; Orukwowu, 2022; Shore, 2020; Tate et al., 2022).
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Figure 5

Skills Map

Skill: Basic knowledge and ability to complete mental and physical tasks and activities aimed at attaining a goal, which is
not necessarily inherent but developed through training, introspection, practice, and experience
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Source: (Goleman et al., 2017; Katz, 1955; Marin-Zapata et al., 2022; Sopa et al., 2020)

Similarly, perspectives on the essential management skills reveal interesting results. For
example, Detert et al. (2022) asserted that being a good manager requires key skills in hiring,
engaging, developing, coaching, supervising, evaluating, promoting, and firing employees.
Detert et al. (2022) further noted that the essential management skills manifest in and are
bolstered by the following managerial behavior:

e designing and structuring organizational work by defining, updating, and clarify

detailed role tasks that enhance autonomy, provide variety, support work-life balance
and minimizes confusion, burn out, mistakes, and frustrations;

e allocating and providing adequate resources for completing role tasks;
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e create mechanisms for keeping people motivated, committed, and engaged;

¢ identify problems that make jobs feel meaningless or intense;

e clarifying and enforcing appropriate decision rights and authority, which prevents

micromanagement that stifles creativity and taking initiative;

¢ holding people to high standards through holding employees accountable using fair

and explicit accountability processes and mechanisms;

e making and implementing evidence-driven decisions, and

e managing risks.

A recent study by The Predictive Index revealed that the essential management skills that
employees desire in their managers include effective communication, teambuiling and driving
team morale, delegation of tasks, time management, confidence, seeking and providing of timely
and constructive feedback (The Predictive Index, 2021). Another study in European companies
revealed similar managerial skills and additionaal ones that managers consider important and
apply in their day-to-day work include: coaching, decision-making, time management, and
conntrol (Culkova, Sefiova, Teplickd, & Tausova, 2022). Perspectives from Mintzberg (2019)
suggested that essential management skills include data collection, analysis, and synthesis;
effective communication; controlling; scheduling; networking; coaching;, mentoring; team
building ; motivating; and strengthening culture. The centrality of effective communication is
also affirmed by The Economist study which revealed that clear , regular, and transparent
communication is a valuable tool that successful managers rely on to clarify expectations, give

and get feedback, and break performance barriers in the workplace, which avoids stressful work
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environments, sluggish organizational growth, delays or failures in project implementation and

missed performance goals (The Economist, 2018).

Taken together, these perspectives demonstrate that there are no universal management
and leadership skills, but differences and commonalities exist in how they are perceived and
attributed to either management or leadership functions in the organization. It appears that the
nature and efficacy management and leadership skills depend on the context, the issues at hand,
level in the organizational hierarchy, the knowledge base of the people involved and the
processes and behaviors they apply and adapt them to the changing circumstances to produce the
desired outcomes. It also seems that the successful leadership skills are those that enable
managers to coalesce personal knowledge and continuous learning, ability to develop and
maintain meaningful relationships, continuous awareness of the wider environment and its
eclectic ecosystems, problem identification and diagnosis, personal and organizational purpose
and vision, systematic strategies and solutions into collective values and work to produce the
desired stakeholders’ results (Adler & Laasch, 2020; Grimani & Gotsis, 2022). In contrast, the
successful management skills are those that are grounded in domain-specific knowledge,
appropriate processes, systems, culture, and behaviors that not only facilitate effectively getting
and keeping the talent capable of translating individual and collective knowledge into shared
practice but also balance ensuring stability and efficiency, enforcing rules and regulations, and
achieving bottom-line results with unlocking innovative solutions, achieving high performance,
and engaging employee’s hearts and minds (Culkova et al., 2022; De Smet et al., 2021;

Petriglieri, Ashford, & Wrzesniewski, 2018).
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The above perspectives on leadership and management skills were not only valuable in

developing the study conceptual framework but also in understanding the specific skills that
participants use, how, when and why to not only embody and support accountability for results
in their settings and circumstances.
Summary

In this chapter, I have presented the literature review, explained the theoretical foundation
and conceptual framework, and the relevant literature. The literature reviewed revealed that
management, leadership and accountability are well studied but majorly in Anglo-Saxon settings
and not as much in low-income settings such as Uganda. This implies that perspectives from
such settings are sparse which limits advancing knowledge to solve pressing problems such as
the declining levels of accountability in the face of growing corruption and low political will and
support ( Bold et al., 2017; Kakumba, 2021; Wiegratz et al., 2018). Though multi-theory studies
are currently being undertaken in Uganda (see for example, Ssennyonjo, Ssengooba, et al.,
2022), most of the existing studies rely on one or two theories to explain the study phenomenon,
which limit their ability to analyze the concepts from multiple angles and perspectives. The
literature review revealed that little is known about the how leaders in of HSO in Uganda support
and enact accountability for results, yet they navigate and negotiate the paradoxes, values,
agendas and interests of multiple internal and external stakeholders (Asiimwe, 2018; Mukuru,
Kiwanuka, Gilson, et al., 2021; Ssali, 2018; Wiegratz et al., 2018). The review also revealed that
management and leadership practices depend on the personal, organizational, and contextual

factors which also change depending on the circumstances or persons involved. This implies that
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exploring and understanding the effective practices calls considering such issues if one is to

make valid and objective conclusions.
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Chapter 3: Research Method

Introduction

The purpose of this generic qualitative research was to explore the experiences,
perceptions, beliefs, and opinions of exemplar public and non-profit HSO leaders in Uganda
about the leadership and management practices they have used and found effective in
exemplifying and supporting accountability for achieving results that matter most to key
stakeholders. This information could be useful in helping health leaders in developing countries
to effectively manage and lead accountability for key stakeholders’ results in their settings. This
chapter discusses the research design and rationale, my role as the researcher, methodology,
issues of trustworthiness, ethical procedures, and the summary.

Research Design and Rationale

The following overarching question and four sub-research questions guided the research:

ORQ1: How do health leaders in Uganda’s public and nonprofit HSOs embody and
support accountability for results that matter most to employees, the organization they lead,
customers or clients targeted by the organization, and donors?

SRQ 1.1: What do concepts such as (a) practices, (b) leadership (c) leadership practices,
(d) management, (¢) management practices, (f) accountability, (g) results, and (h) accountability
for results mean to study participants?

SRQ 1.2: What important results for employees, the organization, the customers, and

donors are health leaders and their subordinates accountable for?
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SRQ1.3. What management and leadership practices work well in supporting

accountability for achieving results for the employees, organization, customers, and donors and
under what contexts?

SRQ1.4. What are the barriers and facilitators to ensuring accountability for results, and
what accountability strategies and tools are effective in dealing with them?

A generic qualitative research design was used to explore health leaders’ opinions,
attitudes, beliefs, perceptions, experiences, and reflections on their experiences about the
management and leadership practices and accountability mechanisms that effective in enacting
and supporting accountability for the achievement of results that matter most to employees, the
organization in which they work, the customers or clients served by the organization and the
donor that support the work of the organization(Jahja et al., 2021; Kahlke, 2018; Merriam &
Grenier, 2019). Qualitative research is valuable in enabling researchers to explore human social
behavior, the meanings that individuals and groups ascribe to social phenomenon and human
problems that require deeper understanding, which may not be possible in quantitative studies
(Merriam & Grenier, 2019; Olmos-Vega et al., 2022; Thompson & Thompson, 2023).

This study’s research questions were both exploratory and explanatory requiring a
qualitative approach that elicits participants’ perceptions, experiences, knowledge, feelings,
meanings, and views about a study subject (Creswell & Poth, 2018; Thompson & Thompson,
2023). The questions were exploratory because I sought to elicit responses that clarify what
leaders do to hold themselves accountable and support accountability for results that matter most
to key stakeholders. The questions were explanatory in order to enable participants to tell their

story about how, when, and why they used the leadership and management practices, and how
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they leveraged the enablers and navigated the barriers to accountability for key stakeholders’

results.

To answer the research questions, a general qualitative approach utilizing semi-structured
interviews was deemed appropriate because it makes it possible to document participants’
reported subjective experiences and how they make sense of them, opinions, attitudes, beliefs,
meanings, and perceptions (Jahja et al., 2021; Merriam & Grenier, 2019). Moreover, it not only
eases categorization of findings into patterns and themes but to also identifying commonalities
and differences in the experiences and perceptions of participants (Merriam & Grenier, 2019).
Interviews were used in exploring and illuminating the meanings that individuals attach to
phenomena because their efficacy in doing so is well documented in existing studies (Brinkmann
& Kvale, 2018; Silverman & Patterson, 2022).

In view of the exploratory and explanatory nature of the research questions, quantitative
and mixed methods designs were not appropriate for this study because they would not
appropriately answer the study questions and adequately surface participants’ subjective
opinions, experiences and perceptions about the study concepts (Creswell & Poth, 2018). Other
qualitative strategies—case, grounded theory, narrative, phenomenology, and ethnography—
were considered, but they were not as appropriate in answering the study questions.
Phenomenology is used investigated the lived experiences of a phenomenon, zeroing in on the
internal common human experiences and not the external content of the individuals experiencing
the phenomenon (Creswell & Poth, 2018). Phenomenology explores the affective, emotional,

and often deep human experiences that individuals go through and seeks to understand the
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essence of such experiences(Merriam & Grenier, 2019). This study’s research questions did not

align to this line of questioning.

Moreover, the narrative strategy is used if and when one wishes to tell the story of a
single individual ( Creswell & Poth, 2018). Ethnography can be used when one wishes to study
people who share a culture within a network or social group (Creswell & Poth, 2018). Grounded
theory is used if one wishes to examine processes, events, and measures and develop a theory at
the end of the study (Creswell & Poth, 2018). I did not seek to create a theory but to understand
participants’ experiences, how they interpret them, meanings they ascribe to phenomenon, and
the subjective opinions they have about the leadership and management practices and
mechanisms that cultivate accountability for the achievement of key stakeholders’ results in
Uganda’s public and non-profit HSOs. Although cases studies could also be used because they
involve eliciting for in-depth information about the experiences and processes involved in the
phenomena (Flick, 2022), the use of the generic qualitative approach was deemed more
appropriate because it enables participants to share their experiences and reflections on the
experiences, perceptions, subjective opinions, beliefs, and attitudes in relation to the study
concepts (Merriam & Grenier, 2019).

Role of the Researcher

My role as a researcher was to collect, store, analyze, interpret, and report data on the
meanings, and beliefs that study participants ascribe to study concepts, their subjective opinions,
attitudes, behaviors, and reflections on the experiences of embodying and supporting
accountability for the achievement of results that matter to employees, customers, organization,

and donors. In view of my experiences as a leader of a social development and health
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organization in Uganda, I had a duty to remain objective to not let my experiences influence

participants’ perspectives. To maintain openness to new and unexpected ideas, I suspended my
experiences, presupposition, personal opinions, and prior knowledge so as to explore the
experiences, perceptions and opinions of participants and not mine (Brinkmann & Kvale, 2018;
Mukinda et al., 2020; Olmos-Vega et al., 2022). In effectively achieve this, I exercised
reflexivity by undertaking member checking to verify the emerging research themes, writing
copious field notes, and keeping an audit trail of all data collection, analysis and drawing
conclusion activities (De Kleijn & Van Leeuwen, 2018; Olmos-Vega et al., 2022; Phillippi &
Lauderdale, 2018).

The purpose of reflexivity was to ensure that what [ am (i.e., as leader of health and
social development organization) and what I know (about leadership and management practices)
does not crowd my judgment to the extent of failing to understand the perspectives of
participants. I exercised reflexivity during the formulation of research questions and continued to
do so during data collection, coding, analysis, interpretation and drawing conclusions. Keeping
field notes and writing memos helped me track the contextual issues during the interviews, data
coding, and analysis (Phillippi & Lauderdale, 2018; Rogers, 2023). I used such information to
enrich the findings and highlight contextual issues that readers should be aware of as they
interpret the study findings (Phillippi & Lauderdale, 2018).

I used member checking to actively engage the research participants in clarifying and
verifying their verbatim interview transcripts and emerging themes to confirm whether they
reflect their perspectives and experiences (Merriam & Grenier, 2019). Finally, as part of my role

as the researcher, I protected the privacy and confidentiality of study participants by using
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pseudonyms and masking their organizations (Merriam & Grenier, 2019). I also obtained

Institutional Review Board (IRB) approval from Walden University, Mildmay Uganda Research
Ethics Committee, and Uganda National Council of Science and Technology (UNCST) and
adhered to the principles of protection of human subjects. Obtaining ethical approval ensured
that my research is aligned to the standards, guidelines and rules of ethical practices in research.

To protect the identify and confidentiality of the research participants, apart from the
demographic data, no personal or identifying information is used in this research report. Aliases
have been used to mask the names of respondents’ organizations or departments. This not only
protects the identities of respondents but also made them engaged and honest when giving
responses because they had no fear for professional retaliation, negative publicity, or loss of
support.

Methodology

I used a generic qualitative research design to explore the meanings and perceptions that
participants ascribed to key concepts; the subjective opinions, beliefs, attitudes, and experiences
that they had about the leadership and management practices that they have developed, used, and
found effective in exemplifying and supporting accountability for the achievement of key
stakeholders’ results in public and non-profit HSOs in Uganda (Merriam & Grenier, 2019).
Participant Selection Logic

The target population for this research were any governance/board member, senior
manager, or middle manager in a public and nonprofit HSO with a history and reputation of
holding themselves and others accountable for achieving outcomes that matter most to

employees, organization, customers, or donors. The sampling unit were all health leaders in
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public and nonprofit HSOs in Uganda. The individual leaders are used as the unit of analysis in

this study to minimize the challenges of aggregating people’s perspectives to represent those of
organizations as noted in extant studies (Carton, 2022; T. Kim, 2020).
Study Sites

Study participants were mainly from Kampala and surrounding districts of Wakiso,
Mukono, and Mpigi because most HSOs are headquartered in these areas.

Sampling Strategy and Criteria

This study relied on purposive sampling methods which provide opportunities to identify
and select health leaders who are information-rich, that is, they demonstrate the required
knowledge, skills, and experience in holding themselves and others accountable for achieving
key stakeholders’ results (Creswell & Poth, 2018; Herd et al., 2016). Three purposive sampling
techniques— snowball, criterion, and maximum variation—were used to select information-rich
individuals who could explicate the study issues based on firsthand information and experiences
(Creswell & Poth, 2018; Michael Meyer & Mayrhofer, 2022). These non-random sampling
strategies were used in selecting participants because the study seeks to provide deeper insights
on the phenomenon of interest and not generalization from a sample to a population (Merriam &
Grenier, 2019).

Leaders, managers, and board members of HSOs with a history of accountability and
achieving results were purposively selected and interviewed to share their experiences and
perceptions about what works, how, when and why it works. Selecting individuals who
exemplify a given phenomenon has been used by several researchers, for example, Maslow used

it to study individuals who had achieved self-actualization to understand their key defining



147
characteristics. Morton et al. (2018) used it to study older U.S. purpose exemplars, whilst

Collins and Porras used it to understand the successful habits of visionary companies (D’ Amato
& Tosca, 2019).

The snowball technique began with identifying one study participant who provided the
researcher with valuable leads to other potential participants that meet the inclusion criteria
(Creswell & Poth, 2018). Each exemplary health leader identified and interviewed was requested
to provide names and contact information of other exemplary leaders in other HSOs in Uganda.
This technique enabled health leaders in HSOs to recommend others who met the criteria and
were willing to participate in the study. Maximum variation purposive sampling was used to vary
the characteristics of the sampled participants so as to minimize one-sided views and improve the
richness of views obtained (Creswell & Poth, 2018).

In this study, the primary characteristics that were varied included gender of the
participant, role in the organization’s leadership structure, and sector of HSO (i.e., public or
nonprofit). Selecting male and female participants was necessary because studies showed that the
leadership behavior and styles of men and women vary in some ways (Begum et al., 2018). The
sector and role in the organization’s leadership structure mattered because studies showed that
each context engenders its own values , beliefs, and norms that influence unique practices(Bloom
et al., 2019; Molinaro, 2020) whilst each role in the organization addresses different challenges
that possibly require unique practices (Backhaus & Vogel, 2022; Schillemans & Bovens, 2019;

Zietlow et al., 2018).
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Under criterion purposeful sampling, only participants who meet the study’s criteria were

recruited and selected to participate. For this study, the main criteria considered when selecting

the exemplar leaders was as indicated below:

criteria # 1: 18 years or older, current or former leader of a non-profit or public health
support organization in Uganda for not less than 3 years because such a period is
sufficient enough for one to be aware of the accountabilities he or she is responsible for
and can assess or see the impact of his or her leadership and management practices
(Hoffman, 2015);

criteria # 2: leaders with history of integrity, track record of driving organizational
performance and achieving results, and being accountable as perceived by peers and
experts in the field;

criteria # 3: leader from one of the three level of the organization’s leadership structure:
Governance/board, senior management, and middle management. Studies showed that
management and leadership practices differ by level and that they are relevant at all
levels of the organization’s leadership structure and health system (Gilson & Agyepong,
2018);

criteria # 4: recommended by at least three or more people as someone with a record of
achieving results and being accountable; and

criteria # 5: agrees to voluntarily participate in the study, be audio recorded, and

unreservedly share his or her experiences and insights.
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Sample Size

Qualitative studies rely on small samples of participants who are information rich and
can ably provide contextual data (Creswell & Poth, 2018). Existing research suggests that there
is no agreed sample size in qualitative studies(Michael Meyer & Mayrhofer, 2022). Some writers
argue that data saturation should guide the sample size determination decisions (LaDonna, Jr, &
Balmer, 2021; Saunders et al., 2018a). Saturation refers to the point at which no new information
or themes emerge from the extra interviews conducted ( Saunders et al., 2018).

Some commentators argued that the sample size should be based on data saturation and
the qualitative research design adopted (Creswell & Poth, 2018; Saunders et al., 2018a). For
instance, for phenomenology, the sample size should be between three to ten participants, for
grounded theory it should be 20-30 participants, and four to five (4-5) cases for a case study
design (Creswell & Poth, 2018; Saunders et al., 2018a).

In view of the above perspectives, the initial sample size for this study was 12 health
leaders (six men, six women) currently holding or have previously held board/governance, senior
management, and middle management roles in health support organizations in Uganda for not
less than three years (see Table 2). Even so, interviews could stop before or continue after the
12" interview depending on data saturation. Namey (2017) noted that five to six in-depth
interviews produce the majority of the new data, and nearly 80% to 92% of the themes are
identified within the first 10 interviews.

Namey’s (2017) revelations, suggested that the targeted 12 interviews for this study were
sufficient. However, if after the sixth interview no new data was identified, data collection would

have stopped, provided views were gleaned from equal numbers of males and female leaders
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across target organizational leadership levels. Conversely, if after the 12% interview new data

continued to emerge, interviews would continue until no new insights or themes emerged
(Namey, 2017). In this study, up until the 12th interview, new data continued to emerge under
the fourth research question. In light of this, I decided to conduct other interviews but stopped
after the 13" interview because the emergent information was merely emphasizing what was
already identified.

Instrumentation

The main data collection instrument for this study was a semi-structured in-depth
interview guide (see Appendix B) because it allows participants to present their own perspectives
on the topic as opposed to pre-identified answers to questions. Studies show that interviews are
valuable in collecting and uncovering individuals’ stories, experiences, and perceptions
(Brinkmann & Kvale, 2018). In-depth interviews are amenable to generic. qualitative studies
because they allow participants to explain in detail and make it possible to probe further, creating
opportunities to obtain rich and in-depth data from study participants (Merriam & Grenier,
2019).

Castillo-Montoya ( 2016) recommended that interview questions should be aligned to
specific research questions to make it easy to analyze the resultant data. This study consists of
four research questions, two (2) background questions, and 14 interview questions aligned to the
four research questions as indicated in Table 2. The semi-structured interview guide was

developed by the researcher drawing on insights from extant literature.
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Table 2
Study Sample
Level in Leadership Public HSO Nonprofit HSO Total
Structure

Female Male Female Male
Governance/Board 1 1 1 1 4
Senior Management 1 1 1 2 5
Middle Management 1 1 1 1 4
Sub-Total 3 3 3 4 13

The interview protocol guide was taken through the four phases of protocol refinement
recommended by Castillo-Montoya (2016)—(a) creating an interview protocol matrix that aligns
interview questions with research questions, (b) carefully wording and organizing the interview
questions in a clear and conversational mode, (c) peer-review, and (d) pilot testing tools. The
peer review involved close reading and think-aloud activities with one health support
organization leader, one qualitative research specialist, and one health systems leadership and
governance specialist. During the development of the protocol, the researcher met with each peer
reviewer and presented to him or her the same research and interview questions and noted the
comments and suggestions from each reviewer. Two peer reviewers were male while the other
was female.

Each participant in the reading and think-aloud session provided feedback on the
answerability, simplicity, and clarity of the research and interview questions as advised by

Castillo-Montoya (2016). The three academic supervisors of this research also provided
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feedback on the research questions and methodology. Research ethics committee (REC)

reviewers at Walden University and Mildmay Uganda also provided valuable insights on the
methods and research questions. These activities provided opportunities to fine-tune and refine
the protocol questions to improve reliability.

Pre-testing the interview questions. To gain insights on how long it takes to complete
the interview questions and understand whether the questions are clear to participants, I pilot-
tested the interview guide with two friends who are health leaders with similar characteristics as
the participants in the main study (Silverman & Patterson, 2022). This further provided insights
on the possible flaws in the instrument and led to the identification of unclear or ambiguous
statements.

For each of the two interviews, I took note of and reflected on how much time it took to
complete the interview, the reactions of the participants, and the level of enthusiasm by the end
of the interview. In addition to the peer-review mentioned above, road-testing the interview
questions with friends provided insights that guided the refinement of questions to discard
ambiguous questions in the interview guide. The interview protocol in Appendix B reflects the
final protocol that has passed through the above-mentioned processes.

One pilot test interview took 60 minutes to complete whilst the other lasted 72 minutes
with another, indicating that it takes an average of 66 minutes to complete the interview. Even
so, the length of time taken depended on the participant’s enthusiasm and experience, and
responses of participants that called for further probing. During the pilot testing of the interview
guide, I began to identify the initial descriptive codes which I used to code data in NVivo (Adu,

2019; Rogers, 2023).



153

Table 3

Research and Interview Questions Matrix

Research Questions Interview Questions
RO.1 1,2,3,

RO.2 4,5,6,

RQ. 3 7,8,9,10

RO. 4 11,12, 13, 14

Procedures for Recruitment, Participation, and Data Collection

Recruitment of participants and conducting interviews lasted more than one month. This
was due to the Corona Virus Disease (COVID-19) outbreak that affected many countries of the
world, including Uganda. Some the study participants were engaged in developing policies for
its prevention and providing leadership to mitigate its impact, making it challenging to get them
in time. Consent to interview the study participants was obtained prior to data collection. The
consent form contained information explaining to all participants that participation in the study is
voluntary, and that confidentiality and protection of the identity of the participant and his or her
organization will be maintained. After obtaining consent, data collection commenced and ended
after the 13" interview when data saturation was achieved. As the principal investigator,
conducted all in-depth interviews myself. I requested for permission to audio record the

interviews. Whenever it was not possible to conduct face-to-face interviews due to COVID-19
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restrictions, I conducted them via the phone, WhatsApp, and Zoom video call with the study

participants.

To minimize biases and increase the quality, trustworthiness, and credibility of study
results, adequate time was spent interviewing the selected participant to deeply explore the issues
under discussion. If the participant did not have adequate time to complete the interview
questions, the interview was rescheduled to allow completion on another agreed date.
Rescheduling an interview was done with one participant who was called for an emergency
COVID-19 meeting. Each interview began with and ended with an informal conversation with
participants (Fusch et al., 2018). This not only created rapport with participants but also enabled
them to freely discuss sensitive issues or add other pertinent information they may not have
explicated during the formal interview. Additionally, through member checking, the transcribed
interviews were sent to the respondents to verify if they truly captured the essence and content of
the discussion. Issues that need further clarification were also highlighted in yellow in the
transcript or the researcher made a follow-up call to clarify them.

I bracketed my experiences by writing memos and keeping a researcher’s reflexive
journal as a means of keeping track of the thoughts, perceptions, and ideas during data collection,
analysis, and interpretation (Adu, 2019; Merriam & Grenier, 2019) . In addition to recording the
interview, I also took notes. As recommended by (Phillippi & Lauderdale, 2018), the field notes
were used as the basic and early analytic memos. They captured and documented any potential

connections or contradictions that emerged during the interview.
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Data Analysis Plan

Interview data was transcribed verbatim and coded inductively by grouping together
common themes derived from the comments of participants as opposed to relying on pre-
determined categories (Creswell & Poth, 2018). Interview findings are organized by study
research question and direct quotes from participants are provided to substantiate them.
Transcripts were read more than once to ensure that the ideas contained in each interview
responses are all captured in the coded the information. The first reading of each interview
transcript was combined with re-listening to the audio recordings to ensure that nothing was
missed during the transcription by the research assistants. During the second and subsequent
reading of the transcripts, I explored and identified evidence in relation to the research questions,
developed codes, derived categories, organized and developed overarching themes, first through
Nvivo for Mac, and later by hand in both Microsoft Word and Excel. For each of the 11 specific
interview questions and probes, codes and categories for each participant were developed. Using
the categories and concepts from each participants’ transcripts, the overall themes and sub-
themes for the research data were developed, analyzed, and later described. A code book was
developed in Nvivo and used to categorize data by 12 broad descriptive codes and 23 sub-codes
derived based on the interview questions. The Nvivo code book aided the organization of similar
data under one code, interpretations and descriptions of data (Creswell & Poth, 2018)(Adu,
2019) . After organizing the relevant data under the different codes and sub codes in NVivo
software, it was transferred to Microsoft Word and Excel for open and axial coding (Braun &
Clarke, 2022; Squires, 2023). The axial codes were used to identify and create patterns of

meaning across the dataset, resulting in the development of overarching themes. Constant
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comparison was used to develop overarching themes from the concepts and categories in the

different interview transcripts (Merriam & Grenier, 2019). Supporting quotes from the dataset
are provided to back up the claims in the themes.
Issues of Trustworthiness

In qualitative research, validity in terms of the extent to which the data and findings are
accurate, trustworthy, and credible from the perspective of the researcher, subject matter experts,
and the readers (Brinkmann & Kvale, 2018; Merriam & Grenier, 2019). To ensure standards of
trustworthiness, I adhered to four criteria recommended for minimizing the treats to validity:
credibility, transferability, dependability and confirmability as described below (Merriam &
Grenier, 2019).
Credibility

Credibility or descriptive validity is the foundation for all other forms of validity.
Credibility is reflected in the research design, research instrument, and the extent to which the
data is accurate, representing all that the participants said and how they said it. The key steps in
ensuring credibility include triangulation, member checking, peer debriefing, and writing thick
descriptions of the data (Merriam & Grenier, 2019). Member checking is described as the
process of giving the participants the opportunity to review, validate the contents of the
transcripts, and critique the interpretation of their individual responses. Member checking was
done during data collection, after the interviews have been transcribed, and after the coding
(Adu, 2019; Merriam & Grenier, 2019). All interviews were electronically recorded, copious
notes were taken during the face-to-face interviews while non-verbal sounds were noted during

phone, WhatsApp, and Zoom calls; and the transcriptionists were trained in how to create and
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maintain accurate verbatim transcripts so as to increase the credibility of the data. Each of the 13

study participants was emailed a copy of his or her interview transcripts to check for accuracy
and representation of the issues discussed during the interview. Each participant was asked to
validate the content of his or her transcripts, which they all did. Member checking was also
undertaken during data collection to aid validation of responses by restating the information and
asking relevant follow-up questions to allow participants to verify and elaborate their answers.
Triangulation was accomplished by interviewing participants from public and nonprofit
organizations and leadership levels to ensure a varied and rich account of the study phenomenon
(Fusch et al., 2018).
Generalizability

Transferability or generalizability refers to the extent to which study findings can be
generalized or transferred to other settings, populations or phenomenon (Forero et al., 2018).
Although transferability is challenging in qualitative research because the data are not based on a
representative sample , it is achievable through thick description of the data so that readers can
make comparisons based on the contextual information provided (Merriam & Grenier, 2019).
This study’s methodology is well described to give the reader adequate information about the
context. Participants with varying characteristics were interviewed to not only aid triangulation
of findings but also surface any valuable experiences in varying work contexts, situations, and
organization hierarchy that others may identify with, which might contribute to transferability

(Merriam & Grenier, 2019).



158
Dependability

Dependability or evaluative validity refers to how researchers inform readers how they
arrived at the interpretations (Merriam & Grenier, 2019). It explains how well the findings can
be replicated and ensures that readers know how the results were arrived at. The audit trail, thick
description and triangulation aid dependability in qualitative research (Merriam & Grenier, 2019;
Tracy, 2020). In this study, the data collection, analysis, and interpretation processes are well
delineated: sample size and sampling procedures, coding procedures, and interview protocol are
included, providing an audit trail on how data was transparently collected and analyzed.
Confirmability

Confirmability or interpretive validity refers to how well the researcher reports the
participants’ thoughts, feelings, intentions, experiences, events, and/or behavior. It implies that
the interpretations of the data should not be based on the researcher’s pre-conceptions or
misrepresentation. To ensure confirmability, I undertook member checking during the interviews
and when the transcripts were forwarded to the participants to highlight summarized information
where more questions exist and ask participants to verify its accuracy or shed more light on it.
Probing was used follow up some issues that participants raised to ensure understanding of what
they mean. Prior to data analysis, each participant’s transcript was read several times to better
understand what it contains. If after reading the transcript there some issues that were still
unclear, a phone or WhatsApp call with the participant was used to clarify any pending issues.
These issues were also raised through an email accompanying the member checking transcript.
Though NVivo was initially used to code, data analysis was done manually which made it

possible to thoroughly review the transcripts to glean ideas that represent what participants said.
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Additionally, the codes were periodically discussed with two peers who are familiar with

qualitative research and health system leadership and strengthening in Uganda’s context so as to
get an external check on the researchers’ thinking and interpretation. Lastly, all members of my
PhD committee reviewed the study findings and conclusions to ensure that they are supported by
the data.
Ethical Procedures

To protect the rights, safety, confidentiality and identity of participants, the necessary
steps were taken. First, I submitted the research proposal to three institutional review boards—
Walden University Institutional Review Board (approval # is 01-14-20-0296441), Mildmay
Uganda Research Ethics Committee (REC REF:0501-2020), and Uganda National Council of
Science and Technology (HS585ES) —for institutional review and approval. The principles and
standards of these research ethics committees were adhered to. Second, pseudonyms were used
to describe and quote participants so as mask their identity and that of their health organization.
No individual or company names or other identifiers are mentioned in the study. Individuals are
referred to by way of pseudonyms followed by descriptive information about their gender, type
of organization (i.e., public or nonprofit) that a participant leads or led, and level in the
organizational leadership structure (i.e., governance, senior management, or middle
management). Third, the statement of participants’ rights and the informed consent forms were
sent to participants in advance of the interviews. Participants were asked if they have any
questions about the consent process beforehand and before commencement of the interview.

In the informed consent forms, I explained to the participants the following: (a) that

participation in the study is voluntary, (b) purpose of the study, (c) what their participation
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entails, (d) compensation, ( e) the risks and benefits of participating in the study, and (f) how

their confidentiality will be maintained, their right to refuse to participate in the study, and the
right to refuse to answer any question during the interview process (Merriam & Grenier, 2019;
Tracy, 2020).

Participants were free to refuse to participate or withdraw from the study at any time
without any costs or penalties. To withdraw from the study, participants would simply notify me
of their intention to withdraw from the study, and it would be accepted without any questions or
procedures. None of the participants that consented to the study withdrew from it.

All typed interview transcripts were password protected to ensure that only the researcher
can access the data. The research data was stored under password-protected files in the electronic
format. The hard copies of the interview transcripts will be maintained in a locked cabinet at my
home for five (5) year. At the end of this period, the soft copies of the files will be deleted and
the dustbin emptied whilst the hard copies will be threaded. I completed the Collaborative
Institutional Training Initiative (CITI) ethical certification course and the London School of
Hygiene and Tropical medicine course on good clinical practice to gain insights in conducting
research involving human research participants.

Summary

In Chapter 3, I have described the methodology of this study, including the research
design, instrumentation, and participant recruitment methods. Procedures to establish
trustworthiness and ethical considerations have also been elaborated. In Chapter 4, I present the

procedures for research participants recruitment and data collection information for this study, as
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well as the data analysis, results, and evidence of credibility, transferability, dependability, and

confirmability.
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Chapter 4: Results

Introduction

The purpose of this generic qualitative research was to explore and document how
exemplar health leaders of public and non-profit health organizations in Uganda perceive and
define the key study concepts and their experiences, opinions, and beliefs about the management
and leadership practices they have used and found effective in exemplifying and supporting
accountability for the achievement of results that matter most to key stakeholders. Additionally, I
identified the enablers and barriers to accountability for results, the tools and mechanisms that
the leaders use to navigate the barriers. The research was guided by one overarching research
question and four sub-research questions indicated below:

1: How do health leaders in Uganda’s public and nonprofit HSOs embody and support
accountability for results that matter most to employees, the organization they lead, customers or
clients targeted by the organization, and donors?

1.1: What do concepts such as (a) practices, (b) leadership (c) leadership practices, (d)
management, (€) management practices, (f) accountability, (g) results, and (h) accountability for
results mean to study participants?

1.2: What important results for employees, the organization, the customers, and donors
are health leaders and their subordinates accountable for?

1.3: What management and leadership practices and accountability mechanisms work
well in supporting accountability for achieving results for the employees, organization,

customers, and donors and under what contexts?
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1.4: What are the barriers and facilitators to ensuring accountability for results and what

accountability strategies and tools are effective in dealing with them?

In this chapter, I present the key findings from the semi-structured interviews with 13
exemplar health leaders of public and nonprofit HSOs in Uganda. First, I describe the setting in
which the research took place, demographic information, data collection procedures, data
analysis, and evidence of trustworthiness. Next, I present the results synthesized from the semi-
structured interviews and conclude with a summary of findings.

Setting

Three purposive sampling methods—criterion, maximum variation, and snowball—were
used to identify and recruit exemplary health leaders currently leading or previously led HSOs at
the board/governance, senior management, and middle management levels in Uganda’s health
system. In all, 40 potential health leaders (17 in public organizations, 23 in nonprofit
organizations) were recommended through snowball but only 22 (12 from nonprofit
organizations, 10 from public organizations) met the study criteria. Of the 22 potential leaders
who met the study criteria, only 19 (nine females, 10 male) responded to the request to
participate in the study (see Appendix A).

Participants were recommended for the study on account of being successful in leading
others and organizations, specifically embodying personal accountability; supporting individual,
team, and organizational accountability; leading transformations in their departments and/or
organizations; a history of consistently achieving stakeholders’ results; and meeting the inclusion
criteria outlined in Chapter 3. They were also perceived and identified by their peers and health

leadership experts as exemplary because they possess exceptional abilities in not only developing
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and executing effective leadership and management practices but also for being catalysts and

facilitators of the much-needed health system transformations, change, growth, and development
of strong programs, departments, and institutions and in coaching and mentoring other health
leaders in Uganda and beyond. Participants freely volunteered to participate in the study and the
interviews were conducted in a respectful manner.
Demographics

Participants were purposively selected and recruited based on gender, level in the
organization leadership structure, and sector. As shown in Table 4, four participants (two
females, two male) were from governance/board, five (two females, three male) from senior
management; four (two females, two male) from middle management. Of the 13 participants
interviewed, seven (three females, four male) were from the nonprofit sector whilst six (three
females, three male) were from the public sector. Five out of 13 participants were aged between
40 and 50 years, six were aged between 51 and 60 years, whilst two of them were more than 61
years. All research participants had a masters or PhD academic qualification; eight out of the 13
were medical doctors with postgraduate training in fields such public health, surgery, internal
medicine, health services management and leadership, anatomy, physiology, epidemiology, and
infectious diseases management. The other five participants also had diverse academic
backgrounds: mass communication, business administration, and corporate governance (1);
economics, public health, and financial management (1); social work, demography, and public
health (1); education, public health, and management (1); and social work and human resources
management (1). The leadership and management experience of participants ranged from slightly

more than 15 years to more than 35 years.
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Table 4

Study Participants Demographics

Fictitious ~ Gender Agerange  Leadership level Management & Highest level Sector
name leader‘ship of education
experience

P1 Female 40-50 Senior mgt > 15 years Master Nonprofit
P2 Male 40-50 Senior mgt > 15 years Master Nonprofit
P3 Male 51-60 Senior mgt 33 years Master Nonprofit
P4 Male Over 60 Governance > 35 years PhD Nonprofit
P5 Male 40-50 Middle mgt 18 years Master Public

P6 Male 51-60 Middle mgt > 15 years Master Public

P7 Male 40-50 Middle mgt > 15 years Master Nonprofit
P8 Female 51-60 Senior mgt > 25 years PhD Public

P9 Female 40-50 Middle mgt > 15 years Master Nonprofit
P10 Female 51-60 Middle mgt > 25 years Master Public
P11 Female 51-60 Governance > 25 years Master Public
P12 Female 51-60 Governance > 20 years Master Nonprofit
P13 Male Over 60 Governance > 35 years Master Public

Data Collection

To begin with, I shared the inclusion criteria with three experts and practitioners in health
systems strengthening and healthcare management, leadership, and governance in Uganda and
requested them to nominate individuals who meet the criteria and therefore should be
interviewed. Six (6) leaders who meet the inclusion and selection criteria were initially

nominated, three of whom were independently and commonly nominated by all the three experts.
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I emailed the latter the participant recruitment invitations letter (See Appendix A) but only two

of them responded granting permission to be interviewed and contacted privately on phone.

I conducted the first two interviews and requested each participant to nominate other
health leaders who meet the inclusion criteria. I then sent study invitation letters to the remaining
three potential participants who had been nominated by the experts. They all agreed to be
interviewed and recommended others who met the study criteria. This process was repeated for
each participant interviewed. Participants were encouraged not share contact information for co-
workers or distribute the study invitation letter within their workplace in order to ensure diversity
of views and experiences. Data were collected by the researcher using in-depth interviews that
began and ended with informal conversations with the purposively selected participants.
Interviewing continued until the 13th interview when data saturation was achieved. As shown in
Table 5, the shortest interview time was 36 minutes whilst the longest time was two hours and 24
minutes.

Beginning with informal conversations contributed to building rapport with participants
and fostered an informal exchange whereby participants freely provided valuable information
whilst ending with them enabled some participants to speak about sensitive issues such as the
endemic fraud and corruption in Uganda’s health sector which they were uncomfortable to talk
about whilst being recorded. Others shared valuable leadership and management tips and
experiences that they had not mentioned during the formal interview. The initial plan was to
conduct only face-to-face interviews.

However, this changed after the emergency of COVID-19. After the imposition of

lockdown restrictions on March 18, 2020 in Uganda, I sought and obtained permission from



Walden University IRB to conduct interviews via the phone, WhatsApp, or Zoom

was granted on March 30, 2020.

Table 5

Participant Interview Mode and Audio Recording Duration

167
. Permission

Participant Interview mode Audio recording duration
Pl Face-to-face interview 2hrs: 24 minutes
P2 Face-to-face and phone 2 hrs.

P3 Phone (WhatsApp) 48 minutes

P4 Phone 1hr: 2 minutes
P5 Phone 80 minutes

P6 Phone 56 minutes

P7 Phone 1hr: 58 minutes
P8 Zoom 1hr: 58 minutes
P9 Zoom and phone 1hr: 28 minutes
P10 Zoom 1hr: 39 minutes
P11 Zoom lhr

P12 Zoom 1hr: 47 minutes
P13 Phone (WhatsApp) 36 minutes

I conducted two face-to-face interviews at locations that were convenient and

comfortable for participants and where I could also maintain confidentiality. However, because

one participant had to attend to an emergency COVID-19 meeting, one face-to-face interview

was cut short and continued at a later date over the phone. Another interview was also conducted

via two modes: first with Zoom and later over the phone because the respondent’s internet

connectivity could not sustain the Zoom call. Two interviews were conducted via WhatsApp
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audio call, while four interviews were conducted via the phone and four interviews through

Zoom video call.
Data Analysis

Data from the verbatim transcripts as well as from interview notes, memos, and personal
journal were analyzed using the iterative approach to data analysis as recommended by Moral et
al. (2015). The recorded interviews were transcribed verbatim based on a protocol (see Appendix
E) by me and two research assistants who had been trained in the research processes and how to
ensure participant confidentiality. The transcriptions were checked for accuracy and
completeness by re-listening to the recorded interviews during the reading of the transcripts. The
corrections detected during this process were immediately made. The notes taken during the
informal conversations and main interviews with the participants were integrated in the
transcription. The names of participants and institutions mentioned during the interview were
replaced with pseudonyms to ensure research participant confidentiality. Participants were
assigned pennames represented by the letter “P” and related participant number, for example,
Participant 1(P1), Participant 2 (P2) and so forth. In instances where data could be traced to a
particular participant or his or her organization, I changed some elements to mask the details
(Creswell & Poth, 2018).

After that, each transcribed interview was thoroughly read from the start to the end
without taking notes. The intention was to understand and appreciate the meanings participants
ascribed to study concepts, their experiences, opinions, attitudes, behaviors, and perspectives.
Next, each transcription was read several times while taking notes on the potential codes and

themes aligned to the research questions and conceptual framework. After repeated and close
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reading of the verbatim transcripts, data were coded using NVivo for Mac. Unique ideas in the

transcripts were identified and coded. Phrases, texts, paragraphs, and sentences of potential
quotes that substantiate the code, sub-code, theme or sub-theme were italicized, bolded, and
bracketed or assigned different colors and used to describe the findings in this research.

For NVivo, I created 12 codes and 23 sub-codes aligned to the research questions. These
initial codes were used to create a codebook in Nvivo. Chunks of data were transferred to NVivo
under the different codes, taking care to maintain the context. Being new to NVivo, I realized I
was losing a lot of time trying to learn its dynamic. Ergo, after transferring all the relevant texts
under the different codes, the data was downloaded into Microsoft word. Working phrase-by-
phrase, the data from NVivo was transferred from MS Word and re-coded in Excel. In Microsoft
Excel open and axial codes, categories, overarching themes, and memos/notes were created. The
codes and their accompanying text from NVivo were put in a five-column Microsoft Excel
worksheet.

The first column contained the participant’s identification number (source ID) whilst the
successive columns indicated the text, code, category, theme, and notes/memo respectively. The
text column contained illustrative paragraphs of the code from the verbatim transcripts. The
category column included phrases combining similar codes, which represented the similar things.
The theme column contained the take home message, big idea that combines several categories.
In some cases, categories served as the themes. The notes/memo column included ideas,
experiences, or key concepts and categories identified in the passages and the reflections on how
they relate to the what, who, where, when, why, and the how of the passages being quoted. The

notes also indicated how the concepts, experiences, and perceptions identified relate to others,
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conceptual framework, research question, or extant literature. The notes were valuable in writing

this dissertation because they provided building blocks for the crafting the findings and
discussion sections. Utilizing Microsoft excel to re-code the data provided opportunities to
deeply engage with it, sort it, and obtain frequencies of codes and categories, which provided
insights on their prevalence in the dataset.

The codes were aligned with the research purpose, research questions, and conceptual
framework (Adu, 2019; Linneberg & Korsgaard, 2019; Rogers, 2023). A combination of a few in
vivo codes and several others coined by the researcher were used (Creswell & Poth, 2018;
Rogers, 2023) In vivo codes are enclosed in quotation marks to indicate that they have been
drawn directly from participants’ actual words. During the coding, salient issues, insightful
connections, and participants’ perspectives requiring clarification were identified. Issues
requiring clarification were shared with participants during member checking (Adu, 2019).

Following Moral et al. ( 2015), the data under the different codes was analyzed to
identify and classify codes under different categories and themes. I relied on constant
comparison whereby I moved back and forth to explore and identify “patterns of meanings” in
the different transcripts, in alignment with the different research questions (Braun & Clarke,
2022).The themes were created based on the conceptual framework, key constructs and terms
used by the participants or those coined by me to best describe the data. The initial list of themes
was continually reviewed and refined to ensure that they tell a compelling story about the data.
This involved going back and forth between the codes and categories as well as re-reading the
interview transcripts before arriving at the final theme and sub-themes (Braun & Clarke, 2022).

The themes were analyzed in in relation with other themes to identify associations and patterns
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of relationships between them. They were also analyzed in relation the research questions and

conceptual framework to identify outliers, variations, commonalities, and relationships with
extant studies (Adu, 2019; Braun & Clarke, 2022). For any outliers identified, extant literature
was consulted to determine their possible explanations, meanings, and implications for research
and practice.
Evidence of Trustworthiness

Qualitative researchers have a duty to ensure validity and reliability of their findings
(Merriam & Grenier, 2019). This is done through ensuring the trustworthiness of their findings
whereby they establish credibility, transferability, dependability, and confirmability. The results
of this study were evaluated for credibility, transferability, dependability, and confirmability as
explained below.
Credibility

In Chapter 3, I elaborated how the study achieved credibility and data saturation. In
concert with the recommendations of multiple scholars (Merriam & Grenier, 2019; Silverman &
Patterson, 2022; Tracy, 2020), I took the necessary steps to achieve credibility. I achieved
credibility through data triangulation by reviewing extant literature in alignment with the study
conceptual framework and analyzing field notes and interview transcripts of 13 participants from
diverse backgrounds (Fusch et al., 2018; Merriam & Grenier, 2019).

Second, drawing on extant studies that recommend utilizing informal conversations to
elicit rich and sensitive information that may not emerge during the scheduled interview (Fusch
et al., 2018), I relied on them before and after the scheduled in-depth interviews with participants

to obtain important information. For example, some participants shared unique and sensitive
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information about the multi-level, multi-person, and multi-sector collusion that foments fraud

and corruption in public and non-profit HSOs, barriers to accountability for results in Uganda’s
context, and the strategies they try to use to navigate them. Others shared personal stories about
how self-observation and self-evaluation enhance self-leadership and self-accountability and
how embracing a values-based and social justice outlook to life and work not only enhances
accountability for results but also builds trust with staff and other stakeholders. Trust was
perceived as the foundation and sustainer of all personal and professional relationships,
particularly if it is buttressed by objectively observing people’s behaviors, analysis and
prevention of risks to minimize individual and organizational losses that may emanate from
unethical behaviors or negligence. Likewise, one governance level participant emphasized the
importance of nonprofit HSOs adhering to legal and regulatory requirements, that is, the timely
remittance of National Social Security Fund (NSSF) staff deductions, filing of employee pay as
you earn (PAYE) and income tax returns to Uganda Revenue Authority (URA), and filing annual
returns accompanied with an audited report [this applies to companies registered by guarantee)
with Uganda Registration Services Bureau (URSB) and the National Bureau for non-profit
organizations so as to maintain their legitimacy and registration. Failure to adhere to these
policies presents the risk of organizations being deregistered or penalized to pay money they may
not have. Such information had not been mentioned during the formal interview, but participants
volunteered it during informal conversations, further enriching their earlier perceptions and
experiences about the study phenomenon and increasing the credibility of the study results.
Third, ample time was allocated to the interviews which provided opportunities to probe,

summarize, and restate issues for participants to obtain sufficient details for each interview
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question (Merriam & Grenier, 2019). Fourth, all interviews were audio recorded and transcribed

verbatim. I also re-listened to the audio recordings transcribed by research assistants to ensure
that each participant’s perspectives are captured well. The transcription included nonverbal
sounds such as laughter, sighs, coughs, someone knocking on the door, phone beeping; gestures,
breaks in speech; emphasis; slang; mumbling; repeated words, and fillers such as aah, hm, huh,
mm, mhm, uh oh, ah, or ahah.

Fifth, I correctly portray and provide thick description of each participant’s voice
wherever quoted in the study (Merriam & Grenier, 2019). Sixth, during and after the interviews,
I undertook member checking. This involved probing to obtain detailed information, restating,
and summarizing information for the participants to clarify understanding of issues under
discussion. I also emailed each participant his or her transcribed interview transcript for member
checking. This allowed participants to edit, add, delete, comment on the contents and certify
whether the interview transcript represent what they said. I gave participants two weeks to
review and return the transcript but some of them took more than a month because of their busy
schedules. I also requested some participants to respond to issues in their interviews that needed
further clarification. During the analysis, I emailed participants to ask them to clarify some the
issues they expressed in the interview. Six participants made grammatical and syntax changes to
their transcript. Two participants revised some statements in their transcripts and added other
insights in response to my follow up enquiries.

Transferability
Qualitative studies are context-specific, and hence their results may not be transferrable

to other settings. I took several steps to ensure some level of transferability of study findings to
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other contexts. First, all the steps taken to collect, analyze, and interpret the data are well detailed

in Chapter 3 and this chapter, which provides a clear and transparent trail that others can
replicate as need be. Second, the research and interview questions were based on conceptual
framework that drew on multiple studies and theories to enhance the applicability of findings to
other contexts (Fusch et al., 2018). Third, maximum variation purposive sampling was used to
select 13 exemplar health leaders from three levels of organizational leadership hierarchy—
governance/board, senior management, and middle management— who currently lead or
previously led public and nonprofit HSOs implementing varied health projects in Uganda. For
instance, nonprofit sector participants manage donor-funded health programs and projects in
sexual and reproductive health, maternal and child health, HIV, TB, and malaria services in
Uganda’s health sector and support civil society organizations, districts, and line ministries for
health, gender and social development, and local government to strengthen systems and improve
the quality of health services provided to citizens. Public sector participants also occupied
positions such as director general of health services, senior human resources officer, district
director of health services, or head of department. Interviewing participants with such diverse
and unique characteristics contributed to the triangulation of perspectives and experiences that
others in different contexts may identify with. Finally, I accurately report and provide thick
descriptions of all participant’s responses related to the research questions. This affords readers
the opportunity to assess and decide whether the study findings are transferable to their settings

and circumstances (Maxwell, 2022; Merriam & Grenier, 2019).
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Dependability

Dependability is about ensuring that the researcher informs the readers how the findings
were arrived at and how they are aligned to the data collected (Merriam & Grenier, 2019). First,
participants were selected based on an inclusion criterion, which ensured that the data they
provided aligns with the research purpose. Second, the research and interview questions were
developed based on the literature review, ensuring that they address a relevant knowledge gap.
Third, the interview protocol was pre-tested and found appropriate to collect the required data
and data collection was by one person, which ensured consistency in the way questions were
asked to all participants (Silverman & Patterson, 2022). Interviewing research participants
continued until no new data emerged in relation to all research questions. All interviews were
audio recorded and transcribed verbatim which ensured that all perspectives from participants are
captured. A rich description of the profiles of participants has been provided to give readers the
opportunity to know the background and leadership experience of the interviewees. Fourth,
through member checking, each participant in the research was sent his or her interview
transcription to confirm whether it represents what was discussed and how it was said (Adu,
2019; Tracy, 2020). Participants were also requested to clarify any issues identified during the
reading and coding of transcripts. Finally, the findings are compared with existing studies, noting
instances where they support or extend existing knowledge or reveal knew knowledge related to
the management and leadership practices and accountability mechanisms that support
accountability for achieving key stakeholders’ results. These strategies ensure that the data is

dependable.
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Confirmability

Confirmability in qualitative research is similar to objectivity in quantitative research. It
is about ensuring that the study findings not only reflect the thoughts, feelings, intentions,
experiences, events, and/or behavior of participants, but they are also not influenced by the
biases and subjectivity of the researcher (Merriam & Grenier, 2019). In this study, several steps
were taken to ensure confirmability. First, I purposively selected and interviewed people with
varied characteristics to triangulate findings and mitigate biases (Fusch et al., 2018; Merriam &
Grenier, 2019). Second, I bracketed myself by keeping a reflexive journal and writing memos
during data collection, analysis, and interpretations to ensure that my experiences as a health
organization leader do not interfere with the data collection and analysis process (Olmos-Vega et
al., 2022). Keeping a journal and writing memos enabled me to not only document unanswered
questions and divergent views but also reflect on my personal beliefs, biases, and assumptions.
Third, I transcribed seven interviews and re-listened to all audio recordings to identify any texts
that may have been missed, which ensured the quality data. Next, I read the transcripts several
times and coded the data and spent more than six months analyzing and interpreting the data.
This gave me the opportunity to familiarize with the data and identify commonalities and
differences in what participants said and how they said it. After that, I relied on member
checking during the interview and when I emailed the verbatim interview transcript to
participants to ensure that they not only verify the contents but also edit, comment, and provide

additional information as appropriate (Merriam & Grenier, 2019).
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Results

This section presents the findings from the 13 study participants. The findings are aligned
to the research questions. Categories and themes are used to present the results that were
identified during the analysis of all the transcribed interviews. The presentation of study results
commences with a brief explanation and justification about each research question. This is
followed by a detailed description of the themes and findings under each research question.

The Perceptions and Meanings Ascribed to Study Concepts

This section contains the perceptions and meanings that study participants ascribed to the
study concepts under Research Question 1. I devoted a lot of time and space to exploring,
analyzing synthesizing, and explaining these concepts because extant literature showed that the
definitions or labels that people assign to concepts shape their beliefs, perceptions, experiences
of reality, what they routinely do and how they do it ( Detert et al., 2022; Friedman, 2015;
Whitecloud, 2019). Therefore, the purpose of comprehensively exploring and documenting how
the participants define, label, understand and interpret the study concepts was two-fold: (a) to
outline how they are perceived, interpreted and understood by health leaders in Uganda’s context
and hence provide valuable data which other researchers may draw upon and (b) lay the
foundation for understanding and discussing other research questions in this study, thus
minimizing the likelihood of talking past each other. The concepts included: (a) practices, (b)
leadership, (c) leadership practices, (d) management, (e) management practices, (f)
accountability, (g) results, and (h) accountability for results. The similarities and differences

between leadership and management and leadership styles of participants were also explored.
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What stood out in how the study participants defined the study concepts was that they

assigned different meanings and perceptions to each concept making it difficult to come up with
a single coherent definition. This diversity of opinions might be because the perceptions that
people in different situations and environments have about these concepts evolve over time,
causing them see, interpret, and understand phenomena differently. Hence, the definitions given
here reflect my attempt to analyze, interpret, and synthesize the diverse perspectives that were
discernible in the participants’ ideas and opinions about each of the study concepts. In some
instances, [ am able to synthesize a single coherent definition, but in others, I provide a family of
definitions that were collectively shared among interviewees across the dataset.

What are Practices?

The views, perceptions, and definitions that participants ascribed to practices revealed
three distinct ways in which they conceptualized them. One group consisting of five participants
perceived and defined practices as the unique approaches, manner of working, method of
functioning, or method of operating or dealing with something to achieve a specific aim. P1
explained that “a practice is more of a method, a process, or a technique that somebody utilizes
to achieve something.” P12 shared that practices are ways of doing things and can be behavioral
or policy-related as indicated below:

The way of doing things. It is a choice of doing things with an objective to achieve
something. Practices can be behavioral; they can be for policies that an organization
wants to introduce. They could be about how you deal with staff, human resources.
Practices are too general but depend on what you want to achieve as an organization and
what your strategic direction looks like.
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The above perspectives suggest that practices are a collection of situation-specific
approaches that an individual, group, or organization utilizes to complete tasks and activities or
deal with issues or events, ultimately leading to the achievement of an aim, solving a pressing
problem or maximizing opportunities. As a portfolio of approaches, practices may range from
methods, processes, techniques, procedures, strategies, structures, mechanisms, systems to styles
that influence, guide, support, and enable people’s decisions, behavior, habits, and actions. In
this respect, they relate to how something is uniquely done to accomplish an aim. This suggest
that practices are the unique know-how— the skills, the knowledge, the experience, the tools, the
techniques, the competencies, or the expertise possessed by an individual or members of a group,
or the capabilities within an organization—that explicate in specific detail how people and other
resources can effectively be deployed to accomplish tasks and achieve an aim.

The second view about practices was espoused by five participants who noted that they
are what people do or are expected to do at one point in time or routinely and consistently to
produce a result. The things that people do or are expected to do are partly reflected in the
interrelated actions [i.e., tasks, activities] that they envision, plan, and undertake to achieve a
specific result in a given place and time. What people do or are expected to do is also partly
reflected in the behaviors, decisions, habits, once off or routine and consistent actions, or
activities that a single person or multiple persons consistently use to do something. Practices may
be positive or negative as explained by P5:

Practices are the consistent things that you do on a day-to-day basis that eventually lead
to outputs and outcomes in your organization or your role. Practices are similar habits of
leaders in the same environment and under the same circumstances. Practices reflect what
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many people in the same environment and under the same circumstances do. Practices

reflect what an individual or many people do; they can be negative or positive.

The notion that practices are people’s habits and the things they consistently do suggests
that they reflect the characteristic actions, values, behaviors, and identity of the person(s)
exhibiting them. The third outlook was proffered by three participants who observed that
practices are an amalgam of what people do and how they uniquely do things, especially when
dealing with something or completing a task or activity aimed at achieving a specific aim. P11
shared that they are the things people do and how they do them: “Practices are the things you do
and the way you do them.” P13 viewed them as the things people naturally do: “Practices are the
things that people naturally do. It is also your way of running your day—to—day business. It is
your routine.”

These perspectives suggest that practices are context-specific, personal-, organization-and
ecosystem-driven and routine activities, behaviors, habits, and systematic approaches that people
and organizations rely on to complete or deal with something in order to achieve something or
solve a problem. In relation to groups, teams, projects, or organizations, practices relate to what
leaders, managers, supervisors and staff do and how they uniquely do it under the different facets
as elaborated by P2: “They might touch people, human resources. They might touch the way you
manage projects, project management.” The view that practices are personally, organizationally,
and ecosystem-driven was discernable in the way participants noted that they are shaped by
personal and organizational values and/or the existing ecosystem-wide policies, plans, standards,
procedures, and regulatory frameworks that are external or internal to the institutions where
individuals work or the families and communities in which they live. P3 described them as

behaviors: “Practices are the behaviors of a leader; they are the things a leader does based on his
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personal values and beliefs.” P6 characterized them as what is expected of a public work: “A

practice is what a public worker is supposed to do guided policies, plans, legal and regulatory
frameworks in order to deliver services to citizens.” Then, P8 viewed them as how things are
done: “It’s how we do things on a day-to-day basis according to the standards of the country
where you work.”

Participants’ perspectives revealed that practices are purposeful and context specific as
explained by P12: "But the meaning of practices differs from one organization to the other
because organizations have different goals and objectives. So, depending on my goals and
objectives, I will apply practices that fit within where I want to go."

There were minor differences in the conceptualization of practices in relation to the
leadership level, sector, and gender of participants. In all, four male participants out of seven
compared to one female participant out of six perceived them as what people do or are expected
to do to achieve something. In contrast, four female participants out of six and one male
participant perceived them as how people uniquely do things in order to accomplish specific
objectives. Noteworthy, nonprofit governance level participants perceived practices as how
people uniquely do things whilst their counterparts in the public sector conceived them as an
amalgam of what people do and how they do it. Aside specifying that what people do and how
they do it can be routinized or episodic, participants did not indicate if the doing is physical or
mentally or both.

The ecosystem as described by participants refers to the institutions; corporate setting;
organization and government structures, policies and standards, international organizations and

donors, the individual and collective factors that influence, define and enforce norms and rules
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that people in projects abide by to maintain order, harmony, coordination, and control. Their

views reflect their awareness of the contextual influence on what people and organization do as
explained in the CAS and stakeholder theories. Personal and organizational values represent both
the rules—what people aspire to do or are expected to do— and the norms—the standards,
beliefs, ethics and principles that people feel obliged to follow due to the need for harmony and
respect for external non-legal consequences. Such rules and norms define what can be done or
not be done in a specific setting, ultimately setting the tone for what is permissible or not as
elaborated in in the personal values theory.

Participants’ perspectives suggest that at the personal level, the rules and norms that
guide practices reflect the personal behavior guideposts—the engrained personal values, beliefs
and attitudes, reflecting the impact of normative pressure. At the organizational level, such rules
and norms reflect the purpose, core values, mission, vision, goals or objectives, policies,
standards, and procedures of the organization, which reflect the coercive pressure. At the
government and societal level, such rules and norms are embodied in the existing formal and
informal standards, policies, legal frameworks, regulations, norms and values, indicating the
coercive and normative pressures that individuals have to cope and align with. The views below
from P1 and P3 explain the above perspectives:

Though I want my team to innovate, work under minimum supervision because that is

what | want them to do and be able to do, I know we work under an ecosystem, and I

can’t say that I will ignore the practices to ensure that I take the risk at whatever cost to

motivate my team (P1).

I think what is most important for a leader, particularly whether you are leading an

organization as a CEO or are on a board practicing collective leadership, are your values

and beliefs. This is because your beliefs, values, and personal behaviors set the tone at the
top (P3).
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P3’s perspective implies that personal values are foundational to people’s practices—

what they do and how they do it. Hence, if someone’s personal values are negative,
opportunistic, or self-serving, they will be reflected in his or her mindset and whatever he or she
says and does routinely when alone or with others. As observed by P3, if such a person is in a
management or governance position such actions or behaviours will set the tone for others in the
team or organization. Participants emphasized that staff often decide to exert or not exert
adequate effort or to stay in organization based on the extent to which leaders and managers at
the different levels of the organization, embody positive personal values. This implies that the
character and values of the leaders are contagious because they subtly but powerfully influence
what individuals and teams do and how they do it to achieve or not to accomplish the desired
stakeholders’ results as elaborated in the personal values theory, especially the transcendental
and selfish motives. As indicated in Figure 6, personal values, beliefs and mindsets and
ecosystem-wide norms, policies and standards mutually influence each other and often work
together to determine what people do and how they do it. Thus, to understand what makes some
people do what they do and how they do, it is imperative to understand the underlying values,
beliefs, mindsets, and ecosystem-wide norms they draw upon to make decisions, implement and
monitor actions.

Taken together, these perspectives provide valuable insights into the defining
characteristics of practices as (a) the unique pattern of actions, behaviors, decisions, or habits
that people individually or collectively in team or organizations utilize to pursue and achieve
what they want or need—what people do, the actions they take to achieve a purpose, an aim; (b)

the established individual, organizational, and ecosystem-wide methods, mechanisms, or styles
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that individuals and organizations rely on when doing something—how they uniquely do things

to achieve an aim; and (c) the rules that influence what people, groups, or organizations do and
how they do it in order to achieve something—the personal values, beliefs and mindsets;
organization values; and ecosystem-wide norms, policies and standards that influence decisions,
behaviors, and actions at the individual, group, or organization levels. The notion that practices
are enacted to achieve an aim implies that they are purpose-driven.

Figure 6

Participants’ Perspectives About Practices

Meanings and Perceptions Ascribed
to Practices

Personal values and beliefs

t

Organization mission &
values; ecosystem-wide
values, policies, standards, &
regulations

HOW TO UNIQUELY DO
THINGS: Mechanisms
[4F,1M]

processes

WHAT IS ACTUALLY

DONE [4 M, 1 F] Strategies

What is actually
done and how it is
uniquely done

[1F2M]

Actions Behavior Techniques
Systems

Methods

making Habits

Decision Structures

Procedures

Styles

Source: Study participants (n=13, multiple
l Achieve Something, an aim ‘ responses per participant, M= Male, F =Female)

In other words, for something to count as a practice, it should denote the following: (a) a
consistent pattern of decisions, behaviors, habits or actions of people, individually or collectively
in groups or organizations; (b) the unique mechanisms— approaches, methods, processes,
strategies, systems, tools, and techniques— that people routinely rely on to complete tasks ,
activities, or address an issue; (c) the rules and norms that guide the actions, decisions,

behaviors, and mechanisms used; and (d) the context-specific aim or purpose that people wish to

achieve.
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In this case, the context-specific aim represents the situational intentions or objectives

that people wish to achieve which influence what they do and how they do it in order to realize
them. Participants’ views suggest that mechanisms are a combination of complex systems,
personal and ecosystem-wide values and norms, strategies, and techniques that individuals,
teams, and organizations have developed, internalized, and rely on to complete tasks and achieve
a desired outcome or aim. Moreover, the term systems as described by participants seems to refer
to the blend of the relevant structures, processes, and tools that add value to what individuals,
teams, and organizations do and the policies, standards, procedures, and regulations that guide
people’s decisions and behavior. At the organization level, systems assure that employees,
managers and leaders set the essential objectives and goals and pursue them to achieve the
desired results.

What is Leadership?

Similar to how participants conceived practices, there was no consensus on a single
coherent definition of leadership. There were also no significant differences by gender,
organizational leadership level (i.e., Seniority), and sector in the way participants perceived and
defined leadership. Taken together, participants’ perceptions and meanings attributed to
leadership suggest that it is the contextual and time-specific group mechanism through which
one individual (or multiple individuals') with the salient qualities, capabilities, information, and
goodwill of others in that specific circumstance, job, and time is [are] elected, hired, promoted,
or appointed to lead others or he or she [they] voluntarily steps up to assume the role of a leader,

and he or she [they] willingly accept(s) and commit(s) to fulfilling the primary responsibilities of

! The multiple individuals work at different levels and on different tasks and activities suited for their capabilities
and requirements.
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that role, achieving and enabling others to achieve the desired stakeholders’ results. The leader(s)

utilize(s) the capabilities and leverages other resources to accomplish expected obligations and
influence, inspire, guide, engage, and animate multiple people to cooperatively dedicate their
time, physical and emotional energy, skills, competences, and resources to the pursuit and
achievement of results. The ensuing sections explicate in more details how the study leaders
perceived, defined, and interpreted leadership as (i) a function of the unique and salient qualities
of the leader(s), (ii) the ability of the leader(s) to fulfill context-specific primary responsibilities,
(ii1) as the ability to produce or enable others to produce the desired stakeholders’ results.

Leadership as a Function of the Unique and Salient Qualities of a Leader(s)

As indicated in Table 6, what stood out in the research participants’ definitions and
perceptions about leadership was how they associated it with the unique and pertinent abilities,
qualities and characteristics of a leader, which enable him or her to fulfil certain context-relevant
primary responsibilities and inspire others to work together to achieve individual and mutual
goals. Reflection on their perspectives in the interviews suggests that the unique and salient
qualities and capabilities include the salient technical, practical, soft and job-specific skills and
expertise; character traits; basic intelligence and intuition; mindset and behaviors; principles (i.e.,
integrity, honesty, trusting others and being trustworthy, transparency, respect, commitment,
fairness, justice, responsibility, compassion, empathy, open-mindedness, intentionality,
confidence, respect for self and others) and beliefs, willingness, drive and commitment to
personally do a good job; the style used and ability to engage, inspire, direct, guide, influence,

and animate others. These perspectives reflect the propositions in the personal values, skills, and
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competence theories discussed under theoretical background and in the conceptual framework.

The excerpt below from P12 illustrates this perspective:

Leadership is the ability for a person to guide, direct, and successfully enable the
achievement of positive results in an organization, family, business, or any entity. At the
end of the day, you must have the skills that enable people to move with you in a certain
direction. It calls for a lot of character. It is the character of the person, your character,
your behaviors and taking clear recognition of the people that work because you cannot
be a successful leader without people. So, these little, small things that we do and turning
them into results, I think that’s what I call leadership. You could put two people in a
company and give them the same everything, you give them the money, the market, the
staff, resources and one will succeed, and one will fail; that is leadership. Because when
you look critically, everything will be the same and the question will be why did A
succeed where B failed? That is where you are now measuring leadership competencies,
the leadership behaviors, leadership style, the ability to make people believe in a certain
direction, the consistencies in areas of strategy.... If you are inconsistent people will not
understand you. Today you tell people you are working in Kampala and tomorrow when
you come to address them you will say we are first going to Masaka. So, consistency in
strategy and direction will define a leader and the results will define a leader.

P12’s perception of leadership as “the ability for a person to guide, direct, and
successfully enable the achievement of positive results in an organization...” connotes that it is
undertaken by a person who is endowed with unique qualities and characteristics such as
character, being competent, appropriate behavior and style, recognizing others, and consistency
in strategy and direction. This implies that certain traits, attributes, behavior, and principles are
amenable to leaders. Her perspective also indicates that leadership applies to families, groups,

and organizations alike.
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Codes and Themes Related to Leadership
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Codes) Themes Distribution (n=13,
multiple responses per
participant)

"Art of directing and motivating people"; "having a skill set to motivate"; Leader’s qualities 10

character; technical skill; soft skills; personal ability to guide, direct, enable;  and capabilities

"ability to deliver results in structured and responsible manner"; positive

values; personal drive and commitment; “ability to craft a vision”; positive

values; style; ability to build relationships with others

"Identify right problem", analyze options, understand workers' motivation Resp _Understand the 6

for work, stakeholder analysis and engagement, client consultation; context

understand and respect others' mandates; understand the geographic,

technological, social, and political issues

"Pull in the same direction", clarifying values, participatory setting of Resp_Alignment 9

individual and team goals aligned to organizational goals; ensuring donors

support government plans, not theirs

"Getting commitment"; teambuilding; "enabling others to achieve results"; Resp_Inspire 9

inspiration; Influence through agreement, consultation, mentorship commitment

&guidance; regular and transparent communication; Giving credit and

honoring performers; story telling

Taking responsibility, ensuring ownership, embrace vulnerability, Resp_ Culture of 9

transparent reporting of results, "buck stops with me" accountability for

results

vision, where to go; instilling values; role model; approve strategic plan; Resp_Establish 9

shepherd; formulation, approval and enforcement; taking agreed direction; direction

purpose, vision, and mission; giving direction; regular and transparent

communication

Employ satisfaction and engagement; Goal achievement, growth and Exp_Achieve desired 5

improvement, positive change; positive and consistent results; “do not live results

with the unacceptable”; meeting unique stakeholders’ needs; thriving and

sustainable organization

"Partnership & drive toward common cause", ensuring implementation of Resp Conducive 9

equitable policies, dealing with work-related politics, conflict resolution; environment

shunning grapevine; openness and transparency; stakeholder coordination;

adequate resources; Camaraderie culture; keep in your lane, stick to your

mandate; disciplining poor performers.

Mentorship, coaching, training, succession planning, granting autonomy and  Resp_Build 9

authority, peer mentorship, networking and collaboration; continuous capabilities

learning; regular performance feedback

Business continuity planning; internal and external audit; fraud Resp Identify & 7

investigation; develop, enforce adherence to, audit and adapt policies,
standards, regulations, and procedures

prevent risks

Key: Resp= Responsibility, Exp= Expectations
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To add to this, P1 and P9 also characterized leadership as an “art” of mobilizing and

influencing others to act in a manner that produces the desired goal as asserted by P1:

Leadership is the art of directing or motivating people to act in a way that would result
into achieving a goal. It is more of working with people, leading them, and directing them
to achieve a certain goal, a particular goal.

P9 stated that “Leadership is an art of being able to influence by doing, influence by
directinga  group of others to achieve certain goals.” Describing leadership as “an art”
connotes that whoever exudes it, possesses the unique dispositions about how things are
organized, done, and effectively completed to achieve a desired aim. This implies he or she has
the wisdom to maneuver and seek support from others with the unique strategies, tactics,
techniques, imagination, creativity, intuitive thought, calculated risk-taking, willingness to learn,
and inspiration that is characteristic of a gifted artist. Hence, such qualities and capabilities
distinguish effective and ineffective leaders because they determine the extent to which one
person can succeed in mobilizing, engaging, guiding, and influencing others to cooperatively
identify and solve shared day-to-day problems, harness opportunities, and achieve the agreed
goals whilst the other does not as P12 pointed out. The other participants’ views that illustrate
how leadership is a function of a leader’s unique skills is inherent in P3’s definition: “Leadership
is having a skill set to motivate individuals.” This view shows that to be an effective leader, one
should possess unique knowledge and soft skills that can animate, guide, and enable others to
pursue and achieve agreed goals as noted by P8: “Leadership for me involves leading a group of
people to a certain direction, which is an agreed direction and with certain goals that that you

want to achieve.” The second implication of perceiving leadership as an art is that it calls for
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seeing things and/or facilitating others to see them from diverse angles as an artist does before

deciding to paint a certain art piece.

The above perspectives collectively suggest that the unique and relevant personal
qualities and capabilities of a leader are what makes him or credible and worthy of the respect
and trust of others to the extent of accepting him or her to be their leader in that particular task,
initiative, or project at that time. The language used by research participants when discussing the
differences between management and leadership suggested that leadership may or may not be
based on a formal position in the organization hierarchy but on the roles, salient qualities and
capabilities related to the task at hand. Any individual who exhibits the qualities and capabilities,
earns the respect and goodwill of others, and willingly accepts to execute the responsibilities
associated with the role at that time can become the leader. Leaders change because different
situations, roles, times, and tasks require different insights, strategies, knowledge, technical and
soft skills, and capabilities. Therefore, at any given period, someone who has been leader in one
situation becomes a follower as another with the salient qualities and capabilities becomes the
leader to facilitate and catalyze meaningful and cooperative relationship among stakeholders so
that they collectively pursue and achieve desired goals. The quote below from P9 illustrate this:

You can even have a leader who is not holding a formal position in the organization, who
is not managing a budget, who is not managing resources but people look up to him or
her because he or she inspiring, is an example for others, commands respect. When they
go to their team to talk, these are people who are able to manage crises. For example,
when the company is down and people have not been paid salaries for the last two
months and the manager may not have those leadership skills to handle the situation. But
a good leader is one who is able to motivate and inspire others to be patient. The
difference is that the leader inspires and people to look up to him or her. To be a good
leader, you should have good character with admirable traits—have a vision, see the big
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picture, pacify situation and calm others, think out of the box, think beyond today and

tomorrow. But to be a manager could be just a position.

The first implication of the above perspective is that effective leadership is predicated on
the leader’s credibility and context and time-specific capabilities, which include appropriate
skills, behaviors and attitudes as discussed in the conceptual framework and theoretical
foundation. People believe the messenger before they embrace, believe and internalize the
message. Hence, for one to gain the trust, the respect, and the goodwill to inspire and influence
others, he or she should have the character and competencies expected of the leader, even if he or
she has no formal position in the organization. This is why the quote indicates that anyone with
the goodwill of others and significant credibility in a team or organization can wield more
influence over others than a manager with formal authority but no integrity.

The second implication is that for one to be and remain a relevant and effective leader,
he or she has to possess the context-relevant skills, mindset, values, and foresight. Participants
noted that a leader is able to develop appropriate skills and ability to guide and see farther than
those he or she leads by paying kin attention to trends and continually learning in order to
upgrade his or her knowledge, strategies, mindsets, attitudes, behaviors and skills as noted in the
excerpts from P2, P10, and P12 below:

At all levels we need the knowledge. You need the knowledge and skills because as a
leader you must be informed. You must guide from an informed point of view. Asa
leader you need the skills because at times you need to demonstrate or to be seen actively
participating.... And as I have told you, every day I have been learning something, and
that is how I have lived (P10).

I read a lot because I always believe that you must be more knowledgeable as a manager
of the things you are going to do. The staff respect you because of being knowledgeable.
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If and when staff know that you not knowledgeable in some things, yet you do not ask to

build your level of knowledge, they will stop doing it. They will start telling lies but you
must as a manager know and see what is going on (P12).

I read a lot. You should come to my office. Well, you have been to my office. You can
see that I have a library there. If you come to my home, I think I have a compelling set of
books. Every time, I travel, I buy one or two books. The essential thing is developing a
reading habit. Honestly, there is no way you can feed that sense of learning, unless you
are reading online or listening to a podcast. My car has become a classroom. Because
where I live has a lot of traffic, I leave home at about 5:30 a.m. every morning to beat the
traffic to get to the office early. During the 45 minutes or one hour of commute, I am
listening to TED talks, podcasts, or other leaders speaking. I have to look for information
to feed my mind. And this puts me in a position to see trends and then compare with my
team about what the future holds. It is also in that vein that I have led the effort to invest
in big data. SBD (not real name) has established a center of excellence for big data,
which sits on the ground floor of our building. You see the trend and say, ‘You know
what, lets us do this’ (P2).

P2’s perspective indicates that the leaders’ continuous learning and utilization lessons
learned not only boosts their knowledge, skills, behavior, and mindset, but it also lays the
foundation for influencing and guiding organizational adaptation, innovation and change. This is
because the leader uses the lessons learned and the trends observed to influence others to think
about and see work, the future of work, and the organization differently. Basically, the learning
and utilization of lessons learned is both a process and an outcome of self-leadership that
benefits the team and organizational in the short and long-term. In the end, the leader and the
team members rely on the lessons from the continuous learning to drive team and organizational
change, innovation, and adaptation in order to remain relevant and responsive. It appears that

leadership is inextricably linked to learning from and teaching others valuable lessons that are
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likely inspire growth, making positive changes and adaptation both in the workplace and at home

as P35 said:

I think leadership has a learning element. It is like you are teaching people; itis not
really teaching but you are trying to impart certain attributes and values to them that they are
going to live with in their careers and at home.

Moreover, the learning is not only from reading but also from peers doing similar work
and taking time to review and reflect on field experiences and feedback from multiple
stakeholders as noted by P7:

We conducted routine performance review where we would meet and engage all sub-
recipients in presenting what they have done, to share experiences, to share their lessons
learnt and to interact with one another. Through the reviews we would showcase good
performers and request them to share their experiences for others to learn from them.

P 1 added that they do it with a deliberate agenda: “We are beginning to think about a

learning agenda and not simply doing things because we have to do them”.

In contrast to a leader’s need to demonstrate more knowledge and skills than his or her
subordinates and followers as noted by P10 and P12 above, P7 and P5 noted that they should
instead demonstrate a certain level vulnerability, implying possession of one of the essential
interpersonal skills. In that sense, they should not be under undue pressure to prove anything to
those they lead because doing so demonstrates they are not credible and authentic. This also
implies that effective leadership is predicated on one’s character, building and maintaining
authentic relationships and upholding one’s credibility. In view of this, leaders should feel free to
consult, admit to, and seek help from peers and subordinates on whatever they don’t know or

cannot do as the excerpt from P7 illustrates:
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I didn’t have to be an expert in Tuberculosis, but I should seek to understand what they

are talking about. And where I do not understand what they are talking about, I should be
able to ask them questions, taking advantage of their comparative advantage over me. But
we all should agree that what we finally decide to do is what will take us in the correct
direction.

According to P7, admitting what one doesn’t know and seeking help from others not only
shows vulnerability but also builds trust and demonstrates to others that one is human and
doesn’t know everything. Leaders are human too. Though they may have more agency,
autonomy, financial resources and strategic networks to draw on, they have limits too. This
implies that leaders should embrace a certain level of vulnerability instead of faking life or
stressing about things they do not know or cannot do. According to P5, demonstrating
vulnerability starts with clear and transparent communication and openness, personifying
possession of intrapersonal and interpersonal skills:

If you open up to whatever is there and say this is what has happened. I mean the
vulnerability part of it, when you are vulnerable. Not in a bad way but when you open
up and say this is what we have. This the accountability and this is what we still have to
do. When audit queries come, I tell my team, you know I am the one responsible. I am
going to respond to the queries but all of us have been part of the process. Can we all sit
down to review the queries to assess what is there and needs to be done. When an order
comes from above, | say by the way, a call has come from here. How do we manage this
situation? So, they realize that they are part of the solution.

The above quotes demonstrate that leadership is not about being the smartest person in
the team or organization, but it is about leveraging the talents and assets of others, knowing who,
how, and when to consult others who have the salient information and technical proficiency
needed to complete certain tasks and deliver the desired results. It is essentially about attracting,
retaining, and surrounding oneself with other people who complement one’s weaknesses and

knowing when to go it alone, and when to seek for help. It appears that embracing vulnerability
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reveals who the leader is, making it possible for others to work with him or her because he or she

is predictable and acknowledge what he does know. The above perspectives also relate to
change-oriented and external-oriented leadership behaviors that leaders need to develop and
exhibit in order to be successful and maintain relevance.

Leadership as the Ability of a Leader(s) to Fulfill Context-specific Responsibilities

A recurrent language in the interviews positioned and perceived leadership in terms of
what leaders do or should do with and through others to fulfill context-specific responsibilities
and achieve the desired results. The leader is depicted as a catalyst, a facilitator, a supporter, a
capacity builder, a possibility awakener, an enabler who inspires and works with and through
others to identify the right problem to solve, the opportunities to harness, and to establish the
structures, processes, conditions, systems, and mindsets that make it possible to pursue and
achieve the desired goals. The leader is viewed as a catalyst because he or she influence,
inspires, guides, supports, and enables others to do more, see beyond, or see more than they
would if there was no one to push, encourage, support, stimulate, or cheer them on. To
effectively play the catalytic or facilitator role, a leader is expected to not only accept but also
have the ability to fulfil certain primary responsibilities or tasks that enable others to
cooperatively pursue a shared purpose and achieve the desired results.

As illustrated in Figure 7, the language used by participants suggests that to successfully
influence, support, inspire, and sustain the achievement of expected results in a health support
organization in Uganda, the leader(s) need(s) to fulfil eight interdependent primary
responsibilities or tasks:

a) understand the context,
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b) identify and prevent risks

c) define and clarify direction,
d) ensure alignment,
€) inspire commitment,
f) build and maintain a conducive environment,
g) build capabilities, and
h) nurture a culture of ownership and accountability for results.
The excerpt from P2 below highlights and illustrates how participants conceive

leadership in relation to its primary tasks or responsibilities:

When you ask me for the meaning of leadership, the key concept is setting
direction, where are we going [Catalyze direction]. 1 think of alignment because
at SBD (not real name) we have six core programs, so leadership is supposed to
ensure they all pull in the same direction. So, I see leadership’s function as
alignment; can we pull in the same direction [Ensure alignment]. Leadership
ensures that all our six core programs and organization systems are aligned,
working in tandem to implement the strategic plan so as realize the mission of the
organization. I also see leadership as getting commitment because in leadership
you don’t drag people, but you inspire people so that they follow you [Inspire
Commitment]. Leadership is about taking responsibility, ensuring ownership; the
buck stops with you. You cannot say it was this one; you must be willing to say, I
am, in-charge and therefore the accountability stops with me. Therefore, I cannot
blame, I cannot seek refuge in pointing fingers [Nurture a culture of
accountability for results].
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P2’s use of phrases such as “leadership’s function is”,

E 13

leadership is supposed to

ensure”, “I also see leadership as getting commitment”, denotes that leadership is perceived in

terms of fulfilling certain responsibilities, the obligations that make it possible to achieve or

enable others achieve the desired results. For this research’s participants, the obligation is to

fulfil the eight complementary and interdependent responsibilities outlined above and illustrated

in Figure 7.

The other perspectives from research participants which depict the primary

responsibilities of leaders in Uganda’s HSOs as creating a conducive environment and inspiring

commitment is illustrated in P7’s perspective:
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Leadership is about creating and maintaining a conducive environment for others to do

their jobs. My role has been to give them that environment, a conducive environment for
them to bring out the best out of themselves and to achieve the objectives. So, I always
try to provide that environment that enables them to complete the task at hand. A
conducive environment matters. Therefore, you must develop and implement appropriate
policies, standards, and procedures, especially those that make it easy for people to do
and complete their work well and protect the rights of everyone and ensure fairness and
equity. Next, you must not compromise on your personal and organizational values.
People are watching your every move and words as their manager; what you do is what
they will do. Then you should ensure people know what you want to do and give them
the resources to do it. And your words and actions should demonstrate to others that you
have no hidden interest behind whatever you do, there is nothing for personal benefit.
Train people on what you expect them to do, take nothing for granted. The others thing
that I think develop a conducive environment for accountability and performance is
listening and relying on persuasion and commitment to get people to do things. People
choose to do things [inspiring commitment]. No amount of force can coerce them to do
what they don’t want to. [ Create and maintain a conducive environment].

The above perspective indicates that people choose to be or not be motivated, meaning
that whether or not they will buy into an idea is entirely chosen based on the existing
environment. The above excerpt highlights several factors that contribute to and sustain a such
an environment, notably fairness; equity; appropriate policies, standards and guidelines;
adherence to and enforcement of organizational values with favour but with fairness; providing
employees the resources they need to complete assigned tasks; attentive listening; and inspiring
commitment through persuasion. These perspectives align with the personal values and
leadership skills theories outlined under the conceptual framework. P4 explained that the leader
and leadership are merely about enabling others to explore and reflect on options:

If you enable actors to achieve results then that is leadership. That is different from
doing it for them or giving them directives. But if you make people analyze options and
help them to take the best one, then you are leading.
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P4’s assertion implies that the task of the leader is to enable others to consider multiple

perspectives and multiple solutions before choosing the ideal one, implying they diagnose the
problems before prescribing solutions as advised by other studies. The view also suggest that
effective leadership is catalytic and facilitative because it does not direct or tell others how to do
things, but it facilitates them to explore options and choose the best one that aligns with their
context and current realities and leads to the achievement of the desired results. The notion of
choosing the best option implies that the identified solutions should not only address the problem
and its root causes but also consider the dynamic and complex nature of problems, challenges,
and threats at the time and possibly in the future. Consequently, whoever assumes the role of a
leader is expected to embrace a unique outlook to seeing and doing things and utilize it to fulfill
certain context and time specific duties, which I have characterized as the primary
responsibilities of a leader. The leader’s outlook should be that of exploration and reflection on
multiple contributing and constraining factors before making a decision or taking action. This
outlook reflects most participants’ acknowledgement that different circumstances and times call
for different decisions, behaviors, attitudes, skills, and strategies, meaning that what works today
may not work tomorrow without adaptation. This is why as noted below, one of the primary
tasks of a leader is to understand the context to pave way for modifications, change or adaptation
as need be. These perspectives indicate that leaders ought to be aware of and exhibit the systems
and stakeholders’ perspectives elaborated in the theoretical foundation.

As indicated in Table 6, a significant number of participants mentioned that the primary
responsibilities of a leader are ensuring alignment; inspiring commitment; building capabilities;

defining and clarifying the direction; achieving results, nurturing and embodying a culture of
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accountability for results. Similarly, more than half of the participants noted that the primary task

of a leader is to create and maintain a conducive environment, identify and prevent risks to the
team members, the project, and the organization.

Relatedly, several participants noted that another primary task of a leader is to continually
explore, analyze, and make sense of the prevailing context before deciding how and whether to
adapt to it, shape it, or simply align with it. Understanding the context is placed at the center of
the continuous cycle in Figure 7 because the language used by participants suggested that it is
central to all the leader’s primary responsibilities. They noted that efficiently and effectively
fulfilling any of the key leader’s tasks calls for continually devoting adequate time, effort, and
energy to identify, analyze, reflect on, and understand the dynamics of the contributing and
restricting factors for the leader, for his or her team members, for the organization, for the target
population or community, and/or for any strategy they propose to use to achieve an aim or solve
a pressing problem and meet stakeholder needs. This should always be part and parcel of the on-
going process of the routine understanding the context.

Exploring and understanding such factors often reveals important issues which enable
leaders and managers to modify or change existing tasks, activities, or strategies and plan and
implement appropriate strategies and activities that produce the desired short-term and long-term
results. Participants noted that prior to taking action or implementing any project, leaders and
their team members should take time to identify, analyze, understand and appreciate the right
problem to address and the opportunities to harness. Doing so helps the development of

interventions and strategies that can effectively deal with the problem at hand, harness and
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leverage existing assets, which increases chances of achieving the desired results and creating

positive change and improvement.

Leadership as Producing and Enabling Others to Produce Desired Results.

Participants’ opinions and perceptions about leadership suggest that they characterize it
as the mechanism through which the leader(s) execute(s) context and time specific
responsibilities, influence, enable, and animate others to pursue set objectives and achieve the
desired results. Producing and enabling others to produce results appears to be internally- and
externally driven because the individual leader is driven to create change and leave legacy whilst
outsiders expect and hold him or her accountable for inspiring and enabling others to sustainably
deliver expected results. As can be deduced from participants’ quotes, the leader has
expectations of himself or herself, for example, building trust among others and inspiring them to
create positive change, reversing the status quo to achieve the desired objectives as illustrated in
P7’s views below:

Leadership is about influencing other people in order to achieve an objective, something
you have always wanted to do but couldn’t do alone. So, you are working with the team
to achieve them, but it all depends on how well you influence them to do what you expect
them to do to achieve or complete whatever they need to do. It is different from doing
this thing yourself. It is all about influencing people through agreement, through
mentorship, through consent, through consultations, really to guide a team towards an
objective.

The above perspectives suggest that leadership is simply a combination of context-
relevant behaviors and skills that inspire, encourage, support, enable, and sustain measured
actions in individuals and teams and make them to committedly and cooperatively pursue set

goals and achieve desired results. These behaviors reflect to the relations-related behaviors
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elaborated in the Flexible leadership theory. P7’s perspectives indicated that leaders influence

and inspire others to take action to achieve results through agreement, consent, consultation and
guiding them. In this case, the behaviors and skills exhibited when consulting, mentoring, and
directing others appear to engender two essential actions—agreement and consent—which
enable others to cooperatively work together to achieve the desired results. These actions imply
that leadership is merely catalytic and facilitative behavior and skills through leaders engage,
inspire, and enable others to collaborate in identifying and solving the right problems and
harnessing opportunities. These behaviors and skills motivate others to commit sufficient
resources, effort, mental, emotional, and physical energies to produce the desired results. This is
evident the way participants depict leadership in relation to recruiting support for “realizing the
vision”, achieving results, or fulfilling certain responsibilities as illustrated in the quotes below:

“Leadership is for the visionaries who can recruit support for their vision and cause the
vision to be realized” (P13).

“Leadership ensures that all our six core programs and organization systems are aligned,
working in tandem to implement the strategic plan so as realize the mission of the
organization (P2).

“Leadership is being in the driver's seat, giving direction to others, and working together
with the team so that you can achieve the desired results, the desired goal” (P10).

The implication of the above perspectives is that the behaviors, skills, mindset, and
values of a leader inspire and influence others to align their efforts and energies to the objectives
of and expectations from the task at hand. This not only minimizes wastage, duplication, delays,
and conflicts among multiple stakeholders, but it also creates and conducive environment,

foments teamwork, and ensures alignment of values, processes, systems, attitudes, behaviors,
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leadership aims to coordinate people’s efforts, time and energy in a manner that inspires them to

cooperatively work together to realize the essential outcomes, for example, (a) sustained goal

achievement, specifically achieving key stakeholders’ results and (b) positive change,

organization growth and improvement as explained in the excerpts below:

Leadership is the ability to deliver end results in a very structured, responsible manner.

The end result is the ability to deliver results in a consistent manner. At  the end of the
day your leadership ability is measured based on how you enabled that organization, that
business, or that non-government organization to achieve the strategic direction, the

objectives it planned to achieve (P12).

Leadership is also about making sure that wherever you are, you do not live with the

unacceptable. That is the foundation of leadership. You live under different
circumstances. There are things which you like and others that you do not like. Then it is

your ability to cause the things which you like to grow and to stop those that you do not

like using your ability to influence others(P13).

Leadership is how you make the organization move to the next level. To me leadership is
not about maintaining the status quo. ... I don’t know how to put it, but if you are
working with an organization and you are not willing to improve it, nobody will want to
work with such an organization that does not improve itself. Apart from achieving other
stakeholders’ results, the organization’s results should also be achieved and demonstrated

through positive change and growth because charity begins at home (P5).

I always tell people that if you are a manager or leader in an organization, you are not

maintenance engineer. I tell people, you were not hired in the organization to maintain
the status quo but to aspire to greater heights.... So, growth and improvement are a big
expectation of all leaders. The organization should not be stunted, but it should grow

(P4).

The above perspectives imply that leadership is the action and ability of enabling,

working with and through individuals and teams to create stakeholder value by inspiring positive

change, growth, and improvement for the organization, customers, and employees. One of the
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most revealing and interesting issues was the desired results on ensuring that employees are

engaged and satisfied about their jobs and work environment. This was deemed important
because when employees are satisfied, motivated, and inspired, they are more likely to meet
and/or exceed the needs of the organization’s stakeholders. They also stay longer with the
organization, minimizing talent development costs and loss of vital know-how—skills,
knowledge, strategies, attitudes, behavior and mindsets— that inheres in them, leading to
maintenance of the organization’s competitiveness. Three out of the seven non-profit participants
(P1, P2, P4) acknowledged that retention of talent is important because it not only preserves the
organization’s intellectual property which is vital for competitiveness and sustainability, but it
also shows that the welfare and well-being of employees is taken care of. Notably, research
participants surmised that they hold themselves accountable for creating and maintaining a
conducive environment and inspiring commitment, both of which seek to enhance employee
motivation and talent retention. The sections on the important employee results and on the
leadership practices that support accountability for employee results explain this further.

The Mutually Re-enforcing Nature of Leadership Attributes

As illustrated in Figure 7, the perceived core elements of leadership have double arrows
between them signifying the presence of feedback loops present in open systems. This implies
that the leadership process is reciprocal, meaning that individuals who are selected as leaders or
voluntarily step up to guide and enable others learn from and get influenced by the context and
other stakeholders involved, indicating the complexity and dynamics of open systems and
relational agencies that exist. For example, the feedback loop between the leaders’ qualities and

primary responsibilities signifies that as leaders execute their perceived obligations, they learn
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lessons which they use to change or strengthen certain elements within their characteristics and

qualities, for example, the values, beliefs, skills, strategies, and styles they rely on for decision-
making, behavior and actions. Similarly, the feedback loop between the leaders’ primary
responsibilities and results signifies that when the intended results are achieved or not achieved,
employees, leaders, teams, and other organization stakeholders draw lessons which they use to
improve or change their practices, qualities, and characteristics. Some participants observed that
they monitor the performance of activities and acknowledge, give credit to, and honor
individuals and teams that perform well and contribute to achieving results as the quote below
from P2 illustrates:

By reviewing the workplan monitor for that aspect, I look at what is working well, what
progress has been made, what meetings have been held. I think by focusing on what is
working well, I send the message that I recognize that you are providing leadership on the
issue and give you credit for the things that get done well.

From the above example, it is evident that leaders are informed by and draw on lessons
learned from monitoring individual and team performance and the extent to which the desired
results are being achieved or not, which exemplifies task and change oriented leadership
behaviors.

Moreover, when individuals and teams fail to achieve the intended results or achieve
negative ones as alluded to by multiple research participants, lessons are drawn which influence
change, improvements, or adaptations in the primary responsibilities, practices and
characteristics. Furthermore, Figure 7 depicts the perceived primary responsibilities of leaders in

a cycle, signifying that they are interdependent, occur concomitantly, and involve a complex set
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of actions, processes, structures, and decisions that lead back to each other, signifying the

complex nature of open systems as explained in the CAS theory.
What are Leadership Practices?

Following the definition of practices and leadership, participants proceeded to explain
how they perceive and understand leadership practices. Noteworthy, there were also no
significant differences by gender, seniority, and sector in the way participants conceived and
defined leadership practices, suggesting that what leaders do and how it is done to enhance
accountability for results is generic and only modified depending on the timing, circumstances,
and the skills, attitudes, strategies, and behaviors needed to ensure responsiveness. Two themes
were discernible in participants views about leadership practices (see Table 7).

The first theme which was supported by 12 out of 13 participants who indicated that
leadership practices are what a leader does and how he or she does it to influences, guide,
engage, direct, and enable others to achieve the desired objectives. According to P3 and P7, the
leadership practices are guided and sustained by a leader’s character, ethics, personal values, and
beliefs. The commonly cited personal values or enduring principles that not only influence the
behaviors, attitudes, and beliefs of this study’s participants but also the commitment of staff and
other stakeholders included fairness/justice, transparency, honesty, consistency, integrity,
respect, trusting others and being trustworthy, commitment to the common good, empathy and
compassion. By contrast, other participants observed that they are influenced by a mixture of
personal values and the organization’s values and mission and ecosystem-wide norms and rules
in that particular context, job, and period. The Leader utilizes leadership practices when

communicating to, with, and through others; engaging, motivating, influencing, empowering,
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guiding, and coordinating the energies, resources, and efforts of others to facilitate them to

collectively identify and solve the right problems, harness existing and create new opportunities,

and achieve the desired results.

Table 7

Description of the Themes Related to Leadership Practices

Codes Categories Theme Definition of theme Distribution (n=13,
multiple responses
per participant)

How to manage people; Actions, What leaders This is defined as the things 12/13[P1, P2, P3, P4,

methods used to achieve  behaviors, do and how leaders do with and through P5, P6, P7, P8, P9,

goals/objectives; leader’s  strategies and they do it people and the approaches, they P10, P11, P12]
methods tool kit; how steps used by use to enable people to achieve

leaders demonstrate leaders to results. Leadership practices are

leadership; how leaders influence others ultimately about is done and how

apply their capabilities, it is done with and through people

knowledge and

expertise; the way

leaders do what they do

leader’s daily routines;

characteristic behaviors,

habits, activities, and

actions of a leader

Context-specific Things or Enablers This is defined as the things or 2/13 [P11, P12]

policies, standards, and
procedures; structures;
processes; general rules;
and institutions
consistently established
and used by leaders

mechanisms that
enable leaders to
smoothly guide
others to the
desired strategic
direction

mechanisms that leaders
consistently define, promote, or
enforce to enable individuals,
teams and organizations to
produce results

There was sense in which leadership practices were perceived as what is done, how it is

done with and through people, meaning they mainly pertain to creating and navigating

relationship with and among people in groups, teams, organizations, businesses, families, and

communities. The quotations below illustrate the above observations:

Leadership practices are those things that you do routinely to cause the
your assignment to be achieved. It includes your ability to understand
to mobilize people around the tasks, your ability to manage yourself, and to manage the people

whom you lead (P13).

objectives

your task, your ability
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“When you are talking about the leadership practices, you are talking about the behaviors that

ensure that resources are properly controlled, or utilized in an environment of the health system”
(P6).

“Those are things you do to ensure that the people you are responsible for achieve  the
desired objectives. They are the day to day’s activities which we do to attain  a  desired
objective” (P11).

“Leadership practices mean what leaders do and how they do it to achieve certain
objectives, guided by their personal values, beliefs, and behavior” (P3).

“It is the way you go about the leadership responsibilities, the things that you do as a
leader, the way you perform your leadership role, how you go about it, what you do, what you
prioritize” (P8).

The above observations are similar to those made by participants while broadly defining
practices (See Figure 6). They indicate that leadership practices reflect the patterns of decisions,
actions, behaviors, strategies, methods, processes, styles, and activities that leaders consistently
rely on to influence, inspire, empower, and engage their team members to understand and
cooperatively complete the tasks assigned to them and achieve the desired objectives. Actually,
in relation to empowerment and engagement of others—employees, collaborators, donors,
communities, and suppliers—participants elaborated the different leadership styles they rely on.
Whilst empowerment only relates to employees, engagement cuts across multiple stakeholders
including employees and peers. Some leaders indicated that they empower and engage
employees by delegating them and supporting them from the back as explained by P1 in the
excerpt below:

My leadership style is, should I say more of an entrepreneur, coming from the fact
that I am working with an NGO system. The NGO system allows me to be more
transparent, be open minded, and it allows me to communicate better with
different stakeholders. It also allows me to innovate making it possible for me to
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lead from the back as my team is at the forefront. We are right now working with

the ministry  of health to facilitate them to work with the private sector better.
So, given that I understand the private sector or the family planning market and I
have young team that I am working with. So, I allow my team members to be the
face as I lead from the back. I give them the tools and resources they need so that
they can be the face as I support them from the back. The ministry of health gets
to know them, knows their existence as a young team. So, if [ am to describe my
leadership style, it is like I lead from the back while I groom the younger
population. So, I prepare them with tools and systems that say that when you go
to the ministry you should present the facts, the evidence that exists and then they
would know that you are an authority in a particular area.

Other leaders engage staff, regulators, and donors by taking them to the field to not only
see and experience firsthand what they read in reports but to also see and appreciate the realities
on the ground and become committed to what they do or support. The quotation below from P3
illustrates this:

My leadership style was to take stakeholders to the frontline. You know whether it is
donors, whether the government, and whether it is our own clients, representatives of the
board members, I would take them to the frontline. Beyond giving them the reports, I
would take them to the frontline where work is being carried out to enabled them to see,
interrogate, and experience the work that we are doing. To see that what we were
reporting is actually what was happening. So, that is the front line and that’s the second
level of accountability.

The above perspectives indicate that stakeholder engagement serves a triple purpose:
creating awareness and understanding the context, building capabilities, and enhancing
commitment. The perspectives also indicate that change-oriented and external-oriented
leadership behaviors are essential to the success of any leader.

The second theme was directly cited by three participants, but other participants also
acknowledged the relevancy of the issues that it encompasses. The theme suggests that

leadership practices encompass the enablers of what leaders do and how they do it. In other
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words, there are the context and time-specific structures, strategies, tools, mechanisms, and

internationally recognized policies, standards, and procedures that leaders consistently establish
or benchmark and utilize to enable them run teams and organizations smoothly and produce the
desired results. The excerpts below from P12, one of the purveyors of the view illustrates this:

Leadership practices, I must say are those things that enable us to move in the desired
strategic direction or the leadership style that we use. I could look at those in general as
leadership practices. In leadership, you can also look at those, what are those enablers,
what are those things that you need to have in place in order for you to successfully lead
an organization. Those are actually several that you need to have in place. One of those
that I would look at are the policies. For example, for you to run an organization
successfully you need to have policies in place, policies and procedures in place, and it
does not matter how small the organization is. It doesn’t matter what kind of business the
organization is in. To succeed as a leader, you need to have policies in place and these
policies differ. You can have the human policies because that is going to help you in
ensuring that you have the right people on ground and you have the right people
following a certain procedure.

P12’s perspective expresses two dimensions. First, it suggests that leadership practices
are the mechanisms or things that enable a leader to fulfil the leadership role of influencing
others to move in a certain strategic direction. Second, the reference to leadership practices as a
leader’s “leadership style” suggests that they also reflect the manner, approach, and characteristic
behaviors used by a leader when making decisions, influencing others, pursuing personal and
organizational goals, and leading people. This view reflects the how dimension of leadership
practices alluded to above and also illustrated in Figure 6 when broadly discussing practices.

Whenever participants talked about the leadership enablers, they cited policies,
procedures, systems, strategies, processes and structures that the leader uses to influence others
to define, implement, monitor, and audit to ensure that they are relevant and can effectively

guide and direct individuals and teams in the desired strategic direction. This perspective echoes
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the earlier views on practices in general which portrayed these issues as mechanisms that

individuals, teams, and organizations rely on to initiate, guide, and implement decisions, tasks,
and activities in order to achieve specific aims. P12 and P3 cited the development and
enforcement of human resources, finance, procurement, fundraising, and communication-related
policies, procedures, and systems and regularly auditing and adapting them to the prevailing
context. Similarly, P3 and P11 emphasized having a functional governance and management
structure that presides over the governance and operational dimensions of the organization,
ensuring its growth, stability, and sustainability. These reflect the internal control mechanisms
that ensure that organizational objectives are pursued and stakeholder results are achieved.

As elaborated in the section on creating and sustaining a conducive environment, a
functional board oversees the activities and decisions of management whilst the policies,
standards, systems and procedures act as guardrails for the leader and his team, ultimately
enabling them to operate smoothly. Taken together, these perspectives suggest that leadership
practices are what leaders do, how they do it, and the context and time-specific mechanisms they
put in place or leverage to guide decision-making and streamline daily actions and operations.
Put in another way, leadership practices are the mixture of time and context-appropriate
behaviors, actions, and mechanisms that leaders rely on to influence coordination and
cooperation, guide, monitor, measure, coordinate, and account for the efforts, time, resources,
skills, and energies of people in teams and organizations. This outlook implies that leadership
practices change based on the work that needs to be done, the individuals involved, and the

objectives that need to be achieved.
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What is Management?

Five perspectives about management were discernible from the interviews. The first
perspective portrays it as having the practical industry-specific knowledge, technical and cross-
functional skills, experience, and expertise to efficiently and effectively plan, execute, and
monitor personal and others’ tasks and activities to produce the desired stakeholder results. The
excerpt from P12, one governance interviewee illustrates this:

Management is actually the ability to do the work. You are managing people but also
you have the ability to effectively deliver that work. That’s why if you have just picked
somebody and put him or her in certain positions, if he or she have never gone through
that system, or that process or understood how exactly it runs, he or she will always have
challenges to manage the people. Whereas with leadership I can come into an
organization and chair a board meeting of an aviation organization even though I have
never done anything to do with aviation. But if you have brought me to manage such an
organization as the biggest deliverable on my hands, I must have had knowledge and
experience on how that industry runs. So that’s how I would define it. Okay some people
say leaders are born because leadership is about character. You can have the right
characters, abilities, and the right ways but with management you must be able to fully
understand and know what to do.

The above perspectives imply that managers cannot effectively perform management
functions if they do not possess the practical and technical knowledge, skills, experience, and
expertise to not only understand the job that needs to be done but to also actually do it well or
supervise others to do it and accomplish the desired results. This amplifies the importance of
possessing the requisite competencies as explained in the conceptual framework.

The second outlook depicts it as a series of interrelated systems used to mobilize,
leverage, and organize resources, coordinate and control work and work environment in order to
efficiently and effectively use the resources to produce the desired stakeholder results. The

systems referred to in the second outlook seem to incorporate processes such as planning,



213
budgeting, organizing, directing, controlling and representing—which are used by managers in

teams and organizations to balance and harmonize the use of staff time, the acquisition and
utilization of resources, control of costs, and the maximization of staff energy and attention in
order to produce the desired stakeholder results. It also seems to comprise functional
organizational structures—resource mobilization, finance, information technology, human
resources, communication, and monitoring— that not only mobilize, allocate, and control
resources but also manage stakeholders measure the extent to which they are used to produce
quality stakeholder outputs and outcomes. These are discernible in the language used by
interviewees to describe management as the quotations below illustrate:

P1: “Management is more of planning, organizing, coordinating resources, which
resources can be financial, human, time, physical, and information to achieve a goal”.

Management is meant to ensure that systems and processes—information technology
(IT) systems, financial systems, human resources systems, communication systems—are
properly designed, tested regularly, audited and that the results that they produce are
made available, even where the results show that the mistakes have been made, they
should be made available to the stakeholders and corrective action is taken (P3).

Management includes planning. It is to think ahead about how resources will be put
together and organized to achieve a given result. For example, a manager will have many
resources including people. So how will these people work together? Who will do what,
before and after who? What resources will be required? Planning the resources and how
they will be obtained is all management. And then creating an atmosphere where you can
monitor and evaluate. It is important to implement but as you do so, you should monitor
to ensure that what you are implementing is on course. There is a chance that although
you have not yet achieved the end result, you will (P4).

“Management comes down to putting together the resources needed to achieve your
results and mobilizing the needed resources, putting them together into a process, and
making sure that what you want to achieve is actually achieved at the end” (P13).
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The above participants’ views also indicate that management’s central processes or

practices comprise planning, budgeting, mobilizing and allocating resource, organizing,
implementation, coordination, control and monitoring. In particular, P4’s and P13’s perspectives
suggest that management is not only responsible for controlling and transforming resources into
desired outputs and outcomes but also for actually mobilizing or leveraging them. These also
involve a series of strategies and activities that seek to complete the essential tasks that
contribute to the achievement of the desired stakeholders’ results. It appears that the core
management systems relate to planning, implementation, finance, human resources, information
technology, resource mobilization, communication, risk management and compliance, and
monitoring. Similarly, participants’ views indicated that systems seek to create and maintain
order, provide guidance on what to do or not do, ensure compliance, and mitigate any potential
risks. The view on the systems leader rely on indicate they emphasize the three systems
discussed under the conceptual framework, particularly the management and work systems.

The third outlook characterizes management as a tool used by managers to effectively
balance the acquisition and utilization of resources, utilization of time, control costs, and the
production of quality results. As a tool, it relies on key practices— planning, implementation,
monitoring, and utilization of lessons learned from the monitoring— to ensure this balance as P2
explained:

Management is a tool that enables leaders or managers to balance three things: time,
money or resources, and quality. I think of management as a cycle of planning,
implementation, monitoring, and making sure that whatever you are learning from the
monitoring feeds back to the planning and implementation while paying attention to time,
resources or money, and quality. There are many management perspectives, but the one
that I have found useful is the one that looks at these three things: how do I make sure
that we are using our time very well? How are we using the resources? And how do we
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keep a sharp eye on the quality of outputs? So, that is what a manager does. He might do

it by clarifying goal. He might do it by monitoring progress to that goal, but he is looking
at it based on those three things—time, money or resources, and quality. I also believe
that there is some inherent tension between those three things because if you focus so
much on quality, you can drive up the costs. If you are under time pressure you might
compromise quality and you might increase the cost. So, the role of the manager is to
balance these three interests.

Perceiving management as a tool suggests it is a device or instrument that enables
managers use to not only work with and through people to achieve the desired team and
organization objectives but also navigate the task and activity constraints. This is because tools
fulfil context-relevant functions, for example, lifting, chiseling, sharpening, peeling, fastening, or
cutting. Tools increase the ability to do more with less energy, shape things, align with, and have
more control over the environment as what happen during the stone age when people invented
tools for hunting, lighting fire, and self-defense. Interviewee views suggest that as a tool,
management enables balancing four fundamentals: (i) the acquisition of resources, (ii) utilization
of resources to produce quality stakeholder results, (iii) the control of costs to ensure value for
money, and (iv) the timing and likely consequences of decisions and actions that support the
deliver stakeholder results.

The fourth perception about management depicts it as the operational dimension of
leadership that transforms aspirations in tangible actions and results as explained in the excerpts
from P5 and P13 below:

To me management is about making sure that the leadership aspirations are put into
action. As a leader, you want to take the organization to the next level. For example, in
XY (not real name), [ want to have zero tolerance for corruption. Now what management
should be doing is to make sure that there is no corruption in XY. So, turning the bolts;
do people come in time? Do people do this? That is a management function(P5).
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“Management is more operational. It is the operational aspect of leadership. Leadershig
defines what to do and management operationalizes it. But as a leader, you need to have
management capacity” (P13).

The above perspectives suggest that management is the doing side of leadership,
implying that leadership has the aspirational dimension and the operational dimension. In these
perceptions, possession of management capacity is presented as a baseline requirement for
leaders and managers alike, suggesting that to be an effective leader, one needs to grow through
the management ranks. Hence, undertaking management roles provides opportunities to hone
one’s knowledge and skills in not only effectively working with and through people to achieve
shared objectives but also in navigating and negotiating paradoxes inside and outside of the
organization.

The final argument about management was advanced by P11 who conceived it as the “the
art and science of governing society”, implying that as an art, it incorporates the individual
competencies in understanding, organizing, and completing tasks to achieve results. As a
science, it necessitates experimentation, systematic observation, and making conclusion based on
an existing body of knowledge and evidence generated from the observation and
experimentation. P11 conceptualized management as how to govern society perhaps because it
entails the complex and interrelated practices of planning, organizing, controlling, and
coordinating how people, time, and material resources are allocated and transformed to produce

results that create value not only for the target groups and organization but also for the entire

society.
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Figure 8

Perceptions and Meanings Attributed to Management

Possession of the task/industry-specific
knowledge , skills, experience and cultural
competence to personally initiate and
complete tasks and activities and/or
effectively supervise others to do it

Utilization of the capabilities to develop,
implement, monitor, and adapt systems
that obtain and organize resources, control
Achieving results that meet or exceed costs, manage time, and efficiently
stakeholders’ needs and expectations transform resources into outputs and
outcomes

Tool and forum; operational base for leadership

Together, these perspectives suggest that management is a tool, a forum, and the
foundation for effective leadership that managers with the suitable knowledge, skills, experience,
expertise, behaviors, and cultural capabilities rely on to design, implement, monitor, and adapt
relevant systems that support the acquisition of resources. They also use it to plan, execute, and
monitor personal and others’ tasks, activities, and strategies that consider the impact of time on
decision, actions, and results and ultimately produce the desired stakeholder results at a
reasonable cost (see Figure 8). This is mouthful, but it captures the views of study participants

and demonstrates that effective and sustained leadership rests on the foundation of solid



218
management knowledge, skills, capabilities, and practices learned through growing in the

organization ranks.
What are Management Practices?

Three perspectives on how participants perceived management practices were discernible
from the interviews. The first perspective depicted them as the things that managers routinely do
to achieve objectives. P5 asserted that “Management practices are what is done on a daily basis
by a majority of organizations to be able to implement a directive or the vision of the leader.” P7
shared that “The management practices would include these activities directly related to the
achievement of the objectives. We have things like monitoring, supervision, reporting, and
accountability for funds.”

The perspectives above indicate that management practices refer to the actions, behaviors
and habits that managers rely on to mobilize, allocate, organize, control, and efficiently
transform resources into the desired results. The second perspective from P8 portrayed them as
how managers execute their managerial roles and responsibilities in order to achieve the desired
results:

It’s how you do things to make sure that you are pushing or taking the group you are
leading, the project you are leading toward the desired outcome or objective. In our part,
let’s say the public institutions, we rely on management practices such as developing an
annual plan; having quarterly reviews meetings to see that the plan is being implemented
as agreed and expected; supervision, regular supervision, regular staff me