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Presenter
Presentation Notes
Challenging Current Managerialism in Organisationally-based Social Work Services Through Ethical Leadership  Delivery of organisationally-based social work services poses ethical leadership challenges for the profession.  Transformative changes arising from new public management thinking have exercised powerful constraints on formally appointed social work leaders as well as peer-recognised informal leaders. Practitioners experienced intellectual and emotional dissonance as their professional values were challenged by neo-liberal organisational thinking.  A seminal examination of how legitimate leadership should be expressed took place as a ‘power-over’ (Follett, 1995) model of leadership assumed organisational pre-eminence. Leadership intended to motivate, secure commitment and change how people feel was undermined.  Follett’s vision of followers becoming leaders was replaced by a tangible sense of powerlessness. Social workers found themselves functioning in the operational reality of marginalisation as a parody of their ethical code of empowerment in practice, captured by Carey’s description of market philosophy ‘colonising’ state sector social workers (Carey, 2008, p. 919).  The authors argue that these developments mandate social work leadership research in the context of ethics and integrity—critical to exercising organisational political power. This paper applies critical theory to leadership in social work agencies to analyse and address tensions between ethical practice and organisational imperatives. Drawing from the International Federation of Social Workers (IFSW)  Statement of Ethical Principles, national codes of ethics and relevant literature, the authors propose an ethical social work leadership model integrating practice values of power-sharing, authenticity and spirituality; servant leadership; personal and professional integrity; indigenous leadership approaches and biological complexity thinking. The purpose is to offer practitioners an alternative professional discourse to counter dominant managerialism and restore a social work leadership identity.



Content of presentation 
 Challenges to ethical leadership in 

social work organisations 
 Origin and nature of those challenges 
 New public management and neo-

liberal organisational thinking  
 ‘Scientific management’ (Taylorism) 
 Market philosophy ‘colonising’ state 

sector social workers (Carey, 2008)  
 So, what is needed? 

 



Content of presentation 
 Apply ethical leadership to social work 

organisations drawn from 
 IFSW Statement of Ethical Principles 
 National Codes of Ethics 
 The literature 

 Apply social justice as the profession’s 
‘central organising value’ to the 
organisational context (Ife, 2010; Marsh, 2005) 

 Exercise leadership approaches which 
enable the expression of those values   
 
 

 



The neo-liberal challenge 
 An overriding focus on measuring 

outputs and outcomes 
 Outputs as policy advice, administering 

legislation, and direct service delivery 
eg child safety  

 Outcomes as societal results sought by 
government to which outputs contribute 

 Applied to state sector and NGOs by 
virtue of the ‘contract crunch’              
(Boston, 1995; Lane, 2005; Tennant, 2007) 

 
 

Presenter
Presentation Notes
A growing body of literature suggests that NPM’s overriding focus on measuring outputs and outcomes has become the default model for social work organisational thinking. Chu, Tsui, and Yan (2009, p.288) go so far as to argue that the profession has been captured by the ‘plague’ of NPM. To understand these terms introduced by the post 1987 public sector management revolution, Boston et al. (1996) describe outputs, for example, as policy advice, administering legislation, and direct service delivery such as providing child safety services. Outcomes are those results in society, sought by government, to which outputs contribute. An example might be the reduction of child abuse. Boston et al. (1996) suggest that the reforms intended that government would select desired outcomes, use policy advice to prioritise those outcomes, and opt for appropriate outputs.  These reforms were not confined to public sector social work agencies. By virtue of state funding of non-governmental social work agencies, principal-agent relationships (Lane, 2005) set out expected outputs for the NGO sector. In her history of New Zealand welfare, Tennant (2007, p.193) characterises the late 1980s and beyond as the ‘contract crunch,’ reminiscent of Boston’s edited book title, ‘the state under contract’  (Boston, 1995.) In short, NPM began to exercise enormous influence on social work organisations post 1987 (Boston et al., 1996; Scott, 2001.) 



The neo-liberal challenge 
 Quantitative measurement may 

marginalise the quality of practitioner-
client interactions (Carey, 2008) 

 Shift from social work values to 
organisational accountabilities enabled 
by ICT (Burton & van den Broek, 2009) 

 Statistical reporting has moved the 
emphasis on process accountability to 
accountability for results (Boston et al., 1996; 
Webster, 2010) 
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Presentation Notes
The social work literature sets out the implications of an output orientation by social work agencies as carrying profound consequences for organisational leadership. If adopted, quantitative measures of social work activities—for example, how many assessments were carried out over a given time period—potentially marginalises professional leadership’s focus on the quality of practitioner-client interactions. Writing in the British context, Carey (2008, p.919) for example asserts that a market philosophy has ‘colonised’ state sector social workers. Burton and van den Broek (2009) report on the shift in Australia from professional social work values to organisationally based accountabilities made increasingly possible by the ability to measure outputs by information communication technology (ICT). Statistical reporting has invaded social work moving the emphasis on process accountability—how practitioners interact with clients—to accountability for results: a quantitative approach (Boston et al., 1996, p.26.) Such results-oriented managerial leadership may manifest itself on ‘checking data on computer monitors at the cost of maintaining social capital with practitioners’ (Webster, 2010, p.51.) The author proposes that because of its focus on results, quantitative thinking will bring significant tension to social work organisational leadership informed by a commitment to social justice processes.



A social work response to the 
neo-liberal challenge 

Apply social justice as the 
profession’s ‘central 

organising value’ to the 
organisational context  

(Ife, 2010; Marsh, 2005) 
 

 



 
 

Human rights/social justice 
(IFSW, 2012; Ife, 2010) 

Core purposes of social work 
(Sewpaul & Jones, 2005) 

Include  
the 

marginalised 

Challenge 
barriers/ 
injustices 

Network/ 
mobilise: 
advance 
wellbeing 

Educate to 
access 

services/ 
resources 

Policies/ 
programmes 
for people’s 
wellbeing  

Encourage 
advocacy for 

pertinent 
concerns 

Advocate 
policies 
ethically 

consistent with 
the profession  

Advocate for 
change in 
policies 

maintaining 
marginalisation  

Work towards 
protection of 

people unable 
to do so 

themselves 

Act socially/ 
politically by 

critiquing  
inequalities 

 

Manage 
programmes/ 
organisations 
dedicated to 

these purposes 

Enhance stable 
harmonious 

and respectful 
societies 

Promote 
respect for … 

cultures, 
ideologies and 

religions 



Leadership approaches to enable those 
values 

Leadership in the 
context of the 

  Māori 
renaissance 
  Ethical, 

authentic and 
spiritual 

leadership 
 

 



Pauline Leonard’s (2009) ‘journey’ towards personal and 
professional authenticity offers such an expression by 

capturing essential ethical properties with a vision of social 
justice: 

‘As a human being, I am responsible to the community 
for the creation of a just, caring, equitable, democratic 
society.  Any aspects of my professional identity must 
be congruent with this aspect of my being ... I believe I 

tell the truth, as I know it, in striving for authenticity. 
Becoming authentic is a process, a journey, not an 

end in itself; it … requires a continual examination of 
one’s multiple identities within the context of the 

communities in which one lives, works and interacts 
(italics added).’  

(Leonard, 2009, pp.253, 255) 
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