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Abstract. The aim of social service organizations that provide modern social services is to give
quality social services that would help a person (family) to become independent and able to
integrate into society. Successful operation of organizations is ensured by the ability of
managers to lead, motivate employees to achieve the set goals, and promote cooperation with
stakeholders. Therefore, managerial leadership is especially important to influence the
activities of the members of the organization, creating conditions for continuous improvement
and cooperation. A leader must be able to bring employees into a team, evaluating
achievements and facilitating social interaction between team members, and strive to
continually improve employees’ ability to provide individual, customer-oriented services.

The aim of the article is, based on theoretical analysis and empirical research, to highlight the
peculiarities of managerial leadership in social service organizations and to define the
influence of leadership in the process of providing social services to employees, service
recipients, and stakeholders. The research revealed what the most important characteristics,
personal qualities, and competencies of a leader in an organization are and what influence
managerial leadership has when organizing and providing quality social services. The research
identified the aspects of managerial leadership that would help ensure successful operation of
organizations when providing effective support to those experiencing exclusion in the
community.
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Introduction

Social inequalities, various social problems (such as poverty, social and
health diseases, crime, etc.), and the resulting need to help weaker members of
society with various social problems have always existed in state societies
(Blakemore & WarwickBooth, 2013; Sepkauskaité, 2013; Vanagas & Cizikiené,
2015; Cizikiené & Urmanavi¢ien¢, 2018). Therefore, people are developing and
improving social security systems. They are looking for effective ways and means
to provide the most effective assistance to a person who has lost the ability to act
independently and effectively in society while ensuring that every member of
society has access to some help and support. One of the most widely - used
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instruments for providing assistance and ensuring proper arrangement and
accessibility of social services is social inclusion. In social service organizations,
social programs are generally coordinated and delivered. Researchers from
different countries study the activities of organizations and the peculiarities of
social services provided in EU countries (Esping-Andersen, 1990; Lethbridge,
2005; Penna & O'Brien, 2006; Harpur, 2012; Bode et al., 2013; Greve &
Sirovatka, 2014; Bode, 2017; Kopri¢ et al., 2017; Wollmann & Marcou, 2017,
Marimon et al., 2019; Abrahamson, Greve, & Boje, 2019). It should be noted that
researchers regularly examine the problems of the framework of social services
and organizations providing these services, they attempt to base their activities on
certain principles, show how it is possible to evaluate the quality of activities and
their efficiency in mixed market conditions (Vanagas & Cizikiene, 2015;
Mazeikiené, Naujaniené, & Ruskus, 2014; Andrews & Jilke, 2016; Bode, 2017;
Evers et al., 2019; Cizikiené, 2020). In social service organizations, however,
there is a lack of studies on leadership issues.

The aim of the article is to unveil the characteristics of the leadership
expression of the leaders of social service organizations to achieve good
performance results and ensure the quality of services. To achieve the goal, the
following tasks are set: to describe the leadership of managers providing social
services within the scope of transformations in the social services sector; To
define the principles that establish the leadership of social service provider
organizations; to analyze the preconditions determining the leadership of
managers in organizations providing social services.

Aspects of Managerial Leadership in the Field of Social Services

When evaluating the leadership of social service managers, it is appropriate
to consider the developments in the social services sector that have influenced
leadership change. Researchers (Dunajevas, 2009; Blakemore & Warwick-Booth,
2013; Kopri¢, Wollmann, & Marcou, 2017; Wollmann & Bodnker, 2018;
Wollmann, 2018) identify these stages of development of the social service
system: the first stage is linked to the emergence of social security systems in
Germany and the affect of the activities of non - governmental organizations
within the field of social services. The second stage is called the state's welfare
stage, it started after the Second World War and there was a tendency to transfer
the responsibility of personal social problems to the communities and the
influence of public sector institutions to solve. The third development phase,
which started after 1970, is marked by a trend towards the privatization of social
risks and is based on the idea of mixed market for social services. Empirical
research confirms (Williams & Glisson, 2014; Kremer, Villamor, & Aguinis,
2019) that the social context is crucial for the successful dissemination and
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implementation of innovation because the social environment that surrounds an
individual, shape his perception, behavior, attitudes, it influences innovation and
implementation (DiMaggio, 1997; Hatch, 2004; Rogers, 2003; Scott, 2013). The
effect of the social context therefore influences actions of the organizational
manager's as a leader, his development and formation of the purpose of activity.
(DiMaggio, 1997; Lawler & Bilson, 2013; Healy, 2014). It also explains the
leadership differences in paradigm shifts and attitudes towards the quality of
services provided. The social context of these organizations is stakeholder-
dependent and related to the individual needs of the consumers of services and the
results achieved (Lawler, 2007; Aarons et al., 2012; Healy, 2014; Michailakis &
Schirmer, 2014). Tracing the development of leadership theories, it can be seen
that leadership was determined by a single choice, such as personal
characteristics, behavioral style, situation characteristics, and so on.
Understanding the shortcomings of a one-sided approach, a combination of
leadership models was introduced, encompassing several concepts of factors such
as personal-situational, behavioral-situational, personality-behavioral. Modern
leadership is dominated by a systemic approach that encompasses an individual's
personality traits, his or her behavior, and the situation in which he or she is
realized. Thus, leaders of social service organizations had to choose leadership
models that best matched the organization's concept and mission to help sure the
well-being of the individual and streamline the organization (Chang, Shih, & Liu,
2019; Zhang, Liu, & Wang, 2020). The most appropriate models were those that
emphasized the following factors: participation, value creation in the
organization's goals, and joint decision-making. Stoner et al., 2006 distinguish the
"four C" model that reveals the results of management in the human resource
management process, in which the expression of leadership is important:
commitment, competence, congruence, cost-effectiveness. These components of
the model allow us to explain the guidelines of managerial leadership in terms of
commitment, competence, congruence, and cost-effectiveness (Chlivickas,
Papsiené, & Papsys, 2010; Chlivickas & Luckuté, 2016; Brunetto & Beattie,
2020). The ever-changing social environment poses new challenges for the social
services sector, society, community, so the manager must not only perform his /
her direct management and leadership functions but also become an organizer and
innovator of management practice (Lynch-Cerullo & Cooney, 2011; Carnochan
et al., 2019; Hwang, 2019). Thus, managerial leadership was determined by the
new public management factors in the social services sector: service
commercialisation and increased competition in the service sector, total standards
of quality management, local administrative control and transparency, legislative
reforms accepted by the government, evidence-based organizational social work
activities and technical developments (Carnochan et al., 2014; Bode, 2017;
Wathne, 2020; Hansen et al., 2020)
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Principles that Determine the Leadership of the Leaders in Organizations
Providing Social Services

Successful expression of leadership is closely linked to the progress of social
cohesion in society. The participation and involvement of community members in
the social services sector in volunteering is a necessary factor in promoting and
increasing the social, civic, and economic activity of individuals. It is based on
mutual understanding, common values, and goals of community members.
Leadership must include social cohesion concept, which is characterized as the
development of conditions for the environment. According to this concept,
individuals, groups, or communities must be willing to trust and work together to
achieve common goals, provide support and assistance and help to solve
problems. Close links between social cohesion development and external/internal
environment could help to address social exclusion in society and community.

Based on the insights of the authors of scientific literature (Adams et al.,
2009; Raipa, 2011; Ife, 2012; Gvaldaité et al., 2014; Rimkus, 2015; Fook, 2016;
Getiené & Raigien¢, 2019; Cizikiené, 2020), EU strategy papers and legislation,
the authors of the article single out the following principles that determine the
leadership of social service providers:

Principle of social justice: The notion of social justice is based on the idea
that social services are available to anyone who needs them. Receiving such
assistance shall not be impeded by any circumstance, nor by the capacity of the
person to pay for services;

The principle of participation: The principle of participation means that the
manager is involved in the productive assistance process, involving the recipients
and stakeholders;

The principle of solidarity: The principle of solidarity means that the
manager is responsible for his own and others well-being by contributing to those
who can not take care of themselves;

Principle of cooperation: The principle of cooperation means that the
manager when planning the organization and protocol of social services, must rely
on the cooperation of social services, municipal and state institutions, and social
partners;

Principle of complexity: Family members and relatives participate in the
process of providing social services because a person's social problem always
affects his / her family and close environment. Family members also need help in
getting rid of negative emotions, providing support;

Eligibility: Eligibility is defined as ensuring that the needs and priotities of
an individual and his or her family are assessed and that social services are
organized and provided with a proper assessment of their needs;
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Principle of universality: The principle of universality states that services
must be combined with other support measures, such as social assistance in cash,
protection of children's rights, education and upbringing, employment, health
care, provision of social housing, special assistance measures;

Principle of availability: The principle of availability means that services
must be provided to a person as close as possible to his or her place of residence.
This principle defines the significance of the community's role in the provision of
social services;

Principle of efficiency: The principle of efficiency is understood as the ability
to ensure that services in a social service organization are managed and delivered
to achieve good results and rational use of available resources;

Operational management: The activities of social service organizations
depend on the available financial, human, and time resources, which are rather
limited. So the continuous development of social services must be encouraged,
coherent strategies must be developed at local, regional, and national levels to
achieve universal service availability, quality, and financial stability, given that
social problems are often complex and therefore impossible to solve in the short
term through fragmented activities;

Continuity principle: The principle of continuity means the aim of ensuring
the stability of the organization's activities, as services must be organized in such
a manner that they can be continued and, if necessary, assisted for the person and
his family;

Ethical principles: While providing social services, security of rights needs
to be assured, interests, and dignity of each person with due respect;

Principle of quality assurance: Ensuring the quality of the activities of a
social services organization and the continuity and consistency of social services
Is considered to be a general principle in all member states of the European Union;

Partnership principle: This principle means that the provision of support is
a collective process involving stakeholders, social partners, civil society
organizations, the community, involving volunteers;

Accordingly, it can be noted that the principles that define leadership are
based on the well-being of the recipient of the service and the evaluation of
employee needs and interests. The successful operation of the organization can be
ensured only if the service recipient himself is involved in the whole process of
assistance and support not only as a recipient of social services but also as an
active aid planner, organizer, and evaluator. The principles discussed also indicate
that social service organizations cannot be closed or work alone, so every social
service organization needs to have social partners, which can undoubtedly be
related to the ideas of the new public management and private sector provisions
that are transferred to the public sector. The principles discussed to make it
possible to highlight certain general attitudes inherent in the leadership of social
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service organization leaders. The following provisions can be distinguished:
firstly, respect for the person and his individuality and recognition of differences,
understanding that the provision and performance of social services must not be
influenced by any features or peculiarities of the life of a person; secondly,
recognizing that no assistance to a person will be effective if the person and his or
her family members do not engage actively in the assistance process themselves;
thirdly, leading managers must be directed by foundational humanistic values
such as solidarity, respect for human rights, honesty, compassion, tolerance,
etc.fourth, highlight the value of leadership in the society, believing that
integration into society is much more efficient if the individual is assisted by
members of the community who can contribute to the provision of social services
because of the resources available (e.g., volunteering). Leadership emphasizes
equal opportunities for individuals, and Organizational leaders are focusing on
building a social service structure founded on democratic principles. They
emphasize citizenship, evaluation more agile service delivery and quality service,
and self-control, establishing a stable management environment. Analyzing the
scientific literature, it should be noted that researchers confirm the distinctiveness
of social service organizations and argue that this distinctiveness must be repeated
in the process of organization and leadership (Lynch-Cerullo & Cooney, 2011;
Sullivan, 2016; Gecien¢ & RaiSien¢, 2019), because the social services sector i1s
based on values that promote human dignity, help combat discrimination, social
stigma, and provide services to lessen suffering and social exclusion. Based on
the scientific literature (Hasenfeld, 2010, 2015; Shanks et al., 2013; Hopkins et
al., 2014; Shanks, 2016; Sullivan, 2016), it is possible to single out the
determinants of leadership in social service managers that define leadership
expression. In this case, the well-being of social service users and the motivation
and needs of employees, social context, social harmony and community should be
mentioned. Factors that determine the effectiveness of managerial leadership are
also singled out: the stakeholders, management trends, and economic context
Consequently, leadership is geared to the well-being of service users and
follows the concept of an 'open door', where service users are free to interact with
the manager, make comments and share their concerns. Also, effective leaders
need to not only think about productivity and efficiency but also take care of
employee morale and satisfaction, consider their needs. It is necessary to
emphasize that customer-centred leadership must involve service users and
employees in the assessment of the organization's activities, make decisions
together, take into account their suggestions and position on the issues under
consideration. Recipient-centred leadership embodies the ideals of social work
and reflects the concept of social integration concerning empowering the
individual (family). Therefore, the leadership of social organization leaders is
crucial in the social change process to ensure the organization's effectiveness and
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efficiency. The key purpose of social leaders focused on social work principles
and a humanistic approach to leadership from the spectrum of other service sectors
must be the well-being of the user of the service.

Research Methodology

To reveal the factors of leadership style in organizations providing social
services, a qualitative study was selected (Bitinas, Rup$iené, & Zydzitinaité, 2008;
Silverman, 2015; Zydzitinait¢ & Sabaliauskas, 2017). Qualitative research is
applied to the analysis of little-researched topics - it helps to find new ideas and
perspectives on how to better organize activities and achieve the intended goals
(Bitinas, Rupsien¢, & Zydzitinaité, 2008). Qualitative data analysis is revealed
through experiences, meanings, and processes. Results are interpreted according
to the meanings assigned to phenomena (Silverman, 2015).

The goal of the study is to convey managerial leadership in social services
organizations. The study aims to reveal the characteristics of the expression of
management leadership in social service organizations. Empirical research
objectives: 1) to survey managers' opinions, which would help to determine the
expression of managers' leadership in organizations providing social services; 2)
to evaluate the preconditions determining the leadership of managers in
organizations providing social services. Issues: What are the main characteristics
of a successful SSO leader? What leadership style, traits, and qualities do you
choose in your organization? How does your leadership affect the organization's
employees and service users?

The interviews with the SSO (social service organization) executives were
chosen because the executives have expert knowledge of the problem under
investigation and their current duties allow them to speak on behalf of a
professional activity or organization. Semi-structured interviews were chosen for
the interviews of managers, it allowed to obtain detailed, systematized data, and
the interview itself is informal, it takes place more in the form of dialogue
(Rupsieng, 2007; Maxwell, 2008). Five SSO executives were interviewed through
a semi-structured interview. Selected criteria for informants: management
experience of at least 5 years, professional experience of social work at least 7
years (E1- management experience 5 years, work experience 15 years; E2-
management experience 10 years, work experience 23 years; E3- management
experience 7 years, work experience 12 years; E4- management experience 10
years, work experience 16 years; E5 management experience 6 years, work
experience 10 years). It should be stressed that respondents decided to take part in
the study when they were told of the study's ethics: the study course; the discretion
and confidentiality of the data provided. The obtained data will be presented in
such a manner that particular informant cannot be identified. Research limitations:
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the study was conducted in Vilnius county and it may not accurately reflect the
general situation in all organizations, therefore preliminary data obtained during
this study are presented. To obtain more accurate and reliable information, more
detailed quantitative studies are required.

Research Results

All interview experts pointed out that the head of the SSO must have a vision
of the organization if it wants to work effectively and take stakeholders into
account: Vision, because you must know what to accomplish (E1),; The manager
must have a clear vision, know the priorities of what he wants to achieve and be
flexible, have a lot to anticipate (E5); Clear vision and the ability to pursue a
vision by motivating staff (E3); It is a clear vision, a mission that the whole team
contributes to, it is to put together a team in the sense of trusting everyone and
revealing the benefits, but the meaning of the vision needs to be shown (E4). It
can be argued that an organization’s outlook is a very important subcategory that
can provide a vision of the future, about its place as a leader and its relationship
to the internal and external environment of the organisation, i. y. to model the
system of his views and values, the system of competencies and abilities,
anticipating future development in the structure of the social system. In order to
respond effectively to a changing external environment, a manager needs to build
on a vision when implementing a strategy and anticipating future organizational
goals (Ejimabo, 2015).

As a key leadership style, informants cited democratic governance in the
organization as an effort to involve all participants in the organization in decision-
making, unleash the potential of each employee, and engage in ongoing change:
The manager must be like the leader and still be invisible ... in my opinion, a
manager is good when an organization is running successfully at a time when
everyone is already involved in the action, no one is collapsing, no disasters are
happening, and all employees know what to do ... that is the most significant thing
(E2); Because every change brings transformations ... it’s important to want to
change yourself and then already show employees it, involve them by calming and
understanding them (E5). The study confirms that a democratic style of
governance that promotes mutual assistance, cooperation, and the involvement of
employees and service users in decision-making is the most appropriate in social
service organizations.

By distinguishing the type of leadership, the study participants clearly
emphasize transformational leadership, and the drive for change encourages
managers to work effectively in the organization and their influence motivates
employees and the environment to adopt new managerial practices. According to
informants, the head of the SSO chooses transformational leadership, because
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then it creates a connection with employees, service recipients, increases and
promotes the motivation of followers to take responsibility to work together and
achieve the intended goal: Anyway, transformational leadership is used, for the
most part. After all, things change in certain circumstances certain things, the
manager working in the SSO covers a very large range of work (E2); And not
everyone likes change because not everyone likes the decisions they make, it needs
to grab everyone and inspire them to move forward (E4); Encouraging team
development, involving members of the organization in planning, motivating and
inspiring (E1). The responses suggest that SSO executives, try to consider what
can help inspire employees, see the advantages of communication, and therefore
seek to see, evaluate, and persuade them to engage in the process. Most of the
informants agreed that in order to achieve successful goals, it is necessary for
employees to see the manager's efforts, as well as to show attention and
confidence that the intended result will be achieved, and the efforts made will
change the organization.

The study revealed that managers place a strong emphasis on the values of
team and teamwork, as the delivery of social services involves collaboration and
coordination of tasks within a team. Respondents indicated: Ideal leadership is
team-based, but whether it always succeeds here is the question (E3); You have
to work already in a team, team leadership, look together (E5); | accept team
leadership more, | mentioned before that without a team leader there is no one,
you will not achieve anything without a team ... one is not a soldier in the field if
you do not have a good team you will not achieve anything (E1). The scientific
literature (Braun et al., 2013) emphasizes the orientation of transformational
leaders towards teamwork but faces challenges in reconciling individual personal
goals and the desired mission in the process of building an atmosphere of trust
and support, communication, task control, and interpersonal conflict resolution.
Therefore, transformational leadership has an influence on the organisation and
responsibility of teamwork, involving individuals and creating a teamwork
environment in which one can achieve the desired change by showing individual
concern and respect.

The goal of the study was to decide which management competencies have
an important effect on the SSO's effective leadership. To find out the manager to
have the skills to help achieve the strategic objectives of the company.
Respondents singled out personal, social, professional competencies.

Respondents consider personal competencies to be the abilities that
determine the desire to take responsibility in an organization and include
emotional self-understanding by recognizing their emotions and understanding
their impact as a leader in an organization: Such personal qualities, very fast
thinking and that’s a trait of mine, | think very fast, and others do not keep up with
me. | already understand that then | demonstrate that it is not a matter worth
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noting. Man needs to set out the problem because | have already understood it,
but man needs to set everything out (E2); accurate self-awareness, knowledge of
one's strengths and limits: Excessive impulsivity interferes, again this personal
trait is ... maybe | don’t allow employees to express themselves fully ... and there
is one employee slower, another faster (E4); and self-confidence based on self-
esteem and personal possibilities: To the leader himself as a person and you just
realize that sometimes you are like a blacksmith who can tilt people’s lives in a
certain direction ... and your decisions are very fateful (E5); A leader’s calm,
stubbornness, control of emotions is paramount (E1).

Social competencies were identified by respondents as skills that determine
the management of social relations and the maintenance of appropriate
communication in the system. They singled out that understanding both, the
external and internal environment is important for managing the relationship, on
which the success of the deployment, collaboration with stakeholders, and team
involvement in the service delivery process depends. Social awareness includes
empathy for the service user, the attitude of the employees, the perception of
emotions: These qualities, sometimes very much and that knowledge and that
ability, emotion controlv(E2); Because the manager has to be very competent,
have a lot of knowledge, but also keep in mind that these are people with their
own experiences and lives (E4).

Professional competencies in social work are necessary for the head of the
SSO, as respondents stated that managers need to be based on social values and
have professional competencies related to social work, and knowledge of the
social service organization. Then successful leadership is possible: The supervisor
must necessarily be a social worker and know the specifics and competencies of
social work (E1); Leadership with social work practices has grown (E3). It should
be emphasized that all respondents have the qualification of a social worker and
at least five years of experience in the SSO, so they all agreed that to lead the SSO
a person needs to have a social work qualification and understand the specifics of
the social services sector: We know, for example, when it comes to a completely
non-social leader, it is very difficult for him to comprehend this system and very
difficult to understand (E2); Very well and you should move from the lowest level
in the office or work, take a few different jobs to understand how it is and what
the recipients of the services are, it should go in that direction (E1); Let's say
those directors and managers who have a pedagogical degree ... where is a lack
of social work and managerial knowledge, that willingness to change and accept
challenges, well, we need competencies (E5).

240



SOCIETY. INTEGRATION. EDUCATION
Proceedings of the International Scientific Conference. Volume VI, May 28"-29™ 2021. 231-244

Conclusions

The theoretical and empirical analysis of the expression of managerial
leadership revealed that successful activities of social service organizations are
focused on helping to solve social problems in society and community, therefore
managerial leadership of organizations is influenced by social cohesion processes
and principles which are based on respect to the individual and his/her uniqueness,
recognizing that individual or lifestyle characteristics should not affect the
provision of quality social services. In the process of social transformation,
managerial leadership of organizations is important in ensuring the efficiency and
effectiveness of the organization, but the main goal of social leaders is defined to
achieve the well-being of social service recipients and is based on democratic
principles and humanistic values.

The research revealed that managers, understanding the mission of a social
service organization, have a vision of how to work effectively, encourage and
involve all members of the organization in the operational process. In making
strategic changes, managers have insight into the needs of social policy, and, in
response to the changing external and internal environment of the organization,
they look for an appropriate leadership strategy to help achieve the goals and
mission of the organization. Based on the research results, it can be stated that
managers choose a democratic management style that encourages teamwork and
cooperation, and helps employees and service recipients to get involved in
decision-making about the provided quality social services. The research showed
that the respondents single out transformational leadership, which is determined
by the pursuit of change and opportunities to apply new social work practices in
the organization. It was found that the personal, social, and social work
professional competencies, singled out by managers, are based on social values
and define leadership expression in the social service sector.
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