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Abstract: Leadership skills among social work professionals’ grains growing influence on social 

work research and practice. In this changing scenario, social work professional has experiences 

leadership in very different dimensions. Where transformation leadership serves to enhance the 

motivation and morale of the followers, in this study, the relationship between Leadership style, 

measured by the Bass and Avilo were examined with a sample of social work professionals in  

different fields (N=100). The findings proved that the more than 60 percent of the respondent 

scored high level in the practice of transformational leadership and 51 percent of the 

respondent’s scored high level in the practice of transactional leadership. The study showed that 

there is no association between both transactional and transformational leadership style with 

variables such as age group, gender, the order of birth, marital status, type of family, education, 

occupational grade, income, working experience in the current job, number of jobs opted and 

prior working experience. 
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I. INTRODUCTION 

Social work leadership has attracted growing attention in each social service applications and 

analysis.There are as many definitions available for leadership as there are researchers who study 

leadership. Typically, according to Robbins (2001) leadership is “the ability to influence a group 

toward the achievement of goals”. Behavioral theorists have focused on specific behaviors of 

leaders. Contingent theorists bring into account the role of the situation ineffective leadership. 

There exists another recent stream of research which seeks to distinguish between transactional 

and transformational leadership (Robbins 2001). 
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Transformational Leadership 

In recent years much attention is given to transformational leadership theory. Within the big 

literature on leadership transformational leadership has in all probability attracted a lot of 

empirical scrutiny than the other current theory, focusing either on its nature or effects (Baling, 

Slater, and Kelloway 2000). The concept of transformational leadership, first named by Burns in 

1978 and championed by Bass has gained theoretical and practical acceptance (McColl-Kennedy 

and Anderson 2002). Transformational leadership includes idealized influence, inspirational 

motivation, intellectual stimulation, and individualized consideration. Bass outlined the 

transformational leader mutually WHO stimulate awareness and interest within the cluster or 

organization, increases the confidence of individuals or groups and attempts to move the 

concerns of subordinates to accomplishment and growth instead of existence. A transactional 

leader is described by Bass as one who prefers a leader-member exchange relationship, whereby 

the leader fulfills the needs of the followers in exchange for their performance meeting basic 

expectations. There is a third component to Bass’s model of transformational/transactional 

leadership known as non-transactional or laissez-faire leadership (Gardner and Stough 2002). 

Transformational leadership is proved to be more effective than the transactional style in 

organizations. “Because of positive organizational outcomes associated with transformational 

leadership, researchers are exploring factors that predict transformational leadership behaviors. 

Such factors can contribute to the theoretical elaboration of transformational leadership theory 

and have the potential for up leader coaching and choice. One of the variables showing a lot of 

promise is emotional intelligence” (Sivanathan and Fekken 2002). 

 

A number of research projects in other areas of practice argue that social workers possess 

competencies and abilities that are congruent with those required for leadership, but they also 

argue for one further step; the need for social workers to assume leadership roles. Writing about 

family-centered practice, Briar-Lawson (1998) for example contends that social work is ideally 

positioned to address some of the challenges posed by welfare reform because it avoids 

reductionist and uncritical thinking which has marred the engagement of other helping 

professions in welfare-reform related programs and activities. Further, social work possesses a 

unique capacity to integrate social and economic foundations in practice. For these strengths to 

be recognized however, grass roots leadership is crucial. 
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Further, if we think beyond social work to the broader context of the human services there is a 

significant need for leadership, particularly given the instability of the field at the current 

juncture – at management levels and at the coal face. This need, in turn, lays down a challenge 

for social work that goes beyond its immediate interests. Transformative model of leadership is 

largely congruent with the aims and purposes of social work and has, as a result, the capacity to 

inform future developments. Nevertheless, and as we have indicated previously, there is little 

extant empirical work about social work and leadership so this assertion is as yet a proposition 

which remains largely untested.  

 

Burns (1978), definition of leadership is as follows: “leadership is the reciprocal process of 

mobilizing, by persons with certain motives and values, various economic, political, and other 

resources, in the context of competition and conflict, in order to realize goals called 

independently or mutually held by both leaders and followers” (Burns 1978: 45). There are two 

aspects to his notion of transformative leadership.  

 The first is his admonition that the nature of goals is crucial - that if they are not mutual 

(they may be independently held) they must nevertheless be related and oriented toward 

an end value.  

 The second aspect of transformative leadership is that any resultant process is 

nevertheless reciprocal, and inevitably happens within the context of competition and 

conflict.  

Social workers exhibit ambivalence about leadership – to engage as leaders inevitably means 

engaging in competition and conflict, processes which are counter-intuitive to the (probably 

learned) dispositions of social workers. 

 

Social work professional associations and individual social workers in specific organisational 

contexts can, if they choose, act as strategic and transformative leaders, and engage deliberately 

in a sustained process of theorising institutional change. It is suggested, that in the current 

context of welfare reform and other institutional change, the need to develop leadership at all 

levels becomes imperative 
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Transactional Leadership 

 Transactional leadership occurs when a leader exchanges something of economic, political, or 

psychological value with a follower; these exchanges are based on the leader identifying 

performance requirements and clarifying the conditions under which rewards are available for 

meeting these requirements (Whittington, Coker, Goodwin, Ickes & Murray, 2009). Moreover, 

the goal is to enter into a mutually beneficial exchange, but not necessarily to develop an 

enduring relationship. Therefore, although a leadership act transpires, it is not one that binds the 

leader and follower together in a mutual and continuing pursuit of a higher purpose (Whittington 

et al., 2009). Bass’s (1985) conception of transactional leadership emphasizes two factors: 

contingent reward and management-by-exception. For example, “contingent reward” refers to 

the efforts made by the leader to clarify expectations so that followers will understand what they 

need to do in order to receive rewards. “Management-by-exception” is a less active 7 approach to 

leadership that informs followers of job expectations, but resists further involvement with the 

follower unless the follower’s actual performance varies significantly from those expectations.  

 

II. REVIEW OF LITERATURE 

Susanne Tafvelin Ulf Hyvönen Kristina Westerberg (2014), used a randomized sample of 158 

employees in a Swedish social service organization, and examined the direct and indirect effect 

of transformational leadership on two important attitudes of employees– commitment and role 

clarity. The results reveal, transformational leadership contributes in creating a workplace where 

employees are committed. Interaction effects of leader continuity and co-worker support indicate 

the need for some stability in the organization in order to increase the positive influence 

transformational leaders have on employees. This study has implications for leadership training 

in social work and is a contribution to the co-operative knowledge development of leadership in 

social service organizations.  

 

Ronald E. Riggio , Rebecca J. Reichard (2008). The paper generalizes a dyadic 

communications framework in order to describe the process of emotional and social 

exchanges between leaders and their followers.   This research suggests that both emotional 

and social skills are related to leader effectiveness and are able to be improved through 

training interventions. Research supports the relationship between emotional expressiveness 
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and aspects of charismatic leadership and process. So, it’s evident that leaders also use skill 

in emotional expression to cultivate a positive emotional climate in the group or in an  

organization.  

 

John Antonakis a*, Bruce J. Avoliob, Nagaraj Sivasubramaniamc (2003) In this study, they 

examined the validity of the measurement model and factor structure of Bass and Avolio's 

Multifactor Leadership Questionnaire (MLQ) (Form 5X). We hypothesized that evaluations of 

leadership—and hence the psychometric properties of leadership instruments—may be affected 

by the context in which leadership is observed and evaluated. Using largely homogenous 

business samples consisting of 2279 pooled male and 1089 pooled female raters who evaluated 

same-gender leaders, they found support for the nine-factor leadership model proposed by Bass 

and Avolio. The model was configurally and partially metrically invariant—suggesting that the 

same constructs were validly measured in the male and female groups. Mean differences were 

found between the male and female samples on four leadership factors (Study 1). Next, using 

factor-level data of 18 independently gathered samples (N=6525 raters) clustered into 

prototypically homogenous contexts, they tested the nine-factor model and found it was stable 

(i.e., fully invariant) within homogenous contexts (Study 2). The contextual factors comprised 

environmental risk, leader–follower gender, and leader hierarchical level. Implications for use of 

the MLQ and nine-factor model are discussed. 

 

Gellis (2001) studied how two hundred and thirty-four hospital social workers perceived their 

social work superiors, making the distinction between transactional and transformational 

leadership (Bass 1985; Burns 1978). Transformational leadership is more focused on promoting 

organisational change through development and transmission of a vision for the future that 

moves beyond the status quo. Transformational leadership sees the role of the leader as one who 

inspires and motivates followers to work towards particular goalsv, even when these have the 

capacity to supplant individual followers’ wishes and goals. 

 

Rank and Hutchison's (2000) analysis within the social work profession identified five common 

elements in leadership: pro-action, values and ethics, empowerment, vision, and communication. 

They also draw attention to the notion that challenges faced by social work leaders can be 
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somewhat different from those experienced by other disciplines; challenges which may be 

generated by conflicts with professional values, our holistic and systemic orientation, the 

overarching concern for others, and a strong desire to promote inclusive practices.  

 

III. REVIEW OF LITERATURE 

Objectives: 

 To study the demographic profile of the social workers 

 To study the leadership styles practiced by the social workers 

 To study the influence demographic profiles groups such as gender, age group, academic 

qualification, occupational level, working experience and previous working experience , 

income, jobs opted so for on the leadership styles. 

Methodology 

 Descriptive research design was adopted by the researcher. Data was collected from the Social 

work practitioners i.e., individuals who had completed their M.A in social Work or Master of 

Social Work and working in industry, Hospital, Mental health clinics and in educational 

institutions constitute the universe of the study. Using convenient sampling data were collected 

from 100 respondents. Multi factor Questionnaire developed by Bass and Avilo was used to 

study the leadership styles. 

Demographic Profile 

Out of the 100 respondents, 68% are male and 32% are female. The mean age is 29. 81% of the 

respondents were MSW degree holders, 71 % of t respondents were the first child in the family, 

56% of the respondents were unmarried, 64% were from nuclear family, and 65 % of the 

respondents were opted one job profile so far. 37 % of the respondents were from industrial 

sectors, 25% of the respondents were from educational sectors, and equally 19% of the 

respondents were working in hospitals and nongovernmental organizations. 43% of the 

respondents’ monthly income is between 10,000-20,000 rupees respectively. 

Leadership Styles 

From the analysis it has been found that more than 60 per cent of the respondents scored high 

level and the remaining 40 per cent have score low level in the practice of transformational 
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leadership. It is also found that 51 per cent had scored high level and 49 per cent had score low 

level in transactional leadership styles. 

Association of demographic variables and leadership styles: 

In order to find out the association of demographic variables with leadership styles chi-square 

test was applied. The results show that there is no association between the transformational and 

transactional styles of leadership and the variables such as gender, age, qualifications, order of 

birth, marital status, family type, jobs opted so for, field of work, years of experience and income 

level of the respondents. Though the data shows that there is difference in the leadership styles 

and the respondents jobs opted and type of family, but it is not statistically proved.  

IV. CONCLUSION 

Social work is a profession devoted to furthering social justice by decreasing oppression. It 

would be logical to conclude that leadership with the goals of encouraging individuals to search 

their higher potentials and creating less oppressive organizations and societies would be the 

primary type practiced by choosing transformational leadership as the core objectives in 

practicing social work in various settings. 
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