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Abstract 
 

This thesis aims to deepen our understanding of public professional organisation-
alism. Whereas new professionalism is an established concept used to describe 
changes in the roles of professionals, there is a lack of studies on organisationalism 
that include the roles of managers and clients. In this thesis, it is argued that new 
roles for professionals in the studied organisations are accompanied by new roles 
for managers and clients. To capture this ‘newness’, insights from this thesis are 
abstracted into the ideal type of New Public Professional Organisationalism 
(NPPO), which consists of seven components: the interconnectedness of domains, 
hybridisation of logics, de-hybridisation of tasks, dispersed autonomy, distributed 
control, co-constructiveness and interrelational trust. NPPO serves as a contrast 
to how relations between professions, managers and clients are often portrayed in 
the literature by emphasising harmony rather than conflict between actors. 

Empirically, this thesis focuses on school organisations in Sweden where first 
teachers have been introduced. This, it is argued, has led to elite positions for some 
teachers, which has created a hierarchy in the profession where first teachers are 
involved in more domains and engaged in managerial work to a larger extent. In 
this thesis, such stratification is considered to have intensified a movement where 
professional, cliental and managerial roles are evolving. 

The thesis is part of a larger research project studying the “first teacher reform” 
and consists of a compilation of the introductory chapter and four published pa-
pers. The first paper addresses how the introduction of elites affects the division 
of labour. The second paper centres on how first teachers inhabit their new role 
and highlights their agency in shaping this role in relation to their managers and 
colleagues. The third paper elaborates on various first teacher types and outlines 
how these affect the teaching profession from a wider perspective. The fourth pa-
per investigates the role of first teachers in strengthening professional control vis-
à-vis clients. Since first teachers are connected to different domains within their 
organisations, the relationships between professionals, managers and clients can 
be illuminated by focusing on this group. Based on the findings of the aforemen-
tioned papers this thesis concludes that professional, managerial and cliental roles 
generally became more intertwined, which is an observation that has not been co-
herently captured in the existing literature and motivates the creation of NPPO. 
The thesis uses a qualitative approach and is based on in-depth studies of seven 
different schools in three municipalities in Sweden. The research techniques used 
include interviews, observations and shadowing. 
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1 
Introduction 

 
Is it ever justified to describe something as new? In discussing trends within 
the public sector, there seems to be a tendency to search for movement to iden-
tify what is new in comparison to what has been. We see this in concepts such 
as new public management (NPM), new public governance (NPG), new pro-
fessionalism, and new managerialism, among others. In the literature on the 
public sector (e.g., on general governance trends) researchers seem to prefer 
illustrating and explicating novelty. Perhaps this is not strange since newness 
can represent an analytical starting point. We know that society changes along-
side ideals surrounding governance, management and the overall meaning and 
functioning of public organisations. In naming something ‘new’, we can begin 
to get a grasp on these changes. This reasoning is important to the present the-
sis since I propose the introduction of an additional concept by defining some-
thing as new. I claim that New Public Professional Organisationalism (NPPO) 
can be used as an ideal-typical concept to define contemporary public profes-
sional organisationalism. 

 

Introducing New Public Professional 
Organisationalism 

 
The literature discusses recent developments connected to wider changes in 
society, such as globalisation, Europeanisation, organised crime, climate 
change and increased competition, among many others, which are described to 
impose changes in governance (Adams & Balfour, 2010; Torfing & Trianta-
fillou, 2016). Broad societal challenges also affect public organisations and the 
literature has highlighted the need to work in a more network-oriented and 
horizontal manner whilst being able to innovate and adapt to changes (Bekkers 
& Noordegraaf, 2016). However, new trends in governance do not mean that 
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‘old’ ones disappear. As Pollitt (2016) accentuates, NPM still exists and de-
velopments that can be placed under the NPM umbrella continuously impact 
organisations. For example, public organisations are commonly exposed to 
marketisation reforms. Meanwhile, they are in the bureaucratic steering chain 
and must handle publicness (Steccolini, 2019), which entails serving under po-
litically defined targets.  
 

In public organisations consisting of strong professions, the level of com-
plexity is even higher since professional logic is always present in these organ-
isations and professional knowledge and values must be adhered to (Freidson, 
2001). This thesis focuses on this type of organisation by using the example of 
Swedish schools. In Sweden, the teaching profession has recently undergone a 
stratification process, which I argue has led to a stronger teaching profession 
and more capable school organisations (See Papers I, II, III & IV). Notably, I 
claim that altered professional roles are accompanied by changes to the roles 
of also managers and clients. In this thesis, I propose that NPPO can be used 
as an ideal type to contribute to the discussion on these changes. Whereas new-
ness in the literature is a seemingly constant theme, I argue that the literature 
on new governance paradigms such as NPG often revolves around a societal 
level but the newness of public professional organisationalism has not been 
sufficiently highlighted. Instead, when it comes to intraorganizational rela-
tions, the narratives defining professional, managerial and cliental roles and 
the interplay between them are often still stuck to NPM as the only value pack-
age of relevance and in this narrowminded ideas around inherent conflict be-
tween actors prevails. 

 
My choice to focus on the not so commonly used concept of organisation-

alism stems from the desire to zoom into the meaning and function of organi-
sations in terms of professional, managerial and cliental roles as well as intra-
organisational relations. Noordegraaf (2015, p. 187) discusses professionalism 
in terms of “what it means to render ‘professional’ services and act as ‘profes-
sionals’”. In the same vein, this thesis focuses on organisationalism to add to 
the discussion on what public professional organisations mean today, i.e. what 
it means to act as these ‘organisations’. I do this by targeting what can be con-
sidered the main actor groups in organisations (i.e., professionals, managers 
and clients) and the interplay between them (See Freidson, 2001). In the liter-
ature, separation and conflict between actors within organisations are often 
highlighted based on the intrinsic opposition between professions and manag-
ers. In this thesis, I claim that we need to widen this picture and complement 
it with an image in which mutuality and harmony between professionals, 
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managers and clients are accentuated. Although professionals and managers 
are naturally the building blocks of organisations, I argue that clients can now 
be seen as part of the organisations, making them co-constructors rather than 
peripheral actors (c.f. e.g., Torfing & Triantafillou, 2016). 

 
The view of professionals, managers and clients as the main components 

of organisations is derived from Freidson’s (2001) understanding of the con-
cept of logics to describe the ideal-typical organising principles of profession-
alism, bureaucracy and the market. These logics suitably explain how the com-
plex public professional organisation of today is simultaneously controlled by 
professionals, managers and—increasingly—clients. Whereas public profes-
sional organisations are classically characterised by strong professionals with 
a dominance of professional logic (Freidson, 2001; Mintzberg, 1983), contem-
porary public professional organisations are often seen to include institutional 
complexity, which implies that there is a plurality of logics that must be han-
dled by the actors within the organisations (Greenwood, Díaz, Li & Lorente, 
2010). Institutional logics have also been described as entangled—being both 
tightly and loosely coupled in the public sector—which makes these organisa-
tions even more complex (Alvehus & Andersson, 2018; See also Blomgren & 
Waks, 2017). Thus, public professional organisations are particularly interest-
ing since they are subject to institutional ambiguity and must relate to different 
dimensions and demands stemming from professional core work, organisa-
tional issues and the world outside of the organisations (Noordegraaf, 2007). 

 
In the literature, one narrative suggests that NPM has increased the influ-

ence of bureaucratic and market logics at the expense of professional logic in 
public professional organisations, which subsequently weakens traditional 
professions (Blomgren & Waks, 2015; Hood, 1991; Karlsson, 2017; Parding, 
2010; Sehested, 2002; Stenlås, 2009). The expanded use of harder manage-
ment practices such as auditing, accounting and performance measurement can 
be seen to have strengthened bureaucratic logic. This has been analysed as re-
inforcing the managerial position and infringing on professional autonomy 
(Evetts, 2009; Johansson & Montin, 2014; Power, 1997). Managerialism is a 
common concept that entails an exaggerated belief in the managerial ideology 
as a solution to problems (Hoyle & Wallace, 2007). Meanwhile, marketisation 
reforms have been a reality in Western countries over the last 30 years or so 
(Ahrne, Aspers & Brunsson, 2015). Making public organisations function 
more like corporate organisations and opening them up to competition are 
some of the main ideas under the NPM umbrella (Hood, 1991). Thus, the in-
troduction or establishment of markets, accompanied by a growth of market 
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logic, are realities for public sector organisations (Freidson, 2001; Gleeson & 
Knights, 2006). Reinforcing the competitive aspect and strengthening the role 
and power of the client induce the risk of power imbalances, where cliental 
influence might lead to an erosion of professional control (Bourgeault, 
Hirschkorn & Sainsaulieu, 2011). In summary, there is a consolidated conflict 
perspective in which professionals are threatened by both managers and cli-
ents. Professional values are often viewed as intrinsically opposed to manage-
rial and cliental values. As Muzio & Kirkpatrick (2011) suggest, the organisa-
tional context is often lacking in the sociological literature on professions (See 
also Kirkpatrick & Noordegraaf, 2015). Meanwhile, within management re-
search, there is a tendency to focus on best practices on how to manage, with 
insufficient consideration of the professions involved (Muzio & Kirkpatrick, 
2011).  

 
NPM is thus commonly characterised by an increase of both managerial 

and cliental influence and a de-professionalisation of traditional professions. 
When I write about the NPM narrative throughout this text, it is this perspec-
tive that is alluded to. Therefore, when referring to the NPM narrative, I am 
not referencing the main components originally defined in the concept. Instead, 
I am referring to the effects of NPM on professionals, managers and clients as 
perceived and described in the literature. 

 
I will continuously question the NPM narrative since I claim that there is 

an overly simplistic image of professions, managers and clients. A recent 
stream in the research emphasises that we must leave narrow assumptions and 
start from an understanding of both professionals and managers as complex 
categories that include variations. In this perspective, mutuality between pro-
fessionals and managers is highlighted (Alvehus, Eklund & Kastberg, 2019; 
Noordegraaf, 2015; Numerato, Salvatore & Fattore, 2012; Waring, 2014). The 
focus is often placed on the alteration of professionalism and how profession-
als react to broader institutional changes (Bourgeault et al., 2011; Waring & 
Bishop, 2013; Waring, 2014). Contemporary professionalism has been re-
ferred to as new in the sense that it involves different dimensions than tradi-
tional professionalism (Noordegraaf, 2015). For example, Noordegraaf (2015) 
describes how the new involves an organising dimension that is natural for 
professionals, rather than something threatening or remote. Meanwhile, there 
has recently been a revival in the literature on intra-organisational professional 
elites. Here, the image of professionalism is also based on an understanding of 
it including other dimensions or logics than solely the professional ones 
(Freidson, 1984; Waring, 2014). 
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Although there is a stream in the literature that suggests moving away from 
the dualism of professions and managers (which is also a starting point in this 
study), there is a lack of studies investigating the meaning of organizations 
from this perspective, and incorporating also the client as a relevant and central 
actor. Whereas the concepts of institutional complexity (Greenwood, Raynard, 
Kodeih, Micellota & Lounsbury, 2011) and hybrid organisation (Evetts, 2016) 
already exist to theoretically describe organisations dealing with conflicting 
logics, I claim that NPPO contributes to a developed understanding that is not 
captured by existing concepts.  

 
The overall interest of this thesis lies in illuminating new aspects of con-

temporary public professional organisationalism by analysing the content of 
and relations between professional, managerial and cliental roles. With this 
theoretical quest, the question becomes ‘What type of organisations should be 
in focus?’ Notably, the empirical study conducted for this thesis has targeted 
Swedish schools. I claim—and will further demonstrate—that schools repre-
sent strong examples of the new roles for professionals, managers and clients, 
which can serve as the ground for abstractions into the ideal type of NPPO. 

 
Schools as illustrative examples of new professional, man-
agerial and cliental roles 

 
The aforementioned NPM narrative, which speaks of de-professionalisation, 
managerialism and the increased power of clients, is common in the literature 
on schools and the school system has been described as influenced by profes-
sional, market and bureaucratic logics or institutions (Alvehus et al., 2019; 
Blomgren & Waks, 2017). Teachers meet several of the criteria that the clas-
sical professional theory places on a strong profession, including special uni-
versity education and teaching credentials (See Freidson, 2001). However, au-
thors have noted that reforms in recent decades (often under the NPM um-
brella) have led to a weakened teaching profession in various international con-
texts (Fredriksson, 2010; Olsen & Sexton, 2009; Stenlås, 2009; Stevenson, 
2007). 

 
In Sweden, a decentralisation reform has enhanced local management of 

schools. Meanwhile, the auditing of schools has intensified and a School In-
spectorate has been formed. School managers have grown in number and 
gained a more CEO-like role (Fredriksson, 2010; Stenlås, 2009). Additionally, 
several market reforms were implemented in the early 1990s, which included 
new rules that made it easy for all types of providers to run schools. Today, 
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Swedish schools represent one of the world's most liberalised school systems 
(Schriber, 2015). This has contributed to an education system where students 
and parents are increasingly seen as clients whose needs must be satisfied by 
a service-oriented organisation (Fredriksson, 2010). These reforms and 
changes indicate stronger positions for both clients and managers, whereas 
teachers often are depicted as having been weakened and even de-profession-
alised (Jarl, Fredriksson & Persson, 2012; Marks & Nance, 2007; Ringarp, 
2011). The NPM narrative is thus salient in the literature on Swedish schools 
and the Swedish teaching profession. 

 
In Sweden, the diminished status of teachers has become a political issue. 

Politically, the status of teachers has been highlighted as important for pupils’ 
performance (Ministry of Education, 2012; SOU 2008:52). In recent years, re-
forms have been implemented that aim to strengthen the teaching profession. 
Examples of these reforms include licensing for teachers (SFS 2011:326) and 
the introduction of first teachers (SFS 2013:70)1. In this study, we focused on 
the latter reform and studied organisations in which first teachers had been 
introduced. Although first teachers receive a salary increase of at least SEK 
5000 per month, there are open criteria regarding what this role entails (Al-
vehus et al., 2019). We conclude that the reform started a process of stratifica-
tion in which the first teachers constitute a new category of professional elites, 
leading to a form of new professionalism where professional logic is accom-
panied by bureaucratic and market logics (Papers I, II, III & IV). Based on our 
studies, in this thesis I further claim the existence of altered school organisa-
tions with changing roles for also managers and clients. 

 
This reform introduced a hierarchy within the teaching profession and con-

tributed to closing the gap to managerial domains since first teachers are in-
volved in administrative tasks to a larger extent than other teachers (Paper I). 
Since professionalism can be characterised as new, by the elite positions cre-
ating paths for professionals to participate in managerial domains (Papers I, II 
& III), this places added demands on managers to open up to professional in-
fluence and representation. Therefore, the managerial role is excessively al-
tered (Noordegraaf, 2015). Alongside these developments, the cliental role is 
generally becoming increasingly ‘expertificated’ and co-producing both the 

 
 
1 Through this reform schools could also receive state funding for so called lektorer, freely translated as lectur-
ers. These teachers need to have a third cycle qualification and they receive a salary increase of at least SEK 
10 000 per month. However, in the schools studied lecturers were rare and schools had not used this oppor-
tunity to extent. Therefore the project focused on the introduction of first teachers within the frames of the re-
form. 
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knowledge and management of schools (Paper IV). Since cliental influence is 
growing in Swedish schools, professionals and managers must adapt to this 
new context (Fredriksson, 2010; ibid). Meanwhile, the closer connections be-
tween professions and managers as well as the tighter intertwinement of pro-
fessional and managerial domains are reinforcing cliental influence since there 
are new arenas in which this influence is exerted and handled. Thus, these 
changes in professional and managerial roles are accompanied by a new clien-
tal role. When they are involved in managerial domains, professionals gain a 
different position in meeting clients and must become service-minded in order 
to progress in their careers (See Anderson-Gough, Grey & Robson, 2000; Pa-
per IV). Simultaneously, the involvement of professionals in managerial do-
mains brings managers closer to the professional-cliental relationship since 
they gain a deeper understanding of the professional core work (See Papers III 
& IV) and become even more intertwined with clients. Thus, all dimensions of 
the new public professional organisation are connected. Notably, this thesis 
will illuminate these relationships. 

 
I coin the concept of NPPO through ideal-typical reasoning around certain 

traits of public professional organisationalism that can be abstracted from stud-
ying Swedish schools. This implies that not all cases empirically share all com-
ponents of NPPO. However, it seems that the process of stratification has ad-
vanced a development where professional, managerial and cliental roles are 
becoming intertwined—an insight that serves as a starting point for the devel-
opment of the NPPO concept. This can be contrasted with the simplistic im-
ages of de-professionalisation, managerialism and increasingly demanding cli-
ents that dominate the descriptions of modern Swedish schools. The NPM nar-
rative makes a fruitful analytical starting point to contrast what can be empiri-
cally observed and—in a later stage of analysis—abstracted to the ideal type 
of NPPO. 

 
Whereas I thus claim that the process of stratification in Swedish schools 

intensifies a move towards NPPO, the interrelatedness between the different 
dimensions of organisations and the intertwinement of logics can further be 
described with reference to wider social developments, such as those ac-
counted for at the beginning of this chapter. Despite not being the main focus 
of this study, perspectives highlighting the development of increasingly net-
worked governance in the public sector—such as the literature on NPG (Pollitt, 
2016; Torfing & Triantafillou, 2016)—can be connected to what is described 
with the help of NPPO. In this context, NPPO might not be far-fetched for 
organisations that are not subjected to stratification per se but have other 
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developments that bring actors together and create new roles for professionals, 
managers and clients.  

 

Aim of the thesis 
 
In this thesis, I move away from the assumption of distinct and separate roles 
and actors to make public professional organisationalism the focus of study. 
Whereas Noordegraaf (2007, p. 781) asks the question of what it means “to be 
a professional in changing times”, the overarching interest permeating this 
study relates to what it means to be a (public) professional organisation in 
changing times. This has led me to investigate what professional, managerial 
and cliental roles consist of and the interplay between them, which I claim can 
be captured by the concept of organisationalism. 

 
This thesis aims to deepen our understanding of public professional organ-

isationalism. To achieve this, I examine the main components of public pro-
fessional organisations that I claim to be professional, managerial and cliental 
roles as well as relations between them. I attempt to illuminate the movement 
of these roles, which culminates in the formation of the ideal type of NPPO.  

 
Additionally, by conceptually attempting to understand aspects of NPPO, 

I hope to provide some insights for those working in these organisations—
especially professionals and managers. Thus, the aim can be widened to not 
only include attempting to achieve a theoretical contribution but also a helpful 
contribution to the main actors within these organisations. Therefore, the 
agency of both professionals and managers will be put into focus throughout 
the text, to show how these actors can relate to and define their roles. Based on 
the aim (s), the introductory chapter includes the following three arguments, 
which are concerned with the development of professional, managerial and 
cliental roles, respectively: 

 
 
 
1. Stratified professions strengthen new public professional or-

ganisations. 
2. Managers in new public professional organisations are in-

creasingly connective. 
3. Clients are co-constructing new public professional organisa-

tions. 
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By highlighting the evolution of professional, managerial and cliental roles, 
the combination of these three arguments assesses a state of harmony between 
actors, which can be compared to the conflict perspective that is pervasive in 
the literature. By investigating the roles of professionals, managers and clients 
and how they relate to one another in the studied organisations, the traits of 
organisationalism can be abstracted into the ideal type of NPPO. 

 

Outline 
 
The thesis is built on four published papers. In the next section, the findings of 
these papers will be briefly outlined. For the reader to be able to follow the 
theoretical perspective guiding this thesis and the construction of its argu-
ments, this text will proceed by introducing the scientific approach and theo-
retical framework. Thereafter, the research process is described. Then, the 
main part of this thesis consists of addressing the three aforementioned argu-
ments. This is followed by an analytical section in which the components of 
NPPO are accounted for and reflected upon. The introductory chapter ends 
with a chapter on the contributions of this thesis. 
 

Findings of the papers 
 
Papers I, II and III have been co-written with Gustaf Kastberg and Johan Al-
vehus. These papers are built upon joint empirical collections and we have all 
participated in the process of writing and analysis. Paper IV is self-authored 
and I have used the empirical data within the project. While the first three pa-
pers all deal with different aspects of professionalism in connection to profes-
sional and managerial relations, Paper IV has the aim of broadening the scope 
of the thesis by highlighting the professional-cliental relationship and how 
elites can strengthen professional control vis-à-vis clients. Altogether these pa-
pers offer important interjections in the discussion of what is entailed in the 
concept of NPPO. 

 
I. Alvehus, J., Eklund, S. & Kastberg, G. (2020) Organizing Pro-

fessionalism – New Elites, Stratification and Division of Labor, 
Public Organization Review, 20 (1), 163-177.  
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This paper contributes to the literature on stratification and organising of pro-
fessions by addressing the question of how the division of labour is affected 
by the enhanced organisation of a profession? The paper illustrates how the 
teaching profession in Sweden is undergoing a process of stratification, and 
this has led to a new division of labour emerging. First teachers take over es-
tablished tasks and cover novel issues which enhance the capacity for the pro-
fession to organise. In this way, the entrance of first teachers strengthens the 
teachers’ local position at schools and within municipalities. This was not ob-
served to result in much conflict or resistance regarding the new division of 
labour and we propose that this is because the new division of labour does not 
challenge the dominance over the core domain of teachers or of principals. 

 
II. Alvehus, J., Eklund, S. & Kastberg, G. (2019) Inhabiting institut-

ions: Shaping the first teacher role in Swedish schools, Journal 
of Professions and Organization, 6 (1), 33-48.  

 
This paper centres on the introduction of the first teacher reform and how it 
created a space where first teachers inhabited a new institutional role. The fo-
cus is on how the first teachers shape their role in relation to both school man-
agement and their teacher colleagues. This contributes to the inhabited institu-
tions theory (See Hallett, 2010) by showing how processes of institutional 
change rely on externalisation by relational work, through which the new role 
gains legitimacy and mutual recognition, and on objectification by jurisdic-
tional work, through which the new role becomes taken for granted in a new 
division of labour. Thus, we argue that understanding institutional inhabitation 
requires us to consider changes in the material basis of work processes. More-
over, in contrast to the image depicted in parts of the literature, we show how 
changes in intra-professional jurisdictions can lead to an upgrading, rather than 
a degradation of professional work. 

 
III. Alvehus, J., Eklund, S., & Kastberg, G. (2020) To strengthen or 

to shatter? – On the effects of stratification on professions as a 
system, Public Administration, 99 (2), 371-386.  
  

This paper contributes to the literature on how stratification affects profes-
sions. In this paper, we elaborate on six different first teacher types and analyse 
how each of these affects the teaching profession. Whereas elites are generally 
described as hybrids, we conclude that several of our types rather witness of a 
de-hybridisation of tasks, where managers become more administratively fo-
cused, and elites more anchored to professional tasks. We state that elite roles 
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expose various potentials in being strengthening/weakening or shattering/inte-
grating to the profession, but, in contrast to other studies on professional elites, 
the majority of roles studied here are both strengthening and integrating to the 
profession. The roles function in a supportive manner towards managers since 
tasks and responsibilities can be delegated, which in turn enhances profes-
sional control. Whereas some roles expose risks of shattering the profession by 
creating conflict, most roles do not create tensions within the profession but 
are more generally accepted by the non-elite. 

 
IV. Eklund, S. (2021) To Co-Opt or To Be Co-Opted? The Role of 

Professional Elites in Strengthening Professional Control Vis-à-
Vis Clients, Professions and Professionalism, 11 (1), e3960. 

 
This paper explores the role of professional elites in strengthening profes-
sional control vis-à-vis clients, by addressing the question of how first teach-
ers respond to clashes of professional and market logics. Findings suggest 
that responses used to hybridise the logics can strengthen the position of the 
profession, foremost by first teachers co-opting the market logic in the inter-
est of the profession. However, to do so first teachers must be active in mana-
gerial domains, have the support of managers and embrace the market logic 
within their professional identities. If these conditions are lacking, first teach-
ers risk instead succumbing to the market logic, themselves becoming co-
opted which creates a polarisation between the logics and a weakening of the 
professional position vis-à-vis clients. 
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2 
Theoretical framework 

 
 

Scientific approach 
 
This thesis is guided by a social-constructivist perspective, which implies that 
I do not perceive social reality as a given but rather as something that we con-
struct (Berger & Luckmann, 1967). This starting point has implications for the 
study and affects what type of questions are asked as well as which dimensions 
are raised. It also helps to question taken-for-granted truths and unveil what is 
behind them. Notably, researchers are part of the reality they are investigating. 
Thus, reality is built up by actors who establish relationships with other actors. 
Therefore, it is of utmost importance to be part of the context that you want to 
comment on. This stance implies that since what we observe is filtered through 
us, it cannot be separated from our own interpretations (Alvesson & Sköldberg, 
2008). The ontological perspective of social reality as a construct dependent 
on human interaction and interpretation, limits the epistemological claims of 
the present study. The realities we observe are dependent on the interpretations 
we make (ibid). Thus, there is no ambition to make statistical generalisations. 
Instead, the primary focus is to deeply understand the phenomena in question. 
 

This perspective calls for drawing soft dividing lines between different 
groups within organisations. We are helped by not attributing characteristics 
to actors too early since we do not know in advance how relationships within 
the school organisations manifest themselves and how different roles interact. 
I choose to focus on the roles of professionals, managers and clients to move 
away from the actor-based perspective and open up to different individuals 
inhabiting various roles. As Fitzgerald, Lilley, Ferlie, Addicott, McGivern & 
Buchanan (2006, p. 12) define: 
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“A role is a position occupied by an individual in the context of a social relationship, mak-
ing role definition a social process (Banton, 1965) based on the interactions and expecta-
tions of a role holder and their role set”. 

 
Regarding the roles of professionals, managers and clients, I want to uplift 
streams in the literature alongside the study on which this thesis is built to 
accentuate the new roles for these actors. This implies that actors can occupy 
different roles and, as the authors above explain, the context in which the actors 
operate socially is relevant. 

 
After accounting for the roles, this knowledge is abstracted into the ideal 

type of NPPO. The choice of referring to organisationalism as an ‘ism’ in de-
veloping the ideal type is a conscious one. In the literature, the concept of ‘or-
ganisationalism’ can be found in discussions on inter-organisationalism (i.e., 
when explicating the relations between different organisations), not within or-
ganisations. Here, exploring the content of the ism involves stepping away 
from an actor-centred focus to instead focus on the roles and relations within 
organisations. I discuss the ism in ideal-typical terms and attempt to capture 
the meaning of organisations in terms of the relations between new profes-
sional, managerial and cliental roles as well as the interplay between them. 
Thus, just as professionalism can be discussed in terms of relations between 
professional groups (Evetts, 2009), I use relations between the different actors 
of organisations as a definition of organisationalism. The concept will come 
alive in this text through the increased understanding of aspects of public pro-
fessional organisationalism that I claim to be new. 
 

The ambition for creating an ideal type is to theoretically refine traits that 
organisations can empirically compare themselves to (c.f. Weber, 1968). As is 
explained by Weber (1904/1977), the ‘father’ of the ideal type, ideal types can 
highlight certain aspects to create a coherent image. Moreover, Weber 
(1904/1977) notes that the ideal type is a utopian image to which single cases 
can be compared. Thus, the point of an ideal type is not to depict reality em-
pirically; instead, the point is to refine insights that can be theoretically rele-
vant and illuminate empirical findings in the sense that cases can more or less 
resemble the ideal type. Furthermore, Alvehus (2021, p. 20) states that an ideal 
type can be a “tool for helping us see social phenomena”. Accordingly, in this 
thesis, I use the ideal type to illuminate traits of organisationalism that have 
not been comprehensively highlighted in the literature. 
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 There are several accounts and perspectives in the literature regarding 
what an ideal type is and how the concept should be used. Some authors push 
for an understanding where ideal-typical reasoning is purely theory-driven, 
with no or few connections to empirical findings (Alvehus, 2021; Reed, 2020). 
This is also how the utopian ideal type of Weber (1904/1977) can be inter-
preted. However, I embrace a wider perception of the concept and derive my 
ideal type from original empirical findings combined with theoretical insights. 
This is more in line with the use of the ideal type by authors such as Noorde-
graaf (2020), Thornton, Ocasio and Lounsbury (2012) and Thornton and 
Ocasio (2008). As Reed (2020) noted when criticising the connective profes-
sionalism of Noordegraaf (2020), one can be opposed to this more descriptive 
use of ideal types; however, I claim that ideal-typical reasoning is also relevant 
when the ideal type is derived from or connected to empirical findings. Even 
when ideal types are more theory-driven, they are not developed from thin air 
and the results could have similar uses and applications regardless of the pro-
cess. In the case of this thesis, the arguments partly build on the empirical find-
ings of the papers; however, these arguments are moved up a notch in the level 
of abstraction (See Llewelyn, 2003). In developing the ideal type, I further 
abstract the arguments to theoretically refine components of what I refer to as 
NPPO. Thus, NPPO is an abstraction and not only an empirical description of 
phenomena. Therefore, it is suitable to refer to NPPO as an ideal type. 
 

Theoretical perspectives 
 
For the papers included in this thesis, we used different perspectives within the 
fields of institutional and professional theory. In this introductory chapter, I 
draw on insights from the papers to form the arguments, which means that 
different strands within institutional and professional theory are highlighted. 
However, there are some theoretical insights that I must account for to create 
an understanding of the rationale and perspectives guiding the arguments. 
What is recurrent throughout the introductory chapter is the interest of organi-
sations as incapsulating different logics. Moreover, the introductory chapter is 
guided by a focus on agency in terms of how these logics are handled and 
related to one another. Actors within the organisations both affect and are af-
fected by the institutional environment (Battilana, 2006). This agency is espe-
cially relevant when referring to professionals since they are sometimes de-
picted with little agency towards what occurs in their surroundings. Recent 
insights on professional theory from the literature on stratification will help 
focus on professionals as more active agents. I will begin by accounting for 
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which logics seem to be most relevant for the public professional organisations 
of interest in this thesis. 

 
The logics of Freidson 

 
The starting point of this study is not the societal grand logics that were origi-
nally described in the literature on institutional logics (e.g., Friedland & Al-
ford, 1991). Instead, the focus is rather on the organisational level and ideal-
typical logics specific to public professional organisations. Freidson (2001) 
developed logics that apply to public professional organisations and discussed 
them in ideal-typical terms. This implies that these logics, in Weberian tradi-
tion, are what Freidson refers to as pipedreams. Thus, the concept is not applied 
to describe reality but to serve as a tool to understand the circumstances under 
which professionalism evolves. The logics are also described by Freidson 
(2001, p. 179) as “distinct methods of organising”, which indicates a closer 
connection to the everyday work of organisations than the ideal types of some 
other scholars. A logic is further defined by Freidson (2001, pp. 6–7) as: 

 
 “A systematic way of thinking that can embrace and order most of the issues with which 
they deal”.  

 
Thus, logic is a way of thinking and ordering reality. An essential characteristic 
of Freidson’s logics is the distinction between who ultimately decides and con-
trols what is produced as well as the conditions under which it is produced. 
 
Market logic 
 
In the ideal type of market, the control of production is performed by cli-
ents/customers. Decisions on what to produce are made in the intersections 
between producers and customers. This naturally creates competition between 
providers since it is the customers’ will to pay for services that determines the 
survival of the organisations. Thus, providers must be service-oriented to sat-
isfy the wishes of the clients. Power is thus ultimately with the consumer, who 
decides on what is good or bad service. In this logic, quality is safeguarded by 
competitive pressure that removes those who are not performing sufficiently. 
Market logic includes a decentralised dimension in that decision-making is 
spread between a large number of consumers with no centralised authority 
(Freidson, 2001). 
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Of course, we recognise market logic in private sector businesses. But 
when marketisation reforms are implemented, market logic is introduced also 
in public organisations. However, in the public sector, market logic is not om-
niscient but rather accompanied or challenged by other logics. As will be elab-
orated on later, the ‘customer is always right’ thinking risks meeting resistance 
if used to a certain extent in public professional organisations where, in a sense, 
strong professions are always right and bureaucratic logic is present. As men-
tioned in the introduction, Swedish schools have been the subject of several 
marketisation reforms. Thus, market logic is a reality in these organisations 
(Fredriksson, 2010; Paper II) and sometimes collides with, foremost, the val-
ues of professionalism (Paper IV). 

 
Bureaucratic logic 

 
In bureaucratic logic, coordination occurs through decisions within the organ-
isation. Higher levels in the organisation decide on what should be produced 
as well as when and how production should occur. Standards and rules deter-
mine what is good quality and what quantities should be made. Superior levels 
control and monitor subordinates in the organisation to carry out their activities 
sufficiently. They also follow up on whether duties have been conducted in 
accordance with guidelines. Thus, bureaucratic logic is built on centralisation, 
which makes it possible to identify organisational actors who have the ultimate 
responsibility for both production and evaluation (Freidson, 2001). In a bu-
reaucratic model, the work of organisations is implemented through a steering 
chain that is clear and hierarchical from the top manager to the lowest-level 
employee. Thus, the division of labour is vertical and accomplished through a 
bureaucratic chain of command (Freidson, 2001). An important role is played 
by the ‘street-level bureaucrats’ (Lipsky, 2010) who apply a centrally estab-
lished regulatory framework to individual cases. Thus, individuals do not have 
a direct influence on regulations and it is not the clients’ choices or opinions 
that determine quality. 
 

This type of organisation dominates the public sector and bureaucratic 
logic is central in schools. The schools studied in this thesis are all organised 
by their municipalities. This implies that schools are ultimately run by the mu-
nicipal political level, which creates the conditions of work. In turn, the mu-
nicipal administration is responsible for the implementation and operationali-
sation of political objectives, which are communicated and assigned to the 
school units. 

 



THEORETICAL FRAMEWORK 

 18 

Professional logic 
 

Freidson (2001) views professionalism as an ideal type that exists alongside 
logics of market and bureaucracy. Although professionalism is introduced as 
the ‘third logic’, Freidson was not the first one to use such definitions. In 1939, 
Parsons described the capitalistic system as integrated with both bureaucracy 
and professionalism. Moreover, he showed how professionalism differed from 
bureaucracy in terms of collegiality. 
 

In professional logic of Freidson, control over both the content and context 
of professional work is shifted towards professionals (Freidson, 1994; 2001). 
Professional tasks are viewed by external actors as delimited to certain profes-
sions. Therefore, confidence is given to professionals in controlling their work. 
This involves direct power over targets and conditions as well as the right to 
form the actual work. Professionalism can thus be defined as professional con-
trol (Freidson, 2001). In the same vein, Abbott (1988) claims that it is im-
portant for a profession to have control over the knowledge that exists within 
the professional group and exclude external actors from this. Within profes-
sions, there is an ability to dominate groups that threaten internal professional 
control. In this way, the profession safeguards the monopoly of knowledge. 
Notably, inter-professional competition exists in professional work, which can 
be connected to the drawing of boundaries of this work. Abbott (1988) defines 
the link between a profession and the work it performs in terms of jurisdiction, 
which binds the profession to certain tasks. By claiming jurisdiction, the pro-
fession requests exclusive rights. However, external forces can alter profes-
sions by opening or closing new tasks for jurisdiction. 

 
Thus, professional logic is contrasted with market logic (where clients have 

control) and bureaucratic logic (where managers are in control) (Freidson, 
2001). Unlike the vertical bureaucratic division of labour, the division of la-
bour under professional logic is horizontal and specialists are equal. This leads 
to limited mobility between professions and flat hierarchies within professions. 
Here, the career ladder is horizontal rather than vertical, unlike in the bureau-
cratic model where a career step constitutes a move up in the hierarchy. Ac-
cording to Freidson (2001), professional logic requires a great deal of discre-
tion since there must exist formal recognition of the fact that the profession 
possesses complex knowledge. This presupposes trust from the outside world 
towards the professions (Freidson, 2001; Stenlås, 2009). 
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Professional status of the Swedish teaching profession 
 

The Swedish teaching profession is interesting in terms of professionalism 
since teachers have the traits of a strong profession while simultaneously being 
characterised as de-professionalised due to changes and reforms that can be 
placed under the NPM umbrella (Alvehus et al., 2019). Teachers are some-
times described as a semi-profession (Brante, 2005) that fulfil some—but not 
all—components of what usually defines a strong profession. For example, 
teachers do not have direct control over the curriculums used in schools (Al-
vehus et al., 2019). However, recent reforms and changes have targeted the 
teaching profession in Sweden, which can be analysed as spurring a re-profes-
sionalisation. The introduction of first teachers to strengthen the profession in-
troduced hierarchy in a profession that was flat and had few career opportuni-
ties apart from becoming a principal (See Paper I). Notably, other reforms have 
also aimed at strengthening the teaching profession, including higher teacher 
salaries (SFS 2016:100) and the creation of a teacher certificate (SFS, 
2011:326). Under these reforms, teachers are treated as a profession and the 
reforms can be seen as moving the teaching profession closer to the ideal of a 
classic profession (Alvehus et al., 2019). Meanwhile, teachers enjoy a certain 
amount of autonomy and control in their work with pupils (ibid), which is cen-
tral to the work of this profession.  

 
Defining Swedish teachers as a profession makes the different logics of 

Freidson (2001) applicable to the reality of Swedish schools; however, the re-
lationships between them cannot be determined in practice. The different 
logics describe separate sources of control stemming from either professions, 
managers or clients, which can theoretically create conflicts between these ac-
tors. However, individuals can both alter and respond to this institutional en-
vironment in different ways (Pache & Santos, 2013). To understand the agency 
of actors in defining their roles and the relationship between them, we must 
engage in a discussion on agency. 

 
The power of agency 

 
The debate around how to bridge the divide between structure and agency will 
likely be eternal, and it is not the ambition of this thesis to solve this. However, 
it is of relevance to explain how I perceive agency in relation to logics. 
Whereas some scholars withhold a deterministic perspective in which structure 
restricts and guides all human action, others place more emphasis on the im-
portance of individual choice. There are also those adopting a more reconciling 
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perspective by focusing on the intertwinement between structure and agency. 
A classical theorist of this stance is Giddens, who proposed a dialectical rela-
tionship between structure and agency in which they both affect each other. 
Structure is not an external feature existing independently of human action. 
Instead, human actions alter the structure whilst simultaneously being re-
stricted by it. Structure enables us with rules and norms on how to behave. 
However, through our actions—which are not necessarily deliberate—the 
structure is adjusted and changed (Giddens, 1984). 

 
The power of agency has experienced a revival through the work of con-

temporary institutional scholars. In the literature, the individual is sometimes 
described in terms of having embedded agency (Battilana, 2006; Battilana & 
D'Aunno, 2009; Greenwood and Suddaby, 2006), which is a form of agency 
constrained and guided by the institutional environment. Thus, the dialectical 
perspective persists. For example, the field of inhabited institutions accentu-
ates how actors are important in bringing about institutional change and that 
mundane activities in the everyday work of actors should not be underplayed 
in these processes (Alvehus, 2018; Barley, 2008; Everitt, 2012, 2013; Hallett, 
2010). The concept of inhabited institutions stems from an understanding that 
actors form institutions by actively affecting and changing them via their in-
teractions. Through this perspective, actors are not viewed as passive, but ra-
ther as strategic and purposeful agents with the capacity to relate to institutions 
in different ways (Paper II). Thus, the perspective of inhabited institutions 
highlights the role of individuals and the importance of human interaction in 
shaping institutions. 

 
The lens of institutional work further functions to increase our understand-

ing of how actors affect institutions. Hampel, Lawrence & Tracey (2017) list 
three different types of institutional work: symbolic work, material work and 
relational work. This suggests that institutional work can consist of various 
actions involving the use of words, narratives and identity work, places and 
objects, and the building of relationships as ways to impact institutions (ibid). 
In the more subtle, symbolic institutional work, one important dimension is 
how individuals relate to surrounding institutions in terms of individual iden-
tity work (Hampel et al., 2017). From this perspective, there is a call to uplift 
the micro-level and “messy institutional work” (Zilber, 2013, p. 88) related to 
the origins of institutional change. In this, Hampel et al. (2017) note that rela-
tional work is one understudied form of institutional work. Institutional work 
is likely to occur when there are clashes between logics (ibid). 
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Some authors have explicitly focused on the handling of conflicting logics. 
The responses to this can involve the polarisation of logics (Jacobs, 2005; Ku-
runmäkki, 2004) or even ignorance or defiance (Pache & Santos, 2013). Indi-
viduals could also compartmentalise logics by activating them in different set-
tings they deem suitable (Gautier & Santos, 2019; Pache & Santos, 2013). 
There are also examples in the literature of individuals combining logics 
(Pache & Santos, 2013) in a manner that allows them to exist side by side in 
the perceptions of different actors. Professionals have even been described to 
co-opt logics by using them strategically and blending foreign logics into pro-
fessional logic for the benefit of the profession (Andersson & Liff, 2018). From 
these descriptions, one might believe that logics are ‘real’ and can almost be 
touched. However, in line with Freidson (2001), I claim that logics can be used 
as tools to understand actors’ experiences of tension and conflict, while em-
bracing the agency of actors as important to assessing how these experiences 
are related to and handled. By lifting agency, we can begin to understand or-
ganisationalism in movement, focusing on how actors relate to their surround-
ings in constructive and active—instead of passive—ways. 

 
The distribution of agency 

 
Some actors have been analysed to influence the institutional environment 
more than others. The literature suggests that leaders and elites within profes-
sions are actors at the forefront of meeting different logics and thus have cer-
tain capacities to affect them (Lawrence & Suddaby, 2006; Washington, Boal 
& Davis, 2008) A revival in the literature on professional elites shows how this 
group of actors works to shape institutions via their special position in organi-
sations that can function to bridge the gap between managerial and profes-
sional realms (Lawrence & Suddaby, 2006; Paper III). Elites can act as repre-
sentatives of their colleagues at managerial levels (Freidson, 1984, 1985) and 
thereby strengthen professional logic whilst simultaneously embracing bureau-
cratic logic (Paper III). Thus, it seems that certain actors (e.g., professional 
elites and leaders or managers who move between the different domains of 
organisations) have a special role in affecting the institutional environment. 

 
What guides this introductory chapter is the notion that actors and their 

roles are not predetermined by the institutional environment. In fact, actors 
have the agency and capacity to alter their roles. This perspective can help to 
determine what professional, managerial and cliental roles really mean, rather 
than maintaining theoretical understandings regarding the content of these con-
cepts. As I will show, in the NPM narrative, the view of the institutional 
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environment is rather rigid and a conflict perspective prevails between both 
actors and logics. By incorporating agency to widen the perspective, we re-
ceive a more nuanced picture of professional, managerial and cliental roles in 
the studied organisations, which induces the need to develop new understand-
ings of these roles. Furthermore, as an ideal type, NPPO shows how these roles 
are intertwined and how even logics can be handled to create harmony rather 
than constant conflict. 

 

Different levels of theoretical contributions 
 

Notably, a few questions can be posed regarding the generalisability of the 
present study. For example, how can we abstract general knowledge from these 
types of studies? As with all deep qualitative studies, what we gain in depth, 
we lose in breadth (See Chapter 3). However, this does not imply that theoret-
ical contributions are not as relevant as those of other types of studies. Origi-
nally, Merton (1949) introduced this type of reasoning about theory when he 
discussed it in terms of middle-range theories. Merton (1949) noted that while 
a wide range of theories exists, they all have something to contribute. The con-
cept of middle-range theories is expressive of theoretical contributions that lie 
between the systematic level of theorising and the level of individual cases. 
This allows us to make a type of abstraction that is limited to the phenomena 
of interest whilst still being theoretically relevant (Merton, 1949). 

 
More recently, Llewelyn (2003) has identified five levels of theorisation. 

This helps to widen our perspective of what a theory is since we are sometimes 
constrained to the notion of grand theorising with wide explanatory ambitions. 
Llewelyn (2003) emphasises how theorising can also relate to conceptualising 
and attempting to understand rather than explain. Notably, levels three and four 
of Llewelyn’s (2003) work are relevant to this thesis. At level three, we find 
the development of concepts. This is expressed by Llewelyn (2003, p. 672) as 
follows: 

 
“The introduction of new concepts (so that practical developments in the world can be ad-
equately discussed) and the refinement of the senses of existing ones both happen through 
“level three” theorizing”.  

 
At level three, the aim can be described as explicating practice (Llewelyn, 
2003), thus the development of concepts here are more directly related to prac-
tice. This applies to the four papers in this thesis. However, when coining the 
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concept of NPPO, I touch upon level four theorising, which relates to theoris-
ing settings. Since the focus here shifts from what we can directly observe 
(Llewelyn, 2003), the level of abstraction is moved up a notch (See also the 
scientific approach section). In turn, the arguments serve as the bridge con-
necting the papers and ideal-typical reasoning when creating the NPPO con-
cept (i.e., the arguments are the pathway between level three and four of theo-
rising). Therefore, in this thesis, I move up in the ladder of abstraction (c.f. 
Llewelyn, 2003) from explicating practice and being true to what was directly 
observed in the papers to theorising settings in the ideal type. The arguments 
presented in this thesis are used to make this climb. To fulfil the aim of this 
thesis, these three steps were followed. This is also congruent with the scien-
tific approach, which makes empirical findings central. Being true to empirical 
findings and the voices of the field is highly important when following this 
outlook. Thus, via the arguments, the following abstractions maintain a con-
nection to the field (as per the papers), which provides ample ground to con-
tinue theorising. 

 
Including a discussion of the different levels of theorising hopefully helps 

the reader to understand the motivations and ambitions of research. The aim 
here is not to produce grand theories, but to explore NPPO in broader terms 
than those observed in individual organisations. I claim that stratification has 
intensified a development that induces the need to create the ideal type of 
NPPO. However, since it is an ideal type, it should be able to function as a 
refined concept that empirically resembles different organisations to various 
extents. Mainly, the ambition is for the ideal type to be an ‘extreme’ alterna-
tive that can be applied to a certain type of setting (i.e., where public profes-
sional organisations operate).
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3 
The research process 

 
 
This thesis was written in connection with a larger research project in which 
Gustaf Kastberg2 and Johan Alvehus3 and I participated. The project was 
funded by the Swedish Research Council and Forte. We had the help of Isabell 
Meltzer, who was a project assistant. She conducted some of the interviews 
and helped to transcribe a portion of them. This project centred around the 
aforementioned first teacher reform and used an exploratory approach. The 
empirical study took place from 2015 to 2017. The material consisted of 111 
interviews, 53 meeting observations and 12 weeks of shadowing protocols. Out 
of these, I studied three schools in which I conducted 38 interviews, spent two 
weeks shadowing first teachers and observed 28 meetings. The meetings lasted 
between 1 and 4 hours each. Table 1 presents a summary of all material col-
lected within the scope of this project. 

 
 
2 Gustaf Kastberg is professor at the School of Public Administration, Gothenburg University 
3 Johan Alvehus is associate professor at the Department of Service Management and Service Studies, Lund 
University 
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Table 1: Overview of material4 
 
Number of interviews, observations and shadowing sessions 

 
 

Research approach 
 

Throughout this project, we had a qualitative research approach. We used in-
terpretations of the data to increase our understanding of the phenomena of 
interest (Alvesson & Sköldberg, 2008), or as Silverman (2011, p. 18) expresses 
it, we were:  
 

“entering into the ‘black box’ of how social phenomena are constituted in real time”.  
 
Whereas some studies begin with a precise research question followed by case 
selection, this study was initiated more inductively. Czarniawska (2014, p. 23) 
describes how researchers can begin a study by noticing that “something inter-
esting is happening there”, which is equivalent to how we took on this project. 

 
 
4 In papers II and III, there are minor errors in the numbers in the tables of overview of the material. In paper I, 
two of the sums are incorrect, and in paper III, we have included all interviews in the summary, but left some 
of them out in the account of the cases. These errors were made due to the papers being written at different 
stages of the research process in which we failed to update when new interviews and observations were con-
ducted. Thus, the merits and results of the project are not affected by these careless mistakes in the tables, ra-
ther the empirical material is more extensive than what is presented in the tables in these two papers. The table 
here is updated with correct numbers. 

 Number of interviews, observations and  

Case No. Interviews 
(manage-
ment/ 
administra-
tion) 

Interviews (first 
teachers) 

Interviews 
(teachers) 

Shadowing 
(no. of weeks) 

Observations 
(no.) 

1 9 5 5 3 9 

2 7 8 3 2 4 

3 7 4 4 1 10 

4 2 5 4 1 11 

5 12 7 3 2 6 
6 4 6 4 2 6 

7 3 5 4 1 7 

Total 44 40 27 12 53 
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Since the first teacher reform had recently been introduced, the consequences 
of it had not yet been studied. Hence, we observed that something interesting 
was seemingly happening in Swedish schools (c.f. Czarniawska, 2014). Alt-
hough we had some theoretical preconceptions, we did not let them excessively 
guide us because we wanted to remain true to our exploratory approach and 
begin with an openness to what we observed in the field. Thus, the theoretical 
conceptualisation was developed in the later stages of the research process. 
Our main interest revolved around what occurs when external (in this case, 
stemming from the state) attempts are made to strengthen a profession. 
Whereas we went out into the field with an open mind, there was a certain 
preconception that the introduction of first teachers would create conflict. This 
was due to the debate around de-professionalisation of the teaching profession 
and the risk of first teachers strengthening only the managerial domain of or-
ganisations. However, early on in the fieldwork, we were surprised to meet far 
more positive effects of the reform for the profession than anticipated (Alvehus 
et al., 2019). 

 
Regarding the merits and contributions of qualitative studies, Silverman 

(2011) suggests that it is important to understand the theoretical guiding points 
rather than simply clinging to the utilised techniques. The qualitative nature of 
this study permeates everything about it—not only methodological matters but 
also the theoretical outlook, aim(s) and research questions. Accordingly, the 
interest of this introductory chapter in understanding the meaning of roles and 
an ‘ism’ is also interpretative (Alvesson & Sköldberg, 2008). Moreover, the 
research questions and topics of the papers all follow a qualitative interest in 
understanding how different phenomena manifest themselves and relate to one 
another. 

 
In paper I, we ask how stratification affects the division of labour. In Paper 

II, we are interested in how first teachers inhabit a new role, while Papers III 
and IV address how stratification internally relates to professionalisation to-
wards management/organisation and vis-à-vis clients, respectively. In all pa-
pers, the interest is in the ‘how’ by understanding how actors and relations 
between actors manifest themselves in depth. The qualitative nature of our in-
terest calls for the chosen research design and techniques to conduct deep em-
pirical studies. Moreover, this perspective permeates the papers in that the 
voices of informants constitute a large proportion of the findings. Notably, we 
were careful to make these samples visible despite being constrained by having 
to keep the word count in check. In this introductory chapter, I can engage in 
more abstract theorising (Llewelyn, 2003; See Chapter 2). Therefore, I mostly 
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refer to the papers rather than detailed findings from the material. However, 
since this theorisation is built on empirical findings from the papers, the con-
nections to the studies and voices of the field still remain central. 

 

Research design 
 

This study was inspired by collaborative ethnography (Barley, 1996). In a col-
laborative ethnography, ethnographic data is jointly collected by a research 
group, rather than each researcher contributing with a single ethnography. This 
method is useful in bringing both breadth and depth to a study. As in single 
ethnographies, we could study our cases deeply; however, since we were pre-
sent at various sites, we also had the opportunity to use our cases for compari-
son to find common patterns and contextual differences. Different to tradi-
tional ethnographies, the collaborative method involves this type of cross-case 
analysis (Paper II). To draw from the benefits of this method, the members of 
our research group met continuously during the data collection period and dis-
cussed findings to discover interesting themes. This design suggests that we 
were interested in human action and interaction (Van Maanen, 2011). In this 
approach lies the desire to deeply understand phenomena by following study 
objects over a significant amount of time (ibid; Watson, 2011). 

 
Overall, we studied seven schools located in three different municipalities 

in Sweden. This study included a metropolitan municipality, a medium-sized 
municipality and a smaller urban municipality. Since schools were selected to 
contribute to both the breadth and depth of the study, the studied schools rep-
resent all levels of the school system. All schools included in the study are 
public in the sense that the municipality is the organiser. In line with the design 
of the project, the schools were longitudinally followed for a period of approx-
imately three semesters to provide the possibility for in-depth studies. 

 
The process of gaining access to the schools began by contacting key per-

sons in the municipalities. The participating municipalities and schools all 
showed interest in this project and perceived it as relevant. Thus, no major 
difficulties with access arose. Since the project centred on the first teacher re-
form, this was the initial focus of the empirical investigation. To determine 
which strategies the municipalities used in implementing the reform, key per-
sons were first interviewed within the administration of the various municipal-
ities. The next step involved interviewing the principals of the schools and 
making a plan for the design of the collection of material. Then, in-depth 
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interviews were conducted with first teachers and ordinary teachers at the 
schools. 

 

Research techniques 
 
Several techniques were used to collect data for this project, all of which com-
plimented each other and contributed to the breadth and depth of the findings. 
Notably, the study design called for us as researchers to be close to those being 
studied and gather information by making observations on site. As Watson 
(2011) highlights, this can be achieved using various techniques. However, 
Watson (2011) also claims that it can be difficult to understand others or how 
things work without observing those we study closely. In the same vein, Van 
Maanen (1988) states that fieldwork is the answer to understanding those we 
study. Accordingly, in this project, we used fieldwork to gain a deeper under-
standing of the phenomena of interest. In this fieldwork, we drew on the tech-
niques of interviewing, observing and shadowing. 

 
Interviews 

 
The interviews lasted for between 1 to 2 hours each. We met with all of the 
informants at the schools and the interviews were recorded with consent. The 
interviews were semi-structured in the sense that there were aspects and ques-
tions that we planned on discussing. However, their order and how much each 
topic was elaborated on were not solely decided by us as researchers. Instead, 
these aspects involved a common agreement with those being interviewed 
(Denscombe, 2010). In line with the approach of the project, initial interviews 
were less structured than follow-up interviews since we developed theoretical 
interests along the way. Although questions concerning the first teacher reform 
were an overarching interest of ours, due to the aim of this thesis, questions 
were also asked about different dimensions of the organisations (e.g., the in-
terplay with managers and the impact of cliental influence). 

 
As researchers, we must be aware that the role and purpose with which we 

enter the field affect those we study. The interview effect is known in the lit-
erature on methodology (Silverman, 2011). Notably, the way we are perceived 
affects how interviewees choose to present themselves. Moreover, as high-
lighted by Watson (2011), the will of those we study—perhaps most com-
monly managers—can provide us with a picture in which both they and the 
organisations look as good as possible. Thus, there is a risk that the constrained 
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format of interviews generates validity problems since we might only receive 
a glimpse of reality. 

 
In this project, we attempted to minimise these risks by constructing inter-

views as conversations with openness and flexibility so that the interviewees 
would be at ease and discuss the matters they desire. To make informants feel 
safe in this situation, we began by asking general questions regarding their 
background (Denscombe, 2010). As the interviews progressed, we asked gen-
eral questions about the professional role of the informant, saving more spe-
cific and sensitive issues for later. However, while we did not intend to direct 
the interviews too much, we used a slightly more passive stance to make the 
interviewees feel comfortable and unafraid to bring up subjects and elaborate 
on what they considered important. 

 
Although the interview format can be a bit stiff (Watson, 2011), interviews 

remain a great means of comparison when handling different cases. By engag-
ing in the same topic throughout the interviews in our different schools, the 
transcripts were compared and analysed together more easily than those from 
shadowing and observations, which have a more ‘straggling’ form. Watson 
(2011) also highlights that interviews have the benefit of being recordable. Au-
dio recording meetings and shadowing would not only be difficult but also 
ethically dubious since it requires consent from more people. 

 
Observations and shadowing 

 
Although interviews have the benefit of accuracy, what this technique lacks is 
the possibility to capture informal information that lies beneath the superficial 
endeavours of human action. Thus, research should not only ask questions but 
also observe how actors socially interact and how things work (Watson, 2011) 
in practice (Gobo & Marciniak, 2011). This involves the selection of certain 
people for interviews, targeting meetings of interest, as well as more ambitious 
and lengthy observations. This resulted in us choosing to engage in the tech-
niques of both observation and shadowing. These techniques present opportu-
nities to observe those studied in their natural setting and capture the more 
informal aspects of human action (Czarniawska, 2014). This made us discover 
what was not pronounced, such as culture and power relations. 
 

Since there was openness in the project regarding what we were going to 
find, various types of meetings were observed. Meetings were targeted which 
we thought could highlight the interaction between first teachers, other 
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teachers and principals as well as where the theoretical dimensions of our in-
terests were made visible. This resulted in observations of school directorate 
meetings attended by municipal managers, principals and first teachers, meet-
ings within first teacher networks, meetings with parents and other types of 
meetings between teachers and principals. 

 
Shadowing is an even more in-depth process than observing single meet-

ings since it allows the researcher to be in the natural habitat of informants to 
a greater extent (Watson, 2011). We shadowed first teachers (for 10 weeks in 
total, 1-2 weeks each) and principals (for 2 weeks in total, 1 week each). Dur-
ing shadowing, we followed the person in whatever he or she was doing. By 
accompanying the informants during the course of their daily work, we could 
detect different themes that seemed relevant to those being shadowed. One 
such theme was the changing nature of the cliental role for parents and chil-
dren, which Paper IV is centred around. 

 
Shadowing for a limited amount of time has both benefits and drawbacks. 

Ideally, ethnographers fully participate in the lives of those being studied, in a 
sense becoming part of their group (Cunliffe, 2010; Van Maanen, 2011; Wat-
son, 2011). However, this is a demanding task that is not always possible and 
perhaps even undesirable in certain cases. In this project, we aimed to balance 
what Buscatto (2011) refers to as ‘involvement’ and ‘detachment’. Although 
we followed the schools for a longer period of time, we were not present on a 
daily basis during this time. Instead, we had more intense periods of shadowing 
coupled with repeated visits to the schools for observations and interviews. 
This meant that we went in and out of the field, both involving and detaching 
ourselves (ibid). What one loses in proximity to the field via this strategy, one 
wins by making time for contemplation and theoretical reflection. 

 
Czarniawska (2014) claims that access to the field is negotiable. Thus, 

when given permission to study an organisation, such permission is not eternal. 
By maintaining contact with those we studied and returning to the same people 
for follow-up interviews, observations and shadowing, we could engage in the 
negotiation of access. While we did not participate in the work of informants 
in the sense that we were not part of the teacher or principal groups, we did 
engage with some actors to a greater extent than merely observing them. For 
example, although we did not actively participate in meetings, we had access 
to the same materials as the rest of the group. Meanwhile, in connection with 
meetings, interviews, and shadowing, we participated in informal conversa-
tions with the studied actors. These informal discussions can be seen as part of 
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the method and central to the approach because these situations increase the 
likelihood of more authentic statements than those given in more formal inter-
views (Watson, 2011). 

 
To safeguard the proximity to the field (Emerson, Fretz & Shaw, 2001), we 

took notes during the shadowing days or when observing meetings. Since it 
was sometimes difficult to immediately write down occurrences while shad-
owing, we found time to expand shorthand field notes on different occasions. 
When taking field notes, it is critical to find a balance between capturing what 
is occurring without excessively disrupting or distracting the situations (San-
jek, 1990). Therefore, not everything can be written down when it occurs. At 
the end of a shadowing day or shortly after observing a meeting, we went 
through the field notes to clarify and expand upon certain parts to make the 
notes comprehensible to the rest of the group (and to ourselves). Notably, the 
proximity between fieldwork and writing down notes facilitates accurate and 
authentic statements from the informants. 

 
When taking field notes, we were careful to specify when we wrote down 

what someone said and when we made our own interpretations and reflections. 
This increases the validity of the study by ensuring that separation exists be-
tween statements from the field and our own conceptions. This is a way to 
distinguish between what Van Maanen (1979) refers to as first- and second-
order concepts (i.e., whether the concepts are from the perspectives of the re-
searchers or the informants). Recording the interviews, transcribing them ver-
batim and taking extensive field notes also increases the reliability of the study. 
In studies such as this, a great responsibility is placed on the researcher to be 
thorough when conducting fieldwork. Also, this is beneficial when being part 
of a research group since notes and transcripts are shared with others. As such, 
they must be comprehensible, useful and comparable to the rest of the group. 

 
The complementarity between the techniques 
 
By using the aforementioned techniques, we could make up for what one tech-
nique lacks by using others. For example, informal aspects that are difficult to 
grasp in interviews could be identified in observations and shadowing. Mean-
while, interviews provided accurate and straightforward answers that are dif-
ficult to obtain via observations and shadowing. The techniques also comple-
ment each other in that they alter the effects of one another. For example, we 
conducted interviews both before and after shadowing. When shadowing 
someone whom we had already interviewed, we already had some form of 
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relationship and a pre-understanding of that person’s situation. This made 
shadowing more comfortable for all of us. When interviewing first teachers 
after shadowing them, we had the opportunity to follow up on both themes 
from the previous interviews and dimensions that appeared during shadowing. 
The same complementary effect was visible in our meeting observations, 
which could be referred to in interviews. Meanwhile, being on site and becom-
ing a familiar face probably helped to improve the interviews since this likely 
made our interviewees more relaxed in our presence (Watson, 2011). 

 

Analysing the material 
 
As Cunliffe (2010) highlights, validity in qualitative studies relates to how 
credible the texts are and to what extent the accounts of the researcher seem 
reflexive and responsive to what is occurring in the field. To increase validity, 
we attempted to give room to as many perspectives of the studied phenomena 
as possible by including several different actors. Since the material collected 
builds on various techniques, there are different forms of transcripts. This cre-
ates what has been defined as thick descriptions (Geertz, 1973). Thick descrip-
tions are the result of these types of in-depth studies and involve a magnitude 
of materials that can be used in the elaboration of cross-case themes and pat-
terns. 

 
To analyse this much material and have oversight, we used NVivo, a pro-

gram for qualitative analysis. All transcripts and protocols were inserted into 
NVivo. In the next step, we created nodes. Initially, these nodes were broad 
and stemmed from theoretical preconceptions. However, an increasing number 
of sub-nodes were formed as the project progressed. Our research group met 
regularly to increase coherence in the analysis of the material. Early in this 
process, we coded some interviews together to ensure that we analysed the 
same material in reasonably common terms and saw that the nodes we created 
were applicable. This collaboration in the project helped in interpreting the 
data in ways that were cohesive and in line with our theoretical conceptions. 
By meeting regularly and sharing our field notes and transcripts, we could 
jointly illuminate patterns and themes extracted from the material. Coding in-
terviews together was a manoeuvre that contributed to increasing validity since 
there were three of us interpreting the material. Thus, the risk of ambiguity in 
the analysis was reduced. In the same vein, the coding in NVivo also made the 
process of analysing the data stringent and more accurate since we thematically 
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and thoroughly went through the material. This was a lengthy process that was 
performed with great precision and patience. 

 
When analysing the material (both together and individually), we created 

new nodes when we observed something interesting in the material. Thus, the 
analysis was formed in an abductive manner (Tavory & Timmermans, 2014) 
by building on both theoretical preconceptions and themes derived from em-
pirical findings. This approach could increase validity since we worked to 
close the gap between theoretical assumptions and what we empirically found 
via the techniques used (Kvale, 1995). The collaborative ethnography design 
enabled us to work by individually collecting material and then sharing and 
analysing it as a group to detect common patterns. Although we had broad 
nodes early on in this process, more specific nodes were created as we engaged 
in writing the papers and as my thesis became more developed. 

 
During the writing of the papers, nodes that fit the theoretical interests of 

each specific paper were used. The research design in this project is equivalent 
to the use of theories that suit the specific research questions of the papers; 
therefore, no grand theory was applied (Van Maanen, 2011). Thus, all nodes 
were not used in every paper. Although all project members contributed to 
node development and jointly conducted analysis in the co-authored papers, 
analysis in the single-authored paper (Paper IV) was conducted solely by me. 
To understand how the analysis of each paper was done in greater detail, I refer 
readers to the papers since they explain how coding was performed with refer-
ence to the various themes. In the co-authored papers we were all active in the 
writing process at different times. We each had responsibility for the paper in 
question for a certain amount of time and then we passed the paper over. In 
this way, we worked individually in the writing process at different stages. 
This ensured that we all were active and could feel comfortable with the pro-
cess and end result. 

 
Regarding the analysis made in this introductory chapter, I detected themes 

from the papers that—together with the assessment of the literature—lay the 
groundwork for the arguments of this text. This process was also performed in 
an abductive manner by moving from the empirical findings of the articles to 
the insights provided by the literature, and back. In the literature, there seemed 
to be a call for questioning the NPM narrative—a theme that was also salient 
in the papers. More so than the papers, this introductory chapter provides the 
opportunity to investigate this questioning and more coherently show another 
image of organisationalism.  
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Ethical considerations 
 

As Ryen (2011) accentuates, fieldwork is associated with specific ethical di-
lemmas. This study required the active involvement of the participating 
schools. In this project, we followed the guidelines from the Swedish Research 
Council (Swedish Research Council, 2017). To create the conditions that al-
lowed us to follow the schools for a long time and enter the depths of the or-
ganisations, the municipalities, schools and interviewees were anonymised and 
appear with pseudonyms. The only pieces of information provided are those 
that are important for understanding contextual dimensions and individuals’ 
positions in the school system. In the same vein, data collected during the pro-
ject has been stored with respect to the integrity of the participants, which 
means that the working material was coded with pseudonyms for the actors, 
schools and municipalities. 
 

When entering the field, we introduced ourselves as researchers to those 
that we met. Meanwhile, we were never secretive about taking field notes, even 
though it could be slightly uncomfortable for us at times. We were careful to 
create awareness of our role and purpose as researchers when observing and 
shadowing. Although reminders of our roles hindered our ability to blend in, it 
is important from an ethical standpoint that the lines between the researcher 
and participants do not become too fuzzy. Thus, we were always clear about 
our purpose of conducting research. While observing and shadowing, it is im-
portant to remain sensitive to the participants and respect their boundaries in 
situations and constellations you are invited to. Thus, we did not observe meet-
ings where delicate issues, such as matters centring individual pupils, were 
discussed. The informants always had the opportunity to abort our observa-
tions and to exclude us from settings where our presence was not wanted. How-
ever, the informants were generally open to us following them in their every-
day work and it was rare that they engaged in work where we needed to be 
excluded. 
 
A short note on reflexivity 
 
Connected to the question of ethics is the matter of reflexivity. As Van Maanen 
(1988) highlights, we can never claim to be neutral in our role as researchers. 
Moreover, as Denscombe (2010) states, we perceive the world through our 
own culture and not through that of the informants. However, it is difficult to 
know how much we let ourselves reflect on what we search for, how much we 
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influence the research subjects, and to what extent our presence alters reality. 
Although the answers to these questions are concealed, such matters are im-
portant to contemplate when performing studies of this kind. At best, we can 
attempt to be modest and safeguard our professional role by leaving space for 
the actors to be as natural as possible (Denscombe, 2010). The role of theory 
is important when it comes to the selection of interesting points in our field-
work. In this project, we started with an open approach. However, as the pro-
ject progressed by collecting empirical findings while also reading the relevant 
literature, we became more targeted in what we searched for. Thus, in follow-
up interviews and at the end of the material collection, we asked more specific 
questions and for participants to elaborate on themes that stood out to us. While 
neutrality is an overly idealistic aim of the researcher, theoretical guidance can 
be one way of minimising our own self-interest in what we are searching for. 
Notably, this can also legitimise the study for participating informants. 

 

Moving on to the arguments 
 
The research design and complementary use of different techniques in this 
study follow the qualitative and interpretative interests. However, they are also 
prerequisites for what I aim to claim in this introductory chapter. To a large 
extent, the arguments build on questioning the taken-for-granted truths of con-
flict between actors within our public professional organisations. The grounds 
for having this stance and being able to question them is that I have studied 
these types of organisations first-hand and in depth. Thus, I have seen the ac-
tors in their everyday work and witnessed how things work (Watson, 2011) in 
close proximity. However, this does not mean that my observations are more 
accurate than those of others. Simply, I can complexify some known truths as 
stipulated in the NPM narrative because what can be empirically observed does 
not fully fit these theoretical assumptions.  

 
The next chapter of this introductory chapter consists of the main argu-

ments, which are listed in the aim of the study. These arguments deal with 
professional, managerial and cliental roles, respectively, as well as how these 
roles are interrelated. This is a way to assess the school organisations under 
study, which I claim can be characterised by new professional, managerial and 
cliental roles to a certain extent, while also enhancing the discussion on similar 
developments that can be traced in the literature for other public professional 
organisations. 
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 To begin, I will dive deep into the professional role and claim that stratified 
professions can strengthen new public professional organisations. Then, I will 
move on to accounting for the managerial role. Here I argue that managers are 
increasingly connective in these types of organisations. In the third argument, 
I claim that the cliental role is co-constructing the organisations rather than—
as is often claimed—simply constituting a threat to both managers and profes-
sionals. In the analysis following these arguments, I will abstract the afore-
mentioned insights in the ideal-typical model of NPPO to illustrate the new-
ness of the roles and their interrelatedness. 

 
The arguments are structured by first introducing the roles as stipulated in 

the NPM narrative. As I will show, the image brought forward is largely one 
of conflict. I then question this narrative by using other streams in the litera-
ture that have attempted to nuance these descriptions. Notably, I will move 
into the findings of the papers included in this thesis, which have all em-
braced a more reconciling understanding of professional, managerial and cli-
ental roles that build on harmony and interrelatedness to a larger extent than 
on conflict and separation.
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  4. 
Three arguments 

 
 

Argument 1: Stratified professions 
strengthen new public professional organi-
sations 

 
NPPO is built upon new professional, managerial and cliental roles and the 
relations between them. In this first argument, I will investigate the contempo-
rary professional role and how it affects professions and their wider organisa-
tions. In line with a stream in the literature, I claim that professionalism has 
developed into something new (Noordegraaf, 2015) and that this newness pre-
sents opportunities to strengthen both professions and organisations. Based on 
our study on first teachers, I will increase our understanding of how a stratified 
profession can impact the profession as a whole, while also demonstrating how 
the wider organisation is affected. By illuminating the effect of introducing 
first teachers, I claim that stratification can strengthen both the profession and 
the entire organisation. For example, this is done by enhancing a professional 
position by increasing professional autonomy and control at organisational 
level whilst simultaneously releasing the burdens of principals by first teachers 
appropriating tasks that are deemed relevant to the core professional work (Pa-
pers I, II & III).  
 

The findings of our study can be contrasted to the image of professions as 
victimised and weakened in light of changes in their surroundings. There is a 
narrative that tells of weakened professions within public sector organisations 
and an exaggerated faith in managers, or in a managerial ideology, which leads 
to increasingly influential managers and the growth of a managerial logic (Car-
valho & Correia, 2018; Evetts, 2009, 2016; Gleeson & Knights, 2006; Noor-
degraaf, 2020; Stenlås, 2009). This is often connected to changes under the 
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NPM umbrella and the perception that these changes create conflicts between 
different actors. As several authors describe, there is an image of professionals 
and managers as being in opposition, with one being strengthened as the other 
is weakened (Muzio, Brock & Suddaby, 2013; Numerato et al., 2012). As men-
tioned in Chapter 1, this perspective is referred to here as the NPM narrative 
and as will be elaborated on later in this section, this narrative weighs heavily 
on descriptions of school organisations. One element of the NPM narrative is 
the de-professionalisation thesis, which I argue is based on oversimplified rea-
soning that can and should be questioned. 

 
The de-professionalisation thesis 

 
Has there ever been an era in which professions were autonomous and shielded 
from managerial or cliental influences (i.e., bureaucratic and market logics)? 
Probably not (Alvehus, 2012, 2021; Levay & Waks, 2009). At least, it is diffi-
cult to imagine such a time. However, it is a common image that there is a 
development towards weaker professions in the public sector (Hall, 2012; Ol-
sen & Sexton, 2009; Power, 2003; Stenlås, 2009, 2011). Changes under the 
NPM umbrella could easily be analysed as weakening traditional profession-
alism (Hood, 1991; Karlsson, 2017; Parding, 2010; Sehested, 2002; Stenlås, 
2009) In Hood’s (1991) classical article on NPM, he lists some of its charac-
teristics. These revolve around a focus on management, standardisation, result 
and output orientation, a shift to more competition between public organisa-
tions and a greater focus on efficiency. Generally, there has been a develop-
ment towards ‘harder’ forms of management, such as auditing and perfor-
mance measurement (Brunsson & Sahlin-Andersson, 2000; Hall, 2012; Power, 
1997; Wadmann, Holm-Petersen & Levay, 2019). This could be connected to 
a perceived need for increased transparency and scrutinisation of public sector 
organisations and a desire to make them more efficient (Funck & Karlsson, 
2019). Apart from this trend to manage public sector organisations more effi-
ciently and in ‘harder’ ways, NPM—as explained by Hood (1991)—is also 
characterised by the introduction of marketisation reforms (Funck & Karlsson, 
2019). This has led to growing cliental roles for citizens who expect to assert 
influence over public organisations (Kastberg, 2005). 
 

Upon comparing these trends to the image of professions from classical 
professional theory, it is easy to conclude that NPM goes hand in hand with a 
weakening of professions and their traditional values (c.f. Freidson, 2001). No-
tably, an increased emphasis on managerial steering devices can be associated 
with diminished trust in the professions (Evetts, 2009). One can argue that if 
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professionals were trusted to do their job correctly, there would be no need to 
control and scrutinise them to the extent that it occurs today. Thus, harder 
forms of managing public organisations can be analysed to strengthen bureau-
cratic logic at the expense of professional logic. In the same vein, more prom-
inent cliental roles risk infringing on professional autonomy and control 
(Freidson, 2001), thus enhancing market logic while weakening professional 
logic. Whereas de-professionalisation is discussed with regards to several pro-
fessions, it is common in the literature on the teaching profession, especially 
in the Swedish context. 

 
The de-professionalisation of teachers 

 
Several authors in different contexts have described a weakened teaching pro-
fession. From the Swedish perspective, the de-professionalisation theme has 
been highlighted by, among others, Persson (2006), Stenlås (2009, 2011) and 
Svensson (2006). Stenlås (2009, 2011) states that the reforms of the last few 
decades have led to a de-professionalisation of the teaching profession in Swe-
den. In the 1970s, criticisms from both the political right and political left were 
directed at the school system. The left saw schools as authoritarian and undem-
ocratic, while the right criticised them for being too bureaucratic and ineffec-
tive (Stenlås, 2011). To overcome all of the problems that were highlighted 
politically, several reforms were introduced. To expand local management dur-
ing the 1990s, municipalities became the organisers of schools. During the 
same period, a performance management reform was implemented that—ac-
cording to Stenlås (2011)—threatened professional autonomy because it was 
aimed at examining how schools achieve their goals. Stenlås (2011) also men-
tions that individual wage setting was influenced by NPM ideals and believes 
that this phenomenon conflicts with professional logic because incentives to 
perform are replaced by external motivations. 
 

 According to Stenlås (2009), collegiality within the school system has 
been downgraded in favour of what he calls ‘steerability’. One trend in this 
vein is increased state inspections (Persson, 2006; See also Waks & Blomgren, 
2019). Furthermore, Svensson (2006) notes how the trust that used to exist 
between managers and professionals within schools has partly been replaced 
by economic control mechanisms.  

 
Not only did changes reinforce local management, but in the same period, 

reforms made it easier for private organisers to run schools which enhanced 
competition between schools. A free choice model was introduced in the 
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beginning of the 1990s, which makes schools lose funding if pupils change 
schools. This has resulted in increased influence of parents and pupils 
(Persson, 2006). Together, reforms and changes during the recent decades can 
be analysed as weakening the teaching profession while strengthening both 
managers and clients. 

 
As such, the teaching profession is an illustrative example of a profession 

that is depicted in the NPM narrative as having been de-professionalised. How-
ever, there is often a static and rather normative image of what professionalism 
should entail. The ideal seems to be a professionalism shielded from both mar-
ket and bureaucratic logics (c.f. Noordegraaf, 2015), but as was hinted on in 
the beginning of this section, this image seems utopian. Frequently, the ideas 
surrounding how professionalism should appear are based on traditional no-
tions that may not be completely connected to how professions function in 
practice. Arguably, pure or traditional professionalism—in the sense of free-
dom from managerial influence (Noordegraaf, 2015)—is difficult to observe 
in real life (Broadbent, Dietrich & Roberts, 1997; Evetts, 2009; Hanlon, 1998; 
Krejsler, 2005; Scott, 2008; Sehested, 2002). 

 
Different strands on the concept of new professionalism 

 
Some scholars are indeed acknowledging that professionalism is changing dur-
ing the present era, in which bureaucratic and market logics are weighing heav-
ily and several accounts of new professionalism are being noted (Evetts, 2009; 
Noordegraaf, 2015). However, there seem to be different strands regarding the 
role of professionals and their position concerning this development. Profes-
sionals are sometimes depicted as passive and controlled by changes in the 
environment, while others view professionals as more active, reactive and as 
agents of change. In this argument, I embrace the latter view since the results 
of our study on Swedish schools are congruent with it and this stance has not 
been sufficiently lifted in the literature. However, to contrast this perspective, 
I will first account for the image in which professionals are described as pas-
sive victims. Here, new professionalism involves a view of professionalism as 
being managed and controlled by forces outside of the professions. 
 
New professionalism as an expression of managerialism 

 
Proponents of the de-professionalisation thesis and those critical of the effects 
of NPM on professions seemingly consider new professionalism as an expres-
sion of managerialism (Evans, 2011; Evetts, 2009, 2011; Svensson, 2006). The 
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development of professionalism is often connected to a neo-liberal agenda in-
cluded under the grip of NPM (Anderson & Cohen, 2015). Thus, even though 
these scholars might embrace a view of evolving professionalism, profession-
als are depicted as passive and restrained. New professionalism is new in the 
sense that it is no longer defined by the professionals themselves and is now 
being redefined by other actors (e.g., the state or local-level managers) (Evetts, 
2013). This is a form of professionalism that is clearly shaped by managerial 
values. Thus, the concept of professionalism is used as a cover-up for mana-
gerialism since managers govern and influence professional work in different 
ways (Evetts, 2009, 2011). From this perspective, when professionals are pro-
moted and move up in the hierarchy, they are becoming a sort of bureaucrati-
cally-oriented leader hidden behind the concept of professionalism (Evetts, 
2009, 2011). Although autonomy and empowerment can be used as catch-
words, professionalism is more about strengthening organisations and making 
them business-oriented to adapt to cliental requirements (Svensson, 2006).  

 
Evetts (2009) describes two ideal types of professionalism: occupational 

professionalism (resilient with traditional professionalism) and organisational 
professionalism (based on managerial control and often exhibited by manag-
ers). However, she defines new professionalism as evolving from these con-
cepts and having broader frames. New professionalism is connected to wider 
societal trends and the individualisation of professionals. In this process, pro-
fessionals are increasingly resembling managers, with sensitivity to cliental 
needs and what is best for the organisations rather than the profession. The 
individualisation of professionals is a theme that is also highlighted by other 
authors, such as Muzio and Kirkpatrick (2011), Svensson (2006) and Helgøy 
and Homme (2007). Through the process of individualisation, professionals 
become less concerned with the responsibilities of their profession at a collec-
tive level and more occupied by their individual development and cliental con-
tacts (Helgøy & Homme, 2007; Muzio & Kirkpatrick, 2011; Svensson, 2006).  

 
In these descriptions of new professionalism, bureaucratic/managerial 

logic is reinforced over professional logic since agency and control are re-
stricted to managers, and it is the managers who gain stronger positions in 
practice. In this climate, new professionals survive by replicating managers, 
whilst ‘real’ professionalism is weakened. Meanwhile, whereas inter-organi-
sational competition reinforces the boundaries between organisations (Bruns-
son & Sahlin-Andersson, 2000), the dominance of market logic increases. Ac-
cording to Evetts (2016), this makes professionalism include a service orien-
tation and results in professionals becoming more entrepreneurial. Evetts 
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(2016) concludes that the type of professionalism that is driven from the top is 
common in contemporary organisations. Theoretically, this development oc-
curs at the expense of professional logic since professions are not allowed to 
evolve from within and loyalty between professionals across organisational 
boundaries is shattered. 

 
The de-professionalisation thesis and the view of new professionalism as 

being managed and controlled by other forces than professional ones (or as a 
disguise of managerialism) are two stories that go well together. This is be-
cause both are built around idealistic notions of what professionalism should 
be, with a clear picture of the conflict between professional, bureaucratic and 
market logics as well as between professionals and managers, and between 
professionals and clients. Unsurprisingly, this is a common perspective in the 
literature on the teaching profession. 

 
New teacher professionalism as a disguise of managerialism 

 
Notably, new professionalism has been highlighted in the literature on teacher 
professionalism (See for example Beck, 2008; Evans, 2011; Troman, 1996). 
In the UK, like in Sweden, career steps for teachers have been introduced. As 
a result, Evans (2011) claims that an era of new professionalism began in the 
late 1980s. Since then, the state has attempted to shape teacher professionalism 
on various occasions. In 2007, a system was implemented in British schools 
where teachers were to be rewarded for their professional development. In the 
higher career stages a raise in salary is accompanied by specific areas of re-
sponsibility and leadership. For example, this can relate to school improvement 
or improving pupils' results. Beck (2008) emphasises that attempts to define 
teacher professionalism silence other definitions of what professionalism can 
be, with the result being a de-professionalisation of the teaching profession 
disguised as re-professionalisation. This is in line with Troman’s (1996) ob-
servation of new professionals being those that adhere to governmental initia-
tives and adapt to a managerialist culture. Troman (1996) also notes that these 
types of managerial demands infringe on teacher autonomy.  In the Swedish 
context, a key feature of new professionalism among teachers is individualisa-
tion, which was also mentioned in the previous section on new professionalism 
in general. For example, Svensson (2006) claims that new professionalism 
among teachers includes the individualisation and self-regulation of profes-
sionals along with a clearer cliental focus. In the same vein, Helgøy and 
Homme (2007) argue that Swedish teacher professionalism is characterised by 
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new professionalism in the sense that teachers enjoy a great deal of individual 
autonomy.  

 
Towards a view on new professionalism as including competent pro-
fessions 
 
Thus far, I have shown that de-professionalisation is a common image used to 
describe how NPM and a wider neo-liberal agenda have impacted professions 
and I exemplified this by highlighting changes in the teaching profession. Alt-
hough some authors might embrace a view of evolving professionalism (i.e., 
as something new), it is not the very essence of professionalism that is being 
referred to. Rather, the concept of professionalism is interpreted as high-jacked 
by other actors and built upon managerial ideals. However, instead of clinging 
to traditional (and sometimes utopian) notions of what professionalism should 
entail, I claim—in line with another stream in the literature and based on the 
study we conducted in Swedish schools—that we must widen and nuance the 
image of new professionalism by incorporating its evolving nature from a less 
deterministic outlook. In doing so, the picture of professionals shifts to one in 
which professionals are active and resourceful rather than the passive recipi-
ents of managerial initiatives. Through this perspective new professionalism 
can actually strengthen professions in public professional organisations. 

 
Whereas professional and managerial domains can traditionally be seen as 

separate in the sense that there are differences in their guiding principles 
(Kouzes & Mico, 1979), modern professionals—or at least groups of them—
are undoubtedly involved in managerial work (Bourgeault et al., 2011; Mul-
cahy & Perillo, 2011; Noordegraaf, 2015, 2020; Waring, 2014). Accounts on 
hybridised professionalism highlight that organisational ideals can have vari-
ous influences that can involve several different factors for professions (Noor-
degraaf, 2015). While there is a risk of becoming co-opted by managerial logic 
when professionalism becomes hybridised (Kurunmäki, 2004; Waring & 
Bishop, 2013), this is not necessarily the case in practice. For example, as 
Llewelyn (2001) shows, professionals in managerial positions can remain oc-
cupied with their professional core work while increasing their understanding 
of managerial work. As such, there is not always a strict distinction between 
managerial and professional interests. Noordegraaf (2015) believes that we 
should even refrain from speaking of hybridised professionalism because the 
hybrid concept contains an inherent contradiction between professionalism and 
managerialism. Instead, we should realise that the essence of new profession-
alism includes organising as a natural part of professional work (Noordegraaf, 
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2015, 2020). Notably, this is a much more nuanced view than the one brought 
about by the NPM narrative. 

 
Noordegraaf (2015) further highlights the importance of understanding that 

professional work can be related to the organisational context and that mana-
gerial and professional logics can be combined in several different ways. In 
this sense, professionalism is connective (Noordegraaf, 2015, 2020) since it 
relates to logics and contexts other than the professional ones. This is relevant 
when it comes to connections to both managers and clients. The growing cli-
ental role of citizens involves higher demands on professionals and greater ex-
pectations of service orientation, which imply that professionals must also con-
nect with clients. By engaging in managerial work, professionals meet clients 
in new ways, which further increases the need for connectivity and coopera-
tion. This will further be exemplified below when incorporating insights from 
the literature focusing on stratification. 

 
Professionals as active: The developed stratification thesis 
 
Stratification can be placed in the stream of research that clearly deviates from 
the image of professionals as passive recipients of external pressure and in-
stead frames them as active and reactive towards their surroundings (Freidson, 
1985; Papers II, III & IV; Waring, 2014). Whereas research on stratification 
has largely centred the medical profession, in our study on first teachers, we 
illuminate stratification within the teaching profession and contribute with new 
insights on how stratification affects professions and organisations. 

 
Stratification entails a division of professions, where some professionals 

inhabit a position as the professional elite. In the 1980s, Freidson claimed that 
the medical profession was internally stratified to maintain autonomy and safe-
guard professional interests in an environment where both bureaucratic and 
market elements had become realities (Freidson, 1984, 1985; Waring, 2014). 
This is an alternative view of how professionals react to institutional change. 
Instead of analysing them as succumbing to other logics (See Paper IV), pro-
fessional elites can have agency in adapting to and forming their surroundings 
in constructive ways (Waring, 2014).  

 
Freidson (1984, 1985) describes two types of elites that were formed in the 

healthcare sector to maintain autonomy within the profession: administrative 
elites and knowledge elites. Administrative elites are characterised by a hybrid-
ised role since they are involved in managerial and administrative tasks. In 
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contrast, knowledge elites function to produce knowledge that benefits the pro-
fession as a whole and which is relevant at the core operative level. While the 
administrative elites have control over the context of professional work, the 
knowledge elites control the content of work (Freidson, 1984, 1985). 

 
As an effect of stratification, Freidson (1984, 1985) shows how ‘rank and 

file’ professionals lost their autonomy to elites. However, this presents one 
way to maintain autonomy within the profession since the elites have the op-
portunity to advocate professional interests (Waring, 2014). Freidson (1994) 
describes how this creates opportunities for elites to ‘buffer’ their colleagues 
from administrative logic. If these elites are to represent their colleagues at 
higher levels, they need legitimacy from both managers and colleagues to do 
so (Waring, 2014). Yet, it may also be that the elites enter more of a monitoring 
role and become what McDonald (2012) refers to as ‘chaser elites’. Notably, 
McGivern, Currie, Ferlie, Fitzgerald and Waring (2015) show how the super-
visory work of colleagues can harm professional legitimacy if professional val-
ues are diminished. Meanwhile, elites—just like hybridised professionals—
run the risk of being co-opted by bureaucratic or managerial ideals, thereby 
leaving their professional identity when entering these roles (Waring & 
Bishop, 2013; Waring, 2014). Thus, stratification risks leading to intra-profes-
sional conflict (Adams, 2020). 

 
The roles of professional elites and their effects on their wider profession 

remain contested issues. By studying elite roles within the teaching profession 
in Sweden, we contribute by elaborating on different types of first teachers and 
how they affect the teaching profession (Papers III & IV). As I will show, sev-
eral of the elite roles within this context contribute to an increase of profes-
sional autonomy and control at the organisational level, which we claim 
strengthens the profession. By embracing logics other than the professional 
one, teachers can enhance their position without necessarily weakening pro-
fessional logic. Thus, the stratification of teachers serves as a good empirical 
example of new professionalism, making the concept come alive and connect-
ing it to real observed change. Here I elaborate on this conclusion and argue 
that also the organisation as a whole can be strengthened.  

 
The introduction of first teachers 

 
We claim that the introduction of first teachers in Swedish schools can be char-
acterised by a stratification of the Swedish teaching profession because first 
teachers have come to constitute an elite. They commonly have more 
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organisational responsibilities than other teachers, are paid more and move the 
teaching profession forward by owning and controlling more questions than 
before the reform (See Papers I, II, III & IV). Waring (2014) poses an im-
portant question regarding whether elites function as a means of retaining and 
strengthening collective power within the professional system in practice. If 
so, under what circumstances? We contribute to answering this question in Pa-
per III, where we carve out differences between the various types of elites 
within the teaching profession. 
 
Different elite roles within the teaching profession 
 
The types of elites accounted for in the teaching profession include the star 
players (Waring, 2014), star colleagues, knowledge dispersers, deputies, first 
leaders and equilibrists. These types exhibit variations when it comes to the 
level at which they have autonomy and whether they control the context or 
content of professional work. Meanwhile, the different types vary in terms of 
their ability to derive legitimacy from either colleagues or managers and 
whether they have close relationships with managers or colleagues. 
 

The star player and the star colleague both have autonomy at the individual 
level and control matters related to the content of their own work. However, 
legitimacy and relationships differ when star players are closer to managers 
and have managers as a source of legitimacy. Although star players are char-
acterised by excellence and often noticed by managers, star colleagues are il-
lustratively supportive towards other colleagues and thus are formed by colle-
gial legitimacy. However, we find that the remaining elite types expand teacher 
autonomy from the individual to the organisational level, thus placing teachers 
in a more prominent position at the organisational level. 

 
While knowledge dispersers mostly control matters concerning the content 

of professional work, their work spans the entire organisation and includes 
spreading knowledge to the teacher collegium. This can include pedagogical 
development such as improving grading techniques or enhancing the reading 
skills of pupils (Paper III). This type has legitimacy from both managers and 
colleagues since principals can delegate tasks (e.g., leading pedagogical devel-
opment) and this work appears relevant for the rest of the teachers. Notably, 
they have close relationships with both managers and colleagues. 

 
The first leaders take this a step further and function as leaders in matters 

linked to both the context and content of professional work. For example, at 
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one school, first teachers were heavily involved in a reorganisation of the 
school (Paper III). As mentioned in Paper III, school development was boosted 
when first teachers were introduced. First leaders are close to both colleagues 
and principals since they too are considered legitimate, while the work they 
perform is deemed relevant. 

 
Involvement in managerial work also creates a first teacher type that we 

call deputies. This is more of a passive type that includes being an extended 
arm of the principals. Principals can delegate matters that they require help 
with, which is often of the administrative variety. An example of this is proof-
reading texts written by a principal. This type is built on a closer attachment to 
principals and managerial legitimacy. Although we did not notice many con-
flicts concerning this role, we identify the risk of this role developing in a man-
ner that will create a gap from the teaching profession since this purely mana-
gerial work appears distant from the professional core work. Notably, there is 
always a possibility that professional elites become subsumed by a managerial 
identity (c.f. Kurunmäkki, 2004; Waring & Bishop, 2013). 

 
Finally, we develop the equilibrist type, which involves balancing between 

managerial and professional domains. These teachers alternate between deriv-
ing legitimacy from colleagues and managers depending on the context. They 
can act as representatives for their teacher colleagues in managerial settings 
while conveying what is occurring at managerial/organisational levels in pro-
fessional contexts. In meetings, they often informed principals on how differ-
ent suggestions were to be met by the teacher collegium. Moreover, one first 
teacher was observed to remind the teacher collegium on following the vision 
of the municipality. Thus, this type controls matters of both context and content 
in different settings while having autonomy at the organisational level to play 
out this role. This is in line with literature on professional hybrids which have 
described these professionals as linking pins, able to guard professional work 
while at the same time not totally rejecting organisational initiatives (See 
Blomgren & Waks, 2015; Waks & Blomgren, 2019). 

 
A strengthening of the teaching profession and the organisations 

 
All types —except the star players and star colleagues, which continue to func-
tion solely at the individual level close to the core professional work—include 
an enhanced engagement in managerial and organisational domains. Whereas 
the deputies become more of an extended arm of the principals since they are 
delegated tasks, the knowledge dispersers, first leaders and equilibrists all 
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serve active roles among the elites and are often involved in various forms of 
leadership. We did not witness many conflicts, which can be explained by a 
substantiating context where ordinary professionals perceive the work of the 
elites as relevant and rewarding to them (McDonald, Checkland, Harrison & 
Coleman, 2009; Papers III & IV). Thus, we show that elites can embrace both 
professional and bureaucratic logics since they are involved in both profes-
sional and managerial work without this necessarily being threatening to the 
profession; instead, the position of the profession is strengthened. Notably, 
professions are strengthened when autonomy and control are enhanced (Paper 
III). In this case, professional control increased over both the context and con-
tent of professional work to large extent. Meanwhile autonomy was reinforced 
at organisational level. The concepts of control and autonomy are intertwined 
and autonomy can be used to establish professional control over several types 
of matters. 
 

The de-professionalisation thesis suggests decreased autonomy for profes-
sions often without specifying what autonomy is. In line with Frostenson 
(2015), autonomy can be seen as existing at different levels. In our study, we 
refer to autonomy at the individual, organisational and policy levels (Frosten-
son, 2015; Papers I & III). The individual level is mainly concerned with the 
individual core work, whereas the organisational level largely includes work 
that affects the collegium as a whole. Moreover, the policy level relates to 
teacher autonomy in relation to the overall regulations, such as curricula and 
reforms (Frostenson, 2015). When we discuss teacher autonomy, the analysis 
often revolves around the system or policy level, which is a rather narrow form 
of autonomy that is distant from the individual core work of teachers (Frosten-
son, 2015). This can also be connected to the soft autonomy accounted for by 
Levay and Waks (2009). This concept upholds a degree of freedom for profes-
sionals and, in the case of the study of Levay and Waks (2009), is linked to 
external scrutiny. Although autonomy is restricted in a sense, it is negotiated 
and can allow professionals to maintain control of the premises of their work 
(ibid). The freedom that does exist for teachers in their ordinary individual 
work is rarely highlighted (c.f. Frostenson, 2015). 

 
Among teachers, the professional elites generally create increased auton-

omy for the teaching profession at the organisational level (Paper III). Com-
pared to some of the literature on stratification, the study of first teachers does 
not indicate that autonomy is a zero-sum game. On the contrary, we found that 
stratification does not lead to the reduction of individual autonomy for the non-
elite in this case (Papers I & III). When first teachers take on managerial tasks, 
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non-elite teachers can enhance their focus on classroom activities, which indi-
cates a possible increase in autonomy for the non-elite (Paper II). This can be 
connected to a perhaps unintentional—but still common—act on behalf of the 
first teachers: they are careful not to interfere with the classroom practices of 
other teachers (Papers I & II). Thus, the first teacher role is made separate from 
the ordinary role of teachers, which safeguards the professional core work and 
shields individual autonomy (Paper II). In Paper II, we describe how the first 
teachers detach the first teacher role from ordinary teaching procedures and 
affiliate themselves with management. However, this refers to their first 
teacher role since they still function broadly as ordinary teachers but have extra 
assignments linked to their first teacher position. We can also conclude that 
organisational autonomy increases since the reform led to the definition of the 
first teacher role at the local level and a clearer focus on school development 
matters that concern all school organisations (See also Alvehus & Andersson, 
2018). As mentioned, school development was described to be given a boost 
after the introduction of the reform (Paper III). 
 

New professionalism is not only about internal relations and the relation-
ship between organisation and profession. It also involves adapting to market 
logic and increasingly influential clients. In Paper IV, I examine the role of 
professional elites in terms of handling cliental influence and how this affects 
the wider profession. In the paper, I show that first teachers have a special 
stance in relation to clients. For example, different to other teachers, they are 
involved in fora in which they meet the parents of the pupils (e.g., monthly 
meetings). Thus, they interact with both managers and clients in new ways. I 
show that the responses of the first teachers to cliental influence have effects 
on the institutional environment. I find that first teachers can react to cliental 
influence in ways that include embracing market logic whilst not weakening 
professional logic. For example, first teachers can be influenced by clients, 
which enables them to become better at their core work. This does not neces-
sarily occur so that market logic and all that it entails suppresses professional 
logic. Instead, first teachers’ responses can function to balance the logics. I 
further develop this notion in Argument 3. 

 
Seemingly, stratification has the potential to strengthen the professional 

position and control vis-à-vis both managers and clients since elites strengthen 
professional autonomy on an organisational level (c.f. Frostenson, 2015; Paper 
III). Although only some teachers become elite, this enhanced professional po-
sition at the organisational level (e.g., with more involvement in managerial 
tasks) creates a stronger position for the profession as a system since the 
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profession is represented in fora where it previously was not, thereby making 
it more active in relation to both managers and clients (Papers I, II & III). Here, 
the distinction between focusing on professions as systems rather than individ-
ual professionals is essential. Based on the view of the profession as a system, 
I claim that professions can be strengthened in the new professionalism era. 
However, this does not imply that all individual professionals feel strength-
ened. Not all professionals become elite, which can of course be disappointing 
to individual professionals. Despite this, first teachers help move the profes-
sional position forward from a systematic perspective via increased autonomy 
and control. 

 
However, tentatively, for stratified roles to function as strengthening, rela-

tional work is important (Hampel et al., 2017). In Paper III, we explore the 
dimension of shattering/integrating when it comes to the effects of elite roles. 
In creating a distinction between the parameters of strengthening/weakening 
and shattering/integrating, we highlight that strengthening and integrating are 
not necessarily synonymous. However, since the level of conflict was low in 
the studied cases, this might indicate that an integrated profession is connected 
to its strengthening. Notably, it might be difficult for first teachers to act as 
representatives of their colleagues if they do not have collegial trust and legit-
imacy (Paper III). Although we cannot conclude this, an integrated profession 
likely is a facilitator for a strengthening of the professional position via control 
and autonomy.  

 
While the stratification thesis in the literature has been discussed in terms 

of how elite roles relate to their wider profession, the present argument has 
taken this a step further by showing how elites function and are shaped by the 
organisations in which they operate, as well as how the elite roles affect their 
organisations. It can be concluded that stratification has the potential to 
strengthen organisations in the sense that organisations can become more ca-
pable when professionals and managers work more closely and cooperate in 
making organisational progress. The first teacher roles are formed in relation 
to the context and via collegial, cliental and managerial relations. In this con-
text, the agency of actors can be identified as essential. 
 
Agency in shaping the professional role 

 
By focusing on professional elites, it becomes evident that professionals serve 
an important role in affecting the institutional environment. This is in line with 
studies accentuating the role of elites as institutional agents (See for example 
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Lawrence & Suddaby, 2006; Scott, 2008; Waks & Blomgren, 2019). First 
teachers engage in relational work to externalise their role from the ordinary 
teacher role (Paper II), thereby making it legitimate and harmless to their col-
leagues. This is a seemingly important insight since other research has shown 
that professionals engaged in managerial work can be met with resistance 
when elements of bureaucracy take over and the individual core work is no 
longer sacred (Wadmann et al., 2019). Instead, we show that first teachers can 
use this space in their new role to act as professional representatives, thereby 
closing the gap between managerial/bureaucratic and professional logics (Pa-
per III). First teachers can move freely between the professional and manage-
rial domains and act in arenas where other teachers cannot. This makes them 
more intertwined with the logic of bureaucracy. As such, they obtain a deeper 
understanding of managerial work (e.g., development issues, administrative 
tasks and questions concerning the whole organisation). Also, they are more 
involved in the cliental domain in the sense that they meet clients in different 
settings than other teachers. In reacting to cliental demands, they can also de-
fine how the relationship between professional and market logics is to be char-
acterised. 

 
As previously mentioned, for first teacher types to flourish that strengthen 

the profession as a whole, first teachers likely need to use relational work 
(Hampel et al., 2017) to create positive relationships with colleagues that are 
built upon legitimacy and trust. However, the relationship with colleagues is 
not the only central one. For elites to have a strengthening function, managers 
must create prerequisites for increased professional autonomy and control. 
Meanwhile, the support of managers is critical for first teachers to strengthen 
the position of the profession towards clients by co-opting market logic rather 
than being co-opted by it (i.e., succumbing to it) (Argument 3, Paper IV). Thus, 
in their relational work, managers need to create space for the first teachers. 
Among other things, this means trusting the first teachers with more responsi-
bilities and being active in managerial domains. As shown, this can be a way 
not only to strengthen the profession but to make the whole of organizations 
more capable. Given the existence of first teacher types that function in this 
manner, the agency of actors can indeed lead to positive effects in this regard. 

 
Clinging to images of traditional professionalism locks us into depictions 

of the institutional environment as something stable and rigid. Instead, by 
opening up to more nuanced perceptions of professionalism and professionals, 
the institutional environment becomes changeable. By embracing profession-
alism as an evolving concept from an institutional perspective by uplifting 
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professional agency, we can capture how professionals—and specifically 
elites—shape the institutional environment. The theoretical perspective is im-
portant here since if we view professionals as mere receivers and passive vic-
tims of institutional change, we more easily lean towards the story of de-pro-
fessionalisation. By incorporating agency as an important dimension, I claim 
that the image is widened, more accurate and realistic. 

 
Professionals do not exist in a vacuum, but they depend on the relationships 

with their wider organisation (Waring, 2014). New professionalism is not re-
stricted to professional elites, even though elites capture much of the content 
on this concept. However, in line with what McDonald et al. (2009) observe, 
what we witness is a substantiating environment for the work that elites per-
form, even when it is managerial in nature. As observed by Kirkpatrick and 
Noordegraaf (2015), it is possible that formalising elite roles for some is a way 
of solving the problem of excessively high demands on professionals to change 
since ordinary professionals are ‘left alone’ to perform the core work. In the 
cases studied here, the context generally constitutes a foundation for profes-
sionals to work on balancing logics rather than resisting them and creating po-
larisation. Here, the roles of managers and the relationship between profession-
als and managers are essential. As such, the managerial role will be the focus 
of the next argument. 

 
Moving on to the next argument… 

 
The next component will centre on the managerial role as an important com-
ponent in public professional organisationalism. Managers are often described 
as characterised by managerialism, in which the managerial ideology prevails 
over professional values. The tales of de-professionalisation and managerial-
ism are interconnected, or two sides of the same coin. This implies that ques-
tioning one leads to a questioning of the other. I claim that managing organi-
sations in which new professionalism prevails, requires altering the managerial 
role. Moreover, in this development, both professionals and managers are in-
creasingly connected (Noordegraaf, 2015, 2020). Notably, what the new man-
agerial role entails is an intriguing question, to which we now turn.
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Argument 2: Managers in new public pro-
fessional organisations are increasingly 
connective 

 
In this argument, I will dive deep into the managerial role in new public pro-
fessional organisations. Notably, I claim that in the development of both pro-
fessional and cliental roles, managers must become more connective. I will 
illustrate this with the first teacher study in which—as pursued in Argument 
1—we saw how the teaching profession was stratified. I argue that the evolu-
tion of the professional role is making professionals increasingly part of man-
agerial work and domains which is requiring managers to be connective (Noor-
degraaf, 2015, 2020) in the sense that they need to open up to including pro-
fessionals in their spheres and work more closely to them. Meanwhile, as will 
be dealt with in more detail in Argument 3, the cliental role is changing to 
become co-constructive of organisations (Schembri, 2006), which also de-
mands the alteration of the managerial role to become connective with refer-
ence to clients. I claim that managing new public professional organisations 
necessitates the development of a managerial role in which professional, bu-
reaucratic and market logics are adhered to and where functioning relation-
ships to both clients and professionals become essential. 
 

This perspective of the managerial role can be compared to descriptions of 
managerialism that are common in the NPM narrative, which I argue constitute 
the other side of the coin in the de-professionalisation thesis. Whereas the NPM 
narrative suggests that professions have been weakened, the frequently de-
ployed image of managers is that they have received a stronger position. Man-
agerialism is often defined in terms of excessive faith in management and a 
belief in the managerial ideology as a solution to all problems (Hoyle & Wal-
lace, 2007). However, as with the de-professionalisation thesis, the image of 
managerialism is not fully representative. As when discussing de-profession-
alisation, statements around managerialism are often sweeping and exist on an 
abstract level with few empirical examples. Questioning the dichotomic image 
of professionals and managers leads to challenging not only the de-profession-
alisation thesis but also the simplistic view of how local management is per-
formed and what characterises the managerial role in public professional or-
ganisations. 
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As the first argument, also this argument will begin with describing the 

NPM narrative, but this time concerning the managerial role. I will move on to 
widening this picture of the managerial role and exemplify with the help of our 
study on first teachers in Swedish schools. 

 
Managerialism in the NPM narrative 

 
Managerialism is a recurring concept in the literature. Notably, this concept 
can be interpreted as a counterpart to professionalism and is treated both as a 
discourse and as an ideal type (O’Reilly & Reed, 2011; Pollitt, 2016). It also 
serves as a description of the ideology towards which managers lean in their 
management practices. As Shepherd (2018, p. 1671) claims: 

 
“Managerialism is the belief system of arguably the dominant group in an organization: 
managers/.../ Managerialism focuses on the interests of management – and the role of indi-
vidual managers – in how organizations are managed “. 

 
Alongside the weakening of professions, managers are often depicted as hav-
ing been strengthened. As demonstrated in the previous argument, NPM is 
connected to a greater focus on efficiency, control, result-orientation, auditing 
and accounting (among others), which often represent rather hard steering de-
vices that are naturally seen as evidence of increased managerialism (Noorde-
graaf, 2015). NPM is sometimes described to include decentralising the defi-
nition of rules and standards to local managers with the increasing dominance 
of management control systems (Jarl et al., 2012; Frostenson, 2015). In turn, 
this development strengthens the organisational hierarchy but reduces the au-
tonomy of the professions (Brunsson & Sahlin-Andersson, 2000). 

 
Furthermore, as mentioned there is also an image of faith in the managerial 

ideology as a solution to organisational problems (Hoyle & Wallace, 2007; 
Pollitt, 1990). This can be connected to the professionalisation of managers, 
where managers receive a stronger position within public professional organi-
sations (Parding, 2010; Power, 2003; Sehested, 2002; Stenlås, 2009, 2011; 
Svensson, 2006). Management has become an occupation in itself (Jarl et al., 
2012; Noordegraaf, 2007). The professionalisation of managers can be linked 
to the organisational professionalism based on the control mentioned in Argu-
ment 1, which is described as being embraced by managers (Ahlbäck Öberg & 
Bringselius, 2015; Evetts, 2009). This is built on bureaucratic logic that 
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conflicts with professional logic when hierarchical control clashes with and 
weakens professional control. 

 
Sometimes, a stronger position for managers is connected to the view of 

the organisational unit as being more defined (Argument 1; Brunsson & 
Sahlin-Andersson, 2000). Increased competition within the public sector has 
created the need to reinforce organisational boundaries and strengthen loyalties 
internally, thus making the managerial position central whilst eradicating inter-
organisational professional loyalties (Evetts, 2009). In sum, the trends men-
tioned in this section related to managerialism are often interpreted to result in 
stronger managers/management and weaker professionals/professions. 

 
New managerialism: conflict with professionalism prevails 

 
As with the concept new professionalism, in the literature, there are several 
accounts of a new managerialism evolving to deal with increasing demands 
from the world outside of organisations. By widening the descriptions of man-
agerialism, some authors claim new managerialism to represent a step towards 
a reduced focus on bureaucracy and a greater focus on market values (Exwor-
thy & Halford, 1999; Hoyle & Wallace, 2007). Some authors even refer to a 
neo-liberal political project where the goal is for public sector organisations to 
be managed as businesses (Lynch, Grummell & Devine, 2012). The concept 
could also be expanded to include ‘softer’ values, such as the need for partici-
patory management (Exworthy & Halford, 1999). Whereas the concept can be 
used to refer to a widened set of skills required to manage contemporary or-
ganisations, the dominant image includes a greater focus on managerialism at 
the expense of professional autonomy (Ahlbäck Öberg & Bringselius, 2015). 
 

Thus, although attempts have been made to capture the evolving nature of 
the managerial role, many accounts begin from the perspective of inherent con-
flict between managers and professionals. In the dominant pictures of both 
managerialism and new managerialism, as summarised by Exworthy and 
Halford (1999), professionals are perceived through rose-tinted glasses as al-
truistic and keen to pursue collective professional values. Meanwhile, manag-
ers are put forward as ego-centric and bureaucratically oriented (ibid). Based 
on the idea that professionals and managers are essentially different due to a 
clear separation of interests and of logics of domicile, it is unsurprising that the 
conflict perspective between managers and professionals not only exists in de-
scriptions of the professional role, but also with reference to how the manage-
rial role is depicted in the literature. 
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Managerialism in schools 

 
The theme of managerialism is highly relevant in the literature on school man-
agement both internationally and in a Swedish context. In this literature, there 
are descriptions of how more centralised (often hard) forms of management 
have been on the increase, thereby decreasing teacher autonomy (Olsen & Sex-
ton, 2009; Ozga, 2009). The trends cited in the literature have a greater focus 
on accountability, efficiency, control and standardisation (Beck, 2008; Leicht, 
Walter, Sainsalieu & Davis, 2009; Olsen & Sexton, 2009; Roach, Smith & 
Boutin, 2011; Scott, 2008). For example, referring to schools in the US, 
Tschannen-Moran (2009) notes the danger of school leaders placing excessive 
emphasis on bureaucratic elements and insufficient emphasis on professional-
ism. The author claims that the embracing of bureaucratic logic by school lead-
ers erodes trust in teachers and subsequently weakens teacher professionalism. 
Bureaucratic logic described by Tschannen-Moran (2009) includes authority, 
the division of labour as well as policies and rules, i.e., matters related to the 
context of professional work based on Freidson’s (1994) terms. In the same 
vein, Fink and Brayman (2006) discuss how standardisation leads to managers 
risk being constrained by systematic agendas instead of primarily working with 
the benefit of the school in mind. Hoyle and Wallace (2007) also criticise man-
agerialism, which they see as a trend linked to recent school reforms in Britain. 
They argue that collegial accountability has been replaced by a bureaucratic 
and market-influenced type of accountability. 

 
This story of managerialism is also a core theme in the literature on Swe-

dish schools. Several authors mention a development in which principals have 
gained a stronger position (Jarl et al., 2012; Persson, 2006; Ringarp, 2011; 
Stenlås, 2009). Principals in Sweden can be analysed as having taken a step 
away from the teaching profession towards the municipal hierarchy, and it is 
now mandatory for principals to complete a special three-year principal edu-
cation (Stenlås, 2009). Stenlås (2009) finds that the new school leader profes-
sion competes with the teaching profession and removes a possible career path 
for teachers. As previously mentioned, school organisations in Sweden are 
highly decentralised. Thus, local managers enjoy a relatively large amount of 
autonomy to exert control (Frostenson, 2015), which can also be seen as en-
hanced in the development of professionalisation among principals and the en-
forcement of the position of local management (See Argument 1). 
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Thus, tales around managerialism suggest enhanced hierarchical bureau-
cratic control but weakened autonomy for professions, with the teaching pro-
fession being depicted as especially affected. Although this image is appealing 
and recognisable, its simplicity makes it important to nuance from a more crit-
ical perspective. 

 
Towards a more connective managerial role 

 
The incentive for widening the discussion on the managerial role is two-fold. 
First, the story of managerialism is based on rhetoric depicting NPM as the 
only relevant concept to describe developments in public sector governance 
and management. However, the ‘grip’ of NPM can also be questioned since-
other trends in governance and management simultaneously exist (Blomgren 
& Waks, 2017; Hartley, 2005; Pollitt, 2016). Whereas NPM and all that it en-
tails is lingering, contemporary societal developments are characterised by 
other types of changes, values and ideals that cannot be gathered under the 
NPM umbrella. However, this does not imply that NPM as a concept or what 
is described in terms of managerialism are irrelevant, inaccurate or obsolete. 
Instead, it simply means that we must embrace the fact that organisations are 
complex and have a variety of different developments occurring simultane-
ously (i.e., various logics operating at the same time). This provides a setting 
in which the managerial role is shaped and altered.  
 

Modern management can be analysed as requiring networking skills and 
the ability to develop horizontal relationships (Pollitt, 2016). One can also an-
alyse this in terms of also managers needing to become connective (Noorde-
graaf, 2015, 2020) in the sense that relationships with both the internal and 
external actors of organisations become central. However, bringing new de-
mands on managers does not imply that the old ones disappear. This is ex-
pressed by Pollitt (2016, pp. 442–443) as follows: 

 
“We have not had ‘traditional bureaucracy’ replaced by ‘NPM’ which is, in turn, replaced 
by ‘network governance’, ‘New Public Governance’ or some such paradigm. That is far 
too easy and over‐simplified. What we have actually witnessed, over the past four decades, 
is not the successive replacement of one model by another, but rather a complex and unsta-
ble process of layering, displacement, drift and the general hybrid co‐existence of different 
doctrines and styles.”  

 
Although literature is concerned with wider societal developments affecting 
the public sector, these broad changes can be connected to management at the 
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organisational level. As shown in the previous argument, professions and man-
agers are becoming more intertwined and are increasingly part of each other’s 
domains (Bekkers & Noordegraaf, 2016). For managers, this can be interpreted 
as inducing the need to co-operate and build relations whilst also establishing 
trust in these relations (Torfing & Triantafillou, 2016). Additionally, the in-
creasingly influential cliental role also places demands on managers to comply 
with cliental influence and incorporate clients in the very management of the 
schools (See Argument 3). As a core function of contemporary organisation-
alism, the relational and connective aspects of management are thus also rele-
vant when it comes to handling clients. Thus, the connectivity explained by 
Noordegraaf (2015, 2020) that characterises new professional roles is also rel-
evant to the managerial role since managers require the ability to form func-
tioning relationships with both professionals and clients. 
 

Another argument for questioning the image of managerialism in the NPM 
narrative and open up the discussion on the managerial role is that the NPM 
narrative fails to consider variation in management. Notably, the function and 
expressions of management differ between organisations (Kirkpatrick, 
Ackroyd & Walker, 2005) and broad umbrella concepts do not necessarily give 
room for describing local variations (Waks & Blomgren, 2019). As I will fur-
ther show, managers can use their autonomy to preserve professional values 
and balance the different dimensions of organisations instead of clinging solely 
towards managerialism (Hoy & Sweetland, 2001; Scribner, Hager & Warne, 
2002). 

 
Managing institutionally complex organisations 
 
What can be concluded is that analysing the contexts of organisations as solely 
characterised by what we generally place under the NPM umbrella might not 
be sufficient for understanding management in modern public professional or-
ganisations. The increased complexity stemming from both old and new de-
mands on local managers can be considered to constitute different (and some-
times conflicting) logics that managers must adhere to in their everyday work. 
Thus, the plurality of logics might be more complex than ever before since 
bureaucracy and market logics have by no means have disappeared (i.e., NPM 
continues to exist) (Pollitt, 2016). Meanwhile, they have been accompanied by 
the demands of safeguarding professional logic and including professionals in 
managerial work. Mintzberg (1998) highlights that in organisations character-
ised by strong professions, professionals sometimes even experience being in 
charge of managers. Hence, professionals are powerful agents that sometimes 
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oppose managerial control (Cregård & Eriksson, 2019). Simply because mar-
ket and bureaucratic logics are introduced does not make ideals around profes-
sionalism disappear. The development towards new professionalism intensi-
fies the need for managers to adhere to professional values.  
 

There are several ways in which the dilemma of competing logics can be 
handled. Thus, how managers respond to institutional complexity (Greenwood 
et al., 2011) remains an empirical question. Again, it is important to highlight 
that managers, as a category, is not a uniform one. Managers can be seen as 
even more dispersed than professionals, with the latter sharing a common ed-
ucation. Some scholars have focused on descriptions of site-based manage-
ment that consider local variations and the type of management necessary for 
different contexts (Marks & Nance, 2007; Mayer, Donaldson, LeChasseur, 
Welton & Cobb, 2013; Somech, 2002). 
 

One way of reconciling and balancing professional and managerial do-
mains and logics in organisations characterised by strong professions is to 
make the managerial role more hybridised. Managers can represent more of a 
hybrid between a manager and a professional than a pure manager (Llewelyn, 
2001). Hybrid managers are common within the medical sector and Sirris 
(2019) concludes that there can even be great differences in the same type of 
hybrid managerial role when it comes to how balancing acts between profes-
sional and managerial logics are performed. For example, Byrkjeflot and 
Kragh Jespersen (2014) show that hybrid managers in a hospital context can 
contribute to the reconciliation of logics rather than the further dominance of 
one logic over another. 

 
Another strategy of blending logic is that of co-optation (Andersson & Liff, 

2018; Paper IV). Notably, Andersson and Liff (2018) show that both profes-
sionals and managers in the health care sector strategically co-opt elements of 
each other’s logics to pursue their own interests. According to these authors—
and different to the strategy of hybridisation—the co-optation process indi-
cates a change in the logics themselves, rather than only a co-existence. 

 
Thus, in contemporary organisations with strong professions, managers re-

quire more connective skills than those described within the NPM narrative. 
They need to handle competing logics and the stratification of professionals 
can be analysed as intensifying the need to adhere to professional logic. The 
study on first teachers provides empirical insights into how management is 
performed under these conditions and also considers contextual circumstances. 
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The ‘new’ connective managerial role in Swedish schools 
 
Whereas the professionalisation of principals and the move towards manage-
rialism in schools are themes in the literature, there are also authors question-
ing and complicating this by embracing a more nuanced view of the managerial 
role. Several authors highlight the importance of understanding school man-
agement based on its context and heterogeneous character (Frostenson, 2015; 
Hoy & Sweetland, 2001; Koyama, 2014). Thus, there are possibilities for 
agency and school managers can respond to and use the institutional environ-
ment in constructive ways (Koyama, 2014) to reconcile bureaucratic structures 
with teacher autonomy (Scribner et al., 2002). This allows the relationship be-
tween principals and teachers to be characterised by trust more than conflict 
(Cregård & Eriksson, 2015; Hoy & Sweetland, 2001).  

 
Our study on first teachers indicates that stratification creates incentives for 

principals to alter their managerial roles. In Swedish schools, managers require 
new more connective skills. The strengthening of the teaching profession and 
the development of new professionalism within schools make teachers work 
more closely with principals (See Argument 1). Moreover, principals are in-
creasingly becoming involved in professional domains. Before the reform, the 
best way for a teacher to advance their career was to become a principal, thus, 
the teaching profession was flat and slightly more homogenous (Paper I). The 
new and enhanced hierarchy in the teaching profession calls for a managerial 
role that can handle more sorts of professionals, including the new types of 
professionals who are becoming closer to the managerial domain.  

 
Although professional and managerial domains are becoming increasingly 

intertwined, with their logics and roles blending together in the everyday work, 
this does not imply that managers and professionals must engage in identical 
work. In Paper I, we show how principals delegate content-related work to first 
teachers—a group that is, in practice, often more familiar with these matters 
than principals (Frostenson, 2015). Thus, such tasks can be delegated (Paper 
I). However, this does not imply that conflict must arise. Instead, matters re-
lated to professional core work are sometimes difficult or time consuming for 
managers to engage in. Therefore, delegating these tasks to elites can be a 
means to bring these matters to the fore and give them more attention, which 
strengthens professional logic in a sense. Thus, delegation of tasks does not 
only have to revolve around pure administrative work as was shown with 



                                THREE ARGUMENTS 

 63 

reference to the deputy role in Argument 1, but can be experienced of more 
relevance to the content of the professional core work. 

 
The importance of relational work 
 
The closer connection between first teachers and principals assumes function-
ing relationships between the two actor groups. Thus, principals must engage 
in relational work (Hampel et al., 2017) to create close relationships with the 
first teachers and trust them to take on or appropriate tasks (Paper II). The 
importance of relational work becomes visible when we zoom in on the differ-
ent cases and contexts of our study.  

 
When discussing the first teacher types in Argument 1, we saw that the star 

player type stems from a perspective of the first teacher role that does not in-
clude anything other than being an excellent teacher. In some schools, this in-
terpretation was more common. Thus, there are differences when it comes to 
whether first teachers are introduced to managerial domains and allowed to act 
as representatives of the profession. Some school managers actively work to 
support professionals, whereas more conflict exists between managers and pro-
fessionals in other schools where professionals are not invited into managerial 
domains to the same extent (Papers III & IV). 
 

However, what we most commonly witnessed when studying the first 
teachers was a harmonic relationship between principals and first teachers, ra-
ther than expressions of conflict. The development of several first teacher types 
that strengthen the teaching profession is illustrative of this. In Paper II, we 
conclude that first teachers affiliate with school management in ways that ap-
pear relevant and—as one principal expresses it—"useful” to managers (Paper 
II). This lack of conflict can be connected to principals experiencing how first 
teachers complement managers without challenging their authority (ibid). Sev-
eral of the first teacher types accounted for in Argument 1 function as a link 
between managers and the teaching profession (See also Paper III). Thus, prin-
cipals can use first teachers as the ‘ear’ of the profession, whilst these teachers 
can help convey and translate what is occurring at the managerial level to the 
teacher collegium (Papers II & III). 

 
As indicated in Argument 1 (and will further be developed in Argument 3), 

managers must engage in relational work to handle new professionals whilst 
also facing an altered cliental role. Notably, stratification intensifies this de-
velopment. By closing the gap between professions and managers via 
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intertwining domains, professionals meet clients in new ways and managers 
become more involved in the professional-cliental relationship. By having 
more intensive contact with teachers in working closely with first teachers, 
principals are becoming increasingly aware of cliental matters that are relevant 
to the profession. We see this in the types of issues that were discussed in 
meetings, which could revolve around how to handle pupils or parents and the 
setting of grades (Paper IV).  

 
Relational work is also important when creating relationships with clients 

that help balance logics instead of reinforcing polarisation. As accounted for 
in Paper IV, principals serve an important role in determining how first teach-
ers react to clashes between market and professional logics (See also Argu-
ments 1 & 3). As will be further developed in Argument 3, clients can be seen 
as a natural constituent of contemporary public professional organisations, and 
managers must handle this new role in some way. Not only do they need to 
‘guard’ the professionals and prevent cliental influence from becoming too 
burdensome, but they also need to do this in ways that embrace market logic 
and respect the new cliental role. While this is a balancing act and a challenge, 
the results of our study suggest that principals can address this. A clear exam-
ple is the support of principals when it comes to grade setting, where they can 
safeguard the mandate of teachers whilst serving the function of explaining 
this to the parents in a respectful manner (Paper IV). 

 
To sum up, different to the NPM narrative where managerial autonomy is 

inevitably used to enhance managerial control at the expense of professional 
control, we find that managers more often support professional autonomy and 
control (Papers III & IV). Tentatively, it is relevant that the majority of princi-
pals (86%) in Sweden have a degree in pedagogy (The Swedish National 
Agency for Education, 2019). Managing professional organisations in a way 
that increases professional autonomy is likely easier if the managers are aware 
of and sensitive to what the professional work entails (Frostenson, 2015). 
Moreover, the NPM narrative—including the conflict perspective between 
professionalism and managerialism—is derived from a view of clear-cut cate-
gories (i.e., those who manage and those who are managed) (Mulcahy & Per-
illo, 2011). However, our study indicates that these categories are not well-
defined. Not only are managers different in how they manage, but another im-
portant aspect is that not only managers can manage. In the case of professional 
elites or where managerial roles are hybridised (e.g., when doctors are clinical 
managers (Llewelyn, 2001)), those in managerial positions are grounded in 
traditional professions. When first teachers become part of school management 
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teams, the managerial role is further blurred. This fuzziness also pinpoints 
problems with the managerialism thesis and highlights the need to understand 
the managerial role in new ways. 
 
Agency in shaping the managerial role 

 
As mentioned in Chapter 2, leaders have a special role in facing different in-
stitutions (Kraatz & Moore, 2002; Washington et al., 2008). Managers are at 
the forefront of handling different logics since they engage in administrative 
issues, they deal with staff and they face client complaints to a large extent. 
Thus, managers can be described as institutional leaders (Selznick, 1957) that 
must try to find a balance between often conflicting logics. As we saw, whereas 
new professionalism requires altering the managerial role, there are differences 
in how managers relate to the different logics. The image of managerialism in 
the NPM narrative stipulates that there is an inherent conflict between the 
logics, where managers are embracing only market and bureaucratic logics. 
However, our study on first teachers shows that all logics are more often inter-
twined and combined in reality. Thus, instead of the managerial role being de-
fined as something threatening to professions in terms of automatically reduc-
ing professional control and neglecting professional logic, it could involve a 
strengthening of professional logic without erasing bureaucratic or market 
logics. 

 
If managers do not use their agency to bring logics together, another sce-

nario could involve a polarisation within organisations, where managers be-
come increasingly managerial and professionals stick to their traditional roles 
(Jacobs, 2005). Notably, those receiving managerial positions can succumb to 
or be colonised by managerial logic (Power, 1997), which can create gaps be-
tween professionals and managers (Bejerot & Hasselbladh, 2011; Kurunmäki, 
2004; Waring & Bishop, 2013). 

 
The strategies used and the type of management performed seemingly de-

pend on both the individual traits of managers (Breit, Fossestøl & Andreassen, 
2018) and contextual factors. For example, Pache and Santos (2013) claim that 
responses to competing logics are contingent on the degree of adherence to the 
logics and to what extent logics are hybridised within the organisations. As 
was shown here, relational work between professionals and managers is criti-
cally important when it comes to creating foundations to reconcile managerial 
and professional interests (See Papers III & IV; Waring, 2014). One could see 
this as a process of reciprocation in which all actors (including managers) are 
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constrained by the logics at play whilst simultaneously having the agency to 
change the institutional environment. Thus, although the logics present in or-
ganisations can restrain the actions of managers, they can affect the interplay 
of these logics by responding in ways that either lead to a further polarisation 
of logics or a blending of them. Despite the existence of different strategies 
and outcomes, Numerato et al. (2012, p. 637) claim that the bulk of the litera-
ture on this topic indicates an interplay between managers and professionals 
rather than polarisation: 

 
“…a number of contextual and situated analyses have concluded that interplay between 
professionalism and management results more often in co-existence, co-optation, media-
tion, negotiating, merging and (strategic) adaptation rather than in clashes, hegemony and 
resistance. The investigation of these subtle reactions should further be encouraged”. 
 

This is in line with the results of our study. In most schools, managers use their 
autonomy to safeguard professional logic. To bridge the gap between profes-
sional and bureaucratic logics, professionals need to be invited to managerial 
domains. Bringing professionals and managers closer and increasing their level 
of connectivity is also seemingly a means to reduce the dominance of market 
logic. Rather than keeping professionals shielded from these domains, which 
seems like a difficult and reactionary task, merging logics and bringing profes-
sionals closer appears to be more realistic and constructive. This can improve 
organisational unity since managers can support professionals in their relation-
ships with clients. Thus, managers have a great responsibility in engaging in 
relational work (Hampel et al., 2017) to balance between professional, market 
and bureaucratic logics (See Papers III & IV). 

 
In summary, the managerial role in contemporary public professional or-

ganisations is far from uniform. Instead, different trends in governance associ-
ated with different logics put complex demands on managers. What seems to 
be the ‘new’ in managing professional organisations characterised by new pro-
fessionalism is that managers are increasingly connective with regards to both 
professionals and clients. Notably, this context assumes that managers focus 
on building functional relationships with both of these groups of actors. 

 
Moving on to the next argument… 
 
In this analysis of public professional organisationalism, we still lack an im-
portant key player—the client. Professions and managers are not only formed 
in relation to one another, but also with reference to the client. Notably, the 
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cliental role is one of the main dimensions of public professional organisa-
tionalism. I claim that alongside new professional and managerial roles, a 
new cliental role is emerging that can be seen as co-constructing organisa-
tions rather than solely constituting a threat to them (See Schembri, 2006). In 
the next argument, the content and repercussions of this new cliental role are 
investigated.
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Argument 3: Clients are co-constructing 
new public professional organisations 
 
Thus far, I have focused on professionals and managers and shown how pro-
fessional and managerial roles are altered. I have questioned and nuanced the 
NPM narrative, which too narrowly leans towards de-professionalisation and 
managerialism in describing these roles. We shall now turn to the remaining 
building block of public professional organisationalism—the cliental role. In 
the NPM narrative, clients are often depicted as threatening to professions. No-
tably, clients thus serve a role in the de-professionalisation thesis. In contrast, 
in this last argument, I claim that modern clients can be understood as co-con-
structors (Schembri, 2006) rather than simply as threats. As with de-profes-
sionalisation and managerialism, a simplistic understanding of the cliental role 
is frequently applied to Swedish schools. In schools, clients are mainly parents 
since parents are responsible for making decisions regarding the education of 
their children.  
 

Although authors are highlighting a more relational and constructive role 
for clients, this literature often focuses on the societal level and discusses wider 
trends in governance (Osborne, Radnor & Strokosch, 2016). As Osborne et al. 
(2016) accentuate, the relations and interactions between professionals and cli-
ents are not sufficiently studied through a co-constructive perspective. In this 
argument, I will contribute by illuminating the cliental role in the studied 
schools. When studying schools, I observed how clients were active and influ-
ential, but also examples of how both professionals and managers could handle 
them in constructive ways. Seemingly, stratification can also be a means to 
make organisations more capable in this regard since professionals and man-
agers are engaged in cooperation and jointly meet clients in new ways and 
including them as relevant co-constructing actors (Paper IV; Schembri, 2006). 

 
Notably, the cliental role is not developing irrespectively of the other di-

mensions of the organisations. Just as with professionals and managers, clients 
can be seen as affected by the changing roles and practices within organisations 
as well as wider changes in society. By understanding this, we can engage in a 
more constructive discussion on how modern clients can be handled within 
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organisations, thereby embracing the fact that cliental influence is likely diffi-
cult to resist.  
 

The cliental role and its associated influence represent themes in the liter-
ature, and as mentioned are part of the de-professionalisation thesis. However, 
as emphasised by Bourgeault et al. (2011), clients are often referred to in gen-
eral terms with few empirical descriptions and are seldom the main focus of 
study. Quite surprisingly, considering the centrality of the cliental role within 
public professional organisations, clients are best treated peripherally (ibid). 
Comparatively, the focus has rather been the relationship between professions 
and organisations, or between professionalism and managerialism (Evetts, 
2009; Noordegraaf, 2015; Numerato et al., 2012; Waring, 2014). As 
Bourgeault et al. (2011, p. 68) state: 
 

“Still lacking /…/ is an explicit acknowledgement and discussion of the role that clients of 
professions and organizations play in this relationship/…/This is surprising in light of the 
potential contribution that a critical examination of clients could provide to our overall 
understanding of the work of professions within organizations, of organizations that em-
ploy professions, and how each responds to broader institutional change”. 

 
In line with how the other arguments have been structured, I will begin this 
argument by accounting for the NPM narrative and how it, not seldom ab-
stractly, places the cliental role as a threat to professions. 
 
 
The cliental role in the NPM narrative 

 
There is some ambiguity in the literature regarding the cliental role in relation 
to public professional organisations. Tight connections to clients are at the core 
of professional work (Freidson, 2001), making them central to professional 
logic. As Bourgeault et al. (2011) claim, where the conflict perspective be-
tween professions and management/organisations prevails in the literature, 
there are assumptions of professions and clients sharing mutual interests. Ac-
cordingly, from this perspective, the respective interests of professions and cli-
ents are incongruent with those of managers/organisations (ibid). This can be 
linked to professionals being autonomous in terms of the work they perform in 
relation to clients. For example, doctors are not supervised while examining 
patients and teachers are not supervised when teaching students. Thus, in indi-
vidual meetings with clients, professionals are traditionally ‘left alone’ 
(Helsby, 1995; Frostenson, 2015). Hence, if we assume that there is an existing 
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conflict towards management, in the core of the professions’ cliental work, 
professional logic is shielded from managerial supervision. 

 
One could argue that it is important to preserve professional autonomy in 

the core work since, as we saw in Chapter 2, professionals have access to ab-
stract and specialised knowledge (Abbott, 1988; Brante, 2010; Freidson, 
2001). In short, no one else knows how the professional core work should be 
performed better than the professionals (i.e., professionals have a monopoly 
on a certain type of knowledge) (Abbott, 1988; Larson, 1977). As such, pro-
fessionals should be left alone to perform their work in peace. However, in this 
ideal-typical image, a large amount of trust from both society and individual 
clients must exist. Here, the professional-cliental relationship is characterised 
by trust and freedom from managerial influence. This type of relationship also 
requires that professionals perform their work with a certain level of expertise. 
Thus, it is not so much about keeping a large mass of clients ‘happy’ or suc-
cumbing to market logic (Paper IV). Instead, it is more about fulfilling the 
needs of clients in individual meetings by performing satisfactory work (Al-
vesson, 2001). 

 
The mutuality between professionals and clients has been questioned since 

changes under the NPM umbrella can be seen as increasing the power of clients 
at the expense of professional control. Therefore, in the NPM narrative, grow-
ing cliental influence is observed and analysed as threatening to professions 
(See Argument 1). However, cliental influence is not a phenomenon that was 
invented when the concept of NPM was coined. Freidson back in 1970 de-
scribed the professional-cliental relationship as inherently contradictory. This 
is due to the risk of power imbalances when clients attempt to control matters 
of professional work, leading to infringements on professional control. 
Freidson (1960) claimed that clients had opinions on how doctors were to per-
form their work, which was sometimes in conflict with doctors’ ideas and thus 
put pressure on the professionals. 

 
 Yet, even if this ‘problem’ existed in the past, we have generally seen a 

boost in marketisation reforms within the public sector in recent decades. In 
Hood’s (1991) classical article on NPM, competition and making management 
function more like private sector management (by using tools from this sector) 
are mentioned as doctrines. The trend of marketisation has altered the role of 
citizens. Several authors highlight how the client/customer role has generally 
been ascribed more influence and that we as citizens have become more ser-
vice-demanding (Adams & Balfour, 2010; Blomqvist, 2004; Forssell & Norén, 
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2013; Nordgren, 2008). For example, Forssell and Norén (2013) show how 
free choice within Swedish primary care has led to the development of a 
‘McPatient’ who is a co-participant of the rationalisation process of services. 
Nordgren (2008) also discusses more active clients within the medical sector 
and explains how meetings between patients and doctors can increasingly be 
described as service arrangements. In the same vein, Waring and Bishop 
(2013) explain how patients have increasingly become customers due to re-
forms strengthening customer choice, scandals that decrease trust in doctors, 
and more easily accessible information for patients regarding their health. 

 
This customer shift can be seen to have occurred at a time characterised by 

a higher degree of individualism (c.f. the discussion on new professionalism in 
Argument 1) and the protection of one's own—rather than collective—values 
(Adams & Balfour, 2010). With reference to schools, Gay and Salaman (1992) 
discuss the sovereign customer and claim that a market discourse has replaced 
a more bureaucratic structure. Thus, the focus on individual rights and prefer-
ences has grown (Blomqvist, 2004). This is unsurprising since the value pack-
age brought about by NPM is characterised by a shift from the idea of rigid 
bureaucratic organisations to the notion of more free and efficient private or-
ganisations in which individuals contribute to quality by selecting different al-
ternatives. 

 
Freidson’s (2001) conceptualisation helps to theoretically explain why 

marketisation poses threats to professions. With increasing dominance of mar-
ket logic, the power balance is shifted and clients gain more control over both 
the content and context of professional work, which is occurring at the expense 
of professional control. The image of the demanding client fits well in the NPM 
narrative, where professions generally are seen as weakened. Thus, in the de-
professionalisation thesis, professions are unsurprisingly described to lose au-
tonomy and power internally in relation to management but also externally in 
relation to clients (Anderson & Cohen, 2015; Carvalho & Correia, 2018; 
Freidson, 2001; Kastberg, 2005; Sahlin-Andersson, 2006). 

 
Just as the NPM narrative is being widely used in descriptions of profes-

sional and managerial roles in Swedish schools, it is also highly relevant in 
how the cliental role is portrayed. As I will show, the demanding client has 
become an epithet applicable to parents in Swedish schools. 
 
Clients threatening teacher professionalism 
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The cliental role probably has different expressions depending on the level of 
marketisation in organisations. Swedish schools represent a great example of 
a sector in which market organisation and the connected growth of cliental 
influence have become realities (Paper II). Schools are subject to competition 
in that they compete to attract and retain pupils. As touched upon in Argument 
1, in 1992, a reform was introduced that liberalised the school system and sub-
jected organisations to competition while extensively facilitating private actors 
to run schools. One of the consequences of this reform is the amount of money 
that follows each pupil, which implies that schools lose money if a pupil 
changes school. This was packaged within a customer’s choice model that fur-
ther strengthens the role of parents as clients (Blomqvist, 2004; Fredriksson, 
2010; Kastberg, 2005). In Paper II (p. 33), we express how Swedish schools 
have become a “test site for New Public Management reforms”. The level of 
competition can be thought to have an impact on both principals and teachers 
in Swedish schools since they are under pressure to offer services to a higher 
extent than ever before (Fredriksson, 2010). 

 
In Paper IV, I find that first teachers often describe how clients (i.e., fore-

most parents) have high expectations of what schools must fix and that these 
types of demands are increasing. This is often connected to perceptions of de-
creased trust in teachers. Both managers and teachers claim that the responsi-
bilities of their schools have become fuzzier and that the limits of school ac-
tivities are constantly stretched. One factor in this is technology, which enables 
channels for informal cliental influence since parents can easily contact prin-
cipals and teachers via e-mail and other digital means. School managers are 
repeatedly contacted by parents, especially during times when grades are being 
set. Parents attempting to alter the grades of their children by contacting man-
agers and teachers, is a recurrent theme (Paper IV). Helgøy and Homme (2007) 
have similar findings in their studies on Norwegian and Swedish schools and 
discuss how managers expressed that parents have excessively high expecta-
tions of the schools. Cliental influence is especially burdensome when it in-
fringes on matters at the heart of professional work. As mentioned in Paper IV, 
grading is illustrative of a clash of interests since it is at the core of professional 
work. Thus, to a certain extent, it represents something that both managers and 
professionals seemingly perceive as sacred from other influences. Addition-
ally, the Swedish school system makes schools vulnerable to and dependent 
on pupils remaining in their school since they could lose funding. 

 
Thus, schools in Sweden are a great example of how market logic some-

times clashes with professional logic via cliental influence infringing on 
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professional control, which is stipulated in the NPM narrative. This theme was 
apparent in Paper IV. However, I argue the need to nuance and widen the pic-
ture of the cliental role since the demanding side of it represents only one di-
mension. New professional and managerial roles also involve closer connec-
tions to clients that are characterised by co-operation. Modern clients can be 
considered building blocks of organisations rather than peripheral actors or 
threats. Moreover, the clients of public professional organisations are not func-
tioning in a purely marketised setting. Instead, they operate in an utterly com-
plex context. 
 
Towards a more nuanced understanding of the cliental 
role 
 
Markets can be seen as socially constructed (Ahrne et al., 2015; Fligstein, 
1996), and these constructions function in various ways in different contexts. 
In the public sector, many organisations can be characterised as existing in a 
quasi-market context (Nordgren, 2010). This is a description that has been ap-
plied to the Swedish school system (Sebhatu & Wennberg, 2017). These or-
ganisations have other values to consider than market values alone. As men-
tioned in the previous arguments, different values and ideas exist side by side. 
Rather than the disappearance of public values (e.g., democracy and the rule 
of law), new values are added that are shared with private organisations (Hart-
ley, 2005; Torfing & Triantafillou, 2016). Whereas some authors refer to val-
ues, one can also explain the complexity in quasi-market contexts with the 
concept of logics. Although market logic has been introduced in these organi-
sations, it does not mean that bureaucratic and professional logics have disap-
peared. Thus, rather than one logic replacing others, the level of institutional 
complexity (Greenwood et al., 2011) has arguably risen. 

 
In the previous arguments, we saw that the different trends, values and plu-

rality of logics, as well as the openness towards contextual differences in which 
agency matters, call for more nuanced definitions of professional and manage-
rial roles than the NPM narrative stipulates. I argue that this is also true regard-
ing clients. In the NPM narrative, where cliental influence is depicted as purely 
threatening to professions, the image brought forward is largely one in which 
professions are weakened in relation to both managers and clients as if the 
latter two have similar interests that differ from those of professionals. When 
leaving the dualism between managers and professionals behind, we gain a 
more nuanced and complex understanding of also the cliental role and its ef-
fects on organisations.  
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The new constructive cliental role 
 
As previously highlighted, organisational boundaries can be analysed as hav-
ing been strengthened—especially in organisations subject to competition 
(Brunsson & Sahlin-Andersson, 2000; Evetts, 2016). As Evetts (2009) claims, 
this may be illustrative of stronger loyalties within the organisation (i.e., be-
tween managers and professionals). This might be connected to a closer inter-
twinement between managers and professionals (See Arguments 1 & 2) who 
can appear more unified in the face of the external threats of clients 
(Bourgeault et al., 2011). However, although inter-organisational boundaries 
might have been strengthened, there are also indications that the boundaries 
between organisations and wider society are being blurred, in the sense that 
clients are increasingly influential. Thus, paradoxically, whereas professionals 
and managers are becoming closer and organisational boundaries are strength-
ened, there is a fuzziness to the external boundaries. Through this perspective, 
if we accentuate the more connective (Noordegraaf, 2015, 2020) side to pro-
fessions and organisations (as highlighted in Arguments 1 & 2), we shift lenses 
and can see other effects of the cliental role and attached influence than those 
leading to conflict. Again, this is not to say that the image in which conflict is 
enhanced is inaccurate. Rather, we can widen our perspective and include ad-
ditional dimensions of reality. 

 
The blurriness of the boundaries surrounding organisations can be con-

nected to the ideas included in the accounts of NPG, which have been high-
lighted in the previous argument. I have thoroughgoingly accentuated the con-
nectivity argued by Noordegraaf (2015, 2020) in which actors are becoming 
more intertwined. Also, with reference to clients, this means focusing more on 
networking and relationship building. As was touched upon earlier, handling 
clients is now a natural part of both professional and managerial work. Rather 
than looking upon it as separate from everyday work, one could choose to an-
alyse cliental influence in terms of it being integrated into the contemporary 
work of organisations (Noordegraaf, 2015). Thus, through this perspective, cli-
ents are co-constructors of organisations rather than external referents (Alves-
son, 2001; Anderson-Gough et al., 2000; Sturdy & Wright, 2011; Torfing & 
Triantafillou, 2016). Perhaps we could even leave the epithet of ‘client’ and 
replace it with ‘citizen’ if we are to eventually evolve from the NPM narrative. 
However, I choose to continue with the concept of ‘client’ since it is illustrative 
of the NPM narrative to which I wish to contrast my argumentation. 
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Whereas I have suggested that contemporary professional and managerial 
roles include adhering to several logics, I claim that the cliental role is also 
shaped by managerial and professional influences. Thus, the perspective of 
bringing together logics and accentuating the intertwinement of professional 
and managerial roles calls for an openness to incorporating clients into the 
equation. Notably, clients are generally becoming more influential over pro-
fessional work. This can be seen to shape the identities of citizens, making it 
natural to be engaged in the professional work of organisations that we have 
tight connections to. Not only are clients more closely intertwined with profes-
sional work and thus elements of professional logic, but they also have in-
creased influence over managerial work and thus embrace elements of bureau-
cratic logic (Fincham, 1999; Sturdy & Wright, 2011). Thus, one could view 
the client as an active actor who influences and impacts the content of both 
professional and organisational work (Alvesson, 2001; Kastberg, 2005). As 
Fincham (1999) shows, this departs from the dualistic perspective between 
professionals and clients. Our studies of schools serve as strong empirical ex-
amples of how this new cliental role can play out. 
 
The new cliental role in schools 
 
In the schools studied here, the closer involvement of clients in professional 
work is obvious. In Paper IV, I show how teachers experience clients as in-
creasingly influential and demanding. As mentioned before, some teachers 
find this to be burdensome, especially when parents attempt to control matters 
close to the professional core work, such as setting grades. Thus, the image put 
forward in the de-professionalisation thesis is realised to some extent. How-
ever, this is not the full picture. These organisations are dependent on both 
satisfied clients and content teachers. Notably, they cannot risk teachers leav-
ing the workplace. Thus, it is not as simple as organisational and cliental inter-
ests being congruent since professional interests are important for these organ-
isations (See Argument 2). 

 
Meanwhile, the influential and active role of clients is also perceived as 

constructive. For example, first teachers describe how cliental participation 
makes them improve their performance (Argument 1; Paper IV). The profes-
sional core work (i.e., teaching) is dependent on students doing their part. Thus, 
teachers require the support of parents in making sure students learn and do 
what they are supposed to. Bringing parents along and developing good rela-
tions are integral to the professional core work of teachers. This can function 
in constructive ways, where parents and teachers become more team-like to 
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create a good environment for student learning (Paper IV). In this sense, 
teacher professionalism and the professional role are intertwined with the cli-
ental role and its associated influence, rather than being separated from it. 

 
First teachers have a special role in relation to clients since they are in-

volved in managerial work at many sites (e.g., meetings in which both first 
teachers, principals and parents participate). In Paper IV, I show that first 
teachers can and do respond to clashes that occur between market and profes-
sional logics induced by cliental demands in ways that bring logics together. 
First teachers can thus alter the institutional environment. More concretely, 
first teachers respond to clashes between market and professional logics by 
combining the logics (Pache & Santos, 2013), thereby making them exist side 
by side. They also resist market logic to a certain extent, especially in situations 
where cliental influence infringes on the professional core work (e.g., setting 
grades or planning education). In more managerial settings, first teachers 
sometimes succumb to market logic in the sense that they feel that managerial 
work is completely run by the demands of parents and children. On a more 
positive note, first teachers also co-opt (Andersson & Liff, 2018) market logic 
in that they include it in their professional identities in some contexts. For ex-
ample, they speak of how cliental influence makes them perform better as 
teachers whilst still being able to set boundaries and not feel completely over-
run by the clients. The ability to handle clients is a prerequisite to career de-
velopment and having ownership over more domains of the organisation be-
yond the professional core work. Embracing managerial or bureaucratic logic 
and becoming intertwined in managerial work also involves being able to in-
tegrate market logic into one’s professional identity (Paper IV). 

 
The managerial part of the cliental role in schools is also clearly estab-

lished. Parents engage in school development matters both formally and infor-
mally. There are recurring meetings with parents, often on a monthly basis. In 
these meetings, parents are invited and encouraged to have a say in school 
management issues. By observing meetings of this kind, I discovered that par-
ents are prone to placing demands on schools, which has repercussions on the 
managerial work of schools. The influence of parents can result in further bu-
reaucratisation, such as the example from Paper IV of parents making a school 
create a document stipulating why and how iPads were to be used by the pupils. 
Another example from Paper IV is when first teachers prepared a defence with 
reference to the division of classes at the school, which the teachers knew in 
advance would upset parents. In the same vein, cliental demands are also dis-
cussed in school directorate meetings, where principals and teachers debate on 
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how to address them. Thus, cliental influence is treated as a natural and integral 
part of managerial work. Whereas some first teachers experience this influence 
as problematic, many teachers are careful to explain the importance of bringing 
along parents. Seemingly, tighter boundaries are not the aim. Instead, first 
teachers work to create good relations and co-operation between the schools 
and parents). By embracing the view of the cliental role not being as threaten-
ing as portrayed in the de-professionalisation thesis, I claim that there are ways 
to respond to its attached influence without it having to erode professional val-
ues (Paper IV). 

 
The clients of these organisations meet more integrated professionals and 

managers. In short, they come into contact with organisations where profes-
sional and managerial domains or professional and bureaucratic logics are be-
coming increasingly intertwined (See Arguments 1 & 2). Notably, the cliental 
role does not pertain to clients’ core relationship to professionals or a clash 
between cliental and professional interests. Instead, it co-constructs organisa-
tions as wholes. The tighter entanglement of professionals and managers is 
linked to the coherent handling of clients, where clients come forward as the 
building blocks of organisations rather than as peripheral phenomena. With 
parents being involved in professional and managerial matters and domains, 
they become even more resourceful and knowledgeable on matters related to 
both professional and managerial work. Thus, they incorporate elements of 
professional and bureaucratic logics in their cliental roles. For example, they 
can be inducers of written development work (e.g., the document concerning 
the use of iPads), thereby increasing their understanding of both the managerial 
and professional rationales. 

 
Notably, cliental influence is not perceived and dealt with identically in all 

contexts. There are differences in how demanding the cliental role is experi-
enced (See Paper IV). Just as in the definition of professional and managerial 
roles, professionals and managers have agency in defining and adjusting to the 
cliental role and how it affects them, which is a discussion to which I now turn. 
 
Agency in shaping the cliental role 
 
There are differences in how both professionals and managers handle the bal-
ancing act when it comes to how they relate to market logic and clients. In 
Paper IV, I describe the importance of managers in supporting teachers’ rela-
tionships with parents and pupils (See also Arguments 1 & 2). However, the 
support provided can vary. In some contexts, there seems to be a separation of 
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logics since teachers are mostly engaged in the core work of teaching and de-
scribe managerial tasks as something peripheral and sometimes threatening. 
Here, there is a divide between bureaucratic and professional logic, with mar-
ket logic appearing distant and clients being described in problematic terms. 
For example, first teachers complain about obnoxious parents who want to al-
ter the grades of their children, which results in pressure from managers to 
meet cliental demands (Paper IV). Meanwhile, in other contexts, first teachers 
find resources and support from managers in their relationships with clients. 
When there is no separation of logics, managerial and professional domains 
are closer and relationships with managers seem to function better. With the 
support of managers, cliental influence can be stopped from becoming too 
dominating and the professional core work can be shielded. Although some 
contextual differences exist, the supportive role of managers in preserving pro-
fessional interests in client relations was most commonly observed in the stud-
ied schools. When feeling supported, first teachers can handle cliental influ-
ence in ways that do not make them succumb to it. However, if there are per-
ceived gaps between managers and professionals, first teachers more fre-
quently complain of cliental pressure and how they feel that principals are 
more occupied with satisfying the needs of clients than standing up for the 
teachers (Paper IV). 

 
Since adhering to clients and market logic are essential in these organisa-

tions, developing skills in this area is an important feature for professionals 
and managers (Anderson-Gough et al., 2000). In Paper IV, I illustrate how 
dealing with clients in constructive ways helps first teachers in their career 
progression by learning how to balance market logic and professional logic. 
For example, by taking part in managerial meetings, first teachers meet parents 
in constellations that ordinary teachers do not. Finding balance can involve co-
opting elements of market logic that work with professional logic (c.f. Anders-
son & Liff, 2018; Paper IV). This provides opportunities to safeguard sensitive 
zones of the professional core work whilst not actively working against cliental 
influence in other realms. If both managers and professionals were to entirely 
succumb to market logic, the balance of power would shift too far towards the 
clients. In this scenario, there is a risk that professions and organisations would 
become co-opted by market logic instead of the other way around (Paper IV). 

 
Thus, how managers and teachers handle clients and market logic seems to 

be connected to context. Where professional and managerial domains are in-
tertwined and the relationships between managers and professionals are func-
tioning, there seems to be an openness to include market logic rather than 
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fighting it (Paper IV). New managerial and professional roles also appear to 
enhance strategies to deal with cliental influence in different ways, thereby 
altering the cliental role into something new. Just as actors are not passive 
when it comes to defining professional and managerial roles, they are not pas-
sive in their handling of clients and the balancing act with reference to market 
logic and the definition of the cliental role. 

 
Seemingly, embracing cliental influence is more constructive than longing 

for its disappearance. Even if marketisation were to magically disappear, the 
cliental role that has grown into our consciousness as citizens would likely be 
difficult to erase. The cliental role extends beyond one sphere. Cliental influ-
ence can be considered part of a discourse that is not restricted to schools. It 
can be seen as overarching and integrated into our mindset and even our iden-
tities (c.f. Adams & Balfour, 2010). Thus, in handling contemporary clients, it 
seems important to understand the very essence of this role and embrace the 
fact that it cannot be separated from the organisations. The work of organisa-
tions cannot be shielded by resisting market logic and cliental influence since 
this is not realistic. Instead, clients can be given the possibility to influence 
certain areas of managerial and professional work, where appropriate. 
 
Moving on to NPPO… 
 
In this chapter, I have investigated the cliental role. Notably, I claim that the 
cliental role should not be seen as simply demanding and expressive of market 
logic. Instead, we need to nuance this image and highlight its co-constructive-
ness in new public professional organisations. It is not always easy to draw 
sharp lines between professional, managerial and cliental roles since they are 
becoming increasingly intertwined in the studied organisations. Therefore, 
some aspects and dimensions have reappeared across the three arguments. The 
following chapter will abstract and analyse what the newness of these roles can 
teach us about contemporary organisationalism. Chapter 5 will present the 
ideal type of NPPO. 
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5. 
Towards a New Public Profes-

sional Organisationalism? 
 
In the upcoming analysis, I will abstract insights from the arguments and de-
velop the ideal type of NPPO. Together, the arguments show that professional, 
managerial and cliental roles are evolving and that the relationships between 
professionals, managers and clients are increasingly characterised by mutual-
ity, harmony and cooperation. This observation runs contrary to the NPM nar-
rative that accentuates conflict, power struggles and separation. The NPPO 
concept offers a comprehensive view in which new aspects of organisational-
ism are highlighted. However, this does not imply that organisationalism de-
scribed using the NPM narrative is non-existent. Rather than trading one image 
for another, I wish to widen the picture by illuminating new traits of organisa-
tionalism that have not been sufficiently accounted for in the literature. 

 

The components of NPPO 
 
In line with the thoughts of Weber (1904/1977), an ideal type represents an 
extreme that organisations rarely live up to in practice. In creating the ideal 
type of NPPO, I refine insights from the arguments into a model that individual 
organisations can be compared to, but not necessarily entirely fulfil. NPPO 
builds on seven components, each of which will be accounted for respectively 
(1–7). When deemed necessary, examples will be included from the arguments 
for further illustration and clarification. It is important to consider that although 
empirical examples are provided, this does not mean that one studied organi-
sation fully embraces all seven components. The chapter ends with a wider 
discussion surrounding the application of the NPPO concept and the power of 
agency in determining the extent to which individual organisations resemble 
the ideal type. 
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1. Interconnectedness of domains 

 
In a traditional sense, professionals, managers and clients ‘own’ separate do-
mains in organisations. However, as we have seen, professionals are becoming 
increasingly involved in domains other than the professional one (Argument 
1). As pursued in Argument 1, some see this development as threatening to 
professionals, whilst others view it in terms of a widening of the concept of 
professionalism. Here, I claim that the interconnectedness of domains can also 
be argued as a key component of organisationalism. Therefore, a central fea-
ture of NPPO is interconnectedness between managerial, professional and cli-
ental domains. 

 
Today, there are arenas in which professionals, managers and clients come 

together. Stratification and new professionalism intensify a development 
where professionals participate in managerial domains in which they also face 
clients in more managerial settings than other professionals (Argument 1). 
First teachers are for example part of managerial boards and in these arenas, 
there is no separation of domains where the different actors maintain bounda-
ries of their own. Instead, the boundaries between the domains are loosening 
up. During managerial board meetings, we witnessed mainly co-operation in 
overarching organisational challenges and development work (Arguments 1, 2 
& 3). As shown in Argument 2, first teachers sometimes appeared more knowl-
edgeable about development issues than the principals. This is illustrative of 
the closer intertwinement of managerial and professional domains rather than 
isolation between them. A relevant observation is that the context seemed sub-
stantive in enabling some professionals to become more active in managerial 
domains (Argument 1). 

 
Meanwhile, in parent meetings, professional, managerial and cliental do-

mains all came together. Although first teachers sometimes complained about 
cliental pressure, they were most often keen to highlight the importance of par-
ents participating in the education of their children (Argument 3). The attitude 
displayed towards clients was not illustrative of a protectiveness of the profes-
sional domain but rather of a will to approach the cliental domain. Addition-
ally, by integrating professionals in managerial work, managers became closer 
to matters connected to the professional-cliental relationship. Technology con-
tributes as a means to further connect the cliental domain to the professional 
and managerial domains since clients can easily contact managers and 
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professionals by using technology (ibid). Thus, there are both formal and in-
formal arenas in which professionals, managers and clients meet.  

 
Today, being a professional involves mastering domains beyond the pro-

fessional one. Likewise, managing organisations inhabited by new profession-
als and new clients involves a widening of management with professionals and 
clients being included in managerial domains and managers being simultane-
ously engaged in professional and cliental domains. Thus, being a client of 
these organisations indicates active involvement in the managerial and profes-
sional domains. The interconnectedness of domains makes the actors meet in 
different constellations and alter their roles. I claim that in the development of 
managerial, professional and cliental roles as well as the bringing together of 
domains, there is also a hybridisation of logics. Notably, this hybridisation of 
logics constitutes the next component. 
 

2. Hybridisation of logics 
 
Intertwining domains makes logics function together rather than in isolation. 
In the literature, logics are often used as a tool to highlight conflicts and prob-
lems within public professional organisations. Not seldom are bureaucratic and 
market logics analysed as having been strengthened at the expense of profes-
sional logic, alongside changes connected to NPM (Arguments 1, 2 & 3). How-
ever, if we aim to capture the evolving nature of organisationalism, it is not 
sufficient to stop at describing conflicts between logics. The arguments of this 
thesis all showed that new professional, managerial and cliental roles involve 
the actors embracing different logics rather than guarding their logics of dom-
icile. 

 
Regarding professionals, it was suggested that the formation of new pro-

fessionalism calls for viewing professionals as embracing other logics than the 
professional one (Argument 1). This development is often described in nega-
tive terms for professions. Not seldom is new professionalism viewed as a neo-
liberal project transforming professionals through a managerial agenda (Argu-
ment 1). Thus, the insight that professional roles are often changing continues 
to depict a weakening of professions, which derives from the understanding of 
incompatibility between logics.  

 
First teachers provide an illustrative example of how new professionalism 

instead can involve logics becoming hybridised in the identity of these elites 
and how this can strengthen the profession as a whole. Notably, first teachers 
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did not ‘fight’ bureaucratic and market logics; instead, they more often incor-
porated them into their professional identity. They also engaged in develop-
ment work concerning both the content and context of the professional work. 
Moreover, they participated in managerial work discussing organisational mat-
ters such as how to adjust to demands stemming from the bureaucratic chain 
of command (Arguments 1 & 2). Additionally, they were keen to describe the 
importance of cliental influence and how it could improve their work as teach-
ers (Argument 3). Thus, market and bureaucratic logics should not be consid-
ered peripheral threats to professionalism but rather parts of its very essence 
(Argument 1). 

 
As I showed in Arguments 2 and 3, managers and clients are also now in-

creasingly in contact with other logics than their domestic ones. Having pro-
fessionals more active in managerial domains implies that professionals—in 
their new professionalism—are incorporating logics beyond professional 
logic, while managers are also required to consider professional logic to a 
larger extent (Argument 2). For example, we saw that first teachers helped 
principals balance between different logics by becoming the voice of the pro-
fession. By involving professionals in managerial domains, principals received 
a greater understanding of what was important for the profession and how dif-
ferent suggestions might affect the teacher collegium. This could revolve 
around what issues to focus on concerning pedagogical development. Thus, 
the first teacher reform intensified a development where managers were incor-
porating professional logic in their identity and work as managers. Safeguard-
ing professional logic and not letting the other logics become too dominant is 
one way of making the work of the elites legitimate and relevant to the rest of 
the collegium (Argument 1). 

 
Managing contemporary organisations inevitably also involves handling 

increasingly influential clients and market logic. As shown in Argument 2, 
managers in contemporary public professional organisations are becoming 
more relational and connective due not only managing new types of profes-
sionals, but also because of a greater need to adhere to the client as a co-con-
structive actor (See Argument 3). Career advancement for both professionals 
and managers is contingent on being able to handle clients and adjust to cliental 
influence (Argument 3). However, market logic could—instead of taking over, 
as sometimes noted in the literature—be balanced with other logics.  

 
Although they are often described in negative terms, I withhold that mod-

ern clients are increasingly embracing other logics than the market one due to 
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their positions in organisations. It is not so that clients always act as demanding 
customers. Instead, they are intertwined with managers and professionals in 
ways that force them to take in professional and bureaucratic logics. Being the 
client of a public professional organisation thus involves hybridising market 
logic with professional and bureaucratic logics in the cliental role (Argument 
3). By studying schools, I saw examples of this in the role of the parents, where 
some parents were certainly considered difficult. However, teachers and man-
agers more generally described an informed and capable cliental role that more 
closely resembles an additional constructor of organisations than an obnoxious 
client (ibid). 

 
In summary, it can be concluded that there is a hybridisation of logics in 

the roles of the actors in the sense that logics can be combined and function 
together. However, although logics are hybridised in the roles of the actors, 
this does not imply that tasks are also hybridised. On the contrary, the next 
component accounts for a development involving the de-hybridisation of tasks. 
 

3. De-hybridisation of tasks 
 
Managing public professional organisations entails a great deal of pressure and 
a variety of tasks. The example of first teachers illuminates how stratification 
can lead to a de-hybridisation of tasks, where some professionals take over 
matters of professional leadership and pedagogical development so that prin-
cipals can focus more on administrative tasks (See Argument 2). Few princi-
pals have time to engage fully in both administration and other matters more 
closely related to the professional core work. The development towards new 
professionalism and the creation of professional elites could alleviate this bur-
den of managers by some professionals taking more responsibility for leader-
ship and development connected to the professional work. This can also be a 
way of reducing stress for professionals. For example, we saw that the first 
teacher reform gave school development matters a boost (Argument 1). Thus, 
stratification can simplify the distribution of tasks when it comes to how mat-
ters are shared between managers and professionals but also intra-profession-
ally. For example, rather than ad hoc solutions related to who does what, 
through professionals sharing managerial burdens, the new professionalism in-
volves the de-hybridisation of tasks in which some professionals more clearly 
are responsible for these types of matters (Argument 2). 

 
In the NPM narrative professionals are reluctant or forced to engage in 

managerial matters. The view of new professionalism as a disguise of 
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managerialism highlights this notion (Argument 1). Meanwhile, this narrative 
stipulates how professionals must embrace managerialism—and thus be active 
in all types of managerial work—to advance their career. NPPO instead illus-
trates how professionals can take on managerial work that feels relevant to 
them and the whole of the profession and which to larger extent relates to the 
content of work (c.f. Freidson, 1994). In our study, professionals were ob-
served to have agency in this selection. Thus, new professionalism does not 
have to mean that professionals are passive recipients of managerial demands. 
Instead, they can be active and freer to define what type of work they engage 
in. Interestingly, new professional roles can thus be a win-win situation for all 
professionals. Ordinary professionals can be shielded from managerial work, 
which might not interest all professionals since professional elites are respon-
sible for these matters (Argument 2). 

 
Closer connections between clients, managers and professionals thus do 

not imply that all actors perform the same duties. NPPO involves an increasing 
mutuality between different domains and the hybridisation of logics in the 
roles of actors. Despite this, further refinement and a clearer separation of tasks 
can be beneficial for all groups. It can also be concluded that substantive au-
tonomy can exist regarding the tasks and matters that professionals choose to 
work with. In the NPM narrative, autonomy for professionals is portrayed as 
heavily curtailed, whereas managers and clients are given greater autonomy. 
In contrast to this view, I propose a perspective where autonomy is dispersed 
between different actors. 
 

4. Dispersed autonomy 
 
The fourth component of NPPO consists of autonomy as simultaneously dis-
persed between professionals, managers and clients. As shown in the argu-
ments, professional autonomy is often described as infringed upon in the NPM 
narrative, whereas autonomy is enhanced for both managers and clients. This 
stems from the belief that autonomy is a zero-sum game (i.e., if one actor group 
experiences an increase in autonomy, this automatically means that another 
group loses some). Thus, autonomy is considered a non-renewable resource. 
Managers in particular are frequently referred to as having gained autonomy 
since the components of NPM revolve around advanced managerial techniques 
and managing public organisations in new ways (Argument 2; See Osborne, 
2006). Meanwhile, marketisation leads to stronger clients with greater auton-
omy (Argument 3). Theoretically, these developments can be seen as 
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diminishing professional autonomy; however, the arguments presented in this 
thesis suggest that this is not the complete picture. 

 
We concluded that the first teacher reform in the studied cases led to an 

overall increase in autonomy for the teaching profession since teachers re-
ceived a voice and a position at the managerial level. Since first teachers com-
monly shielded their work from infringing on the ordinary work of other teach-
ers, individual teacher autonomy was preserved (Argument 1). Thus, although 
early studies on stratification noted the risk of ordinary professionals losing 
autonomy (Freidson, 1984, 1985), in this thesis I have shown that this is not 
necessarily the case. Simultaneously, the managerial position remained intact 
and principals continued to enjoy a great deal of managerial autonomy in Swe-
dish schools (Argument 2). 

 
The decrease in professional autonomy sometimes depicted with reference 

to the cliental role can also be nuanced. Clients have gained an increase in 
autonomy in organisations subject to competition (Argument 3). As I observed, 
although clients can be demanding and risk affecting the autonomy of profes-
sionals when marketisation reforms are introduced, both professionals and 
managers can react to this in ways that do not make them succumb to this in-
fluence (ibid). Just because there is autonomy on behalf of clients does not 
automatically imply that professional autonomy is curtailed. When studying 
Swedish schools, we met competent and resourceful managers and profession-
als—not passive victims—when it came to cliental relations (Arguments 1, 2 
& 3). Altogether, this suggests that different groups can simultaneously have 
autonomy and that an increase in autonomy for one group does not necessarily 
lead to a decrease in the autonomy of another. 

 
This insight supports the notion that autonomy is dispersed and is con-

nected to possibilities for professionals to exercise control over matters regard-
ing the whole collegium and organisation (i.e., over both the content and con-
text of professional work) (c.f. Freidson, 1994). In line with Levay and Waks 
(2009), autonomy can be used in ways that allow professionals to control the 
premises of their work. Thus, tightly connected to the view of dispersed auton-
omy is the notion that control is distributed between different actors. 
 

5. Distributed control 
 
The different logics of Freidson (2001) illustrate a distinction between profes-
sional, managerial and cliental control. In professional logic, professionals 
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entirely control the content and context of work, whilst managers have this 
position under bureaucratic logic and power is shifted towards clients under 
market logic (See Chapter 2). In the NPM narrative, managers and clients have 
gained control at the expense of professional control. Managers use top-down 
management and professionals have the role of subjects to this control. This is 
also shown by the image of new professionalism in this narrative (See Argu-
ment 1), where changes and developments in professionalism are seen as being 
run by managerial interests. Meanwhile, clients execute a form of horizontal 
control and put pressure on professionals (Argument 3). 

 
Based on the insights of the arguments, we can see that control should be 

viewed under more reconciling terms since it is distributed between different 
actors. The example of first teachers shows how the professional elites can 
have a substantial amount of control in practice, especially over the content of 
professional work (Argument 1). Thus, although there is a hierarchical chain 
of command in which managers formally manage, constellations could come 
about where control is shared between managers and professionals (See Argu-
ments 1 & 2). There can be channels for professional control and these chan-
nels might be more formalised when introducing elite roles for professionals. 
Stratification can be a way to increase professional control, for example by 
some professionals acting as representatives of their colleagues at managerial 
levels (Argument 1).  

 
Although stratification is not introduced everywhere in a strict sense, the 

move towards new professionalism can be analysed in terms of more active 
professionals engaging in managerial domains, safeguarding professional con-
trol and a professional position not completely determined by either clients or 
managers. However, professions are heterogeneous and the development to-
wards new professionalism might include a division where some professionals 
embrace this new identity more than others and thus move up the hierarchy by 
working more closely with managers. Interestingly though, hierarchy in pro-
fessions does not necessarily appear completely foreign or threatening. The 
lack of widespread evident intra-professional conflict in introducing the first 
teachers is illustrative of this. Thus, hierarchy in the sense of different positions 
for managers and groups of professionals does not intrinsically mean that pro-
fessionals explicitly experience a loss of control (Arguments 1 & 2). 

 
Control can be seen as distributed, where actors control different aspects of 

their organisations. As indicated in the previous section, this can be connected 
to autonomy since enhanced autonomy at the organisational level is linked to 
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an increase in professional control over more types of matters (c.f. Levay & 
Waks, 2009). Thus, although managers might still have financial control, pro-
fessionals can have control over the professional work and might not be inter-
ested in controlling all aspects of their organisations. The de-hybridisation of 
tasks can result in managers having control over certain administrative matters, 
whereas professionals control matters more closely connected to the profes-
sional core work (c.f. Argument 2). 

 
Control is also distributed to clients. In the schools studied, although clients 

did exercise control, there were examples of both professionals and managers 
restricting this control and letting it be assigned to different matters where it 
did not infringe too much on professional and managerial control (Argument 
3). Thus, in NPPO, the control of clients is ideally balanced with that of pro-
fessionals and managers whilst ensuring an openness for cliental influence 
where it fits the work and aims of the organisations. 
 

Despite a division of professions where some professionals are being active 
on organisational levels and meeting both managers and clients in new ways, 
the extensive conflict assumed by the NPM narrative was not observed. What 
can instead be highlighted is the move towards a co-constructiveness in which 
co-operation and harmony become the results of actors working more closely 
together. 

 
6. Co-constructiveness 

 
The component of co-constructiveness (See Schembri, 2006) involves witness-
ing harmony between actors and a constructive path forward in which the ac-
tors form the development of organisations together. This can be contrasted to 
the NPM narrative, where there are power struggles between professionals, 
managers and clients within a state of constant conflict. In this battle profes-
sionals are most often the losers since managers and clients are described to 
have gained power at the expense of professionals (Arguments 1, 2 & 3). As 
we have seen in the previous components, this perspective stems from the view 
of separation between domains and logics as well as control and autonomy not 
being able to exist among different actors simultaneously. Since I have argued 
the opposite thus far by stating that domains and logics are integrated with 
distributed control and dispersed autonomy, I call for a widening image and a 
departure from that of conflict between actors. 
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The perspective that has been salient in the components of NPPO is one 
where the roles of the actors are becoming more intertwined and conflict is 
downplayed. The new roles can together co-construct organisations rather than 
the status quo being power battles between different groups in which profes-
sions lose. One can see this entanglement as threatening to organisations since 
developments in the newness of roles are included which we might not tradi-
tionally associate with these roles. However, one can also see this as a natural 
part of contemporary organisationalism in which different actors are co-con-
structing the very essence of their organisations. This implies that there are no 
clear divisions between professional, managerial and cliental roles. On the con-
trary, roles are becoming more intertwined. With these actors becoming inter-
connected, the frames defining a professional, manager and client become less 
strict. Meanwhile, the groups involve multiple variations. Illustratively, we see 
this in the example of professional elite roles for some. Instead of managers 
taking on all of the responsibility for organisational development, new profes-
sional roles make professionals co-construct their organisations by actively en-
gaging in development matters. For example, first teachers participated in 
managerial boards and meetings with managers and parents. One could claim 
that involvement in these spheres is essentially what constitutes a managerial 
role, still it is performed by professionals. 

 
Moreover, managers can take different shapes. For example, they can be 

hybrids between managers and professionals (Argument 2). In NPPO, manag-
ers are increasingly involved in professional domains. For example, managers 
often supported first teachers in professional-cliental matters such as teachers 
setting grades—a task that can be considered strictly related to teacher profes-
sionalism. Thus, managers are engaged in this professional domain. The set-
ting of grades was even discussed in managerial domains such as meetings 
attended by principals and first teachers (Argument 2). 

 
Clients are also a heterogeneous group. Although some clients might be 

considered demanding, others are much more modest. In NPPO, the cliental 
role (as highlighted in Argument 3) includes actively engaging in constructing 
organisations and their future. When studying first teachers, we found that par-
ents were participating in monthly meetings with managers and sometimes first 
teachers, where both cliental matters and matters related to school develop-
ment were discussed. As I have suggested, if we leave the view of constant 
conflict behind, we can see how cliental influence can be used to improve the 
performance of organisations. Through a professional-managerial relationship 
characterised by trust (which will be further dealt with in the next component), 
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the cliental role can be defined in ways that shield the professional core work 
when necessary whilst involving clients in the definition of organisations in 
ways that do not threaten professional autonomy and jurisdiction (Abbott, 
1988). Thus, rather than clinging to a view in which cliental influence is always 
promoting market logic which professionals need to be guarded against or re-
sist, if we embrace the evolving nature of organisationalism, we can further 
analyse it in terms of how clients can co-construct organisations. Thus, NPPO 
does not only entail bridging gaps between professionals and managers but 
also those between professions, managers and clients. 

 
 In this co-constructiveness lies an understanding of actors as sharing the 

interest of making organisations function. For example, there are mutual inter-
ests in schools to make education satisfactory for children. However, few 
works in the literature have focused on the joint interests of professionals, cli-
ents and managers. Having studied school organisations, I claim that our ob-
servations give reason to highlighting this mutuality. For professionals, man-
agers and clients to play their respective parts in the construction of organisa-
tions, interrelational trust between these actors becomes key.  
 

7. Interrelational trust 
 
Trust is a buzzword that has been highlighted in the governance literature as 
one of the features of NPG (Bekkers & Noordegraaf, 2016). The word is at risk 
of becoming what Pollitt and Hupe (2011) refer to as a ‘magic concept’ since 
it involves positive connotations but not necessarily an operationalisation of 
what it means in practice or how it should be achieved. Still, I choose to include 
trust as a component of NPPO. This is because it places a focus on the rela-
tionships between the relevant actors and can be contrasted to how these are 
typically characterised. The NPM narrative suggests that the relationships be-
tween managers, professionals and clients are built upon incongruent interests 
and fights between domains that can be characterised by distrust between ac-
tors. Instead, NPPO entails trust between these actors. 

 
 As I have argued in this chapter, the NPPO concept accentuates an increase 

in the interconnectedness between actors where professional, cliental and man-
agerial roles are changing in ways that integrate domains and logics. This im-
plies tighter connections between these actor groups and more understanding 
of each other’s domains, which assume relationships characterised by trust. 
For example, enhanced professional representation at managerial levels does 
not fit the description of eroded trust towards professionals—in fact, it suggests 
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the contrary. Managers who actively invite professionals into managerial do-
mains need to be able to trust that these professionals can handle the responsi-
bility. Meanwhile, for professionals to represent their colleagues, individuals 
must trust that these actors will use their new role in a satisfactory manner 
(Argument 1). The example of first teachers shows how the development to-
wards new professionalism can be characterised by trust being placed in those 
choosing to partly leave the professional core work and take on more of a lead-
ership role—as opposed to creating tensions between different types of profes-
sionals. It also indicates that the professionals ‘left out’ of this (i.e., those more 
closely connected to only the individual core work) do not necessarily resent 
other types of professionals as long as the core work is shielded (Argument 1). 

 
As I have shown in the arguments, the relationships between managers and 

professionals can function to create unity in organisations. Principals can trust 
first teachers to take on leadership roles in matters concerning professional 
work. This also presumes that first teachers trust principals to support them in 
their new paths. Meanwhile, as shown in Argument 3, managerial trust towards 
professionals is essential when it comes to how the cliental role and its asserted 
influence are handled. The development of professional and managerial roles 
seemingly involves learning to handle clients in constructive ways since pro-
fessionals and managers are becoming closer and can work more uniformly 
with reference to clients. Ideally, the managerial-professional relationship 
could function to balance the different interests of the actors and also shield 
sensitive zones in the professional core work. It seems important that managers 
stand up for professionals (when professionals deem it necessary) without ac-
tively resisting cliental influence (Argument 3). Notably, this support enhances 
trust between professionals and managers. Bringing in clients as co-construc-
tors—in addition—presupposes trust towards clients. 

 
Thus, the NPPO concept encouragingly illustrates how the development of 

professional, managerial and cliental roles is connected to interrelational trust 
between the actors, rather than the distrust characteristic of relationships under 
the NPM narrative. 

 

Application of the NPPO concept  
 
Together, the seven components represent a refreshing outlook on organisa-
tionalism and illustrate the evolution of professional, managerial and cliental 
roles, which create more capable organisations. Professionals are not simply 
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fighting for their domain, managers are not only suppressing professionals, and 
clients are not merely putting pressure on organisations. Rather, NPPO is char-
acterised by closer intertwinement between domains and logics without this 
implying that all actors perform the same tasks. Meanwhile, autonomy and 
control are not considered non-renewable resources. Instead, they are shared 
between different actors. The state of art becomes co-constructiveness and in-
terrelational trust, where organisations can be characterised by harmony rather 
than power battles and conflict. Table 2 presents a summary of the character-
istics of NPPO. 
 
Table 2: The components of NPPO 
 

 
 
 
 
 
 
 

When defining something as ‘new’, concerns regarding what the ‘old’ consists 
of automatically arise. There is no coherently applied model of organisation-
alism that I can compare the NPPO concept to. However, this concept can be 
contrasted to other images of professional, managerial and cliental roles as well 
as relations between them, existing in the literature. 

 
Firstly, NPPO displays a more nuanced image of professions when com-

pared to classical professional theory. In the traditional ideal, professionals are 
autonomous and completely free of managerial influence. Moreover, there is 
respect towards the professions that stems from their monopoly of knowledge 
(See Argument 1 & Chapter 2). This means that managerial intrusion is neither 
necessary nor desirable. In contrast to this, NPPO includes a wider form of 
professionalism, where professions are something other than what the classical 
ideal stipulates. Modern professions are not separated from managerial work 
and domains—and probably never have been (Alvehus, 2012, 2021; Levay & 
Waks, 2009). Although the professional values associated with the ideal still 
exist, the professional role is so much more. For example, this role includes 
being able to embrace different logics, to be active in both managerial and cli-
ental domains and to engage in managerial work (Argument 1). Notably, I 
claim that the professional and bureaucratic dimensions of organisations are 
coming together and reinforce one another rather than creating conflict. 

• NPPO 
Interconnectedness of domains  
Hybridisation of logics 
De-hybridisation of tasks 
Dispersed autonomy 
Distributed control 
Co-constructiveness 
Interrelational trust 
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Secondly, and central to the application of the concept, NPPO can be jux-

taposed to what I have consistently referred to as the NPM narrative. Whereas 
there might be an insight that professions are more in contact with managerial 
and cliental domains and that different logics are present in organisations, this 
narrative suggests a constrained image of professionals, managers and clients. 
The actors are seen as guarding their own domains and there is a view of con-
stant conflict between them. NPM developments have made professionals the 
losers and managers and clients the winners since professionals have experi-
enced the loss of both autonomy and control, which have been transferred to 
managers and clients. The state of art is constant power battles between pro-
fessionals, managers and clients since the actors are viewed as separate entities 
with completely different agendas and goals for the organisations (See Argu-
ments 1, 2 & 3). In contrast, NPPO involves a view of actors and domains as 
interconnected and mutually interdependent. Importantly, the agency of actors 
is illuminated, which adds nuance to the picture of passive and victimised pro-
fessions in light of overarching changes. In NPPO, there is an interplay be-
tween managers, clients and professions. Although conflict might arise, this is 
not necessarily the state of the art. Rather, the actors have much to gain in co-
constructing organisations, working together and increasing understanding of 
each other’s domains. As I have shown, both managers and clients also are 
changing, increasing their interest and adherence to professional matters and 
values. Thus, by looking at organisationalism without preconceptions built on 
the NPM narrative, new images of mutuality and collaboration emerge. Nota-
bly, these are what constitute the essence of NPPO. 

 
Although the newness in NPPO might indicate challenges for actors in or-

ganisations since roles are altered, it can also be looked upon from a different 
angle since it is providing new possibilities. NPPO brings about a constructive 
path for organisations that is based on co-operation and utilising the capacities 
of different actors. One could speculate that an organisation resembling NPPO 
is a more competent organisation than one that is further from the ideal type. 
An important factor in determining how close an organisation is to the ideal 
type is agency, a discussion of which will constitute the final section of this 
chapter. 
 

The power of agency in shaping organisa-
tionalism 
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In the NPM narrative, professionals are often described in a passive manner, 
which victimises them. Meanwhile, the agency of both clients and managers is 
restricted to rather narrow paths. As shown in Argument 2, managers are pre-
sented as using agency in a way that reinforces managerialism. When clients 
are discussed, it is most often in terms of how their influence threatens profes-
sionals (Argument 3). Alternatively, the concept of NPPO presents an under-
standing of actors as active agents. In Chapter 2, I explained how this thesis 
derives from an understanding of structure and agency as existing in a dialec-
tical relationship (Giddens, 1984). Throughout the arguments, I have shown 
how the actors have agency in defining their roles. What I wish to show here 
is that agency can help to determine the extent to which organisations resemble 
NPPO. 

 
A core insight from this thesis is that agency of actors is important to define 

how their roles and relationships will function (i.e., what organisationalism 
will consist of). This agency is not restricted to actors with formal power (e.g., 
managers) since I have demonstrated that professionals—who are often de-
scribed as passive in the literature—also have agency in defining their roles. 
The move towards new professionalism with new professional roles pinpoints 
how professionals in NPPO use agency and are far more resourceful than they 
have often been depicted in parts of the literature (Argument 1). Managers also 
have agency in relating to ideals around managerialism and can partly resist 
them (See Argument 2). When dealing with resourceful professionals, manag-
ers use their agency in relating to the new type of professionals. Meanwhile, 
clients are not let loose to dominate organisations. Instead, continuous negoti-
ations occur in which both professionals and managers relate to new cliental 
roles—often in ways that guard the professional core work (Argument 3). 

 
Ideally, actors are aware of their agency and use it in ways that bring or-

ganisations forward. In this agency, both identity work and relational work 
seem essential. On a personal level, identity work is important for adjusting to 
changing demands (c.f. Bévort & Suddaby, 2016; McGivern et al., 2015) and 
embracing new substantive understandings regarding the roles of actors and 
the function of organisations. Tentatively, if there are professional groups that 
resist change and do not embrace new professionalism, this might be problem-
atic since managers and clients have certain expectations of contemporary pro-
fessionals and might have embarked on identity work towards new managerial 
and cliental roles. This is particularly important to remember in stratified pro-
fessions. Since professions are heterogeneous groups, not all professionals are 
at the same stage of forming their identities as new professionals (c.f. Adams, 
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Kirkpatrick, Tolbert & Waring, 2020; Noordegraaf et al., 2020). The same 
problem might arise if managers resist change and do not want to include either 
professionals or clients in their domain. There were empirical differences in 
the school organisations studied here, with gaps perceived between profession-
als and managers in some cases (Arguments 2 & 3). Meanwhile, cliental de-
mands can become too dominating if clients expect too much. Still, there might 
be imbalances if actors within organisations want clients to be involved but 
they fail to live up to this.  

 
In addition to identity work, relational work (Hampel et al., 2017) comes 

forward as important in determining what organisationalism will consist of 
since the actors are formed in relation to one another (c.f. Waring, 2014). Man-
agers have an important role in creating relationships with professionals and 
(especially) professional elites, which bridge the gap between professionals 
and managers. We saw that where relationships between managers and profes-
sionals were close, clients and market logic also appeared less threatening (Ar-
gument 3). Ideally, both identity work and relational work are used in active 
ways to bring organisations closer to the ideal type of NPPO. 

 
Embracing the concept of NPPO can be a way for actors within organisa-

tions to become aware that they have agency and that it can be used to develop 
organisationalism in constructive and progressive ways rather than clinging to 
obsolete images of what organisationalism entails. 

 

To sum up… 
 
In this chapter, I accounted for the concept of NPPO and its main components, 
which I summarised as the interconnectedness of domains, hybridisation of 
logics, de-hybridisation of tasks, dispersed autonomy, distributed control, co-
constructiveness and interrelational trust. I contrasted this ideal type to other 
images of professional, managerial and cliental roles and the interplay between 
them based on the literature. I claimed that NPPO represents opportunities for 
organisations to develop constructively by leaving obsolete ideas of organisa-
tionalism behind. I highlighted the power of agency for the actors, which can 
help determine the extent to which organisationalism will resemble the ideal 
type of NPPO in practice. In the next chapter, I will discuss the main insights 
of this thesis as well as its contributions.
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6. 
Contributions 

 
 
This thesis aimed to deepen our understanding of public professional organi-
sationalism. I achieved this by focusing on professional, managerial and clien-
tal roles and the relations between them. In each of the three arguments, I con-
trasted the NPM narrative and the roles it stipulates for professionals, managers 
and clients to accounts of new roles and relationships between the actor groups. 
Whereas much of the literature has involved analysing altered professional 
roles and the move towards new professionalism (See for example Evetts, 
2009: Noordegraaf, 2015), this thesis contributes by comprehensively increas-
ing our understanding of changes in professional, managerial and cliental 
roles—as well as relations between them. The three arguments of this thesis 
together dealt with pinpointing this newness.  

 
I summarised and abstracted the main insights from the arguments into the 

ideal type of NPPO. The concept consists of seven components that illuminate 
aspects of public professional organisationalism that have not been sufficiently 
and coherently dealt with in the literature. These components include the in-
terconnectedness of domains, hybridisation of logics, de-hybridisation of 
tasks, dispersed autonomy, distributed control, co-constructiveness and inter-
relational trust. NPPO constitutes an alternative model of organisationalism 
that can be juxtaposed to the one built on the commonly used and slightly 
backward-oriented NPM narrative. 

 
 Although NPPO represents an extreme in the sense that it is an ideal type, 

one merit of this concept is its function as a contrasting image to the one pro-
posed under the NPM narrative in which there are constant conflicts and power 
struggles between actors. As highlighted in the previous chapter, organisations 
resembling the ideal type of NPPO are likely more capable since they engage 
in cooperation and constructive paths forward rather than sticking to obsolete 
images of what professional, managerial and cliental roles are supposed to 
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contain. Thus, as a concept, NPPO involves optimism, progressiveness and a 
sense of pragmatism in which roles and relationships are defined in terms of 
what they entail and how they can develop, rather than utopian or outdated 
perceptions of them. In the beginning of this introductory chapter, I stated that 
I wanted to contribute with insights that can be relevant for professionals and 
managers working in public, professional organisations. By uplifting agency 
and showing encouraging examples as well as a refined model of organisation-
alism, I hope to also having fulfilled this aim. 

 
I am by no means the first to question the dominance of the NPM narrative. 

However, although authors have discussed new paradigms or value systems 
often in terms of NPG (Hartley, 2005; Pollitt, 2016; Torfing & Triantafillou, 
2016), this literature focuses on inter-organisational governance (Osborne, 
2006). Thus, while accounts of NPG centre on changes that abandon the view 
of NPM as the only relevant value package and highlight trends such as net-
working and cooperation, the analytical level is rarely organisational. There-
fore, as a concept, NPPO adds to this literature by zooming in on the organisa-
tional level through a perspective that is not locked to the NPM narrative. In-
stead, NPPO opens up to other trends and developments that are more closely 
associated with those described in the NPG literature. At the end of this chap-
ter, I will return to the discussion on NPG and alternative forms of governance. 

 
Focusing on the organisational level can allow us to understand tensions 

through the lens of logic. Whereas hybrid organisation and institutional com-
plexity already exist as concepts to describe the situation where organisations 
are subject to multiple and often conflicting logics (Evetts, 2016; Greenwood 
et al., 2011), this thesis expands this discussion. In recent years, authors have 
studied the handling of conflicting logics and hybridity in organisations by 
both professionals and managers (Adams, 2020; Alexius & Furusten, 2019; 
Andersson & Liff, 2018; Blomgren & Waks, 2015). In this thesis, the concept 
of logics has helped determine the actors in focus (i.e., professionals, managers 
and clients) based on Freidson’s (2001) understanding of professional, bureau-
cratic and market logics. While a more pragmatic handling of logics and a har-
monic relationship between logics were highlighted in this thesis (See Chapter 
5), the NPPO concept extends the discussion of logics by creating a compre-
hensive understanding of organisationalism in which logics play a part but are 
not the sole focus of analysis. 

 
Not only does this thesis state that logics are combined in organisations 

(Pache & Santos, 2013) and hybridised in the roles of actors (See Chapter 5), 
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the main insight is that the relationships between actors are also characterised 
more by harmony than by conflict. In concluding this, I draw from the litera-
ture highlighting mutuality between professionals and managers as well as the 
new and changing roles of professionals. The thesis leans towards a perspec-
tive in which there is a more reconciling relationship between professionals 
and managers, where both professionalism and bureaucracy co-exist and are 
and co-dependent (See for example Bourgeault et al., 2011; Noordegraaf, 
2015; Numerato et al., 2012; Waring, 2014). This can be compared to 
Mintzberg’s (1983) ideas of professional bureaucracy since NPPO upholds co-
operation and interconnectedness rather than separation of the professional 
core and the bureaucratic dimension. 

 
One observation that has been captured in the literature and considered to 

bring managers and professionals together is the evolution of professionalism, 
which has resulted in professionals becoming more connective (Noordegraaf, 
2015, 2020). The ideal-typical new or connective professionalism of Noorde-
graaf bears resemblance to NPPO and has greatly contributed to the theorising 
in this thesis. The blurriness of boundaries between professional and manage-
rial domains, as well as the call to highlight mutuality between these actor 
groups, can be attributed to the insights of Noordegraaf (2015, 2020). Although 
Noordegraaf (2015) explains that professions and managers are becoming 
closer and that managerialism can be considered in more nuanced ways, the 
focal interest of Noordegraaf is the evolution of professionalism—not of man-
agerial or cliental roles. The widening of professionalism and entanglement of 
professionals and managers are also central to the stratification thesis 
(Freidson, 1984, 1985; Waring, 2014), which has played a primary role in this 
thesis. The empirical interest of teachers adds to the development of the strat-
ification thesis by zooming into the teaching profession rather than the far more 
commonly studied medical profession. Meanwhile, the thesis expands the dis-
cussion on stratification by focusing on the effects and implications for the 
whole of the studied organisations. 

 
Not only does this thesis develop ideas around new professionalism and 

stratification, but the concept of NPPO also extends this discussion by focusing 
on organisationalism as including also the evolution of managerial and cliental 
roles. Thus, what is novel here is the overall interest in professional, manage-
rial and cliental roles and the observation that the three roles can be analysed 
as in movement. Although the relationship between professionals and manag-
ers has been observed in the literature as changing with the development of 
professionalism, a comprehensive outlook also making the client central 
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(rather than a peripheral actor) is a necessary contribution of this introductory 
chapter (c.f. Bourgeault et al., 2011). To understand contemporary public pro-
fessional organisationalism, we must study managers and professionals in a 
new and less predetermined perspective while also incorporating clients as a 
core actor that is not necessarily in conflict with other actors. By leaning to-
wards this perspective, we witness more capable and constructive roles for 
professionals, managers and clients. In this context, clients are more than de-
manding customers that exist outside of organisations; instead, they form part 
of the organisations. Thus, not only is professionalism new but the same de-
velopment can also be observed when focusing on managerial and cliental 
roles (i.e., what I have referred to as organisationalism). 

 
I wish to end this thesis with a wider reflection around organisationalism 

in society since I have been touching upon the societal developments of gov-
ernance throughout this introductory chapter. Although it is not the main di-
rection of this thesis, including a debate on larger societal trends seems appro-
priate since much of what was discovered in this study resonates with insights 
from the governance literature. 

 

Public professional organisationalism in the 
wider society 
 
In this thesis, I have indicated the need to understand the wider society that 
forms the context in which public professional organisationalism evolves. As 
has been highlighted throughout this text, NPM has been around for quite some 
time, with the literature showing how this concept can be problematised since 
it involves contextual differences (Funck & Karlsson, 2019) and because other 
values and trends in governance and management have been established. As 
one stream in the governance literature shows, NPM has not likely been re-
placed. Instead, different value systems are intertwined and exist simultane-
ously (Denhardt & Denhardt, 2000; Hartley, 2005; Pollitt, 2016; Torfing & 
Triantafillou, 2016), thereby leading to more complexity within organisations 
(Christensen, 2012). NPG, new public service or public value management 
have been described as existing or possible alternatives to NPM (Denhardt & 
Denhardt, 2000; Funck & Karlsson, 2018; Torfing & Triantafillou, 2016). 
Common to these perspectives is the insight that governance is becoming more 
horizontal. This illustrates a need for the actors within organisations to be con-
nective (Noordegraaf, 2015, 2020) and develop collaboration skills (Bekkers 
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& Noordegraaf, 2016). Trust becomes important since it must exist if func-
tional governance is to be based more on relations and less on hierarchy. 

 
Although I have questioned the dominance of NPM, I have consistently 

claimed that I do not oppose its existence. Instead, I have wished to nuance the 
picture with the insight that other types of governance and managerial ideals 
are too affecting organisations. NPPO constitutes an alternative ideal type that 
can summarise new developments that are not captured under the NPM narra-
tive. However, it is important to remember that NPPO is indeed an ideal type. 
When studying organisations empirically, they can bear traits of both NPPO 
and those more connected to the NPM narrative. As I have argued, the actors 
in organisations have agency in determining to what extent organisationalism 
will resemble the ideal type of NPPO. 

 
Another concluding remark and suggestion for future research relates to 

the public nature of the organisations studied here: Can we spot similar devel-
opments in private organisations? Authors are claiming that there are increas-
ing similarities between private and public organisations (Torfing & Trianta-
fillou, 2016). For example, we see this in the introduction of market logic in 
the public sector. Although descriptions of how private organisations incorpo-
rate ideas and techniques from the public sector are less common, some authors 
have discussed this (Sellers, 2003; Torfing & Triantafillou, 2016). For exam-
ple, private organisations have incorporated values such as Corporate Social 
Responsibility (CSR) from the public sector (Sellers, 2003). In the same vein, 
bureaucracy is not a strange phenomenon for companies since large organisa-
tions need a hierarchal order to function effectively. Moreover, where there is 
competition between private and public organisations (e.g., when governments 
make contracts with private providers), the private organisations must learn 
how to fit into a public landscape (Sellers, 2003). While this dimension was 
not the focus here, the quasi-market of Swedish schools is a good example 
since private and public organisations compete in this context. This results in 
public schools having to embrace market logic (See Argument 3), whilst pri-
vate schools tentatively must understand and adhere to public values. 

 
Although the organisations that participated in this study were all public, 

they were still heavily affected by the marketisation reforms and growing cli-
ental roles (Argument 3). Thus, one might wonder how much of a difference 
it would have made if the studied organisations were private. It seems that the 
publicness (Steccolini, 2019) of the organisations was not what primarily char-
acterised them in their everyday work. However, political targets are highly 
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relevant. The first teacher reform was initiated at the state level and was proven 
to have major consequences for the teaching profession. Naturally, all national 
reforms restrict and put frames around the work of school organisations. How-
ever, in this thesis, I have suggested the consideration of agency in how actors 
relate to their surroundings, including what is salient in the bureaucratic steer-
ing chain. As we have shown, agency can be used in various ways and there 
were differences in how much control professionals had over managerial work 
(Arguments 1, 2 & 3). Thus, the effects of the reform were not uniform (Al-
vehus et al., 2019). Just as much, if not more, as the bureaucratic steering chain 
is present, are external and internal horizontal relations visible in the everyday 
work (c.f. the governance literature). To a large extent, these relations deter-
mine the essence of organisationalism. 

 
Tentatively, the boundaries surrounding what is public and what is private 

are becoming blurred (Torfing & Triantafillou, 2016). Thus, while it was not 
the aim of this study, I will end this thesis by opening this concept up for future 
studies via the following questions: Is it possible that we can eventually erase 
the ‘public’ in the NPPO concept to make it applicable to all types of organi-
sations? Is what we are witnessing an isomorphism (DiMaggio & Powell, 
1983) in which what is public and what is private are becoming edulcorated? 
While I do not possess the answers to these questions, private organisations (as 
part of the same societal developments) may be moving in the same direction 
as the one captured via the NPPO concept. Despite being mere speculations 
that have not been studied in the present thesis, these questions could represent 
starting points for further discussions on these matters. 
 

The focus on only one type of organisation (schools, in this case) consti-
tutes a limitation of this study. The relevance of NPPO in other types of organ-
isations cannot be concluded until empirically applied to other organisations. 
However, similarities likely exist with other organisations constituted by 
strong professions that are subject to competition and still (partly) restrained 
by the fact that they are public and bureaucratic organisations. As I have 
claimed throughout this thesis, we need to be attentive to the context that we 
study. Some organisations in this study come closer to the ideal type of NPPO 
than others, despite traces of it being observed in all cases. Thus, the core of 
the concept is a movement, which represents its newness (c.f. Chapter 1). Since 
I aimed to use the space in this introductory chapter to make a more abstract 
theoretical contribution than was possible in the papers, it was more relevant 
to describe this movement than to determine exactly to what extent the studied 
organisations resemble the ideal type (c.f. Llewelyn, 2003). Creating the ideal 
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type was a way to enhance the discussion on managerial, professional and cli-
ental roles and the relations between them (i.e., what I refer to as organisation-
alism). Making a refined model that can be an alternative to what the NPM 
narrative stipulates is a means to widen our perspective on organisationalism. 
Thus, this thesis does not mainly empirically describe how organisationalism 
is played out, but it opens up a discussion of what professional, managerial and 
cliental roles entail today and how they can relate to one another. Hopefully, 
by the creation of NPPO, our perspective of organisationalism has become 
wider, while aspects that are sometimes veiled have been highlighted. Thus, 
NPPO challenges our perception of organisationalism and encourages us to 
identify characteristics of contemporary organisationalism, which I claim are 
not sufficiently highlighted in the literature. 

 
Future studies could continue to empirically study this phenomenon and 

perhaps pay greater attention to private organisations functioning in a public 
context. Additionally, more empirical studies focusing on organisationalism in 
terms of professionals, clients and managers working together in contexts other 
than schools would also be beneficial to uncover the merits and applications 
of the NPPO concept. 
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Swedish summary  

 
  

Denna avhandling syftar till att fördjupa vår förståelse av offentlig 
professionell organisationalism. Medan ny professionalism är ett etablerat 
koncept för att beskriva förändringar i den professionella rollen, saknas studier 
där organisationalism–vilket i avhandlingen definieras som att inkludera även 
roller för chefer och kunder–är föremål för studien. I denna avhandling hävdas 
att nya professionella roller inom de studerade organisationerna åtföljs av nya 
roller för chefer och kunder. För att fånga in denna rörelse myntas i kappan 
begreppet NPPO (New Public Professional Organisationalism) som består av 
sju komponenter; sammanflätning av domäner, hybridisering av logiker, de-
hybridisering av arbetsuppgifter, utspridd autonomi, distribuerad kontroll, 
medskapande och mellanrelationell tillit. Till skillnad från hur relationer 
mellan professionella, chefer och klienter ofta beskrivs i litteraturen, betonar 
NPPO harmoni snarare än konflikt mellan aktörer. Utvecklingen av idealtypen 
NPPO föregås i kappan av tre argument som analyserar den professionella 
rollen, chefsrollen respektive klientrollen i dagens offentliga professionella 
organisationer.   

  
Empiriskt fokuserar avhandlingen på skolorganisationer i Sverige som 

nyligen har genomgått en stratifieringsprocess. Tillsammans med Gustaf 
Kastberg och Johan Alvehus har djupgående studier genomförts, där 
konsekvenser och effekter av karriärstegsreformen (SFS 2013:70) har 
undersökts. Det som i dagligt tal kan benämnas ”förstelärarreformen” har 
medfört att elitpositioner skapats för vissa lärare, vilket i sin tur har lett till en 
utökad hierarki i läraryrket. Detta skapar en ny professionalism där åtminstone 
vissa lärare i större utsträckning bedriver ledarskap och är involverade i 
administrativa domäner. I avhandlingen analyseras denna stratifiering ha 
intensifierat utvecklingen mot NPPO där både professionella, chefs- och 
kundroller förändras.   

  
I det första argumentet i kappan hävdas att stratifiering och den nya 

professionella roll som den medfört, lett till inte bara en förstärkning av 
lärarprofessionens ställning, utan även mer kapabla skolorganisationer. I det 
andra argumentet lyfts att chefer i dessa typer av organisationer behöver blir 
mer sammanflätade med både professionella och kunder och att chefer behöver 
utveckla förmågan att skapa goda relationer till båda dessa grupper. I och med 



att den nya professionella rollen innebär mer sammanblandning med 
ledningsnivån behöver chefer hantera detta. Samtidigt befinner sig chefer i en 
situation där de är i behov av att anpassa sig till mer inflytelserika kunder, i 
detta fall elever och lärare. När chefer arbetar närmre professionerna krävs en 
utökad förståelse och mer inblandning i det professionella klientnära arbetet. 
Denna utveckling, hävdas i avhandlingen, sker jämsides med en växande 
kundroll generellt som blir särskilt tydlig i den svenska skolan. I svenska skolor 
har marknadsreformer skapat en viktig position för föräldrar och elever som 
kan välja och välja bort olika alternativ på skolmarknaden.   

  
Avhandlingen består av en sammanläggning av kappan och fyra 

publicerade artiklar. Den första artikeln riktar sig mot begreppet stratifiering 
och behandlar specifikt hur introduktion av eliter påverkar arbetsfördelningen. 
Den andra artikeln handlar om hur förstelärare innebor sin nya roll och lyfter 
fram handlingsfrihet i utformningen av rollen i förhållande till chefer och 
kollegor. Den tredje artikeln elaborerar olika förstelärartyper och diskuterar hur 
dessa påverkar lärarprofessionen i ett vidare perspektiv. Slutligen undersöker 
den fjärde artikeln förstelärarnas roll i att stärka den professionella kontrollen 
gentemot kunder som i detta fall främst består av föräldrar. Eftersom 
förstelärare i sin position äger fler domäner i organisationerna kan vi genom att 
centrera denna grupp belysa relationer mellan professionella, chefer och kunder  
samt därmed möjliggöra analys av organisationalism.  

  
På grundval av resultaten från artiklarna och bearbetning av litteraturen på 

området drar avhandlingen slutsatsen att professionella, chefs- och kundroller 
i dessa organisationer förändras och blir mer sammanflätade. Snarare än att 
fokusera på konflikt och spänningar i organisationerna vill avhandlingen 
bredda vår förståelse och visa upp andra dimensioner som mer grundar sig i 
samarbete och konstruktiva lösningar där de olika aktörsgrupperna kan dra 
nytta av varandra och arbeta mot gemensamma mål. Idealtypen NPPO fungerar 
som en motpol till det narrativ kring New Public Management som är vanligt i 
litteraturen och som betonar ständig konflikt mellan professionella, chefer och 
klienter. Även om NPPO som idealtyp är en tillspetsad modell som enskilda 
organisationer inte till fullo nödvändigtvis lever upp till, menar avhandlingen 
att stratifiering har lett till en intensifierad utveckling av skolorganisationer mot 
detta håll.   

  
Avhandlingen belyser också hur aktörer och organisationer kan använda sin 

handlingsfrihet och själva definiera i vilken utsträckning de kommer efterlikna 
idealtypen NPPO. Även om organisationer kan ha drag av både NPPO och den 



mer konfliktbaserade situation som utgör det vanliga narrativet i litteraturen, är 
troligtvis organisationer som liknar NPPO mer kapabla eftersom dessa 
organisationer kan drivas framåt med hjälp av den tätare sammanblandningen 
av aktörerna och den större gemensamma förståelsen för varandra.  

  
Avhandlingen har en kvalitativ ansats och baseras på djupgående studier av 

sju olika skolor i tre kommuner i Sverige. Forskningstekniker som används är 
intervjuer, observationer och skuggning. Materialet består av 111 intervjuer, 
53 observationstillfällen och 12 skuggningsveckor. Intervjuer har genomförts 
med personer inom skolförvaltningar, administrativ personal, rektorer, 
förstelärare och övriga lärare. Observationer har skett av möten som har varit 
av relevans för projektets intresse, exempelvis möten inom förstelärarnätverk 
och ledningsråd. Främst förstelärare har skuggats, men även till viss del 
rektorer. Den empiriska studien var longitudinell och pågick mellan åren 2015-
2017.  
  






