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Different Leadership styles and their connection to early childhood.

Introduction

This portfolio will examine the importance of leadership in early years education. It will look at what the differences are between management and leadership as well as focusing on three specific leadership styles.  It will investigate how these chosen styles affect the work within early years settings.  There will also, be examples of how each of the three, chosen styles of leadership can be used within the individual settings.  In addition, this portfolio will look at the effects gender have within early years.  This will be done using a wide range of sources, such as peer-reviewed academic journals and academic text books.

What is Leadership?

Leadership is important for the functionality of all organisations and is also crucial to the overall effectiveness.  This is particularly important for an early childhood setting (Parker-Rees and Leeson, 2015; Earley and Weindling, 2004).  According to Parker-Rees and Leeson (2015:56) ‘Leaders are seen as having a profound effect on whatever organization they are in charge of’.

Leadership is about taking on and being responsible for the setting or organisation that they oversee.  They need to be able to assimilate, sort and organise large bodies of information in order to problem solve, while disseminating information to their team to make the required and appropriate changes.  In this sense they are transformative as they can shape the setting that they lead as well as motivate the people working under them to continually improve (Tomlinson, 2004; Daly et al., 2004).  A simple definition of a leader is that by Rodd (1998:15) who said that ‘leaders are organisers of time, talent and task’. This epitomises the role and functions of a leader.
An effective leader needs to have a strong sense of direction and to have a clear view of their future goals (Tomlinson, 2004; Daley et al., 2004).  According to Tomlinson (2004:78) ‘Effective leadership is about inspiring winning commitment’.  It is also important that they lead by example, therefore becoming a good role model for their staff (Daly et al., 2004).

[bookmark: _Hlk505448512]A leader takes responsibility for the actions of the staff, as well as being responsible for the overall running of the setting (Campbell-Barr and Leeson, 2016).  Leadership in early years is important as the motivation in an early years setting is different to that of a commercial organisation.  When working in early years there is a requirement to work towards specific values, principles and legislation so that children are taught and guided to become healthy and successful citizens for the future (Daly et al., 2004).

[bookmark: _GoBack]Another definition of a leader is simply a person that others follow (Lindon and Lindon, 2011; Daly et al., 2004).  Leaders are typically innovative and as such are the people that create and develop new ideas and ways of working.  This is done so that the organisation they work in is constantly improving, reaching goals and excelling.  In this sense leaders are unique (Lindon and Lindon, 2011).  A good leader is also someone that can be persuasive and almost pushy on occasions, when needed in order to achieve a necessary goal.  A leader is passionate about what it is they are doing.  This passion can be infectious and result in the people around them becoming motivated and inspired (Daly et al., 2004).

Leadership is typically viewed as the Leader at the top, the manager underneath, then under the manager would be all other staff roles of varying degrees of responsibilities.  A different view of the organisation of leadership it the upside-down management (Bassett, 2017).  This style of leadership has the typical leader at the bottom of the hierarchical structure.  They are at the bottom of the structure so that they are there to support the staff within the organization that are representing the company on the front line.  Thereby, showing trust in all staff members to know and do their job effectively for the benefit of everyone (Timpson, 2017).
Differences between Manager and Leader

The main distinction between a leader and a manager is that a leader is not somebody that is necessarily appointed in the role as leader, but rather a person that is well respected by their colleagues or perhaps have a better understanding of legislation and the implementation of things and as a result are put into the role of leader.  A manager is typically responsible for the smooth day to day running of the organisation, by ensuring that staff understand and are skilled and capable to fulfil their job roles effectively and efficiently (Lindon and Lindon, 2011).  A manager is also responsible for ensuring that the messages and changes that the leader want to make are put in to place.  The roles of leader and manager can connect to each other however, it is important that both are recognised as valuable but separate assets within an early year’s setting, as without both the setting would not succeed (Lindon et al., 2016).  Managers are an essential element to the smooth running of an early years setting.  However, it is a leader that is ultimately responsible for ensuring that the manager has all the information, resources and support necessary in order do their job effectively (Lindon et al., 2016).  

The focus of a leader is the people that work within the setting and how to ensure that the existing staff develop through training and experience, to help them be keen to learn new techniques and be open to new ways of thinking, all in benefit of the setting. A manager’s role is to focus on ensuring that the systems and structures of the setting are put into effect and to ensure that everything is working as it should (Lindon and Lindon, 2011).

Trust is an essential element to how a leader functions, as without trust the staff that work under them will contest any changes that the leader may make.  However, a leader relies on structure and control, as they need to ensure that everything is done according to policy (Lindon and Lindon, 2011).  

It is suggested by Lindon et al. (2016) that the terms, leadership and management are sometimes used interchangeably, which implies little to no distinction between the two roles.  However, a manager is an important part of an effective early years setting as a leader focuses on the long-term goals of the setting and for coming up with innovative new ideas, and the manager is responsible for ensuring that those changes are implemented so that the goals can be achieved.  Therefore, the manager is different to a leader in that their goals are more short term and focus on the day to day tasks.  Without an effective manager the vision of the leader may not come to be (Lindon and Lindon, 2011).

Holistic Leadership

When working with children, it is important that you develop the whole child. A leadership style that supports this the holistic leader.  A holistic leader is a person that has the ability and desire, to see the bigger picture, the desired goal while still attending to the details.  According to Notman (2011:95) ‘This split view enables them to adjust to different circumstances while maintaining the facets of the organisations culture’ (Notman, 2011; Taggart, 2009).  

All leaders bring change with them, however holistic leadership gives people the motivation to bring change in a positive way by training and supporting the staff within the setting to look at whole of the child and the way that they teach (Notman, 2011).  To be able to lead in a holistic way, you need to be prepared to and willing to listen to the opinions of other people, (Notman, 2011; Daley et al., 2004) and where appropriate and necessary allow their opinions and ideas to influence how you effect changes within your setting.  It is also important that the people working under holistic leadership agree of the direction that the setting is headed and understand how their roles and influence will affect the children and running of the setting (Notman, 2011).

It is important in this type of setting, that the practitioners that work together openly share their teaching methods, ideas and learning strategies.  This then allows for a clear vision of learning and teaching practices within that setting (Notman, 2011; Tomlinson, 2004).

This style of leadership and teaching can result in a higher educational performance levels, thought in part, to be because of the way the children are supported and educated holistically (Notman, 2011).

While the growth of a setting is a sign of good leadership, for a holistic leader this opens the door to some challenges.  For example, the enrolment of more students is a sign that the setting is being viewed as a quality setting that is effectively educating children, however it means that the resources of the setting need to be stretched further.  The leader needs to ensure that these resources will still provide the caring, supportive community for the children, and that staff and students do not start to drift apart under the pressure.  It is the leader’s responsibility to ensure that the ethos of the setting is maintained (Notman, 2011).

Reflection is an important aspect of holistic leadership.  Without reflection a holistic leader would be unable to see the arears that need further attention.  It allows you to see where you grow your abilities (Notman, 2011).  However, research done on reflective practices has shown that the relationship between the theory and practice of reflection is not widely viewed as effective by professionals (Campbell-Barr and Leeson, 2016; Ruch, 2002; Saltiel, 2003).  This means that research can become unconnected from the experience.

The relationships that develop with children, staff and parent through holistic leadership are trusting, positive and caring.  They can almost have the feel of an extended family.  This in turn, builds strong connections and provides safety and structure to the children and families (Notman, 2011; Jarvis et al., 2016).  
The idea that this style of leadership and setting is positive for the development of children is confirmed by the Centre for School Justice (2010:6) who state that ‘healthy families are at the heart of strong societies’

[bookmark: _Hlk505547296]Another essential requirement for holistic leadership to be successful, is that the community is involved, and it is just as important that the school to give back to the community.  This can be achieved by purchasing as many resources for the school as possible from local suppliers.  It allows for effective communication and allows everybody the opportunity to be heard and feel comfortable when making suggestions and requests (Notman, 2011).  

Example

A member of staff is not fulfilling their job role effectively.  This is having a negative effect on the children and other staff members. 

A holistic leader would arrange a meeting with the person concerned, so that they could discover why this member of staff is struggling.  They would then try to work with the staff member, to ascertain why they are struggling.  The holistic leader would be doing this so that they could potentially pinpoint the areas that they need help with.  They would look at what they could do to support the person.  For example, they could arrange for suitable additional training, which would improve the staff members knowledge therefore potentially relieving any issues (Daly et al., 2004).  Or perhaps they would look at what extra support could be put into place to aid the staff member.  All of this would be done with the main aim of helping them to feel and become an effective member of the team again.  Therefore, supporting the ethos of the person, job role and setting as one unit. 


Autocratic Leadership

An autocratic leader is for some organisations, considered a vital part of how they work and achieve goals.  Particularly in organisations that require error free outcomes (St. Thomas University, 2014).

Autocratic leadership is not always viewed as a popular leadership style as this type of leadership generally entails one person in charge of everything.  From the planning of the organisations strategies and all the decision making for the employees of that organisation (St. Thomas University, 2014).  This is supported by Lindon and Lindon (2011) who suggest that an autocratic style of leadership is primarily about having power over the people that work under them and having a view that it is their way or no way (Parker-Rees and Leeson, 2015; Lindon and Lindon, 2011).  Autocratic leadership is also on occasion referred to as directive leadership as it is a very single-minded view on how to lead (Kydd et al., 2003).

Autocratic leadership has throughout history has been linked to dictators and oppressors that wield power over people below them in the hierarchy (St. Thomas University, 2014).

Whereas an autocratic leader is without doubt the person in charge, there will be occasions when it is necessary for them to seek guidance or different point of view in order to form their steadfast decision.  In view of this there are times where an autocratic leader must adjust their leadership style temporarily.  There will be occasions that they must show respect to their co-workers, this in turn will earn them respect as an effective leader (St. Thomas University, 2014).

Blake and Mouton looked at leadership and explored the dynamics involved.  Because of their research they developed the Managerial Grid. This grid with the help of a specific questionnaire, allows leaders to define their individual style of leadership.  Through their research, they identified two elements that they felt were critical to work effectively in a group.  These are concern for task and concern for people. Leaders that score highly on concern for task but low on concern for people, were predominantly autocratic leaders.  However, in contrast people that scored highly on concern for people but low on concern for task, were viewed as having a laissez-faire approach to leadership (Lindon and Lindon, 2011; Blake and Moulton, 1964). 

Typically, this type of leadership is not effective within and early years setting.  This could be due to the fact even today it is primarily a female workforce and women prefer not to exercise power over people but prefer to influence and nurture in a friendlier way (Lindon and Lindon, 2011).  

The nature of early childhood is ever changing 	(West-Burnham and O'Sullivan, 1998; Southworth, 1998).  Therefore, it needs a certain amount of flexibility from the leaders of the settings, therefore and autocratic style of leadership where staff are expected to obey the rules and procedures laid out to them, may not lead to a positive and proactive teaching style.  This is because all children are different and learn at different paces.  In this sense autocratic leadership can be overbearing and discouraging (St. Thomas University, 2014). 

There is the suggestion that practitioners within early years have reservations regarding commitment to leadership within their setting.  With the belief that all leadership eventually becomes autocratic, in that, all leadership is a style of telling people what to do, which can lead too little to no interest in what other think and feel (Lindon and Lindon, 2011; Rodd, 1997, 2006).  Lindon and Lindon (2011:102) states that ‘this style does not fit with a nurturing approach, nor with the strong focus in early years on good two-way communication’



Example

The leader intends to implement a new rule that would mean that all final decisions must go through them as the person in charge.  That everything would have to be signed off by them before any approval is given to go ahead.

To implement the change an autocratic leader would convene a meeting that was mandatory for all staff members to attend.  In this meeting the facts would be laid out, informing every one of the change that is going to happen.  There would most likely of been no opportunity for the staff members that work below them to of been asked their opinions or been given the opportunity for voice their opinions.  It would be a totally totalitarian meeting, in that the other staff were there to listen and obey.  This could then potentially cause disharmony within the organization which could result in the company failing (Lindon et al., 2016).

Democratic Leadership

[bookmark: _Hlk505419981]A democratic leader is someone that give staff under them the responsibility, independence and trusted to do their work, without the need for them to be constantly supervised (Parker-Rees and Leeson, 2015).  They also, understand and appreciate that conflict is a by-product of interpersonal relationships and a result of break downs in communication.  A democratic leader can address these issues and deal with them effectively, before they are able to develop in to full-blown conflict (Rodd, 2013).  A democratic leader is no less prone to conflict within their setting.  They can however deal with conflict in a different way to that of an autocratic or holistic leader.

Democracy as a way of leadership is about determining what the people working within the setting want and giving them an opportunity to voice their opinions be it good or bad and showing them that they have been listened to and that their voice is important (Brundret et al., 2003).  Therefore, this style of leadership can be very effective within an early childhood setting.

Teamwork Definition (2013) defines democratic leadership as a ‘redistribution of authority and power between managers and employees to provide employee involvement in the process of decision making’.

There are three characteristics of democratic leadership.  These are, the delegation of responsibilities, the empowerment of group members and assisting the process of group decision making.  To delegate responsibilities within a setting, a democratic leader will share responsibilities throughout their team in order to facilitate a feeling of participation in the decision making.  This first step leads on to the empowerment of group members.  It is essential, for democratic leadership to be successful that the leader empowers their team, for example by ensuring that they are properly trained and equipped to fulfil their job roles.  Another way the leader can empower their team is by providing the necessary training and support that is needed to fulfil their roles.  These two steps lead on to the leader ensuring that democratic deliberation commences when the need arises for group decision making.  Making sure that all team members are given an opportunity to voice their opinions, thereby showing them that they are valued and respected members of the team (Teamwork Definition, 2013).  It can also result in more creative solutions and innovative ideas to improve the organization.

As with any leadership style, there are advantages and disadvantages.  Democratic leadership is viewed by many as the most effective style of leadership within an early year’s setting.  This is mostly due to the feeling of inclusion that practitioners feel when working under a democratic leader and the way that this type of leadership encourages staff to develop themselves as much as is possible (Kydd et al., 2003).  This feeling of inclusion and development is similar to that of the feeling staff experience when working under a holistic leader.

However, it is important to remember that as with all styles of leadership that there are disadvantages, for example, democratic leadership can on occasion seem indecisive, this can be down to the fact that in certain situations they must be direct and almost authoritarian in their role (Teamwork Definition, 2013).  This is supported by some research which suggest that a democratic leadership style, within an early year’s setting at times, hides a struggle with the need to be authoritative (Lindon and Lindon, 2011).  Therefore, suggesting that a democratic style of leadership is not always possible.

The democratic style of leadership can also be quite time consuming and perhaps come across as procrastination.  Therefore, on time sensitive issues it can cause problems as tight deadlines can hinder the process of a democratic setting, in that it may not allow all team members a chance to voice their opinions (Teamwork Definitions, 2013).

Example

There needs to be a change in the way the settings daily routine operates.  

A democratic leader would make time to speak to all staff member involved to gain their opinion, experience and knowledge of how the setting works, before making any definite decision.  This would be done initially by holding a staff meeting and asking all staff to attend if possible.  The leader would take consideration for staff that were unable to attend due to other commitments.  Especially if the meeting was held out of normal working hours.  

During the meeting everyone would have been given the opportunity to voice their options without fear of reprisals.  The staff would also be given the opportunity to make individual appointments with the leader if they wished to discuss things on a one to one basis.
Before any final decision is made a democratic leader will look at all the suggestion, comments and concerns that their staff may have before deciding on a new routine.  It is this style of leadership that builds harmony through participation (Jarvis et al., 2010).

Gender in Leadership

The provision of early years during the second half of the last century was seen by many as a role for women, and as a result was undervalued, underpaid and was viewed as an extension of the role of motherhood (Campbell-Barr and Leeson, 2016; Taggart, 2011).  Even today it is predominantly women that work in early years settings.  It is men however that seem to be in the role as leaders (Lindon et al., 2016; Lindon and Lindon, 2011; Parker-Rees and Leeson, 2015).

The argument is made that existing models of leadership are mainly or entirely about men in the role of leaders.  So a new and alternative model is needed for early years leadership.
					(Lindon et al., 2016: 22).

There is some discussion, that leadership roles are typically centred on men as they are viewed as more dominant that women (Lindon and Lindon, 2011; Rodd, 2013).   However, in respect of an early years setting women are viewed as being more communicative and nurturing (Lindon and Lindon, 2011; Tomlinson, 2004).  It is also suggested that female leaders are better skilled at managing working relationships, that they are also considered to be better at networking than men in an equal position (Lindon et al., 2016).  Despite these qualities which are considered important when working with children Brundrett et al. (2003) suggests that most leadership roles within early childhood are taken by men.  This is supported by Davidson and Burke, (2000) who referred to a study undertaken in 1998, which showed that of all the directors that were involved with the study, only 3.6 percent were women.

A research review was undertaken by Ellis et al. (2008) which highlighted some of the main differences between the way men and women behave at work.  For example, women are better at reading a person’s body language and maintaining eye contact than men are.  This is an important skill when in a meeting trying to negotiate (Lindon and Lindon, 2011).  

Whereas men can have a more autocratic view of leadership in that they view performance as a series of interactions and can perhaps lean towards a view of punishment for inadequate work by an employee.  Women are considered to make these interactions a more positive experience, by encouraging improvements in training and sharing effective working techniques (Tomlinson, 2004; Rosener, 1990; Sharma, 1990).

Conclusion
In conclusion this portfolio has looked at leadership and identified specific differences between leadership and management.  It has discussed in depth, three specific styles of leadership while providing an example of how each would be used.  It has also touched on how in some situations the leadership styles over lap and even inter link on occasion.  For example, with democratic leadership it is sometimes necessary even temporarily, to take on an almost autocratic role so that change can be implemented.  There has also been a focus on the impact gender has had and is still having on leadership and how it effects early years.  These finding have been supported through the use of appropriate academic sources, including several academic journals.
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