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[bookmark: _GoBack]What is Leadership?
The Oxford English Dictionary defines Leadership as ‘the action of leading a group of people or an organisation’ (Oxford Dictionaries, 2018: 1). However, according to Rost (1991 cited in Northouse, 2016), leadership scholars are yet to agree on a common definition for leadership, as it can have a variety of meanings to different people. Rodd (2006 cited in Moyles 2006: 161) states that within the early years sector, leadership also does not have a commonly accepted definition. According to Murray and McDowall Clark (2013), traditional forms of leadership conflict with the ethos and pedagogy of Early Childhood Education and Care which they believe has prompted an international need to develop and understand leadership within the sector. Moyles (2006) and Nutbrown (2012) agree that improvements and a greater emphasis is required with regards to leadership in the field of early childhood.
Hallet (2014) recognises the different levels of leadership in the early years by stating there is overall leadership of a setting, and other various roles leading practice within or across rooms. According to Rodd (2013), the foundations of leadership in early childhood can remain free from the control of government frameworks and guidelines due to the needs of young children, their families and educators remaining quite constant over time. Kagan and Hallmark (2001 cited in Muijs et al., 2004) suggest that the theories of leadership within the business sector do not work well in the early years sector, where a more collaborative form of leadership is needed. Rodd (2013: 17) defines leadership in the early years sector as ‘the result of groups of people working together to influence and inspire, rather than the efforts of one single person focused on getting the job done’. 
According to Hallet (2014), there is an ethic of care within the role, and as traditionally the care of young children is attributed to women, it is the reason why the early years sector is dominated by women. Muijs et al. (2004) recognise this and state that there is a clear contrast in the occupation of leadership roles by women in the early years sector compared to other fields of work. Northouse (2016) and Taggart (2011) both agree that this is due to gender-biased perceptions. In a study by Watson and Hoffman (2004) it was found that although women were as influential as men within a group, they were rated significantly lower than men on their leadership skills and their likeability. These results suggest that within some sectors there continues to be barriers for women as leaders which is often referred to as the ‘glass ceiling’, which prevents women from occupying senior roles (Lindon et al., 2016; Northouse, 2016).
Manager or Leader?
Lindon and Lindon (2011) highlight the value of early years practitioners in understanding the difference between management and leadership. According to Lyus (1998), leadership is not the same as management, and it is possible to be a leader without being the manager. Daly et al. (2009) distinguishes managers as managing the day to day running of the setting and holding overall responsibility. Whereas they believe leaders are inspirational characters and lead the team to achieve goals or targets. Rodd (2006 cited in Moyles, 2006) differentiates managers from leaders in a similar way by stating the role of a manager is to plan, organize, co-ordinate and control the setting. While she claims leaders set examples, give direction, build teams, offer inspiration, and gain acceptance. The challenge of managing and leading early years settings is described as, ‘Management is working with and through others to accomplish organisational goals. Leadership is any attempt to influence the behaviour of another individual or group’ (Hersey, 1984 cited in Newstead and Isles-Buck, 2012: vii). However, Northouse (2016) suggests that leadership and management are similar in many ways. He claims both involve influence, goal accomplishment and working with other people. Siraj and Manni (2007) state that to be effective, early years leaders must learn to equally balance the tasks of managing and leading a setting otherwise it can cause tensions. They believe that quite often the administrative role can end up taking priority over the role of leading the teaching and learning.
Luys (1998) and Hadfield et al. (2015) state that there are a variety of different leadership styles that can be used. Handy (1993) and Northouse (2016) recognise that particular situations call for different styles or characteristics of leadership that will be most appropriate for the situation. Three leadership styles will be discussed below with a relevant example given for each.
Distributed Leadership
Northouse (2016) and Siraj and Manni (2007) state that settings which have a formal leader can benefit from the shared leadership of tasks between team members. This is recognised as distributed leadership. Jones and Pound (2008) state that many people within a setting can provide leadership of different kinds as the running of a setting can often be too complex to be in the hands of one leader. However, Heikka et al. (2012) state that distributed leadership has a deeper level than just tasks being shared among staff, it allows for deeper levels of interaction between team members who are working towards shared goals. Similarly, Hallet (2014) views a distributed style of leadership to be influential, empowering and transformative to practitioners and the settings they work in. According to Rodd (2013), shared leadership results in a culture of openness and trust, and allows for high-quality interactions between members of the team. Daly et al. (2009) agree that when tasks are delegated to team members it shows that the manager has trust in them, which in turn increases staff self-esteem and confirms to them they are valued. According to Rodgers (2001 cited in Muijs et al., 2004), distributed leadership within early childhood institutions should be encouraged as it empowers members at all levels rather than those who hold senior positions. However, Siraj and Manni (2007) warn that it may be irresponsible of a manager to delegate too much responsibility as they state that within many early years settings staff quite often lack relevant experience and may be underqualified to adequately complete the task.
This is reflected in the following example of a nursery setting. There is a manager, who oversees the day to day running of the nursery with her team, who all have designated responsibilities. Each team member is a keyworker for a group of children. There are regular team meetings where planning takes place. Each practitioner helps to plan for an area of learning. Certain tasks are also allocated on a rota basis to all team members. During staff meetings the staff within the setting are encouraged to contribute and also lead the meetings and are asked for suggestions for the agenda. There are clear lines of communication, a staff handbook and everyone knows their roles within the setting.
It could be viewed that this is an example of effective leadership. Goleman et al. (2004) recognise that leaders cannot be effective in all areas. They state that leaders who are self-aware recognise their weaknesses and will make use of the skills of their team to compensate in these areas. Northouse (2016) and Handy (1993) acknowledge that there is a trait perspective to leadership, which suggests that some people have an innate quality or certain characteristics that make them natural leaders. Search Inside Yourself Leadership Institute (2018), Goleman et al. (2003, 2004) state that the traits of a good leader are directly linked to emotional intelligence. They believe characteristics such as having self-direction, self-awareness, a vision, being able to get others motivated and social awareness gives leaders the skills needed to get others to perform at their best and so create winning teams. However, Lyus (1998) states that leaders who possess natural leadership qualities must be aware that they cannot always be successful as different situations often dictate the type of leader that is needed. It is possible within the example that the reason the manager has delegated many roles to their staff is due to the fact they are self-aware, and so displaying the traits of an emotionally intelligent leader.
According to Daly et al. (2009), when distributing roles within a setting an effective leader should consider the personal qualities of an individual. As seen in Figure 1 below, Belbin (2010, 2015) identifies nine different roles or behaviour clusters which are required for a team to be a success, each with their own strengths and allowable weaknesses. 
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(Figure 1, Source: Leading Thoughtfully, 2016).
Research experiments conducted by Belbin (1981 cited in Henry and Stevens, 1999) discovered that teams made up of a balanced mixture of Team Roles outperformed teams which were unbalanced. It found that teams with a variety of personal characteristics can become a strength but only when they are recognised and considered.
Newstead and Isles-Buck (2012) state a positive of a distributed leadership is that when the team members are involved in the process of decision making it makes them feel included and therefore, they are more likely to work hard in making it a success. In the example, it could be assumed that the reason the manager encourages a high level of participation from the team members during staff meetings is to hopefully promote the inclusion of everyone with the aim of greater levels of motivation. However, Newstead and Isles-Buck (2012) state that when managers choose to involve others in the decision-making process they must make it clear that they are merely asking for views and ideas and that team members should not be expected to make decisions for them. Leaders can be viewed by team members as losing some of their professionalism when they fail to make decisions (Rodd, 2013).
Moyles (2006) states that an effective leader should make sure that any tasks that are delegated are appropriate for that team member. For this reason, Newstead and Isles-Buck (2012) and Daly et al. (2009) state that the knowledge and experience of team members needs to be considered when tasks are shared, and that they understand the responsibilities and parameters of the task given to them (Moyles, 2006). Northouse (2016) states that team members should be able to step forward when duty calls, providing the necessary leadership for that particular situation. This is seen in the chosen example where the task of greeting parents at the door has been allocated on a rota basis to team members. The chosen member would take responsibility of the situation during the handover process and the sharing of relevant information regarding the child with the parent. This could be viewed as an example of good practice, as the role has been allocated on a rota it gives everyone the chance to participate and so gain experience of this type of situation (Daly et al., 2009) and improve partnerships with parents (Crowley and Wheeler, 2014).
Pedagogical Leadership in the Outdoors
Lindon et al. (2016: 148) describe pedagogical leadership as the ‘active support, guidance, explanation and setting a best practice example to other team members over a developmentally sound approach to supporting children’s learning’. According to Coughlin and Baird (2013), a person with a deep understanding of children’s early learning and development could take on a pedagogical leader role. Lindon and Lindon (2011) state that it should be realised that the values and practice associated with a specific pedagogical approach are not restricted to a classroom environment and should not be confused with a curriculum. Below is an example of pedagogical leadership.
The Foundation Phase department within a maintained primary school has recently started a Forest School programme where on alternative days, one day a week the different classes from Nursery to Year 2 will follow a Forest School pedagogy. One member of staff is a qualified Level three Forest School Leader and there are two supporting members of staff, one who has a Level one Forest School qualification and one who has little outdoor experience. The school has access to a large field and wooded area which the leader has risk assessed and prepared for the outdoor learning. The school has added a yurt to serve as an outdoor classroom and a designated area where fires can be safely lit. The school has invested in full outdoor clothing and footwear for the children enabling all to participate whatever the weather. The leader is passionate about children learning in the outdoors and has high expectations for the quality experiences that she hopes to deliver. An outdoor policy has been created and shared with all members of staff in the school and with the parents of the children. 
The Foundation Phase curriculum highlights the importance of the outdoor learning environment for children (Curriculum for Wales, 2015). According to Hallet (2014) and Leather (2015), Forest Schools in Scandinavia have influenced the United Kingdoms (UK) pedagogy for outdoor learning. Cree (2013) states that since 1993 the number of schools in the UK adopting a Forest School approach has steadily been increasing. This method of practice is where the outdoor environment becomes the classroom, providing opportunities for children to explore at their own pace and experience hands on learning which supports their holistic development (Wilson, 2012; Knight, 2009; Curriculum for Wales, 2015; Forest School Association, no date). Hallet (2014) and Martin et al. (2006) state that the role of the adult is to lead the children into exploration and learning experiences in the outdoors. Within the example, the leader’s knowledge of the core values and principles of Forest School have created the pedagogical base for the children’s learning. However, O’Sullivan (2009) states that the pedagogical ethos that is being practiced must be shared and made explicit so the staff can appreciate and practice it consistently. It could be considered that in the setting described in the example, due to the lack of pedagogical knowledge of the supporting staff, the children may not receive the quality experiences that the leader is expecting. This is confirmed by O’Sullivan (2009), who believes that learning cannot take place if the staff only have a limited knowledge of the pedagogy.
In the Effective Leadership in the Early Years Sector (ELEYS) study, Siraj and Manni (2007) found that the best examples of leadership were characterised by a clear vision, and where the pedagogy was shared by everyone who worked in the setting. Similarly, the Effective Provision of Pre-School Education (EPPE) and Researching Effective Pedagogy in the Early Years (REPEY) studies show that when the care and education of children are led by leaders with an in depth understanding of pedagogical content, it has a positive effect on the children’s successful learning (Siraj-Blatchford et al., 2002; Sylva et al., 2004). Therefore, for the children in the example it would be beneficial for the supporting practitioners to gain the highest necessary qualifications in the pedagogy of Forest School in order for them to better support the children’s learning in the outdoor environment. This is supported by Harris (2017) who states that practitioners should be trained in the relevant qualification necessary to lead the sessions. In contrast, Leather (2015) believes that although level three practitioners in the UK may deliver Forest School, the original ethos, which is a foreign concept grounded in Scandinavian culture and philosophy, becomes lost in translation.
Coughlin and Baird (2013) claim that the role of a pedagogical leader is to ensure that systems and structures are in place to support the vision and values of the practice. In the example, this has been demonstrated by the leader ensuring the location has a shelter and designated fire pit which could be viewed as a secure hub in a central location which would be ideal for communal learning activities to take place or even as a space for relaxing and reflection (Jenkin, 2013). The production of an outdoor policy in the example, is another example of a support system in place. According to Coughlin and Baird (2013), the use of a policy is a valuable tool that can ensure a disciplined approach to practice which sets out the aims, and so on of the outdoor learning environment. Warden (2005) states that if outdoor learning is to be successful then an outdoor policy must be created.
Transformational Leadership
According to Northouse (2016), transformational leadership concerns ethics, values, standards, long-term goals and emotions. Colloby (2009 cited in Hallet, 2014) agrees that in the early years sector, underpinning the transformation should be the values and knowledge of early childhood. Northouse (2016) believes that transformational leaders can influence team members to accomplish more than what would normally be expected of them. 

Transformational leadership is characterized by a leader who works with subordinates to identify needed change, create a vision to guide the change through inspiration, and execute the change in unison with committed members of a group.
(Burns, 1978 cited in Anderson, 2017: 1).

Northouse (2016) claims that although a transformational leader plays a role in bringing about change, both the leader and followers are impossible to separate during the transformation process. An example of Transformational Leadership is seen in the following example.
A failing children’s day care setting is owned by an organisation which runs multiple day care sites. All settings have an outstanding or good Care Inspectorate Wales (CIW) rating apart from the one nursery where it was given a notice of non-compliance. The owner has replaced the manager of the failing nursery and has given a timescale of six months for the new manager to transform the standards of care within the setting. Lots of changes are being made to the running of the setting. Only management have had input into the changes and they have not consulted with the staff on their views. The approach from management is very directive, all staff are expected to follow the new routines and procedures. Practitioners are being regularly observed to try and determine where the faults in the nursery are. Most staff are welcoming of the changes; however, some are unhappy and resentful towards the new manager which is not going by unnoticed.
It is clear within the example that the setting would benefit from a transformational leader due to being assessed by CIW (2018) as not fulfilling conditions and requirements of the National Minimum Standards Act 2000 (Welsh Government, 2016) and the Children and Families (Wales) Measure 2010 (Welsh Government, 2013). According to Daly et al. (2009), the setting in the example requires a leader who has a vision, and can lead the team to a set of targets or goal. Handy (1993) believes that when a leader has a vision for the future, it should inspire a confidence in the rest of the team that it is possible to achieve it. Maner (2016) implies that when the manager has a clear vision, and their challenge is getting the team to work towards that vision, then dominance can be the most effective way to achieve a united front. 
The ELEYS study identified having a collective vision for a setting as being a key factor in effective leadership (Siraj and Manni, 2007). Hallet (2014) also recommends that if change is to be successful and sustained, a collaborative and whole setting approach needs to be used. This contradicts the approach used within the example, where staff have not been included in the changes, which suggests that they do not feel a sense of ownership towards the changes that have been made (Jones and Pound, 2008). However, Handy (1993) acknowledges that during times of pressure, as can be assumed within the example, the role of being a leader can often be forgotten in favour of the managerial role, where decisions must be made in order to bring about the change. In addition to this, Daly et al. (2009) believe that managers should not abuse their power, the creation of a separate culture of ‘them and us’ can quickly lead to problems and a negative atmosphere in the setting, as demonstrated within the example. Bergman et al. (2012 cited in Northouse, 2016) state that there is less conflict, more trust and cohesion within teams with shared leadership, as opposed to teams that do not. Search Inside Yourself Leadership Institute (2018) believes that working collectively towards a vision is more inspiring than working for a personal gain. When practitioners who have worked in a setting for many years become set in their ways and are reluctant to change, Taggart (2011) suggests showing them a new way of working by modelling it throughout your own practice. Johnson (2015) agrees and advises managers to not be stuck behind an office door, if they are seen doing the less glamorous jobs then it shows to the team that it is expected of them and can inspire them to work harder too. 
According to Hallet (2014), when changes happen too quickly, staff will become resistant. Similarly, when they are not consulted it can lead to them feeling insecure and threatened (Jones and Pound, 2008). However, Maner (2016) states that there are times when a leader must make strong decisions during certain situations and that they should not worry about whether team members get offended. According to Aubrey (2011), leaders often stated the barriers to change were the commitment and motivation of their followers and a reluctance to change, while some staff regarded criticism and an autocratic attitude from their leaders as barriers to their work. It could be viewed that practitioners in the example felt criticised by being observed often. Similarly, the dictated nature of the manager reflects an autocratic leadership (Northouse, 2016; Moyles, 2006; Lindon and Lindon, 2011; Jones and Pound, 2008). Maner (2016) states that a negative of an autocratic leadership is that team members often do not like being ordered around, which can result in the manager not being liked very much, as is seen in the example.
For change to happen, Taggart (2011), Murray and McDowall Clark (2013) and Rodd (2013) all believe that across all levels of staff, there must be passion as a value base which is at the heart of early childhood education and care. Day (2005 cited in O’Sullivan, 2009) states that passion underpins leadership. He believes there must be passion for achievement, care, collaboration, commitment, trust and inclusivity.
How Leadership can impact the quality of a setting.
Muijs et al. (2004) highlight the lack of leadership training given to early years practitioners, meaning leaders are left underprepared for their role. Northouse (2016) states that to be successful, settings require managers who are competent and leaders who are skilled. Lindon and Lindon (2011) acknowledge that the need for leadership training has been embraced by the early years sector by the fact that leadership is now a featured module in most Early Childhood Studies Degrees. To give an example, the BA (Hons) Early Childhood Studies contains in its third year of study a module on Reflective Leadership in a Multi-Professional Context (London Metropolitan University, 2018). The module summary states that it aims to examine a range of management and leadership approaches and styles within the early years. Rodd (2013) recommends that practitioners familiarise themselves with the variety of models, theories and styles of leadership, and then consider their own values, strengths and personality and either adopt or adapt those that are best suited for their circumstances.
This drive for highly qualified practitioners and a greater emphasis on leadership within the early years is significant due to its impact on higher quality settings (Jones and Pound, 2008). Nutbrown (2012) recommends that to ensure high quality provision within settings all practitioners should be able to demonstrate some pedagogical leadership irrespective of their level of qualification.
However, research into the quality of a setting carried out by Blanden et al. (2017) claims to have found only a slight increase in a child’s educational attainment when they had attended an early childhood setting taught by a graduate level teacher. Sammons et al. (2017) dispute the findings of Blanden et al. by stating that it contradicts the last thirty years of research into the quality of settings and children’s outcomes. Sammons et al. concluded that there were limitations in the available data and flaws in the research design that was used by Blanden et al. in the study. The EPPE (Sylva et al., 2004) and REPEY (Siraj-Blatchford et al., 2002) studies both support the suggestion that children make better progress in settings where a good proportion of staff are qualified to a graduate level.
According to Ang (2012 cited in Avenell, 2016), the quality of an early years setting is almost always identified by strong leadership, in particular when the practices of the setting are a shared vision between leaders and practitioners. Moyles (2006) states that having the qualities of a good leader is important for the well-being of the children, staff and parents within a setting. Sylva et al. (2004) found in the EPPE study that when leaders are highly qualified, there is a direct link to the quality of children’s learning experiences, a more effective structure to the practice of the setting, and relationships with staff and parents are better. The result of all this according to Moyles (2006: 1), is that ‘the importance of leaders and managers cannot be underestimated’. 
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