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Leadership in Early Years Provision: Multi-Leadership Style or can one Leadership Style fit all?
What is Leadership?
Leadership can be described as taking control of a situation or task including leadership of people within a particular situation. Rodd (2006) suggested that leadership can be described as where a leader influences individual’s behaviour to achieve the desired outcome or task.  Furthermore, this is also similar to the views of Hersey (cited in Rodd 2006) that leadership influence on behaviours of others.
It is evident that over many years there has been a great focus research on leadership and leadership styles within a range of organisations and professions, including the work of Lewin et al. (1939) Autocratic, Democratic and Laissez Fare Leadership style, Fielder (1964) Contingency Theory, Goleman (1996), the work of Gronn (2000), Harris (2009), Leithwood et al. (2009), Mayrowetz (2008) and Spillane (2006) cited by Hekka et al. (2012) on Distributive Leadership and the Path Goal Theory Evans (1970), House (1971), House and Dessler (1974), and House and Mitchell (1974) (cited by Northouse, 2004).
Furthermore, from research it is evident that a number of research studies have been conducted in order to define leadership however, there are many different perspectives and definitions dependant on the style of leadership and the situation researched.  This supports Stogdill (1974) suggestion that there was nearly equal amounts of definitions to people whom have attempted described this.
Lindon et al. (2011) suggested that leadership is ever present and can be applied to not only organisations and professional roles but to other aspects of life such as family life and suggests that people take on the role of a leader on more than one occasion. 
Leadership within the Early Years
Leadership within the early years can also be described as the leader involving individuals within a situation to achieve the goal or task at hand. However, research suggests that there has been little focus on leadership within the early years. However, within the 21st century research has been conducted and demonstrates a need to develop specific models that are catered for leadership within education (Sergiovanni, 2001; Spillane, Halverson, and Diamond 2001; Lambert 2002; Harris 2008). 
Similar research also suggests that there is a need to develop leadership models that specifically suit early year’s provision this is supported by not only the UK but other countries too including Australia and Finland (cited by Murry et al. 2013) and Muijs et al. (2005) (cited by Rodd, 2006) who also suggested that there is limited research in Leadership within Early Childhood provisions. 
Lindon et al. (2006) suggests that leadership in the early years focuses more on the emotional, relationships in comparison to management which focuses on the rational aspects such as control and systems.  This supports Ebbeck and Waniganayake, (2003) cited by Rodd (2006) research suggests that leaders in the early years do not work towards the managerial leaderships parts of their role. 
In comparison to general leadership, research conducted by Kagan and Bowman (1997) identified that within the early year’s sector that they identified a general reluctance into practitioners recognising that leadership was part of their role, with a focus mainly on the role of them being a teacher. Similarly, Cladwell, 2003; Solly, 2003 (citied by Rodd, 2006) also identified that early childhood practitioners were somewhat reluctant to recognise that leadership as part of their role.  
Leadership Characteristics and Traits
Research has been conducted on identifying specific leadership characteristics and traits, which can be identified in all leadership styles. Research suggests that in order to be a leader, the leader must obtain a set or traits or characteristics. Studies of leadership Characteristics and Traits including but not limited to the work of Stogdill (1948 and 1974), Mann (1959), Lord, DeVader and Alliger (1986) and Kirkpatrick and Locke (1991) (cited in Northouse (2004). Additionally Rodd (2013) (cited in Rodd 2014) suggests that leadership involves a set of skills to effectively achieve tasks. 
Their research highlighted a number of similar traits and characteristics that appeared in more than one of the research studies including: Intelligence, Self-confidence, Determination, Integrity and Sociability, cited in Northouse (2004). Kirkpatrick and Locke (1991) cited in Northouse (2004) state leadership traits make leaders undoubtedly different to others.  Additionally research conducted by Bass (1990) and Jago (1982) suggested that specific trait or characteristics clearly identified differences from leader’s and their followers cited by Northouse (2004).
However, there has been research conducted into leadership that has been criticised for having less of a focus on what is involved within leadership and more of an emphasis on leadership and their characteristics or traits (Mitchell, 1990).
Leadership verses Management 
Literature suggests that there has been many attempts to describe leadership and management and it is evident it has been hard to distinguish (Jones et at. 2008). Law and Glover (cited in Jones and Pound, 2008: 20) similarly suggest that there has been little agreement over the terms as they are used ‘interchangeably’. 
Research suggest that leadership and management have differences such as the work of Schon (cited in Jones and Pound, 2008: 8). Schon shared views that you can be a leader without being a manager and vice versa that a manager can be a manager without being a leader and can still successfully get the task done. Schon continues to highlight that a leader can successfully lead without using managerial skills such making decisions and allocating funds and resources but by supporting and encouraging individuals within the team and the opposite where a manager can successfully manage a team to achieve tasks by monitoring activities and providing resources for individual’s to achieve the task. Hersey (cited in Jones and Pound, 2008: 8) similarly suggested that leadership involved the individual in the process and how the leader can influence their behaviour and involvement in order to achieve tasks in comparison to how a manager would direct others to achieve the task. 
Jones et al. (2008) suggested that it is important to consider that both leadership and management will be interlinked within practice. This is also supported Armstrong (1994) who highlighted that in any task will involve a mixture of both management and leadership.  


Leadership Styles 
In the next section of this portfolio will explore leadership styles that can be used within early year’s provisions, for the purpose of this portfolio the examples will be focusing on the Flying Start Provision.  
Autocratic/ Authoritarian Leadership Style
The Autocratic Leader can be described as a leader being focused on making a quick decision, the Autocratic leadership style was identified by Lewin et al. (1939). Lewin et al. (1939) conducted research on comparing different leadership styles with a group of young children and a designated leader focusing on an autocratic leadership style in comparison to a democratic leadership style, which highlighted high results in terms of achievement of the task as they were closely directed and instructed on what to do, with no input form the group (cited by Daft, 2008).
Northouse, (2004) suggests that this style of leadership involves using people as tools to achieve the task rather than using people influences and input to achieve the desired task. Northouse (2004) highlights that this leadership style consists of mainly providing instructions, which achieves results in terms of achieving the task. 
Research suggests that this leadership style is dated (Tilmouth et al. 2012) however, it is still effective within practice of today’s society for example for use within situations where a quick decisions needs to be made. Tannebaum and Schmidt (cited by Daft, 2008) support this view and highlighted this this form of leadership is appropriate when a decision needs to be made promptly.
Research conducted by Rosemary and Puroila (2002) identified that there are specific beliefs within the early years provisions that leaders have to have people that are in charge and hold an autocratic style of leadership which is in contrast to the research of Whalley (1994), who found that early years practitioners valued the democratic style. However within this leadership style can be effective and also valued within practice, dependant on the nature of the situation. For example f it is combined with motivational style to encourage new staff with strict direction to achieve tasks then it is seen as effective (Chandra et al. 2004). The example below will explore the Autocratic Leadership style further.
Scenario
This example demonstrates the Autocratic leadership style in terms of supporting a situation within an early years setting of a safeguarding concern regarding a child at the setting.
Staff within the Flying Start setting have noticed and observed concerns regarding the welfare of a child, in this instance the leader must take an Autocratic Leadership style as when there is any concerns of a child welfare the concerns must be dealt with in accordance to the All Wales Child Protection Procedures (2008) that states ‘the welfare of a child is paramount’ and also the  Children’s Act 2004 that states sufficient policies and procedures in place to ensure ‘the welfare of the child is paramount’ Welsh Government (2004). 
Within the early years provision staff have highlighted concerns regarding a child that highlighted the need to following the safeguarding policies and procedures of the setting. The leader of the setting instructs the staff directly what to do in order to achieve the necessary steps that must be followed. 
The leader in this instance cannot involve staff members for their input if they are not classed as a person whom does not need to know the information, to comply with confidentiality and safeguarding policies and procedures in accordance with All Wales Child Protection (2008). The leader must only inform necessary staff and use factual information, in the instance of safeguarding it is the duty of the identified leader in that role to immediately act.  
The benefits have been documented by having an autocratic leader in place as if effective when a decision needs to be made immediately and the leader takes full control and accountability for the action they have taken (Chandra et al. 2004). In comparison where Rodd (2006) explored a Democratic leadership style approach would consider that the individual staff involved would need to be involved to solve the problem together, does not support all situations. 
In contrast Rodd (2006) suggested that within early year’s settings that leaders who have an authoritarian style may have higher levels of conflict compared to leaders whom use a more democratic style, and suggests that the democratic style is needed as it encourages the team to be a part of decision making within the setting and encourages participation from the team.
Additionally, there has been research conducted that identified that when the autocratic leadership style is used that staff feel less motivated and elements of resentment also causing conflicts within the teams (Rodd, 2006). Furthermore, Whalley (1994) (cited by Rodd, 2006) stated that using an autocratic style increases the risk of resentment and isolation within teams, which will negatively affect achieving goals.
It is evident form this example that the autocratic leadership style is needed in certain situations, to be achieve best practice and to meet policies and procedures and legislations such as Safeguarding and ensuring the welfare of children, in accordance with All Wales Child Protection Procedures (2008). Additionally, Lindon et al. (2011) suggests that it is the situation in hand that mattered in terms of what style was needed and in the event that a decision needed to be made immediately that the autocratic approach was the most effective and efficient, similarly to the views of fielder (1967) that effective leadership was dependant on the situation. Furthermore, by Hersey and Blanchard (1974) (cited by Lindon et al. 2011) argued the need for a flexible approach to leadership styles due to the nature of the situation.
Rodd (2006) considered the benefits of using an authoritarian leadership style and suggested it supported new staff within a setting as they may need more specific guidance and support, however Rodd (2006) also noted disadvantages to this style and suggested that as time passed and the possibility of the individuals growth in confidence that this style would need to be adjusted, to suit the level of responsibility the individual has within the team. Northouse (2004) also suggests that this the authority style was described as being over powerful and too controlling. 
Democratic Leadership Style
The democratic leadership style is based on the research conducted by Lewin et al. (1939) and can be described as lets work this out together approach, the leader includes team members within decision making but ultimately has the overall decision.  This type of leadership has been described as the most popular type of leadership style. (Lindon et al. 2011). Miller et al. (2012) also highlights that research conducted by Lewin and Regine, (2000) and Fullan, (2001) suggests that a more shared responsibility leadership style rather that set requirements achieve better outcomes within teams.
Miller et al. (2012) suggest that leadership influences the behaviour of others to achieve the overall goal. It is clear there is a focus on the importance of group working within democratic leadership in order to achieve organisation goals and objectives, Whitaker, (1993: 74) (cited by Miller at al. 2012) states that ‘All members of an organisation can give their best in a climate of commitment and challenge. Leadership helps an organisation to work well.’ This statement demonstrates the effectiveness of using a democratic approach that will support team work to meet the organisations goals. 
Interestingly, additional research suggests that Democratic Leadership sometimes known as a Participative Leadership Style which also involves team members contributing in decision making but the overall decision still lies with the overall leader Bhatti et al. (2012). Furthermore, Bennet et al. (2003 and Woods et al. (2004) (cited by Heikka et al. 2012) suggest that from their research on distributive leadership they identified similarities in a number of leadership styles including the Democratic leadership, delegated leadership and dispersed leadership.
Scenario
This example demonstrates the Democratic Leadership Style, this scenario will consider a registered Flying Start Setting with Care Inspectorate Wales (2018) and the Inspection Process and staff roles within the setting.
A Flying Start setting has recently received their annual unannounced inspection in accordance with Care Inspectorate Wales Regulations (2018) and National Minimum Standards (2016). On the day of inspection the leader is off with sickness and the deputy leader is on site with named staff members including a new staff member who has recently commenced work and this is their first inspection. 
During the inspection the inspector speaks to staff, children and parents on site to capture their views and opinions of the service. The staff members are nervous when speaking to the inspector and the new staff cannot answer some their questions in regards to where some of the paperwork is kept. Upon completion of the inspection the inspector highlights areas of recommendations for staff to be informed of where information is kept, although noted processes had been put in place in the event of the Leader being off the Deputy Leader was available and held sufficient knowledge.
 This scenario highlights the importance of using a leadership style that is democratic as even though the leader was not there the hierarchy of the nursery staff had been implemented and the leader’s leadership had provided the staff with sufficient knowledge to be able to meet the standards. This support the views of Fullan (2001) cited by Rodd (2015) who suggests that by using a democratic leadership style can support developing willing individuals within the whole team into future leaders. Rodd (2015) additionally highlights that by using this form of leadership style will enable staff to become leaders from learning within their own settings. 
In early years settings to provide effective provision it is essential that we work as team (Tilmouth et al. 2012).There is research that suggests that early childhood practitioners value working as part of a multi-practitioner team which supports the democratic leadership style and promotes motivation and achievement in comparisons to the autocratic leadership style which was deemed as a demotivating and disrespecting leadership style (Whalley, 1994). 
Practitioners within early year’s sectors have many responsibilities and work closely within their designated teams, in order to work effectively. Bloom (2000) suggested that Early Years Leaders needed to be competent in three specific areas, such as the attitude and moral purpose of the leader, knowledge that supported child development, team dynamics as well as teaching approaches and knowledge of an organisation and  skills that included technical ability along with human and conceptual skills (Muijs et al. 2005). The democratic leadership style and similar leadership styles such as the distributive style empathises the importance of collaboration of working together which has been described in the work of Rodd, (2015) and Gronn (2002) whom also empathises the importance of ‘multi-membership’ working (cited by Bennet et al.2003). 
Additionally, Lindon et al., (2011) suggests that early years practitioners prefer the democratic leadership style in comparisons to an Autocratic leadership style as being mainly a female workforce prefer support and gentle influence rather than the nature of a more directive style such as autocratic. Furthermore, Whalley (1999) also suggested that leadership styles within the early years are unique as women lead by using a more supportive approach and lead less through an autocratic approach, leading to a shared responsibility in achieving tasks. 
 Similarly, Tilmouth et al. (2011) suggested that when a leader uses a style that recognises, encourages and acknowledges achievements of individuals, will overall  promote understanding and motivation of the team leading to  achieving organisational outcomes and goals such as, in this example meeting the National Minimum Standards (2017).
 As being a registered setting the provision must comply with Social Care Wales (2017) and Care Inspectorate Wales (2018) and the National Minimum Standards (2017) all of which recognise that leadership is a contributing factor for a high quality early years provision and have sets strict requirements that practitioners must achieve in order to carry out their roles effectively.  Social Care Wales (2017) has developed an accepted list of qualifications that stipulates qualifications requirements needed by staff in accordance to their role, for example within a flying start setting the leader must obtain a level 5 CCLD qualification. 
Similarly, the Early Years Foundation Stage (EYFS) (2008; 2012) recognises the importance of leadership and empathises that it will meet effectively meet the needs of the children (Rogers 2014) cited by Brown (2015).
Further research from the Effective Provision of Pre-School conducted by Sylva et al., (2004)(cited by Hallet, 2013) suggested that having a highly qualified workforce improves the overall quality of the provision and enables children to experience a higher quality provision that ultimately benefits children’s learning and development.  Furthermore, Ofsted, (2000) acknowledges that effective leadership needed to be present to maintain and improve quality of provisions (Muijus, et al.2004).


Laissez-faire 
The Laissez-faire leadership style based on the work of Lewin et al (1939) provides individuals with the ability to make decisions for themselves, as the leader has a hands off approach to leading the team.
 Northouse (2004) noted that in comparison to other leadership’s style such as a transformational or transactional leadership style that the Laissez-faire style takes an approach that can be described as a style that offers very little input. However, within early years research suggests that the more traditional leadership styles such as the trait leadership style hinder the leadership process as they do not recognise and acknowledge the difference of leadership style needed within an early years provision, Kagan’s (1994) research suggested that within the early years settings that leadership styles did not lend themselves to the uniqueness of early years where in general there is a more female workforce and suggests that the leadership style needed to support the collective values and morals of early years practitioners.
Sullivan (2003) suggested that within early years that all practitioners were leaders in the everyday running of a setting. This supports the uniqueness of an early years setting in comparison of a different organisation and supports the ever changing demands of early year’s practitioner role. The early year’s sector has been described as being a ‘unique’ sector (Kagan, 1994; Whalley, 1999) and research conducted by Geoghegan et al. (2003) suggests that within practice a number of leadership styles are needed in order to achieve the ever changing goals and tasks within the early year’s sector. Therefore, it is important to consider the use of more than one leadership style to achieve the objective in question.
Scenario
This scenario we will be considering the Laissez-faire leadership style, within Flying Start settings there are a number of tasks that individual team members lead on for the purpose of this scenario we will explore the example of an established team of practitioners being a key worker for identified children within the setting. 
The role of the key worker is to work directly with children in order to support children to achieve planned activities, which may or may not be completed directly by the leader as planning activities is a role of all practitioners within settings.  The key worker is also responsible for observations of achievements and areas which may need additional support to meet their developmental milestone. The keyworker observes a child in every session completing their developmental booklet, the key worker identified that one of the children needs additional support to achieve the task, the keyworker directly leads on this and feeds back to the leader of the setting. The leader offers little input as the keyworker obtains all the information regarding the child and is suitably trained and competent to make adjustments for the child to achieve the task. 
Research suggests that there are benefits of the Laissez-faire leadership for teams of staff who are experienced and have good knowledge and understanding and are trusted within their roles (Robert et al. 2009).
It is documented that it is important to have a mixture of team members and roles within teams, not just direction from the leader. Belbin (1970) identified 9 team roles that supported a balanced team. 
Belbin’s (1981) team roles consisted of the Plant- who was described as highly creative and solving problems, the Monitor Evaluator- who can make impartial judgements and decisions, the Co-ordination- focusing on objectives and delegation, the Resource Investigator- whom obtained the knowledge, the Implementers who can carry out the task, the Completer Finishers- who ensure the end result is complete and without error, the Team workers- who ensure the team works together, the Shapers who would challenge and drive the group towards the end goal and finally the Specialist- whom was needed to have the underpinning knowledge to the specific subject, in this instance it is knowledge and understanding of the pedagogy of early childhood.
Belbin, (1981) stated that in order for a team to reach its fullest potential that all 9 roles needed to be present, it is important to recognise that an individual within a team can obtain more than one role and is not solely up to the leaders skill or direction to achieve the task (cited by Meslec et al. 2015).
Cannon-Bowers et al. (2001), (cited by Meslec et al. 2015) supports the view of Belbin and that in order to achieve a task effective teamwork is required as well as the knowledge each member brings.
Similarly, Rodd (2008), suggests that there are also natural leaders within early year’s teams can normally be easily identified within a team, this can be observed by the way a team naturally turns to an individual for advice and support but also how they respond to them. 
However, within any partnership there will be various practitioners with different roles involved, not knowing or understanding roles can cause barriers to effective partnership working. It is important that each individual is aware of the others roles as not to cause conflict
It is important to consider the nature of the situation this can also include considering the individuals as what may work once may not work again, within a similar situation. Law and Glover (2000) suggested that in order to be an effective leader they must consider the use of professional judgement and knowing when to support others within the team to lead, suggesting that the leader knows the strength and weakness of their team. 
Conclusion
Upon reflection it is important to consider why leadership styles are important within the early year’s sectors. Within maintained and non-maintained early years provisions and settings there is a strong emphasis on effective leadership. This is demonstrated though regulations and standards set out by regulatory bodies such as Care Inspectorate Wales (2018). Research also suggests that Welsh Government (2015) initiatives such as Flying Start also emphasises a great importance of having a highly qualified workforce to achieve best outcomes for children.  Furthermore, within early years provision there has been research conducted by the EPPE who identified that children made better progress when the setting had staff that were better qualified and demonstrated good leadership skills (Sylva et al., 2004). Alvarado et al., (1999) (cited by Rodd, 2006) suggested that leadership within the early year’s provision focused around improving the quality of the programme being delivered, which will ultimately  improve outcomes for children. 
Fiedler (1967) suggested that within leadership roles that the leader needed to use different leadership styles that reflected the situation at hand, even though this research is somewhat dated, the research supporting this portfolio also suggests that there are a number of leadership styles needed in order to achieve goals and tasks.
Butchatsky (1996) argued that within leadership it is essential that the leadership style used will influence and support individuals whilst also achieving the overall aim or objective of the organisation, therefore in conclusion within early year’s provisions a mixture of styles are needed dependant on the situation.  Geoghegan et al. (2003) (cited by Rodd 2006) conducted research and found that early childhood practitioners depended on not one leadership style but a mixture of leadership styles in order to achieve their daily tasks. 
It is apparent from the research findings within this portfolio that there is a general consensus that there is a need to focus research solely on leadership within the early years. (Sergiovanni, 2001; Spillane, Halverson and Diamond 2001; Lambert 2002; Harris 2008; Nutbrown, 2012; Waniganayake, 2002; Hujala, 2004; Heikka and Wanigabayake, 2011) (cited by Murray et al. 2013) and Muijs et al. (2005) (cited by Rodd, 2006).
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