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Introduction 

This portfolio aims to critically analyse and explore the principles of leadership and good practice. Exploring the meaning of leadership, the difference between leadership and management. Also, leadership and management within the early years. There are many styles of leadership this portfolio intends to analyse such as autocratic. This occurs when the leader takes full control of a group leaving very little opportunity for team work (Moyles, 2006). Democratic leadership consists of a team work effort and the leader respects and considers all input from other team members (Rodd, 2006). Lastly Laissez-faire, where the leader has very little involvement with group members and preferably takes a back seat. Allowing group members to face challenges and problem solve alone. This portfolio will discuss in depth these three leadership styles and how they contribute to leaders working within early year settings ending with a conclusion. 

Leadership

Leadership can be defined as the guiding of an organisation or group of individuals to direct them to a certain shared goal (McCall and Lawlor, 2000). However, various businesses and early year settings differ in terms of guidance, authority and direction. According, to Veale (2013) great leadership requires a specific individual to have a variety of successful management and interpersonal skills. McCall and Lawlor (2000) suggest an adequate leader must be passionate and clear about securing the desired goal.  Early Years Matters (2017) state within early year settings leadership is about creating innovative strategies to inspire staff and leading learning. According to Moyles (2006) leaders should nurture all staff to help them reach their full potential. This enables others to achieve success not only as a team but to become positive role models for children within early year settings. 

“For leadership to be effective it must be built on a solid foundation consisting of a clear mission, a vision of the future, a specific strategy and a culture conducive to success” (Rihal, 2017: 1). Eric Flamholtz, president of Management Systems Consulting Corporation, believes key to successful leadership is for leaders to observe how staff work in situations, analyse then plan for improvements (Management Systems, 2012). Tickle (2011) implies that great leaders are very experienced within their role, this is something both Flamholtz and Tickle share with regards to leadership which can be applied in both business and the early years sector.

Leadership VS Management 

For many years there has been a huge debate on management and leadership and if there is any difference or are they viewed the same by society. According to Zaleznik (1997) management and leadership are two completely different things. Changing Minds (2017) state managers have subordinates and thrive on having power over others and leaders do not have subordinates. However, (Delesie, 2016) argues that managers do not thrive on power and ultimately thrive on nurturing and mentoring others. Although managers and leaders share similarity in the sense of leading groups of people, their methods of implementing tasks and leadership styles may vary. Zaleznik (1997) states managers goals are created by necessities rather than desires. However, it is the role of the manager to delegate these tasks to leaders and staff members in-order to achieve set goals. 

Management and leadership within the early years is an important part of practice, hierarchies leading staff implement the quality of care children receive (Heikka et al., 2012). Often within early year settings management have a great of work to complete set out by governing bodies such as CIW and ESTYN (Thomas and Lewis, 2016). According to, Kingdon and Gourd (2013) managers spend vary little time on the front line within settings and the leaders are the people dealing with day to day staff and children. Wise et al. (2013) also suggests that leader’s play more of an active role and management requires more of an office role within early year settings. 

Leadership within Early Years

Within today’s society enormous efforts have been made by the government to improve the skills of those working within the early years workforce. Aiming to provide children with quality care provision (Whalley, 2008). Thomas and Lewis (2016) argue that some leaders within early year settings have difficulty transitioning into a leader and adapting leadership skills within their job role. Hallet’s evidence suggests leadership is a skill many individuals complete naturally without apprehending (Hallet, 2013). However, researchers found that leaders within early year settings viewed themselves as team players rather than leaders (Hallet, 2013).

Kagan and Bowman (1997) suggest many leaders within early years value their role as a teacher for the children more than they do a leader. Rodd (2006) also supports Kagan, Bownman and Hallet’s statement. Rodd (2006) feels leadership within the early years is something that takes place automatically without fully being understood. Moyles (2006) suggests the perfect leader is made up of four branches. This includes leadership qualities, management skills, professional attributes and personal characteristics. Also having the ability to participate in equality and reflective practice. Therefore, evidence suggests within the early years many of these characteristic’s take place within settings.

Critics may argue that the lack of ownership for leaders within early years is possibly due to very little training in leadership. CIW (2016) state within the national minimum standards managers working in early year settings must receive training and hold relevant qualifications in management and leadership. In addition to this manager’ also have previous experience in working with children and holiday level 3 qualification (CIW, 2016). This is a strength to leadership and management, as it gives knowledge to those above childcare workers to always keep children’s needs at heart of any decision-making processes (Robins and Callan, 2008). 

However, for leadership roles such as senior positions, or room leader’s positions, staff are only required to hold a level 3 in children’s learning care and development (CIW, 2016). Therefore, this indicates staff within leadership roles do not receive leadership and management training. A report conducted by Estyn also supports this statement (Veale, 2006). In 2011 inspectors found leaders did not receive efficient training in leadership. Correspondingly with this, not always receiving enough training on the Foundation Phase, which resulted in practitioners having difficulty to identify good practice (Estyn, 2011). Pioneers such as Froebel and Pestalozzi also may argue that to make full sense of good practice, practitioners need to be well trained and educated (Joyce, 2012). 

In addition to leadership, Nutbrown (2012) states in-order for leaders within early years to be efficient within their roles, they must understand their duties and the expectations of others. This enables leaders to assess what leadership style is best whilst working as part of a team to meet the final goals (Thomas and Lewis, 2016). According to Veale (2006) a great leader will assess the team’s strengths and weaknesses and put them to good use. Jones and Pound (2009) suggest when a leader fully understands the dynamics of a team they are then able to support individuals to strengthen their weaknesses. 

Hallet (2013) suggests within early years many leaders must not only understand themselves and their team but the children also using a holistic approach. Murray and Clark (2013) state within the early years many professionals have very little association with managers and leaders. However, the quality of provision in settings remain very high as children were always at the heart of any decision-making process. This is something Heikka and Waniganayake (2011) also found within their research, that early year practitioners had little training on leadership. However, great knowledge of the team’s strengths, weaknesses and child development. Froebel a pioneer throughout the early years sector always stressed the importance of having females within childcare as they are very maternal (Giardiello, 2014). Within todays practice early year settings are highly dominated by females (Hujala, 2004).

Nutbrown (2012) recognises the need for practitioners to gain a deeper understanding of leadership. Many individuals within childcare also acknowledge that leadership and management training must be fundamental within their job role (DFE, 2013). Although a slow process, the government is currently providing funding for leadership and management training within the early and requirements are also being updated (DFE, 2013). Rodd (2006) states part of the misperception between leadership in the early year years is due to leaders not recognising themselves as leaders or not fully understanding what leadership consists of. 

Leadership Styles




Scenario - Autocratic Leadership

The manager of a local day nursery in-order to meet CIW requirements must conduct regular supervisions with staff (CIW, 2016). As there is a very little time to do this with ratios the manger decides to conduct the cook of the nursery supervision whilst in the kitchen. The supervision is under way when they soon notice a tea towel has begun to cause a fire. This resulted in the alarm being activated and all children and staff to be evacuated. The manager instantly reacts shouting at the members of staff to move and act quickly. The leaders of each room must account for their staff and children and management must be the last to leave the building once all the checks are done. The manager is also fire marshal trained as it able to put the fire out before the situation gets out of hand. 





Autocratic Leadership

Marquis and Huston (2017) state authoritarian leadership is one of most popular leadership styles used within many work places. This involves the leader taking on more of a dictatorship role and not communicating with the team to make final decisions (Marquis and Huston, 2017). Khan et al. (2015) suggest hierarchy leadership styles are a necessity to achieve goals, however different styles share different qualities. Many studies criticize the authoritarian leader. However, Khan et al. (2015) implies that the authoritarian style can work in certain situations where the leader has very little time to decide or has the most knowledge to decide the best outcome. Within this scenario authoritarian style leadership has worked well as the manager needed to act quickly. If management used an approach such as laissez-fair staff and children may not of evacuated the building as promptly. Wise et al. (2013) suggests that in-order to complete tasks within a limited time space authoritarian leadership is effective and appropriate.  

Lewin et al. (1930) also suggests that authoritarian leadership has some advantages such as control and discipline to other members of the group. Autocratic leadership can also enable group members to have a sense of security (Marquis and Huston 2017). Within this scenario although management used a very assertive manner, staff were able to evacuate quickly, which can enable staff to feel when problems do arise management has this under control. However, authoritarian style leaves very little room for other members of the group to express their creativity and ideas resulting in staff moral to be lowered. 

During this scenario autocratic leadership appears to work in favour of safeguarding others. According to Flyybjerg (2001) autocratic expertise works best when leaders are faced with drastic problem such as a fire. He believes this enables the leader to use a combination of experience and formal knowledge. Autocratic leadership allows a leader to immediately assess a situation and to provide a solution instantly (Flyybjerg, 2001). Veale (2013) also supports the autocratic leadership within appropriate circumstances and the need for sudden decision making. This enables benefits of safety within this scenario as the right decision was made. Although beneficial to shout to employees to evacuate this may also leave them feeling a little disrespected or saddened in how the leader has spoken. This can then result in conflict within the work place. However, autocratic leadership works in some work place environments and less in others. 

McCall and Lawlor (2000) state to be an effective leader requires a highly inspirational individual who values team participation. Authoritarian leaders ultimately have the final say in any decision-making tasks. Therefore, a great leader will not be fully accomplished with authoritarian characteristics. However, “Honesty is the common quality for all leadership styles. Honesty is responsible for the success of all leadership styles” (Khan et al., 2015: 91). This skill is something authoritarian leaders tend to display. When dealing with vulnerable children, leaders and staff must share the same values and honesty needed to work with young children (Robins and Callan, 2008). 

According to Rodd (2012) within early year settings decision making should be made between all members within the team to fulfil great working practice. The classical autocratic approach tends to be management lead with very little trust in employees. When working within the early year settings trust plays a vital part in practice (Khan et al., 2015). Although autocratic leadership may provide detailed orders and objective staff may feel undervalued by being ordered around (Marquis and Huston 2017). Poor leadership may result in a high turnover of staff, which becomes more difficult for a successful team to develop strong working relationships (Rodd, 2006). Overall, leadership is very complexed and within this scenario autocratic leadership worked best. However, to avoid situations like this arising time management within early years should be reviewed, therefore management would have not conducted a supervision whilst cooking food for the nursery at the same time. 

Scenario – Democratic Leadership

A member of staff has been observing their key child for 6 weeks. Consulting with her team and leader as they are conducted. After, detailed observations, the member of staff feels there are some concerns for the child’s development. The staff member approaches her team leader about these concerns indicating there may be something underlying. As the staff members team leader is highly trained and has recently attended a course on ASD training, also known as Autism Spectrum Disorder (NHS, 2016). The leader then gave advice and support to the staff member of what to look out for as signs of ASD. Ensuring the staff member felt fully comfortable and equipped with knowledge before fully conducting final observations that would need to be referred. This resulted in the leader and staff member working in partnership to refer to specialist teams to conduct further assessments. 



Democratic Leadership 

Lewin (1930) states the most effective leadership style is democratic. This style provides clear guidance and values other members of the team allowing them to give input and ideas to achieve certain goals. Thomas and Lewis (2016) emphasise the importance of great communication between staff in-order to create great working practice. Spillane et al. (2004) also supports the importance of great communication between staff members and leaders referring to it as the core element of leadership. During this scenario it is evident to see the importance of clear communication between practitioners and their leaders in early years in-order to provide quality childcare provision (Veale, 2013). 

Spillane et al. (2004) also suggest that leaders who provide a democratic approach to leadership often have great relationships between themselves and their peers. Within this scenario staff felt confident enough to share information with their leaders to gain advice and support. Mitchell and Sackney (2007) support this statement as they believe information sharing is key to building professional relationships. Gasper (2010) suggests that democratic leadership consists of working as part of a team rather than a hierarchy giving orders and not being fully involved in tasks. Jones and Pound (2006) state that team work is key to any business success. Thomas and Lewis (2016) also support to fully provide quality childcare team work is essential. 

This enables a higher quality of team work and the decision-making process. According to Wallace and Poulson (2003) the ability to lead is to have followers. Therefore, leaders must be respectful to others with strong charisma to engage and inspire followers. The ability to value other individual’s perspectives will encourage positive practice as staff will feel appreciated and want to participate (Rodd, 2006). According to Miller et al. (2012) the best type of leaders not only want to achieve their own targets but also want to inspire other members of the team to aim higher and achieve set goals.

This scenario is a key demonstration of a good leader as to help they took the time to share information on conditions such as ASD and ensure the staff member felt comfortable conducting further observations (NHS, 2016). Veale (2013) also support that inspirational leaders take the time to educate their followers. Wise et al. (2013) suggests that anyone who is nurtured and guided correctly within a workplace has the full potential to become a leader. This scenario enables possibilities for staff members if they receive positive leadership they may then become leaders themselves. However, some critics may argue that leadership is not something that can be taught, and that people are born natural leaders not nurtured (Wise et al., 2013). 

Engestrom’s cycle of expansive learning also supports the positive aspects of democratic leadership. According to (Engestrom, 2000) great leadership is when multiple people, professionals, staff and communities gather together to discuss issues and achieve solutions. Very similar to a democratic approach within the early years where monthly or annual team meetings are conducted in-order to improve practice (Rodd, 2006). Murray and Clark (2013) also support the engestrom cycle and democratic leadership as they feel partnership working of professionals ultimately improves any working practice. However, although many of the evidence supporting democratic leadership style is positive there may also be negative aspects. 

According to Wallace and Poulson (2013) conflict between leaders and peers may arise when opinions or ideas are shared within a group however not used. This can leave members of staff feeling undervalued although they have been listened to. However, Rodd (2006) suggests that any democratic leader that listens to other people’s perspectives is a good leader. In-order to avoid conflict or upset within a work place it all depends on how a suggestion may be declined or not used. If staff feel respected by other team members and leaders conflict is less likely to arise (Robins and Callan, 2008). 

Within this scenario the democratic leadership style has been highly beneficial as positive relationships were in place between staff and leaders. This not only enabled the leader and staff member to work in partnership to refer and review the child’s development but to also educate staff on additional needs such as ASD. The leader was able to give correct advice and support in a polite manner which enabled the staff member to take this on board. Khan et al. (2015) suggests that if advice is not given in an appropriate manner staff are less likely to take this on board. 

Scenario – Laissez-faire Leadership

Recently within a child day care setting staff morale, has become very low. Argument’s between staff members over minor work-related incidents have escalated. Management has been informed of these falling outs however, did not feel it was necessary to take any further action. Not only is moral low, but staff are failing to meet their duties such as paper work. Children and parents are also beginning to sense atmosphere within the setting.




Laissez-faire Leadership 

Laissez-faire leadership consist of leaders taking a backseat approach. Allowing and trusting employees to get on with tasks at hand with very little help or guidance from hierarchies (Wise et al., 2006). According to Rodd (2006) laissez-faire leaders over step the mark of delegating jobs to others far more than they should. This can be viewed as a very lazy and poor lack of self-motivation and leadership. However, delegation throughout history has been viewed a very efficient skill to have within a work place (Health Knowledge, 2017). Adair (2003) argues that delegation is a key skill to have within leadership however must consist of a balance. 

Delesie (2016) also states leaders must be able to delegate appropriately. If a leader becomes too laid back and delegating many roles they should be conducting themselves this can then result in conflict within the work place (Health Knowledge, 2017). Robins and Callan (2008) suggest that laissez-faire leadership results in staff becoming de-motivated. Poor leadership within this scenario has resulted in all members becoming lazy within their job rob. Gasper (2010) states when motivation within a workplace is at an all time low it can be extremely difficult to up lift all members of the team.

Gasper (2010) suggests when leadership is poor the likely hood for conflict and poor working practice is heightened. Within this scenario many situations have arisen but not been dealt with appropriately and professionally by leaders. Wise et al. (2006) stresses the importance of dealing with any issues however big or small within the work place. Issues must be dealt with immediately to prevent further disruption to the working environment. When professional practice is neglected by leaders this has a knock-on effect to staff further down the chain. Clark and Tucker (2010) suggest that laissez-faire leadership is not the most effective within early year settings. All practitioners need to be fully engrossed within a setting to not only achieve positive work place outcomes but also the best possible outcomes for children attending the early year setting (Veale, 2013).

Rihal (2017) states good leadership not only have positive impact on leaders themselves but also staff members and individuals attending settings. According to Hallet (2013) laissez-faire leaders have very little inspiration on others. Poor staff moral within early year settings may also have a negative impact on children attending as they may not be receiving quality childcare. If employees are happy the children attending the settings are more likely to be happier with the care they are receiving (Robins and Callan, 2008). It is highly important that when leadership is very low that there is someone staff can turn too in-order for things to change (Khan et al., 2015). 

According to, Heikka et al. (2012) laissez-faire leadership can be effective if the team already fully understands their job role and are determined to get things done. This can also improve staff morale as staff feel trusted and comfortable to complete tasks. However, Marquis and Huston (2017) disagree as they feel all work place environments need leaders. When difficult situations arise such as poor working practice within settings if staff are used to have no leader guiding them this can cause conflict having to listen to someone telling them what to do (Marquis and Huston, 2017). 

Murray and Clark (2013) state within early years change is constant and persistent. Therefore, leaders and staff need to have the shared ability to be open to change. Laissez-faire is a difficult leadership style within early years and not the most appropriate as all members of staff must work together (Robins and Callan, 2008). 

Conclusion

In conclusion to this portfolio there a various leadership styles. Every leadership style enables individuals to learn and explore many different styles if given the right direction. Throughout research it is evident that many practitioners within early years have difficulty recognising themselves as leaders (Hallet, 2013). Adair (2003) states leadership is one of the most studied topics throughout the whole world however, it is the most least understood subject. 

Jones and Pound (2009) state a key function of a team leader it to motivate its peers. This is something an authoritarian leader does not provide and is evident to recognise a clear divide between the leader and its peers. However, Mitchell and Sackney (2007) support authoritarian leadership as they feel diversity of perspectives and opinions brings greater diversity forcing practitioners to view situations from different perspectives.

Clark and Tucker (2010) state leadership is a skill set all businesses must have in-order to perfect great working practice. Although all three leadership styles are very different each one has both positive and negative impacts on the work place depending on the scenarios faced. Without any form of leadership many work placing practices will not succeed (Management Systems, 2012). In conclusion to all leaderships styles a great leader will consist of all three types ensuring they have the skill set to want to strive to achieve more within business, guiding employee’s throughout. 
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