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Leadership and Teamwork in the Early Years
Allen and Kusy (2011: 17) state that team members will model their leaders’ action as they working within the setting.  However, Horne and Stedman Jones (2001) cited in Whalley (2011: 2) that ‘leadership is a complex subject that is often misunderstood’.  Moyles (2006) cited in Whalley (2011: 4) believes there is a need to explore leadership and management, especially within the Early Years and Childcare context.  Moyles also identifies there are different titles for the person in charge, depending on the sector, for example the person in charge of a private sector would be known as a ‘manager’.  Whilst in a voluntary sector they would be known as a ‘leader or supervisor’, although, within the team meeting the person in charge was the chair therefore adding an additional name to a leader.  Moyles (2006) cited in Whalley (2011: 7) highlights that an effective leadership and management need to consider;
…using the metaphor of a tree with four distinct branches: leadership qualities; management skills; professional attributes; and personal characteristics and attitudes.
(Moyes, 2006)   

Sethuraman and Suresh (2014: 166) agrees that a leader must know how they will influence their team and performance through the style they will use.  There are three traditional different styles of leaderships; democratic, autocratic and laissez-fair.  There are advantages and disadvantages to all.  These are determined by the organisation, as certain styles will not match the organisations aims and objectives, as stated by Johnson (2018).  Khan et.al. (2015: 91) support this statement as they see ‘all the styles are important in different situations.’   The leadership style that will be critically analysed within this reflective paper is the democratic leadership style.  Khan et.al. (2015: 89) states that Lewin’s study showed the democratic leadership style which is also known as participative leadership is the most effective leadership style.  This style was used within the team meeting that was held, as this gave each member of the team the opportunity to participate and input into the decisions to be made that will affect the setting, as stated by Khan et.al. (2015).  Adair (2002: 335) cited in O’Sullivan (2009: 4) agrees and emphasises that the democratic leadership style is important as we lead together, not alone.  

[bookmark: _GoBack][bookmark: _Hlk504986743]However, the democratic leadership style is generally the most effective Khan et.al. (2015: 89) explains that this leadership style is the most time consuming and can lead to a generous amount of discussion which may lead to the discussion becoming uninteresting.  In addition to this Khan et.al (2015: 89) lists that democratic leadership can be difficult for the leader and is very dependent on their age.  Sethuraman and Suresh (2014: 165) explain that the great man theory defines leaders ‘are born and not made’.  This theory believes that leadership traits will surface when they are needed; reflecting this is the trait theory.  Flennor (2011) cited in Sethuraman and Suresh (2014: 166) agrees with that the trait theory and great man theory are similar as they both support leaders having the characteristics required when they are born.  However, the behavioural theory is ‘based upon the belief that great leaders are made, not born’ as stated by Cherry (2017).  This compliments the participative theory because it helps to motivate team members as they can see their input being considered and valued, as stated by Somech (2006) cited in Sethuraman and Suresh (2014: 166).  Therefore, the behavioural and participative theories compliment the democratic leadership style as this ensures team members feel valued, are motivated and given the opportunity to grow regardless of if they are a team member or leader as stated by Khan et.al. (2015: 89).            

It was mentioned by a member of the team within the meeting that the Care and Social Service Inspectorate Wales (CSSIW) are changing their name and from the 15th of January 2018 they will now be known as the Care Inspectorate Wales (CIW) (2017).  In addition to this in April 2016 CIW changed their inspection framework, as stated by CIW (2017).  Within this framework CIW have identified four areas for inspection or six if they are also inspected by Estyn although both frameworks cover leadership and management, as stated within CIW’s inspection guidance for childminding, day care and play (2016: 31).  CIW state within the inspection guidance (2016: 31) that good leadership has a positive impact on children’s outcomes.  Sylva et.al (2004) cited in Happet (2013: 312) state that the Effective Provision of Pre-school Education (EPPE) also highlighted the connection between ‘highly qualified staff and high-quality provision’.  Mujis et.al. (2004) cited in O’Sullivan (2009: 16) agrees that it is the managers’ that influence how effective childcare sectors are, however, Mujis et.al. (2004: 157) also states that childcare managers could be under-prepared for their role because there is significant lack of leadership training available.  Garvey (2017: 17) supports this because she states after discussing with managers and leaders that they feel unsupported in their roles as leaders, although they are able to use the experiences they have had in the past to influence the type of leader they are.  Unfortunately, these experiences can vary because they can be ‘positive, negative or indifferent.’

Managers are the leaders of team members who in turn lead children to learn as noted by O’Sullivan (2009: 76).  Through understanding and competence of how children learn will enable the leader to become a pedagogy leader, which has continuously been seen through the ‘Reggio Emilia (Italy), High Scope (America) and Te Whāriki (New Zealand)’ curriculums stated by O’Sullivan (2009: 75).  Phillips (2012: 7) states that the Welsh Government would like the Foundation Phase to follow the same principles and ideas as theses curriculums.  Within the team meeting the Foundation Phase teacher shared information about the new Curriculum for Wales (2015).  The school discussed have been chosen as a pilot for the curriculum, it is important that the Foundation Phase leader is ready to continually develop their knowledge and understating of the curriculum in order to influence the team, as stated by Allen and Kusy (2011: 87).  However, O’Sullivan (2009: 76) states that pedagogy leadership can be influenced by new research therefore the pedagogy leader needs to be confident and be ready to debate new ideas which may not be agreed with or compliment the setting.  

Through sharing this information within the team meeting it showed that there was clear communication between each member of the team within the meeting.  Walkowiak (2017: 17) states that ‘communication is critical for effectiveness’.  The chair of the team meeting used the democratic leadership style throughout.  This motivates and gives each member of the team an opportunity to show their own personal strengths and interests. Khan et.al. (2015: 89) supports that democratic leadership style provides the team members with opportunities to further their knowledge and development.  However, Khan et.al. (2015: 89) also states that if the members of the team are not ‘highly skilled or experienced employees’ then this leadership style would not be appropriate. 

The democratic leadership style provides each member of the team with equal opportunities and therefore shows they are valued within their role in the workplace as stated Khan et.al. (2015: 89).  Muijs et.al. (2004: 159) states that there are more women in leadership roles within the Early Years and Childcare sector than any other working environments.  Northouse (2013: 363) states that ‘women are showing a greater presence in top leadership positions’ and tend to use the democratic leadership style as this gives the team members opportunities to engage and is more effective.  However, Rodd (1999) cited in Muijs et.al. (2004: 159) states that women find it difficult to recognise the ‘concept of and need for leadership’ alongside using different methods and styles of leadership to men.  However, Colman (2001) cited in Muijs et.al. (2015: 160) states there is no concreate evidence that the different genders use different leadership styles.  Northouse (2015: 365) states that;
Research on gender and leadership focuses on decreasing the gender gap in leadership positions, thereby lessening gender segregation at work; however, the leadership gap will not be closed without a concurrent focus on closing the gender gap at home.
         (Northouse, 2015)

During the team meeting there was a new member that had recently started.  The individual was given the opportunity to introduce themselves although the chair of the meeting should have congratulated this individual during the introductions rather than towards the end of the meeting.  Campbell-Barr and Leeson (2016: 98) states that it is important to consider all members of the team as they are the core to the quality of the setting.  However, the topic of staffing is a broad subject and there isn’t certainty that the team will get along (Campbell-Barr and Leeson, 2016).  Although, Handy cited in Stonman (1995) states that there are four stages that a new team will progress through.  Tuckman cited in Bonebright (2010) agrees with Handy, although Tuckman states there are five stages a team needs to go through to develop instead of four.  Handy cited in Stonman (1995) and Tuckman cited in Bonebright (2010: 113) agree on the first four stages.  The first stage is known as forming.  This is where the team get to know each other before they progress onto the second stage of storming.  During this stage the team begins to have ‘conflicts’ as they are comfortable with each other’s company (Bonebright, 2010: 114).  Once the storming stage has completed the group develop a cohesion which moves onto the third stage of norming.  Within this stage the team have gained cohesion and an understating, therefore are ready for the fourth stage of performing.  The performing element was seen within the team meeting.  Each member of the team had respect and understanding for each other, which resulted in an effective team meeting.  Tuckman cited in Bonebright (2010: 114) believes that within the fourth stage the team can enhance any requirement as the team is ready to solve problems and are comfortable to raise any issues.  Tuckman cited in Bonebright (2010: 114) has included a fifth stage to the team development cycle.  This stage is known as the adjourning or mourning stage.  During this stage a member of the team has gained new employment or is going on maternity, resulting in losing a team member.  This process begins again once a new member to the team is appointed.  However, Gersick (1988: 11) cited in Bonebright (2010: 116) believes that these models are ‘limited because they frame groups as closed systems rather than addressing outside inﬂuences on group development.’

Bronfenbrenner (1979) cited in Smith et.al. (2017: 268) supports that there are external influences that affect the role of an individual as a leader.  Bronfenbrenner’s theory keeps the individual in the centre of the whole process and states by Bronfenbrenner (1979: 22) cited in Smith et.al. (2017: 269);
…microsystem: “a pattern of activities, roles, and interpersonal relations experienced by the developing person in a given setting with particular physical and material characteristics”.
 (Bronfenbrenner, 1979: 22)

This connects with the democratic leadership style, Khan et.al. (2015: 88) agrees with Bronfenbrenner because this style encourages team members to grow within their role which allows them to gain experience which may lead to a promotion.  However, Weyers (2010) cited in Sethuraman and Suresh (2014: 165) explains that an individual’s personality does affect how some individuals lead.  In addition to this knowledge and self-awareness does affect how the leader or manager will influence the team members.  Bronfenbrenner (1979: 25) cited in Smith et.al. (2017: 269) explains that the ‘mesosystem’ around the leader is the relationship between the setting and the school.  Within the team meeting it was suggested that the setting should open an additional session in the afternoon, in order to answer the demand.  Unfortunately, the team members were unable to provide an answer from that meeting as there were external influences that needed to be considered.  Firstly, the views of the children would need to be considered.  Within the United Nations Convention on the Rights of the Child (UNCRC) (2015), Article 12 states that children have a voice and right to contribute to any decisions that could affect them.

Luff and Webster (2014: 139) supports article 12 as it is rooted in The Children’s Act 2004 to ensure all Early Years and Childcare sectors discuss children’s views with them before making any decisions.  The chair of the meeting considered this as they mentioned that the Strengths, Weakness, Opportunities and Threats (SWOT) (2017) analysis needs to be done in order to see if the suggestion was feasible.  During this process the opinions and views of not only the children can be collected but also the team members and parents.  Campbell-Barr and Leeson (2016: 115) supports the importance of involving parents in the decisions being made at a setting caring for their children.  Through using the democratic leadership style, it allows the whole team to incorporate the views and opinions of the parents, also resulting in the parents gaining a ‘shared ownership’ in the education and care of their children.  Jones and Pound (2008) cited in Campbell-Barr and Leeson (2016: 63) state that an effective leader will support the overall quality of the setting through holding everything together to build a community.  McEldowney et.al. (2009) cited in Campbell-Barr and Leeson (2016: 63) agrees that an effective leader is one that can support everyone involved in the setting.  However, Campbell-Barr and Leeson (2016: 64) state that an effective leader is judged completely on the qualifications they hold and not the experience they have gained.  This is seen within the Social Care Wales qualifications list (2017) which was mentioned within the team meeting.  Even though the chair was aware that everyone had the right level qualifications and was aware that the staff were experienced, external influences such as Social Care Wales (2017) constantly emphasis qualifications over experience.   

As stated previously Cherry (2017) supports that leaders are made because the experience and qualification they gain will make them an effective leader, therefore it is important that leader gains experience and qualifications alongside each other.  The democratic leadership style would allow the leaders to do this as Khan et.al. (2015: 91) states that ‘democratic leadership styles should be adopted as it is the most important style.’  This is supported by Hackman and Johnson (2013: 44) as they also believe that the democratic leadership style is most effective as it's linked to fewer turnover of staff within the team, increases team and personal satisfaction and also engaged participation.  However, theory does not always reflect practice. 
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