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[bookmark: _GoBack]What is leadership?
According to Leithwood (1999) leadership is a concept of principles and practices that a leader undertakes to make a change. Search inside yourself (2013) argues that leadership is the form of leading a team of people to make changes. It is not just the results that a leader should focus on it is the process the team took to reach the outcome in the first place. Early Years Matters (2018) suggests that leadership is different to management as it involves a focus on philosophy, vision and policy rather than on a day to day running within a centre. Although, within Early Years management is a necessary component of the leader’s role. Early Years Matters (2018) further indicates that leaders must also inspire others to allow all staff to have the same values that the setting is committed to. Amongst the tasks a leader has within the Early Years the leader must consider how leadership of learning is managed as research has shown that this can not be left to chance as young children’s chances are influenced the most within the earliest stages of life (Early Years Matters, 2018).
Leadership theories and styles
One theory linked to leadership is the great man theory of the 1880’s proposed by Thomas Carlyle. Changing Minds (2016) discusses how Carlyle believed that leaders were born and not made. Also, how great leaders will come forward when needed. One point highlighted within the great man theory is the issues surrounding gender with leadership. When the great man theory was proposed most of the leaders were male and how researchers were also male. There was no debate on gender issues in a leadership role (Changing Minds, 2016). More will be discussed on the issues surrounding gender in leadership riles further on in the portfolio.
There are many different types of leaderships (Morgan, 2013) suggests that the main ones are autocratic, democratic, laissez-faire regarding business but these styles can be approached in the early years sector. Other types of leadership include transformational, transactional, coaching and participative (Fein, 2017). This portfolio will focus on three main styles of leadership and will critically analyse the strengths and weaknesses of the styles. The three styles are laissez-faire, democratic and transformational leadership. There will be clear links made through the leadership styles of how it can be implemented in the early years providing an example of this.
Leadership in Early Years Sector
According to (Rodd, 2006) leadership within the early years has previously been provided by nursery teachers in charge of the nurseries and other units and people like headteachers in charge of the school itself. However, (Rodd, 2006) further suggests that the leaders often are reluctant to value the leadership role when compared to the teaching role they already have.  Rodd (2006) further implies that those who undertake leadership roles within the early years sector do not see themselves as leaders as (Bennis and Nanus, 1997 cited in Rodd, 2006) discusses how leadership is often seen as invisible and you can see the marks of the leader but can hardly see the leader themselves. Although, (Willan et al. 2004) implies that leadership has become increasingly important for Early Years Professionals not only for the professionals who hold the management title but for those other staff as well. It has been argued that developing a leadership role is important for any Early Years Practitioner regardless the stage of career (Willan et al. 2004)
In addition, States of Guernsey (2016) implies that good leadership is essential in creating a shared vision, a passionate and focused reflective workforce to deliver continuous improvement to reach the best possible outcomes for children. Success comes from the highest aspirations, ethos and communication which good leadership should aim to bring.  Effective leadership enables learners to improve themselves through self-reflection and self-actualisation in to improve the services they provide to young children. This will enable practice to continuously improve and will provide children with a higher quality of service. This will have a positive impact on children’s futures (States of Guernsey, 2016). This can be closely linked to The Effective Provision of Pre-School Education Project (EPPE) as (Sylva et al. 2014) discusses how through the findings it has been discovered that children make more progress when the setting they attend has staff with higher qualifications and this allows children to reach higher scores (Sylva et al. 2014).
Issues surrounding gender with leadership
(Eagly, 1990) discusses how over the years there has been an increased interest in the connection between leadership style and gender. Loden (1985) cited in (Eagly, 1990) maintained that a masculine mode of leadership often involves authority, competitiveness and analytical problem solving. Whereas, a more feminine approach to leadership would include the traits such as collaboration, cooperativeness and empathy with staff. However, Sargent (1981) cited in (Eagly, 1990) argues that to a certain extent both men and women within the work environment behave stereotypically and show signs detailed by Loden (1985). Willan et al. (2004) agrees with Eagly (1990) and further adds the characteristics a person needs to be a leader have mainly be based on a male. Whereas, a female is more comfortable empowering people to make decisions rather than instructing. This suggests that men are independent leaders who would rather do it on their own whereas, women are more sociable and value the opinions of others to help lead (Willan et al. 2004). This is supported by (Law and Glover, 2003) as both authors state that women only make up 80% of teaching staff but only 50% of head teaching staff. This highlights what (Willan et al. 2004) discusses how women are more comfortable in the roles already gained and will not strive higher when compared to men.







Laissez-Faire Leadership
According to Gill (2016) laissez-faire is often described as the type of leadership where the leaders allow the workers to do what they want. Although leaders allow workers to do this the condition is they get the job done correctly. Also, Good Therapy (2015) further adds that the leaders who take on a laissez-faire approach often take a backseat approach and are often disconnected to the organisation itself. A laissez-faire leader will stay out of the way of the daily running of the organisation (Gill, 2016). Also, (Gill, 2016) suggests that the success of the laissez-faire type of leadership relies on a good team. Cross (2017) supports this by adding that this leadership is successful when all the team members are equally involved in the process. Also, how it works best when the workers are more mature as laissez-faire works best on teams who have higher seniority and competence (Cross, 2017).
Regarding the early years under a Laissez-faire type of leadership (Envy and Walters,2013) suggest that with this leadership the children are often involved more in the planning stage of the work which is a good thing. However, this means that the laissez-faire leader is not always involved in the planning and there is a risk of inconsistency. Although, (Moore and Asay, 2013) indicate that this type of leadership works better in a corporate business compared to some early years settings as settings includes both adults and children. This may not work in some early years settings as children are often seen as incapable of making decisions (Moore and Asay, 2013).  However, the Foundation Phase clearly discusses how children within the Personal and Social Well-being and Cultural area of development should be given frequent opportunities to express feelings and concerns (Welsh Assembly Government, 2008). Hughes (2015) supports this by adding that the child’s voice should be heard when decisions are being made as the decisions may impact the rest of the child’s life.
(Manhattan College, 2018) discusses how one benefit of a laissez faire leadership is it allows the leaders to ask for more creativity off the staff who are used to a more autocratic style of leadership to reach better outcomes. (Masters and Wallace, 2011) further supports this by adding that the creativity element associated with the laissez-faire type of leadership works well in industries like fashion and advertising firms. Also, how staff who can work and achieve their goals will do well under a laissez-faire type of leadership (Masters and Wallace, 2011). Therefore, there is a clear emphasise with this type of leadership that the staff play as much as a role as the leader does. (Cherry, 2012 cited in Rizen, 2012) indicates that due to this emphasise that the leader assembles a team who are high achieving and performers and need little supervision to get the job done. (Cherry, 2012 cited in Rizen, 2012) further adds that a laissez-faire leadership works best when the team is self-motivated to reach outcomes and everyone pulls their own weight. 
Stacey (2009) also adds that the word team is quite vague concept in most working environments and suggests that there is more information out there on how a leader can lead a team rather than assemble one. Although the concept of teamwork became very popular in the twentieth century and was on the increase. (Rodd, 2006 cited in Stacey, 2009) discusses how Early Years Practitioners deemed teamwork as a positive feature that benefits both staff and children. One theme that was highlighted which had an impact on the effectiveness of a team was that all staff had the same values and beliefs and shared the same vision. This will impact on the effectiveness of the setting (Rodd, 2006 cited in Stacey, 2009). This can be linked to a high-quality setting as (Krough et al. 2001) suggests that high quality early education has a long-term impact on children’s learning and development and this is down to the staff who influence the early years of a child’s life.
However, there can be negative aspect surrounding the effectiveness of the team with a laissez-faire leadership which includes that the team may become to independent. (Cherry, 2012 cited in Rizen, 2012) implies that when the team get to independent when making decisions going to the leader may be seen an inconvenience and the leader will become a less productive way of managing things for them (Cherry, 2012 cited in Rizen, 2012). If the leader is not involved when making decisions this can inevitably lead to confusion and a disorganised business. This confusion can lead to antisocial behaviour in the workplace as (Nyberg et al., 2005) implies that the lack of leadership which you find in a laissez-faire style may lead staff to become stressed and frustrated within the work environment. This will then impact on the working relationships within the leadership style which may impact it.
An example of a Laissez-faire leadership
From my personal experience working in a family centre the boss in past situations has taken a laissez-faire style of leadership. When it comes to certain sessions that the centre undertakes the boss tends to take a back-seat approach in the leadership. This is due to the trust that the boss has in us staff as the boss knows that we have ran the sessions before and know what we are doing. In doing this the boss allows the team to use creativity skills when it comes to planning what to do in the sessions. The boss will usually give us a theme of the session and it is up to us and the children what is done within the session. This can closely link to the Researching Effective Pedagogy in the Early Years (REPEY) project as (Siraj-Blatchford et al. 2002) discusses how one of the key findings from the project is that the best early years settings are those who have a firm balance on adult and child led activities. This allows the setting to consider both staff and children’s feelings on certain situations. This type of leadership works so well in certain situations as a team there are different strengths and weaknesses which is highlighted through the planning and implementation stages of the sessions. However, this style of leadership is not the only one the boss undertakes it solely depends on the situation.








Democratic Leadership Style
According to Gill (2016) the democratic leadership style is often described as mutual respect. It is also often linked with collaboration between leaders and the people that they guide. The democratic leader is collaborative, interacts with the staff by discussing issues that will directly affect them. Gill (2016) also adds that this type of leadership styles requires the leader to have a significant amount of trust in their staff. A democratic leader will also have trusting followers or be able to gain trusting followers who respect and admire the leader. This will also allow the followers to value the decisions made by the leader to improve on a serious situation (Ladkin, 2017). The team will trust a democratic leader if they are made to feel a valued member of the team and that their opinion matters. This can be closely linked to the laissez-faire leadership as the characteristics are similar in both style of leadership.
This can closely link with the distributed leadership style which is highly regarded in the early years sector. Lindon and Lindon (2012) suggests that distributed leadership is where the overall leadership is beyond one person and is more shared and distributed to the team. Within the Early Years Provision distributed leadership is often used to allow each member of staff to take an active lead. This does not necessarily mean that the members of staff are taking a leadership role of the whole setting but instead taking charge of a certain activity or area of work. Lindon and Lindon (2012) further adds that staff taking on responsibilities like this is a vital part of understanding the follower role. As not being in control but having an influence on decisions made is part of being a follower when following the leader. 
This can link to employee morale which is often associated with the democratic leadership style. Robinson (no date) further suggests that a benefit of this type of leadership style is the team will have higher morale. There are many factors that contribute to staff having higher morale which are communication, feeling valued and the relationships between staff and leader (Heathfield, 2017). Employee morale describes the general outlook, attitudes, confidence and the satisfaction that employees feel whilst they are in work. When employees feel comfortable and able to do their work without any concerns then morale will be high and employees will feel positive about their work (Heathfield, 2017). 
Another positive aspect of this type of leadership which will impact on a team is communication and how effective it is in gaining results. (Hackman, 2013) suggests that a democratic leader facilitates communication between themselves and other members of staff. The democratic leader encourages communication throughout the team to allow active involvement to reach goals and targets set. This will impact the outcome of the changes being made. The democratic leader will not feel intimidated with the suggestions being made by other members of staff and will take everyone’s opinion into consideration (Hackman, 2013). Richards (2018) supports this by adding that good communication within a team helps build up relationships, allows the sharing of new ideas and best practices to be made and benefits team members through a support network. 


However, with positives come negatives and there are some negatives associated with this type of leadership which may influence the team. One concern involved with a democratic leadership style is it is time consuming. Connectusfund (2015) suggests that the process of everyone stating their opinion in this type of leadership is time consuming which may not have a positive effect on the team. This due not having a time scale to work to therefore, matters that need urgent attention do not often get resolved as quickly as they should be (Connectusfund, 2015). Also, (Kahn et al. 2015) discusses how a disadvantage of this type of leadership is the leader finding it hard to adjust or delegate jobs to their staff. (Jakhar, 2017) supports this by further discussing that leaders who take on the democratic approach must be flexible and be able to take a backseat approach when it comes to everyone having their say on the matter. 
In addition, allowing everyone to have their opinion on matters in a democratic leadership can raise some conflict between staff. Tomlinson (2004) suggests that conflict is not necessarily all bad it has both positive and negative attributes associated with it. Also, how conflict is often perceived as problematic where it does not have to be. Williams (2002) further adds that if conflict is handle correctly it can be constructive and should be encouraged within the work place. This allows the diversity of viewpoints to be explored and considered this in turn will set the foundations of a transparent and honest working environment where all staff feel viewpoints are welcomed and valued (Williams, 2002) (Garvey, 2017). Garvey (2017) further adds that allowing conflict to happen will encourage a discussion between staff before collaborating to make the change to move forward with the setting or business. Therefore, conflict should be a learning tool which is used to make a difference (Garvey, 2017).
An example of democratic leadership
From my personal experience working in a camp setting with young children the leadership that was undertaken was democratic from time to time. However, if there needed to be a change in policy or procedure to immediately impact the safety of the camp then an autocratic style was undertaken. The boss of the camp would often ask staff opinions on certain situations as the decision would inevitable affect us as well as the campers. Also, if a decision was to be made about a camper’s care or needs the head of the camp would ask the staff member who was personally caring for that camper’s opinions. All opinions and viewpoints on the situation were considered and valued and all members of staff came from different backgrounds. This opened a shared and collective way of thinking and decisions were made based on all viewpoints. Therefore, every staff member did take on a responsibility role of a camper and would be responsible for all the care given to that specific camper this ties in with a distributed leadership style. This example highlights the effective communication that was undertaken in the camp with the staff and leader. This allowed appropriate changes to be made.



Transformational Leadership 
[bookmark: _Hlk504852853]Transformational leadership is often described as inspirational. A transformational leader aims to help their staff to believe that they are capable of anything and inspires staff to sacrifice own interests to improve the organisation or setting in the long run (The University of Aberdeen, no date). (Spahr, 2015) further details that a transformational leader sets out to inspire staff to achieve the unexpected but remarkable results whilst in the work environment. A transformational leader also aims to teach staff how to make decisions on specific jobs once they have trained. Also, transformational leaders are often described as quiet leaders and lead by example. The approach tends to involve more empathy when compared to other leadership styles and this leads to more engagement in followers (Spahr, 2015). Sultana (2015) agrees with Spahr (2015) by further adding that a transformational leader’s role is not only to inspire the staff but also to be accessible always for the staff to reach out if needed. (Lindon et al. 2016) also add how transformational leaders seek to create a difference in life as well as work. Also, how transformational leaders help people in work by creating a vision for the future of the oraganisations or setting. (Lindon et al., 2016) additionally adds that a transformational leadership style is better conducted when changes are being made to the oraganisations.
According to Denmark (2012) the transformational leadership can be applied in schools if a leader has come in and made positive changes to the school. A transformational leader is brought in when a school is deemed as underperforming. If a school is described as underperforming it is the leaders responsibly to improve the school transforming the mindset of the staff to improve the school for the good (Denmark, 2012). Moolenaar et al., (2010) cited in Balyer (2012) further supports this by adding that the transformational style of leadership is often associated with schools as the leader sets out to motivate staff to improve productivity and outcomes of the school. Although, for a transformational leadership to have a positive affect the leader must inspire staff to make the positive change and achieve the best the staff can (Balyer, 2012). Lynch (2017) also adds that a transformational style of leadership enhances performance and in turn increases the psychological well-being of employee.
Sultana (2015) discusses how with any type of leadership style there are positives and negatives and the same can be said for a transformational leadership. One positive of a transformational leadership is the relationship between leader and staff member. This type of leadership has more emphasis on teamwork and community when compared to other leadership styles (Sultana, 2015). Pre-School Learning Alliance (2010) also adds that developing an effective team can support early years provisions as it develops a team with shared values and beliefs to work towards the same goals and principles. The relationship between staff and leader is evident in the transformational leadership as this style of leadership is centred around teamwork. Therefore, the working relationships within a team are influential on the setting. (Johnston and Nahmad-Willimas, 2009) suggests that when it comes to leadership there many attributes which contribute to the effectiveness of the leadership and what type is used.

In addition, closely linked with transformational leadership is the coaching method of leading. This is where the leader will coach the staff as a means of leadership. The leader will set the staff tasks and give an element of freedom to complete the tasks. Coaching therefore, provides a lot of support and guidance for an individual or a team (Johnston and Nahmad-Williams, 2009). (Coaching Style of Leadership, no date) discusses how the aim of the coaching style of leadership is to improve performance and possibilities of the employees. This can also be highlighted through the transformational leadership style.
However, a negative point associated with a transformational leader is one who lacks inspiration as this can influence the effectiveness of the team, as this is due to the staff following the actions of the leader. (Duggan, 2018) discusses how the lack of inspiration whether it is long hours or not enough enthusiasm when working the team will pick up on this and it will affect the work performance. This can similarly link to a transformational leader losing inspiration in own beliefs and values. (Harkiolakis, 2017) discusses how often a transformational leader will focus more on satisficing everyone’s else’s needs and put own personal goals and self-interest aside for the greater good.  This can link to being flexible with ideas that will impact the organisation. (Li et al., 2016) suggests that transformational leadership enhances strategic flexibility. Strategic flexibility is often detailed as the capability of an organisation or setting to respond to different changes to progress. This can be seen through this type of leadership as transformational leadership involves transforming employee’s way to enhance and improve the business.
An example of a transformational leadership
An example, of a transformational leadership is where a school is perceived as failing or is destined to fail and then new leadership is brought in to improve the school’s performance. In this school the government expected 600,000 pupils to fail however, this was not the case the school had a 92% pass rate. This was down to new management and a change in curriculum and the way doing things (Pattillio, 2010).  Pattillio (2012) further suggest that the school was transformed by new school approach therefore, changing the entire school to create a new one to succeed where the old one failed. This is a characteristic a transformational leader needs which (Denmark, 2012) has previously stated about a transformational leader making positive changes to improve the setting.
Conclusion
To conclude this portfolio there are many different types of leadership styles out there used in business and the early years sector which have been outlined within this portfolio. Although, the three main types if leadership which this portfolio has focused in on is laissez-faire, democratic and transformational leadership. Through each style of leadership an example of how it can affect a team within the early years has been discussed. For example, a laissez-faire leadership can affect a team’s ability to work as a team as staff may become to independent, a democratic leadership can affect a team’s relationships between each other if conflict arises and a transformational leadership can affect a team’s overall progress and change the way the business or setting is run. Also, highlighted through this portfolio was the strengths and weaknesses of each leadership style and how it had a bearing on the effectiveness of the leadership style within the early years sector. Overall, this portfolio set out to critically analyse three different styles of leadership and explain how each one can be successfully implemented within a early years setting or a early years classroom, with clear links made to theory and practice.
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