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Introduction
According to Rodd (2013) within an early years setting, leadership is demonstrated in the environments and experiences provided for children, it is important for leaders to recognise the relationships between adults and between adults and children. Leaders need to make sure that everyone is working well together, meeting the needs of the children and making sure the welfare of the child is paramount (Legislation.gov.uk, 2018). It is essential for leaders to make sure the rights of the children and adults are protected. For a leader to be effective they must always look how to improve the quality of services they provide for early childhood communities. The leader should look how to work towards making changes in work with and for children and their families. 
According to Hallet (2013) childcare professionals are having to recognise their leadership as their professional role. Early years professionals who undertake a leadership role, identify themselves as leaders, however leadership is nowhere to be seen. Leadership can be very hard to understand, this is maybe because leadership styles and practices have not been learnt or taken for granted. Leadership is known as a main factor of quality provision within an early years setting. 
As Rodd (2013) states it is very important to remember that many people who can take on the leadership role, these include: 
· Managers
· Children 
· Early childhood educators
· Committees
· Family and 
· Volunteers
As Beckley et al. (2016) states it is important to understand the difference between being a leader and a manager. A manager may be given the role by authority, this is where employees know to report to you if there are problems within the work place. Managers are usually paid at a higher rate for this position, and their job roles tend to include to take control, administering and make sure everything is run according to their rules. Ideally, a manager is responsible to give staff work and to operate the day in the setting. Managers should take on the role of giving staff formal appraisals, supervisions and have meetings. A main factor that differences a manager and a leader is that you cannot legitimately appoint a leader, but you can appoint a manager. A leader will just emerge and take on the role and work out what is the best way to do the job. Managers can become leaders within their role, as it entails your personal qualities, how they behave and how they do their job. A leader may nor may not be a manager, it is someone who simply has followers. Their colleagues value them, which is very important within a setting, they may be more informed, on a national or local basis and they may be more skilled within the setting.   
According to Beckley et al (2016) there are many women who work with early year’s settings, however existing models suggest that leadership roles are mainly or entirely males. Many early childhood specialists suggest that women are more communicative and nurturing than men. There has been sex differences research to show how women and men may behave at work, they found that women are more likely to read body language, accommodate, provide more emotional support and seek help from others when facing a difficult task. On the other hand, men are more likely to resist to changing their behaviour within the work place, devote more of their time to raising their status, disturb communication with others and have more assertive speech. 
Accoridng to Hallet and Siraj – Blatchford (2014) leadership skills, qualities and behaviours that are stereotypically female or male, does not mean that the other gender cannot have them. Being an effective leader should share skills, qualities and behaviour that both genders act upon. Being a leader within an early years setting should include, being affective which is more feminine and rational which is more masculine. 
There are a range of leadership styles, such as, transformational leadership style, democratic and reflective leadership style. However, this portfolio will focus on distributed leadership style, autocratic and laissez-faire.

Distributed leadership style
According to Beckley et al (2016) distributed leadership is sharing the behaviour and actions that this style requires, amongst most of the staff members within the early years team. Many childhood theorists believe that this leadership style is most appropriate to use within the early years sector, such as schools and nurseries. This leadership style allows team members to take different responsibilities for areas in the workplace. For team members to be able to be effective followers, they must be able to have opportunities to take a leadership role when required. Rodd (2013) cited in Beckley et al, 2016:133) for practitioners to develop their leadership, within early years, they must start from their induction and not just be an ‘optional extra in continued professional developed’. According to Timperley (2005) authors seem to agree that distributed leadership is not just setting out tasks and responsibilities to different members of the team. Spillane et al (2004 cited in Timperley, 2005: 2) believes that distribution leadership is stretching responsibilities ‘over people in different roles’. 
As Manni and Siraj – Blatchford (2006) states working together and collaboration are very important effectiveness of what distributed leadership is, however the success and achievement of the setting, depends on the ‘dedication, commitment and effort made by the people in the team’. The leader is responsible to promote and encourage, the commitment and effort from the team members, by being a good role model. Manni and Siraj – Blatchford (2006) points out that a distributed leader may not be acceptable for all early years’ settings, because some settings may have younger staff, or staff with not much experience. It would then be irresponsible for the leader to give too much responsibility, when team members may be not experienced enough to take it on. On the other hand, it is very important for distributed leaders to raise their team member’s self-esteem, to do this leaders could involve staff in leadership roles and giving team members opportunities.
According to Hallet and Siraj – Blatchford (2014) there are unique characteristics of a distributed leader, which are concertive action, which recognises all team members available of initiative and expertise and not just relying on one person.  Openness of boundaries, which shows all the potential leaders and recognises all members of the community. Lastly leadership according to expertise, which shows all the expertise, learnt through the setting and this can maximise potential. 
According to Lynch (2012) distributed leadership focuses on promoting and nourish conditions that make early years settings successful and the interaction with the parents, children and community is main priority. It tends to target the strength and empowerment of the settings environment. Many researchers such as Timperley suggest that leadership has always been distributed to some degree. It is now possible that many researchers believe that distributed leadership is the preferred style, however it is very important to remember that distributed leadership has limitations and practitioners have the ‘ability to think about it and outside of it’. 
According to Harris (2004) there are authors who suggest that childrens development and learning outcomes are more likely to improve or be higher, when leadership is distributed thought out an early years setting. Also where practitioners are empowered in areas specific to their ability (Silns and Mulford, 2002). As Harris (2004) states many authors found that in early years setting, where distributed leadership was applied, there was a greater relationship between the practitioners and children. This entails that the setting is not structured and controlled (Louis and Marks, 1996). However, Spillane et al (2001 cited in Harris, 2004:15) argues that distributed leadership develops from working with team members, it is important to remember that not all activities will undoubtedly need a distributed leadership approach. According to Harris (2004) authors suggest that distributed leadership may occur more spontaneously within the activities, when practitioners work together. As Harris (2004) point out several authors believed that distributed leadership had a positive effect on pedagogy, early year’s culture and educational quality. It is important to add that allowing practitioners to have the time to work together is very important for developing activities which benefits the setting (King et al, 1996; Griffin, 1995). 
According to Harris (2004) ‘there are major structural, cultural and micro political barriers’ that makes it difficult for distributed leadership to be applied.  Firstly, distributed leadership requires a leader to hand over power or responsibilities to others. This mean the manager or head teacher having ‘lack of control over certain activities and leaving them in a vulnerable position’. Secondly, ‘the top – down approach to leadership and the internal school structures offer restriction to the development of distributed leadership’. Especially within a school setting, power remains within the management or leadership team, this is usually at the top of the setting. This then put barriers between the practitioners being able to work together, gaining independence and taking on leadership roles.  Finally, distributed leadership suggests confrontation of how development responsibility and authority is distributed and who is responsible to distribute it. It has been shown that the top –down approach can be down within the distributed leadership style and that giving practitioners responsibility offers them an opportunity to lead. Distributed leadership can only work if responsibilities and authority is shared over a number of members within the team and leadership task is successful though interaction and communication of multiple leaders. 

Example of distributed leadership
An example of this style is within the nursery I work in, my manager follows the distributed leadership style most of the time. Other than the leadership team, my manager allows other members of the team take on responsibilities and leadership roles. My manager allows us to work together and for us as a team to build our self-esteem up by taking the lead and taking on roles, we would not usually do. My manager and her team allow for me to take temperatures, delegate, answer the phone and take lead within the baby room. This makes me feel very confident and that they feel they can trust me. Some team members, do not like taking the lead and would rather someone else take the lead. However my manager takes this on board and gives those little responsibilities, rather than bigger ones, such as being in charge of an activity or taking lead of a smaller group of children. Our setting does follow distributed leadership, as my manager assigns people tasks but everyone within our team knows she is the person in charge. Even though different people take on leadership roles. 
Laissez – faire
According to Northouse (2012) a laissez – faire leadership style is described as the person not taking control within their setting and not nurturing or guiding their team. Laissez – faire leaders actually ignore workers and their work motivations. This leadership style is sometimes known as nonleadership, as they have minimal work ethics. These leaders are very laid back and do not attempt to take part in any activities. If you work with a laissez – faire leader, you can do whatever you want as a laissez – faire will not acknowledge you. A laissez – faire leader will have a negative outcome on the setting and their team members. The main effect that a laissez – faire would have is that there would be little accomplished, because their team would not have any control and no one to give directions. The work place would properly be chaotic, and the team members would feel frustrated with their leader. ‘Without a sense of purpose and direction, team members have difficulty finding meaning in their work and become unmotivated and disheartened, this results in proactivity going down’.
As Envy and Walters (2013) states with an laissez – faire leader all children wuld be involved and considered within the planning process, which follows the Foundation Phase. However, the laissez – faire leader would not take on responsibility for the planning, therefore there is a risk that the planning would not get done or be inconsistent. Laissez – faire do not assign roles or tasks for each practitioners within their team. It follows that within the Foundation Phase, each child should have their own key worker, therefore working as a laissez – faire leader, it does not fulfil the requirements the Foundation Phase asks for. According to Beckley et al (2016) when there is a laissez – faire leader, team members may prefer it, because they can organise themselves and take the lead. However, there is a risk that from this leadership style, the team members can see the leader handing over their responsibilities. This then leads to the leader being judged to being nervous about setting boundaries for their team member for best practice. 
As Aubrey et al (2004) states early years practitioners need to be efficient in these key areas when leading an setting, knowledge of organisational theory, child development, leaders strategies and group dynamics. Technical, people and finance skills and lastly, attitudes which includes morals. The characteristics of effective leaderships in early year’s settings include:
• being patient, warm and kind,
• being goal-oriented, using planning, assertiveness, vision, and confidence,
• having good working relationship with staff, who participate in leadership and
• being responsive to parents’ needs and able to communicate with them.
According to Aasland et al (2007) when researching destructive leadership behaviours, it shows that being erratic, arrogant, lack of consideration and discouragement for initiatives are all characteristics of a laissez – faire leader. Having a laissez – faire leader, ‘decisions are delayed, feedback, rewards and involvement are absent and there is no attempt to motivate team members’. Laissez – faire leaders usually have been nominated and they occupy the position physically, however they do not take any responsibility, tasks or duties assigned to them as a leader (Lewin, Lippitt and White, 1939).
[bookmark: _GoBack]Katz’s (1995 cited in Rodd, 2010: 54) focused on four developmental stages for early years practitioners. It started off with survival, this is where the practitioner focuses on getting through the day. With experience they move on to consolidation, this is where they build on their expertise and experience. They achieve the renewal stage by working with children and looking for new challenges. Finally the last stage is maturity, this is when the practitioners ‘activities and interests are directed towards meaningful, professional insight, perspective and realism’.  Katz does argue that experience and expertise in leadership are usually developed within the renewal and maturity stages. Being an laissez – faire leader, does not give the team members the opportunities to reach these developmental stages, because the laissez – faire leader does not assign their team members tasks, leadership roles, experiences or challenges. 
As Gupta and Van Wart (2016) states many laissez – faire leaders see their role as only to interfere, when they are needed to fix the situation. Therefore when a negative event or situation occurs, ‘the leader is unapologetic, springs to action and takes steps to correct the team members who were in the wrong. This then makes the laissez – faire leader appear to be the hero, even though the crisis should not o happened in the first place. Laissez – faire leaders may have loss of respects and dedication from their followers, this is because they may lose self-confidence as they do not want to get nay feedback from their leaders. 
Example of laissez- faire
This style can be demonstrated within my work place, my deputy manager I feel is sometimes a laissez – faire leader, he just sits down the office and lets me and my team members just get on with work, and take control. We have to use our initiative and organise ourselves, which some of us do not mind. On the other hand, some team members like to be told what to do and make sure they are on the right track. If we need to a question answered or a parents needs dealing with, this is when he takes control and acts like a leader. When my deputy manager is in charge, not much gets done, as we do not have any motivation or influence to make us work. Therefore, the children and team get bored and have no enthusiasm. It is very frustrating when he is in charge, because I feel like he just does not care or just wants to be left alone, when really he should be making sure everyone is doing their jobs correctly. 
Autocratic
According to Beckley et al (2016) autocratic leadership can be seen as someone who just lays down the law and expects team members to do what they say. Authors believe that there are many ways to behave as an autocratic leader, this involved the leader behaving in an authoritative, self-confident and clear manner. Putting these manners in to practice, shows being an autocratic leader is not just someone who is being bossy or rude. It shows that you are confident at being a leader and accepting the role of a leader. 
As Beckley et al (2016) points out autocratic leadership does not work well within an early years setting, because team members would rather work in an friendly work force rather than apply power over them. Children and families would not benefit from an autocratic leader, because having an atmosphere where parents, children, community and staff feel like they cannot speak up or disagree with the leader, is not healthy. However, leaders may need to take an autocratic approach if necessary within the setting. 
According to Plant (2000) the McKinsey 7S model consists of 7S’s which are:
· Strategy
· Structure
· Systems
· Staff
· Style
· Skills
· Shared values
These are shown in the diagram below:

[image: The image shows McKinsey 7s model, where 7 organization elements are interconnected with each other.]
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As Plant (2000) points out this model is a popular one, used by many organisations. It shows that the strategy and structure of the setting determines the management’s effectiveness. However, there is no rule or set structure and strategy as all settings are different. The McKinsey 7S model tires to make settings aware of the factors that when they work together the organisation benefits. 
As Ghuman (2010) points out autocratic have little trust in their team members, they use fear and punishment to motivate their team members. Notably they do not usually reward their staff. The communication within this leadership style is mostly downwards, most early years settings do not use this, due to the lack of team work and decision making within a team. Linking back to the McKinsey 7S model, an autocratic leadership approach would not work as they do not work with their team members and there is no trust between the management and their employees. There are advantages of being an autocratic as Ghuman (2010) suggests that there is strong motivation and reward for the leader, useful in the time of crisis, when fast action is needed and less capable employees can be employed as managers. However, there are disadvantages of this leadership which are people dislike an autocratic leader, planning, decision making or organising had little participation from the team, due to the leader wanting everyone to follow them and team members initiatives and ideas not being able to benefit the setting. 
Example of autocratic
This style can be demonstrated within my work place, my leader is very much a distributed leader, and allows us to take control and take on leadership roles when needed. However when the fire alarm goes off, my manager turns in to an autocratic leader, she makes sure everyone listens to her, and do as we are told. Her turning in to an autocratic leader allows us to get out the building safely and calmly as possible. Turning in to an autocratic leader, during an emergency is necessary as someone need to take control and make sure everyone is doing right thing, to help the situation. If my manager was laissez – faire within this situation, many people would just do what they wanted and she would just let people organise themselves. This is not safe for the team or children, therefore sometimes in different situations an autocratic is needed. 
Conclusion
As Beckley et al. (2016) points out leadership and management can occur in the same person or different staff members may act upon the skills differently. The skills a leader and manager have need to be respected equally as they are very different but they do have skills they are similar. Looking at the styles chosen, a laissez – faire leader, sometimes works, in the sense if team members like to take charge or organise themselves, however you need a leader to make sure things are running smoothly and team members and children are enthusiastic. Also with a laissez – faire leader, there seems like there would not be a good relationship between the leader and their team members, as they would not have respect from them. A distributed leader works as it builds team members self-esteem up by giving them responsibilities and task and taking leadership roles. However, leaders must remember not all team members want a lot of responsibilities and tasks and they do not have enough experience. Looking at an autocratic leader, it would not work all the time within an early years setting, it would only work in state of an emergency or something needs doing quickly. Having a leader who just bosses the staff around, will struggle gaining respect and trust from their followers. 
The leader may be attuned to one of the models discussed. This could be modified as the leader gains more awareness of the role and reflects on personal professional practice. How the leader leads the setting has a crucial impact on the atmosphere and success of the work achieved there, and in turn on the happiness, well-being and development of the children who access the provision. The leader has a significant effect on the success of the practice. 
						            (Beckley et al, 2016)
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