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A portfolio analysing three leadership styles used within Childcare Settings
This portfolio will demonstrate an understanding of the importance of leadership within the early years whilst also analysing three leadership styles and providing relevant examples with links to all three styles of leadership. It will also include philosophy and principles which lead to high quality settings. The three leadership styles being discussed are Autocratic, Democratic and Laissez-Faire. A leader could be any of these three of these or could even be all of these at different times of the day.
There are many ways in which people would define leadership. Spahr (2015) defined leadership in two ways. The first was that some people may say that it is the ability to inspire and motivate others. The second was that other people may think differently and state that leadership is being capable of completing a job no matter what. Both of these definitions are correct. Leadership can be viewed in a number of different ways and there are leaders everywhere. 
However, Turner discussed that within the early years, a teacher who is a leader would be a leader inside and outside of the classroom. They take part in providing suggestions and support for other teachers who are also leaders to improve upon the education which they provide to each child who attends their setting (Turner, 2012). This shows that within early years, there are a number of leaders and they work together to make their setting the best it possibly can be. This could involve head teachers, deputy head teachers and teachers.
Hallet (2013) stated that “Leadership is rather like a ‘knotted string, a very complex concept, yet to be fully unravelled’, but leadership in the early years has been occurring perhaps without leadership style and practices being fully understood.” This quote shows that within early years, not everyone is aware of the range of leadership styles and may not even be aware of the range of leaders who work in their school/day care nursery although there are people who are being leaders without even realising they are doing this naturally daily.
Hallett, (2013) found that within diverse early years settings, they need leaders who have the confidence and the knowledge in the right areas to provide children with the right support and guidance. Leadership within early years involves groups of people who work together to make an impact and motivate one another rather than having one person who does everything alone. This originally comes from Rodd who provides many early childhood students with knowledge on democratic leadership. 
Leadership in diverse early years contexts requires knowledgeable and confident leaders in their own area of expertise with sound leadership pedagogy who value the contribution of others. Early year’s leadership appears to be a result of groups of people working together, influencing and inspiring each other rather than the focus of one person carrying out tasks alone. Leadership in the early years has a collegiate leadership style developed through a relational culture (Rodd, 2006; Siraj-Blatchford and Manni, 2007). 
“The EYP strategic and pedagogical leadership role in leading, improving and shaping practice involves leadership and learning in the broadest sense for children, parents and practitioners.” By doing this, it provides all people involved establish a learning culture which involves three key areas which are learning, knowledge and pedagogy (Hallet, 2013).
Autocratic
An Autocratic leader is someone who makes decisions on their own behalf without needing other people’s opinions to impact the final decision. This type of leadership often takes place in a workplace which avoids any mistakes or errors. They rarely need ideas from the people who work for them because they make all of the decisions for the team on their own behalf. Examples of autocratic leaders include U.S President Richard M. Nixon and Henry Ford. Three pillars of this leadership style include discipline, preparation and victory. (Gill, 2014)
An example of an Autocratic leader would be if the fire bell rang unexpectedly the teacher in the classroom would automatically get the children up and out as quick as possible. To do this they must count of the children as well as remind other adults to check all areas of the room and the toilets before exiting the building. They will not accept the children or even adults to go and collect any personal belongings or go to the toilet and will focus on their main priority which is getting everyone out of the building as quickly and safely as possible.
However, Hallet (2013) states that leadership within early years involves groups of people who work together to make an impact and motivate one another rather than having one person who does everything alone. Therefore as an Autocratic leader, it is important that although they may prefer to make the decisions and might feel as though they do not need other opinions, they should remember that it is important to work together. They may do this by having a staff meeting to make everyone aware of the decisions which are being made so that everyone understands the on goings of the early years setting.
ACAS (no date) state that managers can have the biggest influence on the performance made by staff and the way which the organisation is run.  ACAS states one of the roles of a leader as; to respond to any problems and to be able to resolve these in a way which avoids confrontation. An example of this would be if a head teacher had to deal with two teaching assistants who have fallen out and it is affecting their professionalism in front of the children. The head teacher as an Autocratic leader would have to deal with this by following a number of steps to ensure that this situation is resolved and that it is avoided from arising again. They would not want to get other leaders involved in this because it is affecting their school therefore they have to be autocratic and deal with the situation in a serious and immediate manner.
Care Inspectorate Wales (no date) states their core values to include integrity, respect, caring, fair and professional. These are all qualities which a leader should have in general to be able to support their team in the best possible way. Although an Autocratic leader may make all of the decisions by themselves, they can still have these values to ensure that they have an effective working team who can benefit the children which they work with daily.
Wallace and Poulson (2003) discusses policies and how they can impact people in an childcare work setting. This is mainly the role of a manager to write these policies and as an Autocratic leader they should write these effectively and appropriately to the policy title. This is something which not anyone can do and the Autocratic leader would do this to ensure that all policies in place are correct and provide safety to all people in the school as well as the school itself. Wallace and Poulson (2003) also states that policies should be child-focussed as well as motivating staff to work professionally within their job roles. They found that it is important to have ‘high expectations, consistency and control’. These words all link closely to being an Autocratic leader; especially the word control because that is exactly what an Autocratic leader would have and will not share the role of having the control and being the main leader within the school.
However Heikka, et al. (2012) states that some teams may not have leadership and can function without having a hierarchy of people. For example in a day care nursery there is usually a manager but the nursery nurses will do the planning of activities, implement these and observe without the manager needing to interact about this because all of these jobs that the nursery nurse will do is something which is done daily and without support therefore although they were given the initial instructions to what to do in their job, they may not need their manager as much as someone who may work in a business related job.
Democratic (Also known as Participative)
Democratic leadership (also known as participative leadership) involves the leader trusting and respecting their team. This type of leadership style places the main responsibility for actions on the leaders and their staff. This leadership style is used in all types of organisations from private, government, education and charities. A Democratic leader would involve others to achieve the targets of the organisation. Examples of Democratic leaders include George Washington, Jimmy Carter and Steve Jobs (Gill, 2016).
An example of a scenario for a Democratic leader would be the Foundation Phase Leader during a team meeting for the Foundation Phase in a school; this could involve the Foundation Phase leader, teachers, learning support assistants and one-to-one supports. These members of staff are all essential to the school therefore by involving them in the decision-making process; it means everyone is aware of what is going on in the school and what role everyone has to play within their jobs.
There are a number of positive and negatives to being a Democratic leader in early years. Muijs et al (2004) found that managers who were in the early childhood sector stated that the awarding parts within their job involved the contact which they had with children and parents as well as children doing well and achieving within their education. But they did not enjoy the managerial areas of the job. This shows that they enjoyed the practical side of their job therefore this suggest that they would be a Democratic leader because they would do both parts of their job rather than just being in the office and doing all of the paperwork, they may have shared jobs out so that everyone in their team could contribute and also the manager themselves can get to know the children and parents within the setting as well as just their staff. 
Turner (2012) states that “leadership in and of itself is a very slippery and ambiguous concept.” Leadership can involve two or more people and by doing this, it has an influence on how people act, the attitude they show in their job and brings everyone together to work collaboratively. 
Leadership in diverse early years contexts requires knowledgeable and confident leaders in their own area of expertise with sound leadership pedagogy who value the contribution of others. Early year’s leadership appears to be a result of groups of people working together, influencing and inspiring each other rather than the focus of one person carrying out tasks alone. Leadership in the early years has a collegiate leadership style developed through a relational culture (Rodd, 2006; Siraj-Blatchford and Manni, 2007). 
Greany and Rodd found that head teachers and teachers themselves saw the importance of ‘learning to learn’. These professionals were saying that it is not just about being good at teaching but continuously seeing the importance of children being given the opportunities to develop upon their skills and knowledge as well as having the correct attitudes to learn. This will then prepare these children for their futures as they learn throughout their lives may it be during school, college, university or even when they go onto working within their careers (Greany and Rodd, 2003).
Frost (2014) links with this by saying how important talking is and that language development can be improved as well as how adults make use of the classroom practice. This could involve the ways which they enhance the classroom to suit the children who attend that school. This may be done by having an area in the classroom for children to calm down if they are having a hard time, by putting this area in the classroom, it shows that the staff care about the children and it is not just about learning subjects but also how to handle their emotions. By working as a team to do this, it can support the children in the best possible way. 
Male and Palaiologou (2015) explains that within the 21st century, childcare settings have changed quickly and that it’s no longer just about the teachers and how they teach but also the children who receive the teaching as well as the curriculum which they teach and how it is taught. Pedagogy has changed over time and it has changed from the focus being knowledge being given to learners to promoting a new way of learning to all participants in the education sector which include children, teachers, teaching assistants and parents. This is what Democratic leadership is all about by listening to others ideas and making everything a team effort where appropriate. Male and Palaiologou also found that within education, leaders need to consider families, policies, reforms and a number of other people from within the multi-agency teams. There are a number of issues which can arise and leaders need to be prepared to manage these through having the correct support team (Male and Palaiologou, 2015).
Department for Education and Skills (2015) agrees with this by implementing a school development plan which incorporates a Family and Community Engagement (also known as FaCE) toolkit for schools in Wales. This supports schools with their working partnerships with families as well as within the community which they are based in. Two of the suggestions on this document include firstly preparing an action plan which supports FaCE activities which supports family engagement and can help to avoid deprivation in the community’s schools and the other was to also have activities which can improve staff’s development on their understanding of how to implement FaCE within the school. This would require an autocratic leader who is willing to listen to others and receive ideas to better the school holistically as well as to have a supportive and knowledgeable working team (Department for Education and Skills, 2015).
Social Care Wales (2018) state that to provide good leadership there are a simple set of values which are required to give quality support. These include putting citizens first, this is important because people matter so by valuing people and putting them before less important things, it shows that the team care about other and want to support the best they can. Another value which they state is always growing and improving. This links to Tuckman’s developmental stages which a leader would go through, which includes Forming, Storming, Norming and Adjourning. This is the process that a leader goes through with their team and begins with Forming, this is when a group of people who come together to start the team, this is where they get to know each other and how to do their jobs. The next step is storming, this is when people are in their comfort zones and arguments may begin to arise. The next step is Norming, this is when conflict has been resolved and everyone is working better as a team and getting the work done. Performing is the next step and this is where everyone is working at a comfortable pace and there is a positive environment within the team. The last is Adjourning, this can be when new people start or when someone leaves which can affect the comfort zone of the original team (Changing Minds: 2016).
Care Inspectorate Wales (no date) also show the significance in the importance of safety of children and adults who are in care. They provide the information needed to be able to care and support for others. They provide regulations and the National Minimum Standards to be a carer for people who need it. This would require an effective leader but not someone who would be there all of the time. A Democratic leader would be able to inform and support a carer where necessary but would not need to be there every day to lead the possible carer but would be there for support where needed.
Laissez-Faire
A Laissez-Faire leader is another type of leadership. This type of leader needs to have a lot of trust in their staff and can let them make decisions independently. This means that members of staff need to be confident to get on with their jobs without depending on their leader to make all of the decisions for them. Examples of Laissez-Faire leaders include Ronald Reagan, Andrew Mellon and Donna Karan (Gill, 2016).
An example of a Laissez-Faire leader would be a key nursery nurse/room leader. Rather than making all the decisions for their room and group, they would get all members of staff in their group to input their ideas. This would be a team effort and the other members of staff would not have to go to the key room leader to make all decisions within their job. For example planning activities or changing a room display, they could make these decisions without going to the room leader.
This type of leadership could mean that by being open to other people’s ideas, the children can have a say within their learning. Brundrett and Rhodes (2011) discuss that by providing students with input in decisions making (also known as Pupil Voice); it improves the quality of their learning. This engages the children within their learning as they have a say in what they do in school and also brings a better relationship between the staff and children as the adults get to know what the children enjoy and doing and how they learn best (Brundrett and Rhodes, 2011).
Heikka, Waniganayake and Hujala (2012) discuss the research of different countries and how their leadership has emerged over time. From this research they found that leaders can come across many challenges and therefore they would give certain roles to a number of people to ensure that the childhood setting is functioning correctly and that everything is running smoothly so that they can meet the demands of the children, other staff, multiagency teams daily. 
However, some practitioners may be/act as leaders without that title being given to them therefore they do not realise that they are being leaders or may even not want to be a leader, but they are doing it naturally within their job because the actual leader does not do everything which they should do. This could often happen with the team who work for a Laissez-Faire leader because the leader within the early years setting could be so laid back that they let the staff who work under them to make decisions and do the work that the original leader should do (Murray and McDowall Clark, 2013). 
Although this can be a problem, research by Frost (2014) has found that teachers are working up to 50 hours a week which involves teaching, marking, attending meetings and completing paperwork. This could be the reason why a teacher as a leader may have the Laissez-Faire approach when leading their classroom team due to the fact that they are doing all of these hours of work, they will need their teaching assistants or one-to-ones to help with this work load to be able to manage their own job effectively (Frost, 2014). If the staff who support that teacher are able to help the teacher with certain tasks on a daily basis, this means that the staff will work better as a team and provide the children with the correct support and guidance.
Also, Brown and Rogers (2014) state that figures have shown of staff working with young children are either at the expected level to be working in a childcare setting or higher. This shows that practitioners who work with children are either at the right qualification or even over-qualified. This can support a Laissez-Faire leader because even though they could leave their staff to do the work independently, it shows that these practitioners are qualified and should be capable of achieving without the constant guidance from their leader. They would be able to use their initiative and work independently due to not only experience theoretically from their studies but also from their practice within placements.
However Turner (2012) discusses professional development and how teachers and other practitioners may need training to develop their professional development within their jobs. Although Brown and Rogers made a valid point about staff being qualified or over-qualified to work with children, Turner points out that practitioners in early years should also be given training to improve upon their practice and to become up to date with new areas of the curriculum in teaching. This shows that there is always room to improve and that teachers should be given support where needed. Therefore a Laissez-Faire leader should provide their teachers with opportunities to train and go on courses to develop their teaching practice.
ESTYN (2017) state that their values include valuing people for who they are and what they do as well as demonstrating leadership in a way that inspires others and to have good teamwork skills. If a Laissez-Faire leader is able to do this, they can lead a successful and rewarding team of people within early years. ESTYN also want people to feel encouraged to use their own initiative as well as have responsibilities where suitable. A leader should ensure that they are supporting this by encouraging their team to be the best they can be so that they can work well together to support the children as well as each other (ESTYN, 2017).
Conclusion
To conclude, by looking at Autocratic, Democratic and Laissez-Faire leaders, there are ranges of ways which early year’s leaders can lead their teams in their workplace. All three leaderships have shown to be effective in a number of ways which shows that their team will be able to do what they have to do if given the correct guidance in the beginning. There are a number of authors who provide valid information on leadership and how it benefits team working within childcare. There have been a number of points to see why all three leadership styles can work in an early childhood setting and how it benefits children as well as how it can affect staff. So long as leaders are supporting their teams and encouraging them to work effectively as a team as well as to encourage the children, any of these three leadership styles would work in a early childhood setting.
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