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This portfolio will consider the importance of leadership in early years education and will also look at the differences between the role of a manager and a leader. A detailed analysis will also be included as to how three chosen leadership styles affect work within an early year’s team when in their settings. The three leadership styles that have been chosen are transformational, reflective and autocratic. An example for each leadership style will also be included as to show how are practised and demonstrated within settings. In addition to this, the effects of gender within early years will also be explored and how and who specifically does this affect.

What is Leadership?   

Leadership is defined as exerting influence in a manner that encourages workers to follow a desired outcome by the leader (Pochron 2009). 

Effective leadership within the early years profession is considered as an essential requirement. Through effective leadership is the common goal within practicioners of meeting the needs of the children (Lindon et al. 2016; Daly et al. 2004). Similarly, Moyles (2006) also recognizes the importance of leadership in the early years. Having the qualities of being an effective and competent leader ensures the well-being of children, parents and also all staff. 

A child’s experience within an early years setting can have a significant impact on their life chances and the choices they make, Javis (2010) states. This can be enhanced by increasing the quality of provision provided by early years practitioners and all other staff. The Department of Education (2017) also recognizes that to be an effective leader in the early years you must sought continuous improvement for your setting and to foster and value effective team working and communication. However, Moyles (2006) identifies that defining leadership within the early years may deem to be problematical, particularly due to the unprecedented changes that are happening within the work of early years education and care. 

What is the difference between a manager and a leader?

Lindon and Lindon (2011) do highlight a key difference between what is a manager and what is a leader. A manager can be appointed but you are not able to legitimately appoint a leader. Leaders focus on the staff, their team whereas a manager’s main focus is on the system and structure of their setting, business. Similarly, Liccardo (2007) distinguishes the difference between the two as defining a leader being a person who has a vision, an imagination within an inner-directed circle of a setting whereas managers are other-directed technicians, which Lindon and Lindon (2011) describe as being the systems and structure of settings. 

The skills required for both management and leadership do differ significantly according to Lindon and Lindon (2011). As they state that the skills of leadership are required when the structure of existing work patterns and routine are called into question and may have to be altered. Lindon, Lindon and Beckley (2016) do state that within early years practitioners there have reservations and they are keen to distinguish themselves from an image viewed by co-workers that they are subservient to them, due to the belief that to be a leader you must develop an ‘autocratic’ leadership style which will be discussed further on in this portfolio. In the same way, Waniganayake (2005) recognizes that an important component within leadership is choice. To be in a position of power, it will only be effective if the individual was to make a conscious choice to accept their new role. Waniganayake (2005) continues to write that childhood practitioners do not for numerous reasons accept this role due to the demanding physical nature of the work that is expected of them. 

Gender in leadership in the Early Years

Moyles (2006) has recognized that early years is significantly dominated by women. Similarly, Siraj-Blatchford and Manni (2007) state that one aspect of Early Childhood in which is unique to the workforce is that it is exclusively female, with 97.5% of workers being female. Sood (2013) however, states that one of the main challenges is how to successfully encourage more male practitioners to counterbalance the significantly female workforce within the early years sector. Furthermore, it is thought that due to the stereotype of males working in early years settings, children are still within an age group that need more emotional stability which can be unusual for a man to provide this level of sensitivity and is more commonly associated with women (Mistry and Sood 2013). 

However, despite research which has shown the underrepresentation of women in positions of leadership, this has continued with women experiencing gendered discrimination on a regular basis (Showunmi et al. 2017). Similarly, Gipson et al. (2017) discuss that women hold less than a third of executive, senior level positions whereas, within a third of businesses there would be no women at all allocated senior or management roles as men are seen as having the characteristics of a leader which are to be confident and assertive. On the other hand, Mistry and Sood (2015) believe that males are excluded from the early years sector due to the assumption that females have a nurturing and caring nature which men do not possess so this influences the perception of individuals that females are naturally suited for this role.  

Transformational Leadership

According to Liccardo (2007), behaviours of a transformational leader are those that instil followers to have the personal desire and motivation to achieve goals, to do more than what is expected of them but also, the leader themselves to promote loyalty and commitment between workers. Middleton et al. (2016) in the same way defines this style of leadership as dedicated to further the development of individuals to their fullest potential and to further enhance their organizational performance. 

Ledimo (2014) states that it is primarily based on the ability to effect influence followers to do so. Liccardo (2007) questions as to whether transformational leadership is a specialized role, or a distributed process based on authority or personal influences. However, Campbell and Leeson (2016) state that a key aspect of this leadership is to recognize and establish their own capabilities as a potential leader. 

This leadership style moves away from the traditional hierarchal approach towards one which shares the responsibility. Leaders such as these, empower their colleagues to work beyond what is expected, Bass and Riggio (2006) claim. In addition to this, if leaders were to show an increased level of support and involvement, their followers are more likely to adopt their leaders vision as their own (Lim 2008). 

Rodd (2013) states that distributed leadership falls broadly under the category of transformational leadership due to the similarities and main focus of both styles. Both types of leadership need effective cooperation and collective responsibility in workers. Both collectively require shared values and beliefs from practitioners and to aim to further motivate their employee’s commitment. 

Through being a leader of both of these styles, it’s expected to motivate workers to perform at a higher level, Middleton et al. (2016) states. Furthermore, Hallinger (2013) also discusses that transformational leadership may also be viewed as a distributed leadership due to the fact in can also focus on leading an educational change as the development may be a shared commitment to the restructure. 

According to Campbell and Leeson (2016) suggest that transformational leadership resembles Maslow’s’ hierarchy of needs. Similarities include that of creating an environment in which practitioners feel respected, safe and are able to fulfil their potential as that of others. Furthermore, Davies (2006) states that this allows practitioners to be motivated by their own goals in which they find challenging but achievable, these personal goals allow them to find a sense of identity within their work. Similarly, McCleskey (2014) also recognizes that a practitioner’s needs can be regarded as what Maslow describes in his hierarchy of needs from a low level of safety and security to a higher need for achievement and to reach self-actualization. 
However, Lee (2014) critiques the influences of a transformational leader due to the pressure and significance of achieving the common goal and communal interest of the organization which implies that the leader is putting themselves above the needs of others which Lee (2014) describes as antidemocratic. 

Transformational leadership according to Campbell and Leeson (2016) encourages employees to take ownership for the way a setting is run and to develop the skills of practitioners who may not be aware of their own potential. Similarly, Davies (2006) suggests that through this style of leadership it increases organizational goals for fellow practitioners and resulting in greater productivity and effort by those. Furthermore, Davies (2006) states that it is through these organizational directions that contribute to their motivations relating to their work.

Hallinger (2013) recognizes a link between transformational leadership and school administration. Models such as this style of leadership, focus on how teachers can improve educational outcomes by exercising their administration of teaching. Davies (2006) states that this style of leadership is appropriate and used in schools, early years setting to challenge the opportunity of ‘restructuring’ how the organisation is lead. 

In the same way, Ghasabeh and Provitera (2017) describes as to how transformational leaderships focuses on and enables people to effectively apply organizational changes within settings. Furthermore, through this leading style it enhances and encourages their workers to push towards their own personal goals along with the organizations objectives with proven consistency in increased performance levels (Bass and Riggio 2006) However, Elkordy (2013) discusses that without an individualized consideration which is practised and shown by the leader, this will this affect the creativity and motivation of followers positively. 

Transformational leadership includes the behaviour to encourage and execute the fair distribution of leadership amongst team members and that it is considered that not just one individual should exercise all of one role to successfully run an organization (Alameen et al. 2015).

The inclusion of staff members when a change is occurring is influential and beneficial. As Gathoni (2017) goes on to describe that leaders are risk takers in regard to being able to see an opportunity of growth in an organization, however this would not be without including all members in the process and create a connection of motivation and involvement in which strengthens them and the end goal. 

This style of leadership would be demonstrated further through implementing a new philosophy into their organization or setting for example, Forest Schools. As stated previously, transformational leadership is about the inclusion of all staff members as well as the leader. Taking into account all views and opinions, no matter how much they differ. So, to relate to the implementation of the implementation of a new philosophy, Gathoni (2017) states that this approach is about causing a change within systems and also in individuals. 


Reflective Leadership

According to Roberts (2008) being reflective has been viewed as a key concept in that it is needed in order to be effective leader, as their organization or workplace becomes more complex and challenging. Similarly, Roberts (2008) describes the process of reflection as an integral part of learning and leadership distribution within an organization. 

Furthermore, Day and Harris (2002) highlight the importance of an effective reflective leader as it can be a key contributor to achieving organizational improvement. In addition to this, Ersozlu (2016) also states that a leader who is reflective can maintain the operation of a setting and achieve the main goals and objectives of improvement. 

Reflective leadership allows and becomes a tool for performance enhancement (McMahon 2016). Similarly, Allworth (2011) also states that leaders who are reflective can achieve improvements in overall employee well-being and performance but also an improvement in organisational performance too.

McDermott (2010) states that in Reggio Emilia, staff are viewed as all being reflecting practitioners and time during their working day is set aside on a weekly basis for professional development through the use of reflective practice. 

A reflective practitioner and leader through the development of their charismatic nature encourage the formation of future leaders (Densten and Gray 2001).

Furthermore, the work of Kolb (1984) and his learning model considers, recognizes and encourages reflective observation within organisations and settings. Which he describes as part of a learning cycle in that whilst we reflect upon an experience we then are able to develop a new conclusion which shape a different action in our future work (Roberts 2008). In addition to this, Goker and Bozkus (2017) recognize the work of John Dewey in regard to reflection in leadership. He states that it is a deliberate process which enables practitioners to find the correct and effective way to eliminate difficulties and to find a quick solution which is essential when working in settings. 

Reflective leadership and practice engages peers and an advantage of being in small groups is the ultimate gain of the learning of new perspectives from the expertise’s of others (Bedingfield 2011).

Reflective practice whilst being a leader embodies experiential learning and results in an improvement in practice that is carried out in organizations (McMahon 2016). When practitioners consistently dedicate time out of their day to reflect, it allows them all to share personal experiences and enhance their professional practice (McDermott 2010). Furthermore, Bedingfield (2011) states that people are most helpful to others when they allow themselves to be vulnerable and are willing to learn from others. 

Regular meetings could enable staff members to work in a more interconnected way and through this technique of reflective practice will they then be able to identify goals and achievements as a team (Goker and Bozkus 2017). 

Bedingfield (2011) identifies that reflective practice allows practitioners to express and examine their thoughts and actions with the additional encouragement and support of fellow workers as reflecting alone however, can be proven difficult due to the limitations of a person’s thinking and boundaries. Additionally, Densten and Gray (2001) have suggested that leaders may avoid wanting to reflect due to the favourable perceptions they already have of themselves and the reluctance of it possibly having to change due to the opinion of others. 

This style of leadership would be demonstrated further through a team meeting. Nesbit (2009) states that this style of leadership is not something that a manager does by themselves, not to themselves but together with their team. If a team meeting was to occur the opinions and views of all practitioners would be encouraged and allowed to have their say in order to progress professionally as individual staff members, as a team and as a setting in order to reach the set goals and also needs of the children. Roberts (2008) goes on to state that reflection should happen at a workplace collaboratively as it is considered a group process and more effective this way. Furthermore, Goker and Bozkus (2017) states that meetings are an effective tool of working as it allows reflective practice to take place and supports leadership, creating a productive environment with collaborating practitioners. 

Autocratic Leadership

An autocratic leader according to Zhang and Xie (2017) is an individual that has the final say and makes the unilateral decision. In addition to this, Veale (2010) describes an authoritive leader as someone who is controlling, close-minded and power-oriented. Their main focus according Jiang et al. (2017) is having complete control and that is made known. Furthermore, Kelly and Tazbir (2013) state that this style of leadership would most likely be used in situations where a quick decision must be made. 

Wang and Guan (2018) identify an authoritarian leader as someone who behaves in a manner of assertiveness, authoritive and strong. 

In the context of early years, Envy and Walters (2013) have recognized that an autocratic style does not foster an ethos of motivation and inspiration for young children as they continue on to state that whilst activities and carried out by what is dictated by the leader, this does not encourage creativity in the children. 

An authoritative leader gives a lot but also expects a great amount back, Dinham (2007) states. Similarly, Schuh et al. (2013) describes how a leader with such authority and power demands unquestionable obedience. Cremer (2006) has recognized that although they have this authority and power, this does not necessarily guarantee followers. The actions of an authoritarian leader can have a negative impact on its followers.

Zang and Xie (2017) describe an autocratic leader as someone who believes that they know more than their employees and believe they can ignore and devalue any contributions or suggestions that they put forward. Envy and Walter (2013) also state that the impact of this style on children can be demotivating as they are not given the opportunity to think for themselves or able to learn and develop in an environment that responds positively to their needs and individual interests in which, the Early Years Foundation Phase encourages. 

Dinham (2007) states that an authoritarian leader is more focused on procedures and their results rather than people. Wang and Guan (2018) also recognize the negative impacts an authoritarian leader can have. Based on the evident hierarchical differences between a leader and their followers, they can develop a fear of their leader and may feel pressure on their work in needing to meet the highest of performance levels which is expected of them. In the same way, the controlling behaviour according to Zang and Xie (2017) further convinces a disregard for colleagues and their contributions to organisational development. Because of this, it may result in employees feeling discouraged but under pressure to meet the work standards of their leader.

However, Wang and Guan (2018) state that this style of leadership can have a positive effect on workers with a feeling of trust from their leader. Veale (2010) states that this controlling behaviour can produce followers even when unwilling and points out that also the harshness that an authoritive leader does distribute can still produce structure and improved results. They are concerned with meeting a goal and in whatever way it can be achieved. Dinham (2007) adds that they expect compliance from their high demandingness from all of those working under their control.  

This style of leadership would be demonstrated further through a disciplinary. A staff member has been brought in to speak with the manager due to an incident and has to receive a warning for their action. According to Dinham (2007) an autocratic leader does not distribute recognition and positive feedback on a regular basis however, it does reinforce control when need be and to remind them of what is expected. 

Conclusion

To conclude, within this portfolio it has looked at and discussed in great depth three chosen styles of leadership which were transformational, reflective and autocratic. An example of each was added of how they would be demonstrated and practiced further in a work-based scenario.

Transformational leadership was most effective when practitioners are able to identify their own capabilities as a leader, so they are then able to motivate their followers to reach their full potential as staff members and early years practitioners. Whilst reflective leadership is similar in regard to all practitioners have to come together to discuss any challenges or obstacles which are to be tackled as a team to then combat this and achieve their common goals, an autocratic leader differs from these leadership styles which have previously been discussed as this is when one individual has complete control, authority and power on what decisions are made without the input and suggestions of others.

Also, gender has been explored in the context of how it can be affected within the early years in regard to leadership roles. This was discussed in regard to the domination of the female workforce in the early years sector. That males did not have the right characteristics in order to be effective practitioners as females are viewed to be due to not having the caring and nurturing personalities as they are stereotyped to be domineering and are not as compassionate as females. 
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