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Leadership


Introduction 
This Portfolio will consist of a general overview of leadership and how this differs from the leadership characteristics in the early years. Following this, the portfolio will continue onto a critical analysis of three leadership styles, namely Democratic Leadership Style, Autocratic Leadership Style and lastly the Laissez-faire Leadership Style. Each of the Leadership Styles will be explored in depth demonstrating how the style affects working within early years settings. Throughout, there will be one example for each leadership style, demonstrating how the style supports effective team working within early years settings.
What is Leadership?
Brungardt (1997) states leaders have several different qualities of which enables them to lead a team successfully, this of which is believed to be where leaders are natural born leaders. In the same way, Adair (2013) states that a leader has certain leadership qualities, for example courage or tenacity, as this is what allows individuals to be leaders in different circumstances; they are natural born leaders. However, Wolf (2015) disagrees as it is believed that successful leaders are not natural born leaders, successful leaders are those who develop skills and become highly effective through experience, motivation, instruction and practice of core disciplines. This is supported by Plant (2000) which supports McKinsey’s model as it highlights importance of the factors that when utilised together, will assist in the formation of a successful organisation. Some examples include shared values, staff support and motivation and strategies to help children learn; these demonstrate positive team leadership. Furthermore, Burke (2017) states that when one of Mckinsey’s structured points goes wrong, it has an impact on the team as the team would not be working as effectively as it should be.
Who has influenced Leaders today in Early Years?
Marion and Gonzalez (2013) believe leadership in general differs to leadership in the early years, as Maslow was an influential leader of a pedagogy which influenced leaders today, as it was believed that leaders must provide children with an environment which allows them to grow and develop to their full potential holistically, for example child led, as this is an experience which is needed to become a successful leader. This influenced leadership today, as Siraj and Hallet (2013) suggest leaders must be willing to understand their capabilities through continued professional development, reflection and by working in an environment that allows an individual to grow and develop to be a successful leader in early childhood settings. This is supported by Sutcliffe (2013) who states that in a school setting the most successful leaders are individuals who can think for themselves and make decisions that will benefit the children and the staff; there is no specific formula that produces greatness in a headteacher. In the same way, Aubrey et al. (2012) place an emphasis on the importance of leaders continuing ongoing thinking daily and to ensure decision making is engaged in professional practice to be able to enhance and develop a high-quality setting. This is critiqued by Male and Palaiologou (2013) as it is believed pedagogies are too ambiguous when attached to leadership, as the research that was conducted resulted in instead of using models of leadership, that leadership should be viewed as a praxis as there are concerns with the links between educational outcomes and the social realities that surround the setting.
What are the Characteristics of a Leader in Early Years?
O’Sullivan (2015) highlights the leadership characteristics that are essential when being successful in leading a team in an early years setting, for example nurturing, being kind and being patient when considering children and parents. However, Page and Tayler (2016) agree, but also place more of an emphasis on the pedagogy and curriculum with the team within the setting. A leader ensuring that the team works and collaborates demonstrates a positive leader who maintains standards for high quality settings. This is supported by O’Sullivan (2015) who places an emphasis on Moyle’s Effective Leadership and Management scheme where positive management skills are believed to be an essential skill that leaders should demonstrate within a setting. However, Rodd (2013) disagrees, as a leader may be successful in one context but not in another. This could be due to the culture of the team, for example where the psychological climate of the team may be focused upon people, however the leader’s style could be focused on the organisation’s needs and might be task orientated. In contrast, Miller and Cable (2015) suggest that a leader should consider the practitioners views and opinions as a democratic society needs effective leadership, to ensure leaders enable free and equal people to be effective in completing what needs to be done, this principle applies to every organisation and institution within democratic society. The democratic principle of leadership is that leaders and practitioners lead together and not alone as if the leader gets it wrong it could damage the whole setting approach of the practitioners, children and parents. In the same way, Blandford and Knowles (2016) state that a leader in the early years should lead a positive ethos in the setting as this is what reflects on both the practitioners and the children. An example could be the way in which the leader’s attitudes and values are contributed, which also reflects a high-quality setting.
Gender Issue
Muijs et al. (2004) states that leadership in early years has a gender issue due to many leaders being women, which contrasts with the business world. This is due to studies highlighting that women can give strong leadership in the early years. In comparison, Brudenell (2004) reinforces that women are strong, powerful leaders who are successful leading a team in the early years and will build relationships upon collaboration rather than asserting power over others, as a female leader tends to see herself as part of a team. However, this is critiqued by Smith (2011) not all female leaders are collaborative; leaders tend to have a distinctive style of leadership which differs according to every individual. Similarly, Briggs and Briggs (2009) supports Rodd’s views on leadership as it is noted that women have difficulty in identifying leadership in the early years, as settings consist of flat structures as opposed to a hierarchy, and the nature of the work results in all practitioners collaborating regarding the provision of the service. Furthermore, this is supported by Welsh Government (2009) as under the equality act by law no matter what race, gender, religion, age or disability an individual is they must be treated fairly to prevent and avoid discrimination.
Abrahamson (2015) emphasises the importance of leaders using leadership styles when leading a team, to ensure the team know where they stand or for the team to be able to know how to complete a task successfully. However, this is critiqued by Murray and Clark (2013) who suggest that leadership roles are a concern for leaders because abiding by a leadership style can be inhibiting, therefore leadership does not depend on a position but on shared focus on the commitment and quality for children.


Democratic Leadership Style 
Example: When a democratic leader has thought of a new way that practitioners can interact with parents; however the democratic leader takes into consideration practitioners views and opinions.
Time consuming
Envy and Walters (2013) state democratic leadership will allow children and practitioners to be involved in the process, as both will be able to have the freedom to have a say in the process regarding parents, rather than the leader dictating to children and practitioners which way to go about the process. However, this is critiqued by Davis and Ryder (2016) as democratic leadership can be time consuming, due to the democratic leader having to communicate with the children and practitioners in the process. In the same way, Hamilton (2007) states a democratic leader takes more time to accomplish a task, due to the need for considering both practitioners and children in the process, however the democratic leader would have increased motivation, initiative and creativity due to considering others views and opinions. This is supported by Stacey (2009) as both the children and practitioners have increased personal satisfaction as they feel their views and opinions are valued by the democratic leader in early years. On the other hand, the democratic leader considering the practitioners and children’s views on how to effectively enhance parent involvement with the setting, allows the democratic leader to share out the task, which results in the democratic leader becoming less stressed due to less workload (Blatchford and Manni, 2007). However, Heikka et al. (2012) disagrees as research suggests distributed leadership and shared leadership are often confused in the early years, due to the individual’s interpretation, which causes difficulty when considering the implications of research studies.

People orientated
A Democratic leader is most likely to be people orientated, as they consider the children’s and practitioner’s views and opinions, which is demonstrated in my example above as it demonstrates that the democratic leader is communicating with the children and practitioners. This benefits the children as they can express their views and opinions freely and are taken into consideration, which allows both practitioners and children to feel valued (Moyles, 2006). In the same way Ricketts and Ricketts (2017) state that democratic leaders are people orientated, and they view the interests of both the children and practitioners equally, and believe that the views and opinions from others are more important than the task itself. In comparison, Rodd (2012) believes that in high quality settings, a good democratic leader shares the responsibilities amongst all practitioners to ensure the best outcome is achieved. This is supported by article twelve from The Convention on The Rights Of The Child, which states that children have the right to express their thoughts and feelings when adults are making decisions which affect them, and the children’s views and opinions must be considered seriously (Unicef, 2017). However, this could also cause conflict, which is demonstrated by Pretty et al. (1995) who supports Charles Handy’s stage of storming as impact could be caused because a new practitioner may have a difference of opinion to a practitioner who has worked for the setting for a long time, and this could have an impact on the other practitioners, children and the parents of the children. Furthermore, it could be argued that Charles Handy’s stage of storming is not a positive or negative stage, as it could be believed that whether the situation is resolved or how it is resolved successfully is the focus point (Handy, 2016).

Parents views should be considered/not considered
Rodd (2013) states that it should not only be the children and practitioner’s views and opinions taken into consideration as demonstrated in my example, but that the parents should also be able to have their opinions and views listened to by the democratic leader. The democratic leader should find meaningful ways of engaging families to help the future provision, also focusing on the difficult to reach or those families who are reluctant to become involved in their child’s decision making. In comparison, Ward (2009) emphasises the importance of a democratic leader to involve parents in decisions which can support the setting’s culture and ethos, through which the parents would also feel valued, because a collaborative and democratic ethos in a setting, provides an effective framework for parental involvement with the setting and practitioners. This is supported by Welsh Government (2015); Sheffield City Council is looking to improve its parental involvement policy as its aim is to effectively involve parents by using an ‘open door’ approach, so parents can communicate with staff on a regular basis both formally and informally. Furthermore, Welsh Government (2016) state that under the national minimum standard 14.1 the operational plan is available to parents, which allows parents to view how the setting is allowing maximum flexibility in organising the provision in accordance with resources and the needs of children and their families. However, this is critiqued by Davis and Ryder (2016) as it is known that a democratic way of leading practitioners is more time consuming, due to the leader having to find time to communicate effectively with practitioners and parents.

Practitioners are aware of changes
A democratic leader allowing the practitioners and children to be involved in the process of developing effective communication with parents, has a positive impact on practitioners, as they are aware of what changes are going to be made within the organisation because the democratic leader is showing positive interest in practitioner’s views, which develops and enhances motivation (Miller and Cable, 2015). However, this is critiqued by Fleer and Oers (2017), who state that a democratic leader allowing practitioners and children to be involved in the process by being able to express their views on how positive interactions with parents, could allow individuals to mould the situation according to their liking, rather than considering the other practitioners views, which could have an impact on everyone’s learning progress. This also demonstrates that the leader understands how to manage change effectively, which if not done correctly could result in losing staff when they are the most valuable asset to the setting (Moyles, 2006). This is supported by Gallagher and Arnold (2017) as when practitioners leave their job, it has a negative impact on the setting as the leader would have to advertise for staff, interview staff and complete training with the new staff, which all results in the setting losing money.

Allows Practitioners and Children to demonstrate capabilities 
A democratic leader allowing the practitioners and children to be involved in the process of involving parents is beneficial as it allows both the practitioners and children to use and demonstrate their capabilities in an effective way through a positive opportunity, would then enhance the practitioners and the children’s self-esteem levels (Cole, 2008).  In contrast, Ritchie (2014) disagrees as depending on how practitioners and children respond to the discussion involving parents, this could also decrease the whole ethos of the setting and everyone’s self-esteem as some practitioners may have strong and powerful ideas, which could affect the whole team approach. This is supported by Rodd (2012) as it is the democratic leader who needs to be aware on the setting’s goals, principles and philosophy and to believe in practice as the aims and goals need to be passed down to the practitioners, if this is not done this would go against the settings high quality ethos.

Autocratic Leadership Style 
Example: When the fire alarm goes off in the setting and the autocratic leader must make a quick decision to ensure practitioners and children’s safety is considered highly.
Practitioners are aware of new changes
Autocratic leaders have a clear vision on aims and objectives of the setting which all practitioners work towards and follow. This allows all practitioners to be aware of what is expected of them and they do not need to be involved in the decision-making process which would be less time consuming, as demonstrated in my example (Willan, 2017). This relates to the example above because if a fire alarm goes off in a setting, the autocratic leader must make quick decisions to ensure practitioners’ and children’s safety is considered correctly and effectively. In comparison, Johnston and Williams (2008) state an autocratic leader in an early years setting controls all aspects of the setting and would use their own style and the philosophy on those associated with the setting, for example practitioners, parents and children would have to adapt to the autocratic leader’s decisions, which is demonstrated in my example as practitioners and children would need to listen to and abide by the leader’s commands to ensure their safety is protected correctly. Similarly, Envy and Walters (2013) believe an autocratic leader dictates to the practitioners what needs to be done and how situations are going to be achieved correctly, and the autocratic leader will make all decisions without considering the children, practitioners or parents views and opinions to ensure the outcome is correct. This is critiqued by Lindon and Lindon (2012), as an autocratic leader dictating to practitioners and children can have a negative effect as it does not allow any creative thinking, which does not enhance and develop different practitioner’s ideas and opinions. 

New or inexperienced staff
From the example, an autocratic leadership style would be beneficial if there are new or inexperienced staff who have recently joined the setting. This could lead to staff being unaware of certain procedures when a fire alarm goes off which results in the autocratic leader controlling and organising the situation effectively by imposing their style and philosophy on the practitioners and children who are associated with the setting who would have to abide by the commands (Johnston and Williams, 2008). However, this is critiqued by Chilampikunnel (2010) as practitioners may not agree with the autocratic leader’s commands which they would have to abide by, and this could cause frustration for the practitioner as they may feel uncomfortable completing commands which they do not agree with. Furthermore, Hodgman (2011) states that the leader can complete a swot analysis to be able to identify strengths and weaknesses of how a situation or task went, which indicates a high-quality setting as they are looking to improve their practice.

Leader has a lot of power
From the example, the autocratic leader would make all decisions in dictating to practitioners and children what to do under the example of when the fire alarm goes off. This demonstrates that the autocratic leader has a lot of power and control over the situation (Trodd, 2016). In the same way, Davis and Ryder (2016) state that an autocratic leader has a lot of power regarding making decisions, which can impact practitioners, as challenges and issues may be faced if practitioners do not agree with the autocratic leader’s style. However, this is critiqued by Lindon and Lindon (2012) who propose that an early years setting does not work without a leader who is powerful, and an autocratic leader has the experience and knowledge to ensure the correct decisions are made, as without the use of power an autocratic leader has no influence over both practitioners and children. On the other hand, Willan (2017) states an autocratic leader who is powerful can also be a negative issue, due to the autocratic leader making every decision within the setting themselves, leaving team members feeling frustrated and fearful. Little or no involvement from the practitioners is not beneficial for the setting, due to the autocratic leader making all decisions in the fire alarm example (Johnston and Williams, 2008). This is supported by Fiedler’s contingency theory who referred to as the task master, where the autocratic leader delegates orders and dictates instructions telling practitioners what to do (Paludi, 2013).


[bookmark: _GoBack]Laissez-faire Leadership Style
Example: Introducing a new theme into the play corner which allows practitioners and children to consider what they would like to introduce; this can be completed as and when.
Laissez-faire leaders do not dictate
A laissez-faire leader considering both the practitioners’ and children’s views and opinions in the process of designing and creating a new area in the play corner, would benefit both the practitioners and the children who would feel valued as the laisse-faire leader would not have dictated needs to be done (Whiltshire, 2011). However, this is disputed by Macintyre (2014) as by the laisse-faire leader not providing the practitioners and the children with instructions of how to design the new theme into the play corner, this shows the laisse-faire leader is not educating the practitioners and the children effectively which does not benefit effective learning. This is supported by Johnston and Williams (2008) who believed the practitioners feel there is no direction or vision which must be met, which results in the practitioners feeling dissatisfied and insecure and which can lead to retention issues.

Practitioners have pride 
Envy and Walters (2013) emphasise that a laissez-faire leadership style means standing back to allow both the practitioners and children to complete a required task as indicated in the example, allowing the practitioners and children to take ownership and pride of the task they have completed, which would enhance their self-esteem, confidence and creativity. However, this is critiqued by Coffman (2015) as a laissez-faire leader should not allow practitioners and children to complete a task if they have not done it before, as it is believed they would need the experience and knowledge beforehand to complete the task successfully, as they would need to understand the process. In the same way, Muijs et al. (2004) states that research suggests early childhood managers could be under prepared for their role, due to allowing practitioners to complete tasks which they do not have the knowledge for. This demonstrates the lack of leadership and management skills the leader has, as they prefer having the communication with the parents and children hands on which was the most rewarding element of the job. Furthermore, even though there is a difference in time Stacey (2008) agrees, as laissez-faire leaders cannot give tasks to practitioners or children if they have not done them before, because the task may not be completed correctly due to inexperienced practitioners or it could make the practitioner feel under pressure. However, Belbin (2012) disagrees, as to be a successful team, each team member is valued individually in terms of their strengths and each team member should be treated equally by not stating some practitioners have more experience than others.

Laissez-faire leaders believe in a child centered approach
Rose and Rogers (2012) emphasise the importance of a laissez-faire leader in the early years as the children should be involved in the process, this is referred to as child-centred which is demonstrated in the example, and it allows the children to be engaged in the process providing them with a stimulating positive environment. In the same way, Soderback (2011) places an emphasis on children having access to an environment where the activities are child centred, as this benefits the children as it supports their learning and development by increasing their creativity. This is supported by Wood and Attfield (1996) who supports Piaget’s term lone scientist as it is believed that when providing children with a stimulating environment which increases children’s creativity individually and as a group. The term ‘lone scientist’ is seen as equally as effective as it is noticed that children construct their own knowledge socially if the environment is provided to them by the practitioners (Waller, 2009). However, this is critiqued by Nkut (2011) who suggests that a laissez-faire leader only allows certain practitioners and children to complete a task, where most of the practitioners are experienced and are skilled as it is believed they are the most trusted to complete a task. This is supported by Davis and Ryder (2016) as it is known for practitioners and children to be at different leadership levels when completing a task as some practitioners and children have increased motivation compared to others due to their previous experiences. Furthermore, Welsh Government (2016) believes no matter who is given a responsibility in the setting the outcome is achieved, under the national minimum standard 14.6 where children have opportunities to interact with the adults looking after them, this allows practitioners to build relationships with the children and to include opportunities for small groups of children to communicate and play together.


Leader does not take ownership
Envy and Walters (2013) state that by the laissez-faire leader not being in control of the aims and objectives of a task, this can increase a risk regarding the planning as it would be inconsistent due to there not being any targets for the practitioners or children to abide by. In the same way, Johnston and Williams (2008) believe the laisse-faire leader is most likely to leave the tasks required for the staff to complete, and distance themselves away from the responsibility and blame when things go wrong. However, Sadeq and Sadeq (2008) disagree as a laissez-faire leader does not need to blame staff or children when things go wrong as laissez-faire leaders are most likely to accept poor quality work and risk losing the respect of the practitioners. This is supported by Hamilton (2007) as it is believed poor quality work comes from low productivity within the team of practitioners and children, because the laisse-faire leader does not dictate exactly what needs to be done to complete the task successfully. 

Conclusion 
To conclude, it is suggested that leaders can be the same person, for example one leader may have several qualities which enables them to be a natural born leader who can lead various situations (Adair, 2013). However, Wolf (2015) disagrees as it is believed that successful leaders are not natural born leaders, but that successful leaders are those who develop skills and become highly effective through gained experience. Furthermore, Marion and Gonzalez (2013) believe leadership in general differs to leadership in the early years, as it was believed that leaders must provide children with an environment which allows them to grow and develop to their full potential holistically, which is an experience which is needed to become a successful leader. This of which influenced leadership today as Siraj and Hallet (2013) suggest leaders must be willing to understand their capabilities through continued professional development to be able to manage changes successfully to maintain a high-quality setting. It is noted that leaders should use different leadership styles to manage situations effectively, and to ensure the team know where they stand or for the team to be able to know how to complete a task successfully (Abrahamson, 2015). Furthermore, this is critiqued by Murray and Clark (2013) as leadership roles are noted as a concern for leaders due to abiding by a leadership style, therefore leadership does not depend on a position but on shared focus on the commitment and quality for children. 
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