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What is leadership?
[bookmark: _GoBack][image: ]Leadership is not about aspiring to have power and control over other individuals, it is about striving to support, lead and meet the needs of others (Randall, 2016). Fowler (2011) states that effective leadership is about both inspiration and practicality, which means that the leaders must strive for the best service for their clients or patients, however they must be realistic about it and also provide them with essentials first; for example, leaders must encourage employees to have aspirations and goals, however they still need the simple essentials such as working toilets. Being a successful leader is something that every person can contribute towards, and cannot be achieved by an individual alone (Rees, 2015). Covey (1991) believes that people become more effective and empowered when they receive guidance and are governed by supportive and motivated leaders. 
The diagram which is shown on the right of the page shows the six different factors in which an individual must have and demonstrate in order to become an effective leader. Team leaders must have strong communication skills, work well with others, take ownership of their responsibilities, set goals for their organisation and ensure that they are equipped with the essential skills and knowledge they need in order to become successful and effective team leaders (Linton, 2016). (Source: Linton. 2016)

Leadership in Early Years
Within early years, the importance of good leadership is widely acknowledged, and the quality of care that the setting provides for young children heavily depends on the knowledge, values and skills of the leaders of the setting (Moyles, 2006). The Welsh Government created The Effective Leadership and Management Scheme (ELMS), which is a tool for all leaders and managers to use, in order to effectively evaluate their leadership skills, which will eventually lead to greater experiences for children, and better relationships between themselves, parents/carers and children (Welsh Government, 2014). Leadership in early years differs to leadership in general, and this may be because of the gender issue surrounding early years settings (Rose et al, 2012). According to Mistry et al (2015), only 2% of professionals working with children in England are male, and the reasoning behind this percentage is because when men want to work with young children, others start to become suspicious and start to stereotype them and believe that they are interested in working with young children for all of the wrong reasons. Therefore this is why many early years settings have a feminised workforce, which Paludi (2008) suggests can cause challenges and conflict between colleagues. Men and women use different styles of working with one another, for example men tend to work in a assertive and dominant way, whereas women show more warmth and compassion; however in many settings they are in need of a leader who is more assertive in order to complete daily tasks, therefore if the leader is a female, they may not be able to do this, which can lead to conflict between employees (Paludi, 2008). 
Autocratic Leadership
Autocratic leadership can also be known as authoritarian leadership, which is when there is one individual who takes control and does not accept advice from others, instead they make decisions based on their own ideas and judgements (Madeuke, 2010). Leaders who show an Autocratic type of leadership show that they have little trust in the individuals who they work alongside, for example a head teacher working alongside teachers, and they tend to act in a dictatorial way (Ghuman, 2010). 
Example of Autocratic Leadership
An example of an Autocratic type of leadership style is when a new play worker begins at a nursery setting, where they will work alongside other play workers that have been there for a longer period of time than them, and have had more training and experience with working with babies, toddlers and young children. If the play leader of the setting were to show an Autocratic leadership style, they would not allow the play worker to be with the children on their own, and they would be overbearing and controlling towards the play worker when telling them what to do next. However although the play worker may be doing certain tasks differently to how the other play workers do them, the play leader does not discuss the situation with them, and encourage and motivate them to use different techniques, instead they discipline the play worker for doing certain things differently and perhaps incorrectly. This may then lead to the new play worker feeling as though they do not belong in the setting, and that they are doing certain things incorrectly. 
Disadvantages to Autocratic Leadership
Because Autocratic leaders act in such way and take advantage of their power, it could eventually lead to a clash between the leader and other members as they feel uncomfortable being treated in this manor (De Hoogh et al, 2015). Goyal (2010) and Randall (2016) both suggest that in order to become a successful leader, the power that is attached to leadership should not be abused and used negatively, instead the power should be used to influence others and to make positive decisions that are going to effect the experience that the children have while at the setting. Not only does abuse of power have an effect on the children, it also has an effect on the employees that are working alongside the leader, as De Hoogh et al (2015) suggests that by centralizing power, it will cause disagreements and a clash between team members, such as teachers, and will result in poor performance and an impairment of the psychological safety of staff; for example not feeling a sense of belonging and importance within the setting. 
After conducting a research study in 2017, which focused on three types of leadership, and what effects they have on employees, Fiaz et al (2017) discovered that Autocratic leadership is a more dominant type of leadership, which negatively impacts on the relationship between employers and employees, and can also negatively affect the motivation of the members of staff, which will eventually have a negative effect on the children’s education, as the teachers will not be encouraged to teach with enthusiasm, and find new and stimulating ways of educating the children. Fiaz et al (2017) also states that it shows a greater difference to Democratic and Laissez-faire leadership styles, which positively motivates employees and creates a strong relationship between employers and employees. 
Stacey (2009) states that employees and leaders should not work in isolation, and that the children and their families are the main reason as to why every member of staff who works with young children needs to have a strong and effective relationship with one another. In 2003, the government launched a policy named ‘Every Child Matters’ (2003), which emphasises how in many settings across the country, children are not receiving the correct service from members of staff, as they are not working together and communicating with one another in order to benefit the service and education that children require; therefore it is why the document focuses on the importance of professionals such as early childhood practitioners, for example teachers and play workers, working together to form the highest quality of care and education for children. The five main aims for the policy are:
· Stay safe
· Be healthy
· Enjoy and achieve
· Make a positive contribution
· Achieve economic well-being
(Every Child Matters, 2003). 
Advantages to Autocratic Leadership
However, although many authors and believe that Autocratic leadership is a negative type of leadership style, and can cause employees to become distressed (Arshed, 2016) there are some benefits to using the style. When working with young children, there are times where the early years professional has to respond and act quickly to a situation, such as if there is a physical disagreement between two children in the setting, therefore it would benefit the situation if the professional showed an Autocratic leadership style as it is a style where they do not consult others and decide on how to deal with a situation themselves (Schoel et al, 2011), therefore this will help to solve the situation quickly and effectively, and avoid the situation from becoming worse, such as the two children who are having the disagreement to have physical injuries.
Similarly, Rounds et al (2010) also talks about the benefits of portraying an Autocratic leadership style, by explaining that by having an Autocratic leader in charge of a setting, they can prevent the organisation, such as a nursery from becoming dormant and sluggish, and explains that many organisations do become this way because they do not have Autocratic leaders, instead they have individuals who do not have good and effective organisational skills and they show a lack of leadership. Early years settings such as nursery’s can sometimes be challenging and busy, therefore Rounds et al (2010) also believes that during times where the play workers are under a great deal of stress, Autocratic leaders are able to control the situation and form a plan to manage it. 
Transformational Leadership
Transformational leadership is defined as working as a team, whilst also gaining new knowledge and insights from other members of the group that the leader is working with, in order to promote positive change, enhance the performance and commitment of the employees, and to improve the overall performance of the members of the group working in the setting, particularly in an educational setting (Anderson, 2017). Transformational leadership is when there are no boundaries between the leaders and the members of the group, instead they both help each other to gain a higher level of motivation, which will have a significant effect on the lives of the people that are on the receiving end of the organisation or setting (Lindon, 2012), such as children who attend a nursery. Anderson (2017) also explains that Transformational leaders tend to lead by example and motivate and encourage their employees to improve the service which they provide for the service users.
Example of Transformational Leadership
For example, a head teacher of a school that shows a Transformational leadership style may put the teachers of the setting on to various courses that will help to improve the service that they provide for the children; for example sending various teachers and teaching assistants to complete a safeguarding course, which allows them to learn about the process in which they have to follow if any safeguarding issues occur within the setting, such as a child turning up for school in wet and dirty clothes on a daily basis, or a bruise which has appeared on a child’s body in a peculiar place. This will then provide them with the knowledge and skills to be able to help a child and better the situation that the child is in, resulting in them being safe, healthy and happy. 
Inspirational Motivation, Intellectual Stimulation, Individualised Consideration and Idealised Influence
There are four different sections of Transformational leadership which were created by Bass and Avolio (1994): 
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(Source: kbmanage.com, 2017)


According to Ahmad et al (2014), Bass and Avolio described Inspirational Motivation as being all about the team leader urging their colleagues to become more motivated by setting out goals, but describing the goals in an attractive way that will eventually motivate the colleagues to change the way that they work; the next section is Idealised Influence, which they describe is trying to be the role model when in front of the colleagues, and being prepared to make sacrifices for the group as a whole; the third section is the Individual Consideration, which they describe is when the leader encourages, supports and gives their full undivided attention to their colleagues; and the last section they describe as the leader enabling their colleagues to come face to face with problems, however the leaders provide the knowledge and skills to discover new, easy and creative ways of solving them. 
Advantages of Transformational Leadership
Anderson (2017) states that Transformational leadership is best used in primary school settings, as it puts a large emphasis on encouraging leaders and teachers to learn new ways of teaching and thinking, and it also improves the school environment by allowing leaders to engage in a shared vision. A shared vision is when ideas and thoughts are shared between professionals (Kouzes et al, 2010) and is an essential part of a successful school setting, that gives leaders and teachers the energy and focus they need to be able to work together and create a positive learning environment for children and young people (Boyatzis, 2015). According to Paludi (2008), Transformational leadership is most commonly used by women in early years settings, as they are most likely to show compassion, affection and warmth towards their colleagues, which will enable them to encourage and motivate others to enhance and change the way that they are teaching young children
A research study conducted by Leithwood et al (2007), which focused on the effects of Transformational leadership in primary schools in Canada, concluded that by having Transformational leaders within primary school settings, it helps to influence teachers to change their practice in the classroom, in order to benefit the children. Leithwood et al (2007) also discovered that the pupils whos teachers were lead and supported by Transformational leaders, were more likely to have greater learning as the teachers would be stimulated, encouraged and would be able to promote classroom practices. 
Disadvantages of Transformational Leadership
However, although Leithwood et al (2007) had evidence to show that Transformational leadership may help to better a child’s education and learning, it strays away from the evidence in the conclusion of their journal article, by stating that although Transformational leadership can improve classroom practices, it does show a lack of effect on the achievement of the pupils; this is because the teachers and leaders must abide by the policies which are in place for the setting, which may not promote Transformational leadership. 
Similarly, Bottery (2010) states that although Transformational leadership is proven to be effective for children in primary school settings, leaders would find it difficult to adopt it into practice within the United Kingdom because of the Government legislations that are in place, such as the Estyn guidelines in Wales, which provide leaders and teachers with statutory requirements, which may not include Transformation realisation. Mistry et al (2012) suggests that Transformational leadership involves developing other individuals within the organisation, by providing them with intellectual and stimulating support. However they then go on to suggest that in order to do this the leaders will have to create a learning community which is a collaborative one, for example all teachers and leaders working with one another to evolve one another’s knowledge and skills, which Mistry et al (2012) states can create implications when trying to involve, listen and react upon the different voices of their colleagues, as there is only one individual in charge, therefore it can be difficult for only one person to help evolve every member of staff and act upon the employees voices and opinions (Burnside, 1994), especially if the setting is a large primary school and there is only one head master/mistress as they will have a range of different opinions and matters arising that they would like to discuss with the head teacher and for them to then act upon it. 
Distributed Leadership
Distributed Leadership has been used since the 1950’s, and is a leadership style which uses a holistic approach by allowing teams and groups of people with different characteristics to work together (Hoy et al, 2012). According to Goksoy (2016), many proponents of this leadership style believe that this is the most effective type of leadership, as there is not one individual who has the authority, unlike Autocratic leadership who has one individual who takes charge of the setting and employees. Goksoy (2016) and Stacey (2009) also explain that when there is only one individual who takes on the leadership role, such as an Autocratic leader, it can become too complex and too much of a responsibility for one to deal with; therefore the role must be distributed between different individuals and organisations. Rodd (2013) suggests that the responsibilities that come with a setting should not be given to one individual alone, instead it is shared widely with other individuals in order to successfully meet the goals and the demands of the setting. 
Example of Distributed Leadership
For example, a Distributed leadership style can be used by professionals in a situation regarding safeguarding issues relating to a child. When there are issues concerning professionals who work with children, different professionals from various organisations, such as social workers, health visitors and teachers join together to create a multi-agency team (Coleman et al, 2013). Although there may be one individual chairing the multi-agency meetings, each professional in the meeting provides the same amount of input, and they each take on the same amount of responsibility for that child and their situation; there is not just one individual who works on the case, it is distributed between the professionals. By sharing the case work load with other professionals, it allows the case to be investigated thoroughly and in depth, as each professional focuses on their part of the case, such as teachers focusing on the child’s behaviour and their appearance when they are in school, such as dirty clothes and bruising, and the health visitor focuses on anything that they have discovered or any concerns they may have had when visiting the child at their home during health checks, such as the cleanliness of the home and any physical symptoms the child may have. 
Advantages of Distributed Leadership
Not only does the Distributed leadership style have a positive effect on multi-agency teams, it also benefits early years settings, such as nursery’s and primary schools. A research study which was carried out by Miskloci et al (2016) explored how professionals working in primary school settings perceived the relationship between Distributed leadership style and inclusive education, by interviewing a number of teachers from a primary school in Slovakia, and New South Wales (Australia). When asked about their understanding of the relationship between Distributed leadership style and inclusive education, the majority of the teachers believed that by practicing a Distributed leadership style, it can then lead to the practice of inclusive education. The majority of the teachers from both primary schools explained that inclusive education is constructed by a set of goals; for example, helping to develop the skills and results of all children, helping the children to reach their full potential, ensuring all children show positive behaviour, ensuring all children feel self-worth, happiness and belonging, and also encouraging them to participate whilst in the school setting. And when asked about Distributed leadership, they also explained that that too has a set of goals, such as teachers collaborating with one another, all staff having the right in the decision making process, and that all teachers take on responsibilities. Therefore, Miskloci et al (2016) explains that Distributed leadership is beneficial and is an effective style to help develop the goals of the inclusive education. 
A teacher may have been working in a primary school for several years, and they may have showed effective practice throughout and have experienced student success; however, although they may have been successful in the past, they may not be as successful in the present because of the way that education is changing and developing, therefore it is the head teachers responsibility to distribute the leadership role to other individuals to ensure that the pupils are receiving the best quality education from their teachers (McKenzie et al, 2014). For example, the head teacher would distribute the ‘leader role’ to other teachers, who then become grade-level team leaders, as according to Garmon (2004) ensuring that all teachers are teaching correctly can be a difficulty process for only one leader. 
Disadvantages to Distributed Leadership
However, Belbin (1993) explains that if everyone was a team leader, it would not work, therefore he believed that all individuals of a team should work and communicate together with a greater understanding of their role, which is why he created the Team Roles Model, to provide professionals with a language that they can all understand in order to work effectively with one another. The nine team roles which Belbin created for the model were:
	Role
	How do they contribute?
	Weaknesses

	Shaper
	The shaper enjoys having obstacles thrown their way, and work hard to overcome them, and they thrive on pressure. 
	The shaper may often offend other members of the team, by being provocative. 

	Implementer
	The implementer is a practical and efficient member of the team, who has effective organisational skills to help turn ideas and words into action.
	The implementer is not flexible when it comes to their responsibilities and can often be slow at responding to the new possibilities that may occur within the setting.

	Completer Finisher
	The completer finisher is an anxious member of the team, who seeks out any errors in their own or others work, and works hard to perfect it.
	The completer finisher is an individual that worries far more than any other individuals within the team, and may avoid any delegation.

	Coordinator
	The coordinator is the member of the team who is the most confident and mature, and unlike the completer finisher, they are confident enough to delegate effectively with other colleges and organisations. 
	Often the coordinator can be seen as manipulative to others as they can sometimes offload their own work on to others. 

	Team Worker
	The team worker has effective co-operative skills and listens to others opinions and thoughts and averts any type of friction within the team.
	Often the team worker can be indecisive, and tries to avoid any confrontation. 

	Resource Investigator
	The resource investigator is an enthusiastic member of the team, who discovers new opportunities for the team, and develops new contacts for the organisation or setting.
	The resource investigator can sometimes be too optimistic, and can lose focus and the passion once the enthusiasm passes.

	Plant
	The plant member of the team has a wide and create imagination and tends to solve the difficult problems. 
	Sometimes the plant member can be so preoccupied by their thoughts and imagination that they lack in communication.

	Monitor-Evaluator
	The monitor-evaluator is the member of the team who is knowledgeable, strategic and has an accurate judgement about others.
	Often the monitor-evaluator can become too critical of others, and does not inspire others.

	Specialist
	The specialist is a dedicated member of the team who provides other members with the skills and knowledge they have learnt.
	However the specialist does not always contribute greatly and effectively to the team. 



										(Belbin, 1993). 

Belbin (1993) believes that if all of these roles were used in a team, then it would enable the team to work effectively with one another, resulting in a better service for the service users, for example better education in primary education.
Conclusion
Autocratic, Transformational and Distributed leaderships are all styles used by team leaders in different types of early years settings, however there are certain types which are more effective than others. Autocratic is a style of leadership which is useful in times of pressure, such as an Estyn or CSSIW inspection, as they are quick thinkers and work tirelessly to complete tasks on time (Chishty-Mujahid, 2016). However, because the autocratic leaders feel as though they have such authority over others, they take advantage of their power which can lead to members of the team feeling uncomfortable and mistreated (De Hoogh et al, 2015). 
Unlike Autocratic leadership, Transformational leadership is when there are no boundaries between the leaders and members of the group (Lindon, 2012), which leads to leaders and their colleagues being able to engage in a shared vision, where they are able to exchange thoughts and ideas (Kouzes et al, 2010). The Transformational leader works to motivate and encourage other members of the group, in order to improve the service they provide for young children Ahmad et al (2014). However Mistry et al (2012) states that as a leader, it may be difficult to listen to all colleagues’ thoughts and opinions, especially in a large setting where there are more members of the team. 
Lastly, Distributed leadership is when the leadership role is distributed between the leader and the team members, as Rodd (2013) believes that the responsibility of a setting should not be given to one individual, instead it should be shared between many people. Distributed leadership Belbin explains that if everyone was given the same amount of authority in the setting then it would not work and there would be conflict, therefore he created a language to use in order to keep order in the setting and allow each individual to have input, for example the team worker and the specialist (1993). 
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