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What is leadership
Envisioning the future, sharing this vision and making the vision clear to others, makes a leader rather than a manager, according to Burchard (2014). This envision projects the goals as a leader you desire and the difference achieving these will make to the outcome. Burchard (2014) describes this process of envisioning as an active process, whereas steps will need to be in place to have continuous progress. Within this progress, Burchard (2014) highlights the importance of enlisting others to input their desires and creative ideas, which in turn allows the team to visualise the vision, working towards the same envision as the leader. By embodying, Burchard (2014) feels that communicating the vision you wish to achieve must also reflect what you believe in, and by doing so, Burchard (2014) considers this an attribute of a good leader. By empowering staff, Burchard (2014) believes that this is a vital component to a successful leader, the tools to empower others may include training, sharing and equipping others with knowledge. Whilst building momentum towards the vision held by the leader, Burchard (2014) reinforces the importance of evaluation as a leader, evaluating on the skills required to complete the task, asking oneself if progress is being made and are the steps taken to achieve this ethical and honest, asking if not why not? Burchard (2014) concludes with the force behind the drive of a leader being motivation, motivating the team and uplifting them through good as well as difficult times. Bhatti et al. (2012) agrees with Burchard (2014) that a leader sees the future and enables others to also have the same vision, also being a good communicator and listener.
Leadership in Early Years
As Burchard (2014) discusses leadership in general, Rodd (2013) focuses on leadership within early years. Rodd (2013) describes leadership within the early years as a turning wheel, continuously striving to meet the goals set by government guidelines, parent partnership and the needs of the child. This concept is similar to that discussed by Burchard (2014), who labelled this idea as active process, striving for continuous progress. According to Rodd (2013) leaders within the early years sector are bound by such guidelines, with limited or at times no support on how to implement these changes. Rodd (2013) discusses how early years leaders are then forced to rely on their own experience, Rodd (2013) describing these leaders as skilled, as they accept changes, putting these changes in place and make these changes sustainable, with the limited amount of knowledge and support they have.  Rodd (2005, cited in Parker -Rees et al. 2010:114) suggests that changes within the curriculum requires a need for leaders within the early years setting to change their leadership style to take into account the voice of the child, as these curriculums support the child’s interests.
Mistry and Sood (2012) also feel that a good leader needs to share the vision, supporting this idea alongside Burchard (2014), however, projecting this vision and implementing this in the minds of other staff is often seen as a challenge. It is suggested by Mistry and Sood (2012) that staff are often reluctant to take on a leader’s role, the reason behind this being the image of an early year’s leader lacking in importance compared to a leader within the qualification years, such as children aged six to seven. Incompetence or fear of this, is also suggested by Mistry and Sood (2012) to be a challenge when a member of staff is considering becoming a leader. This is said to stem from the lack of training or, as Mistry and Sood (2012) describe, the lack of knowledge in areas such as budgeting and team management. To overcome these barriers, we have already discussed Burchard’s (2014) concept on empowering staff by providing training and enabling them to gain the knowledge they need to fulfil their role. Comparing the difference between the title leader against that of a manager, Mistry and Sood (2012) differentiates these by describing a manager as a person fuelled with the passion to reach goals set rather than a leader who is described as having a focus and interest for people and taking into account their vision and views. Lindon et al. (2016) suggest that settings cannot appoint a leader, however they employ a manager who emerges as a leader through their characteristics, it is possible to be both manager and leader, however, respect for both characteristics is needed to achieve this. Rodd (2005, cited in Parker -Rees et al. 2010:114) 
Gender within Leadership Roles
Taking into account the gender of leaders within early years, Mistry and Sood (2013) consider why is it that female leaders are more prominent within the Early years setting, compared to a male figure as a leader. Mistry and Sood (2013) suggest that females stereotype childcare as not suited to men, leading to an exclusion of male childcare students. Continuing with their findings, Mistry and Sood (2013) discuss how parents of young children had expressed that male leaders often make them feel intimidated and present themselves in a threatening manner. However, during research undertaken by Mistry and Sood (2013), it was also stated that a male leader was seen as a positive image for children who lacked the presence of a male role model at home. Herrera et al. (2011) suggest that male leaders tend to follow an autocratic leadership style, which may explain why males in this environment may be perceived as threatening, because this type of leadership style is considered to be direct and formal. 
For the purpose of the portfolio, three leadership styles will be analysed and critically reviewed as to the impact on the team members. The styles to be discussed are autocratic leadership style, democratic leadership style and transformational leadership style. Firstly, looking at autocratic leadership style.
Autocratic Leadership Style
What is Autocratic leadership style? According to St. Thomas University (2014) this style is favoured by politicians and those within the military, as leading in this manner does not take into account anyone else’s views or ideas, it is solely the voice of the leader and no other suggestions will be taken into account. It is said by St. Thomas University (2014) that leaders may fall into this style of leadership as they manage a team of unmotivated, unskilled or untrained staff. However, it is suggested by St. Thomas University (2014) that in this situation, a motivational leadership style of leadership would motivate the staff to gain more knowledge and seek out training. 
Awan and Mahmood (2010) believe that the values and beliefs of the leader influence the leadership style they decide to carryout, suggesting that a leadership style is a pattern of behaviour. It is suggested by Awan and Mahmood (2010) that taking an autocratic leadership style dominates staff whilst the leader achieves the set objective. This approach to leading is said by Awan and Mahmood (2010) to force pressure onto a team, often causing resistance, which then requires the leader to apply a more forceful manner. It is said that this results in a relationship resembling a servant and master (Awan and Mahmood, 2010).
As Herrera et al. (2011) suggested, the use of an autocratic leadership style can often be seen in male leaders, history has shown great leaders such as President Abraham Lincoln to be labelled as an autocratic leader, for it is said by St. Thomas University (2014) that he was required to make autonomous decisions throughout the civil war, his role demanding him to order decisions that would make him unpopular with others. This style can be seen to influence leaders in early years settings, examples of this follows. Foels et al. (2009) suggest that male employees respond better to leaders who use an autocratic leadership style.
Autocratic Leadership Style within Early Years
Discussing the change in leadership styles, Bilimoria and Piderit (2007) believes that female leaders within the early years setting may begin leading a team in an autocratic manner, however, after experiencing the negative response from members of their team, they turn their skills to a more democratic leader. Agreeing with Herrera et al. (2011), Bilimoria and Piderit (2007) also believes that the majority of male leaders lead with an autocratic leadership style, and it is said that female staff members accept this behaviour from a male but have shown to resent the same behaviour from another female.
The use of an autocratic leadership style as said by Lindon et al. (2016) is shown to be successful for other leadership roles, even leaders in higher education, however, Lindon et al. (2016) suggests that the early years sector cannot be lead successfully by an autocratic leader. The reasons given by Lindon et al. (2016) being that within the early years settings, female employees out number male employees and the use of a democratic leadership style is favoured by females, as this style involves a friendly approach rather than engulfing staff with the power struggle know in an autocratic leader’s characteristics.
An autocratic style of leadership may be used when a disciplinary action needs to take place. As ACAS (No date) suggests certain stages to follow when a disciplinary is imminent, a leader may use an autocratic style as this is direct and achieves results in a short amount of time, as suggested by St. Thomas University (No date).
The advantages and disadvantages of an Autocratic Leadership Style
According to Bhatti et al. (2012) staff working under an autocratic leader have reported to be suffering from stress, expressing anger and frustration. Bhatti et al. (2012) suggests that this is due to the lack of opportunities for them to participate when decisions were to be made, however, Bhatti et al. (2012) continue by acknowledging that an autocratic manner is effective when results are needed, and instant decisions need to be made. striving to achieve goals set by an autocratic leader, staff often feel threatened and then make mistakes that then bring about consequences (Bhatti et al. 2012). According to University of Aberdeen (no date), the best use of an autocratic style would be when a decision needs to be made quickly, such as an emergency. The negative effect of this manner of leadership as suggested by University of Aberdeen (no date) is that it brings about a high level of staff absences and a continuous amount of staff turnover, leading to resentment within the team.
An example of Autocratic Leadership Style within the Early Years Setting
A personal experience whilst working in a nursery setting showed me how an autocratic leader is able to demotivate and promote a hierarchy status within a team environment. A previous colleague who was male, shared the same senior title as myself, however, he was unwilling to share the leadership of a team and autocratically lead the team in a manner that involved many sets of rules and consequences if these were not carried out. A male using this style of leadership is supported by Herrera et al. (2011). The effect of this was that the team resented not only the male colleague but myself as I was also seen as a senior member of staff. There was also a raised level of tension and rivalry as my own democratic style leadership was always confronted with direct confrontation. Khan et al. (2015) supports my description of an autocratic leader, confirming that this style leads to tension as hierarchy is tussled for, leading to a lack of trust and loss of self-worth and ability, as these are continuously suppressed. This leads me to the second style of leadership to be analysed, democratic leadership style.
What is a Democratic Leadership Style?
Describing this style., Choi (2007) suggests that a democratic leader demands less control over situations, compared to an autocratic leader who demands control in all situations. Choi (2007) believes that a democratic leader is part of the team, motivating the group whilst also being part of it. This concept is supported by Burchard (2014), who, to recall, suggested that a positive leader motivated the team and empowered them.
A democratic leader is described by Choi (2007) as being helpful and friendly, a leader who encourages the team, which then leads to high morale and a feeling of job satisfaction within the group environment. Bhatti et al. (2012) states that a democratic leader encourages a team to contribute towards making decisions, which then leads to feelings of personal empowerment, as staff take control of their professional development and work towards promotion, often without the enticement of financial gain. However, Choi (2007) suggests that this leadership style is often time consuming as leaders take into account the views of others and allow time for their participation. Bhatti et al. (2012) agrees with Choi (2007), that this process is time consuming, however, this approach is said to be more beneficial for the team and quality results are achieved eventually, rather than a quick solution with a negative aftermath. Additional disadvantages to this leadership style, as highlighted by University of Kent (2017) have been reported to create a feeling of confusion through lack of management direction.
A Democratic Leader within the Early Years Setting
Gill (2016) suggests that within an early years setting, a democratic leader delegates responsibilities, which then leads to empowering other staff members. According to Gill (2016) staff under such leadership require minimal supervision, however, the leader still needs to remain strong and monitor staff regularly. According to Leader Foundation for Higher Education (No date) using a democratic leadership style works effectively within a team environment, however, a barrier to this working effectively is the lack of knowledge within the team, if a team or team members lack knowledge, the leader may need to take on an autocratic learning style. Sullivan (2010) states that a democratic leader may need to change their leadership style to an autocratic leader when different situations arise, such as an emergency, where staff need to be directed immediately. Murdoch (2013) brings to our attention path-goal theory, suggesting that this was first developed by Evans (1970) and later modified by House (1971), it is said that the path-goal theory was developed to identify leaders preferred leadership style and the impact this has on others motivation. Murdoch (2013) suggests that the path-goal theory supports the concept that motivation plays a key factor in the relationship between leader and staff. Reflecting on this, the path-goal theory reinforces the need for a democratic leader.
As a democratic leader motivates staff, as suggested by Choi (2007) and Burchard (2014), a relevant way of monitoring achievements and planning for the future is by regular staff appraisals, these give both parties the opportunities to discuss strengths and weaknesses with a plan put into place to build on these (Goel,2012). Within the early years setting, Mistry and Sood (2012) suggest that staff meetings require a democratic leader, as others ideas are taken into account and relevant tasks are delegated within the team.
An example of a Democratic Leadership Style within an Early Years Setting
Whilst working in a nursery setting, I experienced the manager interchanging leadership styles according to current situations. Predominantly, the leader lead with a democratic leadership style, delegating the work load and allowing others to have input on daily decisions, as suggested by Gill (2016). She would then change to an autocratic leader as she would change any work you produced to suit her ideas and views. This resulting in low morale and resentment, these feelings are supported by Clement (2015). This autocratic manner counteracted the positive relationship made through her democratic leadership and often traits of transformational leadership style. This leads me onto my third leadership style to be discusses, transformational leadership.
What is a Transformational Leadership Style
Cox (No date, cited in Nikezic et al. 2012: 285) suggests that the difference between a transactional leader and a transformational leader was in question as the styles run parallel to each other. However, Burns (1979 cited in Nikezic et al. 2012: 285) expresses the clear differences between these styles, Burns (1979 cited in Nikezic et al. 2012: 285) describes a transactional leader as rewarding their staff or team to gain loyalty, however, a transformational leader, is said to focus on the individual staff or team member’s needs. However, Bass (No date, cited in Nikezic et al. 2012: 285) disagrees with Burns theory of these two leadership styles, believing that transformational leadership and transactional leadership are not to be seen as two separate styles, but linked together as a whole concept.
According to Spahr (2015), a transformational leader is inspirational, leading by example, they empathise with others and are confident in others abilities. It is said by Spahr (2015) that a transformational leader knows their team and understands their needs to form them into confident groups, empowering them. An ability to change a process that is not working efficiently and understanding what needs to be changed, is a description Spahr (2015) uses to make an example of a transformational leader. Nash (2012) agrees with Spahr (2015), describing a transformational leader as a positive role model who inspires staff to reach their goals and supports them to achieve the vision they have, in doing so, supporting their development and professional needs.
A Transformational Leader within the Early Years Setting
A leader who is enthusiastic and supportive for staff’s personal professional development, is said to be a transformational leader, as suggested by Nash (2012). This type of leadership style may benefit the early years setting as it promotes and develops “in- house” leaders (Nash, 2012). According to Nash (2012), transformational leaders inspire staff, motivating them. This type of leadership style resembles that of a democratic leader, which also promotes motivation to influence personal development, as stated by Choi (2007).
Within the early years setting, there is often a lack of opportunities for professional progression, Sullivan (2010) suggests that a transformational leader motivates the staff, often encouraging them to train in a specific area that will benefit the needs of the setting. Rodd (2013) describes a transformational leader as modern and exhibits a new and modern way of learning.
An example of a Transformational Leadership Style within the Early Years Setting
[bookmark: _GoBack]Reflecting on a personal experience of working with a transformational leader, the characteristics suggested by Nash (2012) and Spahr (2015) were a positive influence on my professional development. My manager at the time understood my need to development as a person and in a professional manner, she empowered me by giving me the opportunity to become a senior member of staff and supported me with the relevant training and guidance. As Burchard (2014) suggested, training is a positive tool to empower staff.  Through the leadership style used, the setting benefited by an “in- house” leader such as myself, this is supported by Nash (2012). As a transformational manager, she allowed me time to attend courses and encourage me to give feedback to staff through meetings and newsletters.  Regular appraisals enabled us as a team to establish the level of supervision I needed, and strategies put in place to allow me to attend relevant training courses. University of Northern Iowa (2018) suggests that an appraisal is an opportunity for staff to be given a voice and provides an opportunity for changes to be made, whether this is additional training or implementing strategies. 
In conclusion, a leader is required to motivate the staff, motivation has been seen throughout the portfolio as a positive influence on achieving a sustainable team. This is seen within the democratic leadership style and the transformational leadership style, however, an autocratic leader as described by St. Thomas University (2014) can quickly demotivate a team. Other influences on leadership styles have been highlighted as gender and personal beliefs and values. Mistry and Sood (2012) also presented the idea that leaders in early years education were seen to hold a less important role compared to those in other education settings, which could explain the reluctance to become a leader within the early years education. It has been discussed by Lindon et al. (2016) that a minority of leaders in early years education are in fact female, and primarily a female’s preferred style of leadership is said to be democratic, as it is a friendlier approach. Mistry and Stood (2013) suggest that a lack of males within the early years workforce may be because females have been known to stereotype male students, placing their beliefs onto others, which then leads to less male students gaining qualifications in early years. 
All leadership styles have seen to be a positive influence on leadership and within early years, however, using an autocratic style does not maintain a good team or relations, as supported by Khan et al. (2015), it has its purpose, for quick, direct decision making and in emergencies. 
Both transformational and democratic leaders can be seen to motivate and empower staff as they take on board suggestions and ideas, delegating tasks and striving forwards to reach the same goal.  These characteristics have all been highlighted as positive traits for a leader to acquire to lead their team into success and lay the foundations for quality childcare. 
Through regular appraisals, staff can vocalise their vision to the leader, highlighting their strengths and weaknesses, this then enables the leader to support and empower the staff member through their professional journey to achieve the vision that they have set themselves.
As guidelines move things forward continuously, Rodd (2013) describes this as a turning wheel, the need to adapt leadership styles will become apparent.  Rodd (2005, cited in Parker -Rees et al. 2010:114) also suggested that the changing curriculum will requires a need for leaders within the early years setting to adapt and change their leadership style, not only listening to the voice of the adults but also the voice of the child.
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