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About this Course
Education Management and Administration in Early Childhood Education has been produced by Chalimbana University. All Courses produced by Chalimbana University are structured in the same way, as outlined below.

How this Course is structured

The course overview

The course overview gives you a general introduction to the course. Information contained in the course overview will help you determine:

· if the course is suitable for you.
· what you will already need to know.
· what you can expect from the course.
· how much time you will need to invest to complete the course.
The overview also provides guidance on:

· study skills.
· where to get help.
· course assignments and assessments.
· activity icons.
· units.

We strongly recommend that you read the overview carefully before starting your study.

The course content
The course is broken down into units. Each unit comprises:

· an introduction to the unit content.
· specific outcomes
· unit outcomes.
· new terminology.
· core content of the unit with a variety of learning activities.
· a unit activity.
· a reflection
· a unit summary
Resources
For those interested in learning more on this subject, we provide you with a list of additional resources at the end of this Course; these may be books, articles or websites.

Your comments
After completing Education Management and Administration in Early Childhood Education, we would appreciate it if you would take a few moments to give us your feedback on any aspect of this course. Your feedback might include comments on:

· course content and structure.
· course reading materials and resources.
· course activities.
· course/unit summary.
· course duration.
· course support (assigned tutors and technical help).
Your constructive feedback to the department or school will help us to improve and enhance this course.

Welcome to Education Administration and Management in Early Childhood Education
Introduction

Organisation and management play a major and continuing role in the lives of all our organisations; emphasising the need for human beings to get together to fulfil their needs and goals for endurance. Management is a process undertaken by one or more individuals to co-ordinate the activities of others so as to achieve results not achieved by one individual acting alone. Putting together ideas, human resource and materials to achieve intended goals of any institution requires organisational and management skills. This course aims at introducing you to the concept and principles of organisation and management, and how you should apply them in teaching and learning environments. Early Childhood Education (ECE) centres like other learning institutions need to be properly organized and managed in order for them to achieve their intended goals. The organisation and management of ECE centres is the responsibility of the centre’s management committee, the teachers, caregivers and the community at large. As such, there is great need for these to work together in order for them to bring innovation and accountability in the centres.

ECAM 4100: Administration and Management in Early Childhood Education
Is this course for you?

This course is intended for people who are training as Early Childhood Education teachers. The aim of this course is to introduce concepts and principles of organisation and management to the student teachers and how to apply them to teaching and learning.

Course outcomes

Upon completion of Education Management and Administration– ECAM 4100, you will be able to:

· Demonstrate knowledge of concepts and principles of organisation and management of ECE and apply them to teaching and learning.

· Employ organisational skills in order to come up with structures of early childhood education centres.

· Apply organisation and management skills in order to effectively handle learners in the classroom.

· Involve community participation in the operation of early childhood education centres

· Partner with other relevant professionals in managing early childhood education centres.

Time frame
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How long?
	Half a year comprising two residential sessions
Four (4) weeks of contact sessions

You need three (3) hours for formal study per week and you are expected not to spend less than ten (10) hours per week for self – study.


Study skills
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	As an adult learner your approach to learning will be different from that from your school days: you will choose what you want to study, you will have professional and/or personal motivation for doing so and you will most likely be fitting your study activities around other professional or domestic responsibilities.
Essentially you will be taking control of your learning environment. As a consequence, you will need to consider performance issues related to time management, goal setting, stress management, etc. Perhaps you will also need to reacquaint yourself in areas such as essay planning, coping with exams and using the web as a learning resource.

Your most significant considerations will be time and space i.e. the time you dedicate to your learning and the environment in which you engage in that learning.

We recommend that you take time now—before starting your self-study—to familiarise yourself with these issues. There are a number of excellent resources on the web. A few suggested links are:

· http://www.how-to-study.com/
The “How to study” web site is dedicated to study skills resources. You will find links to study preparation (a list of nine essentials for a good study place), taking notes, strategies for reading text books, using reference sources, test anxiety.

· http://www.ucc.vt.edu/stdysk/stdyhlp.html
This is the web site of the Virginia Tech, Division of Student Affairs. You will find links to time scheduling (including a “where does time go?” link), a study skill checklist, basic concentration techniques, control of the study environment, note taking, how to read essays for analysis, memory skills (“remembering”).

· http://www.howtostudy.org/resources.php
Another “How to study” web site with useful links to time management, efficient reading, questioning/listening/observing skills, getting the most out of doing (“hands-on” learning), memory building, tips for staying motivated, developing a learning plan.

The above links are our suggestions to start you on your way. At the time of writing these web links were active. If you want to look for more go to www.google.com and type “self-study basics”, “self-study tips”, “self-study skills” or similar.


Need help?
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Help
	Mr Sianga Brian M.
Mobile:0965496202
Email:briansianga2017@gmail.com
Office: Tutorial Room 7


Assignments
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Assignments
	One (1) assignment should be completed as given to you by the Lecturer(s). 

All assignments shall be submitted to the responsible lecturer. The due dates will be advised accordingly by the Lecturers and they will be posted electronically, by post office or to the responsible lecturer.

	
	


Assessments
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Assessments
	One (1) assignment, one (1) Test and a Final Examination which are Teacher/Lecturer marked assessments.




Getting around this Course
Margin icons

While working through this module, you will notice the frequent use of margin icons. These icons serve to “signpost” a particular piece of text, a new task or change in activity; they have been included to help you to find your way around this module.

A complete icon set is shown below. We suggest that you familiarise yourself with the icons and their meaning before starting your study.
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	Activity
	Assessment
	Assignment
	Case study
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	Discussion
	Group activity
	Help
	Note it!
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	Outcomes
	Reading
	Reflection
	Study skills

	[image: image19.jpg]



	[image: image20.png]



	[image: image21.jpg]



	[image: image22.png]




	Summary
	Terminology
	Time
	Tip
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	Computer-Based Learning
	Audio
	Video
	Feedback
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	Objectives
	Basic Competence
	Answers to Assessments
	


Unit 1
Organisation and Management 
Introduction

We are pleased to welcome you to unit one of this module and hope that you will find it both interesting and rewarding. This study unit provides you with an introduction to Organisations, Bureaucracy and management, principles of management. 
Upon completion of this unit, you will be able to:
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Learning Outcomes
	· Explain what an organisation is.
· Discuss the different types of organisations
· Apply bureaucratic principles in the management of your institution.

· Analyse the differences between centralisation and decentralisation.
· Work out organisation structures in learning institutions.
· Explain why your educational institution is an organisation.


What is an Organisation?
This is the first of a series of units. It is a key unit in the Education Management Course.  The unit introduces you to basic principles and functions of an organisation. The unit attempts to define what an organisation is by giving you a variety of definitions from renowned scholars of management of different organisations. You are required to look at the meaning of organisation and examine some of the important issues that some scholars of organisational management have identified and explained. 
Organisation

As you are aware, people organise themselves in order to fulfil their needs and achieve their goals. It is important that people who have similar objectives form groups so that they can coordinate their efforts and activities in order to achieve more.

You should realise that Society is one of the largest organisations. In order for it to achieve more, there is a need for division of labour in every organisation. In some organisations like society, as you may be aware, division of labour is based on talents or skills. In most modern societies, specific training provides individuals with special skills in a particular field.

You should be aware that educational management is heavily influenced by educational organisations that have to be administered and managed; their purposes, the people they employ, their work processes and technology found in them and above all their culture or dominant values.  For our purposes now, we shall look at an organisation as a social entity formed by a group of people having a common purpose.  We, therefore, look at an organisation as a system deliberately constructed to coordinate activities of people in order to achieve specific goals. Parsons (cited in Cole, 1993) refers to an organisation as a social unit or human grouping deliberately constructed and reconstructed to seek specific goals.  Examples of organisations include: armies, churches, factories, companies, hospitals, prisons, schools, universities, cooperatives, etc. He does not, therefore, consider human groupings such as tribes, social classes, friendships and families as organisations because they are not in control of their destiny and are not deliberately constructed and reconstructed for a common purpose. As we try to define the term management, we shall always do so in the context of an organisation.

We also look at the term organisation to refer to a process of organising or as a social entity formed by a group of people.  Here we are concerned with an organisation as a social entity.  You should also bear in mind that there is no widely accepted definition of an organisation.  However, from the following quotations you will notice some commonly accepted features of organisations such as purpose, people and structure.

1.
“Organisations are intricate human strategies designed to achieve certain objectives.” (Argyris 1960, cited in Cole, ibid).

2.
“Since organisations are systems of behaviour designed to enable humans and the machines to accomplish goals, organisational form must be a joint function of human characteristics and the nature of the task environment” (Simon 1960, cited in Cole, ibid).

3.
“Organisations are systems of interdependent human beings.” (Pugh, 1971).

From the above statements, we can actually say that an organization is an integrated system of interdependent structures and consists of people who work in harmony.

Organisations as systems

According to Cole (1993), organisations are social systems. We defined a system as a collection of interrelated parts, which form some whole.  Typical examples of systems are the solar system and the human body.  Systems may be closed or open. Closed systems are those that are self-sustaining and do not depend on any external environment, e.g., the astronaut’s life support pack.  Open systems are those that depend on others for obtaining essential inputs and for the discharge of their systems outputs.  Social systems are just like physical, biological and information systems.

Conversion

Input



  

Output
Environment



    Environment

Basic model of an open system

In terms of an organisation, the inputs include people, materials, information and finance. These inputs are organised and activated to convert human skills and raw materials into products, services and other outputs, which are released into the environment.

ENVIRONMENT

The key feature of all open systems is their interdependence on the environment, which may be relatively stable or relatively uncertain at a particular point in time.  This is a very important feature in business institutions, which need to adapt to the changing fortunes of the market place if they are to survive and flourish.

Bureaucracy

You may have already heard of the term bureaucracy. What do you understand by this term?

 Here, we shall refer to the term bureaucracy simply as an organisational form with certain dominant characteristics such as a hierarchy of authority and a system of rules.

According to Max Weber, the main features of bureaucracy are:

· A continuous organisation of functions bound by rules.

· Specified spheres of competence i.e. the specialisation of work, the degree of authority allocated and the rules governing the exercise of authority.

· A hierarchical arrangement of offices (jobs) where one level of jobs is subject to control of the next higher level.

· Appointment to offices made on grounds of technical competence.

· The separation of officials from the ownership of the organisation.

· Official positions exist in their own right and the jobholders have no rights to a particular position.

· Rules, decisions and actions are formulated and recorded in writing.

These features of bureaucratic organisation enable the authority of officials to be subject to published rules and practices.  Here the authority is legitimate and not arbitrary.  It is this point more than any other that made Weber comment that bureaucratic organisations were capable of attaining the highest degree of efficiency and were, in that sense, the most rational known means of carrying out imperative control over human beings.

Weber felt that bureaucracy was indispensable for the needs of a large scale organisation, and there is no doubt that this form of organisation is the one adopted by practically every institution of any size the world over.  The two most significant factors in the growth of bureaucratic forms of organisation are undoubtedly size and complexity.  Once an organisation begins to grow, the amount of specialisation increases, which leads to an increase in job levels.  New jobs are created and old ones redefined.  Recruitment from outside becomes very important.  Relationships, authority boundaries and discipline generally have to be regulated, and issues of coordination and control become very important. Why do you think these are necessary?

Max Weber says without structures, there can be no organisation.  He further suggests that people on these structures should enter through competition and not by birth as in a monarchy.  People in these positions should qualify. What do you think about your own position?

Principles associated with formal organizations

· There should be a clear line of authority from top to bottom.  This is referred to as scalar chain.

· Every worker should be responsible or responding to one person above them so as to be effective - Unit of command.
· Authority must be equated with responsibility.

· There should be one responsible for communication so that information flow is not distorted. (Spokesperson).

· The spun of control should be appropriate, meaning, one should have a reasonable number to supervise.

· Specialisation should be based on the amount of knowledge and skills attained.

· There should be clear job descriptions.

· There should be a minimized number of bosses. Max Weber recommended a pyramid type.

· There should be order in doing things as Max Weber recommends in his bureaucracy.

However, as much as you strive to be a good manager you should be aware of informal organisations like tribal groupings and peer groups, as these can be useful in running a formal organisation. You should also make attempts to be flexible as being too rigid can make your staff hide important information from you.  This, when it happens, can definitely affect performance and production as the staff can be bound by rules.

As managers you should understand the role motivation plays so as to influence human behaviour. Therefore, you should avoid prejudices in order to reduce or eliminate some attitudes, which can lead to demotivation of your staff in your institutions.  Be objective; be aware of humans as being complex.  Humans can resist commands or instructions or can choose not to have understood, depending on the environment and circumstances such as salary, conditions of service, type of accommodation etc.

Remember, an organisation is an integrated system of interdependent structures and functions consisting of groups of people who work in harmony.  Each person in the group should know what others are doing.  Information flow should reach everyone.

It is also important to bring to your attention that every organization should have a vision, which is its mental image of a possible and desirable future state.  It may be difficult to achieve this if not put on paper and communicated to the rest of your staff so that they can be compelled to move towards the goal.

A good leader of an institution should always look into the future and there is a need to be trained to be a leader.  Good leaders make things happen.  Every leader needs courage, initiative and knowledge in order to achieve the task continuously.  As you provide leadership in your institutions ensure it is of high quality.

It is important once in a while to go and help out.  You should know that a leader who is seldom visible is accused of not caring.  Aim at building a team and not a group as a group can be quite disorganized at times.  A good head should be seen talking to people and walking around the institution. 

Remember also that a good leader has other obligations in an organisation. S/he should spend time to think through activities. S/he is expected to be honest and a good listener. S/he should make prompt decisions and manage time well. You should realise that all these are expected of you.

Characteristics of an organisation

Dawson also identified five key characteristics or components of an organisation.  These are:

People - the personnel in an organisation.  These have attitudes, values, aspirations and diverse experiences of different types of work.  The extent to which these are shared varies greatly and the differences will be reflected in the formation of interest groups.

Strategies and tactics, which constitute the plans and policies.

Structure of roles and relationships illustrated through charts and job descriptions. The structure of roles and relationships extends the content and form of control system under administrative procedures.

Technology - this is the hardware and other operational resources for the organisation's production processes

The environment of the organisation: There is an environment in which goods and services are supplied to and drawn from. An organisation will always make use of the environment for its attainment of its goals but at the same time the environment in turn regulates the organisation. The environment consists of individuals, groups of individuals, the natural and physical surroundings and other organisations, which have their own internal complexity and sources of stress and strength.

Features of an organisation

Turn your attention to some of the most important features common to all organisations.  You will realise that all organisations have these features.

· They have a purpose or raison d’etre.

· They are composed of people.

· They have a degree of structure.

· They utilise technology.

· They operate in the context of an external environment.

· They develop their own dominant value system or culture.

Truly, these six features do interact and are heavily interrelated, so that change in any one of them has a repercussion on the others.  The interrelationships are shown in figure 1.4.

As you may be aware, each of the features given above has a number of sub-features or components. We show these in a table below.

Features and their subcomponents of an organisation
	1.
Purpose/Goals
· Mission statements

· Organisation policies

· Organisation strategies


	3.
Technology

· Machines (office, factory, laboratories etc)

· Libraries

· Information processing

	2.
People

· Knowledge, skills and competencies

· Different perceptions and meanings

· In groups and as individuals
	4.
Structure

· Corporate structure (e.g. functions/divisions etc)

· Task structure

· Roles allocation



	5.
Culture

· Dominant organisation values

· Management style

· Sub-cultures


	6.
Environment

· Social impact

· Political influence

· Technological development and impact

· Market forces

· Economic pressures


Summary

In this section we have defined an organisation as a human-created structure that provides a system through which people can perform assigned roles and activities contributing to their common goals and aspirations.  we have also examined and compared different views on what an organisation should be and explained the importance of an organisation.

We have further explained what a system should be and how it is related to an organisation. We have also attempted in this unit to explain what bureaucracy means and outlined the merits and demerits of bureaucracy in an organisation. And finally looked at the different functions and characteristics of an organisation, types of organisations and briefly explained why a school can be considered as an organisation.

Organisation Structure
Introduction

In this section you will examine different structures for in educational institutions.  You will also be expected to pay particular attention to structures in the Ministry of Education and zero in on those of our educational institutions, particularly schools.

Some people have argued that, the way the organisation is structured greatly influences how people behave in an organisation, and vice-versa.

Organisation Design

Child (1977) sees the design of an organisation as one of the management’s major functions and priorities.  This involves creating a structure that suits the needs of a particular institution or institution, achieving consistency between the various aspects of the structure and adapting it over time to the changing external and internal environments. 

Here you will notice that managers design organisations, which means that the structures will reflect managerial intentions and values rather than those of other stakeholders such as employees and clients.  Secondly, the structures that are created are primarily there to promote corporate interests rather individual or group interests.  Thirdly, no structure can be considered as permanent, and must adapt to the changing external forces.

Before designing an appropriate structure, a manager in an organisation has to ask him/herself a number of basic questions.  Some of the questions may include:

· What is the best basis for dividing up the work?  Should it be by specialist function, by products/service or by geographical position?

· How much specialisation should be encouraged?  How closely should individual tasks be defined in relation to other tasks?

· How much standardisation of procedures should be encouraged?

· How much freedom should be given to individuals and how much formality should be encouraged?

· What is the best way to achieve coordination and integration across the specialised sections and/or departments?

· To what extent should decision-making be centralised or decentralised?

As you know, specialisation is concerned with the division of labour within an organisation.  It serves to break down the total mission of an organisation into a number of subordinate objectives, which in turn give rise to tasks of various kinds.  It is basically a disintegrating process.  This process acts initially as a task formulating process by grouping key activities in the organisation, and subsequently by allocating roles and tasks to individuals. 

Specialisation is initially brought about by putting in groups some key activities and subsequently defining their tasks.  These are allocated to individuals as jobs.  Specialisation is achieved mostly on the basis of the following factors.

· Common functions such as production, subject areas, personnel or accounting.

· Type of product or service

· Geographical location.

Organisation structures in the Ministry of Education

You have so far been looking at various organisation structures of companies or industries, which can now be well applied to those found in the Ministry of Education.  You will certainly realise that these structures are somehow similar to what we have in the Ministry even at school level. Let’s first consider the organisation structure at the Ministry of Education Headquarters.

Ministry of Education Organisational Structures

What should it look like? Try to design the structure as you know it in your institution.

Centralisation and Decentralisation

In many large organisations we see an inevitable need for specialisation leading to diffusion and accountability.  The need to structure activities develops logically into the need to allocate appropriate amount of authority to those responsible for undertaking those activities.  As you may have noticed from the organisation structures given above, the issues are as much about authority as they are about grouping activities and deployment of key roles and functions.  This implies that every organisation of any size has to consider how much authority to delegate from the centre or the top.  Many organisations have to make decisions how and how much to delegate to managers and others in their day-to-day operations

The idea of centralization we are considering here refers to the way the organisational operations and commitment of its resources are being dispersed.  The physical deployment of an organisation may or may not reflect genuine power sharing.  The definition we are considering therefore is that a highly decentralised organisation is that in which the authority to commit human resources, money and other material resources is widely diffused throughout every level of the structure.  Conversely a highly centralised organisation is one in which there is very little authority exercised outside a key group of senior management team or managers.  In principle you will find that some functions are more easily decentralised than others.  Because of this you will notice that even the most decentralised organisations usually reserve certain key functions to the central administration.  Functions relating to policy, planning, finance and personnel are usually among the many that are left to the central administration.

The main advantages of decentralisation are:

· It reduces top-management overload by freeing them from many potential decisions and enabling them to concentrate on their strategic responsibilities.

· It speeds up operational decisions by enabling line units to take actions without referring to top management all the time.

· It makes local management flexible in their approach to decisions in the light of local conditions, and thus is more adaptable in situations of rapid change.

· It concentrates on the important cost and profit-centres within the total organisation, which sharpens management awareness of cost effectiveness as well as revenue targets.

· It can lead to staff motivation by enabling the junior and middle management to have a taste and a share of responsibility, and by encouraging the use of initiative by all employees.

The main disadvantages of decentralisation are:

· It requires adequate communication and control systems if major errors of judgement are to be avoided on the part of the operational management.

· It requires greater coordination by senior management to ensure that individual management units are not working against the interest of the whole organisation.

· It can lead to inconsistency of treatment of customers, clients or public especially in service organisations.

· It may encourage parochial attitudes in subsidiary units, who may be inclined to look more to their own needs than to those of colleagues in the organisation.

· It requires a plentiful supply of capable and well-motivated managers, who can easily respond to the increased responsibility which decentralisation brings about.

Even though we have stated an equal number of advantages and disadvantages of decentralisation, the advantages outweigh the disadvantages, principally, because of the enormous pressures on modern business organisations to concede more and more authority to staff at executive and specialist levels.  Ultimately, all organisations have to cope with the conflicting forces of central control on one hand and delegated responsibility on the other.  Some organisations will prefer the bias to be towards centralised direction and control; others prefer loose central direction and strong development of decision-making and action.  On the balance, the larger and more complex the organisation, the more likely it will incorporate strong central functions.

Activity 1.3
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Activity
	1. Explain what an organisation is in your own words

2. Outline the features of an organisation
3. Discuss the differences between centralisation and decentralisation.



Reflection
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Reflection
	Reflection:

Now that you have studied this unit as teacher for ECE, how would you treat your centre as an organisation? How would you apply the principles of managing organisations to managing your ECE centre.


Unit summary
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Summary
	In this unit you have been introduced to what an organisation is the features of an organisation, the process of organisation design and the different types of organisational structures.  There has been an attempt also to look at the importance of specialisation in an organisation and examine the differences between centralisation and decentralisation in various organisations. Bureaucracy in running various organisations. The merits and demerits of bureaucratic management of these organisations. 
Unit 2
Key Reference

Bush T., Bell L. & Middlehood D. (2010). The Principles of Educational Leadership and Management; Los Angeles, SAGE Publishers Ltd. 




Education Leadership, Management and Administration
Introduction
The unit will introduce you to education leadership and management, as well as management of quality care in Education.
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Learning Outcomes
	Upon completion of this unit, you will be able to:

· Define educational management and leadership in your own words.

· Discuss functions leadership and management.

· Explain the principles of leadership and management 

· Discuss the importance of delegation in educational leadership and management in running ECE centres.

· Justify the need for effective delegation in a school setting.

· Explain the need for you to demonstrate and apply effective interpersonal skills in your institution.

· Apply principles of management in an ECE centre.




Educational Administration and Management 
This section brings to your attention the concepts of management, administration as well as leadership in education.

Before getting into details, it is important to understand the terms we are presented with and will work with throughout in an effective manner.

 Administration 
Try to define the term administration in your own words

………………………………………………………………………

Now try to compare your response with some of the definitions given by different writers. 

You will find that many writers have used the term administration to mean management. According to Remasay (1999:20), administration is a generalized type of human behaviour found in an organisation. Administration is a process through which decisions are reached. It is a process of directing and controlling life in any social organisation such as school or industry.

Management

In your own understanding define the term management;

………………………………………………………………………

Now compare your response with the definitions given below.

Griffin (2011), management is a set of activities (including planning and decision making, organising, leading and controlling) directed at an organisation’s resources (human, financial, physical and information) with the aim of achieving organisational goals in an efficient

 Differences between management and administration

In your own understanding try to differentiate management from administration.

………………………………………………………………………

You will notice that the difference between administration and management is rather very thin. However, while management is the process of working with and through groups or individuals to accomplish organisational goals, administration is concerned with directing and controlling life in a social system. The second difference is that administration deals with establishing a policy that guides decision making laws and regulations. Management deals with implementation of laws and regulations.

EDUCATIONAL ADMINISTRATION

Introduction

For the education system to achieve its intended goals there should be an effective administration at all the levels in the system.  In this unit you will be introduced to the general educational administration and look at school administration as a starting point for promoting effective delivery of education in the country.

Administration

According to Pfiffner, cited in Cole (1993) administration is the organisation and direction of human and material resources to achieve desired goals and aspirations.  Marx says it is determined action taken in pursuit of a conscious purpose.  He further says, it is the systematic ordering of affairs and the calculated use of resources aimed at making things happen, which one wants to happen.

However, educational administration is the process of integrating the efforts of personnel and utilising appropriate materials in such a way as to promote effectively the development of human qualities.  It is concerned not only with the development of children and youth but also with the growth of adults and particularly with the school personnel.  It is the management of an educational institution or organisation.  Here management means to run, handle, control and conduct.  Administration refers to the handling, conducting and controlling the affairs of the organisation.  Administration is therefore, a comprehensive effort intended to achieve some specific educational goals and it deals with educational policies and practices. It stands for planning, directing, controlling, executing and evaluating the education policy.  It is concerned with both human and material resources.

Human resources: These include pupils, teachers, support staff, parents, administrators, Ministry of Education officials, the community, politicians, P.T.A and Board members and other institutions within and outside the Ministry of Education.

Material Resources: These include; funds, buildings, grounds, learning and teaching materials such as books, equipment, and other institution supplies.

In addition to the human and material resources, administration is also concerned with rules and regulations, laws, methods, community requirements, ideas, curricula, courses and so on.  The coordination of all these elements into a unified effort is the main role and function of educational administration. 

The school is one of the most important social institutions and therefore it should have ideal administrative machinery.  You, as a manager, are expected to provide such machinery.

Educational administration is the functional aspect of education.  The educational philosophy will set the goals; educational psychology will explain the principles of teaching and learning, while administration will ensure that programmes, schemes and activities are put into practice in the school.  It ensures implementation and execution of the school functions.

Goals of School Administration

According to Sidhu (1996) the following are the goals or objectives of school administration:

· Define functions of the school.

· Coordinate effectively the school activities and programmes.

· Eliminate wastage and maximise utilisation of resources in order to provide high quality education.

· Simplify complexities of tasks to ensure the best results in the school.

· Create conditions for experimentation and encourage research and follow-up activities for the improvement of the school.

Head Teacher as an Administrator
The head of an institution plays the role of an administrator in the implementation of policies on education. As a head of the institution, you need to be familiar with educational policy statements.  For instance, policy statements such as

· the language policy of education
· Re-entry policy
· policy statements on promotion and provision of education services as stated in Education Policy documents.
· Policy statements on education by government officials especially those codes of conduct for pupils and for teachers, curriculum development, implementation and evaluation.
Principles of school administration

According to Sidhu, in every school administration, the responsibilities have to be carried out in accordance with certain principles.  These principles are given below.

· Promoting optimum contributions by everyone through cooperation and coordination.

· Maintaining consistency with the philosophy of education in the country.

· Promoting democratic practices and approaches in the school.

· Recognising and respecting individualities by taking into account their needs, interests, ideas, contributions and capabilities.

· Paying equal attention and attaching due importance to the different programmes and activities.

· Adopting optimistic outlook by being objective, positive and forward looking.

· Promoting and encouraging ongoing professional development for the staff.

· Focusing on all round development and welfare of learners, since the purpose of schooling is to prepare good and well-informed citizens.

·  Creating and maintaining a cordial and purposeful relationship with the community.

· Maintaining sound inter-institutional, professional and academic collaboration and cooperation.

Delegation of Duties and Responsibilities

· As a head teacher, you are expected to manage the institution through your own work, and the work of all other staff in your institution e.g., through the work of teachers, supporting staff and pupils. 
· As a head you cannot achieve your goals and objectives if you do all the tasks alone.  For example, you cannot be in charge of all the departments and sections of your institution. 
·  You are expected to use the talents of the staff who work with you.  
· You should not think that they would take over from you, but rather trust them and have confidence in them. 
·  In fact, when you make use of even the most uncooperative members of your staff, this may result in their trusting you and feeling more motivated and loved. 
 By doing what is described above you will actually be delegating duties and responsibilities to your subordinates
The importance of delegation
In delegation the head may concentrate on decisions and issues of more importance and allow subordinates to make those decisions which are best made at the point of direct contact. 
In order to empower your staff, as supervisors you need to delegate responsibility. But heads have often resisted the delegation of responsibility because it implies a loss of power.  
In many institutions today we have new management principles so that:
Managerial
=
Manager’s
+
Employee
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Power

               Power
The manager’s power is defined by what the collective group can accomplish, Allen & Allen (1996). Delegation is an act of trust and an expression of confidence of the leader in the subordinate. It is one of the most important methods of creating and maintaining democracy in schools. It helps in creating leadership in subordinates.

Principles and procedures of delegation
Select the person to delegate to, on the basis of a sound knowledge of staff members in terms of their varying levels of competence, commitment and capability. The nature and scope of the work to be delegated must be clearly defined and be for the benefit of the organisation as a whole. Delegated tasks must be clearly described. The person to whom a task is assigned must be capable of carrying out the task or duty to the best of his/her ability and willing to take responsibility. Some form of regular reporting to provide a means of progress control is required and reward successful achievement of delegated tasks.
Barriers to effective delegation
· Insecurity:  Where the leader is not to take chances/risk or fears that the subordinate may let him down
· Loss of power:  If the subordinate does the task very well, and even better than the leader would have done it.
· Failure to plan ahead:  This makes it difficult to decide which task to delegate and to whom and when.
Tasks and responsibility that may not be delegated
In general, the institutional head may delegate almost all the tasks except:
· finances: for example, authority to incur expenditure;
· admission of new pupils into the school;
· final decision-making on policy issues and changes in the institution;
· assigning duties to the Deputy Head;
· communication with higher offices in the MoE and school governing boards or committees;
· final responsibility on examinations;
Self-Management and Interpersonal Skills
Self-Management
As you may be aware we need to know and understand ourselves first before we can try to understand others. We need to understand our potential, our feelings and emotions, our positions in life and in society including our strengths and weakness. There is also a need for us to have a clear sense of own identity, where we come from, the culture into which we were born and which has shaped us. As a head of an institution, you will be confronted with many of these challenges; hence the need for self-esteem and being confident of yourself.

Aspects in self-management
Understanding yourself by showing: 
· Self-awareness, 
· self-confidence, 
· self-esteem and self-development
· assertiveness
· the skill and ability to manage stress and emotions
· time management skills by promoting punctuality and meeting deadlines.
· leadership by example.
Interpersonal Skills
Interpersonal skills are the life skills we use every day to communicate and interact with other people, both individually and in groups. People who have worked on developing strong interpersonal skills are usually more successful in both their professional and personal lives. Employers often seek to hire staff with 'strong interpersonal skills' - they want people who will work well in a team (being good team builders) and be able to communicate effectively with colleagues, customers and clients.
Improving and developing your interpersonal skills
· Learn to Listen and choose your words before saying something
· Understand why communication fails 
· Relax, clarify points and be Positive
· Empathise and understand stress
· Learn to be Assertive (read on Assertiveness, Negotiation and Improving Self-Esteem.)
· Reflect and Improve (read on (Improving and Communication Skills).
· Negotiate (read on Negotiation Skills and Building Rapport)
· Promote working in Groups and work teams.
Managing Change in Education
What is change?
Change means alteration from what it was before to what it is now. Change is temporally when it is possible to reverse to the old position and is permanent when it is not possible to reverse to the old position or form. Change which takes place in education is often a planned and deliberate attempt to bring about improvement. This is called innovation. As a head, you have a key role to play in managing change and innovation.
Managing change
Change affects every aspect of life.  Taking a pro-active approach to change will help you take charge of the future, either as an individual or an institution. You should approach change with an open mind and learn to develop its positive elements. 
As a head, you should be aware of factors that necessitate change in your institution. You should, therefore, be able to develop mechanisms that will enable you to adapt to change without diverting from your school mission.  Failure to adapt to change may have negative consequences on the running of your institution. You and your staff may fail to work as a team and you may, therefore, fail to achieve your goals. 
Change often produces challenges both to the institution and the affected people in it. Nowadays, the school head derives these challenges from a range of sources. These include:
1. the admission of children from diverse cultural economic and social backgrounds,
2. increasing levels of indiscipline pupils and teachers,
3. the introduction of new government policies, procedures and practices and
4. increasing levels of health problems including seizures, COVID-19, HIV/AIDS etc. 
Change management principles
At all times involve and get support from people within the system. Understand where you/the institution is at the moment. Understand where you want to be, when, why and what measures to be taken to get there. Make a development plan towards what is appropriate, achievable and measurable. Communicate and involve other people openly and as fully as possible.

Managing change involves:
· understanding the forces of change and, therefore, being able to recognise the need for it,
· perceiving the factors that may work against change,
· recognising the agents of change and how they bring about the change,
· developing a clear perception of one’s role in the change process,
· clearly outlining the intended goals of the change,
· developing a plan with clear strategies for effecting change,
· continuously evaluating and redirecting the change processes towards the intended goals 
· understanding the effects of change on the affected people.
Types of change
Structural Change
· This is any alteration in authority relations, coordination mechanisms, degree of centralisation, job design or similar structural variables
Changing technology
· This involves modification in the way work is performed or the methods and equipment that are used. (Digital migration – old machines to go!)
Changing people
· This refers to changes in employee altitudes, expectations, perceptions and behaviour. Your major role as a manager is to help staff members within your institution to work as a team in achieving institutional goals and objectives. 
Agents of change in a school
Change in a school may be prompted by some of the following agents:
· Government legislation
· Societal expectations
· Employment and labour requirements.
· Technological innovations 
· Relations with other schools
· Innovations in teaching
· Monitoring reports
· Research findings
· Demographics
To encourage adoption of change, you need to:
· involve people who will effect the change in the planning for implementation so that they may own the change.
· give people time to internalise the changes.
· rebuild self-esteem and self confidence in people who could be feeling inadequate because of the changes.
· make every stakeholder in the change process a winner (as far as possible), so that the benefits of the change can be seen to be relevant and essential by all.
· ensure availability of necessary resources so that the change may not be seen as creating demands which are beyond the means and scope of the implementers 
overcoming resistance to Change

· Your ability to handle resistance to change will depend on your awareness of the sources of that resistance. 
· Although resistance to change will always be there, it is your duty as a head to find ways of either eliminating or minimising it.
Leadership and Management
What is leadership?

If management is defined as getting things done through others, then leadership should be defined as the social and informal sources of influence that you use to inspire action taken by others.it means mobilizing others to want to struggle toward a common goal. Great leaders help build an organisation’s human capital, and then motivate individuals to take concerted action.  Leadership also includes an understanding of when, where, and how to use more formal sources of authority and power, such position or ownership.

Increasingly, we live in a world where good management requires good leaders and leadership. While these views about the importance of leadership are not new, competition among employers and countries for the best and brightest, increased labor mobility, and hyper competition put pressure on firms to invest in present and future leadership capabilities.
Henri Fayol (1841-1925) contributed greatly to General Management). Fayol proposed the following 14 principles of management.

1. Division of labour. A worker is given only a small element of task

2. Authority. This is the right to give orders and power to exert obedience in order to get work done.

3. Discipline. Rules and regulations should be enforced fairly and judiciously.

4. Unity of command. Each man should receive orders from one superior.

5. Unity of direction. One head should plan for a group of activities with the same objectives.

6. Subordination of individuals’ interests to the organisational interests. Interest of organisation must take priority all the times.

7. Remuneration of staff. This should be fair to both employer and the firm.

8. Centralization. This should always be there.

9. Scalar chain. A clear chain of authority from top to bottom of an organisation.

10. Order. A place for everything and everything in its place: material and people should be in the right place.

11. Equity. a combination of kindness and justice towards the employee

12. Stability of staff. Employee turnover should be minimum 

13. Initiative. all employees to be allowed to be innovative 

14. Espirit de corps. Team spirit should be promoted by management.

Management Functions
You are now introduced to management function in an organisation. We earlier own looked at management and now we shall discuss how management functions.

Management functions are an important factor to consider within the area of educational management and leadership. Management functions apply to both management and leadership, and the process of management is important to understand when managing an educational institution of any kind.

Can you now state five basic functions of management?
The process of management consists of five basic functions namely; planning; organizing; directing/leading; controlling; and staffing. A manager uses these functions to achieve organisational goals and objectives. These functions are interrelated as in shown in the figure bellow:
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Now discuss how these functions can be applied in our institutions

Educational leadership and Management:

The concept of management overlaps with two similar terms, leadership and administration. Management is widely used in Britain, Europe, and Africa for example, while “administration is preferred in the United States, Canada and Australia.

Leadership is of great contemporary interest in most countries in the developed world. Dimmock (1999) differentiates these concepts whilst also acknowledging that there are competing definitions.

You can compare your definitions with what is given bellow:

 School leaders (experience) tensions between competing elements of leadership, management   and administration. Irrespective of how these terms are defined. School leaders experience difficulty in deciding the balance between higher order tasks designed to improve staff, student and school performance (leadership), routine maintenance of present operations (management) and lower order duties (administration).

Look at the clearest distinctions between leadership and management by Cuban (1988). “Leadership means influencing others actions in achieving desirable ends. Managing is maintaining efficiently and effectively current organisational arrangements.

We need to give leadership and management equal prominence if schools are to operate effectively and achieve their objectives. Leading and managing are distinct but both are important.
Difference between Management and Leadership

· Leadership is linked with change while management is seen as a maintenance activity. 
· Both are important dimensions of institutional operations.
· By leadership, we mean influencing others’ actions in achieving desirable goals.
· Leaders are people who shape the goals, motivations and actions of others. 
· Leadership takes much ingenuity, energy and skill. 
· Managing is maintaining efficiently and effectively current institutional arrangements. 
· While managing well often exhibits good leadership skills, the overall function is toward maintenance rather than change. 
· Leadership and management need to be given equal prominence if schools are to operate effectively and achieve their objectives. 
Managers vs Leaders
We have looked at leadership and management and how they compare. Now we should examine the different functions of managers and leaders. 

· The manager’s job is to plan, organise and coordinate. The leader’s job is to inspire and motivate. 
· The manager administers; the leader innovates.
· The manager maintains; the leader develops.
· The manager focuses on systems and structures; the leader focuses on people.
· The manager relies on control; the leader inspires trust.
· The manager imitates; the leader originates.
· The manager accepts the status quo; the leader challenges it
· The managers have employees; the leaders win followers.
· The manager reacts to change; the leader creates change.
· The manager directs groups; the leader creates teams.
· The manager takes credit; the leader takes responsibility.
· The manager exercises power over people; the leader develops power with people.
Management of Quality Care and Education in Early Childhood
Now you are introduced to quality care and education.

 In the previous study, we were looking at models in educational management. Now let’s look at management of quality care and education in early childhood.

 Centre-based programs that have positive impacts on young children’s development provide some combination of the following features in order to have quality care and education.
· · highly-skilled staff,

· · small class sizes and high adult-to-child ratios,

· · a language-rich environment,

· · age-appropriate curricula and stimulating materials in a safe physical setting,

· · warm, responsive interactions between staff and children

At the same time, personal ideas about quality child care can vary depending on values, beliefs and cultural or social context and also on who is making the judgment.

Through the eyes of children

For children, a high-quality program may mean feeling accepted for who they are no matter what their ability or culture. It means having friends and responsive adults, being emotionally and physically comfortable and the possibility of having a variety of fun, interesting and engaging activities.

Through the eyes of parents

For most parents, quality child care safeguards a child’s health and safety; the child is happy, and the program is conveniently located and affordable. For many parents, quality child care is key to balancing work and family, so that parents have peace of mind while they are at work.

Overall elements of quality

While there is no single definition of quality in child care, there are some overall elements of child care that are identified as critical to the well-being of children. These include:

· health, safety and good hygiene
· good nutrition
· a well-maintained environment set up for children
· an adequate number of staff who are sensitive and responsive to children
· opportunities for active play—especially outdoors
· opportunities for quiet play and rest
· opportunities for developing motor, social, language and cognitive skills through play
· positive interactions with adults
· practices that support positive interaction amongst children
· facilitation of emotional growth
· participation of, support for and communication with parents
· respect for diversity and difference, gender equality and inclusion of children with disabilities.
Broad learning and development goals for children, going beyond narrow academic aims like early literacy and numeracy to social, emotional, cultural, artistic and physical goals are taken care of. An approach that “lets children be children”, which means learning through play and experiencing a wide range of artistic, cultural, cognitive, social and physical activities.

Unregulated child care

Many families with parents in the labour force and no close family members who can provide child care use an unregulated arrangement, either in a family child care home (a caregiver’s home) or in the child’s own home. This means parents have sole responsibility for assessing the quality of the child care, managing the relationship with the care provider and are on their own in finding a new provider if the arrangement breaks down or ceases.

Guidelines for assessing quality in unregulated child care

When looking for an unregulated child care arrangement it’s advisable to become well informed about health and safety and the elements of high-quality child care. One way to start is to get to know requirements for regulated family child care as a starting point and a point of comparison in such areas as;
health and safety
· programming
· maximum numbers of children by age
· physical space
· caregiver training and support
Instructional Leader
As a head of your school, you are the instructional leader in charge of teaching and learning in your institution and therefore, expected to:
· focus on improving the effectiveness of instruction to increase the achievement of all pupils
· know when, how, and why to initiate and sustain instructional change
· create a school-wide inclusive culture of high expectations for achievement and for rigour, relevance, and respect in the classroom
· ensure instructional practices are appropriate to the context and grounded in research and the authentic assessment of pupil learning
· close the knowing-doing gap by moving successfully from sound theory to effective practices
· are knowledgeable about and deeply involved in the implementation of the instructional programmes of the school.
The school and the community

Public Relations
· Public relations refer to the relationship between the institution and the outside.  The successes or failures will depend on the following factors:
· Their actions in dealing with the public resulting from their attitudes;
· The reactions of the public to these actions.
In serving the public well, you may need to do the following:
1
Show interest in people - their views, problems, requests, etc by.
· Asking questions - to find out views, problems, other information needed to serve a person.
· Listening carefully to what the member of the public is saying. 
· Keeping an open mind and not prejudging a person before all the facts are known;
· Show that you want to be helped.
2.
Give good information which is:
· Accurate, complete, clear and concise
Inter Institutional Relationships
The school and the community influence one another in a number of ways.  The school influences the community by providing the citizens of tomorrow. Communities build schools and the schools build their communities.  There is a reciprocal relationship.  The school depends to some extent on the local community for financing, building and maintenance. Such support is more likely to come forth when local community is confident that the education provided is good quality and relevant to the individual and to the community.

External factors influencing school administration
Sidhu, (2000), categories these factors as Political, Economic, Social, Technological, Legislative and Environmental.  As you can see most of these forces are outside your control that is, external influences but are necessary to respond to and acknowledge, for your school or institution and personal survival as a head teacher. 
Activity 2.3
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Activity
	4. Explain educational management and leadership in your own words

5. Outline the principles of management

6. Discuss the differences between leadership and management

7. Explain how you would apply some of the principles of administration and management to a preschool setting. 


Reflection
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Reflection
	Reflection:

Now that you have studied this unit as teacher for ECE, would you be able to apply some of the management and leadership principles in the administration of your centres.


Unit summary
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Summary
	In this unit you learned numerous aspects in the educational leadership and management in early childhood education. The aspect of management Administration and leadership has been tackled. Leadership and management functions have been discussed. You have also looked at effective delegation of duties, self-management and interpersonal skills in learning institutions and how you interact with the community.
Key Reference
Bush T., Bell L. & Middlehood D. (2010). The Principles of Educational Leadership and Management; Los Angeles, SAGE Publishers Ltd. 



Unit 3
Organisation of Early Childhood Education Centres
Introduction
You are being introduced to organisation of Early childhood education centres. this unit will avail your information on the importance of daily routines in these centres.

Upon completion of this unit, you will be able to:
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Outcomes
	· Discuss the early childhood teacher as an organizer

· Explain the importance of daily routines

· Plan daily routines

· Help children understand daily routines

· Communicate effectively with families and staff

· Involve community in the effectiveness of the centre

· Manage both staff and resources effectively

· Establish and manage ECE centres

· Manage an ECE class effectively
· Interact with parents with confidence and purposefully




Early childhood Teacher Roles and Responsibilities

What do you think are the roles and responsibilities of an early childhood teacher?

------------------------------------------------------------------------Compare what you have written with the notes below.

· Early childhood teachers support learning by providing activities and materials that children find engaging.  

· By facilitating learning, creating an appropriate environment, interesting materials, and adequate time to explore, play, and interact. This way, children find learning easy and fun!

· To nurture is to nourish.  Nurturing a child encompasses all aspects of development: social, emotional, cognitive, and physical.  In every interaction, a teacher should nurture appropriate growth and development.

· Teachers must also take care to listen to a child including interpreting words and actions.  Listening carefully helps teachers determine a child's needs and aids in furthering the child's development.

· Teachers communicate with many people throughout the day: parents, children, support staff, the general public, and administrators.  Early childhood teachers must be prepared to communicate with all of these people.  You should feel comfortable opening up, asking questions, seeking advice, and sharing your experiences.

· Being an early childhood teacher requires you to be willing to wear many hats.  As an experienced teacher, you are already prepared to be flexible.  As a new teacher, remember that your job description may change on a daily basis. 

· In most cases, your role as an early childhood teacher will be very similar to that of a guide. 

·  A guide leads others down new paths.  

· A guide walks beside a person on a journey, not in front.

·   A guide also keeps others safe from harm.

· As an early childhood teacher, you will be challenged to find new experiences to share with children.  Guide children, do not lead them, and move in a direction that interests the child.  As a guide, allow the child to choose their learning and playing style while making safety your number one concern!

· Give up the notion that a teacher knows everything.  Become a partner in learning and encourage children to find their own answers instead of providing the answers for them.  By being a partner, we as teachers learn with the children and share in their experiences.

· Paperwork, lesson planning, preparing materials and the environment, and negotiating require teachers to have strong management skills.  Managing a classroom requires organisational skills, attention to detail, and commitment.  There are many balls in the air and it is your job is to keep them up and moving!

· Teaching is full of many responsibilities, roles, and challenges. It brings both challenges and rewards.  Be flexible and you will more readily enjoy the rewards of teaching young children. 

· Teachers play an important role in fostering the intellectual and social development of children during their formative years. The education that teachers impart plays a key role in determining the future prospects of these children.

Teachers provide the tools and the environment for the children to develop into responsible adults.
The roles of a teacher Aide 

Apart from the roles and responsibilities that you learnt above what do you think is the role of an early childhood teacher aide?

---------------------------------------------------------------------------------After your attempts compare your responses with the discussion that follows:

The basic responsibilities of the preschool assistant are to support the preschool teacher and reinforce the instruction taught in the classroom to pupils. This includes going over lessons with pupils individually, answering questions or grading class work. Additionally, they provide nursing care. In a broader capacity, the assistant must also follow the directives and policies of the preschool centre manager. Attendance, punctuality, proper dress and grooming are among standard professional expectations. This role helps you to focus on providing overall direction and monitoring of the entire class.

Preschools typically have special classroom setups and equipment for daily instruction that require changes in seating, tables and equipment. Therefore, the assistant would be very helpful when rearranging furniture.

Classroom management is a shared responsibility for any educator in a class at any level. It definitely takes a team effort to help keep little ones calm, attentive and safe. When working in a small group or with individual children, the assistant must implement appropriate discipline for the age and in line with centre policies. Assistants also update parents on daily activities or child-specific events at drop-offs or pick-ups, if the lead teacher isn't available.

The role of a care giver 

Have you ever been a care give yourself? If so what were your responsibilities?

---------------------------------------------------------------------------------

Are your responses similar to the ones written down?

The care giver in an early childhood centre is responsible for the following: 

· Personal care

· Bathing and grooming

· Dressing

· Toileting

· Exercise

· Basic food preparation

· Preparing meals

· Shopping 

· Housekeeping and laundry

Centre supervisor’s role 

What are the roles of a centre supervisor?

---------------------------------------------------------------------------------

Centre Supervisor is responsible for managing, organizing, executing, facilitating, and directing the necessary functions of an individual centre. The position is responsible for assuring the implementation of quality early childhood programming and family engagement within the centre.  He/she supervises all staff with the exception of Family assistants assigned to that centre. 

Management Role 
What do you think would be the difference between centre supervisor and the centre manager?

---------------------------------------------------------------------------------

Now here are some of the roles of a centre manager
· Provide day-to-day supervision, guidance, and support to Centre Supervisor Assistant (at larger sites), Teachers, Teacher Assistants, Food Service and Custodian 

·  Coordinate of collaborative efforts with the community and centre classrooms

·  Participate fully in the centre planning process, as role dictates. 

· Assumes responsibility for own personal professional development including attending meetings and trainings, and maintaining the appropriate competencies and abilities as required by the position. 

· Accountability of resources provided for that centre 

· Complete monthly monitoring reports; to include action plans and follow-up as needed 

·  Conduct and document monthly safety drills 

· Complete weekly lesson plan checks assuring implementation of centre performance standards 
Parental involvement 

Why should you as a teacher involve parents in the management of ECE centres?

---------------------------------------------------------------------------------

Why parental involvement is important.

Parents are major stake holders in the formal education of children. This includes all adults responsible for the children after school. They are not necessarily biological parents. 

Different scholars have described parental involvement differently.  There are a number of activities involved in this parental involvement. 

The ECE Centre
We now look at the ECE centre. I am sure you now have an idea. Provide your understanding of what you think an ECE centre should look like.

---------------------------------------------------------------------------------
Compare your ideas to this description.

An ECE centre is a nonresidential facility that provides care for children. 

Types of ECE services

There are many different types of early childhood services. When you are choosing a service for your child you will find:

· structural differences, such as sessional or all-day programmes;

· different ownership and organisational arrangements - services may be run by private individuals, government organisations, cooperatives, or trusts;

· different learning environments such as home based or centre-based services;

· a range of different philosophies such as kindergarten, play centre

· rural and urban settings.

A key difference, that may affect your decision, is how much involvement services expect of parents 

The main types of early childhood education services are described below. 

Teacher-led services

In teacher-led services paid staffs have the main responsibility for children’s education and care. Parents are often encouraged to support the educators through involvement in the learning programme.

Kindergartens

Kinder care learning centres are designed to be a home for children away from home where they can learn, laugh, grow and have fun. 

They have a variety of sessional structures, most have morning and afternoon sessions, but others provide extended sessions or all-day education and care. Most kindergartens cater for children aged between two-and-a-half to six years.

Home based services

Home based and family day-care services provide babies and young children with early childhood education either in the child’s own home or in the home of an adult educator. This may be all-day or part-day education and care.

Home based services provide learning opportunities for children in small groups within homelike surroundings. Some home-based care networks also operate playgroups, so that educators and children can have regular social and educational contact. Some children may attend other early childhood services as well as the home-based care service.

Home based care services are managed by chartered home based care network organisations. Parents are usually charged fees for their child’s attendance.

Management Role 
What do you think would be the difference between centre supervisor and the centre manager?

Imagine you are now in charge of an ECE class, what are your expected routines?

---------------------------------------------------------------------------------

Study the following routines of a classroom teacher. 

Develop activity schedules
Young children learn better when they have strict routines that are well planned. The teacher should follow these routines strictly from the onset. These routines may include the following: -
· How they enter class

· Restrooms/toileting

· Washing hands

· Eating either snack or lunch

· Learning various subjects including music and play times

These routines once you strictly follow them help children to learn in an organised manner. They are occupied most of the time and are productive throughout the day. However, the routines should also allow for time to rest. It is also the duty of the teacher to ensure that the learning environment is safe and comfortable. 

Importance of daily routines

“How you wake up each day and your morning routine (or lack thereof) dramatically affects your levels of success in every single area of your life”.  Miracle morning (2008)

Parental involvement 

Why should you as a teacher involve parents in the management of ECE centres?

---------------------------------------------------------------------------------

Education and care centres

All centre-based services other than play centres and kindergartens are known as education and care centres. They include:

· all-day and part-day services;

· sessional services that have sessions of a few hours per day or week;

· Pacific language centres;

· privately owned centres;

· community-owned centres; 

The person responsible for operating an education and care service must be a qualified and registered teacher. There should also be enough other educators with a range of qualifications and experience to ensure a safe learning environment for children.

Parents usually pay fees for their child to attend education and care services. Parents are sometimes involved in the management of the centre. The extent and manner of parent participation in the programme depends on the choice of service. In all types of education and care service parents should be encouraged to talk to educators, ask questions and offer information about their child.

Parent-led services

In parent-led services it is the parents of the children who are the main educators or teachers. Sometimes there may also be a paid teacher or supervisor to support the parents in understanding children’s learning and development.

Play centres

Play centres are parent cooperatives. The families of children attending are responsible for how the centres are managed and operated. Parents become members of their play centre and most pay low fees to attend. Generally, play centres are chartered and licensed although some may operate as parent-led playgroups.

Activity 

Having read through the descriptions about the different types of centres and services, try to identify some centres in your locality with these descriptions. What advice would you give to any of the managers running these centres in terms of improving efficiency? 

------------------------------------------------------------------------------------------------------------------------------------------------------------------ 

What is the importance of early childhood Education? 

It is hoped that some of the advice given above would include the importance of these centres. Here is a summary on the importance of childhood education: - 

· The centre plays an important role in the development of children and provides a valuable service to families with young children. 

· Research has shown that children enrolled in ECE centres benefit by receiving formal education before they enter grade 1. According to some studies such children are well behaved and have higher IQ scores when they enter grade 1 than their peers without this kind of formal education background. It has also shown that these children learn faster than those not enrolled in these programmes and enhances attention span.
Organisation of ECE centres

There is no particular way to manage a centre. However, this section will try to help you manage a centre in the best way possible that will work well for you and all the other stakeholders. 

To begin with, you will need to outline your expectations, staffing levels and pupil enrolment levels. This information will be very helpful in guiding the decisions you will be making as well as the strategies you will employ.
Classroom organisation
Organising an ECE class is not easy, it is hard.  You need a lot of creativity to make the room different every day. Finding the perfect way to run centres is a challenge but it can be done. It requires a lot of patience and consultation.
You have to take into account your day and the space you have in your room, the time of year, and the children.  One way is keep the activities in the centres as broad as possible so the children enjoy their learning time no matter what day they come. 

The piece below is very handy when it comes to classroom organisation. Every early childhood class should endeavour to have this in the classroom. 
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This unit can be made from empty boxes. 

Activity
Collect empty boxes from shops and join them by their sides to make a similar shelf. You will need wood glue and a pair of scissors. Place this against the wall and label it with cards of symbols for use in any of the centres as discussed in the next few pages. 

In addition, you will need to make cards to use for identification of areas before children learn to read. These cards are usually made using some drawing or symbols/ signs. The other cards can be used as name cards but made in such a way that they are editable. 
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This shows examples of clip art or symbols for identification

All work centres should have an identity in form of symbols. The following are some of the centres you might consider having in your class:
· Discovery centre 

· Puppet centre
· Art centre
· Math centre
· Building centre
· Alphabet centre
· Reading centre
Centre management within a classroom

We’ve already touched on what centres are and why they are important. Now, let’s take a look at different ways to organize and manage your preschool centre time. There Isn’t Just One Way to Manage Your Centre Time. I know it would be a lot easier for all of us if there was just one way to run centres correctly. Alas, there are so many different ways of handling early childhood centres.

On the one hand, this means we have the leeway to handle centres in a way that works best for us and our pupils. On the other hand, too many choices would lead to confusion. 

So remember that you aren’t glued to just one way of running your early childhood centres. In fact, it’s likely best to reevaluate each year depending on the group of children that you have. Free Choice Centres are my preferred choice for Preschool Classrooms. 

With free choice centres the children can determine which centres they want to visit during centre time.

As a teacher, determine which centres are available to the kids during this time. You’re also responsible for what materials are available in each of these centres. Basic centre rules still need to be followed, as well. 

The other types are structured and grouped centres. These are teacher-directed.

This method of centre organisation and management starts with groups of pupils. Depending on the number of children in your classroom, this could be four or five different groups. Keep them to four groups if possible.

Each group of children then has certain centres to work through each day, Monday through Thursday if you have five groups of kids, it would go Monday through Friday. Here is an illustration to help you understand this organisation structure. 
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The kids can still work at their own pace, and there’s flexibility built in to work independently or with peers from within their own group. They can also decide how long to remain at each centre. Once the kids have completed their “must do” centres, they are allowed a few different centre choices.

However, when it comes to structured time centres, the children don’t have a choice as to which centres they need to go to. They also aren’t given the choice to go to the centres in a different order.

With rotating centres, you split the children into groups. The number of groups usually depends on how many centres you have available at the time. For example, if you have six centre areas open, it would make sense to split the kids into six groups.

Once the children are split up, you assign each group to a centre to start out in. Each group works and plays in their assigned centre for a set period of time.

When time is almost up, you give a five-minute signal. Once those five minutes are over, every child cleans up and lines up by their centres (still in their groups). The teacher could use a bell to tell the kids it’s time to clean up their areas.

Then you direct each group to the next centre to go to. You can use the clockwise direction; it is much easier. Once every group has been through every centre, it is time to move on to a different part of the day.

Organizing Your Child Care Storage Areas

The early grade classes are likely to have a lot of teaching and play objects besides pupils back packs or school bags and their lunch or snack boxes. Whether the school feeds them or they bring food from home, learners at this level will require a lot of objects.  

Safe, accessible storage areas can be a valuable resource in the classroom environment at this level. Storage enables teachers to rotate materials based on the developmental needs and interests of the children. 

A storage area makes it possible to create collections of materials around specific themes and to build those themes into the curriculum at appropriate times during the year. This is very important as children’s learning should be organised. Storage also keeps children safe by ensuring that dangerous or hazardous materials are inaccessible. Here is an example of how you can plan your storage corner. 
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This particular storage facility was handmade by a teacher using card boxes joined together

Hope yours was even better!
Storage areas within the classroom

 Use cabinets, drawers, and closets to store materials that do not need to be displayed in the classroom. Especially in toddler rooms, store extras of popular toys near the play area so the child care provider can pull out additional toys if children argue. 

Store some toys out of children's sight, and rotate toys occasionally to keep children interested in the activity.  Make sure each cabinet or drawer is labeled so you know what each one contains before you open it. 
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More Storage Options
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Label everything with photos or art clip labels 

The organisation of your child care facility may dictate where to store items. Whenever possible, store materials close to the place where they will be used.

Outdoor Storage

Use an outdoor closet to store outdoor toys, tricycles, and sports equipment. This saves classroom space and helps keep dirt outside. Be sure the closet can be locked in order to keep curious children out.

Additional Storage Options

If you do not have storage in your classroom, choose an empty room to store materials. When materials for a specific classroom are stored outside that room, labeling these items with the classroom number or name may help reduce confusion.
Tips for Organising the Storage Area

The key to making storage work well is organisation. Here are some tips to keep your storage areas organised:

· Choose appropriate storage containers. Cardboard or plastic boxes of the same size can stack easily. Select containers large enough to hold the material but small enough to transport and lift easily. Place lids on boxes so they stack easily.

· Create a designated space for each material. This will help you find what you are looking for easily and help prevent you from buying materials you already have. It will also help new care givers find materials easily.

· Store similar items together. Setting up a storage area for dramatic play, an area for puzzles, and an area for art supplies will make it easier to find things.

· Label things clearly. Placing labels on shelves, cabinet doors, and storage containers helps staff and children know where to return items. 

Storing Materials in Learning Centres

This is another storage option that is to store the materials right where they will be needed. This can be a great way to encourage children to make independent play choices and to select materials that interest them. To be effective, materials in each learning centre should be organised for easy use and cleanup. Here are some ideas to consider.

Book Centre
·  Use a book rack or a low shelf to store books. If possible, display books with their covers facing forward so children can see the choices easily. Rotate the books in and out of the book centre regularly to keep children interested.

Art Centre
· Keep some materials that are safe for children to use independently (such as paper, markers, and child-safe scissors) accessible to children. Arrange these items in labeled storage containers at a height that is easy for children to reach. Keep more expensive materials or materials that need more supervision (such as glue and finger paint) out of children's reach until it is time to use them. 

Play Centre
·  Keep in a place where children have easy access. Hanging up costumes helps children see the possibilities more clearly, and increases the likelihood that children will use them.

·  Avoid overcrowding the dramatic play area with too many materials. As you change dramatic play themes, rotate new materials in to help children expand on that theme. 

Building Centre
·  Set up an area for building with blocks and other building toys to encourage pretend play with building materials (such as vehicles, traffic signs, people, and animals). Unit blocks should be organised on shelves by type and size, and shelves should be labeled with pictures so children can figure out where to return blocks.

Storing Potentially Dangerous Materials

Think of materials that could be classified as dangerous to learners. List them down

---------------------------------------------------------------------------------

Did you think about some of these mentioned below? 

Materials that are potentially harmful to children, such as cleaners and disinfectants, should always be kept in a locked cabinet out of the reach of children. This also includes items like scissors, staplers, garden tools and any other materials that require adult supervision. 

Check the storage cabinet or closet at the beginning of each day to ensure that it is locked. 
Don’t waste your time looking for things, get organised, you will thank yourself forever!
Managing an ECE centre 

To manage an ECE centre effectively, knowledge of what it takes to be an ECE centre is important. Head teachers or directors must have a qualification in this field or must study and get a certificate in the field. You will not just manage children; you also manage the teachers and parents. It is your responsibility to guide and advise teachers and other care givers as to what exactly should be done including classroom management.
Establishing an ECE centre. 

It must now be easy to establish your own educational centre. Having read this part of the course should give you basic ideas. Here is a checklist:-

· Find out about licensing guidelines for preschools and small businesses

· Write a business plan.

· Find a location. 

· Get insurance. 

· Prepare your facility - Buy the Equipment. 

· Set up a legal advisory unit

· Develop policies and procedures. 

· Hire or employ staff

· Prep your curriculum. 

· Register the business with relevant units

· May require inspection and approval by relevant bodies before you actually start

Classroom arrangement and effective instruction 

Just as important as the furnishings and supplies in your early childhood classroom are the ways in which you choose to place and organize them. The right layout can help to encourage learning, improve engagement, and may also support positive classroom behaviors.

Of course, depending on the size of the learning space, the number of children in the class, and each educator’s preferred style, the ideal layout of an early childhood classroom will differ. However, there are some general considerations that you may use as a guide for setting up a classroom that meets the needs of the children and the teacher alike.

Early childhood classrooms differ from learning spaces for older students because of their focus on playful engagement with materials. Whether its children playing together in a group, or independently focused on building with blocks, each area of the early childhood classroom is dedicated to promoting growth and development; a foundation for future learning and problem solving.

The layout of your early childhood classroom will greatly impact on how your children will use the tools and supplies, and how efficiently you are able to take advantage and facilitate learning opportunities. Children in an environment that suits their needs and supports learning outcomes will be more productive, engaged, and excited about learning new things. Now here are some suggestions for you as you create a layout for your early childhood classroom space:

· Make sure there is enough security both emotionally and physically

· Safety

· Varied learning spaces

Activity 3.1
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Activity 3.1
	Outline duties of each of the following officers in the management committee:

i. Chairperson

ii. Vice chairperson

iii. Secretary

iv. Treasurer


Reflection
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Reflection
	Suggest ways in which early childhood education centres can be improved in your town or community. 


Unit summary
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Summary
	In this unit you learned about  


· the early childhood teacher as an organizer

· the importance of daily routines

· Planning daily routines

· Helping children understand daily routines

· Communicating effectively with families and staff

· Involving community in the effectiveness of the centre

· Managing both staff and resources effectively

· Establishing and manage ECE centres

· Managing an ECE class 

· the meaning of parent involvement

· Interacting with parents with confidence and purposefully

KEY REFERENCE
Decker & Decker (2005). Planning and Administering Early Childhood Programs

Unit 4
Planning in Early Childhood Education

Introduction
In this unit you will be introduced to the concept of planning, types and processes of planning. As a teacher you will be involved in various types of planning at class and school levels. It is for this reason that you need to realize that planning is very important for the success and effective performance of an institution. Upon completion of this unit, you will be able to:
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Outcomes
	Learning Outcomes

After studying this unit, you are expected to:

1. Explain the concept of planning

2. Identify and discuss various types of planning

3. Work out developmental plans for your ECE class
.


Meaning of planning

Planning as a process involves the determination of future course of action, that is why an action, what action, how to take action, and when to take action. These are related with different aspects of planning process. It is the most basic of all the managerial functions. It involves selecting missions and objectives and the actions to achieve them. Therefore, every organisation gives a greater emphasis on planning.

Thus, Terry has defined planning in terms of future course of action i.e., “planning is the selection and relating of facts and making and using of assumptions regarding the future in the visualisation and formalisation of proposed activities believed necessary to achieve desired result.”

Steps and stages in planning
Have you have planned in you organisation? If so what steps and stages did you involve?

In preparing a plan, managers use the following series of steps

· Situational analysis- this step involves analysis of past events, current situation and attempts to forecast into future trends.

· Identification of needs- need assessment is a process of delineating “what is” and what should be”. It further involves placing priorities of the two activities.

· Derivation of goals and objectives- one derives goals and objectives from the identified need.

· Delineating of alternatives- as alternatives are usually many, it is necessary to rank them so that those that need immediate attention can be acted upon.

· Choice of strategies and tactics. It is necessary to select the most convincing alternative while considering the other alternatives that may not be a priority.

· Implementation- after approval of the plan, it is split or handled as a whole to determine the activities that should be undertaken.

· Controlling and evaluation. Implementation of plans must be continuously monitored. Planners must monitor the actual performance of various work units according to unit goals and plans. This stage helps identify deviation of actual performance from expected performance. Correction action should be taken when there is a discrepancy.
Importance of planning

After you have gone through the steps and stages of planning, it now time to focus on why it is important to plan:

Why do you think planning is important in an educational organisation like your ECE centre?

If you attempted to answer the question above, it is also important to compare with these points below:

· It helps in goal setting.

· The goals define desired outcomes for an organisation that can be used as performance criteria

· The output of an organisation can be well assessed if there is intended output at the beginning

· For example: if at the beginning of the year it is set that in a school about 40% of learners must achieve grade A in examination after results are released. Through plans, head teachers can learn what the school intends to achieve.

· Decisions can be made to ensure that internal policies, roles, performance, structure, product and expenditure will be in accordance with desired outcomes.

Types of Planning for Sustainable Educational Centre’s Success
While it might seem extensive, this process proves an integral component of our open-book management structure. Over the years, involving everyone at all levels of the company has also proven repeatedly to generate positive results.

List any four types of planning you have been involved before.
Using the four types of key planning may easily translate directly to your sustainable educational or institutional success. Let’s examine each of these four key types of planning:

1. Financial Planning: It goes without saying that you must have a tangible financial plan for your institution, When it comes to your financial planning, you may find best results after following this handful of “musts”: 

· The plan must have buy-in from all staff at all levels of the institution.

· The plan must be clearly communicated to everyone involved.

· The plan must be rooted in reality.

· The plan must be forward-looking.

· The plan must be reviewed formally; progress must be tracked on an ongoing basis.

2. Strategic Planning: In addition to having a strong financial outlook, your institution also needs a clear strategic vision. You can find several good templates that will guide you in establishing a strategic vision for your institution.

You may use the following guidelines for your strategic planning:

· You must have believable, predictable outcomes for the strategy to work.

· You must clearly analyse and address your school’s opportunities, threats, strengths and weaknesses.

· You must have a clear intelligence on your competitors such as other institutions offering ECE in your community.

· You must have a realistic and detailed understanding of the community’s needs and the economy.

3. Contingency Planning: This type of planning involves preparing for the worst-case scenario to occur. Here you realise that any strategy has the potential to fail when tit is affected by internal or external factors.  After all, you need a “Plan-B” or a backup plan to launch when the unexpected happens, right? Contingency planning makes you proactive and serves as a source of innovation and business growth in and of itself (double win!). In short, a good contingency represents a researched and vetted realistic opportunity. If disaster strikes, activate contingencies in order to fill a void.

4. Succession Planning: What if your school head teacher left suddenly? Is your school prepared to replace a major player on your team? While “missing” them is one thing, making sure your school continues to grow beyond their departure is crucial to your overall success (obviously!). Succession planning, however, needs to be more than just naming a successor for major institutional positions. A strong succession plan creates opportunities for school head teachers as well as succession candidates because with a developed successor in place, the school manager is primed to move into a new position and pursue opportunities when those arise as well. Therefore, succession candidates must be groomed, developed and prepared to step into a new role when the opportunity arises so that the multi-shift can happen simultaneously as needed (not to put off until candidates are “ready”). You will not experience that lag time trying to figure out who can take over their responsibilities and continue on your path to growth without wasting time or additional resources.

5. Action Planning
Unlike strategic planning, in this type of planning you far more focus on your day-to-day activities. You individual, team or project activities are organised and set out in a timetable-like manner. This helps you to focus attention on the task at hand, rather than focusing on the bigger picture. This increases your levels of motivation and efficiency, as well as providing you with a useful tool for monitoring and evaluation after the task has been completed. Here you plan for specific details to the level of who will be where, when and the exact number of resources they will require. 

6. Tactical Planning
This type of planning builds on your strategic plan already set out, by breaking the tasks down into short-term actions and plans. It is usually drawn up at your class, section or departmental level as teachers since you have better knowledge of your class, section or department and day-to-day running of the institution. The extra level of detail in a tactical plan increases efficiency and helps you as individuals and teams to know exactly what is required of you. 

7. Operational Planning
This type of planning aligns different functions of your institutional activities, for example, your heads of departments should come up with a plan with the overall goals and objectives of an institution for its effective operations for a given period. This includes planning levels of resources, processes and department budgets. This is important for each department but also overall integration within your institution’s operations, ensuring every area of a strategy is covered and no two departments are working on the same project. Simplicity and clarity are key as the plan must be easily understood and distributed across all members in your institution.

8. Assumption-based Planning (ABP)
In all plans we develop are based on assumptions about the future and identifying these assumptions are crucial to any plan. In the scenario of any assumption not happening as assumed your institution must have plans for how to react to this. Once these assumptions have been identified it is then important for you to identify which will have the biggest impact on your institution’s operations if they were to fail. You need to devise mechanisms to monitor any potential issues and actions in order to manage the assumptions made. Finally, you can take hedging actions to prepare for the instance where assumptions fail. As the institutional environment becomes more unpredictable and volatile you will find that ABP becomes more crucial to strategies. 

Long-term and Short-term Plans

When you decided to pursue a degree course at Chalimbana University, you had a long-term plan in mind. You would spend the next three or four years preparing to become an ECE teacher. Your long-term goal was necessary to make sure that your daily activities would help you achieve your desired outcome. You could have just enrolled in a school and taken classes that looked interesting, but then where would you be in four years? You most likely would not have taken the courses required to qualify you for the job you want.

An organisation, especially an ECE centre, is not so different. It also needs a long-term plan to make sure that the daily activities of its teachers are contributing to the mission and value statements of the centre.

A long-term plan is crucial to the ultimate success of your institution. A long-term plan for many institutions generally extends four to five years into the future. Your top management is responsible for the development of the long-term plan. It is up to the head to make sure that changing conditions (both external and internal) are reflected in the institution’s long-term plan. The larger and more complex the institution, the larger and more complex the long-term plan will be to include all of the individual sections and functions.

Short-term plans generally allocate resources for a year or less. They may also be referred to as operational plans because they are concerned with daily activities and standard business operations. Like long-term plans, short-term plans must be monitored and updated, and this is the role of middle- and first-level management. Different managerial levels have responsibility for implementing different types of short-term plans. For example, an HOD may be comfortable implementing an operational plan for the entire year for his/her department. A team leader may only be comfortable planning and implementing very specific activities over the period of a month.

Factors That Affect Planning in an Institution
To help your institution succeed, you should develop a plan that needs to be followed. This applies to starting the ECE centre, developing the teaching and learning, creating a new department or any undertaking that affects your centre's future. There are several factors that affect planning in an institution. To create an effective and efficient plan, you need to develop an understanding of the factors involved in the planning process.

Priorities

In most ECE centres, the priority is teaching and learning and this priority can sometimes interfere with the planning process of any other project for the centre. For example, if you are in the process of planning a large expansion of the centre and your community suddenly threatens to take their children to your competitor, with better facilities then you might have to shelve the expansion planning until the issue new facilities is resolved. When you start the planning process for any activity or project, you need to assign each of the issues facing the institution a priority rating. That priority rating will determine what issues will sidetrack you from the planning of your project, and which issues can wait until the process is complete.

Institutional Resources

Having an idea and developing a plan for your ECE centre can help your centre to grow and succeed, but if you do not have the resources to make the plan come together, it can stall progress. One of the first steps to any planning process is for you to have an evaluation of the resources necessary to complete your project, compared to the resources the institution has available. Some of the resources you should consider are finances, personnel, space requirements and access to equipment and materials.

Forecasting

A learning institution constantly should be forecasting to help prepare for the changing environment. Forecasting revenues, materials costs, personnel costs and overhead costs can help institution to plan for upcoming activities. Without accurate forecasting, it can be difficult to tell if your plan has any chance of success, if your institution has the capabilities to pull off the plan and if the plan will help to strengthen the institution's standing within the up-coming new and better institutions providing the same service in the community. For example, if your forecasting for the enrolment has changed due to a sudden increase in number of schools providing ECE, then that can affect your enrolment plan, including projected income and the long-term commitment you might need to make in the provision of quality ECE.

Activity
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Activity4.1
	· Discuss the concept, types and processes of planning. 


Reflection

	Reflection
	· Examine factors that affect planning in an ECE institution
· Suggest other factors as experienced in your ECE centre.




Unit summary
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Summary
	In this unit you learned the following:
· Explain the concept of planning

· Identify and discuss various types of planning

· Work out developmental plans for your ECE class
· Types of Planning for Sustainable Educational Centre’s Success and factors affecting planning in ECE.
KEY REFERENCE
Arthur, L., Beecher, B., Death, E., Dockett, S., & Farmer, S. (2007). Programming and Planning in Early Childhood Settings. (4th ed.). South Melbourne: Cengage Learning Australia.



Unit 5
Human Resource Management
Introduction
This unit introduces you to the concept of human resource management and how it operates through human resource systems.

Learning Outcomes

Upon completion of this unit, you will be able to:
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Outcomes
	· Explain induction as it applies to an ECE teacher as an employee

· Discuss the meaning of job description

· Examine job analysis and evaluation

· Discuss the importance of delegation in ECE institutions

· Explain re-deployment and retirement.

· Define the concept of human resource Management

· Discuss recruitment, selection, employment and deployment



	
	
	


Human resource Management

As leaders in the school of ECE or any organisation, you should be interested in studying the approaches and philosophies that affect how people are managed in institutions, in this unit we shall explain and define the term Human Resource Management (HRM).

Human Resource Management (HRM) is defined as a “strategic and coherent approach to the management of an organisation’s most valued assets- the people working there who individually and collectively contribute to the achievement of its objectives” ( Armstrong 2006:3).

Storey (1989) on the other hand regards HRM as “ a set of interrelated policies with ideological and philosophical underpinnings” and he suggested four aspects that constitute the meaningful version of HRM and these are 

1. A particular assemblage of beliefs and assumptions.

2. A strategic thrust in forming decisions about people management 

3. The central involvement of line mangers ( a manger to whom an employee is directly responsible)

4. Reliance upon a set of ‘ levers” to shape the employment relationship (Armstrong ,2006:5).
Human resource refers to the personnel, Staff or workers in an institution. Management means the methods by which the leader utilises materials and human resources to achieve predetermined organisational goals. Thus human resource management is the process that deals with utilising people to perform duties and functions in an organisation
Recruitment
Recruitment has been defined as “a set of activities an organisation uses to attract job candidates who have the abilities and attitudes needed to help the organisation achieve its objectives". In order to perform the recruitment activity, you need to consider the following important steps:

· Recruitment policy must be spelled out.

· Factors affecting recruitment need to be analyzed.

· Investigate different recruitment sources.

· Choose between different recruitment techniques available.

· Audit the recruitment programme.

Recruitment policy

Recruitment policy spells out the goals of the recruitment process.  It thus supplies directives for the execution of the recruitment programme. A recruitment policy is intended to enable management to draw the most competent individuals for each job, or to fill the posts with the best qualified applicants.

The following are some of the questions that might arise as you formulate the recruitment policy:

· Will promotion be from inside the institution?

· Will relatives of existing employees be employed?

· Will handicapped persons be employed?

· Will employees over 65 be employed?

· Will part-time employees be employed?

· Will minors be employed?

It is also important for you to determine who will be responsible for executing the recruitment function.


Several factors, which may be internal or external, influence a potential employee's response to a recruitment effort.

1.  External factors
These factors relate to government or trade union restrictions and the labour market.
Government or trade union restrictions:

When compiling a recruitment programme, government legislation and regulations should be taken into account.

2. Conditions in the labour market:
Conditions in the labour market are probably the most important factors to consider when drawing up a recruitment programme. If there is a surplus of the skills needed, informal recruitment will be adequate in drawing applicants. If there is full employment, an intensive recruitment programme will be needed to draw candidates.

3. Internal factors
 Organisation policy
The decision whether promotion will be from within the institution or not, is one of the most important aspects of the institution recruitment policy.

Recruitment requirements for work-seekers:

The requirements the institution sets for work-seekers, influence the recruitment programme directly.  If they are abnormally high, they can hamper the recruitment programme. It is thus important that through effective job analysis, job descriptions and job specifications, realistic requirements are laid down to conduct a recruitment programme effectively,


1.  Internal sources
This means that the institution recruits from within to fill certain posts. Sources that can be utilised in this way are:

· Current employees

· Job posting

· Personnel records, and

· Skills inventories

Current employees
The largest and most important source of recruits to fill certain vacancies, is current employees. There are both advantages and disadvantages to using current employees to fill particular vacancies.

Advantages:
· Employees see that dedication and loyalty are rewarded; thus, their morale and future performance are positively influenced.

· Promotion from within can also boost employee loyalty if it is seen that performance is rewarded.

· Current employees have a better perspective when long-term decisions must be taken because they have grown with the institution for some time.

· The institution will also have a more accurate assessment of the skills and expertise of the internal employees as they have been with the institution for some time. This will not be the same with outsiders.

· The cost of training and orientation is less for existing employees than it is for outsiders.

· Advertisement costs will be low.

Disadvantages:
· There is a danger of "inbreeding" because there is less opportunity for newcomers with new ideas and innovations to join the institution. If current employees apply for promotion and are not successful, they may be negatively influenced if outsiders get the jobs.

· Job posting: Job posting means placing the vacancies on notice boards or to inform current employees regularly about vacancies.  Full details of the available job are given and all interested employees can apply.

· Personnel records: By investigating in personnel records, including application forms, useful information can be obtained on employees doing jobs below their educational or skills level.

· Skills inventories: Records are kept of employees with specific skills.  If a vacancy occurs where a person with specific skills or potential for further training is needed, this source is consulted.

2.  External sources
There are a number of sources that can help employees from outside the institution, depending on the nature of the vacancies, management policy and conditions of the labour market.

· Employment agencies: These agencies act as mediators between employers and work seekers.

· Walk-ins: It sometimes happens that work-seekers turn up at an institution asking about possible vacancies. It also happens that work-seekers apply for jobs by filling out application forms and sending them to the institution concerned, hoping that vacancies exist. This is a very useful way of recruiting outsiders.

· Referrals: Employees of a particular institution informing relatives and friends of vacancies that might exist. This method is a relatively cheap way of recruitment.

· Professional associations: These associations provide opportunities for their members and employers to meet at their conventions and to negotiate job offers.

· Advertisements: Advertisements in newspapers, periodicals and professional journals are a very important method of recruitment.  In fact, this is the most popular recruitment method.  Advertisements not only reach the jobless work-seekers, but also those looking for better jobs.

· Educational institutions (schools, colleges, technical & vocational institutions and universities): Educational institutions are very important when recruiting potential candidates, especially candidates who can be trained for managerial positions, including professional and technical employees.  These candidates are normally recruited after graduation or in their final year of education or training.

The recruitment process
Before embarking upon a recruitment process a study can be undertaken of which factors may possibly contribute towards attracting the right candidates and which may put them off. This study could take the form of an analysis of the strong points as well as the weak points of the organisation as employer. It would include aspects such as the national or local reputation of the organisation, remuneration, fringe benefits and working conditions, opportunities for training and development.  These factors should be compared with competitors.

The plus factors which will most likely appeal to prospective candidates should be emphasized in the recruitment attempt. Candidates are to a certain extent selling them when they apply for a position but at the same time, they are buying what the institution has to offer. In the final instance, this kind of study can create a better image of the institution which could be used for advertisement brochures or during the interview.

The administrative steps which should be taken during the recruitment process are spelled out as follows:

· Obtain approval in accordance with the manpower budget and the level of appointment.

· Update and confirm job descriptions and job specifications.

· Choose the medium e.g., T.V. radio, etc.

· Prepare the advertisement.

· Place the advertisement. Screen the replies.

· Draw up a short list of candidates for a preliminary interview.

· Develop and programme the recruitment process which is to be followed.

· Advise all applicants accordingly.

Evaluation of recruitment programmes

Normally recruitment is a very expensive process that costs up to 50 to 60 per cent of the first year's remuneration of professional personnel and managers. The recruitment costs not only include direct costs that can be linked with the salary of the recruiter and the different methods being used, but also the cost of time spent by operational staff in the process. Every institution should carefully evaluate costs of recruitment when using various methods of recruitment in different sources. The institution can calculate the cost of each method separately and compare it with the advantages of such a system.  Such advantages can be analysed by various criteria, for example acceptance of offers. Thus, it will be found that some methods produce a high proportion of qualified applicants, but that the particular method does not produce enough applicants to fulfill the needs of the institution.

It is important to note that a single recruitment method rarely produces enough applicants to fulfill the needs of the bigger institutions.  The institutions are then forced to use alternative methods even if the first one is more cost-effective. 

Selection
Selection refers to making a choice from a number of candidates to identify those who will, according to the evaluation of the person responsible for selection, best meet the set performance standards.


Decision
The selection decision can be influenced by factors in the internal environment in addition to those in the external environment.

1. Factors in the internal environment
 The nature of the institution
The level of technological development and the degree of complexity of the institution is significant here. If an institution is complex, with a large number of posts but only a few incumbents, sophisticated selection techniques will not be cost-effective.

The size of the institution
In smaller institutions the selection decision will most probably be done informally. The bigger the institution, the more complex the selection process will have to be because of a wider choice.

The nature of social pressure
Social pressure can play a part in the selection decision, for example, boycotts by minority groups compelling institutions to employ members of those groups.

The number of candidates for a specific job
When an institution considers an effective recruitment programme and the recruited candidates are highly qualified and competent, a very sophisticated and selective selection programme will have to be launched.

2.  Factors in the external environment

This includes the following:

The nature of the labour market
The labour market from which the institution recruits its employees for vacancies is influenced by labour market conditions which affect the whole country. The labour market is in turn influenced by labour conditions offered by the institution, the content of the job itself and the general outward image of the institution.

Trade Unions
If the employees belong to a trade union, the trade union contract may demand that its own members be appointed, how they should be trained and be paid. In some cases, the trade union itself may make the decision on behalf of the institution where its members apply for jobs.

Government regulations
The government can lay down certain regulations affecting the selection decisions of the institution, for example, Affirmative Action.

Selection
The selection process consists of several steps which need not necessarily be taken in the order mentioned here.  Not all institutions will have to go through all the steps.  In Figure -all the different steps in a selection process are shown.

The initial selection interviews
This serves the purpose of saving time and cost in the real selection process. These interviews normally take about ten minutes, finding out whether the candidate has the minimum qualifications, training etc. for the job.

Steps in the selection process

The application form
The application form gives information about training, experience and personal qualities of the applicant. It is important however, that the application form meets the requirements of the specific institution.  This means that information which is important to the institution must be asked for on the application form.

Testing
In an attempt to find a more objective way to measure the competence of applicants, tests have been developed.   This is also an attempt to raise the standard of accuracy of the selection process. Tests that have been developed in this way include achievement tests, personality tests and polygraph tests.

Checking references
The method used to check references, and the type of information needed, differs from one institution to another. Specific information about previous performance can be obtained by telephone enquiries or interviews with previous employers or supervisors. This is because all information is not on the application form, making enquiries about the applicant using references is often the only other source of specific information about job performance.

The interview
The interview is the most important function in the selection process. Here the interviewer gets the opportunity to find out more about the applicant's back ground, experience and interests.  It also gives the applicant the opportunity to ask questions about the job or institution.

Medical examination
Most institutions see this as the last step in the selection process. The medical examination is done to eliminate applicants whose physical condition is not acceptable for the job they are applying for. It is important to see to it that the physical standards required for the job are realistic and linked to what is required by the job. This must be done to ensure that potentially good candidates are not eliminated because of unrealistic or unnecessarily high physical standards.

Guidelines for interviewing
There are a few useful guidelines that you can use to improve the effectiveness of interviews.

· See to it that interviewers are trained for their task.

· The interview should be carried out in a suitable place where privacy is ensured.

· Plan the interview.

· Study the job description carefully before the interview.  Study the information on the application form before the interview.

· The interviewer should examine his own prejudices beforehand to ensure that the applicants are not judged adversely.

· Put the applicant at ease with a few general remarks about the job and the institution.

· Encourage the applicant to talk by asking pertinent questions and listening carefully.

· Allow enough time for the interview within working time.

· Be in control all the time. Do not dominate, but direct the interview so as to achieve the set aims.

· . End in a friendly way.

· Put the information down on papers as quickly as possible.

· Follow up, checking the accuracy of the information obtained.

Selection strategies
In order to make a final choice of the right applicant for a specific post, a selection strategy will have to be chosen. One can choose from the following:

1. Multiple predictors
If there is more than one predictor of success in the job situation or where more than one selection technique is used, it should be decided which combination will be used for the selection decision.  In order to do that, three approaches may be used, namely the multiple obstacles, the compensating approach and a combination of these two.

2. Placement
While selection is the process of selecting somebody to fill a specific vacancy, placement is a wider process where an applicant is considered for more than one post. The placement strategy will thus take the applicant’s interests, skills and knowledge into consideration and if he is not suitable, he will be considered for other posts.

Evaluating the selection process
It is not easy to develop criteria that can be used to measure the success of the selection process. One of the most important criteria that can be used, is the work performance of the newly appointed employee. If work performance after appointment is considered, such matters as supervisor evaluation, attendance records and productivity must be considered as well. The indicators can then be compared with predictions made during selection.

Activity
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Activity5.1
	1. Identify the factors influencing time selection decision. (5)

2. State the different steps in the selection process. (3)

3. Is it necessary for the institution to use recruitment steps? 

4. What can an interviewer do to improve the effectiveness of the interview?

5 Distinguish between the different factors influencing recruitment.




Reflection
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Reflection
	1. Examine induction as it applies to ECE teachers and relate to their job description, analysis and evaluation. 

2. Why delegation is importance in running ECE institutions

	
	


Unit summary
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Summary
	In this unit you learned about 
· induction as it applies to an ECE teacher as an employee

· the meaning of job description

· job analysis and evaluation

· the importance of delegation in ECE institutions

· Explain re-deployment and retirement.

· the concept of human resource Management

· recruitment, selection, employment and deployment




KEY REFERENCE
Dessler, D. (2002). Human Resource Management. New Delhi. Replika Press Pvt. Ltd, (8th ed).
Unit 6
Leadership and Motivation in Early Childhood Education

Introduction
It is recognised that effective leadership is vital to the success of education and care settings. Without skilled and committed leaders to help shape teaching and learning, the opportunity to create and sustain high-quality learning environments is minimal. Research also shows us that leadership is second only to teaching as an influence on learning, and that the quality and practice of leadership is linked in a consistent and demonstrable way to improved learner outcomes and educational equity. School leadership therefore, is the process of enlisting and guiding the talents and energies of teachers, learners, and parents toward achieving common educational aims.

Learning Outcomes
Upon completion of this unit you are expected to:
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Outcomes
	1. explain what leadership is in early childhood education
2. outline and explain the different leadership styles 
3. explain the different types of leadership
4. apply different leadership skills in running ECE centres
5. discuss the nature of motivation
6. discuss different motivation theories
7. explain the meaning and value of psychological contracts.
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Terminology
	Motivation:
	the process that initiates, guides, and maintains goal-oriented behaviours. 

	
	Psychological constant:
	Relationship between an employer and an employee where there are unwritten mutual expectations for each side

	
	
	


Leadership in Early Childhood Education

Leaders in early childhood education usually enter the profession with a profound love of children. They have experience and key skills: patience, organisation and flexibility. They embrace diversity, and they can communicate effectively with children, teachers, parents and the community. However, as early childhood education progresses, lawmakers are working to expand programs and improve the quality of schools and daycare centers. It is, in part, up to the leaders already in the field to see that they are ready for change. There are several important qualities that will make these leaders successful.

Mentoring the Upcoming Leaders

As leaders in the field of early childhood education, effective directors and administrators are always looking for upcoming leaders. Since you teachers in the early childhood classroom work with children and parents, strong head teachers regularly observe and evaluate you as staff members. Many classroom teachers and assistants have the skills that could, with time and training, qualify them as the next generation of strong leaders. Based on the knowledge on leadership you have learnt it is important that you demonstrate your full potential as a leader in your class and other school activities.

After administrators identify the upcoming leaders, mentorship becomes important. It is not enough to simply encourage a promising leader to pursue additional education and look for leadership opportunities. A good director or school head teacher will make a point to include training of new leaders in strategic planning and decision-making situations, giving you teachers an opportunity to experience leadership firsthand. Further, wise directors or school head teachers will cultivate opportunities for new leaders within their systems to increase retention.

Make the Most of Individual Strengths

Strong directors and leaders know their strengths. In situations that require a leader's particular expertise, they take the reins and keep the institution moving forward. A strong leader does not back down from controversy or let bullies run the show.

On the other hand, strong leaders also embrace "upside-down leadership." When early childhood administrators practice upside-down leadership, staff members feel empowered to make suggestions and use their skills. Smart leaders recognise areas for improvement and learn from those who know best, including those they supervise. The person providing direct service will have the practical knowhow, ideas and creativity, but may miss the bigger picture. The person farthest removed from the action-centre has to keep the big picture in mind. But both must consult each other because they are both valuable to the smooth running of the institution.

Provide Time and Opportunities

Teaching and childcare can be lonely professions. Although they are around people all day, most teachers and assistants will confess that they would appreciate more time with adults -- both colleagues and friends. Leaders in any educational setting who provide time for interactions among staff members almost always see improved morale and loyalty. Smart leaders also provide time and opportunities for professional development. It may not be possible to provide on-site classes or seminars for every need, but if administrators are generous with time and financial support, teachers and assistants will see that their leaders truly support continuing education.

Recognising the next generation of leadership in early childhood education, empowering people to do what they do best, and providing social and educational support are all critical to successful leadership. The truly great leaders never lose sight of their purpose. They maintain a passion for education and devotion to early childhood. They know that systems and processes can and should be efficient and precise. But if children are not the centre-piece, no leader can run a truly effective childcare centre.

Strong early childhood leadership positively impacts on the outcomes for children and families. You will notice that very few leaders attain their roles with all of the experience, education, or specialised training they need. These take time to develop.
Common leadership styles

It is important for you to realise that there is never a ‘one-size-fits-all’ leadership style for every situation. You are aware that all institutions operate differently and certain attributes will be more successful in some environments than others.
However, having a thorough understanding of various leadership styles enables school heads to not only adopt the correct characteristics for themselves, but also develop better leaders throughout the institution.

Here is a list of eight common leadership styles and a brief summary of their advantages and disadvantages:

Transformational leadership

Often considered among the most desirable employees, people who show transformational leadership typically inspire staff through effective communication and by creating an environment of intellectual stimulation. However, these individuals are often thinkers beyond reality and may require more detail-oriented managers to successfully implement their strategic visions. Transformational Leadership creates an environment of intellectual stimulation. 

Transactional leadership

Transactional leadership is focused on group organisation, establishing a clear chain of command and implementing a carrot-and-stick approach to management activities. It is considered transactional because leaders offer an exchange; they reward good performances, while punishing bad practice. While this can be an effective way of completing short-term tasks, staff members are unlikely to reach their full creative potential in such conditions.
Autocratic leadership

You will find more extreme version of transactional leadership and autocratic leaders have significant control over staff and rarely consider worker suggestions or share power. Ruling with an iron fist is rarely appreciated by staff, which can lead to high turnover and absenteeism. It is also not uncommon to notice that there can also be a lack of creativity due to strategic direction coming from a single individual. This leadership style is best suited to environments where jobs are fairly routine or require limited skills. You will also find this common in military organisations.

Laissez-faire leadership

Laissez-faire literally means “let them do” in French. This is typically translated to “let it be”.

This can be effective in creative jobs or work centres where staff members are very experienced and do not need close supervision. However, it is important that teacher leaders monitor performance and effectively communicate expectations to prevent work standards slipping.

Democratic leadership

Also known as participative leadership, this style – as the name suggests – means leaders often ask for input from team members before making a final decision. Staff members usually report higher levels of job satisfaction in these environments and the work centre can benefit from better creativity and innovation. On the other hand, the democratic process is in general slower and may not function well in work centres where quick decision-making is vital.

Bureaucratic leadership

Bureaucratic leadership models are most often implemented where you have highly regulated or administrative environments, where your adherence to the rules and a defined hierarchy are important. These leaders ensure you follow the rules and carry out tasks by the letter. Naturally, this works well in certain roles – such as health and safety – but can stifle innovation and creativity in learning institutions.

Charismatic leadership

Here you have a certain amount of overlap between transformational and charismatic leadership. Both styles rely greatly on the positive dimension and personality of the leader in question. However, charismatic leadership is more often than not considered less favourable, largely because the success of works and initiatives is closely linked to the presence of the leader. When your leader is absent work suffers.

While transformational leaders build confidence in a team that remains when you move on, the removal of a charismatic leader typically leaves a power vacuum.

Situational leadership

Situational leadership style was developed by management gurus Paul Hersey and Ken Blanchard in 1969. This is a theory that successful leaders make use of a range of different leadership styles depending on the situation. Here you find that staff seniority and experience, type of job being performed, the complexity of tasks at hand all play an important role in what leadership style apply for any given situation.

However, it is important for you to realise that many people have a natural leadership style, which can make switching between roles challenging as well as rewarding. It can also be difficult to gauge what style is most suitable for certain circumstances, holding up decision-making processes.

Use the different styles of leadership at your disposal to instil confidence, trust, cooperation and love in your learners.
Motivation

Motivation is defined as the process that initiates, guides, and maintains our goal-oriented behaviours. Motivation is what causes you to act, whether it is getting a glass of water to reduce thirst or reading a book to gain knowledge.

Motivation involves the biological, emotional, social, and cognitive forces that activate our behaviour. In everyday practice, we use the term motivation frequently to describe why a person does something. We often say, what is the motive behind his/her action? For example, you might say that a student is so motivated to get into a computer science programme that she spends every night studying.

According to Nevid, (2013), the term motivation refers to factors that activate, direct, and sustain our goal-directed behaviour. Motives are the ‘whys’ of behaviour the needs or desires that drive behaviour and explain what we do. We do not actually observe a motive; rather, we infer that one exists based on the behaviour we observe.

What exactly lies behind the motivations for why we act the way we do? Psychologists have proposed to us different theories of motivation, including drive theory, instinct theory, and humanistic theory. The reality is that there are many different forces that guide and direct our motivations, (https//www.verywellmind.com/theories of motivation-4157184).

Components of Motivation 

Anyone who has ever had a goal (like wanting to be a star in football or run a marathon) probably immediately realises that simply having the desire to accomplish something is not enough. Achieving such a goal requires the ability to persist through obstacles and endurance to keep going in spite of difficulties.

There are three major components to motivation: activation, persistence, and intensity.

1. Activation involves the decision to initiate a behavior, such as enrolling in a psychology class.

2. Persistence is the continued effort toward a goal even though obstacles may exist. 
3. Intensity can be seen in the concentration and vigor that goes into pursuing a goal. For example, one learner might pass without much effort, while another learner will study regularly, participate in discussions, and take advantage of research opportunities outside of class. The first learner lacks intensity, while the second pursues his educational goals with greater intensity. This learner is likely to achieve more in life situations than the first one. 
Theories of Motivation 

What are the things that actually motivate us to act? Psychologists have proposed different theories to explain motivation:

· Instincts: The instinct theory of motivation suggests that behaviors are motivated by instincts, which are fixed and inborn patterns of behavior. Psychologists including William James, Sigmund Freud, and William McDougal have proposed a number of basic human drives that motivate behaviour. Such instincts might include biological instincts that are important for an organism's survival such as fear, cleanliness, and love.

· Drives and Needs: Many of your behaviours such as eating, drinking, and sleeping are motivated by biology. You have a biological need for food, water, and sleep. Therefore, you are motivated to eat, drink, and sleep. Drive theory suggests that people have basic biological drives and that your behaviours are motivated by the need to fulfill these drives.

· Arousal Levels: The Arousal Theory of motivation suggests that people are motivated to engage in behaviours that help them maintain their optimal level of arousal. A person with low arousal needs might pursue relaxing activities such as reading a book, while those with high arousal needs might be motivated to engage in exciting, thrill-seeking behaviours, such as playing basketball or tennis.

Extrinsic vs. Intrinsic Motivation 

Different types of motivation are frequently described as being either extrinsic or intrinsic. Extrinsic motivations are those that arise from outside of the individual and often involve rewards such as trophies, money, social recognition, or praise. Intrinsic motivations are those that arise from within the individual, such as doing a complicated crossword puzzle purely for the personal gratification of solving a problem.

Understanding motivation is important in many areas of life, from parenting to the workplace. You may want to set the best goals and establish the right reward systems to motivate others as well as to increase your own motivation. Knowledge of motivating factors and manipulating them is used in marketing and other aspects of industrial psychology. It is an area where there are many myths and everyone can benefit from knowing what works and what doesn't.

Motivating Learning in Young Children 

Young children are born with an innate curiosity to learn about their world. This intrinsically instigated learning is often called mastery motivation. Patterns of motivation are established at an early age. The early childhood years are crucial for establishing robust intrinsic motivational orientations which will last a lifetime. By the time many children reach school, much of their motivation has been lost or replaced with extrinsically motivated learning strategies. Preschools and elementary schools have been criticised for contributing to such negative motivational patterns in children. This can be changed. Early child care situations and preschools can instead be instrumental in the strengthening of children's motivation. The goal of this section is to show that through an understanding of the beginnings of motivation, we can begin to find ways to build strong motivational patterns in children that can carry on to later years of learning.

Young children learn from everything they do. They are naturally curious; they want to explore and discover. If their explorations bring pleasure or success, they will want to learn more. During these early years, children form attitudes about learning that will last a lifetime. Children who receive the right sort of support and encouragement during these years will be creative, adventurous learners throughout their lives. Children who do not receive this sort of support and interaction are likely to have a much different attitude about learning later in life.

Characteristics of Motivation in Young Children

Children do many things simply because they want to do them. Selecting a toy or a shirt to wear is the result of “intrinsic motivation.” The child makes his/her own choice and achieves satisfaction from both the act of choosing and from the opportunity to play with the toy or wear the shirt. Since the activity is generating the motivation, it is mostly self-sustaining for as long as the child wants to continue the activity. 

Children also engage in some activities because adults tell them to, or in an effort to please another party. These activities are “extrinsically motivated.” When a child is extrinsically motivated, the reward comes from outside the child—it has to be provided by someone else, and has to be continually given for the child to remain motivated enough to continue the activity.  It is more difficult for a child to sustain extrinsically motivated activity because of this reliance upon some outside force. 

Since intrinsically motivated activity is more rewarding in and of itself, children learn more from this sort of activity, and they retain that learning better. Intrinsically motivated children are more involved in their own learning and development. In other words, a child is more likely to learn and retain information when he is intrinsically motivated – when he believes he is pleasing himself. Parents can build on this sense of confidence by guiding their child’s play and activities while still giving the child a range of options. This unstructured play is an essential element of the child’s motivation, learning, and development.

A number of behavioural characteristics are indicators of high motivation. Here are some of the important factors and some ways to help your child develop these characteristics.

Persistence is the ability to stay with a task for a reasonably long period of time. While very young children cannot concentrate on one activity for an hour, there are still measurable differences in the length of time that young children will engage in an activity.  A highly motivated child will stay involved for a long period of time, whereas an unmotivated child will give up very easily when not instantly successful. Children learn persistence when they are successful at a challenging task. The art in building persistence is in offering a task that is just challenging enough, but not overwhelming.

Choice of challenge is another characteristic of motivation. Children who experience success in meeting one challenge will become motivated, welcoming another. These motivated learners will choose an activity that is slightly difficult for them, but provides an appropriate challenge. When they successfully complete such a task, children gain a high level of satisfaction. Unmotivated children will pick something that is very easy and ensures an instant success. With such easy success, children feel only a very low level of satisfaction, because they know that the task offered little challenge. The challenge for parents is helping their child find an appropriate challenge while still allowing the choice to be the child’s. 

The amount of dependency on adults is another indicator of motivation. Children with strong intrinsic motivation do not need an adult constantly watching and helping with activities. Children who have a lower level of motivation or are extrinsically motivated need constant attention from adults and cannot function independently. Since independence is an important aspect of quality learning, this dependence on adults will greatly limit children’s ability to succeed in school. Parents can increase the likelihood of their child’s building independent motivation by providing toys and activities that play to the child’s natural creativity and curiosity. Often, these are the simplest, most basic playthings: blocks, little plastic “people,” a toy car or two, and crayons and paper. These things encourage children to invent their own worlds rather than depending on an adult to entertain them. 

The last indicator of motivational level is emotion. Children who are clearly motivated will have a positive display of emotion. They are satisfied with their work and show more enjoyment in the activity. Children without appropriate motivation will appear quiet, sullen and bored. They will not take any apparent pleasure in their activity and will often complain. As a parent, you are probably the best judge of your child’s moods. That cranky, whiny voice is usually a good indicator that a child doesn’t feel very good about her and needs a new adventure of some sort. 

Developing Motivation 

Newborn infants are born with a tremendous amount of intrinsic motivation. This motivation is aimed toward having some visible effect on the environment. When infants can actually see the results of their actions as a reward, they are motivated to continue those actions. These attempts toward control are limited within the young child, and include crying, vocalizations, facial expressions and small body movements. Toys that change or make sound as the child moves them are therefore strong motivators.

As infants grow and continue to mature (9-24 months), more voluntary, purposeful movements are possible. This gives them more control of their environment. This wider range of control allows children to feel that they are successful. Success leads to higher self-esteem and feelings of self-worth, which leads to strengthened motivation. As children continue to develop during this time period, they are better able to make decisions and plan what to do to gain control of things around them. They are beginning to set their own goals for activities. This success is not based upon adult standards, but totally upon the child’s ability to accomplish the goals that he has set out for himself. 

By two years of age, children are developing the ability to execute a sequence of events in order to achieve a goal. They also have an appreciation for standards and begin to evaluate their efforts. By three years of age, children become interested in doing things well, as opposed to just doing them. They have an idea of various levels of competency in performance and judge their success by their own internal standards. Therefore they have much less need for adult feedback about the quality of their efforts.

Preschoolers (age 3-5 years) are beginning to be more involved with verbal problem solving skills. They direct their own learning through speech and use vocal communication to direct their own behavior to solve problems. Young children are often heard talking themselves through a series of actions that lead to the solution of a problem. As children get older, this “talking out loud” will become an internal monologue. This newly developing ability to problem solve is the basis for motivation at this stage. Having the self confidence to know that one can solve a problem motivates the learner to accept other new and challenging situations, which in turn lead to greater learning.

Enhancing Motivation 

For parents of young children, the goal should be to appropriately support the development of motivation so that there is a proper foundation for optimal educational growth.  Parents should be very cautious about the use of many extrinsic rewards, as this can severely interfere with the child’s motivational development. Praise for an accomplishment is appropriate, but be sure that your child is doing a task because she is interested, not because she thinks it will bring praise from you. 

Difficulties arise when adults or others within the child’s environment enforce external standards and replace the internal reward system with one that depends upon outside forces to supply all of the rewards (candy, money, excessive praise). Children then begin to feel successful only if someone else rewards them for accomplishments. They lose their intrinsic motivation and may only feel success when someone else judges them as successful. In such situations, children may not develop feelings of self-worth, and will judge their own value by someone else’s standards. Your child should never need to ask, “Did I do well?” She should know and be confident in her own successes.

There are several strategies parents can use to help children remain more fully intrinsically motivated. 

· Provide an environment (through age appropriate toys, activities, etc.) that allows children to freely explore and to see the effect of their actions (i.e., toys that have visible or tangible changes when moved).

· Allow children ample time when working to allow for persistence. When children are deeply involved with an activity, make sure that they can finish without interruption. Resist the natural urge to “help,” and let the child know if, for example, we have to go to the grocery store in a few minutes.

· Respond to children’s needs in a consistent, predictable manner, but allow them to be as independent as possible. This does NOT mean ceding all control to your child. All children need clearly defined limits. Playtime, however, need not be structured and organized. Let your kid be a kid!

· Provide many opportunities for children and adults to explore together and interact directly. It is important for both children and adults to be working together on an activity. This lets you observe, model, and encourage your child.

· Provide situations that give children an acceptable challenge.  Activities that are slightly difficult for the child will be more motivating and provide for stronger feelings of success when accomplished. This may take some trial and error at first.

· Give children opportunities to evaluate their own accomplishments. Rather than stating that you think they have done a good job, ask them what they think of their work. You’ll never go wrong by asking the question, “What do YOU think?”

· Do not use excessive rewards. They tend to undermine children’s ability to value themselves. Praise and rewards should be based upon children’s effort and persistence, rather than on the actual accomplishment. 

As adults we need to appreciate that the world through a child’s eyes is an awesome place. Let’s allow children to explore and discover their world. Around every corner is an experience just waiting to surprise and excite young growing minds; all they need is for us to give them a small amount of direction and a large amount of freedom. It is not necessary to praise and reward children for their own actions as they attempt to control their environment. The feelings of accomplishment they gain from results of those actions will be reward enough. Providing excessive praise and rewards is unnecessary and can actually be harmful to children’s motivation and desire to learn. Remember, the habits and attitudes toward learning that are formed in these early years set the mood for all future learning for our children. 

Motivation in Management

Motivation in management describes ways in which managers promote productivity in their employees. Learn about this topic, several theories of management, and ways in which this applies to the workplace. Use quiz questions to test your knowledge.

The Definition of Motivation

Often, people confuse the idea of 'happy' employees with 'motivated' employees. These may be related, but motivation actually describes the level of desire employees feel to perform, regardless of the level of happiness. Employees who are adequately motivated to perform will be more productive, more engaged and feel more invested in their work. When employees feel these things, it helps them, and thereby their managers, be more successful. 

It is a manager's job to motivate employees to do their jobs well. So how do managers do this? The answer is motivation in management, is the process through which managers encourage employees to be productive and effective. There are many ways to motivate employees. Managers who want to encourage productivity should work to ensure that employees: 

· Feel that the work they do has meaning and importance 

· Believe that good work is rewarded 

· Believe that they are treated fairly and equally

All of these tasks fall under one or more motivational theories. 

Expectancy Theory

Expectancy theory outlines the connection employees expect between effort and reward. If an employee does very well and puts forth additional effort, they will likely expect to be rewarded accordingly. In a retail setting, for example, a cashier might offer to work a double shift when a manager is short staffed, but would expect praise and perhaps additional compensation for doing so. 

Employees who do not feel rewarded become unmotivated. Think about how you might feel if you continually worked as hard as possible but never received additional recognition or compensation. Would you continue to work as hard as possible, or would you think 'why bother'? 

Equity Theory

Equity theory indicates that employees are best motivated when they feel that they are being treated equally. If two employees perform the same job, and believe that they do so equally well, they would expect equal pay and equal recognition.

Motivation Theories: Individual Needs

Motivation is a complex phenomenon. Several theories attempt to explain how motivation works. In management circles, probably the most popular explanations of motivation are based on the needs of the individual. 

The basic needs model, referred to as content theory of motivation, highlights the specific factors that motivate an individual. Although these factors are found within an individual, things outside the individual can affect him or her as well. 

In short, all people have needs that they want satisfied. Some are primary needs, such as those for food, sleep, and water—needs that deal with the physical aspects of behavior and are considered unlearned. These needs are biological in nature and relatively stable. Their influences on behavior are usually obvious and hence easy to identify. 

Secondary needs, on the other hand, are psychological, which means that they are learned primarily through experience. These needs vary significantly by culture and by individual. Secondary needs consist of internal states, such as the desire for power, achievement, and love. Identifying and interpreting these needs is more difficult because they are demonstrated in a variety of ways. Secondary needs are responsible for most of the behavior that a supervisor is concerned with and for the rewards a person seeks in an organisation. 
Abraham Maslow's hierarchy of needs theory

Several theorists, including Abraham Maslow, Frederick Herzberg, David McClelland, and Clayton Alderfer, have provided theories to help explain needs as a source of motivation.

Abraham Maslow defined need as a physiological or psychological deficiency that a person feels the compulsion to satisfy. This need can create tensions that can influence a person's work attitudes and behaviors. Maslow formed a theory based on his definition of need that proposes that humans are motivated by multiple needs and that these needs exist in a hierarchical order. His premise is that only an unsatisfied need can influence behavior; a satisfied need is not a motivator. 

Maslow's theory is based on the following two principles:

· Deficit principle: A satisfied need no longer motivates behaviour because people act to satisfy deprived needs.

· Progression principle: The five needs he identified exist in a hierarchy, which means that a need at any level only comes into play after a lower‐level need has been satisfied.

In his theory, Maslow identified five levels of human needs. Table 4.1 illustrates these five levels and provides suggestions for satisfying each need. 

Maslow's hierarchy of needs is a motivational theory in psychology comprising a five-tier model of human needs, often depicted as hierarchical levels within a pyramid. Needs lower down in the hierarchy must be satisfied before individuals can attend to needs higher up. From the bottom of the hierarchy upwards, the needs are: physiological, safety, love and belonging, esteem and self-actualization.

Table 4.1 Maslow’s hierarchy of needs
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Psychological contracts

Psychological contracts are defined by the relationship between an employer and an employee where there are unwritten mutual expectations for each side. A psychological contract is rather defined as a philosophy, not a formula or devised plan and you can characterise it as a contract through qualities like respect, compassion, objectivity and trust. Psychological contracts are formed by beliefs about exchange agreements and may arise in a large variety of situations that are not necessary employer-employee. However, it is most significant in its function as defining the workplace relationship between employer and employee. In this capacity, the psychological contract is an essential, yet implicit agreement that defines employer-employee relationships. 

These contracts can cause virtuous and vicious circles in some circumstances. Multiple scholars define the psychological contract as a perceived exchange of agreement between an individual and another party. The psychological contract is a type of social exchange relationship. Parallels are drawn between the psychological contract and social exchange theory because the relationship's worth is defined through a cost-benefit analysis. The implicit nature of the psychological contract makes it difficult to define, although there is some general consensus on its nature. This consensus identifies psychological contracts as promissory, implicit, reciprocal, perceptual, and based on expectations. 

These psychological contracts can be impacted by many things like mutual or conflicting morals and values between employer and employee, external forces like the nudge theory, and relative forces like the Adams' equity theory.

Activity
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Activity 6.1
	1. Discuss leadership in early childhood education

2. Outline the different leadership styles 

3. What are the different types of leadership

4. Explain how you can apply different leadership skills in running ECE centres

5. Discuss the nature of motivation

6. Discuss the different motivation theories

7. What do you understand by psychological contracts


Reflection
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Reflection
	Maslow's theory is based on the following two principles:

1. Deficit principle
2. Progression principle
· Discuss how the two principles can help you run your ECE centre


Unit summary
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Summary
	In this unit you learned about;

· leadership is in early childhood education

· the different leadership styles 

· the different types of leadership

· applying different leadership skills in running ECE centres

· the nature of motivation

· the different motivation theories

· psychological contracts 


KEY REFERENCES
Marzano, R.J., Waters, T. and McNulty, B.A. (2005). School Leadership that Works: From Research to Results. Alexandria, VA: ASCD.
Schunk, D. H., Pintrich, P. R., & Meece, J. L. (2008). Motivation in education: Theory, research, and applications. Upper Saddle River, NJ: Pearson Education.
Unit 7
Organisational Culture in Early Childhood Education Centres

Introduction
As you go through this unit you will realise why each organisation or institution is unique. Early childhood education and care settings all educate and care for young children; culture distinguishes us from each other. The culture of our early childhood education and care settings:

·  influences our day-to-day experiences and decisions

·  shapes how we communicate with children, educators, families and the broader community

·  affects which policies and procedures we implement.

Learning Outcomes

Upon completion of this unit you are expected to:
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Outcomes
	1. explain what organisation culture is

2. justify culture, routines and rules in an ECE centre 

3. discuss policy and mission statement in an ECE centre

4. discuss the importance of philosophy of an ECE centre.


	
	
	


Organisation Culture

Culture is a kind of 'social energy' that builds up over time and it can motivate people or create barriers that slow, or stop action. All organisations have a culture that can occur by default or we can intentionally play a part in shaping it.

Ways culture can benefit mental health and wellbeing

Paying attention to organisational culture can have great benefits for the mental health of all the members of your community. Culture can:

· Invite conversations about mental health and mental health difficulties

· Offer experiences that support the learning and wellbeing of children and adults

· Support people having positive feelings about themselves and others

· Promote innovation, collaboration and creativity

· Create a space for honest, respectful and reflective practices and behaviour

· Encourage and assist help seeking when and where necessary

Understanding the culture of a place

Organisational culture is visible because of the behaviours, attitudes and practices of individuals within an organisation. Organisations have a second type of culture too; one that lies beneath the surface of everything we do. With unwritten rules of operation, the ‘under the surface culture’ is usually more powerful than the visible one. It is often an outcome of tradition or habit, so historical events within the service such as past successes, setbacks and challenges influences this culture.

It is the ‘under the surface’ culture that creates cultural ‘norms’ which determine how our settings function from day-to-day. Cultural norms influence:

· how people within your community communicate with each other

· how people form networks and groups within and beyond the early childhood community

· how people feel when being involved in experiences at the early childhood setting

· the experiences had by children, families, educators and staff.

Identifying the culture in our place

Engaging in conversations about people’s experiences in our place can help us understand our culture. Explore

· feelings children, families, educators and staff have about themselves when in the setting

· opinions that children, families, educators and staff have about their roles

· how individuals feel about others who are involved at the service

· views that educators, staff, families and children have about the setting.

People are more likely to be energetic, involved and committed to community when they feel they belong, enjoy their roles, and respect and value their organisation and the people around them.

Leadership influences culture

All community members need to participate equally in order to shape culture but it also requires time, energy and leadership. A successful leader needs to be aware of the under the surface culture of their community and any elements that negatively influence culture of the early childhood setting. Our leader’s actions speak louder than their words: when they commit to change and model the desired culture all members of our community:

· behave in ways consistent with the philosophy, vison and goals

· show increased commitment and contribution to the early childhood setting

· contribute positively to the mental health of the entire community

Communicating, achieving and maintaining a culture of our dreams

We can use many methods to communicate our visible organisational culture and ensure congruence between this and our under the surface culture, (Barker, C., & Coy, R. (2004). Ways to communicate, achieve and maintain our desired culture include:

· a formal statement of philosophy

· design of the physical space (what is on display, how the spaces for educators, staff, children and families are set up)

· deliberate role modeling and encouragement by leadership

· celebrating achievements and rewarding actions that support the goals of the service in shaping culture

· what leaders pay attention to, measure and control

· respect, trustworthiness and effective communication

Reflecting on the processes

As a team, decide what the ‘culture of your dreams’ is. Then using the many ways, we have to identify and communicate culture, compare how closely the visible and ‘under the surface cultures’ correlate with each other and your collective ideal. 
Remember you can contact your facilitator they are available to help with the process and love hearing about everyone’s experiences too.

Ethics and values in an ECE Centre

Vision and Mission
Our Vision

Our vision is to create a warm and inclusive family atmosphere where all educators and families feel inspired to work together in a genuine partnership focused on providing a dynamic learning environment to ensure each child rely on their full potential. Regardless of race, gender, age, ability, social status or family structure, our vision is to ensure each child is able to participate in all aspects of the program. We value the different gifts that each child brings to our community and embrace the many traditional cultures. 
Our Mission

Our mission is to work together to build a safe, respectful and nurturing environment focused on maximising each child’s sense of wellbeing and acquisition of skills for life and learning promoting a sense of Belonging, Being and Becoming.

It is important that we, as a country, recognise our true history and past, present and continuing warm cultures of Zambia. We acknowledge that it is a child's right to learn about Zambia, the Traditional Custodians and our rich history. We believe that children who are respected and know their rights can be empowered to advocate for others’ rights too. We acknowledge that tribalism has no place in our E.C.E. Centre or in the Zambian wider community and commit to providing tools and resources to take action against tribalism. We strive to ensure that we continue to respectfully embed the Zambian culture in all that we do. We are committed to reaching out to the people within our community to break down barriers and move forward together. As early childhood teachers, we understand that from small things big things grow.

Our Philosophy

Our philosophy of Early Childhood Education should be based on research that indicates that a child’s growth is developmental. We realise that every child is unique in terms of life experiences, developmental readiness, and cultural heritage. A high quality early childhood programme that provides a safe and nurturing environment that promotes physical, social, emotional, language and cognitive development will ensure a positive continuation of the child’s education process.
Healthy institutional culture

Our institutions should strive for what is considered a "healthy" institutional culture in order to increase productivity, growth, efficiency and reduce counterproductive behaviour and turnover of staff. We have a variety of characteristics that describe a healthy culture in our institutions which, including:

· acceptance and appreciation for diversity
· regard for and fair treatment of each staff member as well as respect for each employee’s contribution to the institution.
· staff members and learner pride and enthusiasm for the institution and the work performed
· equal opportunity for each staff member and learner to realise their full potential within the institution
· strong communication with all staff members regarding policies and institutional issues
· strong institutional leaders with a strong sense of direction and purpose
· promoting training and staff member knowledge (effective CPD)

Respect, Dignity and accountability
We aim to ensure each child is given the opportunity to play, discover and grow in an atmosphere of care and mutual respect where their accountability, dignity and rights are preserved at all times.

Emotional Security

We aim to build warm, respectful and meaningful relationships between all our children, families and educators in order to create a community of learners which is a support network for all. We know that respect comes from being acknowledged, understood and empathised with in relationships that have meaning, and understand the importance of establishing an emotionally secure foundation based on respect in order to support each child’s developing sense of self and empathy for others.

Activity
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Activity 7.1
	1. What do you understand by organisation culture?

2. Discuss culture, routines and rules in an ECE centre 

3. Explain the importance of policy and mission statement in an ECE centre

4. Explain why you need a guiding philosophy of your ECE centre

5. How would you promote accountability, respect, integrity and human rights in your ECE centre? 


Reflection
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Reflection
	Examine the value of institutional ethics and culture in enhancing learner performance in your ECE centre.


Unit summary
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Summary
	In this unit you learned the following:
· organisation culture,

· Importance of routines and rules in an ECE centre, 

· policy and mission statements in an ECE centre,

· guiding philosophy of your ECE centre and

· promotion of accountability, respect, integrity and human rights in your ECE centre. 

KEY REFERENCES
Barker, C., & Coy, R. (2004). The Power of Culture: Driving Today’s Organizations. Sydney: McGraw-Hill.

Parker, M. (2000) Organizational Culture and Identity, London: SAGE.
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Activity 3.1:


 Discuss some of the internal and external factors that may influence recruitment in an institution.





Activity :


 In groups of five, suggest the sources of recruitment in your organisation.








Activities:


Distinguish between the different factors influencing recruitment.


Name internal sources that can be used by an institution for recruitment purposes.


Explain the advantages of internal recruitment.


 There are a number of sources that can help employees from outside the institution, depending on the nature of the vacancies, management policy and conditions of the labour market. Explain.


State administrative steps which should be taken during the recruitment process.





Distinguish between internal and external sources of recruitment.








Activity 5.1


 Discuss some of the factors that affect selection in an organisation.








Step 1 The Initial Selection Interview


Step 2 The Application Form


Step 3 Testing


Step4 Checking References


Steps 5 The Interview


Step 6 The Medical Examination Appointment











