Kathryn Thomas

MMPD Course
I have been attending the Middle Management Development Programme for LEA Officers in Wales which has been run by the University of Glamorgan.  A particular area of consideration has focused upon the difference between management and leadership.  Of particular interest to me is whether leaders are born or whether leadership qualities can be developed.  This has been planned to coincide as part of my professional development between my Line Manager/Head of Department and the Divisional Director for School Support and Improvement.   (Kotter claims that successful companies do not wait for leaders to come along – “they actively seek out people with leadership potential and expose them to career experiences designed to develop that potential”.) I have been able to consider my management role and analyse whether I have leadership qualities that have been developed in any way – particularly over the past year.

I have provided information to inform on the area of Rhondda Cynon Taf and the Early Years and Childcare Department within the Education and Children’s Services Division of the Authority as background information to support the assignment.

RHONDDA CYNON TAF – THE AREA

Rhondda Cynon Taf lies to the north of Cardiff, at the heart of South Wales.  Bounded by the Brecon Beacons and the M4 Motorway.  It is the second largest local authority in Wales, covering 424 square kilometres and with a population of 231,946.  It embraces an upland plateau and three valleys in the north with rolling farmland and woods in the south.

Rhondda Cynon Taf offers an outstanding natural environment, attractive to a wide catchment area.  Local people are particularly proud of this and of the strength of their unique cultural heritage.  They are renowned for their warm reception for visitors, their humour and resilience in the face of adversity and their strong sense of community, founded on help for those in need and respect for the individual.

The County Borough is experiencing a period of major change, bringing fresh challenges and opportunities but also creating uncertainty and the need to overcome a recent legacy of severe economic and social deprivation.  (Rhondda Cynon Taf Better Life Consortium, Our Community Plan  2004-14)

EARLY YEARS AND CHILDCARE DEPARTMENT

The Rhondda Cynon Taf Early Years and Childcare Team work collaboratively with a broad range of organisations and parents in order to improve the quality, availability and access to best quality early years and childcare services, including early years education.  Since 1997 a strong inter-agency Early Years Development and Childcare Partnership (EYDCP) has been operational and represents an extensive range of agencies and organisations concerned with the development and delivery of services to young children and their families.  The EYDCP is an effective partnership, where leadership is shared and all members are encouraged to play an active role in shaping services.  The purpose of the partnership is to ensure that there are:

· Adequate childcare places are available for working and training parents.

· Improvements in quality and standards across all settings.

· Increased educational placements to ensure all children aged three and four are enabled to access al least half time free places.

· To deliver the Sure Start agenda.

· To develop and deliver the (Basic Skills) Language and Play initiative.

· To contribute to and further the aims of the Cymorth agenda for children and young people.

(Taken from Rhondda Cynon Taf County Borough Council Early Years Development Plan, April 2005 – March 2006.) 

My Current Role within the Early Years and Childcare Team

I am currently Sure Start Co-ordinator (since August 2002) and in this role I manage the Sure Start project which operates in RCT.  The project is funded under the Cymorth Scheme and 33% of the overall funding (a total of £1,145,532 for the financial year 2004-05) has been allocated to provide supportive services for children under the age of 4 and their families.  A Core team comprises:

· 3 Health Visitors
· Childcare Support Workers
· Toy Library Staff (one Librarian and one support officer)
· Talkabout Team (one Speech and Language Therapist, one Development Officer and two Support Workers)
· Dad’s Advisor
· Parent and Children Together (PACT) Officer
· Safestart Scheme Officer
In addition a number of community and voluntary organisations receive funding to support and compliment a variety of operational projects.

My role has developed naturally to incorporate additional duties including:

· Line management of the Sure Steps (pre school Autistic provision)
· Line management of the EYC Finance Team
· Support to members of staff in the Language and Play Team
· Support to other members of staff in the Early Years Team. 
Targets outlined in my Action Plan at points 2 and 6 specifically refer to areas of development as agreed by myself and my Line Manager/Head of Department and are in conjunction with the Early Years and Childcare Plan. (see Appendix II)

I have considered three areas of work that I am directly involved with where I have had specific input in the re-organisation and development of the projects:

· The Early Years Finance Team

· The Sure Steps (pre-school Autism project)

· Development of the Toy Library Service

Early Years Finance Team

When I started with the Department  only one part-time finance assistant worked for the section.  Within six months I identified a need to extend the staffing compliment.  In order to comply with Audit requirements particularly as a high majority (estimated to be about 92-95%) of the Department is funded through external grants where appropriate conditions apply.

Whilst the Head of Department fully supported this view, it was necessary to estimate the number of staffing hours that would ideally meet the identified needs and assess the workload for the individual members of staff.  In addition, the idea could not become reality unless funding was identified to support the salaries plus on-costs.  

Thus I had opportunity to identify funding, liaise with personnel to negotiate accommodation for the staff, draw up job descriptions, advertise, shortlist, interview and appoint staff.  In this situation I embarked upon all of tasks in order to instigate the change.  

I now line manage a team of two finance officers and have introduced working practice in line with grant and audit requirements.  Interestingly, a few days after the first course date in October where the idea of ‘trio’s’ was used as a method of sharing ideas/discussion/problem solving I had to address a clash of personality within the team.  I used the trio method to dissolve the situation and am pleased to say was effective.  The coincidence of this occurring within such a short time span was timely and afforded me opportunity to put theory into practice and proved to be an invaluable management tool.

In this situation, I have been able to observe my own leadership role in instigating and initiating a change in working practice as well as management of the actual team.

Sure Steps (pre-school Autism provision)

The second example relates to the pre-school Autism/communication disorder provision.  We operate from three sites in RCT.  Two nursery nurses are employed in each setting to work with pre-school children who are suspected of having autistic spectrum disorder.  The children attend 4 times each week either morning or afternoon and the nursery nurses work on a 2:1 basis to introduce pre-school routines and in particular  TEEACH and PECS as an aid to improving communication techniques for the children concerned.  Each child works to an individual education play plan and in reality the nursery nurses are not qualified to draw up these plans.  

This is an expensive provision, however, external evaluation has fully supported the project.  School staff comment on how well adjusted the children are when they attend school compared to children having these difficulties who have not received the pre-school input.

I became aware, however, that the staff needed teacher input to be even more effective.  This obviously had cost implications.  I considered where funding could be obtained in order to support extension of the project and put the proposal to the Head of Department.  This has been accepted and in September a teacher will support the projects for two days each week.  I am interested to see how the projects will progress as a result of this additional input and have also put in place other proposals to instigate improved working practice as well as formalising some of the more administrative duties.  

I feel this project is now being taken one step further towards becoming a more wholesome service.  I will line manage the teacher and also the nursery nurses.  I feel that I have demonstrated leadership qualities in identifying the need to improve the service and managed to overcome practical issues in order to instigate a change in the overall service provision.  I look forward to leading an improved service.

Toy Library Service

The final area of focus concerns the Toy Library Service which currently operates from a base in the Rhondda Valley with a satellite base in Cynon Valley that has operated for two years.  However, this base has not been successful which is partly due to its location (in a Special School) where a stigma within the local community has developed.  The venture has very much been allowed to stagnate.  Consequently the resources (a considerable amount of educational toys) have been left very much untouched.

I arranged to meet with the newly appointed Headteacher of the School to try to raise the profile of the service for the pupils and their parents.  However, only a very limited response was received and so I arranged to  meet with another Headteacher from a school at the top of the Cynon Valley with a view to relocating to this site.  This meeting was very well received and a decision was taken to relocate to the school.

In making this decision the following consideration was uppermost.  The Cynon Valley lacks provision of this kind and development of the service could also compliment and re-instigate an injection of enthusiasm for staff delivering the service – the new challenge generating excitement and drive.  

I feel here also that I have identified an area for development and instigated early stages to implement changes.  If my intentions are successful the Toy Librarian will manage the Service and very much manage development of the satellite bases.  However, I will continue to lead the manager in her role.

Conclusion

An application is currently being processed for my role as Principle Officer for Early Years.  This new post/role has been proposed by Mike Keating, Director for School Support and Improvement in conjunction with my Line Manager and Head of Department, Carol Daniel (Head of Early Years and Childcare), who consider that there is currently a ‘fragile management structure within the Early Years and Childcare Department’.  The  re-grading (from PO2) to PO4 would ‘reflect the additional responsibilities undertaken in deputising as Head of Service’.  (See Appendix 1 which details the new job description and the additional duties I have begun to undertake). 

I feel that attending this course has provided me with an opportunity to track my progress as a manager and consider how I may have demonstrated leadership skills.  I first decided to look at the differences between leadership and management as it is an area that I have often pondered.  This course gave me an opportunity to look at my role within the Early Years Team to consider which areas I manage.   I then considered how I may have demonstrated leadership skills and was surprised when the three examples I have outlined came to mind.  It has given me an opportunity to consider in practical terms how my management skills have been developed and helped me to demonstrate leadership qualities.   There are a lot of claims about development of leadership skills which I have taken heart from.  I do not consider that I am a natural born leader, however, I do think that I have leadership qualities that – given the correct support, encouragement and practical opportunity to demonstrate, I can develop.  This course and the working opportunities I have had, especially during the last two years have helped me to develop confidence to demonstrate my potential and ability.

Laurie J Mullins claims that “good leadership also involves the effective process of delegation”.  I have had opportunity to analyse this theory against the practice of my Head of Department.  She has delegated duties and tasks to me and supported ideas I have had to develop our service.  I have used three examples to demonstrate this.  My Head of Department is also having opportunity to develop her skills and this has also been interesting to me to witness the practical development of both myself and my line manager.  Sewell-Rutter argues that “effective leadership is open to anyone with self-belief.  There is no mystery, the principles of effective leadership are straightforward – and they can be acquired.”  Having support, encouragement and opportunity has given me a self-belief and a drive to achieve more.  

Laurie J Mullins says leadership is essentially “a relationship through which one person influences the behaviour or actions of other people.”  I have instigated change and the change will influence the behaviour and actions of team members to hopefully improve our service delivery.  
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Appendices

Appendix I

PRINCIPAL OFFICER EARLY YEARS

JOB DESCRIPTION

Grade


P04

Line Manager

Head of Early Years Services

Hours of Work

37 hours

Main Objective

To assist the Head of Department in ensuring the smooth and effective operation of the Rhondda Cynon Taff Early Years and Childcare Department through the provision of support and guidance to the Early Years and Childcare Team and the core Sure Start Team and Community based projects.

Specific Responsibilities

· To act as a co-ordinator for Sure Start, liaising with and between all of the agencies concerned with the development and delivery of Sure Start.

· To prepare the Sure Start end of year summary report for submission to the NAfW.

· To attend meetings with the Sure Start management board and ensure an effective exchange of information between the management board and the core team.

· To help identify the training needs of staff and ensure that training needs are accommodated.

· To help maintain high moral within the team and a cohesive approach to the delivery of services.

· To contribute to the compilation of the Sure Start plan for 2003-2008.

· To contribute to the monitoring and evaluation of the Sure Start Scheme and to attend regular meetings of the sub group.

· To attend the All-Wales Sure Start Co-ordinators meetings as required and the South East Wales Network meetings when possible.

· To attend training events and relevant conferences appertaining to Sure Start or Early Years.

· To contribute to the multi-agency dimension and partnership working arrangements, already established in Rhondda Cynon Taff.

· Attend team meetings with Sure Start staff.

· To directly line manage members of the Early Years Finance Team.

· To direct members of the Early Years Finance Team in the compilation of grant and expenditure claims and oversee submission of the claims to respective funding organisations.

· To liase with Auditors and ensure all grant claims and records comply with audit requirements.

· To provide management support to members of the Sure Start and Language and Play  projects within the Early Years and Childcare Department.

· To deputise for the Head of Early Years and Childcare Department and the Genesis Co-ordinator in their absence or as required.

· To contribute to the planning and delivery of the Cymorth Working Group and sub groups as appropriate.

· To assist in the evaluation of research outcomes and audits of need, to inform the delivery and development of services across the department.

· Attend regular professional development meetings with line manager and actively contribute to the sessions.

Additional duties to be undertaken

1. Direct management of the Early Years Finance Team which includes the following duties:  

· Instruction in the compilation of grant expenditure claims in accordance with grant conditions.  Total budget in department averages £5-6 million per annum.

· Submission of claims to respective funding organisations.

· Ensuring that claims are accurate and fully comply with audit requirements.

2. Budget monitoring on all funding within early Years and reporting to Head of Service of budget expenditure on monthly basis.

3. Liaison and direct work with Auditors to ensure that all claims comply with audit requirements.

4. Provision of management support and 1:1 supervision to members of staff on a planned basis as well as day to day support.

5. To deputise for the Head of Service and the Genesis Co-ordinator in their absence or as required.

6. To contribute to the strategic planning of all Early Years and Childcare Services and school improvement.

7. Attendance at and contribution to several Cymorth groups and sub groups.

8. Lead responsibility for the Children with Disabilities sub group of the EYDCP.

9. Additional responsibilities in respect of identifying needs and developing resources to meet needs.

10. Lead responsibility for developing appropriate research briefs for external evaluators and overseeing contracts and agreements.

11.   General support to the Head of Service, to ensure the department is able to respond effectively to additional demands resulting from the continuing rapid growth in Early Years Services and Welsh Assembly Government driven initiatives.

12. Management of Sure Steps project which includes line management of nine staff.

Appendix  II

Kathryn Thomas

Action Plan June 2004 to March 2005


Objectives
Action Required
Time Scale
Business Plan Ref



1.
Review Sure Start Services to ensure on-going effectiveness of the service and to consider emerging/evolving needs.
· Monitor Sure Start Services through Cymorth.

· Report to Sure Start Management Group at regular meetings.

· Provide financial information to Sure Start Management Group to monitor Sure Start Services.


On-going
4

2.
Support Early Years staff to sustain high staff moral and support professional development.
· Conduct regular one-to-one sessions for personal and professional development for members of Early Years Financial Team.

· Ensure individual staff training needs are fully met for members of the Early Years Finance Team.

· Support members of Early Years Team in training needs

· Support members of Early Years Team in professional development.

· Provide role model support for team leaders within Early Years team.


On-going
7

3.
Consultation with children
· To continue to participate in Cymorth Consultation Group to develop strategies for consultation with children and young people.

· To seek training opportunities for Sure Start and Early Years staff to support development of consultation techniques.


On-going
8

4.
Support HoD in developing role of Dad’s Adviser
· Provide support for Dad’s Advisor on the way forward with individuals and groups as required.

· Work in conjunction with HoD to steer Dad’s Adviser on the intended role of the project.


On-going

March 2004
7

5.
Risk assessment of Early Years and Childcare Services
· Assist HoD is in identification of areas at risk.

· Support HoD in seeking funding for vulnerable projects.


March 2004
11

6.
Support work of EYDCP in the overarching aims of Cymorth and RCT Community Plan.
· Support HoD in the work of the EYDCP.

· Assist team members in achieving aims and objectives identified by EYDCP.


On-going
13

7.
Promote physical, wellbeing and development of young children.
· Participate in multi-agency Autism Group.

· Provide input at Autism Group meetings.

· Work with members of Early Bird Working Group to set up Early Bird programme in RCT.


March 2004
17

8.
Participate in a programme of Professional Development.
· Interview of managers and colleagues to collate information.

· Presentation of information to peers.

· Attendance of final day on one year Middle Managers Development Programme.

· Continue to develop management skills in line with personal professional development


September  04

On-going


