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Introduction

The Division for Early Childhood (DEC) of the Council for Exceptional Children (CEC)
believes that high-quality leadership should be developed and supported at all levels of
service systems in early intervention / early childhood special education (EI/ECSE). The
service systems within which we work are highly complex and are composed of a single
entity or multiple entities. They are administered by many different agencies? (e.g.,
education, health, human services), funded through numerous sources, and governed by
multiple federal and state laws. EI/ECSE program administrators and practitioners are
expected to work collaboratively across system, disciplinary, and program boundaries to
support the optimal development of young children who have, or are at risk for,
developmental delays/disabilities and their families. To do so effectively, personnel at all
levels of EI/ECSE service systems must demonstrate individual and collective leadership
skills.

DEC believes the EI/ECSE field should purposefully build and sustain leadership capital
across all aspects of practice.

The varied calls for leadership in the EI/ECSE literature over the past 20 years underline a
need to purposefully build and sustain leadership capital across all domains of practice, from
the national level through the CEO/administrator agency level to the direct service

provider level (Bailey, 2000; Garwood, 1987; Keilty, LaRocco, & Casell, 2009; Steed, Noh, &
Heo, 2014). Leadership capital is human capacities and organizational cultures that support
“active engagement in leadership tasks” (Research Center for Leadership in Action, n.d.,

p. 1). Like other forms of capital (physical, financial, technological, social, human), leadership
capital is dynamic and can be shaped, built, or drained and used effectively or ineffectively.
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Moreover, having high-quality leadership enhances the ability of an organization, agency,
or program to meet its goals (Yukl, 2013).

Kagan (2013) described leadership as individuals engaging colleagues in “reflective,
dynamic, value-based planning and organizing that provides vision, inspiration, structure
and direction” (p. 34). In EI/ECSE, the individuals “can be program directors and other
administrators, practitioners, family members, students, higher education faculty, and
others” (Division for Early Childhood, 2014, p. 5). While the fields of EI/ECSE and early
childhood education do not have a consensus definition of leadership (Goffin & Janke,
2013; Kagan & Bowman, 1997; Rodd, 1996), conceptualizations of leadership from other
fields can inform our thinking (see Avolio, 2011; Bolman & Deal, 2008; Wallace Foundation,
2011; Yukl, 2013). Leadership as used here is defined as the proactive process of
influencing others “to act for certain goals that represent the values and motivations—the
wants and needs, aspirations and expectations—of both leaders and followers” (Burns,
1978, p. 19). The goal of EI/ECSE is to assist infants and young children with
developmental delays/disabilities and their families to meet developmental and behavioral
outcomes that will enhance their quality of life (Bruder, 2010).

DEC believes it is necessary to emphasize the differences between leadership and
management as they are not the same. Some who write about leadership and management
in the field of EI/ECSE have blended the concepts together, drawing few distinctions
between the two (E. A. Shore & H. H. Shore, 1999; Taylor, McGowan, & Linder, 2009).
Others have noted that the distinctions between leadership and management in early
childhood education are rarely made (Rous, 2004) and have emphasized important
differences between the concepts (Aubrey, 2007; Rodd, 2013).

Acknowledging and describing the differences between leaders and managers as they
apply to directors of early care and education programs, Culkin (1997) wrote,
“management is one responsibility of an administrator; leadership is another” (p. 24). Put
simply, managers have formal authority and status in an organization (Mintzberg, 2011),
and they ordinarily focus on the day-to-day operations of programs. Although a manager’s
role and responsibilities can vary from organization to organization, the work generally
includes decision-making about programmatic objectives, strategies, procedures, and
resources (Yukl, 2013); maintaining programmatic order and consistency in areas such as
planning, policies, and budgeting (Northouse, 2013); and supervising program personnel
(Culkin, 1997; Rodd, 2013).

Given the complexities of the EI/ECSE systems and the need for program administrators
and practitioners to work collaboratively across disciplinary and program boundaries, DEC
believes the field should deliberately engage in identifying specific competencies necessary
to be an effective leader as well as the organizational cultures necessary to promote and
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sustain high-quality leadership in EI/ECSE. Describing the many ways in which leadership
can be expressed in early childhood education, Kagan and Bowman (1997) offered a
typology of leadership that encompasses five forms—community, conceptual, pedagogical,
advocacy, and administrative—that suggest areas for competency development.
Community leadership focuses on building local understanding of the importance of early
childhood education and influencing policy creation and resource allocation. Conceptual
leadership looks beyond single program interests and works collaboratively across
disciplinary boundaries and stakeholder groups to identify societal benefits of early
childhood education and think about future possibilities. Pedagogical leadership connects
teaching and learning research with practice and back again so each informs the other.
Advocacy leadership works collaboratively to proactively inform and influence local,

state, and federal policies. Administrative leadership focuses on the management of early
childhood organizations. Taken together, the five forms of leadership illustrate the
necessity of building leadership capital at all levels of EI/ECSE service systems. The
typology also suggests that leadership involves mutual influence and shared responsibility.

DEC believes leadership in EI/ECSE is a process that involves mutual influence and shared
responsibility.

Leadership “does not happen alone, but actively involves the support of others”
(Armstrong, Kinney, & Clayton, 2009, p. 15). DEC believes leadership is neither a role nor is
it synonymous with a person’s official title, formal authority within an organization, job
description, or assigned responsibilities. Leadership is not the sole responsibility of one
individual, but rather it “lies alike with those who do and do not have formal positions of
power and authority” (Crosby & Bryson, 2005, p. 29). DEC believes leadership is a process
that involves mutual influence and shared responsibility (Maxwell, 2007; Yukl, 2013).

Many evidence-based leadership models have emphasized that an individual can influence
others whether or not the individual has a specialized role or a formal position of power
and authority (Avolio, 2011; Yukl, 2013). Further, most definitions of leadership emphasize
influence as an important determinant of a leader’s effectiveness (Avolio, 2011; Hoy &
Smith, 2007; Maxwell, 2007; Yukl, 2013).

The process of shared influence involves a person, the leader, some followers, and a context
within which leader-follower interactions occur (Padilla, 2013). Leader-follower

interactions encompass different people carrying out different leadership tasks, with one
person (leader) “influencing others [followers] to understand and agree about what needs
to be done and how to do it” (Yukl, 2013, p. 7). The context affects the leader-follower
interactions and the leadership outcomes, positive or negative. Figure 1 provides a graphic
depiction of leadership as a process of mutual influence and shared responsibility set in
context.
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Figure 1. Leadership as a process of mutual influence and shared responsibility set in
context.

Within EI/ECSE, the leadership context can take many forms, including a classroom,
program, school, community, or home-based setting. For example, a parent can influence
community members by sharing information that engages others in efforts to improve
state-level special education policies to better meet the needs of eligible children and their
families (Buysse, Wesley, & Skinner, 1999). A classroom teacher can exercise influence by
modeling expected behaviors when interacting with students, sharing resources such as

a journal article with colleagues, or listening to a family member’s concerns about their
child’s progress (Armstrong et. al., 2009).

DEC believes the culture of the setting (e.g., agency or program) can either facilitate or
impede opportunities for an individual to exhibit leadership (Armstrong et al., 2009;
Padilla, 2013). Culture encompasses a set of basic assumptions that a group shares about
how the world is, or should be (Schein, 1984, 1996). As Bolman and Deal (2008) explained,
“culture forms the superglue that bonds an organization, unites people, and helps an
enterprise accomplish desired ends” (p. 253). DEC supports the creation of organizational
cultures where high-quality leadership can be cultivated, supported, and sustained.

DEC believes the EI/ECSE field should conduct research to collect evidence about the
construct and demonstration of leadership skills across EI/ECSE service systems.
Leadership theories, models, and related research to inform leadership development in
EI/ECSE are plentiful in the business literature (see Northouse, 2013). Likewise, the
knowledge base on effective school leadership is also informative (see Marzano, Waters,

& McNulty, 2005; Wallace Foundation, 2011; Waters, Marzano, & McNulty, 2003). To
document, understand, and make connections to the available evidence on leadership in
EI/ECSE, a search of academic literature was conducted. An initial search of several
electronic databases (Academic Search Premier, ERIC, Google Scholar, ProQuest, JSTOR Arts
and Sciences 1) using various combinations of descriptors (e.g., Part C, early intervention,
early childhood special education, and leader) resulted in few resources. A second more
exhaustive search of three EI/ECSE peer-reviewed journals was conducted. The journals
were Infants and Young Children, Journal of Early Intervention, and Topics in Early Childhood
Special Education, and the search covered 30 years of publication (1985 to 2014).
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Using each journal’s advanced search function, 33 articles that had the term leader

or its derivatives (leaders, leading, or leadership) in the abstract were uncovered. Of
identified articles, half did not address matters of leadership in EI/ECSE and the remaining
articles were largely descriptive in nature with many combining the concept of
management and leadership. Only six empirical investigations focused solely on leadership
in EI/ECSE were identified, and they had multiple and varied foci.

Most research about effective leadership behaviors examined the perceptions of those who
were in positions of authority and/or leadership positions in programs serving young
children (Brotherson, Sheriff, Milburn, & Schertz, 2001; Epley, Gotto, Summers, Brotherson,
Turnbull & Friend, 2010; Morgan, Guetzloe, & Swan, 1991; Rous, 2004). Results suggested
that leadership for interagency coordination requires adaptability and a balance between a
focus on relationships and accomplishing the work (Morgan et al., 1991). Findings also
revealed that having background in, and knowledge of, early childhood special education
was considered an essential leadership asset (Brotherson et al., 2001; Epley et al., 2010;
Rous, 2004). Lastly, research also suggests that leadership knowledge and skills can be
learned as evidenced by reports from leadership trainees post training (Buysse et al., 1999;
Magyary & Brandt, 2005).

Several articles described the usefulness of applying business leadership models to
EI/ECSE (Browne, VandenBerg, Ross, & Elmore, 1999; Lay-Dopyera & Dopyera, 1985; E. A.
Shore & H. H. Shore, 1999; Swan, 1985) and argued that being a leader requires a range of
skills suited to the context (Lay-Dopyera & Dopyera, 1985). Authors noted the importance
of being able to plan and organize (E. A. Shore & H. H. Shore, 1999) and having strong skills
for monitoring, advocating, and facilitating (Swan, 1985). Valued leadership competencies
also included having a clear purpose, being able to develop a shared vision for the service
delivery system (Ploof & Feldman, 1992), building trust relationships, taking risks, and
collaborating (Apter, 1994). Furthermore, descriptions of early intervention structures
hinted at the importance of being able to navigate the intricacies of EI/ECSE systems as a
key skill for leadership in the field (Apter, 1994; Ploof & Feldman, 1992; Weston, Ivins,
Heffron & Sweet, 1997).

While this body of work is somewhat informative, the wide-ranging emphases of these
works and the paucity of large empirical investigations of leadership in EI/ECSE are quite
limiting. Simply, there is little written about effective approaches or models for how best to
build, support, and sustain leadership capital across all domains of practice and levels of
EI/ECSE systems. Further, there is an apparent need for related research to build a base of
evidence in areas such as efficacious models of leadership and leadership development.
Therefore, DEC believes the EI/ECSE field should conduct research on the construct and
demonstration of leadership skills, and building and sustaining leadership capital across

Leadership in Early Intervention and Early Childhood Special Education



\ Division for

) Early Childhood March 2015

References

Apter, D. S. (1994). From dream to reality: A participant’s view of the implementation of
Part H of P.L. 99-457. Journal of Early Intervention, 18, 131-140.
doi:10.1177/105381519401800202

Armstrong, L. J., Kinney, K. C., & Clayton, L. H. (2009). Getting started: Leadership
opportunities for beginning early childhood teachers. Dimensions of Early Childhood,
37(3), 11-17.

Aubrey, C. (2007). Leading and managing in the early years. Thousand Oaks, CA: Sage.
Avolio, B. J. (2011). Full range leadership development (2nd ed.). Thousand Oaks, CA: Sage.

Bailey, D. B., Jr. (2000). The federal role in early intervention: Prospects for the future.
Topics in Early Childhood Special Education, 20, 71-78.
doi:10.1177/027112140002000202

Bolman, L. G., & Deal, T. E. (2008). Reframing organizations: Artistry, choice, and leadership
(4th ed.). San Francisco: Jossey-Bass.

Brotherson, M. J., Sheriff, G., Milburn, P., & Schertz, M. (2001). Elementary school principals
and their needs and issues for inclusive early childhood programs. Topics in Early
Childhood Special Education, 21, 31-45. doi:10.1177/027112140102100103

Browne, J. V., VandenBerg, K., Ross, E. S., & Elmore, A. M. (1999). The newborn
developmental specialist: Definition, qualifications and preparation for an emerging
role in the neonatal intensive care unit. Infants & Young Children, 11(4), 53—64.

Bruder, M. B. (2010). Early child intervention: A promise to children and families for their
future. Exceptional Children, 76(3), 339-355.

Burns, J. M. (1978). Transforming leadership. New York: Harper and Row.

Buysse, V., Wesley, P., & Skinner, D. (1999). Community development approaches for early
intervention. Topics in Early Childhood Special Education, 19, 236-243.
d0i:10.1177/027112149901900404

Crosby, B. C., & Bryson, J. M. (2005). Leadership for the common good: Tackling public
problems in a shared-power world (2nd ed.). San Francisco: Jossey-Bass.

Leadership in Early Intervention and Early Childhood Special Education



\ Division for

) Early Childhood

Culkin, M. L. (1997). Administrative leadership. In S. L. Kagan & B. T. Bowman (Eds.),
Leadership in early care and education (pp. 23—-38). Washington, DC: National
Association for the Education of Young Children.

Division for Early Childhood. (2014). DEC recommended practices in early
intervention/early childhood special education 2014. Retrieved from
http://www.dec-sped.org/recommendedpractices

Epley, P, Gotto, G. S., IV, Summers, J. A., Brotherson, M. J., Turnbull, A. P., & Friend, A.
(2010). Supporting families of young children with disabilities: Examining the role
of administrative structures. Topics in Early Childhood Special Education, 30, 20-31.
doi:10.1177/0271121410363400

Garwood, S. G. (1987). Political, economic, and practical issues affecting the development of
universal early intervention for handicapped infants. Topics in Early Childhood
Special Education, 7, 6-10. doi:10.1177/027112148700700203

Goffin, S. G., & Janke, M. (2013, May). Early childhood education leadership development
compendium: A view of the current landscape (2nd ed.). Washington, DC: Goffin
Strategy Group. Retrieved from http://www.goffinstrategygroup.com

Hoy, W. K., & Smith, P. A. (2007). Influence: A key to successful leadership. International
Journal of Educational Management, 21, 158-167.
doi:10.1108/09513540710729944

Kagan, S. L. (2013, December). Leadership for young children. Presentation at the Early
Childhood Personnel Center Leadership Institute, Hartford, CT. Retrieved from
http://www.ecpcta.org/pdfs/Leadership FINAL 12-9-13.pdf

Kagan, S. L., & Bowman, B. T. (1997). Leadership in early care and education: Issues and
challenges. In S. L. Kagan & B. T. Bowman (Eds.), Leadership in early care and
education (pp. 23—38). Washington, DC: National Association for the Education of
Young Children.

Keilty, B., LaRocco, D. J., & Casell, F. B. (2009). Early interventionists’ reports of authentic
assessment methods through focus group research. Topics in Early Childhood Special
Education, 28, 244-256. doi:10.1177/0271121408327477

Lay-Dopyera, M., & Dopyera, J. E. (1985). Administrative leadership: Styles, competencies,
repertoire. Topics in Early Childhood Special Education, 5, 15-23.
doi:10.1177/027112148500500103

Leadership in Early Intervention and Early Childhood Special Education



\ Division for

) Early Childhood

Magyary, D. L., & Brandt, P. (2005). A leadership training model to enhance private and
public service partnerships for children with special healthcare needs. Infants &
Young Children, 18, 60-71.

Marzano, R. J., Waters, T., & McNulty, B. A. (2005). School leadership that works: From
research to results. Alexandria, VA: Association for Supervision & Curriculum
Development.

Maxwell, J. C. (2007). The 21 irrefutable laws of leadership (10th anniversary ed.) [iBook
version]. Retrieved from https://itun.es/us/Nt10K.I

Mintzberg, H. (2011). Managing. San Francisco: Berrett-Koehler.

Morgan, J. L., Guetzloe, E. C., & Swan, W. W. (1991). Leadership for local interagency
coordinating councils. Journal of Early Intervention, 15, 255-267.
doi:10.1177/105381519101500305

Northouse, P. G. (2013). Leadership: Theory and practice (6th ed.). Thousand Oaks, CA: Sage.
Padilla, A. (2013). Leadership: Leaders, followers, environments. Hoboken, NJ: John Wiley.

Ploof, D. L., & Feldman, H. M. (1992). Organizing early intervention services in a hospital
setting: The Developmental Support Project as a parallel organization. Infants &
Young Children, 5(1), 28-39.

Research Center for Leadership in Action. (n.d.). How social change organizations create
leadership capital and realize abundance amidst scarcity. Retrieved from
http://wagner.nyu.edu/

Rodd, J. (1996). Towards a typology of leadership for the early childhood professional of
the 21st century. Early Child Development and Care, 120, 119-126.
doi:10.1080/0300443961200109

Rodd, J. (2013). Leadership in early childhood education: The pathway to professionalism
(4th ed.). New York: Open University Press.

Rous, B. (2004). Perspectives of teachers about instructional supervision and behaviors
that influence preschool instruction. Journal of Early Intervention, 26, 266—283.
doi:10.1177/105381510402600403

Schein, E. H. (1984). Coming to a new awareness of organizational culture. Sloan
Management Review, 25(2), 3—16.

Leadership in Early Intervention and Early Childhood Special Education



=

((

C Division for
’) Early Childhood

Yy
AN
N\

Schein, E. H. (1996). Three cultures of management: The key to organizational learning.
Sloan Management Review, 38(1), 9—20.

Shore, E. A., & Shore, H. H. (1999). Early intervention and administration: Bridging the gap
for social workers. Infants & Young Children, 12(1), 43-58.

Steed, E. A., Noh, J., & Heo, K. H. (2014). A cross-cultural comparison of positive behavioral
interventions and supports in early childhood classrooms in the United States and
South Korea. Infants & Young Children, 27, 30-42.
doi:10.1097/1YC.0b013e3182adec46

Swan, W. W. (1985). Implications of current research for the administration and leadership
of preschool programs. Topics in Early Childhood Special Education, 5(1), 83—96.
doi:10.1177/027112148500500108

Taylor, J. M., McGowan, J. R., & Linder, T. (2009). The program administrator’s guide to early
childhood special education: Leadership, development, and supervision. Baltimore:
Paul H. Brookes.

Wallace Foundation. (2011). The school principal as leader: Guiding schools to better
teaching and learning. New York: Author. Retrieved from
http://www.wallacefoundation.org/

Waters, T., Marzano, R. J., & McNulty, B. (2003). Balanced leadership: What 30 years of
research tells us about the effect of leadership on student achievement. Denver, CO:
MCcREL International. Retrieved from http://www.mcrel.org

Weston, D., Ivins, B., Heffron, M., & Sweet, N. (1997). Formulating the centrality of
relationships in early intervention: An organizational perspective. Infants & Young
Children, 9(3), 1-12.

Yukl, G. (2013). Leadership in organizations (8th ed.). Englewood Cliffs, NJ: Prentice Hall.

Acknowledgments

DEC appreciates the work of the Leadership in Early Intervention and Early Childhood Special Education
Workgroup: Mary Beth Bruder (chair), Diana LaRocco (co-chair), Kim Sopko (co-chair), Linda Brault,
Deborah Bruns, Ted Burke, Meredith Cathcart, Christy Chambers, Michael Conn-Powers, Carl Dunst,
Sarika Gupta, Lydia Moore, Megan Purcell, Nancy Surbrook, Judy Swett, Sarah Walters, and Naomi
Younggren



