[image: Text

Description automatically generated][image: Text

Description automatically generated][image: Text

Description automatically generated][image: Text

Description automatically generated][image: Text

Description automatically generated][image: Graphical user interface, text, application

Description automatically generated][image: Text

Description automatically generated][image: Text

Description automatically generated][image: Text, letter

Description automatically generated][image: Text

Description automatically generated][image: Graphical user interface, text

Description automatically generated][image: Text

Description automatically generated][image: Text

Description automatically generated][image: Text

Description automatically generated][image: Text

Description automatically generated][image: Text

Description automatically generated][image: Graphical user interface, text, application

Description automatically generated][image: Text

Description automatically generated]
image7.png
Chapter 4 » Reflective Management: Personal and Professional Self-Awaren

possible combinations or personality types, each designated by a four-letter code.
Individuals characterized as INT], for example, lean toward the inner world, interpret
rather than accept information at face value, rely on thought and logic, and would
rather settle on a solution than keep matters open (Myers & Briggs Foundation website,
http:/ /www.myersbriggs.org).

Nosingle type is superior to another, and in fact it is desirable to have many types
represented within an organization because the strengths of each will complement the
others. Even though you are likely to feel most in tune with those most like yourself
when interviewing candidates for a job opening, it is probably wiser to look for the per-

n who can provide balance. Beyond the hiring phase, understanding variations in
personality types can help you think about adjusting the ways you interact with indi-
viduals in your organization. For example, although you may prefer a logical approach,
your well-articulated arguments are likely to be ineffective if addressed to someone
who focuses more on feelings (Khanagov, 2007).

LEADERSHIP STYLES

Management is defined as the process that coordinates individual efforts toward
achieving goals, allocates resources effectively, and serves needs. Leadership is one of
the five functions of management, defined by DuBrin (2000, p. 232) as “the ability to
inspire confidence and support among the people who are needed to achieve organiza-
tional goals.” In other words, leadership is the human element of management. When
people refer to someone’s style of managenient, they are often thinking about that per-
son's leadership style.

DuBrin identified three leadership styles (2000, pp. 244-245). His categories may
be familiar if you have read about parenting styles in your child development clas
Autocratic leaders hold most of the authority in their organizations and focus on get-
ting the job done rather than on people’s feelings. At the opposite extreme, the free-
rein leader relinquishes authority to the group, expecting its members to figure out the
best way to accomplish a given task. Steering a middle course between these two,
styles, participative leaders involve group members in decision making; however, not
all such leaders involve group members to the same degree. At the level of least group
involvement, consultative leaders merely seek the group’s opinions before making
the final decision themselves. Consensus
leaders facilitate discussion to arrive at

me level of agreement or consen
among all group members and base deci
ions on that. Democratic leaders listen
to everyone's ideas and let the group vote
on the final decision. Note that in a con-
sensus decision, discussion continues
until everyone can agree on an issue, at
least to some extent. In democratic deci-
ons, everyone listens to the discussion,
but in the end, the majority rules. Xavier
(2005) characterizes effective managers as
those who can navigate a path between
these extremes, tapping the resources and
expertise of all their staff members but
always accepting responsibility for mak-
ing the hard decisions needed to keep the

P Participative leaders seek input from others when making decisions.
organization going.
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EMOTIONAL INTELLIGENCE

Xavier (2005) argues further that successful managers not only adapt well to change
and avoid crucial errors, but also exercise high degrees of emotional intelligence, a
concept that has been popularized by Daniel Goleman (1995) and a prerequisite for
effectively performing the emotional labor discussed earlier in this chapter. Emotional
intelligence includes four areas of competence: self-awareness, self-management, social
awareness, and relationship management.

ncies.

Self-Awareness

In essence, self-aware individuals know themselves. Their confidence in their abilities
stems from realistic notions of their strengths and weaknesses. They recognize their feel-
ings and understand how those feelings might color their perceptions and judgment

As amanager of a child development program, you need to realize that you don’t
have all the answers, that human development is complex, and that our understand-
ing is in a constant state of flux. This is partly because new discoveries mean there is
more to learn, and partly because the more we learn, the more we realize that what
appeared simple and straightforward is actually subtle and complicated. Knowing
you are fallible and do not have all of the answers should not paralyze or discourage
Yyou, however; instead, it should motivate you to study and challenge your ideas about
what is best for children.

As you struggle with a shoestring budget and the mundane daily realities of lost
mittens or clogged toilets, you may at times feel overwhelmed by feelings of discour-
agement and frustration. Self-awareness means recognizing these emotions as tempo-
rary states rather than objective assessments of the situation. Today’s catastrophe may
well become the kernel of a hilarious story in weeks to come.

Self-Management

Recognizing your feelings is a foundation for the next component of emotional intelli-
gence, which is to manage those feelings. This means keeping things in perspective
rather than indulging in emotional extremes in reaction to circumstances. It also means
being able to rise above one’s personal feelings for the good of a common goal rather
than venting frustrations on those around you. You need patience, or emotional self-
control, to encourage children, families, and staff members to strive to learn when you
are tempted to provide ready-made, but perhaps inadequate, solutions to problems. If
you have patience, you do not expect instant results from children, families, staff mem-
bers, or yourself.

Managing your feelings means maintaining a positive outlook in the face of adver-
sity and summoning the energy to tackle a job even though you are tired. It means
standing up for what you believe rather than taking the path of least resistance. You can
accommodate families’ needs, for example, without allowing yourself or your program
to be taken advantage of. Clearly formulated policies, discussed with each family on
enrollment, help you avoid unwanted situations: for example, parents who decide to do
afew errands on their way to pick up their children and arrive late, causing tired staff
members to be even later than usual in getting home to their own children. Setting fees
at a level that allows you to pay staff members a living wage requires no apology—
although it may require some effort to help families who cannot afford the rates locate
financial assistance. These are simply examples of healthy assertiveness, without which
youare less able to fulfill your mission of service.
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Managing your emotions will be easier if you remember that your own energy

requires replenishment from time to time. A healthy diet, exercise, time with family

and friends, hobbies, and outside interests all help you give your best. The trick is to

give your best when you are at work and then leave that work behind at the end of

cach day. Remember that, although your work is important, it is not the only impor-

tant thing in your life.

Social Awareness

In addition to understanding and managing their own feelings, effective managers
understand and care about the feelings of others. They derive satisfaction from helping
others, and they are sensitive to the complex nature of human relationships.

People who work in child development centers are entrusted with the task of
helping parents nurture and educate their children. They are expected to love and
care for these children as though they were their own beloved offspring. As manager,
you are expected to care about each individual; work to allay conflict; and maintain
an atmosphere of peace, love, security, trust, and respect. To accomplish this enor-
mous task, you need the professional dedication to view your work as more than
“just a job.”

Socially aware managers recognize that institutions should serve people—never
use them. Their ultimate goal is to strengthen children and their families. Their role is to
supplement, never supplant, the care that families give their children. Because families
are often in desperate need of child care, they can be vulnerable to programs that
assume unwarranted power over them. Professional ethics demand that you avoid this
possibility. Following are examples of how a program takes advantage of its power
over people who need its services:

+ Demanding that children arrive by 9:00 a.m. or be turned away even though a par-
ent must take another child to school several blocks away and cannot get back to
the center before 9:30.

* Requiring attendance at parent meetings as a condition of enrollment but failing
to take parents’ work schedules into account when arranging meetings.

+ Expecting all of the children at the center to participate in a holiday-themed cele-
bration when not all of the families celebrate that particular holiday.

Parents, already pressured by their multiple roles, scarcely need the extra pres-
sure of unrealistic demands from the child development center.

Relationship Management

This aspect of emotional intelligence includes what are commonly called “people
skills”: inspiring, motivating, and convincing others; bringing out the best in people;
getting them to work together; and helping them work through disagreements.

Given the sheer number of people and the myriad complex relationships involved
in a child development program, it's easy to see how crucial this aspect of emotional
intelligence is to a manager’s success. It is the manager who communicates the pro-
gram’s vision to families and staff and who works out strategies for attaining that
vision. These strategies can include planning dynamic professional development activi-
ties for staff or helping families understand and accept rate increases needed to prevent
staff turnover. When inevitable conflicts or disagreements arise—with families or
among staff members—the manager must help the parties hear one another and arrive





image10.png
66 Part2 « Core Competencies

LEADERSHIP LENS

at satisfactory solutions. All this may seem to require superhuman qualities, but rela-
tionship management also involves reaching out for help from policy and advisory
boards, staff members, outside consultants, families, community members, and the
children themselves, recognizing that all of them are potential sources of new ideas and
creative solutions to challenges.

DECISION MAKING

Decision making is the central activity of the manager of any organization. It is a men-
tal activity that may require hours of sitting at your desk reading relevant materials,
making calculations or drawings, and developing draft copies of plans until the best
possible plans have finally evolved. In some ways, decision making is a lonely activity.
It certainly requires time. To some of your staff members, who are busy getting thin

done, it may seem like loafing—after all, you are just sitting there at your desk with a
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pencil in your hand. When the right deci
n is made and the right direction is

taken, things look rosy. On the other

hand, conditions may be gloomy if the

wrong decision is made and the wrong :

direction taken. Dissonance frequentl

occurs as decisions are made. Your task is g

to reduce dissonance to a minimum and [ § " —

guide it toward constructive change. Each Sl g

of the basic functions of management—

planning, organizing, staffing, leading, .

and monitoring and controlling—requires

decision making

Interrelated Decisions

Decisions are often interrelated in com- ‘

plex way Rational decision making requires considering information from many
sources and being open to other points of view.

One pattern of decision

making is called a chain pattern, charay

terized by a straight line, each decision being dependent on the preceding choice

(Paolucci, Hall, & Axinn, 1977, pp. 108-109). The chain can stop and recommence at any

point. An example of chain-pattern decisions in a child development center might be as

follows:

« Decision 1:  The policy board decides to organize a child-care cente

* Decision2:  The board members decide the first year to enroll only 3-and 4-year-
old children.
Decision3:  They decide to establish a 4- and 5-year-old group the next year from
the previous year’s enrollees and continue the first classroom by enrolling 2%4- and
3-year-olds.
Decision 4:  The following year, they decide to add a new group for kindergar-
ten children who need a place to go before or after their half-day of regular
school.

Each decision in the list above is based on the experience gained from the preceding
decision.

In the central-satellite type of decision making, a cen-
tral decision is followed by several satellite decisions that are dependent on the cen-
tral decision (Paolucci et al., 1977, pp. 106-108). For example, in a center, a board
policy decision to start an infant care unit is a central decision. Then numerous sat-
ellite decisions follow, such as decisions about housing, equipping, staffing, and
organizing the unit. If the central decision is different, the satellite decisions like-
wise change

One might conceptualize several central decisions as being strung together in a
chain, with all decisions being related to the overall goals of the center. The satellite
decisions for each central decision may relate only minimally to those of the other cen-
tral decisions. For example, is providing only one type of service more cost-effective or
efficient than providing several services? Also, are the expanded services consistent
with the central goal of the center?
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Decision Types

DuBrin (2000, p. 114) describes two types of decisions. Programmed decisions are those
that are made so frequently that they become routine and involve simply following
prescribed procedures. For example, managers of those programs with established
admission policies need not agonize over which family on the waiting list should be
offered the next opening; they simply apply the procedures in place. In contrast, non-
programmed decisions are made when new or more complicated situations arise. What
should a manager do, for instance, when a highly competent teacher, with a long his-
tory of excellent performance, suddenly begins missing work or treating children inap-
propriately? Before answering this question, the manager needs more information
about the reasons for the sudden change. The manager also must know what options
might realistically be considered available in a climate of acute teacher shortage. And,
perhaps most important, the manager may have to use creative or original thinking to
make this nonprogrammed decision.

The more programmed decisions you face, the easier is your job as manager.
You can increase the proportion of programmed decisions by establishing ground
rules or general principles that apply in all similar cases. Recall the discussion of
reflection and use proactive reflection to generate the ground rules or principles. Take
some time to look back on an experience and learn from it what can be applied to
future situations.

Consider the following problem confronting the director of a small, two-classroom
center. Although she had hired a sufficient number of staff members to maintain appro-
priate adult-child ratios, as well as extra help to cover for absences, the system was
stretched beyond its limits when several people happened to be out at the same time. In
addition to unplanned absences because of illness or family emergencies, the director
had to plan for coverage when staff members took well-deserved vacation days
Approving the requests for vacation time case by case was a nonprogrammed decision.
The director had to think through every request and consider all other planned or
unplanned absences that might occur on the requested days, what might happen to
staff morale if requests were denied, and issues of fairness in deciding whose request
took priority. After several experiences of active reflection (while coping with days
when both lead teachers were on vacation and a substitute called in sick), the director
stepped back to think and to use proactive reflection. In fact, she and the teachers used
community reflection to arrive at a general principle that shifted the decision of approv-
ing or denying requests for time off from the nonprogrammed to the programmed
realm. They decided that the two lead teachers could not take the same days off, nor
could the lead and the associate teachers in one classroom take the same day. Following
this decision, the staff members simply had to consult one another before requesting
approval for time off, and the director no longer had to spend undue time trying to
decide whether to grant the approval.

Perhaps you are thinking that this sounds like a lot of trouble to go through for
an apparently simple problem. You might think the director could have simply
decreed the policy from the beginning. In the realm of human relations, however,
nothing is as simple as it might seem. One of your challenges as a manager is to know
which decisions can be programmed or routine and which should be nonprogrammed
or handled creatively. In the interest of saving your time—and your sanity—handle
as many decisions as possible with established procedures. However, an organization
can become rigid, stifling creativity and growth, with too many established proce-
dures. The refrain “But we always do it this way” has killed countless good ideas in
the brainstorming stage and discouraged budding innovators who may have had a
better way in mind. To make matters trickier, new developments can occur in an issue
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that seems routine and has always been treated as a programmed decision. Suppose,
for instance, that the lead teachers in the previous example found themselves in con-
flict because both, for very good reasons, wanted the same day off. All of a sudden,
the director’s nice, neat procedure no longer works, and the group is confronted with
a nonprogrammed decision. More community reflection at this point might lead to a
new, more encompassing guiding principle. Instead of asking teachers to coordinate
their vacation days, the teachers and director could decide that teachers must come
up with the way to resolve conflicts over scheduling. This principle might then
become applicable to other conflicts between staff members, further reducing pres-
sures on the director.

9 DECISIONS, DECISIONS . ..

A parent of a child in your center has just lost her job and cannot make the
required monthly fee payment. As manager of the center, you explain that you
can allow a one-week grace period before discontinuing care. Is this a pro-
grammed or nonprogrammed decision? Can it be classified as either? Is it prefer-

" able to treat it as one type or the other?

Ethical Decisions

An ethical decision is one that navigates questions of what is right or wrong accord-
ing to the accepted principles of a profession. The National Association for the
Education of Young Children (NAEYC) developed a code of ethics to help guide early
childhood professionals in their interactions with children and families. Recognizing
that the manager’s responsibilities encompass more people and relationships than
those of the classroom teacher, a working group developed a supplement to the
NAEYC Code of Ethical Conduct for administrators (National Association for the
Education of Young Children, 2006). Both the original code and the supplement are
available online at http://www.naeyc.org/positionstatements. Each consists of a set
of basic ideals and principles regarding responsibilities to children, families, col-
leagues, and society.

Some situations are relatively easy to resolve because they represent ethical
responsibilities that are clearly mandated within the code; others are more complex and
pose an ethical dilemma or conflict between two or more basic principles. Not all ethi-
cal problems are ethical dilemmas. An ethical problem is one for which a clear answer
is readily determined. For example, a parent might demand that a caregiver use spank-
ing to control a child’s behavior. This might be a problem for a caregiver who wants to
honor a parent’s preferences, but it is not a dilemma because the code clearly states that
early childhood educators should “create and maintain safe and healthy settings that
foster children’s social, emotional, cognitive, and physical development and that respect
their dignity and their contributions” (Code of Ethical Conduct, Ideal I-1.5). The center
follows a fundamental principle of using positive guidance techniques with children;
furthermore, it must comply with state licensing regulations that prohibit all forms of
corporal punishment

Suppose, however, that instead of asking you to spank the child, the parent
insists that every day at pickup time you provide her with a detailed report of every
incident of the child’s “misbehavior” that has occurred that day. She says that she
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wants to follow up with her own discipline at home that evening. While making such
reports would not actually be harmful for the child (unless you have reason to believe
the discipline administered at home would be abusive), it does contradict your policy,
as explained in your center handbook, which is to handle misbehavior when it occurs.
In the event that typical positive guidance techniques prove ineffective and the child’s
behavior escalates, you would request a private meeting with the parents rather than
discuss the issue in front of the child or other parents.

This situation, then, constitutes an ethical dilemma. As noted earlier, you have an
ethical responsibility to “create and maintain safe and healthy settings that foster chil-
dren’s social, emotional, cognitive, and physical development and that respect their
dignity and their contributions” (Code of Ethical Conduct, Ideal I-1.5). On the other
hand, you also have a responsibility to acknowledge families’ child-rearing values and
their right to make decisions for their child (Ideal I-2.6). Ethical dilemmas seldom have
one right solution and can be resolved only by careful reflection and discussion that
involves all parties. Ideally, the parties find a way to sustain the spirit of both princi-
ples; if not, they have to decide which takes precedence.

In the example given, the parents might lack information about other, more
effective, methods of getting their child to “behave.” They might view the center’s
positive guidance techniques as spoiling the child. In an honest and open discussion,
you may be able to explain that your goal is for the reunion between children and
their parents to be a joyful time, not an occasion for recriminations or fear of reprisal.
You can also explain that consequences for “misbehavior” meted out hours after the
infraction has occurred are likely to be ineffective because young children live in the
here and now.

If there were an easy answer, however, this would not be a dilemma, defined as
a problem for which there seem to be two or more equally unsatisfactory solutions, a
catch-22. When faced with such predicaments, people sometimes speak of choosing
the lesser of two evils. In this example, if you and the parents cannot come to some
agreement, it may be necessary to “agree to disagree,” and the family may decide to
withdraw the child. Whatever the final outcome, the thoughtful manager realizes that
ethical decisions like this are complex, requiring the consideration of several compet-
ing ideals and principles.

9 DECISIONS, DECISIONS . . .

Using an Ethical Framework

Use the NAEYC Code of Ethical Conduct and the Supplement for Early Childhood
Program Administrators to think through two possible alternatives for the
dilemma described: rejecting or complying with the parent’s request for a daily
report of the child’s misbehavior. What core values are involved? What ideals and
principles regarding responsibilities to children, families, and employees apply?
What course of action seems most right?

THE DECISION PROCESS

Five steps make up the decision process:
1. Identifying the problem
2. Developing alternatives
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3. Analyzing alternatives

4. Making the final decision

5. Implementing the decision and following up to determine effectiveness

Identifying the Problem

Just as decisions can be categorized by type, so too can problems be categorized as to
when they arise. Type 1, routine problems, arise because of a breakdown in something
that should be regular or routine. Type 2, nonroutine problems, arise when things are
less structured and thus less predictable. When a problem arises, you can quicKly deter-
mine whether it is a type 1 or type 2. With the routine type, such as staff members
spending too much time searching for supplies in a disorganized storage closet, the
problem might arise repeatedly, perhaps every day. Immediate attention to the
sequence of events leading up to the problem heads off trouble. At times, stopgap mea-
sures must be taken, but routine is desired and is the goal. In the example given, a
short-term solution would be to recruit one or two volunteers to straighten and orga-
nize the storage closet. A more sustainable long-term solution would involve the entire
staff in forging an agreement to maintain the organization system by routinely putting
things back in their proper place and notifying the office when supplies of any particu-
lar item run low.

The nonroutine problems often have elements that can be programmed or made
routine in advance. For example, a power outage caused by a severe storm one morning
makes serving the planned hot lunch impossible. This problem can be foreseen to some
extent by maintaining a backup supply of foods that do not require cooking. Serving
this alternate menu would make the solution somewhat routine, though stress produc-
ing nonetheless.

Developing Alternatives

Possible alternative solutions can be determined by stimulating the creative think-
ing of everyone involved. Staff members can be very helpful with generating alter-
natives if a climate of trust exists such that their creativity can emerge. One way is
to brainstorm among the staff members for alternatives—even seemingly impossi-
ble alternatives are recorded and valued as a contribution. Any idea may have
usable elements or stimulate thinking that leads to better ideas. Avoid premature
evaluation. As manager, you can offer several alternatives, showing that you trust
the proce:

Information is essential to developing alternatives. Your staff members have
information accumulated through years of experience. Various readily available publi-
cations have relevant information. Sometimes you may wish to bring in consultants or
contact a consultant for specific information. For example, information on children’s
diets can come from a dietitian. You can obtain information about employee insurance
by getting bids from a number of companies and by questioning other child develop-
ment center managers regarding their solutions to the problem. Information gathering
generally has a cost, in time or money, that the organization must bear if the best pos-
sible decision is to be made.

Analyzing Alternatives

In a group discussion, allow each staff member to state the pros and cons of the vari-
ous alternatives. By consensus, you can begin to erase some from the list that are not
right for your situation at this time. Listen carefully to staff members and value each
one’s contribution. The goal is to be s rational or objective as possible. One common
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ncies.

method of analyzing alternatives, referred to by the acronym SWOT, is to list four
elements:

Strengths: resources av.
alternative

ilable or readily accessible to carry out the proposed

Weaknesses: resources required to carry out the alternative but that your pro-
gram lacks

Opportunities: what your program stands to gain if the alternative is implemented
Threats: potential costs or roadblocks associated with the alternative

This method should help you compare alternatives based on whether the potential ben-
efits of each outweigh the potential costs.

Making the Final Decision

Soon, only a few alternatives remain, and these can be voted on or decided by consen-
sus. Improved decisions result when staff members have a voice, particularly in person-
centered organizations such as child development centers. Normally, a problem has
many aspects, and talking things over helps the manager gain perspective on the prob-
lem. Obviously, there is very little substance to the decision-making process if only a
single alternative is considered.

Implementing the Decision

A decision is not truly made until it is put into practice. Only by actually implementing
your decision will you be able to receive the feedback you need to evaluate its quality
and the effectiveness of your decision-making process.

9 DECISIONS, DECISIONS ...

Sunshine Child Development Center serves children ages 2% through 6 years.
Several of the children enrolled have siblings younger than 24. A group of parents
has approached the director, requesting that the center expand its service to
younger children. They argue that it is impractical to have children in two different
centers and that, if they have to find another center for their younger children, they
will be reluctant to change when the children are old enough to attend Sunshine
Center. Use the SWOT chart in Figure 43 to brainstorm the pros and cons of this
proposal. Add your own ideas to each segment of the chart and then discuss with
your classmates to make a decision about what the center should do.

TIME MANAGEMENT

Time is a valuable, nonrenewable resource. Managing this resource carefully is essen-
tial if you are to achieve the goals set forth in your plans. If you are moving up in the
ranks from a teaching position, you may have difficulty delegating some of the respon-
sibility and may tend to do things that your teachers or other staff members can do for
themselves. You must learn to let others do their share of the work and to leave your
time for the managerial and leadership functions that are now your responsibility.
Effective time management is one of the most important tools for giving you a sense of
control and thus reducing stress.
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Sunshine Child Development Center serves children ages 2V through 6 years. Several of the
children enrolled have siblings younger than 2. A group of parents of these children has
approached the director, requesting that the center expand its service to younger children.

Pro Con

Strengths: resources available or readily | Weaknesses: resources required to carry out
1| accessible to carry out the proposed the alternative but that the program lacks
g|alternative + Space (will need to reconfigure current
&/ There is a market for the service—parents |  classroom arrangements)
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« Opportunities: what the program « Threats: potential costs or roadblocks
| stands to gain if the alternative is associated with the altemative
£| implemented « Licensing requirements (lower group size and
&/ Families enrolling infants likely to remain; | adult-child ratios for infants and toddlers)
5| unlikely toswitch from other center « Cost (for extra staff, new equipment)
§|+ shortage ofinfant-toddler care « Raising fees might lead o loss of
&|e positive public relations enrollment or dissatisfied families

5 o
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FIGURE 4.3 Example of SWOT analysis

Management expert Stephen Covey (1989) said that the essence of time management is

to “organize and execute around priorities.
orities using the criteria of importance
and urgency:

1. Activities that are both important
and urgent

2. Activities that are important but not
urgent

3. Activities that are urgent but not
important

4. Activities that are neither urgent nor
important (p. 101)

As a center manager, you may find
yourself constantly dealing with crises of
minor importance unless you manage to
allocate significant amounts of your time
to activities that, in Covey’s language,
belong to the “second quadrant’—that is,
they are important but not urgent.
Planning your center’s public relations

He suggests that managers determine pri-

Effective
ahe

d and avoid crises.

1se a variety of time management tools to plan
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strategy, for example, may seem insignificant compared to a broken water pipe, but neglect-
ing the planning may lead to larger problems, such as declining enrollment. Watch this

for amore detailed explanation of the types of activities that belong in each category.

Using these criteria, you might decide to take the time to recruit and train a volun-
teer to do routine tasks such as sorting mail, knowing that your investment will pay off
in many hours saved later on. Even tasks that qualify as both important and urgent can
be delegated if you have selected your staff members wisely and explained the task
carefully. A staff member, for example, can keep children’s time records and generate
invoices or send reminders to parents, freeing you to work on a feasibility study for a
new infant-toddler component. Activities that may seem unimportant, such as having
lunch with key board members or individual staff members, can promote valuable rela-
tionships and help your organization develop a clear, unified vision. Knowing your
priorities helps you decide which activities to tackle, which to delegate, and which to
put off for another time as you face your weekly or daily to-do list

Managing Distractions

Following such a system is easier said than done. There will be interruptions and
distractions as you attempt to concentrate on your high-priority tasks. Inevitably,
some interruptions will come from outside—perhaps a staff member requesting
your immediate assistance with a crisis. Delegating specific responsibilities to key
Staff members will help minimize those external distractions if you make it clear
that you have confidence in their ability to handle the job. Often, however, distrac-
tions come from within yourself as worries about how much you have to do, or
ideas about how you will do it, crowd your mind. You may have set aside a pre-
cious hour to write a grant proposal, but find yourself fretting about a licensing
visit next week or filled with creative ideas for a staff development activity—all
admittedly important concerns. As your mind races from one to the other, though,
the hour slips by with no progress on any front. One method for gaining control of
such internal distractions is to jot down intruding thoughts when they occur in the
middle of an important task and set them aside. Knowing that you've captured an
idea for consideration at a later time can free your mind to work on the task at hand.
Accomplishing what you set out to do instead of spinning your wheels will go a
long way toward reducing your stress

Finally, put a picture of your family or other reminder of your life outside work
on your desk so that you remember to get things accomplished efficiently in order to
have time for them. To be fresh and inspirational as a manager requires that you spend
some time in a pursuit that revitalizes your psychic energy. Time is a precious, nonre-
newable resource. Use it wisely and guard it appropriately.

Technology has made it possible to streamline the task of maintaining your to-do list with
electronic systems for tracking appointments. One is probably included with your computer’s
software programs, and you can find several online by entering the term digital calendar into a
search engine. You may have to create an account to use the feature, but there is no charge.
Regularly recurring appointments or due dates for reports are filled in with a click of the
mouse; you can view appointments and reminders for the day, week, or month; and you can
select your desired time frame for receiving reminders via email or pop-up announcements.
Exporting your appointment calendar to a mobile phone or personal digital assistant (PDA,
also called a handheld computer) will allow you to keep track of your appointments and task
st from any location.
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After studying this chapter you should be able to

 Explain the importance of reflective practice for effective management.
« Describe several management and leadership styles.

« Discuss the role of emotional intelligence in management.

« Identify several types of decisions and give examples.

« List the steps involved in the decision process.

 Use a system of prioritizing tasks as a time management strategy.

Ever since coming to work at Rainbow Center, Tanya had admired the grace and effi-
ciency with which Jeralyn handled the myriad demands of the director’s job. She al-
ways seemed to have time for a smile and a bit of friendly conversation with staff or
family members, even on days when a major report was due and the 3-year-olds
clogged the sink in their classroom trying to wash all the sand-table toys. When Tanya
wondered aloud whether she would be able to do the same, Jeralyn shared one of the
things she had learned at a stress management workshop sponsored by the local re-
source and referral agency. “It's a matter of figuring out what's really important,” she
said, “and not letting all the little things distract you from that. For me, people matter
more than paperwork and plumbing. My relationships with staff and families are what
make this work worthwhile for me. | try to block out time for those interactions every
day, as well as some protected time to handle the report. And,” she laughed, “I make
sure | have the phone number of a good plumber on speed dial! "

draw on a complex, continually evolving body of knowledge in at least three
areas: child development, family ecosystems, and management. A solid under-
standing of current thinking in each of these areas is a necessary, but not sufficient,

ﬁ s you learned in the previous chapter, administrators of children’s programs
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element of your preparation for the manager’s role. Effective management is not a
question of learning a few “right” techniques and simply applying them. As you have
seen, there is no agreed-upon right answer. Managing always involves human interac-
tions, whether the facility managed produces computer parts or a human service such
as the care and education of young children. This makes managing a complex under-
taking, requiring professional judgment and the ability to think on one’s feet.

REFLECTIVE PRACTICE

Personal and professional self-awareness is listed as the first of 10 management compe-
tencies needed by program administrators in programs secking accreditation from the
National Association for the Education of Young Children (NAEYC). Components
include understanding principles of adult development, self-knowledge regarding
beliefs and values, ability to apply a code of ethics, and “the ability to be a reflective
practitioner and apply a repertoire of techniques to improve the level of personal fulfill-
ment and professional job satisfaction” (National Association for the Education of
Young Children, 2007a). Personal and professional self-awareness can be compared to
what Peter Senge, a prominent authority on organizational management, calls “per-
sonal mastery,” people’s ability to keep clearly in mind and continually refine what is
most important to them, combined with an accurate assessment of where they are in
relation to that vision. He adds:

But personal mastery is not something you pos-
sess. It is a process. It is a lifelong discipline.
People with a high level of personal mastery are
acutely aware of their ignorance, their incompe-
tence, their growth areas. And they are deeply
self-confident. Paradoxical? Only for those who
do not see that “the journey is the reward.”
(Senge, 2006, pp. 131-133)

Managers must absorb a great deal of information from
the “expert: well as from the situation at hand, and
they must be able to select and apply that information in
the way that makes most sense to them at the time. They
observe what happens, and what they learn from experi-
ence becomes part of their knowledge base for future
decisions. This entire process of looking back and making
sense of your experience is called reflection. Another
term for reflection is critical thinking. It is an activity
essential to any type of learning beyond simple rote
memorization. in the Decisions, Decisions segments that
appear in each chapter, this text asks you to engage in
reflection—to think about what you are reading in the
context of your own experience and to apply your think-
ing to some new situation.
Seibert and Daudelin (1999) traced the history of
reflection in education back to the Greek philosopher
3 Socrates and argued for its application to management
el theory and practice. They distinguished between two
types of reflection, believing that successful managers
must use both types, and offered suggestions for enhanc-
ing each. Activé reflection occurs in the situation, “on the

Managers, like children, need time to pause and
reflect about what they are doing
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fly in the midst of challenging experiences.” All managers engage in active reflec-

tion—that is, they ask themselves questions about what is happening, what they

should do, and what might happen as a result. They answer their own questions by

interpreting what they observe. Managers can enhance this active reflection process

by becoming more aware of it. They can listen to themselves and try to generate more

probing questions, always remembering that their interpretations of situations are

not necessarily final. They should find ways to capture the ideas that occur to them in

the heat of the action and use spare moments throughout the day to mull over current

problems (pp. 206-207).

In proactive reflection, managers take time away to reflect on their experience,
often after completing a particular task or project. They review what happened, compare
it to their other experiences, formulate explanations, and make plans for what they might
do differently another time (p. 148). Community reflection is a particular type of proac-
tive reflection in which a group of managers approaches similar questions under the
guidance of a facilitator. Some managers report that they not only learn more through
this collaborative approach, they also develop feelings of greater closeness with their col-
leagues (p. 205).

KNOWING YOURSELF

Seibert and Daudelin (1999, p. 18) pointed out that the Latin root of the word reflection
is reflectere, which means “to bend back.” And, as you read in the preceding section,
managers do “bend back” in their thinking as they review what has happened and
formulate new ideas. Another, perhaps more common, association with the word
reflection is the image that looks back at you from mirrors or other shiny surfaces.
Managers look into metaphorical mirrors to acquire self-reflective knowledge, which
is an understanding of one’s purpose or mission and of one’s strengths and weak-
nesses in relation to that purpose. Brown and Manning (2000, pp. 84-85) considered
self-reflective knowledge one of four types of core knowledge for directors of chil-
dren’s programs. Common sense tells you that you must have a strong sense of who
you are and what you believe, as well as the humility to acknowledge what you do not
know, if you are fo be credible and effective in a leadership role. The “mirrors” that
managers of child development programs use are self-assessment tools; feedback from
colleagues, employees, and families; and self-reflection within a context of profes-
sional knowledge. See Figure 4.1 for a survey you can use to examine your own per-
sonal and professional self-awareness.

WHAT WILL BE YOUR MANAGEMENT STYLE?

The previous chapter presented an overview of three paradigms, or conceptual models
of management. If you have some work experience, you have probably already wit-
nessed the application of at least one of these models. Managers applying the classical
model use concepts of cost and increased efficiency. They analyze jobs and figure out
the “best way” for the job to be done and expect that the job should be done that way.
In the behavioral approach, the manager recognizes that the way workers feel about
their jobs, both individually and as a group, has profound effects on job outcome. This
type of manager gives employees more independence and helps them take more
responsibility and develop maturity in their jobs. In the third approach, based on a sys-
tems theory of organizations, a manager strives to understand the “big picture” and
help all the parts work together so that the organization as a whole can adapt to chang-
ing situations within the larger environment.
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Part 2 » Core Compe!

ncies.

Examining My Personal and Professional Self-Awareness

1. My beliefs (select one):

« I'am familiar with the NAEYC Code of Ethical Conduct

« I generally follow instructions and don't ask questions. (or know where to find it).

« I have given thought to what | do and the reasons for * I have affirmed the Statement of Commitment to
my actions, including my personal values. uphold the Code in my work with children.

« I base my beliefs and actions on what | have learned * I have used the Code to resolve an ethical dilemma.
about human development as well as on my personal « In addition to the above, | am familiar with the
values. Supplement for Administrators.

« I have created a written statement of my philosophy « In addition to the above, | have used the Supplement
as an early childhood professional. 0 resolve an ethical dilemma

2. My understanding of others (select one): 4. My reflective skills (check all that apply)

« 1 am aware that there is a variety of personality types « I have a clear picture of my strengths (or potential
and learning styles strengths) as well as areas that | need to work on as a

« I can recognize characterisics of personality types or program administrator.
learning styles in others « I know where to get help with the areas that need

« Itry to take individual differences into account when improvement
interacting with others « Iam generally comfortable receiving feedback from

« 1.am generally able to maintain positive, supportive others, including constructive criticism.
relationships with any personality type. « I manage my emotions effectively, expressing feelings

« I can mentor (facilitate the professional development) dlearly and appropriate in a given situation.
of others « Iam usually able to manage my time effectively and

3. My ethical and moral practice (select one): complete important tasks on schedule.

 Iam unfamiliar with a professional code of ethics. | * I know and use several strategies to reduce or cope

generally follow instructions and don't ask questions. with stress in my personal and professional Iife.

FIGURE 4.1 Self-examination of personal and professional self-awareness.

In addition to reflecting your ideas about organizations and human nature, your
management style will be influenced by aspects of your personality, such as power ori-
entation, ways of dealing with conflict, reaction to stress, and psychological type
(Benfari, 1999).

Power and Conflict

You might think of power, for example, as based on fear of punishment or a desire for
reward. You might see it as based on respect for either the position itself or the exper-
tise of the individual holding that position. Or you might see power as something
based on subordinates’ personal admiration and affection for the person in authority
(Zeece, 1998). Your basic approach when confronted with conflict can range from
avoiding a fight by capitulating or pretending the issue doesn’t exist to defending
your position at all costs. Between these two extremes, you might seek a solution in
which both parties settle for something less than they wanted or, ideally, collaborate
to find a solution that satisfies everyone and may even be better than what either had
imagined.

Stress
Your reaction to stress can vary from time to time, just as it varies from that of other
individuals. One manager may need predictability and stability, while another
thrives on the challenges of opening new programs and juggling special fund-raisi
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activities, all while handling the day-to-day operations of a center. The second man-
ager, in fact, may become bored without the added stimulation, yet an illness or fam-
ily crisis could change that picture quite suddenly. In other words, stress can be
viewed as an interaction among external conditions or events, your perceptions of
those conditions, and your inner reserves for dealing with them. Chronic stress over-
load leads to burnout or the inability to function—in work or in life in general. In this
video, you will hear a director explain her approach to managing the stress that
comes with her job.

motional labor is a term coined by sociologist Arlie Russell Hochschild (1983) to
describe the psychological effort involved in controlling the expression of one’s emo-
tions on the job. Waiters, for example, are generally expected to display a friendly atti-
tude toward customers; nurses are expected to show caring and concern. Displaying
the desired emotion regardless of how one really feels is called surface acting, in con-
trast to deep acting, which is attempting to alter one’s genuine feelings to match the
expectations of the job. Consistent demands for either type of acting can be draining
and stressful. However, a third type of emotional labor, expressing one’s naturally felt
emotions, can have a positive effect if the emotions displayed are consistent with one’s
identity and core values

It is easy to see that emotional labor is obviously a significant factor in work
with young children. Caregivers are expected to display patience, affection, and
enthusiasm toward children. When they actually feel these things, their work is joyful
and fulfilling. If they are only going through the motions (surface acting) or strug-
gling to feel what they don’t (deep acting), exhaustion and burnout can result (Cox,
2009). Emotional labor is also performed by managers who use it to influence the feel-
ings of employees, expressing pleasure in a job well done or disapproval and firm-
ness when needed. “Leading with emotional labor” (Humphrey, Pollack, & Hawver,
2008) has the same potential for either exhaustion or fulfillment. Putting on a front,
particularly surface acting, takes a toll, whereas skillful use of deep acting and expres-
sion of genuine emotion can increase feelings of satisfaction and enjoyment for both
managers and employees.

One cautionary note reflects the fact that managers, more than their subordinates,
are likely to identify so strongly with their role that the emotional labor involved with
expressing genuine feelings begins to consume all their energy (Humphrey et al.,
p. 153). The key is to recognize signs of overstress in yourself and take action before
burnout sets in. Your goal s to thrive, not merely survive. To do that, you will need to
distinguish between the essential and the trivial and to let go of the expectation that you
can be all things to all people (Bloom, 2008). Although it may seem contradictory, delv-
ing more deeply into your work can be as effective at preventing burnout as letting go.
Linda Yaven, who teaches in the Graduate Design Program at California College of the
Arts in San Francisco, was inspired by documentation she witnessed in the preschools
and infant-toddler centers of Reggio Emilia and began applying the concept to her own
work with adults. Over the next four years she taught—and learned along with her
students—how to use photographs, drawings, and written records to make their learn-
ing visible. She writes, “The fact that I looked forward to coming to class each day did
not go unnoticed by me. There are teachers in Reggio who have been teaching there for
decades without burnout. I had glimmers while there what that might be about”
(Yaven, 2005, p. 10).

In addition to reducing and managing your own stress, you will want to help your
staff members do the same. Burnout due to stress is one of the factors contributing to
high rates of turnover among child-care personnel (Hale-Jinks, Knopf, & Kemple, 2006).
Figure 4.2 lists symptoms of burnout and offers suggestions for reducing and/or deal-
ing with stress.
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Symptoms of Stress

Physical Emotional

« Loss of appetite. « Feeling inadequate, incompetent

« Frequent indigestion + Sense of hopelessness

« Fatigue « Overreacting (crying or extreme iritation)

« Difficulty sleeping « Loss of interest in pleasurable activities

« Sweating, faintness, nausea (without « Inability to let go of problems and relax at
apparent cause) end of workday

* Frequent colds

Strategies for Coping

Eliminate or Reduce Causes Strengthen Inner Reserves
« Regular physical exams to discover and treat  Exercise vigorously several times a week
health problems that can add to stress « Choose a healthy diet

Pare down or postpone commitments at
work and/or at home

Delegate tasks where possible

Set realistic goals and timeframes for
achieving them

Distinguish between what you can change
and what you cannot; focus on the former
and let go of the latter

Meditate or practice yoga

Cultivate a relaxing hobby

Spend time with family and friends
Establish a relaxing bedtime ritual

Begin to eliminate unhealthy habits
(smoking, junk food)

+ Seek professional help from a counselor or
physician

GURE 4.2 Recognizing and coping with stress
Source: Based on Professional Lif Sres Scale, by David Fontana. Retrievd Jul 4, 2005, fom hitp/honoluu hawai edu/
intaneticommitteesFacDeComiguidebkfeachtpsres-Lhtm; and How to Fight and Concquer Sress by Rose Medical Center,
Denver. Retreved Jly 4, 2005, from hitp A rosemed. comhealthcontent asp?pages=hicsressindes

DECISIONS, DECISIONS ...

Look at the list of symptoms of stress in Figure 4.2. Do any of them describe your
own feelings and attitudes toward your job or schoolwork? If so, think about
which of the suggestions for reducing stress you might be able to apply. Choose
two or more suggestions from the list of suggestions for strengthening your ability
to deal with stress and make a plan to put them into practice.

J

logica refers to a concept introduced by Carl Jung in the 1920s that
attempted to explain variations in human personality based on the way individuals
preferred to use their perception and judgment. This theory became the basis for a
widely used instrument developed by Isabel Briggs Myers in the 1940s. The Myers-
Briggs Type Indicator (MBTI) seeks to determine an individual’s basic preferences in
four areas, each identified by a particular letter: (E) extraversion or focus on the outer
world versus (I) introversion; (S) sensing or focus on information versus (N) intuition or
focus on interpretation; (T) thinking versus (F) feeling; and (1) judging or decisiveness
versus (P) perceiving or postponing judgment. These preferences interact to create 16





