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Managing change
‘Some of us really like the status quo. Even when we have a better
alternative, many of us are content to keep on doing what we’re doing.’
– Carl Richards, Getting comfortable with change,
The New York Times, 23 November 2015

How can we motivate people to adopt new ideas? This month we focus on
resources that support changing practices in early years settings. Read about
how one service made significant changes in practice. Explore some resources
from a new free online professional development course.

Case study
Change is underpinned by research AND imagination
Milford Lodge Child Care Centre, based on the Sunshine Coast, has responded
to the needs of children by changing its practices in a number of significant ways
over the past five years. ACECQA re-awarded the centre an ‘Excellent’ rating in
June 2019.
When Nancy Andrews took on the role of Educational Leader at Milford
in 2013, it was an opportunity to start afresh. Both she and long-time
owner of the service, Molly Stewart, were keen to make modifications that
reflected both the changing environment offered by the implementation
of the National Quality Standards, and a core belief that best outcomes for
children should drive any changes.

‘We wanted to imagine a different way; to gradually move away from
counting children to providing a more fluid environment, so that
they are free to explore the acre and a half of land that the service
occupies, along with the five buildings. We wanted to break down
the grouping construct that staff had then of ‘my children’ and ‘your
children’. We felt that routines were getting in the way and we wanted
children to have more freedom; to enjoy their day more.’
The same attitude prevailed in terms of staff:

‘We understand you have to know the team to grow the team. We
have seen a shift in mindset whereby educators choose what brings
them joy and then encourage each other to do this on a regular
basis, involving the children. This might be baking, playing the piano,
or gardening. We have noticed such a difference in staff morale and
children’s engagement.’

Supported by the Australian Government.
Developed by Education Services Australia.
© 2019 Commonwealth of Australia, unless
otherwise indicated

care all day. It takes a great deal of effort to
ensure children experience continuity of care
with particular key persons. However, we
have adapted our roster to first look at the
daily bookings and then build the staff roster
around these, in the best interests of the child.
We allocate three staff to a home room, taking
into consideration educators transitioning with
children each year.

In terms of implementing change, Nancy says that
they were initially apprehensive about parents’
and staff members’ reactions, particularly during
assessment time for the service. However, any
concerns were short-lived, with so much positive
feedback, including from the children.
In 2016, the service moved towards multi-age
groupings. This followed an inspirational presentation
by Professor Peter Gray whose work, including
his book Free to learn (2015), has focused on
understanding children’s natural ways of learning.

‘We offer opportunities for mixed age ranges
all day every day. We are happy to say that this
has been one of the best decisions we have
made in recent years. We used to offer mixedage groupings, mainly at the beginning and end
of each day, believing that this was adequate in
terms of allowing siblings and other children of
different ages to play together. We now have all
five rooms and all areas open and accessible to
anyone to choose where they would like to start
their day.’
Further refinements followed. Nancy emphasises the
importance of research as a basis for making changes.
As a team, they researched the work of Peter Elfer,
who promotes the ‘key person approach’, and
Nathan Wallis, whose work on the importance of
quality interactions between children and educators
is well known in Australia.

‘When we moved away from age-defined rooms
in 2016 we naturally had reservations that we
might somehow lose that close connection with
an individual child if they weren’t in our direct

We have also adapted our orientation process
to ensure that we have a successful gentle
transition from home to day care, when a
new child enrols. This year we introduced a
staggered start to limit the number of babies
starting in January and it has been the calmest
beginning to the year that educators in our
youngest room can remember.
We invite the family to assist us in choosing
which home room best suits their child, based
on their knowledge of their child and observing
the room they naturally gravitate towards
during orientation visits. Families with more
than one child also love the fact that they can
be in the same home room.’
‘I know Tom and Ella would have found it
comforting being able to visit each other and
have lunch together as they settled in. Ann
also encouraged Tom to play with the bigger
kids and make friends with kids his age. I agree
it is a better model of daycare than the strict
segregation based on ages.’
– Anne Porter, parent

Having generous staffing ratios helps to support the
practices at this service. The staff roster is responsive
to staff needs and this helps morale as well.

Another organisational change has been modifying
the staff appraisals process to support them to focus
on ‘what’s strong, not wrong’. Rather than an annual
form-filling exercise, this change includes extended
and regular discussions on supporting educators to
include their strengths within daily practices.
Nancy and Molly, who comprise the two-person
leadership team, meet weekly to reflect on daily
events, and to plan. They share similar ideas about
what is important, including that the wellbeing of the
children begins with the wellbeing of the educators.

‘On early childhood social media pages, there
is often a debate about the value of attending
staff meetings. Once a week we have a “staff
catch up”. In the past, the director would spend
the time discussing housekeeping and staff
would leave feeling inadequate or uninspired.
We now look at these staff gatherings as a time
to engage in conversations relating to our roles,
share new knowledge gained from professional
development, or discuss new ideas we would like
to implement.

Professional development is a driver of change,
and helps provide a rationale to families about why
practices are changing:

This photo has been used in two separate workshops
now, where educators were asked to reflect on the
question: ‘Why should WE choose who the key educator
is?’ Jill was Hartley’s self-chosen key educator when
he was 2 years old. In this picture, Hartley is by now in
kindergarten, and Jill is with the younger children, yet
the two still eat most of their meals together.
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‘We attended a workshop at a conference a few
years ago with Bruce Hurst and, although it was
primarily aimed at OOSCH services, we gained
a lot from it in relation to our older children.
His research highlighted that older children
attending Outside School Hours Care services
often felt disadvantaged as the resources are
mostly aimed at the younger age ranges. The
older children were reminded on a daily basis
to be careful of hurting younger children in
organised games by not running too fast or
kicking balls too hard, etc.

The service has changed significantly in the time that
Nancy has been there; she emphasises that change
is based on providing better outcomes for children,
but also on ensuring that the whole team is involved
in visualising the changes ahead, and making them
happen. For more about the changes at this service,
see the Milford Lodge blog.
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At the start of these catch ups, everyone is
invited to share something they have noticed
another team member doing that has inspired
them, or sometimes we simply wish to express
our gratitude to one another. Sharing examples
of something an educator is doing that is
working really well enables others to reflect on
their own practices. Our staff roster has been
adapted to include more times for professional
conversations between different members of
our team. When team members return to the
service, eager to implement change, we ensure
there is ample space and time for them to do so.’

After hearing the findings of Hurst’s research,
we reflected on our own spaces and we now
ensure that our older, more experienced
children are offered opportunities to use the
car park if they want to ride their bikes fast (I
should mention that children are also allowed
to bring in their own bikes/scooters as our
own variety of trikes doesn’t provide enough
of a challenge. We had seen photos of some
children who rode motorbikes on weekends
with their families.) Since introducing this we
have observed almost every child learn how to
ride a bike, with the support of their friends.’

Free online professional learning
‘If change didn’t occur in the early years sector, what practices might still be
occurring that might not be in the best interests of children?’
– Early Childhood Australia, Initiating and managing change in early years services
professional learning module, Early Childhood Resource Hub

The Initiating and managing change in early years services professional learning module
explores strategies for getting your ideas adopted. It provides tips for managing resistance,
setting a vision for your team and sustaining new initiatives. Created by Early Childhood
Australia for the Early Childhood Resource Hub, the course is free and provides users with
a certificate on successful completion.
Explore some of the course content below.

Scenario-based learning
Find practical scenarios to consider when implementing change. For example, the scenario
below asks you to plan for changes in the physical environment. Consider strategies that will
enable staff and the community to feel confident about the safety of the construction phase.

Change management versus change leadership
What are the characteristics of a change manager in contrast to a change leader? What do
you need in your context?
Characteristics/Approaches
Actions
Personality
Primary work focus
Leverages power through
appeals to …
Strengths

Change manager

Change leader

Six principles of change

Where to find the modules

Think about a change that you would like to make
at your workplace. Work through the six principles
of change in the online module with the aim of a
practical and real outcome at the end.

Go to the professional learning page on the Early
Childhood Resource Hub to find the Initiating and
managing change module. You will also find:
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Find tips for bringing people on board change initiatives
in the online module.

●●

a module exploring the qualities of leadership in
early years settings

●●

three modules that will help you deepen your
understandings of Aboriginal and Torres Strait
Islander cultures.

Resources
Build and sustain an innovative
work environment

Australia’s educational leaders in ECE:
What do we know so far?

Consider how innovation can be supported in your
workplace through the online book chapter Build
and sustain an innovative work environment.

Professor Joce Nuttall outlines ten findings from
research into the role of educational leader in this
short article. Keep up to date with this project or
view short videos such as Developing yourself and
others on the Learning-rich leadership for quality
improvement in early education webpage.

Understanding and supporting
educator wellbeing
This brief article summarises research by Catherine
Jones who interviewed educators and asked them
to provide monthly reflective journal entries on
the topic of workplace wellbeing. There are useful
questions that might help you to improve the
culture of your workplace.

Leading through change
This article includes Dr John Kotter’s eight-step
process for leading change.

Podcast
Forrest Out of Hours School Care service was
recently awarded an Excellent rating by ACECQA.
Hear from the educators involved in the change
process in the #93 Excellence in school age care
podcast. They found a theory to support change
(the Playwork theory), and undertook research and
visits to other programs in the process of changing
practices. Read more about Forrest Out of Hours
School Care service.

Educators as learners: A framework for new conversations on designing
and sourcing effective professional learning that results in real change
Explore the characteristics of effective professional learning for early years educators through
this PowerPoint presentation.

Source: Early Childhood Australia National Conference 2018

What type of professional support does your team need to take on a new initiative?

