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Organisation’s policy: supervision and support.
Introduction.
Supervision, how experiences can differ.
I, in many cases have been fortunate in the fact that I have had punctual proactive line managers who support has been key in my development. This though was not always the case with some line mangers not turning up, gossiping about other staff and some leaving the feeling that meeting with your line manager/boss would consist of been grilled with questions for an hour on how well you do your job. Due to these experiences the thought of supervision use to fill me with dread. The thought of all my cases been scrutinised by someone who had a list of targets to meet and an hour to hear why you did or didn’t meet them. This is at the worse end of the spectrum of course with some giving advice and guidance on how to improve practise through reflection and sharing knowledge and experiences. This left me with a cautious streak when it came to supervision and who the supervisor was based on the fact that the line manager was the only other stake holder in the process. 
This however is something that can only be made good through the process that is key to supervision and support. Through looking at policy, practise and what ‘we’ do in the wider context gives no reason to be worried. In the next couple of pages the aims is to explore my current placements ‘policy for supervision and support’ and link it to its relevance to us ‘the youth support service’. This will allow me to analyse supervision policy, practises and personalities within the work place, considering the roles and values of effective supervision in youth and community setting. By doing this I hope to analyse reflective practice with in the team’s integrating youth work principles and purposes integrating the “5 pillars” approach (PYOG, 2014, p. 5) . The idea therefore is to look at what we are doing in supervision and see if and how we should be looking to improve it so that as a service we can improve.
National principles and policies
By looking at the national principles and policies in relation to youth and community work there is little reference to supervision in youth work but it is linked in with the terms of referring to “systems for planning, monitoring and evaluation of their work” (PYOG, 2014, p. 7). This considers the reflective process that we as youth and community professional look at in a supervision although this does not give direct advice to the link between the expectation of leadership in these areas and the promotion of good practise through supervision.
This however is advised and promoted in the code of occupational ethics who discuss the need to “participate in in-service training, identify training needs and assist where appropriate with the supervision, support, training and placement supervision of other colleagues and student” (YMCA, 2012, p. 12) While this is broad it does give an idea of the importance they see in supervisory reflection and the promotion of this with in the sector. The national occupational standards also advocate this while they look at this area through the section of ‘working as an effective and reflective youth work practitioner’ (LSI YW30), and states that by “applying the outcomes of your reflection and development to improve your own practice in upholding the values and principles of youth work” (National Occupational Standards, 2012, p. 132).
While it is good that these leading bodies take a forward thinking approach to spear-heading best practise with in the role of supervision with in youth work there is an area of development needed with in the support area in certain teams. While we have developed strong supervision practises with the use of Charles Handy’s four models of youth work with “club, role, task and person culture” (Boundless, 2014) all used with the day to day running of areas of the service the person cultured approach is let down in areas as staff are expected to self-manage and lone work cases with in other organisations.
Adopted form of supervision policy, 
As an employee of Carmarthenshire county council the supervision policy set up in generic format and used in the education and housing department. The philosophy and principle are based in supervision. This is outlined by a sentence in this document reading “Supervision in the context of the policy enhances the management function of the Department and the professional and personal development of individual members of staff’” (See appendix 1). This is the first instance pushes me to think that as a service, this is looked at as a paper tool and its goal is to improve practise of staff through reflection and analysis of using the policy as a guideline to improve and implement supervision good practise.
This however is dependent on the supervisor and supervisee buying into a broad sentence in the vision of improving department practise. This again is highlighted in the first section of the ‘Purpose of Supervision’ as detailed in the policy reading, “To promote and maintain a quality service-to-service users in Carmarthenshire” (See appendix 1). While this is a good target as a broad term it does depend how terms as such are read by different employees and come to that departments see how this quality is achieved. The can vary considerably with not only the different sectors but wit with different practitioners and how variation of this is within the relationship of supervisee and supervisor. The rest of the policy continues in a similar nature looking at clear roles and responsibilities, departmental objectives, suitable climate for practice, professional/personal development. Stress reduction, resources to do the job. All the areas really that would be expected from a generic department wide paper.
As part of the supervision agreement each member of staff will have a written Supervision Agreements including a list of practice issues that will be addressed as part of the Supervision process including confidentiality, equal opportunities, cross referencing. This gives a detailed format that is worked through to ensure that the areas discussed are on task and to points that are agreed by both the supervisor and the supervisee, Examples of these are Induction, expectations - of worker - of supervisor, how often and when to content.
An interesting area for me was that there were ‘Disagreement Guidelines’ that outlined the  tension that sometimes can be met with in supervision needing a third party who is the supervising officer to be brought in to see if they can support the process to come to come to a suitable end. Other practice issues that will be considered through the process include values, attitudes, standards, policies and procedures, agency systems, planning recording and monitoring cases, workload, prioritisation and allocation of work, competency and Career Development and so on.
Supervision practises 
When we look at how supervision is taken and the ways in which it is used, we should demonstrate awareness through learning and development. This dependent on the individuals taking part in it as the overseer and the employee. 
John Dawson looks at this as a notion broken up into three areas. “Administrative, Educational and Supportive” (Smith, 2011, p. no page no.). These three areas are not all described in the policy set by the service but are in built in the culture of the service. This is also discussed by Alfred Kadushin’s (Smith, 2011, p. no page no.) who’s supervision in social work model opens up the idea that it is not only policy that dictates the outcomes of supervision but it is the stakeholders and the three main areas of development. Although for staff to be able to function to this level it is important that CLEAR (Hawkins & Smith , 2013) phases of the process are met. 
This is linked to the stakeholders having common goals and being interested in improving service and providing this service to the best of their ability. In many ways reflecting on practise and looking at ways to improve. This is further explained by “exploring other ways of working” (Hawkins & Shohet, 2007). Looking outside the box and having others to give opinion allows deeper reflection and experience to be able to review to a more through standard.
So from policy that has been shown it is essential that the supervisee delivers a proactive experience through active questioning and goal setting using the policy to deliver plans and targets set on achievable goals. From personal experiences it is evident that this concept of supervision within the service is promoted and on a whole is delivered to a high standard. In that respect I feel that as an organisation we are lucky that supervision is taken as seriously and is used to promote professional practise, development and inevitably set around goal setting through the form of supervisory competency.
As with this organisation supervisee and the supervisor change but the outline is based on a proactive method of engagement, reflection and improvement of services through ensuring that the structures and organisational developments are implemented. With actions put in place around community, wellbeing and administrative expectations. This happens through the three stages of “normative, formative and restorative” (Smith, 2011, p. no page no). This for me is key with the role we play as youth and community workers as if we are not firing on all cylinders and are not content then we make judgements and work in a way that does not support the people that we are working with. Wellbeing is key and only through a happy work force will you have a productive one. This, you would like to think can be supported in a safe environment that is set up to be open and honest about practise and progress and expectations. 
Characteristic that depend on the stakeholders personalities can differ depending on experience and usually dependant on whether they provide a consultation role or a supervisor’s role. Never the less both forms of supervision should and do in my experience follow the reflection cycle as described by McNiff with a constant “moving in new directions by building upon investigation and observation” (Herman, 2012, p. no page). This integrates the stages of the process into a cycle which in the case of our policy links into the sheets that distributed to be used by the team. Looking at observing, identifying, reflecting, taking action, evaluating and modifying. The key in this is the experience and respect that is shown for the supervisor and this as with any case of respect needs to be earnt and built up over a number of events and experiences.       
This is something that I try and build into my own professional practice and feel that this is where it is essential to develop the relationship that promotes an environment that is conducive with speaking about cases and situations in a way that will only be talked about outside of the supervision environment, if it has an impact on safeguarding issues with practise or if additional professional advice is required.
This gives a good basis to work on and is therefore an ideal setting to look at the framework for reflection in practise. From personal experience I feel that “coach and mentoring approach” as discussed in Hermen is used and issues are discussed at length and strategies planned to benefit the individual cases. This provides ideas through conversation and relates back to experience based planning. Again these conversation can link in with further training and meetings and can look at developing further staff interaction. A shift has also moved towards ‘task on finish groups’ with in our team and wider service to target specific issues with a larger view to incorporate the whole team. This is a decision that has been taken by the management team to look at getting staff to buy in to decision making and having their opinions matter with in the service through discussion. This form of group work to develop a set task or project not only gives a form of self-investment by the staff attending but also develops a range of ideas to work with, and does also share the burden of work load and links when chaired correctly. Also promoting the administrative area discussed by Smith.
Administrative – “the promotion and maintenance of good standards of work, co-ordination of practice with policies of administration, the assurance of an efficient and smooth-running office”									(Smith, 2011, p. no page no.)
Targets
[bookmark: _GoBack]Looking at data collection and target setting with supervision within our local authority setting I imagine is like most youth work based teams and dependant on whether the employees are answerable to a higher authority. In the majority of our service the managers are looked at as middle managers as they have targets to hit and people to answer to. They have a range of different pots of funding. Examples of this are families first (Welsh Assembly Grant), Cynnyth (European funding), Police and crime commissioner, Youth Justice Board and so on. Each one having individual targets and data that need to be met to comply with. This takes over more time in supervision with in the administrative role than has done previously due to the nature of the roles we as youth and community workers know play. Monitoring of key performance indicators, TAF targets and numbers of referrals through Cam Nesa posts for example hold the key to obtaining funding without even meeting a young person or hearing their individual story of support services. It is although key to remember that although a chance to discuss targets and review outcomes there is a clear definition between this and supervision. This was argued by Harrison and Wise who say that “organisations may have appraisals and performance reviews…these have different purposes and need to be distinguished carefully from the supervisory process” (Harrison & Wise, 2005, p. no page). That brings back the key areas and reasons targeted in supervision to achieve these targets. These three key functions of supervision are: “formative, normative and restorative” (Smith, 2011, no page no).
Supervision personalities
Looking at values of supervision with in our service leave areas of development in respect of personal professional development. In previous role in other organisations discussions where set and formal pathways assigned for asking and receiving support for further study through a formal annual basis. As a service one thing I would advocate is that investment in the development of the workforce by further learning and this in effect will benefit the wider service we provide. This within our service is something that is determined on development to a minimum standard rather than looking at supporting of higher level study. This an area however that is determined by budgets and allocation of funding unfortunately. 
It does seem that the more you ask and the more time you put into your supervision and analysis of own practise including further team work, the more as an invested party you will get out of it. This links in to what Janet Woods speaks about with autotomy in supervision and own practise and the “freedom to choose but also the ‘ability to make a choice and to act on the basis of that choice” (Woods, 2001, p. 252). 
Having the ownership over something and having the ability to change and act upon reflection is an essential part of feeling that as a supervisee’s in youth work practise, supervision is worthwhile. Through discussion in supervision excellent tools to promote actionable change be shared and discussed to create a productive, leadership environment. Having the confidence and the support from supervisor to do this and the backing and advice that is needed promotes the development of ideas and goals to look to achieve excellent practise. This however does require a skills set that is taken into supervision to impact on practice. Communication skills and active listening is something that should be linked in to professional development to get the most out of the process and pull information that is behind the façade. This again is something that can be developed but only through respect and trust.
Conclusion
Looking at areas of improvement in supervision with in the local authority and particularly our service are dictated by the nature of funding we receive (eg. Meeting Key Performance Indicators). This therefore gives a level of expectation from supervisors onto us as employees to deliver the expected outcome to receive that funding but in a wider context is dictated on how as a society we are managing our resources and how we look to promote the youth work sector with in our communities. Therefore showing society a measurable form of youth and community work is essential but does end up in an administrative element to the work we do. The need to enforce the completion of key performance indicators complete data tracking of record based accountability and strategies to improve this with the service are key down falls in regards to autonomy and creating an environment that promotes free reign on developing practise. This however is a necessary requirement to allow further universal services to prevail as an assistance to more targeted support with the hope of more affluent times where the universal sector will return to provide experiences to the wider population.   
National principles and policies is an area that although has reference to reflective practise does need some steering in regards to integrating supervision into the key areas of structure and as a sector we should look to the principal youth officers group and YMCA to facilitate this change.
The adopted form of supervision policy used with in our service is in one form good that at least we are working off the same form. Consideration should be taken on if this is the best way to achieve value through the time we as a team spend in supervision. This should be considered by the management team with in the youth support service.  
Supervision practises should be linked around relevant youth work lead theory and consideration taken to the forms of reflection, review, modification and change that are constants with in an ever changing sector and integrated into the adoption of supervision policy change lead by PYOG and service management teams. Targets will be set around funding decide by elected representatives of society and can only change through prosperity and the change in tide in perception on the value of youth work and the experiences that our young people have.
Supervision personalities need to consider the effect good practise and standards have on the colleges around them and the young people that they work with and in remembering that only through good practise and self-development will the promotion of our sector and service be recognised. Support in the service happens in many ways through risk reviews of young people, team meeting, tracker meetings, performance management meetings, supervision, co-worker support and a range of informal and formal settings. This must continue to be integrated into practise and ensure staff wellbeing and job satisfaction to maintain excellent practise. The method of peer mentoring is one that I would look to integrate into lone working individuals to ensure reflective practises are integrated into day to day work and promote wellbeing and a preventing rather than cure approach when it comes to issues that arise.  
In conclusion the supervision policy within the service is in whole is a proactive one with several different approaches adopted to improve service. This does look that the management team has taken into consideration and actioned change from the guidance set by the framework for reflection supervisory practise, giving a holistic approach to the benefits of supervision within the service. In regards to development the only area and approach that I would look to support is the increase and adoption of more integration of universal youth work practise but unfortunately this is a matter for further political change and the targeted approach that the youth support services have taken is one that is steered by governing contributors who determine change on a national, political basis. 
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