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‘Evaluate in depth an organisation’s policy in relation to supervision and support drawing on relevant theoretical perspectives to inform your discussion and recommendations ; you may want to draw upon your own practice and reflect upon strengths and areas for further development ‘
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Throughout this assignment the author endeavours to evaluate Ceredigion County Council’s policy regarding supervision and support, in particular Ceredigion Youth Service. The aims being are to identify the support and supervision policy directed by CCC and how this is filtered through to CYS and to also Identify if the current model is effective in supporting staff and the work they do.  The author aims to conclude with suggestions for improvement regarding the current policy. 

For the duration of this document the author shall abbreviate Ceredigion County Council to CCC, and the abbreviation of CYS for Ceredigion Youth Service. 

To ensure this document demonstrate clarity and understanding, we need to identify what effective supervision is and the purpose of it within youth work practice. 

 In the author’s opinion, effective supervision is when the needs of the supervisee and the service are met to include issues raised like stresses and difficulties and training requirements. Additionally as looking at success and achievements to appraise staff alongside looking at challenges and barriers to look at ways of further support. It should also look at current work load to see if it foreseeably manageable, is their areas of improvements within practice, it should also give the opportunity for reflection for both the supervisee and the supervisor to look on events, feelings since previous supervision as well as what is upcoming and give the opportunity to  get a different view point on situations . 

Loganbill et al ( 1982 ) Cited in Hawkins and Shohet p.50) defines supervisions as:
 an intensive , interpersonally focused , one to one relationship in which one person is designated to facilitate the development of therapeutic competence in the other person 

Here Loganbill is referring to supervision within a counselling / psychotherapist professions, however the same definition can apply to youth work in the context of taking therapeutic competence of knowledge and skills required to deliver a treatment within youth work. Workers require the right knowledge and skills to deliver a high level of service to young people.

When seeking the purpose of supervision Neill (2014) states that ‘Supervision is an essential component of quality assurance’ 
Here Gail is referring to the administrative side of a service and that the purpose of supervision is to ensure that staff are to meet the policies, priorities and standards.   

 As youth workers, we are already aware of the high importance of supervision and reflection and has been a common theme within our training. When looking at youth work policy documentation to support this, supervision isn’t necessarily the term which is used. The National Occupational Standards for Youth Work 2008, states the standards and understanding which an individual should know to undertake the best practice within their role.  Section 5 within the standards focuses on an individual responsibility regarding continuous professional development and supporting other professionals through lead and management 
‘Standard 5.3.1 : Provide support to other workers – National Occupational Standards’  ( LLUK 2008 )  The standard identifies the need to motivate, support and advise colleagues as well as provide recognition and promote success.  This interties with supervision, however the term supervision isn’t used with the standard and therefore can be hard to define if a service is up to standard without clear terms and definitions being identified.  Similarly this also follows throughout The Code of Occupational Ethics for youth work in Wales which has many aspects intertwined regarding support for staff especially in section 3; ‘Responsibilities to colleagues’ again however the specific term of supervision isn’t mentioned. 
When exploring CCC employee handbook the only reference to supervision is with the disciplinary policy. Within the policy it discusses supervision as a way to raise unsatisfactory conduct as well as minor misconduct informally  (Ceredigion County Council  2017) It also discusses the importance of sufficient support within your role. However this is subjective to the management of the team. Within CCC employee handbook the term ‘performance review’ is also available (Appendix 1) The outline of a performance review clearly identifies the purpose as Administrative (Dawson 1926) with some purpose on Educational (Dawson 1926) This is then followed through with supporting documentation (Appendix 2) for the aprasiee and the appraiser (Appendix 3) On review of the documentation the purpose of a performance review is to achieve business objectives and give individuals accountability.  CCC performance review doesn’t seem to look at interpersonal matters, however does try to ensure quality assurance. From the author’s perspective other aspects could be attributing to an individual’s performance effecting the quality of their work, which is briefly addressed within health and wellbeing and general comments section. However, once a year isn’t an appropriate length of times to address these issues and for some can be too late, and may leave post due to unsuccessful addressing of support. 

When regarding CYS supervision, as with CCC it is limited in the context which was previously mentioned. As an employee of CYS the author can identify that supervision is undertaken. However when looking for a policy for CYS, the information seems to be sporadic with no defined standalone policy. Nevertheless small fragments of information are available and given to staff within their employee handbook. 

Within the staff induction handbook it states the purpose of supervision as 
‘ … to ensure that both employee and employer have regular opportunities to express views and concerns regarding work undertaken’ ( Sweeting 2012 )  The document doesn’t state the frequency of  these opportunities or the format of the meeting. It then goes on to state a referral to find the supervision form via the Youth worker’s Handbook.  Within the CYS handbook induction pack it briefly states that staff are entitled to regular support and supervision and that the frequency is down to the individual. (CYS  2008 )  (Appendix 4)  The main barrier of this is how a member of staff may feel about the supervision process and It’s value, as well as how their past experiences influence them. If a staff member feels that it is no benefit to them or has received negative experiences of supervision then they are unlikely to action regular supervision. 
 This view is also supported by Hawkins And Shohet ( 2000 p.23 ) 
‘ Previous experiences of supervision, both good and bad , can influence the current supervision . A bad experience can lead a supervisee to be wary …’ 

  Ramos Sanchez et al 2002, within his study of supervision Ramos states that it’s not always beneficial to wait for the supervisee to request supervision. Where in fact having a structure and agreement in place between the supervisor and the supervisee is to show active support is a lot more beneficial to all those involved in the process. 

 Since the authors employment within CYS she has seen how supervision has developed and the outcomes from this development. Previously there was a mutual discussed agreement that supervision was undertaken around every three months, however this period has been shortened to every six weeks.  Within recent months there has also be vast development to the supervision guidelines, format and frequency within CYS.
On review of the evidence put forward to the quality mark assessors for the service’s Bronze award, it presents a ‘supervision contract’  (Appendix 5) The author was unaware of this document which was developed in the summer of 2017 until undertaking this review. The document states a number of key factors including stating the purpose of supervision, the frequency it should take place and the responsibilities of both parties involved. The supervision contract states that supervision should take place at least every 4 weeks which is a contradicting fact which staff have been informed of. 
Hunt ( 1986) cited in Hawkins and Shohet 2000 talks about a supervisory alliance and this is also supported by Proctor  ( 1988a) which states that  : 
If supervision is to become and remain a co-operative experience which allows for real, rather than token accountability, a clear – even tough – working agreement needs to be negotiated. 

CYS supervision contract has not been mutually and a participatory developed between staff and has solely been written by management with no participation from supervisees.  
Youth work in Wales Principles and Purposes has stated the five pillars of youth work as Educative, Expressive, Participative, Inclusive and Empowering. If we as youth workers are expected to use this to underpin our work we undertake with young people, then they should run fluidly through in delivering high quality youth work.  When writing organisational documents and policies staff should be empowered and involved to have their views and opinions of its contents to encourage staff to ‘buy in’ to the policy . 

Hawkins and Shohet  ( 2000:54) Propose that in contracting, there are five key areas that should be covered which are Practicalities, Boundaries, Working Alliance, Session Format and The organisational and professional context. 
When looking at the CYS supervision contract, it doesn’t meet all 5 areas. However when the contract is combined with the supervision template, it then allows to achieve aspects is all five areas.  This builds on the case of the need of having a more cohesive supervision policy. 

The Supervision template which can be seen in ( Appendix 6, Supervision Template  )   is which the supervisee and the supervisor are to follow. The supervisee is expected to complete the pre-meeting notes prior to meeting with their supervisor. The supervision template document follows a format which can be seen as following Kadushin 1976, model of supervision in following aspect involving the 3 aspects of  Administrative , Educative and Supportive . 

Discussion points regarding annual leave, TOIL and sickness is ensuring that staff have been recording and booking these aspects following CCC policies and procedures. On the other hand it has supportive features within as supervisors can look into reasons for absence ie, is it work related, stress and whether it requires further support from management to prevent further absence’s. When reviewing the discussion points which encourage reflection on practice such as achievements, improvements and challenges this is looking at the skills and attitudes towards the work your undertaking and therefore falls under the educative aspect of Kadushin’s model. It could be also argued that it crosses into the supportive area by discussing reflective issues. The overall aim is to develop the outcomes for the service. 
The document then looks into CPD and is focusing on the educative aspect to ensure that staffs knowledge and skills are up to standard in relation to the work. 
 The question regarding Child protection/ Safeguarding is purely administrative. If any had arisen, it’s addressing whether the staff member has reported, documented and followed the policies and procedures regarding these concerns. These concerns should never wait until supervision. 
The next question then follows onto concerns about management. In the author’s opinion this isn’t a helpful nor an opportunity to discuss due to supervision being undertaken by management, PYO, and doesn’t give the opportunity to an open and honest discussion if you felt that there was aspects of management you wanted to address. 

The supervision document then ends with actions agreed and set dates and whom is responsible for these actions. When looking at the Kadushin’s model again, this follows administrative and educative aspects of supervision and it’s ensuring that the supervisor and the supervisee has identified work which needs to be undertaken as well as identifying staff training or development.  
The end of the document is to ensure that the supervision has taken place and that it’s been recorded. The entire document is to give accountability of all those involved in the running and forward movement of the service. 	

Kadushin ( 1976 ) presents the model below as an equal balance between all 3 aspects surrounding support and supervision. Although Harrison & Wise identified that this is “often not the case and the triangle becomes skewed with more emphasis places on one aspect of the process than the other two” ( Harrison & Wise, 2006:221)  When putting this into relation to CYS documentation this is also evident, 
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 Within CYS from the beginning of the year, staff have been directed to complete weekly reflective logs (Appendix 7) which then feeds into the six weekly supervision.  The reflective logs give staff the opportunity to appraise themselves, evaluate how they succeeded, and to also self evaluate why things haven’t gone so well.

Staff have been directed through email and not policy to send the reflective logs. These are not only to be sent to the individual supervisor/line manager due to CYS having a deputy PYO and a PYO. Staff are required to send to both which doesn’t always allow confidentiality which could impact on honesty and lucidity from the supervisee. 

Hawkins and Shohet states that there should be a 
‘contracted appropriate confidentiality boundary for any form of supervision … and that the supervisor should be clear about what information would be shared , in what circumstances and how it would be shared’ .  Hawkins and Shohet 2000 . 
 Within all the documentation the author has discovered regarding CYS and supervision it mentions confidentiality and ‘work issues may be discussed with other managers if necessary’ Evans 2017, but isn’t explicit on what work issues that will be shared and with what managers. The author can only presume that this would be similar to confidentiality and child and adult protection policy in which staff are directed under. 

  As previously mentioned, supervision has developed recently within CYS. Formerly within CYS, supervision was a term staff were familiar with, however the familiarity within their practice wasn’t. During this time through the writer’s observation, staff outcomes were low quality and staff retention was fairly poor too with only CCC annual performance review taking place. Since the change in management, CYS supervision has developed and is being undertaken frequently which in effect has increased staff outcomes, the quality of work and staff retention has improved.  

Shohet 2008, talks about people losing heart or the heart going out of an organisation and this is generally when people lose the passion for the role and feel that they can no longer achieve what they originally thought. He then goes on to discuss how supervision can help regain the heart and encourage outcomes and increase staff retention. 
 Wilson – Ahlstrom , 2010;1-2 cited by Herman 2012; 123 also identifies this 


‘ When we compared satisfied youth workers with their dissatisfied peers, only one significant difference emerges in their profiles : satisfied workers were more likely to report getting the feedback they needed to do their job’ 

These above points exuberate the importance of supervision for the individual and the organisation and the need for a supervision policy to be in place. This is also to give individuals and the organisation guidance of the support and feedback they are to provide to their employees and volunteers. 

 It has been evident that CCC has a distinct lack of policy guidance to offer the staff and management team’s regarding supervision, support and its importance. The local authority has a responsibility for its management teams and staff to ensure support and supervision is provided at regular intervals to ensure the quality of service they provide to the public is consistent and reaches a minimum standard.  However at current the local authority has given this power to the service managers to deliver at their discretion. As previously identified the manager’s interpretation of ‘sufficient support’ is subjective but can have detrimental effects on the staff’s outcomes, which follows through to the service, I.e., Young people and communities. 

When looking into CYS as an individual service underneath CCC they have put measures into place to ensure staff have some form of support/supervision framework. The policy and supporting documentation around this is somewhat sporadic and un-cohesive without a consistent written reviewed policy in place. It does not provide staff with clear guidance and direction. 
The supervision format CYS which has been put into place seems to be very fragmented and unclear of its purpose. The documentation which is distributed to its staff within induction packs is outdated and hasn’t been reviewed in a long time. 
 When looking at individual documentation regarding supervision for example, the supervision contract in the author’s view was written for the sole purpose of the quality mark assessment and is a tick box exercise for the following reasons.

1. Myself as an employee of CYS have never seen this document prior 
2. Supervision is not undertaken at least every 4 weeks 
3. Often supervision is cancelled with no alternative date put into place maybe for weeks. 

With this in mind the contract actually has no purpose due to it not being addressed to staff or kept to by management.  It was written as a piece of  evidence to achieve an idealist pedagogy. If action upon this contract was promoted by staff and managers then the CYS could use this as a base to develop a supervision policy. 

 The author’s recommendation for CYS is the following; review the information which is given within the induction/handbook pack, updating the documentation too, ensure that staff and current stakeholders get a say in supervision policies and documentation. Hawkins and Smith ( 2006 )  developed the CLEAR model of supervision and I feel this would be a good starting point for CYS to help in their direction of developing a policy. CYS may benefit by looking at other counties supervision policies such as Monmouthshire County Council’s Youth Service which seems to be fairly robust. 

 Supervision should allow staff to develop to reach the purpose of youth work, Youth Work National Occupational Standards state the key purpose of youth work is to…
 ‘ enable young people to develop holistically , working with them to facilitate the personal , social and educational development , to enable them to develop their voice , influence and place in society and to reach their full potential’ ( LLUK 2008) 

 Youth workers are very similar to the people we work with. Managers /supervisors should be working with us to allow us to develop holistically, facilitate the workers development to benefit the service delivery, increase outcomes and most importantly for the young people we work with. 

 Staff are the biggest expenditure of CYS as well as a service’s biggest resource and therefore need to preserved and cared for. Otherwise they will loose their effectiveness and motivation which could lead to poor outcome delivery and or high turnover of staff.

Within the author’s opinion, CCC need to adopt a more positive outlook on supervision and its roles within the organisation. CYS seem to be gradually developing its practice and continuing to improve its supervision. However to ensure effectiveness and accountability, the author feels that they need to develop their supervision policy to ensure it’s up to date and relevant to the work they are undertaking as well as having staff input to the policy.  The author intends after the submission to present their finding to CYS management team and suggest a plan to move forward in the development of supervision within the service. 
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