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Supervision, Leadership and Management for Professionals

The National Occupational Standards (N.O.S., 2019) notes the importance of supervision within the youth work arena by stating: “Supervision is a process in which support, guidance, reassurance and feedback allows reflection and negotiation of agreements on the role, responsibilities and practice of community development practitioners” (C.L.D. Standards Council Scotland, 2019).

The following accounts below discusses the author's experiences of being a supervisor. For the purpose of these reflections, I will be using Gibbs (1998) model to analyse the relationship, functioning and the importance of appropriate supervision in employment.


This portfolio contains:
· 6 Practice logs
· A critical review of leadership and management theories and their application to practice. The effect of the financial climate that services are faced with when providing support to young people in the community.
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Description
The supervisee arrived early to the young people's accommodation, and she was shown through to the kitchen area where I was sitting. I welcomed her to the project, offered her a drink before we started, and asked her if there was anything she needed before we continued with our supervision.

During the session, we discussed that we would meet weekly and dedicate at least 40 minutes with each other, but also allowing a full hour should it be needed. We set clear boundaries with each other about confidentiality, venue, making notes, and discussed issues that could influence our expectations from each other (Sapin, 2013). This is also supported by the managerial and administrative functions by (Kadushin, 1992).

Feelings
Being told in our lecture, we had the opportunity to supervise someone as part of our assessment filled me with excitement. The prospect of learning from her expectations from the supervision and experiences within the youth work arena was a new experience for me. I noticed, however, during the supervision, I felt nervous. I wondered if I was qualified enough to fulfil her needs which she raised during the meeting. Luckily, in the end, I felt that the supervision run smoothly with only minor interruptions.

Evaluation
The atmosphere during the supervision seemed relaxed and informal. This was the ultimate goal I had envisioned. I wanted her to feel at ease with me, and it appeared she did, I hope this is replicated during our future meetings. (Porctor,1998, cited in Hawkins and Shohet, 2004. p. 43) supports this by stating “The task of the supervisor is to help the (supervisee) feel received, valued to feel safe enough to open up”. We did have another member of staff pop in during our supervision to chat with us ad-hoc, this was something I had not planned. She did not seem perturbed by this, but it left me feeling awkward as I wanted to say politely, we did not want to be disturbed.

Analysis
On reflection, I realised I maybe should have explained to the staff member before our meeting that we did not want any interruptions. I thought I had made it clear before her arrival. We needed to be left in peace as our conversation was confidential, and ultimately it could have affected how the supervisee responded to the rest of the supervision. Maintaining ethical standards is paramount when carrying out such sessions (Hawkins and Shohet, 2004). On summarising at the end of the supervision, the supervisee assured me she felt the meeting went well.

Conclusion
Although prior to the meeting, I felt excited, I know it is quite natural that nerves set in. I hope future sessions go well with minor adjustments made to prevent disturbances.

Action Plan
Next time we meet, I plan to do it in an office where we cannot be disturbed by external influences. I will do a practice run before we meet of questions I may want to ask Sapin, (2013). I will also seek advice from my manager to see if he has any ideas that could help our next session.

Supervision 2

Description
Due to an unforeseen family emergency, our meeting was postponed twice; however, we successfully completed our supervision via Teams on the 18.10.20. During the supervision, it became apparent that my supervisee was feeling deflated and tired. Juggling family life alongside completing university work and accruing placement hours had taken its toll on her.

Feelings
I was aware my supervisee had been under an incredible amount of stress during the previous week, and this had impacted our previous meeting dates. Having experienced family emergencies, I was very aware of how this can impact on your mental health. I listened intently to her, she vented her frustrations, and I gave subtle hints that what she was trying to relay was understood (Tyler, 2009). Validating how she was feeling was easy, applying the location of self to the session assisted my supervisee, whilst being mindful not to defer from her supervision (Sapin, 2013). 

Evaluation
Although the start of the supervision seemed flat, my supervisee seemed more at ease, the more we discussed. Her overall mood seemed to improve, and towards the end, we were laughing about life and the struggles that come along with it.



Analysis
In hindsight, I felt relieved that I could empathise with my supervisee as I could relate back to my previous experience. Giving subtle hints whilst she described her feelings seemed to have a positive impact on our meeting. Validating what she was saying and explaining that this was quite a normal reaction to any stressful event was beneficial for her to move on from the previous week’s stresses (Lewis, 2020. a). Promoting mindfulness was also taken on board by my supervisee, and she looks to explore some guided meditation techniques, so she does not reach burnout (Kadushin, 1992).

Conclusion
I felt confident that I handled the supervision in a way that was both supportive and empathetic. Giving her tips on how to manage her time during the next few months can only have a beneficial impact on her. Cancellations are inevitably unavoidable; however, it should be made clear that they should not become frequent as it can undermine the process of supervision (SCIE, 2017).

Action Plan
In the run-up to our next supervision, I am going to prepare some more support information and coping strategies for her mental health should she still be feeling stressed and unmotivated. 






Supervision 3

Description
I met with my supervisee via Teams for the supervision session; on commencement, my supervisee looked deflated. When asked, if she was okay, she became visibly upset. She went on to say that she had to cancel her placement for that day as her son was showing signs of Covid-19. On advice from the project she was meant to be attending, they advised she should stay home and self-isolate for two weeks. She had already planned a support session with a resident and felt guilty; she had let them down.

Feelings
I was hopeful that my supervisee was in a better mind frame from our previous supervision. I know she had external factors that were affecting her, but her mood seemed low. I was disappointed to see that she was still under a lot of pressure. I was worried that my disappointment came across to her as frustration, but in all honesty, I was worried about her.

Evaluation
Although the supervision focused on her concerns and frustration that she was unable to attend her placement, she was happy that the project was supportive and understanding of her situation. I emphasised that this is positive; I encouraged her to keep in contact with the project and her course lecturer, which is also supported by Ingram and Harris (2001).

Analysis
Fortunately, my supervisee could see that although she had these ongoing issues, she found solace from the continued support she was having from not only her supervisee but also from the project she is based at. I advised her to seek some help from the project manager and from the project's internal support systems they have in place, such as the counselling service (Fineman, 1985).
Knowing she was unable to accrue hours, I suggested she be proactive and seek more information to benefit her placement portfolio, such as reviewing their risk assessment policies or making a start on her community profile (Proctor, 1987). She seemed a little put off by this, due to time constraints at home, but I explained that even gaining small snippets of information would benefit her in the long-term scheme of things. (Hoggarth, 2013) supports that offering restorative ideas of support simply encourages the supervisee to acknowledge areas that they could work on, so they do not let it build up, thus falling behind.

Conclusion
On reflection, I have realised that external factors can have an impact on someone’s mental health and the failure to meet personal goals is disappointing for both parties. Realising this, I did offer some other ideas such as using the little free time she had to make progression on her portfolio, thus giving her a sense of achievement. Argyris (1982) reiterates we learn in environments that are productive, creative, and proactive, where setbacks are seen as an opportunity to promote learning and change.
I do speculate if my advice was helpful or did it just adds more pressure on top of what she is already going through. 

Action Plan 
Again, seeking advice from my manager and running the supervision past him may give me a better insight into what I did right and wrong during the meeting. Hawkins and Shohet (2004) do suggest that taking steps to become an effective supervisor indeed comes from seeking support from a role model, such as a manager. 
Researching the boundaries to adequate supervision is also another area I need to gain insight from as this could help future supervisions. Putting these actions in place for myself can only benefit the supervision process for all involved.
















Supervision 4

Description
Partway through the supervision process, I was given a new supervisee who was currently in placement at an alternative learning centre. Due to funding cuts, the centre has halved its capacity from teaching 40 young people to 20. In turn, the staff ratio had also halved. Although my supervisee loves her placement, she feels that she is not reaching her full capacity as a youth worker. She talked fondly about a young girl she was working with, who was struggling during A-Z names of countries of the world. She started to cry and walk out of the class. My supervisee encouraged her to stay in class, she walked her to a world map on the wall, and they both read out the names of the countries they could see. 

Feelings
I was looking forward to meeting my supervisee. However, I felt apprehensive, I knew very little about the type of institute she was involved in, and unfortunately, I did not have any time to research the centre. During the supervision, however, I felt we had a good rapport with each other, and we both felt at ease. 

Evaluation
Being aware I had limited knowledge of the centre, I was still able to help my supervisee, especially when she expressed her frustrations that she felt like a teaching assistant rather than a youth worker. I highlighted to her the principles and purposes of youth work and how she applied it to the situation she had described, especially linking it to the five pillars of youth work in the CWYVS document (2018).

Analysis
After having some experience in holding supervisions meetings, I felt confident in my approach to the meeting. I focused intently on my supervisee, and she could genuinely see I was interested in her experience. Being aware of the theory linked to youth work, I was able to focus her attention on her actions thus enabling not only the educative function but also the supportive (Kadushin 1992, cited in Lewis, 2020 b). She could see its links to youth work and the look of relief was almost palpable. My lack of knowledge of the centre did not come in between our meeting. I am aware, however, that this might not have been the case.

Conclusion
In hindsight, my lack of knowledge of the alternative learning centre could have resulted in failed supervision. However, I was able to draw on my experience as it was still relative to youth work, and the principles remained the same.

Action Plan
Before my next session, I will do some research on the centre so I can fully comprehend its work ethos.






Supervision 5

Description
My supervisee stated she had been working with a young 16-year-old boy who has autism. He was moved from his previous school as he was being bullied and he would lash out at teachers and pupils. He is a keen musician, and the supervisee often asks him to show her his skills during lesson breaks. She also encourages him to play pool with her, even asking the other pupils if they wish to play doubles. The supervisee noted that the teachers at the centre had commented to her that since she has been in position, they had noticed how many of the young people had become more confident, chatty, and outgoing. The supervisee, however, still feels like she is not doing "true youth work".

Feelings
In the run-up to this supervision, I looked forward to learning more from my supervisee’s experiences. I struggled to understand why she felt she was just a teaching assistant, and I knew I had to explore this more with her.

Evaluation
My supervisee looked happy and relaxed; this helped me feel at ease and available to her. She trusted the process of supervision, thus discussing her thoughts and feelings openly to me. This had a positive impact on us both, especially when she could see how much she influenced the young people at the centre. Christian and Kitto (1987) cited in Hermon (2001) defines this as “both a working practice and a relationship where and advice is given, but the worker is enabled to explore their situation and reach their own decisions" (Hermon, 2012, p. 119).

Analysis
As my supervisee had confirmation from her colleagues that she had made a positive impact on the centre, I noted this to her again. We discussed her position in this environment, and I encouraged her to advocate for the need for a youth worker within this organisation. Her work was clearly having a positive effect on the young people; she needs to see that she had the capacity to fulfil the role of a youth worker.

Conclusion
It is evident to see that my supervisee simply needs support to see her potential within her role. Now that this has been highlighted to her, she recognises this. It motivates her to develop her learning and potential in that role Hafford-Letchfield, et al. (2008a). This is something I will utilise in future supervisions.

Action Plan
I need to resource more information on how to support workers who struggle to see their full potential, Hafford-Letchfield, et al. (2008b).  Advice from experienced supervisors will also be sought to see why workers may feel like this. 






Reflection of the Supervision Process

Description
The last few weeks of my journey as a supervisor has been one that I have taken seriously. My duty to the supervisee has been delivered in accordance with policy and procedures that define good supervision, for example, setting up contracts, discussing confidentiality, and our expectations from each other (Hawkins and Shohet, 2004). Not only did I encounter situations that were work-related but also experienced supervisions that were concerning the supervisee’s mental health, and how it has affected their performance and practice. Advice and support were given accordingly, and as a supervisor, I was mindful that my input to their session was beneficial to their ongoing development. Due to extenuating circumstances with my initial supervisee, I was given a new supervisee for the last two supervisions. This did throw me a little, but with any organisation, you must be prepared for the unexpected.

Feelings
Although my overall feelings were of excitement, they were also tinged with nerves, reflecting after each supervision enabled me to explore that these feelings were natural (Sapin, 2012). Each session was informal in its delivery which I feel enabled both supervisees to open up freely to me. I noticed I had to improvise on some occasions, especially when the focus of the session was working on the supervisee’s emotions, not all issues are work-related, and your response involves reflection in action. Schon, (1982, quoted in Woods 2001 p.249) highlights that this type of reaction is where you “reflect on what is being said and think, on the spot on, about how you might respond” 

Evaluation
To deliver good supervision, the supervisor should have had adequate experience in receiving effective supervision (Hawkins and Shohet, 2004). Sometimes this is not always the case, but the lectures leading up to the planned session certainly prepared me for what to expect. It was clear that although I relished the process, I still had a lot to learn. I was able to reflect on my own experience both personally and professionally to add to the advice I was giving as an informal educator. Woods recognises this action as “relatedness, the invisible thread that binds us, humans, together" (Woods, 2001. p 252). This seemed to have a positive impact on all the supervisions delivered. Using non-verbal gestures to ensure the supervisees felt heard and understood is an important quality, I will continue to utilise in future practice. These are skills that are transferable to youth work, especially when working with young people who feel their voices are unheard of within the confines of their social and personal environment.

Analysis
It has become clear how vital supervision is within any organisation; good relationship building is paramount for the process to be successful.  Adopting Kadushin’s (1992) “administrative, educational and supportive” functions instils formality and a good work ethos on which to build and develop. The Code of Occupational Ethics for the Youth Service in Wales, Feb 2012, Responsibility to colleagues 3.7, reinforces this standard by stating we should: “support, train, supervise and manage colleagues according to occupation-agreed, properly negotiated and understood policies and procedures” (E.T.S. Wales and YMCA Wales, 2012 pp.14).

Conclusion
On reflection, it has become evident to me how vitally important supervision is for youth workers to pick through the demands and pressures of their job roles. It can highlight key areas of contention that need to be addressed but also highlight areas of practice that have been rewarding and successful. Hawkins and Shohet, (2004) summarise that the frequent act of coming together to discuss the needs and values of the organisation, its staff, and the clients it serves, is the quintessential nature of good practice.

Action Plan
Although these sessions were a trial run, supervision will always be a learning curve depending on what the supervisor encounters during that meeting. With this in mind, I will seek to have formal training to feel more confident in my practice, ensuring that I also receive the same in return. Should I encounter a work placement or environment that does not utilise the supervision process, this is something I will advocate, highlighting the benefits it promotes for the organisation and its workforce.






Critical Review of Leadership and Management.

For the purpose of this critical review, the author will discuss leadership and management theories within youth work and how they apply to our practice. Enduring turbulent financial cuts within this sector, youth workers, and their managers face increasingly challenging times and are expected to deliver high-quality service on a shrinking budget. This can ultimately have an impact on the young people within society and those who have to manage these services.

An organisation, for it to be successful, must have managers with core qualities to sustain its survival. The M.A.S. describes good management as, “Good managers are essential to any successful organisation. An exceptionally good manager achieves a hardworking, productive and effective workforce that punches above its weight in its performance” (Management Advisory Service, 2009).

Mullins (2007) notes that there is an art to management that involves getting things done by utilising people to reach the main objective. This is particularly true within youth work where youth workers are often guided by local and national policies with set targets to attain. An effective manager can delegate specific tasks to individual workers or teams using communication and negotiation skills that give "clear aims and direction" (Hussey, 2003 p. 126). The use of the N.O.S. functional map also sets out to define the fundamental skills and knowledge that represent best practice to guide managers and youth workers within their roles (C.L.D. Standards Council Scotland, 2019).

Hannagan (2002) highlights that due to the nature of organisations, it is not surprising that many theories have been developed. However, there does not appear to be a one size fits all approach to management. Contingency theories do, however, emphasise that the environment you work within will predetermine the leadership/ manager style adopted, Lewis (2020). Managers could draw out styles from many other theories to make up a style that suits their need in any specific environment. 

The psychologist Lewin (1939) also carried out research that highlights another three types of leadership styles that being: authoritarian, democratic and laissez-faire. Within the youth work setting a democratic style seems to bring out the best with workers as it enables them to exercise the values and principles of youth work. However, it is essential to note that an authoritarian approach could suit situations where young people need firm directions from a professional such as a coasteering expert, who wishes to keep the safety of the young people paramount. Alternatively, a laissez-faire approach would suit a youth club task where the young people would need to work as a team to complete a task or challenge by themselves.

Another management theory which has struck a chord with the author is that of Theory X and Theory Y. Having experienced a manager who adopted the Theory X as her management style, this left the author demoralised, demotivated and eventually lead to the author leaving her job. This draconian style of assumptions that workers are lazy and unmotivated only leads to low productivity and morale, Mind tools (2020). It is important to recognise, however, that the author's current work placement manager shows some Theory Y qualities which motivates staff and boosts morale.

One of the more popular tools employed by organisations is called the Mckinsey 7's Jurevicius (2013), this is where seven elements need to be in alignment with each other to achieve maximum effectiveness. The 7's consist of soft and hard S's thus being: Hard= strategy, structure and systems, Soft= Style, staff, skills and shared values.
All of the seven components are interconnected with each other if one component is compromised; the remaining elements will suffer a knock-on effect.

In a youth work setting, the manager must understand the community it works within. Liaising with staff is paramount, giving them the tools and knowledge to reach the aims and targets it is assigned with thus enabling them to do it well is pivotal, Adirondack (1998). 

Whylie (2003), quotes David Blunkett saying, 
Youth work changes lives. It provides opportunities for young people in a wide range of settings (..) there are a few more important investments than in the future of young people and few better ways of delivering change than through good youth work.
(Whylie, 2003, p,8)
With this being said, the youth service has been hit hard by financial cuts throughout the whole sector. The Guardian notes that youth services have suffered a 70% cut in its funding resulting in "the loss of 750 youth centres and more than 4,500 youth workers" (Weale, 2020). The YMCA is championing for the youth service financial input to return to 2010-2011 levels, and it reiterates that the councils are best informed to know what it’s community needs, not the government. Decisions need to made on a local level, not national. 

Youth workers are being employed in a wide variety of settings, and it is a much-needed service, Wylie (1998, p. 212), yet modern-day youth work seems to be more focused on “quantity not quality” (Lewis, 2020). The characteristics of young person first approach are losing its identity to a business-style approach where the emphasis is based on reaching targets to gain funding. 
Rose (2010) addressed the issue that there is also confusion about the relationship between the purpose, principles and values of youth work, blurring the qualities that youth workers try to adhere to.

To conclude, it is clear from the very outset that youth service is a valuable and much-needed service. The Albermarle Report notes back in the 1960s, how vital the service is in complimenting the growth and social education of young people Smith And Doyle (2002). The typical youth clubs still exist, but the service has expanded into many different environments,  even adapting to the Covid 19 pandemic where youth workers had to think out of the box in order to deliver their work.
Youth managers need to possess the skills and knowledge of their environment to produce a service that is fluid, where youth workers feel supported and valued to deliver successful, educational opportunities. While some youth work is primarily target funding based, it should never lose its key values that underpin its ethos. The Youth Strategy for Wales (2019) shared vision, highlights that youth work organisations, whilst monitoring its performace, must include the measurement of the “satisfaction of young people” whilst “strengthening the contribution of youth work across government agendas. (Welsh Government, 2019, p.25).
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