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ECYW 5002- Supervision, Leadership and Management for Professionals
Introduction
The author intends to Demonstrate applied planning and management of the role of effective supervision in a youthwork setting and in wider services for young people, and critically evaluate the role and function of effective supervision, following at least four hours of Supervisory experience. 
Supervision is a process that requires a reflective account, this assessment will include three reflective accounts and a critical analysis of the role of a Manager and Leader where the author will research and locate theories of leadership and management within youth work and wider services for young people and apply this in their practice to ensure a better understanding of the challenges associated with managing a public service within an increasingly challenging financial climate. The author intends to organise their knowledge and learning through use of a range of information and resources as a means of gaining knowledge and understanding that will be beneficial in their own practice.
 









Practice Log 1
The supervisor will reflect on their first experiences in the role of a Supervisor in a Youth Work setting, the author was asked to undertake this role as part of the ‘Supervision, Leadership and Management for Professionals’ module and will share what they have enjoyed and the challenges they faced while following the Gibbs reflective model (1988).  Four hours of supervision meetings were completed and recorded, with each supervision meeting lasting an hour.
As Sapin (2013, p.221) suggests, planning for Supervision and preparing, ensures that both parties are well informed, which is why the supervisor approached the supervisee before the first meeting to discuss an appropriate setting, and when the meeting would take place. The Supervisor and Supervisee agreed that the Supervision meetings would be in a private room, for the first two meetings, the last two were held on Teams. Each meeting lasted an hour.
The supervisor arrived at each meeting early, to be able to set up the space, as Isles-Buck and Newstead (2003) discuss, good time management is essential.
During the first Supervision meeting, the Supervisor and Supervisee discussed a contract that the Supervisor had prepared, ahead of the meeting, as discussed by Shohet (2008), an effective contract can support the Supervisor and Supervisee by acknowledging the reason for the Supervision, along with offering both parties a sense of security.  
The contract included Practicalities, dates, and times of meetings, along with a session format. Boundaries meant an agreement that meetings were to be kept professional, effective, and beneficial.
It was agreed that a working together strategy was key, to ensure efficiency when working together, gain knowledge and skills for when working with young people and have better understanding of policies and procedures.
The supervisee presented reflections from their practice in each supervision and the supervisor was happy to discuss these whilst showing interest and empathy and offering advice and support where appropriate.
The Supervisee had agreed to complete a short questionnaire for each meeting, to prompt discussion and remind the Supervisee of any queries or concerns.
At the end of each Supervision meeting, the Supervisor sent the notes recorded during the meeting, to the Supervisee, along with a copy of the contract, according to Belton et al. (2011, p. 107) To observe and record during a meeting, can improve practice and aid reflection.
The second supervision meeting seemed to go more smoothly, they discussed the questionnaire that was provided, and they looked back over the principles and purposes, at the supervisee’s request.
The supervisee showed interest in safeguarding in the workplace and wanting to learn about different types of youth work, the supervisor explained that they would look at information and send it across to the supervisee, to be discussed at the next supervision meeting.
The third supervision meeting began by discussing the questionnaire and later the supervisor approached the requested topic and the information they sent to the supervisee. The meeting was closed following a discussion based on safeguarding in the workplace.
The final meeting began with the questionnaire and discussing the queries that the supervisee showed interest in, this was a lengthy conversation that both parties were happy to engage in. The supervisee provided another reflection, that was discussed.
The first Supervision session felt awkward to begin with, the supervisor was very anxious because it was new and they were unsure of what to expect, both parties eased into the meeting and the hour went quickly, the supervisor still felt anxious and hoped that they had come across as professional, and that they appeared to know what they were doing.
The second meeting seemed to have a little more structure and went more smoothly, the supervisor was still anxious in the hope that they were doing their job well but felt that they had turned a corner and were beginning to establish a professional relationship, despite not having all the answers to hand.
Shohet (2008, p. 124) recalls how during a first Supervision meeting, they were unsure of how the meeting would go, but by the second meeting, they had started to establish a relationship where they felt more at ease and were able to provide relevant material that made for beneficial conversation.
By the third and fourth meetings, the supervisor and supervisee had established a rapport that enabled them to follow a pattern through each meeting. Discussion seemed to flow easier between the two and the supervisor was not so anxious, more content that they were able to provide support and advice, some of which was based on own practice, while some required research.
This practice provided the supervisor with beneficial experience, they felt a lot more confident in their role by the final Supervision meeting, it has provided the author with knowledge along with Supervisory skills. The supervision process has reminded the supervisor of the Tuckman (1965) theory, missing out the ‘storming’ stage, where ‘forming’ was establishing the contract and the first meeting, by the second meeting they were ‘norming’, finding a pattern of how the meeting would go and by the fourth meeting the conversation flowed well, and they were ‘performing’.
The supervisor agrees with Hawkins & Shohet (2012, p. 52) that a supervisor should be flexible in approach, this can help to provide a supervisee with the best possible experience.
To conclude, the role of a supervisor is not always an easy role to undertake, the author thinks that while it was on occasions challenging, overall, it was a positive experience. The supervisor would like to gain more experience in this role to build confidence along with skills and experience which will enable them to be better equipped. 














Practice Log 2
The author intends to reflect on their own practice, using the Gibbs reflective model (1988), while relating to the three key functions of Supervision, which include educative, managerial, and supportive. Hawkins and Shohet (2012) remind us that these three functions of supervision, as described by Kadushin (1976), are ways in which a supervisor can best support a supervisee, often a supervisor will need to change their skills based on the function they are using. 
The author will provide specific examples that were presented during the Supervision meetings, using the Gibbs reflective model (1988).

The Educative Function
During the first supervision meeting, the supervisee presented a reflection, which outlined the importance of remaining professional when addressing young people, this followed a conversation they had with a young person, and they needed to reflect. This started an educative discussion with the supervisee.
As mentioned by Hawkins and Shohet (2012), a Supervision meeting is not only based on what the Supervisor can present, but also what can be learnt from what the Supervisee can present.  
They discussed this in depth, to identify why this was important and the supervisee was advised that should he wish to add more to his reflection, he could support his information by showing that he has done research to support his writing. 
The supervisor also shared examples from own experience, with reference towards boundaries when working with young people and how it can be easy to treat young people as friends.
This became an opportunity for both parties to research and learn about boundaries in Youth Work and professional relationships. The supervisor also felt that this helped to build on the Supervisor/ supervisee relationship, where boundaries are also important.
This was an informative and educative meeting, in a professional and supportive environment.
The Supervisor acknowledged why the reflection was important to the supervisee and gave understanding on how the error could be made, this showing an ability to see the same situation from various angles. 
Jeffs and Smith (2010) explain that while Youth Workers are expected to build relationships with young people, we should understand that it is in our job description to do this and as such, must remain professional, understanding where professional boundaries begin and end.
The supervisor felt this was a positive first supervision meeting and felt that it had been informative and educative and that both parties had had an opportunity to develop the knowledge and understanding with intentions to show this within their practice going forwards.
As Sapin (2013) explains, the educative function is an opportunity for the supervisor to put focus on development where the supervisee can learn and grow.

The Managerial Function
During the second supervision meeting, the supervisee voiced that they would like to re visit the principles and purposes of youth work, in line with the five pillars, as they felt that they would benefit from a reminder of the reasons behind youth work, this led to the supervisor following the managerial function. 
The supervisor and supervisee read through the five pillars together and discussed, reminding them that according to Youth Work in Wales: Principles and Purposes (Youth Work in Wales Review Group, 2022) (YWWRG), the five pillars are based on values that ensure that all young people are respected, included, and are given fair opportunity. 
The supervisor and supervisee agreed that this reminder would aid their practice when working with young people and each other.
As Hawkins and Shohet (2012) remind us, while the supervisee will have an ethical framework to follow within their role, as guidance, it is the supervisor’s responsibility to ensure that they understand the framework and have opportunity to develop their knowledge and skills.
To conclude, it is essential that when supervising, we encourage the employee to re visit policy and procedures along with principles and purposes, to ensure that we are carrying out youth work duties in a professional and safe environment.
It is also essential that the supervisor is equally as open to learning and is curious enough to want to take on new information.
The supervisor will encourage the supervisee to continue to practice responsibly and professionally, the supervisor should also be leading by example and adhering to youth work principles and as reminded by Chan (2022), the managerial function ensures the supervisor is encouraging the supervisee to be accountable within their practice by following organisation policy and ethics.
While Sapin (2013) suggest that the managerial function is to ensure that supervisees are aware of their responsibilities, Shohet (2008) argues that it is for an establishment to audit the competencies of their workforce. 
 
The Supportive Function
During a supervision meeting, the supervisee raised concerns about another staff member, due to conflict whilst trying to support a young person.
The supervisor supported the supervisee by explaining that he had done right by trying to inform the young person of the opportunities that were open to them. 
The supervisee was encouraged to reflect and discuss how they felt and were reassured that how they were feeling was normal. 
Counselling skills were used by the supervisor to ask open questions, as explained by Sapin (2013), using counselling skills can support the supervisee to gain better understanding of the issue, provided it is not done in an intrusive manner. 
Advice was given to the supervisee and the supervisor felt that this discussion had gone well, and that the supervisee felt better supported in their role towards the end of the discussion.
It is important that a supervisor shows understanding towards a supervisee along with empathy, particularly where a supervisee’s practice is affected because of situations that have occurred.
The supervisee was encouraged to discuss the issue and they gained a better understanding of how they could be supported in the workplace when faced with issues.
The supervisor now has a better understanding of how to deal with more difficult situations and with further reading and learning, feels that they will be able to handle a more complex supervision meeting going forward.
According to Hawkins and Shohet (2012), the supportive function means that a supervisee can have time to discuss issues, because if left unsolved the supervisee will become less capable in their role due to dealing with their own emotions on top of stresses that come with the role.

As Hawkins and Shohet (2012) go on to explain, being able to show a variety of skills through offering these functions, and being able to combine the functions during supervision, shows that a supervisor can provide good practice. They also explain how the functions have been remodelled over the years, while Kadushin first labelled them in 1976, Proctor went on to re model them as Formative, Restorative and Normative in 1988 then followed by Hawkins and Smith in 2006 who labelled them Developmental, Resourcing and Qualitative. The functions each have the same meaning, where supervisors are expected to support the supervisee at supervision, using various skills, experience, and awareness.
To conclude, while the Supervisor has discussed one function for each example, during each supervision meeting, all functions were used, as the conversations differed throughout the meeting, showing that the supervisor could use a variety of skills.
Practice Log 3
The author intends to analyse their role in leading and managing the supervision of others during the supervision sessions that they led, while using the Gibbs reflective model (1988) and supporting written work with wider reading.
The Supervisor planned and prepared ahead of each meeting; they prepared a contract to discuss in the first meeting. 
Following each meeting there was an idea of what material would need to be prepared for the next. 
As Sapin (2013) discusses, when you plan to apply professional practice and then record and reflect on the meeting, this can help to gain a better understanding between the supervisor and supervisee.
The supervisor understood that the meeting was for the supervisee and as such, the meeting plan could change, depending on the supervisee and what they raised, because the allocated time was for them and their needs. 
The supervisor arrived at each meeting before the supervisee, to be able to set the space up, taking into consideration that a relaxed space was preferred, this opening up an opportunity to consider wellbeing.
Each supervision meeting was very different, and came with their own conversations, questions, and guidance, this was often led by the questionnaire that was provided by the supervisor, the supervisee was asked to complete this before each meeting, allowing them to consider topics, issues, or questions they might have for the next meeting. The supervisee agreed that this worked well, saying it helped to structure each meeting.
There were a couple of questions raised at the meetings, that the supervisor was unable to answer, in this instance the supervisor would tell the supervisee that they would do research and return in the next meeting with the information, and where necessary the supervisor would send information across to the supervisee ahead of the next meeting, so that they were able to discuss the information together. This worked well as it gave both parties an opportunity to learn.
With the meetings being very different, it was important for the supervisor to understand which of the three functions were important in the moment, because each meeting would contain several discussions, meaning the supervisor would often have to change their skill set and adjust to a different function. It was also very important that the supervisor remained calm and positive throughout each meeting.
The supervisor demonstrated responsibility along with a wide and varied skill set, where a continuation of learning is important and reflection is key, as explained by Sapin (2013), when a supervisor leads a good Supervision meeting, it gives the Supervisee time to reflect on recent scenario’s as well as an opportunity for the supervisee to plan ahead and look at any potential training or learning opportunities, that will support them in their youth work role.
Throughout the supervision process, the supervisor felt that being able to reflect, helped, it has given the supervisor opportunity to question if they are happy in their practice, or if anything could be changed, reflection has also shown them when they have done something well. Some of the questions that the supervisor felt anxious about was whether they had answered correctly or if they made the supervisee feel valid in their role.
During each session the supervisor asked the supervisee how they were feeling and if they were happy with how the supervision had gone, the supervisee gave positive feedback and often seemed happier following discussions.
The supervisor worries that they were unable to provide enough information but believes that researching and providing the information in the next meeting helped.
The supervisor preferred to meet in person, as opposed to on teams, they think this helped to establish the supervisor/ supervisee relationship, while on teams, the supervisor didn’t feel that it was as professional, and the conversation would often drift off topic. Being in person felt more formal and there were no background distractions. 
The supervisor notes the principles outlined in the five pillars of youth work, Youth Work in Wales: Principles and Purposes (Youth Work in Wales Review Group, 2022) (YWWRG), can be adapted into a Supervisory position, a supervisor should be educative in their approach and should encourage a Supervisee to be expressive, participative and that they feel included and empowered in their role.
For this assessment, the supervisor has relied on the Gibbs model of reflection (1988), as Sapin (2013) explains, it is a reflective cycle that allows the user to identify any learning needs. It is a six-stage process that advises the user to consider a description of what happened, feelings, evaluation, analysis, conclusion, and action point. The supervisor would encourage a supervisee and young person to use reflection to aid learning.
The supervisor has learnt that it can be challenging, and often means carrying out work before and after the allocated time slot, to ensure efficiency and preparation.
To conclude, further training both in youth work and in a supervisory role would benefit the supervisor to ensure that they carry out their duties to a high standard, it would also ensure that they continue to learn and strengthen their skill set and knowledge.
A supervisor needs to be organised and prepared, just the same as a youth worker would need to be when working with young people.




















Critical Review
This is a critical discussion where the author will explore the theory surrounding leadership and management, while considering how this can be applied to youth work, and how this can be affected by financially difficult circumstances. The author will explore a range of supporting material, to enable them to develop their own opinions.
The role of a manager or Leader can be very challenging and as discussed by Ford et al. (2005), they should have a growth plan where they commit to continually strive to build their expertise and ability, aiding their professional development. They continue to argue that where a Youth Work association will provide opportunity for young people to learn and grow, this opportunity should also apply to its staff members. 
Hawkins and Shohet (2012) explain that often, providing staff with opportunity to learn is not enough, having supervision with a leader or supervisor can assist in the development of an individual, and aid reflection.
Ford et al (2005) explain that when working in a Youth Work association, a manager has a responsibility to understand how the association works and of any issues or challenges that may cause concern. They go on to explain how the ‘experiential cycle’ is a good reflection tool that can assist when trying to gain understanding within the association, but it is Sapin (2013) that clearly explains that Kolb and Fry’s (1975) experiential learning cycle can help to put new experiences into perspective, it allows a manager to focus on what worked, didn’t work and what they might change. The cycle is split up into four steps, concrete experience, where something hasn’t quite worked out, Reflective observation is focus on what may have gone wrong and how it could be corrected, Abstract conceptualisation is understanding that instead of blaming, it is better to move on and consider new opportunities and active experimentation, where ideas can be discussed for forward planning. The author agrees that this reflective model could be beneficial when working within an association because along with the opportunity to reflect, it can also promote teamwork, which is important when working with young people and with a team of professionals. 
The author notes how reflection can help develop practice, because it allows room for an individual to think about the positives and negatives and consider any changes going forward.
One of the many responsibilities of the Manager within a Youth Work setting would be to constantly review the setting and its purpose, Ford et al (2005) clearly explain the McKinsey’s 7S framework, which is a useful model that can aid a manager in analysing an association. 
The framework considers the Shared values, this puts a focus on ensuring that the values are shared throughout the association, giving purpose. 
Structure, this ensures that the association’s purpose is clear and well supported. 
Systems are important within any association, it takes into consideration health and safety, staff management and when working with young people, it can assist them in having their voice heard. 
Staff, the roles that are advertised within an association are very important, each role will bring different expertise and when working with young people it is important that there is a range of skills and knowledge. 
Style, all associations will develop their own style, when working with young people, the way they interact or deliver activities will rely on their style. 
Skills, each association needs to have a range of skills to ensure that it runs effectively. 
Strategy, each association will have a clear strategy depending on what they want to achieve, a Youth Work Manager might work towards funding to ensure they can provide young people with opportunities.
Rose (2018) reviewed that very many local authorities are given funding for youth services, however, the local authority is responsible for the way in which the finances are spent, unfortunately while the money is with young people in mind, its expenditure is not recognised by the National Youth Work Strategy.
This resulting in Managers and Leaders having to seek funding from other sources.
Sercombe (2010) has also shown an understanding of the challenges that are faced by youth work settings, when he describes how a youth worker is not just a youth worker, because they wear many hats, one of which ensuring that funding is a priority to ensure that young people have a safe space where they can meet, along with the opportunities that they should have access to.
As well as concern for the financial side, leading, or managing means managing a team of people, Sapin (2013) reminds us of McGregor’s theory X and theory Y, theory X is when a manager believes that people do not like work or want to be in work, so they put focus on everything to ensure the job is getting done. Theory Y is when a manager believes that everyone can carry out their role and allows them to do so.
While the author believes that this theory did apply, the author believes this theory is dated due to changes and progression in the workplace, and the fact that individuals seem to be more resilient towards leaders and managers.
Chartered Institute of Personnel and Development (2021) explain that a good manager will assist their staff in becoming resilient, meaning that a manager will build meaningful relationships with their employees, ensuring that they can support them at all levels. Thus, meaning that a manager now holds far more responsibility towards their staff and as such, will have an understanding that the way they treat staff could have a lasting effect.
The author agrees with this statement and thinks this would also apply in a youth work setting, where a youth worker would have a responsibility to ensure they build meaningful relationships with young people, as outlined in the Youth Work National Occupational Standards Functional Map (CLD Standards Council Scotland, 2019).
 The author believes that the NAOMIE model can aid managers and leaders in developing ways of recognising needs within a Youth Setting, as Wood (2000) explains, it can help recognise needs, aims, objectives, methods, implementation, and evaluation, recognising needs is important when working with young people, especially if it’s something that will benefit them or their wellbeing.

To conclude, the author recognises the challenges that managers and leaders face, in a youth work setting and understands that it can be a very fulfilling and rewarding role. The author has developed opinions regarding theory, some of which is dated but still has links to practice, that is very different today. The author believes that both managers and leaders are better equipped nowadays with more knowledge and understanding and opportunity for progression, which also has a positive impact when working with young people.

























Conclusion
The author concludes that while the role of a supervisor was challenging at times, mainly due to the commitment that is required within the role, along with the knowledge that is expected, it was also a beneficial experience that the author hopes will aid them in any future supervisory roles. The author thinks it is a role that requires a mindful approach, as Smith (2022) advises, being mindful means being present and, in the moment, showing understanding through observation and having the ability to not judge. These values are also important when working with young people, it comes as a reminder that as youth workers we should be inclusive remembering that youth work is on voluntary terms.
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