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Part 1: Practice Logs 

Practice Log 1
According to Sapin (2013), external supervision or peer supervision from someone unconnected to a supervisee's organisation can provide a different perspective of the supervision process. Peer supervision from outside the supervisee's organisation allows for feedback and support from someone experiencing similar scenarios minus the constraints or hierarchal composition of an organisation. It is a level playing field where both the supervisor and supervisee can feel comfortable establishing the supervision relationship and all that entails. 
This practice log (Appendix 2) details the establishment of the supervisory relationship between two students working in the youth work sector to create the supervision contract (Woods, 2006). The contract (Appendix 1) includes the practicalities, boundaries, how supervisor and supervisee work together, session format and considerations within an organisational and professional context.
Both supervisor and supervisee agreed on a time and place for supervision. It was decided that there would be a mixture of face to face and online supervision sessions as the difficulties around Covid have impacted many people's lives. More people have been working from home. While this relies on people's aptitude for technology and adequate working space, it is a flexible approach that still allows for supervision. Therefore, the supervisor and supervisee reached a compromise by agreeing to sessions divided into face-to-face and online.
Each supervision session needed to be an equal length of time and equally spaced out. Other practicalities include reasonable interruptions, which may differ from one session to the next depending on individuals' circumstances. For example, both individuals agreed that supervision would only halt if there was an emergency and mobile phones remained silent with opportunities for individuals to check for messages intermittently through the supervision session.
Ideally, a minimum of one hour at six or eight weekly intervals needs to be allocated for supervision with a trainee youth worker. However, this is dependent on whether the youth worker is full time or part-time. Therefore, in practice, supervision would be altered accordingly. Thus, the other student and I agreed to have six hour-long weekly supervision sessions. 
As the establishment of the contract is the administrative element of supervision (Kadushin, 1992), Sapin (2013, p.225) points out that it is crucial ‘to identify the boundaries’ for supervision (Appendix 1). The boundaries include what can be discussed, which essentially is confidentiality, and how supervision sessions are recorded. In this case, the supervisor and supervisee agreed to anonymise all names that arose from reflections and discussions. The sessions remained confidential unless there was a safeguarding issue, and recordings were simple bullet points of areas addressed. In addition, Sapin (2013, p. 222) asserts that recordings of sessions are ‘valuable tools for reflection for both supervisor and supervisee and for other processes such as examining practise and action planning for the future’.  
The supervision contract needs to address how both supervisor and supervisee will work together with anticipated outcomes, the focus of the relationship, and the ethos of supervision, including basic ground rules (Support and Supervision Seminar, 2013, p.13). The contract is phase one of the CLEAR model of supervision (Hawkins and Smith, 2013). As it is directly concerned with outcomes, it was agreed that it was essential to revisit the outcomes continuously throughout the supervision sessions as a learning process for both supervisor and supervisee.  
Under the National Occupational Standards (NOS) of Youth Work (Skills Development Scotland, 2019), youth workers must work as effective and critically reflective practitioners by utilising all sources of support. Supervision offers practitioners the opportunity to reflect on their practice, and it was agreed that the sessions would address one incident or area of concern the supervisee had.
It was agreed that I, the supervisor, would adopt a person-centred approach. Within an organisational and professional context, both supervisor and supervisee hoped that the contract would address any professional and ethical boundary discussions that arose.
I understand the importance of supervision because it specifically concerns reflection, reflection on practice to broaden a worker's knowledge and skills, and helping to build clear action plans for their future practice. Supervision encourages supervisees 'to attend to their feelings, question their practice and think about alternatives for engagement' (Wood, Westwood and Thompson, 2015, p.7). Working in a youth work setting means that practitioners have huge responsibilities, looking after young people’s mental health and well-being as youth work 'involves mentoring and guiding young people through the development of their physical, emotional, intellectual and social skills' (Olsen and Burk, 2017, p. 84). Youth workers are likely to be impacted by these responsibilities as it is challenging and demanding (Jenkinson, 2010). Therefore, supervision can offer youth workers the opportunity to disburden, to make them feel valued and supported, and to diminish compassion fatigue. 
Practice Log 2
According to Carifio and Hess (1987), a supervisor needs qualities such as flexibility, attention, openness, and patience alongside being empathic, engaging in joint problem-solving, and respectful. In addition, Hawkins and Shohet (2006) posit that the supervisor needs to ensure a supervisee does not carry any difficulties or stresses that arise concerning their practice and offers a safe, non-judgemental space for them to express their concerns and explore ways to deal with them. 
A good supervisor within an organisation needs to balance three main functions; formative, educating the supervisee; normative, which involves monitoring, evaluating and assessment; and restorative, or supportive (Procter, 1987; Inskipp and Proctor, 1993).
This practice log considers the supportive element of supervision and the restorative function that can address the emotive aspects of youth work. The supervisee was having some difficulties in this specific area. Therefore, a good working relationship is vital to allow the supervisee to acknowledge reactive behaviour or feelings of incompetency and to identify and seek out areas of support. 
The environment must offer the supervisee a comfortable space to reflect on their practice. By adopting a person-centred approach (Rogers and Farson, 1987), I aimed to facilitate such an environment, actively listening to the supervisee, maintaining eye contact and presenting open body language. I asked open questions to elicit more information from the supervisee as it was essential to gather as much information about their area of concern. I was open, honest and empathetic towards the supervisee to allow a working relationship to develop. 
The McNiff Action Reflection model can be used ‘to promote moving in new directions by building upon investigation and observations to reach new actions’ (Herman, 2012, p. 121). It allows for critical enquiry and reflection and is a valuable framework that youth work supervisors can use. However, critical thinking requires a trusting supervisor-supervisee dynamic and a relationship that challenges both individuals (Earle, Fox, Webb and Bowyer, 2017). Summarising all the facts and information and repeating these back to the supervisee enables both individuals to look at the situation differently. At the beginning of the supervision sessions, I felt uncomfortable challenging the supervisee’s practice as I thought they had more experience working with young people in the community than myself. According to Earle et al. (2017), it is not uncommon for supervisors to feel some level of discomfort in a supportive role as they may lack developmental and reflective skills. However, I hoped my confidence would increase as the supervisory relationship developed throughout the sessions. After finalising the contract and the first substantial supervision session, the working relationship seemed optimistic as the supervisee continued to be open and honest in their reflections. My observations were that he felt valued, respected, and supported in their development and practice. The supervisee reiterated these observations in the feedback at the end of the session. 
Practice Log 3
The overall aim of supervision is to ensure that, in this instance, the work with young people, organisational needs, the needs of the youth worker and the relationships between supervisor and supervisee are balanced (Brown and Bourne, 1996). Supervision is a ‘reflective agent’ (Buckroth and Parkin, 2010, p.119) that allows a supervisor to interact with the supervisee. According to Schön (1983), reflection-in-action is a form of reflection that means one often thinks 'on their feet' with little conscious thought for decision-making processes. Revisiting the event or decision later is termed reflection-on-action, and supervision can facilitate for the former to be turned into the latter and ultimately inform an individual's future practices, in this case, for students working in the youth work sector. Models of supervision, for example, solution-focused approaches, 'aim to seek solutions to difficulties' (Myers, 2008, p.21). It uses a positive framework approach that focuses on improvements in a supervisee's achievements with empowering beliefs. According to Buckroth and Parkin (2010), supervisees that set their own goals are likely to be more successful in their accomplishments, and approaches by supervisors that adopt person-centred philosophies initiate more positive results for all concerned. 
Supervision can benefit organisations as supervisees will feel more supported to manage workloads (Manthorpe et al., 2015), feel more valued, and feel that their well-being is being protected (Collins-Camargo and Millar, 2010). The support is essential in the youth work sector as youth workers work directly with young people and are responsible for protecting young people's health and well-being. However, this considerable responsibility comes at a price, as youth workers often feel stressed (Wiedow, 2017) and are at risk of compassion fatigue (Hopwood, Schutte and Loi, 2019).
During this practice log, concerns were raised around Covid guidelines; how important it is that the supervisee adjusts risk assessments and adheres to health and safety, especially in light of more accessible transmissions with the Omicron variant. I directed the supervisee to their manager within their organisation, who can provide relevant documentation so that risk assessments can be updated accordingly. In addition, I signposted the supervisee to appropriate sources for further information surrounding health and safety. Signposting is the educative or formative element of supervision. As highlighted under NOS (Skills Development Scotland, 2019), youth workers must comply with legal, regulatory and ethical requirements when carrying out their practice. This practice log allowed the supervisee to reflect on how they could assert themselves as it seemed that their manager was not sufficiently supporting them in this area of their role. There was a rapport in this supervisory relationship, which meant that the supervisee acknowledged the signposting. There was also recognition and appraisal of the enormous emphasis on accountability and safeguarding processes (Beddoe, 2010). It was important to reiterate that there would be an impact on service delivery to young people if correct procedures are not followed. 
On reflection of how well this supervision session went, I was conscious that I did not want to present as an oppressive or an authoritarian supervisor. The supervisory relationship between workers and their managers in the real world may often be ‘constrained by over-powerful managerial or assessment functions’ (Sapin, 2013, p. 223). Therefore, I felt it was essential to note these reflections to address them with the supervisee at the next session. My ‘location of self’ (Sapin, 2013, p. 223) and my inexperience as a supervisor meant that I needed to be clear and transparent about the support I could offer the supervisee, and also allowed me to reflect on my ways of working as a form of self-supervision. My reflections also meant that I hoped to improve my supervisory skills within the relationship as supervision is a developmental process for both individuals (Sapin, 2013). 
Practice Log 4
Supervision is concerned with critical reflection; it gives a practitioner working in the youth sector the opportunity to discuss their practice and professional development; and helps a supervisee to have clarity about their role and responsibilities. Supervision occurs through a 'process of dialogue and problem-solving' (Sapin, 2013, p. 220) where both individuals have the opportunity to learn from each other. According to Ford, Hunter, Merton and Waller (2005), supervision must be a balanced process that meets the needs of an organisation and the needs of its members of staff, such as support and development. Supervision is a performance management and developmental monitoring tool (Herman, 2012).
There are two supervision functions: managerial, concentrating on the organisation, and non-managerial, focusing on the worker's development (Jeffs and Smith, 2010). Whilst these practice logs offered non-managerial support, there is still a responsibility to address poor practices because the nature of youth work is to protect and support young people. The supervision sessions offered additional support for the supervisee. It is what many youth workers seek out with colleagues within their organisations as it provides a space to share ideas or frustrations (Ingram and Harris, 2001).
The supervisee currently works for an organisation that supports his continuous professional development and protects his mental health and well-being. There are several employees that the supervisee regularly works with and, therefore, has numerous avenues of non-managerial support. It was interesting and encouraging to know that he feels supported in his role. In contrast, his work supervision experience is very different from mine as, within my organisation, only myself and my manager regularly work together. Therefore, it has been challenging to be open and honest in the supervision sessions with my manager. When I addressed this problem recently, my manager agreed for me to receive supervision from another Lead Youth Worker. Therefore, I hope that my supervision sessions at work will now be more effective as I have had an opportunity to experience supervision processes through these practice sessions with another student. 
In my situation, it was relatively easy to address the concerns I had about receiving supervision from the one person I regularly work with and for. However, this is not always the case for other youth workers, where managers are more concerned with outcomes and performance (de St Croix, 2016). There are also additional pressures; managers have time constraints and staff shortages to control. In addition, youth work organisations often lack consistent staff members, and 'the survival and success of youth work organisations are heavily reliant on often poorly paid labour of grassroots youth workers’ (de St Croix, 2016, p. 65).
Hochschild (2003) argues that youth workers must be emotionally engaged with young people. However, according to de St Croix (2016, p. 66), part-time workers and volunteers who do 'most face-to-face work with young people, are the least rewarded' and are dispensable. Therefore, they are often at risk of being exploited, especially as profit is often a priority in many organisations today when there are concerns about substantial spending cuts (Puffett, 2020).  
Consequently, effective supervision must be embedded into practice as the responsibilities placed on youth workers is quite extraordinary. They have to have a continued commitment to young people, protect their health and well-being, and deal with the emotive aspects of youth work amidst the knowledge that there are limited advancement opportunities (Bowie and Bronte-Tinkew, 2006; Cunnien, 2017). 
Practice Log 5
Reflection 1
Reflecting on the sessions, it was interesting to see how the three functions played out over the sessions as I could see the three functions in action. In the first session, where both participants agreed to the contract, I appreciated why this was so important. Having a planned approach to supervision is essential if it is to be effective, and Sapin (2013) highlights four areas that incorporate a planned approach; the preparation for supervision, establishing the supervisory relationship, examination of practice and moving forward. As a student performing a supervisory role, it was relatively easy to build a rapport with the supervisee and prepare for supervision as he also is a student. We were both aware of the purpose of supervision where, as students, we are attempting to build our knowledge and develop and improve our skills as practitioners in the field of youth work. 
Quality youth work practice (Fusco, 2012) combines several elements such as physical and emotional safety and reassuring relationships. It allows young people to develop skills, make decisions and connect with others. Wiedow (2017) highlights that the same elements need to be applied to youth workers to realise these practices. Therefore, supervisors must take responsibility to ensure that supervisees are supported in the exact way that youth workers aim to support young people. I aimed to facilitate such an environment so that the supervisee felt supported physically and emotionally. Cunnien (2017) points out that mentoring and critical reflection are key to professional development. In addition, if supervisors ensure reflective supervision becomes the norm, this can benefit the whole organisation (Hawkins and McMahon, 2020). Stronger relationships between managers and workers is essential for employee confidence and making better decisions in practice (Jenkinson, 2010). I aimed to support the supervisee as there was an open dialogue between us and he was able to offload his concerns and reflect on his future practices.  
Relationship building is essential for youth workers and the organisations who employ them as it is the structure that can ‘positively affect their pride, ownership, communication and development’ (Peluso, 2017, p. 23). Therefore, establishing a supervisory relationship is far easier if a culture of building relationships with workers and colleagues is already in place. On reflection, the supervisory sessions allowed for deeper reflection as we already had built a relationship based on our shared goals and recognition of one another's perspectives as youth workers on placement. 
There was an agreement to record simple bullet points from the supervision sessions, which allowed us to revisit what had been discussed. The recordings provide an opportunity for monitoring development or identifying recurring areas of concern (Sapin, 2013). During one of the supervision sessions, I had directed the supervisee to his manager for additional support. In the next session, we recapped the outcomes from the previous session, and I was pleased that he had sought advice and guidance from his manager. During that particular session, I felt uncomfortable challenging the supervisee because he had more youth work experience than myself. However, Curran, Harrison and Mackinnon (2013) point out, no matter how much experience a practitioner has, there is always something more to learn. 
It was also interesting to note that the recordings allowed for continuity between the sessions. As the supervisor, this made it easier to address concerns that arose from one session to the next and gave me the confidence to address those concerns as there was a clear outline of what was previously discussed. Therefore, as agreed in the contract, preparation or a planned approach (Herman, 2012) was detrimental to the supervision process and allowed for effective supervision between two students.  
Practice Log 6
Reflection 2
For the final practice log, I will reflect on how I facilitated an environment where the supervisee felt valued and respected, and their opinions mattered. I adopted a person-centred approach throughout the supervision sessions as I felt that unconditional positive regard (Iberg, 2001) was key to determining a rapport with the supervisee. It also meant that through active listening, non-judgmental communication and open questioning, the supervisee gave more details in areas of concern. Consequently, I could offer guidance and monitor the performance of the supervisee. 
As a supervisor, I was responsible for monitoring, performance and development. A supervisor will judge how well a supervisee is doing within their role and responsibilities. Based on those judgements, they will give guidance and support to further develop an individual. For example, on the discussion we had around Covid guidelines, I had directed the supervisee to his manager.
As students, we were both aiming for the same goals, and our values sat firmly in wanting to make a difference in young people's lives. Therefore, in the recap of our next session, I questioned how the supervisee felt when I had directed him to his manager for guidance and support. The open question allowed me to discover if he had followed my guidance. If he had not, it would have suggested that he did not share the same priorities and was not working to the same shared mental model.
Shared mental models play a crucial role in team performance (Van den Bossche, Gijselaers, Segers, Woltjer and Kirschner, 2011). This is important in terms of monitoring effective team performance. As two individuals in the supervision process, we each have agendas, perceptions of what is important, and a different picture of how to get to an endpoint. If both individuals understand the same priorities and place personal agendas in the context of agreed goals and outcomes, supervision is a much easier process. Researchers have noted the importance of ‘shared understanding of rules, norms, expectations, roles, values, perceptions, and interaction patterns to facilitate team performance’ (Hu et al., 2009 cited in Guchait and Hamilton, 2013, p.19). As a shared mental model is a key to understanding roles and responsibilities, supervision is vital to ensure individuals are working towards that shared mental model. Although the supervision occurred between two individuals, this impacts team performance as teams consist of individuals. In the youth work sector, if one person is not fulfilling their role correctly and has a different agenda from the rest of the team, this would impact service delivery. 
In conclusion, I aimed to facilitate an environment that allowed a supervisory relationship to develop. After agreeing to a contract, the aim was to address supervision functions across several sessions, including practicalities, ethical and professional boundaries, and session format. I believe that the establishment of the relationship was authentic as both supervisor and supervisee, were open and transparent in their communication. This openness and transparency enabled discussion around areas of concern to be further explored, reflective practice to occur, and goals to be set and achieved. In addition, I believe the supervisee felt supported during supervision and sought out guidance from their organisation when this was suggested.  
At first, I was aware that I did not feel completely comfortable in the supervisory role and noted that this was due to my inexperience in this area. However, moving forward, I am conscious that I would require further training to deliver effective supervision as part of my continuous professional development. 
The whole process has made me appreciate the importance of supervision; reflecting on practice for both supervisor and supervisee alerts one to matters that can be addressed to develop skills and knowledge. In addition, it enables youth workers to improve their practice, the service delivery of the organisation they work for, and ultimately, to holistically support young people’s development. As Martin (2002) posits, if youth workers want to be dedicated to supporting young people, then one must first be dedicated to their own professional development.
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Appendix
Appendix 1:
SUPERVISION CONTRACT 
	 INFORMATION

	Supervisee Name
	

	Supervisors Name
	

	Date of Supervision
	

	Time of Supervision 
	

	Location of Supervision
	

	Duration of Supervision
	



	
Supervision 
Following the CLEAR supervision model (adapted from Hawkins and Smith, 2013)

	Session format:
	Process:

	Contract (although agreed in first supervision session, can be referred to throughout the supervision process)
After contract completion, this section could be a recap of the previous one
	Desired outcomes:


	Listen (supervisor to develop an understanding of what supervisee wants to do differently within their practice)
	

	Explore (through reflection, identify opportunities to deal with supervisee’s concerns)
	

	Action (support supervisee to move forward once opportunities have been explored)
	

	Review – agree actions for moving forward; allow time for feedback on structure and development of supervision sessions
	

	Summary of session 

	·  
·  

	Date of next supervision:

	Signatures: 



Appendix 2:
SUPERVISION SESSION
	 INFORMATION

	Supervisee’s Name
	Kris Grogan

	Supervisor’s Name
	Karen Shepherd

	Date of Supervision
	7/11/2021

	Time of Supervision 
	11:00

	Place of Supervision
	Cwad Room 3 (UWTSD Carmarthen)

	Duration of Supervision
	1 hour (face to face)



	
First Supervision Recording (including establishment of the contract)


	Session Format:
	Discussion:

	Introductions, placement information and previous experience, skills and education 
	· placement with Young People Speak Up (YPSU)
· BA Applied Drama
· Working for YPSU

	Contract agreement:
· Boundaries
· Confidentiality
· Safeguarding
· Anonymising names
· Timing and frequency
· Location 
· Developing supervisory relationship
· Recording supervisions
· Expectations and responsibilities

	Discussed and agreed the following:
· One area of concern per session
· Professional discussion concerning practice
· Procedures followed for any safeguarding concerns
· Names to be anonymised 
· Agreed to meet for one hour every week for the next 6 weeks
· Both fact-to-face and online meetings
· Committed to developing supervisory relationship
· Bullet point recordings 
· To have opportunity to reflect on practice and identify opportunities to improve

	Initial thoughts about supervision
	· Positive supervisory experience in the past 
· Hoping this is effective supervision

	Concerns about placement
	· Concerns around Covid and how that impacts working with young people
· Good relationships with others but high expectations placed on supervisee

	Roles and responsibilities on placement
	· Many responsibilities especially after a recent promotion within the organisation
· Implementing 5 pillars of youth work 
· Engaging with the National Occupational Standards

	Evaluation 
	

	Opportunities to develop supervisory relationship – what is working/what is not
	· Continue with open and honest discussions about placement

	Session outcomes 

	Session went very well. Agreed a contract and beginning to develop a supervisory relationship. Kris has a lot of experience of working with young people and has positive relationships with his manager and work colleagues.

	Date of next supervision 14/11/2021

	
Supervisor and Supervisee signatures.


	We, the undersigned agree that all the information outlined in this session recording is correct.
Signed (supervisee) K. Grogan	             Date: 07/11/2021
Signed (Supervisor) K. Shepherd 	Date: 07/11/2021






Part 2
The assignment will explore leadership and management theories relevant to the youth work sector and their application to practice. It will consider today’s increasingly challenging financial climate impacting young people's services and draw upon a wide range of supporting material to underpin discussions. The assignment will explore youth work organisations throughout the U.K. and mainly the services offered to young people in Wales.
According to Ford et al. (2005), leaders and managers need to be effective in their roles to secure resources that are essential for establishing and preserving youth work organisations and the work they do with young people. However, there are also contemporary issues such as the challenges with ‘funding and monitoring procedures’ (de St Croix, 2017, p. 418). According to Unison (2019), vast amounts of money were cut from youth services between 2010 and 2019, and subsequently, losses of thousands of youth work jobs and hundreds of youth centre closures. Therefore, managers face challenging situations when youth services offer a range of supportive measures such as training and education and building young people's confidence and resilience (de St Croix, 2017).
According to Cooper, youth work is challenging to define as there is 'no simple operational definition' (2018, p. 3). Youth workers work in many different settings, are employed by many other organisations and essentially are ‘found almost anywhere young people can be found’ (Cooper, 2018, p. 4). Youth work can be defined as informal education, where the role of the youth worker is to facilitate learning through conversation, building connections with young people to enable them to develop, feel empowered and have a better understanding of the world around them (Batsleer, 2008). 
In Wales, youth work is delivered through the 22 local authorities and the voluntary sector (Welsh Government, 2018). Youth work, as part of the National Youth Work Strategy for Wales (Welsh Government, 2019) and underpinning the principle of the Well-Being and Future Generations (Wales) Act 2015, aims to provide and facilitate an environment that ‘enhances young people’s lives’ (Welsh Government, 2018, p. 14). In Wales, youth work focuses on the same principles outlined in the new curriculum (Donaldson, 2015) that aims to enable young people to improve their educational attainment and future employability. 
The National Youth Work Strategy for Wales (Welsh Government, 2019) details a sustainable model for youth work, and according to the Welsh Government (2019, p. 28), it requires, 
strong leadership, an understanding of the value, scope, scale and quality of youth work, a clear financial model with planning, delivery and monitoring of approaches, accountability mechanisms and partnership agreements 
However, according to U.K. Youth (2018), everyday challenges of youth work organisations are funding and sustainability, staff recruitment, managing data and evidencing the impact of services. In addition, Huxham and Vangen (2000, p. 1159) point out that public sector management needs to understand ‘the skills, processes, structures, tools and technology’ required to work with other organisations. Therefore, it can be suggested that managers and leaders need to use effective management and leadership models in youth work to overcome these challenges and provide services to the changing needs of young people.  
In defining the roles of leaders and managers, it is essential to point out that leadership and management roles are very different. For example, Bennis and Nanus note that ‘managers are people who do things right and leaders are people who do the right thing’ (1985, cited in Mckimm and Phillips, 2009, p. 3). On the other hand, Tyler et al. (2009) suggest that organisations need managerial and leadership skills and roles to succeed. Therefore, an organisation that is managed and led well is likely to be more successful as ‘no managerial activity takes place in isolation from staff and their expertise’ (Pettinger, 2020, p. 6). 
In a leadership role, individuals are inspirational, more involved, invested in staff well-being, and seek to guide and influence (Tuckey et al., 2012). Tyler et al. (2009, p. 54) describe individuals with these characteristics as ‘charismatic’.
Management roles are concerned with planning, organising and problem-solving (Northouse, 2004). Managers deal with resources, team-building, and policy implementation, which effectuates the learning opportunities for young people, underpinning the five pillars of youth work: the ‘educative, expressive, participative, inclusive and empowering’ components (Council for Wales of Voluntary Youth Services, 2014, p. 8). Management is also concerned with supervision and the accountability mechanisms that organisations must conform to (Bekkers and Homburg, 2003). However, managers that have moved from the private sector to the public sector do not fully understand the nature of youth work (Diefenbach, 2009). Managers often have to work across organisations and build coalitions to support young people, make decisions that involve lateral thinking (de Bono, 1971) by generating new ideas, making decisions and justifying those decisions (Armstrong, 2012). Management is accomplishing the job through people (Drucker, 1999). However, people do not sit in neat little boxes as McGregor (1960) suggested in his theory of X and Y. Theory X assumes that workers dislike work and are managed autocratically. Theory Y assumes that people like to accept responsibility and do not need to be micro-managed.
The assignment will first consider management theories. The first is the Humanist theory that Ord (2012) argues is important in youth work management as it focuses on the people rather than the task. Additionally, Mintzberg's (1973 cited in Ord, 2012, p. 32) and Kotter's (1996 cited in Ord, 2012, p. 32) studies acknowledge that efficient managers spend less time evaluating tasks and more time managing ‘networks and personal contacts'. 
The critical issues for a humanist manager are motivation and attention to the needs of an employee (Melé, 2016). It aligns with Maslow (1954), where, in theory, staff development, appraisal, and supervision should respond to workers' needs (Bridgman et al., 2019). The criticisms of the humanistic approach are that people are complex and what motivates one person may not motivate another (Ord, 2012). Therefore, workers need to continually feel valued to avoid being demotivated, and managers need to balance achieving outcomes of the organisation and the needs of its workers.
Systems theory is concerned with inputs, outputs, processes and outcomes (Bell, 2013). It requires an equal balance between a task and a person and attempts to explain how individuals, organisational structure, technology and the environment perform together to facilitate the organisation to achieve its intentions (Chikere and Nwoka, 2015). In terms of management, a manager must maximise the output of an organisation. All resources need to be readily available for a youth worker, such as I.T. equipment, and managers must ensure their staff are suitably qualified to perform their duties (Tyler et al., 2009). When one element is not in place, people cannot do their jobs which inevitably affects the organisation. Systems theory is a more holistic view of the whole management system, the relationship between its sections and how they work together as a whole (Chikere and Nwoka, 2015). Systems theory can be compared with Bronfenbrenner's Ecological Systems Theory. In this case, the youth worker is at the centre and how they work depends on the structures around them at different levels, such as the micro and macro systems (Darling, 2007). The theory shows how people are interrelated, how one element impacts another and how this can have devastating effects (Gupta, 2004). Youth work organisations are open systems and continually interact with the environment (Jeffs and Smith, 2010). Youth work is dependent on the background of funders, stakeholders, the political climate, the structure and culture of the organisation (Bell, 2013). Therefore, one could argue that a systems approach in management is essential to an organisation’s success as it requires managers to analyse the whole as opposed to individual sections (Kerzner, 2009). 
Jeffs and Smith (2010) point out that youth work is located in many settings such as the voluntary sector, local education authorities and private companies. Therefore, it is important to emphasise good organisational characteristics. The characteristics that help support youth work are the positive attitudes to young people, the encouragement of entrepreneurship and autonomy, partnership friendly organisations, and the responsiveness to change (Tyler et al., 2009). Managers need to dedicate time to keep individuals informed, agree on decisions and maintain open and consistent communication with external organisations (Merton, 2009 cited in Tyler et al., 2009). Contingency theory is an extension of Systems theory and relates to the characteristics of an organisation and the organisation adapting to an environment (Bell, 2013). Contingency theory rejects one best approach to management and emphasises a need for flexibility, appreciating the uniqueness of individuals (Donaldson, 2001). Suppose one considers the changing variables managers have to contend with in youth work, such as networking, partnership working and informing others invested in the organisation. In that case, it can be suggested that Contingency theory works best in these circumstances. For example, youth work managers are responsible for bids for funding, and once this is secured, a manager’s priorities will change (Bell, 2013). 
It can be argued that youth work is a ‘competitive market where politicians have used youth work targets to check how providers are performing’ and embedded targets are the status quo in management practices (Davies and Merton, 2009, p. 16). ‘McKinsey’s 7S framework is a model for evaluating organisations and their effectiveness’ (Singh, 2013, p. 40) and aligns with Contingency theory. It is an effective youth work model used in individual teams and project management where shared values are central to the organisation (Yoo et al., 2007). The framework consists of hard elements: strategy, structure, systems, and soft components; shared values, style, staff. McKinsey’s model arose due to frustrations around ‘balancing management problems, improving organisational performance and the most effective ways to implement proposed strategies’ (Singh, 2013, p. 41).  
The assignment will now consider several leadership theories that have emerged over time. The Great Man Theory in the mid-19th century maintained that leaders were born with distinctive leadership characteristics (Chemers, 2000 cited in Chow, Salleh and Ismael, 2017; Van Wart, 2003). Classical theories emerged during the Industrial Revolution (Cole and Kelly, 2011) and ‘form the foundation to many subsequent leadership and management studies’ (Chow, Salleh and Ismael, 2017, p. 149). Behavioural theories stress the importance of human relationships and the different style approaches that leaders can be trained to use (Schein, 2011). The Contingency theory suggests that the best approach to leadership is the one that matches a particular situation at a specific time (Popp and Hadwich, 2018). Transactional leadership theory accredited to Burns (1978) and Bass (1985) underlines the reward and punishment dynamic between leaders and workers to obtain goals and outcomes (Khanin, 2007). Burns’ Transformational theory (1978), further developed by Bass (1985), is concerned with motivating people to change attitudes and behaviours to reach the desired goal. However, ‘transformational leaders may promote competition among their subordinates, playoff groups against one another, and stir rivalry, anxiety, and distrust’ (Khanin, 2007, p. 12). 
It is clear that leadership theories are multi-faceted and have continuously emerged due to changes in the environment such as globalisation and digitalisation (Wanna et al., 2015). 
In the 2000s, people from the private sector came into the public sector and brought new ideas (Broadbent and Laughlin, 2005). As a result, there was a change in cultures; things needed to be framed differently to inspire others and encourage more commitment from people (Piccolo and Colquitt, 2006). There was a shift away from transactional leadership, where leaders set goals and rewarded staff accordingly (Singh, 2013). Today, youth work requires transformational leaders who are proactive, motivational and can achieve outcomes so that organisations are and remain successful to benefit the lives of young people (Faupel and Süꞵ, 2019). It can be suggested that transformational leadership theory (Burns, 1978; Bass, 1998) and McKinsey’s model (Singh, 2013) offer solutions to these problems and allow for improvements to be made within organisations.   
According to Ord (2012, p. 62), 'Leadership in youth work must reflect youth work values and practices'. Whilst transactional leadership is responsive to the immediate goals and outcomes an organisation wishes to reach, transformational leadership is concerned with encouraging workers’ dedication alongside a genuine interest to follow the leader (Aarons, 2006). 
According to Hay (2006), transformational leaders can build employee confidence and trust and act as role models to enact change. They can motivate the whole organisation, encourage employees to be innovative, address problems differently and treat people ‘individually and differently based on their skills and knowledge’ (Shin and Zhou, 2003 cited in Hay, 2006, p. 7). One can argue that transformational leadership is the precursor to innovative behaviour (Hansen and Pihl-Thingvad, 2019), particularly the problems many public sector organisations such as youth work encounter. For example, with pressures on finances, managers and leaders need employees to be more innovative, working across and through people (Chow et al., 2017). According to Agolla and Van Lill (2013), innovation can be defined as grasping new ideas and applying them to produce services that deliver value to the public sector. However, innovation is dependent on how organisations are correlated, how they understand and overcome the cultural constraints and the political environment (Bommert, 2010). 
Part of the rationale behind collaborative working and innovative thinking and behaviour is the ingrained social issues that affect a range of services for young people (McKimm and Phillips, 2009; Shier, 2010). For example, many problems such as poverty and unemployment may be due to poor educational attainment or substance misuse (Wilkinson and Marmot, 2003). Therefore, more than one agency is presumably involved with young people. Collaboration is essentially the joined-up services, and it gives a ‘collaborative advantage’ (Huxham and Vangen, 2005 cited in McKimm and Phillips, 2009, p.87) to the organisations providing services for young people. Teams around the family projects in Wales are multi-disciplinary approaches that offer a wraparound holistic intervention for young people and their families (Grigg et al., 2014). They address the ‘wicked issues’ (McKimm and Phillips, 2009, p. 62), the multi-generational problems such as poverty and unemployment that one organisation alone cannot resolve (Milbourne et al., 2003). However, organisations need to sustain the commitment and enthusiasm to resolve these challenges hence why leadership theory and styles have evolved (Daft, 2015). Van Wart (2003) suggests that leadership is complex today when the public wants accountability, primarily as public sector organisations largely depend on taxpayers' money. In addition, new global economy competition means that leaders now require various skills to do their jobs (Bass, 1985 cited in Van Wart, 2003).  
Numerous management models exist to help and support managers and leaders in their roles. For example, many intellectuals, such as Schein and Hofstede, have studied organisational culture and how it impacts managing and leading teams. Schein (1983) asserts that organisational culture is the most difficult challenge to address, particularly people’s assumptions of cohesiveness. Individuals' well-being is not always seen as a priority (Hofstede et al., 1990). According to Meyer and Matlin (2010, p. 323), considerable research suggests organisations reap the benefits of having a 'committed workforce'. However, the implications of that commitment can impact workers' health and well-being. Youth workers have to deal with job insecurity due to funding uncertainty, a lack of resources to carry out quality youth work and feeling beleaguered. When 'local authorities or communities associate them with the problems youth work is trying to solve' (Sercombe, 2010, p. 155), effective management is essential for youth workers to remain in their jobs.
New public management permits the ‘cross-boundary collaboration and faster decision-making’ and replaces older management structures where a ‘silo-mentality’ and slower decision-making processes exist (Diefenbach, 2009, p. 897). However, Diefenbach (2009) argues that new public management systems do not allow frontline staff, such as youth workers to work with their communities effectively. They are often impeded by administrative responsibilities required to satisfy the stakeholders invested in the organisation (Broadbent and Laughlin, 2002).
The assignment will now consider how PESTLE can be applied to organisations and support managers to anticipate problems. PESTLE is a strategic tool for analysing an organisation's external factors (Perera, 2017). The external factors are political, economic, social, technological, legal and environmental. 
In the youth work sector, organisations contend with government intervention, competitors and stakeholders, which are the political factors (Welsh Government, 2017). The impact of Covid-19 has affected youth organisations, notably where face-to-face activities with young people have been replaced with online working (U.K. Youth, 2020). Measures brought in by governments to protect individuals during lockdown meant that organisations were required to adapt to changes in how they communicate with young people (Welsh Government, 2020). The economic factors are economic growth, employment rates and the supply and demand of youth work services. Social factors include demographics, cultural barriers and the local workforce. The nature of youth work today is that many young people present with more complex problems (Sadler et al., 2015; White et al., 2020).
Moreover, when young people's mental health is the focal point (Mahase, 2021), particularly in light of the pandemic, youth work organisations have more pressure managing services for young people (Woodrow and Moore, 2021). Technological factors relate to the levels of innovation, production and progress and data storage which is detrimental to the success of an organisation. In Wales, youth services rely on public money, and all public sector organisations under the Government of Wales Act 2006 need to act responsibly with public resources (Welsh Government, 2016). Global warming and sustainability are the environmental factors that need to be considered, mainly because of a considerable shift towards the planet's well-being (Welsh Government, 2008). Therefore, more global youth work approaches are encouraged in youth work. According to Allen and Dwyer (2019), youth workers are more suited to guide young people to become conscious global citizens as exploring different cultures and values connect with today’s issues. The legal aspect is the changes in legislation under health and safety and employment laws that organisations are required to keep abreast of. The National Youth Agency (2022) provides a hub of safeguarding and risk management information for youth service providers to ensure young people are supported through safe practices. Once external factors are recognised and the impact of the factors on leadership and management of an organisation, other models can be used to analyse further and address those external factors. 
The whole nature of youth work is becoming more complicated as public sector organisations are increasingly held more accountable in their practice, creating more constraints on managers and leaders. Youth work management is indirectly concerned with meeting the needs of young people, ensuring they have agency, promoting and celebrating achievements, and ensuring targets for funding are met (Hampson and Howell, 2018). However, as part of the public sector, youth services require managers to negotiate funding cuts, performance indicators and the greater accountability that government directives now demand. 
Although many of the competencies, skills, qualities and values of both leaders and managers interlink, understanding what style, model or approach is required in a youth work setting must begin with considering the requirements of a successful youth work organisation (Redmond and Dolan, 2016). In addition, as the drives towards more global youth work approaches and sustainability directives have to be considered, youth work organisations require managers and leaders that can combine several skills. They need to effectively manage people, ensure their organisation provides a valuable service for young people and prove their worth to those investing in them to ensure they continue to exist. Therefore, managers and leaders must use the most effective approaches to manage their organisation and the staff. This assignment has explored various leadership and management theories relevant to the youth work sector and how they can be applied to practice in the present climate.
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