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Independent advocacy plays a crucial role in supporting people to present their wishes, views, and concerns in conversations regarding decisions that affect their treatment and care (Pulman, Sloan, & Fenge, 2024). However, it was not until the 1981 development of the Advocacy Alliance, a collaboration between five charities, that advocacy became prominent in the UK (Newbigging et al., 2015; Pulman et al., 2024; Sim & Mackay, 1997). Since then, independent advocacy services have been professionalised, undergoing a plethora of changes including the need for advocates to obtain specific qualifications, the introduction of legislation making access to some forms of advocacy a statutory right, and the standardisation and regulation of the service (Forbat & Atkinson, 2005; Pulman et al., 2024). This has been met with praise, but also reservations, predominantly concerning maintaining the integrity of the independent services (Newbigging et al., 2025; Pulman et al., 2024). Advocacy managers (AM) play a crucial role in the professionalisation of advocacy as they must ensure staff adhere to regulations whilst also maintaining independence (Dalrymple, 2004; Pulman et al., 2024). Professionalisation has impacted many areas of advocacy including mental health advocacy, advocacy for people with disabilities, and advocacy for children and young people (Carver & Morrison, 2005; Knight & Oliver, 2007; Pithouse & Parry, 2005; Wood, 2017). This essay will focus on advocacy services for children and young people in Wales, specifically looked after children and young people (LACYP), and the unique implications of professionalisation on this service. This essay will explore this by defining independent advocacy, LACYP, professionalisation, and management, identifying how independent advocacy services for LACYP have been professionalised, and considering the implications for advocates and AMs. 
In order to discuss the professionalisation of independent advocacy, one first requires a definition of what independent advocacy encompasses. Advocacy refers to the act of campaigning to change an individual or group’s circumstances in line with social justice, inclusivity, and raising marginalised voices (Boylan & Dalrymple, 2011; Dixon, Laing, & Valentine, 2020; Pulman et al., 2024). Self-advocacy refers to situations where a person understands their rights and can articulate their own views (Paradiz et al., 2018; Beadle-Brown & Bradshaw, 2020; Schmidt, Faieta, & Tanner, 2020). However, in some cases individuals may require third-party assistance in understanding their rights and conveying their thoughts and so independent professional advocates (IPAs) will represent the person, presenting their wishes to an organisation, for instance, presenting the wishes of LACYP to the local authority (Dixon et al., 2020; Evans et al., 2020; Newbigging et al., 2015; Petri et al, 2020). In addition to voicing advocacy partners’ (AP) opinions, advocacy also includes helping APs navigate bureaucratic systems and break down jargon, and providing APs with useful information (Evans et al., 2024; Petri et al., 2020). However, when providing information, IPAs should not offer advice or make judgements about an APs situation, as they must remain impartial and independent (Dalton & Carlin, 2002; Wood, 2017). Importantly, IPAs do not work for involved organisations, such as the LA, and so they can support APs without conflict of interest (Dixon et al., 2020; Evans et al., 2024; Wood, 2017).
LACYP encompasses people under the age of 18 who are under the continuous care of the LA for over 24 hours (Drew & Banerjee, 2018; Jones et al., 2011; Ridsdale et al., 2023). LACYP may be placed in foster care, residential homes, with alternative family members, or may live independently from the age of 16, though the LA remains responsible for their care (Drew & Banjeree, 2018; Jones et al., 2011; Ridsdale et al., 2023). IPAs typically provide case or issue advocacy for LACYP, where they represent APs on a specific issue, such as their wishes regarding the foster home they will be placed with, however, they also provide cause or general-issue advocacy, working with larger groups to achieve institutional change, such as policy amendments (Clarke, 2003; Dalrymple, 2004). Advocacy for LACYP is a form of statutory advocacy as LACYP have the right to have their voice heard regarding matters that affect their care (Children’s Act, 1989; Social Services and Wellbeing (Wales) Act, 2014; United Nations Convention on the Rights of the Child, 1989). The rights of LACYP to access IPAs is a key factor in the professionalisation of the service.
The professionalisation of advocacy services for LACYP in England and Wales was born from the revelation of the abuse and neglect experience by LACYP in past years and the subsequent recognition of the need to hear the voices of LACYP in conversations regarding their care (Boylan & Braye, 2006; Dalrymple & Hough, 1995; Ferguson, 2007; Jones, 1995; Utting, 1997). Professionalisation refers to a process through which an occupation is developed into a profession, encompassing increased stringency regarding the skills, knowledge, qualifications, and standards practitioners must meet (Egetenmyer & Käpplinger, 2011; Hoyle, 1982; Leigh, 2017). In Weberian theory, professionalisation is intrinsically linked to status as Weber states professionals are recognised as competent experts within their field (Ritzer, 1975; Weber, 2011). Functionalist theorists propose that what constitutes a profession is decided by what society values (Carr-Saunders & Wilson, 1933; Durkheim, 1957). However, others argue it is the state that defines and allocates professional status (Larson, 1977). This can cause conflict as the state holds power and resources and may only allocate professional status or financial resources to organisations that align with their values, which may not coincide with the values of wider society (Weber & Gray, 2017). This can present issues for IPAs working with LACYP as they must present APs views regardless of whether they contradict the wants of the LA funder (Dalrymple, 2004; Pulman et al., 2024; Wood, 2017).
This conflict must be handled by AMs. A manager is someone who holds power and status within an organisation and must make decisions and organise their subordinates (Dincu et al., 2015). Kraut et al. (1989) identified seven functions of management: managing individuals’ performance, managing group performance, instructing subordinates, planning and allocating resources, coordinating groups, monitoring business, and representing staff. Other definitions of management also include motivating employees, guiding employees through turbulent times, and promoting shared goals (Ionescu, Meruţă, & Dragomiroiu, 2014; Zaleznik, 1981). However, it could be argued that these are functions of leadership (Kent, Crotts, & Azziz, 2001; Nienaber, 2010; Steinmann, Klug, & Maier, 2018). Leadership and management are distinct concepts (Armandi, Oppedisano, & Sherman, 2003; Burns, 1978; Kotter, 1996; Pearce et al., 2003), wherein management is primarily functional, whereas leadership is interpersonal (Algahtani, 2014; Bass, 2010; Dumitru, Motoi, & Budica, 2015; Yukl, 1989). This distinction can be elaborated on using Weberian theory. In Weberianism, distinctions are made between status, which refers to prestige, and power, which refers to influence over others (Weber, 2011). When considering management and leadership, managers can be said to have status, as they are prescribed a level of authority and have positional power over subordinates, but leaders have greater power in terms of their interpersonal skills and ability to influence others towards a shared goal (Farkas, 2022; Rudolph & Rudolph, 1979). Management and leadership are both integral to organisational effectiveness and often large organisation dedicate individual staff to each role (Kotterman, 2006; Nienaber, 2010). However, as advocacy funding is limited, the role of AMs encompasses both managerial and leadership functions (Davies et al., 2009; Harlock & Metclaf, 2016; Osgood, 2017; Wood, 2017). Therefore, when the implications of the professionalisation of services for AMs are discussed in this essay, effects on both leadership and management will be considered. 
As aforementioned, independent advocacy for LACYP has been professionalised through the right of LACYP to access IPAs which is enshrined in legislation such as the Children Act (1989) and the Adoption and Children Act (2002). These acts stipulate that LACYP must be consulted when entering the care system and throughout their care, and that courts must consider their wishes in decision-making (Boylan & Braye, 2007; Pona & Hounsell, 2012). This is underwritten by the UN Convention on the Rights of the Child (1989) which states the right of children to have a voice in matters affecting them. Furthermore, the Social Services and Wellbeing (Wales) Act (2014) Section 145 states that the LA must provide independent advocacy services in the areas they identify a need. 
A key benefit of legislation cementing the right for LACYP to access IPAs is the positive impact for LACYP as qualitative research consistently identifies the value of IPAs in supporting LACYP to have their voices heard (Boylan & Ing, 2005; Oliver, Knight, & Candappa, 2006; Pithouse et al., 2005a; Pona & Hounsell, 2012). Whilst some may question the need of another professional in working with LACYP, there is a unique benefit in the independency of the service as whilst independent advocates represent the views of LACYP whatever they may be, social workers operate in the best interest of LACYP (Boylan & Dalrymple, 2011; Dalrymple & Oliver, 2008; Oliver et al., 2006; Wood, 2017). Therefore, social workers may not represent views they feel contradict LACYP’s best care.
However, despite their statutory rights, quantitative research has revealed a lack of awareness of advocacy services among LACYP (Children’s Commissioner, 2016; Morgan 2016). For example, Morgan (2008) found 30% of LACYP did not know what an advocate was and a report from the Children’s Commissioner (2016) demonstrated 55% of LACYP did not know or were not sure how to access advocacy services. Furthermore, although recognition through legislation grants IPAs status through acknowledging the importance of their work (Weber, 2011), Pulman et al.’s (2024) interviews with IPAs found social workers and other professionals working with LACYP did not understand the role of IPAs as representatives for LACYP, indicating legislation alone is not sufficient in promoting the need for IPAs. 
The issue of lack of understanding and awareness from both LACYP and other professionals must be dealt with by AMs. Middleton (2007) states there are three circles of authority, the inner circle, where authority is known, and two outer circles, including the whole organisation, organisations they work alongside, and wider society. Whilst there is often resistance from managers to operate outside their inner circle due to fear of overstepping, it is the responsibility of managers to develop external relationships (Johnston & Staughton, 2009). Therefore, it is the responsibility of AMs to work to consolidate awareness of the role of IPAs and their boundaries to social workers, youth workers, teachers, and the LA, and promote independent advocacy services in communities and with professionals who have contact with LACYP (Stenling & Sam, 2020). Furthermore, this lack of understanding around the role of IPAs amongst social workers and the LA can lead to complaints being made about IPAs who are seen as challenging (Pithouse & Parry, 2005). Therefore, social workers and the LA have coercive power over IPAs as the threat of complaints may lead IPAs to conform to the wishes of other professionals at the detriment of their independence (Henderson & Pochin, 2001; Kovach, 2020; Raven, 1958; Wartenberg, 1988). AMs can rectify this power imbalance by defending their employees if complaints arise, demonstrating integrity, courage, and respect for employees, which are characteristics of a good, charismatic, transformational leader (Alimo-Metcalfe & Alban-Metcalfe, 2005; Fuller et al., 1996). This will develop knowledge-based trust built on previous experiences between AMs and IPAs (Mineo, 2014; Yasir & Mohammed, 2015). Trust has been shown to mitigate problems that arise due to fear of job insecurity (Jiang & Probst, 2019). 
In addition to cementing the right of LACYP to IPAs, legislation such as the Social Services and Wellbeing (Wales) Act (2014) also professionalised independent advocacy services by converting them from grassroots, voluntary services to LA funded services (Osgood, 2017; Morgan; 2017; Pulman et al., 2024). Therefore, the LA have power over IPAs and AMs as they hold important resources (Pfeffer & Salancik, 1978; Hillman, Withers, & Collins, 2009; Sanders, Wisse, and Van Yperen, 2015). AMs may struggle to have courage to challenge the LA at times when they are reminded of their power, such as when they are nearing funding renewal (Henderson & Pochin, 2001; Pulman et al., 2024). For example, resource dependency theory (Pfeffer & Salancik, 1978) suggests that organisations facing uncertainty surrounding integral resources will adopt behaviours they think will stabilise the incoming of the resource, in this case, appeasing the LA (Hillman et al., 2009; Pfeffer & Salancik, 1978). AMs have demonstrated these behaviours in the past, for example in the recent case of Mrs D A Thompson v Conwy & Denbighshire Mental Health Advocacy Services and Mr E Williams (2024) in which an IPA was unfairly dismissed after challenging the health board about provisions made for the care of two brothers in nursing homes. It is important to pre-emptively reduce the risk of these behaviours through considering who is hired as an AM. Advocacy services should consider values-based recruitment, an approach commonly used in healthcare where candidates’ values are considered alongside their competencies, ensuring they align with the values of the organisation (Edwards, Kinirons, & Patterson, 2018; Groothuizen, Callwood, & Gallagher, 2018; Ritchie, Ashworth, & Bades, 2018). Advocacy agencies should aim to recruit AMs who exhibit values such as integrity, courage, and morality as, in addition to gaining the support of employees, these values will allow them to behave ethically and challenge injustices in the face of pressure from the LA (Coetzer, Bussin, & Geldenhuys, 2017; Melchar & Bosco, 2010). 
Furthermore, the Social Services and Wellbeing (Wales) Act (2014) also states independent advocacy services must be delivered in a consistent manner. Weberian theory highlights the importance of regulations, standards, and evaluations in the process of professionalisation and this is another way in which independent advocacy has undergone professionalisation (Weber, 1947). The National Standards and Outcomes Framework for Children and Young People (NSOFCYP) is used to inspect advocacy services for children and young people and ensure APs receive consistent support (Dalrymple, 2004; Welsh Government, 2019). The NSOFCYP includes criteria on monitoring and maintaining the quality and accessibility of the service, IPAs training and competencies, discrimination, confidentiality, safeguarding, empowering APs, and reporting (Welsh Government, 2019). On one hand, the NSOFCYP can be viewed positively as it ensures all LACYP accessing independent advocacy across Wales receive quality services delivered by competent IPAs (Dalrymple, 2004), however, the NSOFCYP can also pose challenges for both IPAs and AMs. 
A point of contention within the NSOFCYP is that it states IPAs must work towards the qualification deemed necessary in the Social Care Wales Qualification Framework (Welsh Government, 2019). Currently, this qualification is listed as City and Guilds Level 4 Independent Advocacy (McClurg, 2024; Social Care Wales, 2022). This poses several problems for AMs. Firstly, IPAs may have been employed for many years without the qualification, obtaining great experience and skill, and may feel the need to obtain a formal qualification devalues this (Dalrymple, 2003). This may diminish IPAs motivation and so IPAs may have to adapt their leadership style to maintain motivation (Chua & Ayoko, 2021; Johnson et al., 2021; van Dijk & van Dick, 2009). Goleman (2000) identified six leadership styles which may be more or less appropriate depending on the situation and individual: commanding, visionary, affiliate, democratic, pacesetting, and coaching. Managers often revert to the commanding style in the face of employee resistance, for example, enforcing the completion of the qualification through exercising their positional power over IPAs and telling them it must be done (Nging & Yazdanifard, 2015). However, the commanding style is generally seen to have negative effects on employees’ job satisfaction and performance and could further dampen motivation (Goleman, 2000; Siddique, Siddique, & Siddique, 2020). A popular style for leading through changes in expectations is the visionary style where managers cultivate a shared vision, goal, and values to motivate employees (Goleman, 2000; Reardon, Reardon, & Rowe, 1998). However, Gutterman (2023) acknowledges the visionary style may not be appropriate when working with highly experienced staff. For example, IPAs who have worked towards the goal of high-quality advocacy services for many years without a qualification may not see how the qualification is necessary to continue towards this goal. AMs could also consider working towards characteristics of servant-leadership (Greenleaf, 1970). The servant-leader refers to a leader who listens to and empathises with followers, using persuasion and loyalty gained through authenticity to encourage followers towards goals (Brewer, 2010; Coetzer et al., 2017; Spears & Lawrence, 2016). Servant-leadership behaviours such as listening to and empathising with employees’ concerns and acknowledging employees’ value reduce staff turnover and increase job satisfaction in organisations where staff experience challenges (Bregenzer et al., 2020; Forde-Johnson & Stoermer, 2022). Therefore, demonstrating these characteristics could be beneficial to AMs working with experienced IPAs showing resistance to the qualification.  
In addition to resistance from IPAs, AMs contend with the issue of the time it takes for IPAs to complete the Level 4 Independent Advocacy qualification as the City and Guilds Qualification Handbook states it requires 283 hours of guided and independent learning (City and Guilds, 2024). This averages 11 hours of learning per week over 6 months. Some advocacy agencies offer IPAs time within the working week to complete the qualification, however many are unable to do this (Pulman et al., 2024). Therefore, many IPAs have to undertake the qualification on top on full-time work. This may lead to burnout which refers to fatigue resulting from prolonged work stress and psychological pressure (Edú-Valsania, Laguía, & Moriano, 2022; Freudenberger, 1974; Maslach & Leiter, 2016). Furthermore, some IPAs may not be academically inclined and may struggle to complete the qualification, leading them to leave the role (Pulman et al., 2024). Loss of long-standing employees is incredibly detrimental as they possess high levels of expertise and skill that benefit the smooth running of organisations (Gaffney, 2021; Massingham, 2018; Surji, 2013). Due to the NSOFCYP stipulating IPAs must obtain the qualification, there is little AMs can do to alleviate this problem. However, there are some ways AMs can support struggling employees. Once again, the servant-manager approach could benefit AMs, ensuring IPAs feel listened to and valued, as this can help to reduce symptoms of burnout (Kriz, Kluger, & Lyddy, 2021; Pery, Doytch, & Kluger, 2020). Additionally, hosting stress-management sessions, teaching techniques for maintaining work-life balance, managing time, and protecting wellbeing could also benefit IPAs, as they have been shown to have a preventative effect on burnout (Leclerq & Hanses, 2024; Thandayuthapani et al., 2023). Regarding IPAs who are struggling academically, AMs could adopt the coaching leadership style, dedicating time to working with an IPA to help develop their academic skills or understand a piece of legislation (Goleman, 2000). Whilst coaching requires an investment of time from AMs, it could aid the retention of experienced IPAs, reducing staff turnover, which is more time-consuming due to the need to recruit and train new staff (Gaffney, 2021; Kim & Stoner, 2008). 
Furthermore, the NSOFCYP also presents the issue of power and control which pervades the discussion of the implications of professionalisation on independent advocacy services. Whilst point 4.B of the NSOFCYP states advocacy services must be ‘funded and managed in a way which clarifies their independence from the commissioners’ (Welsh Government, 2019, pp.16), acknowledging IPAs independence, it is important to recognise the covert ways in which the framework exerts power over IPAs. Foucault (1977) suggested that power can be exerted through rules, assessments, and structures imposed on one group by another, such as the NSOFCYP. This kind of power, where IPAs are observed to ensure they adhere to the state-imposed rules, is known as panoptical power (Foucault, 1977). Panoptical power is insidious as social actors begin adhering to rules and expectations as they feel watched, but behaviours soon become part of a group’s norms (Foucault, 1977; Stokes & Clegg, 2002). Thought-control, one of the dimensions of power in Lukes’ (2005) work, is also applicable. It refers to power being the ability to control another’s ideology such as their perceptions (Lukes, 2005; Yukaruc, 2017). Thought-control can be seen in the relationship between the Welsh Government and IPAs as the Welsh Government developed the qualification that the NSOFCYP states IPAs must obtain alongside City and Guilds (City and Guilds, 2024, pp.2). By developing the qualification, the government have control over the knowledge IPAs are permitted to gain and the skills they can develop. Additionally, they also control perceptions through outlining what it is to be a ‘good advocate’ in both the qualification and the framework (Pulman et al., 2024). Panoptical power and thought-control can both lead to conformity, or habitus, where IPAs absorb the values conveyed in the NSOFCYP to the point they become part of their natural way of thinking (Bourdieu, 1977; Huang, 2019). Conformity is a dangerous characteristic for IPAs to develop as they must challenge the institutions and professionals around them if the AP requires it (Dalrymple, 2004; Pulman et al., 2024). Therefore, AMs must combat conformity and instil courage in the face of power in IPAs. Transformational leadership could be one way to do this as AMs could create and perpetuate a powerful shared vision prioritising social justice, independence, and courage, and lead by example, challenging the LA when required (Bass & Riggio, 2006; Northouse, 2006). 
The power of Welsh Government on IPAs instilled through the NSOFCYP can also be seen through decision-making and agenda-setting (Lukes, 2005), as they decide what is in the NSOFCYP and Level 4 qualification. However, IPAs work for APs, and so LACYP as the service-users should hold the power to make decisions about what is important in independent advocacy and what standards IPAs should be held to (Park, Nesom, & Hodges, 2020). The extent to which LACYP were consulted in the process of developing the NSOFCYP is not mentioned (Welsh Government, 2019) and so it is difficult to know if their views are accurately represented in the framework. However, the National Youth Advocacy Service (NYAS) state they participated in the development of the framework (NYAS, 2019), suggesting the Welsh Government did not hold total power over the decision-making and agenda-setting process for independent advocacy services. Furthermore, the City and Guilds Level 4 Qualification Handbook lists challenging decisions, challenging discrimination, and challenging authorisations in their learning outcomes (City and Guilds, 2024), suggesting the qualification prepares IPAs to challenge the LA if required. However, if AMs feel the qualification does not equip IPAs with the necessary skills to do this, they could adopt the coaching leadership style to cultivate these skills in IPAs themselves (Goleman, 2000). 
In conclusion, independent advocacy services for LACYP have been professionalised through legislation enshrining the right of LACYP to access IPAs, funding from LAs to provide independent advocacy for LACYP, the introduction of the NSOFCYP to inspect advocacy services, and the requirement for IPAs to obtain the City and Guilds Level 4 Independent Advocacy qualification (Pulman et al., 2024). Professionalisation has some positive consequences for IPAs, including increased status among other professionals (Dalrymple, 2004; Pulman et al., 2024; Weber, 2011) and also for APs, including the right to access IPAs and the assurance of consistent quality services (Welsh Government, 2019). However, professionalisation can also present challenges due to the power the LA and Welsh Government hold over IPAs as their funders, legislators, and inspectors, and how this may impact IPAs independence (Newbigging et al., 2015; Pulman et al., 2024). The changing expectations arising from professionalisation can also lead to demotivation and burnout in IPAs (Dalrymple, 2003; Edú-Valsania et al., 2022; Gaffney, 2021). It is the responsibility of AMs as managers and leaders to address threats to motivation and independency (Dalrymple, 2004; Pulman et al., 2024). Using leadership styles dynamically, adapting to the needs of the individual and situation, can allow AMs to convey a vision that champions independence, develop trust that gives IPAs the courage to challenge the LA, and prevent burnout and loss of staff expertise due to changing expectations (Chua & Ayoko, 2021; Coetzer et al., 2017; Forde-Johnston & Stoermer, 2022; Goleman, 2000). AMs must maintain integrity and lead by example, prioritising APs over the wishes of the LA, and campaign to target areas where advocacy services are not sufficiently supporting APs to achieve meaningful, systemic change (Dalrymple, 2003, 2004; Newbigging et al., 2015; Pulman et al., 2024).
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