
[bookmark: _Int_sUpZD7oI]Supervision, management and leadership 
The following essay will divide into two parts. The first part of the essay will focus on supervision which will contain three practise logs explaining supervision in more depth with examples. The second part of the essay will focus on management. For the purpose of this essay the student is required to undertake four hours of a supervisor's role for the first time. Supervision is a process of critical reflection, an opportunity for a supervisee to explore issues within their practise and be mentored by another individual. It provides an opportunity for discussion and reflections as well as creating opportunities for a youth worker to improve on their individual practise. Management is where a person has authority over others ‘management can be described as getting things done through people by exercising leadership’ (Armstrong, M. P24 2012) ‘It is the process of making things happen’ (ibid). ‘Leadership is to inspire, influence and guide’ ‘it is the ability to persuade others willingly to behave differently’ (Armstrong, M. 2012, p.4). Throughout this essay Gibbs reflective model (1998) will be explored.
Part 1
During the first session of supervision the supervisor is required to discuss and establish a written contract with the supervisee. (Sapin. K 2013) Agenda on Supervision states that a contract must contain important information on where the supervision will take place, when it will take place, how long each session will last, the responsibilities and expectations of the supervisee and the boundaries between the supervisor and supervisee. A contract is necessary as it sets boundaries between the supervisor and supervisee, this contract will set out an example of what is expected of both parties during the sessions. When completing a supervision session, the environment must be taken into consideration. The key points to take into consideration are whether the venue is appropriate to speak freely about issues and will protect confidentiality to both the supervisee and young people they work with, comfort of the location; can the supervisee relax in this environment? The noise levels of the area; ensuring this will not become a distraction. Is the area undisturbed from other staff or young people? Once myself and my supervisee discussed the contract, boundaries and environment we began our first session. Hawkins and McMahon comment that ‘supervision provides a space where difficult feelings can be re-experienced safely’ (2020, P.146) whilst supervising, the supervisee brought up an issue that happened during their placement. A brief overview of this issue was a young person challenging the youth worker by refusing to participate in cleaning the kitchen in the youth club and stating, ‘what are you going to do?’ When attending the supervision session this allowed them a chance to re visit the matter and understand what they could have potentially done different and why the matter may have arisen. Using Gibbs reflective model (1998) The supervisee had an opportunity to express how they were feeling and their thoughts on the issue, evaluate both good and bad points from their experience, and analyse the situation then I  as the supervisor gave the supervisee advice on how they dealt with the situation and what could be put in place for them to better understand the issue in the future. This supported the supervisee to conclude on what they would do differently in if the situation arose again and what they learnt. The supervisee analysed their practise when re visiting and gained a better sense of understanding on the issue. Sapin. K (2009) identifies the importance of creating an environment which will support but challenge the supervisee. For example, during this session I challenged the supervisee and asked what they believe they could have done differently and how they felt about the situation and then provided further support and guidance and encouraging feedback. As this was my first time completing a supervision, I believe my performance was adequate however needed a lot of work. I did not feel confident acting as a supervisor as this was very new and challenging although this was the first session. The second session consisted of the supervisee bringing positive feelings about herself and her performance during practise, because this was a positive agenda brought to the supervision it naturally ran smoothly with a lot of optimistic conversations and further developmental advice from the supervisor. The supervision sessions carried on throughout a number of weeks. Since the first supervision session, the supervisees relationship and I has developed a great amount, I believe the reason being the contract in the beginning which allowed us both to set boundaries and responsibilities during supervision sessions which were respected throughout. As well as the contract, the environment we chose to complete the sessions in allowed the supervisee to feel comfortable and relaxed, because of the venue the supervision sessions did not strike as being formal which took the pressure off the supervisee. 
      Each session an agenda was planned, the agenda brought to the supervisions were helpful as the supervisee sent this beforehand which gave me an opportunity to plan ahead before meeting her. When presenting a less positive agenda the supervisee was able to open up about her worries and was able to receive realistic advice from an outside perspective. This allowed the relationship to develop as the supervisee was in a vulnerable position yet was heard and able to get constructive feedback which had a positive impact on her and her practise. Even though I gave constructive feedback during the sessions, there would always be positive feedback as well, regardless of how the situation was dealt with it is important to ensure the supervisee understood that she handled the situation the best she could and did exceptionally well considering she is a new youth worker. This gave the supervisee a sense of relief and did not feel judged in any way. In addition to the negative agenda, the positive agenda helped the relationship develop throughout the sessions as the supervisee felt supported and was encouraged a lot by me as the supervisor. The supervision sessions allowed the supervisee to meet her needs and develop her practise. The supervisee stated she found it very hard to speak positively about herself however the supervision sessions and our relationship allowed her to begin to do this. Each of the supervision sessions I held I used Gibbs reflective model (1998) to ensure the supervisee had a good understanding of her practise and knowledge as well as to ensure I covered everything necessary during the session. 
Part 2
Kadushin (1992:20) identifies supervision as three functions educative, administrative and supportive.  The educative function of supervision focuses on ‘educating the worker to have a more knowledgeable and skilled performance of tasks.’ (Charmaine. R Brittain, 2009, p.24) 
     The educative/ formative function focuses on the development of the student or supervisee. This function is to develop the supervisee’s knowledge and skills that is required of a youth worker within their role. Reflection of personal practise enables youth workers to reflect and develop their personal practise and understanding of what is happening, why it's happening and how they can manage it. This is an effective way of using skills or even using existing skills in a more effective way.         
    Administrative /normative supervision focuses on the efficient and effective delivery of services to achieve organizational goals. This function is ensuring the supervisee makes effective use of themselves, taking responsibility for standards, ethics and assessment quality and control. This function ensures the proper procedures are being followed. This may be by record keeping, reading the policies and procedures, undertake research and carrying out an analysis.                                    
    Supportive / restorative supervision provides support and motivation to the supervisee which allows them to improve on their performance. This function will typically focus on the wellbeing of the supervisee and focuses on reducing stress and building trust to ensure it does not affect their practise. The supervisor ensures the worker is managing the challenges in their role. This function is nurturing the worker, encouraging the development of their practise through ‘recognition of their achievements, reassurance, expressions of confidence, encouragement, reassurance and attentive listening’ (Kadushin & Harkness, 2002)
       Reflecting on an issue the supervisee brought to one of our supervision sessions allowed me to gain a better understanding on each function. For example, in one session the supervisee brought an issue about a group of young people who live in an area with no activities, no parks, and very little for the young people to do. The young people in the area displayed challenging behaviour such as graffiti, arson and fighting. The youth worker brought the young people together to ask what they would benefit from in the area to which they said a pump track. A council member went out to the area to speak to the young people to gain an insight of what they wanted and what they would do to make this happen. The young people agreed to clean up the area however once the meeting was over nothing came of it. I as the supervisor challenged the educational progress of the supervisee by asking what they could have done differently to change this outcome. Being the supervisor, I gave examples one being the youth worker could have followed up with the council by writing a letter or getting the young people to group together and form an email explaining the benefits to them. During the supervision I questioned the youth worker on the skills and knowledge needed to deal with this situation. The educative function was used here as I educated the supervisee on what knowledge and skills, they needed to successfully complete her goal. 
Once she had disclosed this information to me, I checked in with how the supervisee felt about the situation. The supervisee disclosed that she felt frustrated and had no confidence to do this again in the future. I encouraged the supervisee to reflect on the positive points such as being able to get a group of young people together and holding a session with them and gaining their trust. The supportive function was used here as throughout the session I ensured the supervisee knew that they did the correct thing by arranging the meeting and this was good youth work practise. I supported the supervisee by allowing her to express her frustration, reassured her that this was an expected feeling and supported her to recognise her accomplishments during this experience. Youth workers are expected to meet their organizational goals which was presented by the youth worker by trying to provide young people with an area to reduce challenging behaviour. I encouraged the youth worker by explaining that she was trying to meet the youth work and companies' expectations however this is not always possible. The administrative function was used here as it was made clear that she effectively delivered a service by setting up a meeting to meet the organizations goals. I as the supervisor suggested that the youth worker read the policies of the organization to ensure she is managing her workload. 
 

Part 3
When completing the first supervision session I believe I lacked the skills to become a supervisor. However, I noticed that good supervisors are not born they are developed through training, continuing supervision sessions and the development of skills. When managing the supervision sessions, I did this very thoroughly. Before any sessions began, I created a contract with the supervisee which set boundaries between myself and the supervisee. This was vital and I believe I managed this in the correct way considering I had never carried out a management role before.  
       To be a successful supervisor it is vital to have the correct qualities needed. These qualities include good communiaction skills, leadership skills, confidence, empathetic, active listener, good knowledge, ownership, respectful and trustworthy. When analysing my supervision sessions, I realised I have these qualities however it is hard to implement them in a supervisory setting. When the supervisee disclosed personal issues to me, I believe I was naturally empathetic however I struggled to understand the depth of how their feelings affected them, this was because what may affect someone severely may not affect others in the same way. Therefore, I had to learn to ‘put yourself in their shoes’.
       Effective supervisors are able to provide positive, constructive and informative reactions and suggestions. (Sapin. K, 2012. P.231) as a youth worker I should have stimulated the supervisees thinking further and provided a space for more debate. This would have been beneficial to the supervisee as it would develop their awareness and practise, however I felt I lacked in the informative reactions. I was able to provide the supervisee with a lot of positive and encouraging feedback as I believe this comes naturally to an individual in the youth work field but could have focused on more constructive feedback. This was very challenging as a supervisor due to the nature of youth work, meaning youth workers encourage young people through positive reinforcement. Even though as a youth worker I am encouraged to deal with challenging behaviour and deal with it in the correct way, it is still difficult to pull out all the negatives of the situation, likewise with supervision. 
   I have learned that the role of a supervisor is to ‘challenge and develop practise rather than resolve personal issues’ (Sapin. K, 2012. P.228) during the supervision sessions many of the issues brought up were personal issues which I believe is very important to discuss during supervision however the conversations around personal issues overtook the development of personal practise conversations. Sapin. K expresses the importance of Supervisors providing stimulating reflection, listening and feedback which I think I think I implemented during supervision sessions; for example, I asked questions that seek reasons and evidence. The supervisee had a lot of time if needed to think about the answer she was going to provide which stimulated her thinking. I listened very carefully to what the supervisee brought to the supervision and asked her questions around the information provided, as well as this I referred to what she said later in the supervision to ensure the supervisee knew I was listening and interested in what she was saying. 
    As a first-time supervisor I am positive I carried out the role in the correct way and as the sessions went on my confidence increased. I have learnt that supervisors need to be critical towards the supervisee in order for them to develop their personal practise and develop their skills. I have learnt that providing negative feedback to another individual is very difficult but is crucial and needed when supervising, especially in youth work. 
    The skills I have learnt from becoming a supervisor will benefit me in the youth work field. I will ensure I reflect on my own practise and critically analyse my practise more often. When in practise, If I was to deal with a challenging situation, I would now be able to respond to the behaviour in the correct way; for example, expressing to the young person the negative things they have done and allowing them time to reflect on the situation, then bring positive reinforcement in afterwards. Providing both positive and negative feedback to the supervisee made me realise how important they are when reflecting and dealing with challenging situations; therefore, I will take this in to practise with me. Using Gibbs reflective model (1998) during supervision sessions has also benefited me as I will now use this more often when reflecting to myself about my own practise. 





Management and leadership
Thomas Carlyle the founder of the great man theory (1840) argues ‘Leaders are born, not made’ Carlyle believes that leaders carry certain traits and characteristics which are not found in all individuals. To be an effective leader an individual needs to present certain qualities, these qualities include good communication skills, confidence, passion, honesty, motivation, transparency, problem solving and many others. ‘To suggest that leaders do not enter the world with an extraordinary endowment is to imply that people enter the world with equal abilities with equal talents.’ (L. Cawthon, p.2, 1996) this quote suggests that leaders are born with qualities and characteristics that other individuals do not have. This theory would not be effective in Youth work as the purpose of youth work Is working with young people to facilitate personal and educational development, encouraging young people to develop new skills and reach their potential. This may mean learning the skills to become a leader and practising the role of being a leader. However, arguing against Carlyle. T, Burgoyne (2010: 43) commented that: ‘The will to lead is largely innate but the ability to do it well is largely learnt.’ (p.83) Not all individuals are born natural leaders, some may develop into a leader however to others this comes naturally. Some individuals are nurtured into becoming leaders by youth workers.  Stogdill (1950: 3) defined leadership as ‘an influencing process aimed at goal achievement.’ (Armstrong. M, p.82) in other words, an effective leader will influence, guide and inspire others to achieve their goals which is essential in youth work practise as young people need to be motivated and influenced to do something, they will then use this as a positive goal and reach their potential. Many young people struggle with formal education therefore being managed or ‘controlled’ may not be an effective way of working for them. Young people need to want to complete tasks rather than be pressured into doing them. A leader will bring a team or group of young people together and get their opinions and ideas, then the final outcome will be based on the majority of the young people, however this may be controversial if others in the group have different opinions or feelings. Leadership focuses on the most important resource: people. (Armstrong. M) meaning that without the young people or group a leader would not be effective. Leaders involve the individuals working in the service and achieve their goals by gaining an insight of what they think is needed to achieve the goals. Many people believe that if a person is involved in decisions, they are more likely to perform better as they are not being ‘controlled’ individuals feel more respected and motivated to complete their task if they have a say in the outcome. 
      According to Lewin. K (1939) there are three leadership styles; The first one being autocratic leadership. This style is where the leader takes control of the decision without consulting others, this suggests that there is no need for others input. This would not work in youth work the reason being young people need to actively participate in decision making and need to have a voice. Lewins research shows that the next style democratic is the most effective in youth work practise. This is there the leader involves others in the decision making, however the final decision may vary. Although, it can be problematic if there are too many opinions and others disagree with them. The final style is the laissez- faire where the leaders' involvement in the decision making is minimal. This means allowing young people to make their own decisions; however, the leader may still be responsible for the outcome. This style works best when people are capable and motivated in their own decision making. 

Douglas McGregor's Theory X and Theory Y was developed in 1960. This theory suggests that there are two styles of management. The authoritarian (Theory X) and the participative (Theory Y). Theory X suggests that most employers dislike working therefore managers control, threaten, force and punish workers to do their job. This is a controlled and direct style of management. This style of management would conflict with youth work, this is because youth work is about voluntary participation and having a voice. It would be against a youth workers value to force or control a person into doing something. Theory Y suggests that employees like to work and enjoy working towards goals, this approach to management trusts individuals to take ownership of their work and complete it effectively. This style of management would work in line with youth work as it shows that trust is built through a relationship with the manager and the youth worker can take control of their own work, for example by planning sessions with young people based on what they need rather than a manager forcing a session on young people. 
        ‘Management is the process of improving performance by setting individual and team goals that are aligned to the strategic goals of the organization’ (Armstrong, M, P15) Managers do not involve individuals within the group when making decisions, managers set goals for the organization and expect the workers to live up to these expectations and meet the goals. Managers will assign the work to the individuals within the workplace and then evaluate the work carried out, then will provide feedback and coaching to ensure the team are meeting the workplace standards. Armstrong. M (p.17) argues that management has three specific purposes: 
· Managerial – to provide a framework within which managers can effectively manage performance. This purpose is to provide a set up so each individual working within the company can clearly understand what is expected of them, the managers will then evaluate the performance of the employees and make the necessary changes or provide support if needed.  this may conflict with young people due to them feeling pressured and as though they were being monitored. 
· Developmental – to provide the basis for identifying and meeting learning and development needs; managers will supervise then provide ways of helping and developing an individual's needs if they are not meeting the standard of work needed to be successful. This will positively impact young people as they are getting the guidance needed to successfully complete their task, it will motivate them to carry on and develop their skills. 
· Administrative – to provide the information required to administer performance pay and talent management systems. (P.18, Armstrongs handbook of performance management) 
     Hoggarth. L argues that most people perform better in their role when they have clear instruction of what they are expected to do and have some control over how it is done. (p.42 Managing people) Managers will state clearly the needs of the organization and set tasks for the workers to complete, this gives the workers a sense of direction, it will give them the motivation to complete the task effectively as they are working towards a set target from an individual with power. However, this theory disagrees of youth work and the 5 pillars of youth work. Young people are encouraged to have a voice, actively participate, voluntarily participate, use non-formal education therefore Hoggarth. L’s theory would conflict with youth work. Young people are less likely to participate if they believe they do not have a say in the task. Non formal education is about working in a different way, reaching their goals with encouragement and motivation or in a way that works for them as a result being forced to do something will be difficult for young people as they will have no motivation to complete it, young people need to work in a way that works for them otherwise they will not produce an effective outcome]. A manager telling a young person they must complete a task does not give the young person an opportunity to voluntary participates. Managers are responsible for the recruitment within the company, they are expected to hire to fulfil the staffing needs of the service. All managers are required to put a clear job description, then hold interviews and employ the Individuals who best fit the description. As well as recruitment, youth workers who take on a management role are required to manage finances and equipment. A lot of youth work services run off a grant or funding therefore may find it difficult with the increasingly challenging financial climate that young people face. There are a number of jobs loses and budget cuts which puts more pressure on leaders, managers, services and most importantly the young people who are suffering the most during this time. 
This essay has divided into two parts. The first part focused on supervision in Youth work which included my experience of becoming a supervisor and theory based around supervision in youth work. The second part of the essay focused on Leadership and management. Throughout the second part a range of theory was used and drawn upon then explored further. 
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