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Evaluate in depth an organisations Policy in relation to supervision and support drawing on relevant theoretical perspectives to inform your discussion and recommendations; you may want to draw upon your own practice and reflect upon strengths and areas for further development.
Introduction
Supervision is an important part of professional development within Youth Work and many other professions (Nursing and Midwifery, 2015). During this essay the author will be analysing evaluating Pembrokeshire Youth Services’ policy whilst also reflecting on my own practice whilst also drawing upon theoretical perspectives and critically reflecting upon the author’s own experiences, identifying strengths and exploring areas for further development. The author has chosen to evaluate Pembrokeshire Youth Services’ Supervision Policy for the reason that the organisation that the author is currently employed by does not possess its own specific supervision policy. The author is currently employed by Ceredigion Youth Service and will be drawing upon one’s own practice throughout this document. 
Pembrokeshire Youth Services’ policy has been implemented to ensure support is given to staff in their work. It also states the policy has been implemented to ensure that staff who are working with young people enjoy their role, are creative, planned and affective (Pembroke, 2012). The most important point the policy makes is that ‘it’s fundamental purpose is to foster professional development by encouraging and supporting the supervisee to articulate issues that are of concern and identify strategies to resolve them’ (Pembroke, 2012). 
Even though the youth service within Ceredigion doesn’t possess a supervision policy, the social services sector within local authority does. Within the introduction of the policy it gives a brief description of what is expected when practicing supervision. Stating that the process is formally structured to give staff the ability to perform as affectively as their capabilities allow within their role (Ceredigion County Council, 2012). 
Throughout this essay I will also be drawing attention to the National Youth Work Strategy for Wales 2014-2018. The strategy has been implemented to ensure that youth work is delivered in the highest quality possible for service users from both statutory and voluntary youth provisions. It also states that it ‘wants to strengthen the value and status of youth work as a service and profession’ (WG 2014).
A policy is defined as a set of principles, rules and guidelines formed by an organisation for the purpose of reaching its long term goals. One benefit of having a supervision structure in place is that it supports your psychological, emotional and physical well-being (Business Dictionary, 2018).  Another benefit of supervision it allows you to quality assure your work and facilitate your professional and personal development. Having a supervision policy in place shows that an organisation is committed to supervision, but from one’s personal experience within one’s current organisation as previously mentioned we don’t possess a supervision policy. However, the author believes the Service is committed to supervision as supervision is conducted every six weeks and is a continual process. Therefore, from personal experience, a policy does not always ensure or guarantee practice, as Ceredigion Youth Service do not hold a current supervision policy but the ethos and purpose of supervision is firmly embedded into practice and workforce support and development is encouraged through regular supervision. The Pembrokeshire Youth Service policy clearly states what they want to achieve in the short and long term. It also clearly states the process of supervision and what needs to be achieved during supervision. One crucial point that is made in the policy is the importance of developing a high level of mutual trust and respect, this displays the importance of having a good relationship between both supervisor and supervisee (Pembroke, 2012). 
Jenkinson (2010) defines supervision as an opportunity for an employee to discuss issues within their role and provides an opportunity to reflect on their own practice with a supervisor to ensure the best practice is given to its clients.  Jenkinson (2010) states that there are four various types of supervision models, which include individual managerial-supervision, group supervision, peer supervision and external supervision. Individual managerial supervision is where a supervisor, for example, my line manager, and a supervisee which would be the author, meet once every six weeks to reflect and discuss current practice for the benefit of young people.
 In terms of the authors own practice, one believes that supervision is beneficial as it enables self-reflection of one’s own practice, an opportunity to share any concerns and enables my supervisor to share any constructive criticism to ensure that one can work to the best of one’s ability.  Group supervision is where a supervisor and multiple other employees of the service are able to discuss key topics of their professional duties, with the hope of coming to a solution of difficult situations (Tietze, 2002-2017). According to Tietze, (2002-2017) Peer Group Supervision the benefits that are involved is staff are able to quality assure their work and also communication within the service is improved Tietze, (2002-2017). Peer supervision is where colleagues discuss issues or concerns they may have together. Peer supervision provides youth workers with good opportunities to gain mutual support. Lastly is the external supervision, which indicates that the supervisor providing the supervision is from an external source. 
Pembrokeshire’s policy suggests that individual supervision is mostly used within the service but voluntary or part-time staff may participate in group based supervision. Within Ceredigion Youth Service, the workforce only participates in individual managerial supervision formally, although one believes that peer supervision often takes place informally, during administrative periods, where the workforce has the opportunity to discuss and offload. Peer supervision is regularly used within one’s practice, an example being when creating a risk assessment for an outdoor activity, one will receive support from peers in the same job role. 

Within Pembroke Youth Service’s policy, it states that supervision meetings should occur once every four to six weeks on an individual basis (Pembroke, 2012). Line-Management Supervision is the most commonly used form of supervision and is used by Pembrokeshire Youth Service. According to the policy it states that line-management supervision is central to staff development, serves the need of the organisation, and more importantly the employee. In the policy it expresses that line management supervision is a requirement for all staff and is a professional method by which member of staff meet with their immediate line manager. This is supported by Austin (1981:32) as he notes that supervisors have ‘one foot in the workforce and one foot in the management module, not being clearly associated with either. This is supported in ‘The hierarchical Position of Supervisors’ by stating that approximately eighty five per cent of social work supervisors are employed in organisational settings with administrative superiors to whom they report (National Association of Social Workers [NASW] Centre for workforce studies 2004). This is the same within most Youth Service’s but within one’s own service, this is slightly different due to a recent re structure. The author’s line manager therefore is more incorporated within the management module rather than the workforce. 
 Pembroke’s Youth Services’ policy also indicates that Youth Workers should participate in non-managerial supervision, where a Youth Worker is able to reflect on their own practice with a supervisor that is not in the employee’s management hierarchy. Smith (1996 – 2011) suggests that non managerial supervision can be used for the development of the worker more so than managerial supervision that concentrates on the interests of the organisation or agency. Non managerial supervision according to Pembrokeshire YS policy (Pembroke, 2012) propose that its more for the development of staff as it’s an element of a professional training route. 
When discussing supervision, there are three main functions to consider (Ceredigion County Council, 2012). These elements are Educational, Administrative and Supportive. The Educational aspect of supervision is to ensure the supervisee is able to develop a better understanding of their work, to encourage reflection of their work but also to allow access to different training opportunities. The administrative elements are also highlighted within the policy; it suggests that the administrative side of supervision reinforces good practice and that allows staff to work to the best of their abilities. The final element of supervision is supportive. The supportive element of supervision is to do with staff wellbeing, improving morale and overall job satisfaction. It is believed that if the service has happy staff, this will result in good practice. This is supported with Kadushin’s (1992) model of supervision. Salaman (1995: 63) argues that an aspect of managers’ work is their responsibility for improving the work of others. Adding that if they cannot achieve this, what value are they adding as a manager? Salaman (1995) also mentions if managers cannot improve the work of their subordinates then they fail as a manager. This view could be seen as a fairly harsh one but it all comes back to the importance of the service given to the client. Within Pembrokeshire’s policy, under contract to support supervision there are a lot of educational and administrative points but very little supportive aspects. Therefore you must ask the question, is the policy in place only to support managerial outcomes? Having a balance of all three functions is vitally important for the supervisor. If the supervisor concentrates too much on educative or administrative functions, the attitude towards supporting the workforce’s wellbeing is lost. If the supportive aspect of supervision is not considered, this gives less chance for the individual to succeed, develop or progress in the role fully, essentially this would be a barrier to the service in creating and delivering a high quality service to its service users. After looking at both policies one would recommend that Pembrokeshire implemented more supportive aspects.
To ensure that organisations perform to the best of their abilities there are many policies in place, one being the National Market Development Forum (NMDF) who are currently working on three papers on quality and quality assurance (Kelly and Mumford, No Date). These have been implemented to ensure that the work provided is done to highest quality possible. Within the framework it mentions the importance of the workforce engaging in learning and development that is supported by regular supervision and appraisal. Having this in place and mentioning the importance of supervision to the workforce is superb as it shows the ever growing effect of supervision to ensure the best quality of service. In contrast to this, the quality assurance framework that is implemented within health care sector mentions the importance of having a framework in place to ensure the best quality of service, but never mentions supervision or reflection within practice. (General Medical Council, 2018)

When researching different policies that have been implemented for the purpose of local authority Youth Services’, the Youth Work in Wales Principles and Purposes document is very important. The document was produced for many different authorities and organisation but also for young people who are already involved in different youth organisations (CWVYS, 2013). The purpose of the document ‘is to set out the key principles which underpin youth work and provide an overview of its nature, purpose and delivery. When researching the document, it makes no reference to supervision but does mention within the document that;

‘Youth work organisations and all engaged in youth work are expected to assess outcomes and impact and to have systems for the planning, monitoring and evaluation of all aspects of their work with young people. Organisations and individual youth workers should be able to use self-assessment tools to identify positive benefits for young people and to reflect on and develop their practice.’ (CWVYS, 2013 p.10) 
Therefore, the document does mention the aspects of supervision but there isn’t a clear focus. Likewise, within the National Youth Work Strategy for Wales 2014-2018 that has been implemented for organisations offering youth work provision it does not focus its opinion on supervision (WG: 2014). The strategy states that ‘those engaged in youth work provision and management are supported to develop the required skills, knowledge and competencies relevant to their role’ (WG: 2014). Therefore, stating the need and functions of supervision without directly quoting.  
Whilst doing research for this essay, one found a vast amount of information on supervision through social work. Therefore displaying the importance of supervision within different professions. As previously mentioned, Ceredigion Youth Service does not possess a supervision policy but the social services sector within the local authority does. Therefore this shows the importance of supervision within social work. Kadushin and Harkness (2014) states that ‘supervision is not unique to social work, but the function and process of supervision have achieved special importance in social work as contrasted with many other professions. This indicates how other professions are ahead of the game when comparing it to supervision within youth work. It could be argued that within the Youth Work field, supervision is utilised and emphasised, although research and literature available does not always illustrate this. Within the local authority social services policy (Ceredigion County Council, 2012) it mentions all the important and significant aspects of supervision. It also mentions within the policy why it should be practiced and the benefits of supervision. Which include; benefits for the service, benefits for the line manager and the benefits the supervisee will receive whilst taking part in supervision. The policy is very detailed with what its expectations are when supervision is undertaken as every point within the policy is expanded on and given a clear definition. I believe that youth work should follow in the footsteps of social services with regards to their view of supervision (Ceredigion County Council, 2012). 
Reflecting upon one’s own practice, although one’s organisation does participate in frequent supervision, as previously mentioned Ceredigion Youth Service do not possess a supervision policy, but I believe recommendations should be made to the hierarchy of the service and suggest one is created. Having a supervision policy in place would show the organisations commitment to supervision and pin down the importance of engaging in supervision. It will also eradicate the idea of supervision becoming a ‘second thought’ as it is fairly easily cancelled. There are many benefits of having your own supervision policy and these are highlighted in the supervision policy that Ceredigion Social Services possess. Some examples of benefits include the workforce being clear about their role, expectations and objectives of the organisation. Also, by having a policy in place would ensure the highest possible quality of work for the service user. Therefore, plans should be in place for Ceredigion Youth Service to create its own policy and present it to the cabinet that would hopefully approve a big step forward for the service. Cabinet approval often illustrates greater status for a process, therefore places great emphasis of the importance of following through and embedding the policy fully in daily practice, rather than a ‘policy being written for the sake of a policy being written’ – it needs to be implemented, and regularly reviewed, often policies can be written and approved, with no follow up to ensure their implementation. It would be in the best interest of the cabinet members to approve this as it would ensure that staff have the opportunity to reflect on their practice and therefore work to the best of their abilities. Once authorised by the cabinet a policy would be implemented for the service. This is supported by Hawkins and Shohet (2012) as it suggests that the ‘enormous upsurge both in counselling and psychotherapy, and in therapeutic approaches within many of the helping and people professions, has brought in its wake the recognition that such work benefits enormously from supervision.
To conclude, the author has given an in depth evaluation of Pembrokeshire’s Youth Service’s supervision policy. Following the review of the policy it has become clear to the author that within Pembrokeshire’s supervision policy there are many Administrative and Educational functions and very little Supportive functions. As previously mentioned the author’s recommendations would be that Pembrokeshire’s supervision policy would include an increased amount of Supportive functions. Another recommendation that the author would suggest is that the strategy’s implemented across the youth work field made a reference to supervision. This would display the importance of participating in supervision. The final recommendation is that one’s practice should implement a supervision policy to re enforce its commitment to supervision.  
The author believes one of the main points of the essay is the commitment different services have towards supervision. Even though the organisation I work for does not possess a supervision policy we do practice supervision. Therefore we are committed to supervision but factors can easily influence the prioritisation of supervision. Morrison and Wonnacott (2010) states that the current challenges that supervision is faced with is inconsistencies, interruptions, and the ever increasing dominance of managerial and performance agendas which result in supervision being less effective. This is supported by a Unison survey taken place in 2008 that identified that supervision had deteriorated in the past 5 years. (Morrison and Wonnacott 2010). Therefore I believe a supervision policy should be created to eradicate these factors and give supervision a priority. 
Importance of supervision is also highlighted within the essay. The importance of supervision for Pembrokeshire YS is that it allows staff to understand their role, identify any possible training opportunities and work to the best of their abilities (Pembroke, 2012). Within the Children’s Workforce Development Council guide for supervisors it highlights the importance of supervision. It states that supervision is ‘fundamental to the delivery of effective social care services, so much that it can be considered an integral part of the service (CWDC, 2009-2010). With all the evidence given you could argue that youth work should follow in the footsteps of social work in relation to supervision and ensure that it’s a fundamental part of the service. 
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