Supervision, Leadership and Management for Professionals (ECYW5002)

Introduction 

During this assignment, this author will talk about the experiences of supervising a professional who works for the youth service in Pembrokeshire. The author will be looking at how the relationship between the supervisor and supervisee develops and the skills needed to supervise professionals. This author will look at the functions needed when supervising others. Management and leadership will be discussed in this assignment by critically reviewing the theories and effectiveness of supervision. How this affects youth work and how managers and leaders can affect how youth work is delivered. 

Practice Log One

To begin with this author needed to find a person to supervise. To find a person to supervise this author went to the local youth club in Haverfordwest and asked staff if they would like to be supervised. One staff member agreed and will be called person X for this assignment. We arranged a time for us to meet up and agreed to meet on teams. This was so that person X did not have to move around her own time to meet with me. When we met on teams for the first time, we spoke about creating a contract between person X and the author. This is important for this author as having a contract between the supervisor and supervisee establishes a formal agreement, sets clear boundaries and guidelines for the supervision (Northside Training 2023). These are the agreements made between the supervisor and the supervisee; To be on time to supervisions for both supervisor and supervisee; To be organized prior to supervisions, this means that the supervisor will have all the paperwork needed to complete the supervision and for the supervisee to have cases to talk about during the supervision. For supervisions to be confidential, this was agreed but the supervisor explained that if there was a safeguarding concern or a safety concern that information would be passed on but person X would be told if information needed to be shared. The last contract agreement made was for both supervisor and supervisee to be honest. Person X stated they were grateful for going through this contract as they had not been given the chance to go through this before, they said this made them feel more comfortable. The supervisor and person X then spoke about where the best place would be to meet in person. Person X asked if supervision could be held in the youth club where they worked, as this is the place they feel most comfortable. The supervisor agreed with this. This is important as the supervisor wants person X to feel comfortable and to want to attend supervision. If the environment was not suitable, person X would not feel comfortable and may not be willing to discuss cases. 

The supervisor and person X spoke about how long supervision sessions will be. It was agreed that the sessions would be one hour long, and we would meet before person X has worked in the youth club. This meant that there was no one else using the building so supervision would not be overheard and that person X did not need to travel elsewhere to meet for supervision. The supervisor explained that records would be kept of the supervisions so that at the start of future supervisions the supervisor could recap from the last sessions. The supervisor explained to person X that the records would only be seen by the supervisor and person X. Person X was happy with this. The points discussed above are matched by Sapin (2009, pp.191-192) who spoke about boundary management. 

During the supervisions the relationship with the supervisor and supervisee changed. The first-time meeting on teams the supervisor felt nervous about leading a supervision contact. Person X stated that she was nervous too and did not know what to expect. The supervisor was prepared for the session and was more confident because of this. During the first session, the supervisor felt more settled and not as stressed as they previously had. Person X was quiet to start with and was unsure of what to say but after the contact was agreed person X was more talkative and more settled into the session. By the end of the session both the supervisor and person X felt more comfortable with each other and agreed to meet at the youth club in a week's time. Person X said thank you and was looking forward to the next supervision. Throughout the following four sessions the relationship grew between the supervisor and supervisee. Both the supervisor and supervisee were more comfortable with each other and trusted each other. This meant that supervision was completed more in depth and that person X trusted that she could say what she felt to the supervisor without feeling judged. Throughout the supervisions the sessions turned from formal meetings to more informal discussions. This author read (Sapin, 2009, pp.194) who looked at the agenda for supervision. Looking back at the supervisions the supervisor was able to go through the agenda in an informal way. This worked well for both the supervisor and person X. Overall throughout the sessions a professional relationship was formed between the supervisor and person X. This meant that both looked forward to supervision and discussing cases to help and support young people as well as person X themselves. 


Practice Log Two

During this practice log the author will look at the different functions of supervision. Kadushin (1992, pp.20) states that there are three different functions. Starting with educational. The educational function is to improve your knowledge, skills and attitude required for you to complete your work to the best of your abilities. This can be done by reflecting on the work you have done and what went well and what could be improved on. By reflecting on previous work this allows you to improve your skills moving forward. By having supervision, the supervisor should set an environment for the supervisee to be able to reflect and develop in their skills. The second function that Kadushin (1992, pp.20) looks at is administrative function. This function looks at the policies and procedures that the company follows. The supervisee is responsible for following the companies' policies and procedures, so during supervision the supervisor may want to explore this with them. Kadushin’s (1992, pp.20) final function is the supportive function. This is when the supervisor would look at the supervisee and how they feel about themselves at work and how they feel about the work they are doing. Work can be stressful and full on at times with more time limits and financial constraints leading to poor morale in the workplace. This function allows the supervisor to support the supervisee and find ways to help them with their concerns. 

Proctor (1987 pp.24) has three functions the same as Kadushin but has named them differently. Proctor (1987 pp.24) says that the three functions are the formative function, normative function and restorative task. For Proctor (1987 pp.24) the formative function is where the supervisee develops their own skills, information and how they understand the required work. Normative function is for the supervisee to look at the quality of their work and that they make effective use of themselves. The final function Proctor (1987 pp.24) looks at is the restorative function where the supervisee reflects on how working with people with troubles and how they feel about the work they do and how they feel within themselves. 

This author understands the three functions of ways the supervisor can help and support the supervisee during the supervisions. The educational function being where the supervisor educates the supervisee or guides them to where they can learn more to support them with their work. Administrative function is where the supervisor will go over the companies' policies or procedures with the supervisee. This could be when the supervisee is concerned with a situation where the information in the policies or procedures would be useful. This means that the supervisor needs a good understanding of the procedures and polices so that they are confident to give this information. Supportive function is when the supervisor will support the supervisee with how they feel. This is when the supervisor would not judge how the supervisee feels. The supervisor would support the supervisee with how they feel and try and support them so that they are happier within themselves when at work. 

While looking at the functions of supervision the author has reflected on the experiences while supervising person X. During the supervisions with person X there were times the supervisor used one of the functions or at times all three functions depending on the topic that was discussed. In one of the supervisions person X stated that they wanted to run a drugs workshop in a youth club evening but did not know how to do this. The supervisor explained that person X could speak to the substance misuse team to gain information that person X could deliver to the young people. The supervisor was able to give the details to person X so that they could contact the substance misuse team for this information. The next supervision session we recapped what we had spoken about and person X said that she was able to speak to the substance misuse team and gained a session from them and was able to deliver a substance session to the young people in the youth club. On reflection, the supervisor used the educational function giving information to the supervisee who could use it to deliver the session. 

Another scenario was when person X stated that she had been asked to go to a young person's house to complete an assessment. Person X stated that they had been told that the young person had been aggressive to professionals in the past and was nervous about going to the house. The supervisor gave information about trying to build a relationship with the young person before asking all the assessment questions. Giving an example of explaining who you are and some information about yourself before questioning the young person. The supervisor explained the company's lone working policy meaning that the supervisee should park somewhere they can drive straight onto the road and not somewhere they could be blocked in or must turn around. More information on the policy was that when person X enters the home, they should remain closest to the door so they can exit the building quickly if need be. The final point the supervisor made was that they understand how person X feels as they have been in that position before. The supervisor explained that the supervisee could take another youth worker with them if that would make the supervisee more comfortable. The supervisor explained that everything would be ok, and that person X could do it, providing reasurrance. Person X said that having this discussion helped and that they felt more confident completing this assessment. The supervisor used all three functions during this discussion. The supervisor used the educational function to explain about building the relationship before the assessment. Administrative functions were used when the supervisor explained the lone working policy.  The final supportive section was used when the supervisor empathized with person X but backed them up stating that they can do it. By using these functions, the supervisor was able to support person X with her work and helped them feel better about themselves.


Practice Log Three

During my time as a supervisor there have been mixed feelings for this author. There were times this author felt out of their depth and at times really enjoyed being a supervisor. This author's analysis of being a supervisor is that being a supervisor is an interesting role to have. This is because as a supervisor you are helping young people without working with them directly. By being a supervisor, you can support the youth workers delivering sessions with young people so by having good supervisions and being able to support the supervisee’s by using the three functions this will have a positive impact to the work being delivered to young people. Having a positive impact on young people through person X is not only good for the company but also good for person X. Supporting them with young people will also help person X feel more supported and positive about their work. This author felt positive when reflecting on some of the sessions they had with person X. This made the author feel like they have made a difference and supported the young people person X is working with.

However, it was not all positive being a supervisor. There were times the author felt that they did not know what to say when person X explained they had difficulties with other professionals and had to go away and think about what the correct things was to say and how to explain them to person X. The feeling of not knowing how to support person X was not a nice feeling and at times the author felt like a failure. As a supervisor this author felt like they should know everything and be able to support person X with anything they brought up, but this was not that case. This has shown by this author that even with good planning and information you will not be able to know everything, and this is ok. Supervision is for the supervisee to be supported but for the supervisor to learn themselves. Person X gave an example of some work they have completed with a group of young people which the supervisor would not have thought of themselves and was able to learn from the supervisee. This is why this author believes that supervision is important. Spending time supervising person X has been eye opening for this author. Being able to manage how the supervisions went, and the style of supervision was something this author has noticed can be difficult at times. During the supervisions, the author felt he changed from formal to informal supervision. This has its positives but also negatives. Positives were that the relationship between the supervisor and the supervisee improved, and they were able to have better conversations. The negative was that at times we went off topic and had personal conversations and then ran out of time for the agenda. This is something this author would reflect on when supervising next time. Having an agenda for supervision is important for keeping on work topics which will help the supervisee with their work. 

This author felt that they were great at the supportive function and were able to support person X well with how they felt and any issues arising with their workload. This author was able to give great examples to support supporting person X with the emotions and how they felt about their work. This author was able to be empathetic when needed and motivational when needed. However, this author found it difficult giving the administrative function. This is due to not being fully aware of all the policies and procedures within the company and had to look up the information before passing it on the person X. If this author was going to become a supervisor full time, then more education would need to be had around the policies and procedures of the company. Overall, this author enjoyed being a supervisor for person X. The feeling of helping young people in the long run is a great feeling and supporting person X to feel better within their work is a great feeling too. By being a supervisor, it has shown this author how supervision is needed within the workplace not only to help the company become more successful but to also support the workers completing their work. Without being a supervisor, this author feels that they would not truly understand the importance of supervision. When asking person X how they felt during the supervisions they explained that they felt supported throughout the supervisions and felt better about coming to work. The only thing person X said that could be improved was to keep on topic more instead of having general friendly conversations. On reflection this author thought about the one improvement and agreed that this is something to change in the future.  


Leadership and Management Theories

In this section this author will critically discuss leadership and management theories. Starting with leadership theories. According to MasterClass (2022) there are six leadership theories. These are the behavioral theory, contingency theory, the great man theory, the relationship theory, transactional theory, and the transformational theory. We will be looking more in depth at behavioral and transformational theories. 

Behavioral theory means that leaders are made and does not mean you have to be born a leader to become one. Behavioral theory means that someone can learn to become a leader by the actions they make. This can be learnt by watching leaders or being taught how to be an effective leader. A strength of behavioral theory in relation to youth work is that it can be an acquired skill, meaning that it is open for everyone to learn and adapt and become an effective leader. However, a limitation of this theory is that if we only learn from observing a small number of leaders, we are limited in the skills we develop and leadership styles can become stagnant if no new leadership is observed (Cherry, K 2022).

Transformational theories are when the leader focuses on inspiring the group to achieve goals. Transformational theories can be called relationship theories. This leader looks more into developing a person to their full potential and not just looking at the performance. Leaders who follow the transformational theory are seen to have high moral standards (Ugochukwu, C 2024). Looking at Indeed (2024a), they suggest that the pros of transformational leadership are that it promotes motivation, maintains integrity, gives a clear vision and goals, professional development, and lowers staff cross over. However, Indeed (2024a) also suggests that the cons are the theory prioritizes long term goals over short goals, increases burnout for staff, slow decision making, and needs continuous communication which can be difficult to achieve. 


Managerial theories are different to leadership theories as they look at the company instead of the person. According to Indeed (2024b) there are seven management theories. These are scientific, principles of administrative, bureaucratic, human relations, system management, contingency management, and theory X and Y. This author will look at human relations and contingency management. 

The human relations theory according to Indeed (2024b) is when the manager focuses on the wellbeing of staff. This could be how long the working day is or how many breaks workers get. This theory is meant to support workers so that they are happier to be at work as they are treated well. The benefits of using this theory in management include improved employee productivity and the company's goodwill. In youth work, productivity is high as young people need employees to be present and attentive to their needs. However, there are also some disadvantages of this theory which includes it not providing a road map of work completed. This means it can be difficult to pinpoint what work has been done, or what has benefited from the use of this management style (Commerce Mates 2024). 

Contingency management theory focuses on the fact that not one management approach works for everyone. Meaning that managers should have different approaches when working with different people. By having multiple ways of working with different people, managers can adapt to support workers by improving work (Indeed 2024b). Contingency management theory is useful in youth work as it ensures that a wide range of methods of working with people are adopted. The main strength of contingency management theory is that it is flexible and can be adapted and meet the needs of many. Nevertheless, contingency management theory does have a degree of complexity. It can be difficult to understand and difficult to apply in practice. This theory is based on assumptions, as opposed to evidence meaning its reliability could also be called in to question (Sutton, J, 2024). On the whole, however, this theory is important to consider in youth work as it is paramount that management styles can be adapted to suit the needs of the person we are working with.  

Being a manager can be difficult but following a framework can be useful. The McKinsey framework is a great resource managers could use for support. MindTools (2020) say that this framework can be used for different situations and can support managers to improve performance. Below is the framework:
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The three S’s in blue are structural where managers can make decisions directly. The lower S’s in orange can be more difficult to change for managers, as these are influenced by the company. The seven S’s are all connected and for managers it is important to look at all the S’s together instead of individually. For example, if staff turnover was high the skills and style would be affected due to staff coming and going. This would then affect the use of systems as new staff would need to have training. The strategy or problem would not be completed due to staff not being able to hit targets. The company's structure would be affected as plans would need to change due to the change in staff. By changing one S out of the seven the company is affected on all fronts. Managers can look at all the S’s when making decisions to be better prepared (Ratsch, A, Sewell, F, Pennington, A 2019).

Leadership and management in youth work is becoming harder due to the financial impacts. According to UK Parliament (2024) spending on youth services fell by 64% between 2012 and 2022. In 2012 the government spent £947 million on youth services. But in 2022 this was down to £341 million. This is meaning that youth services are being forced to close services. BBC News (2019) say that 163 youth clubs have been closed from 2014 to 2019. This is affecting young people but also staff and management. Management need to make changes due to the financial impacts, but managers also need to keep the youth service running.  Rose (2010, pp. 158) says that it is difficult for managers due to the funding and political agendas. 

Managers and leaders in youth work will need to find ways to keep staff morale high and keep supporting the young people but within the budget given to them. This will be difficult but managers that use the McKinsey framework and follow the management and leadership theories will have a better understanding of how they can support employees and teams and be able to meet the companies' objectives.  By having supervision managers can support youth workers with the work completed with young people, support morale and self-belief and provide information to the youth worker to support them with their work. By having regular supervisions managers can adapt to support staff and improve the service for young people.

Conclusion

For this author becoming a supervisor was challenging but also exciting. Supporting people is one of the reasons people work in youth work so becoming a supervisor is something all youth workers should look to become. By having more youth workers supervising others will only better the information we have as professionals, and this will be passed on to the young people we work with. By becoming a supervisor and reflecting on my practice, this author found it beneficial to see how being one is. Being a supervisor it is important to look at the leadership and management theories so that you are best prepared to support people. While a supervisor and reflecting on the session, this author found that they used leadership and management theories. Youth workers use these theories with young people so why not with other professionals. This author believes that if more youth workers became supervisors and followed the management and leadership theories more young people will have an improved service delivered to them. Meaning more young people would be affected by good youth work and help support them throughout their time with the youth service. 
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