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SECTION 1

_______________________________________________________________

THE PURPOSE OF PROVIDING SUPPORT & SUPERVISION
1.1
Provision of consistent, formal and supportive environment

Develop a regular structured opportunity, based on partnership, trust and 
mutual respect for staff to discuss their work, review progress, prioritise 
future work and receive constructive and positive feedback.

1.2 
Evaluating progress in the work, prioritising and approving 
actions
· Monitor performance towards achieving specific goals set out in the work plan;
· Set targets for future work and evaluate together how progress is being made;
· Provides an opportunity to develop awareness of how worker is getting on in the job and receive feedback and approval for their work;
· Promotes good motivation and development of skills and confidence.

1.3
Giving specific feedback to staff
· Provides the opportunity to give specific constructive criticism and clear feedback on work;
· Creates an opportunity to deal quickly with inappropriate conduct or disciplinary or grievance issues that might arise.

1.4 
Facilitating communication and mutual understanding
· Helps Supervisor develop an understanding of the issues that may be blocking progress for a worker and to outline vision and policies of the Project;
· Creates an opportunity for the worker to raise questions with the Supervisor and bring relevant issues to the attention of the Management Committee through feedback from the Supervisor.

1.5 
Discussing difficulties and sources of conflict
· Opportunity to clarify and tease out difficulties and problems and look at alternative ways of dealing with issues;
· Supervisor does not have to have  all the answers, but be open to facilitating and supporting the worker to come up with their own solutions;
· Provide guidance and advice when required;
· Supervisor can identify and reflect back recurring difficulties and support worker to learn from experience;
· Opportunity to talk about how the worker is feeling about their work and  discuss how external issues may be impacting on their effectiveness in the work. There may also be times when external supports may be needed for a period of time.

1.6
Facilitating learning

Supervision assists in the process of learning from mistakes as well as 
providing an opportunity for supervisors to pass on skills and expertise

1.7
Assisting staff to manage the workload
· Opportunity to check that workers are not working over the time allocated and are taking any time in lieu and holidays;
· Ensuring that burn out is prevented and supporting the worker to take good care of themselves in the work.

1.8
Identifying training and development needs

Provides an opportunity for the worker to identify gaps in skills and to 
source additional areas of training that would support the development of 
new skills.

1.9
Being accountable

Creating opportunities for staff to be accountable for their work creates 
clarity, boundaries and security.

1.10
Planning and setting targets for the work

Promote the setting of realistic targets based on what is possible given the 
resources that are available.

SECTION 2 

________________________________________________________________

SETTING UP SUPPORT AND SUPERVISION WITHIN YOUR PROJECT 
2.1
Undertake consultation


Setting up a supervision structure or changing an existing structure 
requires consultation involving both management and staff. This could be 
the key to its success for the following reasons: 

· Without consultation staff can feel threatened and concerned that the only agenda will relate to control and monitoring of their work;
· It is important that staff and management talk openly about their fears and concerns in relation to developing supervision structures. This can lead to the Project collectively developing a process that will best meet the needs of the Project in both accountability for the work undertaken and in supporting staff well enough to carry out the tasks involved.

2.2
Develop of a Support and Supervision Policy


In initiating a supervision structure within a Project it is useful to jointly 
develop a Supervision Policy which will outline the following:

· What supervision and its purpose are;
· How supervision relates to the aims and values of the Projects;
· What the supervision structure will be (who is supervising who);
· Agreed guidelines / supervision contract in relation to the supervision session (See SECTION 5) ;
· Procedures in case of difficulties in the supervision relationship;
· The rights and responsibilities of the supervisor and supervisee;
· The training required for supervision;
· How supervision and supervision structures will be evaluated. 

2.3
Develop appropriate record keeping 


The development of appropriate forms for undertaking and recording 
supervision can make a difference to the clarity, consistency and follow 
through of supervision sessions. (see SAMPLE Support and 
Supervision Record Sheet). 


In addition, but it also gives a structure for keeping a written record of 
issues arising that are related to disciplinary or 
grievance issues or that 
need to be followed through at annual appraisal meetings. It also helps if 
each worker has a clear job description which spells out the work and 
which is related to the over all actions of the Project. 

SECTION 3 

______________________________________________________________________

REQUIREMENTS AND SKILLS FOR  CARRYING OUT SUPPORT & SUPERVISION
Not all members of management or staff have experience in undertaking supervision. It can often be a complex and difficult task, particularly when there are issues relating to gender, ethnicity, voluntary vs paid and a combination of all the different relationships that are prevalent within a Project. The following information outlines the skills that would be useful when undertaking supervision with other workers.

	KNOWLEDGE

Ideally (but not always possible) the supervisor should be familiar with the employees particular area of work. However, this can be overcome if there is openness to discussing the gaps. What is most helpful is that the supervisor has an understanding of the following areas:

· Vision and values of the Projects;
· Future direction and strategic plan of the Project Workplan; 
particularly in how it relates to the individual worker;
· The Projects policies and procedures.


	SKILLS THAT WOULD BE USEFUL

· Communicating and listening;
· Observing;
· Analysing;
· Planning;
· Evaluating;
· Giving constructive feedback;
· Knowing where to access other information / support;
· Ability to delegate.
	PERSONAL QUALITIES THAT HELP

· Being open and flexible;
· Level headed;
· Objective;
· Non-judgemental;
· Assertive;
· Patient;
· Confident in your own skills and abilities;
· Self aware.



SECTION 4 

________________________________________________________________

STEPS TO PROVIDING EFFECTIVE SUPPORT & SUPERVISION
4.1
Building trust:


Supervision can only work well when there is mutual trust and respect 
between people. This takes time to build up and relationship building 
should be seen as a key part of the supervision relationship.

4.2
Consistency:


Being consistent is of key importance when carrying out supervision, 
however the following points need remembering:

· It is often the first thing to go when a crisis hits or people get busy;
· This area of work needs to be prioritised by both the supervisor and supervisee;
· Frequency of meetings needs to be agreed at the start of the supervision relationship. This will be determined by whether or not the worker is new to the job and in their probationary period or has passed onto a  longer term contract;
· It is often helpful if meetings are set six months in advance so that dates can be blocked out in diaries;
4.3
Forming and agreeing a supervision contract:


When starting the supervision relationship both parties need to understand 
and agree the supervision contract. It is particularly important that the 
procedures for dealing with difficulties are understood.

4.4
Linking supervision sessions to the Job Description:


The supervision sessions (as well as annual appraisal procedures) should 
link to the workers key areas of work outlined in the Job Description. This 
will assist both the supervisor and the supervisee to evaluate progress, 
identify reasons for lack of progress and where additional  support or 
training might be required.  

4.5 
Choosing the right environment for meetings:


Holding support and supervision in an appropriate environment is also 
important if the process is to work well. In choosing a space the following 
issues should be taken into consideration:

· Ensuring the space is comfortable and informal;
· A setting where  confidentiality can be maintained and where conversations cannot be overheard;
· A space where there will be no interruptions or telephone calls etc..
4.6
Preparation for supervision meetings:

· Both the Supervisor and the worker being supervised should prepare for the supervision session;
· The person being supervised needs to review the previous session, evaluate their own progress and prioritise what they want on the agenda for the next session;
· The Supervisor needs to:


~ Look over the notes from the previous session


~ List the issues they want to discuss in the next session.


~ Think about how they will bring up a difficult issue, give 
  
  
   constructive feedback and make suggested changes if required.


~ Plan how best the meeting should be structured to ensure the 


   best useof time.


~ Ensure that the meeting is held in a comfortable room, with no 

 
   interruptions.

4.7
Structuring the session:

The session should be structured to include the following:

· An agreement on what needs to be prioritised from each persons agenda.
· An exploration and check on how things are going in general for the worker.
· Discussion on the specific areas prioritised.
· Exploration of options and agreement on next steps and actions  in progressing the work.

4.8
Recording the session:


Having a simple record sheet for recording supervision sessions is very 
useful for follow up and annual appraisals or in dealing with grievance and 
disciplinary issues.  It is also important that both the parties agree to what 
has been written in and workers should have access to or a copy of all 
documentation.

4.9
Follow up after the session:


Follow up on what has been agreed at a supervision session is crucial to 
the development of trust. Both the Supervisor and the worker have a 
responsibility to committing themselves to following through on any action 
agreed.

4.10
Evaluating:


Supervision sessions should be evaluated at least once a year. Both 
parties should participate in this process. Questions that may be useful to 
include could be:

· What have you got that has been positive and helpful from your supervision sessions;
· What has been challenging and difficult ;
· How has it affected you in your work;
· What could be done differently and what changes would you suggest .
SECTION 5
________________________________________________________________

DEVELOPING A SUPERVISION CONTRACT
5.1
Purpose and role of supervision


This should include the definition agreed by both staff and management  
during the process of consultation carried out to establish supervision 
structures within the Project.

5.2
Content of supervision meeting (See sample Record Sheet 
at end of document)


The content of supervision meetings could be based on the following:

· Issues arising in relation to the progression of key areas of designated work allocated to each worker;
· Actions agreed between each supervision meeting;
· Any training needs identified;
· Issues to be fed back to the Management Committee or other relevant staff;
· Any grievance or disciplinary issues arising.

5.3
 Confidentiality


Confidentiality should be maintained as follows:

· The Co-ordinator will maintain confidentiality with regard to supervision meetings and only feedback to Management or other staff what has been agreed at supervision meetings, unless there is a disciplinary issue arising or there is a serious breech of conduct relating to:


~ Miss-appropriation of funds

~ Bullying and harassment

~ Use of drugs or alcohol on the premises

~ Inappropriate  use of I.T. Equipment in relation to pornographic 
 
              material
· The supervisee will also maintain confidentiality  in relation to supervision meetings and only discuss with others what has been agreed between themselves and their supervisor.

5.4
Keeping records:


Keeping records can be undertaken as follows:

· Both the supervisor and supervisee will agree as to what is recorded during a supervision meeting;
· Records will be kept in a confidential setting;
· All workers can have access to their records or have a copy at the end of the meeting.

5.6
Frequency and duration of sessions:


The frequency of supervision sessions will depend on whether the worker 
is just starting the job or has been with the Project long term:
· During an initial induction period (first two / three weeks) there may be frequent check-ins and meetings;
· During the probationary period supervision meetings may start out weekly, move to two weekly and then onto monthly depending on how the worker is progressing.

5.7
How difficulties will be dealt with:


In the event of difficulties arising between the supervisor and supervisee in 
relation to industrial relations, terms and conditions or grievance and 
disciplinary  issues the staffing sub-group will need to be informed. This 
can either be through the Supervisor or by both parties (to be agreed at 
supervision meeting). 


In dealing with the issues arising the staffing sub-group will need to 
implement the Projects grievance procedures and inform the voluntary 
Management Committee as appropriate.


In the event of difficulties arising between both parties that may relate to 
inter-personal issues,  one or both parties could request mediation from a 
neutral source. (If this is required the staffing sub-group should be 
informed as it may have resource implications).  Framework, the regional 
Support Agency has played a mediation role in previous cases and will be 
open to requests for this kind of support. However it may require someone 
completely external to the CDP / FRC Programmes who both parties are 
agreeable to.

5.7
Evaluation:


Evaluation will take place on an annual basis and be facilitated by the 
superviser. 


* Evaluation can also be raised in any formal annual appraisal 
process that the Project has put in place.

5.8
Feedback to management and staff:


At the end of each meeting it will be agreed between the supervisor / 
supervisee what are appropriate issues (if any) that will be fed back to the 
Management Committee or other staff.

SECTION 6  

________________________________________________________________
GIVING AND RECEIVING CONSTRUCTIVE CRITICISM
GIVING CONSTRUCTIVE CRITICISM:

· Choose an appropriate time and place that will be confidential, where there will be no interruptions and when you have adequate time to deal effectively with the issue. If regular supervision time has been established then this would be the appropriate time to give specific feedback if required.

· State your motives for bringing the issue up, repeat if necessary.

· Ensure that the person is clear about what you appreciate about their work and acknowledge that it is not easy for them to hear that there are some issues that have to be improved on.

· Clearly outline the problem and give a specific or a number of specific examples to back up what you are saying. (Be aware that you can only offer constructive feedback on behaviour that you know someone can change).

· Offer a description / not a judgement. "you have missed some areas in your report" not "your report writing is sloppy".

· Express how you feel about the behaviour 'I feel / I felt…. 

· Be clear and specific about what you want to see changed.

· Be equal, ask the person to give their perspective and views on the situation. Often if the safety and trust is there the worker can often articulate where they went wrong themselves.

· Acknowledge those views but stress that you still want to see change happen and what ways could you work together on ensuring that things are different in the future.

· Express the positives of change and challenge, ask what supports the person might need to make the changes.

· Set and agree clear goals / actions for change with a specific time frame for a follow up meeting to check progress.

· Always end by acknowledging that the meeting was difficult and that you appreciate the persons willingness to move forward. 

DEALING WITH RECEIVING CONSTRUCTIVE CRITISISM:

· Listen to the person bringing the complaint, criticism or grievance.

· Try to understand where the person is coming from and what their experience has been. Put yourself in their shoes.

· Ask questions that will help you clarify exactly what the issues are, try and find out what the persons underlying concerns are. Sometimes there are many different layers to the one problem.

· Repeat back your understanding of what the problem is to the person, this will show that you have clearly understood what is being said.

· If it is about you, state how you feel about hearing the issues (concerned, upset, hurt etc..) and give your perspective  without attacking the person or invalidating their perspective. Try not to score points or make personal comments.

· If you find yourself arguing then both of you have stopped listening. Backtrack and either listen or ask questions that will clarify their position. Remember that it is ok for you to have made a mistake, that is how we learn. Taking responsibility for your part of a problem without being too hard on yourself  is good modelling for other staff.

· Focus the discussion on finding workable solutions, ask questions about what needs to change and look for ways to move forward without focussing too much on who is to blame.

· If it is not about you, but relates to another member of staff the points above are still relevant.

· Set and agree clear goals / actions for change with a specific time frame for a follow up meeting to check progress.

SECTION 7

________________________________________________________________ 
EVALUATING YOUR OWN SUPERVISION STRUCTURES AND SKILLS
	What support and supervision structures do you currently have in place within your own Project ?



	How would you rate the following
	Marks out of ten

	1). The over all supervision set up within the Project. 


	

	2).  Your own experience of being supervised?

	

	3). Clarity between staff regarding what the role of supervision is.


	

	4). Participation of staff in the structure


	

	5). Your skills as a supervisor relating to:


	

	· Consistency
	

	· Mentoring / passing on skills
	

	· Supporting / listening
	

	· Challenging
	

	· Dealing with difficulties
	

	TOTAL MARKS


	


SAMPLE SUPERVISION RECORD SHEET

Name of Supervisor: ______________________________________________
Name of Supervisee: ______________________________________________

Date: ___________________________________________________________

1). Issues to be discussed:

2). Actions agreed to be taken:

By Supervisor:




By Supervisee:
3). Any training needs identified:

4). Any issues to be fed back to the Management Committee:

5). Any issues to be fed back to other staff:

6). Outstanding issues for discussion at next supervision meeting:
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