lllllllllllllllllllllllllllllll

Agency
handbook
2010/2011

(@kFoundatlon

ebble



Prepared and published by the YMCA George Williams College for the Rank
Foundation and Joseph Rank Trust.

© 2010, 2011 YMCA George Williams College/The Rank Foundation (unless
stated) 3rd edition February 2011 (v3)

The Rank Foundation and Joseph Rank Trust Youth Work
Schemes

England, Wales and Northern Ireland, Rank Volunteer Award (GAP) Scheme, Community
Action Placements (CAP) and YARN

28 Bridgegate, Hebden Bridge, West Yorkshire HX7 8EX. Telephone 01422 845172,
fax: 01422 844329.

Director of Youth Projects: Charlie Harris (charles.harris@rankfoundation.com);

Assistant: Natasha Heny (natasha.heny@rankfoundation.com).

Assistant Director of Youth Projects: Steve Cheal
(steve.cheal@rankfoundation.com) - PO Box 2536, Woodford Green, Essex, |G8
1JE. Telephone: 020 8500 2782.

Scotland and national conferences

9/10 Redhills House, Redhills Lane, Penrith, Cumbria CA11 ODT. Telephone: 01768
210722; fax: 01768 210723.

Director of Youth Projects: Chris Dunning (chris.dunning@rankfoundation.com);

Assistant: Helen Stockdale (helen.stockdale@rankfoundation.com).

YMCA George Williams College

199 Freemasons Road, Canning Town, London E16 3PY, UK. Telephone: 020 7540
4900; Minicom: 020 7511 4901; Fax: 020 7511 4900

Gurcharn Marwa. Diploma Studies Programme Administrator. (t) 020 7540 4925
(f) 020 7511 4900 (e) g.marwa@ymca.ac.uk

John Peaper. Diploma Studies Programme Organiser. (t) 020 7540 4911 (e)
j.peaper@ymca.ac.uk

Jeff Salter. Rank Tutor, (t) 020 7540 4912 (e) j.salter@ymca.ac.uk

Mark K. Smith. Rank Research Fellow and Tutor, (t) 020 7540 4929 (e)
m.smith@ymca.ac.uk

Jon Tuchband. Introductory Studies Tutor. (t) 020 7540 4915 (e)
j.tuchband@ymca.ac.uk

Mary Wolfe. Principal (t) 020 7540 4919 (e) m.wolfe@ymca.ac.uk

Visit the Rank agency support pages: www.rankyouthwork.org



mailto:charles.harris@rankfoundation.com
mailto:natasha.heny@rankfoundation.com
file:///C:/Users/smith/Documents/datastick/work/rank/agencies/steve.cheal@rankfoundation.com
mailto:chris.dunning@rankfoundation.com
mailto:g.marwa@ymca.ac.uk
mailto:j.peaper@ymca.ac.uk
mailto:j.salter@ymca.ac.uk
mailto:m.smith@ymca.ac.uk
mailto:j.tuchband@ymca.ac.uk
mailto:m.wolfe@ymca.ac.uk
file:///C:/Users/smith/Documents/datastick/work/rank/agencies/www.rankyouthwork.org

Rank Charities’ youth work initiatives

Contents

Introduction

Ethos

The schemes

Selection

Induction

Line management

Finance and budgets

Record-keeping, monitoring and evaluation
Progress reports

Annual reports

Working within the Rank network

Publicity

Appendix 1: The Community Gap Scheme - an outline
Appendix 2: The Gap Year Scheme — full briefing
Appendix 3: Community Action Placements
Appendix 4: Outward Bound bursaries
Appendix 5: Jubilee Trust and Tall Ships Youth Trust bursaries
Appendix 6: How the schemes fit together
Appendix 7: Publications and resources
Appendix 8: Relationships in the YAP Initiative
Appendix 9: Training within the YAP Initiative

Appendix 10: Required and recommended reading for YAP
workers

Appendix 11: YARN - The Rank network

Appendix 12: Introductory Studies in Informal and Community
Education

Appendix 13: Truetube — think, talk, act

10
16
19
28
32
36
38
42
45
47
51
60
64
66
68
69
74
79
86

89
92

95






Rank Charities’ youth work initiatives

Introduction

This handbook has been produced to help managers and workers to sustain and
develop their work with the Rank Charities. It is aimed at agencies participating in
the YAP initiative and the older Youth or Adult? and Skills Apprenticeship
initiatives. The handbook also contains material useful for other Rank schemes
such as the Gap programme and Investing in Success.

The main changes in this new edition concern:

e YAP workers and the new Diploma programme (they now take the full
Diploma in informal education programme. If they are not transferring
onto the degree programme they complete the Access to Higher
Education Diploma) (see Appendix 9).

e Updates to the Gap Programme including the new manager’s checklist
(see Appendices 1 and 2).

e Changes to the administration of Jubilee Trust and Tall Ships Youth Trust
bursaries (they are now handled by Natasha Heny) (Appendix 5).

e Additions to the publications list (Appendix 7) and to Reading for YAP
workers (Appendix 10).

We will circulate people if there are any substantial amendments to the
handbook. A fully updated version is available on the Rank Agencies’ support
page: www.rankyouthwork.org/agency support.

Jeff Salter and Mark K. Smith
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Rank Charities’ youth work initiatives

Ethos

Over the years the Rank Charities have demonstrated a longstanding and sensitive
commitment to funding youth work. They have developed a unique approach that
supports pioneering work grounded in local communities. The network of projects
involved includes youth cafés, creative arts projects, street work with young
people, volunteering initiatives, outdoor education, a farm, and two building
project. They look upon what they are doing as an investment and are keen to
work with agencies so that they may succeed. Their approach to funding is
intentionally consistent with the approach they aim to foster in the face-to-face
work supported. It is ‘relational’ rather than ‘transactional’.

There are two Rank Charities involved in supporting youth work: The Rank
Foundation and the Joseph Rank Trust. The Joseph Rank Trust [JRT] was
established in June 2002. It represents an amalgamation of a number of charities
established by the late Mr. Joseph Rank (1854 - 1943), or members of his family,
during the period from October 1918 to April 1942. Joseph Rank was a passionate
member of the Methodist Church and the trusts represented a practical
expression of his strong Christian beliefs and his desire to advance the Christian
faith and to help the less fortunate members of society (for more information visit
the JRT website — www.ranktrust.org). The Rank Foundation emerged out of the
activities of Joseph’s son J. Arthur Rank and his wife. In 1953 they set up the J.
Arthur Rank Group Charity (now The Rank Foundation). It concentrates exclusively
on:

e encouraging and developing leadership amongst young people

e supporting disadvantaged young people and those frail or lonely through
old age or disability

e the promotion of Christian principles through film and other media

For more on the Foundation visit their website www.rankfoundation.com.

Several things stand out about the way the Charities work. They support work
that is focused around:

Locally identified needs and responses. Unlike most other funders, the Rank
Charities’ youth work initiatives invite local agencies to come up with projects that
address the needs of young people in their areas. They do not have a
predetermined set of ‘youth issues’ that agencies have to address. Rather they
put their trust in those in the ‘front-line’ to generate ideas and initiatives. They
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recognize that the work flows from relationships, and relies upon the character,
integrity and wisdom of local workers. This reflects in the variety of projects
supported and a concern to evaluate the work in ways that remain true to the
spirit of the work. A further, crucial, aspect is that the Charities give considerable
freedom to projects to change the work as local circumstances alter. The result
has been a range of innovatory work.

Investing in people and projects. The Rank Charities do not ‘buy’ services, and
they have tried to get away from the simple giving of grants. Instead, they look for
local agencies and individuals with potential, and work with them to develop their
projects. This involves support during the application stage and throughout the
life of the project. The Charities’ youth directors are in regular direct contact with
the projects. Trustees regularly visit projects and meet young people, workers and
managers. In addition, projects are offered a range of specially-tailored
opportunities including courses, conferences and web-support. There is a strong
empbhasis on the personal and professional development of workers and
volunteers. In particular, there is a concern with encouraging agencies to ‘grow
their own’ —and participation in high quality and professionally endorsed
training...

Encouraging agencies and individuals to be ‘pebbles in the pond’. Much of the
project funding is given for three or more years — and this has allowed for much
greater stability in projects, and the ability to develop work that both is
sustainable in the long-term and that makes an impact on local groups and
organizations. The Charities are keen that ideas and practices are shared with
others through things like joint local initiatives. There is also a strong emphasis on
sharing within the Rank network. The underlying philosophy is that significant and
lasting changes in the field come about, in large part, through direct engagement
with good work and good practitioners. As a result, the Charities are keen to
create environments where able and knowledgeable workers and managers can
flourish and ‘make ripples’.

Relational practice. The Charities recognize that relationships are central to all
aspects of the work. There is an appreciation that youth work is both based in
relationship and seeks to foster relationship (with oneself, with others, with the
world, and with the transcendental). As funders they also seek to cultivate
relationship with individuals and agencies, and between individuals and agencies
in the Rank network.

Being youth-friendly. One of the most refreshing aspects of the initiatives
supported by the Rank Charities is the way in which young people have not only
had a strong voice — but have also directly contributed to the work. There is an
emphasis upon young people’s participation, and upon the offering opportunities
to work and to develop their abilities as educators.

The overall result has been the development of a network of local agencies that
have made a difference to the lives of the young people involved, developed
important innovations in practice, and demonstrated the long-term importance of
youth work.
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Some implications for projects

Some within participating agencies take a little time to get used to the ethos of
the Rank Charities’ youth work initiatives. Here we want to highlight six particular
expectations. That agencies:

Are open about the work and any issues arising. The Charities and the College
(where it is involved) want to be kept informed about the work, how it is
progressing and any issues or difficulties encountered. If there is a problem that is
going to significantly affect project operation this must be discussed with your
appropriate Youth Director or Assistant Youth Director. Similarly, problems with
participation in College programmes should be discussed with the Rank Tutor.

Put a high priority on direct, welcoming and involving work with young people.
The quality and quantity of work with young people is a central concern of the
Charities. There is a strong emphasis upon organic and participative work.
Directors look closely at the quality of youth work relationships and the amount of
time devoted to face-to-face work.

Look to the development of both workers and young people. All the Rank
Charities’ youth work initiatives also place a strong emphasis upon the
development of participants — both workers and young people.

Provide a clear framework for the support and management of workers. Many
of the problems encountered by projects are linked to the quality of the
managerial environment in local agencies. The nature of the management and
support offered to workers is a key concern both to the Charities and to the
College.

Work with others in the Rank network to develop and promote good practice.
When agencies join a Rank Charities’ initiative they also join a ‘club’. They are
expected to share practice and experience with others in the network, participate
in joint events and work collaboratively with others to improve practice in the
field.

Are concerned with follow-on. The sustainability of projects is an important focus
for the Rank Charities. They are keen that projects are not viewed as some add-on
— but are developed as integral to the agency. It has been the experience of the
Charities that youth work projects that are on the periphery of agencies tend to
experience significant problems and are not easily sustainable beyond the life of
the funding.
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The schemes

Here we introduce the main youth initiatives funded by the Rank Charities. The
various schemes integrate with each other and can be viewed in summary format
in Appendix 6. The various Schemes integrate one with another. For example,
agencies involved in the YAP Initiative may well take on Gap volunteers. Later they
may become part of the Investing in Success initiative.

The Gap scheme and Rank Volunteer Award

The Gap Scheme offers people aged 17-24 years the chance to undertake full-time
youth work placements in Rank-funded initiatives. Participation automatically
entails enrolment in the Rank Volunteer Award.

The Rank Foundation runs and funds this scheme, involving around 30 to 40
participants at any one time. ‘Gappers’ are only placed within agencies associated
with Rank Charities. They can be split into two categories; school Gappers and
community Gappers.

The original Gap scheme was, and remains, aimed at school leavers taking a gap
year between school and further education - hence the name. It was designed to
give participants six to nine months experience of work in rural and urban
communities. These Gappers were, and remain, largely recruited from
independent schools with which the Rank Charities have contact. They are
sometimes called ‘school Gappers'.

The second target group of the Gap scheme grew from the first and concerns a
similar age group. This group of people are also experiencing some sort of ‘gap’ in
their lives. This may be between school and further education, or unemployed, or
some other moment of change. These Gappers are recruited from the agencies
with which the Rank Charities have contact and fund. They are sometimes named
‘community Gappers'.

A summary of the community gap scheme can be found in Appendix 1. See, also,
the Gappers’ Handbook on the Rank support pages:
http://rankyouthwork.org/gap.
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The schemes

Skills Apprenticeships

This initiative was aimed at people in the 18-30 age range and it combined
training in informal education (via Diploma Studies - providing an all-UK
qualification for youth support workers and ‘part-time’ community educators)
with experience and qualification in a range of disciplines. It was funded over
three years.

The Skills Apprenticeship Scheme was designed for people already involved in
network agencies and who had been identified as showing particular promise. It
focused around the needs of those who want to develop their ability to work with
people and to enhance their specialist skills — for example across a range of
outdoor activities.

The Skills Apprentice Scheme has now been superseded by YAP Inititiative.

Youth or Adult?

Youth or Adult? was designed as a UK-wide, five-year initiative combining training
and development of workers, communities and youth work projects in the
independent, voluntary sector. Over the years it involved around forty-five
different local agencies at any one time. Both the Rank Foundation and the Joseph
Rank Trust funded this initiative. The YMCA George Williams College provided the
training and qualification of workers.

Youth or Adult? now forms part of the new YAP Initiative — see below.

YAP — The Youth or Adult? Apprentice Programme

YAP (the Youth or Adult? Apprentice Programme) is aimed at developing work
with young people and has a priority on work with 12-25 year olds. It looks to
local people to identify needs and to design 'youth-friendly' projects that address
them. YAP also places reflection and professional development at its core. It
combines training in informal education for the YAP worker (via the full Diploma
Studies programme at the YMCA George Williams College - providing an all-UK
gualification for youth support workers and animators of community learning and
development plus a nationally recognized Access to Higher Education
gualification) with experience and qualification in a range of disciplines.

The initial length of a YAP project is usually three years. After one year or more it
will be possible for a limited number of projects to extend their funding by
transferring to YAP part two. Part two of the Programme allows, where
appropriate, the YAP worker to undertake degree-level professional training in
informal and community education (with the YMCA George Williams College).

Investing in Success

Agencies that have a long and successful association with the Rank Charities may
attract further investment from them. The Investing in Success initiative funds
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agencies for five years so that they may undertake special projects, developing
their work. These developments often include:

e Community development

e Leadership in the host agency and community
e Enterprise, employment and voluntary action
e Training and education

Many of these projects use the Rank investment to attract matched funding from
other sources. The bulk of the programmes involve setting up traineeships and
making use of college training programmes outlined earlier.

The format of a number of these initiatives has mirrored aspects of the Youth or
Adult? Initiative — but on a more local scale. The emphasis has been on locating,
nurturing and enabling local young people to take up traineeships over a three to
five year period. These trainees have often been working in a series of partnership
organisations that, between themselves and the Investing in Success agency, have
matched-funded salaries and training costs. Many of the trainees undertake the
Diploma Studies Programme and agencies wanting to arrange such training should
contact College staff.

Details of all the current agencies involved with the Investing in Success initiative
can be found on the Rank Charities Youth Work web pages
(www.rankyouthwork.org /agencies).




The schemes

Notes

10



Rank Charities’ youth work initiatives

Selection

Agencies often find it difficult to get the selection process right. In our experience
it is fundamental to the success of a project. Later problems can often be traced
to issues with selection. This might be around:

e Framing of the job. Agencies are sometimes unclear or over-ambitious
about what they expect workers to do.

e Afailure to plan selection so that people can be appointed in good time.
Many agencies do not start the recruitment process early enough and end
up rushing appointments and not necessarily getting the right person for
the job.

e Identifying the right qualities in applicants.

e Communicating to applicants what is actually involved, for example with
regard to training and development.

If a worker leaves it both sets the project back by a significant period — at least six
to nine months —and limits what is achievable in terms of training and
development.

Being clear on the sort of person we want to appoint is central to the process. Itis
crucial to bear in mind training and College (see below) requirements; agency
requirements; and the particular demands of the work to be undertaken. In
particular it is crucial to recognize that within programmes like the YAP Initiative,
the person appointed must:

e Be committed to a career in the area, and

e Have the capacity to study to the appropriate level (in the case of the full
YAP programme up to honours degree standard).

This scheme represents a fantastic opportunity for professional qualification and
sustained development — and this should not be underestimated.

In our experience one of the key things to look for in applicants is whether they
are called and suited to the work, and hungry for challenge. A further element is
whether they have the potential and commitment to study and train at the levels
and for the time required.

11



Selection

‘Growing your own’

Given the organic nature of the various initiatives we especially recommend that
agencies think vary carefully about how they might recruit local people —and how
they can encourage and give them ‘permission’ to apply. It is also important to
consider how agencies can support people already within, or connected to, the
agency so that they may apply. Here it has been our experience that it is
important to cast the net beyond the obvious people. In addition we ask agencies
to think long and hard about how they can create the right environment for
workers/trainees to grow as practitioners.

There are some clear advantages and disadvantages attached to local and internal
appointment, and promotion. One important consideration here is that the YAP
Initiative, for example, could last five years or more. It is, thus, important to
consider where the person might be in a few years time. Another consideration is
whether the people concerned have the capacity to change their role within the
agency.

If agencies have a possible local or internal candidate, or a number of candidates,
they should contact the relevant Youth Director or Assistant Youth Director to
discuss options, and issues around selection events.

Planning the process

Considerable time and effort can be saved by following basic procedures and
harmonising the selection processes of the agency and the College in the case of
YAP and Gap Schemes.

We recommend agencies:

e Work to a timetable that ensures that selection is undertaken in good
time for the training and award programmes the worker is expected to
undertake. For YAP this means focusing on the September start of the
College programme. There is a real danger of ‘missing the boat’ if this
does not happen. While YAP projects may join the initiative throughout
the year, agencies must aim for a selection event by June/July so that
their workers can begin their training. For Gap volunteers who want to
undertake Diploma Studies there are starting points spread throughout
the year.

e Book their selection events early. The relevant Youth Director or Assistant
Youth Director will need to be involved in the event so the date will have
to be agreed by them. YAP Agencies must also notify the College of the
selection event date so that a College interview can be arranged within
two weeks of the event. Gap Scheme agencies must advise the College
immediately someone has been selected if the person wants to do
Diploma Studies. This is so an application can be made and interview
arranged.

e Work to avoid falling into the trap of having too higher expectation of the
guantity and scope of the work that is achievable in the early stages of the

project. It is important that workers get into face-to-face work fairly
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quickly, but equally it is vital that the worker is seen as a student
/practitioner. Along with other implications, this means that during term
time, agencies need to plan for the worker taking three sessions a week
for study time.

Some YAP projects will be able to manage their budgets to appoint early (agencies
receive their first year’s funding well before the project funding period starts).
Aiming at earlier appointment can have advantages. Where workers are
appointed in advance it allows them to settle in post before they start their
training. Also if the selection process does not bring forward the right person it
gives time to try again. While earlier appointment has advantages, it is also
important to bear in mind the points already made about getting the selection
process right —and not taking shortcuts.

YAP agencies should contact Jeff Salter at the College as soon as they have
completed their selection event. Gap Scheme managers should contact John
Peaper (see inside front cover for contact details).

The job description/specification

It is important to work on a job description and/or specification at an early stage.
The main things that should be included are as follows:

e Ashort summary of the job’s aims (basic function);
e Who the worker is responsible to (accountability);

e Who the worker has working relationships with inside and outside the
agency (relationships);

e The main tasks or activities the worker can be expected to be involved in
(key tasks);

e The results expected or targets - this is something that will evolve.

Remember that when preparing this you need to include participation in the
training programme — and that this will involve workers studying on their own
initiative, writing assignments, undertaking supervision and, in the case of YAP
participating in study days, residentials and supervision. We urge agencies to
include some phrase concerning the ability to make sustained use of professional
and specialist training in their specification.

Selection criteria

Agencies will obviously have some specific criteria in mind when thinking about
selection. It is important, however, to consider the requirements of the courses
and award schemes workers might be expected to undertake. For YAP we strongly
advise agencies to include the College’s selection criteria when considering
advertisements and / or developing the person specification for their particular
posts. The person appointed will need to satisfy the College’s requirements
through their application form and the College interview (See the next section.)

13
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Candidates have to demonstrate the potential to study at Diploma Studies
standard (and if progressing, to Honours degree standard).

For the YAP initiative the College is concerned with:
e Applicants’ qualities as face-to-face workers.
e Their ability to think on their feet.
e Their concern with ethical and social questions.
e Their ability to communicate verbally and on paper.

The other main consideration is that workers will have to commit themselves to a
long period of work and study. This does mean they need to be ‘hungry’ for the
opportunity and committed.

Applications

Ideally, we suggest agencies use, or add to, the College application forms (these
are available on-line). However, if you are designing your own forms, we would
urge you to add in headings from the College form if they are not already
included. This saves the applicant completing two forms.

For YAP initiative appointments, when sending out details of the job, it is a great
help if agencies include the College leaflet: Training within the Youth or Adult?
Initiative. (it is reproduced as Appendix 9). Do note that along with the application
form, applicants to the College are required to submit a supporting statement
under particular headings and an assessment of learning needs (we enclose
guidance on this to be included in application packs), an equal opportunities
monitoring form, a health details form, an enhanced CRB disclosure form (Scottish
agencies need to go through the Scottish vetting system, Northern Irish agencies
through their local scheme) and two references under particular headings (see
application pack). They are also sent a written piece that they are asked to explore
with regard to their practice when they come for interview.

Short listing

In many cases the Agency will identify a single person to put forward for the
Scheme — and this person will require an interview. However, where an open
recruitment process is necessary, the Rank Youth Directors require a shortlist for
interview of no more than four candidates for the YAP Initiative. If there are any
difficulties with regard to this please contact the relevant Director.

Selection events

It is important that agencies provide an opportunity for applicants to learn about
the agency, its work, and the particular demands of the project. They should be
given a chance to see the agency before the formal procedures take place — and, if

14
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at all possible, to view work in progress. This might mean creating a facility for
visits prior to the selection event.

Agencies should not rely on interviewing only. It is important to consider what
experience you hope to give ‘on the day’. In our experience these are some
important questions to consider:

e How will potential shine through?
e What information do agencies need to make a decision?

e Willinterviewers have the space to respond to the candidate and find out
more?

e How can an event be organized to find out whether candidates are likely
to fit in with the culture of the organization, the team etc.

Agencies should look to use aids to selection such as presentations, discussions
with stakeholders (especially young people) and so on.

Those involved with selection should also bear in mind the scale of the
opportunity they are offering. In the case of YAP, for example, the offer could
include five or more years’ employment and the chance to gain a degree and full
professional qualification. This is an opportunity which exceeds the vast bulk of
what is currently on offer in the field.

For YAP applicants there have to be two separate selection events — one for the
agency and one for the College. Agencies should contact the College as soon as
possible with their selection dates — the College selection will be organized within
two weeks of them receiving the information about the successful candidate - if
two weeks or more notice of the selection event is given. Once an agency has
selected their candidate they must phone the Rank Tutor, Jeff Salter, at the
College at the earliest possible moment, and send a copy of that candidate’s full,
completed application to the College. They will then send the candidate formal
notification of interview and a piece of reading for the interview day.

The College selection process is as follows:

e Selection usually starts at 11.00 a.m. (depending on numbers attending
on interview day, candidates can expect to stay until 4.30 p.m. at the
latest.

e Candidates will receive a tour of the College, and an introductory talk
outlining the College philosophy, theirs and the College’s responsibilities,
and an outline of the programme.

e Candidates have an individual interview lasting half an hour. They will be
asked about their application (including their supporting statement and
‘assessment of learning needs’), their practice, and various questions
relating to the selection criteria.

15
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The College will ring the agency and the candidate after the interview to let them
know the outcome. They will write to candidates confirming any offer, outlining
any conditions, and including any paperwork to complete.

The agency must be prepared to release students for study, study days,
residentials, supervision and to provide adequate line management support in
terms of line management meetings, and assessments when due.

Questions and issues

If there are any questions or particular issues with regard to the selection process,

then please do not hesitate to contact the appropriate Director, Assistant Director
or the Rank Tutor.

16
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Notes
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Induction

The Rank Charities expect agencies to take particular care with the induction of
new workers, trainees and ‘Gappers’. They expect workers, trainees and ‘Gappers’
to:

e Go through an induction process that helps them to understand the
agency and its work, and what their contribution can be to these.

e Be given a clear description of what work they are expected to do before
they start - and have chances to talk about what their needs are.

e Be made aware of the different training and development opportunities
open to them (including the usual opportunities available in the agency).

e Take part in regular meetings with their manager to plan and review their
work, and to explore their development.

Induction is, as readers will know, essentially, an introduction to a new job. One
way of viewing it is as a process of negotiation between the new worker /trainee
and the agency they have joined.

There is a clear expectation from the Rank Charities that workers, trainees and
‘Gappers’ will work within the policies of the agency they have joined and
contribute towards its development. There is also an expectation that agencies
will attend to the personal and professional development of their
workers/trainees/volunteers.

Agencies will approach this task in different ways. However, from what previous
volunteers, workers and managers have told us, certain things should be present.

An introduction to the work of the agency. This will probably take the form of
talking to key staff in the agency - and reading through any reports or publications
that explains the work. A number of agencies prepare a small pack of useful
material. Some of the important things to think about here are the:

1. Aims of the work - what is the agency seeking to achieve;
2. Needs of the people using the agency;

3. Structures and staff of the agency - who does what, where, when, why
and how.

18
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4.  Policies that govern the work - for example around health and safety and
equal opportunities.

5. Methods that are used; and the
6. Resources and other agencies that are worked with.

This is something that needs to be done in the first couple of weeks of someone
joining the agency.

An introduction to the area. Those new to the area will need some help with
getting to know the neighbourhood, its infrastructure, and local services and
amenities.

An introduction to the individuals and groups the agency works with. Workers,
trainees and ‘Gappers’ will make their own contacts and meet people - but it is
also important for establishing their role within the agency that they are
introduced to the people they will be working with.

An introduction to the training and development opportunities available. Early
on it is necessary to identify training and development needs and plan how these
may be met in the time available. For YAP workers much of this is already in place
— but there is still a need to identify what specialist training might be required. On
other programmes where people can opt for different training programmes — as
for example, in the Gap scheme — people are recommended to register promptly
with the College and go to one of the introductory days run by the College.

An introduction to the role and work of the worker/trainee. Here tasks and
limits are identified (see below).

An introduction to administrative arrangements, and allowance and expense
payments. This is an area that can cause tensions. Workers, trainees and
‘Gappers’ need to know about procedures, time limits etc and who they can go for
advice.

An introduction to the budget for their project/work. There is an expectation on
the part of the Rank Charities that the budgets of projects are transparent — and
that workers should be in full possession of the facts with regard to the finances
of their work. As part of the induction process workers should be given a copy of
the application for funding.

We have found that the experience of the first year of long-term projects and,
specifically, the way induction is handled, is of fundamental significance. It
impacts directly on the worker, their commitment, orientation and capacity to
make use of the opportunities on offer to them. Done well it also lays the right
sort of foundation for the work. Projects can easily run into major difficulties if a
proper framework and the right sort of support is not in place. The result is
frequently poorly focused and executed work, and workers resigning.
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Notes
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Rank Charities’ youth work initiatives

Line management

Managers should meet with regularly with trainees and workers within the
Schemes. They must meet new entrants as soon as they start with the agency in
order to set up the induction process and to establish tasks and limits. After that
managers should formally meet with trainees, workers and ‘Gappers’ on a regular
basis (initially it might be a good idea to meet weekly and later fortnightly or
monthly). It is especially helpful if notes are kept and agreed of the contents of
the meeting so that both worker and manager know where they stand.

In terms of line-management, managers need to:

e Ensure the agreements made by the organisation are met. This includes
ensuring that the trainee/worker/volunteer is released for training and for
Rank network events, and that reports are submitted on time;

e Monitor whether the trainee/worker/volunteer is working with
appropriate client groups and in relevant settings;

e Create and maintain an appropriate managerial framework for
professional development — including monitoring progress on courses etc.

Itis also important to remember that the training that most are undertaking
impose an additional and substantial workload on people who are likely to be
already working above their contractual requirements. It is important for all
concerned to recognise that participants will not benefit from their education and
training programmes, or be able to take part in it adequately, unless their jobs are
organised to facilitate study and development.

Monitoring development and progress

The College and the Charities strongly recommend that managers regularly review
with their trainees/workers/volunteers development and participation in any
programmes of training. This is, in part, so that managers can write any
assessments and report to the Rank Charities and their own managers. It is also to
ensure workers, trainees and ‘Gappers’ have the necessary managerial support
for their development. Managers play a key role in creating the right environment
and helping to maintain the right sort of framework. Many of the courses that
workers, trainees and volunteers take can be demanding both emotionally and
intellectually. Whilst they may also have non-managerial supervision or a mentor,
there is also a need, as many will appreciate, to help manage change. In addition,
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Line management

time management can be a problem —and managers can be pivotal in ensuring
that workers and trainees give and have the right amount for reflection and study,
engage in an appropriate amount of face-to-face work; and meet course deadlines
and requirements.
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Rank Charities’ youth work — The Agency Handbook

Some do’s and don’ts

Zareena Abidi makes some suggestions for managers based on her experience as
both a worker and a manager on Rank Charities’ youth work projects. These
suggestions are aimed at YAP managers — but apply with equal force to other

schemes.

The work
Do expect the worker to:
Commit to something real
Be involved with real project work

Develop projects of their own based
around the needs they identify

Be involved in the management of the
scheme — budgets, contracts, reports

Have real responsibility

Study
Do make sure your worker:
Has appropriate time to study
Uses the appropriate study time

Is involved in the appropriate face to
face work for each study level.

Works the required face to face hours.

Participates in regular line
management sessions.

Attends regional study days and
residentials

Is supported. The training is
emotionally, socially, intellectually
and physically demanding

Don’t expect to workers to:
Be junior tea-makers!
Make up work as they go along

Have the work organised for them

To keep secrets, hide financial info,
pass the buck

Be able to achieve everything
overnight, they have 3/5 years!

Don’t encourage your worker to:
Work instead of study

Find their own face to face work —it’s
your role to support them

Get through course by winging it.
Feel guilty for taking time out to

attend these college meetings and
events

Feel they are an island — others are
going through similar experiences

Be overconfident about coping with
the workload and pressure of study

Underestimate the changes, the
workload, the pressure of deadlines
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Line management

Is aware of how they might change
with training and the effects this can
have

Reporting in
Do expect the worker to:
Write regular progress reports
Complete annual reports

Host Rank visits to the organisation

Have ongoing contact with Rank staff

Don’t expect them to:
Help you to get something for nothing
Complete a mountain of paperwork

Get away with not developing good
quality youth work

Go through the programme on their

own —they and the agency are an
investment

Participate in Rank Conferences and
Residentials

Managers are especially advised to explore the balance between work, study and
home and social life with their workers and trainees. Itis particularly important
that workers and trainees within the various Schemes do not over-extend
themselves. For example, they should not be working in sessions after they have
attended College study days or Rank Conferences. If significant travel is involved
for such events, managers should be encouraging workers/trainees not to over-
stretch themselves.

A further area for consideration is whether student-workers are taking time for
study, and are they using their time productively? Managers should ensure that
YAP workers spend 20 per cent of their work time on study over the year.
However, there are peaks and troughs. During term times the degree programme
involves around 15 hours work a week. Other questions managers could be
exploring include whether the workers have a suitable ‘spaces’ for study i.e. is the
home / work / other environment more suitable? Are they encouraged to talk to
their tutors about academic concerns and not ‘bury their head in the sand’ should
problems arise? Sometimes student-workers will need managerial guidance in
order to manage themselves more effectively.

Managers also need to keep an eye on the whether the agency is providing an
appropriate environment for professional development and functioning. Can the
worker/student’s learning needs be met within the agency? Is the manager aware
of what the assignment tasks are, and can the correct environment and
experiences be provided or developed to allow student-workers to access suitable
practice to complete these?

Over the years we have noted a number of issues that recur. These include:
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Alteration of working patterns — trying to balance work and study. If the student-
worker has been working at the agency previously, then managers’, peers’ and
young people’s expectations of them will need to shift to take into account their
changed responsibilities. Additionally, student-workers can sometimes be reticent
to lessen their workload to make room for study.

Stress connected to programme tasks e.g. writing assignments, study days etc. If
the student-worker’s last educational experience was not a positive one, this can
impact negatively on their confidence in any learning situation. Additionally,
writing assignments is stressful for all students to varying degrees — line managers
will need to be aware of this impact. Are students allowed to study effectively?
Can line mangers help — for example, paying for overnight stays for students with
long journeys to study days, or ensuring that any resentment of student-worker’s
status within the organisation is dealt with etc.

Overwork — setting unrealistic priorities and workloads and trying to make far-
reaching changes in a short time span. The over-enthusiasm of new trainees is a
more common problem than the opposite state of affairs, and the ability to
enable student-workers to look at a long-term strategies rather than short-term
fixes at work (and therefore develop their management capabilities) is a key
element of the line management relationship. A further issue is the failure to give
proper allowance for attendance at Rank network and College events and days.
Workers should not expect to work on the evenings of College study days; and
where significant travel is involved for events careful consideration should be
given to adding in an overnight stay.

The provision of line management sessions. Are they regular and formalised?
Chance meetings, phone calls and ‘corridor chats’ may not be providing the
student-worker with enough time to prepare and reflect on their work. For details
around line management sessions including job descriptions, target setting, and
agendas, see appropriate pages of the College’s Managers and Supervisors
Support Packs (available on-line from the agency support page:
www.rankyouthwork.org/agency support).

If the worker is undertaking Diploma Studies or the Degree programme at the
College managers initially need to write a short assessment at interim stage and at
end of the level. On the degree programme this drops to one assessment per level
for levels two and three. At the end of each level managers assess the extent of
the student-worker’s learning within professional practice under certain headings
(which match the college assessment criteria). Further details around this can be
found in the Managers and Supervisor’s Support Packs.

Many line managers miss out on the opportunity that the Rank network and
College provide to share their practice and explore 