Hear by Right: standards for the active involvement of children and young people 

Template 1: mapping and planning organisational change

Hear by Right offers tried and tested standards for organisations across the statutory and voluntary sectors to map and improve practice and policy on the active involvement of children and young people and to encourage continual improvement in an organisation’s activities. Template 1 is for mapping and planning organisational change. Template 2, also available on the Hear by Right CD-Rom, is for mapping the impact of organisational change, to record evidence of concrete change that has resulted on specific issues raised by children and young people. It is an essential companion to these standards for organisational change. 

There are seven standards for organisational change: Shared values, Strategy, Structure, Systems, Staff, elected members and trustees, Skills and knowledge, Style of leadership. Each relies on the other to move forward. They all link back to the shared values and require self-assessment at three levels of performance, emerging, established and advanced. Each level builds on the previous one. The template below sets out the seven standards and indicators for each level, corresponding to Hear by Right, where there is also accompanying commentary, questions and ideas for evidence. The suggested key indicator for each level of each standard is picked out in bold. When printed out, the mapping section is on the left hand page. The planning section is on the right and reads across from the corresponding left hand page.

Please complete this self-assessment mapping and planning template for each of the seven standards below at emerging, established and advanced levels. 

You may wish to send a copy of your completed template to activeinvolvement@nya.org.uk, so that examples of good practice can be shared on the Hear by Right web pages at www.nya.org.uk.

Further information and support is available by contacting The National Youth Agency on 0116 285 3739, activeinvolvement@nya.org.uk
Hear by Right (2003), published by The National Youth Agency and The LGA, is available priced £8.99. Tel: 0116 285 3709; email: sales@nya.org.uk
Hear by Right: standards for the active involvement of children and young people 

	SHARED VALUES: Mapping
	1. In place and effective                                     3. Currently being established

2. In place, but need improving                          4. Not in place


	Emerging
	1
	2
	3
	4
	What’s the evidence of meeting the indicator?
	What do the children and young people say about how this indicator is being met?

	1.1 The active involvement of children and young people is a central commitment
	
	
	
	X
	None – currently relies on personalities
	X



	1.2 The organisation adopts shared values for children and young people’s participation
	
	
	
	X
	None
	X

	1.3 Children and young people take part in defining clear objectives and boundaries for their involvement
	
	
	
	X
	None
	X

	1.4 Induction of key staff, elected members or trustees includes discussion of why and how to involve children and young people
	
	
	
	X
	None 
	X

	1.5 Professional development of key staff includes discussion of why and how to involve children and young people
	
	
	
	X
	· Some staff have attended Bitesize (v. limited)
· Individuals attended external training
· Some individual discussions re ypai with Policy Officer YPAI
	X


	SHARED VALUES:

Planning


	
	We have identified the following areas for improvement
	Priority 1-10

(1 is high)
	Who?
	Resources needed
	Potential barriers
	Potential solutions
	How are we planning to involve children and young people?

	1.1


	Needs to be adopted by Chief Officers and Cabinet
	1
	Gill (lead)
	Immediately none but there are ongoing financial implications
	Resistance

Other priorities

Lack of skills/awareness
	Raise awareness

Include in Corporate Training Programme


	Link to Citizenship agenda in schools or other similar programmes in other youth settings

Possible one-off events with young people 

	1.2


	As above
	1
	Gill (lead)
	As above
	Adopting but not acting on the values

Other priorities 
	
	

	1.3


	Accessing young people in a planned and effective way 
	2
	Gill

Youth service, CCVYS, Connexions, HSP
	Youth workers or others to deliver work with young people
	Capacity in other organisations 
	Develop SLAs with Key Youth Work providers

Increase capacity by supporting training
	

	1.4


	Need Key policies in place eg CRB and Child Protection

Need to review H&S policies re reference to young people

Need input to corporate training programme
	2
	Personnel
	Financial 

Staff time
	Commitment from managers

Logistics of involving young people in training on a regular basis 
	Different levels of training developed and delivered through Corporate training programme
	Potential for young people to be involved in design and delivery of training

	1.5


	Need to identify posts that need training etc and what is needed in terms of content
	2
	Personnel
	Ongoing funding implications 
	Other priorities 

Resistance from staff
	
	


	STRATEGY:

Mapping
	1. In place and effective                                     3. Currently being established

2. In place, but need improving                          4. Not in place


	Emerging
	1
	2
	3
	4
	What’s the evidence of meeting the indicator?
	What do the children and young people say about how this indicator is being met?

	2.1 Resources and expertise are mapped for the participation of children and young people
	
	
	
	X
	No corporate mapping available
	X

	2.2 There is a senior individual or committee championing children and young people’s rights and needs and their active involvement
	
	X
	X
	
	Executive Member with responsibility 

Dedicated Officer in place


	X

	2.3 Children and young people contribute to the strategic plan for active involvement
	
	
	
	X
	No knowledge of young people being involved in the LSP thematic group that developed the Community Plan 

Community Plan ‘v’ specific ypai plan confusion?
	X

	2.4 The strategic plan is agreed and in place, backed by necessary resources
	
	X
	
	X
	The Strategic Plan is generic
	X


	STRATEGY:

Planning


	
	We have identified the following areas for improvement
	Priority 1-10

(1 is high)
	Who?
	Resources needed
	Potential barriers
	Potential solutions
	How are we planning to involve children and young people?

	2.1


	Need a corporate mapping exercise
	1
	Policy 
	Dedicated Officer
	Not seen as a priority against other demands

Staff time
	Clear and concise corporate leadership
	Not fully required at this stage

	2.2


	Better communication on role

Executive member role fails to address all youth issues
	3
	Political leadership

Chief Officers
	More about commitment than financial resources
	Lack of support at both political and senior management level
	Sharing the very positive benefits and successes

Clear agreed Job description for yp champions
	X

	2.3


	Build on examples of good practice being undertaken within the authority
	4
	All Services
	Communication strategy to spread the good word
	Time

Attitude

Priorities/targets

Potential outcomes
	
	

	2.4


	Not known
	2
	
	
	
	Develop a strategic plan for ypai or integrate ypai into other plans
	


	STRUCTURES:

Mapping
	1. In place and effective                                     3. Currently being established

2. In place, but need improving                          4. Not in place


	Emerging
	1
	2
	3
	4
	What’s the evidence of meeting the indicator?
	What do the children and young people say about how this indicator is being met?

	3.1 There is a senior individual or committee champion that oversees the implementation of the active involvement strategy
	
	X
	
	
	Cabinet member with responsibility for yp

Officer – Corporate project
	X

	3.2 Children and young people are consulted on best structures for their active involvement
	
	X
	
	
	Research with young people asked how they want to be receive information and are consulted 
	Positive feedback at the project but not sure how they feel about it as not seeing visible outcomes

	3.3 There are structures to review regularly the nature and extent of children and young people’s involvement
	
	
	X
	
	Newsletter

Overview and Scrutiny study area

Bitesize

General dissemination of information 
	X


	STRUCTURES:

Planning


	
	We have identified the following areas for improvement
	Priority 1-10

(1 is high)
	Who?
	Resources needed
	Potential barriers
	Potential solutions
	How are we planning to involve children and young people?

	3.1


	Member and Officer letting people know her role exists and knowledge of services 

Getting all managers involved and knowing why they need to do it


	2
	
	
	
	Case studies

Make it relevant

Presentation to Members on Hear by Right

Use presentation as process of training members as well as Cabinet Member
	

	3.2


	Build links/relationships with schools and other key youth settings by using existing structures 

Reaching those not at school
	1
	
	
	
	Develop a work programme that looks at sustainable relationships with 

a) schools

b) other settings

referral scheme for excluded groups via youth workers; making links with key agencies and groups
	

	3.3


	Establish more formal structure of monitoring and reviewing work with young people 

Need to evaluate what we do

Demonstrate what has happened as a result 


	3/4
	
	
	Time 

Lack of skills 

Not included at planning stages 
	Develop simple evaluation tools – encourage all projects to review what has happened as a result 
	


	SYSTEMS:

Mapping
	1. In place and effective                                     3. Currently being established

2. In place, but need improving                          4. Not in place


	Emerging
	1
	2
	3
	4
	What’s the evidence of meeting the indicator?
	What do the children and young people say about how this indicator is being met?

	4.1 Systems are in place for the safe and sound conduct of children and young people’s active involvement, covering consent, protection and safety, access, complaints, rewards
	
	
	X
	
	Individual services may have a Child Protection policy but there is not a corporate one .  There are disparate or isolated policies

Lack of central/corporate approach

No guidance of safe working with young people – this will need tailoring for different circumstances
	N/A

	4.2 Relevant budgeting and financial systems are in place
	
	
	
	X
	No specific financial budget
	X

	4.3 Communication systems are in place for recording, reporting on and celebrating active involvement
	
	
	
	X
	Celebrated externally – not always internally
	N/A

	4.4 Relevant job descriptions require commitment to active involvement
	
	
	
	X
	Currently falls under ‘ any other duties’

GH Job Description 
	

	4.5 Appraisal of relevant staff includes reviewing contribution to active involvement work
	
	
	
	X
	None
	X


	SYSTEMS:

Planning


	
	We have identified the following areas for improvement
	Priority 1-10

(1 is high)
	Who?
	Resources needed
	Potential barriers
	Potential solutions
	How are we planning to involve children and young people?

	4.1


	Corporate policy/guidance training

Overall awareness
	At least

1-3
	Central Services

and those who already have a Child Protection Policy 
	Staff time

Financial 
	Lack of will

Lack of knowledge
	Report to Management Team
	N/A  in this process children will benefit from increased protection

	4.2


	New plan will have to be costed out 
	6
	Gill
	Action Point
	Unlikely to find from existing budgets in long term 
	
	

	4.3


	Guidance to staff on young people and publicity 

Stress what has happened as a result of young peoples’ involvement 
	
	Press Officer

YPAI Officer

Relevant Manager or Member 
	Not big financial resource required

Staff time 

Training 
	Lack of knowledge and awareness
	Process of informing staff – intranet/info boards/central boast boards
	As above

	4.4


	Identify which areas/jobs would involve working with young people

Identify where staff will work with young people and where staff will use their expertise but work through another person
	5
	Personnel
	Administrative
	Lack of staff time

Agreeing a definition of jobs that might involve working with young people 
	Identify which staff this impacts on and consider inclusion on Job Description 
	As above

	4.5


	Inclusion on appraisal form?
	
	Personnel
	
	
	
	


	STAFF, ELECTED MEMBERS & TRUSTEES:

Mapping
	1. In place and effective                                     3. Currently being established

2. In place, but need improving                          4. Not in place


	Emerging
	1
	2
	3
	4
	What’s the evidence of meeting the indicator?
	What do the children and young people say about how this indicator is being met?

	5.1 Key individuals (executive, elected member, trustee) champion involvement of children and young people
	
	
	X
	
	A project is in place with 20 hour/week Policy Officer to take this work forward
	They do not think they are listened to or their views sought

(HDC Research)

	5.2 There are specific staff resources to support and develop children and young people’s participation in the organisation
	
	X
	
	
	As above
	

	5.3 There is a staff and management training strategy on active involvement
	
	
	X
	
	Current workshops (HBR) for staff in all departments but what is the ‘real commitment’?
	Do not think they are aware

	5.4 There is an elected member or trustee training strategy on active involvement
	
	
	
	X
	None
	


	STAFF, ELECTED MEMBERS & TRUSTEES:

Planning


	
	We have identified the following areas for improvement
	Priority 1-10

(1 is high)
	Who?
	Resources needed
	Potential barriers
	Potential solutions
	How are we planning to involve children and young people?

	5.1


	More active support from Senior Officers and Members 
	1
	Chief Exec

Leader

Directors
	High level training by external experts
	Attitude

Priorities
	Identify high level champion with influence to lead

Sell project to Chief Officers
	

	5.2


	Develop specific work programmes based on priorities
	
	Gill (lead)
	Finances
	Capacity

Lack of funding 
	
	

	5.3


	Develop training programme

Revisit Bitesize
	2
	Personnel

Gill
	Staff time
	
	
	

	5.4


	Include ypai in member training and induction
	3
	Democratic Services 
	Possibly within existing budgets 
	
	
	


	SKILLS AND KNOWLEDGE:

Mapping
	1. In place and effective                                     3. Currently being established

2. In place, but need improving                          4. Not in place


	Emerging
	1
	2
	3
	4
	What’s the evidence of meeting the indicator?
	What do the children and young people say about how this indicator is being met?

	6.1 There is training for children and young people to develop confidence and competence, including in negotiation, presentation and finance
	
	
	
	X
	None
	X

	6.2 There is training for staff to be confident and competent in involving children and young people
	
	
	
	X
	This hasn’t been audited we don’t know what staff skills are
	X

	6.3 Children and young people have access to information to allow choice and opportunity to take part in decision-making
	
	
	X
	
	Within some individual projects
	X


	SKILLS AND KNOWLEDGE:

Planning


	
	We have identified the following areas for improvement
	Priority 1-10

(1 is high)
	Who?
	Resources needed
	Potential barriers
	Potential solutions
	How are we planning to involve children and young people?

	6.1


	Need to develop training for leading involvement projects

Need to develop training for those working with young people who are training for jobs

Need training on methods and appropriateness of approaches 
	
	Staff delivering directly to young people 

Or 

Could be specialist input from HDC staff working with a youth worker or similar or HDC staff training youth workers who then deliver
	Staff time

Finacial if we have to buy in 
	Capacity 

Reluctance to work with young people 
	
	

	6.2


	Identify ‘key’ people who could be trained to do ypai work
	
	Gill

Personnel
	Staff time

Possible financial implications
	
	
	

	6.3


	Establishing contact with young people 
	
	
	
	Capacity 
	Working with partner organisations to develop joint working 
	


	STYLE OF LEADERSHIP:

Mapping
	1. In place and effective                                     3. Currently being established

2. In place, but need improving                          4. Not in place


	Emerging
	1
	2
	3
	4
	What’s the evidence of meeting the indicator?
	What do the children and young people say about how this indicator is being met?

	7.1 Key managers, elected members or trustees give open support to children and young people’s active involvement in influencing the organisation and its services
	
	
	
	X
	Patchy
	

	7.2 Managers support innovation on active involvement, accept the risk of mistakes and are committed to learning and reflection
	
	
	
	X
	There is some support for this in some areas but not consistent 
	

	7.3 Leaders in the organisation publicly acknowledge and celebrate the active involvement of children and young people and willingly share problems and solutions
	
	
	
	X
	Only happens at practitioner level
	


	STYLE OF LEADERSHIP:

Planning


	
	We have identified the following areas for improvement
	Priority 1-10

(1 is high)
	Who?
	Resources needed
	Potential barriers
	Potential solutions
	How are we planning to involve children and young people?

	7.1


	YPAI needs to be adopted corporately 

Senior managers and Members need to complete key parts of this grid
	
	
	
	
	
	

	7.2


	
	
	
	
	
	
	

	7.3
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