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Embedding service user involvement
throughout Rainer

This briefing sets out Rainer’s commitment to embedding service user
involvement in our services and the organisation through the introduction of
the Hear by Right standards framework. Over the coming three years, Hear
by Right will provide a structure via which we map and plan our progress
toward meaningfully involving service users in all aspects of Rainer. By
doing so, Rainer will be the first national voluntary organisation to implement
Hear by Right throughout.

“We are the experts through experience.”

“Today has been good. There’s been a chance to have some say and
opinions that we hope will be taken into thought”

Young people at the Rainer Southern region service user involvement
event, March 2006

Introduction

Service user involvement activity has a long history in Rainer services. Over the past two
years, we have begun the exciting and challenging process of embedding service user
involvement into systems and structures at Rainer, both centrally and in our services. We
are committed to delivering quality services that meet the needs of our users, and we know
that their meaningful participation in service design, delivery and evaluation is key to this.

The presence of service user involvement as an organisational value in our Strategic Plan
2004-09 has set the scene:

Service User Focussed - We care about and understand young
people. How we manage and deliver services will be determined
largely by what they tell us is needed.

As a result, service user involvement is now a key feature of our annual planning,
monitoring and evaluation calendar, through the following:

* Service user involvement action plan (CEO target for all services)
* Continuous Performance Improvement service users results expectations
» Staff and management competencies in our Performance Related Pay system.
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“Hear by Right gives us the framework we need to take forward our work
across Rainer on the active involvement of young people. It gives us the
HOW and a consistency of process, not just the ‘what’ and the ‘why’.
Crucially it gives us the means of evidence which can work at a number of
different levels across Rainer and ties in well with our Continuous
Performance Improvement agenda.”

Elaine Floodgate, Rainer Head of Performance Unit

The benefits of service user involvement to Rainer

Rainer staff regularly comment on the benefits of participation work in their services. This
feedback includes observations of:

* Service users developing their individual voice

* Changes, both large and small, to service delivery that improve the ‘deal’ to service
users

* More engaging programmes developed and offered (hence service users more
engaged)

* Development of skills and confidence of both staff and service users

* Improved retention of service users in programmes being delivered

* Increased confidence and self-belief of service users as the result of influencing
aspects of the service

* Service users’ engagement in wider community issues/initiatives after participation
in service-based activity

* Development of transferable life skills for service users

* Selection of the most appropriate staff for the service via service user input on
selection panels

* Positive evaluations and comments from reviewing and funding bodies.

“] started to feel proud, like | could make a difference and I liked the fact
that I'd been listened to.”

Karrol, age 18, from Rainer City Training in Portsmouth after being
involved in evaluating her service

As an organisation Rainer is committed to the provision of excellent services. By
embedding service user involvement, we will become more accountable to service users
centrally; thereby improving our structures, policies and decision making processes. We
want to provide better organisational responses to the issues and concerns of our service
users.

We also recognise that in this competitive voluntary sector market, service user
involvement is increasingly a service requirement sought by most major commissioning,
funding and assessing bodies.
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Paving the way - adopting Hear by Right

The Service User Involvement Steering Group, the Performance Unit and the Executive
Management Group have decided that the best long-term path to embedding service user
involvement throughout Rainer is via the adoption of the Hear by Right standards
framework.

Hear by Right will help us to build in service users’ voices in a systematic, sustainable and
effective way across Rainer at local, regional and national levels. The Hear by Right
framework offers us a practical mapping and planning tool for the active involvement of
service users in Rainer’s work both directly with service users and through central
departments.

As it is a comprehensive and flexible tool, we will tailor the framework to the needs of our
organisation, to ensure our service users benefit as fully as possible.

“Hear by Right will continue to move us in the right direction, giving us a
common service user involvement language within Rainer and across
many of our partnerships. It fits well within our ethos, strategic priorities
and approach to integrating service user involvement within our existing
quality assurance systems.”

“Our service users have a wealth of knowledge from their own
experiences. We want to use that knowledge to help us develop a national
model using Hear by Right to make sure we are delivering exactly what
they need.”

Beck Dabscheck, Rainer Service User Involvement Policy Officer

From words to action: Hear by Right in practice

Hear by Right offers a tried and tested standards framework, developed jointly by The
National Youth Agency and the Local Government Association. It is widely used across a
range of organisations in the voluntary and statutory sector, including within children and
young people’s trusts or strategic partnership arrangements.

Hear by Right is based on the established
seven ‘S’ model of organisational change,
demonstrating how progress is made across all
standards to establish the safe, effective and
sustainable participation of service users.
These seven standards are shared values,
structures, strategies, systems, staff, skills and
style of leadership.

strategies

style of
leadership

@

skills and -
knowledge

structures

There are seven performance indicators for
each standard, covering progress at three
levels — emerging, established and advanced.
The advanced level is particularly relevant to
partnership working.
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“Rainer is making a bold and exciting move in adopting Hear by Right. It is
the first national voluntary organisation to use this standards framework
across its functions, departments and all projects to advance the
systematic and sustainable involvement of its service users in developing
and improving its services. Rainer’s central commitment to the process,
clear planning and dedicated resources will ensure maximum benefit to
service users, the organisation itself and to its partners in both the
statutory and voluntary sectors.”

Bill Badham, The National Youth Agency

Hear by Right - a three stage process for Rainer

The process of embedding Hear by Right throughout Rainer will occur over a three year
period. Crucially, it will work best when blended into existing structures and systems
already in place. The timetable is as follows:

1. Introductory phase: September 2006 — February 2007

Before Rainer services begin their own work on Hear by Right, an ‘overview map and plan’
will be developed by the Service User Involvement Steering Group. This will detail which
aspects of the Hear by Right standards will be actioned via the work of the SUI steering
group and Rainer departments such as Communications, Finance and Human Resources,
and those expectations that services will be expected to give priority to themselves.

During this phase, Rainer services will be provided with tools to explore Hear by Right for
themselves. An information pack will include tailored mapping and planning templates, a
CD Rom and a hard copy of Hear by Right. Materials for working with service users will
also be supplied.

As an incentive to those wishing to volunteer to make a ‘head start’ on developing their
plan before it becomes an organisational requirement, ‘pathfinder’ services will be offered
the expert support of Bill Badham (co-author of Hear by Right). Becoming a ‘pathfinder’
will involve Bill and Beck Dabscheck supporting the initial mapping and planning exercise
to identify key priorities for the active involvement of service users within the Rainer
service.

2. Second phase: March 2007 — February 2008

During this phase, all Rainer services and central departments will build in a Hear by Right
mapping and planning process as part of their annual planning cycle. Learning from the
experience of pathfinder services will help ensure this process is well-supported and
guided centrally. This process will be supported centrally by the SUI Steering Group.

3. Third phase: March 2008 onwards
In this third phase, the development of a map and plan will form part of the annual planning

cycle and performance management systems affecting services and central departments
across Rainer. This process will be supported centrally by the SUI Steering Group.

“Service user involvement is what we already do. Hear by Right is going
to help us do it even better.”

Liz Holdich, Service Manager, Rainer Lincolnshire
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Hear by Right Implementation flowchart

Rainer’s commitment to embedding SUI

Strategic plan

Annual service ‘action plan’
Competencies & targets

CPI — service user results expectations

Hear by Right

Standards for active involvement of service users
Recognised nationally

Tried and tested

Flexible tool

Hear by Right package for Rainer
Tailor made for Rainer
Mapping and planning tools
CD Rom to guide services

Various options to suit services at different stages of

SUl development
Innovation - Rainer is the first national voluntary
organisation to adopt Hear by Right throughout

Identify staff member to Champion
Hear by Right in your service

May be SUI lead, service manager or other staff
member

Team meeting discussion

Decide approach most suitable (of the 3 below)
Decide how to share tasks across service

Approach A
Staff group take the lead

Approach B
Mixed group of staff and service

users take the lead

Approach C

Service users supported to take the
lead

Develop a plan

Assess your service against Hear by Right
standards (using mapping tool)

Prioritise standards and tasks for action
Agree action plan

Review plan
Input from staff, service users and other
stakeholders

Amend plan

Share good practice
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Three approaches to developing a Hear by Right map and plan
Approach A - Staff group take the lead

In this example, staff begin the mapping and planning process. This may be because
service users are not, at this point, able to take a more active role. Practical considerations
about time and resources in the service may also suggest that having staff take the lead
now is better than waiting until service users are able to take a more active role. If you
choose this approach —

1. Agree a staff member who will be responsible to lead this task
2. Develop time scales for the development of the Hear by Right map and plan
3. Decide who else should be involved and how much time to give to the task

4. Agree on two sessions (suggested length 2 %2 hours each) in order to develop your
service map and plan

5. At the first session, map the active involvement of service users as you currently
feel it exists in your service. You may want to address indicators at the emerging
level only to begin with. Remember that this is a large scale map - you do not need
to try and fill in every last detail. On a map, the gaps and blanks tell you as much
as the completed sections

6. Circulate the draft map in order to gain view from others. Ask for views about
planning priorities for action

7. In the second session, use the map as a basis to develop your plan. The first box
helps you agree priorities. Make the task more manageable by giving a high
priority to one indicator in each standard. Begin to action plan who is going to do
what and by when, what the barriers may be and how best to overcome them

8. You have now completed your draft strategy for the active involvement of service
users. You may want to consult further with service users, other staff and
managers in order to draw out some key issues

9. Build in a method for reviewing your progress. ldeally, the review process would tie
in with existing internal process in your service. Information drawn from the review
can be used to form the basis of your next map.

NB - This Approach will be the most suitable method for central Rainer departments given
their more ‘removed’ relationship to service users.

Approach B - Staff and service users work together

This approach follows the same process as Approach A, but in this case a group of staff
and service users together lead the mapping and planning process. Aim to involve a
diverse group of service users in the process, perhaps mixing those with some experience
of service user involvement activity with those new to the concept. To be effective, the
group should total no more than ten people.

Some preparatory work will be required with both staff and service users to ensure that
* service users are enabled to participate effectively
* allinvolved are certain about the aim of the exercise
* the process is clear.
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You may need to allow for longer sessions, to draw out discussion between service users
and staff. Agree some ground rules at the beginning of the process to ensure everyone
feels respected and gets heard.

This method can be especially effective as it allows for staff and service users to hear
about each other’s experiences of the service. This may lead to different views regarding
scores assessing how the service is currently meeting each indicator. This process can
begin an important dialogue and help reach agreement on key priorities in the plan for
change.

Approach C — Service users take the lead with support from staff

Services with an already active service user involvement programme are likely to have
some service users who will be confident and experienced enough to take a lead role in
the development of the service’s Hear by Right map and plan.

Service users can take the lead either through a group process (similar to those described
above) or via a service event where all service users are invited.

Where a small group process is used, a group of service users need to be supported to
plan the discussion sessions in which the map and plan will be developed. Ideally,
mechanisms to consult other service users should be built in to this process, to ensure the
map and plan reflect the views of those beyond the small group.

A process that includes service users fully is likely to include these elements:

» Staff take the time to fully explain Hear by Right and its purpose and benefits to
service users prior to their signing up to be involved

* Service users supported to explore their thoughts about influencing the services
they use;

* Senior staff (such as Regional Directors) responsible for specific services take part
in the process later on;

* There are honest conversations between service users and staff involved;

* The staff are accountable to the service users regarding the implementation of
agreed action plans;

* Areview / feedback process is agreed that includes staff reporting back to service
users on work undertaken. The review process must enable service users to
evaluate the changes or progressions as they see and experience them.

A service-based event can bring together a range of service users to explore and agree
their shared priorities for influencing service delivery, as well as celebrate achievements
and help raise the profile of service user involvement generally.

A range of Hear by Right resources are available to assist the planning and structure of an
event, and are included on the Rainer Hear by Right CD Rom -
* Brief, dynamic activities for service users to explore the importance of influencing
the services they use
* Anintroduction to Hear by Right, using the Building Standards leaflet and a cartoon
presentation devised by young people
* Suggestion cards (the indicators in Hear by Right simplified and illustrated),
workshop resources and a simple mapping and planning tool, based on the Hear
by Right model.
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Getting started with Hear by Right
Hear by Right is flexible both as a tool and as a process.

1. Find out a bit more. Go to www.nya.org.uk/hearbyright to see how others have
made the most of Hear by Right.

2. Discuss possible approaches and decide what may work best in your service,
gaining agreement from managers, staff and service users where possible.

3. Ensure the nomination of a person with clear responsibility to drive this mapping
and planning process in the service.

4. Beck Dabscheck and Bill Badham are available to answer questions and help your
service decide the best way to embrace Hear by Right. Contact details are below.

“You (service users) are the best people to help us deliver a quality
service, to tell us what we are doing right, what we’re doing wrong and
what we need to do better so we get a quality service. The only way we will
get a quality service is if you tell us.”

Richard Mayhew, Regional Director, Rainer Southern Region addressing
service users at the regional service user involvement event (Tonbridge,
March 2006)

Contact

Rainer

Beck Dabscheck
beck.dabscheck@raineronline.org
020 7840 5612

07739511268

The NYA

Bill Badham
billb@nya.org.uk

0116 242 7409
07734498242
www.nya.org.uk/hearbyright
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