[image: image1.png]c\dc

Children’s Workforce Development Council





Children’s Workforce Development Agency Case Study

Alex Brookes

Reflections on the journey up till now:

One of the first things we did was make sure we had training across the company about what is participation and why should we be doing it.  This is where Hear by Right was first introduced to us as a framework that could help us on our journey and enable us to see where we currently were and where we wanted to be in terms of the participation of children and young people within CWDC.  

We began the participation work and the formal Hear by Right process with the idea being that while we were already looking at ways to engage children and young people in individual projects, unless we started to involve them on a more company wide basis their involvement would be very piecemeal.  We didn’t feel that it would be tokenistic; it just wouldn’t be joined up and consistent.  

Hear by right was introduced through 4 different workshops attended by over 100 different members of staff.   In these workshops staff looked at the current situation in terms of the 7 standards and started to set goals as to where we’d like to be in the first year.  

We didn’t go through Hear by Right indicator by indicator but instead took one indicator from each standard.  This would then become our priority.  For example, in the Strategies standard our priority was about doing an audit (2.2).  We wanted to look at what experience staff had already with involving children and young people in decision making, what they understood it to mean and what examples could we draw on from people’s past jobs. 

With our now seven priorities we wrote up what actions needed to be taken to get to where we wanted to be and who was responsible for leading on this.  In each of the 15 different teams within CWDC we identified one person as a champion and their role has been to help their team embed the participation of children and young people in their work.  Any new project or new planning always starts with ‘how can we involve young people in this?’  So far the champions have been made aware of Hear by Right and the standards but haven’t been made responsible for their delivery.  To improve this we need to do two things: remind SMT of the commitments we’ve made to HBR and what that actually means and to get SMT to check up with the responsible lead person in each area on the progress.  If the progress has been none they need to make sure they stick to the work plan and be reminded that this is part of the company’s core assessment – they will be asked what’s been achieved. 

- Part of CWDC’s core internal performance assessment - 

At the same time that we started the Hear by Right work, we started to look at how we assess ourselves broadly as a company.  We developed a criteria including staff sickness, diversity of staff, how quickly we answer the phone, how quickly we pay invoices – all those company wide things based our efficiency and performance.  This would be an annual assessment on which all staff would be assessed against.  Part of the criteria includes our progress on Hear by Right.  I think it’s a fantastic measure of how the Senior Management Team value and understand the importance and benefit of the Hear by Right work.  It also made the work part of everyone’s job with them knowing that in a years time they would be held accountable for the progress – or lack of progress – made on the standards in their work.

We’re quite early on in our journey but we discovered that in some areas were quite high in the standards.  In Shared Values for instance there was a real commitment but what we need to do now is develop how we communicate that commitment.  We have made progress and now in the majority of job descriptions and specifications we make reference to the engagement of children and young people in your work.  Recruitment also involves young people.  It is there and it is happening but not everyone realises yet what they can do.

What challenges did you face?

One of the biggest challenges we’ve faced is that we don’t work directly with young people, or directly with the people that do work with young people.  

We had our action plan but we hadn’t involved any children and young people in choosing those priorities because we weren’t working consistently with young people and they wouldn’t know who we were or what we were about. 

Although we haven’t involved young people in the Hear by Right process yet, we have found ways to include them in our projects across the UK.

We set up a database and invited groups of young people from around the UK to join it.  When an opportunity came up, be it as an individual project or as a company, we would send out an invitation with clear instructions saying this is the work, this is what we’re looking for, this is how long it will last, this is what it will involve.  Groups would then respond.  So far we have 65 groups on our database from across the country.  It’s been a slow process but a really positive one with the 65 different groups growing all the time and we hope that the way we invite people to be involved at project level has been meaningful.  

I’ve been very clear about the necessity to have space for change and not just ask young people to confirm what we’ve already decided.  We must have the room to be able to do something different with what they’ve said and if there isn’t room then we shouldn’t ask them in the first place.  The first question is always ‘How can they be involved?’ and the next has to be ‘What is the room for them to comment on it?’ Never should we be asking them to confirm the decisions we’ve already taken.

What were looking at now is making sure that we’re not just deciding how to involve young people and then inviting them, but asking them how they want to be involved because it might not be the way we think.

Another challenge has been that whilst I know that if we want to involve children and young people then we need a certain amount of time, need to meet outside office hours and in environments that suit them, this didn’t come naturally to many members of staff.  While the hearts and minds are really one at CWDC, what the reality of that belief and the actions that need taking are sometimes overlooked.  The champion at the Procurement team for example, was invited to come and be with the young people on the panels for the Participation Fund grants.  They were really excited to do but then realised it was out of hours.  They were very happy to do it but it wasn’t automatic.  It’s just assumed that young people will come to our office during our office times.  It’s the unfamiliarity of what participation means in real life.

How has HBR been as a tool and process?

I’ve found it really useful to have something that is nationally recognised and accepted instead of making up our own framework and markers.  We haven’t done it in the traditional way of assessing where we are and where we’d like to be against each standard and each indicator.  But what we have done is decided where we want to be and what our goal is and through the Balance Scorecard - the annual performance assessment - we will be saying this is what we’ve achieved.

Some of it we’ve found challenging because of our non-direct work with young people.  In Structures, indicator 3.6 - “Children and young people have effective representation on local cross-agency partnerships that affect them” - was the indicator identified as our priority.  But first we had to decide what we meant by ‘local cross agency’ because that doesn’t work for us - it needed a bit of translation before it was appropriate to us.  To a Local Authority it would be much more obvious but for us it was just knowing what the terminology and language meant to us.  But that same language has been useful as its recognisable and understandable across sectors - it isn’t something we’ve invented its something that people know. 

At first staff didn’t really know what ‘Hear by Right’ meant.  When we talked about it internally I’d say ‘increasing our potential for participation’ and that Hear by Right was all the different things that will create the conditions to do more positive work with children and young people.  To the to people that understand it makes sense, but this was an initial barrier we had to overcome.  The workshops were invaluable.  

What have you learnt?

Its not enough to tell people ‘this is the bit your responsible for’ and hope that they’ll do it.  Its something I’ve let slip, mostly through capacity, but I needed to build time into my schedule to make sure that the work keeps happening. 

Through the leadership we have, there has never been a question of why are we doing this.  One of our SMT members has been very useful in driving this forward but without that it would have been a lot harder and I know I’ve taken that for granted.  Although we had a real buy in from SMT and our Project Officers, it’s the middle management that has been harder.  It’s easy for SMT to say yes, because they don’t necessarily have to do anything, easy for project officers as its enjoyable, exciting and they can see the results.  But for the middle management who have limited budgets, staff and time it’s been tough.  But that’s about participation generally not just Hear by Right.

It took time for everyone to understand what Hear By Right is about.  Because we had the 4 workshops with over 100 staff it wasn’t something that we presented to them, it was something they feel that they were involved in and had ownership over choosing the indicator.

If we had said to the finance team, 

‘Make sure we have the human and financial resources for participation and as a condition of all our funding needs to look at how children and young people are involved.” 

They probably would have done it, but because they understood the Systems concept in relation to the 6 other standards and that it doesn’t stand alone, they understood that they’re work was as vital as those doing the face-to-face work with young people.  We chose together which indicator we were doing to aim for with no imposition.  It helped having the champions in each team as a support network and having it as part of the way we assess ourselves as a company made sure that it wasn’t just ‘participation work’ or the responsibility of the Participation Officer.

You need to make sure people understand it, support people to do it and understand that it won’t necessarily be the first thing they do.  My job was to enable people to do something different not making them as it doesn’t change in one day.  But it’s all about change.
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