Innovative Policy Model
A policy to develop and encourage the use of Welsh internally.
Prepared in accordance with the requirement of standard XX.
Date:
Background
This document outlines the structure for a policy to encourage the use of Welsh within your organisation. Each policy model along the continuum follows this basic structure, with freedom for organisations to adapt as they require. We anticipate that creating a policy that is truly innovative in terms of increasing the use of Welsh may follow a different structure, with its own priorities. But this should provide a useful framework to begin. For an organisation to innovate, its policy should consider the following issues: 
· What is your ambition in terms of Welsh? How ambitious can you be?
· What aspects of the organisation's activity can see real change and progress in terms of the Welsh language?
· Are you in a position to move your activity (or part of it) to administration through the medium of Welsh?
· What cutting-edge approaches could be put in place to measure and record the use of the Welsh language within your organisation?
· What innovative schemes or activities can you put in place to increase the internal use of the Welsh language?
· How do you embed and mainstream your internal use policy into the rest of your organisation's activity? Is there a clear and robust link between this policy and other policies and strategies e.g. recruitment, skills assessment and your Hybu strategy (if applicable)?
An innovative policy should aim to create real change and progress over time, setting a goal and ambition that will challenge and drive change. 


Part 1: Vision and statement of intent
Here you should set out your organisation’s vision for the use of the Welsh language. It should be a clear, bold and evidence-based vision. Having a baseline of staff’s current skills and language use would be useful for setting benchmarks and measuring progress over time.
The Commissioner is keen to work with organisations to experiment with different methods of measuring staff's use of Welsh. Increasing awareness around using the Welsh language, staff can be encouraged to give more attention to their daily use – not only when providing services to the public, but also in their daily informal conversations and activities. 
Increasing informal use will influence and increase wider use which, in turn, will lead to an increase in your ability to provide services in Welsh.
By setting a commitment or long-term vision, you'll communicate your ambition to staff. Be sure to communicate regularly and clearly to staff, to ensure that they understand the opportunities it provides them, and how they can play their part. 
Consider your current methods of measuring your staff's use of Welsh. What can these tell you about the current situation and do additional methods need to be used to create a more comprehensive baseline and picture?
There are examples of vision statements in the associated Excel documents. 



Part 2: Policy background and context
An effective internal use policy needs to be placed within the wider context of the organisation, to ensure its relationship with the organisation's strategic direction. If your standards require you to have a Hybu strategy, you should ensure a link between them and embed the policy in the activities of the organisation. 
You should also place this policy in the context of Wales-wide efforts to promote the Welsh language e.g. Cymraeg 2050 or commitments under the Future Generations Act. 
Organisations that innovate and aim to lead the way in their of the use of the Welsh language can set an example for other local organisations. Creating links with other organisations – public sector, third sector or businesses – is a way to learn from each other, share good practice, strengthen networks, create opportunities and create a local environment that promotes and encourages the use of the Welsh language. By working in this way, you can increase the image of your organisation – and the local area – as one that values and promotes opportunities to use Welsh. This can be attractive to prospective staff.   



Part 3: Set objectives and work plan
The policy models are structured as explained below. As an organisation aiming to innovate, it is expected that all your internal processes to comply with the requirements of the standards and already go beyond what is required. You may therefore wish to adapt the themes to reflect your ambitions. But we propose that the themes provide an overview that considers all your organisation's activities and are therefore a useful place to start. 
The following is an example of text for the policy that you can keep or amend to suit your needs.



To realise our ambition of XXX we have identified a detailed action plan that will enable us to develop in an ambitious and forward-looking way. It will encourage and support staff to take advantage of the development opportunities we are proud to offer, and drive change in our internal use of the Welsh language.  
The work will be structured under the following headings to ensure that all aspects of the organisation's business are included:
1. Leadership: creating and maintaining the right culture and conditions throughout the organization. 
2. Building confidence: supporting everyone to feel confident to use the Welsh they have. 
3. Administrative infrastructure: ensuring that our procedures and processes create an environment in which the Welsh language can thrive. This includes our use of technology, employment matters and translation. 
The purpose of the policy is to place our organisation at the forefront of creating and maintaining opportunities to use the Welsh language on a daily basis. 
The Welsh language will be the default choice in our organisation, and staff will have access to a range of resources, information and support to enable them to work through the medium of Welsh.



Part 4: Objectives
In this section you can outline your main objectives to achieve your organisational aim or ambition in relation to the Welsh language. You can use the themes above to frame your objectives – and there are examples of objectives in the supporting documents – or you can decide on themes and objectives yourself. This will depend on your priorities and how you plan to innovate.
Sections in yellow - go to the relevant Excel documents and choose from the examples there, or form statements yourself. 
Take a look at the foundation and proactive level objectives – have you included everything?



Leadership
The Welsh language belongs to everyone in the organisation. Our leaders will lead by example, acting as ambassadors who champion the use of Welsh in everything we do. Their active use of the language will demonstrate our commitment to its promotion and reflect our dedication to creating an organisation that prioritises the Welsh language.  
1. Leading by example: our aim is to create and nurture positive attitudes towards the Welsh language throughout the organisation, demonstrating clear and strong leadership. To do this we will: 
· State that the Welsh language is an organisation-wide business need
· Develop a programme to ensure that all key staff have received 'Leading in a bilingual country' training 
· Introduce the need for a level of 'courtesy' in Welsh gradually across the organisation over X period of time
· Maintain a Language 'Leaders' / 'Champions' scheme to ensure the presence of the Welsh language across the organisation
· Expect senior officers to contribute in Welsh at public meetings, committees or conferences organised by other public authorities or organisations
2. Developing our image as a Welsh language organisation: strengthening our image as an organisation that values and promotes the Welsh language will demonstrate to our workforce – and prospective employees – our commitment to the language. This will show our support for everyone to use their Welsh and make it more attractive to work here. We will: 
· Create and foster links with local education institutions to promote the Welsh language as a language for work and to create work experience opportunities through the medium of Welsh
· Identify departments / directorates to trial moving their internal administration to Welsh. This will allow us to learn lessons and work towards implementing this across the organisation. 
· Work in partnership with key partners to increase capacity to offer and support the Welsh language within the workplace. 
· Experiment / adapt our advertising methods to reach more Welsh speakers e.g. consider which platforms would be most effective
· Ensure that our volunteers/board members/trustees receive language awareness training and support to use the Welsh language within their roles.
· Promote 'Cymraeg Goddefgar’ – awareness of Welsh – within the organisation and create a bespoke training scheme to increase staff's levels of understanding of the Welsh language across the organisation in order to facilitate the use of Welsh in discussions, meetings and general activity within the organisation.
3. Internal communication: the Welsh language belongs to us all. To ensure that everyone within the organisation understands our commitment to the Welsh language, and how it applies to their daily work we will: 
· Develop a strategy to communicate change in language use in line with behaviour change frameworks e.g. EAST to ensure that key messages are shared and staff feel ownership of the change at an individual level.
· Offer Cadernid Iaith training to Welsh speakers to encourage them to use Welsh widely within work.
· Promote positive attitudes and encourage our workforce to take pride in the Welsh language and Welsh culture 
Building Confidence
We understand that everyone's relationship with the Welsh language is different and someone's confidence to speak and use a language can vary from situation to situation. Someone may be comfortable using the Welsh language in an informal context, but reluctantly to use it in a professional setting. An individual may also feel more comfortable speaking than they are when writing, for example. Our aim in implementing this policy is to increase opportunities to practise and use the Welsh language formally and informally, to increase the confidence of our workforce and encourage everyone to use the Welsh they have.  
1. Supporting use: using the language will increase confidence and ability. Our intention is to ensure that there is a framework in place that supports our staff to use the Welsh language. We will:
· Create and agree a learning agreement with individual members of staff who are committed to learning Welsh. This will create an understanding between the organisation, the individual and the manager about the objectives of the learning.
· Place an emphasis on putting skills learned in lessons into action and provide support within the workplace to do so.
· Adopt and implement Cymraeg Clir (Plain Welsh) principles in order to provide support and confidence for staff to use their Welsh within their work.
· Pilot sessions/training for Welsh speaking staff to make them more confident in supporting new speakers.
· Commit to increasing staff's overall awareness of the Welsh language across the organisation by offering adequate training for everyone to have 'Cymraeg Goddefgar' i.e. an adequate understanding of the Welsh language to allow us to hold meetings and operate in Welsh.
2. Increasing opportunities: creating opportunities to use the language is essential for raising confidence and mainstreaming the language within our organisation. To facilitate this, we will: 
· Use technology (Teams etc) to bring learners together on a regular basis to chat and practise their Welsh.
· Carry out schemes such as 'siarad bob dydd' (speak every day) or similar to encourage staff to use the Welsh language regularly - by e-mail, in conversation, in meetings etc.
· Host Clwb Clebran with monthly guest speakers to encourage informal use of the Welsh language and to maintain learners' interest.
· Encourage staff to hold groups e.g. Welsh culture group to discuss books, films, art etc through the medium of Welsh.
3. Celebrate successes: it is important that we celebrate the efforts and successes of our colleagues who are developing their use of Welsh. To do this we will: 
· Host an event to celebrate learners' achievements to support our learners and inspire others.
· Promote our mentoring scheme through our internal communications, celebrating mentors and encouraging others to take part in the scheme.
· Celebrate all our Welsh speakers by taking part in campaigns such as 'Defnyddia dy Gymraeg' to demonstrate the benefits of learning Welsh to our organisation.
4. Show ambition: as an organisation that innovates we are always looking for new ways to increase and promote the use of the Welsh language. We will: 
· Devise, implement and evaluate a series of pilot projects to consider the best ways to increase the use of Welsh in geographical locations and in teams or networks that already have a high proportion of staff with Welsh language skills.
· Devote staff (language officers) time to working intensively with specific teams to increase their use of Welsh. We will pilot and evaluate to understand which approaches are effective.

Administrative infrastructure
Underpinning all the work will be robust procedures to enable our staff to use the Welsh language in their daily work. We are confident that our arrangements on employment issues and technology systems are strong and offer the best support for colleagues to use the language effectively. We will continue to build on this, and experiment and innovate where possible. 
1. Employment matters: Welsh language standards set clear expectations about our human resources arrangements and what our staff can expect from us in Welsh. In response to this we will: 
· Ensure that staff can engage in all elements of their employment with us in Welsh.
· Provide induction training for all staff which includes a session on the Welsh language and culture, compliance with Welsh Standards and where to find information about e.g. the translation service and Welsh lessons on the intranet.
· Assess and take steps to ensure that Welsh speakers can have a Welsh-speaking line manager.
· The Council's internal meetings – including team meetings and meetings between officers to discuss working together – are expected to be held in Welsh.
2. Technology: technology can be of great help to our use of the Welsh language as an organisation. We want our workforce to have access to resources that will help them use the Welsh language in their daily work. We will: 
· Create default systems to enable staff to access resources that support the use of Welsh in their work e.g. the Welsh version of Microsoft.
· Implement the ARFER scheme in specific departments / across the organisation to try to increase the use of Welsh in a practical way.
· Use Mailtips on Outlook to identify Welsh speakers. This will make it easier to start conversations and emails in Welsh.
· Use metacompliance technology / software to ensure that everyone updates important information e.g. language skills information.
· Ensure that Welsh speakers can be identified through our intranet / e-mail system / Teams etc in order to facilitate conversations in Welsh.
3. Translation processes: our translation service is essential to our ability to operate bilingually. We will support their work by ensuring clear and organised processes of working. We will: 
· Promote drafting through the medium of Welsh from the outset and create guidelines to assist staff in doing so. Put a translation flowchart on the intranet to enable staff to know which documents and publications need to be translated.
· Use simultaneous translation to facilitate internal discussions in the choice of staff language.
· Experiment with AI to facilitate translation arrangements and ensure the best use of staff resources. This will be done within specific constraints and parameters relating to the appropriate use of AI.

Part 5: Implementation and Review
The above sets out our commitments to promote and facilitate the use of the Welsh language within our organisation. Accompanying this document is an action plan detailing targets, timetable and responsibilities to implement the commitments.  
This is an X-year plan. We will review annually and evaluate performance against a set of indicators set out in the action plan.
Part 6: Responsibilities
Identify here who has ultimate responsibility for this policy and any other individuals who have implementation or reporting responsibilities.
 
Part 7: Indicators
Specify here how you will measure progress over time. Having an idea of usage at the beginning of the implementation of the policy would help you gauge how effective the objectives are. 


Appendix 1: Action Plan
This is an example. You should include your own detailed targets to achieve the objectives outlined above.
	LEADERSHIP: Leading by example

	Target
	Actions
	Responsibility
	Dependants?
	Date

	To encourage the leaders of our organisation to use the Welsh language they have in public situations; when addressing meetings and in writing
	Arranging training for the relevant officers

Create and install an intranet guide containing common pronunciations
	HR
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