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Theory Of Change Example – Internal Written Communication
This is an example of a Change Theory to increase the internal use of Welsh in written materials for staff – at the proactive level.
	TITLE (of your change project): The active offer – staff don’t need to ask or think about using written Welsh – it’s just there

	PROBLEM STATEMENT (What problem are you solving and why?):
There isn’t enough written material for staff beyond emails to all staff, which seldom happens. Staff have to search for and ask for Welsh, and as a result, there is a lack of use and a missed opportunity to increase usage. As a result, morale is low and staff don’t feel that their rights or their language choice is respected much internally.

	Inputs
	Interventions
	Outputs
	Outcomes
	Impacts

	
	
	
	
	

	A staff survey asking for their language preference for correspondence and/or using the staff skills survey to determine the language of correspondence for each staff member.

Staff language preference database.

Translation Service for translating internal letters.

Written skills by staff to draft letters bilingually without translation – in specific departments.
	Every staff member receives a survey annually asking in which language they would like to receive correspondence.
 Proactive work is done to identify learners who have improved enough to be on the list and to boost the confidence of Welsh speakers to be on the list as well.

Design a new process – Proactive Offer – Every staff member who has indicated advanced-level language skills and above receives correspondence directly in Welsh automatically, without having to ask.

Every job applicant who requests a Welsh interview and is successful in getting the job receives their job contract and correspondence directly in Welsh automatically without having to ask.

Every staff member learning Welsh receives correspondence in both Welsh and English up to Intermediate level and then switches to Welsh only at Advanced level and above.

Complete a language skills assessment in the appropriate departments so that letters to staff can be drafted bilingually without using the translation service e.g., by the communications department, the CEO’s office
	A modern language choice database with all the data kept in one place with every staff member listed, and a system showing which communications are sent in Welsh based on that data.

Every letter sent to any staff member is available bilingually.

Bilingual staff in one place who can draft internal letters bilingually without using the translation service.
	Correspondence to all staff is in Welsh, and correspondence to individual staff is in Welsh according to the language choice in the database.
	Because of the proactive offer, staff do not have to request written materials in Welsh and, as a result, more staff regularly read Welsh first/only in the workplace.

	
	
	
	
	

	Mail Tips

Microsoft Translate

Training and guidelines on how to use the above.

Language training at all levels including writing and reading skills.

A senior management, union, and staff agreement on staff rights to use Welsh at work in writing.

Language awareness training to work on respecting staff language choices.
	Introduce a system to identify staff who email in Welsh, e.g., through MailTips where the orange Work Welsh Language bubble appears next to the staff member's name and email address, indicating that they are emailing in Welsh.

Develop a policy on Welsh-only emails for internal purposes.

Provide training to ensure that staff are confident in using Microsoft Translate or other technology to understand enough of the content of an internal email if they receive Welsh-only content later in an email chain.
	Policy in place on the use of Welsh (only) in emails between staff.

An orange bubble appears next to the profile/email address of staff who have Welsh language skills at level X.

Staff write emails to each other in Welsh only without needing to ask for permission or consider others.

Everyone can see emails between staff in Welsh only.

Part of the staff signature (in internal emails) includes a statement – you are welcome to write to me in Welsh.
	Staff email each other only in Welsh and there is no need to translate for other staff because everyone understands enough or uses technology to understand enough.
	

	
	
	
	
	

	Skills strategy in place and job requirements where drafting for internal purposes is required is clearly identified and adhered to.

Language training includes writing skills.

On-site proofreading service for staff and qualified learners.

Policy statement that there is no need to use the translation service or the proofreading service for internal web material and departmental-level material.
	A targeted campaign in staff bulletins and on the intranet to introduce Welsh to all staff in the organisation. There is a word of the day in every issue, and there is an article on Welsh every time. There is also a vocabulary list or a one-page feature to broaden everyone's understanding of written Welsh.

There are written language skill requirements in place for roles where it is necessary for the business to draft content for staff at an organisational and/or departmental level.

Language training provision and text checking are available for staff who want support and confidence in writing in Welsh.
	Staff bulletin in Welsh and there are items that work for learners, readers of all levels including learners, too.

Staff log-in is in Welsh – the menus and the content.

Any written material that is produced at a corporate or departmental level is in Welsh – corporate documents (such as strategy, business plans, policies).
	Staff at all levels see and read Welsh regularly because formal, corporate material is clearly available in Welsh and easy to find.
	

	
	
	
	
	

	Signage Renewal Programme

Have a Choice / You Have Rights Campaign

Relationship in place with Welsh/Welsh-speaking societies in the area/the local community, unions that provide Welsh services.

Welsh Committee/Association for staff.

The Welsh Unit and other staff make arrangements for staff events and committees.
	A programme to renew the signage across the estate to ensure that everything is internally in Welsh – permanent and temporary signs.

The 'Mae Gen Ti Ddewis / Mae Gen Ti Hawliau' campaign – calling on staff to use their Welsh. Use materials from the Commissioner and others to promote the use of Welsh.

Proactively seeking events and societies that want to share posters and materials with staff in Welsh.

Intervening in staff events to ensure that boards are organised according to language preference.
	Signs within the organization in Welsh.

Posters only in Welsh (including campaigns you have a choice in/you have rights).

Posters about social events in Welsh on staff area walls and noticeboards and intranet. Staff canteen menu and prices in both languages.

Corporate and departmental events for staff (e.g., awards ceremony, Christmas party, staff lunch) – all visual materials in Welsh. When there are discussion groups or staff boards for meetings, conferences, and luncheons, these are based on staff language preference.
	There is informal use of Welsh around the office because there is so much visual material on display.
	

	
	
	
	
	

	

	Assumptions and Risks:
“Two languages take up double the space” – but we could argue that there is too much material on our intranet and that undertaking a clean-up and improving the site more generally would be beneficial. 
Lack of confidence among speakers to use Welsh – terminology, fear of making a fuss, not confident with work language, work pressure, pressure to be at a special level of Welsh. 
Staff are afraid to show that they can speak Welsh because they think they will get more work. 
It is necessary to provide training on writing skills and work terminology. We would introduce an award for staff who are champions and provide allowances for staff who draft bilingually.

	Stakeholders, Influencers and Dependencies:
Translation service – the service will need to be adapted to provide text checking. Resources and training are needed for the translation service to do this. 
Trade unions – Including language skills requirements in job descriptions for internal drafting will require discussions with the unions. 
It will be incorrect to assume that staff at Senior level and above will want to receive everything in writing in Welsh only. It will be necessary to be proactive in creating the demand, perhaps.

	Objectives and Indicators:
% of staff who have seen internal communication in Welsh in the past week.
% of staff who have seen Welsh on a poster or sign in the workplace in the past week.
% of staff who have seen a document in Welsh on the intranet in the past week.
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