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1. This document is part of a package of resources for organisations that want to create a Change Programme to increase the use of Welsh within their organisation. It aligns with resources on creating a policy on the internal use of Welsh language with the aim of helping you understand how to drive change within your organisation. You should read this resource alongside the internal use of Welsh policy models.

2. In two parts, the resource pack includes: 
i. an outline of what a Theory of Change is and how it can help you plan and implement a change programme; and 
ii. a Roadmap that guides you step by step through a series of activities and tools to develop a Theory of Change on increasing the internal use of Welsh.

3. The Roadmap describes 10 steps to create a Theory of Change to increase internal use of Welsh. Steps 9 and 10 create an Action Plan and a Monitoring and Evaluation Plan to align with the Theory of Change. You can choose to use all or some of the templates provided for the 10 steps or also incorporate templates that you already have in your organisation.

4. As part of this pack, there are examples of Change Theories showing how to increase use of Welsh in specific areas: meetings; written communication; and corporate services. In addition, there are also a variety of ideas on how to go about implementing a Theory of Change along the 3 levels in the model policies: foundation, proactive, and innovative. They describe how organisations can progress along that continuum.

5. You will also find a list of indicators included in each of the examples so that you can choose the ones most suitable for your organisation’s transformation programme. These indicators will help you monitor and assess the progress in increasing the internal use of Welsh, as a result of the change programme you implement.

6. As a result of completing a Theory of Change, you will be in a stronger position to implement a transformation programme/change project. You will be well placed to develop a policy to promote internal use of Welsh, along with an action plan and a plan for monitoring and evaluating progress.
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7. Creating, maintaining, and supporting the Welsh language in the workplace is a crucial part of the strategy for ensuring the sustainability of the Welsh language. Beyond the world of education, the workplace is the strategic area with the greatest potential to directly influence opportunities for people to learn and use Welsh, contributing directly to achieving the two main aims of the Welsh Government’s strategy, ‘Cymraeg 2050’.

8. There is a need to build on what the education system achieves by ensuring opportunities for people to use Welsh at work. By increasing formal and informal use of Welsh in the workplace, there is potential to influence people's perception of the relevance and importance of the language, the opportunities to develop skills and to build linguistic confidence, and to have a broader impact on the use of Welsh in the community.

9. Increasing the use of Welsh in the workplace has been identified as a priority area in the Commissioner's Strategic Plan for 2025-30. The Commissioner wishes to see organisations continue to focus on offering services in Welsh to the public, but also to engage more effectively in their role as key spaces that can influence the language use of their employees.

10. One of the Welsh Language Standards places a requirement on bodies to develop a policy on using Welsh internally, with the aim of promoting and facilitating that use. The Commissioner is keen to see organisations develop policies that increase opportunities for staff to use Welsh in a meaningful way, creating an environment where the language is part of the daily routine. The Commissioner expects to see policies that promote the use of Welsh in the workplace but beyond that, there should be genuine efforts to adopt an operational and strategic approach to promoting Welsh internally.

11. The Commissioner has developed a series of policy models to support compliance with the Operational Standard that requires an organisation to create a 'policy on using Welsh internally, with the aim of promoting and facilitating the use of Welsh.'

12. To accompany those model policies, these guidelines provide advice on how to develop a Theory of Change, with the aim of helping you implement a change programme within your organisation. 

13. Read the policy models (foundation, proactive, and innovative) alongside this pack.
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14. The Theory of Change is a technique for achieving change. It helps you break down the change process step by step by considering the chain of influences that need to happen, when, and in what order, to achieve the long-term goals you want. In this case, increasing internal use of Welsh in the organisation.

15. The model deals with what is called the ‘missing middle'. That is, we are often able to describe the current situation (now) and know what our vision for the future is (the goal) but are less clear on how to move from today to the target or future goal. The piece in the middle is the most complex part, and by working on the 'missing middle', we are more likely to succeed in achieving our long-term strategic goals – namely increasing the internal use of Welsh in workplaces and, as a result, contributing towards creating a million Welsh speakers who use their Welsh every day.
16. Theory of Change starts with the end – that is, what you want to see in the future after you act and complete your change project. In this case, your goal or the impact you are aiming for is to create more Welsh speakers and users in the workplace and, as a result, in everyday life in the community.

17. The Theory of Change uses a logical model that describes a series of steps, where one step leads to the next, like a domino effect – where A causes B. You work from right to left, continuously asking what happened before this so that this could have happened. The model works from the outcomes (on the right) back to the inputs (on the left), step by step, until you have identified every element in the chain. The steps from the end to the beginning are:

18. The impacts are the results you want to see and experience due to your actions. These are the medium to long term goals and vision you want to turn into reality and the contribution you want to make to transform the organisation and its use of the Welsh language.

19.  After defining the impacts, you define your outcomes – what you are going to achieve.

20. After describing the outcomes, you can list the outputs or deliverables. These are the concrete things or products, e.g., a report, a policy, more staff.

21. Interventions are key in the model. These are the purposeful actions you are going to implement to trigger specific outcomes. The thinking work is to identify what causes what and which things you can put into action to trigger the domino effect.

22. The model will help you identify the inputs needed at the start of the project. Although this is the final step in planning, it is very important to identify the core inputs required, e.g. grants, staff skills, tutors, buy in from senior managers. 

23. Identifying the inputs and interventions you need to create change is crucial to your success. Every other step occurs as a result of the first two.

24. After mapping all the above elements, you have a skeleton of a logic model. But there is another important step in planning, which is to consider what could go wrong. Bringing these to light strengthens your model and improves your likelihood of success.

25. Very rarely does everything go smoothly and happen in a logical way. Variables such as enablers, obstacles, dependencies, and assumptions will have a positive and/or negative effect on your plans, so it is necessary to identify these and plan for them. Therefore, an important step in planning is identifying which variables could break or strengthen the domino effect or chain of events you have in your model, and what assumptions have you made. By using a process similar to risk assessment, you can put risk mitigation and management steps in place to reduce the likelihood of them occurring and/or having an adverse effect on your logic model (or your domino effect plan).

26. In the same way, you identify positive influencers and champions – the people and things that will stimulate and support the change. Working purposefully with stakeholders and champions is of huge benefit in facilitating your change programme. 

27. Monitoring and evaluating the effectiveness of the Theory of Change is important. During the process of implementing the change project, and also after the project is completed, you assess the extent to which the different steps worked as a domino effect according to your plan. The evaluation also assesses whether you have achieved the outcomes and created the ripple effects you aimed to achieve. It also measures any unexpected and unintended consequences (positive and negative) that occurred because of the work. The evaluation helps to learn lessons and refine the Theory of Change for any future change projects.
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28. It is useful to think about the work of increasing the use of Welsh as an organisational transformation and a change project. Consider the models, techniques, and skills from the field of change management that could be helpful. Here are some elements to consider when beginning your project: 


29. Organisational transformation is a process, and staff are at the heart of that process. Ensuring that staff understand, accept, and come with you on the change journey is a crucial part of any successful change. Engaging with all staff throughout the change process is key, and a Communications Plan is important in any organisational transformation project. Likewise, the Communications and Human Resources departments have important roles to play in supporting you.

30. Consider whether you can call on specialist resources from the change management profession and perhaps if there is a team in your organisation leading transformation projects, they could support you with this programme.

31.  A change programme affects the entire organisation and requires a project at an organisational level. Bringing together a multi-skilled project team that includes, for example, the Chief Executive’s Office, Internal Communications, Human Resources, and the Training Department would be useful. 

32. Transformation usually relies on developing a strong business case that defines the problem with the current situation and convinces people why 'no change' is not an option. A convincing business case will be needed to obtain approval for additional resources, whether financial and/or staff time, and obtaining agreement and support from senior executives is an important part of this stage. Finance officers and project officers are key stakeholders for developing the business case.

33. In addition to the Theory of Change, a robust Action Plan, and Monitoring and Evaluation Plan are needed. Reporting against indicators is usually required to show the extent to which the change programme is succeeding and has succeeded. If you have them, researchers or the statistics department will be able to help with collecting baseline data as well as collecting and analysing data to monitor and evaluate.

34. A Change Project/Programme can be exciting and offer an opportunity to develop and acquire new services, systems, and tools, including making the best use of the latest technology. In this regard, your IT and Procurement departments, and project officers will be beneficial.

35. That said, if you work within an organisation without the range of teams and resources mentioned above, this pack and these resources are designed to help you work through the process of creating change step by step. It is entirely possible to adapt it in a way that is suitable for the size and resources of your organisation.
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36. There are 7 key fundamentals to bear in mind when planning a successful Change Programme (known as “McKinsey’s 7S"): 
i. Staff – consider how many staff and the nature of the work that will be needed to implement the change/new vision. In addition to increasing the capacity of the Welsh language unit, you should consider what is going to be different in the nature of the work across the organisation – in the translation department, the head office, the communications department, IT etc. 
ii. Skills – Sufficient Welsh language skills and confidence in using Welsh at work are needed if you are going to achieve the goal of increasing internal use. Also remember the other skills that are needed – technology skills, communication skills, and change management skills, for example.
iii. Shared Values – Creating a culture and ethos that embraces the Welsh language and ensures that all staff understand, accept, and support the vision to increase the use of Welsh, and that staff have the right to use Welsh at work, is crucial. This may require some work to develop the organisation’s culture around the Welsh language.  
iv. Style of Leadership – Senior leaders need to support the change and lead by example. It is said that a message is only effective if the messenger is persuasive. In addition to a clear and strong policy on internal use, clear and regular statements from leaders about the change program and how it will affect staff will be needed.
v. Strategy – A clear strategy or vision ensures that staff and the organisation are working towards the same goals. A corporate strategy that includes Welsh as a primary strategic priority provides a strong foundation for any resource request and forms part of the business case to initiate a change programme. The internal use of Welsh policy should align with the strategy and clearly state what the expectations and rules are.
vi. Structure – The organisation’s structure, governance, and corporate arrangements can either hinder or enable the smooth operation of any effective change programme. 
vii. Systems – The right systems, processes, and guidelines need to be in place to support the change. They should be clear and functional (i.e., so that staff have a clear way to see how the change is being implemented).

37. These 7 elements align with the 3 themes in the Commissioner’s policy models on internal use of Welsh: administrative infrastructure, leadership, and building staff confidence.

38. You are more likely to complete a successful project if you have included the 7 elements above in your project/action plans.

39. We also know that the following practical things are key as core inputs if you are going to increase the use of Welsh internally:

i. Provision of quality and flexible written and simultaneous translation.
ii. Welsh language training provision at all levels that considers varying needs and work context (e.g., confidence, terminology, subject knowledge). 
iii. Data on staff language skills, but also their confidence and use of Welsh in the workplace. This means collecting baseline information and regular monitoring, e.g. through a survey or annual questionnaire. 
iv. A strong statement by the organisation that staff have the right to use Welsh at work and commitment and encouragement to increase that use. 
v. A Welsh Language Skills Strategy that includes providing services to staff internally as well as to customers externally. It is necessary to assess roles where language skills are essential in order to provide a service and/or facilitate internal use of Welsh, e.g. chairing positions, secretaries, human resources, internal communications.
	
[bookmark: _Toc221266635][bookmark: _Toc221266837]Core documentation	
40. To implement successful change, it is important to prepare and use appropriate documentation to:
i. plan well in advance,
ii. clearly outline the work and responsibilities,
iii. communicate the change effectively to others,
iv. ensure that people act and deliver what is expected, and on time, and
v. be able to monitor and report back to senior leaders on the outcomes of the work.

41. In addition to the internal use of Welsh policy that you are required to develop, consider the following types of documentation as part of the exercise:
i. a written vision statement at the corporate level, 
ii. a Communications Plan – what the messages are, to whom, by whom, and when, 
iii. a business case outlining the change and the reason for the change, and requesting funding and resources, 
iv. a project plan or action plan clearly outlining who is responsible for doing what and by when (and this should be part of your Internal Use of Welsh policy), and 
a Monitoring and Evaluation Plan and regular progress reports to senior leaders or the organisation's Board.
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