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Theory Of Change Example – Internal Meetings
This is an example of a Theory of Change for increasing the use of Welsh in internal staff meetings, on the foundation level. 
	TITLE (of your change project): Increasing the use of Welsh in all- staff meetings

	PROBLEM STATEMENT (What problem are you solving and why?):
Because Welsh speakers are in the minority, staff meetings are held in English and there are currently no resources or capacity to provide simultaneous translation. The Welsh Language Measure has created a right for staff to use Welsh, and there is an expectation in the Standards for us to promote and increase use in the organisation's internal meetings. We will start with meetings for all staff.

	Inputs
	Interventions
	Outputs
	Outcomes
	Impacts

	
	
	
	
	

	Provision of simultaneous translation.

Written translation provision for staff meeting papers and slides.


	Arrangements have been put in place so that simultaneous translation is available for internal meetings – i.e., that there is an agreement on personnel and financial resources and it does not affect external services.
	Simultaneous translation service is available for formal staff meetings.

Guidelines and a hiring process for arranging simultaneous translation for staff meetings are in place, and the secretariat arranges the date and the translation in advance.
	Welsh is used in every formal staff meeting – whether by the chair, presenters, and/or questions from staff.
	There is more use of Welsh in the workplace due to deliberate measures to encourage staff to use Welsh in specific internal meetings.

	
	
	
	
	

	A policy and legislative context has set the requirement for the organisation to increase internal use of Welsh.

An agreement and statement by senior leaders to promote use in staff meetings.


	Drawing up a written policy on rights to use Welsh and the Internal Use Policy states that speaking Welsh at every level in staff meetings is welcome and encouraged, and which meetings provide simultaneous translation is made clear.
	All the staff understand that Welsh should be used in staff meetings and to respect and encourage that. Non-Welsh-speaking staff have received training on how to use the translation tools.
	There is respect among all the staff and an understanding of the importance of using Welsh in meetings, whatever your personal level.
	

	
	
	
	
	

	Procedures in place for hiring translation/interpretation services.

Budget.

Secretariat office guidelines.


	Drawing up a written policy on rights to use Welsh and the Internal Use Policy states that speaking Welsh at every level in staff meetings is welcome and encouraged, and which meetings provide simultaneous translation is made clear.
	All the staff understand that the use of Welsh in staff meetings should be respected and encouraged. Non-Welsh-speaking staff have received training on how to use translation tools.
	There is respect among all the staff and an understanding of the importance of using Welsh in meetings, whatever your personal level.
	

	
	
	
	
	

	Language training. 
Chairperson training. 
Greeting training. 
Simultaneous translation training.
	Provide greeting training for everyone (mandatory).

Establish a rule that bilingual greetings to chairpersons are mandatory.

Arrange training for chairpersons and provide a script to encourage the use of Welsh in staff meetings.

Organise a rota for chairpersons and meeting dates to ensure that a Welsh-speaking senior leader is present.

Put arrangements in place so that slides go to the interpreters before the meeting for preparation.

Make arrangements for interpreting in Teams/Chat.
	Meeting chairs greet in Welsh and confidently explain the translation on the spot, and their role is to encourage its use. At least one senior leader who speaks Welsh is present at the staff meeting.
	All the staff are skilled with simultaneous translation – whether using the translation or not (online and in person).
	

	
	
	
	
	

	

	Assumptions and Risks:
There is a risk that we will waste scarce resources if the on-the-spot translation service is not used. This can be embarrassing if there is no Welsh word. 
Will Welsh-speaking staff ask questions in Welsh? It may be necessary to target some/submit questions to them, and perhaps provide training to boost confidence.

	Stakeholders, Influencers and Dependencies:
We rely on on-the-spot translation resources. Arrangements will need to be made at least a week in advance. Resources will need to be reassigned or additional resources obtained. 
The current chair will need training in greetings and translation equipment. But also, their skills will need to be improved or the chair replaced with a senior leader who speaks Welsh. 
All staff need to understand the rights of Welsh speakers and that this is a corporate policy statement and part of our strategy and the requirements of the Standards. 
Welsh speakers who want to speak more Welsh. 
Senior leaders who are confident enough and want to promote use and can lead by example.

	Objectives and Indicators:
% of staff say they hear/see/use Welsh in the workplace during staff meetings (regardless of their language level).
Number of words translated for internal meeting papers and minutes between [date and date].
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