
Inputs Actions and Interventions Outputs

Statement of 

expectation

Outcomes

Task Task Task Skills improved

xxx

xxx

xxx

Subtask

TITLE OF PROJECT/CAMPAIGN

Subtask

Task

xxx

Impacts

Increase in the use of 

Welsh in department Y

xxx

BY WHO?WHAT? BY WHEN?

What's likely to happen if we don't make changes?

What are the consequences if we don't change?

Strengths

What do we do well?

In what do we outperform others?

In what areas are we better than others?

What is strong - leadership, systems, culture, resources?

What do we need to do to improve?

What do we need to stop doing and what do we need to do less of?

What do we need to do more of?

What do other organisations do better than us?

What are our weak spots - resources, skills, attitudes?

Weaknesses

Opportunities Threats

The Topic

See an example

What opportunities are there e.g. resources, money, partnerships, 

technology...?

What are our strong points and what could we exploit even further?

1

3

4

2

DESCRIBE THE 

CURRENT 

SITUATION - 

WELSH IN 

WORK

POLICY AND 

LEGISLATIVE 

CONTEXT

THE PROBLEM 

STATEMENT - 

MAKING THE 

CASE FOR 

CHANGE

Strengths, 

Weaknesses, 

Opportunities 

and Threats 

(SWOT)

5

7

8

6

STAKEHOLDERS 

AND 

INFLUENCERS

WHAT ARE THE 

ASSUMPTIONS 

AND RISKS 

THAT WE NEED 

TO MANAGE 

AND MONITOR?

Staff attitude and confidence 

to use Welsh

What are the attitudes, values and 

beliefs by whom and what should we 

do about those?

Use of Welsh

Numbers and percentages 

of staff who use Welsh in 

work - at organisational 

level, departmental level 

and by region

Use of Welsh inside 

the workplace - the 

baseline

How satisfied are you with the current situation?

Welsh Skills Statistics

Numbers and percentages of Welsh 

language skills of staff - at 

organisational level, departmental 

level and geographical

See an example

Purposeful action - Intervening in order to drive change

We 

believe 

that

The deliberate 

intervention

Person / Department

will cause to .

Domino Effect

We will know 

this when
.

See/ Hear/ 

Experience 

differently

As a result, the 

following will have been 

achieved

.

Objective 1/ Indicator 1

Intervention 

1

The deliberate 

intervention

Person/ Department

to .

Domino Effect

.

See/ Hear/ 

Experience 

differently

.

Objective 2/ Indicator 2

Intervention 

2

The deliberate 

intervention

Person/ Department

to .

Domino Effect

.

See/ Hear/ 

Experience 

differently

.

Objective 3/ Indicator 3

Intervention

3

The deliberate 

intervention

Person/ Department

to .

Domino Effect

.

See/ Hear/ 

Experience 

differently

.

Objective 4/ Indicator 4

Intervention 

4

The deliberate 

intervention

Person/ Department

to .

Domino Effect

.

See/ Hear/ 

Experience 

differently

.

Objective 5/ Indicator 5

Intervention

5

We 

believe 

that

We

believe

that

We

believe

that

We

believe

that

will cause

will cause

will cause

will cause

We will know 

this when

We will know 

this when

We will know 

this when

We will know 

this when

As a result, the 

following will have been 

achieved

As a result, the 

following will have been 

achieved

As a result, the 

following will have been 

achieved

As a result, the 

following will have been 

achieved

Involve 

Low influence but high interest, with abilities and resources that are 

important 

Keep Informed

Low influence and interest

Keep Content

High influence, low interest

Engage

High influence and interest in the work succeeding

Interest, Ability, Resources

Influence

Excluding interest or 

ability, who has the 

biggest influence?

Who can help make this happen, regardless of their influence or power?

See an example

Stakeholders

Who is responsible and accountable for leading the work?

On who are you relying for authorisation and resources?

Do you have champions and supporters?

Are there people who oppose and are going to block you?

Owner Mitigations Residual RiskRisk

What's the risk? How likely 

and how serious would it 

be?

Who's responsible for managing 

the risk?

What mitigation measures are 

in place to manage or mitigate 

the risk?

What risk remains - can we live 

with this?

Risks

Complete the map by identifying those individuals that are 

going to assist you and champion the work.

SUPPORTERS AND CHAMPIONS

Add a description of the 

person

Add a description of the 

person

Add a description of the 

person

ENW: 

ENW:

xxx

xxx

xxx

xxx

xxx

xxx

xxx

xxx

xxx

xxx

Outcomes

What do you want to achieve 

and by when?

Signals

What is different/what has 

changed - sights, sounds, 

feelings, attitudes, performance

Indicators

How can you measure the 

signals?

1

2

3

4

5

Measuring the 

Change

See an example

ENW:

Organisation's 

Strategy

Internal Use of 

Welsh Policy

Priorities/ 

Focus Now
National Strategy

See an example

What are the effects of this problem?

What are the root causes of this problem?

Assessing the 
problem - root 
causes and 
impacts

Assists you to analyse the problems
Helps to identify root causes
Assists in identifying the consequences
Helps to develop solutions to the problem. 

Benefits of doing the exercise:

What's the problem?
Insert a definition or description of the problem in the centre of 
the tree - what is the problem you need to solve? 
This exercise will help you identiy the root causes of the problem. 
In other words, what has caused this problem to exist and enables 
the status quo. The second part of the exercise is to identify the 
effects or consequences of this problem continuing to exist. What 
impacts is the status quo and problem creating and why can't you 
continue to live with these - which his why you must change. 

Understanding
Problem Framing

Learn more at LUMA Workplace

Business Case for Change - Why must the status quo change?

How many staff have Welsh 

language skills and sufficient 

confidence to use their 

Welsh in work? Is the 

percentage sufficient to 

create a critical mass? Is 

there a majority that can and 

want to use their Welsh in 

work regularly? How does 

this compare with the 

national survey on frequency 

of use of Welsh?

Have you got a mandate and 

authorisation to increase the 

use of Welsh internally? 

What are the priorities and 

focus nationally, regionally 

and organisationally which 

gives you the 'green light'?

What's the problem with the 

existing situation and is there 

a strong case for change? 

What has to change and 

why? What negative effects 

are going to transpire or 

going to continue to do harm 

if we don't change? 

What are our strengths and 

weaknesses, and how can 

we make the most of our 

strengths and opportunities 

to improve as an 

organisation and lessen our 

weaknesses and deal with 

our threats?

One who are you reliant for 

authorisation and resources? 

Who are the positive and 

negative influencers that are 

going to support or block 

your work?

Use the stakeholder map to 

identify those who will 

support you and who you 

need to keep on side. 

WHO AND 

WHAT ARE 

YOU 

DEPENDING 

ON TO MAKE 

THIS HAPPEN

WHAT 

PURPOSEFUL 

INTERVENTIONS

ARE GOING TO 

DRIVE CHANGE?

Dependencies

Team 1 is dependent on 

staff skills improving by X 

through training at Level X 

for staff in Department Y. 

xxx

xxx

xxx

xxx

Staff skills

Language 

skills and 

confidence

Team 2

is dependent on

Team 1

is dependent on

Team 3

is dependent on

Team 4

is dependent on

Team 5

is dependent on

Monetary 

resources

Human 

Resources
Leadership

Strategy & 

Policy

Equipment/ IT

Systems, 

infrastructure, 

administration

Ethos/ 

Attitudes/ 

Culture

Assumptions

Beth sydd angen i ni ei wneud i wella ein sicrwydd a'n gwybodaeth?

Text here

Very Confident

We are sure these things will 

ocurr. Without doubt, we can be 

sure that the following will 

happen...

See an example

Confident

From experience and assurances, 

we are confident that the 

following will happen...

Quite Confident

More likely than not, the following 

will most likely happen, with a fair 

wind...

Text here Text here

Not Confident

It's possible that some elements 

work as planned but not 

everything. There are too many 

risks, lack of data, lack of staff...etc

Text here Text here

Skeptical

It's unlikely to work and/or there 

are more challenges and 

unintended consequences likely 

to occur than we can foresee. 

9

Equipment Confidence increased

Leadership

Skills and 

confidence

Infrastructure

MONITOR AND 

EVALUATE

THEORY OF CHANGE

What dependencies are 

there? Systems, staff, skills, 

attitudes, leadership, 

strategy or policy, a 

statement, agreement, 

governance, monetary 

resources, human resources, 

equipment, infrastructure, 

administrative support, 

structures, training. 

What is the domino effect 

you want to kick start? If you 

do A, will C happen as a 

result? Interventions - grants, 

Welsh only rules, changing 

line manager, arrange desks 

and working days....

What are you taking for 

granted/ presuming? Openly 

surfacing these will help you 

foresee any consequences 

of your actions and 

interventions or any 

challenges that you haven't 

considered. In this way, 

identifying risks will help you 

manage and reduce their 

chances of materialising and 

will also help mitigate the 

effects if they were to 

materialise and impact 

negatively on your project. 

What?

What/ has anything changed?

What have we proven/seen?

What is the data telling us?

What problems have been solved?

What impacts and consequences have we seen?

To what extent have we met our aims and objectives?

So what?

To what extent have we been successful?

What were the successes/achievements? 

What went wrong/not as planned?

What can we interpret from the data/results?

What next?

What are the next steps?

What interventions are likely to work/have an effect?

What have we learnt/can improve on next time?

How can we drive forward to achieve more?

Topic 1 Topic 2 Topic 3 Topic 4 Topic 5

See an example

Complete the Theory of Change from right to left. 

Action Plan

10

xxxxxx

Resources (money, 

grants, tutors)

[Impact]

[Impact]

[Impact]

[Impact]

[[Impact]

[Root of the problem]

[Root of the problem]

[Root of the problem]

[Root of the problem]

[Root of the problem]

[Root of the problem]

[Root of the problem]

🌟 Vision Statement

Our vision is [describe the change or effect you want to create for the future] 

by [outline in short how you will achieve this - through values, actions and 

attitudes]

in order that [note who will benefit and what difference this will make].

🧭 Example:

Our vision is to foster a flourishing bilingual organisation 

by equipping our staff with the skills and confidence to use Welsh and using 

inclusive approaches and strategic support

in order that every member of staff has access to corporate services, social 

opportunities and the organisational culture in their chosen languages.

✍️ Questions to help you:

What long term change do we want to see in the world or in our sector and 

what is our organisation's contribution to make that change happen? 

What valubes and strengths make us strong or unique? What opportunities 

are available to us? 

Who do we serve and how will staff experiences and performance improve 

as a result?

THE VISION STATEMENT:

Road Map - Internal Use of Welsh
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