 PROJECT INITIATION DOCUMENT (PID)

Driving Change and Building Business Cases - 

Investigating a Business Issue from a HR Perspective

Students Name: Mitchell Jones
INSTRUCTIONS:

Give as much justification as possible for every question asked.  This means, you must not limit yourself to just stating WHAT you believe is an appropriate response, but WHY.

ALWAYS provide an outline of the financial and cost imperatives associated with your report tasks.  Imagine you must be able to SELL your project idea.

Put effort into the PID and your will benefit from this when it comes to undertaking the research.  Use your skills as a “Thinking Performer” and take the “Business Partner” approach.

PID submission date detailed on the IBI Activity Schedule

	1. Name
	Mitchell Jones

	2. Organisation name:
	Cardiff & Vale University Health Board


	3. Type of business:

Nature of business and customer profile:
	Public service healthcare

Patients and service users


	4. Number employed by organisation:
	16,500

	5. Number employed within human resources (HR) department (if applicable):
	142

	6. List the main HR functions that are undertaken by your organisation:


	Welsh Language

Equality, Diversity and Inclusion

People Services
Learning & OD

Wellbeing & Occupational Health

Recruitment

Medical Workforce

Health & Safety

People Analytics

Workforce Planning

Electronic Rostering

Workforce Governance



	7. Your job title:


	Equality, Diversity and Inclusion Senior Manager

	8. How long have you been in this job?
	3 months

	9. Outline main purpose of your job:


	The primary purpose of my job is to strategically lead the organisation in relation to equality, diversity and inclusion, with my remit also covering the Welsh language. I am responsible for the organisation meeting its legislative requirements as well as building a more inclusive organisation for all our people, ensure everyone feels like they belong.


	10. List the HR responsibilities within your job:


	· Direct line managing the Equality, Diversity, Inclusion and Welsh Language Team.
· Strategically lead the organisation to become more inclusive in relation to the Welsh Language and EDI, including meeting the objectives set out in the Strategic Equality Plan and improving compliance with the Welsh Language Standards.

· Support with delivery of training and OD interventions.

· Provide advice and support in relation to Welsh Language and EDI throughout the organisation.
· Communication lead for the organisation’s People & Culture Plan.



	11. Who is the person mainly supporting your report (Sponsor)?  State their job title and their relationship to you:


	Name: Claire Whiles
Job title: Assistant Director of OD & Culture
Relationship to you: Line manager



	12. Aim of report:

In no more than twenty words, state the overall aim of the report.  Here you need to compile a sentence that communicates clearly what you intend the report idea to achieve.

Aim:

Understand and improve the use of the Welsh Language within Cardiff & Vale UHB’s People and Culture function.
TOP TIP:  KEEP IT SPECIFIC.  IMAGINE YOU ARE A SELF-EMPLOYED CONSULTANT DETERMINING THE PARAMETERS OF YOUR report FOR WHICH YOU WILL GET PAID.  A CLEARLY STATED AIM HELPS TO ACHIEVE PARAMETERS AND SERVES TO ESTABLISH THE BASIC DESIRED OUTCOME OF THE report.  ONLY WHEN WE DELIVER ON THE AIM, SHOULD WE EXPECT TO GET PAID BY OUR PAYMASTER.

	13. Objectives of report:

List four objectives that are each directly related to the report aim.  Here you must ensure the objectives are SMART (specific, measurable, achievable, realistic, time bound).  Essentially, objectives are steps you need to take to achieve the report aim.  Each objective must begin with a verb that states clearly how the objective is to be undertaken.  

Objectives:

1 Critically evaluate the importance of Welsh Language skills 
 
2 Determine appropriate methodology to use to drive change in relation to Welsh Language skills in the People and Culture function
 
3 Critically analyse the current Welsh Language skill level and use of Welsh in the People and Culture function, its ability to deliver an appropriate bilingual service, and any potential barriers and drivers to developing Welsh language skills. 
 
4 To make recommendations about how the People and Culture function can improve their Welsh language skills and develop an implementation plan. 
TOP TIP:  KEEP OBJECTIVES SIMPLE AND ADHERE TO SMART PRINCIPLES.  THE OBJECTIVES ARE THE STEPS YOU WILL TAKE TO DELIVER ON THE AIM OF YOUR report.  AGAIN, THESE ARE MEASURABLE PARAMETERS AND SERVE TO DEMONSTRATE A LOGICAL AND EASILY UNDERSTANDABLE APPROACH TO SUCCESSFULLY COMPLETING THE report.  OBJECTIVES ARE ALWAYS AGREED AND “SIGNED OFF” BY YOUR PAYMASTER SO THAT BOTH PARTIES KNOW WHAT IS BEING CARRIED OUT AND IN THE END, PAID FOR.


	14. Give an outline of the sorts of tasks and questions you want to undertake and ask that will allow you to deliver on your objectives and ultimately achieve your aim.

Questions relevant to objective one:
· What is the importance of Welsh language skills?
· Why are Welsh language skills important in the workplace?

· Why are Welsh language skills important in healthcare?

· Why are Welsh language skills important in the People and Culture function?

· Why do Cardiff & Vale UHB need to develop their Welsh language skills?

· What are the legal requirements for Welsh language skills in Cardiff & Vale UHB?
Tasks relevant to objective one:

· Undertake thorough research including a literature review
· Ascertain the legal requirements in Cardiff & Vale UHB in relation to Welsh language
Questions relevant to objective two:

· What methodologies can be used to drive organisational change?
· How do you best encourage people to learn a new language?

· Who are the leaders in thinking when it comes to driving organisational change?
Tasks relevant to objective two:

· Undertake thorough research including a literature review

Questions relevant to objective three:

· What is the current Welsh language skill level within the People and Culture function?
· How do the HR functions within People and Culture use their Welsh language skills?

· How high is the confidence of the workforce in dealing with Welsh language skills?

· To what extent to People & Culture function abide by legislative requirements?

· What is the Welsh language offering of People and Culture, and is it appropriate?

· Are there any areas for improvement in People and Culture?

· Are there any areas of good practice in People and Culture?

· What are the potential barriers to staff developing their Welsh language skills?
· What are the potential drivers to staff developing their Welsh language skills?
Tasks relevant to objective three:

· Analyse available data regarding the current Welsh language skill level in People and Culture.

· Analyse People and Culture policies, procedures and processes.
· Conduct a survey in relation to Welsh language skills in People and Culture.

	Questions relevant to objective four:

· What are the key areas for improvement?

· What recommendations can be made to improve the Welsh language skills within the People and Culture function?

· What recommendations can be made to improve the use of the Welsh language in the People and Culture function?
Tasks relevant to objective four:

· Review the previous research and findings of the report to identify recommendations.

· Draft an implementation plan outlining how the recommendations can be taken forward.
TOP TIP!  THE MORE TIME YOU TAKE EARLY ON IN YOUR REPORT TO WORK OUT WHAT YOU ARE GOING TO ASK AND WHAT YOU HAVE TO DO, THE MORE TIME YOU WILL SAVE LATER ON.


	15. What is the business case for considering undertaking the report?  Here you need to justify how achieving the report aim will advantage and benefit the business and its stakeholders. For example, savings, gaining intelligence of competitors, promoting innovation, and return on investment.  

· Improve legislative compliance
As a public sector organisation, Cardiff & Vale UHB are legally required to comply with the The Welsh Language Standards (No. 7) Regulations 2018 as instructed by Welsh Language Wales Measure 2011. The organisation is currently only complying with 81 out of the 120 standards. A number of the standards include the ability to deliver services bilingually and comply the organisation will need to improve its Welsh language capabilities. Through assessing the current Welsh language skills within People and Culture, any gaps in skillset can be identified, enabling the function to strengthen and develop its Welsh language skills to ultimately improve legislative compliance. 
· Avoid financial penalties
There are cost implications for not complying with the Standards as the organisation can be fined by the Welsh Language Commissioner for any breaches.
Understanding People and Culture’s Welsh language skills will help minimise the risk of the organisation receiving a financial penalty from the Welsh Language Commissioner.

· Time taken for investigations

The Welsh Language Commissioner has the power to investigate any potential breaches of the Welsh Language Standards. These investigations are undertaken by the organisation for the purposes of satisfying the Commissioner that the matter has been resolved and remedial action taken. The Welsh Language Commissioner has also recently advised that they no longer require a complaint to be raised for them to instruct an investigation, they can now instigate the process at their discretion.

Improving compliance with the Standards will save time for the organisation time and resource in investigating the concerns.

· People and Culture in first instance
As Cardiff & Vale UHB is an organisation of 16,500 staff, undertaking research on the whole organisation at this stage would not be feasible. However, numbering 142 members of staff, People and Culture is far more appropriate and manageable for this research. As the function houses the Welsh Language Team and has responsibility for Welsh Language Compliance, it is sensible for it to look at its own skills and compliance in the first instance prior to looking at the wider organisation.
Better understanding the relationship between the People and Culture and the Welsh Language, will support the wider organisation in the long term. For credibility when driving throughout the organisation, the function should ensure its own house is in order first.
· Improve delivery of services

When services are delivered in people’s first language it improves outcomes, as initial research indicates. Understanding the Welsh Language skills of People and Culture, identifying gaps, barriers, and how to improve skills, will mean the function can deliver better services for its staff, e.g. improved training and development.
TOP TIP:  NO BUSINESS CASE?  BIN REPORT, START AGAIN - BETTER NOW THAN LATER!

	16. Identify the risks associated with the report and how these could be overcome.
· Damaging individual’s confidence in their Welsh Language skills
Asking staff to reflect on their Welsh Language abilities could impact their confidence in their ability.

Overcome:

Careful and supportive messaging as part of the questionnaire.
· Concerns regarding additional workload
Highlighting any gaps in performance or compliance could lead to staff to feel anxious about the work they have to undertake to improve. During the Covid-19 pandemic, unprecedented pressures were put on NHS services and the report has the potential to exacerbate existing anxieties.

Overcome:

Offering reassurance to those participating that identifying areas for concern now will avoid repercussions in future.

· Anxiety over future employability

Those with minimal or no Welsh Language skills may potentially feel at risk or concerned about their future employability within some areas in the function. Staff may feel that if an area needs to increase its Welsh Language capabilities, this may hinder their career prospects in that area.
Overcome:

Clear messaging and reassurance that staff are secure in their role and the opportunity to develop Welsh Language skills are open to all.
· Lack of engagement

Given the pressures experience by the NHS during the Covid-19 pandemic and that many of these pressures still exist, including with the People and Culture function, there is a risk that staff will not have the time to engage with the research. In turn this would result in poor data and evidence to support any findings in the report.

Overcome:

Use questionnaires, as this may be the least time-consuming method of collecting data, and make the process as efficient as possible.

TOP TIP:  THERE ARE RISKS TO ALL RESEARCH PROJECTS HOWEVER, GOOD THEY MAY SEEM!  THE SKILL IS TO IDENTIFY AND MANAGE THE RISK(s).


	17. List the resources you will need to make your report a success.  State why such resources are needed.  These may include, people, time, cash, technology, data.  Identify any constraints that you may encounter and explain how you would overcome these.

· Time to undertake the research
Time will be required to undertake research and analysing data.  

· Access to workforce colleagues, including senior management

Input from People and Culture colleagues will be vital to collecting the primary data.
· Existing data in relation to Welsh Language skills

Data held in the Electronic Staff Record system will be needed to compliment and support the primary data. 

· Access to internal policies and procedures
Policies and procedures, including the Welsh Language Policy, will help inform how the Welsh Language is used in the function.
· No monetary funding required
TOP TIP:  THE ASTUTE MANAGER IS FULLY AWARE OF THE REQUIRED RESOURCES AND THEREFORE, BUILDS POSITIVE RELATIONSHIPS WITH PEOPLE WHO CAN HELP HIM/HER IN OBTAINING SUCH RESOURCES.  IT IS ESSENTIAL TO IDENTIFY ALL RESOURCES AT THE BEGINNING OF A PROJECT SO THAT YOU CAN INCLUDE THEM IN YOUR COSTS. 

	18. State what method you intend to use to collect your primary data.  For example, questionnaire, interviews, telephone surveys, focus groups etc.  Outline why a particular research method was chosen over alternatives.

Questionnaire
Using a questionnaire is the most appropriate method for collecting the primary data for a number of reasons.
Given that I will be approaching 142 colleagues to participate, to undertake other methods such as interviews and focus groups may potentially be too time consuming. I am also acutely aware of pressures the function is currently experiencing and the need to be mindful of the time that people will be able to dedicate to participating in the research. Being potentially the least time-consuming method, a questionnaire would be most appropriate and should increase engagement in the research, leading to better and more accurate data.
A questionnaire will also enable me to collect both quantitative and qualitative data. The quantitative data will be helpful in understanding the Welsh language skill level whilst qualitative will support in identifying enablers and barriers to learning Welsh etc.
TOP TIP: CHOOSE AN APPROPRIATE METHOD AND THEN, USING THIS METHOD, ENSURE YOU WILL ACTUALLY BE ABLE TO COLLECT THE DATA YOU REQUIRE.  AGAIN, KEEP IT SIMPLE AND TAKE ADVICE FROM RESEARCH METHODOLOGY TEXT BOOKS AVAILABLE IN THE LIBRARY.


	19. State HOW you plan to collect primary data and justify the appropriateness of your chosen research method.  Consider whether or not you will be given or denied access to personnel and why.

As above, I intend to use a questionnaire to collect the primary data.
The questionnaire will be split into two sections. The first will collect quotative through measuring the Welsh Language skill level of individuals using scale of 1-5, 1 being no Welsh language skill and 5 being fluent and confident. Welsh language skills will be broken down into four sections – listening, speaking, reading, and writing.
This method uses the same data set as is collected throughout NHS Wales in relation to Welsh and will therefore enable easier comparison.
The second section will collect qualitative data asking questions in relation to any potential barriers or enablers the individuals have encountered to learning Welsh. Other questions in this section will ask about the use of the Welsh Language in participants’ area of work.

The questionnaire will be sent via email to each individual using an existing distribution list. The email text will succinctly explain the purpose of the research and how the information they provide will be used.

Given the pressures on the function and that the research will take place over the summer holidays, when historically a high number of people take annual leave, a one-month window will be provided to return the questionnaire. The questionnaires will be returned directly to me via email.

Through the research it is hoped that any potential gaps in Welsh Language skills will be identified and it would therefore not be appropriate for the questionnaire to be anonymous.

I hope the appropriateness of using this method has been covered as part o the text as well as in the above section.
I do not anticipate being denied access to personnel as the research has gained support from the Assistant Director of OD and Culture, as well as the Executive Director of People and Culture.
TOP TIP:  BE SURE THAT THE METHODOLOGY YOU USE TO COLLECT YOUR DATA IS APPROPRIATE AND AFFORDABLE IN TERMS OF YOUR TIME.  KEEP IT SIMPLE!  DO NOT MAKE YOUR LIFE DIFFICULT.

	20. State from WHOM you plan to collect primary data and detail any challenges you anticipate.  Outline how you plan to approach people to take part in your research and why you have chosen such individuals.  State why individuals may agree to take part in your report or indeed, refuse.

I plan to collect primary data from each member of the People and Culture function in Cardiff & Vale UHB, approximately 142 participants.
Challenges I anticipate include a lack of time for participants to engage with the research, potentially leading to a poor response rate. 
How I plan to approach people has been covered in the above section. However, more generally, in approaching people I intend to start by explaining the ‘why’, i.e. why it is important that we collect this information, and then briefly outlining what they can do and how to participate. I will be transparent throughout the process and invite participants to ask any questions they wish. I hope that using this approach will increase engagement.
I have chosen these colleagues in People and Culture as the aim of the report is to identify the current skill level of the entire function and to understand how Welsh Language skills can be improved. The more people that respond from the function, the more accurate the data.
Generally, there is a feeling in the function that more needs to be done around the Welsh Language and therefore I do not anticipate challenges from people not agreeing to take part on the basis that they disagree with the undertaking. However, refusal may come on the grounds of a lack of time to participate. Being succinct with the questionnaires and advising of the expected time needed to complete the questionnaire may help with engagement.
TOP TIP:  BE SURE THAT THE PERSONS YOU WANT TO PARTICIPATE IN YOUR REPORT ARE THE APPROPRIATE PERSONS.


	21. State from where you plan to collect secondary data.  This means providing an early list of alphabetised websites and a bibliography that details (using Harvard method) the books, journals, research and magazines that you intend to use.

Website addresses:

Approximately 10

Cardiff & Vale University Health Board (2022) Cardiff & Vale University Health Board Web site. Available at: https://cavuhb.nhs.wales/
CIPD (2022) CIPD Web site. Available at: https://www.cipd.co.uk/
Future Generations Commissioner for Wales (2022) Wellbeing of Future Generations (Wales) Act (2015). Available at: https://www.futuregenerations.wales/about-us/future-generations-act/
Learn Welsh (2022) Learn Welsh Web site. Available at: https://learnwelsh.cymru/
Nation Cymru (2022) Nation Cymru Web site. Available at: https://nation.cymru/
People Management (2022) People Management Web site. Available at: https://www.peoplemanagement.co.uk/
UK Government (2022) Welsh Language (Wales) Measure 2011. Available at: https://www.legislation.gov.uk/mwa/2011/1/contents
Welsh Government (2021) Welsh Government sets out the next five-year arrangements for Welsh 2050. Available at: https://llyw.cymru/llywodraeth-cymru-yn-nodi-trefniadau-pum-mlynedd-nesaf-cymraeg-2050
Welsh Government (2022) Promoting the Welsh Language. Available at: https://gov.wales/promoting-the-welsh-language
Welsh Language Commissioner (2022) Welsh Language Commissioner Web site. Available at: https://www.comisiynyddygymraeg.cymru/
Books (on topic area and associated subjects):

Approximately 10

Chriost, D.M.C, (2016) The Welsh Language Commissioner in Context: Roles, Methods and Relationships. Cardiff: University of Wales Press

Davies, J. (2014) The Welsh Language: A History. Cardiff: University of Wales Press

Jenkins, G. and Williams, M.A. (2000) Let’s Do Our Best for the Ancient Tongue: The Welsh Language in the Twentieth Century. Cardiff: University of Wales Press
Jones, R. O. (1997) ‘Hir Oes i’r iaith’. Ceredigion: Gomer Press
Morris, D. (2010) Welsh in the twenty-first century. Cardiff: University of Wales Press
Owen, J.T. (2021) The Welsh Language in Cardiff: A History of Survival. Aberystwyth: Y Lolfa
Wyner, G. (2014) Fluent Forever. Las Vegas: Harmony.

Books (on research methodology):

Approximately 3
Cameron, & Green, M. (2012) Making sense of change management a complete guide to the models, tools, and techniques of organizational change (3rd ed.). Kogan Page
Saunders, Lewis, P., & Thornhill, A. (2019) Research methods for business students (8th ed.). Pearson.
O’Gorman, & MacIntosh, R. (2015) Research methods for business & management: a guide to writing your dissertation (2nd ed.). Goodfellow Publishers Ltd.
Peer reviewed research papers:

Approximately 10

Coupland. (2012) Bilingualism on display: The framing of Welsh and English in Welsh public spaces. Language in Society, 41(1), p1–27. https://doi.org/10.1017/S0047404511000893
Gasiorek, & van de Poel, K. (2018). Language-specific skills in intercultural healthcare communication: Comparing perceived preparedness and skills in nurses’ first and second languages. Nurse Education Today, 61, p54–59. https://doi.org/10.1016/j.nedt.2017.11.008 

Geraint H Jenkins. (2001) A social history of the Welsh language. Historian (London), 71, p22. ISSN: 0265-1076
Hodges. (2021) Defiance within the decline? Revisiting new Welsh speakers’ language journeys. Journal of Multilingual and Multicultural Development, p1–17. https://doi.org/10.1080/01434632.2021.1880416 
Jones. (2019) Place and identity: Wales, “Welshness” and the Welsh language. Geography, 104(1), p19–27. https://doi.org/10.1080/00167487.2019.12094058 
Martin, Woods, B., & Williams, S. (2018) Language and Culture in the Caregiving of People with Dementia in Care Homes - What Are the Implications for Well-Being? A Scoping Review with a Welsh Perspective. Journal of Cross-Cultural Gerontology, 34(1), p67–114. https://doi.org/10.1007/s10823-018-9361-9 

Roberts, & Burton, C. R. (2013) Implementing the Evidence for Language-appropriate Health Care Systems: The Welsh Context. Canadian Journal of Public Health, 104(6), S88–S90. https://doi.org/10.17269/cjph.104.3496 

Schedlitzki, Edwards, G., & While, G. (2017) Leadership, Management and the Welsh Language. European Management Review, 14(1), p19–31. https://doi.org/10.1111/emre.12087 

van Rosse, de Bruijne, M., Suurmond, J., Essink-Bot, M.-L., & Wagner, C. (2016). Language barriers and patient safety risks in hospital care. A mixed methods study. International Journal of Nursing Studies, 54, p45–53. https://doi.org/10.1016/j.ijnurstu.2015.03.012 
TOP TIP:  REFERENCES TO APPROPRIATE LITERATURE AND OTHER RESOURCES GIVE CREDIBILITY TO ANY PIECE OF WORK – BEWARE OF CUTTING AND PASTING INTERNET MATERIAL AND CLAIMING IT AS YOUR OWN – THIS IS PLAGIARISM IN THE REAL WORLD TOO!


	22. Design a time plan for the lifetime of the report. Begin by breaking down all tasks that need to be undertaken and assess the duration of time you need to devote to each task.  Be sure to show tasks in a logical sequence.  Be further sure that you plan well enough to enable you submit your report on the deadline date.  Include any meetings that you plan to have with your report supervisor at UWTSD.  Be realistic and make your report manageable, account for holidays and other “off-days”.  

Task

Date to be completed

Begin research into secondary data

11/07/2022

Finalise questionnaire
17/07/2022
Send questionnaire to participants
18/07/2022
Close date for questionnaire submission
15/08/2022
Meeting with Supervisor

20/08/2022 (Approx.)

Analyse primary data
28/08/2022
Conclude research into secondary data
28/09/2022
Commence with drafting the report
29/08/2022
Meeting with Supervisor
20/09/2022 (Approx.)
Report draft completed
26/09/2022
Finalise recommendations and implementation plan

01/10/2022

Review draft and finalise report
06/10/2022
Submit
07/10/2022
TOP TIP:  IMAGINE YOU ARE SELF-EMPLOYED AND WANT TO DEMONSTRATE TO YOUR PAYMASTER EXACTLY WHAT YOU HAVE TO DO TO SUCCESSFULLY COMPLETE YOUR REPORT.  MOREOVER, DATES PROVIDE A TIMELINE TO WHICH WE HOLD OURSELVES (AND OTHERS) ACCOUNTABLE.


	23.  Make a list of questions here that you wish to ask your supervisor about your report.  Such questions could be about:  meeting dates and venues; any forthcoming events that you may have interfere with you completing your report; relevant books, journals, websites, research papers; research methodology; etc etc etc.

· Will we be able to meet twice over the summer please, once around 20th August 2022 and again a month later?
· Have you any advice in relation to my research methodology?

· I have found a dissertation written by a fellow UWTSD student which I feel will be relevant to my report. Although the paper was retrieved from my search having selected ‘Peer reviewed’, I can see no mention of this on the paper itself. Is it ok to still use this?

· Would you be ok to review a rough draft prior to our September meeting, if you are agreeable to this meeting taking place?

· I am aiming to complete another assignment by the end of July and I am just a bit worried I may be cutting it fine with the timeline outlined above. Does this look sensible to you?
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