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How a school develops one aspect of its SDP: a report that critically reflects on the actions, impact and evidence base.

Introduction - 

This report will delve into one action point taken from a school’s strategic targets within its School Development Plan (SDP). It will investigate how the targets have been decided and what the school is doing to measure the impact. The chosen action point for this report will be Priority 3, out of 5, of the school’s development plan: "To improve the standard of Welsh as a Second Language, specifically oracy skills”. The reason for choosing this action point to focus on was that this is one of the national mission statements (Welsh Government, 2017b) within Wales as part of Curriculum for Wales with the aim of having a million fluent Welsh speakers by 2050 (Welsh Government, 2017a) and all schools in Wales this is a priority. The model I have chosen to focus on to further understand the process taken to develop a plan is the Welsh Government’s (2014) model school development planning cycle. This model has four stages that a school needs to work on to develop its plan. The school where the SDP has come from is a mixed-ability English medium Primary School. As of 2022, there were 476 pupils (Welsh Government, 2022). According to the school’s Estyn report (2018) “very few speak Welsh at home”.

School development process 

The overall purpose of a school development plan should be to set out actions that will be taken to improve learner outcomes (Welsh Government, 2014). The School Development Plan comes from regular self-evaluation that a school should undertake. It is from this regular self-evaluation that a school can begin the process of what needs to go into its School Development Plan (SDP). The school must first understand where it is now, what improvements it needs to make, and it needs to be aware of current national priorities (Welsh Government, 2014). The school needs to consider the impact on learner outcomes and who will be involved in identifying areas of improvement, such as stakeholders and school partners (Welsh Government, 2017). There has been a lot of pressure regarding the SDP on schools and what it should look like. Some schools had previously resorted to paying a specialist to write one for them. However, this type of SDP did not fully reflect where the school is and where the school needs to go, and it rarely helped to improve the school. Estyn (2019) are now aware of these issues and is trying to tackle the problem with a new approach. They are now trying to encourage schools to be more focused on their own self-evaluation and reflection and that it should support improvement. 
The school development plan process model taken from the Welsh Government (2017) school development planning cycle has four stages. Before the school begins, they need to have a clear vision of what they want the school to achieve over the next 3 years. The first stage of the process is the self-evaluation stage. For this stage, the school needs to be honest with itself and reflect on its overall performance (Welsh Government, 2014). The self-evaluation process continues throughout the year to see if they are meeting previous targets. From the self-evaluation process, the school needs to identify its strengths and weaknesses, and areas that need improvement and consider what steps should be taken to make improvements. The school will also need to look at relevant data to help support their targets for their SDP such as eligibility for free school meals and children that may have additional learning needs. 
The second stage of the model is strategic planning. During this stage, it is essential that schools include all partners and stakeholders as this ensures that everybody understands their responsibility and commitment to the improvements. The school must identify priorities which should be “challenging but realistic” (Welsh Government, 2017, p. 12). Once the priorities have been agreed upon, the school and partners need to develop and agree on targets to meet the priorities. The school then needs to investigate any professional development that may need to implement for the teachers in the school to meet these targets as well as what resources are needed. The school should also look into previous targets, specifically ones that have been achieved to see how and why they were effective and use that knowledge for future targets.
	The third stage is about making improvements and putting the action and strategies outlined into practice. The staff should be aware of the actions and strategies needed and their responsibility to implement them to meet the improvements. The quality of leadership during this process is important as it is crucial in supporting the involvement and commitment of staff. Estyn has learnt that excellent leadership results in excellent teaching when professional development focuses on the national priorities for improvement as well as developing individual skills (Welsh Government, 2014).  
	The fourth stage involves an ongoing review of the impact of the plan. This should be assessed through live documents that can be accessed by all staff included. It is the governing body's responsibility to monitor and update the development plan annually or after an Estyn inspection. Doing this will ensure that the school’s plan is up to date.
The aspect of the school development plan chosen for improvement is the use of the Welsh language in schools. Increasing the use of Welsh in schools has become a national mission in Wales. Cymraeg 2050: A million Welsh Speakers strategy (Welsh Government, 2017b) sets out what the government plans to do to achieve a million Welsh speakers by 2050. The targets are simply to reach 1 million Welsh speakers and to increase the population that can speak Welsh daily and can speak more than just a few words from 10 per cent to 20 per cent (Welsh Government, 2017b, p.11).
The Welsh Government (2017b, p.18) mention briefly in their national mission statement that they want to ensure that all learners will leave school able to use the Welsh language. It also mentions the Workforce Development Plan (Welsh Government, 2019) and that they aim to develop the Welsh language by improving the quality of the supply workforce (Welsh Government, 2017b, p.27). 

Developing an action point
The school's rationale for choosing the priority to improve the standard of Welsh as a Second Language, specifically oracy skills began with their self-evaluation. Using the School development planning cycle (Welsh Government, 2014) the school was able to identify that the pupils’ Welsh oracy skills and using the language were weak as well as poor attitudes towards the language across the school. The school also used the Central South Consortium (CSC, 2021) Listening to Learner Toolkit to access their use of the Welsh language at the time. The toolkit lists what should be contained in Welsh as a Second Language coordinator’s file to ensure that everything is in place to achieve a good standard of the Welsh language in school. The toolkit also includes assessment and monitoring resources, a scheme of work, a continuum of Welsh language patterns and useful websites for further resources. 
They made targets and listed milestones they intended to reach and shared them with stakeholders as part of the process. The plan has included a lot of stakeholders such as the headteacher, LLC lead, governing body, teachers, teaching assistants, administration staff, pupils (Pupil voice), stakeholders and parents have all been included in this priority. Once approved by the stakeholders the school began to implement what they had put into place to achieve their goal. Throughout the year the school has put measures in place to reassess their progress so far through regular self-evaluation to check they are on track and if not why.
The school has chosen different methods to collect data throughout the year. The methods the school uses are learning walks, observations, pupil voice, progress reports, Cymraeg Campus questionnaire data and language acquisition progress sheets. This mixed method approach of data should give the school good variety of results. However, there are some limitations to some of the methods. Denscombe (2017) suggests that disadvantages would be time and cost could increase, each area of research needs to be developed and understood and data from one method may not corroborate with another. 
	As part of strategic planning, Stage 2 of the model, the school has worked with stakeholders to confirm targets, as mentioned above. The targets have been developed from a national priority perspective such as from the Cymraeg 2050: A million Welsh Speakers strategy (Welsh Government, 2017a) document where the aim is to equip learners, as citizens of a bilingual Wales in a multilingual world and the Welsh in Education Strategic Plan 2022-2023 (Welsh Government, 2017c) document which explains what they intend to do in regard to the development of Welsh-medium and Welsh language education. From a regional perspective, the school is engaged with the CSC Business Plan 2022-2025 (Central South Consortium, 2022) Priority 1 - Curriculum, Teaching and Assessment. Within the CSC Business Plan priority 1, the school is paying particular attention to Welsh Language, Culture, and heritage. This priority investigates broadening professional learning opportunities in relation to using the Welsh language, refining Welsh language patterns as part of the curriculum, creating Welsh language networks to share practice and increasing the numbers of schools included in Siarter Iaith or Cymraeg Campus. From a local perspective, the school has implemented the use of the Welsh in Education Strategic Plan 2022-2032 (Welsh Government, 2017c), paying particular attention to Objective 5: “more opportunities for learners to use Welsh in different contexts in school” and Objective seven: “Increase the number of teaching staff able to teach Welsh (as a subject) and teach through the medium of Welsh”.
	Following recommendations from national, regional, and local documents regarding improving Welsh as a second language the school has implemented several targets to meet its goals. This is where Stage 3: Making improvement/action is executed. All staff, teachers, teaching assistants and administration staff were grouped together based on their Welsh language proficiency and now have bespoke Welsh language lessons. Staff have had training regarding the Cymraeg Campus framework and information has been passed on to parents. Welsh language lessons and workshops have been available for parents/carers and governors to encourage the use of Welsh. Daily Helpwr Heddiw sessions have been established for all classes to encourage daily use of the language as well. 
	The final stage of the process is Stage 4: Reviewing impact. This is an ongoing process throughout the year and is consistently assessed and reassessed based on findings (Welsh Government, 2021, p.17). Staff and Criw Cymraeg (Welsh group led by pupils) audit the learning environment and resources. Cymraeg Campus school questionnaire was used throughout the year, the data was analysed, and progress was measured. Visit from CSC staff to validate progress towards Cymraeg Campus award and school to achieve Bronze Award. Professional discussion between staff and sharing of practice among colleagues. Progress of learners reviewed, and feedback provided.
	
Reflection and evaluation

The school has focused a lot of its improvement on professional development relating to improving Welsh as a Second language. The emphasis on professional learning is echoed in an effective practice article about raising the standards of Welsh using professional learning (Estyn, 2022). The article discusses teachers taking a sabbatical to take time to learn Welsh. This proved to be effective for the school in the article as the teacher would come back to teach Welsh to the class and then return at a later date to assess the progress of the pupils. However, this is not possible for all. Not all teachers will be granted the opportunity to take a sabbatical to learn another language so other solutions have to be considered. The school the SDP comes from decided to give all staff lessons in Welsh to help encourage and build confidence in staff to learn and use Welsh within the school. Once a school and staff have reached a certain level of proficiency this will open up more opportunities for Welsh development.
Another consideration may be to create more opportunities for staff to practice Welsh amongst each other or more fluent speakers. A teacher at the front of the class rarely gets the chance to engage in back-and-forth conversation unless they have more fluent pupils in the class as the teacher is the one introducing the language. Maybe the school could do a Welsh exchange day, where teachers or pupils could visit a more fluent Welsh school and have a fully immersive day in the language or a visit from a more fluent Welsh speaker in their own school to have a fully immersive day in their own school. Have fully immersive Welsh days. If staff have not reached this level yet invite a fluent speaker to come and teach the pupils something while only speaking Welsh.
Have resources readily available to help encourage the use of Welsh. Teachers could have small flipbooks of phrases that could be attached to a lanyard to encourage practice and use in the classroom, school halls and on the playground or flashcards placed around the school which can be collected in packs used in games and put back. Have stickers or certificates to reward pupils who are using incidental Welsh out of the classroom, these could be used by any member of staff in the school, starting simply with greetings. Each week the school could have a new question and answer they are practising, so teachers could randomly ask pupils around the school to encourage using it. 

Conclusion

	In conclusion, it is apparent that a lot goes into a school development plan. The school needs to consider national incentives as well as local, who is involved in the pupils learning and what will benefit the pupils learning. Being honest when self-evaluating is essential in planning for improvement (Welsh Government, 2014, p. 2). Targets need to be made as simply having a priority will not help the school achieve it. The action points and targets are almost like stepping stones on the journey to achieving the goal and regular reflection needs to be done to ensure that the targets have been completed and strong foundations are being created. Professional learning has stood out the most in this SDP and its importance in ensuring that pupils progress. If the teachers do not have a strong knowledge of information, then the pupils may not progress as quickly as they should and teachers should have career-long access to professional development (Welsh Government, 2014, p. 13).
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