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Project proposal for a school community project
Introduction 
"Our ambition is to reach a million Welsh speakers by 2050 – not by accident, but by design." (Welsh Government, 2017). This confident vision, set out by the Welsh Government’s strategy Cymraeg 2050, emphasises the national commitment to reintroducing the Welsh language across all areas of life, including education and the community. Central to this goal is the role that schools play, as stated throughout Curriculum for Wales, highlighting the importance of the What Matters Statement ‘Languages connect us’, supporting learners' developing pride in their identity (Welsh Government, 2019). As the strategy emphasises, schools must go beyond the classroom to embed bilingualism as an authentic experience, where learners can develop their ‘Cynefin’, a sense of belonging in their community, through meaningful use of the Welsh language (Welsh Government, 2025). Schools have a unique opportunity and responsibility to engage families, local organisations, and cultural networks to support the co-construction of a bilingual future. Research highlights that when schools work in partnership with their communities, pupils are more likely to feel connected, engaged, and motivated, especially in areas where Welsh is not their language at home (Estyn, 2020). This essay proposes the idea of a school-based initiative, “Cymraeg yn y Gymuned”, designed to promote Welsh language use beyond the school gates and improve attendance through meaningful engagement. For context of this proposal, this initiative will be primarily based in a small school in Powys. School X is a nurturing and inclusive English-medium primary school with 139 pupils. In line with the ethical guidelines outlined by the British Educational Research Association (BERA, 2024), the name of the school has been anonymised to protect the identity of participants and ensure confidentiality throughout the research process. 30% of children are eligible for free school meals (eFMS), which is above the national average of 22.9% (Welsh Government, 2019 ). With only 1.3% of pupils speaking Welsh at home, the school demonstrates a strong commitment to promoting the Welsh language and culture, supporting the school’s goal of inhabiting bilingual development and aligning with the Welsh Government’s vision. One of the school’s current Estyn recommendations is to improve pupil attendance, an area in which this project aims to actively support.
Literature review 
The Welsh Government’s vision for one million Welsh speakers by 2050 places schools at the heart of strengthening the language. Education is seen as essential to ensure young people not only learn Welsh but also feel confident to use it in all areas of life (Welsh Government, 2017). Donaldson (2015) outlined many recommendations in his Successful Futures report surrounding the development of the Welsh Language in schools, suggesting that the perception of Welsh needs to be strengthened in a cultural sense to promote a greater understanding of the language and the cognitive benefits of bilingualism (Donaldson, 2015). Erikson’s psychosocial theory of development places children aged 6–12 within the Industry vs. Inferiority stage, where developing competence and gaining peer and adult approval are central (Cherry, 2024). Language acquisition plays an important role in this developmental stage, particularly in bilingual education, where learning two languages can contribute to increased cognitive and social development (Barac and Bialystok, 2012). In the Welsh context, the concept of ‘Cynefin’, a deep sense of belonging, emphasises the importance of children feeling safe in their linguistic and cultural environment. This sense of belonging is closely tied to Erikson’s later stage of ‘Identity vs. Role’ Confusion, where language contributes significantly to personal and social identity. Promoting Welsh as a living language, therefore, not only supports linguistic competence but also supports cultural identity and inclusion (Welsh Government, 2024). Furthermore, the United Nations Convention on the Rights of the Child (UNCRC) proclaims that children have the right to use their own language and participate in cultural life (UNCRC, 1989). Providing rightful access to bilingual education affirms these rights, supporting both cognitive development and empowering learners in their formation of a strong, confident identity (Ali, 2023).  
Cognitive development is significantly enhanced through bilingualism (Sophia, 2025; Barac and Bialystok, 2012). These benefits are most effective when bilingual education is accessible to all learners, regardless of background or ability. Cognitive Load Theory (Sweller, 1998) explains that learners process language more effectively when most of the input is understandable. When language input is too complex, less than 90% comprehensible, learners become overwhelmed, focusing on understanding meaning rather than absorbing new vocabulary or structures. In contrast, when 90–98% of the language is familiar, learners can better manage their cognitive abilities, allowing them to acquire new elements of the language without overload (Conti, 2025). Ensuring inclusive access aligns with the Qualified Teacher Status (QTS) stating ‘The teacher demonstrates knowledge, understanding and experience of high expectations and effective practice in meeting the needs of all learners, whatever their different needs’, which requires teachers to adapt teaching to respond to the strengths and needs of all pupils (Welsh Government, 2019). Differentiating language learning opportunities supports equity, allowing all learners to benefit cognitively while also nurturing a stronger sense of identity and cultural belonging. Bruner’s spiral curriculum concept offers a valuable framework for bilingual education by promoting the gradual development of language skills through revisiting key concepts at increasing levels of complexity (Johnston, 2012). This approach supports cognitive development and reinforces retention, particularly important in second language acquisition. For second langauge Welsh learners, it allows for differentiated progression, enabling all pupils to build confidence over time. 
The 2021 Census revealed a decline in Welsh speakers in Powys, dropping from 18.6% in 2011 to 16.4% in 2021. If this decline continues, projections indicate that only 9% of Powys residents may speak Welsh by 2050 (Hearn, 2025). This decline underscores the urgent need to enhance Welsh language education in the Powys. The Welsh Government's "Community Focused Schools" guidance emphasises the role of schools as hubs for community engagement and cultural development, highlighting the importance of promoting the Welsh language to foster a sense of identity and belonging among learners and the community (Welsh Government, 2022). By strengthening Welsh language provision in schools, Powys can contribute to reversing the number of Welsh speakers and support the national goal of reaching one million Welsh speakers by 2050. This aligns closely with Bronfenbrenner’s Ecological Systems Theory, which suggests that language development is influenced by interactions across a child’s environment (Guy-Evans, 2024). The microsystem, including schools and families, plays a key role in shaping a child’s linguistic identity. If Welsh is not actively supported in these environments, opportunities for language development are reduced. The mesosystem, the connections between home, school, and community, are also important for collaboration between schools and families to reinforce language use across meaningful contexts. Bronfenbrenner’s macrosystem highlights the importance of broader societal values and policies; in this case, the Welsh Government’s commitment to community-focused schools and Cymraeg 2050 shapes cultural and linguistic priorities. By embedding Welsh in all these layers, through a holistic approach to interacting with the curriculum, community events, and government policy, learners are more likely to adopt the language, contributing to identity development and reversing the current downward trend. 
Aims and objectives 
The main aim of the ‘Cymraeg yn y Gymuned’ project is to promote the everyday use of the Welsh language among pupils by embedding it in authentic, community-based activities. Authentic language use outside the classroom significantly improves linguistic competence and confidence (Cummins, 2000). By creating natural opportunities for pupils to use Welsh, the project supports the Welsh Government’s ambition to reach one million Welsh speakers by 2050 (Welsh Government, 2017). A further aim is to strengthen pupils' sense of ‘cynefin’ through meaningful community engagement, as strong cultural identity is linked to higher levels of pupil wellbeing and academic engagement (Estyn, 2024).
The project also seeks to improve school attendance by offering enjoyable, meaningful learning experiences. Evidence suggests that projects with strong community links and cultural relevance can significantly boost pupil motivation to attend school (Epstein, 2011). It further aims to promote educational equity by ensuring that pupils eligible for Free School Meals (eFSM) fully participate and benefit, addressing disparities in engagement and attainment (Children’s Commissioner for Wales, 2020). In addition, the project will develop sustainable partnerships with families, businesses, and local organisations to create wider community responsibility for nurturing Welsh (Welsh Government, 2017).
To achieve these aims, the project will deliver regular, community-based Welsh language activities, such as conversation cafés, workshops, and cultural visits, at least once per half term, per class. This aligns with best practice in immersion education, which stresses the importance of frequent, authentic interactions (Baker, 2011). It will also introduce a bilingual reward and recognition system linked to attendance and participation, promoting consistent engagement. Another objective is to support eFSM pupils by removing financial barriers and offering mentoring opportunities, beneficial to closing the attainment gap (Welsh Government, 2024).
The project aims to establish new partnerships with Welsh-speaking organisations each year and will monitor pupils’ self-reported confidence in Welsh, targeting a significant improvement by the end of the first year, measured through effective surveys and pupil voice initiatives (Estyn, 2024). It also seeks to improve overall attendance within an academic year and to celebrate pupil engagement. 
Measuring impact 
The impact of the Cymraeg yn y Gymuned project will be measured using a mixed-methods approach that captures both quantitative outcomes and qualitative experiences. Key indicators will include improvements in attendance over the academic year, particularly among pupils eligible for Free School Meals. Regular attendance tracking will be complemented by analysis of the participation rates in community-based Welsh language activities, ensuring inclusive engagement. Pupil voice surveys will be used to evaluate changes in pupils' confidence and willingness to use Welsh in authentic contexts, a method Estyn (2024) identifies as central to assessing progress in language development (Estyn, 2024). Qualitative feedback from families, community partners, and staff is important to further inform the project’s development and impact. 
An effective practice report from Estyn (2024), based on a similar community-based project, aiming to create ‘a strong culture and appreciation of Welsh language and heritage’ expressed a positive pupil impact, where they are taking pride in their contribution, showing consistently higher attainment (Estyn, 2024). 
A similar report from Estyn, demonstrating effective practice, Ysgol Caer Elen’s strategic approach to developing Welsh language skills aligns closely with the aims of the Cymraeg yn y Gymuned project. Like our initiative, the school prioritises immersive, enjoyable activities that celebrate Welshness, strengthen cynefin, and make the language relevant in pupils’ daily lives (Estyn, 2024). Their use of a whole-school reward system to recognise achievements has led to visibly improved attitudes toward Welsh, echoing our project's goal to boost engagement through bilingual incentives. Research suggests that students are more motivated when the reward incentive aligns with their personal values (Robbins, 2024; Patrick, H. and Williams, G.C, 2012). 
The uniform ‘swap shop’ at School X is a strong example of the school's ongoing success in engaging meaningfully with its community. With an above average eFSM rate of 30%, the school has demonstrated a deep understanding of its community's needs. By providing the opportunity for families to donate and access school uniforms at no cost, this initiative actively supports local families from a lower socioeconomic background, in turn, promoting sustainability and creating a safe and inclusive environment that can be accessed by all (Welsh Government, 2023). This project has similar aims of strengthening the sense of belonging within the community as Cymraeg yn y Gymuned, the success of the uniform exchange provides a hopeful indication that the Cymraeg yn y Gymuned project is likely to be equally well supported and impactful.
Evaluation  
A key strength of the "Cymraeg yn y Gymuned" project lies in its deep alignment with ‘Cynefin’. The project provides students with immersive, community-based experiences that integrate the Welsh language into everyday life. This cultural embedding enhances literacy competence, nurtures a strong emotional and social connection to learners’ environments, and embeds a sense of belonging (McCallops, Kathleen, et al, 2019). The use of the local community and intergenerational interactions reinforces the relevance of Welsh as a living language, not just as an academic subject (Morris, 2023). Critically, the strength of the cultural relevance depends on the school's ability to provide children with plentiful opportunities where they can meaningfully explore their own identities, within a Welsh context. Without intentional efforts to link activities to personal identity and Welsh history, the concept of ‘Cynefin’ risks being lost. This enhances the importance of teachers providing guided opportunities for pupils to explore their identity (Bonsu and Smith, 2023). Identifying a defined and valued sense of self actively supports mental wellbeing and self-esteem (Mental Health Foundation, 2019). 
The project's inclusive design represents another core strength. Activities are accessible to all pupils, regardless of economic background, this is important to support educational equity (Ortiz, Fránquiz and Lara, 2022). This is particularly significant for eFSM pupils, by offering no-cost activities during school time, allows the project to be accessed by all learners, ensuring progression from all. However, inclusion extends beyond affordability, to fully support all learners, the project must also offer targeted encouragement, differentiated instruction, and visible recognition of progress. This is important for teachers in reaching QTS standards.
One of the weaknesses of the project is its demand on staff time and school resources. Coordinating community partners, managing attendance-linked rewards, and sustaining a regular calendar of activities all place significant pressure on teachers. These demands may affect the ability to run the project with full effectiveness. This weakness can be addressed through the fair distribution of work amongst staff. The use of pupil leadership groups may be beneficial in increasing school community engagement, as well as their personal engagement in the project (King, S., 2023).
The diverse language abilities and attitudes among pupils presents another challenge. While some learners are enthusiastic about using Welsh, others, particularly those from non-Welsh-speaking homes, which in this case, only 1.3% of pupils come from a Welsh-speaking home, may experience anxieties around the use of the language (Wiacek, 2023). This can create a varied level of engagement, particularly among children whom this project aims to support. Researchers suggest that overloading children with new language can lead to a lack of participation due to information overload (Shahrzadi et al., 2024) To address this, the project must include differentiated, more creative ways such as music, art, and performance can allow learners to engage with these pedagogical methods to learn Welsh in ways that feel enjoyable (McCaughey, 2023).
The "Cymraeg yn y Gymuned" project aligns with the Curriculum for Wales, particularly its focus on the Four Purposes of education and cross-curricular responsibilities. It directly supports areas such as Languages, Literacy and Communication, Humanities, and Health and Well-being, and contributes to developing learners who are ‘ethically informed citizens’ and ‘confident individuals’ (Welsh Government, 2019). However, it is important for the project to include measurable learning outcomes and opportunities for pupils to reflect on their progress (Caruana, 2019). Embedding this initiative into teaching and assessment frameworks will further strengthen its educational impact. 
Due to the nature of the project, with a great focus on the Welsh language, supporting the Welsh government in their goal of 1 million speakers by 2050, there is a strong possibility for the opportunity to receive external funding. The Welsh Government have awarded many similar Welsh Language projects with supportive funding to aid the progression of their initiatives. The Minister for Education and Welsh Language proclaimed that “small projects can make a big difference in our communities” (Miles, 2023). However, to receive such grants requires clear evidence of the impact of the project. It is important to obtain clear results and pupil voice on the opinions of the initiative, which many projects have seen pupil voice have a positive contribution to decisions made (Estyn, 2024). 
A significant threat to the sustainability of the project is staff commitment. Inconsistent delivery may affect pupil motivation and therefore result in a lack of progression. To eliminate the risk of the project losing momentum, careful consideration must be given to the planning and delegation of roles within the project (King, 2016). Another serious threat is the potential disengagement of pupils with low confidence in their Welsh abilities. Without careful scaffolding, activities may reinforce existing inequalities between fluent and non-fluent speakers. To alleviate this, the project must emphasise progress over perfection. Activities should be accessible at different levels of fluency and recognise personal achievements, focussing on the independent learner will offer a more inclusive learning environment (CAST, 2024). 
Conclusion 
In conclusion, the “Cymraeg yn y Gymuned” project offers a strategic, community-based approach to supporting the Welsh Government’s vision for one million Welsh speakers by 2050. The initiative recognises the crucial role schools play in developing linguistic and a sense of cultural identity among its learners, in turn developing a sense of belonging through ‘Cynefin’. “The future of Welsh and Welsh culture is wholly dependent on transmitting the language to our young people” (Welsh Government, 2024). By embedding the Welsh language in real-world, authentic experiences, this project actively supports cognitive development, improves pupil attendance, and promotes educational equity. Outlining inclusive pedagogy through differentiated instruction, and cultural relevance, this project addresses the diverse needs of learners while nurturing confidence and connection to Welsh heritage. Despite challenges including resource demands and varied learner engagement, this proposal offers realistic solutions through collaboration, pupil leadership, and careful scaffolding of learning. Ultimately, its alignment with the Curriculum for Wales, and its measurable, community-focused outcomes, this project contributes positively to the Welsh Governments goals. With ongoing evaluation and potential for external funding, the project holds the potential to create a lasting impact within School X and the wider Powys community, empowering learners as confident Welsh speakers and ethically informed citizens (Welsh Government, 2022). 
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HELPFUL

HARMFUL

INTERNAL
(within the school)

Strengths:

Strong cultural refevance: Focusses on cynefin, giving
learners a meaningful connection to language, identity, and
their environment,

‘Community integration: Builds real partnerships vith local
businesses, elders, and families, enhancing the school's
visibility and role.

Inclusive design: Activities are low-cost or free, making it
accessible to all puplls.

Positive impact on attendance: The passport and reward
system creates a clear ink between school attendance and
recognition.

Pupil empowerment: Encourages leadership, creativity, and
ownership as students become Welsh Language.
Ambassadors.

Weaknesses:

* Resource intensive: Requires staff time to coordinate
activities, monitor attendance, and manage rewards.

+  Staff language knowledge: Limited knowledge of the Welsh
language from staff.

+ Inconsistent commaunity engagement: Some local
businesses or residents may not nitall be willing or able to
participate.

+ Variable pupil interest: Not all students may be enthusiastic
about speaking Welsh, especially those lacking confidence or
fluency.

+ Potential for reward dependency: Reliance on external
rewards could imit long-term intrinsic motivation if not
managed carefully.

EXTERNAL
(outside the school)

‘Opportunities:

Estyn & curriculum alignment: Strongly supports the
Curriculum for Wales, especially Languages, Literacy and
Communication, Health and Well-being, and Humanities
‘Grant funding potential: Eligible for funding streams that
support community engagement, Welsh language, or
improving attendance.

‘Showcasing pupil voice and identity: Offers opportunities to
share outcomes through school events, social media, and
local media.

Expanding partnerships: Potential to grow links with the
community.

calable model: Can be adapted for use across other
schools

Threats:
+ staff workload and sustainability: Without clear planning or
delegation, the project could lose momentum over time.

+ External disruptions: Community activties could be
impacted by local closures, staff absences, or unforeseen
changes (e.g weather, llness)

* Language anxiety: Pupils and members of the public with
low confidence or from non-Welsh-speaking homes might
feel excluded without proper scaffolding.

+ Limited long-term impact without follow-up: Without
embedding the project into wider school culture,
improvements in attendance and language use may be
Short-lived.
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