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Introduction
As part of this assignment, we were tasked with examining our placement school’s development plan and to choose an action point to focus on. Following this, a professional conversation was undertaken with the member of staff responsible for developing that aspect of the plan. In doing so, a deeper understanding of the processes surrounding developing, implementing, and evaluating school development plans could be gained.
The purpose of a school development plan is to raise both teaching standards and learners’ outcomes (Welsh Government, 2014a). There is no one set way in which schools should plan their improvements as these all pertain to the specific contexts of individual schools (Thomson, 2010). It is for this reason that the context of the school being discussed must be made clear. The school is an English-medium 11-18 mixed comprehensive school located in South Wales, with approximately 1243 pupils on roll (My Local School, 2022). According to their last inspection, very few pupils spoke fluent Welsh, and a very limited number spoke Welsh outside of the school (Estyn, 2016). This piece of contextual information is particularly relevant, as the action point serving as the focus of this assignment is to develop pupils’ Welsh language skills through the promotion of incidental Welsh.
Literature Review
School Development Plans
The formation of a school development plan is a continuous cycle in which the school undergoes self-evaluation to identify areas for improvement, develops strategies to address these, implements actions points, and reviews these in order to begin the cycle again (Welsh Government, 2014b). Self-evaluation is an integral aspect to school development plans (Welsh Government, 2022) as it places accountability on the school (Goldstone, 2022). According to Welsh Government (2022) guidance, the school development plan should help learners work towards the 4 purposes as laid out in Donaldson’s (2015) report, and so a new method of self-evaluation was developed to better fit the New Curriculum for Wales. This included outlining the need to use both qualitative and quantitative data (Welsh Government, 2014b).
In addition to effective self-evaluation, school development plans should outline short and long-term planning, how the targets will be achieved, what resources and funding will be needed, and how it will develop its staff (Welsh Government, 2014b). This last element is significant as both Thomson (2010) and Estyn (2023a) illustrate the need for teachers to undergo professional development as effective change can only occur through a whole school approach. Thomson (2010) also explains how all stakeholders, whether they be parents/carers, local community, teaching and non-teaching staff members, etc., should be involved in the development of the improvement plan. The school development plan should be regularly reviewed and adapted as the school progresses to ensure it meets the school’s individual needs, however, they will often include national priorities such as literacy and numeracy as these are ongoing priorities (Welsh Government, 2014b).
Development of Welsh Language
One of these national priorities, and the focus of this assignment, is the development of the Welsh language, particularly through incidental Welsh. The Welsh Government (2017a) states that the Welsh language should be a priority in every school development plan. This evidently relates to the Welsh Government’s Cymraeg 2050 (2017b) document in which it outlines its goal of having one million Welsh speakers by 2050. The aim is to have the Welsh language used more extensively and for the number of people using it in their daily lives to grow (Welsh Government, 2017b). The education system is vital in working towards this goal, as suggested by the Well-being of Future Generations Act in which public bodies must work towards developing the culture and language of Wales (Future Generations Commissioner for Wales, 2023). The aim is therefore to increase the number of learners in English-medium schools acquiring the language (Welsh Government, 2017b).
Morgan (2021) suggests that incidental Welsh increases the likelihood of acquiring the language as opposed to the formal teaching and learning of it. Welsh language should not be taught solely as a subject, but rather used across the curriculum (Evans and Hughes, 2003); similarly to how numeracy, literacy and digital competency are considered cross-curricula, as does Welsh need to be (Welsh Assembly Government, 2008). The way Welsh is taught in schools thus needs to change (Howells, 2022). Teachers’ use of incidental Welsh is imperative to the development of the language among students (Qualifications, Curriculum and Assessment Authority for Wales, 2003) as it is the consistent exposure to language that helps students learn (Coyle et al, 2010; Ghazi-Saidi and Ansaldo, 2017). There is a clear link between fluency and frequency of language use (Welsh Government and Welsh Language Commissioner, 2015). James and Wynn (2003) argue that opportunities must be given to use the language outside of Welsh lessons; primarily as a form of communication (Beard, 2020; Jones et al, 2003). If learners are going to develop the necessary language skills to use Welsh in their daily lives, then opportunities to use the language informally are essential (Welsh Government, 2017a).
With more people learning Welsh in schools than in their homes (Jones, 2011), the role of education in developing the Welsh language is imperative. Developing Welsh language in education is dependent on the workforce (Welsh Government, 2017b). Both the commitment and expertise among school staff is paramount (Welsh Assembly Government, 2008). Kim and Elder (2008) emphasise how teachers’ own proficiency in a language is vital to their pupils’ acquisition. Arguably, students cannot progress effectively when their teacher lacks proficiency (Richards et al, 2013; Estyn, 2022a). Baker and Wright (2017) warn that incidental Welsh not implemented effectively runs the risk of teaching Welsh incorrectly, particularly regarding grammar. A limitation thus may be that teachers are not equipped with the necessary strategies needed to implement the language (Morgan, 2021). Additionally, many English-medium teachers are not confident in their abilities to use Welsh appropriately (Morgan, 2021). This is because many teaching practitioners have minimal Welsh language skills themselves and can only implement the language to the extent of their abilities (National Assembly for Wales, 2010). It is thus evident that the abilities of the teacher must also be considered when discussing how to develop students’ Welsh language skills (Morgan, 2021).
Developing an Action Point
The development of Welsh was identified as a target for a number of reasons. The last Estyn report (2016) recommended the development of incidental Welsh. While this inspection is not necessarily recent, the significance of this recommendation was made more fervent due to the impact of COVID-19; the language skills of students decreased significantly due to limited use of it at home (Estyn, 2023b). These elements, paired with the Cymraeg: 2050 (Welsh Government, 2017b), led to the school identifying the development of Welsh language as a priority. As recommended (Welsh Government, 2014b), a range of data was also considered when developing this action, primarily data surrounding students’ attainment in both formative and summative assessments of Welsh, and both student and staff voice. This allowed for a consideration of both quantitative and qualitative data to better design a method of implementation.

This action point involves a whole school approach. A member of the Welsh department was internally placed as the lead for bilingualism within the school, and they work regularly with the senior leadership team. Classroom teachers, as well as other staff members such as LSAs, are those who operate the improvement measures on a daily basis as these are the members of staff regularly interacting with the students. While the importance of teachers has already been discussed, the significance of support staff such as TAs and LSAs should not be overlooked: their involvement in implementing Welsh is essential for the whole school approach (Estyn, 2022a; National Assembly for Wales, 2010). This approach is in line with Estyn’s (2023a) guidance in which it is stated that for effective change to occur, it must be a whole school approach.

The overall target of this action point is to increase the number of students and staff speaking Welsh. While there is no set number for this, the school does wish to increase the number of pupils completing the Welsh GCSE qualification. The various implementations used by the school to achieve this action point include the development of the Cwricwlwm Cymreig – the designing of the curriculum to include Welsh examples. Not only does this offer opportunities to use the Welsh language, but it also provides students with context for the language and its contribution to Wales and being Welsh as encouraged by the Welsh Government (2014b). Assemblies are conducted bilingually, the use of Welsh is merited, pastoral begins with ‘Bore da’ (the name of morning briefing in which Welsh phrases are used by the senior leadership team), instructions are given in Welsh, and bilingual labels are created for classrooms. This is in line with current research which states that Welsh assemblies can increase bilingualism (Morgan, 2021; Estyn, 2023b), Welsh should be the language of instruction (Welsh Government, 2014a), and it is beneficial for bilingual labels (Howells, 2022). Additionally, the Eisteddfod is conducted through the medium of Welsh to further provide an opportunity for exposure to and immersion in the language and culture of Wales, which according to Baker and Wright (2017) is the best way to learn a language. These various schemes aim to provide various opportunities for students to interact with and use the Welsh language in a social and informal manner, as described in the Cymraeg 2050 document (Welsh Government 2017b).
The school has no timeframe for this priority; they believe it to be a long-term and continuous goal. However, regarding the implementation of the aforementioned actions, these are to be implemented as immediately as appropriate. The negative impact of COVID-19 on students’ language skills will likely be a long one and so this will remain a priority in many schools for the foreseeable future (Estyn, 2023b).
The appointment of an internal member of staff as bilingual lead in lieu of hiring an additional member of staff means there are little monetary costs aside from the costs of producing resources such as bilingual labels. Instead, it is the time and effort of the school staff that will be great. The Welsh Assembly Government (2008) emphasises the need for full commitment from staff to ensure success and that is evident here where there are limited incentives for teaching staff to provide the necessary time and effort. Estyn (2023a) suggests this can be overcome through staff training to develop an understanding of the significance of a whole school approach and their role in implementing change.
This action point, as well as the entirety of the school development plan, is reviewed continuously, as recommended by Welsh Government (2014b) guidance. Development is qualitatively monitored through pupil and staff voice, lesson observations, learning walks, and work scrutiny. It is quantitatively monitored through GCSE results, A-Level uptake and A-Level results. There are official reviews termly with a commentary written by members of the senior leadership team and the head teacher on the progress being made and any additional actions required. These termly reviews are considered alongside the context and needs of the school to make appropriate adaptations to the school development plan. For example, the moving of the Eisteddfod from March to the summer post exams to ensure pupils could fully immerse themselves in the experience without the preoccupation of the upcoming exam season. This follows Welsh Government (2014b) guidance in which it states that a school’s development plan should be adapted regularly as the school progresses to ensure it continuously meets the school’s needs. One limitation to the school’s evaluation process, however, is that arguably it would be hard to measure impact in a meaningful way when there is no set number of Welsh speakers serving as a target. The measuring of success may thus be subjective.
Reflection and Evaluation
There are many strengths to this action point and school development plan. It is evident that the self-evaluation and continuous review processes carefully consider both quantitative and qualitative data, as emphasised by the Welsh Government (2014b). This allows for an understanding of both hard data and the perceptions of pupils and their teachers on their use and understanding of the Welsh language so as to plan and adapt accordingly. The continuous review process is also apparent as there are examples of the action points being amended to better suit the students and their needs, demonstrating attention to guidance (Welsh Government, 2014b).
However, measuring the impact of actions and success of the school’s goals is challenging. As already discussed, the lack of clear and distinct targets, paired with an unspecific timeframe for progress to take place, makes definitive evaluation difficult. While the school does outline a goal of an increased number of students gaining a qualification in GCSE Welsh, this cannot yet be assessed due to the present cohort not sitting these exams until the summer exam season.
Additional limitations surround the inclusion of stakeholders beyond the school. While the significance of a whole school approach is acknowledged, both the National Assembly for Wales (2010) and the Welsh Government (2017a) emphasise the need to promote the benefits of learning Welsh among families and carers, particularly those with no Welsh speakers at home, to ensure they understand the value of the Welsh language. This is an element omitted from the school’s development plan.
Also important to consider is the development of the staff. The significant role of the education workforce in developing Welsh is indisputable (Welsh Government, 2017b). It is further apparent that the abilities of the workforce impact on the acquisition of language by the pupils (Kim and Elder, 2008). Yet the school development plan does not mention how it will train its staff accordingly, despite the Welsh Government (2014b) requiring school development plans to cover how they will develop their staff. The extreme limitations that can occur when the Welsh language proficiency of staff is low (Morgan, 2021) require considerations on how to overcome this. Professional learning is the key factor (Estyn, 2023b); to implement Welsh effectively, practitioners must first develop their own Welsh language skills. One way in which schools could do this is through the utilisation of the Sabbatical Scheme (Welsh Government, 2014a). This is an educational course designed for practitioners who wish to develop their Welsh language proficiency and develop the skills to effectively implement the language within school (Bangor University, 2020). One issue with this however is the additional funding – while the scheme itself is free of charge, schools would need to pay for staff taking over the roles of those who left to complete the scheme (National Assembly for Wales, 2010). Alternatively, there are other Learn Welsh courses of which the education workforce can gain free access (Estyn, 2022b). As well as working towards the school’s development plan, engaging with this professional development also ensures practitioners are working towards the Professional Standards for Teaching and Learning in which they are encouraged to develop their Welsh language skills (Welsh Government, 2019).
Conclusion
The significance of a school’s development plan is apparent. By focusing on a specific action point, the cycle of self-evaluation, data analysis, strategic planning and measuring impact has been analysed in depth to allow a greater understanding of the process and the involvement of teaching practitioners. My understanding of the vitality of the involvement of classroom teachers when implementing change in a school has grown considerably.
Through focusing on the development of Welsh, I have a greater awareness of not only the importance of developing it, but also functional strategies on how to do so that I will take forward with me into future practice. As the development of Welsh is likely to be an area for development in all schools – not just this placement school – due to the national mission of one million speakers (Welsh Government, 2017a), I now have additional insight on how to prepare myself for my role as a teaching practitioner in developing Welsh. Going forward, I will aim to build my own confidence and abilities in Welsh, perhaps through one of the suggested training courses.
This experience has allowed me to work towards both the Leadership strand of Supporting Formal Leadership Roles and the Professional Learning strand of Professional Networks and Communities. The research conducted in preparation as well as the professional conversations between myself and members of staff have provided me with a significant understanding of the importance of school development plans both in theory and practice, and my role in supporting these so as to benefit the learners and school community (Welsh Government, 2019).
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