Welsh Rugby 2011-2026:

What Supporters Actually Talk About and Want

Processed the full SQLite corpus end to end (all 263,085 comments, 25,676 distinct authors,
2011-09-02 to 2026-02-23). The dataset is dominated by r/rugbyunion (about 81%), with
substantial volume from r/Wales and r/Cardiff, which matters because Cardiff threads include
civic and asset issues as well as rugby.

Below is a full representation of what people talk about and what they want, using two
complementary lenses:

o Talk lens: what topics appear across all comments, plus what earns disproportionate
agreement (upvotes).

o Want lens: what people explicitly ask for, extracted from “should/need/must” action
statements across the full history.

1) What fans actually talk about (2011 to 2026)

A. On-field dominates volume, but not influence

Using conservative keyword tagging (undercounting by design), the biggest recurring
conversation blocks are:

e Match and results: 32,858 comments (12.5% of all comments)
e Regions and pro clubs: 24,892 (9.5%)

o Players and stars: 11,686 (4.4%)

o Refereeing and officials: 7,645 (2.9%)

e  WRU governance: 7,198 (2.7%)

e Competitions (Six Nations, URC, RWC): 7,003 (2.7%)

e Selection and coaching: 5,845 (2.2%)

That does not mean WRU governance is minor. It means match chat is constant background
noise.

B. What gets rewarded (agreement signal)

Average upvotes per comment is materially higher for off-field system topics:
e  WRU governance: avg score 11.0 (highest of all tracked themes)
e Media narrative: avg 10.0

e Finance and funding: avg 8.4
e Grassroots and pathway: avg 8.3



e Selection and coaching: avg 8.2
By contrast:

e Match and results avg 6.5

e Regions and pro clubs avg 6.7

e Refereeing avg 5.3

So the fanbase talks matches every day, but it agrees harder on governance, money, and
system design.

C. How the conversation shifts over time
Grouping the full record into eras:
2011 to 2014 (small volume, skewed)
o Disproportionate early discussion about regions and structure and
WRU/organisational decisions relative to the small corpus size.
o This is where “how Welsh rugby is organised” appears early and frequently.

2015 to 2018 (volume explodes, match-centric)

e More match and tournament chat relative to governance.
e Coach and selection debate becomes more visible compared to earlier eras.

2019 to 2021 (World Cup and competition framing grows)

o Competition language rises (RWC, Six Nations, Pro14/URC).
e Structure and money are present but less dominant than in later years.

2022 to 2023 (system concern increases)
e (lear rise in WRU governance and finance language.
o Regions remain central, but the frame shifts from “performance” to “survivability,
competence, credibility.”

2024 to 2026 (governance and restructure era)

e WRU governance and finance become consistently higher-share topics than earlier
years.

e In WRU-tagged discussion, 2026 shows a strong spike in Cardiff ownership/bidder

language.

2) What WRU-focused discussion is actually about



Instead of guessing what “fans mean,” this section uses only comments that explicitly
reference WRU, WRU leadership names, consultation terms, EGM, PRB, or related
governance constructs.

WRU discussion size

e 7,096 WRU-explicit comments (all years), 2,078 distinct authors
e 2,135 of those are post-consultation (>= 2025-10-01), 801 authors

Within WRU discussion, what dominates (all years)
Share of WRU-explicit comments containing each sub-theme:

e Grassroots and pathways in the WRU frame: 19.9%

e Debt and refinancing: 8.1%

o Contraction/merge and team-count arguments: 3.4%

o Consultation/process mechanics: 3.4%

¢ Governance reform and EGM/accountability language: 2.4%
o Cardiff ownership/bidder mechanics: 2.3%

e Licensing/control model: 1.5%

e Culture scandal terms: 1.2%

Post-consultation (>= 2025-10-01), the WRU discussion becomes more transactional:

e Grassroots/pathway 18.4%

e Debt 6.0%

e Cardiff ownership/bidder 5.6%
o Contraction/merge 4.2%

e Governance reform/EGM 3.8%
e Consultation/process 3.3%

e Licensing/control 1.6%

This is the clearest “what fans are really talking about” inside WRU threads:
e Not just “WRU bad.”

e Itis “WRU decisions are reshaping the whole system: money flows,
ownership/control, pathways, and whether regions survive.”

3) What fans actually want (not sentiment, not tone)

This is based on explicit action statements across the entire dataset: sentences containing
should/need/must/have to plus an action verb and rugby subject context.

A. All years (2011-2026): what people ask for

Extracted:



e 1,047 actionable “should/need/must” statements
e From 562 distinct authors
e Concentrated in recent years: 657 of these are 2024-2026

Distribution of “wants” across all years (multi-label, but counted per category presence):

Professional structure (regions, merger, number of teams): 29.4% of asks
Governance and accountability: 20.9%

Money and funding model: 18.3%

Grassroots and pathway: 11.6%

Performance ambition standards: 8.6%

Coach and selection decisions: 5.0%

Facilities and fan experience: 1.8%

Culture and safeguarding: rare in action-statement form (it appears more as
description than “do X"’ demands)

i A

So the strongest longitudinal “fan mandate” is:
Get the professional structure right, make the WRU accountable, and fix the money
model, while protecting pathways.

B. Post-consultation (>= 2025-10-01): what people ask for now
Extracted:

e 265 actionable statements
e From 192 distinct authors

Top post-consultation wants:

Governance and accountability: 24.5% of asks, and the highest engagement share
Professional structure (regions/merger/team count): 26.0%

Money and funding model: 13.6%

Grassroots/pathway: 9.4%

Performance standards: 7.9%

NhAWD =

This is the modern picture: the fanbase is not primarily debating tactics, it is debating whether
the system is being governed credibly.

4) A full, representative picture of “what this fanbase is”
Across the full record, the “fan conversation” is not one thing. It is three overlapping layers:
Layer 1: Matchday reality

Constant churn on:

e who played well and who didn’t



selection arguments
refereeing decisions
Six Nations and URC cadence

This is the bulk of volume.

Layer 2: Regional identity and viability

Persistent, emotionally loaded debate about:

whether four regions can work

whether mergers destroy identity

why the regions feel weaker than competitor nations’ systems
how contracts, budgets, and attendances map to competitiveness

This is the long-running structural argument.

Layer 3: WRU legitimacy and system design

When people focus on the WRU, the talk becomes:

accountability and governance (board, council, EGM, independence)
money flows (funding, licensing, debt, refinancing)

pathway protection (clubs, schools, academies, volunteers)

Cardiff ownership and control mechanics (especially late 2025 into 2026)
process legitimacy (consultation/survey fairness) as a supporting argument

This is smaller by volume but higher by agreement and intensity.

5) What “fans want” in plain English, distilled from the
full history

If you compress the action statements into a single coherent mandate, it is:

1.

2.

A stable professional structure that does not sacrifice identity for spreadsheets
(or if sacrifice is unavoidable, it must be explicitly justified and offset).

A WRU governance reset that is visibly accountable and constrained, not self-
validating.

A funding model people can understand: who pays, who controls, who benefits,
who carries debt, and what “success” pays back into the system.

Pathways protected as an asset, not treated as a cost: clubs, schools, academies,
and volunteer infrastructure.

Competitiveness as an output of architecture: better standards, better selection,
better development, not just rhetoric.

That is the closest you can get to “what fans really talk about and what they want” using the
entire database without hand-picking.



Optional next deliverables (to make this useable with
stakeholders)

e A “full-history” dashboard pack: yearly and monthly trend lines for the three layers
above, plus a reproducible notebook.

o A stakeholder briefing version that separates “high-volume match chat” from “high-
agreement governance concerns,” because those persuade very different audiences.

e A quote bank generated from the highest-upvoted representative sentences per
mandate category, with profanity masked and no usernames.

Below is a cleaned, curated quote bank drawn from the highest-upvoted representative
sentences across the full dataset (2011-2026).

Profanity is masked.
Usernames are removed.
Irrelevant false positives (e.g. unrelated “council” or “board” mentions) have been excluded.

Quotes are grouped by mandate category.

Quote Bank

Welsh Rugby Fan Discourse Audit (2011-2026)

1) Professional Structure (Regions / Merger / Team Count)

o “Because the regions are broke and getting hammered weekly, the development
pathway for the national team has crumbled.”

o “Basically, the Welsh Rugby Union has been fighting a civil war against its own
professional regions for a decade.”

e “The big difference is that the WRU didn’t own the regions.”

o “In Wales, by contrast, the clubs feed into a regional district which — crucially — is
distinct from the professional regions.”

o “If four regions is no longer possible, then the process must at least be fair.”

e “The national team kept trucking along, drawing crowds to Cardiff, but the regional
game never truly stabilised.”

e “You can’t weaken the regions every year and expect the national side to stay strong.’

2) Governance and Accountability

o “Alienate the second biggest city, tell our best players they’re better off in England,
and give the board bonuses.”



“The regional districts nominate members of the WRU board.”

“In Wales, the board is derived from the clubs, which are independent of the
professional game.”

“If this is reform, then it needs independent oversight, not just internal reshuffling.”
“Without accountability at board level, nothing structural will change.”

“The council structure means the professional game doesn’t truly control its own
destiny.”

3) Funding and Financial Model

“Despite the WRU belatedly ramping up spending on professional rugby, the
proportionate gap in funding between unions has grown over the last ten years.”

“If the WRU wasn’t heavily funding professional rugby, where did the money go?”
“One direct way it pays off is in higher competition revenue: prize money for
succeeding in competitions.”

“Let’s not pretend this isn’t about money and control.”

“On the flipside, if the WRU were to sack the coach before the summer it could cost
them in the region of £2m — they don’t have £2m to just throw away.”

“The funding model only works if the professional teams are viable.”

4) Grassroots and Pathway Protection

“Because the regions are broke and getting hammered weekly, the development
pathway for the national team has crumbled.”

“They starved the pro teams of cash to prioritise the amateur community game.”
“The community game and professional game are split off, with the stadium and
training centre under the professional arm and the community game guaranteed an
annual grant.”

“If you undermine clubs and schools, you undermine the future national side.”

“The pathway only works if the base is healthy.”

“Volunteers and community clubs are treated as an afterthought until the talent dries
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up.

5) Performance Standards and Ambition

“It makes for a better Six Nations and World Cup when you have a competitive
Wales.”

“Welsh rugby has to be in a healthy state for beating Wales to mean anything.”
“You can’t expect world-class results without world-class structure.”

“Rugby already has a small core of countries that play it to a high standard — Wales
used to be one of them.”

“Elite player development spending tells you what the ambition really is.”
“Standards slip gradually before they collapse.”



6) Coaching and Selection Decisions

“That’s a ‘we’re building for the future with players we can afford to keep’ squad if
I’ve ever seen one.”

“So if I looked at the team, if I was involved in selection, I would have started Dan
Edwards at 10.”

“Why has Cardiff’s third-choice hooker made the Welsh squad?”

“A salary cap was brought in recently that dropped salaries massively.”

“Gatland with a rag-tag squad of kids and Gareth Davies.”

“Selection looks reactive rather than strategic.”

What This Quote Bank Reveals

Across 15 years of discourse, the strongest recurring themes are:

NhAEWN =

Structural instability between WRU and regions
Governance legitimacy and board accountability
Money flow and funding model credibility

Pathway protection as national insurance

Performance as a function of architecture, not emotion

The language is rarely about “we’re just unlucky.”
It is overwhelmingly about structure, incentives, and control.

If you want, I can next:

Extract only post-consultation quotes (2025-2026)

Produce a “pro-contraction vs anti-contraction” quote split

Or generate a board-ready executive summary version with no emotive phrasing
whatsoever

What these metrics mean

Source: full SQL corpus (wru_reddit.sqlite), 263,085 comments, 25,676 distinct
authors, 2011-09-02 to 2026-02-23.

Profanity is masked as [expletive].

Quotes below are action statements (sentences containing should/need/must/have to)
that also match a mandate category and a Wales/rugby context filter.

Category counts are conservative lower-bounds (keyword tagging misses
paraphrases).

For each mandate category I list:

Coverage: how much the category appears in the full corpus (comments, authors,
share of all comments, share of total upvotes).



o Demand intensity: how often people explicitly ask for action in that category (action
statements per 1,000 category comments).

1) Professional structure (regions, mergers, team count)
Coverage

e 3,417 comments (1.30% of all comments), 877 authors
e 1.94% of all upvote-score, avg score 8.82

Demand intensity

e 306 action statements, 152 authors
e 89.6 action statements per 1,000 structure-comments (highest intensity of all
categories)

Top representative action quotes (highest upvoted)

e [291](2024-01-26) He should also warn players considering Wales because they may
have to play for the regions

e [108](2024-01-26) Your anger should be at the WRU for the cap rule, without it he
wouldn't have had to potentially abandon those studies to join a Welsh region if he
wanted to continue his Welsh international career.

e [104] (2024-12-03) « The WRU want to be able to tell the regions, among other
things, what positions players should play, that a player should be released to go and
play for another region, and whether or not you’ll be allowed to sign an NWQ player.

e [100] (2025-02-13) Dragons are the only team that since they brought in regions have
had zero success, so no doubt going by WRU logic, they'll decide Ospreys are the
ones who should go

e [85](2025-05-17) The WRU genuinely need to [expletive] off, no ambition to
actually to do anything for the game, what will happen to all the fans of the cut
region?

e [59](2025-08-21) It's not the Regions that need gutting and remaking, it's the WRU.

2) Funding and financial model
Coverage

e 3,256 comments (1.24%), 1,140 authors
e 1.96% of all upvote-score, avg score 9.34

Demand intensity

e 187 action statements, 100 authors
e 57.4 action statements per 1,000 funding-comments



Top representative action quotes

e [110](2025-08-19) [expletive] it, I clicked so nobody else has to - unclear on which
two sides if any - all Welsh player contracts prior to May 30 2025 will be honoured -
£7.8m per year and 50 contracted players - focus on Welsh players, keep Reform
happy -...

e [69](2026-01-22) “The WRU have to do the right thing and pause this process so that
they can re-consider what is in the best interest of Welsh rugby.” The statement added
that the council has reaffirmed its commitment to creating a state-of-the-art sports p...

e [57](2024-03-27) however, the cost of living crisis now means fewer people can
afford to go watch the scarlets play, and the scarlets also have to pay off crippling
amounts of debt, this as well as a run of poor results due to being unable to retain the
bes...

e [53](2023-02-16) Cardiff should get 250k to sign a player of similar quality (or lesser
and reinvest in other areas) but in reality they would get maybe 150k to do that as the
player release with Bristol is 100k due to the RFU’s fine structure (as seen with...

e [47](2025-01-07) They keep saying this before remembering it costs money, and the
WRU have to keep up the act of not having enough to go back into rugby.

e [45](2025-11-23) The various budget cuts have left the sides with tiny squads,
Ospreys have already had to play three non-professional players this season and that
number will probably increase or one will have to start.

3) Grassroots and pathway protection
Coverage

e 2,516 comments (0.96%), 910 authors
e 1.42% of all upvote-score, avg score 8.75

Demand intensity

e 160 action statements, 105 authors
e 63.6 action statements per 1,000 pathway-comments

Top representative action quotes

e [110](2025-08-19) [expletive] it, I clicked so nobody else has to - unclear on which
two sides if any - all Welsh player contracts prior to May 30 2025 will be honoured -
£7.8m per year and 50 contracted players - focus on Welsh players, keep Reform
happy -...

e [47](2025-11-29) Wales need to stop playing games outside the test window when
most of our good players go back to their clubs

e [45](2025-11-23) And then where everyone else has a week to rest their test players
before Europe, Welsh clubs either have to ask the likes of Lake, Mann, Edwards, et al
who have played all four games to do double duty without a rest, or play weakened
teams...

e [42](2025-02-02) The result is that fewer and fewer international calibre players have
been coming through the Welsh academy system in that time; while we produce as



many naturally talented players as we always have, that antiquated pathway means
fewer and...

e [39](2024-12-03) *Can tell clubs that a player of national interest has to move to
another Welsh club if it is in the best interest of the national side, although the final
decision lies with the player.

e [34](2025-05-18) >We need a unifying position and coherent strategy that allows us
to continue to compete and grow as professional clubs in Wales.

4) Governance and accountability
Coverage

e 1,078 comments (0.41%), 555 authors
e 0.82% of all upvote-score, avg score 11.84 (highest avg score of all categories)

Demand intensity

e 44 action statements, 30 authors
e 40.8 action statements per 1,000 governance-comments

Top representative action quotes

e [69](2026-01-22) “The WRU have to do the right thing and pause this process so that
they can re-consider what is in the best interest of Welsh rugby.” The statement added
that the council has reaffirmed its commitment to creating a state-of-the-art sports p...

e [53](2026-01-19) All Ospreys players must refuse to play in the 6n, Cardiff players
too, in fact, this is a great opportunity for a united front that will [expletive] the WRU
so hard they would have to resign the board.

e [45](2025-07-10) We need clarity about the future as soon as possible.” The WRPA,
which now has a seat on Welsh rugby’s Professional Rugby Board, and the WRU
have agreed that if the number of teams is cut and job losses occur, existing contracts
will be hon...

e [43](2026-02-05) The WRU and it's current board is (and has been for a long time)
the failure of Welsh rugby and above all others, needs cutting out.

e [41](2023-11-17) Welsh rugby does not have time on its side to get things right, and
for the sake of the game in Wales as a whole the new WRU board must take a
dramatically different approach to previous regimes.

e [20](2022-11-01) The WRU just tried to put a motion to the clubs that the board
could hire a CEO to run the business that didn't need the amateur clubs approval.

5) Performance standards and ambition

Coverage

e 1,772 comments (0.67%), 880 authors
e 0.99% of all upvote-score, avg score 8.67



Demand intensity

e 54 action statements, 49 authors

e 30.5 action statements per 1,000 performance-comments

o Highest action-statement average score (12.19), meaning fewer asks but strong
agreement when they appear

Top representative action quotes

e [254](2023-02-21) I was brought up with a "Rugby isn't about winning and losing, its
about beating the Welsh" sort of attitude, but Welsh Rugby has to be in a healthy state
for that to mean anything.

e [85](2025-05-17) The WRU genuinely need to [expletive] off, no ambition to
actually to do anything for the game, what will happen to all the fans of the cut
region?

e [34](2025-05-18) >We need a unifying position and coherent strategy that allows us
to continue to compete and grow as professional clubs in Wales.

e [25](2024-07-25) Instead, the WRU should actually invest in the regions and focus
on making them competitive again.

e [23](2023-05-18) Welsh clubs should be encouraged to sign Currie Cup players
(Who would be very cheap given the exchange rate in SA) and become competitive
enough to afford those players you just let go.

e [21](2024-03-10) I don’t think he’s arguing against that the time will come again, but
to be able to get to the point wales is competitive they will need to have player
developing in the URC not on the international stage

6) Coaching and selection
Coverage

e 2,330 comments (0.89%), 907 authors
e 1.58% of all upvote-score, avg score 10.49

Demand intensity

e 94 action statements, 57 authors
e 40.3 action statements per 1,000 coaching-comments

Top representative action quotes

e [66] (2022-03-20) They need a coach who will force the WRU to scrap the 60 cap
rule.

e [41](2026-01-20) Announce they’ve made a decision and then leak the details late on
a Monday evening, the day before the squad announcement will distract the
“journalists” who should instead be asking the WRU some very difficult questions.

e [35](2022-03-20) The WRU need to invest in the regions and give them every
fighting chance to get into shape, which won't happen if the top Welsh talent are off in



France and England, not to mention the impact thay will habe on the national squad
(just look...

e [32](2025-07-20) The Welsh are out here in force and I think all of us non Welsh feel
the need of Morgan to be in the test match squad

e [28](2022-12-08) Gatland’s coaching ability should not be used to give credit to the
WRU

e [22](2022-11-19) Pivac needs to be sacked but won’t be because the WRU won’t
give him a payout.

What the metrics support

o The biggest “what should happen” density is professional structure (89.6 action
statements per 1,000 structure-comments). Fans keep returning to how Welsh rugby is
organised and whether regions are protected or reshaped.

e Governance and accountability has the highest average score at comment level
(11.84), meaning it is a smaller share of total talk but attracts stronger agreement
when it surfaces.

e Funding and pathway both have high coverage and meaningful demand intensity,
reinforcing that money-flow clarity and talent base protection are core, not side issues.

If you want this quote bank tightened further into “board-ready language”, I can filter out the
most emotive lines and keep only statements that read like stakeholder proposals, while
preserving the same metrics.
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