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1. Introduction and context: what, where and why?
1.1. Understanding the selected region: key characteristics
Lithuania was chosen for this study as one of the relatively disadvantaged NUTS-2
regions in the EU. To set the context for the further case study, some socio-economic
indicators are presented below and compared to the EU-28 average. In Lithuania:
▪ Unemployment rate was 9.1% in 2015 – slightly below the EU-28 average of
9.4% (Eurostat, 2016);
▪ Youth unemployment rate for the age group 15-24 was 16.3% in 2015, while in
the EU-28 it was equal to 20.3% (Eurostat, 2016);
▪ The percentage of youth neither in employment nor in education and training
(NEET aged 15-24) was 9.2% in 2015, which is below the EU-28 average of 12%
(Eurostat, 2016);
▪ The percentage of early leavers from education and training (aged 18-24) was
5.5% in 2015 - two times less than the EU-28 average (Eurostat, 2016);
▪ The proportion of people at risk of poverty or social exclusion was higher than the
EU-28 average in 2015, respectively 29.3% and 23.7% (Eurostat, 2016);
▪ GDP per capita was 75 in PPS (where EU-28=100) (Eurostat, 2016).

Figure 1. The map of Lithuania and its regions

1.2. Getting to know the schools selected for the field study: brief profile
Two schools from two different Lithuanian cities were chosen for the case study. The
“Vyturio progymnasium” is located in the centre of Panevėžys, whereas the “Salduvės
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progymnasium” is sited in the outskirts of Šiauliai. Both cities are in the northern part of
Lithuania, and 80 kilometres separate two schools.
1.2.1. School 1 - Panevėžys “Vyturio” progymnasium
Panevėžys is the fifth largest city in Lithuania with 93 598 inhabitants. The city lost more
than one fifth of its inhabitants since the begging of early 2000s: in 2016, 26 210
(21.87%) less people live in Panevėžys, than fifteen years ago (Statistics Lithuania).
Also, there are much less 6-year-old pupils in the city: 1 362 children used to live there
in 2001 and 925 less 6-year-old live in Panevėžys in 2016 (Statistics Lithuania). Just like
in Šiauliai, this drop has a strong impact on school education. It increases a competition
between educational institutions that seek to attract new students. 25 general
educational institutions are located in Panevėžys. The “Vyturio” progymnasium is one out
of 10 local ‘progymnasiums’.
Many citizens used to work in manufacturing in Panevėžys. However, since the 1990s
deindustrialisation has strongly affected the city’s economy and has caused some social
tensions. Bankruptcy of a city-based electronic-goods manufacturer has left many
without jobs. The 2008 financial crisis, also, had a major impact on the labour market:
unemployment jumped from 4% in 2008 to 13.5% in 2009 (Statistics Lithuania). In
2016, the average unemployment rate in the city was similar as elsewhere in Lithuania:
respectively 8.6% and 8.7%. The average net salary in Panevėžys is 591.4 EUR, and the
national average is 615.9 EUR (Statistics Lithuania).
Panevėžys’ “Vyturio” progymnasium is a public school. It was established in 1980 in a
neighbourhood called “Tulpiniu district”. This is a well-known district in Lithuania due to
its criminal activities back in the 1990s. The current head teacher manages the school
since 1992. She remembers that when she came to work to this school, it contained “all
what was not necessary for a town”. It was a great mixture of classes for deaf, for
adults, for those students who repeat their grades etc. A context was “rather tragic, and
parents did not want to bring their children to this school”. An atmosphere was
depressive – the school was built where the Jewish ghetto and cemetery previously
existed, and a building itself looked very poor.
The head teacher has brought many changes to the school and initiated more innovative
approach towards school management and teaching. The school provides primary and
lower secondary education for pupils from the 1 st grade to 8th grade (7-14 years old
pupils). As for September 2016, there were 710 pupils enrolled in this school. A number
of pupils grew this year because another neighbouring school was annexed to it. The
school declares that its main goals are to create smart environment for active and
purposeful experiential learning, provide basic education, raise civil awareness and high
culture in every pupil, encourage to seek for success and act creatively in a changing
society. In the Annual Report 20151, the school set two strategic priorities: 1) to ensure
high quality and effectiveness of each pupil’s education; 2) to ensure safe, tolerant and
based on partnerships learning environment.
On the one hand, it is seen as a school doing ‘crazy stuff’ because it constantly looks for
new ideas, learns about and seeks to adapt innovative practices that are still not
common in the traditional school education. The head teacher sometimes receives such
feedback from other schools, pupils or their parents. However, there are less pupils that
come randomly into this school; more often pupils arrive with a conscious decision. Same
applies to their parents. Intense and interesting learning is becoming a greater value. A
school is not seen as a place for ‘nerds’ – more as a place for active and competent
pupils. Parents from a focus group note that teachers who work at “Vyturys” have a
certain “quality label” – they are known as hardworking professionals.
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See: http://www.vyturio.panevezys.lm.lt/tekstiniai/veiklos_ataskaita_2015.pdf.

In 2015, the school received an award of “Good School 2015”.2 National Agency for
School Evaluation (NASE) leaded quality assessment procedures, and “Vyturio”
progymnasium stood out by a number of aspects. For example, school activities directed
at personal growth valued by pupils and parents; high yearly grades; use of diagnostic
tests and test take-up; assessment of school’s microclimate; the quality of sociallyoriented preventive programmes; educational orientation of the events; adaptation of
educational spaces to learning; lesson organisation meeting pupils’ and parents’
expectations; financed project applications; performance quality, and more.3
1.2.2. School 2 - Šiauliai “Salduvės” progymnasium
Šiauliai is the fourth largest city in Lithuania with 102 981 inhabitants. The city lost
almost a quarter of its inhabitants over the last 15 years: in 2016 it had 31 051
(23.16%) inhabitants less than at the beginning of 2001. Also, there is a significant drop
in the number of 6-year-old pupils in the city: from 1 505 in 2001 to 1 149 in 2016. The
negative tendency has a strong impact on school education and competition for pupils
between local progymnasiums. There are 14 progymnasiums (including “Salduvės”
school) and 11 gymnasiums in Šiauliai. Unemployment rate is 3 percent lower in Šiauliai
than across Lithuania: respectively 5.7% and 8.7%. Unemployment rate has been
dropping since it had reached an alarming 13.9% in 2010. However, an average salary
(Net) in Šiauliai is below (560.2 EUR) the national average (615.9 EUR).
Šiauliai “Salduvės” progymnasium4 is a public school that was established in 1958. The
current head teacher manages the school since 2007. It provides primary and lowersecondary education for pupils from the 1 st to 8th grade (7-14 years old pupils). The
school has three priorities: 1) safe and healthy child; 2) opportunities for self-expression
and 3) each child’s individual improvement. The school’s mission is to develop skills,
competences and values that are crucial for a responsible and creative citizen; meet
pupils' self-expression needs in implementing pre-primary, primary, basic and non-formal
education programmes, by participating in various projects.5
A number of pupils rose from 353 back in 2007 to 514 in 2016. The increase in pupils’
number could be explained by the fact that some schools in Šiauliai were recently closed
down. In 2012, ‘Dubijos’ lower secondary school was closed and approximately 150
pupils moved to ‘Salduvės’ progymnasium6. According to the head teacher, this increase
could be also related to an improved school’s image helping to attract more pupils.
The image of the school has been changing significantly over the last decade. Back in
2007 it had quite a negative reputation where pupils’ academic performance was very
poor. As a reference point, in 2007 first half year, there were 140 negative grades. An
overall atmosphere in a school was rather depressive because a school staff was not very
enthusiastic about their pupils and working environment and they were talking among
themselves about a potential closure. Some highly-qualified teachers were leaving to
other schools. Once the new head teacher arrived, she started spreading a new culture of
positivity and encouraged looking at what could be improved. At the moment, school
image is strongly formed by pupils and their parents who appreciate the school. One of
the positive indicators is that there are more pupils applying to enrol than the school can
accept. Additionally, the school feels recognised by other schools as they often approach
it and want to consult on implementation of innovations.

In
total,
eight
schools
in
Lithuania
received
this
reward.
See:
http://www.nmva.smm.lt/2015/05/geros-mokyklos-nominaciju-teikimo-sventes-akimirkos/
3
See:
http://www.vyturio.panevezys.lm.lt/index.php/103-nau-jienos/366-panevezio-vyturioprogimnazija-gera-mokykla-2015
4
See: http://salduve.lt/
5
See: http://salduve.lt/salduve/misija-vizija-prioritetai/
6
See: http://etaplius.lt/uzdaromose-mokyklose-niurios-nuotaikos/
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2. Two perspectives on the school innovation process:
what supports and what limits innovation?
2.1. Panevėžys “Vyturio” progymnasium
2.1.1. Presenting the innovative approaches practised in the school
Panevėžys “Vyturio” progymnasium places an emphasis on tracking each pupil’s
individual achievements and nurturing their general competences. These two innovative
practices are strongly interconnected.
Individual Achievement Tracking (IAT) was introduced in 2004. Back then, Panevėžys
“Vyturio” progymnasium was searching for the most effective and informative ways to
track, record and evaluate each pupil’s progress during lessons, project-based activities,
individual conversations, class teachers’ activities and the development of general
competences. The school has developed several templates for tracking individual pupils’
achievements. During lessons, teachers focus on individual achievements in learning
subjects. Progress is tracked using tables designed to record eight years of development,
from when a pupil enters first grade until he/she graduates from the progymnasium. The
teachers record semi-annual and annual grades and standardised test results, monitor
whether or not there has been an improvement, and identify which pupils are ‘marginal
cases’.
This
tracking
enables
the
timely
investigation
of
a
pupil’s
progress/regress/stagnation, and allows teachers to build strategies to help them
improve in the coming semester(s).
Self-assessment is a key part of the process. At the beginning of each school year, pupils
in the 5th-8th grades review their previous achievements and set personal goals for their
grades. They look at past challenges and successes, identify which factors help and
hinder their learning process, and plan what steps they need to take. Pupils write their
goals into their “Vyturiečio” book. Once the semester is over, teachers discuss individual
results with pupils and their parents.
Engagement and close communication between teachers, pupils and parents are
essential for the IAT system to work. For example, parents can schedule a meeting each
week with their child and a teacher to discuss current issues, and find solutions. Pupils
are expected to gain different competences from learning each subject, and these are
assessed through various assignments. Pupils receive grades for these assignments,
which are very often cumulative. This process systematically tracks each pupil’s progress
in achieving the goals they have set, throughout the school year (an interview with the
manager of a basic education department, 5th-8th grades).
Education based on general competence development began at Panevėžys “Vyturio”
progymnasium in 2010, after the school participated in the national project together with
10 other schools from Lithuania (for more details, see the Section 2.1.2. on enablers).
The school community picked six general competences to focus on7 that were seen as the
most relevant ones for the whole community: 1) ability to learn; 2) communication; 3)
cognitive competence; 4) initiative-taking and creativity; 5) social competence and 6)
personal competence. These provided a clearer direction for further actions and helped to
save time and human resources.
These competences were integrated into curriculum, making sure that all of them were
sufficiently covered. At the beginning of an academic year, each pupil sets individual
goals for their general competence development. These are also entered into their
“Vyturiečio” book. Next to each competence (set as a goal), criteria are listed, indicating
how to assess this development. Each pupil then traces their progress in project-based
activities, spoken public speeches, read books, completed experiments, participation in
school events, career development activities and more. As evidence, each pupil collects
The whole school community (teachers, pupils and their parents) were involved into a process of
choosing and defining aforementioned six competences.
7

special stamps from their teachers into their “Vyturiečio” book. These stamps help to
measure the development of general competences (levels 1-4). In addition to stamps,
teachers provide a feedback to pupils regarding their competences, discussing their main
strengths and identifying what could be further improved. When a pupil receives the
highest evaluation (level 4), she/he describes her success in a written format.
During our school visit, we had a chance to observe how this materialises in practice.
There was the Pupils’ Conference to elect new members to the Pupils’ Council, and the
candidates gave public speeches. After the event, some of them returned to the head
teacher and other teaching staff in the audience, and asked for a feedback on their
communication competence. Once the first semester is over, a teacher organises a selfassessment lesson where pupils count their stamps and write reflections on what
competences they strengthened, which ones need to be further strengthened; how it is
going to implement their set goals, foresee next steps and compile ‘achievements
diagram’ for the first semester. A teacher then reviews these self-reflections and
confirms with a signature. An analogical process follows once the second semester is
over.8
General competences are also directly integrated into lessons. The manager of a basic
education department (5th-8th grades) explained that pupils themselves observe and
track their general competences in her lessons. At the beginning of each cycle9, she
introduces a topic and discusses with children which general competences they want to
enhance in this cycle. Towards the end of a cycle, teacher assesses individually each
pupil’s general competences (max. 0,5), and this assessment contributes to the final
grade of the cycle assignment (max. 10). Different teachers apply different strategies
that suit best for their subject. However, a common agreement is that general
competences are tracked and assessed in a cumulative way (throughout a whole cycle).
Even before starting to work ‘officially’ with the development of pupils’ general
competences, there was a feeling that these are closely related to the IAT system. For
example, the school via the IAT system was already tracking pupils’ certain competences
(e.g. project-based assignments, public speeches), their growth and reflecting on what
improvement actions were needed. At the end of each year, there is a survey for
teachers, pupils and their parents to find out whether general competence development
is meaningful.
The school also practises distributive leadership approach to school management.
According to the head teacher, at certain point she realised that she cannot keep all
authority and control in her own hands. There are always consultations with the head
teacher but the responsibility for the implementation of various processes is distributed
among different department managers. This management style came with years after
attending various trainings, learning about new methodologies (e.g. coaching,
mentoring) and from her own experience. It seems that school functioning has reached a
high level of maturity – processes continue even when a head teacher steps back or is
occupied with other stuff. There is a mutual trust and nurtured self-confidence, and a
culture that allows making mistakes while searching for the best way to go.
One more innovative aspect is that this school started creating a library as an ‘education
organisation centre’. This contrasts with a traditional (and still prevalent) view that a
library is a place where pupils only come to borrow books. A library has not only a
librarian but also a library manager who is also one of the key persons in school decision
making processes. A library is in charge of excelling reading and IT skills, nurturing
children’s creativity and interest in learning, building community by organising various
gatherings, and more.

See:
http://www.vyturio.panevezys.lm.lt/tekstiniai/MOKINIU%20PAZANGOS%20TVARKA%202015.pdf
9
One cycle consists of several lessons (their number varies per subject/topic).
8
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2.1.2. Main enablers for innovations
Overall, the fact that the starting conditions at school were very poor had a great push
for change. As the head teacher explained, “the poorer, the better”. This is because
positive changes are more visible in such complex environment, it is easier to gain trust
from the school staff and initiate further changes.
The school participated in a national project on competence-based learning together with
10 other schools coming from different counties in Lithuania. One of the project’s success
factors was a strong team of teachers who were sharing their knowledge with the rest of
school staff immediately upon their return from trainings. Another aspect is that the head
master was trusted to lead some trainings in this project where she could learn a lot from
other participants and apply this knowledge at her school. One more favourable condition
is that one member of Panevėžys “Vyturio” progymnasium management staff (the library
manager) was in a national team responsible for creating a tool for ‘learning to learn’
(i.e. how to assess this general competence)10. This team worked together with
educational researchers from the UK who helped to master direct understanding of this
competence.
According to the library manager and parents from a focus group, another success factor
was that not only teachers but also pupils were directly involved into a process of
innovation. If they were not engaged, they would not be willing to apply general
competence measures. Moreover, parents added that children with various capabilities
participated in working groups and could equally express their opinion. This ‘legitimised’
new measures and made them arrive in a natural way. Another factor – gaining a strong
support from parents who also needed to ‘authorise’ innovations. The school invested
quite a lot of time into working with pupil representatives from each class who would
later become educators for their classmates (and parents) explaining about the benefits
of developing general competences. Parents from a focus group recalled that transitions
were smooth and gradual – no one experienced a sudden shock. They summarised:
“Innovations were not imposed. All the opposite – the school made changes step by step,
communicated with us all the time and wanted to hear our opinion”.
Moreover, it was easier to introduce further innovations when some other were already
established at the school and accepted by its community. Each innovation demands time
and effort, and provokes resistance at least from the beginning. However, invested
‘energy levels’ are lower because there is already some knowledge accumulated from
previous experiences in how to manage innovation introduction better. Instead, this
energy can be dedicated for the content of innovations themselves. Additionally,
innovations in a way create a positive ‘snow-ball’ effect when school’s needs and
priorities become clearer; thus, they suggest what kind of innovative improvements are
further needed. For example, the school has been working on pupils’ project-based
activities for at least 10-15 years already (which is a part of the individual achievement
tracking system). They were following pupils’ annual performance and analysing what is
needed for their growth, and identified a need to learn how to perform a public speech
(which is now a part of general competences development plan). Learning from
innovations is an iterative process as well. For instance, development of general
competences allowed to look at each pupil’s individual improvement through different
lenses (with more meaning and deeper understanding).
2.1.3. Main barriers for innovations
At the local level, the school does not feel being important for municipality bodies
(educational department) in a sense that there is not much attention paid to their
implemented activities. As the head teacher notes: ‘In this sense, the school has quite a
lot of freedom for action. This lack of interest from municipality bodies is quite ‘universal’
for all schools in Panevėžys. It could be because normally schools from Panevėžys
10

See: http://www.ugdome.lt/kompetencijos5-8/mmkvi/

perform relatively well in standardised tests and national exams, have quite strong head
teachers and positive reviews from external evaluations’.
Additionally, there is very limited cooperation between schools in the region. The possible
explanation is that all surrounding schools are in the same ‘area of competition’ for
pupils; thus, quite often they neither recognise each other’s achievements, nor gather
together for common activities (or long-term partnerships). According to the head
teacher, this tendency is becoming more and more visible. There is some ad hoc
cooperation between schools when they are coming to learn and share their own
experiences, but this is not a general trend. At the same time, there are more viable
partnerships with schools outside Panevezys municipality, and one of the reasons is that
schools do not feel pressure – they do not need to compete for the same pupils.
Furthermore, there is no stability regarding the financial support available for
innovations. At the moment, the question on whether it is more beneficial to support
financially those schools (via school improvement projects) that are already considered
to be more innovative or re-allocate this funding to low-achieving schools. There are
continuous discussions for at least two years about the financial support for innovation.
The dominant perspective dictates that a gap between schools should not be allowed to
increase. Therefore, it seems that the most innovative schools are blocked from access to
additional financial resources; the priority is given to schools who lag behind and do not
innovate. This approach creates challenges for continuity and sustainability of existing
innovations.
At the same time, the head teacher also admitted that quite often ideas promoted by
schools lack a clear goal or direction, which hinders innovation processes. According to
the head teacher, there is no continuity for good ideas in Lithuania. Usually there is no
related research done, nor analysis on the impacts on pupils’ achievements and broader
effects of innovations. This means that schools themselves need even more capacities to
do that research themselves to see if their ideas could result in better pupil
achievements. Only 10% of a total school budget can be allocated for school
management issues, which prevents schools from hiring external researchers who could
help study and better understand innovations and their impact. At the same time, there
is no understanding from municipality that such professional support is needed and thus
there is no funding allocated.
The head teacher indicated that although the school has some recognition at the national
level, it is not converted into any other type of tangible help and support. The school is
aware that their standardised test results are being analysed, but there were no studies
on hypothesis that innovations have a direct causal impact on academic results.
However, recently there is a tendency to assume that better pupil results are associated
with all innovations practised at school.
According to the head teacher, there was and still is resistance from teachers to start
innovative processes. Especially at the beginning the school staff found it unclear why to
invest more time, effort and other resources into innovations. The manager of a basic
education (5th-8th grades) department said: ‘As every person, we [teachers] like our
comfort zone and it is difficult to step out from it, and start doing things that you do not
fully understand yourself yet. It is not easy to learn from your own mistakes. Moreover,
until I did not experience what kind of benefits innovations bring to me personally, I was
reluctant to start employing them’. The head teacher brought an issue of teachers’
resistance into a broader context. According to her, the initial teacher education (ITE)
does not prepare future teachers to be more open to experimentation with innovations.
“We need to re-teach newly arrived teachers. Higher education institutions (HEIs) that
provide ITE do not have a realistic perception of a contemporary school. Therefore,
graduate teachers do not understand about the processes inside school. There is no
coherence between national strategic documents that we use as a basis for organising
school processes and the ITE curricula <…> HEIs do not seem to be interested to
improve their ITE”.
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The same applies to parents who were quite sceptical at the beginning about innovations.
As the library manager noticed: ‘Parents are still used to that kind of school that they
were attending themselves. They must be introduced into novelties first, and we need to
foresee how to do that. An effective way is through children who like innovations and
accept them faster and easier. Therefore, pupils can teach both parents and teachers
how to embrace innovations’. Parents from a focus group explained that their initial
resistance was related to the fact that it was “new and unusual”. They were afraid about
the outcomes of these novelties for their children.
2.1.4. Main achievements
The school has neither financial nor human resources to evaluate scientifically the impact
of implemented innovations. There are no studies carried out in the school. The lack of
sound studies and conclusive results, also, negatively affects the process of
mainstreaming. It is more difficult to introduce innovations to educators if their value is
unclear (due to the lack of evidence).
Although the systematic evaluation has not been conducted, the staff observed some
positive trends on pupils’ learning. Pupils’ reading and writing skills have improved, which
led to better results in standardised tests. Also, pupils’ academic results in natural
science improved, although there are some gaps in maths results. In general, better
results are visible in social sciences that are closely connected to development of general
competences. According to ICCS study results11, 8th grade pupils demonstrated rather
high performance levels in civic and citizenship education which are mostly rooted in
general competences. In 2015, the school demonstrated second best results in Lithuania.
According to the head teacher, positive information about effects of the innovations have
reached the Ministry of Education and Science. Pupil’s individual improvement is also a
base for teachers’ qualification improvement, i.e. it signals which specific areas s/he
should focus on in this case, rather than blindly follow “trendy topics”.
Parents from the focus group agreed that innovations nurtured their children’s creativity
and social responsibility, boosted motivation to achieve more and excelled the ability to
give public speeches. They also noted that strong social competences made their children
more conscious to be active members of civil society and “put an extra effort for a wellbeing of their neighbours and even all nation”.
As the manager of the pupils’
achievement and a non-formal education department notes, she often receives a positive
feedback from the former pupils who continued their education in upper secondary
schools (9th – 12th grades), also from other teachers who work there: ‘“Vyturio”
progymnasium prepares pupils for life, it focuses on general competences, while
gymnasiums are preparing for exams <…> Former pupils feel that they are very good at
public speeches, various creative assignments and project-based activities”. Parents from
the focus group whose children already left to other schools added: “Our children become
leaders in new schools. They feel confident to offer new ideas, and at the same time they
able to adapt to new environment <…> What they get in “Vyturys” has a long-term value
for their further lives”.
National stakeholders’ interviews also confirmed these observations. An interviewed
stakeholder visited the school (to hand in a “Good School” nomination) and gave a public
speech for the whole school community. What stroke him most is that once he finished,
pupils started sharing confidently their impressions about his speech, e.g. that it was too
long; contained too many difficult and not understandable concepts, which made them
hard to follow it. For an interviewee, it was a clear indication that pupils possess such
general competences as critical thinking and public speaking and can use them in daily
life situations.
Another example came out from our own visit in this school where we had a chance to
observe the election of a new Pupils’ Council. Candidates’ speeches were of a very high
International
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http://www.vyturio.panevezys.lm.lt/tekstiniai/ICCS_2016_rezultatai_1040.pdf
11

Study,

see:

quality (based on arguments, creative, well structured), they looked self-confident, could
answer complex questions, etc. Pupils from the audience were very active participants as
well – they were confident in expressing their opinion and inquiring more information.
The head teacher confirmed that as a result of learning process innovation children
gained ability to give a public speech enriched with arguments, values and beliefs; ability
to speak with maturity about their own learning needs/meaningful learning and how to
improve existing processes; ability to reflect on civic roles and responsibilities, among
others. However, these positive changes take time and cannot be observed instantly.
2.1.5. Sustainability of innovative practices
The main issue for sustainability of the innovations is a transition of leadership. Both
school leaders and teachers agreed that current innovations came with an appointment
of the new head teacher in 1992. Slowly but surely, she started changing organisational
and education practices in the school. There are no specific mechanisms set in place to
sustain present innovations through managerial changes. However, interviews revealed a
strong support for implemented innovative practices among teachers and lower level
management. The staff was convinced that the practices would not be shut down once a
new head teacher would be appointed. A notion that innovations will be sustained due to
strong support of the staff prevails in the progymnasium. Parents from a focus group had
diverse opinions. Some of them believed that innovations would not sustain at the same
level if the head teacher left (unless the school got an equally strong and motivated new
leader). Another group of parents believed that pupils would ensure this sustainability:
“Our children are competent enough to protest against stagnation. They would not allow
to destroy easily what has been created in many years”. One parent was concerned that
a level of teachers’ turnover is comparatively high, which might also be a burden for
sustainability. Another parent added: “I have seen many times that teachers look tired at
school. They need to work a lot and I am afraid that some of them can burn out”.
According to the head teacher, it is nearly impossible to foresee well in advance who will
overtake her position (due to staff migration etc.). However, for sustainability the most
important condition is to create favourable environment with embedded values and
create stable mechanisms, instead of associating them with specific personalities. Recent
changes at school could be given as an example of sustainability. While a head teacher
was fully focused on the issues of merging with another neighbouring school, all other
processes did not stop and run smoothly. Unit managers were mostly in charge of it.
As it was already discussed in a section 2.1.3. on barriers encountered, unstable financial
support at the national level also creates challenges for continuity and sustainability of
existing innovations. There is no embedded culture for innovation at the national level
either. As school management staff agrees, the success still depends much on
personalities, and especially the head teachers in Lithuania. There are no systemic
mechanisms that would ensure sustainability of school innovations.
2.1.6. Monitoring, evaluation, learning loops and planning of innovative
approaches
Since 2005, the school prepares a comprehensive Strategic Plan for three years in
advance (the latest one is covering 2016-201812). It reviews strategic priorities, effect
criteria, expected and achieved results for the previous three years, and then presents
SWOT analysis (2015). The main body of the Strategic Plan is dedicated to strategic
priorities, concrete strategies, their goals and measures to achieve those goals, as well
as available resources (human and financial). It provides details on the effect indicators,
expected results, responsible staff members, more detailed timing for presenting and
discussing activity results. According to the head teacher, such a detailed plan and
constant monitoring provide evidence-base, and help to learn from past experiences and
12

See: http://www.vyturio.panevezys.lm.lt/tekstiniai/STRATEGINIS%20PLANAS_2016.pdf
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set future directions. The manager of pupils’ achievement and a non-formal education
department added that ‘the school lives in a constant learning condition when each
school activity starts from planning and ends with self-reflection on its strengths and
weaknesses’. The manager of a basic education (5 th-8th grades) department noted that
before the school starts any novelty, it has an experimentation phase. An idea is to test
this novelty first and then share experiences in respective working groups, learn, and
decide whether to continue with it.
The school does yearly evaluations of their teaching practices, including innovative
methods. Teachers invite pupils to discuss the best forms to evaluate their individual
progress in general subjects and acquisition of general competences. The school also
aims to engage parents into simple practical learning practices. Two years in a row the
progymnasium organises trainings for parents where pupils are the main lectors.
According to the head teacher, when parents understand practically about the school’s
functioning, they contribute more consciously to the school’s pedagogical and
organisational practices. For example, recently a working group representing staff, pupils
and parents prepared a new version of Vyturiečio book to track individual pupils’
achievements. The school also uses an electronic diary, which alleviates communication
between different parties.
The manager of the basic education (5th-8th grades) department shared a couple of
examples how they learn from the experiences of their former pupils. First, the
progymnasium receives information from other gymnasiums about their former pupils’
grades. Then they analyse and compare whether these grades improved, became worse
or remained unchanged. The aim is to understand which teaching and management
strategies could have been the most valuable, and which ones are the first in the list to
be revised. Second, the progymnasium organises ‘Tea Hours’ when they invite former
pupils and seek to receive their feedback on innovations (as then pupils have a better
comparative perspective).
2.1.7. Stakeholders’ engagement
According to the head teacher, the school has no systemic, deep-rooted and wholeschool-encompassing partnerships with external stakeholders. Their involvement is
sporadic, mostly based on a specific issue. For example, the primary education
department cooperates with local kindergartens; education support division cooperates
with educational psychological services (have signed cooperation agreements); there are
connections with a Deaf School for more than 10 years.
The head teacher noted that stakeholders’ engagement was normally more intense when
there was a mutual interest and clear benefits to exchange. After the school became a
progymnasium in 2012, private sector got less interested in partnering with it. This is
because private stakeholders prefer to collaborate with those schools where pupils are
older (9-12th grades). In the latest Strategy, the school pays more attention to
partnerships development inside school community rather than with external
stakeholders.
At the same time, the head teacher acknowledged that public relations were not among
her priorities. She found this area neither particularly interesting nor relevant for the
school. Moreover, she noted that ‘time and other resources are limited. You cannot
distribute them into many different directions as they will be simply wasted then’.
Instead, she preferred to allocate those resources into building a stronger community
with parents. The focus group with parents revealed that these efforts paid off. Parents
summarised: “We feel engaged into the school’s life. There is a constant flow of
information and we feel that our opinion matters. Especially this becomes obvious when
our children leave to other schools and we have a possibility to compare our experiences
<…> Very often we feel that in “Vyturys” we were kind of spoiled by the abundance of
information and transparency”.

2.1.8. Mainstreaming and transferring innovations
The school itself is constantly searching for new innovative practices in other Lithuanian
schools by attending various conferences, workshops, projects and other type of
initiatives. Moreover, the head teacher, the manager in charge of an assistance
department and a couple of teachers are external evaluators for the quality of school
performance in Lithuania. When they visit and evaluate other schools, they learn about
innovations practised there. If those innovations are related to the goals set in ‘Vyturys’,
the school staff contact schools and ask to share their experiences. So, this is another
practised way of mainstreaming innovations into the progymnasium.
We have also identified several ways in which innovation mainstreaming unfolds from the
progymnasium to other Lithuanian schools. Staff migration and visits from other schools
or education experts are the main channels through which innovations are spreading
around. Unfortunately, a degree of penetration is rather low and, hence, educational
innovations move slowly to other Lithuanian schools. Moreover, there are no systematic
mechanisms to evaluate quality and impact of transferred innovations. Concerning staff
migration, since the arrival of the current head teacher in 1992 until 2016, 17 school
staff members have become head teachers in other schools. This helps mainstreaming
innovations because they bring ideas to the new schools, seek for creating partnerships
between schools, and generate a ‘common vocabulary’ between teachers from different
schools.
The progymnasium offers qualification improvement programmes for educators from
other schools. According to the head teacher, this is the unique programme in Lithuania.
An idea is that other schools come with well-defined learning goals and specifically know
what they want to learn. “Vyturys” staff then accept visitors into their lessons, organise
group discussions afterwards and advise on the best ways to adopt innovative practices
into local contexts that exist in every school. The school accepts no more than one visit
per month. Usually schools approach the Pedagogues’ Educational Centre (PEC) of
Panevėžys first and negotiate on all conditions (including financial). Teachers from
“Vyturys” receive some income from the PEC for providing this service and usually spend
this money for buying additional teaching tools. The head teacher noted that although
financial incentives were not high but they still motivated teachers to invest extra
working hours into this programme.
Most of delegations who intend to learn about innovations in Panevėžys “Vyturio”
progymnasium are visitors from other municipalities in Lithuania. Few teachers come
from Panevėžys and surrounding areas. The progymnasium tries to maintain continued
communication with the partners that came to learn from their experience. In a handful
of cases, the progymnasium received feedback from other schools. From time to time,
the PEC approaches the head teacher and lower management staff with a request to give
seminars for other schools.
The head teacher presented a successful case of transferring their innovations. She
showed us a pupils’ diary from another school from the south of Lithuania, which
resembles “Vyturiečio” book. This school adopted the IAT system modifying the practice
in accordance with their local needs; however, the resemblance is very clear. One more
case of innovation spreading is when a previous vice-minister for education and science
became the head teacher in one Lithuanian school and adapted project-based activities
from “Vyturio” progymnasium to a local context. As they had less pupils, they were able
to discuss with each pupil individually their personal interests and formulate an
individualised project topic. An interesting point is that “Vyturio” progymnasium learned
about this additional innovative part and overtook it. ‘So, this is how it works sometimes
– you get an initial impulse from those who were originally learning from you’, added the
head teacher. One more example of potential mainstreaming is visits from various
textbook authors and publishing houses who want to consult with school staff on the
prepared educational materials. Unfortunately, these presented examples are more
exceptional cases rather than systematic patterns.
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The exchange of good practices and experiences is beneficial for the progymnasium’s
teacher qualifications. All managers of different progymnasium departments pointed out
that it is difficult to find and hire qualified external consultants who would provide
relevant continuous professional development (CPD). An issue is that they work
according to standard templates and do not go deeper into each school’s particular
context. Such strategies do not work for “Vyturio” progymnasium anymore. To solve this
training issue, the school itself internally created a qualification improvement programme
(in 2015) based on experiential learning. Teachers have a number of years of experience
and in many respects, they feel better trained than visiting experts. The progymnasium
has ‘learning clusters’ where teachers organise themselves into groups and learn
together about various topics13. A ‘cluster leader’ oversees that monthly plan is
implemented. Teachers accumulate credits and at the end they receive certificates that
are acknowledged by the PEC.
The manager of a basic education (5 th-8th grades) department noted that it was
challenging to spread innovations to other schools when the teaching staff from there
were not open to changes and a different way of thinking. For example, she expressed
her regret that teaching staff from gymnasiums did not see a point in developing pupils’
general competences. They are focused on pupils’ preparation for exams. “Vyturys”
progymnasium is open to share with gymnasiums information about their former pupils’
individual achievements so that gymnasiums could continue with the IAT system.
However, there is no much interest in this.
Regarding transferability of innovations, the school staff agreed that its popularity and
success depends on complexity of these innovations and the amount of resources they
demand. As the head teacher notes, usually other schools hesitate even to start with
activities of individual tracking because it demands consistent and systemic work to
create a holistic and well-functioning system. Instead, schools prefer to overtake simple
activities with attractive titles. Another point is that it is difficult to transfer innovations to
other schools when they do not know exactly what they need. Very often other schools
even do not know about learning possibilities available in “Vyturio” progymnasium.

2.2. Šiauliai “Salduvės” progymnasium
2.2.1. Presenting the innovative approaches practised in the school
Over the last decade, Šiauliai “Salduvės” progymnasium has introduced quite a number
of innovative practices. In the context of this study, we are presenting three of them: the
educational project outside school together with social partners; pupils’ individual
achievement tracking (IAT) system; and social competence development (SCD) system.
The fourth year in a row (since 2013) the school is implementing educational project
outside school together with social partners, which has a different topic each year to
nurture diverse pupils’ skills and competences. This project involves all pupils (1 st-8th
grade). Four days per academic year they go to learn in alternative outside environments
(e.g. art galleries, theatres, university laboratories, botanical gardens, pastoral centres,
libraries etc.); each day has a different theme. Topics and themes are selected taking
into account issues that are currently relevant for pupils. For example, this year (2016)
the school decided to take into account growing attention to STEM and thus chose the
topic ‘Growing and Exploring’14, where activities are centring around natural science
laboratories, robotics, design, etc. There is a separate working group coordinating project
activities. At the end of each day, pupils have to fill in a sheet where they self-assess
their competences and provide arguments for such self-assessment.
An idea for this innovation came out from the perception that traditional academic
education was not sufficient for children’s holistic development. The holistic approach
For example: strategies to enhance reading skills; feasibility of iPad classes; using ‘Vyturiecio’
book as a teacher’s diary/reflection; educating children with special needs, and more.
14
See: http://salduve.lt/projektas-augu-ir-tyrineju/
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also implies development of social skills. According to the head teacher, pupils need to
develop skills and competences that are crucial in real life (by learning not only from
books), e.g. working in teams, flexibility in decision making, ability to search for
information, self-confidence, creative thinking etc. In a ‘traditional school’ success is
mostly experienced by those who are very good at studying. In the meantime, children
with different capabilities do not have space to discover themselves and experience
success. It is also a goal to strengthen pupils’ civic spirit and awareness of their own
town, encourage attending new spaces and learning new habits.
Since 2011, Šiauliai “Salduvės” progymnasium is also implementing the Individual
achievement tracking (IAT) system, which is at the core of school culture. The first
impulse was to eliminate negative school image and poor performance of pupils in terms
of their grades. A first inspiration for this innovation came some years ago, when the
staff realised that it was possible to grasp each pupil’s learning difficulties and find ways
how to address them. Pedagogues felt inspired to take further actions that helped each
pupil learn more consciously, become more active and go willingly to school. However,
the first years demanded lots of work with teachers and their negative attitudes towards
pupils (approaching them as ‘bad pupils’). The head teacher started practising
consultations with teachers on what to change, who is responsible for what, and how to
start especially helping those pupils who are at the bottom. The first actions to help those
pupils were taken in 2008. One of the most effective measures was mentoring (when a
pupil gets a teacher-mentor supervising him/her on an individual daily basis). An
important point is that situation monitoring accounts not only for grades but also for
other aspects, such as social interactions. Therefore, support measures were prepared
not only for pupils with poorer grades but also for those with good grades poorer
behaviour or social skills (as grades is not the only thing that matters).
For the IAT system, the head teacher emphasised the importance of pupils’ selfassessment on their personal improvement. They have a special diary-book, which is
continuously filled in during four academic years (5th-8th grades). Each pupil reflects on
and self-assesses her/his performance during the last month by assigning scores
according to criteria in three blocs: learning; non-formal learning; and social skills. Then
s/he writes a reflection once per month on what worked, what did not work and why. In
this diary-book, each pupil also sets a goal for what grade of each subject s/he would
seek to achieve by the end of this academic year, monitors this goal and plans further
steps for reaching it. Parents are also requested to write some encouraging notes for
their children. An advantage of the IAT is that it forms a comprehensive system
(implementation, learning, improving) and involves all relevant actors: teachers, pupils
and their parents.
Moreover, since 201215, the school adopted a social competence development (SCD)
system. The system is comprehensive and consists of three components: social activities
(volunteering), self-reflection and acknowledgement of gained competences16. This
makes the system unique in Lithuania. The most important component of the model is
self-reflection. Each pupil has to take some time to think about the social activities that
they engage into and benefits that are brought by these activities. Pupils may choose to
engage into social activities on the school campus or work with organisation outside
school (e.g. kindergartens, animal houses, and elderly care houses). The system sets a
minimum number of hours that have to be spent for volunteering. The youngest pupils
from first grade have to devote at least 5 hours per school year for social activities. The
minimum amount rises each year and reaches 18 hours by the time children are at
eighth grade.
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A piloting stage lasted in 2012-2014, and since 2014 it encompassed the whole school.
Gained competences are acknowledged by a signature of the supervisor.
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2.2.2. Main enablers for innovations
Although it might sound as a paradox, initial poor image of the school was a strong
motivator to change and create “a distinctive school culture”, as in the case with
‘Vyturys’ school. Since her arrival in 2007, the head teacher had been wondering why
children and their parents from a local neighbourhood chose other schools. She promoted
ideas of positive thinking, which was crucial to make substantial changes. The head
teacher also included school community (teachers, pupils and their parents) into
performance analysis, planning of activities and decision making, so that they felt
ownership. Another enabler was the school’s openness to and interest in external
information sources, such as various success school stories about embedded practices
and relevant national documents17. For example, national education priorities helped the
progymnasium grasp tendencies and plan directions for further actions. One of the key
sources for the IAT system creation was “Development of key competences of students
(grades 5-8) in basic education”.
In 2012-2014, five schools from Šiauliai participated in a national project “Time for
Leaders 2”18 with the aim to prepare a unique model promoting leadership. Šiauliai
“Salduvės” progymnasium was among those five schools. The head teacher, inspired by
her previous working experience at Šiauliai “Didždvario” gymnasium (which is
implementing an International Baccalaureate programme19), proposed the SCD system.
With a support from Šiauliai city regional education centre, five schools together created
the SCD system. The staff from five schools regularly met and discussed their progress in
developing a SCD system in Šiauliai “Salduvės” progymnasium and similar models in
other four schools. Each of five schools developed similar, yet unique models, which fit
their needs and expectation in the best manner. At the moment, Šiauliai municipality has
signed agreements with a network of partners so that schools who wish to implement
SCD could cooperate with them for this initiative.
The head teacher came up with an idea for the educational project outside school during
her master degree studies of educational leadership. These studies were also a part of a
project “Time for Leaders 2”20. The head teacher was inspired by the topics of children’s
holistic development, education in non-traditional environments, young people’s
preparedness to live and work in an ever-changing society, and more.
The school feels support from the Ministry of Education and Science (MoE) for its
implemented innovations. The head teacher is participating in some working groups
together with the representatives from the MoE and receives a positive feedback for her
work. Moreover, the head teacher is often invited to take part and share their experience
in various conferences, trainings and other events organised by the MoE. When the
Ministry meets with the representatives from Šiauliai municipality, it also uses this
opportunity to acknowledge and appreciate the achievements of the “Salduvės”
progymnasium.
2.2.3. Main barriers for innovations
It took time for teachers to learn how to see each student’s individual achievements, get
acquainted with his/her learning specificities and difficulties, so that to be able to
properly organise all learning processes. According to the head teacher and deputy head
teacher, this happens because pedagogues lack practical trainings in Lithuania. In
the majority of qualification development events, teachers get only theoretical
knowledge. Such trainings do not help improve their practical skills on how to apply the
IAT system on a daily basis. Currently, teachers’ abilities to reflect on their own
activities during lessons are limited as they lack such skills as well. Šiauliai “Salduvės”
The head teacher mentioned such documents as the National Education Strategy and the
Description of Pupils’ Assessment and Achievements.
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See: http://www.lyderiulaikas.smm.lt/en
19
See: http://www.dg.su.lt/tarptautinis_bakalaureatas
20
See: https://www.ism.lt/lyderiu-laikas-2
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progymnasium have been learning on their own how to do this in a structured way.
However, such learning is not very systematic or consistent – it works more according to
an ad hoc principle.
Regarding the educational project discussed earlier, a concept of education outside the
school itself was challenging for teachers first of all. They had to get used to this idea
of organising learning in a different way, lead merged pupil classes from different grades,
to prepare activity programmes, negotiate with social partners, to draft reports with
reflections about each day etc. Teachers received some ad hoc training, which followed a
methodology of action research21. After the first successful year (this project won a
“success of the year” title inside the school) they got enthusiastic about this idea and
started showing an initiative when planning further project activities. Therefore, an
indirect positive effect of this project boosted teachers’ motivation and professional
development trespassing traditional boundaries.
Another challenge was to convince teachers and parents to support the SCD system,
and to motivate pupils. It was mitigated by appointing a person working full-time as a
SCD coordinator. She was in charge of communication with all involved parties.
Moreover, it was hard to attract social partners and convince them to engage into this
project. At the moment, most of the partners are from the public sector. It has been
difficult to establish cooperation with the private sector (as normally they expect
some financial/other benefits, and also are more willing to accept older pupils who might
do some traineeships in their offices, etc.). For more details on stakeholders’
engagement, see section 2.2.8.
At the local level, the school does not feel much interest in its implemented innovative
activities, neither much support from the local policy makers. The head teachers noted
that the MoE seeks to show a positive example regarding this issue. It explicitly
acknowledges the school’s activities with the aim to stimulate a similar interest and
support for the school from the local public authorities.
2.2.4. Main achievements
As it was presented earlier, the school used to have quite many issues in terms of its
public image, pupils’ academic achievements, atmosphere at school, etc. The school staff
notes that since the appointment of the new head teacher in 2007 many things have
changed. Academic results have increased. There are no more pupils who need to repeat
their courses. There are no systematic school absenteeism problems. Pupils feel more
confident to participate in various competitions outside school, and bring some victories
too. Social climate has significantly improved. More and more parents consciously choose
to bring their children to the progymnasium. Parents are also actively participating in
parents’ meetings (attendance rate is approx. 80%) and feel responsibility to inform
individually if they cannot take part in. The IAT system boosted pedagogues’ selfconfidence and empowered them to take further actions. For example, they started to
initiate parallel activities that formed school culture: social-emotional development, a
system of ‘class hours’, an anonymous microclimate measurement tool (‘Thermometer’),
and more.
Although innovative educational and organisational practices are not a sole cause of the
improvement, the staff believed that innovations contributed to this. Paying closer
attention to individual needs, problems and achievements of each pupil helped to
improve grades. Besides, the school received a lot of public attention after its pupils
visited social partners and learned from them. The progymnasium published several
handbooks with descriptions of the project and photos from their visits. These books
were distributed among the participating stakeholders, who eventually spread a word
about this project to their own partners. According to school staff leaders, a SCD system
helps to improve pupils’ social skills and increases their sense of responsibility. Although
Identify a problem – plan what and how to do – implement – monitor a process – collect data observe a change – measure impacts – plan further steps.
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there are no comprehensive studies on the impact of the system on pupils’ behaviours,
teachers named a handful of individual success stories. The results are especially
encouraging among pupils with lower academic results, poorer social skills, etc. Success
in social activities raises not only their social skills but also self-confidence, and gives
recognition among peers. Good results in the SCD system, also help to improve academic
results. In addition, school teachers note that this experience is beneficial once the pupils
leave to gymnasiums – they adapt easier. It sets the grounds for their continuity of
learning.
2.2.5. Sustainability of innovative practices
According to the head teacher, innovations would continue to exist even if she had to
leave the school. The majority of the school staff has already overtaken a ‘school model’
and should push things forward. She sees them as leaders who can sustain existing ideas
and generate the new ones. Sustainability is much more likely when behaviours are
embedded in school values and overall culture at school. To ensure sustainability, a head
teacher seeks to involve the school staff into all processes inside and outside school (e.g.
delegates to represent her in external events).
The SCD system coordinator believes that this system has become an integral part of
their school traditions. The school feels a ‘voluntary demand’ from its pupils to get
engaged into social activities (as they are coming themselves and inquiring about such
possibilities in advance). Parents are also supportive as they notice positive changes in
their children’s behaviours and attitudes.
2.2.6. Monitoring, evaluation, learning loops and planning of innovative
approaches
The school practises management through working groups (including school performance
monitoring group, parents’ informing group, pupils’ progress group etc.). There are
agreements that each school staff member contributes to a particular working group
according to his/her capacities. There are established accountability mechanisms where
each group reports interim 6-month results, then creates a product at the end of the
year and passes through anonymous assessment. It also includes self-reflection: what
worked well, what did not work, how to improve, etc. At the end, a product overview is
published on the school’s website. The head teacher generates key ideas/sets strategic
directions but then it is up to working groups to decide on implementation issues and
other procedures. Each working group has an activity plan confirmed by the head
teacher. This is a practical illustration of how distributive leadership functions at school.
The school’s approach is that internal trainings are more beneficial than external ones
(unless they concern a very specific method/field of expertise). The most efficient
learning happens from their own experience. As already mentioned, the school staff
practise methodology of action research at organisational and individual levels. The
methodology allows the same person to be both an actor (implementer) and an observer
(researcher) in daily activities. The school staff feel that when they observe, discuss and
learn their own daily practices, they benefit and progress the most. They relate then with
concrete situations and pupils and look for practical solutions for actual issues.
Additionally, each teacher has to visit at least 4 lessons per year and to learn from their
colleagues (inside their own school). This method is not only used for learning new
teaching practices, but also for learning how to get into a positive contact with each
pupil. Teachers are encouraged to visit classes from different educational levels and
teaching subjects. As an additional note, in 2015, the school introduced an initiative
‘educational innovations’ that encourages teaching classes in a new non-traditional way.
There is a board in teachers’ room where they can put their brainstormed and actually
implemented ideas. Teachers were encouraged to search for and suggest such
innovations themselves, e.g. when one of the parents is giving a class on diverse
subjects, and more.

There are also periodical meetings of school staff (twice per year) where performance
and overall well-being of each pupil is discussed. Groups of teachers exchange their
experiences and impressions, and come up with solutions on how to further support each
pupil, which methods work best for each child individually, etc. Once per week, teachers
organise a ‘class hour’ where they ask pupils (5-8th grades) to reflect on their
improvement done in the areas of formal, non-formal education and social competence
development. This exercise provides a very useful feedback for the school staff. In each
class, there are also ‘thermometers’ to measure a temperature in the class – anonymous
pupils’ surveys to assess how positive is school environment (e.g. no abuses or bullying).
There are also yearly Pupils’ Forums and Parents’ Forums organised with the aim to
mutually learn about different themes, e.g. how parents encourage their children to
study, what a concept ‘Good School’ means, what is an added value of the SCD system
etc.
2.2.7. Stakeholders’ engagement
The school quite actively cooperates with a handful of stakeholders. As it was explained
above, the school is implementing an educational project together with social partners.
The progymnasium cooperates with Šiauliai University, a number of local museums and
galleries, a kindergarten and several private enterprises. All these institutions support the
above-mentioned innovation, by welcoming and educating pupils four times per year. A
number of social partners have joined the SCD project. Each year they welcome pupils
who wish to engage into social activities outside the school. Both public and private
(although less) institutions cooperate with Šiauliai’s “Salduvės” progymnasium. Parents
are also engaged. For example, they arrange pupils’ educational visits to their
workplaces.
The school is constantly thinking of new strategies how to enhance cooperation with
external stakeholders, especially from private sector. For example, there are plans to
organise long-term creative projects with private companies (e.g. creating labels, poems
or drawings for marketing). Another used strategy is cooperation with parents who work
in different sectors and help to promote partnerships with the school. The municipality
plans to fund similar activities starting from autumn 2017. In this case, the school would
have an employee working on cooperation strategies.
The school staff have observed various benefits for pupils from the school’s cooperation
with external stakeholders. For example, pupils seem more motivated to perform tasks
when they associate those tasks with ‘real’ environments and situations. Children also
organically connect subject competences (e.g. language, maths) with general
competences (e.g. social, cultural, cognitive). Meetings with external stakeholders
motivate pupils to think about their interests and future plans after graduation. School
staff noticed that especially pupils with lower academic achievements participate more
actively in activities after lessons. Non-traditional environments stimulate their interest in
gaining competences, and encourage them to be creative and more flexible. School’s
public relations also strengthen its positive image, make school staff feel proud of their
organisation and stimulate professional as well as personal development.
2.2.8. Mainstreaming and transferring innovations
To date, there were only ad hoc activities to spread the knowledge about innovative
practices implemented by the school. The head teacher presented their educational
project outside school in several conferences and seminars. However, to her knowledge
none of schools overtook this idea (she believed a project should be ‘advertised’ more) in
a systematic way. The main barriers are resistance to novelties, fear to exit comfort zone
and a lack of flexibility from the school staff. According to the head teacher, adoption of
innovative initiative cannot be done without stepping out of a comfort zone.
The deputy head teacher gave some examples that their school innovations spread when
school staff migrated to other schools in Šiauliai (e.g. the IAT system, Parents’ Forums,
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Thermometer). In 2015, the school also organised a ‘School Forum’22 where they shared
good school practices with other head teachers and teachers from all Lithuania (approx.
200 people). In 2016, the MoE organised a conference/public consultation in the school 23,
which was mostly about the IAT system and cooperation with local stakeholders.
At the time when a SCD system was created, the staff of the school wrote a resolution to
the Ministry of Education and Science. The letter advocated to devote more obligatory
hours in the curriculum to the development of social competences (in the general
education development plans). This resolution promoted an idea that primary and
secondary education should be provided together with requirements for social
engagement. Eventually, the Ministry decided to increase a number of hours devoted for
social activities in the curriculum (max. up to 20 hours). Head teachers from Šiauliai city
and further regions showed some interest in a SCD system. Teachers from the
progymnasium visited several few other schools in Šiauliai and presented this system. To
a varying degree, most of schools in the town are now involved into a SCD system.
Managers from schools in Kėdainiai, Ignalina, Kaunas and Klaipėda came to learn about
pupils’ social competences and skills development in Šiauliai “Salduvės” progymnasium.
The school also contributed to creation of methodological guidelines and
recommendations handbook where it shared its own experience. At the moment, Šiauliai
municipality are preparing a concept and a model of a child’s personality growth. The
head teacher was invited to join this working group as overall idea for the model was
inspired by the SCD system introduced by “Salduvės” progymnasium.
Overall, the progymnasium has limited knowledge about how far their innovations
spread. They do not collect regular feedback from school managers and teachers whom
they have trained. Teachers from Šiauliai “Salduvės” progymnasium do not know well
whether any other schools apply the IAT or SCD systems. According to the head teacher,
a clear barrier for mainstreaming innovations is reluctance from head teachers to change
things. It is more convenient to keep a status quo ad not to invest extra time into
novelties. Another barrier for mainstreaming innovations is a rather passive position
taken by the municipal education centre. For example, when there are meetings with
head teachers, they are organised ineffectively. These meetings are dedicated to formal
reporting rather than some learning process and exchange of good practices. Another
thing that could be done is creating dyads between schools where one school could help
more to another one.
Regarding transferability of innovations, the school staff agreed that it is much harder to
transfer ‘soft’ elements – those that are related to school culture and values. It is also
difficult to ensure transferability if people are not willing to respect the agreements that
were made. It is equally difficult to transfer innovation if there is no deep understanding
of why and what changes are needed for the school community. It is much easier to
transfer concrete successful methods. Several means to increase transferability are as
follows: consulting provided by those who have already accumulated more experience
(including e.g. shadowing); exchange of best practices between those who are equally
experienced; or external advice from professionals. It could be noted that besides the
head teacher and the deputy head teacher, the rest of school staff was not well aware of
practical issues linked to transferability of their innovations to other schools.

See:
http://salduve.lt/forumas-siauliu-salduves-progimnazijos-patirtis-tobulinant-mokyklosveikla/
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Ssee: http://portalas.emokykla.lt/naujienos/Puslapiai/Naujiena22409.aspx
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3. Innovation in schools: lessons learned and policy
pointers
3.1. Understanding the barriers: what hinders the school innovation
process?
Fragmented environment
The key barrier to the smooth transition of innovations from one school to another is a
fragmented system of school education. Within this kind of environment, many efforts to
innovate are invisible to other stakeholders. In many situations, schools appear to be
isolated actors that neither need, nor intend to collaborate with their peers. The
prevalent practice favours the evolution of a number of distinct and locally-based
innovations. There are a couple of major downsides of this type of innovative approach,
which make the mainstreaming of innovation particularly complicated. First, the limited
exchange of information stimulates trial-and-error learning, rather than peer-to-peer. By
learning more from each other, schools could install innovations in a quicker and more
efficient manner. Second, innovations develop in locally-based contexts, with limited
influence from the broader educational community. Therefore, the uniqueness of these
innovations makes them more difficult to adopt in other schools. Due to these two
particular features, fragmented school educational system slows down the process of
mainstreaming innovations.
The current situation is the sum of several interrelated variables. Regional institutions fail
to connect schools into a well-orchestrated network. Schools, and stakeholders we
interviewed, appear to agree on a passive role of municipal educational departments in
mainstreaming innovations. These departments could act as mediators between different
stakeholders, but in practice they offer insufficient support to schools. As one stakeholder
suggested, concrete agreements could be made in advance between the MoE and
municipalities on projected results, and the actions required to achieve them. This would
increase accountability. The Change Workshop participants24 added that in Lithuania,
education specialists from municipal bodies are in-between politicians and schools. The
demands of these groups do not always match, and it is not necessarily the case that
municipalities consult and support schools. Thus, an intermediate level does not always
exist between policy making by the MoE and implementation by schools.
Another issue that stands in the way of mainstreaming innovations is competition
between schools and negative attitudes towards each other. The Lithuanian system of
school education suffers from the predominant logic of the market economy. Each pupil
has their own financial basket; therefore, the size of a school’s budget directly depends
on its success in attracting students. Existing financial regulations set the basis for
competition between schools. The most successful schools are the ones that are most
attractive to parents. The public image of a school matters, and schools are eager to
market themselves. Both schools we visited take pride in presenting themselves as
pioneers and innovators. It is more beneficial for schools to present themselves as the
initiators of innovations, rather than those who adopt existing innovations. We have
witnessed the way in which very similar projects, developed to track individual pupil’s
achievements, were presented as unique in the national context. The stakeholders we
The Change Workshop took place on 9 March, 2017 at the premises of the Lithuanian Ministry of
Education and Science in Vilnius. Objectives of the workshop were as follows: to share information
about the implementation of the EC project; validate the results of the Lithuanian case study;
collect different stakeholders’ opinions and complement the analysis; promote dialogue between
different stakeholders; stimulate discussion about needed changes in the Lithuanian school
education system and trigger further cooperation in this direction; and pilot and update the
research tools linked to organisation of the workshops in other countries.
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interviewed also saw competition between schools as detrimental to the mainstreaming
of innovations. One stakeholder described this as a lose-lose situation: by cooperating,
schools could raise the quality of education overall, so that pupils would not need to
choose between them.
Communication and cooperation between schools are very limited at best. Experimental
and innovative practices seldom leave the walls of a particular school. Educators and
school managers know very little about what their peers are doing. A similar message
was echoed by stakeholders during interviews. Before starting to mainstream any
innovation, it is crucial to dedicate enough time to its presentation. For example, it is not
sufficient to declare that “competences matter” with no further explanation of their added
value etc.
A rudimentary awareness of a particular innovation does not help educators to adopt it.
In fact, it may be counter-productive. Spreading of tested innovative initiatives is less
likely unless educators and school managers have an in-depth understanding of what
type of mechanism can enable particular innovations. It is very difficult to support the
mainstreaming with sound evidence because very few empirical studies have been
carried out on school innovations and their effects in Lithuania. One interviewed
stakeholder pointed out that Lithuania does not have respective research institutes under
public authorities that would focus on innovation research and support decision-makers
in policy development processes.
Analysis of the two case studies shows that innovations do not spread through a “copypaste” method, especially in the fragmented system. Staff at the visited schools are
partially correct in saying that their applied methods are unique. Although innovations
share the same pattern and many similar features, a number of differences exist. Our
school visits revealed that there are no “one size fits all” innovations. Every school is
embedded into its local community, and needs to adapt innovations to its needs.
Attempts to “copy-paste” innovations could lead to failure and discourage from
experimenting and innovating.
Lack of training programmes for the school staff
Obstacles created by the fragmented system are exacerbated by other factors. According
to several of the stakeholders we interviewed, one barrier to mainstreaming school
innovation in Lithuania is a lack of attention to school management (governance). For
many years, this was not considered to be an important area. It was realised only
recently that modern head teachers should be school leaders with strong management
skills. Current head teachers require long-term and continuous professional development
programmes. However, current ministerial decision poses a new threat to these
programmes – it declares that school management expenses shall not exceed 10% of a
school’s total budget. As a consequence, some highly professional and innovation-driven
head teachers have already left their positions at schools. In addition, the current
selection system for new head teachers mostly assesses their potential ability to manage
schools. No national long-term programmes exist to consistently prepare future head
teachers (leadership, team work, resource management and more). The Workshop
participants believed that the Lithuanian school education system should invest more into
the preparation of school leaders (not just teachers), and that effective school
management is one of the key issues in Lithuania. One participant drew attention to the
fact that in Lithuania, school leaders are being assessed despite there being no proper
programmes to prepare them. They work under a lot of pressure in terms of demands
and responsibilities, but their salaries are inadequate.
Stakeholders also noted in interviews that pre-service and in-service teacher training is
not in line with innovation trends. They indicated that it was outdated and not responsive
to the current needs of schools. Qualification programmes are too short and lack
continuity. Teachers thus remain closed to school innovations and their dissemination
across Lithuania.

Dependency on the EU structural funds
According to some interviewed national stakeholders, another barrier in Lithuania
appeared when the EU structural funds were introduced (in 2004). Schools sought to
participate in/initiate various projects mainly funded by the EU. An issue was that
sustainability of created project products was very low. A part of schools became the socalled ‘project-based schools’ when they aimed to participate in as much as possible
projects, but this did not result in higher quality of education (just some superficial
cosmetic temporary changes). At the same time, schools seemed unable to work with
alternative (lower) budgets and initiate or spread innovations once the support from
structural funds was over.
It should be noted that this point comes from the interviews with national stakeholders,
whereas visited schools did not address this barrier.
Lack of understanding about the effects of innovations
One more obstacle spotted by one of the interviewed stakeholders and schools’ leaders
was a particular focus on standardised testing where exams are testing pupils’ knowledge
rather than their competences. There is a lack of coherence, and teachers are reluctant
to experiment with innovations when the system demands results of a very different
nature. There are no long-term academic evaluations of innovations that would produce
an in-depth understanding of how innovative practices affect pupils’ development. The
number of educators and schools’ managers are not aware of benefits that may be
brought by particular innovations. Well-grounded scientific evidence may change the
mood and increase interest in particular innovative practices.
The Workshop participants pointed out that one of the major obstacles to school
innovation was the fact that universities and other educational institutions show little
involvement in practical experimentation at schools in Lithuania. It would be very useful
for schools to receive continuous support from scientists/academic consultants/mentors.
Lack of political will
It is important to emphasise that most of the underlined barriers can be changed.
Politicians and policy-makers may significantly improve the situation for the
mainstreaming. However, interviewed stakeholders were consistently mentioning a lack
of political will and incomplete reforms as barriers on the way for wider utilisation of
innovations. The Workshop participants were also concerned that changes did not come
as fast as could be expected, especially at times when there was no favourable political
climate. However, at the same time they noted that systemic changes were a long-term
process. It takes time to see the first effects of innovative practices on pupils, teachers
and a broader school community.
Overall, the Workshop participants confirmed that they faced the same or very similar
barriers to those identified in this case study report. They also identified several
additional barriers that were not mentioned during the field study. For example, schools
were sometimes afraid to innovate due to a negative attitude from municipality bodies.
Many formal limitations exist that limit schools’ ability to organise pupils’ learning
outdoors (due to time, duration, transportation, assisting staff etc.).

3.2. Spotting the supporters: what facilitates the school innovation
process?
Both case study schools have quite similar contexts. Both of them had bad starting
positions. Many pupils had low academic records, parents used to avoid bringing their
children to these schools, and their public image was damaged. The positive changes
came with a new management. Both head teachers initially encountered some resistance
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from teachers and it took some time to get them along. However, initial pessimism was
replaced by the idea that any kind of change would be positive. The management and
staff were relatively free to experiment without a fear that it would negatively affect the
schools’ image. The initial success laid the basis for the continuation of work. Thus, the
freedom to innovate may be a key feature leading to successful instalment of school
innovations.
The Lithuanian cases show that school management and, especially a head teacher, play
a central role in facilitating school innovations. Educational innovations will not be
installed if managers of schools reject them. Therefore, greater investments in initial and
continuous professional development for head teachers is a crucial contributor to
success. Support from national or regional authorities has a dual impact. Firstly, it
spreads innovation through the net of educational institutions. Secondly, it boosts trust in
innovative methods among teachers and head teachers.
Any innovations may be more easily applied to a local context if there is a person in a
school responsible for the initiative. A clear delegation of tasks and responsibilities
improves the coordination between the staff and instalment of an initiative. Also, it helps
to find solutions to various issues, which may occur. Somebody needs to be responsible
for day-to-day updates and regular tracking of the progress.
Although the Lithuanian policy landscape lacks comprehensive reforms that would aim to
promote school innovations, there are several recent system-level initiatives with a
potential to support them. For example, the Conceptual Framework of a Good School 25
(2015) promotes independent, personalised, interactive, contextual schooling that is
open to innovation, without elaborating on its distinctive features. The Conceptual
Framework calls for addressing a school as a learning organisation; for evaluating more
than just academic results; and for promoting a variety of learning environments beyond
the class or school premises (Mokyklos langas, 2016). The approval of this Framework
resulted in an updated set of indicators for internal school self-assessment. New
indicators help evaluate the degree to which schools create preconditions for personal
growth, dialogue-based learning, and self-expression (National Agency for School
Evaluation, 2015).26 Reportedly, the indicators will also be updated regarding the
external school assessment.
Additionally, the Description of the Curriculum for Primary, Basic and Secondary
Education27 (2015) presents education based on key competences, provides the
guidelines how to e.g. renew teaching and learning processes, making them more
personalised, and how to assess each pupil so that her individual achievements
improved. However, as one of the interviewed stakeholders noted, the head teachers
were neither involved nor consulted when these documents were prepared; therefore,
they are not well acquainted with the content and are not ready to work with it. Another
interviewed stakeholder pointed out that the Description is not compatible with the
current exam system, which is still oriented towards testing pupils’ factual knowledge
rather than assessing their general competences. These are some of the potential
burdens for translating promoted “paper ideas” into actual practices at schools.
Available
at:
https://www.smm.lt/uploads/lawacts/docs/1123_f7c8a543817622251403634001d3918f.docx.
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The evaluation criteria help assess the appropriateness of teaching plans (the degree to which
teaching plans are flexible and allow integrating subject areas, carrying out project activities, etc.);
individualisation and differentiation of the teaching process; the ‘meaning’ of learning (the degree
to which learning is based on observation, experimentation, games, creativity, social interactions);
learning in virtual environments (the extent to which ICT use make learning more attractive or
individualised); collaboration and interaction (the degree to which teachers learn from each other
and create networks), and other aspects to school and classroom organisation. Notably, schools
independently decide on the scope and frequency of internal evaluation. The Agency recommends
that the schools use the online self-evaluation tool IQES Online for data processing, available at:
http://iqesonline.lt.
27
Available at: https://www.e-tar.lt/portal/lt/legalAct/37350520a7bc11e5be7fbe3f919a1ebe.
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Finally, it is relevant to note that current climate in the Lithuanian school education
seems to be favourable for positive changes. After a couple of recent school scandals that
caught a strong attention from the media and society, the MoE started speaking more
intensively about complex solutions in school education system. They encompass such
aspects as: procedures for appointing school heads and their performance assessment;
school assessment; school autonomy; the role of local education centres; attractiveness
of the teacher's profession, among others.28
Besides the above-mentioned supporting factors, the Change Workshop participants
mentioned several additional enablers. Funding was mentioned as one of the crucial
elements for the innovation process. The participants also stressed the importance of
knowledge support and guidance as well as moral support for schools from all other
stakeholders: parents, local community, municipal bodies, regional actors and national
public bodies, most importantly the MoE. Participants also witnessed that successful
school innovations often start from children and not from their parents or teachers. While
adults see many threats, and do not want to leave their comfort zone, children are
‘walking innovations’. The whole process also must be transparent and be based upon
clear agreements – what do we want to achieve? It also helps to build a school strategy
and set priorities, rather than expending energy in all directions – this can make a school
community experience innovation fatigue.

3.3. Reflecting on the transferability of school innovations into the local
contexts and their sustainability
Innovative practices have some variations in each school, as it was presented above.
They cannot be taken from one context and placed into another without any
amendments. The variations occur because innovations are developed and managed in
relatively isolated environments, which have little to none contact with each other. That
being said, even an ideal transparency and flawless communication would not reduce
differences between innovative practices to zero. Any innovations should be grounded in
a local context and address needs of local learners and a wider community.
Therefore, continuous communication is needed between those schools that initiate
innovation and those that learn from their practice. A longer period of time is also needed
for successful mainstreaming of a tested innovation. A mere training and spread of
information is not enough. The successful instalment of innovation in a school has to be
done in several steps. The learning schools should be able to give their feedback to the
innovators and get answers to additional questions, which rise during an adoption of a
particular innovation in specific local settings.
Interviewed stakeholders and school staff seem to agree that it is much more difficult to
transfer ‘soft’ elements – those that are grounded in school culture, attitudes and values
– rather than a specific innovative method or technology. However, the stakeholders also
agree that these elements are the most crucial in successful transfer of specific
techniques and approaches. Moreover, to be successful, innovation should be accepted
by the whole school community, including teachers, pupils, parents and other relevant
actors.
The Workshop participants found it particularly relevant to talk about the sustainability of
innovations and an overall innovation process, as well as how to transfer innovative
practices into diverse local contexts. Participants felt that these processes should receive
systematic support.

3.4. Policy pointers
Communication and cooperation
Available at: https://www.smm.lt/web/lt/pranesimai_spaudai/naujienos_1/svietimo-ir-moksloministerijoje-aptarti-planuojami-pokyciai-vertinant-ir-skiriant-mokyklu-vadovus
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▪

▪

▪

▪

▪

▪

To strengthen cooperation within the school as a source for innovation, and to
eliminate ineffective approaches hindering collaboration among teachers: “my
classroom is my private garden” and “other teachers working in other classrooms
are my competitors”. To mitigate negative perceptions of competition, schools
could set a common goal between school staff. Administrative tools are also
helpful: for example, a dedicated space and time for discussions and reflections,
and nurturing a common culture that favours innovation. An hours-based
remuneration system for teachers could also help to promote innovations and
stimulate leadership for learning. School leaders’ approach to teachers and
teaching itself is crucial: teachers should be seen as educators who provide a
holistic education to pupils (rather than narrowly-specialised actors whose role is
to teach only their key subject). Schools should have a sufficient number of
teachers’ assistants, social pedagogues, special pedagogues and psychologists.
These are an integral part of a holistic education.
Municipality representatives should receive more information about the projects
implemented in schools. Schools receive direct invitations to apply for these
projects, while municipalities are excluded from the process. Better exchange of
information is required between schools and municipal bodies. It is also crucial to
redefine the functions of the municipal bodies in charge of school education. At
the moment, these functions are mostly linked to operational/logistical matters
within schools, and not with the content of education itself.
Cooperation between schools should be enhanced. At the moment, it is hindered
by competition between schools. Cooperation could be enhanced by regularly
organising joint parent forums, as well as school board forums. It is crucial to
create representative bodies, rather than to focus on ad hoc participation. To
boost cooperation between schools, it is essential to participate physically in joint
activities. Municipal education centres should play a more active role in connecting
schools and promoting their joint activities. This should be done within one
municipality and between different municipalities.
Schools’ founders and public authorities should initiate a network for information
exchange. The network does not need to be centrally coordinated, but should
minimise the fear that comes with “starting professional conversations with a
stranger”, and enable peer-to-peer correspondence.
Barriers to the mainstreaming of innovation must be addressed. These include a
culture of competition between schools; fear of the unknown; fear of failure; an
exclusive focus on academic results; and a wish on the part of individual schools
to be seen as a visionary. Unnecessary rivalry should be reduced, as should
tensions between schools that could drag them down into a lose-lose situation.
One possible way would be to encourage the establishment of consortia
(especially between schools from the same municipality) to engage with business,
universities, NGOs, and more.
There should be more cooperation and synergies between school and universities.
Universities should be involved in the implementation of innovations in schools.

Leadership
▪

School leadership should be viewed collectively. It should be provided not only by
the head teacher, but also by the teacher community, parents and others.

▪

▪

▪

▪

▪

Building a strong community requires not only an inspirational leader, but
motivated and responsive teachers and parents. It is a question of effective
teacher and management training. Motivation is an important factor for effective
leadership. This should be fostered through training.
Trust (by leaders in their teachers) is an important quality of the leader. Trust is
developed through a collaborative environment, which each school has to foster.
The leader must also have a clear vision and strategy, and be able to convince
his/her team to move forward. This again goes back to the issue of effective
leadership training. The ISM MA programme on Leadership29 was mentioned as
being effective. It is an integral part of the ‘Time for Leaders’ programme,
launched in 2012. As a potential system change, such an advanced degree could
become mandatory for all school leaders. At the same time, it is crucial to ensure
a good supply of such programmes, and that their quality is high.
Specific evaluation mechanisms could be introduced that would help to evaluate
school leaders’ capacity to lead the change and ensure effective student learning.
The criteria should be well thought through, and take into account not only visible
results, but also ongoing processes that lead to positive results in the long-term.
Once such a transparent evaluation mechanism is established, there should be
capacity to remove to ‘ineffective’ leaders.
The roles and responsibilities of the municipalities should be clearly defined. They
should not only manage school buildings, but help to build schools’ organisational
culture and community. At the moment, municipal education departments are
understaffed. Many people working there have not received proper training in
innovation, and still use ‘old terminologies and thinking’, which may not be
compatible with the ideas of progressive leaders.
The MoE should work closely with municipalities to build a system of mutual
responsibility and collaboration across all levels. ‘Time for Leaders’ was mentioned
as an effective strategy in working with municipalities. However, the roles and
responsibilities of each type of stakeholder (at different levels) should be clearly
defined not only at the project level, but at the level of education policy.
The rotation of school leaders could foster the mainstreaming of innovations
across Lithuanian schools. This could be introduced by instating a maximum term
of office at one school, after which school heads would move to another school
(provided that their work appraisals are positive and they pass the selection).
Maximum terms of office would be an additional motivator to constantly learn and
introduce innovations. In turn, proven successful innovations would be later
transferred to other schools. At the same time, there should be mechanisms to
control possible risks. For example, a limited term of office might discourage indepth school innovations (as it might take a while to observe first results), and
could redirect a focus on ‘cosmetic’ novelties hidden under attractive titles and
fast but not lasting results. A limited term of office might be also detrimental to
the sustainability of innovations, if no mechanisms exist to ensure continuity once
a head teacher leaves.

Initial teachers’ education (ITE) and continuous professional development
(CPD)
29

https://www.ism.lt/lyderiu-laikas-3-svietimo-lyderystes-magistrantura
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Pre-service and in-service teachers’ training should become more compatible with the
current school innovation trends. At the moment, stakeholders perceive it as outdated
and not responsive to the current needs at schools. Qualification programmes should be
longer and more continuous. Furthermore, more time should be allocated to teaching
practice. Teacher training should dedicate more attention to working with teachers’
perceptions of school innovation. Working with teachers’ perceptions should go in parallel
with nurturing positive culture of innovation at the national level. Overall, the teacher
education and training system should focus more on improving pupils’ achievements.
Training (both ITE and CPD) should involve not only theoretical concepts, but emotional
preparation, the ability to adjust to changing priorities, and to transform curriculum goals
into concrete school activities.
▪ ITE should be oriented towards modern teaching and learning practices. Teachers’
preparation should integrate several subjects (e.g. music, physics and maths). It
would also be very practical to have such teachers at schools based in villages
(where there is a lack of teachers). When preparing teachers, as well as their
main subject, additional training could be given e.g. on becoming social
pedagogues. Student teachers should do their internships at schools that are
located in the regions of Lithuania, not just in Vilnius (they should also receive
additional funding for living). The timing of social pedagogues’ internships should
also coincide with the school academic year. A module on leadership should be
introduced into the ITE programmes.
▪ The MoE should improve the CPD management system. At the moment, too many
minor and unrelated CPD programmes exist. These should be reviewed and
streamlined. CPD should take place at schools rather than at the premises of
central authorities. After schools perform self-assessments, they should plan for
themselves what kind of training their teachers need, and set the priorities.
Municipal education centres should also play a more active role in CPD. They
should serve as moderators in the whole process and promote networking
between schools.
▪ CPD should take the form of experiential learning. It should be based on the
acquisition of new knowledge, its practical application, the sharing of this
knowledge, self-reflection and self-assessment. CPD might be either formal or
informal – based on peer-learning. Problem-based learning could be practised: a
problem/task is formulated, then a teacher studies and gains respective
knowledge. Following this, s/he applies this particular knowledge to solve a
problem or fulfil a task. S/he then studies again and gains new knowledge, and
applies it in practice; reflects the process etc. In general, training should occur
during the course of a teacher’s work – learning should not be separated from
practice. CPD should materialise through a range of activities, such as school
projects that engage students and the broader school community.
▪ Investment is needed in head teachers’ initial training and continuous professional
development to support the decisive role they play in bringing innovations to
schools and maintaining them. In addition, the idea of introducing a status of
associated head teachers should be taken into consideration. It advocates for
head teachers as strong professional managers who were employed by the
government and whose mission is to work in several less progressive schools at
the same time until their performance improves.
Resources and school autonomy

▪

▪

▪

▪

▪
▪

▪

The projects co-financed by the EU structural funds are an important source for
funding innovative actions. However, funding should focus on those experimental
projects which, if successful, would be most likely to receive continued support
under the mainstream funding of education. In the past, many one-off projects
were funded, but the activities were discontinued after the project funding ran
out. This includes nationwide projects in career planning and guidance, and
networks of collaborating schools. Both were very useful, but the activities were
not continued at a systemic level upon completion of the pilots.
Funding small projects by individual schools should be avoided (under the grant
schemes co-funded by the EU). This leads to schools working separately and not collaborating in areas where they could learn a lot from one another (in Lithuania
neighbouring schools are also often in direct competition for pupil’s baskets).
Good practice projects exist that have united groups of schools from the same
municipality with a common goal, together with a range of other stakeholders
including a municipal administration. Participants in these projects have
experimented, reflected and learnt together as partners in the innovation process.
This has provided an environment at municipal level that is favourable to systemic
change. Partnership projects involving schools and municipal administrations
should be linked to national education strategy.
Municipalities should make it an objective for the schools to be active and to make
the best use of external funding sources. For the sake of efficiency and flexibility a
support and resource centre could be organised at municipal level. It could both
send additional support staff when required, and supply some of the necessary
materials that schools might need in the process of innovation. These support
units could be linked to a fund at national level, which would promote innovation
in schools30.
Further investment is recommended to improve school management
(governance). Actions should be targeted not only at head teachers but also at
managers of municipal educational departments. These are the actors who can
make a real change. School governance should encompass such elements as
selection criteria and procedures, continuous support through training and
counselling performance appraisal etc. Innovations could be better sustained if
they depend less on personality of a head teacher. Schools should adopt more
horizontal model of governance (distributive leadership).
To address the rigid methodology of the pupils’ basket in Lithuanian schools, a
part of the funding in the basket could be used at the discretion of schools.
Well-functioning schools, (e.g. in terms of students’ performance, overall school
organisation, etc.) which show very good and sustainable results over time, could
be offered the prospect of greater financial and technical autonomy. This would
motivate schools to innovate and improve. In the meantime, the not-so-well-off
schools could be more closely monitored and offered external support for change.
The schools which succeed in improving and changing could be gradually offered
more autonomy and could make a transition from supervised to independent
school status. The status could be assigned on the basis of a detailed assessment

For example, Kupiškis municipality allocates contingency funding for its schools, and helps them
with supplies through small-scale procurement when the schools can justify the need. Only schools
that innovate and implement change are supported. The municipality is aware of what its schools
are doing.
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against criteria set at national level. The incentives for change would include not
only greater financial autonomy (e.g. greater flexibility in allocating funds from
pupil’s baskets and/or some extra funding), but also a greater flexibility in
following the curriculum, fewer detailed checks, wider recognition and prestige.
Data and evidence
▪

▪

▪

▪

▪

The MoE should clearly define several key issues linked to data and evidence, and
set priority actions that could provide a start for other stakeholders. It should also
review all currently collected data and analyse its relevance. The MoE (together
with municipalities and other national/local level relevant institutions) should set
common standards on how the collected data should be integrated and provided
to all relevant stakeholders in a user-friendly way (schools, municipalities and the
MoE itself). The MoE (together with municipalities and other national/local level
relevant institutions) should set common standards on how the collected data
should be integrated and provided to all relevant stakeholders in a user-friendly
way (schools, municipalities and the MoE).
At the moment, several institutions are in charge of collecting data on education.
Data collection is carried out in a fragmented way. This data is not integrated and
there is a lack of communication and cooperation between different institutions
that do not share the data they collect with one another. Moreover, some data is
still collected ‘out of inertia’, even though it is no longer relevant. At the same
time, no one collects data on child wellbeing or happiness: this is because these
qualities are hard to measure and less intuitive than such objective results as
academic achievement (e.g. exam results). The majority of collected data is
linked to the process rather than the result. This is related to the fact that
performance indicators existing in Lithuania are at the process/product level, and
not at the result/impact level. There is no general agreement as to what results
should be achieved. Members of school and municipality staff lack the skills
necessary to measure and assess the results.
National/regional/local level institutions should cooperate on enhancing skills of
school and municipality staff members: they should receive training on collecting,
interpreting and using data. In most cases, some data is available but no one is
able to properly make use of it.
The stakeholders should agree at the national level on the main results to be
achieved, and how to measure them (building indicators). The MoE should prepare
the guidelines on how to collect and interpret ‘less intuitive’ data, and how to build
indicators that would measure children’s wellbeing, happiness and more. At
municipal and school levels, actors should define individual results and indicators
to measure them. It would be very useful if the MoE could share some examples
of ‘good’ indicators.
Data for measuring results should be collected consistently and in a continuous
manner. It takes time to see the first tangible results and assess a change, which
is why it is crucial to do so continuously. The MoE should collaborate with
municipalities on this issue.
All stakeholders working at different levels should coordinate the strategic/action
plans they are preparing. It is crucial to match indicators so that to the data
collected can later be integrated and compared. New and high-quality indicators

▪
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can provoke positive changes in terms of school innovations. Therefore, some
indicators should be periodically changed, so that they stimulate the re-thinking of
all processes implemented in schools.
Decisions linked to school innovation should be based on evidence that comes
from collected data. This applies to all levels: national, regional, local and school
level. The MoE should make sure that all reports based on collected data are
prepared not only at the national level, but also at municipal and school level
(municipalities and schools should be also treated as the relevant audience).

Annex I: A short review of the field work
1st Interview programme (with national/regional/local stakeholders)
Interview 1
Position
and
represented
organisation of interviewee:

Director of School Improvement Association (NGO)

Type of interview:

Face-to-face

Date of interview:

2016-08-10

Place of interview:

Premises of School Improvement Association, Vilnius

Duration of interview:

01h26min

Interview recorded:

Yes
Interview 2

Position
and
represented
organisation of interviewee:

Head of the Lower and Upper Secondary Education
Division, the Department of General Education (the
Ministry of Education)

Type of interview:

Face-to-face

Date of interview:

2016-08-12

Place of interview:

Premises of the Ministry of Education, Vilnius

Duration of interview:

01h35min

Interview recorded:

Yes
Interview 3

Position
and
represented
organisation of interviewee:

Founder of the Learning School (NGO)

Type of interview:

Face-to-face

Date of interview:

2016-08-17

Place of interview:

PPMI premises, Vilnius

Duration of interview:

00h58

Interview recorded:

Yes
Interview 4

Position
and
represented
organisation of interviewee:

Deputy Director, Education Development Centre under
the Ministry of Education

Type of interview:

Face-to-face

Date of interview:

2016-08-18

Place of interview:

Premises of the Education Development Centre, Vilnius

Duration of interview:

02h15min

Interview recorded:

Yes

2nd Interview programme (with school leaders)
Interview 1
Position of interviewee:

School Leader of Panevėžys “Vyturio” progymnasium

Type of interview:

Face-to-face

Date of interview:

2016-09-26

Place of interview:

Panevėžys “Vyturio” progymnasium

Duration of interview:

3 hours

Interview recorded:

Yes
Interview 2

Name
and
interviewee:

surname

of

Teachers in charge of: a primary education
department,
1st-4th
grades;
basic
education
th
department, 5 -8th grades; pupils’ achievement and a
non-formal education department; an assistance
department at Panevėžys “Vyturio” progymnasium

Type of interview:

Face-to-face

Date of interview:

2016-09-26

Place of interview:

Panevėžys “Vyturio” progymnasium

Duration of interview:
Interview recorded:

1,5 hours
Yes
Interview 3

Position of interviewee:

Library
manager
progymnasium

Type of interview:

Face-to-face

Date of interview:

2016-09-26

Place of interview:

Panevėžys “Vyturio” progymnasium

Duration of interview:
Interview recorded:

at

Panevėžys

“Vyturio”

2 hours
Yes
Interview 4

Position of interviewee:

School Leader of Šiauliai “Salduvės“ progymnasium

Type of interview:

Face-to-face

Date of interview:

2016-09-29

Place of interview:

Šiauliai “Salduvės“ progymnasium

Duration of interview:

3 hours
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Interview recorded:

Yes
Interview 5

Position of interviewee:

Deputy
School
progymnasium

Leader

of

Type of interview:

Face-to-face

Date of interview:

2016-09-29

Place of interview:

Šiauliai “Salduvės“ progymnasium

Duration of interview:

2 hours

Interview recorded:

Yes

Šiauliai

“Salduvės“

Interview 5
Position of interviewee:

Social pedagogue, coordinator of the SCD system at
Šiauliai “Salduvės“ progymnasium

Type of interview:

Face-to-face

Date of interview:

2016-19-29

Place of interview:

Šiauliai “Salduvės“ progymnasium

Duration of interview:

1 hour

Interview recorded:

Yes

Focus group discussion with school community in Panevėžys “Vyturio”
progymnasium
Participants: name, surname,
position and represented
organisation

Pupils’ parents

Date of focus group:

2017-01-30

Place of focus group:

Panevėžys Vyturio progymnasium

Duration of focus group:

1h20mins

Recorded:

Yes

Key topics discussed:

Topic 1: Innovation
progymnasium

process

and

history

at

Topic 2: Parents’ involvement into school’s activities
Topic 3: Innovation benefits for children
Topic 4: Public image of the school
Topic 5: Sustainability of innovations
Focus group discussion with school community in Šiauliai “Salduvės“
progymnasium
Participants: name, surname,
position
and
represented

Participant 1: a lithuanian language teacher, a curator
of personal-professional development at Šiauliai

organisation

“Salduvės“ progymnasium,
Participant 2: a mother of two pupils, a Lithuanian
language teacher from Šiauliai “Stasio Šalkauskio”
gymnasium
Participant 3: a teacher (elementary education)
Participant 4: a teacher of maths at Šiauliai “Salduvės“
progymnasium
Participant 5: an educator and a deputy manager from
“Salduvės” kindergarten in Šiauliai
Participant 6: a mother of three pupils
Participant 7: a teacher of biology

Date of focus group:

2016-09-26

Place of focus group:

Šiauliai “Salduvės“ progymnasium

Duration of focus group:

1 hour

Recorded:

Yes

Key topics discussed:

Topic
1:
Innovations
in
Šiauliai
progymnasium and their benefits

“Salduvės“

Topic 2: Barriers to innovations and main problems at
the school
Topic 3: Public image of the school
Topic 4: Sustainability of the innovations
Topic 5: Partnership with stakeholders
School visit to observe innovative practices at Panevėžys “Vyturio”
progymnasium
Other participants

Pupils, school staff and parents

Date of a visit:

2016-09-26

Place of a visit:

Panevėžys “Vyturio” progymnasium

Duration of a visit:

2 hours

Objects/activities/practices
observed:

1) Pupils’ Conference to elect new members to the
Pupils’ Council;
2) Teacher’s Individual talk with a pupil to discuss her
individual improvement;
3) Evening gathering of first graders together with
their families at the school library

Photos/other visuals:
Other
relevant
attached:
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Yes
material

No

School visit to observe innovative practices at Šiauliai “Salduvės“
progymnasium
Other participants

Pupils, teachers, university staff and botanical garden
staff

Date of a visit:

2016-09-29

Place of a visit:

Šiauliai Botanical Garden and Šiauliai University
(partners in an educational project of learning outside
school)

Duration of a visit:

2 hours

Objects/activities/practices
observed:

Botanical garden visit. Pupil teams got maps of a
botanical garden and cards with the names of different
plants. Each team by playing detectives had to find
those plants and learn their names in Latin. At the end
of the day, pupils write reflections on what they
learned and which competences they improved.
Šiauliai University visit. Pupils were doing experiments
with optical lenses, measuring their eyesight; and
experimenting how body energy is transformed to
electric energy.

Photos/other visuals:
Other
relevant
attached:

Yes
material

Yes, audio records

The Workshop with schools and other stakeholders
Name and surname of the
workshop facilitator(s):
Number of participants and
their represented organisations:

Rimantas Dumčius, Greta Mackonytė
Total number of participants: 55
Represented organisations: 24
Organisation 1: The Ministry of Education and Science
(MoE) and institutions under the MoE: the Education
Development Centre, Education Exchanges Support
Foundation and Education Supply Centre
Organisation 2: National association of progymnasiums
Organisation 3: National association of educational
centres
Organisation 4: School Improvement Centre
Organisation 5: Learning Schools
Organisation 6: Šiauliai University
Organisation 7: Lithuanian University of Educational
Sciences
Organisation 8: Versmės Catholic Gymnasium
Organisation 9: Aukštelkė school
Organisation 10: Panevežys Vyturys Gymnasium
Organisation 11: Education Centre of Utena
Organisation 12: Šiauliai Salduvė Progymnasium
Organisation 13: Noriūnai J. Černius school
Organisation 14: Ugnė Karvelis gymnasium
Organisation 15: Šiauliai city municipality
Organisation 16: Panevežys city municipality

Date of the workshop:
Place of the workshop:
Duration of the workshop:
Recorded:
Key topics discussed:

Organisation 17: Education Exchanges Support
Foundation
Organisation 18: Kupiškis district municipality
Organisation 19: Subačius gymnasium
Organisation 20: Antašava school-multifunctional
centre
Organisation 21: A. Adamkienė school in Šepeta
Organisation 22: Skapiškis school
Organisation 23: Adult education centre
Organisation 24: KTU Vaižgantas progymnasium
9 March, 2017
Lithuanian Ministry of Education and Science in Vilnius
12:40 – 17.00
Yes
Session 1: Sharing experiences on ways to promote
and create innovation in Lithuanian schools: the main
barriers and success factors
Session 2: Looking forward: what systemic changes
are necessary to mainstream innovations in the
Lithuanian school education system?
Session 3: Wrapping up: what are the main
conclusions and further steps to be taken by each of
the stakeholders?

Annex II: Photos from the two schools
Sheets with six general competences at the school’s library: 1) ability to learn; 2)
communication; 3) cognitive competence; 4) initiative-taking and creativity; 5) social
competence and 6) personal competence. (Panevėžys “Vyturio” progymnasium)

Teacher’s conversation with a pupil to discuss her individual progress (Panevėžys
“Vyturio” progymnasium)
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Pupils from Šiauliai “Salduvės” progymnasium doing physics experiments at Šiauliai
University (as a part of an educational project of learning outside school)

A board with examples of pupils volunteering and developing their social competences
within a social competence development (SCD) system, Šiauliai “Salduvės”
progymnasium
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