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• The Estonian Context
– Education performance

– Education funding

– Education governance

– Education system monitoring

• Feedback from education stakeholders in Estonia
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Outline of the talk



THE ESTONIAN CONTEXT
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Learning: Above average performance in the 3 fields tested in PISA 

Source: PISA 2018, Volume 1 

PISA scores in Estonia compared to the OECD, 2018
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Learning: A high quality and high equity education system

Source: PISA 2018, Volume 2

PISA score and 
equity measure, 
2018
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Funding: Comparatively low spending in education for a high student’s achievement

Source: PISA 2018, Volume 1

PISA score and 
average spending
per student, 2018
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Governance: A highly decentralised system that relies on autonomous schools

Source: TALIS 2018, Volume 2



How to improve data-informed decision-making in a decentralised environment? 

Source: website of the MoER, 2020

The objectives of the Education Strategy 2035
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The OECD framework for system monitoring: supporting accountability and development
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The education monitoring system (EMS) in Estonia

• 2 phases of public consultation

• 3 expert working groups

Estonian Education 
Strategy 2035

• Which indicators to support the 
achievement of the strategy? 

Key indicators 
described in the 

Strategy

• How to promote school 
improvement and informing 
national and local decision-
making?

National assessments 
EHIS 

Haridussilm
Innove Foundation 



FEEDBACK FROM EDUCATION 
STAKEHOLDERS DURING THE OECD VISIT



The different stakeholders of the educational system

Classroom

practice

Ministry

EHIS

Innove

School

owners

Schools and 

principals

Teachers

Students

and parents



• Schools explained being under a lot of pressure to provide 

information:

– Overlapping data collection (despite e-state) between MoER and Innove, 

– Proliferation of surveys, 

– What about the “only ask once” rule? 

– Need for a more coordinated approach, while giving schools an 

opportunity to add a few questions to the national surveys. 

• Need to develop an overarching strategy for data use and foster 

alignment with the evaluation and assessment framework 

Ministry of Education and Research: need for an overarching data strategy 



EHIS and Innove Foundation: data analysis is not up to the ambitious data collection

• EHIS collects data from schools, and the Innove Foundation manages external evaluation 
through standardised assessments.  

• The data collection follows a top-down logic to centralise information:

– Education stakeholders may not be aware of the questions or the purpose driving data-
collection: reduced involvement. 

– Some school staff would like to be more involved in the design of the questions, to reflect their 
needs. 

• The data analysis led by Innove is considered to be one size fits all: 

– The simplistic ranking of schools according to national examinations is detrimental to schools. 

– Data needs to be put into perspective: compare schools with the same characteristics (gender, 
socioeconomic background, minority language, etc.) not only to a crude national average.  

• As a result, schools develop their own tools/surveys to guide development. Involving more 
education stakeholders in the design of the EMS would foster its relevance and boost its 
take-up. 



Capacity to 
reflect on school 

development 
and steer 

improvement

Clear 
communication 

from the MoER on 
owners’ 

responsibilities

A global 
framework 

connecting the 
different elements 

supporting 
owners’ 

supervisory role

Need for PD to use 
the elements of 
the EMS (EHIS, 

Innove
publications)? 

Organise feedback: 
what owners need 

from the EMS? 

School owners are a key player, but are they up to the task? 

• Local government reform in 2015-2016: increase the capability of local governments. 

– In decentralisation reforms, school owners are often the weak point. 

– School owners in Estonia exert supervisory control over schools. 

– In a loose accountability system, owners’ role of critical advice is crucial to support school improvement. 

School 
development plan

School internal 
evaluation

Standard 
assessments 

external evaluation

Risk-based 
school external 

evaluation

What is quality 
education? 

What is a good 
school? 



• The Education Strategy states clearly 

objectives at the national level. 

• Teachers and principals expressed a lack 

of clarity regarding the objectives of 

monitoring at the local level:

– What is quality education? 

– What is a good school? 

– Aside performance and hygiene factors, 

motivators are critical factors to trigger 

change in education: PD, learning 

environment, well-being, etc. 

Dissatisfaction

Hygiene

factors

Achievement

Responsibility

Participation

Personal developm.

Recognition

Salary

Work environment

Relationships

Status

Security

Ministry of Education and Research: monitoring at the local level requires some 
guidance

Job satisfaction

Motivators

Herzberg’s 2-factor motivation theory

• Local stakeholders need clear objectives to get a sense of purpose, engage in the 

process, and  focus the school development. 



Schools and teachers are already using data, and still willing to improve!

• This level of engagement is an impressive strength of the Estonian system. 

• Principals and teachers have demonstrated limited interest in EHIS, 
Haridussilm, or Innove publications. 
– Unclear methodology

– Divergence with the school’s data 

– Unrealistic comparisons, analysis not tailored to schools’ needs

• They prefer to rely on their own management systems and tailored 
satisfaction surveys: 
– To have data by teacher/topics, 

– A finer granularity for information.



Fostering 
school 

engagement

Highlight the 
value of data 
gathering to 

compensate its 
cost

Involve 
educational staff 
in the design of 
monitoring tools 
to identify data 

gaps for instance

Exploit the 
richness of data 

to tailor statistical 
analysis to 

schools’ needs

Provide 
professional 
development

Gather and 
spread existing 
good practices

Schools and teachers should be at the heart of the EMS if the MoER expects them 
to use it for school improvement

Sense-making

Ownership

Capacity

Shining light

Added-value



Students and parents warn against a narrowed vision of education driven by
indicators

• The ranking of schools based on the state examination narrow the 

scope of learning. 

• Education evaluation should not be limited 

to simplified cognitive indicators, but reflect the 

holistic purpose of education.  

• Even if relevant measures do not already exist, part of the 2035 

Education Strategy should aim to develop such indicators. 

socioemotional skills

wellbeing

cooperation

empathy
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