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Executive Summary 

This midterm evaluation was commissioned by the Estonian Ministry of Education and Research and 

aimed to evaluate the implementation of seven European Social Fund (ESF) measures in the area of 

general education and youth work in Estonia. The main objective of the evaluation was to provide 

independent expert feedback on whether the planned activities are the most appropriate ones in 

order to obtain the goals set by these particular measures as well as the Operational Programme for 

Human Resource Development in Estonia. The evaluation addressed issues of relevance, coherence, 

efficiency, effectiveness and sustainability. Additionally, the evaluators were expected to provide 

recommendations regarding the implementation of the measures.  

The evaluated measures belonged to the “Lifelong Learning” priority axis of the Operational 

Programme for Human Resource Development. In total, the evaluation addressed seven sub-

measures under the following measures: 1.1.2 „Development of the Quality of Youth Work“, 1.1.3 

„Development of an Information and Counselling System“ and 1.1.7 „Reducing Dropout Rates in 

Schools, Improving  Access to Education and Quality of Education “.   

The input for the analysis was primarily obtained through two types of data collection methods. First 

of all, a thorough desk research was conducted based on the available data sources (e.g. 

documentation on the measures, various types of analysis carried out in the evaluated fields, 

strategies, relevant databases, statistics, etc.). Additionally, 40 semi-structured interviews with the 

relevant policy makers, experts and beneficiaries were done to complement the data collected 

through the desk research. There were also three workshops on specific topics to provide additional 

input to the analysis. 

In general, taking into account the diverse content of the evaluated measures the evaluation 

demonstrated that it is very complicated to draw general conclusions across the measures. Hence, the 

main findings regarding individual measures are outlined below pointing to specific issues and 

conclusions. Overall, the coherence across the measures is good and the analysis pointed out that 

coherence has been an important concern in developing  the measures.  

Despite the diverse nature of the evaluated measures, three central issues emerged that deserve 

specific attention. These are issues that were identified as the main weaknesses and those that need 

to be carefully addressed in the next programming period.  

I. Even though there were no major problems, the development of the intervention logic lacks 

clarity and systematic analysis at times. In cases, it is not always completely clear which 

problems the measures are supposed to address. The vagueness of the problem definition, in 

turn, complicates the evaluation of relevance of intervention activities (why certain activities 

are planned under the measures?). Consequently, the evaluators recommended paying 

greater attention to the development of intervention logic in the future focusing specifically 

on comprehensive documentation of the problems the measures are intending to address 

(compilation of problem trees). This should be followed by clear definition of goals, sub-goals 

and the respective intervention activities.  
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II. Secondly, the evaluation confirmed the results of previous research1 regarding compilation of 

indicators. Rather often indicators used in the monitoring process lack clarity; the links with 

objectives remain vague and the focus lies disproportionately on output indicators. Hence, 

the evaluators recommended paying more attention to developing appropriate indicators in 

the future so that they enable a more comprehensive overview of the state of programme 

implementation.  

III. Finally, the evaluation pointed out that in several cases sustainability of the measures has not 

been secured. The nature of the ESF funding has rather often been focused on the provision 

of services for which no alternative funding sources have been found. Hence, despite the fact 

that there is an intention to continue the funding of the most important activities under the 

new ESF programming period, there is a risk of discontinued development of some policy 

areas if funding stops and alternatives funding sources are not available. Therefore, the 

evaluators wanted to particularly stress the importance of sustainability for the next 

programming period. 

 

Programme “Development of the Quality of Youth Work” 

Overall, the evaluation of the programme indicated that the programme is a good measure to 

improve youth work in Estonia. The interviews with the experts confirmed that the activities, which 

were undertaken, were appropriate and had a positive effect on the entire field. The wide range of 

the activities supports the quality of youth work in a diversified way and must therefore be 

recognized. The programme was focused on training of people involved in youth work while also 

contributing to the long-term development of the field (database of trainers, training materials); the 

quality evaluation system was introduced; the programme also tried to raise the image of youth 

workers’ profession; started a youth monitor system and etc. The evaluation team recognizes the 

activity of a trainers training programme as a positive example to ensure the availability of competent 

trainers in the field. Importantly, the programme addressed one of the biggest problems in youth 

work, i.e. the availability of youth work, by supporting the activities of the youth centres. A good 

example of channelling the resources to the actual target group, the youth, is the initiative of 

supporting mobile youth work. The activities of the programme also support lifelong learning. A direct 

contribution to increasing participation in lifelong learning was the training programme for people 

dealing with youth work. Indirectly, the whole quality programme enhances lifelong learning as better 

youth work reduces the risk of social exclusion of young people and therefore increases the likelihood 

that young people are participating in education and training. 

The largest disadvantage of the programme is a lack of a clear documented analysis of the policy 

problem which the programme is meant to address. This complicates understanding why the activities 

have been undertaken, i.e. the links between problems and activities remain vague. Additionally, 

when planning future programmes more attention needs to be paid to the development of indicators 

and measurability of the outcomes. If intervention is undertaken it must be objectively measurable 

whether it achieved the desired results. Regarding programme efficiency, there is room for 

improvement in planning various ICT developments. There should be more analysis and planning 

regarding various communication channels (e.g magazines, websites) – is there really a need for new 

                                                             
1

 CPD OÜ & Tartu Ülikooli sotsiaalteaduslike rakendusuuringute keskus RAKE. 2011. Perioodi 2007–2013 
struktuurivahendite vahehindamine 
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ones or is it possible to use already existing environments. The analysis outlined that there are also 

opportunities for increasing  the efficiency of youth workers training system. 

 

Programme “Development of a System of Educational Guidance” 

The results of this evaluation indicate that the programme is clearly relevant as it was set up in order 

to address a specific policy problem (lack and fragmentation of educational guidance services). The 

necessity of the programme was well grounded and supported with strong evidence. Furthermore, 

the programme was in coherence with the overall policy developments in the general education field 

as well as the goals of Operational Programme. Taking into account the limited time frame of the 

programme (initially the programme was supposed to be developed and implemented in 3.5 years) 

the intervention logic is deemed to be appropriate. However, the evaluation raised an issue about the 

nature of the guidance services provided through the programme. The programme provided 

educational guidance services only at the second level (at regional guidance centres) while the need 

for the services at the first level (at individual educational institutions) were also not met. Thus, the 

evaluators posed a question of whether the design of the programmed could have been different in 

terms of taking into account the need for first level service provision as well.  

Overall, the programme has been successful in achieving the set objectives. Most of the activities 

have been completed as planned (with the exception of the concept of the centre of methodology) 

and there have been no major problems with implementation. By 2011, all four educational guidance 

services (speech therapist, special education specialist, psychologist and social pedagogue) were 

made available in all Estonian regions and in Tallinn; additionally the services were provided by two 

special needs schools. The statistics of the guidance centres and feedback collected from educational 

institutions and parents outlines that the centres are being used by the target groups and the service 

users are highly satisfied with the services. The educational guidance services are deemed to be 

important in view of the target groups. Regarding the efficiency, there were two the major issue 

outlined by the evaluation. Firstly, the funding model of the centres did not take into account the 

contribution of local governments (some were co-funding the service) and hence contributed to some 

dead weight loss in funding. Secondly,  the budget on in-service training of guidance specialists could 

have been used more efficiently had the qualification requirements for guidance specialists been 

more clearly defined.  

 

Programme “Development of a System of Career Services” 

The evaluation of career services development programme indicates that the undertaken 

interventions were appropriate and corresponded to the needs in the field. The programme deals 

with increasing the competence of career service providers and the development of career service 

methodology; a quality evaluation system has been developed and many new materials (booklets, 

guides etc.) have been published. All those activities have been implemented carefully and regarding 

the needs of the target groups. Career centres use the methodological guidelines, different materials 

and quality evaluation system in their daily work and value them highly. The volume and content of 

the training for career service providers is appropriate. Programmes funded by the structural funds 

often name students or youth in general as their target group but the direct beneficiaries of the 

activities are teachers, youth workers, etc. Career services development programme is a positive 

exception as a significant part of the resources are directly targeted at youth by providing career 

services in schools and “Rajaleidja” career centres. A positive example in view of other programmes is 
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the commissioning of a comprehensive study to identify the problems in the field of career services 

before planning the activities. The study was a good basis for planning the intervention logic but also 

provided solid evidence for funders and evaluators. With regard to the sustainability of the activities, 

career services programme is also a good example in terms of developing a concept of career services 

together with the social partners. This concept will be the basis for the new programming period of 

the structural funds. 

Regarding technical aspects, there are still some issues to be resolved. For instance, the intervention 

logic and the monitoring system needs improvement. Most of the objectives, desired effects and 

indicators of the programme concentrated on the output rather than outcome or impact. The 

evaluation team recommends paying more attention to the design of the programmes. A problem 

tree and a system of intervention logic should be drawn to better systematize the problems, its causes 

and programme activities. The programme description should be drawn up in a way that clearly 

outlines the main problems in the field and their causes; which problems can possibly be solved by 

the programme; what is the purpose of the intervention and the desired outcome; and how is it 

possible to measure the achievement of the objectives. A proper ex-ante evaluation of the 

programme creates a systematic picture to all counterparties about the needs for development and 

helps to achieve the objectives. Although a study about the availability of career services was 

conducted before the planning phase, the programme directive does not include exhaustive, clear 

and evidence-based analysis of the problem. This in turn does not allow other interested parties to 

identify which problems the programme aims to solve and why the interventions were undertaken. 

Regarding substantive shortcomings, the programme is unable to meet the objective of ensuring the 

adequate availability of career services. However, the reason for this is not an inefficient 

implementation of the programme but the inadequacy of the allocated budget taking into account 

the large target group to be covered. To improve the availability of career services, a further analysis 

on the integration of career centres and educational guidance centres (addressing also the 

geographical location of the centres in terms of accessibility) is recommended. A major concern for 

the career centres is the programme-based funding and the resulting uncertainty about the future. 

Taking into account the importance of career services and the challenges Estonia is facing, a 

reasonable choice would be to fund the services from the state budget. 

 

Programme “Development of the Study Assets of Pupils with Special Educational Needs” 

In 2008, there was a clear need for the systematic development of the study assets of pupils with 

special educational needs (SEN pupils), especially for the pupils studying by the Simplified Basic 

Curriculum and by the Subsistence Study Syllabi. In a situation where SEN appropriate study assets are 

necessary to achieve the objectives of the national curriculum and their creation in a free market is 

minimal, it was decided to fill gaps with a systematic and engaging nationwide programme. The 

programme activities form a logical and comprehensive whole, including the creation and 

development of the system to prepare the study assets, preparation of the materials and training 

potential authors. Given the gap in the field of SEN-learning assets, the narrow circle of potential 

authors and time and money consuming process of creating the study assets of SEN-pupils, the 

chosen approach and activities can be considered relevant to address the need. 

 

This problem of the study assets scarcity was generally clear and established, although not clearly 

defined in the programme document. However, the needs analysis describes the different aspects of 

the problem but without relying on the statistical data. All programme activities comply with the 
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objectives of Operational Programme for Human Resource Development and the objectives of the 

programme, being in line with other policy initiatives in the field of general education. The focus of 

programme objectives is clear and the sequence of activities is logical.   

There is one Operational Programme for Human Resource Development indicator and twelve 

programme-specific indicators set for the programme. Most of the indicators are measurable, 

relevant and robust. Five out of twelve indicators have reached or exceeded the target level, whereas 

for the remaining it is likely to reach the target level by the end of the programme, provided that they 

follow action and time plan provided in the programme document. The programme-specific indicators 

have been changed both in terms of wording and target level. The activities planned in the 

programme have been carried out. In addition to the enhanced number of the study assets of SEN 

pupils, there is an increase in the circle of competent potential authors. The programme has been 

implemented effectively. As a result, the system of the study asset development for SEN pupils has 

been launched. Challenges related to the reduced budget have been addressed effectively and 

efficiently.  

The Estonian Ministry of Education and Research has indicated the need for a continued development 

of the programme activities after the end date of the programme in 2013. While various approaches 

and models are considered, there is not a clear solution how to continue with the study asset 

development, publishing and copyright questions in the future.  

 

Programme “Increase of the Qualification of Teachers in General Educational Schools, Updating 

Their Skills” 

In 2008, there was a clear need to increase the qualification of teachers in general educational schools 

and updating theirs skills. The Estonian Ministry of Education and Research decided to address this 

issue by developing in-service training, implementing qualification principles and by facilitating 

teacher networks for professional development. In a situation where the teacher professional 

development was rather sporadic and requirements for teacher training, preparation and in-service 

training had not been sufficient to ensure the availability of qualified teachers in schools, it was 

decided to launch a systematic and engaging nationwide programme. 

This problem was proven, although not clearly defined in the programme document. However, the 

needs analysis, clearly defined programme objectives and comprehensive action plan provide a solid 

understanding of the problem addressed with the programme.  

The programme activities form a logical and comprehensive whole, given the nature of the problem. 

The development of programme activities has been systematic, involving mapping or creating a 

conceptual basis, which provides a clear focus and transparent basis for follow-up activities. Quality 

assessment and performance improvement is covered by a set of analytical and monitoring activities. 

All programme activities comply with the objectives of Operational Programme for Human Resource 

Development and the objectives of the programme, being in line with other policy initiatives in the 

field of education. 

There are two Operational Programme for Human Resource Development indicators and twelve 

programme-specific indicators set for the programme. Most of the indicators are measurable, 

relevant and robust. Six out of twelve indicators have reached or exceeded the target level, whereas 

for the remaining it is likely to reach the target level by the end of the programme, provided that they 
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follow action and time plan provided in the programme document. The programme includes a wide 

range of activities, which have been changed twice. However, the changes related to the indicators 

have been minimal.  

The conceptual foundation, competencies and cooperation between the various participants formed 

as the result of programme activities provides a sound basis for further activities and strategic 

planning for programme sustainability. The Estonian Ministry of Education and Research has indicated 

the need for continued development of almost all programme activities after the end date of the 

programme in 2014. The workshop discussion revealed that the Ministry's vision is to facilitate 

teacher networks for professional development and to stimulate practice-based learning space driven 

by teacher needs. The workshop discussion highlighted a need for in-depth analysis to identify in-

service training needs in order to determine applicable solutions. Teacher networks are considered to 

be strategic partners in the process of identifying in-service training needs and organizing training 

sessions for teachers in general education schools.  

 

Open Application Rounds  

In conclusion, both evaluated open application rounds 'Inclusive, Diverse and Safe General Education’ 

as well as ‘General education in accordance with the National Curriculum’ are relevant and consistent 

with the Operational Programme for Human Resource Development and the Development Plan for 

the General Education System and the current implementation of these rounds has been efficient, 

effective and sustainable to the extent that it is possible to assess so far. Whilst the evaluation 

process has highlighted certain shortcomings in different stages that should be prevented in next 

rounds in order to ensure the highest quality, the open application rounds in general have still been 

successful.  

Although the objectives of both open application rounds are closely related to the above-mentioned 

national strategy documents, this relation is to some extent artificial, since there are not any official 

documents for the justification of the need or explanation of the objective setting. For 'Inclusive, 

Diverse and Safe General Education’ the objective is rather general and vague. While all the activities 

carried out by the projects funded under this sub-measure are contributing to the objectives set in 

these national strategies, the extent of their contribution can be different as the explicitness of the 

objectives set in different projects varies a lot because of the broad objective of the open round. This 

broader approach has on the one hand given the opportunity to map and highlight different needs of 

the beneficiaries but on the other hand has made it more difficult to evaluate the effectiveness of the 

sub-measure.  

The main shortcoming of evaluated open application rounds is the lack of indicators set in order to 

measure and assess the achievement of the objectives. Although one of the indicators set at the 

individual projects’ level in both rounds (the number of teachers who participated in trainings) is 

contributing directly to one of the indicators set in the Operational Programme for Human Resource 

Development, the relevance of this indicator for all the projects in round 'Inclusive, Diverse and Safe 

General Education’ is questionable as the objective of the open round is much broader. 

According to the final reports of the projects that have already been finalized, the applicants have 

highly valued the results of the project and its contribution to the objectives of the open rounds and 

other national strategies. Also, the representatives of the funded projects as well as the Ministry and 

the implementation agency expressed their satisfaction with the existence of open application rounds 
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next to programmes, as beneficiaries are seen as having the best overview of their actual needs and 

problems and the best ways and opportunities to address these challenges. For the round 'Inclusive, 

Diverse and Safe General Education’ the type of projects that have developed a certain approach or a 

process and instruments that can be later taken over by other beneficiaries in order to resolve certain 

problems in the field can be seen more effective and sustainable. In the round ‘General education in 

accordance with the National Curriculum’ projects involving teachers as well as the management and 

other staff members of the education institution in trainings have been considered more successful. 

This is so because the implementation of the new national curriculum requires the support and 

cooperation of different stakeholders in educational institutions. 

 

 

 

 

 

 

 

 

 

 

 


