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Challenges for the Distributed Leadership
Development of Education Institutions
in a Hierarchical National Culture

The article analyses challenges for the distributed leadership development of education institutions in the
context of hierarchical culture. According to theoretical research, it is possible to state that institutional envi-
ronment in Lithuania provides possibilities for developing distributed leadership. Meanwhile, cultural envi-

ronment is characterized by a high degree of hierarchy.
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Straipsnyje nagrinéjami Lietuvos $§vietimo jstaigy pasidalytosios lyderystés principy plétros is$ikiai hierar-
chigkos kultaros kontekste. Remiantis teoriniu tyrimu, galima teigti, kad Lietuvos institucinio lygio aplinka
sudaro galimybes $ios lyderystés plétojimui. Tuo tarpu kultariné aplinka pasizymi dideliu hierarchi$kumu.

Raktiniai ZodZiai: pasidalytoji lyderysté, Svietimo jstaiga, nacionaliné kultara, hierarchigkumas.

Introduction

In recent years, changes in the educa-
tion sector have been determined by new
documents regulating educational activi-
ties, such as “National Education Strat-
egy 2013-2022” (2013) and “Good School
Concept” (2015). A number of amend-
ments have been made in “The Law on
Education of the Republic of Lithuania”
(1991), which have established new regu-
lations on the assessment of the heads of
state and municipal school (except higher
education institutions), their deputies for
education, the heads of education depart-
ments, moreover, the terms of office for
heads have been introduced, etc. A lot of
changes have been foreseen: in September

2018, the system of full-time payment
for teachers will be introduced, and pre-
primary and primary education school
age will be younger, what inevitably will
determine changes in curricula. Recently,
in Lithuania, there have been changed not
only legal acts regulating educational ac-
tivities, but also considerable attention has
been paid to the dissemination of leader-
ship ideas in education. Thus, it may be
stated that the strategists of the Lithuani-
an education system hope to implement
leadership as cultural change in educa-
tional organizations. The project “Time
for Leaders” initiated by the Ministry of
Education and Science significantly con-
tributes to the dissemination of leader-
ship ideas in Lithuania: the first stage was
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implemented in 2009-2011, the second
stage in 2011-2015, and the third stage
in 2017-2020. This project creates wider
possibilities for promoting the autonomy
of educational communities and improv-
ing the quality of education (Valuckiené
et al, 2015). “Good School Concept”
(Lietuvos Respublikos $vietimo ir mokslo
ministerija, 2015) also states that leader-
ship and management are the factors that
determine the school’s mission. Alongside
with the changes of state legal acts, soci-
ety and individual organizations have to
change as well, the need for different man-
agement structure and culture in organi-
zations becomes relevant. Not only the
rules of work and conduct, the structure
of organizations have to change, but also
the culture of organizations. Analysing
these changes at the institutional level, it
is possible to state that the institutes are
changing in Lithuanian society. Firstly,
formal institutes - formal restrictions
- are changing, i.e. the rules purpose-
fully set by people. Under the change of
formal institutes, people’s habits, rules of
conduct have to change as well, though
not so rapidly (North, 2010). According
to D. North (2010), no matter how rap-
idly and radically formal institutes would
change, non-formal rules of restrictions
that exist in society and which lie in cus-
toms, traditions, and established rules of
conduct, cannot change quickly and radi-
cally. According to the author, non-formal
restrictions have special sustainability, as
they are part of the habitual human be-
haviour and are changing much more
slowly than formal restrictions. Even the
ways by which formal and non-formal
institutes are consolidated or changed,
shape our daily lives, provide people with

guidelines for their daily routines. Ac-
cording to D. North (2010), with the re-
placement of formal institutes, non-for-
mal institutes (non-formal restrictions)
usually remain unchanged for some time,
and this leads to a constant tension be-
tween non-formal restrictions and formal
rules that are incompatible with them. As
noted by G. Jucevicius (2014), a sharp di-
vision between the emerging institutional
framework and cultural environment
supporting it can lead to undesirable
side-effects and reduce the effectiveness
of work of a country and its organizations
(as social systems). However, according to
G. Hofstede et al. (2010), not necessarily
a successfully implemented idea in one
country will also be successfully imple-
mented in another country, because it is
very important to take into account the
national cultures of countries. As noted
by I. Minelgaité-Snaebjornsson, I. R. Ed-
vardsson, and R. F. Littrell (2017), the in-
fluence of the socio-cultural environment
on practice and processes of organiza-
tions has long been a significant topic for
research in management science. The au-
thors state that national culture is one of
the most influential (situational) factors
that determines organizational phenom-
ena. However, as noted by I. Minelgaité-
Snaebjornsson etal. (2017), the two largest
original cross-cultural studies of G. Hof-
stede (1984) and GLOBE “Culture, Lead-
ership, and Organizations: The GLOBE
Study of 62 Societies” (House et al., 2004)
did not include Lithuania. In terms of
leadership and, in particular distributed
leadership, researchers recognize that the
context is important for the development
of leadership as well. Different contexts of
educational institutions also determine
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the need for different leadership and de-
velopment in organizations (Kivunja,
2015; Heikka et al., 2012; Cibulskas et al.,
2011). The contextuality of distributed
leadership, dependence on people and
situation are also emphasized by J. P. Sil-
lane (2005). However, there is lack of evi-
dence to situate distributed leadership in
contextual and compositional situations
at school. In addition, empirical research
has shown that contexts of school and
characteristics of principal are important
indicators for school leadership (Liu et al.,
2018). The literature review conducted by
I. Minelgaité-Snaebjornsson et al. (2017)
indicated the lack of comparative research
on Lithuanian cultural and management
implications.

According to G. Jucevic¢ius (2014), the
leading researchers of national culture
(Hofstede, 1980; Laurent, 1983) state that
cultural characteristics of a country are
changing very slowly. Therefore, the fol-
lowing questions have been raised: Are all
recent institutional and cultural changes
in Lithuania culturally “matured”, or is it
just an attempt to adapt to international
processes without regard to the cultural
context of Lithuania and education organ-
izations? Are there possible rapid cultural
changes, the dissemination of leadership
ideas in education institutions, which
Lithuanian education strategists expect?
What is the coherence between the in-
stitutional and cultural environment of
Lithuania, i.e., are the laws regulating the
Lithuanian education system timely and
consistent with the cultural maturity of
organizations?

The object of research: distributed
leadership of education institutions.

The aim of research is to analyse
the challenges for the development of

distributed leadership in a hierarchical
national culture.

Objectives:

1.To present a theoretical overview of
distributed leadership.

2.To analyse the context of the institu-
tional level of Lithuanian education insti-
tutions for the development of distributed
leadership.

3.To analyse the cultural researchers’
attitude towards the hierarchy as a cul-
tural dimension.

4.To analyse the conditions for the
development of principles of distributed
leadership of education institutions in the
context of hierarchical culture.

The methods of research. The ana-
lytical content analysis of theoretical
literature and other sources (strategic
documents and legal acts) was chosen
to implement the research objectives in
order to focus and generalize theoretical
insights, to reveal the context, regulari-
ties and challenges of the development of
distributed leadership in education insti-
tutions at institutional and cultural level,
and to find new aspects for the research of
distributed leadership.

Distributed leadership

Presently, distributed leadership is the
dominant idea of management (Harris,
2012). According to A. Harris (2010), this
is a form of leadership when the influence
is made on an organization, and decisions
are taken by several persons, rather than
managing by one person. Distributed
leadership is one of the leadership ways
in achieving organizational aims (Harris
and Spillane, 2008). Also, it is one of the
ways to change institutional management
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(Valuckiené et al, 2015). The impor-
tance of community involvement in the
organizations activities, support for the
initiative, involvement in decision mak-
ing, and the distribution of power and
activity among the organization’s employ-
ees are highlighted by K. Leithwood et
al. (2006), A. Harris (2010), T. Duif et al.
(2013), R. Dukynaité (2015), etc. R. E. El-
more (2000) claims that all individuals
differ in their abilities, competences, the
nature of the performed work, and these
abilities might be shared with others in-
side an organization. According to the
author, in distributed leadership the at-
tention should be paid to communication
and collaboration, learning from each
other. It is also important for community
members to participate in the organiza-
tion’s activities, the support for the initia-
tive, involvement into decision making,
the distribution of power and activity
among different staff members, formal
and non-formal leaders (Leithwood et
al., 2006; Harris, 2010; Duif et al., 2013;
Dukynaité, 2015, etc.). Scientific literature
emphasizes the importance of community
members’ trust in each other, formal and
non-formal leaders, taking responsibil-
ity for the overall performance (Day et
al., 2009; Duif et al., 2013; Elmore, 2000).
According to K. Leithwood et al. (2006),
in the process of implementing the ideas
of distributed leadership, horizontal rela-
tions, management as interaction, and the
creation of space for other’s leadership be-
come essential.

Distributed leadership can be seen as
a change in organizations. While devel-
oping distributed leadership as a change
in education institutions, the head’s role is
especially important, as different changes

start namely in the head’s office (A. Har-
ris, 2012). According to J. Murphy et al.
(2009), it usually depends on formal lead-
ers whether other persons’ initiative will
self-develop, or the initiative will be sup-
pressed. Firstly, a head has to re-orien-
tate himself/herself and be able to refuse
power and authority, to shift away from
leadership as position to leadership as
interaction with other members of an or-
ganization, and to build a high degree of
reciprocal trust in formal and non-formal
leadership (Harris, 2012). Formal heads,
as stated by A. Harris (2010), have to be
proactive and benevolent, and not assess
other persons’ leadership as the loss of
their own power. Moreover, they have to
avoid over-controlling others, they have to
promote and assess innovative ideas com-
ing from all members of the organization.
Heads also have to feel time and space, to
perceive the possibilities of others and to
know when to withdraw, allowing other
staff members to participate in decision
making, to coordinate the overall activi-
ties (Leidhwood et al., 2006; Obadara,
2013). Heads have to focus not only on
developing their leadership competences,
but also on developing of the organiza-
tion’s infrastructure for successful lead-
ership. J. Murphy et al. (2009) emphasize
the importance of formal heads in chang-
ing an organization’s structure and creat-
ing conditions for employees to meaning-
fully work together. Creating conditions
for the development of other persons’
initiative changes both the culture of an
organization and the formal leader’s role
in an organization. The formation of a
new culture in an organization, as noted
by J. Murphy et al. (2009), starts when a
head evaluates available culture, collating
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it with desired organizational culture, and
later reforming the culture: by develop-
ing and supporting employees’ leader-
ship and further managing for distributed
leadership.

R. Gill (2003) and J. Hayes (2010) ob-
serve that effective leadership is necessary
for changes. As it is claimed by A. Harris
(2008), there would seem to be evidence
from the literature that distributing lead-
ership also can have a positive impact on
organisational development and change.
Therefore, distributed leadership is often
assessed by researchers as the basis for
successful implementation of changes
in an organization. As noted by A. Harris
(2008; 2010), there are a lot of studies that
analyse the impact of distributed leader-
ship on organizational performance and
change. According to D. North (2003), the
way knowledge is developed in an insti-
tution shapes people’s worldview. People’s
belief that the structure of rules within an
organization is fair and honest facilitates
the implementation of changes, and vice
versa — the belief that it is not fair and
honest destroys it. Therefore, it can be ar-
gued that if there is distributed leadership
in an organization (the community is ac-
tively involved in an organization’s activi-
ties, their initiative is supported, members
of the community are involved in the or-
ganization’s decision making), it increases
the people’s belief that the structure of the
rules within an organization is correct.

A. Harris (2008) emphasizes differ-
ent strategies for developing distributed
leadership: superficial level of distributed
leadership, when in the development of
leadership new teams are created, new
roles and responsibilities are taken and
shared; subterranean level of distributed

leadership, when sharing the leadership
becomes the norm of work; deep level of
distributed leadership, which is seen in the
culture of an organization. Consequently,
sustainable and planned distributed lead-
ership can also contribute to successful
implementation of other changes in an
organization and to be a solid ground
for formal leaders to manage effectively
in the future. A. Harris (2008) states that
there are three main barriers that make
distributed leadership difficult to achieve:
distance (the physical space can be a bar-
rier to distributed leadership as the geo-
graphic separation makes it more difficult
for teachers to connect with each other);
culture (shift in culture away from the
“top down” model of leadership to a form
of leadership that is more organic, spon-
taneous and more difficult to control);
structure (the structure of schooling is
still dominated by compartmentalising
subjects, pupils and learning into discrete
but manageable boxes).

In summing up, it is possible to state,
that researchers distinguish the follow-
ing features of distributed leadership: the
community members’ participation in the
organizations performance, communica-
tion and collaboration, tea ching/learning
from each other, support for the initiative,
involvement in decision making, and the
distribution of power and activity among
other employees of the organization. Dis-
tributed leadership in an organization
is important in several aspects. First of
all, distributed leadership helps to better
achieve organizational goals. Already im-
plemented distributed leadership is use-
ful for the successful implementation of
other changes. The formal heads of educa-
tion institutions play an important role in
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developing distributed leadership. It often
depends on them what conditions will be
created for the development of leadership
in an organization, whether the structure
and culture of an organization will be
changed.

The context of Lithuanian
institutional level in the
development of distributed
leadership

According to D. Dambrauskiené and
L. Liukinevi¢iené (2017), recently, the
necessity for changes in society and lead-
ership, the importance of management
competences in communities and institu-
tions have been emphasized. Moreover,
the changes in the Lithuanian education
sector have been determined by the edu-
cation reform. As noted by the authors,
the documents formalizing changes in the
state’s educational policy seek to improve
organizational management, interaction
with local communities, social partners,
other education institutions, etc. The ob-
vious shift of educational policy in Lithu-
ania to the development of leadership as
well as distributed leadership in education
institutions is discussed in the following
documents:

Lithuanian Progress Strategy “Lithu-
ania 2030” (Lietuvos Respublikos Seimas.
Lietuvos paZangos strategija ,Lietuva
20307 2013) focuses on smart govern-
ance, i.e., the development of leadership
and governance competences not only in
institutions of central and local authori-
ties but also in communities.

Lithuanian Progress Strategy 2013-
2022 (Lietuvos Respublikos $vietimo ir

mokslo ministerija, 2013) indicates that
the dynamic interaction between edu-
cation institutions and the members of
society in creating smart society is an es-
sential factor for success. It is emphasized
that leadership should involve the abilities
of members of education sector and social
partners to reach the aim of education,
whilst management has to become more
expedient and communal.

The Law on Education of the Repub-
lic of Lithuania (Lietuvos Respublikos
Seimas. Lietuvos Respublikos $vietimo
jstatymas, 1991) emphasizes the impor-
tance of interaction with the community
of an education institution, governance
of a democratic institution, cooperation-
based relationships, taken transparent
decisions, and informing members of
the community. Since 2017, the amend-
ments to the Law on Education have in-
troduced the new requirements for heads
of education institutions: the impeccable
reputation of the head of an education
institution has been emphasized, the five-
year term of office has been introduced,
and the certification of heads has been
refused. The new substatutory legal acts
implementing the law on education also
foresee new procedures for the evalua-
tion of heads of education institutions. In
2018, the regulations for the performance
evaluation of heads of state and municipal
education establishments (except higher
education institutions), their deputies for
education, heads of education depart-
ments have been approved. These new
regulations are of great significance to the
institution’s community when assessing
the activities of the head of education in-
stitution. The school head presents an an-
nual activity report to the community of
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the education institution and the council
of the institution, which not only evalu-
ates the head’s performance report, but
also makes a decision on the assessment
of the school head’s annual performance.

The Concept of a Good School (Lietu-
vos Respublikos $vietimo ir mokslo min-
isterija, 2015) emphasizes that manage-
ment and leadership have to be shared. It
is emphasized that the major part of deci-
sions is made by the school’s community,
its different members manage activities,
their personal initiative is promoted.

In the future, the Lithuanian education
community will witness a lot of changes
as well. Since September 2018, educa-
tion institutions in Lithuania will transfer
to full-time salary payment for teachers.
It is expected that this will attract more
young teachers to education institutions,
provide teachers with more stability and
security. This will lead to the successful
implementation of distributed leadership
and other changes in Lithuanian educa-
tion institutions.

Recently, a lot of attention has been
paid not only to the change of normative
legislation, but also to the restructuring
of organizational structure of Lithuanian
education institutions (general education
schools), as well as to the cultural changes
of communities of education institutions,
i.e. the dissemination of leadership ideas.
An example of this is the project “Time for
Leaders” initiated by the Ministry of Edu-
cation and Science. The first stage of this
project took place in 2009-2011, the sec-
ond - in 2011-2015, the third is foreseen
in 2017-2020. The communities of educa-
tion of the remaining 45 municipalities of
Lithuania have been included to partici-
pate in the third stage of the project. The

project “Time for Leaders” creates wider
possibilities in developing leadership
competences of education communities
and strengthening the decentralization of
education governance, promoting self-de-
pendence of education communities and
improving education quality (Valuckiené
etal., 2015). Fifteen municipalities partic-
ipating in the project have created unique
models for development of leadership
(see:  http://www.lyderiulaikas.smm.lt/).
Longitudinal studies were conducted
(Beresneviciute et al., 2011; Katiliaté et al.,
2013). The monograph “Leadership for
Learning: Theory and Practice for School
Change” was published on the basis of the
third longitudinal study (Valuckiené et al.,
2015).

Since 2017, implementing the external
assessment of the activities of general edu-
cation schools, the attention has been paid
to the four areas of the schools activities,
one of which is Leadership and Manage-
ment (Order No. V-322 of the Minister of
Education and Science of the Republic of
Lithuania of 2 May 2017). The distributed
leadership is emphasised, i.e., the devel-
opment of leadership skills is promoted,
giving all members of the community the
freedom to show initiative, take responsi-
bility for initiatives, decisions, and their
implementation. Leaders involve and pro-
mote community to debate, think and act
creatively.

In conclusion, it is possible to state that
the new normative documents underlying
Lithuanian strategic direction and provid-
ing the guidelines for the state education
system, as well as leadership promoting
project “Time for Leaders”, which has
been funded for almost ten years by the
state, clearly shows the state’s desire to
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change the Lithuanian education system.
In other words, to change moral values in
education institutions, to strengthen the
role of communities in management of
organizations, and to change the culture
of management of educational organiza-
tions. According to D. North (2003), the
rules of society’s game are changing, and
a new interaction among people in the
organizations and in society itself is de-
veloping. According to E. Brousseau et
al. (2011), the institutes do not change in
their own right, and people themselves
create formal institutes, i.e. they create
new rules, the new culture of commu-
nication and decision making. This ex-
ternally driven change forces the leaders
of organizations not only to change the
management and structure of organiza-
tions (which is easier achieved by adopt-
ing certain managerial decisions), but also
the culture of organizations (community
values, customs, the usual way of working
and communicating, established relations
and traditions of activities). According to
G. Roland (2004), it is possible to catego-
rize the changes that take place in the or-
ganizations: the transformation of an or-
ganization’s culture to “slowly changing”
organizations and the structural transfor-
mation of organizations, the transforma-
tion of the internal document system to
“rapidly changing” institutes.

The attitude of cultural researchers
towards hierarchy as a cultural
dimension

The need to understand how culture af-
fects management has grown along
with increased globalization (North-

ouse, 2013). Researchers pay significant
attention to the studies of both culture
in general and national cultural. Re-
searching culture, different researchers
define it differently. A. L. Kroeber and
C. Kluckhohn (1952) distinguished over
160 different descriptions of culture.
G. Jucevicius (2014) states that there are
a lot of different methodologies which
on the basis of values define the diversity
of national cultures (Parsons and Shils,
1951; Kluckhohn and Strodtbeck, 1961;
Hall, 1965; 1976; Rokeach, 1968; Adler,
1986; Laurent, 1986; Trompenaars, 1984;
1993, etc.). As noted by G. Jucevidius
(2014), the concept of cultural dimen-
sions proposed by G. Hofstede (1980) is
perhaps the most widespread and widely
cited in intercultural studies. According
to G. Hofstede (2007), culture is the col-
lective programming of the mind which
separates one group of people from an-
other. In the author’s opinion, symbols,
heroes, rituals and values shape culture.
G. Hofstede (2007) notes that culture is
collective, not an individual attribute, not
directly visible but manifested in behav-
iours, and common to some, but not all
people. According to G. Hofstede et al.
(2010), culture consists of the unwritten
rules of the social game. The researcher
has identified four cultural dimensions
that make it possible to describe the im-
portant aspects of national culture and to
compare individual cultures: individual-
ism-collectivism, uncertainty avoidance,
power distance, and masculinity-fem-
ininity. The model was based on survey
conducted from 1968 to 1972 on IBM
subsidiaries in 40 countries (Hofstede,
1984). The absolute meaning of the cul-
tural dimension does not reveal anything,
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therefore, it is necessary to look at differ-
ences in the meanings of the dimensions
within the same sample of respondents
in different countries and then to make
comparative conclusions. The scale of
the dimensional values is usually given
from 0 to 100, the distinctive pole limit
is approximately at 50 (Jucevicius, 2014).
G. Hofstede et al. (2010) define one of
the four dimensions, the power distance,
as the strength of the social hierarchy.
Evaluating this dimension, the problem
is solved how to handle the fact that peo-
ple are unequal. The distance of power
reflects the hierarchy of society. Accord-
ing to G. Jucevicius (2014), high power
distance organizations and countries have
hierarchical structures, centralized deci-
sion making, often authoritarian leader-
ship style. Meanwhile, low power distance
organizations and countries have decen-
tralized organizational structures, there
are more democratic relationships among
heads and subordinates in organizations.
According to G. Hofstede, et al. (2010), in
a society with different distance of power,
the relations are different not only in the
organization itself, but between parents
and children, between pupils and teachers.
In high power distance countries, teachers
are treated with respect, sometimes even
with fear. Qualitative education in such
countries is highly dependent on teachers’
competence. Meanwhile, in low power
distance countries, teachers and pupils are
treated as equal. The educational process
is pupil-centered. Pupils have the right to
interrupt teaching, ask questions, express
controversy, criticize (at the same time
respecting the teacher). Effective learn-
ing in such system greatly depends on the
interaction between teacher and pupil. As

noted by authors, in different power dis-
tance countries, education institutions of
different level are differently state-funded.
In low power distance countries, more
funding is provided, education policy
focuses on secondary education, and in
high power distance countries, education
policy focuses on universities. It is clear
that the relationship between low and
high power distance in education insti-
tutions also affects the head-subordinate
relationship. According to G. Hofstede, et
al. (2010), in high power distance, heads
and subordinates evaluate each other as
not equal, and a hierarchical system is
based on this inequality in an organiza-
tion. Subordinates expect heads to point
out what to do, there is a lot of control-
ling, supervising staff. Relationships be-
tween heads and subordinates are emo-
tional. Meanwhile, in low power distance
countries, heads and subordinates are
equal to each other in terms of existen-
tial approach. According to the authors,
a hierarchical system manifests itself only
in the inequality of performed functions,
which is devoted for more convenient
management and can be easily changed.
Organizations are rather decentralized,
and there is a relatively limited number
of supervisory staff. Subordinates expect
from the head a democratic manage-
ment, and also expect that the head will
consult with them before making deci-
sions that might affect their work. Also,
they agree with the opinion that the head
is the one who makes the final decisions.
Relations between subordinates and
heads are pragmatic. As noted by G. Hof-
stede et al. (2010), in high power distance
countries subordinates may be disturbed
if the head asks for their opinions before
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making a decision or even stop to respect
their head.

As noted by I. Minelgaité-Snaebjorns-
son et al. (2017), studies by G. Hofstede
have provided evidence that national cul-
ture has an infl uence on governance and
leadership in an organization.

The conditions for the development
of distributed leadership of
education institutions in the context
of hierarchical culture

In Lithuania, national culture in different
aspects was researched by A. Mockaitis
(2002; 2005), A. Mockaitis and L. Sal¢iu-
viené (2004), M. Huettinger (2008),
A.Stelmokiené (2012), G.Juceviéius
(2014), I. Minelgaité-Snaebjornsson et
al. (2017), etc. According to G. Hofst-
ede et al. (2010), cultural differences are
determined by the region, nationality,
religion, gender, generation, and social
class. Analysing Lithuanian society, M.
Huettinger (2008) notes that there are
three different generations in Lithuania:
elderly people who were born before the
World War II, the generation that grew
up in the Soviet times, and younger peo-
ple who were born and grew up in the in-
dependent Lithuania. It can be assumed

that all these generations have not the
same values, norms or beliefs (Huet-
tinger, 2008). According to G. Hofstede
et al. (2010), although the differences
between generations (symbols, heroes,
rituals and values) are obvious, they are
often ocverrated. However, as the au-
thors underline, historical events have
a particular impact on some genera-
tions. In the period of transformation,
as noted by S. Juknevicius (2002), the
social tension fields of different social-
demographic groups are characteris-
tic. Lithuania is also attributed to the
countries which have undergone various
transformations, the transition from the
Soviet government to an independent
state. G. Jucevicius (2014) also notes the
importance of age characteristics in the
context of post-Soviet transformation.
The author claims that in analysing the
distribution of cultural dimensions un-
derlined by G. Hofstede, the research
conducted in Lithuania (Lithuanian
cultural profile in the aspect of labour
values) according to the age groups of
respondents, shows a significant ten-
dency - the significance of all cultural
dimensions varies considerably with
the age of respondents. The older the
respondents, the more they are charac-
terized by high power distance (Table 1).

Table 1. Distribution of non-adapted values of cultural dimensions (power distance)
by G. Hofstede, according to the respondents’ age groups

s Under 24 25-34 years 35-49 years | Over 50 years
Respondents’ age T old old old Total average
Index of power distance 54.31 49.63 56.28 62.11 54.46
Average
H ot
Index of power distance 45.65 62.14 62.44 70 62.37
Average

Source: created by the author in accordance with G. Jucevicius (2014).

* In the “I” sample of the organization.
** In the sample of mixed respondents.
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Having assessed the information pro-
vided in the official statistics portal of
the Lithuanian Department of Statistics
(https://osp.stat.gov.lt/infografikas23),
it can be seen that teachers’ age under
35 in Lithuanian education institutions
between 2016 and 2017 made only 8.2
percent, whereas teachers of 35-49 years
old made 39.4 percent, and teachers over
50 years old made 52.4 percent. Ana-
lysing the statistical information on the
heads of Lithuanian education institu-
tions of 2016, provided by the Ministry
of Education and Science and Centre
of Information Technologies in Educa-
tion (Lithuanian Education in Numbers,
2016), it can be seen that: the heads un-
der 35 years made 2.93percent, the age
group of 35-49 years old - 37percent,
and heads over 50 years old they made
even 60percent. It is clear that most of
teachers and heads are individuals who
developed their professional activities
not only in the independent Lithuania,
but also in the Soviet school. The statisti-
cal data shows that the age of heads and
teachers in Lithuanian education insti-
tutions is quite mature. Therefore, this
leads to the question of how exactly this
educational community is successful in
developing the ideas of distributed lead-
ership in education institutions. There
are no comprehensive scientific studies
on this issue in Lithuania.

According to the data of the Lithuani-
an Department of Statistics, at the begin-
ning of 2017, women in Lithuania made
53.9 percent, while men - 46.1 percent
of all permanent residents. From the sta-
tistical data presented in the publication
“Lithuanian Education in Numbers” (Lie-
tuvos Respublikos $vietimo ministerija,

$vietimo techninio aprapinimo centras,
2016), it is evident that between 2014 and
2015 more than 94percent of teachers
working in primary education were wom-
en. There is a similar situation in basic
and secondary education, where women
teachers made more than 82 percent. The
situation is slightly different when it comes
to the gender of the heads of general edu-
cation schools: heads (women) of primary
education institutions made more than
63 percent, and heads (women) of ba-
sic and secondary education institutions
made more than 52 percent. Similar data
is also available on the Official Statistics
Portal of Lithuania - between 2016 and
2017, even 87.7 percent of women teach-
ers were working in Lithuanian schools.

According to G. Hofstede et al. (2010),
social class is associated with educational
opportunities and with a person’s occu-
pation or profession, social classes carry
different class cultures. In Lithuania, there
are 31 percent of people with higher edu-
cation (https://osp.stat.gov.lt/statistiniu-
rodikliu-analize?hash=e93223f1-9a38-4
c54-8a61-ee4d80d24a75#/). Meanwhile,
the data provided on the Official Statistics
Portal of Lithuania shows that between
2016 and 2017 even 98percent of teachers
in Lithuania had higher education. How-
ever, in terms of distributed leadership
in Lithuanian education institutions, not
only teachers and heads, but also other
employees of education institutions are
important. There are no studies, statisti-
cal data, which would analyse the context
of education institutions in the aspect of
community’s education.

The answers to the main questions
describing power distance according to
demographic characteristics (gender,


https://osp.stat.gov.lt/infografikas23
https://osp.stat.gov.lt/statistiniu-rodikliu-analize?hash=e93223f1-9a38-4c54-8a61-ee4d80d24a75#/
https://osp.stat.gov.lt/statistiniu-rodikliu-analize?hash=e93223f1-9a38-4c54-8a61-ee4d80d24a75#/
https://osp.stat.gov.lt/statistiniu-rodikliu-analize?hash=e93223f1-9a38-4c54-8a61-ee4d80d24a75#/
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age and work nature) in the research
conducted by G. Jucevicius (2014), in the
aspect of work values within Lithuanian
cultural profile, prove that the tenden-
cy of high power distance is typical for
many respondents (except younger with
PhD, top level managers and managers in
the field of informatics). The author also
notes that the answers to the questions of
power distance depend on the age factor
(younger respondents prefer a democratic
governance style, but at the same time do
not dare to oppose their leaders). Women,
more often than men, notice hierarchical
relationships within an organization. The
overview of scientific literature, conduct-
ed by I. Minelgaité-Snaebjornsson et al.
(2017), also proves that national culture in
Lithuania is characterized by high power
distance. This was confirmed by the em-
pirical studies conducted by the research-
ers (the total average of power distance
index is 50.39). Respondents indicated
that opposing to the head is not a typi-
cal practice in the culture. According to
I. Minelgaité-Snaebjornsson et al. (2017),
this may be influenced by still felt conse-
quences of the financial crisis of 2008, i.e.,
higher unemployment rate, lower salaries,
lower bonuses, etc.

In summary, it can be stated that
the studies conducted by researchers
(Mockaitis, 2002, 2005; Jucevicius, 2014;
Minelgaité-Snaebjornsson et al., 2017) on
cultural dimensions (including power dis-
tance) show that Lithuania is attributed to
the countries with high power distance.
Since the statistical socio-demographic
data (age, gender and education) of Lithu-
anian education institutions are quite dif-
ferent from the general Lithuanian statis-
tics, it is expedient to conduct separate

empirical research evaluating the cultural
dimensions of these institutions (and not
only the power distance).

Conclusions

Researchers note that aiming to success-
fully implement changes within an or-
ganization, leadership plays a significant
role, and vice versa, staff’s resistance to
changes, heads’ rigidities and the lack of
leadership are among the major obsta-
cles for the successful implementation of
changes (Gill, 2003; Harris, 2008; Hayes,
2010). Not only leadership in general, but
also distributed leadership contribute to
people’s belief that the structure of rules
within an organization is fair, honest,
and this facilitates the implementation
of other changes in an organization. Dis-
tributed leadership in an organization is
most often characterized by the following
features: the participation of employees
in organizational activities, professional
sharing of available skills with each other,
learning from each other, communica-
tion and cooperation to achieve the goals
of an organization, high confidence in
each other, taking responsibility and ac-
countability for individual activities and
collective results, participation in deci-
sion making, distribution of power and
activity between formal and non-formal
leaders, etc. All this can be assessed as a
favourable environment for developing
knowledge and shaping people’s world-
view in an organization, for people’s be-
lief, that the structure and rules of an
organization are fair and honest, and at
same time to reduce the cost of manage-
ment of changes implemented in an or-
ganization. According to D. North (2010),
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the decentralization of decision making is
essential for the effective performance of
an organization. Hence, it is likely that an
organization, with the implemented ideas
of distributed leadership, will have more
streamlined development of new ideas
and knowledge, a faster change in people’s
worldview and the transition from a for-
mer situation to the desired cultural and
structural changes.

Recently, in Lithuania, the state’s aim
to spread leadership ideas, to shift lead-
ership as a change or as a basis for suc-
cessful management of other changes to
educational organizations has been noted.
The change in the normative documents
regulating education activities in Lithu-
ania, the project “Time for Leaders”, which
has been funded for almost ten years,
show that at the state level it is sought to
influence the educational communities, to
change the existing formal institutes (le-
gal documents, organizational structure)
and organizational culture, standards of
conduct. Research shows that leadership
ideas implemented in education institu-
tions, planned distributed leadership can
later become as the basis for the change
of organizational culture, and to serve for
the successful implementation of other
changes in organizations. However, the
implementation of leadership ideas (lead-
ership as a change and the basis for imple-
menting other changes) is not regulated in
Lithuanian education institutions. It ena-
bles each organization to take micro-level
strategic actions aiming to optimize their
decisions within the organization or take
no action, only simulate changes if the or-
ganization’s obvious cultural and structur-
al changes are not required by institutions
controlling the activities of education

institutions. It is clear that the heads of ed-
ucation institutions play an important role
in developing distributed leadership in the
organizations. As the society and norma-
tive documents regulating the activities of
education organizations make the changes
in organizations inevitable, today’s formal
leaders are forced to change themselves,
to change their personality, their attitudes
towards organizational changes, to enable
other members of the organization to dis-
close their leadership talent, to change the
organization’s structure and culture. This
often poses difficulties for formal leaders,
because their power and authority de-
crease, difficulties can arise in a transition
from management position to leadership
and interactions within an organization,
and there is the need to trust each other
(Harris, 2008, 2012). The situation may
fundamentally be changed by the amend-
ments made to the Law on Education of
the Republic of Lithuania (1991), which
introduced new regulations for the evalua-
tion of the performance of heads, deputy-
heads for education, heads of departments
organizing education, who work in the
state (except higher education institu-
tions) and municipal schools, the terms of
office for heads were introduced as well.
The situation may change since 2018, after
introducing full-time salary for teachers,
and this, as it is expected, will attract more
of young teachers to education institu-
tions. The age characteristic, as noted by
G. Jucevicius (2014), is especially relevant
in the context of post-Soviet transforma-
tion, since the attitudes and values of dif-
ferent age people have formed in different
institutional contexts.

According to G. Jucevic¢ius (2014),
G. Hofstede conducted research in
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marketing and product development divi-
sions of IBM corporation in 72 countries of
the world. Therefore, some critics of G. Hof-
stede underline this as one of the main
drawbacks of the methodology, because the
levels of organizational and national culture,
that are not identical, are unduly identified.
According to G. Hofstede, et al. (2010), or-
ganizational culture is a phenomenon that
can differ in many respects from national
culture. However, according to the authors,
national culture inevitably influences or-
ganizational culture and its activities.
Research shows that Lithuania is at-
tributed to the countries with high power
distance. In countries with high power dis-
tance, the implementation of leadership is
more complicated (Mockaitis, Sal¢iuviene,
2004). Since the statistical social-demo-
graphic data of Lithuanian education
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SVIETIMO |STAIGY PASIDALYTOSIOS LYDERYSTES PRINCIPY PLETROS ISSUKIAI

HIERARCHISKOS KULTUROS KONTEKSTE

Santrauka

Straipsnyje nagrinéjami Lietuvos Svietimo jstaigy
pasidalytosios lyderystés principy plétros issakiai
hierarchiskos kultiiros kontekste.

Sprendziama problema: kokiy Lietuvos $vieti-
mo jstaigy pasidalytosios lyderystés principy ple-
tros i8$ukiy kyla hierarchiskos kultaros kontekste.

Tikslas - atskleisti pasidalytosios lyderystés plé-
tros §vietimo jstaigose is§ukius hierarchiskos kulta-
ros kontekste.

Straipsnyje apibendrinamas mokslinis poZiaris
i pasidalytaja lyderyste, atkreipiamas démesys | tai,
kad $iuo metu pasidalytoji lyderysté yra dominuo-
janti vadovavimo idéja, kuri reik§minga siekiant
sekmingai jgyvendinti pokyc¢ius organizacijoje.
Pasidalytoji lyderysté organizacijoje dazniausiai
pasireikia tokiais poZymiais, kuriuos galima jver-
tinti kaip palankia aplinka organizacijoje Zzmoniy
pasauléziarai formuoti, kaip palankia aplinkg Zmo-
niy jsitikinimams, kad organizacijos arba sistemos
taisykliy struktara yra teisinga ir sazininga. Moksli-
ninkai pastebi, kad sprendimy priémimo decentra-
lizavimas turi esminés reik§més efektyviai organiza-
cijos veiklai. Todél organizacijoje su jgyvendintomis
pasidalytosios lyderystés idéjomis tikétina sklan-
desné ir naujy idéjy, ziniy plétra, spartesné Zmoniy
pasauléziaros kaita ir peréjimas i§ buvusios situ-
acijos j norimo jgyvendinti pokycio kultiirinius ir
strukttirinius pokycius.

Pastaruoju metu Lietuvoje stebimas valstybés
siekis skleisti lyderystés idéjas, perkelti lyderyste
kaip pokytj arba kaip pagrinda sékmingam kity po-
ky¢iy valdymui j $§vietimo organizacijas. Lietuvoje
vykdoma $vietimo veiklg reglamentuojanciy nor-
miniy dokumentg kaita, beveik de$imt mety finan-
suojamas projektas ,,Lyderiy laikas“ rodo, kad vals-
tybiniu lygmeniu siekiama daryti poveikj $vietimo
bendruomenéms, pakeisti egzistuojancius forma-
lius institutus (teisinius dokumentus, organizacijy
struktiirg) ir organizacijy kultara, elgesio normas.
Moksliniai tyrimai rodo, kad $vietimo jstaigose igy-
vendintos lyderystés idéjos, planuojama ir giluminé
pasidalytoji lyderysté véliau gali tapti organizacijy
kultiiros kaitos pagrindu, pasitarnauti sékmingam
kity poky¢iy jgyvendinimui organizacijose. Tadiau
lyderystés idéjy (lyderysté kaip pokytis ir lyderysté
kaip pagrindas kity poky¢iy jgyvendinimui) jgyven-
dinimas Lietuvos $vietimo jstaigose néra reglamen-
tuotas. Tai sudaro galimybe kiekvienai organizacijai

imtis mikrolygmens strateginiy veiksmy siekiant
optimaliausiy sprendimy batent toje organizacijoje
arba nesiimti jokiy veiksmy, pokycius tik imituoti,
jei akivaizdZiy organizacijos kultariniy ir strukta-
riniy poky¢iy nereikalauja $vietimo jstaigy veikla
kontroliuojancios institucijos. Akivaizdu, kad di-
delis vaidmuo, plétojant pasidalytaja lyderyste or-
ganizacijose, tenka ir $vietimo jstaigy vadovams.
Kadangi visuomené, Svietimo organizacijy veikla
reglamentuojantys norminiai dokumentai pokyc¢ius
organizacijose daro neiSvengiamais, formaliy lyde-
riy pareigas uzimantys asmenys $iandien taip pat
priversti keistis patys, keisti pozitirj j organizacijoje
vykstancius poky¢ius, sudaryti salygas kitiems orga-
nizacijoms nariams atskleisti savo lyderystés talen-
tg. Tai neretai kelia sunkumy formaliems lyderiams,
nes: sumazéja jy galia ir valdzia, gali kilti sunkumy
pereinant i§ vadovavimo pozicijos prie lyderystés
ir tarpusavio saveikos organizacijoje, atsiranda po-
reikis pasitikéti vieni kitais. Situacija i§ esmés gali
pakeisti atliktos Lietuvos Respublikos $vietimo jsta-
tymo (1991) pataisos, kuriomis jteisinti nauji valsty-
biniy (i$skyrus aukstasias mokyklas) ir savivaldybiy
mokykly vadovy, jy pavaduotojy ugdymui, ugdyma
organizuojanciy skyriy vedéjy veiklos vertinimo
nuostatai, jvestos vadovy kadencijos ir kt. Galimai
situacija pasikeis ir nuo 2018 m. jvedus etatinj pe-
dagogy darbo apmokéjima, kas, tikimasi, pritrauks
i $vietimo jstaigas daugiau jauny mokytojy.

Moksliniai tyrimai rodo, kad Lietuva priskiria-
ma prie didelés galios distancijos $aliy. O galios dis-
tancija turi jtakos lyderystés stiliui organizacijose.
Kadangi Lietuvos $vietimo jstaigy statistiniai soci-
aliniai ir demografiniai duomenys gerokai skiriasi
nuo bendryjy Lietuvos statistiniy duomeny, tiks-
linga atlikti atskirus empirinius mokslinius tyrimus,
kurie jvertinty $iy istaigy kulttrines dimensijas (ir
ne tik galios distancijos), organizacijose esancias s3-
lygas pasidalytosios lyderystés plétrai ir tik tuomet
daryti pagrjstas i$vadas apie kultarinés aplinkos
salygas Lietuvos Svietimo jstaigose pasidalytosios
lyderystés principy plétrai. Kadangi tarp instituci-
ju ir organizacijy yra abipusis rysys, todél tikslinga
atlikti empirinius tyrimus bei jvertinti, kaip konkre-
¢iai Lietuvoje instituciniai poky¢iai veikia $vietimo
jose jau jgyvendinti pastaruoju metu, su kokiais is-
$ukiais susiduriama.





