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I. 1. FOREWORD 

Vilnius Academy of Arts (VAA) is the oldest and the largest higher educational establishment in the area of arts, design and architecture in Lithuania. Academic traditions of the Academy date back to 1793, when the Department of Architecture was established at the High School (currently – Vilnius University) of the Grand Duchy of Lithuania. In 1803, the Department of Painting and Drawing was established, later – the Department of Graphics (Engraving), subsequently – the Department of Sculpture, history of art was introduced as a subject in the curriculum of the Academy.  Slightly later all Departments in the art field were merged into the Faculty of Literature and Free Arts. After the University of Vilnius was closed, the art education traditions were continued in private studios and Vilnius Drawing School (1866-1915).  Vilnius Academy of Arts was established in 1941 after the Faculty of Art at Vilnius Steponas Batoras University established in 1919 was merged with the Art School of Kaunas established in 1922. Currently Vilnius Academy of Arts is the only university level higher school implementing the studies of all three study cycles and granting Bachelor, Master's and Doctor's degrees in Arts, and the Doctor's degree in humanitarian art  studies. 

Vilnius Academy of Arts is composed of the faculties in Vilnius, Kaunas and Telšiai, and the Department in Klaipėda. The Academy is a higher educational establishment of the broadest geographical coverage in Lithuania. The Academy also has a museum, 6 galleries and exhibition premises in Vilnius and Telšiai, an art gallery in Nida, a studio in Paris, student practice base in Mizarai (Alytus region), exhibition and museum spaces in Panemunė castle, an Audiovisual arts industry incubator (VAA being its shareholder), and an Art incubator in Telšiai (VAA being its founder). 

Currently, about 2,000 students study at the Academy.  The studies, also research activities in science and arts are currently conducted in 26 first cycle, 22 second cycle and 3 third cycle study and research programmes. A major part of the studies is conducted on an individual basis thus educating creative art workers and researchers. 

Benefiting from a possibility to attract the funding from the European Structural funds Vilnius Academy of Art has put in place a sustainable and modern infrastructure for studies offering to students an opportunity to avail themselves of the most state-of-the-art infrastructure best adjusted for conducting art and scientific research.  These achievements enhance Vilnius Academy of Arts into an entirely new level of an institution seeking not only to impart the required knowledge to its students, but also to contribute to their efforts to excel their knowledge in arts. 

In addition to the study programmes implemented Vilnius Academy of Arts justifiably takes pride in the awards granted to its students and professors at internationally recognised contests and competitions.  

I. 2. EXTERNAL FACTORS AND PRECONDITIONS

The development of the Lithuanian political and legal environment of the past several years prompted the national higher schools to correct their management structures and the legal status. Such long-term changes in relation to higher educational establishments are initiated on an international scale. Vilnius Academy or Arts is also subject to different factors of the surrounding environment that may be both positive and negative. 

Positive factors  

The European Higher Education Area provides favourable conditions for exchanging experience with foreign partners, implementing joint programmes and projects, or inviting foreign professors and students to visit the Academy. 

The changed legal status of the Academy enabled the institution to engage into the development of creative industries and other activities of applied value such as provision of expert services, consultations, etc. 

The planning of further financing from the European structural funds to higher schools is currently in progress.  This opens for the Academy further opportunities to attract funds and investment to be channelled to the improvement of the study quality, professional development of its academic staff and the improvement of the infrastructure. 

High added value products and services are undoubtedly drivers of the modern economy. The increasingly growing interest on the part of Lithuanian business community in exports and foreign markets requires new and exceptional products.  This environment has created favourable preconditions for bilateral partnership between business representatives and Vilnius Academy of Arts. 

Negative factors 

According to the data produced by the Statistics Lithuania it is quite probable that the number of applicants to the Academy as well as to the other higher educational establishments by the year 2020 will have decreased by up to 20%.  However, in view of the specifics of the studies conducted at the Academy the impact may probably be less acute. 

The global economic crisis has had considerable negative effect not only upon the development of the Lithuanian economy, but also upon its higher education. The worsened financial standing of residents provoked emigration upon population of working age (including students), while those staying in Lithuania are increasingly more often looking for work rather than studies, and students likewise tend to pay more attention to their work while studying, rather than the studies.  

The constantly changing, since 2009, legal basis regulating the higher education area, or the procedure for the admission of students to art study programmes hardly contribute to the attractiveness of the higher studies in the area of art and thus eventually impair the potential of creative industries in enhancing Lithuania's economic and social prosperity.  

The currently developed European Higher Education Area opened new opportunities for Lithuanian students to undertake their studies in foreign States.  This is one of the factors that have led to a decrease in the number of students at the Academy which is especially apparent in respect of studies of the 2nd and the 3rd cycle. 

I. 3. DESCRIPTION OF THE STRATEGIC PLAN

The present Strategic plan includes the key elements disclosing the role of the VAA in creating the single European Higher Education Area. The Strategic Plan identifies the targets of the studies, also research in arts and scientific area promoting students of the VAA to develop their talents. The Strategic plan highlights the impact of the Academy upon the country, regions and on the international scale, introduces a sustainable and efficient organisational structure appreciating and educating its academic staff. These elements are crucial in seeking an efficient implementation of the Strategic plan and the vision of the VAA.  

In view of the changes in the current external environment the present Strategic plan has been designed not only to further improve and specify its earlier version, but also to seek consensus between the new identity and the international dimension.  The further improvement of the Strategy is based on the consultations with the academic staff and students of the VAA, as well as the expertise of our foreign partners.  

The success of the implementation of the Strategy will depend on the daring, energetic, original and rational approach of the entire community of the Academy towards its performance. The creative academic personnel and students of the Academy will support their educational establishment only if they are assured that it is specifically here that ambitious goals are set, the institution cultivates courage to attain them, promotes and supports any creative initiatives.  

I. 4. FRAMEWORK OF THE STRATEGIC PLAN

The Framework of the Strategic Plan is a structurally arranged message to the public calling the community of the VAA for attaining its key goals and targets.  With a view to facilitating the institutional self-governance and the decision making process the present strategic document defines the principles underlying the activities of the institution. The present document has been designed to disclose the ways intended to respond to and manage changes. 

I. 5. SCHEME 
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II. 1. VISION                                      

The exclusive opportunities of the Academy to refer to the artistic creation of international level, artistic, research and educational activities will by 2020 turn this higher educational establishment into one of the leaders among the higher art schools of the Baltic States. 

II. 2. MISSION        

Being distinguished for its intensively developed artistic, research and educational activities, and having a long-running impeccable reputation the Academy continues to improve, create and disseminate the knowledge of artistic creation, artistic and scientific research, educate prominent graduates that produce a meaningful impact upon the Lithuanian and international community. 

II. 3. AREAS AND PRIORITY PRINCIPLES IN THE ACTIVITIES OF THE ACADEMY

The principal directions in the activities of Vilnius Academy of Arts are studies, artistic and research activities, and socio-cultural activity.  The priority principles underlying the activities of the Academy are sustainability, quality, international dimension and partnership. While efficiently and methodically managing the available resources the principal attention is focused upon priority (most valuable and important for a strategic period) tasks that concurrently define several directions.  

II. 4.  STRATEGIC INSTRUMENTS

4. 1. Sustainable, efficient and effective management of the organisation  

In view of the steadily growing demand on the part of the environment the Academy needs to operate in a way ensuring its ability to systemically upgrade its material facilities, implement its strategic academic and social objectives and efficiently use the non-current assets at its disposal. 

Any efficient and sustainable growth is not possible without a proper administration that is an important instrument in pursuing the objectives defined by the Academy.  

4. 2. Financial stability 

For the successful implementation of the Academy's mission and its sustainable performance in pursuit of academic activity specifically important is the optimal management of financial resources of the institution.  The financial stability of the Academy’s activities is ensured by referring to its predefined priorities and a sound management of relevant financial flows. 

4. 3. Valuing and development of the academic personnel 

The Academy seeks to become a demanded employer. This objective can be achieved by creating the conditions conducive to working, creating and carrying out research activities.  The Academy steadily endeavours to educate and develop its academic staff, create all conditions necessary for their professional self-development, the course of their career, and properly appreciate the contribution of the staff to the achievements of the Academy.    

In order to stay competitive in the modern higher education environment we seek to ensure that all our staff members have all required and desired skills and could take pride in their most outstanding achievements. We also promote and encourage the life-long learning philosophy not only among their students, but also among all members of our community. 

II. 5. STRATEGIC OBJECTIVES                           

5. 1. Strengthen the authority of the Academy as an international higher school 

Vilnius Academy of Arts is the only higher art school in Lithuania, at the same being a participant of the Baltic region and the European higher education area.   While safeguarding and preserving its identity the Academy is at the same time open to international trends and diversity. The diversity brought in by international exchange programmes, students and the academic staff of the Academy produces a positive effect upon the entire activity of the Academy and contributes to the strengthening of its international authority.  

5.2. Seeking the significant international scale and high level of artistic activities, artistic and scientific research

In order to achieve that the level artistic activities and research acquires an internationally recognised dimension it is of utmost importance to ensure all the conditions necessary for their professional development of our academic personnel, develop the international dimension of doctoral studies, enhance the quality of relevant research and projects.  

 5. 3. Promote motivation among students, develop their creative potential  
An objective of the Academy is to maintain a motivational suspense among its students, thus ensuring that graduates of the Academy are able to produce a material impact upon the world of artistic and scientific creation. The duty of the Academy is to ensure that students trust their powers, are well educated and creative. Alongside a studies quality assurance system is being implemented in the Academy, and the studies process is oriented towards our students, their career needs and expectations. 

5. 4. Enhance the impact of the Academy on the regional, national and international levels 

The Academy is an institution open to the society and is constantly developing and strengthening its relations with academic communities, institutions and organisations. The Academy also supports the development of culture and the network of art promoters in regions and throughout the country. While promoting its artistic and scientific achievements in the public at the same time the Academy is strengthening and deepening its own understanding of the versatile needs of the society. This enables the Academy to provide expert services in its area of expertise, consultations, apply the results of its activities in business and create a possibility for life-long learning. The Academy is constantly developing and strengthening relations between artists and researchers on an international scale.  This way the Academy expects to reduce its dependence on the financing from the State budget. 

II. 6. IMPLEMENTATION TASKS OF THE STRATEGIC OBJECTIVES   

6. 1. Strengthen the authority of the Academy as an international higher school

Tasks:

a) consolidate a systemic consensus between the strive for trans-national nature and its original identity; 

b) develop a sustainable system for international student reception and exchange; 

c) maintain and develop the international strategic academic partnership relations;  

d) ensure the trans-national nature of the studies; 

e) ensure a systemic dissemination of artistic and scientific research results. 

The implementation of different tasks and results is measured by a range of annually updated indicators:  

· the number of full-time foreign students per one full-time teacher at the VAA; 

· the number of the VAA teachers participating in the activities of foreign higher schools;  

· the number of international partnership agreements;  

· the number of measures designed for the international promotion of the Academy's activities.     

6.2. Seeking the significant international scale and high level of artistic activities, artistic and scientific research

Tasks:

a) in the area of research and artistic creation generate high level production; 

b) develop the international expertise of students and professors, use such expertise for new achievements;  

c) seek the recognition of the artistic and scientific production in the international context; 

d) construct high quality international doctoral studies programmes or a school. 

The implementation of different tasks and results is measured by a range of annually updated indicators:
· the number of students and professors having undertaken a fellowship programme or studying abroad;  
· part of the academic personnel corresponding to the highest level of artistic and research activities as prescribed by the Lithuanian Research Council; 

· the scope of participation of the VAA in international project contracts (in financial terms) per year;  

· the number of doctoral students of the VAA participating in international doctoral studies schools. 
6. 3. Promote motivation among students, develop their creative potential 

Tasks: 

a) develop an efficient system for the admission of talented students; 

b) disseminate the exceptional experience of students seeking to ensure highly motivated teaching and learning; 

c) create conditions conducive for integrating into studies artistic and scientific research; 

d) ensure a transparent management of the study process and dissemination of the information related to the study process among students of the Academy with a view to increase the student satisfaction;  

e) promote cooperation between different Departments of the Academy;  

f) create conditions for informal education of students and encourage the students to seek to benefit from such arrangement;  

g) ensure the accessibility of the timely and essential infrastructure for students of the Academy, while teaching the students to use practical tools; 

h) promote the entrepreneurship among the students and support their integration into the labour market. 

The implementation of different tasks and results is measured by a range of annually updated indicators:
· the number of students distinguished and/or awarded for exceptional results of their artistic and/or research activities; 

· the share of the students positively assessing their studies at the VAA;  

· the share of master degree students employed in positions corresponding to their master qualification not later than within 6 months after the graduation from the studies; 

· the number of projects, practical assignments or tasks jointly implementing by students of different Departments;  

· the number of students who have, using the infrastructure of the VAA, created objects and/or services for business entities. 

6. 4. Enhance the impact of the Academy on the regional, national and international levels

Tasks:

a) carry out systematic dissemination of the achievements of artistic and scientific achievements of the Academy to the public; 

b) cooperate with business and public sector partners seeking social, cultural and economic benefits; 

c) include social partners into the study process providing the possibilities to students to obtain a versatile experience in the course of the studies and in relation to the implementation of practical projects;  

d) promote the introduction of life-learning measures; 

e) develop a network of cooperation with the most outstanding foreign research and study institutions based on partnership relations; 

f) develop inter-institutional relations with secondary and art schools; 

g) engage into expert evaluations of art objects; 

h) actively participate in processes of social and cultural policy. 

The implementation of different tasks and results is measured by a range of annually updated indicators:
· the number of art exhibitions arranged in Lithuanian regions; 

· the number of scientific conferences organised by the VAA in Lithuania and abroad; 

· gross income per one full-time member of the academic personnel for entrepreneurship and knowledge transfer activities; 

· the share of the academic staff creating, in the course of a year, works of applied arts, performing applied research or performing consultation activities; 

· gross income received in the course of a year for the services provided by the Open art, design and architecture school; 

· the share of the personnel of the VAA participating in different events organised by secondary and art schools for the purpose of disseminating the information about the art, design and architecture studies and the other activities of the VAA; 

· the share of the personnel of the VAA participating in the course of a year in expert groups and Lithuanian and international groups on the development of social and culture policy. 

II. 7. FUNCTIONS OF STRATEGIC INSTRUMENTS

7. 1. Sustainable, efficient and effective management of the organisation 

Functions: 

a) ensure a timely upgrading of the infrastructure; 

b) develop the infrastructure essential for studies, creation and research; 

c) seek rational and efficient utilisation of the material resources available to the VAA; 

d) introduce efficient management methods fully meeting the Academy's needs; 

e) strategically distribute the resources available for the attainment of long-term objectives; 

f) enhance the dissemination of information among the divisions and improve the communication among all organisational levels of the institution; 

g) promote the horizontal communication between academic and non-academic divisions of the Academy; 

h) maintain and support all initiatives taken at the administration level for the improvement of the quality of studies. 

The evaluation of the efficiency of the implementation of the functions is based on the data of the facilities upgrading plans and the reports on the execution of such plans; also the data of the plans for the use and optimisation of the material facilities available to the Academy and their implementation plans; the data of the management measures planning and the reports on the implementation of the respective plans.   

7. 2. Financial stability

Functions:
a) develop and implement a public and efficient system for finance management and accounting; 

b) ensure the proper funding of strategic and priority objectives and tasks;  

c) establish and develop alternative sources of financing; 

The assessment of the efficiency for the performance of the functions is based on the data of the reports on the budget plan and its implementation; also the data of the plans of financing of priority objectives and the reports on the implementation of such plans.   

7. 3. Valuing and development of the academic personnel

Tasks:

a) promote the efficiency of the dialogue and the decision making process in the Academy;   

b) strengthen the capacities of leadership and the management; 

c) create all conditions conducive for the professional development of professors of the Academy, and promote their activities in priority directions;  

d) develop and implement a transparent and socially fair system for the remuneration of the academic staff of the Academy; 

e) improve and ensure the proper conditions for the career development; 

f) promote self-education and professional self-development. 

The assessment of the efficiency for the performance of the functions is based on the data of inquiries of the academic staff; also the plans on the professional development of the staff and the data of their implementation reports. 

III. 1. PARTICIPANTS 

Employees, alumna, external sponsors and partners of the Vilnius Academy of Arts believe that all the joint efforts will: 

1. create excellent conditions for the development of modern art, science and studies;  

2. educate outstanding graduates – leaders of the future;  

3. create an environment promoting personal development;  

4. develop a network of community members whose activities will support the progress of the society; 

5. ensure the international visibility creatively harmonised with the national identity; 

6. maintain the high professional level of art, science, studies and ethics. 

III. 2. VALUES

1. Academic culture means academic freedom, critical thinking, creativity, constant and on-going renewal and improvement.  

2. Sustainability means a constant pursuit of happiness, materiality and durability, balanced management of resource, social harmony and openness.  

3. Professionalism means a responsible, efficient and effective performance.  

4. Identity means responsibility based on origin and culture, an undertaking to retain and develop the original features in the multicultural environment. 

5.  Trans-nationality means cultural exchange, diversity in the forms of academic mobility, improvement in the quality of art, research and studies in the face of the on-going globalisation.  

6. Tolerance means tolerance to diversity, understanding, endurance and respect to different cultures, opinions, views and beliefs. 

IV. MANAGEMENT AND MONITORING OF THE STRATEGY  

The Strategy Implementation Plan is approved by the Senate of the Academy. The Strategy Implementation Plan is based on the provisions approved by the Senate in the area of the studies at the Academy, artistic and scientific research, human resources management, and the financial and regional policy activities. The respective working groups of the Senate report and account for the results of their performance to the Senate on an annual basis, as well as provide for the guidelines for the future activities. Following the discussion the Senate approves any amendments and improvements of the plan. Such annual revision and discussion of the results enables the Senate to identify any new issues arising, more specifically formulate the objectives for future activities, asses the expectations and risks relevant for the activities of the Academy. Following the discussion at the Senate the Strategy Implementation Plan is accordingly adjusted having regard to the outcomes of the discussion. The party responsible for the submission of proposals is the strategic management group of the Senate.   

Strategy management and monitoring system
The Strategy implementation plan of Vilnius Academy of Arts has been designed to coordinate the activities of the VAA up to the year 2020. An inseparable part of the Integrated Development Strategy is the Strategy management and monitoring system as described below. The monitoring system provides for: 
· the regularity and the procedure for the reporting of the implementation of the Strategy; 
· the procedure for the evaluation of the implementation of the Strategy; 
· the procedure for the amendment and adjustment of the Strategy.
The Strategic plan of Vilnius Academy of Arts has been developed as of the outcomes of the project "Enhancement of the efficiency of studies at Vilnius Academy of Arts", project No.VP1-2.1-ŠMM-04-K-01-010. Having regard to the recommendations and the explanations to the project submitted by the Ministry of Education and Science (MES), the Integrated development strategy was drawn up in accordance with the Strategic planning methodology approved by Resolution No. 1220 of the Government of the Republic of Lithuania of 28 August 2010. 

Fig. 1. Links between the Strategic plan and the Strategic planning methodology approved by the Government of the Republic of Lithuania. 
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Integruota plėtros strategija – Integrated development strategy 

Strategijos įgyvendinimo planas – Strategy implementation plan 

Metinis veiklos planas – Annual activity plan 

Plėtros strateginis planas – Strategic development plan 

Veiklos strateginis planas – Activity strategic plan 

Metinis veiklos planas – Annual activity plan 
Having regard to the effective version of the Law on Higher Education and Research of the Republic of Lithuania (hereinafter – the Law on Higher Education and Research) approved on 30 April 2009 of the Seimas of the Republic of Lithuania (No. XI-242), and Resolution of the Constitutional Court of the Republic of Lithuania (Official Gazette, 2011, No. 160-7591) acknowledging that part of the Law on Higher Education and Research actually contradicts the Constitution of the Republic of Lithuania,  the management system of the higher school remains unspecified.  Accordingly, the Statute of Vilnius Academy of Arts (hereinafter – the Statute) approved by Resolution No. XI-1536 of the Seimas of the Republic of Lithuania of 23 June 2011, also contradicts the Constitution of the Republic of Lithuania, therefore the Description of the procedure for the composition of management bodies and the list of their functions is legally ungrounded. 
Prior to the coming into effect of the Statute, the supreme body of management of the Academy was the Senate, therefore pending the coming into effect of the Statute of Vilnius Academy of Arts all issues related to the Strategy should be referred for discussion and/or approval to the Senate.  After the coming into effect of the Statute of Vilnius Academy of Arts compliant with the provisions of the Law on Higher Education and Research all issues related to the drawing up of strategic documents and their supervision will be transferred to the collegial management bodies as prescribed by the Statute. 
The procedure for the drawing up of the Strategy implementation plans 
In accordance with the Strategic planning methodology of the Government of the Republic of Lithuania and on the basis of the Integrated Development Strategy (hereinafter – IDS) Vilnius Academy of Arts draws up the Strategy implementation plans meeting the requirements prescribed for a strategic activity plan. 
Strategy implementation plan – is a strategic plan covering a period of three calendar years drawn up in view of the vision, mission, values and objectives set forth in the Integrated Development Strategy. 
The Strategy Implementation Plan is drawn up by the strategic planning working group and submitted to the Rector of the Academy for approval. The Plan retains the continuity with the Integrated Development Strategy taking into account the objectives prescribed in the plan and their implementation indicators. The Strategy implementation plans include the tasks and the implementing measures with the respective implementation evaluation indicators and their target values for each respective year. Respective persons are appointed responsible for the implementation of each objective, task or measure.  This arrangement ensures the implementation of the strategic plan and retains the appropriate organisational structure. 
Fig. 2 Recommended persons responsible for the implementation and supervision of strategic elements. 
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Tikslai – Objectives

Uždaviniai – Tasks

Priemonės - Measures 

Prorektoriai, VDA padalinių direktoriai - Pro-rectors, Directors of Divisions of the VAA

Prorektoriai, VDA padalinių direktoriai, akademinių padalinių vadovai - Pro-rectors, Directors of Divisions of the VAA, Heads of Academic Divisions

VDA padalinių skyrių vadovai, akademinių padalinių vadovai, individualūs darbuotoai – Heads of departments of divisions, Heads of academic divisions, individual employees. 

An Annual Activity Plan is drawn up on the basis of the Strategy Implementation Plan. An Annual Activity Plan specifies in detail the strategy implementation budget, its assignment to the strategy implementation and the allocation of the funds for maintaining the activities of the Academy. 
Reporting for the implementation of plans 
The Pro-rectors and Head of the different divisions of the VAA submit the aggregated indicator values to the Rector together with the material for the Rector's reports. 
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