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Af­ter the fall of the Ber­lin wall, the pub­lic ad­mi­ni­stra­tions in Cen­tral and Ea­stern Eu­ro­pean coun­tries have had to adapt to an 
enor­mous num­ber of chan­ges in a re­la­ti­vely short time. Their ci­vil ser­vants are still fa­cing a con­stantly chan­ging re­gu­la­tory 
fra­me­work which needs im­ple­men­ta­tion and en­for­ce­ment, as well as new de­mands from the gro­wing pri­va­te sec­tor and the 
ci­ti­zens. The­se chal­len­ges can only be met if the ci­vil ser­vants are highly qua­li­fied and con­stantly up­da­ting their qua­li­fi­ca­tions. 
A sound system of in-ser­vi­ce trai­ning is the­re­fo­re cru­cial to keep the pub­lic ser­vants on equal foo­ting with the ra­pidly chan­ging 
en­vi­ron­ment. The re­search pre­sen­ted in this pa­per analy­zed the prac­ti­ces of trai­ning eva­lua­tion as an in­for­ma­tion feed­back 
in a branch of Slo­ve­ne sta­te ad­mi­ni­stra­tion. We analy­zed the at­ti­tu­des of em­plo­yees to­wards eva­lua­tion with the as­sump­tion 
that the­re pro­bably are no­tab­le dif­fe­ren­ces bet­ween the at­ti­tu­des of pub­lic ser­vants de­pen­ding on their de­mo­grap­hic qua­li
ties. The re­sults of the re­search, that 414 pub­lic ser­vants have par­ti­ci­pa­ted in, show that the po­si­tion in the hie­rarchy has the 
stron­gest inf­luen­ce on their at­ti­tu­de to­wards eva­lua­tion. Em­pi­ri­cal data also show that most of the em­plo­yees are wil­ling to 
par­ti­ci­pa­te in a con­ti­nu­ous and ob­jec­ti­ve trai­ning eva­lua­tion, but the lea­ding pub­lic ser­vants are less in­vol­ved in the eva­lua
tion than ex­pec­ted.

Keywords: ci­vil ser­vants, eva­lua­tion pro­ces­ses, in­for­ma­tion feed­back, goal orien­ted systems, pub­lic ad­mi­ni­stra­tion, trai­ning, 
trai­ning ef­fec­ti­ve­ness

Enhancing the Effectiveness of Training 
through Information Feedback – The Case 

of Slovenia’s Public Administration

1	 Introduction

Since the early 1990’s, the Slovenian government has made 
great efforts to transform the centrally planned economy into 
a market economy. This process was significantly influen
ced by a rapid and dynamic development of a modern social 
system which also required an appropriate adjustment and 
development of the administrative system. Initially, the public 
administration reform was focused mainly on the legislative 
and institutional structure, but it also laid the foundation of a 
modern and effective public administration. Important parts of 
the legislation, including the Civil Service Act (CSA), were 
adopted in 2002 and later amended (Official Gazette of the 
Republic of Slovenia, no. 56/02).

In fact, the construction a modern and advanced admini
strative system and the establishment of a professional civil 
service started with the implementation of the CSA. This Act 
describes the main elements of the human resources system: 
the selection of personnel, their employment, the rights and 

duties of civil servants, career development, and the asses
sment of their professional activities. A key element in the 
application of an efficient human resource management 
(HRM) policy and development in the administration seems to 
be the establishment of a system for continuous development 
of civil servants’ professional skills and expertise.

This paper and the research behind it are a response to 
the requirements of the CSA, connected to the civil servants’ 
training effectiveness. 

2	 Understanding the Value of Training 
– Theoretical Framework

Training is a basic concept of HRM. Armstrong (1999: 507) 
describes training as the systematic modification of behavi
our through learning which occurs as a result of education, 
instruction, development and planned experience. Training 
also attracts high-quality employees by offering them learning 
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and development opportunities, improving their competences 
and skills, resulting in higher job satisfaction, higher rewards 
and promotion within the organization, and increase the com
mitment of employees by encouraging them to identify with 
the mission and objectives of the organization. Training helps 
organizations manage change by increasing understanding of 
the reasons for change, providing people with necessary know
ledge and skills, helps develop a positive culture in the organi
zation, e.g. an orientation towards performance improvement, 
and provides higher levels of service to customers.

Planning of training is vital and requires attention to 
detail and careful organization. Go et al. (1996 in Cassidy, 
2001) emphasize that some basic concepts should be involved 
in organizational training practice. The training system can 
be viewed as a continuously evolving system that has several 
phases: training needs assessment (TNA), identification of 
training objectives, planning, implementation, and evalua
tion of training. From the perspective of the system theory, 
training evaluation represents an information feedback loop, 
a key component of all goal-oriented systems (Škraba et al., 
2003). Hamblin (1974, cited by Armstrong, 1999: 531) defi
nes training evaluation as ‘any attempt to obtain information 
(feedback) of the effects of a training programme and to assess 
the value of the training in the light of that information’. Thus 
training evaluation is seen as an analytical process that inclu
des collecting and joining of subjective and objective data on 
all (or selected) phases of the training process coming from 
various sources and gained by different techniques. Evaluation 
results in the synthesis of data which includes the summary of 
results and recommendations referring to the evaluated pro
gramme (Stanley, 1987). 

Bramley (1996) identified six general approaches to trai
ning evaluation, among which goal-based and systems-based 
approaches are predominantly used in the evaluation of trai
ning (Phillips, 1991). Goal-based models of evaluation are 
especially widely used because of their simplicity. Most of the 
practitioners (e. g Bramley, 1996, 2003; Kirkpatrick, 1998) 
have advocated a series of levels through which an assessment 
of the effects of individual learning and training activities is 
made. The activities include: 
n	 learners’ reactions to the learning experience, 
n	 the learning achievements of participants, 
n	 changes in job behaviour, 
n	 the organisational effect of specific learning interventions. 

Some theoreticians and practitioners (Kearns, 2005; Phil
lips, 1991) have also suggested a calculation process to deter
mine the economic return on investment (ROI) for individual 
learning and training processes.

The reasons for incorporating evaluation into the overall 
programme serve a wide range of purposes. Since the basic 
purpose of evaluation is to influence the decisions on possible 
adjustments and improvement, the evaluation should fulfil at 
least six purposes. As Brinkerhoff (1988: 67) points out, eva
luation should determine:
n	 that an identified problem represents a training need and 

to determine what the real goals are,
n	 the most appropriate training strategy,
n	 if the chosen strategy is successfully implemented,
n	 if learning occurred and to what extent,

n	 usage outcomes (at the individual level), and
n	 impacts and value (at the organizational level).

Despite the importance of evaluation, there is evidence 
that evaluations of training programmes are often inconsistent 
or missing (Alliger and Janek, 1989, cited in Goldstein, 1993: 
167; Bramley, 1996: 90; Carnevale and Schulz, 1990; Mars
den, 1991). Evaluation of training is indeed identified as the 
most difficult part of the job (Foxon, 1989). This is not surpri
sing since evaluation is poorly defined, having different mea
nings for different people in many different contexts. Part of 
the explanation may be that the task of evaluation is complex 
in itself. Evaluating training with regard to learning, transfer, 
and organizational impact involves a number of complexity 
factors. These complexity factors are associated with the dyna
mic and ongoing interactions of the various dimensions and 
attributes of organizational and training goals, trainees, trai
ning situations, and instructional technologies (Eseryel, 2002). 

The issue of complexity is also connected with the limita
tion of upper level of evaluation (job behaviour changes, orga
nisational results), which is due to several reasons. First, in the 
arena of human behaviour there are too many variables invol
ved for us to establish absolute causal links between training, 
given behaviour, and results. Second, evaluation on the upper 
level demands close cooperation among different actors in the 
evaluation process, e. g. trainees, their direct superiors, per
sonnel offices, trainers, trade unions, and public service users. 
Their interest for training evaluation results varies in nature 
and intensity, and they ask questions based on their own point 
of view and interest. Third, higher level evaluations take more 
time than relatively simple evaluation of trainees’ reaction and 
learning achievements. Another problem with higher level 
evaluation is that it is less convincing when training involves 
“soft” behaviours such as communications skills or interper
sonal sensitivity. Another point is that behavioural change and 
higher productivity, attributed to training could simply be a 
result of the attention given by the evaluator.

Possible reasons for inadequate evaluations also include: 
insufficient budget allocated; insufficient time allocated; lack 
of expertise; blind trust in training solutions; or lack of met
hods and tools (Eseryel, 2002).

3	 Introducing Training Evaluation  
in the Slovene State Administration’s 
Training System

Building a modern and advanced administrative system and 
establishing a professional civil service requires a continuous 
training of public servants to develop appropriate capacity, 
new administrative culture and professional ethics. Therefo
re, developing and implementing an effective training system 
have become one of the priorities for state administration. Slo
venia’s state administration under the government of 2004 in 
particular seemed very eager to climb aboard the new public 
management wagon, in contrast with bigger Continental-Euro
pean countries, as described in Pollitt et al. (2007: 20).

One of the findings in a comprehensive study conducted 
by Saner, Strehl and Yiu (1997), which compared the in-ser
vice training within the public administration in several Euro
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pean countries, was that the in-service training of the civil 
servants in Slovenia was well organized and that need-oriented 
training concepts play a major role for the development of an 
efficient and effective administration. 

Training as an instrument for change and improvement 
often does not provide expected results (Saner, Strehl, and Yiu, 
1997). Many times, investments in training are not successful 
and intended objectives are not met leading to disappointments 
and unhelpful attribution of blame. Training is expensive; the
refore it is essential for public managers to make sure that the 
effectiveness of training is carefully assessed. Present era of 
fiscal constraints demands that all organizational activities, 
including training, should be retained on the basis of their 
relative effectiveness vis-á-vis other programmes (Randma, 
2002: 198).

In order to ensure the success of training and to achieve 
maximum efficiency of the training process, a demand for 
evaluation of training quality and efficiency was introduced in 
Slovene public administration training practice. The CSA spe
cifies that the implementation of a training programme must 
be monitored, reports on the effectiveness of the programme 
produced and occasional testing of officials’ theoretical and 
practical knowledge provided. As a consequence, the evalua
tion of training effectiveness is becoming a compulsory part of 
civil servants’ training. 

This paper is a complement to the report on research 
(Vukovič et al., 2008) we have conducted in order to investi
gate the civil servants’ perception of training evaluation. The 
research was the first of its kind in the Slovene government 
administration. One of its goals was to identify and clarify 
the differences in understanding training evaluation between 
leading and non-leading civil servants. We believe a clearer 
understanding of the differences between the groups of civil 
servants will have an important implication for the practice 
of training evaluation within the Slovene state administration, 
especially for the design of a reliable and effective evaluation 
model, tailored to this state administration. 

4	 Methodology

4.1	 Research Questions and Assumptions  
of the Research

This section presents the background to the four research que
stions listed in the previous section and the assumptions that 
the presented research is based upon. 

The word evaluation can also trigger a series of defensi
ve emotional reactions. Auluck (2006) noted that one of the 
obstacles in human resource development in public admini
stration is the presentation and representation of the human 
resource development function. It often seems that many 
problems are associated with misunderstanding the role of 
evaluation, and a lack of awareness that training is a part of 
the dynamic organizational process and needs to be monitored, 
amended and improved until the expected results are achieved 
(Goldstein, 1993). That is why we believe that the influence 
of various factors on civil servants’ attitude towards training 

evaluation is worth examining. Therefore we formulated our 
first question as follows:

Que­stion 1: What is the cor­re­la­tion bet­ween res­pon­
dents’ de­mo­grap­hic cha­rac­te­ri­stics and their at­ti­tu­de 
to­wards trai­ning eva­lua­tion?

The training system can be viewed as a continuously 
evolving system with several stages: TNA, identification of 
training objectives, planning, implementation, and evaluation 
of training (Stanley, 1987: 14-15). The next research question 
is concerned with the correlation between TNA and evalua
tion. In theory, evaluation is strongly connected with TNA. 
Bramley (1996) and Easterby-Smith (1995) state that the pur
pose of evaluation is to assess the constant flow of recurring 
information, which is a starting point for assessing and evalua
ting the needs for training once again. This means designing 
a new input for the next level of an individual’s professional 
development. The manner in which training needs are identi
fied is an important factor in the design of evaluation, i.e. the 
identification of training needs has to include the criteria that 
the changes in job performance and effectiveness are to be 
assessed with (Bramley, 1996). This lead us to formulate the 
second research question as follows.

Que­stion 2: What is the cor­re­la­tion bet­ween trai­ning 
eva­lua­tion and TNA?

The third question addresses the correlations between 
evaluation and training effectiveness. For the purpose of this 
study, Bramley’s definition of training effectiveness was used. 
Bramley (1996: XVI) suggests that training effectiveness 
should ‘imply not only finding out whether the training was 
well done but also asking what it achieved and whether it was 
worthwhile for the organization to be sponsoring it’.

Torrington and Hall (1998) believe that the evaluation of 
the effectiveness of training is one of the most inadequately 
implemented aspects of training, with many organizations 
believing that training ends once the delivery of the training 
programme is complete. This belief has two consequences: 
it defeats the idea of training as a continuous process lasting 
throughout an employee’s career and, more importantly, it will 
result in the failure to measure whether training has met the 
objectives set beforehand and whether it has developed/indu
ced positive behavioural changes.

Torrington and Hall (1998) also believe that evaluation is 
vital in determining how successful the training programme 
has been and that it is vital for an organization to be able to 
demonstrate value for money. Armstrong (1999) states that by 
implementing an evaluation process the organization will have 
a degree of control and that it is therefore useful that the enti
re training programme is evaluated because it is important to 
assess whether the training programme has met the objectives 
set out at the planning stage, and to indicate where improve
ments or changes are required in order to ensure that training 
will be more effective. We tried to capture the essence of these 
issues in the third research question.

Que­stion 3: What is the cor­re­la­tion bet­ween trai­ning 
eva­lua­tion and trai­ning ef­fec­ti­ve­ness?

The final issue we were interested in was the correlation 
between the training evaluation and training results. Kirkpa
trick (1998: 23) gives a wide definition of this term and states 
that ‘Results can be defined as the final results that occur
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red because the participants attended the programme’. For 
research purposes we defined the evaluation results as the new 
knowledge a participant has exhibited after training. These 
results form the basis for assessing the training effectiveness. 
They are obtained by measuring the knowledge, abilities and 
views that the employees acquire during training (Možina et 
al., 1998: 500). Easterby-Smith (1995: 18) states that evalua
tion contributes to the learning process and consequently to 
training results. Accordingly we have postulated the fourth 
question as follows.

Que­stion 4: What is the cor­re­la­tion bet­ween trai­ning 
pro­gress and trai­ning re­sults?

4.2	 Research Population and Sample

The population of the study was identified prior to the begin
ning of the study, so that questions could be postulated accor
ding to the population. We focused a lot of attention on defi
ning the subject of research because the topic we had chosen 
was rather extensive. We narrowed down the subject by only 
researching the current practice of training evaluation and the 
civil servants’ attitudes toward evaluation, employed only in 
the Administrative Units (AUs) and not in any other state body, 
e.g. the ministries, the bodies within the ministries or govern
mental offices.

AUs are a form of territorial organization of state admi
nistration that was established in 1995 (Administration Act, 
Official Gazette of the Republic of Slovenia no. 67/1994). The 
main responsibility of AUs is to carry out all administrative 
tasks and support the competences of state administration that 
need to be organized and performed territorially. AUs make 
decisions at the first level of administrative matters and per
form other tasks of state competence.

We have focused our research on the AUs because their 
network covers the entire country, and the organizational 
structure, scope of responsibilities, working procedures and 
the management of AUs varies very little from one AU to anot
her, making the AUs comparable one to another. 

At the time of research there were 58 AUs in Slovenia. 
Nine (15.5%) of them were identified and selected to parti
cipate in the study, and efforts were made to include repre
sentative AUs regarding the existing variations in size and 
organizational structure. The AUs selected were representative 
of the all 58 AUs as a whole in size, number of employees and 
geographic distribution. 502 employees (15.8% of employees 
in all AUs) were included in the research.

The research sample was divided in two groups. The first 
group consisted of the leading civil servants in the AUs (heads 
of internal organizational units) while the other group consi
sted of non-leading civil servants (clerks). The sample of the 
leading civil servants included 49 respondents (17.6% of all 
leading civil servants in all AUs) and the sample of non-lea
ding civil servants included 453 respondents (15.6% of all 
non-leading employees in all the AUs); the samples were big 
enough to adequately represent both groups of employees in 
the AUs. Reliability and validity of the instrumentation was 
within acceptable limits.

4.3	 Development of the Instrument and Data 
Sources

Initially, nine interviews with the heads of the AUs were per
formed to present the purpose of the research, acquire their 
consent for participation and verify the information about the 
current number of employees in the AUs.

Afterwards, questionnaire was selected as the instrument 
to gather the answers to the research questions. This instru
ment was based upon the main dimensions of the Instructional 
System Development (ISD) Model and it was developed fol
lowing a review of related literature (Cascio, 1998; Goldstein, 
1993) as well as the provisions of the Civil Servants Act. The 
questionnaire contained 29 items. Five to eight items were 
included in each of four categories with statements addressing 
the training practice of AUs. Responses to the instrument were 
anonymous. Respondents were asked to judge their current 
practice and the desired or ideal situation in their training sys-
tem for 24 items. A five-point Likert scale ((1) Strongly Disa
gree, (2) Disagree, (3) No Opinion, (4) Agree, (5) Strongly 
Agree) was used. To complete the data gathering, one open-
ended question was also used. Demographic data were also 
included (position, gender, age, level of education, and years 
of experience in the state administration) to aid in possible 
statistical comparisons and analyses of the groups. The instru
ment was validated by a panel of four heads of AUs and field 
tested with 15 civil servants employed in the AUs.

4.4	 Data Collection Procedures

Study instrumentation was personally delivered to every head 
of an AU or their designee in each AU. Within three weeks, 
414 of the 502 surveys were received for a return rate of 82.6% 
(the response rate of leading civil servants was 83.7% and the 
response rate of non-leading civil servants was 82.4%).

4.5	 Statistical Analysis of the Data

Two surveys were removed from the study because they were 
not completed. Therefore 412 surveys representing nine AUs 
were used for data analysis.

The Statistical Package for Social Sciences (SPSS) soft
ware application and different statistical methods for analyzing 
the acquired data were used in the analysis. Descriptive sta
tistics were computed on the demographic variables. Differen
ces between the demographics groups were determined using 
ANOVA and the t-test. Spearman coefficients were computed 
to test for a relationship between responses on each item.

5	 Results and Findings

5.1	 Respondent Profile

The primary purpose of this section is to describe the parti
cipants in this study who completed the questionnaire with 
respect to the following demographic variables: position, 
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gender, age, level of education, and years experience in state 
administration.

Po­si­tion. Of the 412 respondents who filled in this que
stion, 49 (11.9%) were at a leading position (heads of depart
ment and other internal organizational units), and 363 of the 
civil servants were at non-leading positions (88.1%).

Gen­der. There were 93 male respondents (22.6%) and 
319 female respondents (77.4%).

Age. The age of the respondents was divided into five 
categories: (1) under 30, (2) 30-39, (3) 40-49, (4) 50-60, and 
(5) over 60 years of age. The distribution of respondents into 
age groups is shown in Figure 1.

Le­vel of Edu­ca­tion. Educational level of the respon
dents was classified into six categories: (1) Doctorate degree, 
(2) Master’s degree, (3) B.A. degree, (4) college degree, (5) 
secondary school degree, and (6) less than secondary school 
degree. The distribution of respondents into level of education 
groups is shown in Figure 2.

Years of ex­pe­rien­ce wit­hin sta­te ad­mi­ni­stra­tion. The 
years of experience of the respondents were divided into five 
categories: (1) under 5 years, (2) 5-9 years, (3) 10-14 years, 
(4) 15-20 years, and (5) more than 20 years. The distribution 
of respondents into years of experience groups is shown in 
Figure 3.

Figure 1: Distribution of respondents in age groups

Figure 2: Distribution of respondents into level of education groups
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Taking into consideration the structure of the research par
ticipants and the data about the employees in all AUs (obtained 
from Directorate for Management and Personnel, Ministry of 
Public Administration of the Republic of Slovenia) we asses
sed that the representation of the realized research sample was 
statistically satisfactory and suitable for further analyses.

5.2	 Analysis of Training Evaluation  
Perceptions

Eight items in the questionnaire involved participants’ percep
tions of training evaluation. These items were developed based 

on the review of previous research published. One-way analy
sis of variance and t-test procedures were used to determine 
differences in the opinions regarding the training evaluation 
among different demographic groups (Table 1).

The leading and non-leading civil servants’ opinions dif
fer in 62.5% of the cases. The participants’ position had a low, 
but statistically significant negative correlation to agreement 
with the following statements: ‘Evaluation increases training 
effectiveness’, ‘Evaluation criteria exist’, ‘Feedback after trai
ning exists’, and ‘Consistent evaluation is performed’. This 
leads us to a conclusion that the leading civil servants are more 
likely to believe that existing evaluation procedures impro
ve training effectiveness and that continuous and consistent 

Figure 3: Distribution of respondents into years of experience groups

Tab­le 1: Correlation between Demographics Variables and Opinions on Training Evaluation
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evaluation already exists and that its criteria are defined and 
known to all employees, than their clerk colleagues. 

Participants’ position shows a low, but statistically sig
nificant positive correlation to ‘Evaluation should be based 
on training objectives’, and ‘Testing knowledge after training 
should be possible’. Non-leading civil servants are more likely 
to believe than the leading civil servants that training goals 
should serve as the basis for training progress evaluation. They 
are also more likely to favour knowledge evaluation after trai
ning is completed.

Participants’ position is not correlated with the statements 
‘Evaluation detects new training needs’, and ‘Evaluation 
encourages trainees to improve their training results’.

The statement ‘Testing knowledge after training should 
be possible’ showed the strongest statistically significant cor
relation with the participants’ demographic characteristics. In 
the theory (Kirkpatrick’s Evaluation Model, 1998) testing the 
knowledge is one of the important levels of measuring training 
effectiveness. According to the data gathered, the groups most 
in favour of evaluation are the leading civil servants, women, 
younger and less experienced civil servants and the civil ser
vants with a high level of education. That is not surprising, as 
leading civil servants take a successful test of a civil servant’s 

knowledge as an objective demonstration of knowledge and 
as a proven capability for work at a particular work post. The 
younger and less experienced civil servants probably see a 
professional examination as a chance to prove they meet the 
conditions for a promotion. 

Testing the knowledge in Slovene state administration 
is in some cases mandatory and defined by legislation. They 
can be prescribed either by law, executive regulation or gene
ral act of the individual state body. On the basis of statutory 
provisions and the regulations in force, the professional exa
mination for the execution of special duties and authorisations 
is prescribed for particular titles, official work posts or public 
tasks, e. g. “Professional examination in administrative proce
dure”, “Professional examination for inspectors”, “Professio
nal examination in administrative operations”, “Examination 
for Registrar”, “Examination of professional competence for 
conducting and decision making in administrative violations 
procedure”, “Certification examination for obtaining a licence 
to conduct the business of real estate brokerage”, and “Certi
fication examination in the field of safety and health at work”. 
Officials cannot perform public tasks for which a professional 
examination is prescribed, unless they pass the prescribed 
examination.1

Tab­le 2: Leading and Non-Leading Civil Servants’ Opinions on Evaluation - Results of t-Test of Group Means

1 Professional examination for appointment to title, which was required for entrants in the civil service, has been substituted with mandatory trai
ning programme (CAS_OCT4, Article 89). Training primarily covers the following fields of knowledge: constitutional order and the institutions of 
European Union and its legal system; the system of legislative, executive and judicial powers, and their mutual relationship; local self-government, 
the system of public finances, the operation of state bodies and the bodies of the local self-governing community administrations, the system of 
administrative law, administrative procedure and administrative dispute, legislative procedure, and  the rules of office operation, including elec
tronic operation, the rules of the protection of personal and other data, and the rules of the production of other materials.
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Because significant differences (p < .05) were found bet
ween leading and non-leading respondents, we examined the 
opinions of leading and non-leading civil servants about 
evaluation more closely. To compare their opinions more 
effectively, the mean scores of both groups were subjected to 
analysis. Table 2 displays eight items from survey along with 
the item mean, standard deviation, and number of respondents 
by position.

The examination of the means obtained for the variab
les concerning evaluation issues indicate that Slovene civil 
servants have a positive attitude towards the value of trai
ning evaluation although the opinions of both groups differed 
moderately. Questionnaire item means (M) ranged from 1.67 
(non-leaders – for item ‘Consistent evaluation is performed’) 
to 4.00 (leaders – ‘Evaluation should be based on training 
objectives’). Standard deviations for items ranged from .15 
(leaders – ‘Feedback after training exists’) to 1.29 (non-lea
ders – ‘Evaluation criteria exist’).

For the purposes of this study, the strength of agreement 
indicated by each level of response was categorized as low if 
less than 2.25, moderate if between 2.26 and 3.75, and high if 
more than 3.76. Low agreement was found with non-leading 
respondent on two items (‘Feedback after training exists’, and 
‘Consistent evaluation is performed’). Non-leaders decidedly 
agreed that evaluation should be based on training objectives 
(M = 3.90), and in five cases non-leaders showed moderate 
agreement with the stated items (‘Evaluation increases training 
effectiveness’, ‘Evaluation detects new training needs’, ‘Eva
luation encourages trainees to improve their training results’, 
‘Evaluation criteria exists’, and ‘Testing knowledge after trai
ning should be possible’). Leaders decidedly agreed on two 
times (‘Evaluation increases training effectiveness’, and ‘Eva
luation should be based on training objectives’), while in six 
cases their agreement was moderate (‘Evaluation detects new 
training needs’, ‘Evaluation encourages trainees to improve 
their training results’, ‘Evaluation criteria exists’, ‘Feedback 
after training exists’, ‘Testing knowledge after training should 
be possible’, and ‘Consistent evaluation is performed’).

T-tests were used to determine if significant differences 
exist between the two groups. Significant differences (p < .05) 
between leaders and non-leaders were found on five occasions. 
Leaders agreed (M = 3.95) more strongly than non-leaders (M 
= 3.58) that ‘Evaluation increases training effectiveness’ (p = 
.008). Leaders rated the item ‘Feedback after training exists’ 
significantly higher (M = 2.55) than non-leading respondents 
(M = 1.92) who more often tended to disagree with the state

ments (p = .002). For the item ’Evaluation criteria exist’ the 
average rating by leaders (M = 3.51; p = .003) was signifi
cantly greater than those of non-leaders (M = 2.80). Similarly, 
for the item ‘Consistent evaluation is performed’ the average 
rating by leaders (M = 2.32; p = .006) was greater than that 
of non-leaders (M = 1.67). Leaders also rated the statement 
‘Testing knowledge after training should be possible’ signifi
cantly higher (M = 3.70; p = 000) than non-leaders (M = 3.41). 

Non-leading civil servant respondents gave a higher rating 
(M = 3.51) to the statement ‘Evaluation encourages trainees to 
improve their training results’ than leaders (M = 3.41). Simi
larly, for the item ‘Evaluation detects new training needs’ the 
average rating by non-leaders (M = 3.62) was greater than that 
of leaders (M = 3.39).

For the item ‘Evaluation should be based on training 
objectives’ the item-level group means were similar (M = 4.00 
for leaders; M = 3.90 for non-leaders).

5.3	 Correlations between Training Dimensions

A correlation matrix was constructed in order to show the 
interrelationships between the five dimensions of training: 
training effectiveness, TNA, planning, evaluation, and training 
results. We calculated the Pearson’s coefficient correlation for 
the variables (Table 3).

The matrix of relationships shows that one of the correla
tions was in the category of little if any correlation (correlation 
coefficient between .00 and .30), five of the correlations were 
in the low positive category (correlation coefficients between 
.30 and .50), two of the correlations were in the moderate 
correlation (correlation coefficients between .50 and .70), and 
one correlation was in the high positive category (correlation 
coefficient higher than .70). The values of correlation factors 
were ranked according to Hinkle, Wiersma, and Jurs (1988, 
cited by Poston, 1997).

Several interrelationships among the dimensions of syste
matic training cycle were found (significant at the .05 level). 
The correlation between TNA and evaluation was confirmed 
(r = .47). A significant positive relationship was also found 
between evaluation and planning (r = .47). A high correlation 
was also calculated between planning and TNA (r = .71). In 
addition, a correlation of .43 was found between TNA and trai
ning effectiveness, and a correlation of .65 between planning 
and training effectiveness. 

Tab­le 3: Correlation Matrix for the Five Dimensions of Training
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These results are in accordance with theory found in lite
rature. Namely, Scriven (1991) suggests that a comprehensive 
programme evaluation of training should be comprised of 
three essential components: preformative evaluation, forma
tive (inner) evaluation, and summative (external) evaluation. 
Preformative evaluation comprehensively assesses individual 
and organizational needs during the planning process. During 
this phase, intended goals are clarified and strategies are set 
for the training pathway. Formative evaluation should be con
ducted during the training programme. Formative evaluation 
provides feedback and determines modifications or adjust
ments that can be made to improve the learning process. The 
final, closing evaluation phase is summative evaluation, which 
allows trainees and their superiors to judge the overall value 
of their experience. An example of summative, i. e. external 
evaluation are the user satisfaction surveys which have been 
executed regularly in AUs from 2002 onwards. 

A correlation of .53 was found between evaluation and 
training effectiveness. A significant positive relationship was 
found between evaluation and training results (r = .47), and 
between training effectiveness and training results (r = .38). 
This fact may be regarded as an instance of the well-known 
Hawthorne effect: the observations increase the volume of 
work and learning. People may improve their performance or 
behavior simply because of all the attention they receive (Bee 
and Bee, 1995: 83). On the other hand, feedback is one of the 
chief purposes of evaluation.

On the grounds of the demonstrated correlation between 
evaluation and training effectiveness we have established that 
civil servants generally have a positive attitude towards trai
ning evaluation.

5.4	 Recommendations

We recommend that more quantitative and qualitative research 
should be conducted to complement the presented survey. The 
research should include not only AUs but other state bodies, e. 
g. ministries, bodies within ministries, government offices, as 
well. More precise information can give better insight in the 
training practice of the whole state administration.

However, in practice there is a noticeable gap between 
actual and desired state that is not the result of failing to 
recognize the importance of training in achieving greater indi
vidual and organizational success, but the result of not being 
informed about the fundamental principles of systematic trai
ning. Therefore, training for managers, personnel managers, 
and trainers on main issues of TNA, planning, and evaluation 
(including mastering various evaluation models, methods and 
techniques, statistical methods, etc.) is needed.

On the basis of the research it would be sensible to consi
der the design and implementation of an evaluation model that 
would connect the training goals, plans, actions and outcomes, 
including the transparent and standardized measurements of 
performance and training effectiveness. Evaluation should 
have two dimensions. The first dimension refers to evaluation 
stakeholders. Apart from the civil servants, who are directly 
involved in the training process, certain other individuals and 
groups should also have an interest in the training achieve
ments. The close cooperation with the most important actors in 

the process evaluation process is recommended, especially the 
groups and individuals that will utilize the results of the eva
luation. Having in mind that the evaluation is a learning and 
action oriented management tool, this category should include 
trainers, the management of training institutes, trainees, their 
supervisors, and top management. 

An external evaluator, who can play the role of a “disinte
rested” professional and therefore execute an unbiased objec
tive evaluation, is also recommended. The external evaluation 
process – a long term follow-up evaluation – should concen
trate on information concerning the training person in the job. 
Evaluation should also include the users of civil services.

Another dimension refers to the measuring of training, 
and includes the perception of its quality, suitability and inf
luence as the means for achieving positive changes in emplo
yees’ work performance and, last but not least, for the return 
of the financial investment. Both dimensions together provide 
information necessary for constant progress of the individual 
as well as the organization. Therefore, the concept of evalua
tion would include three phases – analysing training needs and 
planning of training as a preprogramme evaluation, formative 
evaluation aimed at a direct monitoring of training process, 
and summative evaluation focused on consequences and 
results of training.

We further recommend a wide ranging approach to trai
ning, which involves: aligning learning processes and invest
ment to organisational strategic priorities, using a range of 
methods to assess and evaluate the contribution of learning 
and finally establishing the most relevant approach(es) to 
assessing and reporting on the value of learning for the organi
sation. Knowing training purposes and objectives beforehand 
is necessary for successful training, and forms the basis for 
measuring progress. A system of feedback information about 
the training progress of the individual has a positive influence 
on the training effectiveness. Exams and knowledge tests are 
the most favourable method of determining training progress. 

6	 Conclusions 

The assumption of our research was that there probably are 
notable differences between the attitudes of public servants 
depending on their demographic qualities. The results of the 
research, that 414 public servants have participated in, show 
that the position in the hierarchy has the strongest influence 
on their attitude towards evaluation. Empirical data also show 
that most of the employees are willing to participate in a conti
nuous and objective training evaluation, but the leading public 
servants are less involved in the evaluation than expected. All 
research questions received positive answers, therefore we 
can confidently make the final assessment that evaluation is a 
factor that significantly influences the effectiveness of training 
of civil servants. Based on the results and findings from data 
analysis, we can also conclude that:

In general, both groups of respondents agreed that evalua
tion positively influences training effectiveness.

Civil servants do not oppose the evaluation of training 
effectiveness. After analyzing the influence of evaluation on 
the quality of training results especially in the views of non-
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leading civil servants there was a moderate correlation, from 
which we conclude that the civil servants understand the eva
luation of training results as stimulation for further training.

Leaders understand evaluation as a management tool to 
ensure that training is organized efficiently in regard to the use 
of resources (finances, time, and energy) and effectively in 
regard to closing the performance gap.

Furthermore, the surveyed were of opinion that TNA, 
planning of training and evaluation of its effectiveness exerted 
a substantial impact on training effectiveness. With regard to 
the level of correlation factors, a significant positive relations
hip between TNA, planning, and evaluating training effective
ness in AUs was found, even though the correlation between 
training effectiveness and evaluation was not as strong as we 
had anticipated. We can probably attribute this to the absence 
of systematic and consistent evaluation in current practice.

Accurately identifying training needs, planning of trai
ning, and evaluating training effectiveness encourages the 
achievement of better training results; 

Regardless of the positive attitudes towards evaluation, 
the research also uncovered an almost complete absence of 
evaluation of training effectiveness in the current practice of 
the AUs. Training effectiveness is monitored only from time 
to time. Monitoring is not systematically organized but is left 
up to the self-initiative of the individual heads of the internal 
units. The weakest connection to evaluation was perceived 
to be with receiving and giving feedback after training and 
existence of training criteria. Training evaluation is marked 
by subjectivism. Objective measuring tools have not been yet 
implemented in evaluation of training effectiveness in the AUs, 
making a better use of technology, i.e. computer aided pro
grammes for evaluation, impossible. However, we are aware 
of the fact that the quality and effectiveness of administrative 
work, and consequently, the effectiveness of training are very 
difficult to define. This might be the reason, why generally 
only the time spent in training is taken into consideration when 
measuring training effectiveness of the individual. We can 
confidently say that two biggest hindrances to the introduction 
of systematic training evaluation in state administration are 
inadequate qualifications and the lack of experience of those 
responsible for training and development. 

Even though the research proved that there is no lack of 
positive attitude towards training and awareness of the neces
sity for training evaluation, and therefore the attitude of civil 
servants is not an obstacle to a successful realization of prin
ciples of systematic training in state administration, including 
systematic evaluation, many areas and aspects of training eva
luation still need more work. 
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Izboljšanje učinkovitosti urjenja s pomočjo povratnih informacij – primer slovenske javne uprave

Po pad­cu ber­lin­ske­ga zidu so se jav­ne upra­ve v sred­nji in vzhod­ni Evro­pi mo­ra­le v zelo krat­kem ča­su pri­la­go­di­ti mno­gim spre
mem­bam. Nji­ho­vi jav­ni us­luž­ben­ci so še ved­no soo­če­ni s stal­no spre­mi­nja­jo­čim se za­ko­no­daj­nim ok­vir­jem, ki ga je po­treb­no 
vpe­lje­va­ti v prak­so ter no­vi­mi zah­te­va­mi prav­nih in fi­zič­nih oseb. Jav­na upra­va lah­ko od­go­vo­ri na te iz­zi­ve samo, če so nje­ni 
us­luž­ben­ci vi­so­ko kva­li­fi­ci­ra­ni in se nji­ho­va zna­nja stal­no po­so­dab­lja­jo, za us­trez­no pri­la­ga­ja­nje kom­pe­tenc jav­nih us­luž­ben
cev hi­tro spre­mi­nja­jo­če­mu se oko­lju pa je po­tre­ben kva­li­te­ten si­stem ur­je­nja na de­lov­nem me­stu. V priču­jo­či ra­zi­ska­vi smo 
ana­li­zi­ra­li prak­se eval­va­ci­je izo­bra­že­va­nja kot vira po­vrat­nih in­for­ma­cij v delu slo­ven­ske jav­ne upra­ve. Ana­li­zi­ra­li smo od­nos 
za­po­sle­nih do eval­va­ci­je z dom­ne­vo, da ob­sta­ja­jo opaz­ne raz­li­ke med sku­pi­na­mi jav­nih us­luž­ben­cev z raz­lič­nimi de­mo­graf
ski­mi last­nost­mi. Re­zul­ta­ti ra­zi­ska­ve, v ka­te­ri je so­de­lo­va­lo 414  jav­nih us­luž­ben­cev so po­ka­za­li, da ima po­lo­žaj v hierar­hi­ji 
naj­moč­nej­ši vpliv na nji­hov od­nos do eval­va­ci­je. Em­pi­rič­ni po­dat­ki so po­ka­za­li tudi, da je ve­či­na za­po­sle­nih pri­prav­ljena so­de
lo­va­ti v kon­ti­nui­ra­ni in ob­jek­tiv­ni eval­va­ci­ji izo­bra­že­va­nja, ven­dar pa se vods­tve­ni jav­ni us­luž­ben­ci manj uk­var­ja­jo z eval­va­ci­jo, 
kot smo pri­ča­ko­va­li. 

Ključne besede: jav­ni us­luž­ben­ci, eval­va­cij­ski pro­ce­si, po­vrat­ne in­for­ma­ci­je, cilj­no orien­ti­rani si­ste­mi, jav­na upra­va, ur­je­nje, 
učin­ko­vi­tost ur­je­nja




