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Abstract

The article presents the assessment of the implemen-
tation of the Civil Servants’ Training Strategy for 2007-
2010 in the Case of Telsiai District. Connections are de-
termined by use of document analysis between goals and
tasks outlined in the Civil Servants’ Training Strategy for
2007-2010 and the trainings trends and priorities set by
public sector institutions. Analysis of departmental statis-
tics enabled assessment of the changes in the number of ci-
vil servants participating in training as well as the funding
sources for civil servants in training. Expert interviews hel-
ped to perform the assessment of the strategy’s implemen-
tation regarding the strategic goals of specific institutions
which have to do with matters regarding the quality of ci-
vil servants’ training and implementation of priorities and
tasks. The assessment of the strategy was performed accor-
ding to three criteria: service, result and effect.

Keywords: strategy, strategy implementation, strate-
gy assessment, civil servants’ training.

Introduction

Processes of rapid globalization, introduction
of new technologies, market changes are all insepa-
rable from change and search and implementation of
innovation in both private and public sector organi-
zations. The influence of a changing environment is
especially felt in civil service. Civil servants are ex-
pected to perform efficiently and provide good work
results, which are inseparable from constant training
and improvement. This statement is confirmed by
Zidonis and Smalskys (2007), who maintain that at
this time it is especially important that civil servants
have the proper knowledge, skills and abilities, and
that they apply them productively in civil service. As
we can see, strengthening the competence of a pub-
lic sector organization is connected to training civil
servants and raising the level of their qualifications.
It should be noted that the necessity to improve the
competence levels of public servants is driven by a
number of other reasons: Lithuania’s preparation to
preside over the European Union, activity in inter-
national projects, cooperation with institutions of fo-
reign countries, and so on. Clearly, training of civil
servants is one of the primary goals not only for the
organization, but for the whole state.
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One of the principal documents regulating the
training of civil servants in Lithuania is the Civil Ser-
vants’ Training Strategy. Assessments of implemen-
tations of strategies of action, such as the Civil Ser-
vants’ Training Strategy for 2007-2010 (further: Stra-
tegy), are fairly complex processes, during which re-
sults of the Strategy implementation should be evalua-
ted, the emerged problems analysed and the effective-
ness of the strategy determined not only at the organi-
sational, but also at the broader social level. It should
be noted that, within organisations, the assessment of
the implementation of the Strategy is given especial-
ly little attention. Usually assessment is limited to re-
ports of quantitative indicators and delineation of ge-
neral problems. Therefore the main problem raised
in this article is related to an introduction to the pro-
cess and problems of the Strategy implementation as-
sessment.

The aim of the research is to perform an as-
sessment of the implementation of the Civil Servants’
Training Strategy for 2007-2010 in the Telsiai District
governance and administration institutions. To achie-
ve this aim, the following objectives have been set:

1. To review civil servants’ training and impro-
vement of competence in the context of strategic ma-
nagement from a theoretical point of view.

2. To assess the implementation of the Civil
Servants’ Training Strategy for 2007-2010 by means
of the methods of document analysis, departmental
data analysis and expert interviews, revealing the con-
nections between priorities, goals and means in the
Telsiai District public administration institutions and
the Civil Servants’ Training Strategy for 2007-2010.

The methods of the research. To perform an
assessment of the implementation of the Civil Ser-
vants’ Training Strategy for 2007-2010, theoretical,
empirical and statistical methods of analysis were em-
ployed. Theoretical: study, analysis, synthesis, sum-
mary and comparison of relevant scientific literatu-
re; empirical: expert interviews using three criteria of
the strategy implementation assessment: product, re-
sult and effect, as well as document content analysis;
statistical: departmental data analysis.



Main aspects of assessing the strategy imple-
mentation

Summarizing the majority of the interpreta-
tions of the concept of strategy by Lithuanian and fo-
reign authors, it can be argued that all of them have
one essential common trait: purposeful organization
of action (Tamosiunas, Liubomirskiene, 2009). Ju-
cevicius (1998) notes that strategy is action as well
as understanding, what resources to apply and how,
with an aim to reduce threats and make use of possibi-
lities, which may or do appear while trying to achieve
the desired goal. In defining the concept of strategy,
Armstrong, Baron (2002) also stress the importance
of the organization’s future prospects and the effecti-
veness of its actions. According to these authors, stra-
tegy is a model or a plan which helps an organization
to integrate its main goals, policy, and other actions
into a cohesive whole.

The treatment of the concept of strategic ma-
nagement in scientific literature is just as multidimen-
sional.

In their work Tabatoni, Davies and Barblan
(2000) have emphasized the fact that the concept of
strategic management is very specific. Strategic ma-
nagement aims to help people both inside and outside
the organization (as long as they are associated with
its development) to rally around the identity and ima-
ge of the organization; to evaluate it in new environ-
ments; and to ensure its long-term growth while ma-
king use of current capacities and further cultivating
its “potential” for development. In other words, stra-
tegic management aims to design the view of the fu-
ture for both the organization and the persons wor-
king in it, prepare them to bravely face innovations
and risks, to increase their ability to cope with chan-
ges in structures, models of actions, roles, relations-
hips and duties.

It is important to note that Hofer and Schendel
have created a complex conception of strategic mana-
gement, which is based on the principle that the gene-
ral design of an organization can be comprehensive-
ly described, while also noting the political and strate-
gic goals of the organization, which serve as the main
aspects in the process of strategic management. It is
worth emphasizing that the authors have given the
greatest attention to four aspects of strategic manage-
ment: establishing goals, formulating strategy, imple-
menting strategy, and strategic control (Stoner et al.,
2005). Still, in most of scientific literature only three
main stages of strategic management are outlined:
strategic analysis, formulation of strategy, and imple-
mentation of strategy.

1) Strategic analysis. It is worth noting that
many authors understand strategic analysis
differently. Jucevicius (1998)associated stra-

90

tegic analysis mainly with possibilities gran-
ted and dangers provided by the outside en-
vironment and an evaluation of the compe-
tition. Price, Newson (2003) state that stra-
tegic analysis clearly displays the current
situation of the organization. Bagdoniene
(2009) joins the statements of the aforemen-
tioned authors together. According to her,
the purpose of strategic analysis is to desc-
ribe the current situation of the organization
and clarify the most important outside fac-
tors which may influence this situation. The
main tools of strategic analysis are: PEST
analysis, SWOT analysis, and other.
Formulation of strategy. According to Ged-
vilaite-Moan and Zakarevicius (2010), it is
essential to distinguish the essential compo-
nents of strategy formulation: mission, stra-
tegic goals, situation analysis, thoroughness
of the assessment of alternatives and the pro-
cess of strategy formulation.
Implementation of strategy. Preparation of
a strategy of some kind having been comple-
ted, the implementation of strategy follows.
It can be said that the implementation of stra-
tegy encompasses decision making and ac-
tions oriented to achieving the goals outli-
ned in the strategy as well as those neces-
sary for the implementation of the strategy
(Dubinas, Smilga, 2008). In the opinion of
David (2003), the stages of strategic mana-
gement can be broken down into correspon-
ding activities, therefore, if one aims to for-
mulate a strategy, it is necessary to make so-
me kind of analysis or research, join all this
with intuition, and make an appropriate de-
cision. In the stage of strategy implementa-
tion, yearly goals are set, supported by cor-
responding actions, and resources are allo-
cated. To support attempts at assessing the
strategy a review of internal and external
factors is performed, effectiveness is evalu-
ated, and, where needed, scheduled actions
are adjusted.

While analyzing the process of strategy imple-
mentation, it is necessary to note that the assessment
of strategy implementation is no less important sta-
ge than the preparation of a good strategy. The asses-
sment of strategy implementation allows to streng-
then the implementation of the strategy in pursuan-
ce of the outlined goals, and, where necessary, to per-
form adjustments and strengthen policy in accordan-
ce with changes in the environment. This allows an-
ticipating and avoiding mistakes in the processes of
creating or implementing new strategies (Jucevicius,
1998).

2)

3)



Seeking to perform a comprehensive and ap-
propriate assessment of strategy implementation, it is
necessary to determine strategy assessment criteria.
Criteria may be quantitative or qualitative, but nonet-
heless they should be easily verifiable (Saloner, She-
pard, Podolny, 2001).

Often the assessment criteria that show imple-
mentation of the Government’s action priorities are
used to assess the progress in implementation of the
Government’s action priorities. After the government
approves the priorities for action, the responsible aut-
horities must develop assessment criteria that would
allow assessing the implementation of these priori-
ties. For example, action plans give such assessment
criteria as effect, result, or product assessment crite-
ria (Strategic planning documents..., 2010). Asses-
sment criteria are described in the methods for institu-
tion and use of assessment criteria section in the stra-
tegic planning documents. The criteria can be of dif-
ferent types:

e product assessment criterion: a criterion of
the accomplishment of a task, as in the in-
tellectual or material product or a service,
which appears in the process of accomplis-
hing a task with purposeful use of resour-
ces;
result assessment criterion: a criterion of the
achievement of a programme’s goal, which
shows the utility which is directly received
by the programme beneficiaries upon succes-
sful implementation of the programme. Whi-
le establishing result assessment criteria a
clear understanding of what goal is sought,
and their factual values show whether it was
possible to achieve the planned utility and
solve the targeted problems;
effect assessment criterion is used to assess
the achievements of strategic or manage-
ment goals as well as to show the utility that
both the direct beneficiaries and society re-
ceive upon the achievement of a strategic go-
al.

It is obvious that strategy implementation and
implementation assessment constitute an inseparable
part of the process of strategic control, which allows
not only to evaluate how strategic goals were achie-
ved and what problems were encountered, but also to
avoid mistakes in the creation and implementation of
a new strategy.

Training of civil servants in the context of
strategic management

Constant socioeconomic changes in the envi-
ronment and spread of technological innovations for-
ce organizations to change and improve. With this in
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mind, public sector institutions give grave import to
the effectiveness and usefulness of their activities, im-
provement of their employees’ responsibility and pro-
fessionalism, all of which are very closely connected
with civil servants’ competence levels (Chlivickas et
al., 2002). The improvement of civil servants’ profes-
sional competence is one of the priority areas upon
which governing the state, fostering democracy, main-
taining rule of law and stability of social life, etc. all
depend (Juraleviciene, 2003). At the same time a ci-
vil servant’s professional competence is one of the
main requirements for an organization to provide ef-
ficient, high-quality services. Therefore sufficient at-
tention must be paid to improvement in this field (Ba-
ranauskiene, Gudinavicius, 2008).

The raising of the standard of civil servants’
qualification is associated with constant theoretic and
practical improvement, various follow-up studies, ac-
quisition and development of special professional
knowledge, improvement of state government and ad-
ministration skills and capacities by the initiative of
either the civil servant himself or some kind of insti-
tution. For the highest category of civil servants, trai-
ning programmes are intended to increase their ma-
nagerial capacities. On the other hand, entry-level ci-
vil servant training is intended to provide career civil
servants with knowledge and specific skills, which
can be called basic preparation for public administra-
tion activities (State of the Republic of Lithuania...,
1999).

Civil servants’ training in Lithuania is gaining
a systemic and consistent nature. Training and qualifi-
cation improvement have become an inseparable part
of every institution, helping to actively adapt to chan-
ges. It is important to stress that the system for trai-
ning civil servants has achieved a number of positi-
ve results since the restoration of Lithuania’s indepen-
dence. The first Civil Servants’ Training Strategy was
approved for 2002-2006, the second one for 2007-
2010, and recently the third strategy for 2011-2013
has come into effect.

One of the most important documents in the
last year to have helped achieve positive results in
developing civil servants’ professional competence
is the Civil Servants’ Training Strategy for 2007-
2010 (Strategy) approved by the ruling of the Govern-
ment of the Republic of Lithuania. The Strategy defi-
nes the main strategic considerations and guidelines
in the context of Civil Servants’ Training in 2007-
2010. The document provides a vision of training,
the core priority goals and tasks of civil servants’
training, and delineates potential groups. Also provi-
ded are analyses of the state of training and SWOT
(Strengths, Weaknesses, Opportunities, and Threats),
which overviews the Strategy’s implementation situ-



ation and results. The accentuated training priorities
allow systematic and purposeful pursuing of improve-
ment among civil servants. It should be noted that the
Civil Servants’ Training Strategy also establishes qu-
ality control and assessment mechanisms. All this al-
lows assessing the result of achieved goals and tasks
more accurately.

Methodology of the research

The methodological basis of the analysis is
built on theoretical insights of both Lithuanian and fo-
reign scientists regarding strategic management and
civil servants’ training. Problems with strategic mana-
gement and strategy development have been exami-
ned by Arimaviciute (2005), Tamosiunas, Liubomirs-
kiene (2009), Jucevicius (1998), Melnikas, Smaliu-
kiene (2007), Tabatoni, Davies, Barblan (2000), Va-
sile, Ivancu (2009) and other scientists. A good deal
of attention was given to the analysis of the theoreti-
cal background of civil servants’ training and compe-
tence development (Tubutiene, 2006; Zidonis, Smals-
kys, 2007; Sakalas, 2003; Saparniene, 2010 et al.).

Seeking to perform an assessment of the im-
plementation of the strategy, three methods of analy-
sis commonly used in social sciences were employed
and integrated: document analysis, departmental da-
ta analysis, and expert interviews. The institutional
documents and statistical data were analyzed by us-
ing pre-established criteria. The identified criteria and
indicators helped to perform the analysis of details of
the Strategy’s implementation in Telsiai District pub-
lic governance and administration institutions syste-
matically and purposefully.

The assessment of the Strategy’s implementa-
tion also involved the use of the expert interview met-
hod. The people interviewed were representatives of
institutions who had the knowledge, experience and
competence in the field of the problem studied, and
the most reliable and complete information regarding
the problem under analysis. Expert interviews were
conducted using a structured open format question-
naire. Diagnostic blocs in the interview protocol we-
re determined based on the assessment criteria pro-
vided in the ruling of the Government of the Repub-
lic of Lithuania “Regarding the approval of strategic
planning methodology” (Zin., 2009, No. 6-167)): pro-
duct, result, effect.

Characteristics of the sample of the rese-
arch. According to the pre-established criteria, five
public administration institutions in Telsiai District
were chosen: Telsiai District Municipality, Telsiai Di-
strict State Tax Inspectorate under the Ministry of Fi-
nance of the Republic of Lithuania, Telsiai Labour Ex-
change, State Social Insurance Fund Board, Telsiai
section (Sodra) and Telsiai Public Health Centre.
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5 experts from all the institutions researched
were interviewed. The following people participated:
the Personnel Department head of Telsiai District
State Tax Inspectorate, Telsiai Public Health Centre
Work Organization Department head, Plunge Territo-
rial Labour Exchange Telsiai Department personnel
specialist, Telsiai District Municipality Legal and Per-
sonnel Department head, SSI “Sodra” Telsiai Depart-
ment Personnel Management Department senior spe-
cialist. Prior to performing the actual interviews, so-
me requirements were determined for expert selec-
tion. To make certain they have sufficient knowled-
ge to evaluate the Strategy implementation, it was de-
termined that they must have experience in personnel
management, a minimal work experience in the insti-
tution in question of 3 to 4 years, and so on.

Analysis of the situation of training of civil
servants in Telsiai District public administra-
tion institutions

In recent times civil servants have been facing
new challenges and problems: demands are made to
optimize the performance of institutions and offices,
and to reduce expenditures. At the same time, custo-
mers of the services of the institutions and offices de-
mand ever more varied and higher quality services.
The most common way out of the situation is impro-
vement of the competence levels of civil servants.

One of the main means of raising the standard
of civil servants’ qualifications is training. The num-
bers of civil servants having participated in training is
assessed separately according to the institutions ana-
lyzed in cases of Telsiai Labour Exchange and Telsiai
State Tax Inspectorate.

After analyzing the training reports received
from these institutions it was made clear what num-
ber of civil servants participated in training at which
time. After analyzing the Telsiai Labour Exchange do-
cuments regulating personnel training and qualifica-
tion raising, it was noticed that civil servants along
with other employees were especially acting at rai-
sing their qualifications in years 2007 and 2008. In
year 2007, 53.3% (i.e., 8 out of 15) of civil servants
participated in centralized training programmes orga-
nized by the Lithuanian Labour Exchange, in training
organized by Telsiai Labour Exchange, and in further
education through various other projects. In 2008 this
number grew and over 80% of civil servants working
at Telsiai Labour Exchange participated in training
programmes.

In 2009, the numbers of employees participa-
ting in training programmes significantly shrank. Ac-
cording to the personnel qualification improvement
programme of Telsiai Labour Exchange, no employe-
es of Telsiai Labour Exchange participated in the cen-



tralized training programmes organized by the Lithu-
anian Labour Exchange. Most raised their qualifica-
tions in training programmes organized by the Lithu-
anian Labour Exchange. In this period the improve-
ment of qualifications was limited to training of but
a few employees, who would then share and transmit
the knowledge gained to other employees in the res-
pective department as well as to other employees as-
sociated with the topic of training, with regards to
their area of work. This decrease in civil servants par-
ticipating in training is associated directly with the de-
teriorated financial situation of the state.

A similar trend can be noticed in Telsiai Di-
strict State Tax Inspectorate. In 2007 every civil ser-
vant working in Telsiai District State Tax Inspectora-
te participated in training 4 times a year on average,
and 3 times a year in 2008, the situation changed com-
pletely in 2009-2010, as was the case with Telsiai La-
bour Exchange and a far lower number of civil ser-
vants participated in training. The number of civil ser-
vants having participated in training in 2010 decrea-
sed by 60% in comparison to year 2007.

The numbers of civil servants of the institu-
tions analyzed participating in training is displayed
in Table 1.

Table 1
The dynamics of numbers of civil servants participating in training in Telsiai State Tax
Inspectorate (STI) and in Telsiai Labor Exchange (TLE) for year 2007-2010
Year Institution 2007 2008 2009 2010
Criterion TLE STI TLE | STI TLE STI STI
Number of civil servants at institution 15 156 16 161 16 153 147
Number of times participated in training 8 657 13 460 5 253 239

Source: compiled by the authors of the article with reference to the data from Telsiai Labour Exchange and Telsiai District

State Tax Inspectorate.

Telsiai District State Tax Inspectorate the on-
ly one among the institutions analyzed uses the asses-
sment criteria provided in the Strategy and, aside
from the general numbers of civil servants participa-
ting in training, provides more detailed accounts, i.e.
civil servant numbers by corresponding training ty-
pes. In 2007-2010, the majority (in 2007 even 80%)
of STI civil servants participated in training program-
mes having to do with the attainment of the offices’
strategic goals. As of 2009 the situation, like in other
institutions, changed. At this time period we can noti-
ce not only a steep general decline in the numbers of
training program participants, but also changes in the
trends of training types. As time runs, the increasing
popularity of other training programmes can be noti-
ced. In 2007 training associated with other, non-Stra-
tegy established goals, made up a mere 8.1% of'the to-
tal number of training events. In 2010 this percentage
grew to 60.7%. These calculations allow us to presu-
me that during the first (2007-2008) years of the Stra-
tegy implementation the majority of employees parti-
cipated in seminars with topics in accordance to the
topical priorities established in the Strategy, and the-
refore used the 2009-2010 period to improve in other,
more specialized fields.

In summary we can say that civil servants wor-
king in Telsiai District institutions constantly raise
their qualification in training programmes in various
fields, but the situation in the training sphere was so-
mewhat altered in 2009-2010 by the financial situa-
tion. Because of insufficient funds only a few civil
servants were able to participate in training directly,
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and the knowledge gained was transmitted to collea-
gues in both verbal and written form.

Analysis of priority groups for training civil
servants

Lithuanian system for training civil servants
changed in the past decade. The change of this sys-
tem is marked by certain innovations that appeared in
this area: new forms of training and certain priority
training goals and priority training groups set at the
national level (Cesnuleviciene, Lakis, 2002).

The government, taking the current situation
into account and anticipating future changes, uses
the civil servant training strategies to emphasise dif-
ferent priority training groups at different periods.
Institutions of the state and municipalities often use
the priority groups delineated in the Civil Servants’
Training Strategy as a guide when creating training
groups, but just as often the groups are formed accor-
ding to notions of their own strategic goals, identified
needs for competences in the organization, and the
specificity of the activities of the institution.

Referring to the documents regulating civil ser-
vants’ training provided by the Telsiai District state
governance and administration institutions participa-
ting in the research and the information regarding de-
velopment of civil servants’ training provided by the
institutions, it was attempted to reveal what connec-
tions are there between priority training groups envi-
saged in the Strategy and training groups actually for-
med by the Telsiai District public sector institutions
(see Table 2).



Table 2

Connections between priority training groups envisaged in the Civil Servants’ Training Strategy for
2007-2010 and training groups formed by the Telsiai District public sector institutions

L 1
E |E.|z |8 |2
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Priority training groups envisaged in the Civil Servants’ Training Stra-| £33 | £ E | & = 2¥ 25
tegy for 2007-2010 28| 25| z0|S2| A2
SE| 258 |2 S| Ex
Z o= | © - 2z <
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Civil servant target groups responsible for attainment of strategic goals of n N . n n
state and municipality institutions and offices.
Civil servants responsible for use of EU structural support. + - - +
Civil servant target groups connected with participation in the EU decision
making and decision implementation assurance processes, and with Lithua- - + - -
nia’s preparation for chairing the European Union in 2013.
Civil servant target groups, which, according to law of the Republic of Lit- N n N N N
huania, must mandatorily participate in determined training programmes.
Civil servants responsible for personnel management. + + + + -

Source: compiled by the authors of the article with reference to documents of Telsiai District institutions.

The data provided in Table 2 show that in 2007-
2010 the analyzed Telsiai District institutions gave
the greatest attention to civil servant target groups
responsible for attainment of strategic goals of sta-
te and municipality institutions and offices. It must
also be noted that civil servant target groups, which,
according to law of the Republic of Lithuania, must
mandatorily participate in determined training pro-
grammes, became one of the top priorities. Obvious-
ly, successful attainment of strategic goals is insepa-
rable from an organization’s effectiveness and capa-
city to produce results. Moreover, almost all person-
nel of the organization are responsible for the achie-
vement of strategic goals. The second choice (civil
servant target groups, which, according to law of the
Republic of Lithuania, must mandatorily participate
in determined training programmes) is made necessa-
ry by the Law on Civil Service (Zin., 1999, No. 66-
2130, section X, Article 45), which states that “care-
er civil servants having begun their duties must parti-
cipate in the introductory training programme within
a year following the beginning of service, provided
that they have not participated in one before.”

During the period analyzed, the least attention
was paid to these priority groups established by the
Strategy: civil servant target groups connected with
participating in EU decision making and decision im-
plementation assurance processes, and with Lithua-
nia’s preparation for chairing the European Union
in 2013. It should be noted that Telsiai District institu-
tions have not properly evaluated the importance of
training these priority groups. It can be stated that the
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result of ignoring the importance of these groups is
lack of proper knowledge which would have allowed
the organizations to achieve better results in EU fund
allotment and in EU decision making and implemen-
tation processes.

Analysis of priority goals for training civil
servants

Goals for training civil servants are inseparab-
le from training goals outlined by the state or munici-
pality institutions and offices. Delineation of priority
goals for civil servants’ training allows to better eva-
luate their capacities, skills, and to properly determi-
ne fields in need of improvement.

Upon completion of analysing the civil ser-
vants’ training strategies approved in Lithuania up to
now, it was noticed that some priority goals keep be-
ing extended for an ever further time period, as these
goals need a longer time period to be implemented
than the time period allotted for the implementation
of the strategies. Institutions implementing active
laws regulating civil servant training (including the
Government-approved Civil Servants’ Training Stra-
tegy), guided by research on the needs of civil ser-
vant training and taking the strategic goals of an insti-
tution into account, actualize the priority civil servant
training goals of the institution in question. Table 3
provides connections between the priority goals of
the Civil Servants’ Training Strategy for 2007-2010
and the priority training goals of Telsiai District pub-
lic governance and administration institutions.



Table 3

Connections between the priority goals of the Civil Servants’ Training Strategy for 2007-2010 and the
priority training goals of Telsiai District public governance and administration institutions

5 E - -
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To improve the capacities associated with attainment of strategic goals of + + + + +
state and municipality institutions and offices.
To participate in the EU decision making and implementation assurance - + - - -
processes, prepare for chairing the EU in 2013.
To improve the civil servant capacities to administrate the EU structural + + - + -
support at all levels.
To perform the mandatory training established by the Law on Civil Servi- + + + + +
ce Training of the Republic of Lithuania.
To develop the civil servants’ knowledge in fields of professional ethics + - + - -
and corruption prevention.
To improve the knowledge of the EU working languages. + - + - -
To improve the computer literacy skills. + - + - -

Source: compiled by the authors of the article with reference to documents of Telsiai District institutions.

From the data provided in Table 3, we can de-
duce that the main priority goals of Telsiai District
institutions are mostly associated with a section of
goals mentioned in the Strategy: specifically, perfor-
ming mandatory training established by the Law on
Civil Service Training of the Republic of Lithuania,
and improving capacities associated with attainment
of strategic goals of the state and municipality institu-
tions and offices. These results conform to the deline-
ation of priority training groups.

Having performed an assessment of training
priorities, we can state that the majority of them direc-
tly connect with priorities established in the Strategy.
However, it can be observed that very little attention
is given to questions regarding civil servants’ ethics,
computer literacy and aspects of EU decision making
and implementation.

Assessment of implementation of Civil Ser-
vants’ Training Strategy for 2007-2010:
service criterion

Assessment of the Civil Servants’ Training
Strategy for 2007-2010 was performed by method of
expert interview using three criteria: service, result,
and effect.

Assessment of strategy implementation based
on the service criterion was itself based on an evalu-
ation of civil servants’ training priority goals attain-
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ment, quality of the training programmes, needs for
training with the organization, and use of funds direc-
ted at training.

All of the experts participating in the interview
have noted that Strategy implementation according to
its outlined priority goals was sufficiently effectual,
that priority goals outlined in the Strategy were suffi-
ciently well-timed and that they conformed to the or-
ganization’s strategic goals at the given time period.
Understandably, some priority goals (example: to par-
ticipate in the EU decision making and decision im-
plementation assurance processes, to prepare for Lit-
huania's chairing the European Union in 2013) were
not in accordance with the specificity of the activities
of the institution, and thus were obviously left unim-
plemented.

In the institutions analyzed the greatest atten-
tion was given to priority number one, which is impro-
vement of capacities associated with attainment of
strategic goals of state and municipality institutions
and offices. The same things noted during document
analysis were confirmed by the expert interviews: for
example, during the time period of the Strategy im-
plementation institutions gave most attention to provi-
sions of the Law on Civil Service of the Republic of
Lithuania regarding mandatory training for civil ser-
vants. At the same time, other priority goals did not
receive much attention in the institutions.



To assess the situation according to the servi-
ce criterion it was necessary to analyse how civil ser-
vants’ training proceeded according to the delineated
priorities during the implementation of the Strategy.
Summarizing the results of the analysis we can state
that the training of civil servants in Telsiai District
proceeded fairly systematically and in the manner pre-
viously established at the organizations. At the insti-
tutions studied, the process of civil servants’ training

was planned and implemented based on these main
stages: establishment of a need for training, creation
of a training plan for the year, its implementation and
training quality assessment and control.

What are the main problems faced during im-
plementation of the Civil Servants’ Training Strate-
gy for 2007-2010? The main problems noted by the
experts during the implementation of the Civil Ser-
vants’ Training Strategy are displayed in Table 4.

Table 4

Problems faced during the implementation of the Civil Servants’ Training Strategy for 2007-2010

PROBLEM

STATEMENT

Goals outlined in the strategy do not match up to
priorities of the organization

1t is always somewhat said that not all goals can be suc-
cessfully attained, applied to us

2. | Lack of funding for training

The main hindrance is lack of funding
Lack of funding for training
Financial capacities of the organization

W

Incompatibility of the training time schedule

Workload compatibility with training schedule

4. |Lack of employees’ motivation

Lack of employees’ motivation and willingness to learn

Most of the experts participating in the analy-
sis have noted that the main problem is associated
with a lack of funding for civil servant training. They
were also worried that not all established priorities
could be fulfilled due to a lack of compatibility with
the specificity of the field of their activity. Other pro-
blems are associated with the employees’ own lack of
motivation for improvement or the organizational de-
tails of the training programmes.

Training programme assessment is a particular-
ly important segment in the system of civil servants’
training and qualification improvement. Performing

a full assessment it is possible to establish a direction
for the training, clear goals for the organization and a
civil servant, and achieve positive changes (Patapas,
Kasparaviciute, 2009). Recently there was an espe-
cially large supply of training programmes intended
for civil servants. Therefore the experts were asked
to assess the training programmes for civil servants
provided by various teaching institutions, as well as
the topics of training items and the quality of semi-
nars. The experts provided both positive and negative
evaluations of the quality of the currently offered trai-
ning. Their statements are given in Table 5.

Table 5

Training quality assessment

CATEGORY

STATEMENT

Variety of training topics

Iwould evaluate this very positively, as there are various training programmes,
various lecturers, and various topics

Creation of new programmes accor-

ding to existing needs prepared

Essentially positive. If some kind of programmes were missing, they were later

Quantity of offered programmes

There are really quite a few training programmes offered

Use of training for the organization

Most of the topics are useful to the employees of our organization. But they do
repeat themselves somewhat

Training topics

Training lacked concreteness and possibility of application of knowledge
Sometimes I wish that the training had some kind of specificity, that is to say, it
were applicable only to one type of an organization or even job position

Quality and price of training

Training institutions sometimes offer services of dubious quality
The price is too high

Length of training

The advertised length of training sometimes does not match the actual length

Experts participating in the interview evalua-
ted the variety and applicability of civil servants’ trai-
ning programmes to the needs of the organization qui-

te positively. However, quite a few complaints were
fielded regarding the quality and specificity of the trai-
ning, i.e., its ability to be applied to the activity of



the organization. One of the most pressing problems
made clear was the poor relationship between quali-
ty and price of training. Civil servants’ training is rat-
her expensive, so civil servant training is financed by
the state and municipalities. European Union structu-
ral support funds can also be used for civil servant
training.

Summarizing the assessment of the Strategy’s
implementation based on the criterion of service, we
can state that training programmes currently organi-
zed take place in a sufficiently systematic and purpo-
seful manner, i.e. taking into account the training pri-
orities established in the Strategy, but there also are
problems connected with the quality of training and
insufficient funds, which create a barrier for a succes-
sful implementation of the Strategy and effective or-
ganizational activity.

Assessment of Implementation of the Civil
Servants’ Training Strategy for 2007-2010:
result criterion

In most of the EU nations assessment of the re-
sults of training is one of the core parts of training qu-
ality assessment. However, in Lithuania a system is
still not established for assessing training programme
results, i.e., very rarely an assessment is made regar-
ding what the students have learned, what benefit the
organization has received, and what the impact of the
training on the activities of the civil servant is.

In this analysis we attempted to clarify the ef-
fect of training on organizations. In the interviews the
experts were asked to evaluate, what kind of utility
the civil servants received from participating in trai-
ning and what kind of positive changes were noticed
in the organization during the implementation of the
Strategy. Answers to these questions are provided in
Figure 1.

BENEFIT OF TRAINING FOR CIVIL
SERVANTS

CHANGES IN THE ORGANIZATION

Comprehension of knowledge and

Better customer service

information, necessary for performing
work functions

\ 4

Decreased corruption level at the

Improvement of practical capacities

organisation

\ 4

After the improvement of a civil servant’s

New competences gained and current
professional qualification improved

\ 4

competence, the holistic competence of the
organization also increases

Fig. 1. Utility of training for civil servants and changes in the organisation

The analysis has shown that it is not difficult to
assess changes in the organisation created by the inc-
rease in competence of its selected members, as this
is clearly reflected in the results of the organisational
activities (for example, increased customer satisfac-
tion regarding service, decrease in corruption level of
the organisation, etc.).

In an attempt to gain more specific and compre-
hensive answers, the interviewees were also asked to
evaluate the results of training based on the establis-
hed priority goals for civil servants’ training. The rep-
resentatives of the institutions were asked to evalua-
te whether each priority goal was fulfilled, unfulfil-
led, or fulfilled in part. The analysis has shown that in
all institutions analyzed only two priorities were ful-
ly fulfilled, i.e. improving capacities associated with
attainment of strategic goals of state and municipali-
ty institutions and offices, and performing mandatory
training as established by the Law on Civil Service
Training of the Republic of Lithuania. However, on
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the account of the experts, the following priorities we-
re partly fulfilled: developing civil servants’ knowled-
ge in fields of professional ethics and corruption pre-
vention, strengthening computer literacy skills and
improving the knowledge of EU working languages.
As previously mentioned, in four institutions a priori-
ty remained unfulfilled: participation in EU decision
making and implementation assurance processes, pre-
paration for chairing EU in 2013. 1t can also be no-
ted that little attention was given by the Telsiai Di-
strict institutions to the priority of improving the ca-
pacities of civil servants at all levels to manage EU
structural support.

Summarising the experts’ Strategy implementa-
tion assessment based on the result criterion, we can
state that civil servants have gained sufficient know-
ledge and improved their activities in relevant areas
as aresult of training. It is likely that all this has direc-
tly contributed to the changes in the organization and
the effectiveness of its activities.



Assessment of Implementation of the Civil
Servants’ Training Strategy for 2007-2010:
effect criterion

Use of the effect criterion is intended to clari-
fy what use the implementation of the Strategy pro-
vides not only to the direct beneficiaries of the pro-
gramme, but to other groups as well (for example, so-
ciety). An assessment of civil servants’ training pro-
gress was performed. Official sources note that “frai-
ning services effect analysis is not performed, which
allows the opportunity to provide training services of
insufficient quality” (Zin., 2006, No. 127-4845). Ex-
pert opinions on this question were dissenting. The
representatives of Telsiai District Municipality and
Telsiai Labour Exchange asserted that the training ad-
ministration system operating in the organisation al-
lows evaluating the effectiveness of training fairly ob-
jectively both internally and externally, but managers
in other organizations were inclined to think that the-
re was a lack of proper identification of training ef-
fect. They stated that “civil servants, having returned
from training, fill in questionnaires regarding the trai-
ning received. By using them it is possible to determi-
ne whether training was useful and whether it will be
worth to participate in it in the future. Similar ques-
tionnaires are provided by the office organizing the
training”, but these measures, according to the res-
pondents, are not sufficient to guarantee quality and
effectiveness of training. As one of the assessment cri-
teria the Strategy includes the number (percentage)
of civil servants evaluating training. It should, howe-
ver, be noted that none of the Telsiai District institu-
tions were able to provide such data, therefore it can
be assumed that this information is not collected.

The question of whether control of implemen-
tation of the Civil Servants’ Training Strategy for
2007-2010 is being performed was analyzed. The stra-
tegy notes that the implementation of the Strategy is
coordinated and observed by the Civil Service Depart-
ment. Therefore experts were asked to evaluate obser-
vation of the Strategy implementation. Most experts
stated that “training coordination essentially went
smoothly”. In their opinion, the Civil Service Depart-
ment report forms not only did not prove to be a ma-
jor difficulty for the institution, but even allowed “a
more thorough systematisation of internal documents
of the institution”. This system defines the procedure
for training organisation, recording of training parti-
cipants, recording of topics covered and hours spent,
and so on. However, it was stated that “the submis-
sion of the reports was not well timed. They were de-
manded too early, when the Finance Department was
only processing the data on the usage of the wages

fund”.
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Thus, according to the experts, the Strategy’s
implementation in the organization allowed to gain
knowledge, which after being applied benefited not
only the organisation, but also the most important in-
terest groups and society. But it should be noted that
this opinion is not based on any indicators. The insti-
tutions were able neither to produce statistical data re-
garding civil servants’ training assessment, nor to ba-
se their answer on a population survey on the quality
of the services provided by the organisation.

Conclusions

Seeking to modernise civil service and increa-
se the effectiveness of state governance, promoting
development of knowledge society and developing
self-training in public governance and management
institutions should become a spontaneous process.
Currently civil servant training remains one of the
most important strategic goals of Lithuania and is re-
gulated by corresponding documents. One of the la-
test such documents in Lithuania in the field of civil
servants’ training is the Civil Servants’ Training Stra-
tegy for 2007-2010 that delineates priority groups
and priority goals for Civil Servant Training.

Formulating priority civil servant training go-
als and groups, Telsiai District public governance and
administration institutions make use of the priorities
delineated in the Civil Servants’ Training Strategy for
2007-2010.

The analysis has shown that Telsiai District
public administration institutions give sufficient at-
tention to implementing the priorities established in
the Civil Servants’ Training Strategy, but in the pro-
cess they encounter certain problems, which most of-
ten are connected with a lack of quality in training
and a lack of funds, which create a barrier to a succes-
sful implementation of the Strategy and to effective
results. Based on departmental data analysis and the
results of expert interview, it can be said that the core
source for financing the civil servants’ training is sta-
te funding. Institutions do not sufficiently participate
in EU financed projects or make use of EU funding.
One of the reasons for this could be insufficient atten-
tion paid to the gaining of knowledge and required
capacities for administrating EU support throughout
the implementation of the Strategy.

Having performed an assessment of the Civil
Servants’ Training Strategy for 2007-2010 implemen-
tation based on:

e service criterion, it can be said that training
in organisations is performed in accordance
with the training priorities outlined in the
Strategy. However, for an even more effi-
cient application of the tenets of the Strate-
gy, these main problems are an issue: quali-



ty of training, lack of funding, lack of emplo-
yee motivation.

e result criterion, it can be said that civil ser-
vants have received sufficient knowledge
and improved their activities in the required
fields, and that this had a direct impact on po-
sitive changes in the organisation and effecti-
veness of activities.

e cffect criterion, it can be said that the im-
plementation of the Civil Servants’ Trai-
ning Strategy for 2007-2010 in Telsiai Di-
strict provided the conditions which allo-
wed to gain needed knowledge and capaci-
ties, which have a positive effect not only
on the organisation, but on the external en-
vironment as well. The training administra-
tion system functioning in the organisation
allows to assess training effectiveness fair-
ly objectively in cases of both internal and
external environments, but the identification
of the training effect is not sufficient. This
analysis has not found the possibility to ba-
se the effect criterion on the required indica-
tors.
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Valstybés tarnautojy mokymo 2007-2010 m. strategijos jgyvendinimo vertinimas: atvejo analizé

Santrauka

Besikeiciancios aplinkos ir modernéjancios visuo-
menés daroma ijtaka ypac jauciama valstybés tarnyboje.
Tokia situacija reikalauja i$ valstybés tarnybos veiksmin-
gumo, efektyviy darbo rezultaty, kurie tiesiogiai siejami
su profesionaliais ir produktyviais, nuolat siekianciais to-
buléti specialistais. Todél kyla batinybé didinti viesojo ad-
ministravimo specialisty kompetencija, skatinti valstybés
tarnautojus siekti igyti naujy gebéjimy ir zZiniy. Vienas pa-
grindiniy dokumenty, reguliuojanciy valstybés tarnautojy
mokyma Lietuvoje, yra Valstybés tarnautojy mokymo stra-
tegija. Veiklos strategiju, tarp ju ir Valstybés tarnautojy mo-
kymo 2007-2010 m. strategijos igyvendinimo vertinimas,
yra pakankamai sudétingas procesas, kurio metu turi biti
ivertinti pasiekti rezultatai, iSanalizuotos kilusios proble-
mos bei nustatytas strategijos efektyvumas ne tik organiza-
cijos, bet ir visuomenés mastu.

Reikia pazyméti, kad strategijos igyvendinimo
vertinimo etapui organizacijos skiria itin mazai démesio.
Suvokiant valstybés tarnautojy mokymo bitinybe, svarbu
i$siaiskinti ir jvertinti, ar Valstybés tarnautoju mokymo
2007-2010 m. strategija tinkamai igyvendinama Lietuvos
viesajame sektoriuje. Todél pagrindinis $io straipsnio ziks-
las — atlikti Valstybés tarnautojy mokymo 2007-2010 m.

strategijos jgyvendinimo vertinima TelSiy rajono viesojo
valdymo ir administravimo institucijose.

Siekiant uzsibrézto tikslo, atlikta Lietuvos bei uzsie-
nio autoriy moksliniy publikacijy, Lietuvos Respublikos
teisés akty, strateginiy dokumenty, institucijy ataskaity, in-
terneto Saltiniy nagrinéjamu klausimu analizé.

Mokslings literattiros ir dokumenty analizés pagrin-
du atliktas tyrimas TelSiy rajono vie$ojo valdymo ir admi-
nistravimo institucijose leido nustatyti sasajas tarp Valsty-
bés tarnautojy mokymo 2007-2010 m. strategijoje iSkelty
tiksly, uzdaviniy ir TelSiy rajono vieSojo valdymo ir ad-
ministravimo institucijoje uzsibrézty veiklos krypciy bei
prioritety. Zinybinés statistikos analizé leido jvertinti mo-
kymuose dalyvavusiy valstybés tarnautojy skaiciaus kaita
ir valstybés tarnautojy mokymui skiriamy lésy Saltinius.
Eksperty interviu padéjo atlikti strategijos igyvendinimo
vertinima institucijos strateginiy tiksly, susijusiy su vals-
tybés tarnautojy mokymo kokybe, prioritety ir uzdaviniy
igyvendinimo klausimais. Strategijos igyvendinimo verti-
nimas atliktas pagal tris kriterijus: paslaugos, rezultato ir
efekto.

Tyrimas parodé¢, kad TelSiy rajono viesojo admi-
nistravimo institucijos pakankamai daug démesio skiria

100



Valstybés tarnautoju mokymo strategijoje numatytiems
prioritetams jgyvendinti, taciau §io proceso metu susidu-
riama su tam tikromis problemomis, dazniausia susijusio-
mis su mokymy kokybe bei &Sy trikumu ir sudaran¢iomis
barjera veiksmingam Sios strategijos igyvendinimui ir
efektyviems veikos rezultatams. Remiantis Zinybine duo-
meny analize ir eksperty apklausos rezultatais, teigiama,
kad pagrindinis valstybés tarnautojy mokymo finansavimo
Saltinis — valstybés skiriamos 1é30s. Institucijos nepakanka-
mai dalyvauja ES finansuojamose projektuose ir isisavina
ES 1¢ésas. Kaip viena priezas¢iy gali biiti pernelyg menkas
démesys per Strategijos igyvendinimo laikotarpi skirtas
ziniy ir atitinkamy gebéjimy administruoti ES parama isi-
savinimui.

Atliktas Valstybés tarnautoju mokymo 2007-
2010 m. strategijos jgyvendinimo vertinimas, remiantis:

e Paslaugos kriterijumi teigiama, kad mokymai or-
ganizacijose vyksta atsizvelgiant { strategijoje
numatytus mokymy prioritetus. Taciau dar efek-
tyvesniam strategijos nuostaty isisavinimui truk-
do $ios pagrindinés problemos: organizuojamy
mokymy kokybé, 1ésu trikumas, darbuotojy mo-
tyvacijos stoka.

Rezultato kriterijumi teigiama, kad valstybés tar-
nautojai mokymy metu igijo pakankamai ziniy
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ir patobulino savo veiklos funkcijas atitinkamo-
se srityse, o tai tiesiogiai lémé organizacijos tei-
giamus pokycius ir veiklos efektyvuma.

Efekto kriterijumi teigiama, kad Valstybés tar-
nautoju mokymo 2007-2010 m. strategijos igy-
vendinimas TelSiy rajone sudaré salygas igyti rei-
kalingy ziniy ir gebéjimuy, turinciy teigiama po-
veik] ne tik organizacijos lygmeniu, bet ir iSori-
nei aplinkai. Organizacijoje veikianti mokymuy
administravimo sistema leidZia gana objektyviai
vertinti mokymu efektyvuma tiek vidinés, tiek is-
orinés aplinkos atzvilgiu, tac¢iau mokymy efekto
identifikavimas néra pakankamas. Tyrimo metu
efekto kriterijaus pagristumas atitinkamais rodik-
liais nebuvo galimas.

Apibendrinant tyrimo metu gautus duomenis, gali-
ma teigti, kad strategijos TelSiy rajono viesojo valdymo ir
administravimo institucijose igyvendinimas vyko pakanka-
mai sistemingai. Analizuojamos institucijos daug démesio
skyré strategijoje numatytiems prioritetams igyvendinti,
taCiau igyvendinimo procesuose neretai buvo stokojama
kryptingumo ir griZtamojo rysio vertinimo.

Pagrindiniai ZodZiai: strategija, strategijos igyven-
dinimas, strategijos vertinimas, valstybés tarnautojy moky-
mas.
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