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This executive summary note was prepared by Christian Schuster (University College 
London, UCL), Ine Steenmans (UCL) and Eleanor Woodhouse (UCL) for Government 
Skills. For queries, please contact: gscu.comms@cabinetoffice.gov.uk. Full report: 
Schuster, C, Steenmans, I, Woodhouse, E. (2026) Evaluating the Foundation, Practitioner 
and Senior Practitioner Line Management Training Programmes. Cabinet Office, 
Government Skills.​
 

Background 

The Foundation, Practitioner and Senior Practitioner programmes represent the Civil 
Service's core centrally-provided line management training offer. Foundation targets new 
line managers, Practitioner targets experienced line managers, and Senior Practitioner 
targets managers of large teams. A fourth programme, Achieving Your Potential (AYP), 
targets civil servants preparing for future line management roles; as a pilot programme, AYP 
is evaluated separately in a companion report. 

This independent evaluation, commissioned by Government Skills, assessed programme 
effectiveness, both individually and as a suite, and developed a practical, scalable approach 
to training evaluation that can be replicated across Civil Service learning and development. 

Evaluation approach 

Training programmes are often evaluated through post-programme reaction surveys. While 
these measure participant perceptions such as training satisfaction, they do not evidence 
effectiveness – for example, whether participants learn or change their behaviour. Our 
evaluation data confirms this. For instance, participant agreement that learning outcomes 
have been reached does not correlate with actual measured learning or practice change. 

This evaluation employed a richer approach combining: 

●​ theory of change mapping based on a detailed curriculum analysis, ensuring 
evaluation measured the outcomes programmes were designed to achieve 

●​ pre-post surveys measuring changes in participant knowledge, attitudes, networks 
and management practices (not just end-of-programme reactions) 

●​ in-depth interviews exploring participant experiences and what helped or hindered 
learning 

●​ training observations examining how facilitation and peer interaction shaped 
engagement 
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This multi-method design reveals not only what changed, but why, how, and for whom, 
providing actionable insight for programme improvement. High response rates (58-63% 
completing both pre- and post-surveys) were attained through a deliberate and scalable 
approach to encouraging participant responses, and triangulation across multiple data 
sources strengthened confidence in findings. 

Key findings 

Engagement is high, yet satisfaction is below benchmark. The vast majority of 
participants voluntarily enrol, attend all workshops, read workbooks, and complete most 
tasks. However, satisfaction on all three programmes falls below the 80% threshold for 
perceived training quality (rating at 8 or above on a 1-10 scale) set by the Cabinet Office for 
training provided through its learning framework (64% of Foundation, 51% of Practitioner, 
and 76% of Senior Practitioner participants rated their programme 8 or above). 

Programmes generate learning, but limited practice change. Participants' knowledge 
increases, as does their confidence that they have skills needed for effective line 
management. We find evidence of some line management practice change among training 
participants, though only for a subset of practices covered in the training programmes: 

●​ Foundation: meaningful practice change in approximately 1 in 4 areas covered 

●​ Practitioner: meaningful practice change in approximately 1 in 10 areas covered 

●​ Senior Practitioner: meaningful practice change in approximately 1 in 20 areas 
covered (though smaller sample size limits detection of effects, and a larger sample 
could have potentially detected more meaningful practice change) 

Peer learning is a consistent strength. Participants across all programmes value 
structured peer exchange and cross-departmental networking. 

Programme-level findings differ significantly: 

●​ Foundation is more effective when participants are appropriately targeted: 
early-career managers find content well-calibrated. However, targeting challenges 
mean some participants encounter content too early (before management 
responsibility) or too late (after developing capabilities independently). 

●​ Practitioner faces a significant content-audience mismatch. Whilst positioned for 
experienced managers, it provides content systematically described as appropriate 
for new line managers. Experienced managers report learning little that is new. 

●​ Senior Practitioner demonstrates variable effectiveness depending on participant 
experience level. Content proves developmental for newly onboarding senior 
managers, but consolidates existing knowledge rather than building new capabilities 
for established managers with extensive experience. 
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The three programmes do not function as a coherent suite. Substantial content overlap 
exists between Foundation and Practitioner. Based on 2023 registration data, only 1.2% of 
Foundation participants progress to Practitioner – though longer observation periods would 
be needed to fully assess progression rates, as participants may require several years of 
experience before advancing. Many participants are uncertain about next developmental 
steps. 

Implications 

These findings provide an evidence base for strengthening Civil Service line management 
training, both through targeted improvements to individual programmes and through 
suite-level restructuring to create clearer progression pathways. Full recommendations 
appear in the main evaluation report. 

The evaluation also demonstrates that richer, higher-quality training evaluation is practical 
and scalable within Civil Service settings. A how-to guide, survey instruments, interview 
protocols and observation templates accompany this report to support replication across 
other programmes. 
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