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Abstract

An important trend in management today is the attempt to demonstrate that training as an educational
activity aimed at increasing specific competences of the staff is a serious investment, the return of which is
measurable. Unfortunately, the assessment of the effectiveness of the training process causes many
difficulties for organizations, as it should be reflected in the effectiveness of the entire organization. The
necessity to include many factors, unrelated to the examined process, the labor-consumption of this
process, the lack of effective methods and tools, and questionable results of the undertaken activities add
to the complexity of the assessment. As a result, the management of many companies still have little will to
measure the effectiveness of training. In this context, a valuable solution is to attempt to test new tools
included in an integrated and possibly automated system for measuring the effectiveness of training. The
aim of this work is to present such a solution. Design/Methodology/Approach: The paper presents the
original model of training management and evaluation of the effectiveness of training programs, which has
been tested in organizational conditions. Findings: This paper analyzes the usefulness of information in
the most popular models for measuring the effectiveness of training. It also presents the concept of the
proprietary model, which has been successfully tested in one of the public administration units. The
concept received a positive scientific review. Practical Implications: The method of measuring the
effectiveness of training presented in the paper may support HR managers in training management.

Keywords: Training Effectiveness Measurement, Education, Human Resources Management (HRM).

Introduction

How does the study of training effectiveness look
like in most organizations? For about 80% of
enterprises, this process usually ends with
completing a post-training response survey, in
which participants are asked by the HR
department employees or a training company to
assess the content of the training, the substantive

preparation of the trainer, the organization of the
training, etc. The opinion of participants is often
the basic information material used to assess the
effectiveness of the training. However, employee’s
satisfaction with the course of training is definitely
not a sufficient reason to justify the expenses on
training and understand the benefit to the
company from the employer’s perspective.
Expenses on training should contribute to
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increasing work efficiency, improving its quality,
increasing the level of achievement of business
goals or building a competitive advantage of the
company. Therefore, it cannot be denied that the
assessment of the effectiveness of training is a
necessary and even critical component of an
integrated human resources management system,
as it allows to determine what benefits the
organization has gained and whether a given
training investment was justified at all. The next
question arises: Why do so many companies assess
the effectiveness of training in a fragmentary way,
stopping at assessing employee’s satisfaction, or
does not deal with the profitability of training
investments at all? Undoubtedly, measuring the
effectiveness of training is the most important
parameter of the training management process,
but at the same time, it is the most difficult one to
quantify. The models available on the market, in
most cases, seem to present very universal
solutions, but they do not clearly present methods
of operationalization of the proposed concepts and
usually have a very extensive structure. In
addition, taking into account organizational
restrictions (time, competence, human, financial,
etc.), the systematic generation of useful
information about training turns out to be a great
challenge.

All managers would like the money invested in
employee training to bring immediate and real
benefits. However, it is not always possible to
quickly determine the results of training projects
(Arasanmi, 2019). Unfortunately, the
organization's common feedback in the area of
training is the lack of desired effects. This is
because they are rarely evaluated (Janowska,
2010). A critical aspect of the training effectiveness
assessment process is the high level of complexity
of this process. Among the reasons why training is
so difficult to assess, the following arguments are
most often raised:

e The goal of the management is to increase
the work efficiency, and not necessarily to
increase the knowledge of employees.
Nevertheless, effectiveness of learning is
the basis for training evaluation by
trainers,

e Most activities focused on measuring the
effectiveness of training, focus on
processes related to learning rather than
results (Cassidy et al, 2005, Leimbach,
2010).

e Poor work results are usually partly
caused by the need for training.

e Training effects are often wasted because
the skills and knowledge acquired during
the training are not used at work (Loomba
and Karsten, 2019).

e Only 10% of the knowledge acquired
during training is used by employees,
which means that the transfer of
knowledge to the work environment is
ineffective and uncontrolled (Latif, 2012).

e Direct business effects are difficult to
analyze, and capturing direct economic
translation is complicated (employee
knowledge and skills can be quite
accurately  determined using the
development  center method, for
example). Additionally, there are no
simple tools to conclude that after
conducting a given training, the
company's revenues increased e.g. by 10%
(PARP, 2009).

e Obsolete methods are used to measure
and evaluate training (Stolovitch, 2007),
(Bates, 2004), (Griffin, 2012).
Additionally, tools and expertise are not
available in the organization to assess the
impact of training on the organization's
effectiveness.

e Literature on measuring efficiency is
"extensive, non-empirical, not theoretical,
poorly written and boring. Moreover, it is
characterized by constant discussion and
very few empirical examples” (Skylar et
al, 2010).

e [t is a complicated, difficult process and
often depends on a long-term perspective
to which many managers have no patience
(Griffin, 2012).

Among those involved in training, opinions are
often heard that training evaluation is difficult,
time-consuming, complicated and, consequently,
expensive. R. Griffin (2012) describes training
evaluation as: "one of the most difficult tasks of
training specialists". However, despite various
restrictions, companies are forced to analyze the

effects of training for management purposes.
Literature Review

There are many models available on the market.
The solution that is the starting point for most is
the D. Kirkpatrick model, which assumes the
assessment of training at four levels: reaction,
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learning, application (behavior) and business
effects. The J. ]. Phillips ROI model completes the D.
Kirkpatrick model with a fifth level assessment:
estimating return on investment in training (ROI) -
measuring  profitability. In  general, the
overwhelming majority of models use Kirkpatrick
solutions. An overview of the methods available to
measure training effectiveness is provided below:

- The four-level D. Kirkpatrick model - the most
popular method of assessing training effectiveness,
developed in the late 1950s, includes four levels of
assessment:

(1) level of response - at this stage, participants are
asked if they were satisfied with training, training
methods, trainer, housing conditions, etc.,

(2) level of learning - at this stage, an appropriate
knowledge test is usually used to determine
whether the training has resulted in retention of
training content,

(3) level of behavior - at this stage, the degree to
which the effects of training are transferred to the
work environment is determined,

(4) level of effects - at this stage, changes in
business results as a result of training should be
demonstrated, and the benefits of training should
be estimated, e.g. absence, staff turnover, efficiency
gains and cost reduction (Kirkpatrick, 2001).

- The five-level ROI model of ]. J. Phillips - .
Phillips's ROI methodology is based on a five-level
model. In general, Phillips supplemented the D.
Kirkpatrick model with a fifth level, which is the
return on investment (ROI), i.e. the question of
whether the monetary value of the results exceeds
the cost of the training program. To calculate RO],
the results from the fourth level have to be
converted into monetary values and compared
with the costs of the program, taking into account
all components of costs and benefits. So, in a sense,
it is a combination of the Kirkpatrick model and
BCA (benefit-cost analysis). As part of the J. ].
Philips model, two basic indicators are calculated:
ROl (Return on Investment) and BCR
(Benefits/Costs Ratio). These indicators allow to
answer the question about how much money the
company will gain in exchange for the expenses
thatitincurred for a given training project or other
projects in the area of personnel management. The
ROI method obviously has pros and cons. The
single numerical value obtained thanks to it
combines all the basic "components" of
profitability and can be used to make comparisons
with other investment possibilities. However, ROI
has several major disadvantages. A difficult

element here is isolating the impact of training
from the effects of other factors on the company's
results. Model critics also point at its complexity
and the fact that it is mainly used by large
companies (Phillips et al., 2009; Steensma and
Groeneveld, 2010).

- Model Leslie Rea - the author systematically
presents the next stages of training, from
identifying the needs of the company, defining the
objectives of the training and designing the
appropriate program, to the preparation of
individual training sessions and estimating the
effects of training. The author presents many
techniques and methods along with procedures for
conducting trainings and training sessions (Rae,
2006).

-Amodel for assessing the knowledge and skills
of Marshall and Schriver - this is a five-stage
model in which knowledge and skills are assessed
separately. At level one, the opinions and feelings
of training participants are examined. On the
second level, written tests checking the knowledge
of trainees are employed. At level three, the
employee performs standard tasks to verify the
level of the acquired knowledge and skills. The
fourth level concerns the transfer of skills, and the
fiftth - the impact of training on the economic
results of the form and return on training
investment (Phillips et al., 2009).

- Six sigma - a method of managing the list at
Motorola in the mid-1980s by B. Galvin and B.
Smith. In statistics, sigma means the standard
deviation of the variable. Six sigma means the
distance between the set of deviations of the
measure of central tendency (e.g., arithmetic mean
for normal operations) The Six Sigma method was
used for the first time in a production plant. Now it
is increasingly expanding to such areas as e.g. sales
and HR. Six Sigma is not only a technique, but also
a philosophy (Pandey, 2007; DeFeo, 2000). Six
Sigma means an organization's way of thinking in
which people make decisions based on data, look
for the root causes of problems, try to control
changes, track leading indicators of problems to
allow preventive measures. (Fleming, 2005).

The literature on the subject also provides other
solutions that recommend, in addition to testing
the level of satisfaction of training participants,
several other contexts/levels of training
assessment. At the same time, many studies
confirm the low level of implementation in the
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practice of assessments at higher levels. Therefore,
the question arises: what factors influence the low
level of application of available training
effectiveness testing models? The rest of the work
will present those imperfections in the training
management process (methodical and
operational), that are most closely observed in
training practice.

Methodological dysfunctions (on the example
of the Kirkpatrick and Philips model - ROI)

e The hegemony of the Kirkpatrick model
occurs despite the fear of its actual
effectiveness - for example, the degree to
which the results of one level are
correlated with the results of later levels is
doubtful (Berge, 2008). The results of
studies carried out by G. Alliger and E.
Janak (1989) show a very low correlation
between reaction and learning at r = 0.07,
and a correlation between reaction and
behavior at r = 0.05. A slightly higher
correlation was found between learning
and behavior (r = 0.13); learning and
effects (r = 0.40), and behavior and results
(r=0.19).

e The D.Kirkpatrick model does not provide
specific solutions for use by organizations
at every stage of the training program
evaluation, for this reason, many
organizations do not use the whole model,
focusing only on the first two stages. To
put it simply, the model lacks practical
guidelines on how to develop results at
individual stages (how to generate,
process and analyze data).

e The relationship between training and
long-term results is unfortunately often
blurred. Additionally, long-term effects
have many causes, and training can be just
one of them.

e  Although the logic of the ROI method
seems uncomplicated, the assessment of
the elements included in the method
(inflow of returns obtained from a given
investment, outflow of resources
balancing these returns to carry out a
given investment, course of inflow of
returns and outflow of resources in each of
the future periods) is quite subjective
(Boudreau and Casio, 2007).

e  Typical ROI calculations allow you to focus
on only one investment in human
resources and do not allow you to

consider how these types of investments
interact with each other as an investment
portfolio. Training can, for example, lead
to a value creation that outweighs the cost
of conducting it, but wouldn't this value be
even higher if combined with relevant
investments in individual incentive
programs correlated with training
results?

e [n practice, the objective determination of
ROI is difficult and complicated, and the
assessment is totally time dependent. If
the ROI model includes the collection of
post-training data, the effects of the
training on which the data were collected
should be extracted. This "cleaned" data
must then be converted into monetary
values in order to calculate the return on
investment and identify specific benefits.
Itis also important to assign a value to the
costs of a given training program, as this
also affects the final return on investment.
In fact, when it comes to trying to measure
ROI, the calculations are very complex. In
addition, to correctly determine the ROI of
each part of the training process, a
baseline should be determined so that you
can try to measure
progress/development/improvement
(Little, 2014).

e The clear definition of ROI is quite
problematic, as it always requires a
reference to hard indicators; the problem
of isolating training effects also arises.

These dysfunctions should be supplemented with
an opinion on the currently fashionable six sigma
method in HR applications. According to W. Cascio
and J. Boudreau, one of the basic limitations of this
measure is the fact that in reality, it is not a
measure that can be transferred to HR areas. This
is a performance indicator that can be used to
monitor overhead costs for almost any job. As a
result, talent focus is not included when
emphasizing performance. Paying special
attention to reducing costs usually leads to the
rejection of "more expensive" decision-making
options, which may be often more valuable. Thus,
although this measure seems attractive financially,
it cannot be used to reflect the value of talent
(Cascio and Boudreasu, 2011) and the added value
of investment in training.
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Operational Dysfunctions

D.Kirkpatrick and ].]. Phillips’s models are
a multi-stage evaluation of training
programs. The detailed analysis means
that the assessment requires both a
certain amount of time and the acquisition
of skills in using the assessment scheme.
In other words, the models referred to
require a high level of HR department
involvement and line managers at the
stage of planning, implementation and
assessment of training, which means that
their application value is perceived as
doubtful. Moreover, too much labor-
intensive use of models reduces the
effectiveness of potential benefits from
their use, which is why in practice the
evaluation is often performed
fragmentarily.

Measuring the effects of training at level
four is very complicated, even in cases
where  organizations have clearly
indicated which long-term goals should be
achieved. It is difficult to provide
convincing evidence of the causal
relationship between the training effect
and the desired effect. Therefore, level
four is often overlooked.

A deferred assessment of the effects of a
single training, without the adopted
reference object, often results in the loss of
objectiveness of such assessment and its
exaggeration.

Along with the popularization of the D.
Kirkpatrick model, satisfaction
questionnaires /surveys of training
participants, by whom the program is
evaluated, the manner of conducting
training and the conditions in which it
took place, became widely used. An
important limitation of this tool (surveys
measuring the response to training) is
often the faulty design of questions in the
survey (excess of open questions, too
many questions regarding organizational
and social issues during the training), as
well as the way employees approach it,
which is not fully specified (e.g. high
assessment does not require further
explanation or tendency to transfer non-
substantive assessments to assess the
usefulness of training, etc.). Naturally,
employees’ opinions can be taken into

account in organizing subsequent training
projects, but they are difficult to be
considered as a sufficient basis for
assessing the value of training
(Andrzejczak, 2010).

The survey (the basic tool used in stages I-
III) does not provide measurable
information, as most people tend to
average or overstate the ratings even
when they are anonymous. The survey
rating can also be misleading, among
others, if the last part of the training was
spectacular and effective, because it is this
element of the training that is usually
taken into account by the assessors
(training participants).

The expectations of training participants
are emphasized too strongly in the model,
which is formulated as if the training was
to meet only the expectations of the
participant as the sole beneficiaries of the
training.

The model does not solve the problem of
the low level of employees’ responsibility
for training results and their own
professional development.

The determination of the measurement
effects of training programs is often
unrealistic because of the difficulties in
finding the right control group and the
need for a large commitment of resources.
As a result, it is often unclear whether
training was needed at all (Demerouti et
al, 2011). It is recommended that control
group assessments are included in the
models, which strongly involves all the
stakeholders of the training. As a
consequence, a large amount of materials
for analysis leads to a reduction of the
most important stages of assessment due
to system failure. It is also worth
mentioning that in practice, it is rarely
possible to carry out the same
observations and tests involving control
groups several times (Bramley, 2001).
Another important problem in obtaining
important measurement data is the usual
reluctance to disclose issues regarding
knowledge of a foreign language, real
skills in operating IT and operating
systems, technological skills,
qualifications etc. The fact is, however, it is
not enough just to watch people and talk
to them to assess their learning
experience, or to determine that this type
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of activity is consistent with the
company's goals.

e Activities that lead to employees’
development in terms of such abilities as
soft skills, are difficult to translate into
monetary values. Managers really do not
know what is important to measure, how
to collect and analyze data and synthesize
the data obtained (Abernathy, 1999).

e The problem is the lack of proper and
reliable diagnosis of training needs - very
often the training becomes a form of
"benefit" for employees, or an element of
personnel  marketing, rather than
satisfying actual and strategically
important training needs of the
organization. Employees report their own
training needs, based on their often-
subjective feelings, which are aggregated
throughout the organization. As a result,
the company collects training "whims"
rather than needs (Sienkiewicz, 2010).

e The top management is responsible for
the relevance of the training since the
expenditure for training is an investment.
However, in practice, even in small
companies, tasks related to the
organization of the training process are
delegated to employees who quite often
do not have the appropriate competence
to organize them.

Itis surely worth mentioning that there are many
other reasons, as a result of which, training
expenses are wasted, such as unclear expectations
of the management, little support in the workplace,
no monitoring of post-training effects, resource
shortages in HR departments and competence
deficits to implement new skills, no incentives to
apply new skills and knowledge, and training
discomfort related to organizational change. To
sum up, the training process should also be
supported by activities that take into account
environmental factors, such as appropriate
information mechanisms on the results achieved
and employees’ incentives (Berge, 2008).

MTE Model

This tool has been tested in organizational
conditions in a government administration unit.
The testing procedure consisted of comparing the
effects of two systems of training management

procedures, the procedure based on the D.
Kirkpatrick model and the MTE model. It is worth
adding that the overall concept of the model has
been scientifically verified and has received
positive implementation recommendations
(Ziebacz and Tychmanska, 2016). The big
challenge for implementing the tool was to develop
a plan that would allow to minimize the disruption
of the workflow caused by the MTE testing.

The basic assumption, at the stage of model
development, was to lower labor, cost
consumption, and complexity of the process of
measuring training effectiveness compared to the
methods and systems available on the market.
Another important assumption was to increase
employees' direct responsibility for effectiveness
in the area of professional development. The issue
distinguishes the presented model as the
measurement of effectiveness does not refer only
to a single training, but to the entire portfolio of
trainings implemented in the organization. The
model assumes that measuring the effectiveness of
a single training is inefficient, and often impossible
in practice. Attempts to measure the effectiveness
of a single training require a large commitment of
resources (human, financial, organizational), as a
result, the boundary between the effectiveness of
training activities is often lost, and the actions
taken are often superficial (surveys, knowledge
studies) which are not sufficient in the process of
measuring training effectiveness. For this reason, it
seems more reasonable to analyze aggregated
training results and the impact of all the training
activities on significant organizational variables, as
well as to analyze the trend of these results. In
other words, the MTE model examines the ratio of
the effectiveness of the entire training policy in a
company to the value of strictly business
indicators. This approach, first of all, improves the
measurement process, secondly, makes it more
effective, thirdly - makes all bills more meaningful,
and fourthly, allows you to capture trends in the
development of indicators and their relationships.
The problem of isolating training effects can be
more effectively verified (estimated) on a macro
scale than on a micro scale. When conducting
analysis on aggregate values, the measurement of
training effectiveness should be replaced with the
term - estimation of training effectiveness. The
model is presented in Figure 1.
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Stage II
Stage I specification of the

identification and ; order for {l]e. .
development service

analysis of training e

needs implementation of the
training

Stage I11

Stage IV
assessment of the

calculation of costs and

benefits of training
programs

Fig. 1: The MTE method

In most of the models for training effectiveness,
recognition of training needs is the first stage of the
process, and the starting point for its initiation is
the observed problem diagnosed in the
organization (lack of knowledge, skills,

actions

qualifications). In the "MTE" model, it is assumed
that the starting point - the information object,
constituting the reference point for identifying
training needs is the TASK.

skills

[ competences Ji

knowledge

Fig. 2: The structure of information objects used at the stage of identifying the training needs of the
"MTE" model.

The structure of information objects in the model
results from the assumption that "training” is of a
short-term nature - this is not a so-called school
education (from scratch). It is assumed that the
employee has a certain base of knowledge and
skills as well as professional experience thatallows
him to actively participate in the planning of the
development. During the training, the employee
can obtain instructions focused on the assimilation
of a specific activity.

Stage I: Identification and Analysis of Training
Needs.

The process of testing training needs, according to
the concept of MTE, moderates the definition of
training needs in such a way that it is possible to

determine the level of satisfaction of these needs
after training in relation to real information objects
- i.e. tasks included in action plans for individual
organizational units. It is worth emphasizing that
the question about training needs without
reference to tasks does not generate a material for
verification of training results at the level of
behavior change, or at the level of impact on
employees’ work results, and, consequently, on
business indicators describing company's
activities. In the "MTE" model, it is assumed that
not only employees but also their superiors can
have information about the competency gaps of
employees (i.e. potential areas for the
development of employees' knowledge and skills).
Managers monitor employees' work on an ongoing
basis, noticing unsatisfactory results of
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implemented tasks and competence gaps that may
be their cause. Observations regarding work
effects are often accompanied by reflections on
insufficient skills or knowledge of employees. The
on-line training database enables the introduction
of currently observed information - data on
employee competence gaps, and thus the
objectives to be developed during training. The
supervisor supplements the database using the
same form as the employee, i.e. he enters the same
type of data. Entries in the "database" are at the
same time the material for preparing the
specification of the subject and scope of the
training.

The entry in the electronic sheet of the individual
record of training needs begins with the selection
of tasks from the scope of duties in the workplace
and a description of the activities that will,
according to the employee, run more efficiently, as
a result of acquiring specific new skills or specific

knowledge. Therefore, training needs are defined
in two forms:

a) as skills - the ability to apply knowledge to
perform tasks and solve problems,

b) as an area of knowledge - a set of justified
judgments (descriptions of facts, theories
and principles of conduct) resulting from
the human cognitive activity (National
Qualifications System as a tool for lifelong
learning, Educational Research Institute).
An example was prepared for an employee
of the Human Resources Department,
Training, Recruitment and Development
Section.

The training need has been identified in
relation to the job task: "Preparation and
implementation of development programs for
employees”".

Table 2: Template of the form for entering data into the database/
form- Training needs study sheet

STAGE I

IDENTIFICATION AND ANALYSIS OF TRAINING NEEDS

INSTRUCTIONS FOR FIELDS

keeping records

Please enter the | What KNOWLEDGE do|What SKILLS do you
Select a task HE
from  the | Activities for | you absolutely need to|absolutely need to
dropedbnw which the | EFFECTIVELY perform | EFFECTIVELY perform the
: . | knowledge and|the indicated action —|indicated activity — task
list. The list| . : 3 L :
; skills acquired | task? (complete if | (complete if applicable)?
includes during the | applicable)
your tasks S <
= the | training will be
SRS particularly
useful
EMPLOYEE
TASKS AT
THE p .
WORKPLA Actions knowledge Skills
CE
Development of | 1) learning the | 1) acquisition of skills in the
assessing Assessment preparation of AC/DC
Preparatio | competence Center/Development sessions: development of
n and Assessment Center methodology: | tasks and assessment scale,
implement | Center/Developm | diagnosis, describing the | session logistics
ation of ent Center | competences tested, | 2) acquisition of skills such as:
developme | (AC/DC) creating competence | providing feedback, analysis
nt models; and evaluation of AC/DC
programs 2) learning the rules for|sessions (classification of
for conducting sessions: | information from the records,
employees giving instructions, | discussion of assessors),

session reporting
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The method of collecting information on training gaps as part of the training at the stage of
needs described above is based on the following training assessment,
assumptions: 3) the employee to whom the training
initiative belongs is active in the
1) the employee has the best potential to self- assimilation of the training objectives he
diagnose the competence gaps hindering or she has articulated.
achieving the planned results of actions,
2) the employee may describe the The following analysis is needed for training, and
competence gaps he/she observes in such the result is the output structure below.

a way as to assess the level of filling these

Table 3: Template of the form for entering data into the database/form- Training needs study sheet

INSTRUCTIONS FOR FIELDS

Define the importance of
increasing the indicated
knowledge/skills in the
context of the results of the|Please select the appropriate status of your training
task need

SUPERIOR

STATUS according to the supervisor's assessment:
P - to be implemented this year

Choose priority N- to be implemented within the next 2-3 years
0- no implementation possible
Stage II: Specification of the development e Immediately after the training (using the
service order and implementation of the freshness effect: comparing the "ordered”
training training results with the results obtained
through the training),
Information on the status of entries made by e After 3 months from the end of the
employees regarding their training needs - is training, during which the employee
available on an ongoing basis, with the option of should closely monitor his or her
supplementing when new tasks appear and, as a proficiency in the knowledge and skills
consequence, new training needs. The employee acquired during the training in the context
receives feedback on the opportunities for the of the task being carried out.
development of the skills and knowledge specified
by him under the programs offered by the In a situation where the assessment of training
employer. effectiveness is lower than 90%, the employee fills
in the electronic sheet with the field: "list of
Stage III: Assessment of the implementation of deficiencies in the training results", entering the
the training service identified elements/aspects of the training that
were covered by the program (order) and which
The employee evaluates the effectiveness of the were not implemented.

training service provided twice:
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Table 4: Sheet for recording individual training needs

III STAGE OF TRAINING EVALUATION

INSTRUCTIONS FOR FIELDS

Evaluate the benefits of
training. Evaluate
immediately after the
training (on the day of the
training or 1 day after the
training)

Evaluate the
benefits of training.
Evaluate 3 months
after the training,
but no later than ...

Indicate missing
elements in the training
program if identified

EMPLOYEE

Assessment of  the
training result | Deadline for
immediately after the|final assessment

Final evaluation of
the training

result/TRAINING List of deficiencies in

training results

. EFFECTIVENESS (0
0,
training (0 ... 100)% ..100)%
Stage IV: Calculation of costs and benefits of where:
training programs
H- entropy

The benefits and costs of training programs are not
assessed at the level of a single training. The
effectiveness of the implemented training policy is
assessed in the context of organizational efficiency
and effectiveness. The interdependencies and
dynamics of changes in training cost-time
indicators and general organizational indicators
will be analyzed. Information entropy can be used
to study these changes as a measure of
information. According to E. Kolbusz, in the field of
management, and especially when solving specific
management problems, it is necessary to operate
with a synthetic definition of qualitative
information features, so that each configuration of
the listed features falls within the definition of this
term (Kolbusz, 1993). In an information system,
specific information is useful if it is used to solve a
particular management problem, or more
precisely, when it is an important condition for
solving a given management problem (Unold,
2004). Mathematically, entropy can be expressed
using the following formula (Mitzenmacher, 2009):

H= —Zpilog(pg)
i=1

pi - probability specified on set {1, ..., n}

This formula expresses, according to the
formulation of C. Shannon himself, the entropy of
the probability distribution (p1, p2, p3 .. .pn),
specified on the set {1, .., n}. It defines the amount
of information in terms of value (choice,
indeterminacy). From this formula, it follows that
H = 0 if and only if one of the probabilities equals
one, i.e. when all other probabilities are zero. This
is a state of certainty. The statement that from a set
of events that may occur with a certain probability,
one actually occurred brings uncertainty to zero,
which according to Shannon's formulation,
qualifies H as a reasonable quantitative measure of
choice or measure of information (Mitzenmacher
and Upfal, 2009).

The goal of management is to ensure the
development stability of the enterprise by skillfully
controlling its functioning in the environment so
that it maintains its separateness on the one hand,
and maintains an optimal level of exchange with
the environment on the other. Energy resources
(understood as competences) embodied in the
employees who make up the organization must be
regulated in such a way that no excessive clusters
of them are created anywhere that can "disrupt" it
from the inside (excessive concentration of similar
competences). Therefore, the organization has
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energy resources enabling its current functioning
and development as well as effective process
management, also in adverse conditions. From this
perspective, management is the implementation of
compensatory processes - to achieve functional
balance.

Conclusion

The issue of managing the effectiveness of the
training process in contemporary, modern
organizations operating on the market, forces
widely understood changes, where
individualization of the approach becomes a
necessity. Individualization is understood as the
implementation of tailor-made systems. It should
also be accepted that testing the effectiveness of
training is a continuous and long-term process.
Moreover, the lasting results of investment in
training are visible only after a long time, and the
results of such activities can also be typically non-
material. It is therefore difficult to express them in
a quantified form. The main problem is therefore
to clearly define the extent to which the training
has contributed to the observed changes. The
greater achievement is showing the trend of
change. In this context, developing a method for
the efficient management of the training process in
the organization, including the process of assessing
the effectiveness of training, is a key challenge for
most organizations.

In the proposed model, training effectiveness is
understood as the effectiveness of the training
policy. The assessment of the effectiveness applies
to the time period - the period of time analyzed
(e.g. year) and not a single training, which gives a
more favorable perspective on the analysis of the
effects/benefits of training processes for
organizational needs. A significant difference, that
distinguishes the MTE method from other methods
available on the market, concerns the study of
training needs. The model replaces the information
object proposed by various authors: "problem"
with the object "task" - "task element - activity".
From the point of view of the usefulness/value of
the information obtained, it is better to start the
training evaluation process not with "defining the
problem”, but with "the description of the
activity/task, which according to the employee will
run more efficiently after the acquisition of specific
skills and knowledge." In accordance with the
model assumptions, this structural change
(shifting the emphasis in the process of identifying
training needs and in the process of assessing

training results to the tasks of employees) should
promote the effectiveness of training. An equally
important element of the method is the way in
which data on the training needs of employees are
collected. This helps to build the responsibility of
trainees for the results (learning outcomes)
obtained in the training process. The MTE model
allows to increase the responsibility of trained
employees by defining their needs and creating
opportunities to verify the quality of training
(comparison of expectations for acquiring skills
and verification of their mastery by the manager).
This is an important transition from passive
participation to active mastering of the effects of
training. The goal is the responsible participation
of the employees in the planning and evaluation of
training results. Another aspect of this approach is
to eliminate the negative connotation associated
with the word "problem", the use of which can
inhibit the motivation to actively participate in the
training process, as well as to link the results
(learning outcomes) with specific occupational
tasks and their components (activities). The
process of collecting information in MTE provides
synthetic information for the specification of the
subject training order, which significantly
facilitates the work process of HR cells in
determining training needs when choosing
training companies, and also reduces the time
needed to organize training. It also provides the
basis for assessing the level of implementation of
ordered results (learning outcomes) of a given
training process. Therefore, it is possible to
evaluate the implementation of the training policy
and relate its effects to company-wide indicators.
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