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Objective: The present study aims to develop a competency-based training
needs assessment model in administrative organizations using thematic
analysis.

Methodology: This qualitative research employed thematic analysis to identify
and categorize key components of training needs assessment. Data were
collected through semi-structured interviews with 12 experts in human
resource development and public administration. A purposive snowball
sampling method was used until theoretical saturation was achieved. Data
analysis followed a three-stage coding process: open, axial, and selective
coding. The content validity of the model was examined using CVI and CVR
indices.

Findings: The analysis yielded 108 basic codes and 22 main themes, grouped
into five overarching thematic categories: organizational needs, job-related
needs, social needs, needs assessment skills, and training effectiveness. All
components surpassed the minimum threshold for content validity (CVI >
0.79). The internal validation metrics confirmed the model’s relevance,
applicability, comprehensiveness, coherence, and innovativeness.
Conclusion: The resulting model offers a strategic framework for designing
competency-based training programs in administrative institutions. By
prioritizing key thematic dimensions, the model enhances training efficiency
and facilitates systematic human capital development aligned with
organizational goals.

Keywords: Training Needs Assessment, Competency-Based Education,
Thematic Analysis, Employee Training, Administrative Organizations
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EXTENDED ABSTRACT
Introduction

Training and professional development are among the most critical pillars for enhancing
organizational performance and achieving strategic goals in both public and private sectors. In recent
years, there has been a global shift from traditional training approaches toward competency-based
frameworks, which emphasize the alignment of learning interventions with the actual capabilities and
needs of employees (Karami et al., 2015; Mahmud et al., 2019). Competency-based training needs
assessments are defined as systematic processes to identify and prioritize gaps in employee competencies,
aiming to improve both individual performance and organizational productivity (Markaki et al., 2021).

The rationale for competency-oriented training stems from several factors. First, rapid
technological advancement, evolving job roles, and increasing expectations from public service delivery
demand highly skilled, adaptive, and competent human capital (Lubis et al., 2024). Second, numerous
studies have shown that poorly designed training programs often result from misdiagnosed or generalized
needs, leading to inefficiencies in resource allocation and limited improvement in employee capabilities
(Mohammadi, 2022; Shahmahdi et al., 2021). Third, contemporary models of human resource development
underscore the importance of linking training to actual job demands, behavioral expectations, and strategic
organizational objectives (Rezaei et al., 2024; Teimouri et al., 2022).

Despite its recognized importance, training needs assessment (TNA) remains an underdeveloped
function in many administrative institutions, especially within the public sector. Traditional needs
assessment models, often focused solely on managerial intuition or basic surveys, fail to capture the
complexity of job-related competencies and socio-organizational factors (Khajevandi et al., 2021; Rezaei
Mirghaed et al., 2018). As a result, training efforts lack alignment with job realities and organizational
transformations.

Moreover, studies from international contexts, including those by (Namubiru et al., 2024) and (Suzer
& Kaoc, 2024), indicate that effective competency-based curricula enhance learning retention, professional
motivation, and workforce performance. In line with these developments, scholars such as (Rasouli et al.,
2024) and (Sarshar & Samiee, 2020) have emphasized the need for models that integrate both individual and
organizational competencies as central inputs in training design.

Therefore, the present study aimed to design and validate a competency-based model for training
needs assessment (CB-TNA) in administrative organizations in Iran. Unlike previous studies that merely
identify core competency areas or survey-based priority rankings, this research applies a thematic analysis
(TA) approach to extract nuanced and context-specific dimensions from expert interviews. The goal is to
provide a comprehensive, practical model that not only diagnoses training needs based on competencies
but also accounts for organizational strategy, job performance, and socio-cultural dynamics.

Methods and Materials

This qualitative study employed thematic analysis (TA) to develop a model for competency-based
training needs assessment in administrative organizations. The participants consisted of 12 experts,
including senior managers and faculty members with doctoral degrees in human resource development
and organizational training. A purposive and snowball sampling method was applied to reach theoretical
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saturation. Semi-structured interviews were conducted, focusing on identifying core themes and
components related to competency-based training needs.

Data were analyzed in three stages: open coding, axial coding, and selective coding. Initial codes
were derived from interview transcripts, and recurring concepts were grouped into organizing themes. The
final stage involved the formulation of overarching global themes that formed the structural basis of the
CB-TNA model. To validate the model, content validity indices (CVI and CVR) were calculated based
on expert evaluations. For further model validation, the Scale-level Content Validity Index (S-CVI) was
also measured. All analysis followed rigorous qualitative protocols to ensure trustworthiness, relevance,
and analytical depth.

Findings

Thematic analysis of the interview data led to the identification of 108 initial codes, which were
consolidated into 22 main themes and categorized under five global (overarching) thematic domains:

1. Organizational Needs: This dimension included components such as workforce productivity,
system-wide thinking, strategic foresight, organizational development, and alignment with societal
interests.

2. Job-related Needs: Key components included empowerment, participatory decision-making,
knowledge enhancement, and experience sharing.

3. Social Needs: This theme involved conflict management, workplace influence, adaptation,
employee trust, and talent management mechanisms.

4. Needs Assessment Skills: A comprehensive set of competencies required to conduct TNA
effectively, such as behavioral, technical, reasoning, emotional, and leadership skills.

5. Training Effectiveness: This included personality attributes, learning motivation, job-specific
learning design, and criteria for evaluating the success of training interventions.

The CVR values for all main components were above the acceptable threshold of 0.56. Similarly,
CVI scores exceeded 0.79 across all themes, and the S-CVI for the model was calculated at 0.89,
confirming high overall content validity. These results validated the robustness and comprehensiveness
of the model for practical use in training design and policy-making.

Discussion and Conclusion

The results of this study confirm the necessity of moving beyond conventional training models
toward a structured, competency-based approach for assessing training needs in administrative
organizations. The identification of five comprehensive dimensions illustrates that training needs are
deeply interconnected with strategic planning, job design, social dynamics, and organizational culture.
Rather than viewing training as a standalone process, the proposed model underscores its systemic role in
shaping institutional performance and workforce agility.

The findings corroborate previous literature emphasizing the importance of aligning training
efforts with job-specific and strategic competencies. The themes related to job-related needs and social
skills, in particular, echo the insights of international scholars who view employee empowerment and
adaptability as crucial for modern governance and administrative effectiveness. In contexts like Iran’s
public sector, where bureaucratic rigidity and traditional promotion systems persist, competency-based
training offers a pathway to meritocracy and organizational learning.
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The study’s emphasis on needs assessment skills introduces an innovative angle, highlighting that
conducting effective TNA is itself a skill set requiring targeted development. This insight suggests that
training the trainers or equipping HR professionals with these meta-skills is a necessary precursor to
successful implementation of the model.

Furthermore, the validation process confirms that the model is not only theoretically grounded but
also practically viable. The use of thematic analysis allowed for an in-depth exploration of nuanced
organizational realities, thereby increasing the model’s contextual relevance. Unlike generic frameworks
often imported from Western settings, this model reflects the lived experiences and institutional logic of
Iranian administrative systems.

In conclusion, this study offers a robust and validated model for competency-based training needs
assessment in administrative organizations. By focusing on both the content and process of training
design, the model equips decision-makers with a strategic tool for workforce development. It contributes
to both theory and practice by filling a critical gap in HRD literature and providing actionable insights for
policy and capacity-building initiatives in the public sector.

The model’s five-dimensional structure enables comprehensive planning, resource optimization,
and evaluation of training programs. It encourages institutions to view training not as a one-time
intervention but as a strategic investment linked to long-term organizational goals. Overall, the study
affirms that a competency-based approach to training needs assessment can serve as a cornerstone for
effective, equitable, and sustainable public sector reform.
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