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Abstract

The aim of this research is to localize the TOTADO effectiveness evaluation
model. This research is applied in terms of its purpose and qualitative in terms
of the type and method of data collection. The research population consisted
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of experts in the field of organizational training effectiveness evaluation who Evaluation
were selected using a snowball sampling method. Data were collected
through semi-structured interviews; finally, theoretical saturation was Localization

achieved in the tenth interview. Interview questions were designed based on
STAR and 5W1H techniques. Qualitative data analysis was performed using
the qualitative content analysis in four stages of coding, subcategory,
category, and theme. In order to validate the data and ensure the accuracy of
the findings, the peer review method was used. The results showed that the
localized TOTADO model has three levels: individual level, team level, and
expectation return level. Individual-level categories and subcategories include
competence (improving individual knowledge, job skills, and personal
attitude), performance (improving key performance indicators and reducing
work errors), and psychological characteristics (strengthening individual

TOTADO Model

morale, creativity and individual innovations, and self-regulation in  article History
performing job tasks). At the team level, the categories of interpersonal .
relationships (resolving interpersonal conflicts and strengthening cooperation ~Received:

and coordination) and group synergy (increasing the speed of teamwork and 27 December, 2025
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expectations of customers, shareholders, and improving social welfare and
community health). Finally, the research results show that changes in the
initial model are necessary according to the context and conditions of
organizations and the opinions of experts.
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Extended Abstract

Introduction: In an era of rapid organizational change and technological advancements, employee
training effectiveness has become critical. Training must align with organizational goals amid evolving
work practices, driven by technology and the COVID-19 pandemic, necessitating context-sensitive
evaluation models for measurable returns on human capital (Zhou et al., 2023; Alghamdi & Bach, 2022;
Kim & Lee, 2024). Competition and market volatility require continuous skill development through
training to sustain competitiveness (Vemic, 2007; Govil & Usha, 2014; Lee & Cho, 2013).

Training has shifted to a strategic investment for productivity (Sanders, 2011; Sahoo & Mishra, 2018), yet
gaps persist between implementation and measurable outcomes (Rahimi et al., 2022). Conventional
models often lack cultural sensitivity, leading to inefficiency and limited impact (Jafari & Khosravi,
2023). Evaluations typically focus on reaction levels, rarely assessing behavioral or organizational results
(Salas et al., 2012; Blanchard et al., 2000).

The TOTADO framework classifies outcomes across individual, team, organizational, and societal levels,
offering a comprehensive approach (Birdi, 2010). In Iranian organizations, conventional models overlook
local socio-cultural factors (e.g., collectivism and economic challenges), causing resource waste and poor
ROI. Limited TOTADO application highlights the need for cultural localization.

This study localizes the TOTADO model for evaluating training effectiveness in Iranian organizations,
addressing gaps and providing immediate benefits (improved effectiveness, efficiency, ROI) and long-
term gains (competitiveness, sustainable HR development, national policy frameworks). The main
question raised in this research is how is the localization of the TOTADO effectiveness evaluation model
in Iranian organizations?

Method :This study adopts a qualitative, applied research design. Qualitative research explores verbal
and contextual data to capture realities and the meanings participants ascribe to phenomena in natural
settings (Bazargan, 2010).

Data were collected through semi-structured interviews and analyzed using qualitative content analysis.
The process involved open coding of key points, extraction of subcategories, main categories, and
overarching themes. Following analysis, indicators and constructs were identified, culminating in a
conceptual model grounded in the emergent findings.

The target population comprised experts in organizational training effectiveness evaluation. Purposive
snowball (chain-referral) sampling was employed, with initial informants recommending subsequent
qualified participants (Gall et al., 2014). Interviews continued until theoretical saturation was achieved
after 10 participants, all holding doctoral degrees in fields such as educational management, curriculum
studies, human resource training and development, and educational measurement.

Interview procedures followed Creswell’s (2007) guidelines for qualitative semi-structured interviews,
including purposive participant selection, one-on-one format, audio-recording for transcription, informed
consent, question refinement based on literature, and scheduling. Questions were crafted using STAR and
SW1H techniques informed by prior research (Creswell & Clark, 2011).

Credibility was enhanced by continuing interviews until expert consensus emerged and through peer
debriefing to validate coding and categorization (Gall et al., 2013). As qualitative research does not aim
for generalizability, As a result, this study does not address the reliability of the qualitative part of the
research.

Funding: Qualitative content analysis was conducted using four stages: open coding, subcategories, main
categories, and themes. Codes were assigned to meaningful segments of interview data (Graneheim &
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Lundman, 2004). Main categories grouped related codes with shared meaning, ensuring internal
homogeneity and external heterogeneity (Krippendorff, 1980; Patton, 1987). Subcategories organized
codes at different abstraction levels, while themes captured underlying patterns and latent meanings
across categories, addressing how questions (Downe-Wamboldt, 1992; Graneheim & Lundman, 2004).

Analysis of interviews across the four TOTADO levels produced 124 verbal statements, 286 codes, 22
subcategories, 7 main categories, and 3 overarching themes (levels). Coding examples included
statements on reduced supervisor referrals, enhanced problem-solving, and improved task performance,
yielding codes such as decreased referrals to supervisor, better ability to resolve work issues, and
improved job execution. Related codes formed subcategories (e.g., self-monitoring, fewer consultations,
and facilitated decisions grouped under strengthening self-regulation for job tasks). These were
aggregated into main categories and then into thematic levels.

The localized TOTADO model for Iranian organizations comprises three levels:

e Individual level: competence (enhanced knowledge, skills, attitudes), performance (improved
KPIs, reduced errors), and psychological characteristics (higher morale, creativity, self-
regulation).

e Team level: interpersonal relations (conflict resolution, cooperation) and group synergy (faster
teamwork, knowledge sharing).

e Return on expectations level: organizational expectations (quality enhancements, discipline,
efficiency, quantitative gains) and extra-organizational expectations (customer satisfaction,
shareholder value, societal welfare, health, knowledge advancement, citizenship).

This culturally adapted framework refines the original TOTADO model for effective, contextually
relevant training evaluation in Iranian organizations.

Discussion and Conclusion: This study localized the TOTADO model for evaluating training
effectiveness in Iranian organizations through qualitative analysis of expert interviews. The adapted
model retains three core levels while modifying their content to better fit local organizational and cultural
realities.

At the individual level, the original TOTADO’s emotional, cognitive, behavioral, physical, and utility
dimensions were reframed into competence (improved knowledge, job skills, and attitudes), performance
(enhanced KPIs and reduced errors), and psychological characteristics (increased morale, creativity, and
self-regulation). Emphasis on practical skill enhancement, error reduction, self-monitoring, fewer
supervisor consultations, and affective outcomes (job satisfaction and enjoyment) suggests that training
programs should be problem-based, situated in real work contexts, and incorporate goal-setting, personal
transfer planning, self-feedback mechanisms, and attitudinal indicators.

At the team level, emotional, cognitive, behavioral, and utility aspects were consolidated into
interpersonal relations (conflict resolution and cooperation) and group synergy (faster teamwork and
knowledge sharing).

The most significant adaptation merged the original organizational and societal levels into a single return
on expectations level. This combined dimension encompasses fulfillment of organizational expectations
(quality improvements, discipline, efficiency, quantitative gains) and extra-organizational expectations
(customer satisfaction, shareholder value, societal welfare, health, knowledge advancement, and
citizenship). Participants viewed the original societal level as too abstract and difficult to measure in
Iranian contexts, while organizational-level indicators varied widely by organization size, industry, and
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type. Merging these levels increases the model’s flexibility, allowing each organization to define and
evaluate success based on its specific stakeholders’ negotiated expectations.

Limitations include the qualitative nature of the study, potential perceptual biases, and reliance on cross-
sectional data, which precludes assessment of long-term outcomes. Future research should examine
longitudinal application and quantitative validation of the localized model.
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