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Abstract

This study aims to develop a causal—strategic model for implementing the Balanced Scorecard (BSC) framework to assess
the performance of Iranian public sector organizations, addressing accountability, productivity, and transparency. This
research employed a qualitative, exploratory design. Data were collected through semi-structured interviews with 14
academic experts and senior managers from public sector organizations using purposive sampling until theoretical saturation
was reached. Thematic network analysis was applied to identify the BSC dimensions, key drivers, and implementation
strategies. The findings revealed that the adapted BSC framework for the Iranian public sector includes five dimensions:
financial, citizen/customer, internal processes, learning and growth, and social-environmental responsibility. Key
performance aspects involve cost reduction, financial transparency and accountability, citizen satisfaction and trust, process
standardization, e-government development, human capital empowerment, and ethical and environmental responsibility.
The main drivers identified were accountability and transparency, improved efficiency and effectiveness, alignment with
strategic goals, continuous improvement, and human resource development. Recommended implementation strategies
encompassed defining measurable indicators, empowering employees through training, strengthening evaluation culture,
leveraging information technology, and engaging stakeholders in design and decision-making. Applying the proposed
causal—strategic BSC model can enable public sector organizations to establish a comprehensive performance measurement
system, enhance resource productivity, improve public trust, and support data-driven strategic decisions. The model’s
adaptability and integration of local organizational needs provide a practical pathway for sustainable improvement.
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Extended Abstract

Introduction

Public sector organizations across the world increasingly face complex and interdependent challenges: limited
resources, rising citizen expectations, and the demand for transparency and accountability. Traditional
performance measurement systems that focus primarily on financial and quantitative indicators have become
inadequate to capture the multidimensional nature of organizational effectiveness (Murphy, 2020). In
response, the Balanced Scorecard (BSC), originally introduced by Kaplan and Norton, has emerged as a
strategic management tool capable of translating mission and vision into comprehensive sets of performance
indicators across financial and non-financial domains (Kaplan & Norton, 2021). Over the past two decades,
BSC has evolved beyond private sector use and is now widely applied in public organizations to strengthen
accountability, resource efficiency, and service quality (Cignitas et al., 2022; Gazi et al., 2022).

However, implementing BSC in public administration is not straightforward. Contextual complexities,
including bureaucratic culture, hierarchical decision-making, and legal frameworks, often hinder adaptation
and integration (Hashemi et al., 2021; Mirahmadi et al., 2022). In Iran, although national development
policies have emphasized productivity improvement and accountability, many government agencies still rely
on outdated, single-dimensional performance evaluation systems (Mohammadi et al., 2024; Mohammadi &
Alvani, 2020). Recent research highlights the urgent need for a localized, context-sensitive BSC framework
that not only measures outcomes but also captures drivers of long-term organizational capacity and public trust
(Iranmehr & Piriyai, 2024; Kermashahi et al., 2024).

One significant advancement in the field is the extension of BSC to include a social-environmental dimension
in addition to the traditional four perspectives—financial, citizen/customer, internal processes, and learning
and growth. Scholars argue that ignoring sustainability and social responsibility reduces the legitimacy of
public institutions and fails to reflect citizens’ expectations (Rafiq et al., 2021; Song, 2022). Furthermore,
recent studies stress that technology-driven approaches, such as digital dashboards and data analytics, are
essential to enhance the precision and real-time monitoring of performance (Feng et al., 2021; He et al., 2023).
Analytical frameworks such as stakeholder analysis (Scrich et al., 2024) and comprehensive indicator systems
(Daraio et al., 2023) can improve inclusivity and fairness by reflecting the needs of multiple actors.

Despite these global developments, the Iranian public sector still struggles with systemic resistance to change
and lacks integrative models that align strategic goals with measurable performance outcomes (Nikbakht &
Barzoozadeh Zavareh, 2024; Nikbakht & Rahimi Pour, 2022). Comparative experiences, such as from Saudi
Arabia’s universities (Sharaf-Addin & Fazel, 2021), Ethiopia’s hospitals (Yeshaw et al., 2025), and
Indonesian government bodies (Abdullah et al., 2022), demonstrate that successful BSC adoption hinges on
leadership commitment, employee empowerment, and robust accountability frameworks. This study responds
to these challenges by developing a causal-strategic model tailored to Iranian public organizations. The model
integrates drivers, BSC dimensions, and actionable strategies to overcome contextual barriers and enable
sustainable performance measurement.

Methods and Materials
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This research adopted a qualitative exploratory design to generate a localized causal—strategic model for
implementing the BSC in Iran’s public sector. Data were collected through semi-structured, in-depth
interviews with 14 participants, including academic experts in public administration and senior managers of
governmental organizations. Participants were selected via purposive sampling to ensure expertise and
practical insight into performance evaluation. Data saturation was reached after 14 interviews, confirming
adequacy of the sample.
The interviews were guided by open-ended questions about the five perspectives of the adapted BSC (financial,
citizen/customer, internal processes, learning and growth, and social-environmental), the internal and external
drivers of BSC adoption, and effective implementation strategies. Interviews were audio-recorded with
consent, transcribed verbatim, and subjected to thematic network analysis. The analytic process included open
coding to identify concepts, axial coding to integrate related codes, and clustering to build organizing and
global themes. The analysis emphasized causal linkages between drivers, BSC dimensions, and strategic
recommendations to create an actionable framework.
Findings
The analysis produced a comprehensive thematic network with three global categories: (1) BSC dimensions
tailored to the Iranian public sector, (2) key drivers and imperatives for adoption, and (3) strategic
recommendations for effective implementation.
1. BSC dimensions adapted for public sector performance:
Five interconnected perspectives emerged:

e Financial — emphasized cost reduction through process-based cost management, transparent

budgeting, resource optimization, and public value creation.

e Citizen/Customer — focused on increasing satisfaction and trust, addressing citizen complaints,
establishing e-participation mechanisms, and improving responsiveness.

o Internal Processes — highlighted standardization, process reengineering, government digitalization,
quality assurance, and elimination of inefficiencies.

e Learning and Growth — concentrated on human capital empowerment, continuous professional
development, motivation, merit-based promotion, and knowledge retention.

e Social-Environmental Responsibility — integrated ethical conduct, equity, environmental
sustainability, and inclusive service delivery.

2. Key drivers for adopting BSC:
The study identified major motivational forces essential to support BSC deployment:
e Accountability and transparency — open data reporting, anti-corruption mechanisms, and citizen

oversight channels.

o Efficiency and effectiveness — systematic monitoring of cost—benefit allocation and outcome-driven
budgeting.

e Strategic alignment — ensuring coherence between organizational goals and national development
policies.

e Human resource development — cultivating ethical culture and technical competency through
ongoing training.

o Continuous improvement — using data-driven feedback loops to refine services and adapt to

environmental change.
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3. Strategic recommendations for implementation:

Key strategies included defining measurable and verifiable indicators; building integrated performance data
systems; establishing steering committees and cross-functional leadership teams; engaging stakeholders
(employees, citizens, oversight bodies) in metric design and review; investing in IT-based performance
management platforms; and fostering an evaluation-oriented culture through communication and incentives.
The final causal—strategic model illustrates how drivers (such as accountability and HR empowerment) activate
the adoption of BSC dimensions, which in turn enable systemic improvement in public performance outcomes,
including trust, transparency, and sustainable resource use.

Discussion and Conclusion

The findings affirm that the Balanced Scorecard can be a transformative framework for the Iranian public
sector if adapted to local conditions. The inclusion of a social-environmental dimension addresses a critical
gap in traditional models by linking organizational performance to societal well-being and sustainability, an
approach strongly recommended by recent scholarship (Gazi et al., 2022; Song, 2022). Global studies suggest
that public institutions ignoring these factors risk losing legitimacy and citizen support (Rafiq et al., 2021).
The strong emphasis on accountability and transparency in this study reinforces earlier evidence that clear
reporting mechanisms and anti-corruption measures are foundational to performance legitimacy (Abdullah et
al., 2022; Sayed et al., 2022). Iranian managers echoed the importance of public oversight, aligning with
findings from Ethiopia and Saudi Arabia, where communication channels and citizen feedback were decisive
in improving BSC adoption (Sharaf-Addin & Fazel, 2021; Yeshaw et al., 2025).

Technological readiness also emerged as a crucial enabler. By highlighting the need for digital dashboards and
analytics, the study supports previous arguments that technology enhances the quality, timeliness, and
objectivity of performance monitoring (Feng et al., 2021; He et al., 2023; Patel et al., 2023). Similarly, global
research advocates for integrating stakeholder analysis into the design of BSC systems to ensure inclusivity
and fairness (Daraio et al., 2023; Scrich et al., 2024).

Another key contribution is the human resource focus: continuous learning and staff empowerment are not just
supportive but causal drivers of successful BSC integration. This aligns with calls from (Kumar et al., 2024)
for employee-centered capability building and with studies showing that organizations with motivated, skilled
staff are more likely to sustain performance systems (Cignitas et al., 2022).

In conclusion, this research provides a contextually grounded, actionable BSC model for Iran’s public
organizations. By explicitly linking strategic drivers, adapted dimensions, and implementation strategies, it
creates a roadmap for overcoming cultural and systemic resistance, ensuring meaningful measurement, and
enabling continuous performance improvement. The model advances both theory and practice by
demonstrating that global tools like BSC can be localized without losing their strategic intent.
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