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Abstract:

This study was conducted with the aim of designing an indigenous
model for "Effective Budgeting Based on the Balanced Scorecard"
within Iran's healthcare system. The statistical population consisted of
academic experts in the fields of finance and management accounting,
as well as financial managers from public and private hospitals in the
cities of Tehran, Shiraz, Tabriz, and Isfahan. Sampling was carried out
purposively, employing a snowball approach, and the sample size was
determined based on the logic of "theoretical saturation"; thus, after
conducting 15 interviews, no new data were generated. Data were
collected using semi-structured interviews and subsequently
analyzed in three coding stages—open, axial, and selective —with the
assistance of MAXQDA software. The findings revealed that a set of
environmental and organizational drivers, key Balanced Scorecard
dimensions, and managerial strategies constitute the final model for
effective budgeting. The resulting framework can lead to enhanced
productivity, financial transparency, improved quality of healthcare
services, and strengthened data-driven decision-making in health

organizations.
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Extended Abstract

Introduction

The healthcare sector globally faces a critical paradox: a relentlessly growing demand for
services—fueled by demographic shifts, evolving lifestyles, a rising prevalence of non-
communicable diseases, and increased longevity—confronts severely constrained and often
pressured financial resources. Governments and providers grapple not only with inherent
limitations but also with external stressors like economic sanctions, recessions, and suboptimal
resource allocation. This fundamental mismatch between escalating needs and finite resources
creates significant challenges in achieving both equitable and efficient budget distribution
(Bisogno et al., 2025).

Compounding this issue is the pervasive opacity of true costs within the health industry, which
adds considerable complexity to budgetary processes (Batt, 2025). A substantial portion of
healthcare expenditures is indirect, hidden, or incurred across departmental boundaries, elements
that conventional budgeting frameworks fail to capture accurately (Tan et al., 2025).
Consequently, the allocation of funds across diverse sectors (such as diagnosis, treatment,
pharmacy, and support) is often conducted in silos. Each sector operates with unique requirements,
goals, and performance metrics, yet the lack of integrated systems and robust tools to evaluate
comparative efficiency leads to budgeting based on historical patterns rather than on demonstrable
performance and outcomes (Behrouzi et al., 2019).

A further strategic deficiency is the disconnection between budgetary decisions and organizational
macro-strategy. This disconnect is especially detrimental in an industry that demands high
adaptability and responsive, goal-oriented financial planning, particularly during crises like
pandemics or amid rapid technological transformation (Bohm et al., 2021).

Case Study

The Iranian healthcare sector is characterized by distinct local complexities, including fragmented
policymaking institutions, a dominant public-sector structure, constrained financial resources, and
intense demand pressures. Under these conditions, models that are merely translated or replicated
from other countries are inapplicable without significant modification and contextual adaptation
(Berozzadeh et al., 2024). Consequently, there is a growing need within the Iranian healthcare
system for tools capable of simultaneously enhancing financial transparency, performance
accountability, and organizational agility.

This context reveals a critical gap in localized, applied research concerning the integration of the
Balanced Scorecard with the budgetary process in Iran's healthcare system. It underscores the
necessity of designing and proposing a coherent, scientifically-grounded model tailored to the
country's specific realities. The present research represents an attempt to address this fundamental
gap. The proposed model aims not only to improve the efficiency and effectiveness of resource
allocation but also to facilitate evidence-based strategic decision-making at both the macro and
micro levels of the Iranian healthcare industry.

Theoretical framework

Steps in the Balanced Scorecard Implementation Process

Researchers have proposed various steps and considerations for implementing a Balanced
Scorecard, given the multiple factors that influence its outcomes. By synthesizing these
perspectives, the implementation process can be distilled into nine core steps, as outlined below.
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Step 1: Identifying Organizational Units and Mapping Interdependencies

The initial step requires a precise identification of the organization's structure and an accurate
mapping of the relationships among its various units. This foundational information is critical for
guiding the Balanced Scorecard development process effectively. It is essential to ensure that the
goals and performance indicators set by one unit do not inadvertently impose additional costs or
constraints on other units or the organization as a whole. Therefore, clarifying the organizational
structure and its interdependencies paves the way for identifying both constraints and
opportunities. Treating a unit in isolation may result in overlooking some of its inherent
weaknesses or strengths (Suarez-Gargallo & Zaragoza-Séaez, 2023).

Step 2: Defining and Ratifying the Strategic Vision

The organizational vision articulates management's perspective on the direction and methods
necessary for the organization's survival and competitive advantage. Formulating this vision is a
creative yet demanding process, as it establishes the coordinating framework for all organizational
activities. A clear vision is indispensable for developing an effective strategy. An ideal vision
should be inspiring, fostering employee belief that pursuing it is a worthwhile investment of time
and effort. Furthermore, it must be challenging, clear, unambiguous, and uniquely focused on the
organization's aspirations (Rezaei et al., 2022).

Methodology

This study is applied in purpose and qualitative in methodology, utilizing a content analysis
approach. The sampling strategy was purposive and based on the researchers' judgment,
continuing until theoretical saturation was achieved. This point was reached when no new relevant
data emerged, the identified categories were sufficiently developed, and the relationships between
them were firmly established and validated.

The target population comprised academic experts in finance and accounting, as well as financial
managers from a selection of public and private hospitals in Iran. Data collection was conducted
through semi-structured interviews with the participants.

Discussion and Results

Sample Characteristics and Data Collection

A total of 15 experts participated in the interviews. The sample comprised 80% male and 20%
female participants. Regarding professional experience, 13.3% had 10-15 years, 53.3% had 15—
20 years, and 33.3% had over 20 years of experience. In terms of educational background, 86.7%
held a PhD or higher degree, while 13.3% possessed a master’s degree. The interviews were
conducted across four major cities: Tehran, Shiraz, [sfahan, and Tabriz.

Coding and Analysis Process

Data were collected through in-depth, face-to-face interviews. Participants were asked to share
their professional observations and experiences. All conversations were audio-recorded with prior
consent to facilitate repeated listening, in-depth analysis, and detailed examination of their
perspectives. The interview protocol consisted of six core questions along with demographic
inquiries. Depending on each interviewee’s responses, supplementary questions were either
omitted or reformulated to elicit clearer information. Sampling followed a theoretical approach
and continued until theoretical saturation was achieved. This state was defined as the point where
no new data relevant to the emerging categories were observed, the conceptual boundaries of each
category were well-defined, and the relationships among categories were established. Coding was
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performed concurrently with data collection. The interview process was terminated when
responses became repetitive and no new substantive content was generated.

Initial Coding and Category Formation

In the first stage, key concepts related to the research topic—modeling effective budgeting through
the Balanced Scorecard in Iran's healthcare sector—were extracted from the interview transcripts.
Through meticulous analysis, these concepts were standardized (by selecting precise terminology
and eliminating redundancies), resulting in an initial set of 100 codes. These codes were developed
into a checklist for subsequent interviews and were later reviewed by experts, leading to the
deletion or modification of some items. Subsequently, during the categorization phase,
synonymous or thematically related concepts were grouped into broader categories. A descriptive
title was assigned to each category, derived either from relevant theoretical frameworks or from
concepts emerging directly from the data. This process involved integrating similar responses,
merging overlapping ideas, and ultimately led to the formation of four main thematic categories.

Conclusion

The study concludes that implementing an effective Balanced Scorecard (BSC)-based
budgeting model in Iran's healthcare sector is a multi-stage process driven by four
interconnected components:

Drivers: Forces like technological change, financial pressures, and demands for
transparency and quality create the imperative to move beyond traditional budgeting.
BSC Dimensions: These form the model's core framework, translating strategy into
measurable indicators across five perspectives: Financial, Customer/Patient, Internal
Processes, Learning & Growth, and Innovation.

Strategies: Key actions—such as organizational reform, IT upgrades, human capacity
building, and strategic alignment of budgets—provide the practical pathway for change.
The execution of these strategies enables the operationalization of the BSC framework to
address the initial drivers, resulting in a coherent and functional integrated model.
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