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scorecard approach was in the horizon of 2035. The current research was of mixed
type (qualitative-quantitative) and its design was of sequential exploratory type.
Methods: The participants of this research were educational sports experts. The
sampling method was snowball and based on theoretical saturation, 12 people were
selected. Interviews and questionnaires were used to collect data and Lincoln &
Guba (1985) criteria were used for its audit, which included validity, transferability,
reliability and verifiability. In order to analyze the data in the interview analysis
section, the coding method was used, the fuzzy Delphi method was used to screen
the indicators and the structural analysis and scenario writing method was used in
the future research section.

Result: By analyzing the interviews, 150 effective factors on the future of Iran's
educational sports were identified based on the balanced scorecard, and by
combining the primary codes in the secondary coding stage, these factors were
reduced to 105. Then, in the axial coding stage, 18 subcategories based on 6
aspects of the balanced scorecard were formed by aggregating the final concepts
adapted from the interview text, and the results of the Delphi analysis showed that
the calculated factors correctly explain the desired phenomenon. Finally, based on
the findings, 4 key drivers of efficient management, increase in audience satisfaction,
development of information capital, and socialization of educational sports were
obtained, which are the basis of the two main scenarios of transformation and
fruitless willfulness.

Conclusion: As a result, it is suggested that in order to develop educational sports
in Iran, synergy and efficient management, increase audience satisfaction,
development of information resources, and socialization of educational sports should
be implemented.
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Extended Abstract:

Aim: In the face of rapid socio-cultural change and a growing public health crisis
linked to physical inactivity, educational sports systems worldwide are facing
increased pressure to deliver meaningful, measurable, and sustainable
outcomes. In Iran, where nearly one-sixth of the population are students,
educational sports are a critical foundation for fostering active lifestyles, physical
well-being, and lifelong engagement with sports. Despite this, Iran’s educational
sports landscape remains underdeveloped in terms of strategic planning, system
integration, and performance evaluation. This study aimed to anticipate the future
of Iran’s educational sports sector by applying the Balanced Scorecard (BSC)
approach—an advanced managerial framework that integrates financial and non-
financial performance metrics—and to develop strategic foresight scenarios
extending to the year 2035.The Balanced Scorecard (BSC), introduced by Kaplan
and Norton, is widely used across sectors as a strategic planning and
performance management tool. While traditionally applied in business
environments, its flexibility allows for adaptation in educational and sports
contexts. In this study, we adopted an expanded BSC framework that includes
six perspectives: Financial, Customer (student satisfaction), Internal Processes,
Learning and Growth, Employee Satisfaction, and Community Engagement. This
multi-dimensional framework allows decision-makers to align mission and vision
with day-to-day operational priorities and to track progress over time.

Methods: This research utilized a mixed-method, exploratory sequential design.
The qualitative phase began with semi-structured interviews conducted with 12
experts in sports education, selected using snowball sampling to ensure diversity
and depth of knowledge. The interview data were analyzed using content analysis
techniques, involving open, axial, and selective coding. This yielded 150 primary
codes, consolidated into 105 core concepts, and then distilled into 18 strategic
sub-categories. These sub-categories were mapped onto the six BSC
dimensions. To validate the identified components, the Fuzzy Delphi technique
was applied using a linguistic scale transformed into fuzzy triangular numbers. A
cut-off threshold of 0.7 was used to determine consensus. Structural relationships

among factors were analyzed using MICMAC software, which assesses direct
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and indirect influences. The analysis produced a comprehensive interaction
matrix mapping the influence and dependence of each component.
Subsequently, future scenarios were generated using Scenario Wizard software.
Experts evaluated twelve future conditions derived from the key drivers identified
in the previous phases. Cross-impact matrices were developed to analyze
interdependencies among variables and to establish consistent narratives for
each plausible future. Two dominant scenarios were extracted: The
Transformative Scenario and the Fruitless Willfulness Scenario.

Result: The MICMAC analysis revealed a complex web of interactions among the
18 strategic sub-categories. Key dual-impact variables—those with both high
influence and high dependence—included audience satisfaction and
informational capital development. High-influence/low-dependence variables
included efficient management and teacher competence, indicating their critical
role as system drivers. In the Transformative Scenario, Iran’s educational sports
ecosystem is characterized by robust internal capacity, participatory governance,
dynamic curricula, and strong external partnerships. Policies and operations are
aligned, fostering synergy across institutions. Media support, community
participation, and private-sector engagement are also prominent. Information
technologies are harnessed for tracking outcomes, and regular monitoring
ensures adaptability. Teachers are well-trained and valued, and students show
high levels of engagement, satisfaction, and performance. Conversely, the
Fruitless Willfulness Scenario is defined by operational stagnation, lack of
stakeholder coordination, outdated programming, and underutilization of
resources. Poor alignment between strategic goals and execution leads to
systemic dysfunction. This scenario also reflects declining trust in public
institutions, waning student participation, and increased health risks due to
sedentary lifestyles. A key contribution of this study is the application of an
expanded BSC model that includes employee satisfaction and community
engagement—dimensions often neglected in conventional sports management
frameworks. The model revealed that these perspectives are not peripheral but
central to strategic effectiveness in educational settings. Learning and Growth is

foundational. The development of teachers’ skills, digital literacy, and
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organizational knowledge infrastructures is necessary for any subsequent
improvements in service delivery. Our findings reinforce that long-term
transformation cannot occur without investment in these areas. Employee
Satisfaction acts as a bridge between foundational capabilities and operational
performance. Interviewees highlighted issues such as job misalignment, lack of
professional recognition, and insufficient support, which diminish motivation and
productivity. Addressing these concerns is pivotal for achieving better internal
cohesion. Internal Processes encompass curriculum delivery, cross-sector
collaboration, administrative efficiency, and data management. These processes
support customer satisfaction (students) and external legitimacy (community
trust). Our findings suggest that current internal mechanisms are inadequate and
require redesign and optimization. Community Engagement—an emergent
dimension—reflects the broader ecosystem in which educational sports operate.
This includes families, NGOs, local governments, and media organizations. The
study identified a significant gap in outreach efforts, cultural adaptation, and
participatory planning. Enhancing two-way communication and co-creation of
programs is essential. Customer Satisfaction, focused on students as the primary
beneficiaries, was influenced by the responsiveness of programs, equity in
access, and relevance of content. Current satisfaction levels were deemed
suboptimal due to one-size-fits-all programming and lack of personalization.
Financial Perspective was the least emphasized yet remains important. While not
profit-driven, educational sports require sustainable financing. The study
recommends diversifying funding streams through private-public partnerships,
cost-effective programming, and transparent resource allocation.
Strategic Recommendations

1.Develop a national educational sports strategy anchored in the six-
perspective BSC model.

2.Institutionalize teacher training and accreditation based on a national
competency framework.

3.Implement digital platforms for performance monitoring, stakeholder

feedback, and data analytics.
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4.Promote community co-design of sports initiatives, ensuring local
relevance and inclusion.

5.Design and deploy dynamic curricula based on student interests,
physical literacy, and regional needs.

6.Create a national dashboard of key performance indicators (KPIs)
aligned with strategic objectives.

7.Ensure organizational alignment from national to school level through
consistent messaging and shared goals.

8.Reform recruitment and HR policies to ensure merit-based placements

and professional growth opportunities.

Conclusion: Educational sports in Iran stand at a crossroads. As the country
grapples with demographic shifts, technological disruption, and rising health
concerns, the need for a future-oriented, integrated, and evidence-based
management framework is critical. This research provides a strategic roadmap
through its application of the Balanced Scorecard, enriched with foresight
methodologies. The two scenarios offer divergent paths: one of progress through
synergy and strategic alignment, and one of stagnation through mismanagement
and resistance to change. Policy-makers, educational leaders, and community
stakeholders must commit to the transformative path, ensuring that educational
sports evolve into a pillar of national well-being and social capital. In closing, this
study underscores the potential of educational sports not merely as physical
activities but as strategic tools for social transformation. With the right
investments in human capital, organizational learning, and cross-sector
collaboration, Iran’s educational sports system can transition from its current
fragmented state to a future of vitality, resilience, and equity.

Key words: Future planning, scenario planning, educational sports, balanced

scorecard, transformationalism, fruitless voluntarism
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