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Abstract: The stakeholder commitments of higher education institutions (HEIs) continuously 
strengthen sustainable practices and ethical governance. In addition, stakeholders' internal deci-
sion-making activities must seek operational excellence at all workplaces. Participants in the HEI 
should promote scientific development and improve the results of students. Implementation of the 
ESG 2015 Framework in the HEI workplace may bring social responsibility and student attraction. 
Interest groups (teachers and administrators) are willing to improve organizational efficiency and 
effectiveness in order to achieve better results. Therefore, operational excellence (efficiency and 
effectiveness) must be recorded. The researchers, teachers and administrative staff should contin-
uously be recognized by HEI management. Work commitment refers to a continuous analysis of 
your own working style. If internal stakeholders accept process maps as optional tools for the in-
stitution, they can significantly improve the working culture and working habits of participants. 
Responsibility in the working environment must focus on achieving HEI strategy objectives. The 
role of understood internal stakeholders and their inter-departmental initiatives is defined by the 
RACI matrix tool. A clearly defined indicator shows the key elements of the organization's success-
ful operational excellence initiative.  
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1. Introduction  
From 2015, ESG (environmental, social and 

governance) framework [1] has been gaining 

importance in HEIs. Many universities and col-

leges were starting to incorporate ESG factors 

into their operations and decision-making pro-

cesses, recognizing the importance of sustaina-

bility and responsible business practices in the 

education sector. The main ESG factors imply 

sustainable initiatives (eco-efficiency), the cur-

riculum development (study programs focused 

on sustainable and environmental science, re-

sponsible business, and social practices) and 

community engagement (initiatives, services 

and partnerships with local businesses and 

communities to promote sustainability and so-

cial responsibility). 

Internal quality assurance in HEIs refer to 

the activities (processes and procedures) that 

are put in place to ensure the education quality 

and services according to ESG 2015 

framework.  These standardized activities are 

designed to help HEIs to continuously improve 

the study programs, partnerships, and services 

quality. The key components of internal quality 

assurance in HEIs are management system 

quality (identified key performance indicators-

KPIs), designed and delivered curriculum 

(goals and objectives reviewed and updated 

with the needs of the students and the indus-

tries), assessment and evaluation (measuring 

student learning outcomes and study programs 

effectiveness), HEI`s staff development (ad-

vanced knowledge and skills implemented in 

activities), human resource activities (efficient 

using of infrastructure and technologies). Over-

all, HEIs is essential for ensuring that students 

receive high-quality education and services. 

HEI must continuously improve their decision-

making processes, as the role models must re-

main confident in their abilities (effective work 

environment). Moreover, the leaders (dean, 
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vice-deans, and committee presidents) must be 

able to inspire co-workers to do same by mak-

ing their teams aware of their mistakes and 

how they plan to correct them [2,3]. 

The main goal of leaders at HEIs is to show 

team members how planning, organizing, mon-

itoring, and controlling resources to achieve 

strategic goals within a defined timeline of the 

action plan processes. They need to have 

knowledge and skills to identify scope of 

processes and procedures within schedules. 

Moreover, leaders need to define roles and re-

sponsibilities between team members and es-

tablish communication protocols as well. All 

the time, they must be able to address the oc-

curred issues during tracking progress. So, tak-

ing corrective action by leaders is essential for 

completing activities within a defined timeline 

and schedules. 

 

Figure 1. Principles of effective participant engagement towards goal realizations, Source: The Right Group [4]. 

From previous mentioned, the leaders should 

focus on improving the efficiency and effective-

ness of member activities to achieve superior 

results within a defined timeline. Streamlining 

process must be focused on continuous 

productivity improvement at co-work environ-

ment. The key component of operational excel-

lence is to use a process mapping tool which 

builds structure inside work environment [2]. 

Their engagement becomes more effective and 

competitive. Moreover, the ongoing processes 

continuously improve and a willingness to 

adapt advanced work conditions rise. Effi-

ciency and effectiveness are conducted through 

process analysis, trends identifying and deci-

sion-making improvements (curriculum, re-

search, facilities/infrastructure operations, 

community engagement, governance/leader-

ship). Established culture of continuous im-

provements, where internal stakeholders 

(leaders, teachers, students, staff) implement 

changes after training is an indicator of 
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progress, the better serves the needs of stu-

dents and community (Figure 1).  

By process mapping technique, it is very 

easy visually represent the step numbers and 

activities which involve in a particular process. 

The created diagram shows the activities flow 

and information steps, from the first to the final 

step. This tool provides an understandable pro-

cess overview and gives possibilities to identify 

areas for improvement. Therefore, HEI leaders 

must identify the processes and mapped them 

first (Figure 2). After that, they should be able 

to identify the scope (the start and finish pro-

cess points). The next step is gathering process 

information (involved steps, member 

teams/departments, inputs/outputs). The final 

step is creating map (activities flow and pro-

cess information) on the swim lane/flowchart 

diagrams. Diagram analyses identify areas 

“work steps” where improvements can be 

made or redesigned (eliminate unnecessary 

steps, reorganizing the process). Adapted map-

ping processes improve their operational ex-

cellence to serve students and community. 

Moreover, leaders can easily involve changes to 

improve policies, procedures/systems, as well 

as training or retraining members (teachers, 

staff, students). The management (leaders) can 

easy monitor and evaluate the effectiveness of 

the changes over time. Overall, institution is es-

sential for the development and society pro-

gress. HEI must provide individuals with the 

knowledge, skills, and values needed to suc-

ceed to succeed in the workplace, contribute to 

the economy, and participate to the common 

good. Generally, it is significant important that 

HEIs help to develop critical thinking and com-

munication skills that are essential for effective 

citizenship. 

 

Figure 2. Mapping process work structure, Source: modified from Vora [5]. 

2. Rule of Quality Assurance in  
Academic Work Environment 
Quality assurance is essential in higher edu-

cation to ensure that institutions are providing 

students with high-quality educational experi-

ences that meet the standards set by accredit-

ing bodies and other stakeholders. This process 

helps HEIs to identify areas for improvement 

and to make changes that improve the quality 

of student learning outcomes. Therefore, col-

lecting, and analysing data (learning outcomes, 

faculty performance, study programs effective-

ness) make changes that improve the quality of 

educational programs throughout the high-

quality experiences that meet the needs of stu-

dents and stakeholders (community and  

industry). 
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2.1. Bureaucratic Vs Entrepreneurial Cul-
ture Style in the Work Environment 

Bureaucratic culture and entrepreneurial 

culture are two distinct styles of organizational 

culture that can have a significant impact on 

leadership success. Bureaucratic culture is 

characterized by a high degree of structure, 

rules, and regulations, and a focus on hierarchy 

and control. In a bureaucratic culture, decision-

making is often centralized and based on estab-

lished policies and procedures. Communication 

tends to be formal and hierarchical, with little 

room for creativity or innovation. On the other 

hand, entrepreneurial culture is characterized 

by a focus on innovation, creativity, and risk-

taking. In an entrepreneurial culture, there is 

often a high degree of flexibility and adaptabil-

ity. Decision-making is more decentralized and 

based on individual initiative. Communication 

tends to be informal and collaborative, with a 

high degree of interaction between different 

levels inside organisation. While both cultures 

have their strengths and weaknesses, an entre-

preneurial culture may be better suited for 

HEIs because they continuously develop criti-

cal thinking and communication between 

stakeholders and tend to train and retrain their 

members (teachers, staff, students). Moreover, 

the HEI must achieve strategic goals in compet-

itive environment which is constantly change. 

 

Figure 3. Leadership habits and styles (Constructive effect Vs destructive effect),  
Source: modified from Project Management [12].

2.2. Positive Attitudes of Entrepreneurial 
Management Culture at HEI 

Entrepreneurship can play an important 

role by encouraging innovation, creativity, and 

collaboration among students, teachers, and 

staff. Establish entrepreneurship culture at HEI 

provides students with the skills and resources 

needed to start and run their own businesses. 

They easily collaborate, and access resources 

and advice. Moreover, HEI makes and easily de-

velops partnerships with industry and civil 

communities. These approaches provide op-

portunities for students to work on real-world 

projects and gain experience. Overall, HEI en-

courages innovation, creativity, and collabora-

tion among students, teachers, and staff. This 

can involve creating spaces for collaboration, 

providing opportunities for networking, and 
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recognizing and rewarding entrepreneurial ef-

forts [7]. HEI helps students develop skills and 

mindset need to succeed in a rapidly changing 

and increasingly competitive global economy 

and economic growth in surrounding commu-

nity. Creating an entrepreneurial culture 

among internal stakeholders can lead to 

greater creativity, and collaboration, ultimately 

benefiting students and the institution as well. 

2.3. Negative Viewpoint of Bureaucratic 
Management Culture at HEI 

One key feature of bureaucratic culture is a 

focus on rules and strict procedures which 

comes from authority, where the collaboration 

is avoided (Figure 3).  There are clear rules and 

procedure in place how things are done with-

out established culture of continuous improve-

ments among team members. It is important to 

mention that strict leading guidelines isn’t ap-

propriate in academic community. Moreover, 

this hierarchical structure gives the leaders 

right in creating and implementing wrong deci-

sions/policies/rules because of their ignorance 

the management business administration com-

petences (MBA Academia) [6]. Therefore, there 

is a clear divide between teachers and staff. The 

teachers` higher professional status give them 

the right in managing others with significant 

lower efficiency, operational excellence unfor-

tunately doesn’t exist at HEIs! From previous 

mention, the bureaucratic culture is inflexible, 

and it has been criticized by everyone (stu-

dents, staff, industry, community) for decades 

[8-11]. 

3. Balance-Defined Key Performance 
Indicators at HEIS 
The key performance indicators (KPIs) lead 

to organisation’s progress and success only if 

they are focused on the most valuable asset – 

people who works at HEI. Designed KPIs intro-

duce four main features: (1) keep people in-

formed, (2) keep people involved, (3) keep peo-

ple interested, (4) keep people inspired. More-

over, in designed work environment, the HEI 

team members must be well-informed about 

strategic goals and progress as well. This peo-

ple empowering contribute to make better de-

cisions and overall success. Transparent com-

munication boosts a sense of belonging and 

builds trust as well. Overall, employees become 

more engaged and committed workforce. 

When employees, in work environment, feel 

that their opinions and ideas are valued, team 

members become more engaged and invested 

in their work. In that circumstances all organi-

sation levels can lead to innovative solutions 

and better problem-solving. Involvement of 

each member in work environment boosts 

his/her morale and enhances creativity and 

productivity as well. The motivated members 

provide opportunities for growth, skill devel-

opment and changes. Overall, this approach to 

managing keeps stakeholders (students, teach-

ers, staff, community) interested and excited 

about their roles. This sense of continuous 

learning and personal development drives op-

erational excellence and leads to a positive im-

pact on the organization's overall performance. 

Inspiration lies in recognizing and celebrating 

achievements when the individuals are in-

spired to reach for greater heights. Overall, the 

support team members` aspiration boost loy-

alty and a shared commitment to success. “KPIs 

for people” is powerful managing tool which 

drives to superior results only if the manage-

ment (HEI`s leaders) have 11 (eleven) specific 

managing skills (communication, versatility, 

flexibility, strategic thinking, digital savviness, 

entrepreneurial spirit, leadership, resilience, 

problem-solving, decision-making, interper-

sonally, networking) [13].  

 

Figure 4. Performance Measurement with KPIs for 
People, Source: modified from Robertson [13]. 

From previous mention, the teachers with 

higher professional status (associate/full pro-

fessor, PhD) could make efforts to educate 

themselves, the leaders must strive to boost 

their business knowledge and to reach eleven 

specific managing skills (Figure 4). 
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4. Enhancing Operational Excellence 
in Teamwork Environment 
Teamwork effectiveness requires six key 

qualities: (1) motivating atmosphere in work 

environment, (2) good communication skills 

team members inside of work environment 

where everyone understands their rules, re-

sponsibilities and terms` overall goals, (3) in-

clusive supportive work environment for each 

team`s  member, (4) striving to higher quality 

work and sharing accomplishment sense, (5) 

willingness to help others member inside 

team/departments in promoting collective 

strengthens and success, (6) teams strive to ef-

ficiency and creative changes, challenges for 

continuing progress and development (Figure 

5) [14].  

The composed teams in work environment 

[15], where each member depend on each 

other, work towards interchangeable achieve-

ments and to share common attainments. Trust 

means that members rely on someone else to 

do the right thing in work environment and 

community as well. Stakeholders believe in 

person integrity and strength which provide a 

sense of safety. Trusts one another lead to bet-

ter collaboration as well as mutual respect. Fi-

nally, the voice member opinions, without fear 

of criticism or judgment, are valued and re-

spected [16]. 

 

Figure 5. Teamwork effectiveness features, Source: modified from agrassoblog.org [14] 

4.1. Implementing RACI Matrix to Align 
Employee Roles on HEIs 

Balanced-organized work environment 

should strive to organise responsibilities in the 

team or delegate tasks among employees and 

stakeholders as well. This approach encourage 

employee to acknowledge what they are doing 

it the team and complete their tasks according 

to defined process mappings and schedules. 

Moreover, the involved members precisely 

learn about their duties and final work, they 

read action stap sequences of different mapped 

processes. Overall, team members are more ef-

ficient, they improve communication, con-

stantly communicate their concerns/progress 

regarding the delegated tasks to boost the de-

tailed activities from process maps. In the mo-

ment when employees and stakeholders un-

derstand their roles and responsibilities start-

ing the logistical framework implementation. It 

is the effective communication protocols in 

which employees actively participate.  
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Table 1. Defined employee roles in the RACI Matrix. 
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The RACI matrix is the standardized tool which 

helps to define the official procedure at HEI. 

The RACI (Responsible, Accountable, Con-

sulted, and Informed) matrix methodology is 

presented through the layout of process steps, 

it emphasis on the balanced-defined KPIs (indi-

cators) in which are shown roles each member 

inside “collaborative teamwork” environment 

at HEI. This powerful tool is cross-functional 

and cross-departmental/functions initiative 

process that shows default activities. There are 

4 (four) significant features in this methodol-

ogy: (1) role and assignment type clarification, 

(2) consistent approach for role assignment, 

(3) collaborative team environment, (4) effi-

ciently and effective communicating role as-

signments. Moreover, the RACI matrix signifi-

cantly develops entrepreneurial management 

culture values [17]. It shows the balance-de-

fined key performance indicators (KPIs) as 

rows and participating parties (management, 

committees, staff) as columns. For each partic-

ipating party in RACI matrix, members indicate 

whether they're responsible, accountable, con-

sulted, or informed, which are his/her roles:  

(R) Responsible role of members perform work 
to complete a particular task or deliverable. 
They are coordinate other team members who 
involve on the tasks. They coordinate draft re-
views, meetings, and drive tasks to completion. 
Moreover, they are responsible for communi-
cating and reporting on task progress and have 
a good fit for knowing the task scope and how 
it is going to get it completed. 

(A) Accountable role of members performs task 
and considering it complete to the highest qual-
ity, needs to explain what happened in deliver-
able already reviewed materials. Their 
knowledge of the deliverable and goals scope to 

know if something meets content quality ex-
pectations to the defined standards. 

(C) Consulted role of members considers the 
subject matter expert for a particular task or 
knowledge area. Members are engaged by Re-
sponsible team members to provide inputs and 
review deliverables for accuracy. Moreover, 
they are included before a task be considered 
complete. Time estimates and schedules are 
very important for this role. 

(I) Informed role of members is provided status 
updates on a particular task or deliverable. 
They are just a user, are informed that a deci-
sion or action has been taken. One-way com-
munication only exists. 

In Table 1 are listed the defined key perfor-

mance indicators (KPIs) according to ESG 2015 

standards [1]. The employee roles in advanced 

teamwork environment are assigned and pre-

sented in columns (management, QA Commit-

tee, committee 1 to 8, administrative staff). The 

employee roles/responsibilities are clearly ex-

plained for effective collaborative procedures 

which boost entrepreneurial management cul-

ture at HEI. Moreover, the employees are more 

engaged in their roles, they feel less stressed, 

each team member stives the right kind of 

training and retaining inside the specific cate-

gories. Continuous learning process gives add 

value to institution and decrease frustration 

because of the under capacitated leaders’ com-

petencies. By assigning RACI roles, member 

knows precisely who to speak with about a po-

tential process change in appropriate time. 

Above all, the RACI model is always aligning 

with strategy goals, each member is focused on 

same direction and together contribute to insti-

tutional reputation in community [18]. 

 

Figure 6. Unique Survey with defined key performance indicators. 
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5. Project Management Solution 
After collecting quantitative and qualitative 

respondent surveys (Figure 6) which include 

defined key performance indicators of HEI or-

ganizational operating responsibility was  

examined.   

Using the RACI matrix tool gives a systema-

tized overview of the measured KPIs within pe-

riodic monitoring, which ensures HEI`s quality 

process improvements (teaching, scientific/ar-

tistic, and social roles). This research method, 

including the RACI matrix tool, clearly defines 

the responsibilities of each team. Moreover, the 

matrix tool tends to verify operational im-

provements for each stakeholder involved in 

institutional development. Survey members 

(stakeholders) come from scientific-teaching, 

students and general administrative affairs. In 

addition, in Table 2 are listed the indicator 

names (from the 1st to the 88th). Zagreb Uni-

versity Quality Management Committee has de-

cided to use them to enhance academic com-

petitiveness and recognition across global mar-

kets, especially the SME community [19]. 

Table 2. Listed balance-defined key performance indicators (KPIs) in the RACI Matrix. 
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6. Conclusions 
The higher education quality is only meas-

ured by good academic performances (KPIs) 

which determine someone qualification be-

yond doubt. Moreover, the quality education is 

judged by the core clients who are recognized 

everywhere in community. Improved quality 

assurance (QA) practices (process mapping, 

RACI matrix) are effective instrument to 

achieve quality brand in global markets and 

community. Team building and changing the 

employees work culture to collaborative ones 

as well as continuous assessment QA contrib-

ute to performances and work satisfaction at 

HEI. Moreover, advanced QA practices should 

strive greater linkages with community (public 

and private partners) to improve greater em-

ployability of students and offer services 

through sharing and exchanging knowledge 

and experiences.  

The global markets become increasingly 

complex and changeable. The shifts are neces-

sary in academic community and the current 

status quo built on bureaucratic managing 

must be redesigned to more collaborative style 

in which the HEI leaders are going to boost 

their specific interpersonal skills as well as the 

business administrative knowledges. The im-

portance of human-cantered leadership must 

be accepted by leaders as soon as possible at 

HEIs. The new approaches internal quality as-

surance, by using well balanced key perfor-

mance indicators (KPIs) give benefits for 

achieving the operational excellence in work 

environment which take on entrepreneurial 

features. It can be concluded that HEIs can 

achieve their strategic goals from action plan 

only if the leaders recognize benefits of using 

RACI matrix layout (Table 1). Multiple benefits 

are visible through (1) support to help stake-

holder pursue new ideas, (2) HEIs and stake-

holder together makes cross—functional 

teams for promoting creativity and innovation, 

(3) stakeholders start think outside of box and 

HEIs promote critical thinking, (5) HEIs pro-

vide resources for entrepreneurial ventures, 

(6) HEIs encourage stakeholders to learn from 

failures, (7) HEIs are able to create advanced 

environments based on entrepreneurial cul-

ture in which collaborate students and part-

ners. Therefore, RACI matrix implementation 

in collaborative work environment at HEI gives 

chance for producing intended results that 

minimizes the time, resources and effort re-

quired for task. Efficient member teams are 

able to optimize how they spend their time to 

accomplish a task in the best possible way, with 

least wasted resources. On the other hand, the 

HEI leaders strive to higher effectiveness 

where they are goal-oriented to improve teams 

work quality in the future as well as to ensure 

competitive HEI position on the markets. 
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