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The concept of balancing Higher Education
Institution (HEI) organization towards global and
regional challenges

Gembong Baskoro

Master of Mechanical Engineering Department, Swiss German University, BSD City South Tangerang, Indonesia
gembong.baskoro@sgu.ac.id

ABSTRACT

Private Higher Education Institutions (HEI) in Indonesia was struggling to attain and or maintain excellence in their
“trilogy/ Tri Dharma” of Indonesia’s education not only to improve their competitiveness but also to prepare for
broadening regional/international competition among HEIs. To achieve the objective, HEI set their Policy, strategy,
and programs towards achievement of excellence in the trilogy. However effort on this mission must also align with
bottom line aspect for HEI survival by means of “number of enrollment”. Therefore, HEI is now in needs to improve
their quality of human resources especially under fierce of competition during ASEAN Economic Community (AEC)
era. In order to be competitive, human resources of HEI must acquire factors of competitiveness both hard and soft
skill. Furthermore, HEI needs to operate in effective and efficient manner so that they can easily adapt to external
changes. For this reasons, this paper propose a concept to balance HEI organization to achieve the objective of being
competitive, efficient, and effective to cope with global and regional challenges.

Keywords: Balancing HEI organization, HEI competitiveness, Organization Innovation

1. Introduction

Higher Education Institution (HEI) is now faces a fierce competition due to existence of high number of HEI in
Indonesia. Recent report from web of Indonesia Directorate of Higher Education Institution (DGHE) shows that
total number of HEI in Indonesia is 3,121 consist of public HEI 121 and private HEI 3,000. This number implies
that HEI in Indonesia struggle, in a competition, not only to survive but also to maintain its sustainability. Due to
very high competition and survival ability, no wonder that some HEIs has gone beyond intolerable practice of
management that lead to unlawful act. Recently, Indonesia ministry of research and education has reported several
universities performed misconduct in its operation by means of granting “fake” diploma. The diploma was granted
to student without fulfilling standard university operation set by law. Due to this unlawful practice, the minister of
education and research has reported the case to the police (detik news 26/05/2015).

Furthermore, pressure of competition in Indonesia HEI will become tougher as regional challenge of ASEAN
Economic Community (AEC) will be officially commenced by early next year. In this new playground, HEIs are
expected to perform more international orientation with high quality of graduate. While in contrast, HEIs must also
operate in cost effective manner especially if their financial purely come from student. These pressures have created
an imbalance between pursuing excellence in “trilogy”, is also called as “tri-dharma” i.e. teaching, research, and
(community) services, as a main objective of HEI and the business aspects. The focus, not surprisingly, have shifted
to business aspect instead of focusing on excellence in the trilogy.

DGHE as the government representation has pushed HEIs towards fulfilment and compliance to government
regulations in order to achieve competitive Indonesia HEIs. However, due to “academic and business pre Ssures”, it
is not surprisingly that several HEIs have simply shifted their mission into a commercialization of education. The
commercialization of education may not be explicitly seen as most HEIs covered the commercialization in a smart
negative way. However, commercialization can be identified via indicator of ratio of lecturer vs student as well as
number of permanent lecturers. Therefore, DGHE have issued circular letters that warn and even will suspend li-
cense of study program and even university if DGHE found that they break the rule. It was regulated that the ratio
should be 1:30 for exact science and 1:45 for non-exact science (Circular letter no. 1915/E.E2.3/KL/2015) as well

Copyright © 2015 IESS.
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as minimum of 6 lecturers with minimum Master qualification for bachelor program and minimum Doctor ate quali-
fication for master program (Circular letter no. 4798/E.E2.3/KL/2015).
Considering the issues, therefore this paper elaborates to propose a concept of balancing HEI organization.

2. Objective of HEI
2.1. Indonesia Higher Education System

Higher education in Indonesia was regulated under the act of Indonesia higher education no. 12 year of 2012. Therefore,
the operational of higher education institution must refer and obey to this act. However, in practice, compliance to this
act is not easy for HEI. Many HEIs struggle to comply with the act under the (basic) condition of survival ability. In
worst case situation, no wonder some HEIs focused primarily the objective on how to survive the operation. Conse-
quently compliance to the act of higher education was only the second or even third priority. In extreme situation, HEI
can even trap into a “trading” of diploma for a short cut to obtain “profit” in very short time like what has happened
recently. Commercialization of (higher) education has gone too far and crashed the norm and integrity. This situation
implies that the balancing between academic and business role in HEI has become a serious issue. No wonder HEI that
cannot balance the role can be trapped into an extreme unethical commercialization. So what cause this situation to
happen?, and what is the root cause?. The law i.e. act of higher education has been established and it was clearly regu-
lated broad aspects of higher education under the principle in which HEI was a “not for profit” organization. One root
cause may lay on the readiness of the university board to establish a university without having complete and thorough
support for being a survived university. However it happened before due may to weakness on law enforcement espe-
cially for HELI.

2.2. Academic role of HEI

According to Act of HEI that main academic obligation/role of HEI is called “Tridharma PT” which is 1) teaching, 2)
research, and 3) (community) services. Therefore, academic role of HEI is a “Tridharma PT” in which any HEI under
the jurisdiction of Indonesia must comply to the act of HEI and obliged to perform the Tridharma in its operation. So
far, the focus of academic role of the Tridharma and its portion was at minimum to comply with act of HEI. Further-
more, it is clear that focus of each HEI in developing the university (management) differ one and another. Some univer-
sity still focus on the traditional “teaching” orientation, some other already move toward “research” orientation, and
some small portion of excellent HEI already focus on “entrepreneurial” orientation, what next?. Focus of the university
reflected the role stressed by university e.g. teaching university will stress the operation more on teaching (quality and
quantity), research university will stress on research orientation (number of research, research grant, publication, etc.),
while entrepreneurial university will stress on commercialization teaching, knowledge, research, and other academic
work towards a “tangible/non-tangible” return. The chosen university orientation determines the operational focus,
character, culture, and leadership of the university.

2.2. Business role of HEI

In the view of business where university is a “not for profit” organization indicated that university shall be able to
self-sustained its operation by means of using its resources in university optimal. Consequently, if self-sustained is the
objective of study programs then university leaders must find ways to finance the university themselves. Furthermore,
HEI should also take the role in assisting nation economic development as well as to community welfare. This role will
ensure HEI as an engine of growth towards nation competitiveness. Considering the importance role of HEI to foster
competitiveness of a nation therefore it is important that HEI have strength in its financial situation by means of the
ability to generate funding outside traditional source of funding i.e. from student enroliment. On the other hand, HEIs
must not rely merely on its financial support from student rather they should find ways to create funding that not de-
pends too much on student enrollment. The type of funding may come from a. (Private) donor, b. Fundraising, c. En-
dowment, d. Alumni, e. Government, f. Research and consultation, g. Academic projects, h.(Student) Corporation, i.
Renting facilities, j. Other revenues, and k. Student enrollment fee (as the last sources of funding). It is clear, that HEIs
that rely only on student enrollment fee as their sources of operation expense will soon facing problem as the organiza-
tion grow. In short, business role of HEIs mean that the ability of a HEI to define concept and strategy towards generat-
ing revenue outside student enrollment fee. It is, in practice may not easy especially if the leadership and management
of a HEI has less experience in managing University and limited connection to the ABGM (Academic-Business
-Government-Military) link.

Copyright © 2015 IESS
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3. New role of HEI

The traditional role of Indonesia HEI was called “Tridharma” which consist of 1) teaching, 2) research, and 3) commu-
nity services. In addition to the traditional role of HEI, there is possibility for HEIs to expand their role towards in-
volvement in boosting nation competitiveness related to the strength of any HEI. Furthermore HEIs has further role as
indicated in nation constitution and an ultimate role to build and shape nation civilization. To further expand from tradi-
tional role into additional role, logically HEI requires excellences in (some of) the traditional role.

3.1. As is situation (teaching university)

The as-is situation of HEI mainly focus on teaching activities to students. The load of teaching activities in some HEI
has become overloaded where ratio between students and lecturer become unacceptable. Regulation by Directorate
General Higher Education (DGHE) has set that the ratio between student and lecturer for exact science study program
must not exceed the ratio of 1:30 for exact science programs and 1:45 for non-exact science programs. Therefore, Con-
sequently HEI that cannot fulfill the requirement will face administrative sanction (Circular letter no.
1915/E.E2.3/KL/2015). Practice of private HEI indicated that due to the high demand for studying in higher education,
some HEIs have operated the teaching with unacceptable ratio. This situation indicated that in majority Indonesia HEIs
performed more in teaching role compare to research and community service.

3.2. Research University

A research university revealed that besides teaching role, a university expands more to a research role. Activities in a
research university have gone beyond its traditional role of teaching only. University actively search, organize, and
perform research for advancement of knowledge, dissemination through publication, or to find answer and or solution
of the unknown or industrial problem. Therefore, a research university has to maintain a good relationship with indus-
tries and or government to attain and maintain further research. Advanced (applied) research universities can shape fu-
ture technology from their proactive novel research. Indicator of a research university can be seen from its publications,
Intellectual Property Rights (IPR), patents, research grant, research cooperation, etc. Furthermore, output of the research
can be commercialized and turn into financial benefit.

3.3. Entrepreneurial University

Entrepreneurial university is nowadays become a well-known to universities in the world. Not surprisingly that many
universities proclaim themselves to become an entrepreneurial university. The question is “What is an entrepreneurial
university anyway?”, and “why this become so prominent for universities?”. A university in Indonesia by default must
perform the Tridharma and therefore additional role in addition to the traditional Tridharma is an accomplishment by
the university. There are many definition of entrepreneurial university and there is no definition that fits to all. The
purpose of entrepreneurial university is to maximize all potential of university resources and knowhow for a commer-
cialization without endangered the traditional university role of Tridharma. The summarized characteristic of entrepre-
neurial university are among others a) university environment that encourage entrepreneurial behaviors, thinking, and
culture, b) A cross functional and multidisciplinary approach c) strong initiative and support from university leadership,
d) idea and effort to capitalize resources and knowhow, e) Strong relationship with industry and government, f) strong
adaptation of external change to internal structures [6], [2].

To enable transformation of traditional university into an entrepreneurial university therefore several adaptation to
external factors must be made. The guiding framework toward transition to entrepreneurial university covers a) leader-
ship and governance, b) organization capacity, people, and incentives, c) entrepreneurship development in teaching and
learning, d) pathway for entrepreneurs, €) university-business/external relationship for knowledge exchange, f) the en-
trepreneurial university as an international institution, g) measuring the impact of the entrepreneurial university (OECD,
2012)

4. Discussion

Considering the needs of HEISs to be excellence in the traditional role of Tridharma, flexibility of adaptation to external
changes, taking part to support nation competitiveness, as well as to maximize potentials for possible commercialization
of resources and know-how therefore HEIs should be able to balance their organization. Balancing the organization
covers both the roles play by HEIs and focus of the university. In general, a university can be classified into a) Teaching

Copyright © 2015 IESS
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University, b) Research University, or ¢) Entrepreneurial University. The focus of a university is very much depends on
its vision, policy, and leadership direction after fully consideration of internal strengths and weaknesses. Each type of
university has its own advantages and drawbacks that depend on external and internal factors of change.

This paper suggests that in order to balance the HEIs organization, the consideration of internal and external fac-
tors must be fully defined. A university can strive to its excellence if the uniqueness fits with internal capabilities and
external demands. The possible fit for balancing HEI organization can be defined clearly by the criteria on each area of
teaching, research, and entrepreneurial university as well as intersection in between (see Figure 1)

Teaching
University

Entrepreneurial ENEET L
University University

Figure 1. Cluster of a University

This paper also consider that in order to maximize the potential, university can adopt the triple helix concept i.e.
partnership between university, government, and private sector. With the partnership, a university can open rooms for
cooperation both for the traditional role of a university i.e. Tridharma and additional roles such as development of na-
tion competitiveness as well as other societal needs. Especially for the coming AEC toward regional common market
that enable free flow of workforce, goods, service, capital, and investment. Therefore, role of a HEI become central to
develop competitive human capital as well as other opportunities to commercialize university resources and know-how.

For maximizing the potential, it is also the time for the well prepared universities to move into entrepreneurial
university and further to become “international innovative entrepreneurial university” where university opens the door
for international students especially from ASEAN countries to pursue higher education in Indonesia. This indicates that
university must be international minded in its operation as well as excellence in the Tridharma roles.

As indicated earlier that the major drawbacks of HEIs were on the number of lecturers that meet DGHE require-
ments, in fact to become entrepreneurial university with international minded therefore HEIs must develop highly qual-
ified lecturers. Quality of lecturer is extremely important for HEIs to become competitive in regional and international
competition nowadays especially to attract foreign students. Furthermore, it is also important that lecturers must have
professional experience prior to be a tenure lecturer so that they can bridge gab between theoretical and practical.
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