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Abstract 
Purpose: Change and risk management is gaining increasing importance in the higher education 
sector mainly due to the fact that this educational environment is a complex system, which is 
characterized by the low level of predictability, innovation and manageability. Nevertheless, all 
students merit access to a high quality education that empowers them to thrive. 
Academics and administrators face situations such as increased workload, uncertain funding, greater 
competition, and globalization. These challenges are forcing Higher Educational Institutions (HEIs) 
to examine their governance and consider how they might set themselves up to better adapt to a rapidly 
changing market.
Methods: If we assume that each HEI is an open social system and not a static organization, this leads 
us to the study of ΗΕΙs’ change management process, a topic that has yet to be explored in depth. This 
implies that change initiatives associated with human behavior are not well understood. Research 
reveals the majority of change initiatives in HEIs fail due to lack of planning prior to the 
commencement of a change, the misconception that off-the-shelf solutions will work and lack of 
sensitivity towards those who are rejecting or resisting the change. Driven by limited research in this 
domain and misfits of existing change management approaches, we focus on building a roadmap for 
a plug and play solution in a complex learning environment. This proactive solution contains 
principles for the implementation of effective change for improvement. 
Results: In this respect, we identify four drivers of educational change namely macro, micro, 
individual and operational drivers. Specifically, we combine strategic planning frameworks in terms 
of PEST and SWOT analyses for the macro and micro drivers based on literature review and analysis 
from Artificial Intelligence tool. Then, we address individual drivers with a set of “What’s In It For 
Me” (WIIFM) questions. This aims to capture the multi-dimensional depth of educational change 
considering students, academics and administrators in order to help in change quantification. The 
operational drivers derive from the process approach concept supported by an implementation 
example. Considering the fact that change usually represents a calculated risk, we develop a risk 
roadmap to filter the findings and implement change. 
Implications: Change initiatives need a consistency of approach and simply sharing a vision for the 
future is often not enough to motivate change. The purpose of this paper is to assist policy-makers and 
educational managers in formulating sound change management programs based on risk 
management. In addition, it builds a change-awareness culture reflecting on how to avoid behavioral 
pitfalls, it improves educational quality with knowledge management and prevents setting unrealistic 
targets that can expose HEIs under pressure and risk. 
 

Keywords: Change Management, Risk, Governance, Quality, Higher Education, Artificial 
Intelligence 
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1 INTRODUCTION 

Higher education institutions (HEIs) face a complex and 
unpredictable environment that requires effective change and 
risk management. The challenges include unpredictable 
funding, globalization, increased competition, and heavier 
workload for academics and administrators. These challenges 
make it crucial for all students to have access to quality 
education that prepares them for success (Hakro and Mathew, 
2020; Quarchioni et al., 2022, Valeria et al., 2022). To adapt 
to the rapidly changing market, HEIs need to re-examine their 
governance, which is an open social system rather than a 
static organization (Siemens and Matheos, 2022; 
Vlachopoulos, 2021). However, there is a lack of in-depth 
exploration of the change management process and 
associated human behavior in HEIs (Anil and Kommunuri, 
2022; Essel et al., 2021; Pinheiro et al., 2019). Studies 
suggest that many change initiatives in HEIs fail due to 
inadequate planning, unrealistic timeframes, off-the-shelf 
solutions, and a lack of sensitivity to resistance (Cascio and 
Narayan, 2022; Graamans et al., 2020). This paper aims to 
create a roadmap for a plug-and-play solution in a complex 
learning environment and develop principles for 
implementing effective change to enhance the quality of 
education. 
This proactive solution identifies four drivers of educational 
change: macro, micro, individual, and operational drivers. 
Strategic planning frameworks are used to analyze the macro 
and micro drivers in terms of PEST and SWOT analyses for 
the Greek HEI sector based on literature review. Individual 
drivers are addressed with a set of “What’s In It For Me” 
(WIIFM) questions, which capture the multi-dimensional 
depth of educational change concerning students, academics, 
and administrators (Seyr and Hoffer, 2021; Minnick et al., 
2022). Operational drivers are the result of implementing the 
process approach concept, which is demonstrated by an 
example. Furthermore, a risk roadmap is developed to filter 
the findings and implement change. 
Consistency of approach is crucial in change initiatives, and 
sharing a vision for the future is often insufficient to motivate 
change (Nadeem and Garvey, 2020). The objective of this 
research is to help policy-makers and educational managers 
formulate sound change management programs based on risk 
management. Additionally, it builds a change-awareness 
culture, reflecting on how to avoid behavioral pitfalls and 
improve educational quality with knowledge management.  
This paper is structured as follows: Section 2 sets the scene 
with the scale of change that provides an explanation of 
various terms and concepts related to decision-making and 
goal-setting in HEIs. It is divided into three main parameters: 
high and low stake decisions, senior management 
involvement, and types of goals. Understanding the scale of 
change can help institutions plan and implement changes 
effectively, based on their goals and available resources. 
Section 3 presents the findings based on the PEST and SWOT 
analyses for the Greek HEI sector according to literature 
review. In section 4, we develop a set of WIIFM questions to 

capture the multi-dimensional aspects of educational change 
according to individual needs and we discuss how the process 
approach concept can aid in decomposing the educational 
process in order to improve it. Section 5 presents the risk 
roadmap which is a holistic approach that can filter all 
findings and implement change. In section 8, we conclude by 
outlining research limitations and future research initiatives. 

2 THEORETICAL FRAMEFORK 

SCALE OF CHANGE: To achieve reliable change and risk 
management, we are looking to identify various drivers that 
can spark change initiatives. By definition, change is to make 
or become different, to replace with or exchange for another, 
to transform or to convert and the act of passing from one 
state of phase to another (Händel et al; 2020; García-Morales 
et al., 2021). The transition can be temporary or permanent. 
The length of time to affect change and its impact differ 
according to the magnitude and nature of the change. To 
better understand the impact of change, in the following 
Figure 1, we develop and illustrate the scale of change that is 
based on three parameters, high and low stake decisions, 
senior management involvement, and types of goals.  
 

Figure 1. Scale of Change 

 
“High” and “low” stake refers to the level of risk or potential 
impact of a decision or action in HEIs. High stake decisions 
or actions are those that have a significant impact on the 
institution, its stakeholders, or its reputation. These decisions 
often require careful consideration and analysis, as well as 
collaboration and consultation with key stakeholders. An 
example of high stake decision or action in HEIs is to change 
the institution's admission requirements. This decision has 
significant implications for the student body and can impact 
the institution's reputation and competitiveness. Low stake 
decisions or actions are those that have a relatively minor 
impact on the institution, its stakeholders, or its reputation. 
These decisions can often be made quickly and with minimal 
consultation or analysis. An example of low stake decision is 
to change the color of the institution's logo. This decision has 
minimal impact on the institution's operations, student body, 
or reputation.  
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In terms of senior management involvement, on one hand, 
“symbolic” refers to the practice of administrators appearing 
to be actively involved in the management of a HEI, without 
actually contributing much to decision-making or operational 
tasks. This type of involvement often entails public 
appearances, speeches, or other types of communication that 
convey the impression of involvement and leadership. On the 
other hand, “intense” senior management involvement refers 
to a high level of active engagement by top-level executives 
in the management of an organization. In this type of 
involvement, administrators are deeply involved in decision-
making, planning and implementation providing a sense of 
direction and purpose for the HEI, setting clear goals and 
priorities. To be effective, intense senior management 
involvement should be balanced with delegation and trust in 
academics and students.  
Last but not least, in term of goals, in the upper horizontal 
line, “modest” goals refer to those that are relatively easy to 
achieve or require minimal effort, time, or resources to bring 
about a change. These goals may involve small 
improvements or incremental changes that are aimed at 
achieving a specific outcome. For instance, a modest goal 
could be to increase the number of online resources available 
to students by 10% in the next academic year or reduce the 
average class size by 5 students within the next semester. On 
the other hand, “demanding” goals refer to those that require 
significant effort, resources, and time to bring about a 
significant change. These goals involve challenging targets 
that push individuals or HEIs beyond their comfort zones and 
require a sustained effort to achieve. For example, a 
demanding goal could be to increase the overall graduation 
rate by 20% within the next five years or to achieve a 30% 
increase in research funding within the next three years.  
In the lower horizontal line, “focused” goals are specific and 
targeted towards achieving a particular outcome. These goals 
involve a narrow scope and aim to achieve a specific change 
or improvement within a particular area. Focused goals are 
useful when HEIs want to make targeted improvements in 
specific areas. Examples of focused goals in HEIs can be to 
improve the accessibility of online learning resources for 
visually impaired students by implementing text-to-speech 
software within the next semester or to develop a student 
wellness program that reduces stress and improves mental 
health, which can be measured by a 20% reduction in 
reported student stress levels within the next year. Wide 
goals, on the other hand, have a broader scope and are aimed 
at achieving a significant change or improvement across the 
entire institution. Wide goals often require significant 
resources, coordination, and collaboration across multiple 
departments or stakeholders. Examples of wide goals in HEIs 
are to implement a campus-wide sustainability initiative that 
reduces carbon emissions by 50% within the next five years 
or develop an inclusive curriculum that incorporates diverse 
perspectives and experiences across all departments and 
programs within the next three years.  
Inside Figure 1, a small step change involves making 
incremental improvements to an existing process, service, or 
program. These changes are relatively minor and do not 
require significant resources or time. Small step changes can 
often be implemented quickly and have an immediate impact. 
Examples of small step change in HEIs can be a new online 

feedback system for students to provide feedback on courses 
and instructors or increasing the number of study areas 
available to students in the library.  
Process change involves modifying an existing process or 
implementing a new process to improve efficiency, 
effectiveness, or quality. These changes often require careful 
planning and coordination across multiple departments or 
stakeholders. Examples of process change in HEIs can be the 
implementation of a new student registration system that 
streamlines the registration process and reduces wait times or 
to develop a new student support process that provides 
personalized support to students based on their academic and 
personal needs. Strategic change involves significant changes 
to an institution's vision, mission, and goals. These changes 
require a long-term planning horizon and often involve 
significant resources and coordination. Examples of strategic 
change in HEIs can be the adoption of a new strategic plan 
that focuses on increasing access to education for 
underserved communities or the creation of a new 
interdisciplinary research center that aligns with the 
institution's strategic priorities.  
STRATEGIC MANAGEMENT TOOLS: In this section, we 
use strategic management tools, namely the PEST and 
SWOT analyses based on the following reasoning. First, to 
identify external factors; a PEST analysis helps in identifying 
the external factors that can impact the higher education 
industry, such as political, economic, social, and 
technological factors. By understanding these factors, each 
HEI can plan for changes that will take into account the 
external factors that may impact its operation. Second, to 
assess internal strengths and weaknesses; a SWOT analysis 
can help the institution assess its internal strengths and 
weaknesses. By identifying these factors, the HEI can focus 
on areas where it needs to improve and leverage its strengths 
to achieve its goals. Third, to align strategy with external and 
internal factors; by conducting a PEST and SWOT analysis, 
a HEI can ensure that its change management strategy is 
aligned with the external and internal factors that impact it 
and assess whether it is well-positioned to respond to changes 
in the higher education landscape. Forth, to facilitating 
stakeholder engagement; a PEST and SWOT analysis can 
help facilitate stakeholder engagement by involving key 
stakeholders in the process. This can help ensure that the 
changes being proposed are understood and supported by key 
stakeholders, such as faculty, staff, students, and community 
members. Last but not least, to provide a structured approach 
to change management and this can help ensure that the 
change management process is comprehensive, and that all 
relevant factors are taken into account.  
 In order to achieve reliable results, we identify and 
list in Table 1, the 20 most cited scientific publications 
retrieved from Google Scholar during 2020 and 2022 with 
keywords “Higher Education” and “Greece”. Then, we use 
ChatGPT (2021), an artificial intelligence tool, to filter the 
literature review and summarize the findings of each 
publication in terms of PEST and SWOT analyses, identify 
common trends or patterns and highlight any gaps or areas 
for further improvement in the field. 
 

Table 1. Literature review 
No Publication Keywords 
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1 

Antonopoulou, H., 
Halkiopoulos, C., 

Barlou, O., & 
Beligiannis, G. N. 
(2020). Leadership 

types and digital 
leadership in higher 

education: Behavioural 
data analysis from 

University of Patras in 
Greece. International 
Journal of Learning, 

Teaching and 
Educational 

Research, 19(4): 110-
129. 

Digital leadership; 
Higher education; 
Behavioral data 

analysis; 
Transformational 

leadership; Outcome 
leadership 

2 

Anastasiadou, S., & 
Taraza, E. (2020). 

Resistance to Change as 
an Obstacle Regarding 

Quality in Higher 
Education Institutions 

(HEIS). In INTED2020 
Proceedings (pp. 396-

401). IATED. 

Resistance; Change; 
Quality; TQM; HEIs 

3 

Sepetis, A., Goula, A., 
Kyriakidou, N., Rizos, 

F., & Sanida, M. G. 
(2020). Education for 

the sustainable 
development and 
corporate social 

responsibility in Higher 
Education Institutions 
(HEIs): Evidence from 

Greece. Journal of 
Human Resource and 

Sustainability 
Studies, 8(2): 86-106. 

Sustainable 
Development Goals; 

Education for 
Sustainable 

Development; 
Corporate Social 
Responsibility; 

Sustainability; Higher 
Education Institutions 

4 

Asonitou, S. (2022). 
Impediments and 

pressures to incorporate 
soft skills in Higher 

Education accounting 
studies. Accounting 

Education, 31(3): 243-
272. 

Soft skills; Obstacles; 
Higher Education; 

Greece; Accounting; 
Pressures 

5 

Kallou, S., & Kikilia, A. 
(2021). A 

transformative 
educational framework 

in tourism higher 
education through 

digital technologies 
during the COVID-19 
pandemic. Advances in 

Mobile Learning 
Educational 

Research, 1(1): 37-47. 

Transformative 
learning; Tourism 

education; Digital tools; 
Online education 

6 
Antonopoulou, H., 
Halkiopoulos, C., 

Educational Leadership; 
ICT; Higher Education; 

Barlou, O., & 
Beligiannis, G. N. 

(2021). 
Transformational 

leadership and digital 
skills in higher 

education institutes: 
during the COVID-19 
pandemic. Emerging 

science journal, 5(1): 1-
15. 

E-skills; Behavioral 
Data Analysis 

7 

Martzoukou, K., Fulton, 
C., Kostagiolas, P., & 

Lavranos, C. (2020). A 
study of higher 

education students' self-
perceived digital 
competences for 

learning and everyday 
life online 

participation. Journal of 
documentation, 76(6): 

1413-1458. 

Digital competences; 
Digital literacy; 

Information literacy; 
Everyday life; Higher 
education; Lifelong 
learning; Student 

transitions; Empirical 
research 

8 

Karalis, T., & Raikou, 
N. (2020). Teaching at 

the times of COVID-19: 
Inferences and 

implications for higher 
education 

pedagogy. International 
Journal of Academic 
Research in Business 

and Social 
Sciences 10(5): 479-

493. 

University Pedagogy; 
Higher Education 
Pedagogy; Online 

Learning; COVID-19 
Pandemic; Emergency 

Remote Teaching 

9 

Caeiro-Rodríguez, M., 
Manso-Vázquez, M., 
Mikic-Fonte, F. A., 
Llamas-Nistal, M., 

Fernández-Iglesias, M. 
J., Tsalapatas, H., ... & 
Sørensen, L. T. (2021). 
Teaching soft skills in 
engineering education: 

An European 
perspective. IEEE 

Access, 9: 29222-29242. 

Higher engineering 
education; Soft skills; 

Best practices; 
Employability 

10 

O’Brien, W., Adamakis, 
M., O’Brien, N., 

Onofre, M., Martins, J., 
Dania, A., ... & Costa, J. 
(2020). Implications for 

European Physical 
Education Teacher 

Education during the 
COVID-19 pandemic: a 

cross-institutional 
SWOT 

analysis. European 
Journal of Teacher 

SWOT; Higher 
Education; Blended 

learning; Online 
teaching; Pedagogy 



CHANGE AND RISK MANAGEMENT ROADMAP TOWARDS HIGHER EDUCATION QUALITY                            7 

Education, 43(4): 503-
522. 

11 

Saiti, A., & Chletsos, 
M. (2020). 

Opportunities and 
barriers in higher 

education for young 
refugees in 

Greece. Higher 
Education Policy, 33(2): 

287-304. 

Refugees; Higher 
education; 

Human rights; Higher 
Education barriers and 

opportunities 

12 

Iatrellis, O., Savvas, I. 
K., Kameas, A., & 
Fitsilis, P. (2020). 
Integrated learning 
pathways in higher 

education: A framework 
enhanced with machine 

learning and 
semantics. Education 

and Information 
Technologies, 25: 3109-

3129. 

Semantic meta-
modeling; Machine 
learning, Learning 

pathways, Modeling and 
simulation, Academic 

advising 

13 

Vlachopoulos, D. 
(2021). Organizational 
change management in 

higher education 
through the lens of 

executive 
coaches. Education 

Sciences, 11(6): 269. 

Higher 
education; Qualitative 

research; Organizational 
change 

management; Academic 
leadership 

development; Academic 
leadership 

14 

Nodira, T., & Rashid, 
X. (2022). PROBLEMS 

OF INNOVATION 
MANAGEMENT IN 

THE HIGHER 
EDUCATION 

SYSTEM. Web of 
Scientist: International 

Scientific Research 
Journal, 3(11): 155-164. 

Innovation; 
Technology; process, 
thought, information, 
innovation processes, 
method, interactive. 

15 

Tzafilkou, K., 
Perifanou, M., & 

Economides, A. A. 
(2021). Development 

and validation of a 
students’ remote 

learning attitude scale 
(RLAS) in higher 

education. Education 
and Information 

Technologies, 26(6): 
7279-7305. 

Distance education; 
Emergency remote 
education; Online 
learning; Online 

teaching; Student’s 
attitude scale 

16 

Brinia, V., & Psoni, P. 
(2022). Online teaching 

practicum during 
COVID-19: The case of 

a teacher education 
program in 

Greece. Journal of 
Applied Research in 

Online practicum in 
teaching; Virtual 

practicum in teaching; 
Best practices in online 

teaching; Teaching 
during COVID-19; 
Skills for teacher-

Higher 
Education, 14(2): 610-

624. 

candidates; Skills for 
teaching online 

17 

Capano, G., & Pritoni, 
A. (2020). What really 

happens in higher 
education governance? 
Trajectories of adopted 
policy instruments in 
higher education over 
time in 16 European 

countries. Higher 
Education, 80: 989-

1010. 

Trajectories of policy 
design; Policy change; 

Policy sequence; 
Instruments; 
Governance 

18 

Lytras, M. D., Serban, 
A. C., Ruiz, M. J. T., 

Ntanos, S., & Sarirete, 
A. (2022). Translating 

knowledge into 
innovation capability: 
An exploratory study 

investigating the 
perceptions on distance 

learning in higher 
education during the 

COVID-19 pandemic-
the case of 

Mexico. Journal of 
Innovation & 

Knowledge, 7(4): 
100258. 

Knowledge translation; 
Innovation 

Distance learning; 
COVID-19 pandemic; 

Education; Higher 
education; Active 

learning 

19 

Papademetriou, C., 
Anastasiadou, S., 
Konteos, G., & 

Papalexandris, S. 
(2022). COVID-19 

pandemic: the impact of 
the social media 

technology on higher 
education. Education 
Sciences, 12(4): 261. 

COVID-19; Higher 
education; Social 
media; technology 

20 

Vlachopoulos, D., & 
Makri, A. (2021). 

Quality teaching in 
online higher education: 
The perspectives of 250 

online tutors on 
technology and 

pedagogy. International 
Journal of Emerging 

Technologies in 
Learning (IJET), 16(6): 

40-56. 

Quality online teaching; 
Online teaching; Online 

higher education, 
Online tutors; 

Quantitative research 

 
A) PEST analysis: The only thing constant in life is change, 
this quote from the Greek philosopher Heraclitus is credited 
with the idea that change is a natural and inevitable part of 
life, therefore, it can act as a reminder that the field of 
education is constantly evolving and that it is important for 
HEIs to be adaptable and open to new ideas and approaches. 
A PEST analysis is a framework that can be used to assess 
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the macro-environmental factors that may impact an 
organization, such as a HEI. Conducting a PEST analysis can 
help HEIs anticipate and plan for changes in the external 
environment, and make informed decisions about how to 
allocate resources and respond to challenges and 
opportunities. In the following Figure 2, PEST analysis 
findings are presented for the Greek HEIs. 
 

Figure 2. PEST Analysis 
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Political factors that may impact Greek HEIs include changes 
in government policies, such as changes to education funding 
or regulation. Findings reveal that Greek HEIs rely on 
government funding and private donations to operate, and 
changes in funding levels can impact their ability to provide 
education and support to students. In this regard, Greek HEIs 
must comply with a range of regulations, including those 
related to accreditation, student visas, and health and safety. 
Changes to these regulations can impact their operations. 
Political instability in a country can impact the ability of HEIs 
to operate safely and effectively, as well as the willingness of 
students and staff to study or work in that country. This 
implies that Greek HEIs may be affected by changes in 
international relations, such as changes in trade policies. 
Economic factors that may impact the Greek HEI sector 
include economic conditions such as economic downturns 
which can impact the availability of funding, as well as the 
ability of students and their families to afford tuition and 
other education-related expenses. Another factor, inflation, 
can impact the cost of attaining a Greek HEI, as well as the 
value of financial aid and other forms of support. Changes in 
the availability of financial aid, such as scholarships, grants, 
and loans, can impact the ability of students to afford higher 
education. Furthermore, the availability of employment 
opportunities after graduation can influence students' 
decisions about what to study. Another important issue is the 
cost of living in a particular location which can impact the 
affordability of higher education for students and their 
families. 
Social factors that may impact the Greek higher education 
industry include changes in the demographic makeup of a 
society, such as population growth or aging which can impact 
the demand for higher education and the types of programs 
and services that are needed. Public attitudes towards 
education, including the value placed on higher education, 
can also impact the demand for higher education and the 
funding available for it. Greek HEIs may also be impacted by 
changes in the diversity of their student body and the need to 
support a diverse range of students. In this respect, the use of 

social media by students and HEIs can impact the way that 
education is delivered and perceived by the public. 
Technological factors that may impact Greek HEIs include 
the impact of technology on teaching and learning. 
Particularly, the use of technology in the classroom, such as 
the use of online learning platforms and educational software, 
can impact the way that education is delivered and the 
effectiveness of teaching and learning. Greek HEIs may use 
technology to streamline administrative processes, such as 
student registration and financial aid applications; therefore, 
the availability of technology, such as computers and internet 
access, can impact students' ability to participate in online 
learning and other technology-dependent educational 
activities. The rapid pace of technological advancement can 
impact the demand for certain types of programs and the 
skills that are required by employers. As every technological 
advancement or adoption is a promising feature Greek HEIs 
must also consider the potential risks associated with the use 
of technology, such as cyber attacks and data breaches, and 
take steps to protect sensitive information. The growth of 
online learning has revolutionized the way that higher 
education is delivered, and has made education more 
accessible to students who may not have been able to attend 
traditional on-campus programs. In this respect, virtual 
reality (VR) and augmented reality (AR) technologies have 
the potential to transform the way that education is delivered, 
by allowing students to experience virtual environments and 
simulations in a way that is immersive and interactive. 
Complementary is the adoption of artificial intelligence (AI) 
which can be used in education to personalize learning, 
analyze student performance data, and automate 
administrative tasks. Another noticeable trend is the mobile 
learning and the widespread use of smartphones and other 
mobile devices that has made it possible for students to access 
education materials and resources anytime, anywhere. 
Combined with learning management systems (LMS), which 
are software platforms such as Moodle, are used to deliver 
and manage online courses and other educational materials. 
 
B) SWOT analysis: SWOT analysis is another strategic tool 
that can be used by HEIs to assess their internal and external 
environment. SWOT stands for Strengths, Weaknesses, 
Opportunities, and Threats, and it involves analyzing the 
organization's internal capabilities and limitations, as well as 
the external factors that could impact its operations. By 
conducting a SWOT analysis, HEIs can gain a deeper 
understanding of their unique strengths and weaknesses, 
which can help them, identify areas for improvement and 
leverage their advantages. They can also identify potential 
opportunities for growth and expansion, as well as potential 
threats that may pose challenges to their operations. On one 
hand, strengths and weaknesses refer to the internal factors 
that either hinder or advance an organization such as 
reputation, resources, funding, expertise, location. On the 
other hand, opportunities and threats are the external factors 
that present either a chance to improve on or pose a risk 
respectively. In the following Figure 3, SWOT analysis 
findings are presented for the Greek HEIs. 
 

Figure 3. SWOT Analysis 
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such as VR and AI in the 
classroom

Accreditation can help to 
ensure the quality of programs 
and facilities and attract 
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Strong tradition with 
some dating back over 
centuries
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in a variety of fields

Strong international 
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research

Limited English language 
proficiency among some 
faculty and students, which can 
be a barrier to international 
collaboration

Growing demand for 
higher education in the 
region, with increasing 
numbers of students seeking 
to study in Greece

Competition, particularly 
from those in more 
financially stable countries

Changing 
demographics may 
affect the ability to attract 
international students and 
funding

Political instability and 
economic challenges within 
Greece

 
 
According to literature, Greek HEIs have several strengths 
that make them attractive to students, faculty, and other 
stakeholders. One of the most significant strengths is their 
strong brand and reputation, which can help them stand out 
in a crowded field. Additionally, HEIs that offer a diverse 
range of programs are better able to meet the needs of a 
diverse student body, which can help them attract a wider 
range of students. In this respect, HEIs with strong research 
programs are also highly sought after. These institutions can 
attract top faculty and students, and may be viewed as more 
credible by employers and other stakeholders. Finally, HEIs 
that have strong partnerships and collaborations with other 
organizations are in a unique position to access resources and 
expertise, which can help them offer unique opportunities to 
their students.  
Greek HEIs also face some weaknesses that can impact their 
competitiveness and ability to meet student needs. One 
common challenge is limited resources, as institutions with 
less financial support may struggle to offer the same level of 
resources and support as their better-funded counterparts. 
Another challenge is having a limited range of program 
offerings, which can make it harder to attract a diverse 
student body or meet the needs of students with specialized 
interests. HEIs that do not prioritize innovation or new 
technologies and teaching methods may also find themselves 
falling behind in an increasingly dynamic education 
landscape. Finally, institutions with poor student support 
services, such as inadequate counseling or career services, 
may struggle to retain students and support their success. 
Addressing these weaknesses is important for Greek HEIs to 
remain competitive and meet the needs of today's students. 
By prioritizing innovative approaches, diversifying program 
offerings, and investing in student support, HEIs can 
overcome these challenges and continue to provide high-
quality education.  
Findings also reveal that there are several opportunities for 
HEIs in Greece to take advantage of in today's ever-changing 
world. One such opportunity is the emergence of new 
technologies, such as online learning platforms or virtual 
reality, which can offer innovative and more effective ways 
to deliver education. Greek HEIs may also benefit from 
forming partnerships and collaborations with other 
organizations, such as businesses or research institutions. 
These partnerships can provide access to valuable resources 
and expertise, and create new opportunities for research and 
learning. The increasing demand for education is another 
significant opportunity. As the job market and societal 
attitudes towards education change, the demand for higher 

education is likely to increase. The same logic applies to the 
globalization of education to attract international students 
and form partnerships with institutions around the world. By 
recognizing and leveraging these opportunities, Greek HEIs 
can better position themselves for success in the rapidly 
changing landscape of education. Accreditation is another 
opportunity that Greek HEIs must be mindful of, as meeting 
certain standards is required and this can impact an 
institution's reputation and the perceived value of its degrees. 
Finally, there are several threats that HEIs in Greece should 
be aware of. One significant threat is competition, both from 
other institutions within the country and from international 
ones. This can make it challenging for institutions to attract 
and retain students. Another threat is the demand for higher 
education, which can be influenced by factors such as the 
state of economy, job availability, and the perceived value of 
a degree. This can impact an institution's enrollment and 
revenue. The availability and quality of faculty and staff can 
also impact the effectiveness of teaching and learning, which 
can affect an institution's reputation and the value of its 
degrees. The quality and availability of physical 
infrastructure, such as classrooms, laboratories, and 
residence halls, can also affect the student experience and the 
effectiveness of teaching and learning. Additionally, changes 
in the population, such as demographic shifts in age or 
diversity, can create new challenges and combined with 
changes in government policies, such as education funding or 
regulation, can also present liable threats to the sustainability 
of Greek HEIs. 

3 PROCESS APPROACH 

ISO 9000 defines a process as “a set of interrelated or 
interacting activities that uses inputs to deliver an intended 
result” (ISO, 2015a). The key here is that it is an activity, 
something that happens in an organization. Every action that 
people take, every task they perform, is part of a process at 
some level. Whether they are carefully designed and 
coordinated or ad-hoc and inconsistent, all organizations 
have processes. The purpose of the “process approach” in 
ISO 9001 is to encourage organizations to consciously design 
and plan the processes that comprise the management system 
to make sure they fit together and support each other so that 
the overall system delivers its desired results effectively and 
efficiently (ISO 9001b). The process approach is a 
management strategy that is widely used in the academic 
context. It involves the conscious and systematic design, 
implementation, measurement, and improvement of 
processes within a HEI, with the goal of achieving desired 
outcomes more effectively and efficiently. In the academic 
context, the process approach can be applied to a variety of 
areas, such as student admissions, academic advising, course 
scheduling, program evaluation, research management, and 
administrative operations. The approach involves identifying 
key processes, defining their inputs and outputs, analyzing 
their performance, and continuously improving them through 
data-driven decision-making. In the following Figure 4, the 
process approach (PA) model is demonstrated.  

 
Figure 4. Process Approach Model 
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For example, in the context of student admissions, the PA 
would involve mapping out the steps involved in the 
admissions process, from initial inquiry to enrollment, and 
identifying areas for improvement. The process could be 
streamlined by eliminating redundant steps, clarifying 
communication channels, and leveraging technology to 
automate certain tasks. Similarly, in the context of program 
evaluation, the process approach would involve defining the 
evaluation criteria, collecting and analyzing data on student 
outcomes, and using the results to improve the program over 
time. This would ensure that the program is meeting its goals 
and producing graduates who are well-prepared for their 
careers. The PA is a powerful tool for academic institutions 
to achieve their goals and improve the quality of their 
programs and services. By focusing on the design and 
optimization of key processes, HEIs can become more 
responsive to the needs of their stakeholders. In the following 
Figure 5, the process of education is approached and 
decomposed. 

 
Figure 5. Implementation Example 

 

Need for learning
Students

Curriculum
Learning 

environment 
Physical 
Human
Financial
Information 
Technological 

Education process

Accreditation and standards 
Regulations
Assessment tools 
Monitoring 
Feedback 
Competence 

Knowledge management
Certifications
Problem solving
Personal development 
Innovation

Student and staff satisfaction 
Lessons learned
Word of mouth 
Improvement 

Controls

Resources

Inputs

Outputs

Effectiveness  
 
As inputs, students are the primary input in the education 
process. They bring a range of backgrounds, experiences, and 
learning styles to the classroom, which can influence how 
they learn and engage with the curriculum. The curriculum 
itself is another key input in the education process. It defines 
the learning objectives, topics, and content that students are 
expected to master during their studies. Last but not least, the 
learning environment, including the physical classroom, 
technology, and teaching methods, also plays an important 
role in the education process. The design of the learning 

environment can influence student engagement and 
motivation. 
Moving on to the controls, that ensure the effectiveness and 
efficiency of the educational process, these controls include 
accreditation and standards set by governing bodies and 
professional organizations which help to ensure that the 
educational process meets established benchmarks for quality 
and effectiveness. In this respect, regulations from 
government agencies and other regulatory bodies help to 
ensure that HEIs adhere to established guidelines for safety, 
ethical conduct, and academic rigor. Assessment and 
evaluation tools help to monitor student progress and 
achievement, evaluate the effectiveness of the curriculum and 
teaching methods, and identify areas for improvement. 
Within the controls lie the monitoring and oversight from 
administrators and other stakeholders helping to ensure that 
the educational process is aligned with the institution's 
mission and goals and is being executed effectively. 
Feedback mechanisms, such as surveys and focus groups, 
enable students, educators, and other stakeholders to provide 
feedback on the educational process and identify areas for 
improvement. Additionally, competence requirements from 
academic staff are also responsible for delivering the 
curriculum and supporting students' learning. Their 
knowledge, skills, and teaching methods are critical controls 
in the education process. Overall, the controls in the process 
of education help to ensure that the educational process is 
well-managed, effective and efficient, thus, educational 
institutions can continually improve the quality of their 
educational programs and provide students with a high-
quality learning experience. 
The process of education requires various resources to ensure 
that students receive a quality education. These resources 
include physical resources which are the tangible assets 
required to sustain the educational process namely 
classrooms, laboratories, libraries, equipment, and other 
infrastructure that supports the delivery of educational 
programs. Human resources include the people who are 
involved in the education process, such as academics, 
administrators, support staff, and other educators. Financial 
resources include the funding required to support the 
educational process, such as tuition fees, grants, donations, 
and government funding whereas information resources 
include the data, information, and knowledge required to 
support the educational process. These include textbooks, 
journals, databases, and other educational materials. 
Technological resources include the hardware and software 
used to support the educational process, such as computers, 
tablets, learning management systems, and other educational 
technologies. The resources in the process of education are 
critical to ensuring that students receive a quality education. 
By ensuring that these resources are available, accessible, and 
effective, educational institutions can create a learning 
environment that supports student success and achievement. 
The outputs of the education process include both tangible 
and intangible outcomes. These outputs are the results of the 
educational process and are essential in assessing the 
effectiveness of the education system. Particularly, key 
outputs of the education process include certifications which 
are a formal recognition of a person's knowledge, skills, and 
abilities in a specific field. HEIs provide certifications to 
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students who meet certain academic requirements, which 
validate their knowledge and skills to potential employers 
and other stakeholders. Education also aims to equip students 
with knowledge and skills that they can apply in real-life 
situations. The knowledge and skills imparted to students can 
help them in their personal and professional lives, and 
contribute to the knowledge base of society. In this respect, 
education also prepares students to become effective problem 
solvers by imparting critical thinking and analytical skills. 
This is complementary to the personal development by 
helping students to develop a strong work ethic, leadership 
and communication skills along with teamwork abilities. 
Ideally, education should foster innovation and creativity by 
encouraging students to think out of the box and develop new 
ideas and solutions to real-world problems.  
The effectiveness of the education process can be measured 
in various ways, including student and staff satisfaction, 
lessons learned, word of mouth, and continuous 
improvement. Particulalry, student and staff satisfaction is a 
critical measure of the effectiveness as this can impact the 
overall purpose of the process. High levels of satisfaction can 
lead to positive word of mouth, increased enrollment, and 
improved reputation for the educational institution. 
Considering education as a long term journey, it is important 
to continuously review and evaluate the educational process 
to identify lessons learned and areas for improvement. This 
can include analyzing student performance data, assessing 
the effectiveness of teaching methodologies and gathering 
feedback from students and staff. By identifying lessons 
learned, HEIs can make necessary changes to improve the 
quality of education provided. Quality goes hand in hand with 
the positive word of mouth which can be a powerful indicator 
of the education process effectiveness. Students and staff 
who are satisfied with their educational experience are more 
likely to recommend the institution to others, which can lead 
to increased enrollment and improved reputation. Moreover, 
the education process should be a continuous cycle of 
improvement which can help ensure that the process remains 
relevant and effective, and meets the needs of students and 
society as a whole.  
WIIFM Questions: WIIFM stands for "What's In It For Me?" 
and it is a set of questions people ask when considering a 
particular action or decision. In the context of higher 
education institutions, WIIFM questions might be asked by 
prospective or current students, academic or admistrative 
staff (Xu et al., 2022). According to Olsen’s typology (2007), 
HEIs fall into four types of change influence because they are 
between multiple pressures.  
First, if we consider HEIs as self-governing communities of 
scholars then the constitutive logic is based on the free 
inquiry, truth finding and expertise and their autonomy is 
based to the best qualified and scientific measures. Therefore, 
change is driven by the internal dynamics of science 
combined with slow interpretation of institutional identity 
usually accompanied by performance indicators. Second, if 
we consider HEIs as an instrument for national and political 
agendas then the constitutive logic is mainly administrative 
implementing predetermined political objectives. This 
government-driven orientation is delegated according to 
political interests and the autonomy is based on relative 
efficiency. In this regard, change is driven by political 

decisions and priorities guided by elections, coalition 
formations and leadership.  
Third, if we consider HEIs as a representative of democracy 
then the constitutive logic is based on interest representation, 
bargaining and majority decisions. Accordingly, the 
autonomy of Universities is affected by a mixed series of 
factors including work-place democracy, functional 
competence and societal needs. Therefore, change depends 
on conflict resolution, power, interests and alliances. Forth, 
if we consider HEIs as a service enterprise embedded in 
competitive markets then the constitutive logic is based on 
market needs, external funding and price systems. Meeting 
community demands, stakeholders’ needs and process 
efficiency are the reasons for autonomy which implies that 
change is driven by competitive selection or rational learning. 
In this respect and based on Olsen’s typology, we develop a 
series of WIIFM questions to address this multi-perspetive 
dimension of expectations in the higher education sector. 
This will allow the analyst to gather significant data 
regarding different perspectives, needs and experiences that 
influence an individual decision in the long term. By 
answering these questions, HEIs can help attract and retain 
students, academic and administrative members who are 
invested in their success. Each topic represents one of the four 
types of change namely internal dynamic of science, 
government –driven orientation, interest representation and 
bargaining and competitive markets.  
 

Table 1. Goal Orientation and Degree of Autonomy 
 

Topic 1 Academi
cs 

Stude
nts 

Administ
rators 

 
Goal 
orientatio
n refers to 
reasons 
for 
engaging 
in 
achieveme
nt 
behaviors 
in a 
particular 
situation 
 
Degree of 
autonomy 
refers to 
the 
allowed 
level of 
innovation
, 

1 
What does performance mean 

to you? 

2 

How 
much 

freedom 
do you 
have 

when it 
comes to 
teaching 

and 
research? 

How 
much 
freedo
m do 
you 
have 
when 

it 
comes 

to 
learnin

g? 

How 
much 

freedom 
do you 
have to 
decide 

what you 
do? 

3 

Do you 
teach in 

areas 
where 

you have 
expertise

? 

Are 
you 

receivi
ng 

educat
ion in 
your 
topic 

of 

To what 
extent are 
your tasks 
coherent 

with those 
of others? 
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experimen
tation, and 
risk-taking 

interes
t? 

4 

Do you 
experienc

e 
conflictin

g 
demands 

for 
teaching? 

(from 
academic 

staff, 
students, 
administr

ators) 

Do 
you 

experi
ence 

conflic
ting 

deman
ds for 
learnin

g? 

Do you 
experienc

e 
conflictin

g 
demands 
for your 
work? 

 
Table 2. Decision Making and Policies 

 

Topic 2 Academ
ics 

Stude
nts 

Administra
tors 

  
Policies 
refers to 
formal, 
written 
docume
nts 
 
Decisio
n-
making 
refers to 
informa
l 
structur
es that 
deliver 
a result  
  

1 
How familiar are you with the 
content of policies at different 

levels at your university? 

2 

To what 
extent 

policies 
affect 
your 

behavior 
in 

teaching
? 

To 
what 

extent 
policie
s affect 

your 
behavi
or in 

learnin
g? 

To what 
extent 
policies 
affect your 
behavior in 
managing? 

3 
Have you experience change in 

your role in the past 5 years? 

4 
To what extent are you involved 

in policies formulation? 

5 
To what extent are you free to 

decide what is best for your role? 

 
 
 
 
 
 
 
 
 
 
 
 

Table 3. Support and Evaluation 

Topic 3 Acade
mics 

Student
s 

Administr
ators 

 
Support 
refers to 
the 
availabi
lity of 
resource
s 
 
Evaluati
on 
refers to 
practice
s that 
measure 
perform
ance 
  

1 
How is your performance 

measured? 

2 
Who ascertains whether your 

performance is adequate? 

3 

To what 
extent is 
performa

nce 
evaluatio
n useful 

for 
improvin

g your 
teaching 
techniqu

es? 

How 
performa

nce 
evaluatio
n could 
improve 

your 
learning 
capabiliti

es? 

How 
performan

ce 
evaluation 

could 
improve 

your 
manageria

l skills? 

4 

To what 
extent do 
you get 

help 
when 

you need 
it? 

(quality 
equipme

nt, 
classroo

ms 
adequac

y) 

To what 
extent do 
you get 

help 
when 

you need 
it? (from 
academi
c staff, 

students, 
access to 
libraries) 

To what 
extent do 
you get 

help when 
you need 

it? 
(financial, 
operationa

l) 

 
Table 4. Influence and Trust 

 
Topic 4 Academics Students Administrato

rs 
 
Influence 
refers to 
actors 
outside of 
the 
university 
and 
scientific 
community 
(policy 
makers, 
funders, 
family) 
 
Trust 
refers to a 
mechanism 

1 

Do external 
stakeholders 
have an 
impact on 
your 
academic 
work 
(research, 
teaching)? 

What kind 
of impact 
do external 
stakeholde
rs have on 
your 
academic 
progress? 

What kind of 
impact do 
external 
stakeholders 
have on your 
management 
roles? 

2 

To what 
extent is your 
behavior 
influenced by 
performance 
demands 
(evaluations, 
bibliometrics
)? 

To what 
extent is 
your 
behavior 
influenced 
by 
performan
ce 
demands 

To what 
extent is your 
behavior 
influenced by 
performance 
demands 
(objectives, 
support)? 
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of 
incentives 
for 
higher/low
er 
performan
ce  

(grading, 
research)? 

3 
Is the culture in your University/Dept. better 
described as competitive or supportive? 

4 

What type of recognition do you find 
important? 
- Peer recognition 
- Publication points 
- Student feedback 
-Management recognition 
- Financial 
- Media attention 

 
By asking and answering these WIIFM questions, individuals can 
gain a better understanding of how an institution aligns with their 
own values, goals, and interests. Additionally, HEIs can use these 
questions to identify areas where they may need to improve or adapt 
in order to better meet the needs of their stakeholders. Eventually, 
by addressing the multi-perspective dimension of expectations in 
the higher education sector, each institution can attract and retain 
individuals who will contribute to the institution's overall 
excellence. 
CHANGE AND RISK ROADMAP: The risk roadmap is a crucial 
component of the proactive solution presented in this paper. It is a 
holistic approach that aims to filter all the previous findings and 
implements change while mitigating potential risks. The risk 
roadmap as depicted in Figure 6 involves three stages, namely risk 
assessment, risk treatment and planning of change.  
 

Figure 6. Change and Risk Roadmap 
 

Risk Treatment
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Review Effectiveness

PA

SWOT
PEST

WIIFM
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Risk Prioritization unacceptable
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Implement Change

Resistance & Stress

Plan Change

 
 
The first stage, risk identification, involves recognizing 
potential risks associated with change. This could include 
risks related to stakeholders, resources, timelines, and 
external factors. Risk assessment also involves analyzing the 
identified risks in terms of their likelihood and impact. This 
stage helps prioritize risks and determine which risks require 
immediate attention. This leads us to the third stage, risk 
treatment which includes developing strategies to manage 
the identified risks.  
Risk avoidance involves identifying and eliminating risks 
before they occur. This may result in deciding not to pursue 
certain change initiatives or taking steps to mitigate the risks 
associated with a change. For example, a HEI may decide 
not to implement a new technology system that has a high risk 
of failure and instead focus on a less risky alternative. Risk 
transfer involves transferring the risks associated with a 
change to another party. This may lead to outsourcing 

certain activities or purchasing insurance to protect against 
potential losses. For example, a HEI may outsource its IT 
services to a third-party provider, transferring the risk of 
system failure to the provider. Risk retention involves 
accepting the risks associated with a change and developing 
plans to manage those risks internally. This may require 
setting aside funds to cover potential losses or developing 
contingency plans to address unexpected events. For 
example, a HEI may accept the risk of a budget shortfall 
associated with a new program and develop contingency 
plans to address the shortfall if it occurs. Risk reduction 
involves taking steps to minimize the risks associated with a 
change. This may result in implementing controls, allocating 
resources, or developing contingency plans. For example, a 
HEI may implement strict quality control processes to reduce 
the risk of program failure or allocate additional resources 
to support a new program during its initial implementation 
phase. The strategies developed should align with the goals 
of the institution and be based on the resources available.  
It is important to ensure that the risk management plan is 
flexible and adaptable to changing circumstances. If the risk 
is adequately controlled, we plan to implement the change 
under consideration. In this respect, timing and 
communication of the change objectives is crucial to the 
success or failure of the change initiative. Particularly, in 
terms of change implementation, one should consider 
resistance and stress as common reactions that individuals 
and groups may experience. Resistance to change can be 
caused by several factors, such as fear of the unknown, lack 
of understanding of the need for change, feeling threatened 
by the change, and the perception that the change is being 
imposed without consultation. Resistance can manifest in 
different ways, including passive resistance, such as avoiding 
participation or passive-aggressive behavior, or active 
resistance, such as openly challenging the change or 
organizing protests.  
To address resistance to change, it is essential to involve 
stakeholders in the change process from the beginning, 
communicate the change objectives clearly and provide 
opportunities for feedback and involvement in decision-
making. It is also crucial to understand the reasons for 
resistance and address them proactively. Stress is another 
common reaction to change, as it can disrupt routines, create 
uncertainty, and require new skills and behaviors. The level 
of stress can vary depending on the individual's personality, 
experience, and coping mechanisms. To mitigate stress 
during change it can be helpful to provide stress management 
resources such as counseling or relaxation techniques. 
The proposed risk roadmap is an essential tool for HEIs as 
they navigate the complex and rapidly changing 
environment. By identifying potential risks, assessing their 
impact, and developing effective risk management strategies, 
HEIs can implement change more effectively and with less 
disruption. This approach is designed to promote a culture of 
change awareness and continuous improvement, enabling 
HEIs to deliver high-quality education to their students.  
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4 CONCLUSION  

Change management is critical for the success of higher 
education institutions in a complex and ever-changing 
environment. This paper has presented a roadmap for 
implementing effective change towards improvement, 
considering macro, micro, individual, and operational drivers 
of change. By analyzing the Greek HEI sector through PEST 
and SWOT analyses based on literature review and artificial 
intelligence accompanied by a set of WIIFM questions, this 
paper highlights the importance of understanding the multi-
dimensional aspects of educational change and individual 
needs. Additionally, embracing the process approach and 
developing the risk roadmap, we focused on providing a 
holistic approach to implementing change and managing 
associated risks.  
This study acknowledges several limitations that need to be 
addressed in future research initiatives. Firstly, the study 
focused solely on the Greek Higher Education sector, and 
while the findings are useful, they may not be applicable to 
other countries or regions. Therefore, future research should 
investigate the applicability of the proposed roadmap in 
different contexts. Secondly, the paper did not include 
empirical data collection but relied on literature review. Thus, 
future research could involve a combination of qualitative 
and quantitative methods to test the effectiveness of the 
proposed roadmap. Thirdly, the study did not explore the role 
of cultural and social factors in the change management 
process, which can significantly influence the success or 
failure of change initiatives. Finally, the proposed roadmap 
for change management is a general framework and does not 
provide specific guidance for implementing change 
initiatives. Therefore, future research should focus on 
developing practical guidelines and tools for applying the 
proposed roadmap in HEIs.  
It is hoped that this paper will help policy-makers and 
educational managers formulate sound change management 
programs based on risk management and build a change-
awareness culture that improves educational quality with 
knowledge management.  
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