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The wide implementation of service offshoring strategies worldwide has been
visible and studied mainly in such business domains as information technol-
ogy, accounting, human resource management and customer care centres.
Nonetheless, transferring processes to offshore locations has also been im-
plemented in the higher education sector. Responding to demographic, social
and globalization challenges, renowned universities seek for innovative solu-
tions that shall enhance quality and attractiveness of their operations, while
strengthening their competitive advantage. The paper examines the case of
an American university that conducts degree programmes in European off-
shore locations, in the light of differences between higher education and
standard business offshoring.
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Introduction

The rapidly growing globalization impacts almost every domain of human life
(Potrafke, 2014) and transforms educational services by overcoming for-
mer accessibility constraints and enhancing knowledge exchange (Carter,
2005). It is claimed to bring positive impact not only on income, employ-
ment, trade balances and inflows of capital, but also on the advancement
of skillset or innovation (Balestrini, 2012). Population declines, demanding
competition, and funding reductions are forcing higher education institu-
tions (HEls) to constantly go for assessments in numerous rankings, de-
spite their primary mission and focus (Shin, Toutkoushian, & Teichler 2011,
p. 2). Such changes impact communities and states involved (Kedziora,
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Karri, Kraslawski, & Halasa, 2017), and require insights into relations be-
tween higher education, global society and the economy (Allais, 2017). In
this situation, the key challenge every organization needs to address is how
to make use of the best managerial practices to develop optimised oper-
ational models that would allow for further functional improvements and
expansion opportunities. One possible option can be international sourcing
and considering some foreign locations where operations can be transferred
in order to be delivered by an external partner. In the past few years, busi-
ness process offshoring has widely been implemented in such business
sectors as accounting, information technology (IT), human resource man-
agement (HRM) and customer contact centres (CCC) (The Shared Services
and Outsourcing Network, 2017). Such transformations may bring multiple
benefits not only to both parties (investor and service vendor) involved, but
also to local communities and to the global economic turnover.

The study conducted in this paper describes the case of an American
university that runs degree programmes in Poland, in the light of a glob-
alised learning environment. The results aid in understanding the nature
and conditions of such ventures, and in identifying the differences among
offshore investments in higher education, compared to the widely imple-
mented offshoring of IT, HRM and CCC. The core aim of this paper is to
briefly present the operational model and key aspects governing higher edu-
cation offshoring ventures, enhancing innovative and qualitative features of
international knowledge exchange. The following research questions shall
be addressed:

1. How can the operational model of remote education services be de-
signed?

2. What are the key motivators and challenges in the higher education
offshoring?

3. What are similarities and differences behind higher education and
standard business offshoring ventures?

Theoretical Background

Transnational education refers to the situation where students are based in
a different country than the awarding institution, which has mainly been ob-
served in the past decade due to the formation of international branch cam-
puses (Wilkins & Huisman, 2012). An international branch campus (IBC)
can be defined as an offshore unit of a HEI that is managed by the mother
institution or through a joint venture in which this institution acts as a part-
ner, and awards the degree upon the successful completion of a programme
in an offshore location (Becker, 2009, p. 2). The HEI often engages in some
face-to-face teaching and provides its offshore students access to the entire



academic virtual resources (Cross-Border Education Research Team 2014).
There is already more than 200 IBCs in the world (Lawton & Katsomitros,
2012) and most of such investments happen from more developed to less
developed countries (Naidoo, 2009). It has recently been one of the most
noticeable developments in globalised higher education (Healey, 2015), as
research universities have increasingly been encouraged by federal and
state governments to focus on their economic roles at the policy level (War-
shaw, 2014). The targeted allocation of research funding and global need
for growing science and technology professionals has been perceived as
a key trigger of the so-called ‘academic capitalism’ (Slaughter & Rhoades,
2004; Cantwell & Kauppinen, 2014). In some countries, such as the UK,
US and Australia, the state funding has increasingly failed to satisfy the
operational and investment needs of HEls, which forced many of them to
search for alternative revenue sources (Welch, 2011).

HEls assume multiple strategies to the coexisting demands of society
and industry’s institutional logics (Upton & Warshaw, 2017), but they tend
to evolve rather slowly and most often by means of a piecemeal engineer-
ing (Meyer, Ramirez, Frank, & Schofer, 2007). Piecemeal social engineering
refers to challenging the status quo in small steps, to avoid violent social
changes (as opposed to the utopian engineering, aiming at the revolution-
ary changes that shall lead to the achievement of a predetermined ideal
status) (Popper, 2011).

The way public HEIs have been transforming themselves into market-
focused, industry-like organisations has been questioned by many re-
searchers (Bozeman & Boardman, 2013) and, in many aspects, European
academics have been remaining resistant, or at least critical, to the new
directions in which research policies are heading (Matos, 2013). Publica-
tion productivity remains a key focus of many researchers stipulated by
motivational, demographic and institutional characteristics (Bentley, 2015).
In the 21st century, modern universities have been subject to such an
internationalization that has triggered significant changes and has intro-
duced a new education paradigm (Taylor, 2004; Gacel-Avila, 2005). Such
internationalisation, embracing various domains of higher education (Haigh,
2002), forces many universities to tackle multiple challenges in the areas
of knowledge society demands, information and communication technology
(ICT) developments, and globalization (de Jong & Teekens, 2003). The inter-
nationalisation of HEIs and the observed growth in transnational provisions
may be seen as an institutional response to globalisation (Marginson and
Van der Wende, 2007; Maringe & Gibbs, 2009).

Offshoring can be understood as shifting part of business to some for-
eign country and it originates from David Ricardo’s theory of comparative
advantage (Butler & Soontiens, 2014). The word outsourcing is created
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from the words ‘outside,” ‘use’ and ‘resources,” and it refers to the passing
of some business functions to an external company (Allweyer, Besthorn, &
Schaaf, 2004). It has mostly been stipulated by such factors as cost re-
duction and access to broad workforce capabilities in some other location
(Fielding, 2006). Even though labour expense differences between coun-
tries may become smaller as time passes (Rost, 2006, p. 35), there are
other aspects that impact such changes in the short-term and mid-term,
such as productivity and quality enhancement, building core capabilities
and learning new competencies (King & Malhotra, 2000). The stable growth
of service offshoring can be observed globally and the range of processes
transferred to remote locations becomes wider over time (Thelen, Honey-
cutt, & Murphy, 2010). Organisational project management can be defined
as a sphere of management where dynamic structures in the firm are ar-
ticulated as means to implement organizational objectives through projects
in order to maximize value (Aubry, Hobbs, & Thuillier, 2007). A business
transition project is a process of transferring knowledge, systems and op-
erating capabilities to some other unit (Charter BPO Solutions, 2006) that
builds and deploys new or somehow modified services (ITIL, 2011). Man-
agers involved in the implementation of transition projects constantly need
to struggle with various challenges (Kedziora, Karri, & Kraslawski, 2016), as
managing complex transitions requires specialised and efficient resources
from both the service buyer and vendor’'s side (Karimi, Somers, & Bhat-
tacherjee, 2007).

The ability to use the information from different sources in order to cre-
ate some unique solutions to problems is called innovation, and it can be
divided into two basic types: evolutionary and disruptive (Proctor 2005, p.
18). Open innovation is to be understood as the use of outflows and inflows
of knowledge to enhance internal innovation and expand for its external us-
age (Chesbrough, 2003). One of the key characteristics of open innovation
is the involvement of external partners in the process (Cheng & Huizingh,
2014) and in the last few years, we can observe the intensive shift from
the traditional ‘closed’ model to the open innovation, with a focus on in-
ternal operations and resources (Gassmann, 2006; Lichtenthaler, 2011). It
often leads to an increase in the company’s profitability and performance
quality (Chiang & Hung, 2010). Qualitative content analysis is a text anal-
ysis approach used to quantify research content in terms of predefined
categories, in a replicable and systematic manner (Eriksson & Kovalainen,
2008).

The emergence of computer-assisted qualitative data analysis software
(CAQDAS) is perceived as one of the most remarkable developments in
qualitative research in the past few decades (Bryman & Bell, 2007, p. 291).
There are multiple programmes that can be used for coding empirical data



available on the market. Fundamentally, the process of a multiple case
analysis differs from a single one, as it is not necessary to define all the
features of the cases in detail (Yin, 2003). CAQDAS packages enable the
incorporation of quantitative data for assuming quantitative approaches to
qualitative analysis (Lewins & Silver, 2009). The empiric data can be coded
based on the concepts from various sources, but the analyst may also
be taking into account new concepts emerging from the data during the
analysis, as the data shall be coded, retrieved and interpreted by the analyst
(Creswell, 2013).

Offshored services can nowadays correspond to multiple business lines
and forms, such as captive (in-house) offshoring, Information Technol-
ogy Outsourcing (ITO), Business Process Outsourcing (BPO). Alsudairi and
Dwivedi (2010) have defined its 42 variations, but the broadest expression,
covering such operations, commonly referred to in many reports (Associa-
tion of Business Service Leaders, 2016) is ‘modern business services.

Educational Services in a Global Context

Nowadays, university students are constantly reminded about the need to
prepare themselves for global market competition (Durbin, 2006). It has a
direct impact on the branding of higher education institutions, which has
become an important subject observed globally in the past few years (Sten-
saker, 2007). In branding studies, the core of a brand forms its identity,
conceptualised as its culture and vision (Suomi, 2014), and HEls normally
conform to standard values, such as ‘commitment, ‘quality, ‘critical at-
titude,” ‘diversity, and ‘openness/transparency’ (Satagen, 2015). As stu-
dents still tend to choose higher education institutions based on their repu-
tation rather than on teaching quality or tuition costs (The Guardian, 2012),
many HEIs engage in numerous global rankings that have been widely af-
fecting the behaviours of prospective students (Marginson, 2014). Nonethe-
less, university rankings may deliver misleading information that can result
in negative consequences in terms of fruitless and unrewarding efforts by
governments, university administrators, and students (Goglio, 2016). Thus,
ranking providers should regularly review and modify their services to en-
hance and refine their judgements (Soh, 2015). The prestige is often as-
sociated with the cost, as presented in the cost comparison of selected
universities below.

Whereas the public universities in Poland are free of charge for all EU
citizens, the tuition fee in the private institutions is still lower than in the
top American and British schools. Thus, only those students able to cover
funding and living costs can apply to these schools. Let us present the
estimated monthly costs in the selected countries in Table 2.

From the universities’ perspective, the commonly observed demographic
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Table 1 Costs of Studying in Selected Countries (in thousands PLN)

Country Higher education institutions Annual fee
The United  University of Cambridge 45.4
Kingdom University of Oxford 45.4
University College London 45.4
The United  Harvard University 179.7
States of Stanford University 183
America Massachusetts Institute of Technology 184.9
Poland University of Social Sciences in Lodz 4.0-7.5
(private Kozminski University in Warsaw 10.4-22

universities) SWPS University of Social Sciences and Humanities in Warsaw 7.6-18.5

Polish-Japanese Academy Of Information Technology in Warsaw 7-14.3

Notes Authors’ own work based on data from AEGON (www.aegon.pl).

Table 2 Estimated Monthly Costs of Studying Abroad (in thousands PLN)

Country Study-related costs Costs of living Total

The United Kingdom 5 4.2-6 9.2-11.4
The United States 16.2-21.6 8.9-10.7 25.1-32.3
Germany 0.1-0.3 3.6-3.9 3.7-4.2

Notes Authors’ own work based on data from AEGON (www.aegon.pl).
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Figure 1 Forecasted Number of Students in 2013-2025
(in thousands, based on Klamut, 2016)

decline in Poland (Financial Times, 2015) shall impact the number of stu-
dents in the country, which has been systematically decreasing for the past
years and shall continue in the future, as presented in Figure 1.

What is interesting is the number of foreign students in Poland has been
steadily growing in the past few years, and in 2014/2015 it has reached
46,100 persons, compared to 4,300 in 1990/1991 (Central Statistical
Office of Poland, 2015). The majority of those originate from Ukraine, as
well as from other European countries, as presented in Figure 2.

There are twelve international branch campuses in Poland, among which



Belarus 4118
Czech Republic = 795
Spain 1188

Germany = 857
Lithuania = 932
Norway 1538
Russia = 966
Sweden 1290
Turkey = 1040
Ukraine 23392

Other European countries 2375

China = 785
Taiwan = 410

India = 545
Kazakhstan = 560

Saudi Arabia = 804

Other Asian countries 2498

Canada 398
United States = 696
African countries =~ 709

Figure 2 Origin of Foreign Students in Poland in 2014/2015 (based on Klamut, 2016)

the widest activity is conducted by the WSB University. While most of the
Polish IBCs are offered by private schools, there are three public universities
offering MBA programmes. The below list presented in Figure 3 reflects their
geographical location.

1.

MBA + Master programme of Clark University in Worchester, USA of-
fered by the Cracow School of Business at Cracow University of Eco-
nomics (CSB CUE)

. MBA + Master programme of Clark University in Worchester, USA of-

fered by the University of Social Sciences in Lodz

. Executive MBA programme of National Louis University in Chicago,

USA offered by the Higher School of Business — National Louis Uni-
versity in Nowy Sacz

. Canadian Executive MBA ESG University of Quebec at Montreal

UQAM, Canada offered by the Warsaw School of Economics SGH

. Poznan-Atlanta MBA programme Of Georgia State University in At

lanta, Canada offered by the Poznan University of Economics

. MBA programme of Franklin University in Columbus, USA offered by

the WSB University in Wroclaw

. MBA programme of Franklin University in Columbus, USA offered by

the WSB University in Bydgoszcz
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Campuses in Poland

8. MBA programme of Franklin University in Columbus, USA offered by
the WSB University in Chorzow
9. MBA programme of Franklin University in Columbus, USA offered by
the WSB University in Opole
10. MBA programme of Franklin University in Columbus, USA offered by
the WSB University in Torun
11. MBA programme of Northampton University, USA offered by the WSB
University in Gdansk
12. Aalto Executive MBA of Aalto University (former Helsinki School of
Economics) offered by the WSB University in Poznan

The presence of the Finnish IBC in Poznan indicates the growing inter-
est of Scandinavian organisations in exploring offshore markets in order to
access wider student pools. In fact, there are already examples of Scandina-
vian activity in the area of international branch campuses, like the Estonian
Business School in Helsinki, Stockholm School of Economics Russia and
ESMOD Oslo, Moteskolen AS.

The Offshored Education Operational Model

of an American University in Poland

American universities seek to assume global perspective in education and
emphasise the study-abroad programs growth (Parey & Waldinger, 2010).
The American university addressed in this study has taken advantage from
the offshore outsourcing model where the external partner (Polish univer-
sity) conducts American Master studies. As of 2004/2005, according to
the agreement concluded between the two partner universities, degree pro-
grams include a Master of Science to Master of Business Administration
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with English as a language of instruction, mainly in the areas of Business,
Management, Information Technology (IT), Marketing and Communications,
and Human Resources Management (HRM). Since then, over 800 students
have graduated with American diplomas. Detailed data from the last 5 years
are presented in Figure 4.

In order to successfully manage the IBC’s operations, managers need
to clearly define the roles of all the parties involved. Different stakehold-
ers may have different expectations, as well as perception of the success
or failure of outsourcing arrangements (Alborz et. al, 2003). In Table 3,
the key roles and responsibilities in the project shall be depicted with a
clearly defined division between service buyer and vendor, where the vendor
company’s site is divided into two units (the American Unit at the Polish Uni-
versity is further supervised and supported by the Core Authorities of the
Polish University responsible for the overall management of the institution).

Qualitative Analysis of Interviews

The interviews with both parties involved in the offshore operations of the
American University in Poland were conducted in the beginning of 2017, by
means of personal interviews, web-conference calls and email communica-
tion. Data was collected from 6 managers leading the programmes and was
transcribed and thematically analysed with the use of the software NVIVO
v. 11, designed to explore and code qualitative material. The interviewees
were inquired regarding the aspects below related to the presence of the
Polish IBC:

e factors impacting the decision of transferring operations abroad and
reasons for considering such initiative,

e important factors for the organisations while choosing target partner
and location,
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Table 3 Key Stakeholders of University Partnerships

Stakeholder Role Description
American Dean of Key decision maker in the cooperation committee, member of
University Graduate the American University Board of Trustees responsible for ne-
Studies, gotiating contracts and overall cooperation governance. Act-
Associate ing as a final escalation point, resolving conflicts and issues,
Provost providing sign offs & approvals. Strategic level partner of co-
operation.
Associate Part of the cooperation committee who reports directly to the
Dean of Pro- American University Board of Trustees. Planning of new ed-
fessional ucational services to be on-boarded and transferred to part-
Studies ners. Participating in reviews and audits together with the
partner’s Executive Team. Tactical level partner of coopera-
tion.
Dean of In-  Leading the overall operations and coordination for interna-
ternational  tional programs at the American University. Ensuring exe-
Programs cution, timely escalations to the Board of Trustees, regular
monthly status reporting to the Executive Team. Monitoring,
tracking and controlling budgets. Operational level partner of
cooperation.
Polish Uni- Rector of Key decision maker in the cooperation committee, member of
versity the Univer-  the Polish University authorities responsible for negotiating
sity contracts and overall cooperation governance. Acting as a fi-
nal escalation point, resolving conflicts and issues, providing
sign offs & approvals. Strategic level partner of cooperation.
Dean of Part of the cooperation committee that reports directly to the
the Faculty, Polish University authorities. Planning and managing of new
Associate educational services to be on-boarded at the Polish Univer-
Provost sity. Participating in reviews and audits together with the part-
ner’s Executive Team. Tactical level partner of cooperation.
Department Overall coordination of international programs at the Polish
of Interna- University. Plays an important role in the initial phase of the
tional Coop- project as cooperation orchestrator and as responsible for
eration project paperwork and overall coordination. Operational level

partner of cooperation.

Continued on the next page

¢ key challenges during the execution of transition project that set up
the investment abroad,

¢ the most important features of offshore services in the location and
ways the organisation ensures such important factors are being prop-
erly addressed and delivered,

¢ key challenges for remote operations and ways of responding to such
(initiatives that have been undertaken),

¢ future steps and plans for this offshore investment.

The replies were abstracted and labelled with codes, while the categories



Table 3 Continued from the previous page

Stakeholder Role Description

Unit of the ~ Program The Program Director has a leading role in the program at the
American Director Polish University. He is a key decision maker in the cooper-
University at ation committee and represents the Polish University at the
the Polish American University Board of Trustees. He is responsible for
University negotiating contracts and facilitating relations with the Amer-

ican University. The Program Director acts as a final escala-
tion point, resolving conflicts and issues, providing sign offs

& approvals.
Program The Program Manager has an operational role in the program
Manager at the Polish University. He is responsible for the overall op-

eration of the American University Branch in Poland, which in-
cludes preparing plans and documentation, ensuring smooth
transition execution and timely escalations to the Executive
team (e.g. to the Program Director and/or to Dean of Inter-
national Programs at the American University). The Program
Manager places special emphasis on maintaining high quality
of educational standards, as expected by the American Uni-
versity.

Lecturers Lecturers are responsible for the educational service execu-
tion and delivery to end users (students). They must meet
high quality standards required by the American University.
Lecturers play a key role in the success of a project as they
are ‘faces’ of the American University on local market.

Administra-  Business as usual: administration activities including, but not

tion Staff limited to, daily coordination, support for students, support
for lecturers and faculty, courses registration, courses plan-
ning, quality and key performance indicator (KPI) reporting.

reliability, logical structure and in-depth text grounding were constantly rear-
ranged and refined (Patton, 2002). The relationships between the main con-
cepts were semantically examined with the use of data-mining software. The
qualitative content analysis followed the Graneheim and Lundman (2004)
approach, based on open-ended questions, addressed with latent content
analysis. The relationships between nodes were examined with the seman-
tic analysis, structured in several steps, following a comprehensive reading
and understanding of the text subdivided into few meaningful units, each of
them containing more than one concise sentence. The dataset composed
from single words represented separate summary points rather than con-
tinued text.

Findings and Discussion

The analysis conducted with the use of NVIVO revealed that the substance
was composed from four dominant nodes, covering nearly 60% of the mate-
rial. The core concepts identified were: ‘quality, ‘partnership, ‘innovation’
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and ‘expansion.’ Based on that, the concept map was developed with the
use of data mining software. The overall results confirmed that the percep-
tion behind the partnership settlement was slightly different on both sides,
as briefly summarised below.

The American organisation already had many relationships with organi-
sations abroad, but Poland was interesting because it was a new market,
mostly untapped by US universities. For the Polish organisation, the idea
to start a partnership with the American university and to offer master pro-
grammes had one primary reason: to offer an innovative product, something
that no other Polish university had, both in terms of content and teaching
style. It was very beneficial in marketing/advertising activities and it has sig-
nificantly strengthened this organisation’s competitive advantage. Regard-
ing the important factors while choosing a target location, the American
side was claiming that securing the appropriate partner was very important
to them and it needed to be an organisation that they could trust and work
closely with. The Polish side was also claiming that reliability is key to a
successful offshore presence and it resulted from some personal contacts
within the faculty. Moreover, it was one of the few American universities to
have overseas campuses. Participants from the American side reported that
the key challenges during the execution of transition project that set up the
investment abroad was dealing with the cultural and regulatory differences.
Moreover, it took considerable time and travel to negotiate the terms of the
contract. This could be quite expensive and needed to be included in the
budgeting process. Similarly, the Polish university mentioned the financial
issues during the contract negotiations, as well as the time needed to build
an atmosphere of trust between the partners.

As far as the most important features of the offshore operations are con-
cerned, the American side emphasised that the quality of the programme
delivered overseas and the preservation of a close and collegial relationship
with the partner is extremely important. The same for the Polish side: keep-
ing the quality of service at the appropriate level is a critical factor. Satisfied
students become satisfied graduates, keeping their Aima Mater in mind and
recommending it to their colleagues/collaborators in their future careers. To
check the level of satisfaction, evaluation surveys are regularly conducted
regarding the content of the courses or the delivery of the classes. More-
over, having a good working contact with the foreign partner was important,
and various communication tools were being used for that purpose (email,
calls, web-conferences, travels).

As for the key challenges for the offshore operations, the American side
again mentioned maintaining the programme quality, mostly due to staff
turnover on site. Having the right staff on the ground is critical to ensuring
that the business is run the way it should be and that the organisation’s
best interests are being represented. Visits to Poland are organised at least



twice a year and constant communication with the staff is kept, which has
already proved to be key in the current success. For the Polish side, the key
challenge was to attract enough students so that the programs earn profit
for the University. It was difficult in a competitive market, especially in times
of demographic decline. To respond to this challenge, the University tried
to adjust its study offer in order to become more up-to-date and to meet
market requirements, in cooperation with agents to attract students from
other parts of the world.

The final statements from the Polish side, regarding future steps and
plans for this cooperation, concerned the new programmes to be offered
next academic year. Moreover, new campuses of the American university will
be opened in other European countries, for which the Polish campus would
act as a coordination hub. The American side has confirmed the consider-
ation of expanding to different markets. The Polish partner is strong and
offers opportunities to expand in other Eastern European countries, but it
is important to do extensive research to determine which markets are most
suited for the American university and offer the best promises for future
financial and reputational gains. The researchers advised the interviewees
that further consideration of such initiatives could be linked to the current
trend of developing an ‘ideopolis,” understood as ‘a sustainable knowledge
intensive city that drives growth in the wider city-region’ (Jones, Williams,
Lee, Coats, & Cowling, 2006, p. 5), acting as a democratic ‘agora,” where
teachers and students would gather to talk and exchange ideas (Badley,
2009). The managers from both the Polish and American side reacted posi-
tively to such idea, and assured that such opportunities would be assessed
in the future.

The nodes and keywords from this text were used to generate a con-
cept map to enable visual representation of how the concepts semantically
relate to one another, and in order to identify the most frequently occur-
ring concepts in relation to the four main NVIVO nodes. The larger dots on
the map indicate more prominent concepts, with the most prominent be-
ing ‘quality,’ ‘partnership, ‘innovation’ and ‘expansion.” The concept usage
statistics vary in the size of the dots based on frequency across all main
nodes. These findings indicate that prominent concepts such as ‘quality,
‘partnership, ‘innovation’ and ‘expansion’ are considered by the involved
parties to be central to conducting offshore services.

Based on Figure 5, we can infer that higher education offshoring is be-
ing triggered by slightly different factors than other widely implemented off-
shoring of business domains, such as information technology, accounting,
human resource management and customer care centres. The standard
business offshoring is mainly focused on reducing operational expenses,
by taking advantage of more cost-efficient locations (Karpaty & Tingvall,
2014). Moreover, standard business services offshoring aims for the opti-
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Table 4 Key Features of Standard Business Offshoring and Higher Education Offshoring

Standard business offshoring Higher education offshoring
+ Cost reduction + New markets expansion
- Process improvement and optimization - Partnership with responsible HEI
+ Productivity enhancement - Service quality maintenance
- Taking advantage of external talent « Innovative product
resources - Strenghtening competitive advantage
+ Taking advantage of partner’s expetise « Enhancing student satisfaction

Notes Based on Karpaty and Tingvall (2014), Mihalache et al. (2012), Cha et al. (2008),
Kedia and Mukherjee (2009), Aksin and Masini (2008), and Di Gregorio et al. (2009).

misation of business processes, associated with business process reengi-
neering and innovative performance improvement (Mihalache, Jansen, Van
Den Bosch, & Volberda, 2012), resulting many times from the access to the
provide’s expertise (Cha, Pingry, & Thatcher, 2008). Another factor is asso-
ciated with taking advantage of the large talent pools in offshore locations,
overcoming at the same time retirement challenges in the incumbent loca-
tion (Kedia & Mukherjee, 2009). Moreover, it enables companies to build on
their core activities, by locating non-core processes abroad (Aksin & Masini,
2008), and it allows for a quicker response to the rapid demand changes
(Di Gregorio, Musteen, & Thomas, 2009). In case of HEls offshoring, we
can speak of product innovativeness associated with the expansion to a
new destination as the key unique motivator. Wilkins and Huisman (2012)
divided factors facilitating IBCs ventures onto 4 pillars: regulative (public
funding, regulatory forces and constrains), normative (quality and interna-
tionalisation), cultural-cognitive (culture and language) and institutional (dis-
tance and uncertainty), and indicated that the decision-makers are some-
times simultaneously influenced by different mechanisms that pull them
into isomorphic, opposite directions. Setting up an IBC should not merely
be treated as a product strategy, as the programmes offered are often hard
to replicate in a different country, in terms of degree curriculum, physical
surroundings, human resources, equipment, recreational and social offer-
ings (Wilkins & Huisman, 2012). Such investments need to be treated as
an innovative response to the challenges higher institutions face in the
globalised educational environment, and HEIs can minimise the risks asso-
ciated with entering into the host country, which may involve funding pro-
vision or academic freedom and operational autonomy assurances (Sidhu,
Ho, & Yeoh, 2011). Let us summarize the comparison of key features of
standard business offshoring and higher education offshoring in Table 4.

Conclusions

In the paper, the concept of higher education offshoring has been ad-
dressed, in the context of establishing international branch campus (IBC) in



254

a different country. Despite its wide implementation and research in other
business sectors, the authors identified the need for addressing the inter-
national transfers of higher education functions, which are increasingly be-
ing considered by universities worldwide. The dynamic changes in the glob-
alised education environment forced many schools to look for expansion
opportunities abroad. The case described in this study addresses the pres-
ence of an American university in Poland that takes advantage of a Polish
private university to deliver offshore operations, by running American degree
programmes in Poland. The researchers studied the global environment of
educational services in order to find that the key causes of higher education
offshoring is the constant decrease in the number of students, significant
differences in the values of annual university fees in different countries, and
students’ strive for prestige associated with top quality education. The op-
erational model of the American university running educational services in
Poland has been presented, with its key features and roles of stakeholders.
Moreover, the interviews with American and Polish managers involved in the
offshore venture have been conducted and investigated with a qualitative
research method, using the NVIVO software.

It has been found that the statements of the interviewees mainly concen-
trated around four concepts: ‘quality,” ‘partnership,’ ‘innovation’ and ‘expan-
sion.” Although the understanding and approach towards the universities’
cooperation was slightly different on both sides, it overlapped in the most
important aspects. From the Polish side, the core reason for establishing
such cooperation was to offer an innovative product, by means of teaching
style and content. The American university wanted to expand and gain global
reputation in offering top-quality programmes. For both organisations, trust
and open communication was critical in daily cooperation, being the most
challenging part the cultural and regulatory differences, as well as the finan-
cial negotiations. Another feature emphasised by both sides was the quality
of operations, which is the most important part impacting reputation and
future success of the investment. Moreover, based on the success of the
current operations, further expansions are planned that shall use the Pol-
ish unit as a regional coordination hub. In general, it was discovered that
higher education offshoring is triggered and governed by slightly different
factors than those in standard business process offshoring in such sectors
as accounting, IT, HRM, or CCC. Whereas standard business offshoring fo-
cuses on cost reduction, access to broad talent pools, taking advantage of
partner’s expertise, process optimization and focusing on core capabilities,
higher education offshoring aims at developing innovative programmes that
can strengthen the competitive advantage of the HEI investor and that can
allow its expansion to new markets, achieved through open communication
and close cooperation with an offshore partner. Among the several shared



aspects, we can list the common strive for operations enhancement and
organisational structure improvement, by ensuring top quality of services
that shall translate into high customer/student satisfaction.

As for the limitations, the authors studied only one example of the higher
education activities offshoring that concerned American-Polish cooperation
of these two universities. Moreover, not all of the internal materials and
documents could be accessed, due to their confidentiality. Nonetheless,
the researchers believe that the future growth of IBCs across the world
shall become an increasing important topic of scientific research, and that
the need for similar analyses will probably grow. The observed interest of
Scandinavian universities in the wide student pools of Central and Eastern
Europe may result in consecutive investments in the forthcoming years,
which could become an interesting topic for further studies that the authors
would like to address.

References

Alborz, S., Sedon, P B., & Sheepers, R. (2003, 10-13 July). A model for
studying IT outsourcing relationships. Paper presented at the 7th Pacific
Asia Conference on Information Systems, Adelaide, Australia.

Allais, S. (2017). Towards measuring the economic value of higher education:
Lessons from South Africa. Comparative Education, 52(1), 147-163.
Allweyer, T., Besthorn, T., & Schaaf, J. (2004). IT-Outsourcing: Zwischen
Hungerkur und Nouvelle Cuisine (Deutsche Bank Reseach No. 43). Frank-

furt am Main, Germany: Deutsche Bank.

Alsudairi, M., & Dwivedi, Y. K. (2010). A multi-disciplinary profile of IS/IT out-
sourcing research. Journal of Enterprise Information Management, 23(2),
215-258.

Aksin, O. Z., & Masini, A. (2008). Effective strategies for internal outsourcing
and offshoring of business services: An empirical investigation. Journal of
Operations Management, 26(2), 239-256.

Association of Business Service Leaders. (2016). Sektor nowoczesnych
ustug biznesowych w Polsce 2016. Retrieved from http://absl.pl/wp-
content/uploads/2016/10/Raport_ABSL_2016_PL.pdf

Aubry, M., Hobbs, B., & Thuillier, D. (2007). A new framework for understand-
ing organisational project management through PMO. International Journal
of Project Management, 25(4), 328-336.

Badley, G. (2009). A place from where to speak: The university and academic
freedom. British Journal of Educational Studies, 57(2), 146-163.

Balestrini, R P (2014). How do the levels of education and occupations of citi-
zens interact with the national socio-economic context to influence public
opinion on globalisation. Politics, 34(1), 6-22.

Becker, R. (2009). International branch campuses: Markets and strategies.
Retrieved from http://www.obhe.ac.uk/documents/view_details?id=770

Bentley, R J. (2014). Cross-country differences in publishing productivity of
academics in research universities. Scientometrics, 102(1), 865-883.

255



256

Bozeman, B., & Boardman, C. (2013). Academic faculty in university research
centers: Neither capitalism’s slaves nor teaching fugitives. The Journal of
Higher Education, 84(1), 88-120.

Butler, B., & Soontiens, W. (2014). Offshoring of higher education services in
strategic nets: A dynamic capabilities perspective. Journal of World Busi-
ness, 50(3), 477-490.

Bryman, A., & Bell, E. (2007). Business research methods. New York, NY:
Oxford University Press.

Cantwell, B., & Kauppinen, I. (Eds.). (2014). Academic capitalism in the age
of globalization. Baltimore, MD: Johns Hopkins University Press.

Carter, L. (2005). Globalisation and science education: Rethinking science
education reforms. Journal of Research in Science Teaching, 42(5), 561-
580.

Central Statistical Office of Poland. (2015). Higher education institutions
and their finances in 2014. Warsaw, Poland: Central Statistical Office
of Poland.

Cha, H. S., Pingry, D. E., & Thatcher, M. E. (2008). Managing the knowledge
supply chain: An organizational learning model of information technology
offshore outsourcing. MIS Quarterly, 32(2), 281-306.

Charter BPO Solutions. (2006). Transition. Retrieved from http://www
.charterbpo.com/ce_tm.html

Cheng, C. C. J., & Huizingh, E. K. R. E. (2014). When is open innovation
beneficial? The role of strategic orientation. Journal of Product Innovation
Management, 31(6), 1235-1253.

Chesbrough, H. (2003). The era of open innovation. MIT Sloan Management
Review, 44(3), 35-41.

Chiang, Y., & Hung, K. (2010). Exploring open search strategies and perceived
innovation performance from the perspective of inter-organizational knowl-
edge flows. R&D Management, 40(3), 292-299.

Creswell, J. W. (2013). Research design: Qualitative, quantitative, and mixed
methods approaches (4th ed.). Thousand Oaks, CA: Sage.

Cross-Border Education Research Team. (2014). Branch campus listing. Re-
trieved from http://www.globalhighered.org/branchcampuses.php

de Jong, H., & Teekens, H. (2003). The case of the University of Twente:
Internationalisation as education policy. Journal of Studies in International
Education, 7(1), 41-51.

Di Gregorio, D., Musteen, M., & Thomas, D. E. (2009). Offshore outsourcing
as a source of international competitiveness for SMEs. Journal of Interna-
tional Business Studies, 40(6), 969-988.

Durbin, C. (2006). Media literacy and geographical imaginations. In D. Balder-
stone (Ed.), Secondary Geography handbook. Sheffield, England: Geo-
graphical Association

Eriksson, R, & Kovalainen, A. (2008). Qualitative methods in business re-
search. Thousand Oaks, CA: Sage.

Gacel-Avila, J. (2005). The internationalisation of higher education. Journal of
Studies in International Education, 9(2), 121-136.



Gassmann, 0. (2006). Opening up the innovation process: Towards an
agenda. R&D Management, 36(3), 22-28.

Goglio, V. (2016). One size fits all? A different perspective on university rank-
ings. Journal of Higher Education Policy and Management, 38(2), 212-
226.

Fielding, M. (2006, 15 April). Stay close to home: Nearshoring to Latin Amer-
ica eases ROl measurement. Marketing News, pp. 30-31.

Financial Times. (2015, 4 September). Poland’s shrinking population heralds
labour shortage. Retrieved from https://www.ft.com/content/3001e356-
2fba-11e5-91ac-a5el17d9b4cff

Graneheim, U. H., & Lundman, B. (2004). Qualitative content analysis in hurs-
ing research: Concepts, procedures and measures to achieve trustworthi-
ness. Nurse Education Today, 24(2), 105-112.

Haigh, M. J. (2002). Internationalisation of the curriculum: Designing an inclu-
sive education for a small world. Journal of Geography in Higher Education,
26(1), 49-66.

Healey, N. (2015). Managing international branch campuses: What do we
know? Higher Education Quarterly, 69(4), 386-409.

ITIL. (2011). The ITIL wiki. Retrieved from http://wiki.en.it-processmaps.com
/index.php/Main_Page

Jones, A., Williams, L., Lee, N., Coats, D., & Cowling, M. (2006) Ideopolis:
Knowledge city-regions (City Case Studies Executive Summaries). London,
England: The Work Foundation.

Karimi, J., Somers, T. M., & Bhattacherjee, A. (2007). The role of informa-
tion systems resources in ERP capability building and business process
outcomes. Journal of Management Information Systems, 24(2), 221-260.

Karpaty, R, & Tingvall, P G. (2015). Offshoring and home country R&D. The
World Economy, 38(4), 655-676.

Kedia, B. L., & Mukherjee, D. (2009). Understanding offshoring: A research
framework based on disintegration, location and externalisation advan-
tages. Journal of World Business, 44(3): 250-261.

Kedziora, D., Karri, T., Kraslawski, A., & Halasa, M. (2017). Nearshore service
transfers in the EU: Legal and economic issues. Economics and Sociology,
10(1), 290-309.

Kedziora, D., Kraslawski, A., & Karri, T. (2016). Offshored service cost model
as a key post-transition challenge. Journal of International Studies, 9(3),
229-240.

King, W. R., & Malhotra, Y. (2000). Developing a framework for analysing IS
sourcing. Information & Management, 37(6), 323-334.

Klamut, E. (2016). Uczelnie niepubliczne w dobie w dobie nizu demografi-
cznego i narastajacej wielokulturowosci. Przedsiebiorczos¢ i Zarzadzanie,
17(7), 273-285.

Lawton, W., & Katsomitros, A. (2012). International branch campuses: Data
and developments. Retrived from http://www.obhe.ac.uk/documents/
download?id=894

257



258

Lewins, A., & Silver, C. (2009). Choosing a CAQDAS package. Retrieved from
http://www.surrey.ac.uk/sociology/research/researchcentres/caqdas/
files/2009ChoosingaCAQDASPackage

Lichtenthaler, U. (2011). Open innovation: Past research, current debates,
and future directions. Academy of Management Perspectives, 25(1), 75—
93.

Marginson, S. (2014). University rankings and social science. European Jour-
nal of Education, 49(1), 45-59.

Marginson, S., & Van der Wende, M. (2007). Globalisation and higher educa-
tion (OECD Education Working Papers No. 8). Paris: OECD.

Maringe, F., & Gibbs, P (2009). Marketing higher education: Theory and prac-
tice. Maindenhead, England: McGraw-Hill.

Matos, F. (2013). PhD and the manager’s dream: Professionalising the stu-
dents, the degree and the supervisors? Journal of Higher Education Policy
and Management, 35(6), 626-638.

Meyer, J. W., Ramirez, F. O., Frank, D. J., & Schofer, E. (2007). Higher ed-
ucation as an institution. In Gumport, P J. (Ed.), Sociology of higher ed-
ucation: Contributions and their contexts (pp. 187-221). Baltimore, MD:
Johns Hopkins University Press.

Mihalache, O. R., Jansen, J. J. J. B, Van Den Bosch, F. A. J., & Volberda, H. W.
(2012). Offshoring and firm innovation: The moderating role of top man-
agement team attributes. Strategic Management Journal, 33(13), 1480—-
1498.

Naidoo, V. (2009). Transnational higher education: A stock take of current
activity. Journal of Studies on International Education, 13(3), 310-330.
Parey, M., & Waldinger, F. (2011). Studying abroad and the effect on inter-
national labour market mobility: Evidence from the introduction of ERAS-

MUS. The Economic Journal, 121(551), 194-222.

Patton, M. Q. (2002). Qualitative research & evaluation methods (3rd ed).
Thousand Oaks, CA: Sage.

Popper, K. R. (2011). The open society and its enemies. London, England:
Routledge.

Potrafke, N. (2015). The evidence on globalisation. World Economy, 38(3),
509-552.

Proctor, T. (2005). Creative problem solving for managers developing skills for
decision making and innovation. New York, NY: Routledge.

Rost, J. (2006). The insider’s guide to outsourcing risks and rewards. New York,
NY: Auerbach.

Satagen, H. L. (2015). Higher education as object for corporate and nation
branding: Between equality and flagships. Journal of Higher Education Pol-
icy and Management, 37(6), 702—-717.

Shin, J. C., R. K. Toutkoushian, & U. Teichler. (2011) The past, present, and
future of university rankings. Dordrecht, The Netherlands: Springer.

Sidhu, R., Ho, K. C., & Yeoh, B. (2011). Emerging education hubs: The case
of Singapore. Higher Education, 61(1), 23-40.



Slaughter, S., & Rhoades, G. (2004). Academic capitalism and the new econ-
omy: Markets, state, and higher education. Baltimore, MD: Johns Hopkins
University Press.

Soh, K. (2015). What the overall doesn’t tell about world university rankings:
Examples from ARWU, QSWUR, and THEWUR in 2013. Journal of Higher
Education Policy and Management, 37(3), 295-307.

The Shared Services and Outsourcing Network. (2017). State of the shared
services industry report. Retrived from https://www.ssoweek.com

Stensaker, B. (2007). The relationship between branding and organisational
change. Higher Education Management and Policy, 19(1), 1-17.

Suomi, K. (2014). Exploring the dimensions of brand reputation in higher
education: A case study of a Finnish master’s degree programme. Journal
of Higher Education Policy and Management, 36(6), 646-660.

Taylor, J. (2004). Towards a strategy for internationalisation: Lessons and
practice from four universities. Journal of Studies in International Educa-
tion, 8(2), 149-171.

The Guardian. (2012, 5 September). Students base choice of university on
prestige. Retrieved from https://www.theguardian.com/education/2012
/sep/05/students-choose-prestigious-universities

The Shared Services and Outsourcing Network SSON. (2017) State of the
shared services industry report. Retrived from https://www.ssoweek.com

Thelen, S. T., Honeycutt, Jr. E., Murphy, T. R (2010). Services offshoring: Does
perceived service quality affect country of service origin preference? Man-
aging Service Quality: An International Journal, 20(3), 196-212.

Upton, S., & Warshaw, J. B. (2017). Evidence of hybrid institutional logics in
the US public research university. Journal of Higher Education Policy and
Management, 39(1), 89-103.

Warshaw, J. B., & Hearn, J. C. (2014). Leveraging university research to serve
economic development: An analysis of policy dynamics in and across
three U.S. states. Journal of Higher Education Policy and Management,
36(2), 196-211.

Welch, A. (2011). Higher education in Southeast Asia: Blurring borders, chang-
ing balance. Abingdon, England: Routledge.

Wilkins, S., & Huisman, J. (2012). The international branch campus as
transnational strategy in higher education. Higher Education, 64(5), 627—
645.

Yin, R. K. (2003). Case study research: Design and methods. Thousand Oaks,
CA: Sage.

Damian Kedziora is a PhD student of Industrial Engineering and Management
at Lappeenranta University of Technology, Finland, a graduate of the Master’s
Degree in Financial Management at Lodz University of Technology, Poland and
a Postgraduate in Studies in Information Technology at the University of Lodz,
Poland. He is a business practitioner with over 4 years of professional ex-
perience in business process offshoring sector, focused on efficient service

259



260

migration, implementation and improvement, from both operational and lead-
ership perspectives. damian.kedziora@student.lut.fi

Elzbieta Klamut currently holds the roles of Deputy Director at the Institute of
Economics, University of Social Sciences in Poland, Head of Finance and Ac-
counting Department, as well as of Postgraduate Studies Coordinator in the
field of Accounting, with internal audit, organisational compliance and risk
management functions across the University. Scientifically, she is interested
in the outsourcing of financial services, agricultural accounting, manage-
rial accounting and financial management in small and medium enterprises
(SMESs). She participated in multiple national and international conferences,
and is an author of over 50 scientific publications. eklamut@spoleczna.pl

Timo Karri is a Professor of Industrial Engineering and Management at the
Lappeenranta University of Technology. His research interests include cost
management, industrial asset management, maintenance management and
health care management. Professor Karri has published 90 research papers
and supervised 250 master theses. He has wide teaching and project man-
agement experience, and has served several positions of trust as a board
member as well as a chairman. timo.karri@Iut.fi

Andrzej Kraslawski obtained his PhD from Lodz University of Technology
(LoUT), Poland in 1983. From 1988 to 1990 he worked as Visiting Profes-
sor at ENSIGC Toulouse, France. He has been working at Lappeenranta Uni-
versity of Technology (LUT) since 1990. Actually he is Professor of Systems
Engineering at LUT and Professor of Safety Engineering at LoUT. He is also
Visiting Professor at South China University of Technology, Guangzhou, and
Mining Institute, Sankt Petersburg, Russia. His research interest is focused
on development of methods for knowledge discovery and re-use, sustainabil-
ity assessment and process safety analysis. Professor Kraslawski has pub-
lished over 130 research papers and promoted nine PhD students.
andrzej.kraslawski®@|ut.fi

This paper is published under the terms of the Attribution-
@ ®©© NonCommercial-NoDerivatives 4.0 International (CC BY-NC-ND 4.0)
BY NC ND

License (http://creativecommons.org/licenses/by-nc-nd/4.0/).



