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Abstract. Although higher education institutions and their units have acknowledged some of their
important stakeholders, it is important for them to identify and classify the stakeholders in a more explicit
way. The purpose of this study is to develop and describe a stakeholder map for use in higher education. The
stakeholder map includes various partners and customers using the perspectives of the Balanced Scorecard
approach. The stakeholder map describes the stakeholder collaboration and represents a remarkable
improvement for a quality assurance system. The stakeholder map can be used in social responsibility
reviews and other reports that describe the quality assurance system of the higher education institution.
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1. Introduction

To significant extent, the success of a higher education institution (HEI) depends on its ability to take
care of its stakeholder relationships. Stakeholders include all those organisations, networks and private
people that are able to influence the objectives of a given organisation [1], [2], [3], [4]. The internal
stakeholders of higher education institutions include personnel and students, while the external stakeholders
include partners and customers.

Higher education institutions have to respond to the needs of their various stakeholders. The importance
of external stakeholders increases when the public funding of higher education institutions decreases. The
institutions must then look for external funding from various domestic and international funding sources and
thus collaborate more with external stakeholders. In such cases, they become responsible to a larger number
of stakeholders [5], [6].

Quality assurance is a challenge because the groups of quality assurance audits and institutional
accreditations evaluate the stakeholder relations and the service to society. Therefore, the quality assurance
system should include description of stakeholder relationships. In many cases, the role of stakeholders is
described in process descriptions and corporate responsibility reviews and is measured by indicators [7].

The purpose of this study is to develop a stakeholder map for higher education institutions. The
stakeholder map describes the internal stakeholders, strategic and other partnerships and customerships. The
stakeholder map should be part of the quality assurance system, which ensures that the strategic objectives of
an institution can be achieved. Therefore the stakeholder map should follow the same framework used in
strategy and quality maps [8].

The remainder of this paper is organized as follows. Section 2 describes the main characteristics of
strategic management and quality assurance that should be taken into account when developing the
stakeholder map. Next, Section 3 presents the stakeholder map using the case of the Turku University of
Applied Sciences. Finally, Section 4 describes the main applications of the stakeholder map and concludes
the study.

2. Strategic Management and Quality Assurance in the Stakeholder Map

2.1. Balanced Scorecard
For higher education institutions, it is necessary not only to identify their stakeholders [9] but also to
classify them in order to connect the stakeholders with the strategic management. It is necessary to
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collaborate with partners and customers who are important for the mission and future success of the
institution. Therefore, the stakeholders should be described using the framework used in the institution’s
strategic planning. The Balanced Scorecard approach developed by Kaplan and Norton [10] is used to
translate the vision into tangible objectives and measures that can be communicated to the stakeholders. A
good stakeholder map should have a balanced mix of stakeholders who will help the university to implement
its strategic plan.

The Balanced Scorecard approach can be classified in four perspectives:

1. External impact. This perspective describes regional development and customer satisfaction created in
the processes and collaboration with various stakeholders.

2. Finance. The financial perspective describes the public and external funding from numerous funding
bodies for the activities of the institution.

3. Processes and collaboration. The internal and collaborative processes describe how value is created for
customers in research and development, support services and education.

4. Organisational learning. This perspective describes how the personnel and students of the university
learn with the help of their stakeholders.

These perspectives may take slightly different forms in other universities and organisations with
differing missions and strategies. In general, these perspectives have been found to be necessary and
sufficient across a wide variety of organisations [10].

2.2. Quality Assurance

Stakeholders are important from the viewpoint of quality assurance. Because higher education
institutions’ stakeholders have some interest or input in institutions, their views of stakeholders have to be
taken into account in the quality assurance system of the institution [11], [12], [13]. On the other hand, each
stakeholder may have its own quality assurance system. These two systems should work as reciprocal
interaction with each other to enable fruitful collaboration between stakeholders.

The Finnish Higher Education Evaluation Council [14] is a quality assurance agency that acknowledges
the importance of stakeholders in its quality audits. The purpose of the quality assurance system is to ensure
that the strategic objectives and other objectives of the institution can be achieved. The audit groups
interview representatives of management, teaching and other personnel, students and external stakeholders
during the audit visits. Therefore, the quality assurance system should describe the stakeholder relationships
in the processes of research and development, support services and education.

Higher education institutions typically have an obligation to set up a quality assurance system reviewed
by external stakeholders or quality audits that reflect the responsiveness of the institution on the society. De
Wit and Verhoeven [15] found evidence that Dutch colleges are legally obligated to take external viewpoints
into account and have more formal contacts with external stakeholders than universities. Universities have
remained more autonomous organisations that typically make their own decisions based on informal contacts,
but even they have developed into a more market-driven and stakeholder-oriented structure [16]. On the
other hand, there is also evidence from other countries that stakeholder relationships can be developed to
increase the influence of business on higher education institutions [17].

The Finnish higher education has a dual system, with both traditional research universities and
universities of applied sciences. The mission of the universities of applied sciences is to support regional
development while taking into account the economic structure of the region. The quality assurance agency
evaluates the coverage and effectiveness of the quality assurance system. In Finland, that the external
stakeholders have a more significant role in the universities of applied sciences than in the research
universities [18]. This is due to the fact that these institutions have applied research and development and
professional higher education, which are closely linked with the business and public sector.

3. Stakeholder Map

The existence and justification of a higher education institution can be described and analysed in terms
of its stakeholder relations. The Turku University of Applied Sciences annually collaborates with nearly
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3000 organisations. It is necessary for the institution to build and describe such stakeholder relations, which
are linked with the mission and future success of the institution. The importance of stakeholders is described
in the strategic plan of the Turku University of Applied Sciences [19]. The strategic plan is communicated
and implemented using the strategy map, which describes the strategic themes and the causality between the
strategic objectives placed in the perspectives.

Figure 1 describes the stakeholder map of the Turku University of Applied Sciences. Higher education
institutions classify stakeholders as either internal or external [20], [21]. Similar classifications can also be
found in legislation and regulations. According to the stipulations of the Finnish universities of applied
sciences, full-time teachers, other personnel and degree students are members of the universities of applied
sciences; therefore, they are internal stakeholders of the institution. Even though personnel and students are
core stakeholders, they do not necessarily have similar opinions of quality [22]. The other stakeholders
support the research and development, support services and education that are the core processes of the
institution.

The strategic partners are those that are mentioned in the strategic plan. Strategic partners are also those
that have otherwise close collaboration based on agreements, regulations and practices. The partners are
those who are typically related to the institution’s research and development projects or other activities. The
core customers are regular or permanent customers who buy some products or services of the institution,
whereas other customers are occasional or potential.

The processes and structures perspective includes the Consortium of Applied Research and Professional
Education (CARPE) and the Finnish Higher Education Evaluation Council (Finheec), which are strategic
partners. At present, the funding systems encourage higher education institutions to collaborate in large
international networks. Partners mainly include other higher education institutions and development
companies with whom the Turku University of Applied Sciences collaborates in research and development
and other activities. The customers include advisory boards that develop education programmes and
employers who provide internships for students.

The external impact perspective includes students’ union and alumni as strategic partners. The media and
region are core customers, because the purpose of the universities of applied sciences is to promote regional
development. This perspective also includes communities and private people who may be core, occasional or
potential customers. The products and services of the higher education institution are targeted to all these
stakeholders.

The financial perspective includes the Ministry of Education and Culture and the maintainer of the Turku
University of Applied Sciences as strategic partners. It also includes many funding bodies that finance the
research and development and continuing education of the institution. External income is also obtained from
many communities and private people who are customers and who pay for education and various services.
International funding has become important for the Finnish universities of applied sciences and their
collaboration with partners, because nearly 30% of the external funding for research and development comes
from the European Union. The respective share of the external funding at the Turku University of Applied
Sciences was nearly 50% in 2013. Also, external funding for continuing education, including labour market
training, is important in Finnish higher education institutions.

The organisational learning perspective includes the teacher training units of the universities of applied
sciences. This perspective also includes research universities, where the members of the personnel obtained
their doctoral degrees. The collaboration with these stakeholders is based on agreements, regulations and
practices. This perspective also includes research institutes and consultants who, in many cases, work in
reciprocal interaction and with whom the institution has a customer relationship.
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Fig. 1: A stakeholder map in higher education.

4. Conclusions

This study developed the concept of a stakeholder map that can be used in organisations to identify the
necessary stakeholders. The internal stakeholders of higher education institutions include students and
personnel, while the external stakeholders include partners and customers. It is necessary to classify the
partners and customers according to different perspectives, including finance, processes and collaboration,
external impact and organisational learning. These perspectives provide a safeguard that all the necessary
elements are included in the future success and quality assurance of an institution.

The importance of external stakeholders for higher education institutions increases when budgets are cut
in public funding. Strategic networks and other partners are needed to successfully apply external funding for
research and development. It is also important to learn from other higher education institutions and
knowledge alliances. On the other hand, higher education institutions become more open in that situation and
aim to have more external impact on their environments.

The stakeholder collaboration should meet the quality criteria of the quality assurance system. The
stakeholder network should have agreed-upon and written regulations and described processes to satisfy the
high-quality activities of the stakeholders. The stakeholders will likely join the high quality network if the
network meets the needs of the stakeholders. If the network is able to maintain and improve quality, the
stakeholders are likely to continue the collaboration in the network.

The Turku University of Applied Sciences has used the stakeholder map in its social responsibility
review. It can also be used in a quality audit to describe the most important stakeholders. In addition, the
stakeholder map has been used in the CRM (customer relationship management) information system to
classify the most important partners and customers.
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