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Abstract

The Higher Colleges of Technology (HCT) has developed and deployed a set of distinctive and dynamic capabilities
in alignment with the UAE national agenda. These capabilities drive an ambitious strategy that anticipates and
ensures future readiness; creates student-centric value; enables and empowers human capital; exploits the full
potential of digital enablement; leverages through smart partnerships and resource optimization; builds capacity for
knowledge exchange; and synergizes through collaboration, co-creation, and stakeholder orientation. This study
presents HCT’s methodology as a case study to develop its capabilities portfolio, structure, main connectors (internal
and external forces), and business operational model and capabilities dynamics that support HCT’s continuous
transformation and leading position. The study proposes a model and practices to develop and unify standards for
higher education institutions (HEIS) in their journey towards building distinctive and dynamic capabilities and
achieving excellence maturity.

Keywords: higher education excellence model, capabilities portfolio, sustainability, business continuity, dynamic
capabilities

1. Introduction

Higher educational institutions (HEIS) aim to achieve excellence, a goal that has raised the demand to explore areas
of strength and improvement. These areas must be mapped and assessed against the excellence fundamentals and
principles to identify the maturity level of each capability.

The institutional and departmental capabilities portfolio will be used as a baseline for the excellence journey, and
these capabilities will be considered effective tools for the continuous improvement and strategic planning necessary
to enhance areas of strength and address gaps. The capabilities portfolio will also enable the departments to measure
their performance and prepare their action plans accordingly as integrated parts of a comprehensive institutional
strategic plan.

Many governments are measuring the success of HEIs through the assessment of excellence in performance and link
the funding with this performance (Asif & Searcy, 2014). The United Arab Emirates (UAE) government has
empowered its entities in general and the federal HEIs in particular with its highly advanced Government Excellence
Model Manual (GEM 2.0; Sheikh Khalifa Government Excellence Program, 2019) to support their journey towards
excellence and distinguish performance locally and internationally. GEM 2.0 has assisted UAE federal entities,
including the Higher Colleges of Technology (HCT), in measuring their performance against well-defined
fundamentals, principles, and criteria.

The model supports the purpose-driven entities that develop and deploy a set of distinctive and dynamic capabilities
to ensure future readiness, empower human capital, utilize digital enablement, and enhance seamless customer
experience (Sheikh Khalifa Government Excellence Program, 2019).

HCT has used the GEM 2.0 framework as a baseline to start its capabilities development journey from the initiation
of distinctive capabilities for value creation to the achievement of sustainable, superior performance outcomes and
impact.
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This paper argues that building excellence capabilities portfolios in HEIs will advance future orientation, innovation,
and disruptive thinking and deliver excellent and sustainable value to the institutions and their units. Capabilities
portfolios drive excellence and support HEIs in designing the major developmental leaps required to deliver benefits
to the nation, achieve leading positions in global competitiveness, and ensure efficiency.

HCT has developed its excellence capability building model (ECBM) to enhance the excellence maturity levels
across all institutional departments and units. The ECBM was developed based on HCT’s accumulated experiences
in applying the excellence concepts and approaches through the last three cycles of the UAE Government Excellence
Awards.

2. Method
2.1 Literature Review
2.1.1 Excellence in Higher Education

Studies have recently explored the concept of excellence in higher education and the applicability of using
excellence models, such as the European Foundation for Quality Management (EFQM), in HEIs. Global higher
education rankings have stimulated the excellence concept as a main driver for enhancement (Brusoni et al., 2014).
As Ghinea, Dima, and Hadad (2017) argued, the concept of excellence is perceived in different ways by HEIs in
relation to their organizational culture and socioeconomic and political conditions. Although most HEIs’ strategic
plans state that they are striving to achieve excellence in research and teaching, there are few HEIs that believe that
excellence can be extended to all core and supporting functions to be able to achieve a leadership position and high
ranking.

Excellence is achieved as a result of the intelligent use of organizational resources and capabilities and does not
happen by accident (Asif & Searcy, 2014). Musli, Mann, Grigg, and Wagner (2011) defined the excellence model as
a self-assessment tool used to validate the entities’ strategies, business practices, and stakeholder-related
performance results.

Excellence in higher education focuses on integrating the knowledge, experience, and strategy to maintain efficiency
and effectiveness through all the processes and procedures in alignment with higher education strategic objectives
(Al Shobaki & Naser, 2016). HEIs that own relatively the same resources and work in a similar environment are
performing differently; hence, they have different levels of excellence performance, which varies from one setting to
another and is based on objectives and priorities (Asif & Searcy, 2014).

Hides, Davis, and Jackson (2004) have identified excellence in higher education as a sum of several achievements,
among which are attaining the mission and vision of the organization, becoming a role model for other HEIs,
reaching and exceeding internal targets, achieving stakeholder satisfaction, and gaining well-being by using all
resources optimally.

Several HEIs have begun to use quality management models, including the excellence model developed by the
EFQM (Sadeh & Garkaz, 2015). The EFQM can be used as a tool for self-assessment. Its nine criteria can be applied
in HEIs and operationalized to fit the higher education context, which can ultimately support continuous
improvement, leading to the creation of distinctive capabilities and achieving excellence in HEIs (Dima, Cloditchi,
Istudor, & Luchian, 2019).

The UAE government has designed its own excellence model (GEM 2.0) to inspire government entities on their
journey towards excellence and to keep the momentum of excellence going. The model is based on pioneering
thinking and advanced approaches that pave the way for defining and steering future governments, including federal
HEIs (Sheikh Khalifa Government Excellence Program, 2019).

The authors have urged that excellence can be better achieved when the HEI is viewed as an open and dynamic
ecosystem with interrelated activities supported by the intelligent use of technologies and partnerships. This
ecosystem perspective encourages HEIs to think beyond their boundaries and achieve a balance between innovation
and academic rigors, through collaboration and leveraging potential capabilities in their quest to enhance value
creation and establish leading positions.

Excellence in higher education requires constant innovation, disruptive thinking, and transformation across the entire
ecosystem to generate positive, sustainable performance outcomes. Excellence in higher education will be achieved
when proactive and resilient mindset attributes are instilled institutionally and in all functions, which anticipate
emerging trends, and generate new capabilities to chart the future and enhance the competitive edge.
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2.1.2 Performance Evaluation Models Applied in HEIs

Performance Evaluation Models Applied to HEIs are aiming to maintain and improve the HEIls excellence
capabilities and academic quality by guiding and assessing their compliance and maturity against their set of
standards. The higher education commissions in each country are developing policies and standards in alignment
with international practices to be able to assess the HEIs performance and excellence maturity and guide their efforts
towards the continuous improvements of the quality system and institutional effectiveness (Batool, Qureshi, & Abdul
Raouf, 2010).

Local higher education commissions are also supporting HEIs to meet international performance evaluation
standards of regional and international rankings and excellence frameworks applied in HE.

HEIs have to perform a self-assessment activity at department/programme and institutional levels to be able to
measure the excellence performance and ensure the academic quality provision, in order to meet the standards of the
performance evaluation models targeted. There are a lot of self-assessment practices are currently applied at HEIs
such as Balanced Scorecard, total quality management and performance multi-ranking system which will be
reviewed in the following section as follows:

Total quality management (TQM) plays a vital role in the excellence journey at HEIs where the quality improvement
is the integral part build involvement of every aspect by everybody within the institution and lead for continuous
improvement and excellence maturity (Aziz, S., Mahmood, M., & Bano, S, 2018).

As a comprehensive performance evaluation system, TQM at HEIs covers inputs, processes and outputs, sets a
performance evaluation tool including academic and non-academic functions and services and assesses its results
such as employment, student satisfaction, community services and research outputs, in order to enhance the
excellence capabilities and quality provision.

The balance scorecards (BSC) use quantitative indicators methodology to measure the performance of HEIs in
different dimensions, assess the institutional capabilities in relation to the strategic goals and objectives and consider
the international best practices and performance evaluation models standards as a baseline for setting the targeted
indicators (Al-Hosaini & Sofian, 2015)

The BSC methodology depend on a target and actual accomplishment relationship, the interdependent processes,
short and long-term plans and accumulative achievements success. The BSCs enable HEIs to monitor the continuous
improvements in all excellence and institutional effectiveness parameters used in assessment of the institutional
performance and help HEIs to focus on their strategic goals and objectives (Ali, 2007; Kaplan and Norton, 1993).

The quest for global performance evaluation system to assess the excellence performance and capabilities in higher
education has become a necessity to enhance HEIs’ opportunities and competitive advantages globally and to meet
the expectations of stakeholders. The multi-ranking systems have inaugurated to support the HEIs’ performance
toward qualitative excellence and increased efficiency in a global perspective. The global ranking bodies have
developed a comprehensive system and criteria to assess the performance of the HEIs and rank them on certain
critical performance parameters, providing a baseline for decision-making by various stakeholders such as
government quality commissions, students, parents, faculty, industry and others. (Kumar A. & Thakur R., 2018).

This paper has explored the different performance evaluation models, excellence frameworks and raking system to
build a new model for building excellence capabilities portfolio to facilitate the self-assessment practices and support
the excellence journey at HEIS. The Excellence capabilities portfolio captures the institutional and departmental
cross-functional capabilities in dynamic processes, thus providing input-output efficiency and effectiveness as
described below in the next section identifies the methodologies used to build the targeted portfolio.

2.1.3 Excellence Capabilities in Higher Education

Recently, HEIs have faced challenges in meeting the needs of their students, industry partners, and other
stakeholders. Consequently, HEIs have done their best to add value and achieve excellence by creating distinctive
capabilities and enhancing their competitive advantages in higher education.

The capabilities represent strength areas with at least a full cycle of implementation, which has led to distinguished
results and high impact. These capabilities and competitive advantages can be presented and recognized by ranking,
an assessment of different models of excellence, or any other assessment technique (Elayan & Sleimi, 2020).

Capabilities and competitive advantages will target the enhancement of the core business (academic and research
capabilities), organizational performance, and stakeholders’ well-being (supporting services capabilities). In addition,
they will offer more innovative features and greater quality to students.
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Higher education capabilities can be classified into operational and dynamic capabilities. Operational capabilities are
about execution of the day-to-day activities, such as teaching, assessment, professional development, and research
(Winter, 2003), whereas dynamic capabilities are the key component of the transformational process and the
foundation for innovation and value creation (Demil & Lecocq, 2010).

Teece et al. (1997, p. 516) defined dynamic capabilities as the institution’s ability to integrate, form, and reconfigure
strength areas to address rapidly changing environments. Dynamic capabilities can be categorized into three types:
identify opportunities; compile opportunities; and transform and reconfigure resources to enable HEIs to thrive in
uncertain operating environments, rapidly adjust while maintaining desired outcomes, and achieve excellence (Naldi,
Wikstrém, & Bjern Von Rimscha, 2014).

Leading HEIs disrupt the ecosystem with innovative and dynamic capabilities that transform services, generate
exceptional outcomes, support HEIs’ decision-making to be more future oriented, and enhance stakeholders’
well-being. This creates a paradigm shift and enables leading HEISs to be role models for other HEIs (Sheikh Khalifa
Government Excellence Program, 2019).

The quest for a systematic mechanism to understand the portfolio of an HEI’s distinguished capabilities has been
mapped out. Hence, this study will explore HCT’s methodology for building capabilities portfolios and present how
HCT has developed the model and classified the capabilities into multiple dynamic levels to enable meeting long-
and short-term priorities and discuss how HCT utilizes its capabilities portfolio to plan and achieve strategic goals
and objectives that are focused on stakeholders’ well-being and driven by performance excellence.

This study also proposes a framework for identifying key capabilities and building capabilities portfolios in HEIs.
3. Research Goal

It is evident from the lack of scholarly articles on the applications of excellence in higher education that its best
practices must be explored to promote more opportunities to support all aspects of excellence in HEIs. In this study,
identifying excellence capabilities in different levels (the key component or building block of the business model)
and structuring institutional capabilities portfolios will be discussed to clarify how building capabilities can be the
foundation for performing excellence; leading future planning for sustainable competitive advantages; and enhancing
local, regional, and global leadership positions.

This study aims to discuss the importance of dynamic capabilities in higher education and the relationship between
capabilities portfolios and innovative performance. These two items will enhance and maintain the business models
and processes and draw more attention to how innovative capabilities affect the maturity level of excellence.

To accomplish outstanding results with a high effectiveness, HEIs need to develop capabilities portfolios as a
baseline for analysing and assessing the excellence of performance and fostering the innovation of these capabilities.

In summary, this study aims to answer the following research questions:
1. How do HEIs identify their excellence capabilities and develop their own capabilities portfolios?
2. How can HElIs classify their capabilities and what are the main classification types?
3. What is the main role of the capabilities portfolio in improving excellence of performance?
4. How do HEIs effectively manage and maintain their capabilities portfolios?
4. Research Methodology

The researchers used the exploratory and descriptive analytical approaches, analysing the needs of the different
performance evaluation models, excellence frameworks and ranking systems and explore the types of the capabilities
and different methodologies used to capture excellence capabilities to be able propose the new model for building
capabilities portfolio at HEIs, which is appropriate with the nature of the research. The case study provided in this
paper to present implications and results on institutional excellence maturity.

The researchers studied the different perspective and opinion by reviewing the literature available that empowered
the discussion and presented the case study to facilitate the testing of the conclusions. The views expressed in the
paper incorporated the references, identifying sources of information to provide a deep explanation of the excellence
concepts in HEIS and described these analysed variables relationship to each other, taken into consideration the
experience of HCT and the method of case study which has utilized based on availability at the institutional data
collected by the researchers, with the support of the relevant departments and concerned staff members related to the
subject of study namely: Strategy and Future Division and Government Excellence and the Institutional Research
Units.
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5. Discussion
5.1 Identifying Capabilities of Excellence in Higher Education

The capabilities of excellence in HEIs must be identified, categorized, aligned with the excellence model, managed,
and fully utilized to achieve the outstanding results that lead to the highest impact (Hafeez, Malak, & Zhang, 2007).

The capabilities of the HEIs will be captured by the excellence model through the assessment activities and be
reflected on the maturity level of excellence. Hence, there is an urgent need for a systematic mechanism to identify
and present the capabilities and build a structured portfolio of the HEIs® capabilities. Capabilities portfolios will
primarily be categorized by HEIs’ unique capabilities and capabilities will be mapped with the excellence principles
and foundation to facilitate the assessment of excellence in the HElIs.

5.1.1 Quest for Emerging Capabilities

e HEIs’ capabilities are developed as a result of the skills and competencies of their academic and
non-academic staff and collectively in a departmental structure.

e  Capabilities portfolio will present the physical and human resources and how they are integrated and
functioned together to improve operations and achieve strategic priorities.

e  Capabilities are unique and differ among HEIs, based on HEIs’ identity and personality, strategic priorities,
and performance style.

e  Capabilities portfolio will enable HEIs to show the success in transferring knowledge and technical
know-how into results and create a new learning opportunity.

e Capabilities are developed and improved through strategic execution and cumulatively support developing a
coherent and distinguished higher education system.

5.1.2 Proposed Capabilities Identification Process
The process of identifying the most important organizational capabilities will follow these steps:
1. Identify internal and external strategy forces
Determine the set of capabilities affecting strategic priorities
Collect information about each capability from the relevant team
Explore the co-relations between different capabilities (the baseline for the classification process)

AN A

Follow the trend of the results (key performance indicators, assessment reports, and internal and external
moderation)

3

Explain the implications of the capabilities on the organizational level (impact)
Draw the map of capabilities and link the capabilities with the strategic priorities they are serving

Map the capabilities with the principles and foundations of the excellence model (EFQM, GEM 2.0, or any
other model)

9. Assess the achievement of each of the main three catalysts (innovation, preemptiveness, and agility) at the
departmental and functional levels

10. Identify the gaps (strategic priorities not supported by capabilities)

11. Apply the assessment metrics of the excellence model to assess the maturity level of excellence of each
capability

12. ldentify areas for improvement based on the assessment results
13. Develop an action plan to create new capabilities for the gaps and address areas for improvement
14. Collect evidence for each capability
15. Design a follow-up mechanism to track improvement plans
5.2 Capability Classifications
Following are the classifications of the capabilities in HEIs:
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5.2.1 Capability-Level Classification

There are three levels of HEI capabilities: strategic (high-level direction), tactical (enablers), and operational
(implementation of the plans and strategies). They are as follows:

e Strategic-level capabilities are the set of strategies, policies, procedures, organizational structures, and
systems projected to improve the decision-making efficiency of HEIs and plan for achieving the HEIs’
strategic goals and objectives.

e Tactical-level capabilities are processes, applications, and technologies to create the enabling ecosystem and
illustrate the collaborative and integrated approaches aiming to plan and organize the use of HEIs’ assets.

e Operational-level capabilities are the ad-hoc practices, operations, and activities to formally define steps to
actively optimize the processes to explicitly facilitate and manage running the core business and its resultant
metrics.

As a sample of the capability-level classification, Figure 1 presents the capabilities of the employability and

knowledge economy division cascaded down from the strategic through the tactical levels and into the operational
capabilities.

.
Strategic
.
iliti Tactical
Capabilities il Operational
Capabilities o
Capabilities
Education to Employability Applied Research Management Process
Focal-strategy Applied Research Fund Raising System
Student Feedback System:
Early Crientation and Admissions Services (Approach):
Attract Student (NAPO and other resources)
E-Employability System (KAWADER) Students Service Level Agreement

Employability Management System
Campus Employability Hubs
HCT Kawader Platform
E-Employability Readiness
-1z i Stakeholders Engagement Program
Employablllt\; and Industry Partners Policy & Procedures ot Semviees npagmenty
Know]edge Economy Alumni Community Program
Integration of Internal and External Systems
Attract Partners
Stakeholders Engagement Program Partner Journey
Partnership Engagement Platform (PEP)
Community Engagement and Partnerships
Innovation Management System
Ir ion Projects M; it Approach
Intellectual Property Rights (IPR) Policy and Procedures
Learning Environment - Innovative Educational Technologies
Innovation Management Platform
Entrepreneurial ventures (Graduating Companies)
Start-up Supporting Process
Applied Research Management System Building the Culture of Excellence
HCT Excellence Award
Capabilities Management System
Institutional Excellence

Innovation and Entrepreneurial
Management System

Figure 1. Capability Levels: Employability and Knowledge Economy Division Sample
5.2.2 Capability Specialism Classification

This classification encompasses the unbundling of the HEIs’ activities into business activities, creating the necessary
inputs for final output, including the main and essential activities (core business), and enabling activities that support
the core business activities to achieve the institutional objectives (supporting business).

Core business capabilities is a strength area in the academic and research divisions performed at a consistently high
level as critical to their competitive position in the marketplace as well as the HEIs’ performance and stakeholders’
well-being.

Supporting capabilities are enabling strength areas that offer more features and greater quality to the enabling
ecosystem and students’ life. They are necessary to support the core business and operations but not enough in
themselves to competitively distinguish HEIs within their sector.
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5.2.3 Capability Advancement Classification

Higher education capabilities can be classified into operational and dynamic capabilities, based on the uniqueness of
the capability and the value and impact of its results compared with beer HIEs’ results of similar capabilities:

e Dynamic capabilities refer to “the capacity of an organization to purposefully create, extend, or modify its
resource base” (Helfat et al., 2007, p. 94). They are the key components of the transformational process and
the foundations for the innovation and value creation (Demil & Lecocq, 2010).

e Operational capabilities are about execution of the day-to-day activities and pertain to the current operations
of HElIs, such as teaching, assessment, professional development, and research (Winter, 2003).

5.2.4 Capability Maturity Classification

Capability maturity is an assessment approach for classifying capabilities according to their competitive advantage
and excellence level in responding to the changes and improvements in the competitive environment.

e Basic capabilities are about managing the HEIs’ resources and supporting operational activities.

o Essential capabilities are about managing the value chain and processes, where operational excellence
enhances the maturity level of excellence of the capability.

e Advantage capabilities are about the strengths in working to manage the disruption and future HEI models
to secure a robust competitive advantage.
e Distinctive capabilities are a unique and innovative strength area, superior to all competition. These
capabilities create distinguished results, make a high impact, and lead to business success.
Figure 2 illustrates the relationship between the competitive advantages and the operations & value creation to form
a scale to measure the maturity level of each capability.

A

- I

Advantage Capabilities Distinctive Capabilities

unique and innovative
strength area superior to
all competition. Create a
distinguished results and
high impact

\ /
& )

Managing value chain and
processes. Unique
capability and Role model
for other HEI

Basic Capabilities

Managing Operations and
resources. Similar to what

Essential Capabilities

Managing value chain and
processes. Necessary to

Comparative Advantage

maintain the core
function.

- /

existed in other HEI

Operations and Value Creation

Figure 2. Capability Maturity Scale
5.3 Capability Dynamicity
The capabilities portfolio must be developed and integrated into multiple dynamic levels to enable HEIs to meet
strategic priorities. This lean and agile two-way formation modelling allows HEIs to plan and achieve strategic goals
and objectives, focusing on customers’ well-being driven by performance excellence. Furthermore, such resilience

capabilities formation allows HEIs to become highly responsive to their current and future needs and transform into
delivering their services anytime and anywhere.

5.4 Catalysts of Excellence Capabilities

Innovation: Leading HEIs should create an environment that is open to all new innovative ideas; supports sustainable
learning and development; instils a creative mindset to develop dynamic capabilities that exist everywhere, in all
functions; and generates exceptional outcomes (Sheikh Khalifa Government Excellence Program, 2019).

Published by Sciedu Press 55 ISSN 1927-6044 E-ISSN 1927-6052



http://ijhe.sciedupress.com International Journal of Higher Education \ol. 11, No. 4; 2022

Preemptive: HEIs should be initiators, think outside of the box to create emerging trends, and actively drive changes to
ensure future readiness. Future foresights can be an effective tool to enhance future planning, and all these new
prospects will be transformed into dynamic capabilities to be performed and participate in the journey of institutional
excellence.

Agility: HEIs should be resilient and highly responsive to the new changes and be ready for the vibrant expectations of
stakeholders. Agility will support the strategic planning and enhance the dynamicity of capabilities, which will enable
future readiness.

6. HCT Case Study

HCT has embedded the excellence culture in its ecosystem and has used GEM 2.0 as a guideline and pathway to
building its capabilities portfolio. All capabilities have been aligned with the principles and foundations of GEM 2.0
and assessed against its excellence criteria following the assessment tool kit.

6.1 Building Capabilities Portfolios

As preparation for building portfolios, HCT has started an awareness excellence campaign to embed the excellence
culture in the institution’s ecosystem and define excellence principles and foundations to stakeholders. This process
consolidates the baseline for structuring the capabilities portfolio and supports its alignment with the GEM 2.0
model.

Figure 3 presents the methodology used and the main phases followed at HCT to construct its capabilities portfolio,
taking into consideration the internal and external factors, and mapping these capabilities with the GEM 2.0 model.
Having a comprehensive portfolio allows HCT to clearly see its real situation, supports the development of its
improvement action plans, and enables it to identify the gaps and design the new capabilities accordingly.

Prepare Recognize Measure Classify Mapping

Conduct an awareness| |define excellence principles| |There’s no pointin tryingto| |Classify the capabilities,| |Map the enhanced
excellence campaign to| |and foundations to| |implement change unless| |enable HEI to identify the| |capabilities with the GEM
embed the excellence| |stakeholders. Support and| |the people whose jobs are| |gaps, support the| |20 principles, foundations
culture in the institution’s | [guide the functions to| |changing know how to get| |development  of  the| |and catalysts, develop the
DNA. Assign excellence | |identify the capabilities and| |[things  done.  Getting| |improvement action plans| |unique structure and build
ambassadors in all| |link them with the internal| |through this step could be| |and design the new| |the capabilityportfolio.
functions and unites to| |factors (strategic objectives as simple as. capabilities accordingly.
support the process and KPIs).

AWARENESS IDENTIFICATION ALIGNMENT DEVELOPMENT PORTFOLIO

ENABLEMENT ZONE

BT

Figure 3. Proposed Methodology for Building a Capabilities Portfolio

Figure 4 illustrates the capabilities building process within the holistic excellence system, presenting the
interrelations between the integrated processes that contribute to achieving the main objectives of HCT to achieve
excellence in all aspects.
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Start the Excellence
Journey

New Capability

Collect the data and (
‘ a evidences (Initiative & KPIs)

Select Excellence AESESE‘_t_he > Develop I Innovation & Re-
Ambassadors capability improvement Plan engineering
¢ Enhanced capability
Orient the staff about
the Excellence Model
+ Map the capability with the
Distribute the GEM 2.0 (Criteria, Principles
Responsibilities & Foundations)

v

Assess against the catalysts
(Innovatien, Agility and
Preemptiveness)

Enhance the results and
Impact

Excellence Capability
Portfolio

Figure 4. Excellence Process Flowchart

6.1.1 Capabilities Portfolio Features

HCT’s unique and innovative capabilities formation allows dismantling the capabilities from the sectoral to the
foundational level and to re-assemble them in a constructive formation via the “holism-reductionism” process as
follows:

e Redesign capabilities anytime at any level (sub, main, or sectoral), depending on the capabilities maturity
level and the internal and external needs.

e Enable continuous review, validation, and enhancement of the capabilities and develop new capabilities or
even retirement of out of date capabilities.

Dynamic capabilities formation allows HCT to become highly responsive to its current and future needs and
transform into delivering service excellence.

6.1.2 Proposed Capabilities Business Model

HCT has developed a distinctive business model in its excellence journey, aiming to improve its capabilities and
transform its ordinary capabilities into dynamic capabilities through the best utilization of GEM 2.0; innovation,
preemptiveness, and agility; developing the capabilities and improving their performance to be unique and
innovative strength area superior to all competitors “distinctive capability”.

Figure 5 presents HCT’s capabilities business model and gives examples of some of the ordinary capabilities that
were transformed into distinctive capabilities through this model, such as “Traditional Educational System,” which
has been transformed into “Digi HCT with Online Educational System” through embedding the latest and most
innovative technologies.
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Figure 5. HCT’s Capabilities Business Model

6.1.3 Capabilities Portfolio Architecture

HCT has structured its capabilities portfolio following the GEM 2.0 model in order to map the capabilities with the
model’s components, cascaded down from the main pillars to the principle level, to assess the capabilities against the
model criteria and embed the new excellence concepts into the ordinary and low-performance capabilities. An
improvement action plan for each function has been developed to enhance the excellence maturity level based on the
finding of the assessment and facilitated by the structured portfolio and the alignment.

Figure 6 illustrates the final capabilities portfolio with the scope on the main internal and external factors taken into
consideration in the alignment. The assessment tool kit has been used to assess the performance of the capabilities.
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Figure 6. HCT’s Capabilities Portfolio and Alignment with GEM 2.0
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Figure 7 presents the final distribution of the capabilities based on the different classification types described earlier,
which gives a holistic view of the excellence maturity level and enables HCT to identify strengths and areas for
improvement.

Figure 7. HCT’s Capabilities Distribution
7. Conclusion

HEIs that aim to contribute to knowledge creation, improve excellence performance, and achieve the well-being of
their stakeholders must build a strong capabilities portfolio with dynamic capabilities to become highly responsive to
their current and future needs and transform into an excellence maturity level in core and supporting services and
high-ranking and leadership positions.

Leading HEIs should create an open ecosystem to ensure that innovation is embedded everywhere and both proactive
and agile mindset are supporting the dynamic capabilities, which ensure that future readiness is always at an optimal
level.

The determination of key capabilities is critical to performance excellence in higher education. The case study has
presented a proposed framework to identify key capabilities, classify them into multiple levels and categories, align
them with GEM 2.0 excellence principles, and assess the maturity of each capability to enable the HEIs to develop their
improvement action plan and address the capability gaps.

The proposed model for building capabilities portfolios provides unique and innovative capabilities formation, allows
dismantling the capabilities from sectoral to foundational levels, and reassembles them in a better formation via the
holism—reductionism process. Dynamic capabilities formation allows HEIs to become highly responsive to their
current and future needs and to transform into delivering service excellence.

The proposed model in the case study supports HEIs in identifying areas for improvement, determining key
capabilities, and improving existing key capabilities to achieve better excellence performance. The model can also be
considered an opportunity for a benchmarking practice.

Instead of mapping and aligning higher education’s excellence efforts and capabilities with generic excellence models,
the authors recommend conducting a future study to develop a particular higher education excellence model and
framework with customized excellence principles and guidelines and a more relevant assessment tool kit. This will
complement the capabilities portfolios and provide a full and fit-for-purpose excellence mechanism specialized in
higher education to support HEIs in their excellence journey.
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