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ABSTRACT

Higher education institutions operate in increasingly complex service environments shaped by digitalisation,
accountability, performance monitoring, regulatory requirements, competition and rising stakeholder
expectations. In such settings, employees require visibility of organisational processes to understand how tasks
are initiated, coordinated, monitored and completed across functional boundaries. However, the relationship
between process visibility, employee work stress and service quality remains insufficiently integrated in higher
education and service-management literature. Existing studies have largely examined service quality from
students’ perspectives, while employee stress research has focused on workload, job demands, work-life balance
and psychological outcomes. This conceptual paper develops an integrated framework linking process visibility,
work stress and service quality in higher education service operations.

Drawing primarily on the Job Demands-Resources (JD-R) perspective, complemented by service quality and
organisational information-processing perspectives, the paper proposes that process visibility functions as an
organisational resource that reduces ambiguity, improves coordination and enables employees to anticipate and
manage service tasks. Conversely, inadequate visibility may increase uncertainty, duplication, coordination
difficulties and perceived workload. Accordingly, higher process visibility is proposed to reduce employee work
stress and enhance service quality, while work stress is expected to negatively affect service quality. Work stress
is further proposed as a mediating mechanism. The framework is situated in higher education institutions in
Klang Valley, Malaysia, with broader relevance to knowledge-intensive service organisations. The paper
contributes by integrating process visibility, employee well-being and service outcomes into a single model. Six
hypotheses are proposed for future empirical testing using structural equation modelling.

Keywords: process visibility; work stress; service quality; higher education; Job Demands-Resources theory;
service operations; Malaysia; organisational processes

INTRODUCTION

Higher education has increasingly become a complex service environment in which academic institutions are
expected to provide high-quality educational experiences while simultaneously responding to technological
change, regulatory requirements, financial pressures, competition and changing stakeholder expectations.
Universities and colleges no longer operate solely as teaching and research organisations. They also function as
service organisations involving multiple interconnected processes, including student recruitment, admission,
registration, academic advising, teaching delivery, assessment, student support, complaints management,
financial administration, information technology and quality assurance. The quality of these processes influences
students' experiences and perceptions of institutional effectiveness.

The increasing service orientation of higher education has generated substantial interest in service quality.
Research in Malaysia, for example, has demonstrated that dimensions of academic service quality can influence
organisational performance and student-related outcomes. Sharma (2021) found that academic resources,
academic competence, skills development, attitude and responsiveness significantly influenced organisational
performance in Malaysian public universities. More recent Malaysian research has continued to examine service
quality through student perceptions and institutional performance. Rahman and Ilias (2024), for instance,
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examined SERVQUAL dimensions among students in Malaysian universities, while research on Malaysian
polytechnics has demonstrated the importance of service quality and employee-related factors in organisational
sustainability.

Although these studies provide important insights, much of the higher education service-quality literature
conceptualises service quality primarily from the customer's or student's perspective. Such an approach is
valuable but potentially incomplete. Educational service delivery depends heavily on employees who design,
coordinate and execute the underlying processes. Academic and administrative employees interact with students,
colleagues, managers, information systems and institutional policies daily. Consequently, service quality is not
only an outcome of what students perceive; it is also influenced by the organisational conditions under which
employees perform their work.

One organisational condition that warrants greater attention is process visibility. Process visibility refers to the
extent to which employees can see, understand and track relevant information about organisational processes,
including task status, responsibilities, dependencies, requirements, timelines and outcomes. In a higher education
institution, process visibility may allow an employee to determine whether a student's application has been
approved, whether payment has been processed, whether an academic document has been received, whether
another department has completed its required task, or whether a service request remains unresolved.

The absence of process visibility may generate uncertainty and additional coordination work. Employees may
need to repeatedly contact colleagues, search for information, manually monitor tasks or respond to students
without knowing the actual status of a process. Such situations may increase perceived workload and role
ambiguity. Over time, these conditions may contribute to work stress. Conversely, employees who have timely
and accurate information about process status may be better positioned to organise their work, anticipate
problems and provide reliable responses.

The relationship between employee well-being and service quality has received increasing attention. Research
in higher education has demonstrated that employees frequently experience competing demands involving
teaching, research, administrative responsibilities, student support and institutional performance requirements.
Malaysian evidence indicates that academics may face substantial service trade-offs because they must
simultaneously respond to student needs, teaching schedules and research responsibilities (Sahib et al., 2022).
Such pressures may affect how employees prioritise and deliver services.

Similarly, recent research involving Malaysian academics has linked stress with broader work and quality-of-
life outcomes. Aye et al. (2024) found that perceived stress was associated with work-life balance among
Malaysian academics, highlighting the continuing importance of employee stress in higher education.

However, the literature has not adequately integrated process visibility into this discussion. Existing research
frequently examines workload, job demands, leadership, job satisfaction, organisational commitment, work-life
balance and employee performance, but the informational and process-related conditions that generate or
alleviate those demands receive comparatively less attention. This creates an important conceptual gap.

The present paper addresses this gap by proposing an integrated framework connecting process visibility, work
stress and service quality. The central argument is that process visibility can operate as an organisational resource
because it enables employees to understand and coordinate service processes. When visibility is inadequate,
employees may experience greater uncertainty, additional coordination effort and perceived work demands.
These conditions may increase work stress and, consequently, weaken service quality.

The study is situated in the higher education sector in Klang Valley, Malaysia. Klang Valley provides a
particularly relevant context because it contains a large concentration of public and private higher education
institutions operating in a competitive and increasingly digitalised environment. Nevertheless, the purpose is not
to produce a narrow local case. Instead, the Malaysian higher education context is used as an empirical setting
through which a broader theoretical relationship between organisational process conditions, employee well-
being and service outcomes can be developed.
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The paper makes three principal contributions. First, it introduces process visibility as an organisational resource
within the JD-R framework. Second, it connects employee work stress to service quality within a single process-
oriented model. Third, it develops a theoretically grounded framework that can subsequently be tested across
higher education and other service-intensive organisations.

BACKGROUND AND RESEARCH PROBLEM

Higher education as a service organisation

Higher education institutions have traditionally been analysed through educational, academic and institutional
perspectives. However, the service perspective has become increasingly relevant because students interact with
universities through multiple service encounters. These encounters include information provision, enrolment,
registration, academic advising, teaching, assessment, payment, administrative support, technology support and
complaint resolution.

Service quality is therefore multidimensional and extends beyond classroom teaching. Parasuraman et al.'s
(1988) SERVQUAL framework established five widely recognised dimensions: tangibility, reliability,
responsiveness, assurance and empathy. Although the application of SERVQUAL to higher education has been
debated, the framework continues to influence research examining students' perceptions of educational services.

Higher education-specific models have subsequently emerged, including HEdPERF, which focuses on
dimensions particularly relevant to higher education service delivery (Abdullah, 2006). More recent studies have
continued to demonstrate that service quality is associated with student satisfaction, organisational outcomes and
institutional competitiveness.

However, an employee-centred explanation remains necessary. A reliable service cannot be produced
consistently if employees do not possess adequate information, resources or coordination mechanisms. Service
quality therefore depends partly on the organisational infrastructure supporting employee service delivery.

Process visibility as an organisational issue

Process visibility is increasingly important in organisations where service delivery depends on multiple
departments and digital information systems. A process may involve several actors, each completing a different
task. When information about these tasks is visible to relevant employees, coordination becomes easier.

For example, a student admission process may involve marketing, admissions, finance, academic faculties and
registration. If employees can see the current status of an application, the department responsible, outstanding
documents and expected completion date, they can respond to students more accurately. If such information is
unavailable, employees may rely on informal communication, emails, spreadsheets or repeated telephone calls.

Process visibility therefore concerns more than information availability. It involves usable visibility of process
status and interdependencies. Visibility can reduce information asymmetry and allow employees to anticipate
what is required next.

Digital transformation has increased the potential for process visibility, but digitalisation does not automatically
create transparency. Poorly integrated systems may instead create fragmented information environments.
Employees may have access to several systems but still lack an integrated view of the complete process.

This distinction is important. A university may have a student information system, learning management system,
finance system, customer relationship management system and email platform. Yet if these systems do not
provide employees with a coherent picture of a student's process status, employees may still experience low
process visibility.
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Work stress in higher education

Work stress occurs when employees perceive that work demands exceed their available resources or ability to
cope. The higher education environment can create multiple demands, including workload, time pressure, role
conflict, emotional labour, performance targets, administrative responsibilities and technological change.

Academic employees may need to balance teaching, research, student consultation, assessment, meetings,
administrative duties and quality assurance. Administrative employees may simultaneously manage student
enquiries, documentation, deadlines, compliance requirements and multiple service requests.

Recent evidence illustrates the relevance of stress in higher education. Research on Malaysian academics during
the COVID-19 period found that perceived stress was associated with work-life balance and quality-of-life
outcomes (Aye et al., 2024). Research in other higher education settings has similarly connected workload and
work-family conflict with stress and burnout among lecturers.

Stress is particularly relevant to service quality because service delivery often requires employees to maintain
responsiveness, empathy, accuracy and professionalism even when workloads are high. A stressed employee
may have fewer psychological and cognitive resources available for discretionary service behaviour, problem
solving and attentive communication.

The research gap
Three gaps can therefore be identified.

First, higher education service-quality research has predominantly examined the customer/student side of service
quality. Although this literature is valuable, it does not fully explain how organisational processes affect the
employees responsible for delivering services.

Second, employee stress research has examined important demands such as workload, work-family conflict, role
ambiguity and organisational pressure, but has paid comparatively limited attention to process visibility as an
antecedent of work stress.

Third, process and service research has often examined operational efficiency and customer outcomes separately
from employee well-being. A more integrated model is needed to explain how internal process conditions may
influence employee stress and ultimately affect external service quality.

This paper addresses these gaps through an integrated conceptual framework.
Theoretical Foundation
Job Demands-Resources theory

The principal theoretical foundation of the proposed framework is the Job Demands-Resources (JD-R) theory.
The JD-R model proposes that every occupation can be understood in terms of job demands and job resources
(Demerouti et al., 2001; Bakker & Demerouti, 2007).

Job demands refer to physical, psychological, social or organisational aspects of work that require sustained
effort. Examples include workload, emotional demands, time pressure and role conflict. Job resources refer to
aspects of work that help employees achieve work goals, reduce demands and stimulate learning and
development.

The JD-R framework has subsequently been extended and applied across occupations and organisational
contexts. Its central value for this paper is that it provides a mechanism for understanding how organisational
conditions influence employee stress and performance.
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The proposed argument is that process visibility can function as a job resource. Employees with clear visibility
of processes can better understand task requirements, dependencies and priorities. This may reduce uncertainty
and unnecessary coordination effort.

However, low process visibility may operate like a job demand. Employees may spend additional time searching
for information, contacting other departments, resolving misunderstandings and managing customer
expectations without adequate information.

Thus, process visibility can influence the balance between job demands and job resources.
Organisational information-processing perspective

The framework is also informed by organisational information-processing logic. Organisations facing
uncertainty require appropriate information-processing capacity. When task interdependence increases,
employees need timely information to coordinate activities.

Higher education service processes frequently contain uncertainty and interdependence. A student's problem may
require information from several departments. If information cannot flow effectively between those departments,
employees must compensate through additional communication and coordination.

Process visibility therefore represents an organisational capability that may reduce uncertainty by making
process information accessible and understandable.

Service quality theory

Service quality theory provides the outcome perspective. Service quality reflects customers' evaluation of how
well a service is delivered relative to expectations. Reliability, responsiveness, assurance and empathy require
employees to perform effectively at service encounters.

A process-oriented organisation should therefore consider not only the final service outcome but also the internal
conditions that enable employees to produce that outcome.

Recent higher education research supports the importance of service quality for organisational outcomes. Sharma
(2021) found significant relationships between dimensions of academic service quality and organisational
performance in Malaysian public universities. Similarly, research on Malaysian polytechnics indicates that
service quality and employee-related factors are relevant to organisational sustainability.

Conceptualisation Of Process Visibility

Process visibility is defined in this paper as the degree to which employees can access, understand and monitor
relevant information concerning the status, responsibilities, requirements, dependencies and progress of
organisational service processes.

The construct contains several conceptual elements.

Process-status visibility

Employees should know the current status of a service request or task.

Responsibility visibility

Employees should be able to identify who is responsible for the next or current process stage.
Requirement visibility

Employees should know what information, documents or actions are required.
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Timeline visibility

Employees should have reasonable knowledge of deadlines and expected completion times.
Dependency visibility

Employees should understand how one task or department affects another.

Outcome visibility

Employees should be able to determine whether a process has been completed successfully.

These dimensions distinguish process visibility from general information availability. Having access to large
quantities of information does not necessarily mean that an employee has process visibility. The information
must be relevant, timely, interpretable and connected to the process.

Process Visibility and Work Stress
The first central proposition is that process visibility influences employee work stress.

Under the JD-R perspective, resources can reduce the psychological cost associated with job demands. Process
visibility can help employees plan their activities, anticipate problems and coordinate with colleagues.
Consequently, employees may experience less uncertainty and lower perceived workload.

For example, consider a student who submits a request requiring approval from three departments. If an
employee can see that Department A has completed its task, Department B is currently reviewing the request
and Department C is waiting for a document, the employee can provide an accurate response to the student.
Without process visibility, the employee may need to contact all three departments to determine the status.

Repeated coordination activities create additional work. More importantly, they create uncertainty. Employees
may worry about whether they have provided correct information to students, whether a deadline will be missed
and whether another department has completed its responsibilities.

Thus:
HI: Process visibility is negatively related to employee work stress.

The relationship can also be explained through role ambiguity. When process information is unclear, employees
may be uncertain about what they should do, who is responsible and what happens next. Role ambiguity is a
recognised workplace stressor. Greater process visibility should reduce such ambiguity.

Process visibility may also improve perceived control. Employees who can monitor process status have greater
ability to anticipate events and organise their work. Perceived control is generally associated with more
favourable employee outcomes.

Process Visibility and Service Quality
The second proposed relationship concerns service quality.

Service quality depends on the ability of employees to provide accurate, timely and responsive services. Process
visibility can support these behaviours by improving employees' access to operational information.

When an employee knows the status of a student's request, the employee can provide a more reliable response.
When responsibilities are clear, requests can be made to the appropriate department. When timelines are visible,
employees can communicate realistic expectations.

Process visibility may therefore improve reliability and responsiveness.
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This argument is consistent with research demonstrating that responsiveness and other service-quality
dimensions are important in higher education. Sharma (2021), for example, found that responsiveness was
among the dimensions associated with organisational performance in Malaysian public universities.

The relationship may also extend to assurance and empathy. Employees who possess accurate information are
more likely to communicate confidently with students. They may also devote more attention to individual student
concerns because they spend less time searching for basic process information.

Therefore:

H2: Process visibility is positively related to service quality.

Work Stress and Service Quality

The third relationship concerns the impact of work stress on service quality.

Service encounters require emotional, cognitive and behavioural resources. Employees need to listen,
communicate, solve problems and respond appropriately to customers. High work stress can reduce these
resources.

The conservation of resources perspective suggests that individuals seek to retain and protect valuable
psychological and physical resources (Hobfoll, 1989). When employees experience sustained stress, resources
may become depleted. Consequently, they may have less capacity to engage in high-quality service behaviours.

Research in higher education supports the relevance of work pressure to service outcomes. Malaysian academics
have been shown to face service trade-offs involving competing priorities and tight timeframes (Sahib et al.,
2022). Such conditions may affect the ability of employees to consistently meet service expectations.

Similarly, recent research examining job stress and management-process alignment in the banking industry found
that organisational process conditions and employee stress are relevant to customer service quality. Although the
context differs from higher education, the finding reinforces the importance of examining internal work
conditions when explaining external service outcomes.

Accordingly:

H3: Employee work stress is negatively related to service quality.

The Mediating Role of Work Stress

The central contribution of this conceptual model is the proposed mediating role of work stress.

A direct relationship between process visibility and service quality may exist because visible processes allow
employees to provide faster and more accurate services. However, the effect may also occur indirectly through
employee stress.

The proposed mechanism is:
Process visibility — reduced uncertainty and coordination burden — lower work stress — better service quality.

When employees can see how processes are progressing, they do not need to spend as much time searching for
information or resolving avoidable coordination problems. Reduced uncertainty may lower stress. Lower stress
may then enable employees to maintain higher levels of responsiveness, accuracy and interpersonal service
quality.

Therefore:
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H4: Work stress mediates the negative relationship between process visibility and service quality.

The mediation hypothesis is theoretically important because it moves the argument beyond the simple claim that
technology or process transparency improves performance. Instead, the framework suggests that employee
psychological experience is one mechanism through which organisational process design affects service
outcomes.

This is particularly relevant to service organisations because the production and consumption of services are
frequently interconnected with employee behaviour.

Additional Dimensions of The Proposed Model
To strengthen the model for empirical testing, three additional relationships are proposed.
Process visibility and perceived workload

Low process visibility may increase the amount of time employees spend on non-value-adding coordination.
Employees may need to search multiple systems, send follow-up emails, contact colleagues and repeat
information to customers.

Accordingly:

HS: Process visibility is negatively related to perceived workload.
Perceived workload may subsequently contribute to work stress.
Perceived workload and work stress

Workload is a widely recognised job demand. When workload exceeds employees' available time and resources,
stress is more likely to occur.

Thus:
H6: Perceived workload is positively related to employee work stress.

The inclusion of perceived workload provides an additional mechanism through which process visibility may
affect stress.

Process visibility and employee service capability

Employees who can access process information are better positioned to respond to customer enquiries. Thus,
process visibility may directly strengthen service capability.

This relationship can be incorporated in future empirical models if the researcher decides to develop the
framework further.

Conceptual Framework

The proposed conceptual framework is presented below.
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ORGANISATIONAL PROCESS CONDITIONS

H1(-) H3 (-)

H2 ()

H4: Mediation effect

Additional relationship:

Process Visibility — Perceived Workload (HS: -)
Perceived Workload — Work Stress (H6: +)
Figure 1. Proposed conceptual framework

The framework proposes that process visibility has both a direct effect on service quality and an indirect effect
through work stress. Perceived workload may be incorporated as an additional explanatory mechanism in the
extended model.

Hypotheses Summary

Hypothesis | Proposed relationship Expected direction
HI Process visibility — Work stress Negative

H2 Process visibility — Service quality Positive

H3 Work stress — Service quality Negative

H4 Process visibility — Work stress — Service quality | Mediation

HS5 Process visibility — Perceived workload Negative

H6 Perceived workload — Work stress Positive

Research Propositions and Theoretical Logic

The proposed model contributes to the literature by treating process visibility not merely as a technological or
operational variable but as an employee resource.

This distinction is important. Information systems research often examines visibility in relation to transparency,
coordination, supply chains and digital processes. Human resource research, in contrast, often examines
employee well-being through workload, autonomy, support and job demands. Service-quality research
frequently focuses on customer perceptions.

The current framework connects these three domains.
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The first theoretical contribution is therefore cross-level integration. Process visibility represents an
organisational/process-level condition. Work stress represents an employee-level psychological mechanism.
Service quality represents a service outcome variable. Integrating these constructs allows the model to explain
how organisational process design can influence customer-facing outcomes through employee experiences.

The second contribution is the extension of JD-R theory. Traditional JD-R research identifies workload,
emotional demands, role conflict and organisational support as relevant demands and resources. The present
framework proposes that process visibility itself can constitute a job resource.

The third contribution concerns service operations. Service-quality studies commonly identify employee
behaviour as important but do not always explain the organisational conditions that facilitate such behaviour.
Process visibility provides one explanation.

The fourth contribution concerns higher education. The framework responds to calls for a broader understanding
of service trade-offs and operational efficiency within higher education. Malaysian evidence has already
demonstrated that academics face competing service priorities and time pressures. The proposed model suggests
that improving process visibility may be one organisational response.

Higher Education Context in Klang Valley, Malaysia

Klang Valley provides a useful context for future empirical testing because of the concentration of higher
education institutions and the diversity of public and private educational providers.

Higher education institutions in the region operate in environments characterised by student mobility,
internationalisation, digital services, regulatory expectations and competition. These conditions increase the
importance of effective internal coordination.

Students increasingly expect rapid responses through digital channels. Administrative processes such as
admission, payment, registration, academic progression, examination and graduation involve multiple units.
Consequently, process delays or information gaps may become visible to students as poor service quality.

At the same time, employees face increasing demands to provide immediate responses while managing multiple
systems and administrative requirements. If information is fragmented, employees may compensate through
additional personal effort.

The Malaysian context is therefore theoretically useful because it illustrates the interaction between service
operations and employee work conditions.

Existing research confirms that service quality remains an important issue in Malaysian higher education.
Sharma (2021) demonstrated the association between academic service quality and organisational performance,
while more recent Malaysian studies have examined service quality, student satisfaction and service trade-offs.

However, the proposed framework goes beyond asking whether students perceive service quality positively. It
asks why employees are able or unable to deliver that quality.

Proposed Methodology For Future Empirical Testing
Although the present article is conceptual, the framework is designed to be empirically testable.
Research design

A quantitative cross-sectional research design is recommended for the initial empirical study. Data could be
collected from academic and administrative employees working in selected higher education institutions in
Klang Valley.
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The unit of analysis should be the individual employee because work stress and perceptions of process visibility
are employee-level constructs.

Sampling

A purposive or stratified sampling approach could be considered to ensure representation from academic and
administrative service functions. The final sample size should be determined using statistical power analysis
rather than relying solely on generic rules of thumb.

A sample of approximately 300—500 respondents would provide a practical basis for testing a structural model,
although the final required sample should depend on the complexity of the model and anticipated effect sizes.

Measurement
Process visibility should be operationalised using items reflecting:

1. visibility of process status;

2. visibility of responsibilities;

3. visibility of requirements;

4. visibility of timelines;

5. visibility of process dependencies; and

6. visibility of outcomes.
Because process visibility is central to the originality of the study, scale development should be undertaken
carefully. Existing information-visibility and process-transparency measures should be reviewed, followed by
expert assessment and pilot testing.
Work stress can be measured using an established validated scale appropriate for occupational research.
Service quality should preferably be measured from the employee/service-provider perspective if the objective
is to explain employee-level service performance. Alternatively, a paired employee-student design could be used
to reduce common-method concerns.

Data analysis

Structural equation modelling is recommended because the proposed model contains direct and mediation
relationships.

The analysis should include:
e descriptive statistics;
o assessment of missing data;
o reliability analysis;
o convergent validity;
e discriminant validity;

e measurement model assessment;
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e structural model assessment;

o effect sizes;

e predictive relevance;

o direct effects;

e indirect effects; and

o mediation analysis using bootstrapping.
Common method bias

Because process visibility, stress and service quality may initially be measured from the same respondents,
common method bias should be considered.

Possible remedies include:
e separating predictor and criterion measurements;
e assuring respondents of anonymity;
o varying scale formats where theoretically appropriate;
e using objective process indicators where possible;
e collecting service-quality assessments from students; and
e using temporal separation in future longitudinal research.

A paired employee-student design would provide particularly strong evidence because employees could report
process visibility and stress while students evaluate service quality.

Expected Findings
Because this is a conceptual paper, no empirical findings are claimed.
Nevertheless, the proposed model anticipates several relationships.

First, employees experiencing higher process visibility are expected to report lower work stress. This is because
visibility should reduce uncertainty, unnecessary coordination and information-search effort.

Second, higher process visibility is expected to be associated with higher service quality because employees can
provide more accurate and timely information.

Third, higher work stress is expected to be associated with lower service quality because psychological strain
may reduce employees' ability to maintain consistent responsiveness and interpersonal service behaviour.

Fourth, work stress is expected to partially mediate the relationship between process visibility and service
quality. This would indicate that process visibility influences service outcomes partly because it improves
employees' psychological work conditions.

Finally, perceived workload is expected to provide an additional pathway linking process visibility and stress.

These expected relationships should not be interpreted as empirical conclusions until they are tested.
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Theoretical Contributions
Extending the Job Demands-Resources framework
The first theoretical contribution is the conceptualisation of process visibility as an organisational resource.

JD-R research has traditionally emphasised resources such as autonomy, feedback, social support and leadership.
The present paper adds process-related informational visibility to this category.

This extension is important because contemporary work is increasingly mediated through complex
organisational systems. Employees may possess skills and motivation but still struggle when they cannot see the
information required to complete interdependent processes.

Linking organisational processes to employee well-being

The second contribution is the connection between operational process design and employee psychological
outcomes.

Process problems are often treated as efficiency issues. The present framework argues that process inefficiency
can also become a human-resource issue.

When employees repeatedly compensate for invisible processes, they may experience additional effort and
stress. Therefore, process redesign can potentially be an employee well-being intervention.

Linking employee well-being to service quality
The third contribution is connecting work stress with service quality.

This relationship reinforces the idea that service quality should not be treated exclusively as a customer-facing
construct. The quality of the internal work environment can influence the quality of external delivery service.

Developing a generalisable service-management framework

Although the framework is situated in higher education, relationships may be applicable to hospitals, banking,
public administration, professional services, hospitality, logistics and other service organisations.

The common characteristic across these organisations is process interdependence: employees depend on
information from other people, departments or systems to deliver services.

Managerial Implications
The proposed framework has several implications for higher education managers.
Develop end-to-end process visibility

Institutions should move beyond individual departmental systems and develop end-to-end process visibility.
Employees should be able to identify the current status of service requests and understand where responsibility
lies.

Reduce unnecessary information searching

Managers should identify tasks requiring employees to repeatedly search for information or contact other
departments. Such activities may represent hidden administrative workload.

Process mapping and service-blueprinting exercises can identify these inefficiencies.
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Integrate information systems

Digital transformation should not focus solely on introducing new systems. Institutions should consider whether
systems communicate effectively and provide employees with a coherent view of processes.

Multiple disconnected systems may increase rather than reduce employee effort.
Establish clear responsibility

Process visibility should include responsibility visibility. Employees should know who owns each stage of a
process and where unresolved cases should be escalated.

Monitor employee stress as an operational indicator

Employee stress should not be viewed solely as an individual psychological issue. Persistent stress may signal
structural problems involving workload, process design, unclear responsibilities or inadequate information.

Connect process improvement with service quality

Quality-management initiatives should consider both internal and external indicators. Student satisfaction data
should be examined alongside employee stress, workload and process-efficiency indicators.

Practical Framework for Higher Education Managers
A practical implementation process can involve five stages.
Stage 1: Identify critical service processes

Institutions should identify processes with high student impact, such as admission, registration, payment,
academic progression, examination and graduation.

Stage 2: Map process dependencies

Managers should identify which departments and employees contribute to each process.

Stage 3: Assess visibility gaps

Employees should be asked where they lack information about status, responsibility, requirements or timelines.
Stage 4: Redesign information flows

Institutions should develop dashboards, workflow systems, standard operating procedures or integrated
platforms where appropriate.

Stage 5: Evaluate employee and service outcomes

Process improvements should be evaluated using both employee indicators and service-quality indicators.
This approach recognises that operational improvement and employee well-being are interconnected.
Limitations And Future Research

Several limitations should be recognised.

First, the proposed framework is conceptual and has not yet been empirically tested. Consequently, the proposed
relationships represent theoretically grounded hypothesis rather than confirmed findings.
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Second, the model focuses on three central constructs and perceived workload. Other factors such as leadership,
organisational support, psychological safety, technology readiness, job autonomy and organisational
commitment may influence relationships.

Third, the proposed context is higher education in Klang Valley. Although the framework aims for broader
applicability, empirical validation in other industries and countries is required.

Fourth, cross-sectional data would limit causal inference. Future research should consider longitudinal designs
to examine whether changes in process visibility led to subsequent changes in stress and service quality.

Fifth, common method bias may occur if the same respondent provides data for all constructs. Future research
should therefore consider multi-source designs.

Sixth, process visibility itself requires further measurement development. Future researchers should validate
whether its dimensions are reflective or formative and whether the construct operates differently across academic
and administrative employees.

Future research could also investigate whether technology-enabled process visibility has different effects
depending on employee digital competence. Employees with stronger digital capabilities may benefit more from
integrated information systems, while others may experience digital complexity as an additional demand.

Another promising direction is to investigate process visibility as a boundary condition. For example,
organisational support may strengthen the positive effects of visibility, while high workload may weaken them.

Finally, future studies could compare public and private higher education institutions. Such comparisons could
reveal whether governance structures, organisational size, technology infrastructure and institutional culture
influence the process visibility—stress—service quality relationship.

CONCLUSION

This conceptual paper develops an integrated framework explaining how process visibility may influence
employee work stress and service quality in higher education service operations.

The central argument is that employees cannot consistently provide high-quality services simply because
organisations establish service standards. Employees also require access to timely and understandable
information about the processes through which services are produced.

Process visibility can provide employees with an important organisational resource. By increasing visibility of
status, responsibility, requirements, timelines, dependencies and outcomes, organisations may reduce uncertainty
and unnecessary efforts to coordinate. These improvements may reduce employee work stress and create
conditions that support better service quality.

The proposed model therefore integrates three traditionally separated areas of research: organisational process
management, employee well-being and service quality.

The framework contributes to JD-R theory by positioning process visibility as a potentially important job
resource. It also contributes to service-management research by identifying employee stress as a mechanism
linking internal organisational conditions with external service outcomes.

The higher education context in Klang Valley provides an appropriate setting for subsequent empirical
investigation, particularly because Malaysian higher education institutions operate in increasingly competitive,
digital and service-intensive environments. Existing research already demonstrates the importance of academic
service quality, employee stress and service trade-offs in Malaysian higher education.
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Nevertheless, the proposed framework is not limited to higher education. The underlying logic may apply to any
service organisation where employees depend on interconnected processes and information to deliver customer-
facing services.

Future empirical research should test the six proposed hypotheses using validated measurement instruments and
structural equation modelling. Multi-source and longitudinal designs would provide stronger evidence regarding
causality and service outcomes.

Ultimately, the paper argues that improving service quality requires more than measuring customers' perceptions.
Organisations should also examine the internal processes and employee experiences that make high-quality
service possible.
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