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ABSTRACT 

Education, as the primary driving force in any society, demands special consideration when 

adapting the education system's concept for enhanced efficiency and competitiveness while ensuring the 

delivery of high-quality educational services. Observations, not only in the Republic of Serbia but also 

in various other nations, indicate that private schools can stand as equal participants in the educational 

services market, and in some cases, even surpass public schools in terms of quality. Simultaneously, 

private schools are driven by business goals. 

The paper specifically addresses the attainment of specific objectives, such as formulating a 

strategic vision that delineates the key competencies of private high schools and outlines their strategic 

choices. To fulfill this objective, the Business Model Generation was employed to delineate the 

forthcoming operational and strategic objectives of the school. Utilizing both general and specific 

quantitative methods, alongside business modeling, will shape an appropriate development strategy 

aimed at enhancing the competitiveness and quality of service provision in private high schools. 
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INTRODUCTION 

Education is the main driving force of any society and therefore requires special attention, 

especially when it comes to adapting the concept of the education system, its efficiency, and 

competitiveness [1],[2]. Consequently, quality education, which is based on knowledge, is undoubtedly 

of great importance in the development of any economy. Numerous changes in this aspect from day to 

day are gaining more and more importance and impose new challenges that require new approaches in 

education and learning. In order to create positive results, the educational system must be well and 

efficiently organized [3]. Undoubtedly, the first goal of educational institutions is to provide quality 

educational services. This applies to all levels and forms of education and to all countries. Practice not 

only in the Republic of Serbia, but also in other countries shows that private schools can be an equal 

participant in the market of educational services, and even surpass public schools in quality. At the same 

time, however, they have business goals to achieve. Like any business venture, they are expected to 

recoup their investment 

This paper specifically comments on the achievement of specific goals of secondary schools, such 

as: creating a strategic vision that identifies the main competencies of private secondary schools and 

that determines their strategic choice; identification of quality elements that affect the satisfaction of 

users of educational services; formulation and definition of communication tools in order to achieve 

effective promotion, image creation and long-term relationships with service users; defining 

methodological procedures for collecting empirical data for the needs of educational institutions, which 

enable the adoption of quantitative and qualitative determination of phenomena, attitudes and 

development strategies; integration of new communication technology into the education system and 

formulation of adequate marketing strategies for efficient and effective management of business 

processes in private high schools. Combining the two objectives - product quality and return on 

investment requires the implementation of an adequate management policy, which in turn should be 

supported by in-depth quantitative and qualitative analysis. 

The success of an educational institution at any level of education is reflected in the success of 

maintaining standards in both teaching and learning. The emergence of a new goal - return on investment, is 

a huge challenge for system management. To overcome this, it is necessary to change the way this system is 

monitored and evaluated [4]. In other words, in addition to the classic indicators of service quality, other 

quantitative indicators should be monitored depending on the volume of supply and demand for the service 

[5]. Their timely processing allows you to catch trends at a sufficiently early stage. 

Only with the help of continuous monitoring of the dynamics of factors: 1) Processes of 

democratization and decentralization of education, in addition to increased demands and responsibilities 

for achieving the goals of education, directly affect the change in the organization of business of 

educational institutions; 2) Establishment of a quality assurance system in educational institutions 

implies the introduction of a series of procedures related to the development of monitoring and 

evaluation, timely evaluation of implementation and compliance with existing procedural standards; 3) 

The market is heterogeneous in terms of supply and demand. This diversity is largely determined by 

differences in the approaches of different high schools and their view of the types and quality of 

educational services, differences in consumer needs, and attitudes. 

DEFINING THE BUSINESS MODEL AND STRATEGIC GUIDELINES FOR THE 

DEVELOPMENT OF PRIVATE SCHOOLS IN THE REPUBLIC OF SERBIA 

There are many models that create a good business strategy. The model that will be used to create a 

good business strategy for private secondary education is Business Model Generation [6]. The model 

has proven to be extremely relevant in many industries. Among its advantages is that it manages to 

combine the structural elements of the business to integrate operational and strategic factors and define 

their impact on costs and revenues [7], [8]. During the transition, the socio-political climate that is 

currently present in the Republic of Serbia, regardless of the professional work of the educational 

institution, endangers the institution itself. It is important in this case that the educational institution 

correctly assesses the current advantages and disadvantages and how to reduce or completely eliminate 

the weaknesses and use the advantages. All activities must be related to the design of new solutions that 

will be implemented in order to provide a service of extremely high quality [9]. 
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RESEARCH METHOD 

The research is based on direct and indirect observation and experience in the last fifteen years of 

the private school "Dr. Kosta Cukić". For Business Model Generation, calculations and analyzes were 

made based on interviews, monitoring, and observation of school work. The main questions are how 

and what is the best approach to identify the main drivers of change and how to react and implement 

change? The following hypotheses have been defined: 

H01: Effective use of management techniques such as PESTLE, SWOT, and business model 

generation should increase the efficiency of identifying the main drivers of change in school business. 

H02: Identification, assessment, and evaluation of critical educational operational activities 

identified based on the above analysis will improve school competitiveness in the education market. 

H03: Using Business Model Generation to identify the weakest operational and business activities 

will minimize costs and improve revenue flow and improve financial stability. 

 

SWOT AND PESTEL ANALYSIS 

 

SWOT ANALYSIS OF THE SCHOOL "DR. KOSTA CUKIĆ" 
 

Analysis of the situation in the school can be done in several ways, using SWOT, 5S, analysis of 

strengths and weaknesses, analysis of strengths and weaknesses, analysis of critical success factors, 

analysis of comparisons, analysis of financial and accounting data, or primary [10], [11]. For the needs 

of the analysis, a SWOT analysis was selected for this research. 

The SWOT analysis was done on the basis of (1) long-term and empirical experience of the authors’ 

work in private schools and in education in general; (2) the results of primary and original research, 

which helped to identify the pros and cons of the school, as well as the opportunities and dangers that 

come from the business environment; (3) official meetings, school activities, especially reactions from 

colleagues, students and parents helped to understand how and in what way SWOT characteristics affect 

school operations, and (4) interviews and interviews with the school principal and CFO as part of 

qualitative analysis. 

 

Table 1. SWOT analysis of the private school "Dr Kosta Cukić" 

STRENGTHS WEAKNESSES 

• Good location of the school (center 

of Zemun) 

• Quality teaching staff (80% of 

employees with about 15 years of 

experience, 20% of employees with 

a master's or MSc degree) 

• The school operates within SC 

Pinki, which has an Olympic 

swimming pool, football halls, gyms 

(use of swimming pools and halls 

for physical education) 

• Modern approach of the teaching 

process (different teaching methods 

and techniques: lectures, individual 

teaching, consultations and talks, 

use of the laboratory, online 

support) 

• Decreased motivation of teaching 

staff 

• Tuition fee 

• Opening of new schools nearby 

• Market analysis is descriptive, 

subjective, and based on a small 

sample 

• Maximizing business profits and 

earnings 

• Lack of teamwork and inter-

functional relations between school 

professional councils 

• Insufficiently effective cooperation 

between the management and 

teachers 

• Ineffective model of promotion and 

use of marketing 

• Poor coordination and cooperation 

with industry 

• Poor cooperation with major 

stockholders 
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OPPORTUNITIES THREATS 

• Leadership position (15 years of 

business) 

• Introduction of new extracurricular 

activities 

• Improving online and digital 

promotion 

• Using online learning platforms 

• Personalized learning system 

• Organizing and cooperating with 

major stakeholders 

• Organizing additional elements of 

adult education in the evening and 

providing consulting services 

• Use of EU projects 

• Organizing alumni support from 

alumni and local organizations 

• Improving cooperation with local 

business and service organizations 

 

• Absence of support from the 

Ministry of Education, Science and 

Technological Development 

• Lack of quality teachers - large 

migration 

• Unstable economic and political 

situation 

• Fewer students completing primary 

education 

Source: Authors research 2021 

PESTEL analysis and the impact of the environment on the business of the private school "Dr. Kosta 

Cukić" 

       PESTEL analysis provides a comprehensive list of factors that can affect the success or failure of a 

strategy [12]. PESTEL is an abbreviation of Political, Economic, Social, Technological, Environmental, 

and Legal factors that have a strategic impact on the organization. Although we find this analysis in 

several forms, such as PEST, PESTLE, PESTEEL, and PESTELO, the principle is the same everywhere. 

An organization that wants to do a quick analysis can focus only on the first four types of factors 

(political, economic, social, and technological). Some organizations, however, have to take into account 

the factor of education, and hence the PESTEEL analysis. 

 

Table 2. PESTEL analysis of the private school "Dr. Kosta Cukić" 

PESTLE factors 
How does it affect the 

organization? 

Potential 

impact 
Implications and significance Rating 

H M S I 

T
im

e
 f

ra
m

e
 (

y
ea

r
) 

Type Influence 
Relative 

importance 

T
h

e
 n

e
e
d

 t
o

 r
e
a
c
t 

Capacity 

0-

1 

1-

3 
3+ + - +/- S U W C I U Uk   

POLITICAL FACTORS  High       

1.Unstable political 

situation 

Schools are insecure, there is no 

support and it is difficult to 

define school policy in the 

medium and long term. 

High 3+ 

N
eg

at
iv

e 

Strong Crucial  High  Limited 
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2. Weak and uncertain 

education strategy 

Instability, the dominance of the 

influence of political party 

structures, uncertainty, and 

corruption. 

High 3+  

N
eg

at
iv

e 

Weak Important  High  Limited 

3. Weak and inefficient 

policy of the Ministry of 

Education for private 

schools 

Undefined property relations, 

private and public education 

function as separate systems. 

Medium  1 - 3  

N
eg

at
iv

e 

Strong Important  High Limited 

4.Subjectivity and 

undefined criteria in 

inspections and controls 

It creates nervousness, 

insecurity, and the constant 

danger of closing schools 

High 0 – 1  

N
eg

at
iv

e 

Strong Important High Limited 

ECONOMIC FACTORS         

1. Weak and unstable GDP 

growth 

Uncertainty, low wages and 

poorer population, especially the 

lack of domestic students for 

enrollment 

Medium  1 - 3  

N
eg

at
iv

e 

Strong Important High Limited 

2. High taxes and fees It creates uncertainty and 

frequent changes in the law 

affect the business and earnings 

of the school 

Medium 1 - 3  

N
eg

at
iv

e 

Strong Important High Limited 

3. High price growth and 

high inflation 

The cost of inputs and hunting 

costs are constantly rising 

High  1 - 3  

N
eg

at
iv

e 

Strong Important High Limited 

4. High prices of communal 

services 

 Medium 1 - 3  

N
eg

at
iv

e 

Strong Important  High Limited 

SOCIAL FACTORS    

 

    

1. Demographic factors Low population growth and a 

very low influx of new students.  

Medium 3 +  

N
eg

at
iv

e 

Strong Important High Limited 

2. Migration of young and 

talented people, leaving the 

country 

Young families are leaving the 

country and the richest families 

are sending schools abroad 

Medium 1 - 3  

N
eg

at
iv

e 

Strong Important High Limited 

3. Status symbols Raises awareness of the 

importance of education in 

private schools and preparing 

children for careers and 

continuing their education 

abroad 

Medium  1 - 3  

N
eg

at
iv

e 
 

Strong Important High Limited 

4. Customs, norms, values 

and beliefs 

Prestige, exclusivity, acquisition 

of new skills, knowledge of new 

Medium 1 - 3  Negative Strong Important High Limited 
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languages, and preparation for 

the labor market 

 

 

TECHNOLOGICAL 

FACTORS 

        

1. Internet and online 

technologies 

It requires high investments, 

technical knowledge, good 

software, and specific 

application in educational 

institutions. 

High    Positive Strong Important High Satisfactory 

2. Digital communications 

and marketing 

New knowledge and application 

of techniques and methods of 

online communication and 

digital promotion, which means 

understanding the concept of E-

commerce and E-education. 

Progressive investment and high 

knowledge. 

High 1 - 3  Positive Strong Important High Limited 

3.ICT infrastructure  Modern and efficient computer 

equipment in classrooms, with a 

good learning platform and 

school website.  

High 1 - 3  Positive Strong Important High Very good 

4.Online learning and 

student support 

Measure efficiency and further 

improve the support system 

 

 

 

High 1 - 3  Positive Strong Important High Very good 

LEGAL FACTORS         

1. Constant change of laws 

and regulations 

 Medium  1 - 3  Negative Strong Important High Limited 

2. Amendments to the law 

on standards, conditions, 

and operations of private 

schools 

 High 1 - 3  Negative Strong Important High Limited 

3. Tax and tax policy  High 1 - 3  Negative  Strong Important High Limited  

ENVIRONMENTAL 

PROTECTION 

        

1. Maintenance of green 

areas 

 High 1 - 3  Positive Strong Important High Very good 

2. Waste disposal  Low 1 - 3  Positive Weak  Important High Very good 

3. Paper usage control  Low 1 - 3  Positive Weak Important High Very good 

4. Sound reduction, control 

of external exhaust gases, 

and the use of sustainable 

materials 

 Medium  1 - 3  Positive Unchanged Important  High Very good 

Source: Authors research, 2021; The potential impact factors can be H - high, M - medium, S - small 

and I - indeterminate; Implications can be positive (+), negative (-) and unknown (+/-); Influence of 

factors based on implications and significance can be strong (S), unchanged (U) or weak (W), iFactor 

by relative importance can be crucial (C), important (I), unimportant (U) and unknown (UK). 

 

PESTEL factors are viewed as a matrix that allows the school to identify and analyze each of these 

factors and their direct impact on school operations, especially on the organization of the educational 

process. The table identifies all PESTEL factors and each of them is individually identified and 

evaluated from the standpoint of the following criteria: (1) Potential impact of factors, (2) Implications 

of the impact factors, (3) Influence of factors based on implications and significance, and (4) 
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significance of factors by relative influence. The identification of PESTEL factors is very important in 

order to identify influences from the environment in which the school very often has little chance to 

change or correct them. When PESTEL factors are identified, analyzed, and evaluated then the chances 

of surprise are reduced. In this way, the school can react to changes faster, more efficiently, and 

effectively.  

Prioritization and ranking of key activities, as well as assessment of negative factors on the position 

of the school and the context of management decisions, were performed by methods: 1) setting priorities; 

2) ranking by importance and area of attention or investment (administrative and technical part, 

educational activities, marketing and promotion and reduction of costs in order to increase profits and 

personal income); 3) input-output analysis 4) cost-benefit analysis; 5) Mini-Maxi method as the main 

one to minimize costs and increase profits; 6) grades and logical reasoning; 7) advantages over 

disadvantages; 8) strengths against weaknesses; 9) benefits of evaluation in the short, medium and long 

term. The last ten years are not a good predictor of the next ten [13]. The model defines the basic 

elements that are ranked in order of importance. 

CREATING DEVELOPMENT STRATEGIES BASED ON THE GENERATED 

BUSINESS MODEL 

Generating business models is an approach that shows how and in what way an organization, in this 

case, a private high school, creates, delivers, and generates value by providing educational services [14]. 

Scheme 1 shows and lists all the main elements of the model. Subsequent analysis (priority activities, 

intensity of activities, good versus poor performance elements), with original research and subsequent 

evaluation of model elements, identified and assessed the effectiveness of the main model elements in 

private high school. Performance levels were measured using three criteria, using high (green), medium 

(orange), and critical (red) efficiencies.  

 

 
Scheme 1. Business Model Generation - the business of a private school, “Dr. Kosta Cukić” and 

evaluation of the efficiency of the basic elements of the model 

Source: Authors research, 2021 

 

Based on detailed analysis, evaluation, original research, observation, and monitoring, especially the 

experience of the author, the effectiveness of each element was assessed. It can be seen, the Key Partners 

were assessed critically, primarily because of the situation in the political system, unregulated political 
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pluralism, and the dominant influence of the ruling party on the situation in education. Thus, for 

example, the Ministry of Education shows little interest in the success and prosperity of private high 

schools. Frequent changes in laws and regulations also contribute to business insecurity and instability. 

The elements on the left side of the model that show the efficiency of the school with three key elements 

- Key activities, Key resources, Value proposition are marked in green, which shows a high degree of 

efficiency. Therefore, the school itself with basic resources, employees, and basic activities are the best 

organized and the most efficient part of the model. 

The second part of the model, ie. the right side, measures the achieved, provided values , and the 

quality of business is less successful. Thus, the Customer relationships, Channels, and Customer 

segments were rated with an average rating and are therefore shown in orange. As can be see, the basic 

activities related to distribution channels, customer relations, and specially identified segments are 

"new" categories of market and marketing activities for which the new owners do not have the hearing, 

knowledge, or managerial and managerial skills to raise it. at a higher and expected level. 

In the second assessment and analysis, as well as in what way the basic elements of the model affect 

the increase in income, shown in Scheme 2, it can be concluded that the basic elements that contribute 

to increasing income are - Key activities, especially educational activities (teaching, seminars, and 

exercises), then, Value proposition, especially the advantages and image that private high schools have, 

such as prestige, admission to elite universities, job preparation, and finally, the Customer segment, 

domestic and international students. 

 

 
Scheme 2. Private school Dr. Kosta Cukić, Belgrade BUSINESS MODEL GENERATION - 

INCREASE IN INCOME 

Source: Authors research, 2021 

 

It is obvious that in the future development strategy, all elements of the model should be improved, 

synchronized, and integrated into a consistent, logical, and connected model that systematically 

contributes to reducing costs, on the one hand, and improving revenues, on the other. Also, it is 

interesting that in the private high school, which is being analyzed, and in other schools in Serbia in 

general, two basic models dominate, which can be seen in scheme 3. 
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Scheme 3. BUSINESS MODEL GENERATION - High school “Dr. Kosta Cukić” and the use of 

the model CUSTOMER DRIVEN AND FINANCE DRIVEN MODEL 

Source: Authors research, 2021 

 

The basic models for creating and increasing income in a private high school are the so-called 

Customer-driven (service users, ie students, and parents, are the basic flywheel of increasing income) & 

Finance driven model (finances and interests of owners) is the second and dominant driver for increasing 

and inflow of income. These two models carry many limitations, especially when it comes to the capital, 

interest, and earnings of the owner. Key partners, in particular Government assistance and support, 

control, and more stable defined quality standards, should contribute to business stability that would 

reduce risks and increase revenues. It is also important that the greater impact on revenue inflows comes 

from customer relationships. Many activities should generate stability, consistency of use, promotion of 

reputation, and higher enrollment and thus more stable income [15], [16]. 

It is very important before any definition of growth and development strategies to evaluate the 

contents of the model elements according to the principle of strict evaluation and final assessment of the 

future of these activities by assessing what should be eliminated, reduced, increased, and specially 

created. 
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Scheme 4. BUSINESS MODEL GENERATION - School “Dr Kosta Cukić”. The process of 

minimizing costs and maximizing revenue 

Source: Authors research, 2021 

 

As can be seen from Scheme 4 by applying the model based on the Blue Strategy Framework, each 

of these activities - eliminate, reduce, increase, create directly affects the minimization of costs and 

maximize revenue. The assessment of all these activities is done on the basis of internal documents of 

the high school, especially accounting and financial indicators, and comparison with the practice of 

leading private schools in the education sector. Also, it is very important that all school employees, 

especially teachers and the management teams, participate equally in the application of this model. It is 

obvious that there is a conflict of interest between teachers and their commitment to teaching the 

knowledge of students and owners of private schools whose main goal is to maximize profits. 

CONCLUSION 

Using the effective and systematic approach provided by "Business Model Generation": first, the 

efficiency of the basic elements of the model (Key partners, key activities, Value proposition, Customer 

Relationships, Channels, Customer Segment, Cost Structure, and Revenue Streams) was assessed using 

a scale - high, medium and critical efficiency; second, the basic elements of the model that affect the 

increase of school income have been identified; third, the two areas from which the school received the 

most incentives for future development were identified. It is the satisfaction of service users, primarily 

parents and students (Customer Driven Model) and secondly, profit generation and earnings of school 

owners (Finance Driven Model); fourth, the basic processes and activities that affect the growth and 

decline of income have been identified by proposing what should be eliminated, reduced, increased or 

created in the school. Finally, this research points out that with the help of quantitative methods and 

strategic models, it is possible to create good business policies, i.e., how to manage a private school in 

order to place it in the position of a leader in the category in which it operates, with the delivery of the 

highest quality services and provide the owner or shareholders with maximizing revenue while 

minimizing costs. 
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