Hong Kong Institute of Educational Research

News letter

The Chinese University of Hong Kong

November 2004

Issue No. 17

Research

Programmes

Developing Schools through
Self-evaluation
Nicholas Sun-keung Pang
Leader of the School Development and
Evaluation Team
Evidence-based organizational change has
become a very recent trend in the school
reform and improvement movement. It is
important that educational change should be
based on objective and reliable evidence of
school performance. Schools should have a
self-renewal mechanism with the
implementation of school self-evaluation for
managing change, which can be built upon:
(1) clear and appropriate diagnosis of the
school as an organization, and (2) the role of
administration in it. Experience in research
and practice has shown that if school reforms
are to succeed, organizational changes need
active supports of school administrators.
School administrators need to be active
advocates of self-evaluation and be prepared to
articulate a vision of self-renewal for the
school (Gamage & Pang, 2003). School
development cannot be copied and imposed
from outside. School administrators need to
understand the current situation, including
strengths and weaknesses, opportunities and
threats (SWOT) to the organization, to
determine the goals to be attained within the
next 1–3 years, and to develop the strategies
to pursue in order to achieve them.
Institutionalization of self-evaluation in the
organizational framework and daily
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managerial practices allows school
administrators to lead and manage the school
toward effective educational change (Pang,
2003b).
Developing Schools through Self-Evaluation
To successfully institutionalize a self-renewal
framework in daily managerial practices as well
as to lead and manage change effectively, school
administrators first of all need to: (1) acquire
appropriate knowledge and understanding of the
theoretical framework and concept of school selfevaluation, (2) develop and acquire the necessary
skills and attitudes in self-evaluation and
manipulation of performance indicators, (3) think
through the leadership role as a guide to action,
and (4) clarify for themselves the strategic
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elements that are essential for an effective
implementation of the school development
plan. Then, they should examine the types
of knowledge, kinds of skills, and the
attitudes that need to be developed for
successful implementation of organizational
change (Pang, MacBeath, & McGlynn,
2004).

Aims of the Projects
Projects. The projects aim to help schools:
(1) develop their own models of school-based management
in the spirit of the recommendations of the Education
Commission Report No. 7, (2) institutionalize a selfevaluation framework in daily practices for continuous
improvement, and (3) develop their own sets of schoolbased performance indicators for use in school selfevaluation.

The School Self-Evaluation Projects in
Hong Kong

Outcomes of the Projects
Projects. The projects have benefited
the participating schools in the following ways: (1) the
schools have institutionalized a self-renewal strategy for
continuous improvement through the establishment of a
self-evaluation framework and the use of school-based
performance indicators; (2) administrators’ and teachers’
professional competence, confidence, and performance in
these schools have been promoted through a series of
training courses well-designed for them; (3) students’
school lives and learning in these schools are benefited
since these schools’ effectiveness has been enhanced and a
quality culture has been established there; and (4) the
schools are more accountable to parents and the wider
community as the self-evaluation process has led to
annual reports that contain fair, reliable, and objective
information about the schools.

After conducting the first few cycles of
whole-school inspections since 1998, the
Quality Assurance Inspectorate (QAI) of the
Education and Manpower Bureau found
that a self-evaluation framework was not
commonly established in most Hong Kong
schools and no appropriate school-based
indicators were developed for use in school
self-evaluation. In response to these
weaknesses commonly found in Hong Kong
schools, the author, since then, has
launched a few school development projects
to help schools to implement the practice of
self-evaluation. The projects are listed in
Table 1.

Table 1. Various School Development Projects Since 2000
Year

Project type

2000–2002

2-year project

Project title

No. of participating schools

School Self-evaluation and School-based

10 primary schools &

Performance Indicators

10 secondary schools

2001–2002

1-year project

Renewing Schools through Self-evaluation

2 primary schools &
2 secondary schools

2002–2003

1-year project

School Self-evaluation for Kindergartens of
Hong Kong Catholic Church

A training programme
provided for the heads
and senior teachers of
22 kindergartens of the
Hong Kong Catholic Church

2002–2004

2-year project

Developing Schools through Self-evaluation

10 primary schools &
10 secondary schools

2003–2004

1-year project

Initiating Organizational Change via
Self-evaluation

23 primary schools &
27 secondary schools

2004–2005

1-year project

Self-evaluation, External Review and
School Development (A foundation project)

25 primary schools &
36 secondary schools

2004–2005

1-year project

School Self-evaluation: Reinforcing
Organizational Change (An advanced project)

10 primary schools &
14 secondary schools

Total: 22 kindergartens,
80 primary schools,
99 secondary schools
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Deliverables of the Projects
Projects. (1) The schools have
fostered a culture of self-evaluation and a culture of
organizational learning for continuous improvement;
(2) a few training packages on school self-evaluation and
sets of performance indicators have been developed,
which are useful for other schools to have similar
endeavour; and (3) there have been publications to
disseminate good practice in school self-evaluation.
Conclusion
An effective leader plays a central role in placing the
organizational development, or self-renewal, on a cycle of
continuous improvement. The leadership role of a
principal should be based on a clear understanding of the
school’s performance in the social systems. The principal
needs to pay sufficient attention to the organizational
culture and the organizational behaviour of its staff
members, and how these elements impact on the
management and school development (Pang, 2003a,
2004). The essential principle in school self-evaluation is
to convert the organization into a learning community
(Lam & Pang, 2003; Pang & Cheung, 2004). The central
purpose of school self-evaluation is to improve the
knowledge and skills of organizational members to
diagnose and solve problems on an everyday basis. It is a
process of acquiring skills in dealing with on-the-job
problems. The experience gained in school self-evaluation
should be utilized to track down other problems. The
concept of school self-evaluation needs to spread to the
whole organization and encourages all staff members to
get involved in a cycle of continuous improvement or selfrenewal, because individuals are linked to other groups.
Institutionalization of self-evaluation in the
organizational framework and daily managerial
practices allows school administrators to lead and
manage organizational change effectively and efficiently.
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Preparation for Principalship
Course (5th Cycle)
Advanced Postgraduate Diploma in
Education (School Improvement and
Curriculum Leadership) Programme
2000
9

1
2
3

4
5

In July 2002 the Education and Manpower
Bureau (formerly known as the Education
Department) announced that from 2004/05
all newly appointed principals will need to
attain the “Certification for Principalship”
(CFP). One of the key components of the
CFP is the completion of the Preparation for
Principalship Course. The Chinese
University of Hong Kong was the first
institution accredited by the Bureau to
deliver the course.
During 2002–2004, four cycles of the course
were run, and 319 participants successfully
completed the course. In November 2004,
the 5th Cycle of the course will be offered,
and its target participants include: those
who have successfully completed or enrolled
in the Needs Analysis for aspiring
principals, serving vice-principals/deputy
heads in government and aided schools or
equivalent and serving senior teachers.
For enquiries, please contact Ms. Mavis
Kwan at:
2609 6996 (tel.) or 2603 6850 (fax).
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A Research-based Professional Learning Programme for
Aspiring Principals in Hong Kong 2004–2006

W
NE

professional learning agenda geared toward
achieving leadership potential. More
specifically, the objectives of NAFPhk[AP]
are to identify the leadership potential of
leaders interested in becoming principals, to
help these participants to develop their
leadership potential, and to contribute to
their preparedness for the principalship.
Data associated with this project
contributes to greater awareness of
princiaplship supply and demand, and also
to professional development and preparation
needs. Ongoing analysis of data aids theory
building, meaningful professional
development, and policy making.

The Developmental Needs Assessment for
Newly Appointed Principals in Hong Kong 2004

Projects

This research-based project continues the implementation
of a scheme specifically designed to identify and
communicate a developmental needs analysis strategy for
Aspiring Principals. The needs analysis strategy is an
integral component of a broader policy designed to
improve both the performance and preparedness of future
school leaders in Hong Kong. The implementation
strategy assumes that future leaders will be charged with
implementing school-based management leading to school
improvement and be dedicated to the notion of life-long
learning. The scheme will be implemented under the
NAFPhk[AP] name and will be formally known as
“Needs Analysis for Aspiring Principals”. The overall aim
of NAFPhk[AP] is to provide aspiring principals with an
initial gauge of their strengths and developmental needs
so that they can assess their own suitability for
principalship, and to design a meaningful personal

Development

Principal Investigator: Professor Allan Walker
Grant awarded: HK$120,000 per cohort (10 cohorts are scheduled)
Commissioner: Education and Manpower Bureau
Duration: September 2004–August 2006

W
NE

Principal Investigator: Professor Allan Walker
Commissioner: Education and Manpower Bureau
Duration: December 2004–February 2005
The Developmental Needs Assessment for Newly
Appointed Principals in Hong Kong 2004 is specially
designed for a group of approximately 20 newly
appointed principals who have started their
principalship in 2004. As outcomes of the Needs
Assessment process, participants will:





receive feedback indicating their strengths and
areas for further development,
develop personal awareness of their leadership,
reflect critically on the quality of their leadership
and school-based management,
connect their leadership with the improvement of
student achievement and school performance, and



decide an appropriate pathway for
further professional development.

By the conclusion of the process,
participants will have a comprehensive
portfolio that identifies their strengths and
development needs and a personal
professional development plan to guide their
development during their first two years as
a principal. This programme bridges a new
and revitalized approach to principal
learning. Data collected through the
programme will contribute to a growing
database on principal learning,
socialization, and leadership.
7
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Export Potential of Hong Kong’s Education Services
Principal Investigator: Professor Hung Fan-sing
Grant awarded: HK$410,000
Sponsor: Trade Development Council
Duration: August 2004–January 2005
This study aims to assess the export
potential of Hong Kong’s education services
on a commercial basis, particularly with the
Chinese mainland as the primary market
and with higher education as the primary
export of education services, while
recognizing the competition from other
education-exporting economies. The exports
can be in the form of establishing schools or
offering educational courses/programmes in
markets outside Hong Kong (outbound mode)
or enrolling non-resident students to study in
Hong Kong’s educational institutions,
schools, and universities (inbound mode). The
study also aims to recommend marketing
priorities and strategies for Hong Kong as a

whole and education services providers in particular in
promoting Hong Kong’s exports of education services.
Policy recommendations and institutional adjustments
will also be made based on the findings of the study.
The study is significant to the future development of Hong
Kong in terms of the importance of education exports to
the economy as a whole, the development opportunities of
the education sector in Hong Kong, and the international
importance of Hong Kong in the educational and cultural
exchange. It is hoped that the results of this study can
help education services providers identify the potential
market segments and formulate their marketing
priorities and strategies, while making relevant policy
recommendations to the government and promotion
recommendations to the Hong Kong Trade Development
Council.

Transforming Schools into Learning Organizations
Principal Investigator: Professor Pang Sun-keung
Grant awarded: HK$2,890,000
Sponsor: Quality Education Fund
Duration: September 2004–August 2006
In order to survive in an ever-changing
environment, Hong Kong schools have no
exception and are required to transform
themselves into learning organizations.
This school development and research
project aims to allow principals and
teachers to acquire the skills and
techniques in the five disciplines of
organizational learning and to transform
schools into learning organizations. When
schools are learning organizations, they are
more able to: (1) shift their paradigms in
daily managerial and teaching practices,
(2) initiate organizational change for
continuous development, (3) cope with the
challenges created by recent educational
reforms, and (4) provide quality education
for their students and quality services for
stakeholders concerned.
8
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A sample of 10 primary schools and 10 secondary schools
will take part in this project from September 2004 to
August 2006. A “fan” approach of organizational change
will be adopted in these schools, in which concepts of
organizational learning will first be initiated at senior
management level. Afterwards, changes and
transformation will spread through to middle
management and gradually throughout the entire school
organization when the project is implemented. Intensive
training programmes for the members of School
Development and Evaluation Committees (SDECs) — the
senior/middle management will be provided. Four half-day
workshops will also be conducted for each school within
the two years. Changes and transformations should occur
not only at the managerial level, but also at the teacher/
classroom level. The workshops will invite the
participation of all staff members of a school and a wholeschool approach to initiate change will be adopted.
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Programme for International Student
Assessment 2006 in Hong Kong
W
NE
(HKPISA 2006)

PISA assesses primarily three domains of literacy,
namely Reading, Mathematics, and Science. Each domain
will be the major focus of one assessment cycle. The
major domain of PISA 2006 will be Scientific Literacy.

2004

18

9

Centres

The Programme for International Student Assessment
(PISA) is a study to assess the preparedness of 15-yearolds for full participation in society. PISA is organized by
the Organisation for Economic Co-operation and
Development (OECD). The purpose of PISA is to develop
regular, reliable, and policy-relevant indicators of student
achievement. The assessment is administered in three
3-year cycles. PISA 2006 is the third cycle with the
participation of over 50 countries or regions.

120

Research and
Development

Principal Investigator: Professor Esther Ho Sui-chu
Grant awarded: HK$8,600,000
Sponsor: Education and Manpower Bureau
Duration: September 2004–September 2008

18
1,000

2005

5

HKPISA 2006 will continue the investigation of the
previous two cycles (i.e., PISA 2000 and PISA 2003) to
develop a longitudinal database for the study of several
issues confronting students in Hong Kong secondary
schools. This international assessment, by establishing
a timely and multi-level database, will enrich our
knowledge of the effectiveness of Hong Kong’s basic
education.
Findings in HKPISA can provide direction for schools’
instructional efforts and for students’ learning as well as
information about curriculum strengths and weaknesses.
This research also renders valid and reliable tools for the
educational authority to monitor educational achievement
levels. Policy makers will be able to view local
development in the context of global change in meeting
the challenges of the new millennium.
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Hong Kong Centre for the
Development of Educational
Leadership (HKCDEL)
Serving principals Needs Analysis
Programme
A team at HKCDEL has recently developed
an innovative self-learning and analysis
package (SpNAP) specifically for serving
principals in Hong Kong. Serving principals
are leaders who have been working as
school heads for more than two years. The
interactive electronic programme is
designed to encourage principals to examine
issues of leadership, school culture and
school-based improvement within
increasingly complex expectations for good
schooling. The package includes practical
avenues for rigorous self-reflection, goal
setting and peer interaction. These aim to
help principals identify their own learning
priorities and inform their overall
continuing professional learning agenda.
The programme is designed for maximum
flexibility. Principals can select the starting
point, pathway and timeframe of the
analysis to suit their own circumstances,
school context and stage of development.
SpNAP was developed to contravene two of
the most common misconceptions held
about learning effective school leadership.
These are that it stems exclusively from
either a broad “academic” knowledge base or
from personal insights which can only be
learned through years of experience as a
principal. Behind the first notion is a belief
that reading textbooks and articles, and
absorbing what these say, will lead a person
to acquire the knowledge and understanding
required to be an effective leader. Behind
the second is that the simple accumulation
of years “on the job” makes an effective
principal.
While it is self-evident that increasing
knowledge and gaining experience can
increase leadership effectiveness, on their
10

own, neither is sufficient to sustain ongoing growth and
development. For example, much knowledge when
viewed in practice looks very different from that found in
books. The architecture of SpNAP is based on the
premise that if principals are to enhance their
effectiveness in meeting the challenges of the
contemporary workplace, they must shift their focus
from simple content-centred or experience-dependent
approaches to a goal-based approach which firmly locates
their learning within their own contexts.
The SpNAP programme is based on a belief that
principal needs analysis requires principals to clarify
their own personal and workplace values and beliefs; look
deeply within themselves, their schools and the broader
educational context to identify their needs; and set goals
to guide their further leadership development. Goal-based
learning holds that an understanding of one’s needs
comes through interaction with authentic cases that
stimulate curiosity and internal tension, or a form of
cognitive conflict. In other words, SpNAP asserts that
learning and change is more likely when school leaders
are asked to explain, elaborate and defend their positions
to themselves and to others; and that this gives rise to
cognitive conflict. Cognitive conflict occurs when learners
confront a discrepancy between their existing knowledge
and beliefs and new beliefs and information. They then
move to resolve this conflict through new learning. Such
learning can include new skills and knowledge, or even
changing values and reassessing attributes. The
programme is built around four key elements — “What I
am dealing with now,” “What others think of me,” “What
I believe is important,” and “What the experts say.” For
more information on SpNAP including trial copies, please
visit http://www3.fed.cuhk.edu.hk/eldevnet/
NAFPhk_SP.asp or email to NAFPhk@fed.cuhk.edu.hk.

Serving principals Needs Analysis Programme
(SpNAP) CD-ROM
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Education Policy Studies Series

Journals
Education Journal
Vol. 31 No. 1 (2003)

No. 51

Journal of Basic Education
Vol. 13 No. 1 (2004)

School Education Reform Series
ISBN 962–8077–78–3

40

20

No. 52

No. 18

ISBN 962–8077–80–5

84

Publications

Educational Research Journal
Vol. 19 No. 1 (2004)

30

No. 53
ISBN 962–8077–77–5
No. 19
ISBN 962–8077–81–3

92

30

No. 54

ISBN 962–8077–82–1

32

20

No. 55

44

20

Self-evaluation and School
Development
Nicholas Sun-keung Pang, John
MacBeath, & Archie McGlynn

The book expounds the significance of
self-evaluation in processes of school
development, delineates some thoughts of
the authors regarding the roles of SSE in
different contexts, and outlines some of
their experiences gained from the SSE
projects launched in different countries.
ISBN 962–8077–79–1
32 pages, paperback, HK$20
No. 20

ISBN 962–8077–84–8

44

20

ISBN 962–8077–83–X
852

44

20

2609 6754
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