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ABSTRACT

Investigating School-based Management in Hong Kong to Validate the

Prerequisites for Successful Schools Using an Exploratory Sequential Design

by WU, Tai Wai David

for the Degree of Doctor of Education

The Hong Kong Institute of Education

In the new century, education systems throughout the world have shifted from a
centralized, hierarchical, authoritative school management model to the new
decentralized system with redistribution of responsibilities and accountabilities.
Although Hong Kong Government has invested a fabulous sum of money in education
and implemented the school-based management (SBM) policy since 2000 as to cope
with the reform in school management and ensure the quality of education, most parents
are still unsatisfied with school’s effectiveness and regard their child as entitlement to be
educated in a good school. A combination of parental choice and the rapid shrinkage of
Secondary One student population from 2010 onward have obliged many secondary

schools to compete vigorously for students and call for radical change.

According to the Education (Amendment) Ordinance 2004, all aided schools were
required to establish their own incorporated management committee (IMC) before the
end of 2012. Hong Kong Education Bureau emphasizes that “establishing IMC to
practice SBM” is the keystone for all aided schools to deliver quality school education.
However, the determination of “SBM as an effective way to improve the standard of
teaching and students’ learning outcomes” is a complete puzzle. The key question is:
What makes a good school? This study intends to paint a holistic picture of a successful
aided secondary school which achieves its vision, mission, core value and goals, and

most importantly, sustains success for all its students.



A three-phase exploratory sequential design was employed to collect both qualitative
and quantitative data for articulating the SBM policy and exploring the prerequisites for
developing a successful school. In Phase One, in-depth interviews with 20 experienced
senior teachers were conducted to investigate the rationales of SBM and the
characteristics of good schools. The qualitative data were then employed to build a
questionnaire. Phase Three was composed of a quantitative survey among 103 teacher
managers which were selected by a probability-based sampling strategy. SPSS software

and Rasch model were then applied to analyze the quantitative data.

The qualitative research findings revealed that SBM was not the unique factor
contributing to school success but had produced various positive impacts on IMC
schools. The common characteristics of all good schools, including positive school
culture, a competent IMC, a high-performing principal, promoting students’ all-round
development, a team of great teachers and three external agents: parents, community
and tertiary institutions were also elaborated. After applying the quantitative
questionnaire survey, five core performance indicators including culture, SBM,
principal, student and teacher dimensions were validated. The final outcome was the
5-P Model, accompanied with the generalizable Successful School Index that could be
employed to measure the degree of success of all good schools and help those
low-performing schools in Hong Kong improve their education quality. In addition, the
limitations of the study needed to be aware of and some recommendations for further

studies were provided.
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CHAPTER 1
INTRODUCTION

Since many countries were disappointed with their education systems that were in need
of a new paradigm for reengineering (Cheng, 2005), education systems throughout the
world have shifted from a centralized, hierarchical, authoritative school management
model to the new decentralized school-based model with a redistribution of
responsibilities and accountabilities in the new century (Gamage, 2003; Volansky &
Friedman, 2003). Even though schools had historically resisted change and sought to
preserve continuity with their past experiences (Stoll & Fink, 1996), they were
eventually compelled to make drastic changes in the pursuit of (future) effectiveness
assurance and educational equality (Barth, 1990; Bowring-Carr & West-Burnham,
1997). Consequently, the noticeably authoritarian nature of school administration had
given way for developing cooperative relationships among all staffs (Kutsyuruba, 2011)
and principals’ leadership means being in charge of a group of staff was obsolete
(McCrimmon, 2007). During the past two decades, Hong Kong has initiated various
education reforms such as School Management Initiative, School-based Management
(SBM), DSS Schools, and Principals’ and Teachers’ Continuing Professional
Development in order to keep up the changing social environment of the twenty-first
century (EC, 2006; Pang, 2007; Tsang, 2006, 2011). Among them, the purpose of
implementing SBM policy since 2000 was to cope with the reform in school
management on the one hand, and on the other, to grant schools more autonomy and
greatly promote quality education by inserting managerialism into education through the
utilization of quantifiable performance indicators (Choi, 2003; Tsang, 2011), as

recommended by the Education Commission Report No. 7.



1.1 Overview

After returning to the motherland for just a few months, Hong Kong had been
devastated by the Asian Financial Crisis that Hong Kong Special Administrative
Region had to reduce public expenditure for two consecutive years from 1998 to 1999.
Yet still the Education Commission published the final document of the “Reform
Proposals for the Education System in Hong Kong” in September 2000 and the
Government hereafter invests almost excessively in education every year. The Chief
Executive of Hong Kong, Leung Chun-ying announced in his 2013 Policy Address that
in spite of economic vicissitudes, the Government will still invest a fabulous amount of
$79.1 billion in education, accounting up to one fifth of Government’s total expenditure
(Chief Executive, 2013). Nonetheless, more inputs are not enough to make schools
work better (Barrera-Osorio, Fasih & Santibanez, 2009). Hong Kong schools’
precarious situation was further exacerbated by a progressive reduction in student
population size and choice in education. Almost all schools were in a crisis and forced
to catch up in the struggle for survival (Cheng, 2011). Far from expressing satisfaction
with the education system and the function of schooling, parents and the public expect
schools to provide higher quality education, and be more transparent and accountable.
In Hong Kong, all 300 more standardized aided secondary schools acquire identical
annual subventions of about $60 million (for 30 classes) per year from the Government
(figure of the 2012/13 school year). They have almost the same physical conditions and
student population. Nevertheless, in the view of education professionals, individual
schools are widely different from each other in how success they deserve and
satisfactory they make in students’ overall performance. A portion of these schools,

especially those possessing unproductive school culture, implementing bad



management, demonstrating ineffective leadership, adopting poor teaching strategies

and providing a threatening environment, are doomed to failure.

I thought of myself as a passionate educationist who placed great trust in the function
of a school, especially its overarching moral purpose [1 sustaining success for all
students (Fullan, 2007; Hopkins, 2007). I believe deeply that if a school has taken the
right approach and placed on its optimal trajectory, no more than ten years is required for
it to achieve its vision, mission, core values and main goals, becoming a successful
school and providing high-quality education for all its students. I had been elected as a
teacher manager for two years. | wished to serve as an important link between the IMC
and the staff of my school, and give the IMC appropriate advice on school curriculum,
teaching and current situation of students (School Development Division, 2010). It was
highly regrettable that I could not help leading the school where I had been working in
for thirty years, towards success. This traditional school is in steady decline,
characterized as routine and unaided by its “burrowed principal” who always hibernates
in his burrow (office) and has little contact with the staff (Rosenholtz, 1991). In this low
band school, only a few students gain access to university. All my proposals about
reconstructing and rescuing this school had been rejected by the principal and landed in
a desert. My final option was an ignominious withdrawal; for [ have already lost faith in
the principal and despaired of this centralized bureaucratic school that should be closed,

for the sake of the pupils (Gray & Wilcox, 1995).

There is growing evidence that the crucial elements of a successful school are a top
principal and a team of the best teachers (Beckett, 2010). In 2004 and 2005, Professor

Arthur K. C. Li and Mrs. Fanny Law (the former Secretary and Permanent Secretary



for Education and Manpower) all pronounced in some of their speeches that “If a
school has a great principal, it is a good school”. Yet the effects of successful principal
leadership on pupil learning were largely indirect; above all, principals should
positively influence teachers as well as the status of other key conditions (Day &
Leithwood, 2007). So it was valuable to investigate how principals were successful in
turning around failing schools by appropriately selling their vision to staff than

developing it collaboratively (Nicolaidou & Ainsow, 2005).

The Organization for Economic Cooperation and Development claimed that many
successful school systems were featured by low levels of student differentiation,
achieving more autonomy in curriculum development, adopting assessments with
small competition, and spending in education that prioritized teachers’ salaries over
smaller classes (OECD, 2010). In my opinion, this international perspective was not
applicable in Hong Kong that these characteristics were no doubt important, but did
not necessarily guarantee school success. What actually constitutes a successful school
in Hong Kong has not yet known. Even the Education Bureau of HKSAR had kept
vague the definition of a successful school. In the web page of EDB, some informal
descriptions of a good (high-performing) school were Excellent School Spirit, Good
Teaching, providing student-centered education, creating a good studying environment,

taking a good care of students, etc.

In 1999, Hong Kong Government launched the Outstanding School Award (OSA)
Scheme to recognize and encourage schools’ excellent practices (Quality Education
Fund [QEF], 2004). The performance criteria and the grade descriptors (Appendix A)

of the domains: Management and Organization (Domain 1), Teaching and Learning



(Domain 2), Support for Students and School Ethos (Domain 3), and Students'
Attainment (Domain 4) were provided, in accordance with the Quality Assurance
Inspection framework (Lee & Cheung, 2001). In 2003, highlight studies on the
award-winning schools in the four domains of the scheme were completed. The studies
consolidated the good practices in the schools concerned and produced multimedia
packages for the dissemination of the findings to the school sector as a whole (QEF,
2004). Two important consequences of OSA Scheme were that it had formally
delivered the main features of all outstanding schools and the prerequisites of a
successful school. I admired all these award-winning schools and had dreamed for

years that my school was one of them.

Since the OSA Scheme exerted great impacts on me, during the last decade, I had been
exploring in the light of my past experience, the benefits brought from visiting good
schools, school practitioners’ advices and a comprehensive literature search, the
prerequisites and the theoretical model of a successful school that outperforms all other
low-performing schools in the domains: school culture, management, leadership,
student all-round development, teaching strategies, etc. My aspiration was that such an
ideal school is capable not only to raise students’ test scores on traditional standardized
tests and public examinations, but to train students to be good citizens with lifelong

learning (practical) skills and the purpose of serving the country.

“Successful” had been chosen but not “effective” as the key word of the topic because
“successful” could be unfavourable balanced against “failure”, the hallmark that could
be regarded as a regrettable feature of the education system. In addition, success

reflected schools’ purposes that occasionally avoided too much attention to students’



academic achievement (Schein, 2010) and public examination results. The argument
was: Every school could be a successful school! Notwithstanding no guaranteed
program or clear step-by-step recipe for producing a successful school existed, there was
certainly room to turn around all disappointing schools. I wished to create a model that
detected the essential prerequisites of a successful aided secondary school and would be
“a panacea for curing” all failing/low-performing schools in Hong Kong. Before my
fondest dream came true, I needed to explore the theoretical framework of my model and
construct an “exquisite” instrument for determining the degree of a school’s success in
terms of scores. If “door” was used as a metaphor for “the approach chosen to change a
school”, “a competent incorporated management committee implementing school-based
management” must be the first door while the other doors might involve school
practitioners and culture, but definitely not programmes because only people could

shape positive school culture and make continual progress.

1.2 Statement of the Problem

In Hong Kong, as projected from the number of primary students in various levels, there
would be a drop in the number of Secondary One students in these few years, amounting
to a total of about 11000 students, until the rebound in the 2017/18 school year and
thereafter (EDB, 2012). The combination of the rapid shrinkage of total Secondary One
student population from 2009 onward (Wu, 2009) and parent’s choice of direct subsidy
scheme (DSS) schools has caused quite a number of aided secondary schools to face the
imminent threats of reduction in classes and school closure (Ip, 2012). Yeung Yun-hung,
the Undersecretary for Education said that 30 Secondary One classes would be

eliminated in the 2013/14 school year and 40 to 50 teachers would then become



redundant through class cutting (Siu, 2013). In such situation, quite a number of
teachers’ morale would inevitably sap and education quality was unable to sustain. If
only the high socio-economic and middle-class students can participate in choosing the
top DSS schools, students in disadvantaged circumstances will not be assured of
education equity and quality. The universal basic education should not be confined and
controlled by the rich, and it ought to be the entitlement of all students to taste the nectar

of quality education by providing them with ideal learning environment.

Most contemporary Hong Kong schools had gradually fallen from grace and confronting
the substantial troubles caused by reduction in birth rate, severely limited in available
resources, curricula unrelated to the real concerns of young people, the attacks of the
competence of principals, good teacher quit teaching, embattled principal-teacher
relationship, poor instructional and learning strategies, learner diversity and lack of
support from parents. Before finding magic power to keep persevering and overcome
various challenges, these schools would always be caught up in the struggle for survival
in the next few years. The growing demand for creating successful/good schools from
competitive market forces and the Government drove school sponsoring bodies,
principals and teachers to assure quality education and acquire an enviable school
reputation in order to increase the best student intake (Pang, 2002). There were no
shortcuts to create successful schools but to implement radical school reform and put
students on a different academic trajectory, regardless of what it takes to achieve this
goal (Kopp & Farr, 2011). Nevertheless, it was a miracle for many low-performing
schools that lacked the capacity and leadership to put reforms into practice (Fullan,
2007). The remarkable fact is: every failing school must either be “killed” or changed in

fundamental ways, even though resistance is inevitably to be met at every turn.



The EC (1997) of Hong Kong regarded SBM as the best reform policy to obtain the
internal quality assurance of a school. SBM Section (2014) also stated that the aim of
implementing SBM and establishing IMC is to enhance teaching standard and students’
learning outcomes. Some scholars expressed support for this argument. For example,
Ma, Wu, Xie and Li (2006) suggested that quality schools should involve collective
participation of all key stakeholders (including teachers, parents and alumni) in SBM
mechanism, formulate “long/short-term school goals” and determine the direction of
school development. Yet whether SBM would enhance quality of education has long
been a controversial issue. Some other scholars were bewildered by determining SBM
as an imperative of a successful school. It was because SBM would produce a paradigm
shift in the entire traditional mode of operation of a school such as redistributing the
power in school governance system (Pang, 2008) and requesting all stakeholders at the
school level to work together in a collegial way to put school-based authority and
accountability into practice (Barrera-Osorio, Fasih, Patrinos & Santibaneez, 2009). In
addition, decentralization policies such as SBM failed to improve school effectiveness
and student learning because structural reform could not succeed without culture and
dramatic change (Hatry, Morley, Ashford & Wyatt, 1993; Murphy & Beck, 1995). Such
a change required school sponsoring bodies and principals to spend much time and effort
in mastering the new management structure (Pang, 2006; Policy 21, 2009), and
employing various new powerful forces coming from teachers’ energies and
commitments unleashed by altered management structure or new collective capacities
(Fullan, 2007), parental involvement, community support and university-school
partnership projects . It seemed very difficult to succeed. This paper would discuss this

concern in detail and propose an appropriate solution.
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Previous researches revealed that at least one of “positive culture”, “a high-performing
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principal”, “promoting student all-round development” and “a team of great teachers”
was/were the essential prerequisite(s) of a good school (Blankstein, 2013; Blase, Blase
& Phillips, 2010; Deal & Peterson, 2009; Levine & Lezotte, 1990; Sergiovanni, 2009).
However, not all schools had productive culture and some might even have toxic or
problematic ones (Deal & Peterson, 2009), many aided schools’ principals were lack of
adequate preparation for their highly complex roles (Fullan, 2007; Wong, Kwok &
Chow, 1999) as an ex-officio manager in the IMC or a school culture re-shaper on one
hand and had already overloaded on the other, and schools had never been able to recruit
or retain great teachers whose collective decision-making seemed to be difficult to
achieve in SBM schools in the near future (Yu, 2005). It was often overlooked,
minimized, or even dismissed student who was actually the most fundamental and
important element of a successful school. The category “promoting students’ all-round
development” was included because over the years, not every student was guaranteed
excellent teaching needed to achieve academic success (McEwan, 2009) and little

progress had been made in treating students as stakeholders and their parents as serious

members of the school (Fullan, 2007).

Viewed collectively, the current problem is how an excellent school management model
consisting of the essential prerequisites could be constructed in a failing school and
applied for turning around it. This was certainly a paradigm shift that would involve
drastic changes in this school for lifting itself. The major caveat was that there was no
magic formula and a lack of right strategies for leading a failing school to success by

easily achieving its vision, mission, core values and ultimate goals.



1.3 Research Questions

The research questions of this study included two qualitative, three quantitative and

two mixed methods research questions. All questions addressed the unified purpose of

exploring the prerequisites for creating a successful school under SBM.

Qualitative Research Questions

1.

How do Hong Kong’s veteran teachers perceive implementing SBM and
establishing IMC in aided secondary schools in accordance with the data obtained
through qualitative interview?

What are the essential prerequisites for creating a successful aided secondary

school in Hong Kong?

Quantitative Research Questions

3.

Do Hong Kong’s teacher managers satisfy with the overall results obtained by
implementing SBM and establishing IMC in their schools in accordance with the
data obtained through quantitative questionnaire survey?

Is the Main Scale derived primarily from extant literatures a good instrument?

Are the five successful school subscales reliable and valid?

Mixed Methods Research Questions

6. How the initial qualitative findings regarding 20 veteran teachers’ perceptions of

the five prerequisites for a successful school is confirmed and generalized to a large
sample of teacher managers through the follow-up quantitative survey?
How the newly invented model with its corresponding instrument has an advantage

over previous instruments in creating a successful school?
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1.4 Purpose and Significance of the Study

Creating a good school was unquestionably a monumental challenge. Nonetheless, good
schools had a lot of common attributes (Taylor & Ryan, 2005) which could be employed
to help improve the education quality of any low-performing school, changing its culture
from “stuck (learning impoverished)” to “moving (learning enriched)” and eventually
becoming a successful school (Rosenholtz, 1991) that had achieved its vision, mission,
core values and goals, and provides high-quality education to all its students. Now
before realizing the very pleasant expectation “every school could become a successful
school”, I needed to get a thorough understanding of the SBM policy as well as the
prerequisites (imperatives) of Hong Kong’s good aided secondary schools and why
some schools achieved more of them. The main purpose of the study was to analyze the
feasibility, validity and applications of a new model by reflecting the perspectives of
vice-principals, department heads and teacher managers on the prerequisites for creating
a successful aided secondary school. Owing to the lack of “a complete and diversified
scale (an index)” to distinguish a successful school in the literature, this study also
culminated in the construction of a theoretical but practical model for examining a
target school’s management system and a generalizable instrument for measuring the
degree of success (in terms of total scores) achieved by that school. It was intended to
enhance the quality of a school, to push the betterment of Hong Kong education, and
most importantly, to assist those low-performing schools in applying the originated

model and the corresponding instrument for radical reforms.

This study employed the three-phase exploratory sequential approach to collect

individual qualitative and quantitative data while this mixed methods research was
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straightforward to describe, implement and report. In the first phase, 9 vice-principals
and 11 department heads from 20 different schools were invited for a semi-structured
interview. A questionnaire was designed in the second phase. Phase three involved an
analysis of a quantitative survey of 400 teacher managers coming from 200 other
schools. A sensitive instrument used for identifying schools’ success was developed and
tested for reliability and validity. The results obtained in Phase One and Phase Three
were analyzed and synthesized to reveal the major findings (Creswell, 2015a; Edmonds
& Kennedy, 2013; Jang, et al., 2008; Tashkkori & Teddlie, 2010). Such arrangement
would make the qualitative method more acceptable to those quantitative-biased

scholars (Creswell, Vicki & Plano Clark, 2011).

The significance of the study was threefold. Of primary importance was its contribution
to be a contemporary precious literature for all educators in Hong Kong because foreign
literatures focusing on effective school and its management/leadership were abundant,
but there were very few local labourious researches that explored how a successful
school related solidly to SBM, and what principals and teachers should do to meet the
demand for better schools. The findings of the study enabled all Hong Kong aided
schools’ sponsoring bodies to realize what experienced teachers had determined as the
prerequisites for developing a successful school. It was expected that policymakers and
key school stakeholders would have increased knowledge and a greater arsenal of tools
to validate the important indicators and reliable ingredients, especially those involving
people, of a school’s success. This case study would then be employed as a diagnostic
tool to examine successful schools and provide useful implications for educational

policy in international contexts.
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A second area of significance of the study was that it identified a set of principals’
leadership styles through both qualitative and quantitative surveys. The principal was
so important that no other school position, even the school supervisor, had greater
capacity to shape positive school culture, to lead the school to achieve its vision,
mission, core value and goals, and nurture students’ comprehensive capabilities. In fact,
there was very little available research providing guidance on the specific leadership
roles high-performing principals acted to help create or sustain successful schools.
Nevertheless, principals in Hong Kong schools tended to be authoritarian and had not
delegated their responsibility and authority to ease their heavy workload. They were
inclined to control the IMC meetings as well as the agenda so that no one, including
the teacher manager(s), could involve in the SBM process in meaningful ways. Hence,
with the changing role of principals under SBM, there was a need to explore the
perceptions of a group of 20 experienced senior teachers and 100 more teacher

mangers from different schools, of the paradigm shift on principals’ leadership styles.

Thirdly, the study revealed how this group of teachers perceived the hallmarks of their
ideal schools as well as the advantages gained and drawbacks emerged in implementing
SBM policy in their schools. Although front-line teachers were the key members in
education arena, what they contemplated a good school was often ignored or effortlessly
integrated into other scholars’ view. The only short cut to create a successful school is to
listen to teachers, trusting them (Hoerr, 2005), empowering them, affording them an
opportunity to participate in decision-making and enhancing their continuing
professional development. What a vitally important belief needed for school change is to
input into teachers who are closest to students, must be the host of and genuinely

engaged in all education reforms (Beck, 2011).
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1.5 Conceptual Framework

The intention of this study was to construct a model for creating a successful aided
secondary school with eight components as shown in Figure 1. The model could be
utilized for good schools to maintain a consistently high standard of achievement, and
bad schools to pursue radical reform of the performance management system based on

available resources and shared vision, mission, values and goals.

During the 1960s and 1970s, the findings of Coleman’s and Jencks’ researches had led to
suspicious of schools’ function, concluding that schools had little or no effect on student
learning (Goodlad, 2004; Stoll & Fink, 1996), but nowadays, all people recognize that
schools will bring positive impact on students’ achievement. Unfortunately, a few
schools did a very poor efficiency and needed comprehensive reform that the best and
effective way for changing such bad schools was to apply my proposed model for great

improvement, having created them of value to all.

Positive school culture is the basic ingredient of a successful/good school. A capable
high school principal is able to build or reshape school cultures with particular emphasis
on learning and teaching which is prioritized at the forefront and is accepted by the entire
teaching staff (Guthrie & Schuermann, 2011). As yet it is improbable to change a school
from bad to good through a complete restructuring of culture or governance only. The
process of creating a successful school through implementing SBM should be assisted
by the grassroots [] teachers, other than solely undertaken by the principal while no
characteristic of a good school more pervasive than a healthy teacher-principal

relationship (Barth, 1990). Outstanding educators know that if a school has great
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teachers, it is a great school; besides, without great teachers, the school lacks the
keystone of greatness (Whitaker, 2012b). In addition, students know much about their
school that their ideas and perspectives must have an enormous influence on creating a

successful school.

Schools are now more accessible than before that their successes were partly credited
with the involvement of some external factors such as parents, community and tertiary
institutions. These schools’ partners enabled schools to maintain a firm notion of
current reality as well as “critical friends” who dared to advise schools not to set too
low expectations for students (Stoll & Fink. 1996). A remarkable conclusion of the
researches done over the past 40 years was: The closer the parent is to the education of
the child, the greater the impact on child development and educational achievement
(Fullan, 2007). Currently, I had not included parents to participate in my interview
survey because of various impediments that could not be removed. One irrefutable
truth existing in contemporary Hong Kong schools was that students whose families
were involved in school tended to avoid problematic behavior, engage more in
academic, athletic, arts community service activities, and develop empathy and
prosocial behavior (Olsen & Fuller, 2008). Consequently, I decided to treat parent
involvement as the most important external factor that supported school success. All
good schools, in turn, welcome and respect parents at any time, and more important,

share individual pupils’ results with their parents (Walsh, 1999).

Community members are crucial because they have largely untapped resources and
expertise that could partner with the school to educate all students (Fullan, 2007).

Hence, each progressive school should involve the community to help develop itself
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into a successful school. Attempts by university people to work closely with primary or
secondary school people were nothing new, but both people normally came to new
conversations harboring antibodies that each had built up to protect against the other,

so they should build an equal and a mutually beneficial relationship (Barth, 1990; Chiu,

Ho, Zhang & Li, 2013; Stoll & Fink, 1996).
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Figure 1 The Preliminary Model of A Successful School
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1.6 Delimitation of the Study

The study had not interviewed school principals even though they understood much
about SBM because it was unreasonable and unjustified for them to comment on their
own leadership style which was regarded as one of the imperatives of a successful
school. Most survey respondents were teacher managers plus a few vice-principals and
department heads. A discriminatory aspect was that no novice teachers who would most

likely to give boldly but insightful responses had participated in the interview survey.

The study was set in the context of Hong Kong. This restriction had impeded the
generalization of the findings, but on the other hand it could greatly facilitate me to
conduct face-to-face interviews. Furthermore, data collection in Phase One and Three
was delimited to all aided secondary schools which must comply with the Education
(Amendment) Ordinance 2004 to establish their IMCs. No government and direct
subsidy scheme schools were included because their school management committees
were not founded by this ordinance. Accordingly, the newly invented model and its
corresponding instrument could not be applicable directly to these two types of schools

as well as primary schools unless some modifications were made.

1.7 Definition of Key Terms

Incorporated management committee (IMC)

In Hong Kong, all aided schools’ management committees are “required by law” to
register as Incorporated Management Committees (Advisory Committee on

School-based Management [ACSBM], 2000) whose functions are to supervise school

17



management, make sure that government funding is spent properly and most
importantly, formulate short-term and long-term school development strategies (SBM
Section, 2014; School Development Division, 2010). The composition of an IMC is
prescribed in the Ordinance: 40AL as to include sponsor body, teacher, parent, alumni,

independent managers and the school principal (EDB, 2015a).

Mixed methods research

The mixed methods research includes the collection, analyses and integration of both
qualitative and quantitative data where the combination of these two different methods
is applied concurrently (approaches conducted almost the same time) or sequentially
(one approach conducted first and the other second) in a single research study (Creswell,
Plano Clark, Guttman & Hanson, 2003; Edmonds & Kennedy, 2013; Johnson &

Christensen, 2014; Plowright, 2011; Tashakkori & Teddlie, 2010).

Principal’s leadership styles

The Britain National Professional Qualification for Headship requires principals to “lead,
motivate, support, challenge and develop staff to secure improvement, and provide
educational vision” (TTA, 1997). The principal’s leadership styles affected a school’s
culture, performance, learning situation, student achievement, implementation of
change, level of professionalism among teachers and satisfaction among teachers.
Schools in the 21st century require principals to demonstrate Strategic, Instructional,
Organizational and Community Leadership, and practice new leadership styles such as
promoting teachers’ continuing professional development, catering the diverse needs of
students, and building quality assurance and accountability systems that provide

feedback to students, teachers and others with a view to securing school improvement
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(Education Department, 2002). Since each aided secondary school in Hong Kong is
required to move towards SBM and establish incorporated management committee
(IMC), its principal who is the IMC’s ex-officio manager needs to juggle a variety of

leadership styles to deal with different kinds of school managers.

School culture

Culture is difficult to impact because of its permanent, embedded nature that takes many
years to evolve (Eller & Eller, 2009). Cultural rules and rituals abound within schools
(Stoll & Fink, 1996). School culture is a blend of many cultures—individual, group,
collective, and organizational—making it richer because of the diversity of its origins.
At the hub of a school’s culture are its mission and purpose that trigger intangible forces
to inspire teachers to teach well, the principal to undertake brilliant leadership, and

children to learn efficiently and effectively (Deal & Peterson, 2009).

School-based management (SBM)

School-based management can be viewed conceptually as a formal alternation of
governance structures where decision-making authority, particularly with respect to
finance, resources and personnel, is shifted from Central Government to individual
schools for more efficient management, and for empowering principal, teachers and
parents who are closest to students (Abu-Duhou, 1999; Brown, 1990; Ho, 2009). In
Hong Kong, the ultimate aim of implementing SBM is to improve the standards of
teaching and students’ learning outcomes through the concerted efforts of the key
stakeholders, the leadership and commitment of frontline educators and the support of

the Government (SBM Section, 2014).
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School manager

The IMC of each aided school in Hong Kong is composed of the principal (ex-officio
manager) and five types of school mangers from different sectors and backgrounds. Up
to 60% of the total membership is nominated by the school sponsoring body (SSB) as
the sponsoring body managers who strengthen the communication and cooperation
between the SSB and the IMC. The rest are two elected teacher managers and two
elected parent managers (or one manager plus one alternate manager), one alumni
manager and two independent managers. Such composition will enhance the
transparency and accountability of school administration, ensure the proper use of
public funds and bring about different perspectives and experiences which are useful
for strengthening the school management system and formulating appropriate policies

(SBM Section, 2014).

Exploratory sequential design

The exploratory sequential design’s rigor makes it a sophisticated mixed methods
research. It is typically composed of three phases, exploring a phenomenon in the first
phase, utilizing the qualitative data collected to develop a new instrument in the second
phase, and testing the new instrument’s validity and reliability in the third, quantitative
phase (Creswell, 2015a; Creswell, Plano Clark, Guttman & Hanson, 2003; Creswell,

Vicki & Plano Clark, 2011; Edmonds & Kennedy, 2013; Tashakkori & Teddlie, 2010).

Successful school

A successful school must be a good school that has achieved its vision, mission, core
values and long/short-term goals after years of hard work, and provides high-quality

education to all its students. In this study, “successful” has been chosen as an
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appropriate adjective to qualify a school, yet successful, good, great and even ideal
schools describe the same kind of school. The imperatives of my successful aided
secondary school are “a competent IMC implementing effective SBM”, positive school
culture, a high-performing principal, diligent students and “a team of great teachers”.
Yet other teachers may have their own good school stressing on effectiveness,
leadership, management, basic skills, care, sharing, equity, excellence, etc. The
teachers participating in the qualitative and quantitative surveys were advised to make

responses in according to their own ideal successful schools.

Teacher manager

To promote education in Hong Kong and in accordance with the Education Ordinance,
there shall be two teacher managers (or one teacher manager and one alternate teacher
manager) elected amongst the teachers and included in the Incorporated Management
Committee of each aided school. Teacher managers are normally acted as the teacher
representative of each school, such that, as an important link between the IMC and the
staff of the school. They participate in school management and decision-making,
provide professional expertise for the improvement of student learning, and share their
experiences in and advise on curriculum development, classroom instruction, student

activities and educational enrichment; (School Development Division, 2010).

1.8 Summary of Chapter One and Scopes of Other Chapters

This thesis consists of five chapters. Chapter 1 is an introduction of the study and
begins with an overview, based on some historical education events. It provides a brief

background of the essence of my personal vision, a deep impression in my teaching
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career and the “noble elegant appearance” of my dream school in which there is room
for me to teach and students can achieve great successes in their learning processes.
This kind of successful school must be a good school that has achieved its vision,
mission, core values and long-term/short-term goals after years of hard work, always
provides high-quality education for its students, and completely outperforms other
schools in school culture, management, principal leadership, learning and teaching.
Then the subsequent sections concerning problem statement, seven relevant research
questions, purpose and significances, conceptual framework, delimitation and key
terms combine together to give a short account of the research. It must be strongly
emphasized that investigating the prerequisites for creating a successful school and
applying them to help improve the education quality of those failing schools is

unquestionably a monumental challenge but worthwhile to do.

In Chapter 2, a literature review composes of two important concepts is given to set a
frame of reference for data collection, analysis and discussion afterwards. First, a
description of quality school education and its relationship to SBM were introduced.
Second, the imperatives/characteristics of successful schools were studied. Finally, the

5-P model was constructed and compared with other education models.

Chapter 3 illustrates the research methodology. The details of the adapted exploratory
sequential approach, the sampling procedures and the data collection processes of the
qualitative inquiry and the quantitative questionnaire survey were described. Two more
topics, “Forward and Backward Translation” and “Ethical Consideration”, were

included in this chapter as to provide further information.
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Chapter 4 outlines the individual analyzes and in-depth discussions of the numerous
findings from Phase One and Two. Section 4.1 elaborated the important conversations
recorded in 20 semi-structured interviews. The corresponding transcriptions, especially
those concerning the answers to the ten open-ended interview questions were discussed
and analyzed in detail. Section 4.2 revealed the procedures of developing and
implementing a quantitative instrument based on the qualitative findings obtained in
Phase One. Section 4.3 illustrated how “Confirmatory Factor Analysis” was applied to
validate the instrument quantitatively. Then these two kinds of data obtained in Phase
One and Phase Two respectively were compared in Section 4.4 and discussed in detail

in Section 4.5.

Chapter 5 is the conclusion as well as a summary of findings. In it, the purposes of the
study and the research questions were reviewed. Hopefully, the 5-P model together
with the Successful School Index was considered effective for distinguishing successful
schools and helping improve those low-performing schools. The limitations that might
affect my investigation were also discussed. Lastly, some implications and

recommendations for further study were provided.

Zen Buddhism had borrowed “taming bull” as the metaphor of “training the mind”, in
order to restore human’s original nature. In the same way, I wish I could make use of
this thesis to identify all key factors contributing to a successful school and employ
them to help improve the education quality of those low-performing schools that had
been deprived of the key ingredients for school success. Now, before me, all “stuck

(learning impoverished) schools” become alive.
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CHAPTER 2

LITERATURE REVIEW

Many traditional good schools with sound leadership, management and organizational

techniques, alongside effective teaching and learning (Taylor & Ryan, 2013) could be

applied to enhance ineffective schools’ quality by “curing their ills”. It was valuable to

investigate the essential elements and imperatives of all contemporary good schools

(Figure 2) before going further in a too progressive direction to make plenty of quality

schools that pursue future excellence and are not the ones we have ever known.

Taylor & Ryan, 2005.

Good /High-performing Schools

Armstrong, 2006; Blankstein, 2013; Goodlad, 2004;

Quality School v
Education

School Management

EC, 1997; McEwan,

20009. Gorton & Snowden,

2012; Everard, Morris
& Wilson, 2004.

School Culture

School

2007.

Improvement

Chiu, 2013; Fullan,

SBM & IMC
Deal & Peterson, 2009;
Kruse & Louis, 20009. Barrera-Osorio & Fasih,
2009; Cheng, 1996;
Policy 21, 2009; Volansky
& Friedman, 2003.

Models

Good School

Hopkins, 2007; Ng,
2003; Yu, 2007.

High-performing Principals

Blasé, Blasé & Phillips, 2010;
Day & Leithwood, 2007,
Sergiovanni, 2009; Whitaker,

Teacher Team

ACTEQ, 2009; Leach,
2006; Stronge, 2002;
Whitaker, 2012b.

2012a.

Figure 2 A Literature Map Emerged in Hierarchical Design
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2.1 Providing Quality School Education in Hong Kong

On the one hand the capitalist, horse racing, etc. shall remain unchanged for 50 years
after “the transfer of sovereignty over Hong Kong” had taken place on 1 July 1997, but
on the other Hong Kong’s education system has been undergone radical changes. In
1965, only 15% to 20% pupils completing the primary course were admitted to
secondary schools (Tsang, 2011). Yet after 50 years, the “334 NSS Academic Structure”
provides an opportunity for all students to study up to Secondary 6 (Education and
Manpower Bureau [EMB], 2005), revealing that a move from meeting quantitative

targets to striving for qualitative improvement was much desired (EC, 1997).

2.1.1 Policy Address and Education Bureau’s Responsibility

Since the 1990s, school improvement has been an important agenda in Hong Kong
(Chiu, 2003, 2013; Lee, 2005; Pang, 2002). In 1997, the Chief Executive, Tung
Chee-hwa announced in his Policy Address the establishment of the Quality Education
Fund (QEF) with an allocation of $5 billion, as recommended by the EC Report No. 7 to
finance projects for the promotion of quality education in Hong Kong (Chief Executive,
1997). In the same year, the EDB introduced a quality assurance framework, aiming to
achieve quality school education through improvement and accountability, and
according to a set of open and objective performance indicators (Yeung, 2010). These
two education policies were exactly the main concerns [ ensuring the quality and
accountability of schools to various stakeholders, of the second wave of educational

reforms which were emerged internationally in the 1990s (Cheng, 2005, 2011).
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The EMB (2001) announced that the targets of the department were to strengthen
supports for primary and secondary schools, expand opportunities for post-secondary
education, improve early childhood education, strengthen professional development of
teachers, and enhance language standard. Over 1997/98 to 2001/02 period, it had
significantly enhanced the level of education for all, promoted students’ lifelong learning,
provided more quality school premises, improved school facilities, created a new
teaching culture, improved the quality of teaching, and strengthened school-based
professional leadership. Furthermore, since 1999 it had allocated a number of school
sites/premise for Direct Subsidy Scheme and private independent schools as to provide
more choices to parents and students. Providing students with the very best education as
to promote their whole-person development and life-long learning capabilities is the final
aim of any educational policy (Ng, 2014; Sallis, 2002) while one of the major
education-related initiatives in the 2014 Hong Kong Policy Address is to adopt an
appropriately proactive approach to ensure the quality of education by making further
improvements within the framework of the existing policies (LegCo Panel on

Education, 2014).

2.1.2 University-School Partnership Projects

From 1998 to 2004, the QEF had supported various university-school partnership

projects such as “the Partnership for Improvement of Learning and Teaching” to

promote quality school education, boost professional standards of teachers and facilitate

school development (Lee, 2005; Lee, Yin & Zhou, 2008).
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CUHK’s Research Projects

Within the last two decades, the Chinese University of Hong Kong had conducted four
research projects, namely Accelerated Schools for Quality Education Project (ASP,
1998-2001), University and School Partnership for Quality Education Project (USPQE,
2000-2002), Quality School Project (QSP, 2001-2003) and Quality School in Action
(QSA, 2003-2004). In 1998, the Chinese University of Hong Kong launched the ASP
which was a pioneering school-university reform project to acquire quality education
and make school improvement. In each participating school, the principal’s commitment
together with a core group of senior and dedicated teachers were essential elements for
building the school’s vision and implementing the school transformation process.
Furthermore, constructing positive school culture, having high expectations for all
students, promoting teachers’ instruction capacity, and converting the whole school to a
professional learning community were other ingredients that cause the school to be
accelerated (Lee, Lam, Ma & Cheng, 2002). The USPQE was a comprehensive school
improvement project, confronting “Education Blueprint for the 21st Century” on one
hand and refining on ASP’s preliminary successful experience on the other. One of its
goals was to help schools move towards quality education by pursuing education

resources in the community (Centre for University & School Partnership, 2000).

By summarizing the valuable improvement experience obtained in the ASP and the
USPQE Project, and with the guidance of the School Development Officer, the new
university-school improvement project, QSP helped schools reflect on teaching
paradigms, enhance teachers’ professional capacity, establish school culture
emphasizing on students’ learning, and strengthen home-school relationship and

cooperation. It aspired to fundamentally change every participating school that would
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able to seek for self-improvement. The important conclusions drawn from the project
were that school improvement should proceed from culture change and grounded in

human nature (Chiu, 2005; Chung, 2003).

The one year (2003-2004) project, QSA aimed to support schools to strive for excellence
and school principals to transform their schools into a learning organization. The staffs
of the QSA project worked closely with Education Bureau’s Regional Education
Officers and their colleagues so that school improvement knowledge and the proven
successful experiences from 63 participating schools might be disseminated widely in
Hong Kong school sector for fully understanding how schools improve (Hong Kong

Institute of Educational Research, 2003).

Since 1998, the Hong Kong Institute of Educational Research of the Chinese
University of Hong Kong has been developing a series of comprehensive school
improvement projects to provide quality support to schools and bring benefits to
students in Hong Kong. The Quality School Improvement Project (QSIP, 2004-2011)
was acomprehensive, interactive and organic project supporting local primary,
secondary and special schools for sustainable improvement and development. Some of
its aims were to create an environment conducive to quality education and strengthen
professional capacity of principals, middle managers and frontline teacher. The success
of various projects has brought about the development of descendent projects including
Support for Learning Diversity (2010-2016), School Improvement for Special

Schools (2012-2015) and Project WeCan (2011-2017).
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HKU’s and HKIEd’s Research Projects

The Unified Professional Development Project (UPDP, 1998-2000) which was
organized by the University of Hong Kong aimed at enhancing the professional
development of teachers from initial preparation to continual advancement throughout
their career and focused on facilitating school improvement through the creation of a
mentoring force. The Hong Kong Institute of Education employed the Secondary
Teachers Evaluation and Mentoring Project (STEM, 2003-2005) to link secondary
teachers with specialist researchers and teacher educators for improving pedagogical
practices in the domain “teaching and learning”, based on the implementation of Lesson
Studies. The PIPS (Progressive and Innovative Primary Schools) projects (2001-2003)
provided a collaborative school-Institute partnership programme for making a
significant and potentially sustainable contribution to the quality of primary school

education in Hong Kong (Centre for Learning Study, 2013).

2.1.3 School-based Professional Support Programmes Organized by EDB

In 2004, the EDB set up the Education Development Fund (with a grant of $550 million)
for providing schools with professional support, enlarging their capacity and enhancing
their education quality. Some of the School-based Professional Support programmes
were the extension projects of CUHK’s QSIP called “QSIP: Support for Learning
Diversity” and “QSIP: School Improvement for Special Schools” in which the
academics exploited a great influence to school management, school culture,
school-based curriculum development, the creation of innovative teaching approaches,

and the enhancement of students’ learning experience.
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2.1.4 Outstanding School Awards Scheme

From 1999 to 2003, the QEF organized the Outstanding School Awards scheme to
commend schools with excellent performance and positive school culture, and to distil
the success factors of the outstanding schools for wider dissemination. A total of 184
schools nominated for 312 awards in four domains: “Management and Organization”,
“Teaching and Learning”, “Support for Students and School Ethos” and “students’
attainment”. In-depth case studies on the characteristics and critical success factors of
the award-winning schools enhanced understanding of the dynamic processes that had
taken place in these schools, providing a useful reference for other schools to strive
towards excellence and cultivate a quality school culture. All award criteria and
expected standards were based on “facilitating effective school-based management”
(QEF, 2004) because the Government put stress on the evidence of managerial success
and regarded this as the key for quality school education. Unlike the macro 334 NSS
Academic Structure affecting the whole education system of Hong Kong, the SBM
policy is a micro reform yet still causes great impact on the relationship among the

Government, school sponsoring bodies and schools (Lee & Ip, 2005).

2.2 The Rationale of School-based Management

In its Report No. 7, the Education Commission (EC, 1997) mapped out a framework for
the development of quality school education which could be achieved by implementing
SBM. With school-based management (SBM), schools are given more autonomy in
decision-making in key areas such as personnel, resources and curriculum (Yu, 2005;

2010) and will develop a management system to ensure the quality of teaching and
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learning (SBM Section, 2014). Over the past three decades, SBM was one of the most
salient worldwide educational reforms (Caldwell, 2005; Cheng, 2003) that claimed to
grant full autonomy to schools and improve the standards of teaching and students’
learning outcomes (Santibanez, 2007; SBM Section, 2014; Volansky & Friedman,
2003). The concepts of SBM seem sound, yet the smooth implementation is hard and

dramatic changes could not be found (Hatry, Morley, Ashford & Wyatt, 1993).

2.2.1 Educational Decentralization and Types of SBM

The decentralization of educational decision-making power occurs when central
government intends to increase the autonomy of local schools and does not impose
detailed controls over educational institutions (Fiske, 1996) where school principals,
underprivileged teachers and even marginalized parents (Lauglo & McLean, 1985) who
are formally excluded in the original management framework, are given
decision-making authority over school resources (Bimber, 1993; Brown, 1990; Daun,
2007; Hatry, Morley, Ashford & Wyatt, 1993). This strategy is known popularly as SBM.
Over the last 30 years, the governments of many economies, including Australia,
Canada, China, Hong Kong, Mexico and the United State have adopted SBM to provide
quality education and give a voice to local stakeholders (Barrera-Osorio, Fasih, Patrinos
& Santibanez, 2009). Four types of SBM are administrative control [J the principal is
dominant, professional control [ the teacher crops receives the authority, community
control [ the parents or the community are in charge, and balanced control U the
parents and the professionals share authority equally (Leithwood & Menzies, 1998;
Murphy & Beck, 1995, Yu, 2010). Hong Kong aided schools’ IMCs are typically the

mixed mode of administrative control and balanced control (Yu, 2010). Nevertheless,
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Leung (2001) asserted that the implementation of SBM policy in Hong Kong was only
an attempt to “recentralize” through “decentralization”. Pang (2008) drew a similar
conclusion that Hong Kong Government would assume increasing control in school
education via the reform. The question of whether SBM has led to more or less school

autonomy is a controversial one (De Grauwe, 2005).

2.2.2 Implementing SBM Policy for School Improvement

In 1991, Hong Kong introduced the School Management Initiative Scheme (SMI) to
change the centralized management model to a great extent so as to provide various
stakeholders with opportunity to participate in school decision-making and deploying
available resources (ACSBM, 2000; Cheng, 1996; Education and Manpower Branch
and Education Development, 1991; Katz & Kahn, 1978; Pang, 2002, 2006). By 1997,
only 30% aided schools (about 80% of Hong Kong schools are aided schools which are
managed by various sponsoring bodies) had joined the SMI scheme (Caldwell, 1998).
Then the EC (1997) in its Report No. 7 recommended that all schools should have put
in place SBM in the spirit of SMI to acquire quality education by the year 2000.
Besides, after conducting the first few cycles of whole-school inspections since 1998,
the QAI found that the majority of Hong Kong schools were lack of appropriate
school-based indicators for practicing continuous improvement (Pang, MacBeath &
McGlynn, 2004). Yet there is a great deal of untapped potential and much to learn from

the most proactive schools through various routes (EDB, 2014).

To take forward of the SBM policy, the Education (Amendment) Ordinance 2004 came

into legitimate operator on 1 January 2005 and required all aided schools to establish

32



their own IMC (Legislative Council Secretariat, 2009). Two basic principles in
implementing SBM are “providing flexibility and autonomy to manage resources in
accordance with the need of students” and “enabling all key stakeholders to participate
decision-making in the use of public funds and school operations as to enhance
transparency and accountability” (Yu, 2005; SBM Section, 2014). Hopefully the
stronger is a school implementing SBM, the more likely is its teachers to apply
student-centered approaches in teaching (Cheng, 2011) and develop school-based
curriculum, achieving the benefits of SBM. The government believes that this is the
most efficient way to contain public spending and funding for aided schools and to

scrutinize school performance (LegCo Panel on Education, 2001).

2.2.3 Revolutionary Change in Aided Schools’ Governance

Since the SBM policy in Hong Kong was taken forward by legislation but not pursued
like some Western countries through a voluntary proposal process and linked with
democracy, it was no doubt a great challenge in Hong Kong. There were a number of
unanswered questions in regard to SBM whose primarily concept probably comes from
political consideration. In fact, the suspected motive behind Hong Kong Government
was to tighten its control in the subsidized school sector by getting back the power.
Poon (2004) and Leung (2001) even described this kind of change as “re-centralization
after the transition of 1997”. Under the new framework of SBM, school
decision-making process shifted from school sponsoring bodies (SSB)to the independent
IMC which would be supervised by the public, enjoy legal rights in its own name (Pang,
2008) and serve as a court of final appeal. This was a drastic change from the practice of

the past hundred years. Formerly SSB was the sole and final decision maker in any aided
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school, including the selection of the school principal. Once an IMC was established in
a school, the SSB has to share the power with representatives from different parties who
may not have the same rationale in running the school. There was little evidence that
schools had any intention to hand over the decision-making power to parents and
communities (Ng, 2013). Most Christian SSBs objected to the SBM policy vigorously
because their schools might deviate from the original vision (Policy 21 Limited, 2009)
and they would lose their influence on school management in this movement.
Furthermore, teachers in Christian schools were probably influenced by their SSBs so
that they had expressed a low level of acceptance of the setting up of IMC and were
hesitant about taking up the post of teacher manager due to the unpredictable workload

and legal liability involved (Cheung & Kan, 2009).

From 2004 to 2011, some hard marathon negotiations were conducted between several
large SSBs and the Government in the new governance model adopted to control
school. The Catholic Diocese filed a writ for a judicial review on the amended
Education Ordinance on the basis that it had violated the Basic Law on 7 December
2005. In mid-October 2011, the Court of Final Appeal ruled that the amended
ordinance does not contravene the Basic Law, putting an end to a controversy that had
been dragging on for several years. As a result, more than 400 primary and secondary
aided schools operated by three important Christian SSBs would promptly set up IMC.
A mystic shadow of suspicion immediately attached to the quality education provided
by these schools in the future since almost all Hong Kong schools had not established
the climate of participation and the mutual trust among various stakeholders. It is

inevitably that disputes and conflicts will be occurred in the IMC (Pang, 2008).
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2.2.4 The Advantages and Drawbacks of Implementing SBM in Aided Schools

Participation of teachers, parents, alumni and independent community members in
school management is a world-wide trend as to help enhance transparency and
accountability of school governance and contribute to more effective school operation.
Through SBM, schools have full autonomy and flexibility in managing their resources
and planning for school development, create their own characteristics, produce positive
culture, seek self-improvement and pursue excellence (SBM Section, 2014). It was
found that the great majority of school managers were satisfied with their work in the
IMC, for example, teacher managers regarded they had fulfilled their role as a bridge in
the communication between IMC and the teacher team, and parent managers had
expressed similar views (Policy 21 Limited, 2009). Although the advantages made by
implementing SBM and establishing IMC outweigh the drawbacks, there is a need to
keep in mind and overcome these handicaps. The implementation of SBM is not entirely
cost-free and not the same as giving schools a blank cheque of full autonomy (De
Grauwe, 2005). The principals of SBM schools are required to put time for planning,
collaborative decision-making, evaluation, etc. that they always complain of being
overworked and the increased accountability (Santibanez, 2007). Furthermore, most
stakeholders of IMC schools worried about the administrative workload and additional
pressure acting upon teachers and staff (Policy 21, 2009). The caveat is that in many
IMC schools, both novice and experienced senior teachers are hesitant about taking up
the post of teacher manager (Cheung & Kan, 2009) and express contempt for the
ultimate aim of SBM because the former show indifference towards/are ignorant of
SBM, and the latter feel burdened by the added responsibility and the extra hours

entailed brought by implementing SBM. In Hong Kong, some aided schools have
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implemented SBM for more than twenty years while a few Catholic aided schools have
just established their IMCs to acquire greater autonomy two years ago. However,
whether or not SBM builds up the quality of school education and improves learning

outcomes for every student has not yet known.

2.3 Other Famous Models and Awards

This subsection briefly described two business models and three educational models.
Business models were introduced because well-managed industrial and commercial
organizations have a great resemblance to schools in being staffed mainly by skilled
and articulate professionals, and in fact, a commercially inspired management may
enhance the specifically educational nature of schools (Everard, Morris & Wilson,
2004). In the end, a performance comparison of the latter three educational models was

drawn as to give some hints for designing my successful school model.

2.3.1 EFQM Model and MBNQA Model

The European Foundation of Quality Management (EFQM) Excellence Model is a
practical tool to help organizations (regardless of size and structure) establish
appropriate management systems or reach the quality management criteria through
self-assessment in order to be successful (Jorge, 2005; Mullins & Christy, 2010). It
provides a framework that could be served as the basis for a series of national and
regional quality awards, and encourages cooperation, collaboration and innovation that
are needed to achieve excellence (Jorge, 2005). The framework of the EFQM Excellence

Model is based on nine criteria. Five of these are Enablers and four are Results. The
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Enabler and the Result criteria cover what an organization does and achieves
respectively. Results are caused by Enablers and feedback from Results help to improve
Enablers (Appendix B). The integrated components of the EFQM Model are:
fundamental concepts, representing eight core values or key management
principles that drive sustainable success;
nine criteria, separated into categories of enablers and results;

RADAR logic which the continuous improvement cycle used by EFQM.

The Malcolm Baldrige National Quality Award (MBNQA) Model is an annual award
that recognizes U.S. organizations in business, health care, education and nonprofit
sectors for excellent performance. Its purposes are to help organizations assess their
improvement efforts, diagnose their overall performance management system, identify
their strengths and opportunities for improvement, and distinguish Baldrige Award
recipients as role models for other organizations. To receive a Baldrige Award, an
organization must ensure continuous improvement in delivering products and services,
demonstrate efficient and effective operations, and provide a way of engaging and
responding to customers and other stakeholders. The “Criteria for Performance
Excellence” are embodied in seven categories (leadership; strategic planning; customer
and market focus; measurement, analysis and knowledge management; human resource
focus; process management; human/organizational performance result), of 17
examination items and 36 areas to address (Brown, 2014). A performance excellence
framework and a self-assessment tool of MBNQA are shown in Appendix C. In
summary, the EFQM and the BNQA Models had inspired me to create a quality school

model with several enablers and an assessment tool.
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2.3.2 Hopkins’ System Leadership Model

Hopkins (2007) agreed wholeheartedly with the aspiration “every school should be
great” and suggested to employ the “System Leadership Model” to make his ideal a
reality. This model is divided into three parts: the ‘every school a great school’ policy
framework, guidelines for implementing sustainable system-wide reform and the
‘high-challenge, high-support’ policy framework. The first part is comprised of five
drivers: responsible system leadership, personalized learning, professionalized teaching,
networks and collaboration, and intelligent accountability. The first driver is the most
important one that combines with the others to form the context. Two more ingredients
“Governance, mobilization and agency” and “Funding for most ‘at risk’ students”
optimize the framework so that even the “underperforming and failing schools” could be
benefited (Figure 3). The equilibrium new operating system of the System Leadership

Model is capable to realize a future: every school is a great one (Appendix D).

Governance, Intelligent accountability Professionalized
mobilization and agency ﬂ‘ teaching

System adership

‘L

Personalized Funding for most Innovation
learning ‘at risk’ students and networking

Figure 3 The ‘Every School a Great School’ Policy Framework
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2.3.3 Singapore’s School Excellence Model

Although Singapore government is a highly centralized system, it has contributed much
to the success of most outperforming schools. Since 2000, its Ministry of Education has
employed the School Excellence Model (SEM) as a unique tool to guide schools in the
assessment of their management, leadership and overall school performance and most
importantly, comprehensively implement the educational quality assurance system
(Appendix E). This model is adapted from various educational and business models
(EFQM Award Model and MBNQA Model). It helps schools develop themselves into
excellent schools (Ng, 2003). The SEM consists of seven core values (Students First,
Teachers - the Key, Leading with Purpose, Systems Support, Working with Partners,

Management by Fact, Continuous Improvement) and nine criteria listed below.

Enabler Criteria

1. Leadership: How school leaders and the school’s leadership system address values
and focus on student learning and performance excellence; and how the school
addresses its responsibilities toward society.

2. Strategic Planning: How the school sets clear stakeholder-focused strategic directions
towards realizing the Thinking Schools, Learning Nation vision; develops action
plans to support its directions, deploys the plans and tracks performance.

3. Staff Management: How the school develops and utilizes the full potential of its staff
to create an excellent school.

4. Resources: How the school manages internal resources and external partnerships
effectively and efficiently in order to support its strategic planning and the operation

of its processes.
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5. Student-Focused Processes: How the school designs, implements, manages and
improves key processes to provide a holistic education and enhance student

well-being.

Results Criteria

6. Administrative & Operational Results: What the school is achieving in relation to the
efficiency and effectiveness of its administration and operations.

7. Staff Competence and Morale: What the school is achieving in building staff capacity
in relation to training and development and enhancing staff morale.

8. Impact on Partners and Society: What the school is achieving in relation to its
partners and the community at large.

9. Key Performance Results: What the school is achieving in the holistic development of
its students, in particular, the extent to which the school is able to achieve the Desired

Outcomes of Education.

2.3.4 Yu’s Christian Principal Leadership Model

Yu (2007) argued that the principal leadership role of Hong Kong Protestant Christian
secondary schools has experienced multiple changes after 1997, the year of the Handover.
She constructed a new “Christian Principal Leadership Model” in which the principal
enacts four board leadership roles: Christian leadership, Instructional leadership,
Transformational leadership and Leadership for School-based Management, and
performs 18 leadership functions as shown in Appendix F. This model is supposed to

bring forward quality education and create successful Protestant Christian schools.
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2.3.5 Comparing Different Educational Models

Hopkin emphasized that “Every school a great school” is not just a slogan, but required
system leaders to mould the four key educational drivers to fit individual school contexts,
while Singapore’s Ministry of Education (MOE) wants to ensure that “Every school is a
good school” according to a new paradigm of managerialism with seven core values and
nine criteria. The argument of my thesis is “Every school could be a successful school”
which is composed of five major ingredients of success. It is clear that the ultimate
purpose of my proposed model is the same as that of Hopkin’s System Leadership
Model or Singapore’s SEM, yet there are significant differences between their main
contents. The identical content found both in my 5-P model, Singapore’s SEM and Yu’s
CPL model is about school-based management (or decentralization) which is indeed an

important issue that had been discussed in detail earlier in this chapter.

Since the approach adopted by me to elaborate the 5-P Model for creating successful
schools and helping those low-performing schools improve their education quality was
completely different from the corresponding hypotheses adopted by Hopkins to
strengthen “System Leadership” and Singapore’s MOE for implementing the
educational quality assurance system, I abandoned their structures and layouts. Instead I
preferred to modify and imitate the format that Yu had done in her thesis (Appendix F),
but with just one clear distinction in our research methods. I employed mixed methods
research and she had chosen hermeneutic phenomenological methodology and

qualitative analysis.
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2.4 Successful Schools

Since schools have made a difference to the achievement and development of students,
accounting for the crucial difference between success and failure (Stoll & Fink, 1996),
every school should guarantee the provision of quality education for all its students
because the relationship between quality of schools and quality of learning for students
has been accepted as an article of faith (Sergiovanni, 2009). “Education for All” is not
only a slogan or merely the global movement led by the United Nations Educational,
Science and Cultural Organization, but the fulfillment of the prospect that every child
has the right to attend a successful school and acquire basic knowledge and skills
conducive to lifelong learning. In the new century, many countries have explicitly
recognized education as the resource of the national development and sincerely hope to
create more high quality schools (ACSBM, 2000; Ma, Wu, Xie & Li, 2006) that help
all of their students learn successfully. These successful schools have borne a striking
resemblance to U.S.A.’s Blue Ribbon Schools and Magnet Schools, U.K.’s Beacon
Schools, Singapore’s Excellent Schools, Mainland China’s Quality Schools, Chinese
Taipei’s Quality Schools or Hong Kong’s Outstanding Schools. In fact, different
countries have different names to represent high quality schools. This section sought to

describe what these schools look like.

2.4.1 Differences between a Successful School and an Effective School

In Hong Kong, there is indeed huge gap between secondary schools: the elite/prestigious
schools look dazzlingly brilliant while the weak/disadvantageous schools are struggling

for survival with miserable feelings. Accordingly, these two kinds of completely
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different schools must have varied definitions of success, reflecting their own distinct
characteristics, cultures, visions, missions and values (Deal & Peterson, 2009).
Although “successful” and “effective” both have the meaning “producing the results that
were intended”, they are different from each other in that “successful” refers to “the

goals that were achieved in a legal and proper way” while “effective” refers to

“acquiring a particular result or playing a role in practice, though not officially or

regardless of theory”.

A successful school has a broad and realistic curriculum with subject matter chosen for
family and community membership, and personal enrichment. The students in a
successful school are engaged in learning and growing in their ability to solve problems,
to think critically and creatively, and to work collaboratively and independently on a
range of challenging activities (Beck & Murphy, 1996). They learn enough worthwhile
things to make a strong start in life, develop the desire to learn more, think of themselves
as people who find strength, nourishment and joy in learning. A successful school is
capable of teaching its students to the best of their abilities. It normally rates in the top
group with a good reputation, outperforming others in the current wave of educational
reform, the overwhelming culture of auditing and accountability, and most regional

standards-based assessments (or public examinations).

An effective school looks at learning in terms of test scores in a limited number of
academic areas like mathematical skills and reading proficiency that are easy to measure.
It normally ignores problem-solving abilities, social skills and motivation. The students
in an effective school “cover” only a traditional curriculum and achieve well in basic

competency standards as measured by achievement tests (Sergiovanni, 2009). Effective
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schools are often identified as high-performing schools (Wong, 2012) and the terms
effective and good are used interchangeable in many studies. However, some schools

look “effective” but are not guaranteed to be a good school.

Although high standard always seems to be the most important or even the sole indicator
of a successful school, many professionals discover that it is unreliable because
“goodness” is very difficult to differentiate, schooling has many outcomes, and there is
no objective way of deciding which to focus (Wrigley, 2003). Nonetheless, good schools
are well-known to veteran teachers and educators no matter how complicated are its

essence and indicator.

2.4.2 Characteristics of a Successful Secondary School

It seems unbelievable but with no doubt. All successful schools must have consistently
performed at high level and possess a number of unique and common characteristics
indeed that distinguish them from other low-performing schools (Guthrie & Schuermann,
2011; Taylor & Ryan, 2005).
Sammons, Hillman and Mortimore (1995) emphasized that there existed 11 key
determinants of school effectiveness in elementary and secondary schools such as
professional leadership, shared vision and goals, concentration on teaching and
learning, high expectations, positive reinforcement, monitoring progress, pupil
rights and responsibilities and home-school partnership.
Beck and Murphy (1996) supposed that SBM, leadership, learning and community
and capacity building were the four imperatives of a successful school.

Mamary (2007) introduced 13 components that are better guides to good schools.
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Researchers from Washington’s Office of superintendent of Public Instruction
[OSPI] (2007) distilled from more than 20 studies, nine characteristics that were

found most often in high-performing schools.

The American Institutes for Research (2007) identified three major factors:
high-quality teachers, standards-based curriculum, coherent instruction, and seven

other factors relating to school success.

The California Teachers Association (2008) initiated the 22 characteristics that a

successful school should possess.

The National Middle School Association (2010) classified the 16 research-based
characteristics of a successful school into three main areas, namely “Culture”,

“Leadership and Organization”, and “Curriculum, Instruction, and Assessment”.

The Wisconsin Department of Public Instruction (2013) argued that a successful

school must have a set of seven characteristics.

Since 2003, the EDB of HKSAR has introduced a set of important tools called the

“Performance Indicators (PI)” to cooperate with the School Development and

Accountability framework, and to assist schools to refine the school development plans

continuously for the enhancement of students’ learning effectiveness (Quality

Assurance & School-based Support Division [QA & SSD], 2015). The framework of PI

is composed of four domains, eight areas and 23 performance indicators (Figure 4,

Appendix G). While various evidences of performance at excellent level are for

schools’ reference only and should not be treated as a checklist (QA & SSD, 2015), in

my view, a combination of all these “excellent performances/practices” could be

employed to build a full picture of a successful school.
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Figure 4 The Framework of Performance Indicators

For example, in Area 3: Curriculum and Assessment, one of the excellent performance
exemplars is to formulate well-defined and prioritized school-based curriculum
development objectives, according to the trends in education development, the school’s
vision and mission as well as learner diversity. For another example, in Area 6:
Partnership, the excellent performance of a school is that it has maintained close ties
with the community and external organizations as to facilitate school development,

widen students’ horizons and enrich their learning experiences (QA & SSD, 2015).
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The following was the summary of all distinguishing characteristics of successful
schools as initiated by foreign educators/organizations and the “excellent school
performances/practices” with reference to five main dimensions:

Culture Dimension

Clear mission and shared vision developing from equity and common values.
Distinctive, positive and humane culture.

Promoted a culture of self-evaluation and reflection.

A collaborate culture focused on teaching and learning.

Recognized and celebrated successful learning and students’ high achievement.
Supportive learning environment where all teachers are available to students.
The day-to-day focus of the whole school is instruction.

Good school practices such as cleanliness, neatness and orderliness.

SBM Dimension

Implementing school-based management.

The principal and teachers talk with one another, sharing their craft knowledge and
intentions in implementing SBM successfully.

Effectively deployed and managed material resources.

Devising a school-based coherent curriculum which caters the needs of students.

Principal Dimension

Possesses a high-performing principal who can read, assess, and reinforce core
rituals, traditions, and values.

The principal strongly advocates empowerment and shared leadership.

Strong and positive leadership concerning instruction and management.

The principal grants full autonomy to teachers and trusts them, as a silver bullet

means to attain school success.
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Student Dimension

Every student can grow and make a difference by restoring hope and faith.
Students have a strong sense of belonging to and pride of the school.

High academic standards and high expectations for all students.

Graduates are admitted to university or pursue further studies in larger numbers.
Intensive support services for at-risk students.

Encouraged students to accept responsibility for their own learning.

Students know how to continue learning throughout life.

Teacher Dimension

Recruiting a talented teacher pool is prioritized.

Highly committed and dedicated teachers.
High levels of collaboration and communication between teachers.
Focused on teachers’ continual professional development.
Innovative and intellectually challenging teaching.
Good classroom management.
Teachers regularly updated their professional knowledge.
Other Factors
High levels of parental involvement and support.
Obtaining support of the community.
Schools have to work with partners in tertiary institutions for improvement.
Schools must become learning organizations.
(Blankstein, 2013; Blase, Blase & Phillips, 2010; Deal & Peterson, 2009; Hui &
Cheung, 2006; Levine & Lezotte, 1990; Ogden & Germinario, 1994; National Middle
School Association, 2010; QA & SSD, 2015; Sergiovanni, 2009; Taylor & Ryan, 2005;

Wilson & Corcoran, 1988).
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2.4.3 Positive School Culture

School culture is an unseen and unobservable force behind school activities, a unifying
theme that provides meaning, direction, and mobilization for school members (Prosser,
1999). The core part of school culture includes visions, missions, goals, beliefs, rituals,
traditions, management, curricula and especially student achievement that characterize a
school (Cheng, 1993; Deal & Peterson, 2009; Schein, 2010). Positive school culture
including collaboration, commitment and open communication seems to be a mediating
variable in the relationship between principal’s leadership and true teacher
empowerment (Penix, 2009). The EC (1997) also agreed that leadership of principals is
essential in promoting quality school culture. The paradox of school culture is that it is
both static and dynamic (Rossman, Corbett & Firestone, 1988), and in reality it can be
reconstructed. There is no universal method applicable to all schools to measure the
complex and significant concepts of school culture that characterize a school (Dimmock
& Walker, 2000, 2002). This study honours that complexity and regards “sustaining

positive school culture” as an imperative of a successful school.

The elements of positive school culture as identified by the educators Deal and Peterson
(2009), Kruse and Louis (2009), and Mitchell (2008) were given below:

Academic and moral leadership from the principal.

Collaborative leadership.

Teacher collaboration.

Professional development.

Collegial support.

A mission focused on student and teacher learning.
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A rich sense of history and purpose.

Rituals and ceremonies that reinforce core cultural values.

A physical environment that symbolizes joy and pride.

A widely shared sense of respect and caring for everyone.

Students are treated equally regardless of ethnicity, gender and disability.

Parents participate frequently in school activities.

Gruenert (2005) had conducted a survey, involving 81 schools in Indiana, to investigate
the relationship of a school’s culture with student achievement. The survey had found
out the following six factors:

Collaborative leadership.

Teacher collaboration.

Professional development.

Unity of purpose.

Collegial support.

Learning partnership.

Furthermore, it should be noted that when the moral values and commitments expressed
in the school culture are demonstrably at odds with manifest reality, the school needs to

undergo systemic changes (Schlechty, 2005).

2.4.4 A Competent IMC

In coping with a world-wide trend and enhancing Hong Kong’s competiveness

internationally, all aided schools in Hong Kong are required by the Education
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(Amendment) Ordinance 2004 to establish their own Incorporated Management
committee (IMC) which is accountable for the performance of the school, manages the
school’s financial and manpower resources, supports professional development of
teachers, facilitates students’ all-round development and provides them with quality
education, and strengthens ties among families, the school and the community (School
Development Division, 2010). An IMC also empowers teacher, parent, alumni and
independent managers, together with the principal and school sponsoring body managers,
to participate directly in school management and policy-making as to promote the
educational welfare of students under their care (ACSBM, 2000; SBM Section, 2014).
“Collective Participation”, “Accountability”, “Transparency” and “Integrity” are crucial
to the smooth operation of IMC (SBM Section, 2014). The ideal duties of a competent
IMC as advocated by Kowalski (2006) are:

to establish a long-term vision for the school,

to focus on serving all students and place them first,

to create a climate that promotes excellence,

to adopt an annual school policies and budget,

to ensure accountability to fiscal, staff and student outcomes,

to involve the community and communicate with the public,

to work well together as a team, and

to act professionally and with integrity, necessary time and effort.

While all kinds of managers of IMC schools were optimistic about achieving the benefits
of IMC on schools, the principals were inevitably paid a great effort to encourage

teachers and parents of the right caliber and dedication to stand for election as mangers
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(Policy 21 Limited, 2009) because the majority of teachers were afraid of the extra
workload and legal liability caused by appointing as teacher managers (Cheung & Kan,
2009) and parent managers were rather reluctant to make decision in issues that bore no

relation to their child.

2.4.5 High-performing Principals’ Leadership Styles

Principals are supposed to be knowledgeable and competent in management,
administration and instruction. Nonetheless, the role of principals has dramatically
expanded and intensified in recent years (Blas¢, Blasé & Phillips, 2010). Principals have
to face huge challenges from many directions and are expected to play multiple roles
(Gorton, Alston & Sn