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Abstract 

This article reviews the process and results of strategic 
planning and action planning emerging from one school's 
desire to move to the next level of excellence. It was written 
as Hong Kong International School, an independent 
American-curriculum school with 2500 students in grades 
P-12, was embarking on a period of action research as part 
of a self-study in the Western Association of Schools and 
Colleges (WASC) accreditation process. 
. The author as a participant in the process reflects on 
its success in light of current literature on best practices. 
The strategic planning, begun with a broad base of 
community and faculty support amid the changes facing 
Hong Kong in 1997, moved through the action planning 
phase in 1998, culminating in 1999-2000 with the 
Opportunity for action research by the entire faculty focused 
~n student learning and creating a climate for continuous 
improvement. 

Part I: 
A Review of the HKIS Strategic Plan 

Hong Kong International School enjoys an excellent 
reputation among the American expatriate community in 
H~ng Kong. Our graduates are accepted at top-notch 
uruversities, we are blessed with resources in technology 
and first-rate facilities, and we have been consistently given 
high praise by the Western Association of Schools and 
Colleges (WASC) accreditation visitation teams. 
Nevertheless, upon his arrival , our new head of school 
launched a comprehensive and dynamic strategic planning 
PfOCess as he began his work at mas. The result of the 
Planning process can be seen in the Mission Statement and 
the Strategic Plan documents in the appendices of this 
review. 

This article reviews the HKIS strategic planning 
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process in light of the model presented by Susan Stone in 
her book, Strategic Planning For lndLpendent Schools, 
and Bryan W. Barry's Strategic Planning Workbook for 

Nonprofit Organizations. 
Barry begins by defining strategic planning as 

developing a "shared vision" for your organization and 
then determining the best way to make this vi ion a reality. 
This definition is consistent with what Peter Senge presents 
in The Fifth Discipline (1990) when he refers to learn.mg 
organizations. Barry says the best way to detenrune a 
course for the future is to find th~fit among three forces: 
the organization's mission, outside opportunitie , and the 
organization's capabilities as shown in Figure I . (Barry, 

1997) 

The questions that needed to be answered were: 

• What do you hope to accomplish? 
• What are you capable of doing? 
• What is needed and feasible in your ~rvicc area? 

(Barry, 1997) 

To begin finding answers to the e que tion in 
September of 1997, 76 reprcscntativ~ from the HKJS 
community attended a weekend retreat at a 5-star resort 
hotel to kick off the HKIS strategic plan The group 
included parents, teachers, tudents, bu incss partner;, 
administrators, church represcntativ~ and alumru. They 
examined the current reality of our school-internal and 
external climate-and brainstormed a vi ion for the future. 
Their efforts produced a draft of a mi ion ~tatement and 
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Figure 1. The HKIS Strategic Plan: Putting it all together 

THE MISSION 
STRENGTHS 

& WEAKNESSES 

• Capabilities 
• Resources 

OPPORTUNmES & THREATS 
• Needs of customers 

• <'Ampetition 
• Social, e<:onomic, political and technological forces 

14 new ideas that were considered for the school's future 
emphasis. 

Over the next three months, the mission statement and 
these 14 ideas were presented to focus groups throughout 
the HKIS community, group including the faculty in each 
of the four dJv1S1ons (Lower and Upper Primary, Middle 
School and High School), parent groups, student groups 
and other stakeholders. After discus ion and priority voting, 
redundancies were eliminated, wording was clanfied and 
priorities were detennmed. The result was a framework 
for our new Strategic Plan, ix strategic objectives also 
known as school wide learning results, and seven strategies 
to use to achieve the goals we have for aU our students. 

The learning results were: 
• Academic Excellence 
• Spmtuality 
• Character Development 
• Self-motivated Leaming 
• Contnbuung to SOClcty 
• Chinese Culture 

The following seven strategic:. ~ere identified to enable 
u to reach thc:;e learning results: 
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I. Curnculum and instruction 
2. Faculty 
3. Technology 
4 Mandarin/Chinese tudi~ 
5 Special lea.ming needs 
6. Student life 

7. M..nagement processes 

The seven strategies formed the basis for seven action 
teams, which worked for the remainder of the school year 
to develop their action plan. Membership on action teams 
was open to any parent, student or faculty member who 
wished to panicipate. The creativity and expertise of m~re 
than 150 people were tapped for the writing of the ~c.tion 
Plan. Participants conducted research and v1S1ted 
companies and schools that were considered to be 
demonstrating best practices in each of the seven strategies. 
The action teams met weekly during the balance of ~e 
school year, each developing a set of "End Results" which 
can be seen in Appendix B. Finally, the end res~lts 
identified by the action teams were divided into an Action 
Plan that would be implemented over the next 5 years 
<Westrick, 1999). 

Part II: A Review of the Action Plan 

After securing input from over 150 community 
members spending over 6,000 volunteer hours of time, 
HlGS now has a five-year plan with nearly 70 action p~ans 
to guide our priorities and use of resources. This is a 
community-created plan designed to move HKlS to the 
next level of excellence in international education. The 
SUCcess of this type of process has been documented (Stone, 
1987). While our Head of School and Deputy Head played 
leadership roles in the development of the Action Plan or 
implementation plan, they also vigorously sought input :in~ 
ex peruse from a large cross section of the commuruty • 
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board officers, committees, faculty and administration, 
parent and business organizations, and student leaders. 

The budgeting process was revamped, and throughout 
the budgeting process everyone, from the business manager 
to the classroom teacher, kept our strategic objectives and 
action plan in mind. In an attempt to keep everyone focused 
on the end results, the strategic plan's six school-wide 
learning results were printed on mouse pads for everyone's 
computer workstation and on posters for each cluster of 
classrooms. At a "town meeting" of the entire HK.IS 
community of employees, the Operations and Maintenance 
crew were given coffee mugs with the strategic plan printed 
in Chinese. 

Finally to keep student learning outcomes at the 
forefront of teachers' minds, the teacher goal setting 
process done at the beginning of each school year was 
redesigned so that teacher goals would be related in some 
measurable way to the student learning results itemized 
in the strategic plan. Teacher-selected goals are an integral 
part of teacher supervision and evaluation at HK.IS. 
Therefore, improvement in the target areas was expected 
and somewhat guaranteed. The teacher goal setting form 
is contained in Appendix C. 

The process of developing the Action Plan was 
grueling. Long meetings with lack of consensus, some 
hidden agendas and differing viewpoints dealing with 
sensitive issues led to some stress among the community. 
It is admirable, though, that throughout the process 
confidentiality was maintained and individual discussion 
points did not become topics for gossip. Throughout the 
process there was a sense of community which in itself 
has been beneficial to our organization. 

Of course, this plan will be periodically reviewed and 
revised to reflect the changing economic factors in Hong 
Kong, changes in the makeup of our community and 
developments in the field of education. Our upcoming 
accreditation by the Western Association of Schools and 
Colleges (WASC) this school year will provide a clear 
and focused measurement process to let us know how 
we are doing after the first full year of the implementation 
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process. The action research that is part of the WASC 
accreditation process is demonstrated in the next section 
of this review. 

Overall, the action planning process and the resulting 
time frame are consistent with the model presented by 
Susan Stone (Stone, 1987). Brainstorming, focus groups 
and committee selection processes gave the entire HK.IS 
community ownership in the planning proce s and built 
a shared vision and team spirit in carrying out the plan. 
An intense focus on our progress so far will be completed 
during the 1999-2000 school year as part of our WASC 
accreditation review. This is timely, and I believe will be 
an opportunity to build momentum for carrying out the 
remaining years of the plan. 

Part Ill: 
Action Research: Measuring the 
Results of the Action Plan 

During the 1999-2000 school year, HKIS will be 
conducting the self-study for its Western Assoc1a11on of 
Schools and Colleges (WASC) Accred1tauon. The last 
WASC accreditation was conducted in 1993-94 re ulting 
in a 6-year accreditation. Since then WASC, worlung with 
HK.IS' model for self-evaluation agreed to modify it 
structure in order to look at how HK.IS i mceung the 
goals of the strategic plan rather than imply Ludying 
curriculum and school faciliucs as separate cotitie . 

As a part of the accreditauon proccs , we formed 
action research teams of educators in each divi ion to 
research and measure how we are meeting our six trategic 
objectives (Student Learrung Re ults). These team of 
educators also recruited members of the parent and 
student community for inpuL 

The first student learning result, Academic Excellence, 
was separated into four components, each of which has 
an action research team. The following are the lcarrung 

The HKIS Mission 

l)edicating our minds to inqUiry ••• 

our hearts to oom~··· 
our liveS to senice and global ..werstanding_ .• 
an American style education grounded in the Christian 
faith and respeding the spiritual lives of all. 
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re ults being researched: 

• Academic Excellence - Students will achieve their 
intellectual potential by striving for and attaining 
the highest standards of academic excellence. 
1) Students communicate effectively through 

the poken and written word. 
2) Students reflect and think critically and 

creatively. 
3) Students use a variety of technologies, strategies 

and resources as tools for learning, work 
and problem solving. 

4) Students achieve the performance standards for 
each division. 

• Spirituality - Students will understand and respect 
Christianity and other faiths and will identify and 
develop their own spiritual identity. 

• Character Development - Students will demonstrate 
respectful and caring attitudes at school and in the 
community, as well as the courage to stand up for 
what is right 

• Self-motivated Leaming - Students will take 
responsibility for their own learning, set challenging 
goals and monitor their progress. 

• Contributing to Society - Students will develop the 
kills they need to fonn genuine relationships in our 

diverse SOCJety and to make contributions to our 
commuruty 

• Chinese Culture - Students will gain an 

understanding of China and an appreciation of the 
Chinese culture. 

Throughout the WASC accreditation self-study, our plan 
is to focu on learning. The basic concepts we will address 
are: 

I. How are the tudents doing with respect to the 
expected "Choolwide learning results? 

2. ls the school doing everything possible to upport 
high achievement of these learning re ults for all 
its tudents? 

Beginning m Augu t. I chaired the Action Research 
Team to study how the Upper Primary di vi ion ofHKIS is 
doing relative to the second poiot under Academic 
Excellence. Student njlttct and think critically and 
crrativttly. The Upper Primary team then took our division's 
finding and worked with action research team leaders from 
the other three di vi 1oru to write our school's accreditation 
report in this area.. 

We set the following timeframe for this work: 

• August - Schoolwide focus groups to put the process 
in perspective and understand action research. 

• September - Divisional Action Research Teams to 
define our action research project and approach. 

• October - Action Research Teams to organize and begin 
analyzing data on student learning. Action Research 
Teams to complete analyzing data and write I-page 
repon. 

• November - Schoolwide Focus Group Chairs 
training meeting. Schoolwide Focus Groups share 
findings from action research projects and identify 
important themes for HKIS. 

• January - Divisional Meetings to share research 
findings with each division and to evaluate the 
HKIS approach to Focus on Learning. 

• Week of March 6 - Meet with the WASC Accreditation 
Visiting Team to discuss our repons, process and 
findings. 

Each Action Research Team needed to reach consensus 
on an essential question to use in evaluating our student 
learning result. We selected a focused period of data 
collection and a way to analyze and clearly present the 
data to others. With a small team, it is necessary to identify 
the complementary skills in a group and divide tasks based 
on areas of expertise (Hutton, 1994). Even though meeting 
time was very limited, it was helpful to spend a bit of time 
in ascertaining the styles of each member of our group. 
Understanding each other and the tasks ahead saved us 
some time as we worked together. 

Based on guidelines gathered in action research 
training, I prepared a PowerPoint slide show for my team 
as we began our work together. It gave an overview of the 
Action Research process and itemized the tasks we needed 
to complete. This PowerPoint presentation was used at our 
first Divisional Action Research Team (DART) meeting 
in September along with other team building and norm 
settmg activities. 

Following a semester of action research, each team will 
prepare a repon using the template shown in Appendix D. 
The reports are intentionally succinct including an essential 
quesnon related to the learning result being studied, a list 

of the three sources of data analyzed (triangulators ), a shon 
context-setting statement, a 3-5 point analysis of the data. 
and 3-5 recommendations to improve student teaming. 
ActJon re earch reports from each division as well as 
SChool-wide reports for each of the learning results will 
form a major portion of the WASC Self-Study report. 
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At the time of this writing we are awaiting the visit of 
the WASC accreditation team and a chance to discuss the 
results of our research with observers outside our 
community. While we are eager to hear their report, we 
already have found the process of strategic planning, action 
planning and action research of immeasurable value to the 
school community. 
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Appendix A 

HKIS Mission 
Structure 

STRATEGIC OBJECTIVES 
Academic Excellence 

Chinese Culture 
Character DevelopmenWalues 

Spirituality 
Contributing to Society 
Self-rootivated learning 

MWURES 

STRATEGIES 
Curriculum and lns1ruction 

FACULTY 
Mandarin and Chinese Studies 

Special Leaming Needs 
Technology 
Student Life 

Management Processes 

ACTION PLANS 

HKIS Strategic Plan Structure 

as found on the school website: http:/~:hkis.edu.h/c 

HKIS Mission 
Dedicating our minds to inquiry, our hearts to 

compassion and our lives to service and global 
understanding. An American-style education 
grounded in the Christian faith and rc:.pectmg the 
spiritual lives of all 

StraJegic Objecti11es - Stwhnt uarnin1 Results 
6cadwic£xcclkncc 
Students will achieve their intellectual potential 
by striving for and anairung the highest umdMd:. 
of academic excellence. 
$.p1ricual1rv 
Students will underswld and rt!Spcct Chri~tian1ty 
and other faiths and will identify and develop 
their own piritual identity. 
Charqcrrr Da·r/opmcnt/!pl"rs 
Students will demonstrate rc'pcctful and canng 
attitude at school and in the community, as well 
as the courage to ~tand up for what 1 nght. 
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Self-motivated Leaming 

Appendix B Students will develop the skills they need to form 
genuine relationships in our diverse society and 
to make contributions to our community. 

HKIS Strategic Plan: A Sample of End Results Contributing to Society 

Students will develop the skills they need to form 

Prepared by Action Teams: genuine relationships in our diverse society and 
to make contributions to our community. 
Chinese Culture 

HKIS Strategic Plan Curriculum 
Students will gain an understanding of China and and Instruction Team 
an appreciation of the Chinese culture. End Results 

StraJegies 
June 8, 1998 

Our curriculum, teaching methods and ways 
Curriculum and Instruction 
Our curriculum, teaching methods and ways of of evaluating students will be designed to 
evaluating students will be designed to achieve achieve our strategic objectives. 
our strategic objectives 

~ 
This strategy wiIJ be completed when: 

We will improve the way we hire, train and Curriculum 
evaluate our faculty, ensuring that we maintain a 

1. Every student has a "Personalized Leaming Plan" 
diverse, high quality staff that is committed to 

developed colJaboratively by students, parents and our objectives. 
teachers. 

Tecltnology 
2. There are specific, clear and measurable exit HIGS will use technology to create an 

proficiencies for each division which are reviewed innovative, exemplary environment for learning 
with parents and students at the beginning of the and teaching. 
school year and at appropriate intervals throughout Mandad.n. and. C.!J.ine~e. Studig_ 
the year. 

Our curriculum, teaching methods and ways of 3. HKIS has an integrated curriculum in which evaluating tudents will enhance their ability to 
students experience learning as an interdisciplinary master Mandarin and understand Chinese culture. 
whole. $oecial Ua.min.g Ne.eds 

4. Instructional time is given to the teaching of both Based on our more inclusive but limited 
Christianity and other world religions at all levels. admissions policy, we will provide qualified staff 

5. Service experiences are integrated into the and targeted programs to assist children with 
curriculum. pecial learning needs. 

Assessment Stu<knt life 
6. Multiple assessment methods for both process and Our student life programs will encourage 

product will be used to measure student students to show leadership and to develop their 
performance. character, spiritual lives, creativity, physical and 

lndivid.ualization social skills. 
7. Overall class size in all divisions is reduced; up M41U1wnrot l'rogyes 

through grade 3 class size does not exceed 17 We will continually improve the way the school 
students. is managed to ensure that we will achieve our 

8. 
All students in selected grades in each division will tratcgic objectives, make the best use of our 
receive one hour of individualized writing coaching resources and plan intelligently for the future. 
every two weeks. 

9. Flexible scheduling is an important tool to 
achieve HKIS's strategic objectives. 
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HKIS Strategic Plan 
Mandarin & Chinese Studies Team 

End Results 
June 8, 1998 

Our curriculum, teaching methods and ways of 
evaluating students will enhance their ability to master 
Mandarin and understand Chinese culture. 

This strategy will be completed when: 
Curriculum and Assessment 
1. Each Mandarin level has clearly established 

curriculum with benchmarks and assessment tools 
for placement into levels and to assess performance 
in reading, writing, speaking and listening. 

2. The R-12 Chinese language program is coordinated 
across the four divisions and will include consistent 
teaching materials, developmentally appropriate 
methodology and program structures to support the 
learning of Mandarin. 

3. An R-12 Chinese Culture curriculum, which 
includes ethical values, is in place for use in 
Mandarin classes, for integration into other core 
subjects, and to engage our students in 
understanding and appreciating Hong Kong and 
China. 

4. An optional immersion program for students 
learning Mandarin is piloted in Lower Primary. 

5. Out of school programs are in place to provide 
students with more opportunities to use their 
Mandarin skills. 

Mandarin Teachers 
6. A continuing education program for R-12 Mandarin 

teachers is designed to address the needs of all 

students. 
7. All Mandarin teachers work in collaborative teams 

within and across divisions. 
Parent Involvement 
8. A support system for Mandarin including after 

school learning, parent education, technology, 
learning center support, program materials 
coordination of volunteers and provision of other 
resources is in place to foster students' Mandarin 

skills. 
9. A Chinese Studies advisory group will be 

established to assist parents with the understanding 
of and support for the program. to provide a venue 
for teacher-parent-administration exchange and to 
act as an advisory to the school leadership in the 
direction and monitoring of this aspect of the 

Strategic Plan. 
Facilities 
10. Classroom environments are designed for students 

to learn Mandarin effectively. 
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HJGS Strategic Plan Special Learning Needs Team 
End Results 

June 8, 1998 

Based on our more inclusive but limited admissions 
policy, we will provide qualified staff and targeted 
programs to assist children with special Leaming needs. 

This strategy will be completed when: 
Admissions 
I . HKIS has a clearly defined admissions policy with 

consistent criteria based guidelines and process to 
facilitate acceptance of students with special 
learning needs it can serve. 

2. A designated multi-disciplinary admissions team is 
responsible for the screening and acceptance of 
students with special learning needs. 

Parent Involvement 
3. HKIS is proactive in developing effective parent/ 

professional partnerships in the area of special 
learning needs. 

4. JOOS has a cross-functional Special Learning Needs 
Committee which acts in an advisory capacity to 
the school administration. This committee is 
comprised of, but not limited to, divisional 
representatives from parents, administrators, class 
teachers, special needs educators and learning 
center specialists. The educational p ychologist 
chairs this committee. 

~ 
5. HKIS has highly skilled staff who are committed 

to and who are leaders in the field of inclusive 
quality education, where students are effectJvely 
served by mainstreaming. 

6. HKIS has a required ongoing staff development 
program to provide teachers with information, 
philosophy and skills to effectively meet individual 
teaming needs to all students. 

7. HKIS actively recruits and hires faculty committed 
to meeting the needs of children with pecial 
teaming needs. 

Servi cu 
8. It is standard practice to serve, accept and mclude 

students with special learning needs within the 
mainstream at HJGS and provide support for 
academic success by offering curricular and 
scheduling modifications and adaptations. 

9. mas will investigate pooling resources with other 
Hong Kong school and community organization 
to meet the needs of students with more severe 

needs. 
l O. At HKIS there is a consistent school wide approach 

in the writing. implementation and evaluation of 
Individual Education Plans for designated tudents 
with pectal teaming needs. 
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11.At HKlS, measurements, assessments and 

AppendixD rewards will reflect our commitment to honoring 
the uniqueness of each individual student and 
enhancing the self worth of students with special 
learning needs. Action Research Team Report 

AppendixC 
Action Research Team Leader: 

HKIS Teacher Evaluation Form Schoolwide Leaming Result: 

Name: 
Division: 
Position: 
Supervisor: 
Title: 

Essential Question: 

• List faculty committees. teaching and 
extracurricular responsibilities and leadership 
positions this year. Include professional growth 
events and professional involvement outside HKIS. Triangulators 

#1: 
• State Goal #I for this year: 

#2: • Related to schoolwide learning result 

Comment on the degree to which this goal was 
accomplished, including strategies used, 

#3: 

measures of the progress toward the goal and 
input from others. 

Context (one or two sentences or bullet points to 
describe why you chose to focus on your particular • State Goal #2 for this year: 
essential question) 

• Related to schoolwide learning result 

Comment on the degree to which this goal was 
accomplished, including strategies used, 
measwes of the progress toward the goal and 
input from others. 

Analysis of Data: (3-5 points) 

Based on your reflections and the data on your 
students' learmng, describe one to two goals for 
next year that will enhance student learning, 
including possible ways to measure the goal. 

Teacher's signature Date Recommendations to Improve Student 
Leaming: (3-5 points) 

Supervisor 's signature Date 
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