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Background of the Study
• The impacts and challenges to schools in HK
• Curriculum reform

• rapid emergence of knowledge resulting from curriculum
reform, competency based curriculum and metacognitive
teaching

• Decentralization and (School-based Management)
• Formulating school plan for sustainable development

• Recentralization by imposing a Quality Assurance model
• Schools need to increase their values of providing quality
education and accountability to the public

Dr. Eric Cheng
Department of Curriculum and Instruction
The Education University of Hong Kong

• Marketization by parent choices

• a great challenge to continuously attract quality students and
maintain the school brand name in the eyes of their
stakeholders.

• Schools need to have a development plan to tackle these
challenges
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Schools need KM for Strategic Planning

Key Questions for the Study

Retirement, brain drain, the policy of SSE and SBM for improving school plan

• Are there any knowledge gaps existed in any major
concerns (of schools)
• What are they?
• How to bridge these knowledge gaps?
• School needs to manage their knowledge for
bridging the knowledge gap for development.

Expected Practices
A KM project is carried out to support 20 schools
to apply KM tools and practices for managing knowledge and
to foster a culture of knowledge sharing in the schools organizations
for strengthening school planning capacity.
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NASA Lost Memory
• Loss of knowledge of manned space
flight (putting a man on the moon)

• Loss of Apollo Mission Documents, esp,
the critical set of blue prints for the
Saturn booster, the only rocket with
enough thrust to send a manned lunar
payload on its way
• Loss of documents for landing on the
moon

• Unlearned lessons from Challenger
accident

Knowledge Management

• NASA has a culture that is resistant to
criticism and to change (mental model)
• ineffective communication

Why is Knowledge Management important to organizations and schools ?

Petch, G. 1998. The cost of lost knowledge.
Knowledge Management Magazine, October.
http://www.kmmagazine.com.

Source : http://www.incontextmag.com/article/Keeping-deep-knowledge-from-being-lost

Iceberg metaphor of Knowledge
Key Concepts of Knowledge Management
• A strategic management approach that focusing on knowledge
as resources for organization development

What is knowledge？
Keeping deep knowledge
from being lost

1.

Define knowledge in contrast with information and data

2.

Define knowledge from positivism and social constructive approach

Source :
http://www.vettech.ku.ac.th/wordpress/archives/17/
explicit-tacit-knowledge

Creating new knowledge for
organization improvement
11

Source : http://www.cognitivedesignsolutions.com/KM/ExplicitTacit.htm
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Explicit and Tacit Knowledge

Personalization Vs Codification knowledge strategy

What is knowledge?
Knowledge
Definition of
Knowledge

Explicit knowledge are those
we can speak and present.
Teaching knowledge are
basically tacit knowledge in
nature, we may not aware it
but it could be dig out
through answering questions,
or being simulated in same
context.

Existing Form

Location of
Knowledge

Adopted from:
http://www.clausentech.com/lchs/dclausen/algebra2/Knowledge_Iceberg/knowledge_iceberg.htm
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KM strategies

Positivist Perspective











As an object
A justified true belief.
possess by people
“A
collection
of
representations of the
world, which is made up of
a number of objects and
events” (Chiva & Alegre
2005, p53).
Visible,
objective
and
rational
Explicit knowledge
Can be codified and stored
Locates at written and
verbal information recorded
in video, audio, data based
and documents

Social Constructivism Perspective
 Socially constructed as a process.
 created by people
 Not as a representation, but as
constructing or creating acts (Vo,
2012)
 “Neither universal nor abstract
rather depends on context”
(Chiva & Alegre 2005, p58)
 Unseen,
subjective
and
experience based.
 Tacit knowledge
 Shared through communication
 Resides in knowledge individuals’
minds and/or communities of
practice

Codification

• Acquire internal and opportunistic
knowledge and share it informally
(Jordan & Jones, 1997).

• individuals strive to explicitly encode
their knowledge into a shared
knowledge repository, such as a
database, and also retrieve knowledge
they need that other individuals have
added to the repository.

• use of dialogue through social
networks, including occupational
groups and teams, and knowledge can
be obtained in this way from
experienced and skilled people (Swan,
et al, 2000).

• Usually apply information technology
to facilitate the processes of knowledge
retrieval, knowledge storage and
knowledge utilisation.

• share knowledge through person-toperson knowledge processes of
retrieval, sharing and utilisation in CoP
or PLC.

Personalisation
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What is knowledge?

What is KM?

What is KM?

Relationship between Data Information and Knowledge

Personalization

Codification
• emphasizes the capability for storing,
sharing and using an organization’s
explicitly documented knowledge.

• KM is strategic management process that focuses on
knowledge

• KM is a type of strategic management

• Know How

• Make use of knowledge resources to support the
school development
• Schools have their own development plan usually
related to student learning

K

Retrieval

People

K

• SRL, PBL, Metacongitive teaching.

• KM is to support the implementation a school
plan
• Teachers will be know how to do through KM
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K
Sharing

Creation
Knowledge
Management
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Storing

Application
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Theoretical framework

My questions about KM processes and Strategies

The SEM Model of KM and SLC

Knowledge
Sharing

1. What knowledge process are implemented in
the schools in Hong Kong?
2. What are the elements of the school learning
capacity in the school organizations?
3. Are there any relationships between knowledge
processes and each element of school learning
capacity?

2
79.47
Individual
Learning
Capacity

Knowledge
Application

df
64

p-value PGFI
0.092 0.59

RMSEA
0.024

SRMR
0.024

Knowledge
Retrieval

IFI
1.00

Knowledge
Application
Organization
Learning
Capacity

Knowledge
Retrieval

0.14

0.26

Knowledge
Sharing

Knowledge
Creation
2017/6/2

NNFI
0.99

Teacher Learning
Capacity

0.62
Knowledge
Storing

CFI
1.00

0.47

Organisational
Learning Capacity

Cheng, E. C. K (2012). Knowledge Strategies for Enhancing School Learning Capacity. International Journal of Education Management, 26(6), 557-592
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CSFs for School KM
Findings

School KM Project

 Leaders to Build KM Vision
 Bridge the gap between policy makers and front line teachers

• Retrieve, application and share knowledge are
identified to be the knowledge processes that can
enhance school capacity in both individual
knowledge and school level.
• School tends to adopt be knowledge sharing via
interpersonal interaction as a knowledge strategy
rather than codification strategy
• School leaders may consider cultivating CoPs in the
school organization in order to build school capacity.

• School development

2017/6/2
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• The QEF project aims to help schools institutionalize a KM system in
the school organization for sustainable development, to acquire skills
and tools for KM practices and to strengthen school capacity in
management, teaching and learning, and student support via KM.
• HK$2.26 M, 10 primary schools and 10 secondary schools

• School research
• Identifying the CSF for KM implementation can help schools strength
their capacity to leverage knowledge for tackling the challenges
arising from the recent educational reforms and changes in the
external environment.

Prepared by Eric Cheng
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placing KM practices in the school’s mission statements can encourage effective
knowledge management processes to occur within the school (Gold, Malhotra &
Segars, 2001).

 Cultivating Knowledge Sharing Culture
 Trust building


Knowledge sharing culture is an imperative factor for successful KM (Davenport
et al., 1998; Pan and Scarborugh, 1998; Martensson, 2000).

 IT support
 Institutionalising a KM System


2017/6/2

The practices of data mining can support strategic planning. In essence, IT can
certainly play a variety of roles to support KM processes (Alavi & Leidner, 2001).
Knowledge storage, retrieval, sharing and creation Therefore, it is undeniable that
one of the CSF for implementing KM is IT support.

Prepared by Eric Cheng
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Theoretical framework

Strategic Planning

Research questions

• Strategic planning is an overarching process that includes
strategic thinking, strategic planning, implementation, review
(Lumby, 2002), monitoring and adjustment to the realities of
the external environment (Peterson 1999).
• This process includes scanning or assessment of the internal
and external environmental components of the school
organisation, analysing the information and data collected,
and formulating a plan to tackle the impact generated by the
external environment (Allison & Kaye 1997; Fidler 1998).
• Through this process, school leaders and teachers can
articulate institutional goals and priorities.

• The research questions of this study are as
follows:

Leading
Knowledge
Vision

1. What are the teachers’ perceptions on applying
KM in four school performance domains?
2. What are the empirical CSFs for KM
implementation?
3. What CSFs for KM implementation are
predictors for the school’s strategic planning
capacity?

2017/6/2

Prepared by Eric Cheng

26

Strategic
planning

Sharing
Culture

IT
support
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Table 2. Results of the Factor Analysis and Reliability Test for Each Scale

• The multiple regressions test was applied for analysing data in order to
explore the relationships among multiple continuously distributed
independent variables and a single-dependent variable. The p ≤ 0.05 level
of significance was used as the criterion for rejection of the null
2017/6/2
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hypotheses.

Knowledge Sharing Culture

C1_10
C2_6
C3_7
C4_12
C5_8
C6_9

Strategic Planning

SP1_85

SP2_83
SP3_84
SP4_82
SP5_86
1T1_20

IT Support

• Confirmatory factors analysis and reliability tests were employed to
confirm construct validity and internal consistency of the self-developed
instrument. Confirmatory factor analysis was performed to examine the
factor structure of the instruments and to tap into the underlying
constructs of the three variables.
• Factors with eigenvalue >1 will be extracted. Reliability has been
generally defined as the degree to which assessment results are free
from errors of measurement, and was, as such, examined on the basis
of quantitative procedures to determine the degree of consistency or
inconsistency that was inherent within this instrument.
• Principal axis factor (PAF) analysis with Promax rotation was used
to select the items in data reduction by using the SPSS program, while
Cronbach’s α-reliability measure for internal consistency was utilised
to test the reliability of the derived scales.

KM Vision

Data analysis

Scale

IT2_19
IT3_21
IT4_18
VM1_1
VM2_22
VM3_3
VM4_4
VM5_5

Items
Our school is successful in establishing the culture of knowledge sharing.
School panels are able to lead colleagues to share their teaching experiences with others.
Our school’s middle management has the leading ability to create knowledge sharing.
Our school’s management often shares their teaching experiences and knowledge.
Our school’s management has the ability to lead colleagues to apply knowledge
management.
Our school encourages and supports teachers to share their knowledge.
All the members in our school have opportunities to participate in drafting the school’s
developmental plan
Our school will put work that does not have much improvement into priority when drafting
the developmental plan.
The schemes mentioned in the developmental plan are designed based on suggestions raised
in students’ learning assessment.
The standard for defining the success of the schemes in the School Plan is designed
according to the work targets.
Our school will assess the effectiveness of each scheme mentioned in the developmental
plan.
Our school has already established collaborative technology to allow knowledge sharing to
be conducted in the Internet.
Our school has already ensured that there is no discrepancy among teachers’ ability in
applying information technology.
Our school provides support so that teachers can build a virtual learning community.
Our school owns information technology facilities for supporting knowledge sharing.
Our school has the vision to develop teaching and learning by using knowledge management.
Our school shares the vision of knowledge-based development with stakeholders.
Our school has the vision to become a school that can create knowledge.
Our school can turn visions into teaching tasks.
Our school’s management supports promoting the idea of knowledge management.
Eigenvalue
% of Variance Explained
Scale Reliability Cronbach’s Alphas Coefficient
Scale Mean

Factor Factor Factor Factor
1
2
3
4
.838
.836
.817
.709

KM Vision
0.30

.680

K Sharing
Culture

.623

Strategic
Planning

0.32

.801

0.10

.772

IT Support
.758
.742

Figure 1. Results of linear multiple regression model

.730
.938

Table 3. Multiple regression analysis results

.745
.732
.634
.904
.804
.653
.607
.512
9.865 1.804 1.445 1.212
44.84 8.20 6.57 5.50
0.906 0.872 0.854 0.874
4.313 4.358 4.049 4.39

b

SE

Constant

1.433

.116

β

T

p

12.302

0.000

VIF

Sharing

.303

.036

.316

8.519

0.000

2.228

IT support

.083

.027

.100

3.103

0.002

1.690

KM vision

.291

.034

.298

8.474

0.000

1.998

R

Adj-R2

.632

.398

F
215.64
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Implication
• Results of the study show that the model needs to be put into
practice to bridge the knowledge gaps and to address problems
occurring in school development.
• The findings suggest that school leaders should play their
knowledge leadership roles
• (1) to nurture an organisational learning culture by cultivating
different CoPs to support school management, teaching and
learning, and school guidance activities;
• (2) to institutionalise a KM system/ record management ;
• (3) to provide learning opportunities for teachers to develop
their PKM competencies; and
• (4) to formulate KM strategies that align with the school
strategic plan.
•

The normative KM model
• emphasizes the importance of mapping the knowledge
domains and the aims of the plan, and the alignment of the
KM strategies with the improvement strategies.
• The model proposed two guiding questions to school leaders
with respect to the implementation of knowledge
management.
• “what to manage?”
• The “what” question guides school leaders to identify the knowledge gaps
between the intended objectives and actual implemented of school
development plan,

• “how to manage?”
Figure 1 illustrates the normative KM model. The model is developed using a strategic management approach
that could be effectively followed for school improvement, using some supporting factors such as knowledge
leadership, a knowledge sharing culture, KM strategies and information technology support. These supporting
factors were identified by the exploratory factor analysis as predictive factors for strategic planning capacity.

• the “how” question provokes them to determine appropriate KM strategies to
bridge the knowledge gaps.
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Lesson Observation

日本授業研究
• 明治維新
• (國民質素的提升、杜威教育觀點)

• 日本學校傳統的校本研修制度
• 在日本已經有上百年的歷史

• 教師們組成學習社群
• 以一個「學習單元」為中心，共同設計課程和教學，經
試教後，再加以檢討，以充實教師知能。

• School management, including school educational goals should be
established first (Plan).
• Secondly, it is necessary to make a strategic and coherent teaching plan
and curriculum to implement the curriculum and actual teaching lesson
(Do),
• and to evaluate the educational effectiveness (Check).
• Finally, an improved qualitative curriculum development and teaching
strategies should be completed within the school year (Action)

Lesson
implementation
& Observation

見得到的模型

Post Lesson
Conference (E, S/C)
AAR

Lesson planning
(C)

Lesson implementation
(I)
& Observation (S)

Lesson planning
(C)

Lesson implementation (I)
& Observation (S)

• (戊戌政變百日維新以失敗告終? 香港教育哲學理念的傳統根基
在哪?)

Inspection model

TP FE supervision model

Post Lesson
Conference
AAR (E, S/C)

1 cycle model

Post Lesson
Conference
AAR (E, S/C)
2 cycles models

(Takano, 1988; Nakatome, 2001; Kuramoto, 2008).

Post Lesson
Conference
AAR (E, S/C)

Lesson implementation
(I)
& Observation (S)

Which model is more effective for Knowledge Transfer according the SECI model?

3 cycles
(or even more)
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Construct
SECI
Model

SECI knowledge creation model
and
Learning and Lesson Study
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Codify the tacit
knowledge as report
Externalization

Socialization/combination

Combination of
group
knowledge

Internalization
knowledge
through teaching
practice

Socialization/combination
Socialization / Combination
via lesson planning,
variation theory for instructional design and student thinking as PCK
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Place offer context

Internalization of
variation theory via
teaching practice

Create context for tacit knowledge transfer
Socialization
2017/6/2

Reflecting
through
answering
questions for
reporting

knowledge in
the same
context
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Do we have such supporting factors in our schools?
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