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The information contained in this assignment cannot be published without the approval from the writer.
[bookmark: _Toc15275028]1. Research Title
Managing teaching staff in a self-funded higher education institution supervising by a University Grants Committee (“UGC”) funded university.

[bookmark: _Toc15275029]2. Research Objectives
· To build a harmonic environment for teaching staff, so that they can focus mainly on their teaching to enhance the teaching quality.
· To enhance students learning experience and their articulation rates to UGC universities.
· To increase the admission number of students, which is crucial for a self-funded higher education institution.
[bookmark: _Toc15275030]
[bookmark: _GoBack]3.The Case
[bookmark: _Toc15275031]3.1 Background of the Case 
The higher education system in Hong Kong comprises publicly-funded programmes and self-funded programmes.  Publicly-funded programmes mainly include programmes offered by institutions funded by the UGC. They are City University of Hong Kong, Hong Kong Baptist University, Lingnan University, The Chinese University of Hong Kong, The Education University of Hong Kong, The Hong Kong Polytechnic University, The Hong Kong University of Science and Technology and The University of Hong Kong.  Other higher education publicly funded programmes include performing arts programmes and some programmes offered by Vocational Training Council (Education Bureau, 2017).  The rest of the higher education programmes are self-funded.
The structure of the higher education programmes in Hong Kong consists of degree programmes and sub-degree programmes.  Degree programmes include bachelor’s, master’s and doctoral programmes while sub-degree programmes mainly include Higher Diploma (“HD”) and Associate Degree (“AD”) programmes.  HD programmes are more vocationally-oriented as they are required that at least 60% of the curriculum are related to professions, concentrations and vocational skills. AD programmes are more articulation-oriented and at least 60% of the curriculum are in generic nature such as language, general education and information technology (Education Bureau, 2018).
In the 2000’s Policy Address of the Hong Kong Special Administration Region (“HKSAR”) Government, the government targeted to increase the higher education participation rate to 60% in ten years.  The target was attained in 2006 and the participation rate further increased to 70% in the 2015/16 academic year.  The significant growth of the self-funded higher education sector contributed to this faster-than-expected achievement of the target rate.   Despite it is called “self-funded”, the HKSAR government has been being supportive to the sector by providing land and policy loans for campus establishment, scholarships and subsidies to the students.  As a result, the capacity of self-funded higher education institutions has grown substantially since 2000.  The capacity of sub-degree programmes was below 10,000 intake places offered by a few providers in 2000, it grew to 30,000 intake places provided by about 20 institutions in 2017.  Self-funded institutions supplied two-thirds of them (Education Bureau, 2018).
After a vibrant growth of the self-funded institutions and their capacity since 2000, the sector becomes saturated and the student population has been decreasing in recent years.  According to the figures provided in the Review Report of the Task Force on Review of Self-financing Post-secondary Education published by the Education Bureau in December 2018. The total number of Hong Kong Diploma of Secondary Education (“DSE”) students has been forecast to drop from 51,200 in 2017 to 43,300 in 2022 while the capacity of the higher education intake places may remain at about 56,080 in the same period.  Given that the quota of Mainland students is capped at 10% of the total student population for a higher education institution (Education Bureau, 2018), the substantial decline in the number of DSE students will put a heavy pressure on the admission task of the higher education institution in Hong Kong, especially for those self-funded institutions.  The following tables show the changes in demand and supply for higher education places and the projected unfilled higher education places of self-funded institutions.
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[bookmark: _Toc15275032]3.2 The Structure of the Subject Institution
The subject is a self-funded higher education institution (“SFI”) under the administration of a UGC- funded university (“UGCU”).  The SFI operates various programmes which can be divided into two main categories: Associated Degree (“AD”) programmes and senior years bachelor’s degree (“UG”) programmes.  Despite both AD and UG programmes are under the name of the SFI, the administration of the UG programmes is mostly handled by the UGCU while the administration of the AD programmes is primarily operated by the SFI.  The focus of this paper is mainly on the management issues of the AD programmes. 
Unlike other independent self-funded higher education institutions, which have autonomy on human resource management, they can flexibly adjust the manpower according to the market situation,  the SFI needs to follow the policies employed by the UGCU, i.e. human resource policy, especially the hiring and firing policy, at the same time it also needs to fight for survival on a commercial basis.  On the background of declining DSE student population as mentioned in the previous section, the SFI has to admit sufficient students to maintain its sustainability.

[bookmark: _Toc15275033]3.3 The Case Content
The focus of this paper is primarily on the SFI’s management issues of the AD programmes. 
The newly-promoted director of the SFI wanted to make the institution’s AD programmes become more popular in terms of better student articulation rate, especially to senior years of UGC-funded universities, to reflect its good teaching and learning quality for the purpose of admitting a sufficient number of students in the current difficult period.   The director wanted to enhance students’ learning experience in the SFI through developing more student activities and several new concentrations of studies (“CS”).  He believed that participation in student activities could stimulate students’ learning interest and broaden their horizons, which are valuable to their academic performance and interview performance when they articulate to the senior years.  These good intended results would positively enhance the SFI’s image.  The graduates would also spread out their good learning experience through word-of-mouth so that the SFI would admit more students. The development of new CS mainly fulfilled two purposes.  The first one was to match the same new CS developed in the UGCU, graduates from the new AD CS could have an opportunity to articulate to the senior year of the same new CS in the UGCU; the second was to satisfy the demand from the society, which was interpreted by the Dean of the SFI.  In addition, the director also invited every concentration of studies’ course coordinator to join the Programme Management Committee meeting in the last year of his 5-year position, everyone in the meeting was encouraged to express one’s opinion.  For the teaching and learning activities, he also encouraged the “flipped classroom” concept, he required every lecturer to follow for the purpose of better student class engagement. 
However, the decrease of the DSE student population put a significant admission and financial pressure on the SFI, increase in popularity through publishing student activities on the web and joining public competitions to increase publicity to attract more students became imminent.  The director of the SFI demanded every academic division to increase the frequency and coverage of student activities without a corresponding increase in divisions’ human and financial resources.  The strategy was well received by every academic division leader and they started requiring every lecturer in the SFI to pursue.  Division leaders would explain to its subordinates that such actions were necessary for the survival of the SFI, the consequence of non-obedient would be discontinuation of contacts.  This action created an enormous pressure to every teaching staff in the SFI, they were required by the Division leaders to liaise with the commercial world for more guest talks, sponsorship, internship opportunities, and media publicity on top of more study tours, clubs and society activities and participation in competitions, which required intensive training to students.  Furthermore, teaching staff were also asked to contact more secondary schools for closer cooperation, such as more school talks to introduce the SFI’s AD programmes and more workshops for secondary school students for better admission purpose.  In order to show the determination of pursuing these policies and using financial resource more effectively, the director also requested each division to identify one not-so-motivated lecturer for the purpose of shortening the term of their contracts from two years to one year upon renewal or changing their status from full-time staff to part-time staff when their contracts ended.  This is a typical divide-and-rule technique used in the real business world (Skipton and Furey, 2018).   The released headcount will be used to employ new lecturers, which are expected to be more motivated.

[bookmark: _Toc15275034]3.4 The Case Epilogue
Many teaching staff left the SFI, which created more workload for the remaining teaching staff.  Teaching staff competed for resources one another.  Students who are willing to participate in student activities are valuable assets to lecturers, more student activities mean higher demand for smarter students.  Lecturers started competing these smarter students for activities and competition.  The decrease in the number of DSE students might cause insufficient admission for some concentration of studies, the coordinators of these CS tried their best to compete with other CS for the DSE students in admission activities, these hurt the relationship among teaching staff significantly, cooperation among lecturers is only at a minimal level.

Since students are the most valuable assets for the teachers in the SFI, teachers put much effort to appreciate students to attract them for student activities and more importantly, for better teaching evaluation scores, which is a significant part of the annual appraisal exercise.  Some lecturers do not put much effort to educate students for better academic results, instead, they disclose a lot of tips of quiz and examination questions to students for creating better passing rate and teaching evaluation result.  Some courses’ final examinations have been replaced by group project assessments, which allows more free-riders to get passing marks.  Consequently, students pay less attention during classes and expect lecturers to let them know the questions of quizzes and examinations before these assessments.  The quality of teaching and learning have deteriorated.

For most senior teaching staff, they were more willing to bear more responsibilities due to their richer capability in general, higher salary level in particular.  If they resigned, they might not be able to find a new employer for the same amount of compensation.  However, for some junior teaching staff, whose salary level was not high but needed to shoulder heavy burdens, they felt the strategy was not fair to them.  Some of them filed complaints with the staff union and the senate of the UGCU in the last year of the director’s office term.  These abuse stories were published by the media and the director of SFI was forced to step down.  All course coordinators were no longer requested to attend the Programme Management Committee meeting and the frequency of student activities dropped substantially.

[bookmark: _Toc15275035]3.5 The Verdict
The strategies applied by the new director are considered as a failure because it could not improve the students’ academic quality,  make the SFI more popular positively and attract more students.  The strategies also demotivated many teaching staff and those were capable of finding new jobs left the SFI.  Since human capital is the most valuable assets in a higher education institution, the SFI suffered substantially.   In the end, the director was forced to step down.  
[bookmark: _Toc15275036]4. Literature Review
In the following space, Yu (2019) 3-H framework will be applied to analyse the case.  The 3-H framework is composed of Heart, Head and Hand elements.  Heart elements are those dealing with human relationships such as motivation, leadership, management of change etc.  In the subject case, the change in environment is well known as it has been widely reported that the DSE student population will be decreased and it will create a difficult time for self-funded higher education institutions by various media.  The most important element is leadership, which in turn determine the methods of motivation.  The Head elements are related to strategic matters.  How to select and implement good strategies through using various tools and analysis such as balanced scorecard, strategy map, resource-based view, value chain, competitor and industry analysis, etc.  Strategy planning is very important for the current fast-changing environment.  The Hand elements are composed of people’s competence, functional strategy and practice.  The most significant human capital in the SFI is teaching staff, who are well qualified in their academic fields, so this study’s attention is primarily on the Heart and Head parts.  Several Hand related points will still be discussed.

[bookmark: _Toc15275037]4.1 Heart-Related Theories
Transformational leadership and autonomous motivation
There are many theories related to Heart elements.  McGregor’s Theory X and Y mentions that workers can be divided into two kinds, Y type employees like work and self-directed while X-type employees dislike work, avoid taking responsibilities and need direction, a manager should treat different type of people differently (GÜRBÜZ, SAHIN and KÖKSAL, 2014).  Maslow’s hierarchy of needs theory states that people need to satisfy a lower level of needs before they can process to a higher level of needs, a manager should help their subordinates to climb up the needs’ pyramid in order to motivate them (Upadhyaya, 2014).  Herzberg’s two-factor theory indicates that provision of hygiene factor will reduce subordinates’ dissatisfaction while the provision of motivation factor will increase subordinates’ satisfaction.  Managers need to provide both factors to motivate subordinates (Kotni and Karumuri, 2018).  McClelland’s motivation theory indicates that satisfying subordinates’ needs, which include the need for power, achievement and affiliation, will motivate them (Liu and Arendt, 2016). 
Under the UGCU’s human resource policy, the SFI cannot treat people differently based on the type of people (X or Y), the individual situation (rather than their physical disability or mental deficiency) and their individual needs.  As a result, the focus of this paper is on self-determination theory, expectancy theory and equity theory for the Heart-related theories.  
In the education industry, researchers often apply self-determination theory to the teachers’ motivation.  There are two major components in the self-determination theory: intrinsic motivation and extrinsic motivation. Intrinsic motivation means that people act on something because they inherently enjoy doing it.  Extrinsic motivation refers that people do something because it produces a beneficial outcome.  Extrinsic motivation can be internalized through socialization and value recognition.  If the extrinsic motivation has been fully internalized, it will become an autonomous motivation (Claudia, 2015). Autonomous motivation is defined as 
[bookmark: _Hlk12182914]engaging in activities out of a sense of personal agency, for the interest and satisfaction derived from the activity itself, or its concomitant outcomes, and in the absence of any externally referenced contingencies (Eyal and Roth, 2011).
Eyal and Roth (2011) have investigated the relationship between educational leadership and teacher’s motivation.  There are two kinds of leadership, transformational and transactional leadership. Transformational leadership leader cares about their followers individually and offers them a clear and justified vision and provides intellectual stimulation. Transactional leadership leader monitors follower’s activities and stresses on extrinsic rewards, followers will feel the burden of coercion and the self-determination level is low. They have found that transformational leadership will lead to autonomous motivation. Teacher’s motivation is a mediator for students’ learning and achievement (Leithwood and Jantzi, 2005, cited in Eyal and Roth, 2011, p.261).  According to Eliophotou-Menon and Ioannou (2016), the transformational leader has the following major characteristics. 1) charismatic and trustworthy with an achievable mission and organizational vision; 2) capable of influencing follower with a sense of value and purpose; 3) able to inspire and motivate followers through providing them with meaning and challenge; 4) encouraging creative thinking and solutions and 5) caring of followers’ individual need.
There are three important elements in the Victor Vroom’s Expectancy Theory.  Expectancy denotes the chance of good performance by exerting more effort.  Instrumentality refers to good performance will lead to reward.  Valence is the importance of the reward to the reward receiver (Hsu, Shinnar and Powell, 2014).  Drossel et al. (2019) indicated that subjective value is a very important factor for a teacher to engage in a certain project.  Subjective value can be further divided into attainment value and intrinsic value.  Attainment value is the value derived from the achievement of a task, which will benefit the teacher; intrinsic value is the teacher’s satisfaction obtained from the process of implementing the task.  In addition, utility value, which is the usefulness of the project from a teacher’s point of view, can also affect a teacher’s engagement. These values significantly affect teachers’ cooperation at the individual level, group level and cooperative context level, which is the mixture of individual teacher’s working environment and the school’s management structure.  Since teachers usually are free to decide to cooperate or not, or to whom the teacher will cooperate, intrinsic motivation is the drive of good cooperation. Intrinsically motivated teachers to put more effort, are more focused and endurance than those who are extrinsically motivated. 
Equity theory specifies that the return received by the contributors should be in proportion to their input (Morand and Merriman, 2012).
HemaMalini and Washington (2014) pointed out that expectancy theory is closely related to the quality of work-life (“QWL”), which they argued that QWL is a concept related to the employee’s well-being.  QWL should be distinguished from job satisfaction, which mainly derived from employment.  The condition of attaining a QWL is that the employee has to be a motivated one.  

[bookmark: _Toc15275038]4.2 Head-Related Theories
Since the SFI is a non-profit seeking organization subject to UGCU’s policy, which is close to a semi-governmental organization, mainly providing services to students, the resource-based view and value chain may not be very useful in this study.  Emphasis is on Abell’s business definition model, competitor and industry analysis, balanced scorecard and strategy map.
Abell’s Business Definition Model includes three dimensions: customer group is the company’s target customers, it can be more than one group of customers.  Customer needs are what customers demand in terms of products and services. Technology or distinctive competencies are the customer needs to be satisfied (Yu, 2019; Martin, 2015).
Porter’s analysis framework defines five forces as buyer’s power, supplier’s power, the threat of substitutes, the threat of newcomers and industry rivalry.  Porter interprets strategy as competition, which is a scuffle for profit through the five forces (Pringle and Huisman, 2011).

Doing research on higher education institution’s management or to evaluate the management’s performance is rather difficult as most of them are non-profit seeking institutions in Hong Kong.  The balanced scorecard may be used for collecting information to form strategies.  It is not a tool intended for gauging employees’ or management’s performance, it is an integrated system for translating an organization’s vision to inter-related strategies (Al-Tarawneh, 2018).

A strategy map is a tool used in strategic planning, it is a visual presentation showing the relationship from causes to the end result by converting intangible assets to tangible outcomes for improving the overall competitiveness of the institution.  Another benefit provided by the strategy map is to visualize the inter-relationship among different parties, for example, the relationship between the academic departments and the administrative departments.  A decision-maker can see the whole picture in forming strategies (Han and Zhong, 2015).  

[bookmark: _Toc15275039]5. Analysis
[bookmark: _Toc15275040]5.1 Heart-Related Analysis
The teaching staff in the SFI were substantially overloaded due to more student activities and more training deliveries required for external competitions, more secondary school talks and connections to the business world. Mutual trust was absent because of competition for smarter students internally for student activities and new DSE students externally for the survival of their respective CS.  They were lack of empowerment as no corresponding increase in human and financial resources for the increase in workload.  They also felt helpless and be threatened by the not-so-motivated lecturer identification process.  The morale of the teaching staff was very low, especially for those junior lecturers. Teaching staff could not fully perform in the daily teaching duties.  These are the factors contributed to the failure of the director’s project.
The following are the detailed discussions and analyses of those Heart-related factors causing the failure of the project and finding possible solutions based on various theories.
[bookmark: _Toc15275041]5.1.1 Transformational leadership and autonomous motivation
Eyal and Roth (2011) have found that transformational leadership will lead to autonomous motivation.   Since teachers’ motivation is a mediator for students’ learning and achievement (Leithwood and Jantzi, 2005, cited in Eyal and Roth, 2011, p.261).  Therefore, if the director applies the transformational leadership concept, there is no need to require teaching staff to put on those burdens, or at least the teaching staff may not feel they are burdens if such leadership leads to autonomous motivation, and the students can still perform well due to the mediation effect.  It will surely help the SFI’s image and admission situation.  In addition, autonomous motivation is negatively correlated to teachers’ burnout, it also solves the compliant problem initiated by the junior teaching staff.  
In order to make subordinates be more motivated and solve problems more creatively, the transformational leader should delegate more power to them.  Sharing of sensitive information is one of the empowerment methods (Si and Feng, 2012), it helps subordinates understand the operation better, develop mutual trust and enhance the self-management possibility. 
In order to prevent miscommunication, the director of the SFI has widened the coverage of the Programme Broad Committee members in his last year office term from only senior staff, which includes director, associate heads, division leaders, senior lecturers and senior administrative officers to including all course coordinators.  It will expand the number of committee members by around 30 people.    The title of Course coordinator is an internal administrative title, not a corporate title.  It means the course coordinators bear more responsibilities than the other lecturers without holding higher ranking.  However, it will be counted as a kind of contribution to the SFI in annual appraisal.  Course coordinators are lecturers who need to perform teaching and coordinating other lecturers for their own CS in the SFI. They also need to manage the curriculum, students’ activities, articulation and administrative matters of their CS.  They are more motivated than other lecturers because they are responsible for the survival of their own CS.  If their responsible CS cannot admit a sufficient number of students, the CS will be terminated, and they will no longer be the course coordinators.  Therefore, course coordinators pay serious attention to the market changes and students’ development, they have a deeper understanding of students’ needs through casual talks and consultations with students.  Once they can share the sensitive information of the SFI, they will feel the trust from the management.  More importantly, they have great ideas for the problems facing by the SFI.  
Alleged by Si and Feng (2012), transformational leaders do not often use the control strategy in managing people, they emphasize empowerment strategy which encourages subordinates to apply creative means to solve problems.  Creativity is necessary to solve the SFI’s current problem, central control of the SFI’s policy has not been worked well under the policy of the UGCU in recent years.  Transformational leaders act as coaches to challenge subordinates’ ideas, request subordinates to review and revalue their old ways to perform their duties and encourage them to create new solutions and working methods through intellectual stimulation. As mentioned in the previous paragraph, inclusion of course coordinators in the Programme Management Committee not only will prevent the manipulation of sensitive information by the middle management but also will empower to and develop mutual trust with them.  Si and Feng (2012) also found that empowerment to subordinates will prevent a transactional leader’s passive influence and it will also lessen the reliance on transformational leadership.  Since course coordinators are more motivated and possess the excellent professional and academic qualification, adding them into the Programme Management Committee for providing valuable opinions and suggestions will be a quality asset to the SFI.  If adequate intellectual stimulation such as professional development is added into such a large group of talent, the creativity produced could be very substantial.  Therefore, the SFI should collect opinions from this group of talent first, then formulate the SFI’s policies and strategies by the senior management later.  
[bookmark: _Toc15275042]5.1.2 Expectancy theory
Instrumentality refers to good performance will lead to reward.  In one of the divisions in the SFI, junior teaching staff will usually be assigned to help a senior teacher to hold student activities.  No matter how good the junior teaching staff perform, the credit will go to the senior teacher, especially for those have a close personal relationship with the division leader.  Thus, the instrumentality between the performance and reward does not exist for the junior teaching staff. 
Valence is the importance of the reward to the reward receiver. Senior teaching staff seem the continuation of contract has very high positive valence because most of them have reached the upper limit of their salary, which is over one million Hong Kong Dollars per year. It includes monthly salary, contract end gratuity and performance bonus.  However, the junior teaching staff may seem the continuation of contract has low valence when they compare their workload and the salary received, some assistant lecturers received around twenty thousand Hong Kong dollars per month only.  In addition, the high relative costs such as time and efforts are factors negatively correlates with the engagement (Drossel et al., 2019).
Despite performance-based rewards like performance bonus (0 to 50% of monthly salary) and the annual increment of salary (0 to 5%) are provided, the junior teaching staff still do not satisfy because of their low monthly salary level.  The actual amount received is not meaningful for them.  In other words, the valence is too low to motivate them.
[bookmark: _Toc15275043]5.1.3 Equity theory
Some junior teaching staff think the heavy workload should be shouldered by the senior teaching staff, they just need to do the teaching and not the student activities, so they consider it is not their perceived role (Turabika and Baskan, 2015).  They also think that their reward is not in proportion to their input.  In addition, they consider that they are treated unfairly so they are not motivated at all (Morand and Merriman, 2012).  For example, they are required to hold activities on Saturday and get no compensation.  Saturday is not a working day for teaching staff.    
[bookmark: _Toc15275044]5.1.4 Suggestions for Heart-related Issues
Course coordinators should be re-invited to attend the Programme Management Committee meeting for developing mutual trust and a sense of empowerment by sharing sensitive information.  The reward system should be enhanced, especially for the bonus and the increment percentage of junior teaching staff.  Change the percentage to a meaningful absolute dollar amount to make them attractive to induce the junior teaching staff to contribute more.  The effect is to increase the valence.  The budget is from the reduction of the same items of senior teaching staff, their valence is high enough to make them contribute.  If the junior teaching staff satisfy their salary level, they will not feel being treated unfairly, they will be further motivated.

[bookmark: _Toc15275045]5.2 Head-Related Analysis
The strategies utilized during the office term of the director were problematic.  They were neither based on the vision nor the mission statement of the SFI, development of the new CS was not in market demand, some CS’ syllabuses were not qualified for exemption of some professional qualification and they had a significant portion of overlapping, the teaching staff appraisal process was too emphasized on teaching evaluation score, etc.  These factors imply that the strategies ignored the fundamental principles of the customer groups, customer needs, substitutes and competition from the market, etc.  They denote the failure of the director’s project.
The following are the detailed discussions and analyses of those Head-related factors causing the failure of the project and finding possible solutions based on various theories.
[bookmark: _Toc15275046]5.2.1 Strategy map
According to Han and Zhong (2015), the first thing to do for strategic planning is to understand the vision and mission of an institution.  Vision is defined as where the institution should be while the mission is the reason for the institution’s presence.  Strategic planning is a logical, objective and systematic method to link the current situation to the vision future.  The vision of the SFI is to educate students to be holistic people, continue to pursue knowledge without limit.  The mission of the SFI is to provide students with a good learning environment and curriculum for their academic and holistic development, to become lifelong learners beyond the limits of academic and professional domains.  (For confidentiality, the source of the vision and mission will not be disclosed in this study).  
The keywords in the mission are good learning environment and good curriculum. The director’s objective of making the SFI popular and admit more students are not a part of the mission nor a part of the vision.  The SFI is an operational arm of the UGCU, both of them have large financial reserves to support their operations.  The urgency of the director’s objective is in question.
[bookmark: _Toc15275047]5.2.2 Abell’s business definition model
The mission does require the provision of a good curriculum, which is difficult to define.   One indicator of the good curriculum is whether it meets the community’s demand (Naik, 2011). Higher education institutions need to connect with industries to keep abreast with market development.  It not only benefits the society as a whole, but also provides a good source of income to higher education institutions, which in turn can lower their tuition fee for greater benefit to the society (Naik, 2011 and 2016). The newly created CS were not in market demand, the enrolment of one of the CS only had 12 students in the first year and less 8 students in the second year, so the SFI decided to terminate the CS in the academic year of 19/20.  Another new CS’ enrolment was very low either, 12 students in the first year, 18 students in the second year and so far, 8 students in the third year.  The enrolment figures reflected that the new CS were not the CS that the market needed or they did not meet the customers’ needs.  The SFI hired two additional full-time lecturers to handle the manpower requirement for these new CS on the background of dropping DSE student population, the failure of these two new CS worsens the overstaffing problem, which further demotivates the teaching staff in the SFI.
There are two categories of higher education institutions, one strikes for higher ranking in the international environment by emphasizing the achievement of internationalization in terms of research, curriculum, students and staff.  The other focuses on serving the local community (Han and Zhong, 2015).  The first thing that the SFI should do is to define its goal before the formation of its strategies.  In the vision and the mission statements, the SFI emphases that students are encouraged to go beyond the boundaries of academic and professional domains.  It seems that only students with prime quality can do it.  However, the SFI is offering AD programmes, AD students are mainly those who cannot enter the UGC-funded university in Hong Kong due to low academic performance.  The majority of the SFI’s students would not achieve its vision nor the mission.  The SFI should define its customer groups according to its vision and mission or re-define its vision and mission to face reality.    

[bookmark: _Toc15275048]5.2.3 Balanced scorecard
Unlike a profit-seeking organization, the most valuable assets in a higher education institution are its culture, knowledge and human capital. Quantify these intangible assets and present the result to its stakeholders are essential for performance measurement (Han and Zhong, 2015).  However, it is a tough task to quantify the performance of teaching staff.  Currently, the SFI appraises a teacher in three dimensions: teaching, mainly by teaching evaluation scores, scholarly/professional development and services, with no official weights and detailed items like a balanced scorecard. However, to what extent does the teacher have the control over these measures?  Are these measures really good indicators for the teacher’s performance? That is why Al-Tarawneh (2018) pointed out that balance scorecard should be used to collect information for forming strategy rather than measure a teacher’s performance.  The appraisal system of the SFI needs to be revamped and employees’ inputs are necessary to improve the system.
[bookmark: _Toc15275049]5.2.4 Porter’s 5 competitive force model
There are many substitutes in the sub-degree education industry to compete with the SFI for students.  However, the programmes offered by competitors of the SFI are resilient.  For example, the programmes offered a division of the SFI are similar to one another.  Within the 24 units of discipline-specific content, there are 37.5% to 87.5% with an average of around 62.5% of overlapping in the “discipline-specific content” (For confidentiality, the source will not be disclosed in this study).  Comparing with the same division of one of its major competitors, Hong Kong Community College, the overall overlapping portion of  “compulsory courses” is only 33% (Hong Kong Community College, 2019).  That division in the SFI had 7 CS but it only had 3 related degree programmes in its UG programmes in FY 18/19.  For the same period, the same division in Hong Kong Community College had 10 CS and it had 10 related degree programmes in its UG programmes.  The SFI’s programmes are relatively weak.  Another example of low compatibility is the CS which concentrates in social work studies offered by the SFI’s AD programmes, its qualification is not recognized by the Social Workers Registration Board (Social Workers Registration Board, 2019).  These instances illustrate that there are many better substitutes in the higher education industry, some of the programmes offered by the SFI do not meet the customers’ needs again.
[bookmark: _Toc15275050]5.2.5 Suggestions for Head-related Issues
Transform the SFI into a university which offers new 4-year full bachelor’s degrees and its existing offer: 2-year AD and 2-year UG programmes (“2+2 programmes”) parallelly.  The only difference between the full bachelor’s degree and the 2+2 programmes is that AD graduates need to fulfil certain requirements to articulate to UG programme.  These will widen the customer groups from mainly academically sub-prime students to potential prime students.  Since the full bachelor’s degree and the 2+2 programmes will run parallelly, synergy in administration, teaching and facility utilization will be created.

From my observation, many secondary school teachers advise their graduates to study in bachelor’s degree programmes, no matter they are self-funded or UGC funded, regardless of students’ interest nor career prospects if they meet the minimum university admission requirement.  It is because such action will enhance the secondary school’s university articulation rate published in their annual reports and web sites.  Students are likely to adopt such advice because they have an impression that the sub-degree programmes are inferior to the degree programmes.  If the SFI offers both full bachelor’s degree and the 2+2 programmes, it will admit more DSE students, who may not be very outstanding but have attained the minimum university admission requirement.

In addition to broadening the customer groups and attract more secondary school teachers’ recommendation, the SFI can also consider launching online programmes, which will further broaden the customer base and save costs through synergy effect.  The new generation students are so connected to the internet, some of them do not like to attend traditional class, an online programme is one of their good options and fits their needs.  It may also attract some full-time workers to enrol too.  The negative side of such action is the increase of students (buyers) bargaining power (Pringle and Huisman, 2011) due to more substitutes will be available in the industry, likely other competitors may follow the same strategy too.

Despite the balanced scorecard should not be used to measure teachers’ performance, it can be used to collect information to form strategies.   The following wide range items can be included:  1) course-related quantity: the number of courses taught per year, number of preparations of subjects, number of examination papers to prepare, number of moderation of examination papers requested by moderators, frequency of curriculum revision; 2) students related quantity: number of student consultations, number of chats with students through social media and e-mail, number of student activities and participants number, number of clubs/societies responsible for, number of clubs/societies members, score of teaching evaluation; 3) services related quantity: number of peer visits, number of committees served, number of task forces served, number of information day duties, number of secondary school talks delivered and number of secondary school tours led; number of voluntary works which contributes to the community etc. 4) continuing professional development: number of publications, impact factors of the publishers, number of professional courses attended, number of industrial professionals invited for seminar etc. For a course coordinator: 5) coordination related quantity: the CS’ number of admitted students, number of students articulated to top-up or UGC senior year students, the attrition rate, the teaching load in hours, number of lecturers to coordinate, etc.

[bookmark: _Toc15275051]5.3 Hand-Related Analysis
This section mainly deals with staff competency issues.  There were a number of competency factors contributing to the failure of the director’s project.  Some teaching staff were lack of teaching skill and psychological training, some do not have sufficient subject knowledge when they were assigned to courses not so related to their fields, inadequate teaching method,  poor middle management’s planning and competency.  
The following are the detailed discussions and analyses of those Hand-related factors causing the failure of the project and finding possible solutions based on various theories.
[bookmark: _Toc15275052]5.3.1 Teaching staff competency
Teaching staff in the higher education sector do not need to obtain a teacher certificate to start teaching.  Despite some of them have relevant teaching experience but they may never be adequately trained for teaching skill, knowing the psychology of both students and themselves in the teaching and learning process.  They may just be a lack of such psychological support or technique to deal with the daily teaching duties.  These professional trainings are needed for the teaching staff to enhance their competence. Based on Claudia (2015), provision of professional development with teachers will maintain their motivation too.  
Due to the overstaffing problem, some lecturers in the SFI do not have the adequate subject knowledge to teach some courses which are not in their fields of expertise.  For example, non-accounting major lecturers with no accounting working experience are required to teach accounting courses.  They are not well trained in the subject, unless they are very brilliant, they may not be able to deliver the teaching effectively.  Teaching becomes more difficult as students are more distracted by social media applications installed on their mobile phones.  Some teachers tackle these problems by lowering the difficulty level in the assessments or giving many hints to the students before the assessments for the purpose of jacking up their grades and the lecturers’ teaching evaluation scores.  These methods can ruin the teaching and learning reputation of the SFI.  Thus, the teaching and learning committee needs to intervene to correct such actions.  Retraining or reallocate some of the teaching staff according to their competence to other departments within the SFI should also be considered.
Peer visit by unrelated subject lecturers.  Since the competition among lecturers is high under the current environment, if the peer visit is done by related subject lecturers, the being visited lecturer may hold up some special teaching technique to avoid mimic.  On the other hand, if the visiting lecturer does not have the subject knowledge, which is the same as the students’ situation, his/her learning experience opinion is valuable to the being visited lecturer. Peer visit is one of the suggestions made by the Ministries of Education of Romania for maintaining teachers’ motivation (Claudia, 2015).
[bookmark: _Toc15275053]5.3.2 Teaching method
Furthermore, the concept of the flipped classroom, which is a new way to teach through the application of mobile technology, is popular nowadays.  Many of these kinds of training have been arranged by the director to facilitate teachers to “flip” their classrooms.   However, whether such an idea is good is arguable, especially for higher-level courses which require longer teaching time, deeper thinking and serious learning attitude.  The flipped classroom is a renovated idea, but it needs lots of preparation because it is most effective when the entire course is flipped (Mcnally et al. 2017), it increases the workload significantly for teaching staff.
[bookmark: _Toc15275054]5.3.3 Middle management competency
Within a large organization, managers tend to adjust or create information for their own personal benefits, may they be better manipulation of subordinates, promote their own interest and status while surpassing others etc (Skipton and Furey, 2018).  In the SFI case, some division leaders misrepresented the SFI’s direction from being prepared for the rainy days to the strengthening of his power by threatening not renewing or shortening subordinates’ contacts to save costs, which had a very negative impact on teaching staff’s morale.  
Some course coordinators do not have a close personal relationship with their division leaders, feel that they are treated unfairly.  No junior teaching staff is assigned to them to hold student activities even these student activities are hotly welcomed by students in terms of the number of participants.  Division leaders did not give much credit to them nor lessen their teaching load.  In contrast, one of the senior teachers, who has a close personal relationship with his division leader, gets a 50% reduction in teaching load just because he takes up an assistant PhD supervisor role in another UGC-funded university.  Neither the PhD programme nor the UGC-funded university has a direct relationship with UGCU or SFI.  Some teaching staff who do not have a close personal relationship with their division leaders do not consider they are treated fairly, according to the Equity Theory, they are not motivated. 
One of the division leaders likes to guess the future movements of the director.  If the director has an initial idea mentioned in the senior staff meeting, he will guess what the director’s next move and request all teachers under his division to do lots of preparation for just in case his guess is right.  If he is really right, he feels outperforming the other division leaders.  Since the director has many creative ideas, the lecturers under that division are overloaded significantly.  Other division leaders will not prepare until the director emails them to confirm his intention.
The CS’ curriculum in one of the divisions were used to be diversified with different discipline-specific courses before its division leader took up his current position.  The division leader wants students to take more courses which can be exempted by the SFI’s UG curriculum.  However, there are only three UG degree programmes for that division and their exempted courses are 90% the same to one another.  Putting more exempted courses into each CS in that division means each CS will have more identical courses, but the division leader decided to put them in resulting a significant decrease in demand for CS in that division.  On the background of the decrease in DSE students’ population, the wrong strategy to create two new CS and the lack of compatibility of some CS, the overstaffing problem deteriorated further, so as the morale in the SFI
The junior lecturer originated the compliant had bought a property after getting personal advice from his division leader, who was viewed as a good property investor.  The junior lecturer was the one being identified as the less motivated one in his division.  If the lecturer’s contract could not be renewed, he would have a financial problem in serving the mortgage loan.  If he sold his property, he would suffer a substantial capital loss at that time on top of the 15 percent special stamp duty.  After he had been asked to resign by his division leader and the director jointly, the lecturer filed a complaint with the staff union and the senate.  The director was forced to step down.  If both his division leader and the director had a hearty consideration of the lecturer’s situation, the lecturer might not file the complaint.  
[bookmark: _Toc15275055]5.3.4 Suggestions for Hand-related Issues
The SFI should provide teaching skill and psychology training for the teaching staff.  Subject knowledge training should also be considered if needed. Peer visit should be encouraged. Teaching and learning committee should investigate in the syllabus and teaching method related issues while personnel department should review the competency of the middle-level management.

[bookmark: _Toc15275056]6. Conclusion
Research Objectives
· To build a harmonic environment for teaching staff, so that they can focus mainly on their teaching to enhance the teaching quality.
· To enhance students learning experience and their articulation rates to UGC universities.
· To increase the admission number of students, which is crucial for a self-funded higher education institution.
This study applies the 3-H model to achieve the above research objectives.  The Heart elements are needed most to improve critically.  Actions include re-inviting course coordinators to attend the Programme Management Committee meeting, providing training and professional development to teaching staff, increasing the junior teaching staff’s performance bonus and salary increment by a meaningful dollar amount and adoption of the suggestions of Ministries of Education of Romania to create quality work-life. The Head elements related measures comprise refining vision and mission, restructuring AD curriculum, adding on-line programmes, offering both 4-year bachelor’s degree and 2+2 programmes parallelly and improving the appraisal method by sourcing more input from teaching staff through a balanced scorecard. The Hand elements related arrangements embrace provision of intellectual stimulus and professional development, retraining or reallocating of teaching staff who do not have sufficient subject knowledge, seeking opinions form teaching and learning committee as well as personnel department for the division leader’s curriculum and human resource competence related matters. 
In order to maintain work-life balance and teachers’ motivation, the Ministries of Education of Romania recommend  1) teaching staff’s career path should be made clear, 2) incentive and reward system should be in place, 3)teaching staff’s interaction with one another should be encouraged, and  4) Professional development programmes should be provided (Claudia, 2015).
Once these 3-H elements are in their right directions, teaching staff would have the intrinsic or autonomous motivation, which means they will put much effort to teach because it is joyful to do so.  Students will benefit considerably from highly motivated teachers and they have a higher probability to perform well, which definitely will help their articulation to UGC universities.  This favourable result will be spread out and improve the admission situation.  Teachers working in such an atmosphere will not feel stressful and a harmonic environment has been developed.
The following table is a summary of the actions recommended and their theoretical support for your convenience. 
[bookmark: _Toc15275057]6.1 Actions summary table:
	Actions
	Theoretical Support

	Invite Course Coordinators to join the Programme Management Committee meeting
1. Share sensitive information with them
2. Let them feel the empowerment
3. Build mutual trust
4. Prevent a transactional leader’s passive influence
5. Enhance motivation
6. Improve student performance through a mediation effect
7. Reduce misleading communication and manipulation of information
8. Decrease complaints
9. Contribute good ideas
	H1:Transformational leadership: 1, 2, 3, 5,
H1: Transformational leadership will lead to autonomous motivation
H1: Autonomous motivation: 5 is a moderator of 6
H1: Autonomous motivation: 8
H1: Transactional leadership: 2 and 3 will lead to 4 and 5


	Provide training to teaching staff:
· Increase their competence
	H1: Belong to an intellectual stimulation in transformational leadership
H1: Lead to Quality Work-Life (“QWL”)
H3: Increase their competence

	Increase the junior teaching staff’s performance bonus and increment, pay a meaningful lump-sum instead of a percentage of their salary
· Induce their contribution
	H1: Expectancy Theory: valence
H1: Equity Theory: proportion to their input

	
Ministries of Education of Romania’s suggestions:
1. Clarify teaching staff’s career path
2. Improve the reward system
3. Teaching staff’s interaction with one another i.e. peer visit
4. Professional development programmes
	H1: Quality Work Life: 1, 2, 3, 4
H3: Increase teachers’ competence: 3 and 4


	Redefine vision and mission
1. What kind of higher education institution does the SFI want to be?
2. What kinds of students the SFI wants to admit
	H2: Strategy planning-Strategy Map: 1 and 2
H2: Abell’s Business Definition Model-customer groups
H1: Transformational leadership: clear and justified vision

	Restructure AD curriculum
· Reduce overlapping discipline-specific courses
· More focus on real market needs
	H2: Abell’s Business Definition Model-customer groups and needs

	4-year bachelor’s degree and 2+2 programmes run parallelly
· Increase the coverage of students
· Increase the chance of being recommended by secondary teachers
· Create synergy in teaching, administration and facilities
	H2: Abell’s Business Definition Model-customer groups and needs
H2: Porter’s 5 Competitive forces Model – increase substitutes to competitors

	Online programmes
· Increase the coverage of students
	H2: Abell’s Business Definition Model-customer groups, needs and technology
H2: Porter’s Competitive Forces Model – increase substitutes to competitors

	Use a balanced scorecard to collect a wide range of information to form strategies
	H2: Balanced scorecard

	Reallocation or retraining of teaching staff
· If a teacher’s subject knowledge is inadequate
· If a teacher has a better competency in performing other duties within the SFI
	H3: Improve their competence or use their talent in other positions. 




[bookmark: _Toc15275058]7. Key Lessons Learned 
Most of the institutions in the higher education industry are non-profit seeking, it is difficult to quantify teaching staff’s performance.  Given that teaching staff are highly educated professionals (good H3 elements) and institutions’ strategies (H2) are similar to one another, motivation (H1 element) is the most important factor to make the teaching staff perform well. Transformation leadership is deemed as an effective means to cause teaching staff to possess intrinsic or autonomous motivation, which in turn is a mediator of students’ performance.  If the SFI’s director is a transformational leader, many problems facing by the SFI will be resolved.
One important lesson in the SFI case is that institutional communication is of high significance.  Even though the director is a transformational one, when the messages pass through the middle management, the messages may be manipulated for the middle management’s own benefit.  One may argue that middle management may also be motivated by the transformational director, such distortion will not occur.  It is true that such a scenario cannot be excluded, but the wrong bet can create a disaster in a higher educational institution, just like what happened in the SFI.  Therefore, good organization-wide communication is also an imperative factor in the 3-H model.  It can be considered as a moderator between the 3-H model and the actual performance of an organization.
Another observation of the SFI’s case is that the opportunity costs count.  For senior teaching staff, especially those are close to the required retirement age, are afraid of losing their jobs and cannot find another in other institutions, they will either put much effort into their jobs or find some ways to avoid the responsibilities such as developing close personal relationships with their supervisors.   For junior staff, some of them think their workload are too heavy to continue, they quit their jobs and find other opportunities externally, because their opportunity costs are not high.

[bookmark: _Toc15275059]8. Limitation
There is no primary data collected due to time constraint.  The information presented in this study is collected by the author and suggestions’ feasibilities are confined by the SFI’s policy.
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Unfilled self-financing FYFD places 2017 2018 2019 2020 2021 2022 2023

Filled publicly-funded FYFD enrollment (F) 15,170          15,180        15,180        15,180        15,180        15,180        15,180       

Filled self-financing FYFD enrollment (G) = (A) - (F) 5,730            6,120          4,020          3,020          2,320          2,120          2,320         

Unfilled self-financing FYFD places (H) = (D) - (G) 3,370            2,980          5,080          6,080          6,780          6,980          6,780         

Assumptions: Candidates meet the FYFD requirement will choose publicly funded university first, then self-financing universities.

Unfilled self-financing sub-degree places 2017 2018 2019 2020 2021 2022 2023

Filled publicly-funded sub-degree enrollment (I) 10,800          10,800        10,800        10,800        10,800        10,800        10,800       

Filled self-financing sub-degree enrollment (J) = (C ) - (I) 2,960            3,100          3,700          2,900          2,400          2,200          2,400         

Unfilled self-financing sub-degree places (K) = (E) - ( I) 18,040          17,900        17,300        18,100        18,600        18,800        18,600       

Assumptions: Candidates meet the sub-degree requirement will choose publicly funded institutions first, then self-financing institutions.

This analysis does not consider the demand from Yi-Jin programmes, Foundation programmes and non-local students
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Demand for Higher Education Places 2017 2018 2019 2020 2021 2022 2023

Total number of HKDSE day school candidates 51,200          50,600        48,100        45,600        43,800        43,300        43,800       

Candidates meet or exceed the FYFD requirements (A) 20,900          21,300        19,200        18,200        17,500        17,300        17,500       

Candidates meet or exceed sub-degree requirements (B) 34,660          35,200        33,700        31,900        30,700        30,300        30,700       

Candidates meet or exceed the sub-degree but do not 

meet FYFD requirements (C) = (B) - (A) 13,760          13,900        14,500        13,700        13,200        13,000        13,200       

Supply for Higher Education Places 2017 2018 2019 2020 2021 2022 2023

Publicly-funded FYFD places 15,170          15,180        15,180        15,180        15,180        15,180        15,180       

Self-financing FYFD places (D) 9,100            9,100          9,100          9,100          9,100          9,100          9,100         

Total supply for FYFD  24,270          24,280        24,280        24,280        24,280        24,280        24,280       

Publicly-funded sub-degree places  10,800          10,800        10,800        10,800        10,800        10,800        10,800       

Self-financing sub-degree places (E ) 21,000          21,000        21,000        21,000        21,000        21,000        21,000       

Total supply for sub-degree places 31,800          31,800        31,800        31,800        31,800        31,800        31,800       

Total 56,070          56,080        56,080        56,080        56,080        56,080        56,080       

FYFD: First-year first-degree

Source: Education Bureau, 2018


