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Disclaimer 

This document is focused on explaining the rationale and the plan to explore the 

possibility of changing the arrangement between Lycée français international de 

Hong Kong (FIS-HK) and Agence pour l’enseignement français à l’étranger (AEFE) 

from Convention to Partnership. 

This document does not delineate the specific arrangement of “Partnership”. 

Therefore, topics such as Le Projet d’Établissement or other pedagogical concerns 

are out of scope of this document. 
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List of Abbreviations 

FIS HK – Lycée français international de Hong Kong / French International School 

Hong Kong 

AEFE – Agence pour l’enseignement français à l’étranger 

TMT – Transition Management Team 

TMC – Transition Management Consultants 

GA – Governance Advisor 

Board/ BoD – Board of Directors 

HoS – Head of School 
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Executive Summary 

The Transition Roadmap is a comprehensive document that analyzes the reasons 

that would lead to a change in the long-established relationship between FIS-HK 

and AEFE; move from convention to partnership. 

The document provides requisite information, preparation material and supporting 

content for the Board of Directors to approve of a recommendation regarding this 

transition on 3rd April 2019. 

This Transition Roadmap has been prepared with inputs from various stakeholders. 

The Board of Directors have guided and led the development of this roadmap. 

Inputs from the School’s administration and management have been critical to this 

analysis. Furthermore advice has been sought from Turenne Consulting, leveraging 

their unique first-hand experience of advising French international schools in 

Europe and beyond. 

This Executive Summary highlights the key points detailed in this document and 

also explains the structure and placement of the content in the document. 

Background and Context 

As the governing body of the School, the Board of Directors of the French 

International School of Hong Kong is responsible for ensuring the school remains 

financially sustainable, implement its defined vision and mission and provides 

quality education in a safe environment for both pupils and staff. 

With new trends in education emerging both in Hong Kong and internationally it is 

the Board’s duty to prepare the school to not only overcome but to strategically 

align itself with the emerging new possibilities. The Board has explored various 

steps and actions and in particular the discussions have been centred on exploring 

the possibility of changing the arrangement between FIS-HK and AEFE. Two options 

have been considered: first, adoption of new convention and, second, transitioning 

to Partnership from the existing Convention. 

Discussions are now culminating with the Directors examining the best 

collaborative relationship models between FIS-HK and the agency while the Board 

is firmly committed to the School’s full homologation by the French Ministry of 

Education. 

The school currently faces challenges on all fronts. While some issues have 

emerged due to the changing external environment others exist due to current 



Transition Roadmap | Convention to Partnership 

 
 

Page 7 

structures and arrangements under which the school operates. Important 

challenges (17 in total) across-the-board have been identified that are operations 

related, having financial implications and growth oriented. 

The needs of the school subsequently identified are in consonance to the challenges 

and for the betterment of the service offered to “All” children of the School in 

general. 

Based on the needs and challenges it is proposed that transitioning from 

Convention to Partnership may benefit the School both in the short-term and the 

long-term. Most importantly it will provide a platform from which the school could 

launch the new paradigm of education excellence as: 

The change to convention is expected to 

give the school leadership the requisite 

control to make the operations and service 

offering more agile while the Board will 

only have strategic oversight and no day-

to-day operational control 

The move is also expected to guarantee 

long-term financial stability of the School 

The new assignment of the board is 

expected to increase transparency in the 

functioning of the School 

As both curricula (French homologué and 

international) are not modified in any way, 

it will lead to no disruption for the students 

and their families 

 

Transition from Convention to Partnership 

This Section provides the practical and implementation-focused aspects of the 

Transition Roadmap.  

The transition itself is a long process, involving a multitude of stakeholder 

consultations, evaluations, research and analysis as well as communication. The 

section “Transition History and Process” delineates the key milestones and also 

highlights the procedure to move from convention to partnership. The multiple 

rounds of negotiations of a new convention agreement between FIS-HK and AEFE; 

preparation and assessment by FIS-HK for this transition; key activities to facilitate 

the transition are highlighted. 

The Board has planned to have an internal vote on a recommendation on 3rd April 

2019 and subsequently a vote on the transition at the AGM, on 23rd May 2019. This 

Transition Roadmap document is expected to provide relevant information for all 

participants in the various voting process to make an informed choice. 
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The Board is and will continue to be the key stakeholder both in the functioning of 

the school and in facilitating the transition process. Other stakeholders such as 

AEFE, the Ministry of Education (sole accreditation provider & French curriculum 

regulator) and the Consulate General have been identified to play an important 

advisory role. Most importantly it is imperative to involve the existing staff and 

parent community in the process. To facilitate the transition the Board may appoint 

a Transition Management Consultant to ensure a professional and frictionless 

transition. The Transition Management Consultant is expected to leverage its 

experience and knowledge of the French school education system to support FIS-

HK and may be selected on such grounds. 

Defined in detail in the section on intended outcomes, the transition would create 

pathways for sustained growth and improved experience for all children in the 

school. The numerous outcomes (9 in total) mentioned in the document capture 

the essence of this effort made by so many. 

The Transition Plan provides a detailed activity level view of how this transition may 

be implemented. The activities in the Transition Plan are divided into 3 Areas: 

1. Communication | 2. Operations and Finance | 3. Human Resources 

A comprehensive list of activities is included as well as the implementation 

timelines, the completion milestones and the responsibility matrix. The plan is 

expected to guide the various stakeholders while ensuring the overall timelines are 

met and the transition happens in a shared responsibility format. 

Key Analysis and Considerations 

To further augment the Transition Roadmap in this section a review of Human 

Resources/ Organization Structure of FIS-HK, analysis of the financial situation in 

the context of the changing arrangement and identification of Critical Success 

Factors & Risk Matrix has been completed. 

The review of the existing organization and reporting structure leads to 

identification of the challenges that exist. These challenges have been considered 

while proposing the new organization structure for FIS-HK. Clear relationships, 

hierarchy and increasing ownership for the leadership were the guiding themes 

behind the new structure proposed. The new structure focuses on inclusivity, 

ensuring multiple stakeholders are involved in a transparent and efficient manner, 

as well.  
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To realize the vision of FIS-HK and offer an education befitting the institution it is 

proposed the school to be headed by a Head of School responsible for 

implementing the strategic plan, and for all streams across the 4 

campuses. While as intended, increasing flexibility and functioning of the 4 

campuses to make them more competitive. 

One of the key concerns of the transition is about the Résidents and expat staff of 

FIS-HK, provided by AEFE. A thorough numerical analysis of the staff status and 

also multi-pronged approach to retain the staff has been prepared. This analysis 

gives further confidence that the impact of this transition on the pedagogy and 

learning of the children will be minimal (almost nil). 

The financial analysis1 presented in the budget section simulates (from an earlier 

period) a comparison between convention and partnership agreement. While there 

are concerns regarding the changing PFC rate levied by AEFE and the decreasing 

staff numbers (provided by AEFE), it is also evident from the analysis that on a 

direct comparison basis a partnership would be financially neutral or slightly 

beneficial for FIS-HK. 

Any major transition is fraught with known and unknown factors that may upset 

the plan. The identification of Critical Success Factors and the Risks is a theoretical 

deep-dive to identify some of these factors for better preparation. The measure of 

success and current preparation for each Critical Success Factor provides a practical 

viewpoint of the current standing. The risk matrix with the risks and mitigations 

prepares the various teams as they move forth.  

Conclusion  

This Transition Roadmap is prepared not only with strategic intent but primarily 

with the vision of providing excellent education to the children. This roadmap 

provides a bold new pathway for the journey FIS-HK and all its families and staff 

may undertake. 

Like any roadmap, this transition road map may evolve and develop as the idea 

progresses and shapes further. 

  

                                           

1 The consultant team was not asked to review figures and has relied on data provided by 
the BoG and Administration of the School. 
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Section 1: Background and 

Context 
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Background and Context 

Background Information 

As the governing body of the school, the Board of Directors of French International 

School of Hong Kong (FIS-HK) is responsible for ensuring the school remains 

financially sustainable, implement its defined vision and mission and 

provides quality education in a safe environment for both pupils and staff. 

The Board is also the key representative body of the parent community (board 

consisting of 12 parent representatives of the total 13 members) to ensure that 

the school functions in the best interest of the children. 

As new trends emerge in the fast-growing international education community 

around the world, and in Hong Kong, new reforms are implemented in the French 

curriculum, and competition is increasing locally2, the Board has taken a proactive 

approach to be prepared for these changing circumstances. 

                                           

2 Canadian International School of Hong Kong is planning to soon offer a bilingual curriculum 
English / French (non homologué). A project of a new bilingual English / French (homologué) 
primary school is ongoing. 
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For many years the school has benefited from a steady rise in admission figures, 

however, with slowing enrolment growth 3  and the changing profile of French 

families living in Hong Kong, Parents are presented with variety of educational 

models to choose from 

and which therefore puts 

the “French model” in 

competition with more 

“international” 

approaches. Already a 

sizeable proportion of 

French children are 

educated in other 

international institutions 

in Hong Kong.4 

Over the last 18 months 

the Board has conducted 

extensive discussions 

amongst its members, 

undertaken formal and 

informal discussions with 

the larger parent community, mandated IPSOS to conduct a formal research study, 

and held extensive negotiations with AEFE on a new Convention, as the current 

one was to be reviewed. 

The primary intent of all these discussions were to be best prepared for the short 

and long term sustainability and success of the school keeping the best interest of 

the children at the centre. 

In particular the discussions have been centred on exploring the possibility of 

changing the arrangement between FIS-HK and AEFE. Two options have been 

considered so far: 

 The adoption of a new Convention which, the BoD wished, would take into 

account the need for greater autonomy in a more complex local context 

 The transition from the existing Convention to Partnership. 

                                           

3 FIS-HK recorded minus 78 students (year 2017-18) and minus 47 students (year 2018-
19) in the French Stream. 
4 According to Consulat Général de France à Hong Kong, at that time, only 35% of students 
living in Hong Kong with a French passport are enrolled at FIS-HK. 

The key difference between the Convention and 

Partnership model is in the governance of the school 

while the arrangement having no direct impact on the 

pedagogy and on the homologation granted by the 

French Ministry of Education. 

Convention allows AEFE to appoint and sponsor staff at 

key positions and also providing few other staff 

members while charging a proportion of the revenues of 

the school (7.5% in 2019). 

The Partnership model allows the Board to appoint and 

employ key staff based on the strategic direction 

planned for the school. 

The Ministry of Education of France will continue to 

guide the curriculum and pedagogy for the French 

stream in all arrangements. 



Transition Roadmap | Convention to Partnership 

 
 

Page 13 

Discussions are now culminating with the Directors examining the best 

collaborative relationship models between FIS and the agency while the Board is 

firmly committed to the school’s full homologation by the French Ministry of 

Education (accreditation) and limiting its evaluation to two possible 

collaborative modes. 

Key Elements/ Features of Strategic Priorities of FIS-HK 

 FIS-HK offers bilingual education and a choice of two streams of education to 

all nationalities: the French stream and the International stream. This is in 

continuation to the agreement and commitment made to the government of 

Hong Kong at the time 

when the school was 

established 

 The French stream 

provides an education 

from Kindergarten to 

Baccalauréat. It is 

accredited by the French 

Ministry of Education, 

under the pedagogical 

oversight of AEFE. FIS-

HK offers, additionally to 

the classic French 

stream, a bilingual 

French-English section leading to the French Baccalaureate with American 

International Option (Option Internationale du Baccalauréat). 

 The International stream is selective, with English as the medium of instruction. 

It follows a localized and adapted form of The National Curriculum for England, 

supported by the framework of The International Primary Curriculum. This leads 

to the Cambridge University International General Certificate of Secondary 

Education (IGCSE) and to the International Baccalaureate Diploma Program 

(IBDP). The International stream is offered from Reception to year 13. 

  

Key Elements of Vision of FIS-HK 

 Academic Excellence: Nurture intellectual 

curiosity, critical thinking, and creativity 

 Wellbeing: Create a healthy and safe 

environment for the whole community 

 Culture and Language: Promote active 

multilingual education 

 United in Diversity: Nurturing environment, 

emphasising mutual respect based on values of 

tolerance and active global citizenship 

 Innovative Education: Open-minded and 

adaptive to offer an education relevant to 21st 

century 
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Impending Challenges of FIS-HK 

Global education institutions are rapidly changing and evolving with the changing 

social and economic landscape of the world. Like every other sphere increased 

competition, rapidly changing demands and needs of stakeholders, and the ability 

to be agile, modularized and forward-looking are key factors affecting schools alike. 

FIS-HK was designed to with a long-term strategic intent of educating and 

developing students, who would excel in this globalized world (the international 

section, bilingual curriculum, homologation, top-quality infrastructure, etc.) the 

school faces renewed set of challenges after over 50 years of solid existence and 

growth. 

To understand the challenges better the Board mandated IPSOS, a France 

headquartered global research firm, to conduct a research study and identify some 

of the key challenges the school is facing. The IPSOS study covered more than 600 

participants (including analysis of competition schools). Since then, the Board of 

Directors has organized various consultations and formal and informal meetings to 

identify all the issues and challenges facing the School as well as the concerns of 

families with regard to the future of LFI-HK. 

1- Questionnaire to Parents: 1st to 9th March 

2- Meetings with parents’ representatives: 8th, 13th and 14th March 

3- 5 meetings with class and parents’ representatives: 26th-29th March 

Others might emerge during the webinars the Board of Directors will organize prior 

to the 23rd May vote. 
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The current challenges could be classified into Operations related, having financial 

implication and Growth oriented.  

 
Operating 
Challenges 

1. Improve the governance of the school through a clearer strategic 

supervision by the board and defining strategic responsibilities for 

the leadership and holding it accountable for the day-to-day 

operation at the School 

2. Better implementation of the strategic plan of the school enabled by 

the head of school 

3. Retaining of high performing AEFE staff by FIS-HK is not possible due 

to the transfer and tenure norms of AEFE 

4. Best cater to the French community to ensure all/most of the 

students from the French community are part of the school 

5. Adapt to cater to the direct competition proposing French curriculum 

and/or French language offers  

6. Place a leader who is structurally enabled to lead all the different 

campuses and streams of the school 

7. Reduction in staff from AEFE leads to FIS-HK undertaking fresh 

recruitment and manage the induction of the new resource into the 

system 

8. Manage the teaching resources considering the planned increase in 

training time (hence reduction in teaching time) by expat teachers 

placed by AEFE 

9. Managing two fairly different staff contract types (local contract and 

AEFE) having different selection, appraisal, evaluation, and pay 

10. No direct arrangement with the expats restricts the school to provide 

them appropriate title and remuneration w.r.t duties they perform 

 
Financial 

Challenges 

11. Limited clarity and plan on the rate of PFC charged by AEFE 

disallowing advanced financial planning. 

12. The on-going revenue growth of the school leads to increase in 

absolute PFC outflow even if rates are constant (e.g. in 2016 and 

2017 the PFC increased from $ 11.5 Mn to $ 12.9 Mn in spite of the 

rate remaining constant at 6%) 

13. While the PFC increased (in absolute terms) from 2016 to 2017 the 

total staff from AEFE decreased from 50 to 48 (implicit increase in 

cost of the staff) 

 

 
Growth 

Challenges  

14. Improve the familiarity and attractiveness of FIS-HK amongst 

prospective parents 

15. Leverage the hard and soft infrastructure of FIS-HK to provide a truly 

multi-lingual education experience demanded by 21st century 

parents 

16. Diversifying the service offered by FIS-HK to best cater to the 

changing needs of the students and parents 

17. Continue to be financially stable and make investments to improve 

the facilities and equipment – identified as a key need by the parents 

– while rationally and minimally increasing the school fees 
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FIS-HK’s Ambition 

While preparing for the Challenges identified, FIS-HK, also in the context of serving 

its stakeholders better, intends to: 

 

Convention to Partnership: Need 

In the context of the challenges identified and to best cater to the ambition of FIS-

HK, the board has held numerous discussions (including those with AEFE) and 

believes that a change from Convention to Partnership may be a step in the right 

direction and a key element to develop a new Strategic Plan. 

Based on a comprehensive review and analysis the needs have been identified to 

change the arrangement from Convention to Partnership 

Area Need 

O
p

e
ra

ti
o

n
s 

&
 F

in
a
n

ce
 

International Stream Management, and collaboration with French Stream, 

should ideally be strengthened with adequate oversight, as per the French Stream. 

“The Proviseur appointed by AEFE holds responsibility of only the French stream 

leading to Head of International stream directly under the purview of the board 

while also ensuring no singular head of the school” 

Inadequate pedagogical alignment with board’s strategic requirements: the 

organization of the bilingual provision has become an issue between the Service 

Pédagogique de l’AEFE and the Board of Directors and the parent community alike. 

“English & Mandarin language policies do not align to the strategic priorities of the 

board, which in turn are linked to the requirements of the parent community” 
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Area Need 

Financial uncertainty regarding the level of financial contribution to the agency, 

which is impacting operating costs and as a result, school fees. AEFE increased the 

PFC to 9% unilaterally almost overnight, which might create more uncertainty in 

the future. 

“The change in contribution from 9% and 7.5% in 2018 and 2019 respectively to 

2% to the agency could have potentially led to cost reduction of HK$ 2.7 Million 

for the school 

Integrate the international stream with the French team to enrich the learning and 

life experience of the students at the school 

“Various research and studies suggest that schools that embrace multi-lingual 

approach report higher levels of academic achievement, improved socio-emotional 

abilities and better community engagement” 

H
u

m
a
n

 R
e
so

u
rc

e
s
 

“Existing tricephalic Governance model leading to confusion, lack of direction and 

accountability with excessive turnover of admin staff” 

“With the Proviseur, Head of International Stream and the Executive Director at 

the top level there is no clear leadership and also multiple reporting lines to the 

Board of Directors by various heads” 

Headmaster’s position should ideally take into account specifics and nature of 

the local environment, the very specific identity of the School and the need to 

attract a broader variety of families to ensure FIS-HK long-term sustainability and 

development in the face of increased competition threats. 

“The board has felt that the School inability to formalize a strategic plan was 

detrimental to the development of an identity that would include both streams” 

Steady pedagogical managing staff turnover leads to inconsistency 

“The school has been unable to develop and implement school Projet 

d’Établissement due to the constant turn-over (also a result of the contract terms) 

of management staff” 

The head of the school to be prepared to lead the unique offering of FIS-HK offering 

French and International streams. 

“The school heads positioned by AEFE have a strong experience in the French 

education system and may not be prepared enough to lead an international stream 

as well” 

  (all quotes are taken from meetings with FIS-HK Board Members) 

  



Transition Roadmap | Convention to Partnership 

 
 

Page 18 

Proposition 

FIS-HK is at the cusp of a unique position here. While on the one hand it faces 

challenges and growing competition, on the other hand there also lies a huge 

opportunity to be the school of choice for French nationals and for those who seek 

a high quality international education. The school is at a cross-roads and needs to 

become even more attractive, particularly for French-speaking families an 

increasing number of which have adopted a different education strategy for their 

children. 

To cater to these needs and challenges and to achieve the goals identified for FIS-

HK the move from Convention to Partnership is considered as a potential key factor 

of success. Based on this belief the Board commissioned the articulation of this 

roadmap to understand the transition better. The decision to evaluate this 

proposition through a roadmap was supported by an overwhelming majority 

amongst the Board of Directors. 

Also, the proposition prepares the school to cater to the needs identified in the 

IPSOS research study conducted earlier. 

THE CHANGE TO CONVENTION IS EXPECTED TO GIVE THE REQUISITE CONTROL TO THE 

SCHOOL LEADERSHIP AND BOARD THAT WILL MAKE THE OPERATIONS AND SERVICE 

OFFERING MORE AGILE LEADING TO OVERALL IMPROVEMENT IN THE OFFER TO 

PARENTS AND STUDENTS. 

THE MOVE IS ALSO EXPECTED TO GUARANTEE LONG-TERM FINANCIAL STABILITY OF 

THE SCHOOL (AS ALSO EXPLAINED IN THE SUBSEQUENT SECTIONS) 

THE ROLE OF THE BOARD IS EXPECTED TO INCREASE TRANSPARENCY AND DELEGATE 

THE DAY-TO-DAY CONTROL OF THE SCHOOL TO THE LEADERSHIP TEAM AT THE HEAD 

OF WHICH WILL BE THE HEAD OF SCHOOL. THE HOS WILL BE HIRED AND EVALUATED 

BY A SUB-COMMITTEE OF THE BOD AND HELD ACCOUNTABLE FOR HIS DECISIONS. 

THE CONTINUED AND UNDISTURBED PEDAGOGICAL AND CURRICULAR ARRANGEMENTS 

WILL LEAD TO VERY LITTLE CHANGE FOR THE STUDENTS WHILE ENABLING A PLATFORM 

THROUGH WHICH IMPROVED SERVICE OFFERING COULD BE OFFERED TO 

INTERNATIONAL AND FRENCH PARENTS IN HONG KONG 

In the subsequent sections the implementation and planning of the transition is 

delineated. 
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Section 2: Transition from 

Convention to Partnership 
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Transition from Convention to 

Partnership 

Transition History and Process 

The transition proposed from Convention to Partnership is a long drawn process 

involving many months of study and research. The work done by the Board of 

Directors over the last 18 months has resulted in the proposition to change this 28-

year-old relationship with AEFE from Convention to Partnership. 

 

Convention agreement with AEFE in 1991; in its growth phase AEFE's support through 
convention model was most suitable for FIS-HK

In 2018 the Board of Directors appoints IPSOS to undertake a primary research based 
International school study. AEFE and Board of Directors discuss and negotiate a new 

convention arrangement however the proposal is rejected by AEFE 

The proposed Convention rejected by AEFE in 2018, the Board of Directors of FIS-HK 
consider a change of relationship with AEFE amidst changing environment and lack of 

development and implementation of strategic plan

The Board of Directors intiate consultations amongst themselves, with the parents and 
also with AEFE. 

In January 2019, the board agrees to consider the change from Convention to Partnership 
in the board meeting; prior to this the Board Members hold discussions with key 

stakeholders including parents, teachers (residents and expatriates) to understand the 
impact of the new arrangement being proposed

The Board of Directors agrees to continue discussions with AEFE on the new convention
arrangement

Internal team of Board of Directors prepares a comprehensive transition plan document. 
The school also seeks inputs from the parent community in accordance with the 

suggestions from the Agency and French Consulate

The Board of Directors expected to make a recommendation by way of consensus and 
voting in the board meeting to be held on 3 April 2019. Subsequently the decision to be 

voted on in the Annual General Meeting on 23 May 2019
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Key Actors in Transition Process 

A major decision like this requires involvement of all stakeholders: parents and 

staff being a priority. The Board of Directors has taken all efforts to involve all 

stakeholders to make the decision-making more democratic and comprehensive. 

The following stakeholders have been involved so far. Most of these stakeholders 

will continue to play a critical role if the transition plan is adopted and FIS-HK 

initiates transition from Convention to Partnership. 

K
e
y
 A

u
th

o
ri

ti
e
s 

Board of Directors of FIS-HK 

Facilitators and the primary decision making authority 

l’Agence pour 
l’Enseignement 

Français à l’Étranger 

Agency with which the 
terms being discussed 

and negotiated 

Cultural Councillor 

Official representative of 
the French government 

French Consulate in 
Hong Kong 

Ministère de 
l’Éducation nationale 

Sole accreditation 
provider & French 

curriculum regulator 

K
e
y
 S

ta
k
e
h

o
ld

e
rs

 FIS-HK Staff 

(Pedagogical and non-
pedagogical) 

While the impact on the pedagogy with 
this change is expected to be minimal, 

the Résidents and Expatriate staff’ 
staying after the transition will be 

employees of the school and not AEFE 

FIS-HK Parent Community 

(French and International 
Stream) 

The demands and needs of the parent 
community is the key input driving 
the decision and selection of the 

arrangement. With the children at the 
centre, their guardians voice is the 

most important and critical 

Other Stakeholders: French Chambers of Commerce and Industry 
The local Chamber have been agents to provide support and guidance to FIS-HK; the 

inputs continue to be useful and critical to this proposed transition plan 

P
ro

je
ct

 M
a
n

a
g

e
r 

Transition Management Consultants5  

Provide requisite technical advice based on pre-existing knowledge and a 
proven track record of guiding similar transitions. 

 To support the overall process and to expedite wherever possible 
 To advise the Board and new appointees 
 To ensure the education offering of the school is not impacted 

 
Governance Advisor 

Provide requisite technical support on governance issues to the Board 
 
Note: Turenne Consulting is currently supporting the board on the Transition and 
Governance issues. Turenne is a specialist education sector focused consulting firm. Brief 
profile of Turenne Consulting is mentioned in Appendix 3 

                                           

5 The detailed scope of work of Transition Management Consultants and Governance Advisor 
for this transition is mentioned at the end of Section 2 
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 Intended Outcomes of Transition 

Increase the attractiveness 

of both the French stream 

and the international 

stream to existing and 

prospective parents 

Create a strong mutually 

beneficial/ synergetic 

relationship between 

French and International 

stream to improve student 

experience 

Develop a stronger identity 

and ethos for the school 

that ensure long term 

sustainability and agility in 

functioning and operations 

Identify a pathway to 

develop strong leadership 

of the school that charts 

forward the whole school 

on a growth path 

envisioned for a school of 

this type 

Improve the Governance, 

decision-making and the 

drive towards strategic 

priorities of the school and 

better implementation of 

the future strategic plan 

Formulate a path for 

improving the functioning 

of the 4 campuses to 

independently make them 

more competitive and 

meritocratic 

Allow meaningful 

discussions, dialogues, and 

consultations through the 

process of this transition 

Become the leading 

example an integrated 

French and International 

school in Hong Kong and 

globally 

Trigger a new paradigm of 

innovation and growth for 

the school 

 



Transition Roadmap | Convention to Partnership 

 
 

Page 23 

Transition Plan 

The transition is being proposed in a mission mode to ensure the transition process is complete within a limited timeframe and budget. The 

implementation plan of the transition including the activities, timelines and responsibility matrix is described below. The responsibility and 

ownership of the activities will lie with the Board of Directors, Transition Management Consultants & Governance Advisors (to be hired by 

the board) and the Transition Management Team (consisting of consultants, a few Directors and others). 

Area 1: Communication 

Activity 
Timeline 

Milestone/ Outcome Responsibility 
2019 2020 

Q1 A M J J A S Q4 Q1 Q2 Q3  Owner Reviewer 
Discuss proposed move with the school leadership          Discussion meeting Board  
Undertake discussions/ interactions through focus 
groups meetings and take inputs from parents 

           Parent Consultation Board  

Communicate the decision taken during the board 
meeting on 3 April 2019 to the parents 

          Board Meeting   

Communicate decision to school leadership           Board  
Communicate decision to staff members (including 
résidents, expats, and locals) 

          Board  

Communicate the decision to school staff and parent 
community 

          Board  

Communicate the decision to AEFE           Board  
Communicate other important activities to the parents 
(e.g. appointment of new Head of School) 

     Communication document prepared by the 
TMC following the communication strategy  TMC TMT 

Communicate the decision to other stakeholders and the 
larger community/ ecosystem including media/ press 
briefings 

        
Press/ Media release 
 TMT Board 

Prepare a guiding communication strategy6            Communication Strategy Turenne Board 
Develop a detailed communication plan to engage the 
parent community 

         Actionable communication plan TMC TMT 

Identify and engage a larger team of parents to 
implement the communication plan 

         Formation of communication team TMT Board 

 planned initiation date of the activity  activity has been undertaken 

                                           

6 The skeleton structure and the elements of the communication strategy are mentioned at the end of this section 
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Area 2: Operations and Finances 

Activity 
Timeline 

Milestone/ Outcome 
Responsibility 

2019 2020 
Q1 A M J J A S Q4 Q1 Q2 Q3 Owner Reviewer 

Decide on the next steps and an action plan regarding the decision 
during the board meeting on 3 April 2019 

            Board  

Conduct a vote during the Annual General Meeting on 23 May 2019 
to decide the course of action  

            Board  

Define the Scope of Work and articulate the RfP for Transition 
Management Consultants (Education Consultants) and Governance 
Advisors 

           
 

Board  

Invite bids and evaluate proposals for Transition Management 
Consultancy and Governance Advisory            Submission and 

Evaluation of Bids Board  

Select, appoint and contract the Transition Management Consultants 
(TMC)            Board  

Select, appoint and contract the Governance Advisors (GA)            Board  
Form a Joint Steering Committee (JSC) comprising of consultants 
and Board Members to oversee the Transition Process            Formation of 

committees TMC Board 

Form Task Oriented Teams of the board and consultants for focused 
oversight (Transition Management Team, Governance Team)            TMC Board 

Finalize the Work plan, timelines, milestones and planned 
deliverables with the consultants            Detailed Work plan from 

TMC and GA TMC/ GA JSC 

Joint Steering Committee Meetings to review the progress of work 
of TMC and GA            Planned Meeting JSC  

Preliminary As-Is status report from TMC (with a section from GA on 
governance)7            Document/ Report TMC/ GA JSC 

Review the education offering and reorganization based on the 
demand and need identified           Detailed documents with 

review and plan TMC Board 

Review of the baccalaureate offering and suggest changes            Review Report TMC Board 
Conduct discussions and consultations with AEFE to formalize the 
transition            New agreement TMT Board 

Finalize and Formalize Partner mode agreement with AEFE            TMT Board 
Continue operations under the existing arrangement (convention) 
and under the existing leadership 

            Existing 
Management Board 

Commence operations under the new arrangement (Partnership) 
and under new school leadership            Start in September 2019 Head of School Board 

 planned initiation date of the activity  activity has been undertaken 
  

                                           

7 The detailed Scope of Work and planned activities and deliverables with broad timelines for Transition Management Consultants and Governance Advisors is mentioned at 
the end of this section 
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Area 3: Human Resources 

Activity 
Timeline 

Milestone/ Outcome Responsibility 
2019 2020 

Q1 A M J J A S Q4 Q1 Q2 Q3  Owner Reviewer 
Preliminary discussions with Résidents and Expatriates to understand their 
viewpoint 

            Board  

Logistical, legal, secondment support to résidents, as required       HR TMC 
Develop a comprehensive Job Description with roles and responsibilities for 
the new Head of School 

            Turenne Board 

Appoint external Head Hunters to formally commence Head of School 
recruitment process 

           Board  

Submission of long-list of potential candidates by the agency          Agency TMC 
Shortlisting of candidates by Board of Directors with the support of 
consultants 

          Agency TMT 

Interview of shortlisted candidates          TMT Board 
Selection and appointment of the new Head of School            Board  
Review the existing Organization structure of the school          TMC TMT 
Based on the new arrangement (Partnership) prepare a revised organization 
structure with roles & responsibilities defined 

          TMC TMT 

Review the recruitment requirements as per the Organization structure 
defined 

          TMC TMT 

Review the administration structures w.r.t to the new arrangement with 
AEFE and identify potential gaps and needs 

          TMC TMT 

Develop plan to re-strengthen the administration team            Organization Design 
Documents TMC TMT 

Recruit key resources in the management and administration team based on 
the requirement identified 

            TMT Board 

Conduct discussions and negotiations with existing Résidents and Expats       HR TMT 
Contract existing Résidents and Expats directly with FIS-HK as per agreed 
terms 

            HR TMT 

Identify the vacant positions and advertise for the same             HR TMC 
Complete recruitment for vacant positions from French qualified Teacher 
Pool and French qualified managing positions 

            HR DG 

Complete recruitment for vacant positions from other resource pool             HR DG 
Conduct on-boarding for all staff members            HR DG 
All requests for détachement must be sent to DGRH of MEN and requests for 
disponibilité sent to academies 

            HR/ Staff TMC 

 planned initiation date of the activity  activity has been undertaken 
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Communication Strategy 
Efficient communication is identified as one of the Critical Success Factors for a successful 
transition. Therefore a communication strategy needs to be approved and then 
implemented by the Board of Directors. 

Informing, Reassuring and Restoring Trust and Confidence in the Future 

The Board of Directors should structure its discourse with simple and clear messages. 
Facts should always support them to maintain a rational argument throughout. The needs 
and welfare of the pupils are the centre of this proposed change. Providing transparency 
and visibility are CSF in this communication strategy. 

The concept of partnership, in the broader sense of the word, is key.  

A new Strategic Plan for FIS-HK 

This change is not a motion of non-confidence in AEFE as whatever the outcome the School 
will remain a member of this worldwide network. As such it will be included in all the 
seminars and training programmes made available by the Agency. The transition to the 
partnership is the first step of a new Strategic Plan of which the aim is to: 

 maintain the School’s reputation and attractiveness 

 meet the demands of 21st century education 

 strengthen the School’s identity 

 improve further the quality of the education proposition in a very competitive and less 
euro-centric world 

The new Partnership with AEFE is a sign that the School has “come of age”, that it is 
confident enough to open a new chapter in its 50-year history. It is the sign the Directors 
trust that staff and families can face new challenges head on together. 

The Strategic review will provide a framework for: 

 A new governance and new responsibilities for the Board of Directors 

 Clearer reporting lines 

 A simpler, efficient and agile management to better serve the needs of pupils and 
their families 

 More autonomy to foster creativity and innovation throughout the school 

 New international academic partnerships 

Homologation and the attachment to France at the heart of the School’s identity 

 FIS-HK will remain a member of the world network of French Schools and a major 
partner of AEFE in South East Asia. FIS-HK will remain an institution promoting the 
French language and French culture, a representative of Francophonie in the region. 

 FIS-HK wants to be a major partner of AEFE and give back to the network through 
reinvigorated creativity and innovation, and dissemination of best practice. 

 FIS-HK will continue to value the input of the French Consulate just as it has forged a 
confident partnership with Hong Kong authorities. 

An open and transparent dialogue with all stakeholders 

Regular newsletters from the Board of Directors 

General information on progress made in the formalisation of the Strategic Plan and 
transition should be provided at each important step: 
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 a monthly newsletter throughout 2019 (except in the summer) 
o the first one should be sent out once a decision is made 
o a second after the AGM 

 a FAQ8 on the Parent’s portal based on 
o the IPSOS survey 
o the recent parents survey 
o the webinars 
o Townhalls and meetings with parent representatives 
o AGM 

 a new annual “parents survey” to create a forum where families can express their 
concerns and expectations 

It is important that all documents should be the result of as broad a consensus as possible 
to avoid controversies and conflicting messages, which would create more instability, 
suspicion and anxieties in the community. 

Town halls (or new webinars if it ensures more participation) at specific 
moments 

It is very important for families to feel they are being listened to. They should be given 
the opportunity to have a direct and transparent dialogue with the Board of Directors: 

 one Town hall in each campus after the decision is made 

 regular meetings with parents’ elected representatives (once a term) to be better 
informed of their on-going concerns and the progress made on the transition plan 

 the Head of School designate could be invited to join these meetings at the end of Q4 
2019 

A personalised communication to staff 

 a meeting with all staff representatives after the decision is made 

 HR department to meet Résidents teachers and expats individually throughout Q4 
2019 

 Draw new perspectives on potential career paths for all staff so as to engage a broader 
dialogue 

An answer to the concerns of parents about the new Baccalauréat 

 A conference by a leading expert to explain the philosophy of the new Bac 

 Workshop and Q&A sessions with a renowned practitioner about the implementation 
of the reform 

o General organisation of the various options 
o Transition into higher education 

 Pro-active information of non-French higher education institutions about this new 
diploma. 

                                           

8 Such a document has already been formalised but should be reviewed by the BoG and the 
Administration of the School on a regular basis 
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Scope of Work9 

Transition Management Consultant (TMC) 

Overview 

The Transition Management Consultants are expert & experienced consultants responsible 
for managing the change of arrangement from Convention to Partnership between FIS HK 
and AEFE. 

The TMC is expected to work closely with the Board of Directors and be a part of the Joint 
Steering Committee and the Transition Management Team that are key bodies with board 
representation to affect this transition. 

Planned Goals and Objectives for TMC 

Core Goals and Objectives 

i. Identified support with pre-defined deliverables 
1. Support the school in selection and recruiting the new Head of School 
2. Prepare and execute with the TMT the communication strategy and plan 
3. Reform of the baccalaureate based on the demand and need identified 
4. Review the Organization and administration structure, propose revisions and 

recommend the final structure. Provide support in recruitment of new staff (as 
required) 

ii. Ongoing/ Continuous Support 
5. Monitor milestones and timeline and update when necessary 
6. Provide on-going change management support to the Board, JSC and TMT  
7. Provide ongoing analytical support and information to the Governance Advisor 

Objective-wise activities, timelines and planned efforts 

Objective 1: Selection and recruitment of school head 

Overall time Period: 27/05/2019 to 25/10/2019     

Key Activities 

 Finalize Head of School job description (deliverable) 
 Create a long-list of candidate and submit a shortlist of 3 to 5 high potential 

candidates (deliverable) 
 Conduct the complete application process  
 Assist in negotiation and recruitment of the selected candidate 

Objective 2: Communication Strategy and Plan (over 2 phases) 

Phase 1: Overall time Period: 1/06/2019 to 30/09/2019    

Phase 2: Overall time Period: 1/10/2019 to 30/09/2020    

Key Activities 

 Review and Finalize the communication strategy (deliverable) 
 Prepare a detailed communication plan – stakeholder wise with timelines 

(deliverable) 
 Develop the communication material and disseminate the communication with the 

support of TMT (monthly 1 deliverable) 
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Objective 3: Baccalaureate Reform 

Overall time Period: ongoing process to be continued 

Key Activities 

 Conduct consultation sessions with the head of the school (existing and Head of 
School) to support the implementation of the reform; if need be, consultants may 
act as facilitators 

 Undertake discussion session with teachers to communicate the reform 
 Communicate through in person Town-hall meeting the reform to the parents 

(before beginning of session in 2019 and 2020) 

Objective 4: Organization Structure Review 

Overall time Period: 1/06/2019 to 30/09/2019     

Key Activities 

 Assess the school’s current organization structure and propose the new 
organization structure with identification of gaps (Deliverable) 

 Define key positions and roles to fulfill the gaps identified (Deliverable) 
 Support the Management and Board to recruit as per the requirement identified 

in the new organization structure10 

Objective 5: Monitor milestones and timelines 

Overall time Period: 1/06/2019 to 30/09/2019     

Key Activities 

 Check that the different milestones are met  
 Update the timeline when necessary  

Objective 6: Provide on-going support to FIS HK 

Overall time Period:  

Key Activities 

 Provide continuous support to FIS HK pertaining to the transition on need based 
issues with no specific deliverables 

 Expected support of 2 days per month however actual days may vary 

Objective 7: Provide on-going support to Governance Advisor 

Overall time Period:  

Key Activities 

 Provide continuous support to Governance Advisor to support the review of the 
Governance Process at FIS HK 

 Expected support of 1 day per month however actual days may vary 

 

 

 

 

                                           

9 Note: This Scope of Work has been developed post several discussions with consultants but may 
undergo further revision. The consultant will be selected through a competitive tender process. 
10 The efforts of these activities have not been included. These may be measured on actuals and billed 
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Governance Advisor (GA) 

Overview 

The Governance Advisors would lend their expertise to review and make changes to the 
governance structure of FIS HK as the school transition from Convention to Partnership. 

The Governance Advisor is expected to work closely with the Board of Directors and be a 
part of the Joint Steering Committee and the Transition Management Team that are key 
bodies with board representation to affect this transition. 

Planned Goals and Objectives for GA 

Core Goals and Objectives 

1. Review and revise the governance structure of FIS HK 

Objective 1: Review and Revise Governance Structure 

Overall time Period: 1/06/2019 to 30/09/2020     

Key Activities 

 Develop a board roadmap to change the governance structure of FIS HK 
(Deliverable) 

 Review and identify gaps and challenging in the existing governance structure 
(w.r.t to functioning of the Board of Directors, Board and school leadership/ 
management, School leadership and head of various campuses and streams) 

 Propose a revision plan delineating the new structures, systems and processes for 
improving the governance mechanism of FIS (Deliverable) 

 Provide ongoing support to the school to implement the new governance structure 
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Section 3: Key Analysis & 

Considerations 

  



Transition Roadmap | Convention to Partnership 

 
 

Page 32 

Key Analysis & Considerations 

Human Resources 

The identification and selection of the appropriate team as FIS-HK moves into the 

new arrangement will be a critical step to ensure success. Discussions and planning 

meetings have been held to plan this critical frontier. 

Organization Structure Overview and Review 
The interactions of people and their relationships (formal/informal, 

defined/undefined) have the most critical bearing on the functioning of any 

organization. Likewise, any major change in the functioning of the organization also 

requires change in the organizations people function. 

Based on a detailed review of the existing organization structure, some of the 

critical gaps and challenges have been identified. Subsequently a new organization 

structure is proposed in alignment with the proposed arrangement with AEFE. This 

new structure is expected 

to reinvigorate the 

functioning of FIS-HK and 

also enable the changes 

and outcomes 

anticipated. 

Existing Organization Structure 

 

The change in arrangement from Convention to 

Partnership will not impact the curriculum and 

pedagogical structure of the school. Hence no 

revisions in the Organization structure at the 

pedagogical level are proposed at this stage. 

Directors 
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Identified Gaps / Challenges in the Existing Organization Structure11 

The following table identifies the challenges in the existing organization structure 

of the school at the Governance / Strategic level and Management / Leadership 

level 

Level Gaps / Challenge 

Governance / 

Strategic Level 

 Multiple reporting lines (to the board and to AEFE) of 

the Head of the School 

 No clear reporting of the Management team to the 

Board of Directors of the school leading to inefficient 

and limited oversight (disallowing the Board to conduct 

its duties in the best manner) 

 No integrated Strategic Plan Developed for the school 

due to lack of ownership of the process and 

responsibility 

Management / 

Leadership Level 

 Double headed Management/ Leadership team 

(Executive Director and Head of School) 

 Lack of ownership of all the functions and streams at 

the school by a single team creating challenges for FIS 

HK to stay true to its founding vision 

 Unclear/ no internally defined reporting relations and 

structures between head of schools and various other 

Head/ deputy heads 

 

  

                                           

11 Some of the challenges identified in the organization structure overlap with the operating, financial 
and growth challenges identified in the earlier section 
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Proposed Transition Management Structure 

 

Proposed New Organization Structure 

As mentioned earlier the transition from Convention to Partnership requires 

changes to be made to the Organization Structure. Most importantly it is critical to 

weed out the inefficiencies of the existing structure to make the organization more 

effective, agile and cost efficient. 

The following structure: are the key considerations made to propose the new 

organization structure: 

 

Board of Directors 

Representatives of the Parents 

Joint Steering Committee 

Sub-committee of the board overseeing 
the transition process 

Transition Management 
Consultant 

Responsible for all change-
management, org-review, 
key hiring to facilitate the 

transition 

Governance Advisor 

Responsible for review and 
revision of school’s 

governance 

Transition M
anagem

ent Team
 

The TMC will feed information and support the 
advisor also ensuring process of information 

collection and review is not duplicated 

Transition Management Team 
The joint team consisting of board members, consultants, and others, including the HR 

department; together holding the responsibility of a smooth transition 

Others who may be invited to join TMT 
New School Head | Former School Head | Teachers | External Experts 

In addition Parents may be involved as per requirement 
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 Identify the leader of the school to provide a wholesome / holistic leadership 

to the school 

 Have clear reporting structures and hierarchies 

 Divide the responsibilities to attain synergy in the functioning of all 4 

campuses of the school and both the French and International stream 

 New by-laws and Articles of Association 

 

Head of School 
The Head of School is responsible for running and operating the school on a day-

to-day basis. As the leader of the school, the Head of School will guide the teams 

and implement the strategic plan for the improvement and growth of the school, 

as well as inform and advise the Board of Directors on potentialities open to them. 

The Board realizes the criticality and importance of the right recruitment and is 

hence prepared for multiple possibilities for the Head of School recruitment and 

transition. 

Board of Directors 

(Parent Representatives) 

Head of School 

Chief Operating 
Officer 

Office of Head of 
School 

Strategy | Communication 
| Board Mgmt. | 

Admissions |External 
Relations | Company Sec. 

Head of Education Streams 
BPR – Sec. (Fr.) & Int.   

JL – Primary (Fr.) & Int. 
CW – Primary (Fr.) & Int.  
TKO – Primary, Sec. (Fr.) 

& Int. 

Head of the schools 
- Responsible for all functions 

(operational and strategic for 
all 4 schools of FIS) 

- Non voting member of the 
board and responsible for 
reporting the progress 

Advisory Group 
Special Invitees to Board Meetings 

Advisors to Head of School 

Fiduciary responsibility of the Board of Governors 
to the School and Parents 

- Responsible for oversight of the 
Management and Leadership of all 
schools and streams 

- Provide strategic direction to leadership 
- Represent the interest of students and 

parents 

Head of IT, 
Admin, Finance, 

Marketing, 
Communication, 

HR, Facilities, 
Operations 

Campus Managers 
of BPR, JL, CW, 

TKO 

Coordinators and 
Heads of 

Department of 
schools reporting to 
the respective head 

of education streams 
of their schools
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Scenario 1 

One school year transition with both former and new Head (Head of 

School) on board – shared responsibilities amongst the two heads; 

common case in international schools however more prevalent when 

the new Head is an internal promoted person 

Scenario 2 

Half school year transition with both former and new Head (Head of 

School) on board – core responsibilities continue to be with the old 

head while the new head gains first hand understanding and prepares 

to take over in the new academic year; (to ensure best candidate is 

retained the new head (Head of School) could be appointed from 

September itself while he/she physically joins the school later) 

Scenario 3 

Less than 3 months transition with both former and new Head (Head 

of School) on board; considering the new head may not be able to 

build the requisite understanding over the short 3 months period in 

this case an additional resource would lead and manage the transition 

 

The key objective of the Board continues to be such that the most effective and 

efficient transition is undertaken 

while also ensuring the best 

recruitment is made for the Head 

of School position. 

Turenne Consulting, having 

taken the overall context into 

consideration, believes it is in the 

best interest of the school to 

propose the recruitment and on-

boarding of the new Head such 

that the transition is most 

effective. It proposes the 

“Scenario 2” as their method of 

choice for the on boarding of the 

New School Head. To ensure the 

new School Head is selected by 

September 2019, the Board has 

prepared a detailed Job 

Description for the new head. 

 

FIS HKs Preparation to select a New Head 

of School 

 Global players (2 to 3) identified with 

proven experience in hiring for French and 

international Schools 

 Potential Heads use schools’ websites and 

checked LinkedIn feeds to make a decision 

and apply 

 One of whom conducted recent search at 

LFNY which resulted in a long list of over 80 

potential candidates  

 Traditionally each search generates a dozen 

applications 

 FIS-HK could be appointing a specialist 

Search Partner for the recruitment of HoS, 

which would provide a short list of at least 4 

candidates. It is common practice that they 

should 

o be interviewed by the BoG and, 

o meet members of staff and parents 

representatives before any decision 

is made 
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As an example it is worth mentioning that the search for a new HoS at Collège 

français bilingue de Londres, generated 15 applications, though the job offer was 

only published on the school’s website and French press. 8 candidates were 

interviewed, and two were short-listed before the Board adopted the 

recommendation of the recruitment panel (a combination of Board members and 

external experts). 

 

Among the most sought after locations are the United States, Western Europe and 

South Eastern Asia. Heads of School are very much aware of the growing 

competition and keep track of any new vacant position. 

 

Job Description of the New School Head of FIS-HK12 

We want to find an experienced leader who has a proven track record in 

international and French education. A team player who can carry on the work 

already done and bring the school to further success in an increasingly competitive 

environment. 

The Head of School has complete responsibility for the leadership, organization 

and day-to-day management of the whole school with the support of the governing 

body. The successful candidate will  

 be in charge of implementing the school’ s strategic plan,  

 insure all pupils, whoever they are and whatever their abilities, receive 

quality education and outcomes,  

 manage and guarantee school growth,  

 make sure financial targets are met,  

 insure adequate staff development, 

 put children safeguarding ,and health and safety at the forefront of the 

school’s priorities. 

Pedagogical Staff 
As per the Convention arrangement between FIS-HK and AEFE, some teachers are 

provided by AEFE to every school. With the burgeoning local and expat talent of 

teachers in Hong Kong, which is only increasing, FIS-HK already appoints ~80% of 

                                           

12 The detailed Job Description of the Head of School has been defined in Appendix 2 
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the teachers through a local contract13. At an organization level 87% of the staff is 

appointed through local contracts. 

FIS-HK also receives multiple applications for every position advertised, close to 

300 for 10 job offers this year, and thus has a large database of high potential 

candidates who are inclined to join FIS-HK.  

More generally speaking French international schools worldwide are very popular 

amongst French and international teachers. Those located in major capital cities, 

such as London, New York, San Francisco, Singapore or Dubai, attract the best 

candidates. Hong Kong has a ratio of applicant per job that is in line with these 

attractive hubs. Schools in Asia are particularly attractive to younger and highly 

motivated teachers in all subjects. The number of applications remains robust even 

for teachers in subjects where numbers of qualified teachers are in high demand 

and for which the market is competitive, such as Mathematics or Science (generally 

30 to 40 applicants per job offer). Furthermore, on average positions as Lettres 

(modernes et classiques) generate over 50 applications in comparable schools. This 

year, Lycée international de Londres Winston Churchill received over 60 

applications for this highly sought after subject, 48 in Maths and even 27 in PE. 

Among the main reasons for applying was the attractiveness of the education 

proposition and ethos of the school. 

An analysis of the existing scenario is mentioned below. In subsequent section the 

discussions and the plan to appoint teachers such the minimal disruptions at the 

pedagogical level happen is mentioned. 

  

                                           

13 Appendix 1 gives the details of the existing staff status at FIS HK 
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Segment Status Impact 

Primary Only 13 of the total 77 teachers 
(~17%) are Résidents. 

Many of the Résidents have 
expressed an inclination to move to 
a local contract 

 
Minimal or no impact expected of 
the change in arrangement of FIS-
HK with AEFE 

Secondary 

History & Geography  
American Literature 
Philosophy 
English Language 
Biology 
Dance, Music, Arts 
Spanish 
Physics & Chemistry 

Of the 46 total teachers in these 
departments ~24% of the teachers 
are résidents.  

Amongst these departments, no 
department has only Résidents 
teachers in them 

 
Minimal or no impact expected of 
the change in arrangement of FIS-
HK with AEFE 

Secondary 

Mathematics 
Mandarin 
Economics  

Of the total 22 teachers in these 
departments just about 40% of the 
teachers (9 in number) are 
Résidents. 

Amongst these all departments 
have a majority of local teachers in 
them 

 
Limited impact of the change in 
arrangement expected.  

However the advance planning 
will ensure there is no impact on 
the pedagogical arrangement at 
the school 

Secondary 

French 
German 

 

In these 2 departments of a total 
13 teachers 8 are Résidents. 

The extremely small German 
department has only 1 teacher and 
that being résident. While the 
French Department has ~50% split 
between locals and résidents. 

 
These departments will see a 
larger impact of the transition 
from Convention to Partnership as 
the recruitment of French qualified 
teachers is key for efficient 
curriculum delivery (of French 
Dept.) 

However the advance planning 
will ensure the impact is minimal 

Management Majority of the management team 
consists of Résidents or Expats 

It is unclear whether the 
management team has a strong 
inclination to continue to work with 
FIS-HK through a direct 
arrangement 

 
The impact of the transition could 
potentially be high in this regard. 

The board may make strong plans 
to ensure continuity and 
replacement (as required) 

 Low Impact  Medium Impact  High Impact 
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The School is in a very good position to recruit new teaching staff and already has 

the means to advertise through its website, which is the most powerful tool used 

by the schools. A great majority of the best candidates apply through schools’ 

websites. The reputation (ethos, curriculum etc…) and the location of the school 

play an important part in the motivation to apply. It is recommended that the 

School encourage unsolicited application to strengthen the database of potential 

candidates even further. More and more schools have invested in “recruitment 

portals” that allows anyone to set a profile and show his/her interest for the school. 

  



Transition Roadmap | Convention to Partnership 

 
 

Page 41 

Options and Planning for ensuring sustainability 

Option Status and Benefit 

Leveraging internal mobility 
option to hire the 
management team 

 

The school has a proven track record of hiring 
pedagogues across all levels, with a minimum of 4 
internal mobility options (liste d’aptitude or concours 
EN) to manage Primary and Secondary Schools. 

Existing staff has the competencies to manage 
campuses – possessing both experience and AEFE 
“diplomas” (liste d’aptitude). If there is a need to 
departing heads of campus, internal candidates may be 
ready potential replacements. 

A comprehensive “skills audit” among staff would 
provide a clear vision of resources available. Internal 
mobility scheme would create an additional element of 
attractiveness for the school and increase retention 
levels as real careers could be built as the school. 

Offer local contract to existing 
Résident staff 

Meeting held with over 26 Résidents by the HR 
committee to discuss the process of converting to a 
local contract. 

There is immense financial benefit for the Résidents to 
move to a local contract. The upside for an immediate 
move is from plus 40% to more than 100% salary 
compensation increment for the vast majority. 

Most Résidents have expressed a strong desire to stay 
at FIS-HK and would be very willing to negotiate the 
terms with the board. Many of them have working 
spouses in Hong Kong and not very keen to relocate to 
another country. 

Hire additional resources from 
the talent pool available to 
FIS-HK 

The school has the experience of heavy local 
recruitment. In 2018 alone 40+ local contracts were 
offered by the school, as a result, the majority of the 
teachers are “titulaires de l’Éducation Nationale”. 

The School certainly has a data base gathering all 
former applicantoion that could be contacted again in 
case of a late vacancy. 

There are very few departments (as explained in 
previous section) that have majority Résidents 
teachers. The continuity does not get impacted with 
the changing arrangement. 

Work on the salary packages 

Gradually improved packages would increase the 
School’s attractiveness. The School already offers 
interesting elements: 

- reductions in school fees 
- health insurance for teachers 
- healthy income 

Teaching staff are generally looking for health and 
pension schemes and good education for their children 
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Transition Costs 

Any transition generates extra costs. They have an impact on the school budget 

only during the transition. Later budgets are therefore not impacted. The following 

figures were provided by the BoD and the administration of the School. 

 

Consulting Firm to support FIS for the transition process 

Phase A1 - 15/02 to 03/04/2019:  20 days 

 

202.000 HK$ 

Consulting Firm to support the recruitment of a Head of School 

Phase A2 -      15 days 

 

151.500 HK$ 

Consulting Firm to support FIS along the transition 

Phase A3 - 01/09/19 to 01/09/2020:  25 days 

+ on site Transition Management Consultant 

 

252.500 HK$ 

3.000.000 HK$ 

Consulting Firm to Review overall Governance, according to FIS’ 

Strategy 

Phase B -      30 days 

 

 

303.000 HK$ 

Consulting Firm - Recommendation 

20% provision of phases A in case of difficulties to recruit Head of 

School after June 2019 

Phase A+ - 20% of 60 days   12 days 

 

 

 

121.200 HK$ 

Consulting firm Expenses (travels and hotels) 

10% of phases A1, A3 and B 

 

75.700 HK$ 

          Consulting firm sub-total 4.105.900 HK$ 

Provision for pedagogical management overlapping 1.000.000 HK$ 

Provision for one off event / communication / purchases 1.500.000 HK$ 

Grand total 6.605.900 HK$ 

Note: Consultants’ rate is 1.000 £/day; calculation made with exchange rate of 1 GBP = 10.0960 

HKD (20/01/2019) id: HK$ 10.100/day. 
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For reference, a conservative assumption was also provided by the Board’s Finance 

Committee. It estimated transition costs to 20% of the overall costs: one shot, of 

the costs to replace 

Grand total (2019 AEFE costs: 43.500 K HK$)   8.700 K HK$ 

 

Following these two estimates, the BoD decided to keep, as a budget to finance the 

transition, the amount of 7.000 K HK$. 

 

At this stage it is difficult to give a more accurate estimate but in any case, 

such a level of transition cost could have zero impact on the budget, and 

therefore on fees, as reserves could be used to cover them. 
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Critical Success Factors 

The transition to Partnership from Convention is expected to provide a platform 

from which many new and renewed programs could be launched to improve the 

learning experience of the students at FIS-HK. 

The Critical Success Factors (CSF) for the successful transition along with the 

measure of success is listed below. Considering the Board of Directors have been 

working towards this transition from 2018, the current status indicating the 

progress of each CSF is also listed: 

Critical Success Factor Measure of Success Current Status/ Plan 

Alignment on the future 
course of action and 
cohesion amongst board 
members 

- Successful oversight of 
the activities of the 
Transition 
Management Team 
and Education 
Consultants 

- Articulation of the new 
strategic plan for the 
school 

Structure of the transition 
management team 
identified by the board 

Turenne Consultants 
supporting the Board to 
evaluate the proposed 
transition 

Turenne consultants 
supporting the board to 
identify the elements of a 
transition plan and 
communication strategy 

Transformation of the 
existing governance 
mechanism of the school 

Development of revised 
Organization Structure 
with relevant roles and 
responsibility and 
oversight mechanism for 
the board and leadership 

Comprehensive preparation 
to manage and undertake 
the Transition 

Approved (by board) 
comprehensive work plan 
prepared by the transition 
management team and the 
education consultants 

Communication plan and 
strategy involving all 
stakeholders and listening to 
their concerns and opinions 

- Comprehensive multi-
stakeholder strategy to 
be prepared by Q2 
2019 

- Implementation of the 
communication plan by 
the relevant 
stakeholders 

Work plan for collaboration 
and post transition 
relationship management 
with COCAC and AEFE 

Engagement Plan (as part 
of the transition plan) to 
engage COCAC and AEFE 
during and post transition 
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Critical Success Factor Measure of Success Current Status/ Plan 

Strong HR department with 
a dedicated support process 
for Résidents 

Proven ability to recruit 
and/or to retain teachers for 
key subjects specifically in 
upper secondary 

- Maximum possible 
appointment of 
Résidents on local 
contract 

- All recruitment for 
academic year starting 
September 2020 
complete by Q2 2020 

HR committee of the school 
held discussions with over 
26 Résidents to develop 
plan to offer them local 
contracts 

Comparison assessment 
undertaken between 
current pay & scales of 
Résidents and 
corresponding local 
contracts 

Recruitment of the new 
Head of School 

 

On board the head of the 
school to lead operations 

- New Head of School 
contracted to support 
existing head from 
January 2020 

- New Head of School 
assumes full-time 
leadership position by 
July 2020 

List potential Head of 
Schools (up to 12) created 
by recruitment agency 

6 candidates short listed 
for the position and being 
interviewed 

Plan to identify and confirm 

new head by the end of 

2019 
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Risks and Mitigation 

A transformation like this faces various risks that could potentially derail the project 

or impact the outcome significantly. The risk and mitigation plan identifies in 

advance and potentially prepare the stakeholders 

Risk Probability & Impact 

Potential 

Mitigation Plan 

Trade union unrest with 
potential industrial 
action by a number of 
Résidents e.g. mass 
strike by the teachers 

Probability of Occurring: 
Medium 

Impact Potential: High 

Less than 15% of the teachers 
are Résidents; for the local 
teachers the transition is not 
going to have any impact. 

The board has initiated 
consultations with the 
Résidents to understand their 
viewpoint and concerns. 

Misunderstanding of 
parents and mistrust of 
the Board 

Probability of Occurring: 
High (French community) 

Low (International families) 

Impact Potential: Very High 

Conducting consultations with 
the parents to understand 
viewpoint before the decision 
is taken. 

Planned town hall meetings 
with the parent community to 
directly address the concerns if 
any. 

Structured communication plan 
throughout the transition 
period for the parents. 

Insure parents are fully 
informed of the financial 
benefits of the move. 

Insure parents have some 
visibility about school fees in 
the next three years and are 
informed of budget projection 

High cash flow deficit 
post the transition to 
Partnership from 
convention agreement 

Probability of Occurring:  

Low  

Impact Potential: High 

Develop comprehensive 
financial model and simulate 
the model based on different 
boundary conditions. 

Develop plan for contingencies 
and emergencies to have 
reliable fallback options 

Confusion with 
Baccalauréat reform 
concern 

Probability of Occurring: 
High 

Impact Potential: Low 

Finalize preparation for 
Baccalauréat reform and 
develop a communication 
about it for the parents. 
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Appendix 1: Staff Status 

Staff Status in the school 

 
Total Number Proportion 

Contract Full Time 274 74% 
Contract Part Time 48 13% 
Expats 7 2% 
Résidents 41 11% 
Grand Total 370 100% 

 

 
Contract 
Full Time 

Contract 
Part Time 

Ex
pat 

Résid
ents 

Grand 
Total 

Proportion 
from AEFE 

School 
Administration 68 4   72 0.0% 
Education 
Administration 40 28   68 0.0% 
French Primary 49 6 2 14 71 22.5% 
French 
Secondary 50 5 5 27 87 36.8% 
International 
Primary 32 4   36 0.0% 
International 
Secondary 35 1   36 0.0% 
Grand Total 274 48 7 41 370 13.0% 

 

 
Contract 
Full Time 

Contract 
Part Time 

Ex
pa
t 

Résid
ents 

Grand 
Total 

Proportion 
from AEFE 

All support staffs 
(except teachers) 109 32 4 1 146 3.4% 
American Lit., 
Drama & ESL  2    2 0.0% 
Library, Arts, Music, 
Dance, etc 17 1 1 2 21 14.3% 
Biology 6   1 7 14.3% 
Physics & 
Chemistry 5   2 7 28.6% 
Primary 63 2  15 80 18.8% 
Mathematics 13 1  4 18 22.2% 
English 19 3  2 24 8.3% 
Economics 2   1 3 33.3% 
Geography & 
History 11 1  3 15 20.0% 
Mandarin 7 3 1 3 14 28.6% 
French 16 5 1 6 28 25.0% 
German    1 1 100.0% 
Philosophy 1    1 0.0% 
Spanish 3    3 0.0% 
Grand Total 274 48 7 41 370 13.0% 
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Source: Board of Directors 

Appendix 2: Job Profile: Head 

of School 

Who We Are 

[To be completed by FIS-HK] 

The School’s Mission Statement is:  

[To be completed by FIS-HK] 

Governance and Management:  

What we are looking for  

We want to find an experienced leader who has a proven track record in 

international education. A team player who can carry on the work already done and 

bring the school to further success in a very competitive environment. 

The Head of School has complete responsibility for the leadership, organization 

and management of the whole school with the support of the governing body. The 

successful candidate will  

 be in charge of implementing the school’ s strategic plan,  

 insure all pupils, whoever they are and whatever their abilities, receive 

quality education and outcomes,  

 manage and guarantee school growth,  

 make sure financial targets are met,  

 insure adequate staff development, 

 put children safeguarding ,and health and safety at the forefront of the 

school’s priorities. 

The ideal candidate will  

 Make it the school’s priority to achieve outstanding academic excellence for the 

many, not the few  

 Provide strategic advice and leadership to improve teaching and learning  
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 Have the proven capacity to lead and recruit a high performing educational and 

administrative team in a competitive environment  

 Be creative, pragmatic and forward-looking 

 Demonstrate a unique ability for attracting, retaining and developing talented 

members of staff, teachers in particular 

 Preferably have a working knowledge of the French curriculum and the IB 

Diploma  

 Demonstrate his/her capacity to build and preserve a strong school identity and 

ethos taking into account all stakeholders 

 Understand how to blend the best of what French education has to offer and 

what international education brings so as to position the school as an example 

of premium education. 

 Drive the marketing and admissions process of the school to grow the number 

of students  

 Understand that the capacity to listen and be open-minded is at the heart of 

efficient school leadership  

 Be able to inspire, motivate and develop sustainable and positive relationships 

with all members of the school community  

 Manage financial budgets, with the assistance of the CFO, with astuteness, 

creativity and efficiency so as to place the school in a position to grow 

 Promote an inclusive education model for which the well-being of the child is at 

the heart of efficient learning 

 To ensure the School works within the requirements of the French Department 

of Education  (Ministère de l’Education Nationale) ensuring its ‘homologation’ 

status 
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Job details 

Salary: up […] paid in HKD, negotiable and depending on experience  

REPORTS TO: The Chair of Directors  

Scope and purpose of the role  

The Head of School is accountable to the Board and will take overall responsibility 

for the leadership, organization and management of the School. He is to provide 

inspirational vision and leadership: 

 in Learning and Teaching; 

 in increasing admissions and reaching enrolment targets set by the Board 

 in an efficient communication strategy 

 in the day to day management, organization and administration of the 

school to make it agile in a competitive environment; 

 in attracting and retaining talents both for teaching and administrative 

positions 

Key Responsibilities  

Front of House: Admissions and Marketing  

 Keep the Board informed of growth opportunities for the school   

 Develop and ensure implementation of a communication and marketing plan 

aimed at maintaining or increasing the attractiveness of the school  

 Be the ambassador of the school and represent the School with key 

stakeholders, administrative and political authorities both in Hong Kong and in 

France 

 Promote the school in the international education community 

 Maintain a positive partnership within the school community 

 Provide information and advice to the Board, with the help of colleagues, on all 

aspects of school performance, including budgets and financial projections 

 Ensure efficient and positive communication between staff and students, staff 

and school management, and parents and school staff/management  

Leadership in teaching and learning  
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 Make sure that every child is supported and his personal achievement is at the 

heart of everything the school does 

 Promote a culture of autonomy and personal responsibility within the school 

 Promote excellence in teaching 

 Inspire students, build and maintain confidence and a sense of community 

amongst them 

 Help them build a sense of personal and collective responsibility both at and 

outside the school 

 Ensure collaboration with other agencies in providing for the intellectual, 

spiritual, moral, cultural, physical, social and emotional wellbeing of pupils 

 Maintain high standards among students and outstanding outcome in their 

transition into higher education 

 Communicate regularly with parents and guardians/carers on student 

performance, working with them and staff to maximize individual potential  

 Ensure that health & safety and safeguarding standards are met 

Operational Expertise & Resource Management  

 Monitor and evaluate school performance and, advise and inform the Board of 

all required measure to improve it 

 As leader of the management team, contribute to maintain best practices 

 Ensure the efficient and effective use of resources (teachers, facilities and 

teaching materials) in the delivery of educational excellence 

 Prepare the annual budgets and forecasts in close collaboration with the CFO 

 Ensure that all measures are taken to achieve value-for-money 

Strategic Planning and Vision  

 Contribute and lead the development of the school’s ethos and provide a vision 

for the future 

 Ensure that all staff are aware of it, agree and even contribute 

 Advise the Board so as to formalise a strategic plan encompassing all aspects 

of the life of the school 

 Work with the management team to ensure the ethos and vision are 

implemented 
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 Prepare staffing structure, following consultation, for teaching and 

administrative staff, including the Leadership Team, to ensure the effective 

implementation of the school strategic and annual plans 

Developing Talent 

 Appoint staff and manage their performance, in accordance with local 

regulations (and French when relevant and adequate) through the provision of 

appropriate induction, training and performance management systems, and 

ensuring access to appropriate continuing professional development 

opportunities 

 Promote and support the professional development of all staff in accordance 

with the school’s staff development policy  

 Promote the well-being of the staff 

 Recruit highly qualified professionals to ensure quality teaching 

 

These job details are guides to the duties, professional responsibilities and core competences 

expected from the Head of School. They do not form part of the contract of employment. 

This job description should be reviewed annually at the end of the academic year or earlier 

if necessary so that the Board of Directors is in a constant state of readiness to start a new 

search. It may be amended at any time but only the post holder is consulted. 
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Person Specifications  

1. Qualifications/Training  

 Hold a recognized teaching qualification   Essential 

 Evidence of on-going professional development   Essential 

 Further degree of educational qualification   Desirable 

 

2. In-depth knowledge and understanding of:  

 French curriculum and International Baccalaureate 
Diploma 

Essential 

 Awareness of current educational issues and up to date 
curriculum developments, internationally 

 

Essential 

 Awareness of current issues and up-to-date curriculum 
development in French education and the network of 
French International Schools worldwide 

 

Essential 

 Application of effective teaching and learning strategies 
that achieve high levels of teaching and student 
achievement   

 

Essential 

 Leadership of a school, having responsibility for 
education, school operations and commercial (budget 
setting & control) aspects of the school   

 

Essential 

 Managing growth of a school   Essential 

 Developing and implementing a school quality 
improvement program, including demonstration of raising 
student’s level of achievement; alongside School self-
evaluation   

 

Essential 

 Experience of premises development   Essential 

 Managing change within an organization   Essential 

 Leading the development and implementing 
communication and marketing programs, including 
personal involvement in school promotion   

 

Essential 

 Proven experience of leading, taking part in and 
building/developing people and successful teams   

Essential 

 An understanding of how to access and review the cost 
effectiveness of major spending decision in terms of 
educational standards and the quality of education   

 

Essential 

 Ability to operate at both strategic and operational level 
  

Essential 
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 Ability to inspire and enthuse students, staff and parents Essential 

 Ability to effectively handle parental concerns, balancing 
the views of the customer with the educational and 
operational principles of the school   

 

Essential 

 Ability to secure the loyalty and confidence of all staff, 
students and parents   

 

Essential 

 Take full involvement in the whole life of the school, to 
include events and after school activities   

 

Essential 

 An understanding of how to set appropriate targets for 
school performance, and how to prepare, monitor and 
evaluate an action plan in relation to those targets   

 

Essential 

 Ability to communicate effectively in both French and 
English to a wide range of different audiences 

 

Essential 

 

3. Personal Attributes  

 Passionate about delivering quality education   Essential 

 Able to command respect of students, staff and parents Essential 

 Keep his word Essential 

 Respects the contribution of all individuals   Essential 

 Organized Essential 

 Reliable with an attention to details Essential 

 Honest Essential 

 Reliable Essential 

 Energetic Essential 

 Enthusiastic Essential 

 Determined Essential 

4. Personality and Character traits we are looking for  

 Resilient 

 Compelling story-teller   

 A learner   

 Strong moral compass   

 Warm, understanding and approachable 

 Gravitas  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 Optimistic and positive 

 Sound judgement   

 Good sense of humour   

 Growth mind-set   

Application and Selection Process 

[To be completed by FIS-HK] 
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Appendix 3: Consultants – 

Turenne Consulting 

 
 

Turenne Consulting is an advisory practice based in London 

and specialised in education and higher education.  

It was founded by Frédéric de la Borderie in 2009 to help the French Embassy in 

the United Kingdom face increasing demand for French education in London. An 

ambitious plan was designed to create two schools with a combined capacity of 

2,000 students in 5 years, finance a cumulative budget of €100M and introduce a 

bilingual French English curriculum. Selection process handed this project to the 

firm that would have the flexibility, the abilities and the connections to see it 

through.  

Since then, Turenne Consulting has been involved in a wide range of schemes and 

work on high-profile projects with quality clients who value the team’s expertise, 

dedication and discretion. 

We advise schools and universities, governments, foundations, and private 

stakeholders with projects in the K-12 education and higher education sector, from 

strategy development, market assessment, and project management to curriculum 

design, communication and branding, and financial management. 

Turenne Consulting has been recently mandated on strategic reviews by a number 

of French international schools in the United Kingdom, Netherlands, Spain, France, 

Ireland and South Africa. 

Based on our experience of similar assignments, we feel ideally positioned to assist 

the FIS-HK as their strategic advisor in the school’s next development phases. 

 

 

 

 


