HONG KONG EDUCATION CITY LIMITED

Executive Summary

1. To align with the national strategy of building a leading country in education
and nurture talents in innovation and technology, the Education Bureau (EDB)
promotes digital education (including artificial intelligence) in primary and secondary
schools. As a professional collaborative partner working closely with EDB,
Hong Kong Education City Limited (HKEdCity) provides continued support for the
implementation of digital education in primary and secondary schools. Established in
2000 with support from the Quality Education Fund, HKEdCity was incorporated in
2002 to become a wholly-owned company of the Government. HKEdCity is a private
company limited by shares. Its two shareholders are the Permanent Secretary for
Education and the Deputy Secretary for Education (5). The Government provides
subvention to HKEdCity for the delivery of quality education information and
resources to schools, teachers, students and parents. In 2023-24, HKEdCity’s total
income was $64.6 million and the total expenditure was $64.5 million. The
Information Technology in Education Section under EDB’s Innovation Technology
Education Division is responsible for the housekeeping of HKEdCity. The Audit
Commission (Audit) has recently conducted a review of HKEdCity.

Electronic resources for teaching and assessments

2. Resources Depository. The Resources Depository is a comprehensive
portal that consolidates multiple resources for teachers, including teaching plans,
worksheets, multimedia, assessments and books (para. 2.2). Audit noted the
following issues:

(@) Need to continue to promote Resources Depository to schools. Audit
reviewed the achievements of targets for key performance indicators (KPIs)
related to the Resources Depository in the period from 2019-20 to 2023-24
and found that the targets were not met in 3 (60%) of the 5 years. The
actual results fell short of the targets by 0.3%, 26.2% and 10.8% in
2019-20, 2021-22 and 2022-23 respectively (para. 2.4);
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3.

Need to further review targets and indicators for measuring effectiveness
of Resources Depository. For the Resources Depository, targets were set
for “number of resources downloaded” for 2021-22 or before and “number
of pageviews” for 2022-23. These targets and indicators were
outcome-based. However, for 2023-24, target had been set for “number
of resources in Resources Depository”, which measured service output, but
not for measuring the outcome (i.e. the effectiveness and usage of the
Resources Depository). There was no documentary evidence showing the
rationale for the change in the performance measure for the Resources
Depository for 2023-24 (para. 2.7); and

Low numbers of downloads and pageviews for some resources in
Resources Depository. As at 30 June 2025, there were 6,072 resources
available in the Resources Depository, of which 5,838 (96%) were made
available on or before 1 September 2021. Audit analysed the number of
downloads and the number of pageviews of the 5,838 resources in the
period from September 2021 to June 2025 and found that: (i) the number
of downloads ranged from O to 38,106 (averaging 257) for each resource.
For 3,115 (53%) resources, they were downloaded 20 times or less.
Of those resources, 272 had never been downloaded at all; and (ii) the
number of pageviews ranged from 0 to 39,810 (averaging 390) for each
resource. For 738 (13 %) resources, they had been viewed 20 times or less.
Of those resources, 19 had never been viewed at all (para. 2.13).

eRead Scheme. The objective of eRead Scheme is to provide a wide range

of quality electronic books for schools for the development of e-learning. As at

30 June 2025, 11 free reading packages and 3 fee-charging reading packages under
the eRead Scheme were available for subscription by schools (para. 2.16). Audit
noted the following issues:

(@)

Targets for some KPIs not met. Audit analysed the achievements of targets
for KPIs related to the eRead Scheme in the period from 2019-20 to 2023-24
and found that the targets for some KPIs were not met. In 2023-24, the
actual number of teacher users was 2,726, which fell short of the target of
3,000 by 274 (9%). The actual number of student users was 97,254, which
fell short of the target of 110,250 by 12,996 (12%) (para. 2.18); and
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4.

Need to further encourage subscription of fee-charging reading packages
by schools. Audit reviewed the number of schools that have subscribed to
the 3 fee-charging reading packages in 2023-24 and found that for
2 packages, the number of schools that have subscribed to the packages
were low, i.e. 20 and 35 schools respectively. For the remaining package,
the number of subscriptions decreased by 28 % from 414 in 2021-22 to 299
in 2023-24 (para. 2.24).

STAR Online Assessment Platform. STAR Online Assessment Platform

is an online learning, teaching and assessment platform developed in collaboration
with EDB. The Platform allows teachers to select, create, and edit exercises tailored
to specific learning objectives across different stages, covering both basic competency
and the full curriculum (para. 2.34). Audit noted the following issues:

(@)

(b)

Targets for some KPIs not met. Audit reviewed the achievements of targets
for the three KPIs related to STAR Online Assessment Platform in the
period from 2019-20 to 2023-24 and found that: (i) the targets for the
number of school users were not met in 2 (40%) of the 5 years. The
shortfalls were 11 (or 3%) in 2021-22 and 58 (or 15%) in 2022-23; (ii) the
targets for the number of teacher users were not met in 3 (60%) of the
5 years. The shortfalls ranged from 105 (or 3%) in 2023-24 to 805 (or
16%) in 2022-23; and (iii) the targets for the number of student users were
not met in 2 (40%) of the 5 years. The shortfalls were 16,001 (or 14%) in
2022-23 and 1,116 (or 1%) in 2023-24 (para. 2.35);

Need to step up efforts in promoting use of STAR Online Assessment
Platform. Audit reviewed the number of users of STAR Online Assessment
Platform in the period from 2019-20 to 2023-24 and found that the number
of school users, teacher users and student users decreased by 18% (from
395 in 2019-20 to 322 in 2023-24), 22% (from 4,766 in 2019-20 to 3,695
in 2023-24) and 19% (from 115,469 in 2019-20 to 93,884 in 2023-24)
respectively. Audit analysed the percentage of schools having used STAR
Online Assessment Platform in the period from 2019-20 to 2023-24 and
found that less than half of the schools had used STAR Online Assessment
Platform as an assessment tool to support learning and teaching. The
percentage of schools having used STAR Online Assessment Platform
decreased from 41% in 2020-21 to 30% in 2023-24 (paras. 2.37 and 2.38);
and
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Need to improve usage of some assessment items by teachers. As at
30 June 2025, there were 72,209 assessment items in STAR Online
Assessment Platform, of which 47,531 (66%) were made available on or
before September 2019. Audit analysed the statistics of the use of the
47,531 assessment items by teachers in the period from September 2019 to
June 2025 and found that each of the 47,531 assessment items was used by
the teachers O to 647 times (averaging 38 times). For 25,404 (53%) items,
each of the assessment items was used 20 times or less. Of those items,
2,793 had never been used (para. 2.42).

Services for teachers, schools, students and parents

5.

Room for improvement in organising Learning and Teaching

Expo (LTE). Since 2012, HKEdCity had engaged partners to organise LTEs. The
cooperation agreements signed between HKEdCity and the organising partners set out
the terms and conditions, and the evaluation of performance based on KPIs
(para. 3.2). Audit noted the following issues:

(@)

(b)

Results of performance evaluation for some KPIs not reported to
Executive Committee. Audit reviewed the annual performance evaluation
of the organising partners for LTEs held in the period from 2021 to 2024
and found that in all four years, the results of the performance evaluation
for 22 of the 24 KPIs listed in the cooperation agreements had not been
reported in the annual performance evaluation submitted to the Executive
Committee of HKEdCity (para. 3.3); and

Need to ensure that organising partner incorporates specific clauses
concerning safeguarding of national security in rental agreements with
exhibitors. According to the cooperation agreement, the organising partner
for LTE shall: (i) insert a clause in the rental agreements with exhibitors
that the exhibitors shall not engage in any activities in LTE venue that are
unlawful (including breach of any laws or regulations of Hong Kong
including the National Security Law); and (ii) insert a termination clause in
the rental agreements with exhibitors that the partner shall have the right to
terminate the agreement if the exhibitors have engaged or are engaging in
acts or activities that are likely to constitute or cause the occurrence of
offences endangering national security or which would otherwise be
contrary to the interest of national security; or the continued engagement of
the exhibitors or the continued performance of the exhibitors is contrary to
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the interest of national security. However, Audit found that the organising
partner for LTE had not incorporated any of the required clauses
concerning the safeguarding of national security in its rental agreements
signed with the exhibitors (para. 3.8).

6. Need to source more up-to-date quality e-learning resources for
eResources Acquisition Project (eREAP). HKEdCity supports schools in the
implementation of digital education by providing them with technology solutions, such
as eREAP where HKEdCity procures or assists in the procurement of quality
e-learning resources for the use by schools. Audit found that of the 9 e-learning
resources provided under eREAP as at 30 June 2025, 8 (89%) resources had been
available in eREAP for 5 to 8 years (averaging 7 years) and the remaining
1 (11%) resource had been available for about 2 years (paras. 3.9 and 3.10).

7. Need to encourage the use of Go eLearning. Go eLearning is a platform
that serves as a one-stop portal for teacher professional development, featuring over
1,000 videos from education experts and frontline teachers. In the period from
2020-21 to 2023-24, HKEdCity set targets for KPIs related to Go eLearning,
i.e. viewing time in minutes for 2020-21 to 2022-23 and number of videos for
2023-24. Audit reviewed the achievement of KPIs in the period from 2020-21 to
2023-24 and found that the targets for KPIs were not met in 2 (50%) of the 4 years.
The actual results fell short of the targets by 11% and 31% in 2021-22 and 2023-24
respectively. Moreover, Audit found that the viewing time decreased by 46% from
about 1.3 million minutes per year in 2020-21 to about 0.7 million minutes per year
in 2023-24 (paras. 3.14 and 3.15).

Corporate governance and human resource management

8. Need to improve meeting proceedings of the Board of Directors (the
Board) and the Executive Committee. Audit examined records of HKEdCity’s Board
meetings and Executive Committee meetings held in the period from 2019-20 to
2024-25 (up to 31 July 2025) and noted room for improvement: (a) the Memorandum
and Articles of Association of HKEdCity sets out proceedings of directors, including
the quorum requirements, for the transaction of business of the Board. Apart from
the requirements stipulated in the Memorandum and Articles of Association, there
were no other guidelines on meeting proceedings. The required timeframes for
issuing agendas, meeting papers and draft minutes to members had not been set out;
and (b) according to HKEdCity’s practices, draft minutes would be circulated to
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Board and Committee members within 4 to 6 weeks after the meetings. The draft
minutes of Board meetings were not issued to Board members in a timely manner.
For 14 (56%) of the 25 Board meetings held, the draft minutes were issued to Board
members more than 1 month after the meeting. For 7 (50%) of the 14 Board meetings,
the draft minutes were issued to Board members more than 6 weeks (i.e. 42 days)
after the meeting, ranging from 49 to 99 days, averaging 68 days (para. 4.4).

9. Shortfall in actual staff headcount. Audit reviewed HKEdCity’s approved
number of staff and actual staff headcount in the period from 2019-20 to 2023-24.
Audit noted that the actual staff headcount fell short of the approved number of staff
by 0.8 to 10.9 (averaging 5.3) each year in the period, representing a shortfall ranging
from 1.1% to 14.2% (averaging 6.8 %) each year (para. 4.15).

10. High staff turnover. Audit analysed the staff turnover of HKEdCity in the
period from 2019-20 to 2023-24 and noted that the staff turnover rates were on the
high side in the recent four years from 2020-21 to 2023-24, ranging from 25.9% to
48.4% (averaging 38.8%) each year. Audit further analysed the years of service of
the 115 staff who left HKEdCity in the period from 2019-20 to 2023-24 and found
that 72 (63 %) staff had served in HKEdCity for less than 2 years (paras. 4.18 and
4.19).

11. Need to improve assessment of candidates in recruitment exercises. Audit
reviewed the records of 30 recruitment exercises conducted in the period from
2019-20 to 2024-25 and noted room for improvement: (a) in 1 (3%) recruitment
exercise, of the 5 candidates applying for a general position, 3 candidates were
assessed based on the selection criteria for managerial positions (i.e. the
“leadership/supervisory skill” aspect was assessed), while the remaining 2 candidates
were assessed based on the selection criteria for general positions; (b) in
7 (23%) recruitment exercises, not all candidates in the same recruitment exercise
were given written tests. 11% to 67% candidates of the 7 recruitment exercises were
given written tests. There was no documentary evidence showing the criteria used by
HKEdCity for selecting the candidates for written tests in the 7 recruitment exercises;
and (c) in 1 (3%) recruitment exercise, the candidate with the highest total score was
not recommended for appointment. Instead, the candidate with the fourth highest total
score was recommended for appointment. No justifications were documented on the
summary of interview assessment for not recommending the candidate with the highest
total score for appointment (para. 4.26).
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12. Need to ensure that salary increment for promotion is determined in
accordance with guidelines and Board’s resolutions. In determining the salary
increment for promotion, a number of factors (including the pay scale of the higher
job grade, the average salary increment percentage of the year and the rate of salary
increment for promotion with reference to market practices) and the relevant
resolutions passed by the Board will be taken into consideration. Audit reviewed the
salary increments in the 30 promotions that took place in the period from 2019-20 to
2024-25. Audit noted that in 4 (13 %) promotions, the salary increments were not in
compliance with the guidelines on salary review and performance incentive or the
relevant resolutions passed by the Board (paras. 4.30 and 4.31).

13. Room for improvement in performance appraisals of the Executive
Director. Audit reviewed the 6 performance appraisals of the Executive Director
conducted in the period from 2019-20 to 2024-25 (up to 31 July 2025). Audit noted
that: (a) there was no timeframe for completing performance appraisals for the
Executive Director. The 6 performance appraisals were completed 15 to 254 days
after the appraisal periods, averaging 112 days; and (b) in all the 6 performance
appraisals, inappropriate performance appraisal forms had been adopted. The
performance appraisal form for below manager grade, instead of the performance
appraisal form for manager grade and above (which was applicable to the Executive
Director grade), had been adopted (para. 4.34).

Other issues

14. Lack of supporting documentation on achievements of some targets in
performance pledges. HKEdCity has set out 9 targets in its performance pledges.
The targets and the achievements in the performance pledges are included in
HKEdCity’s Annual Reports. Audit examination of the supporting documentation for
calculating the achievements of the 9 targets in the performance pledges in the period
from 2019-20 to 2023-24 revealed that for 2 (22 %) targets relating to customer service
(i.e. response to voicemail enquiries at the hotline on working days and handling
written (including emails) enquiries), there was no documentary evidence showing
that HKEdCity had recorded the actual achievements of the targets in the performance
pledges for each enquiry responded or handled. There was also no documentary
evidence showing the calculation of the actual achievements of the 2 targets.
Notwithstanding this, the achievements of 99% to 100% were reported in HKEdCity’s
Annual Reports for these 2 targets in the performance pledges in the period (paras. 5.2
and 5.5).
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15. Annual performance targets not met. According to the agreement signed
between the Government and HKEdCity, HKEdCity shall set out annual performance
targets based on the list of performance indicators (i.e. KPIs) included in the
agreement. Such annual performance targets should be approved by the Board. These
annual performance targets are set out in the triennial plans and the levels of
achievements are reported in Board meetings. Audit examined the achievements of
the annual performance targets set out in the triennial plans in the period from 2019-20
to 2023-24 and noted that: (a) 4 to 19 (averaging 10) of the annual performance targets
were not met each year in the period. The percentage of annual performance targets
not met ranged from 11% to 50% (averaging 26 %) each year; and (b) of the 20 KPIs
with annual performance targets set out in all 5 years in the period, for 9 (45%) KPIs,
the annual performance targets were not met for more than one year. Of the 9 KPIs,
for 2 KPIs, the annual performance targets were not met for 3 (60%) of the 5 years.
For 1 KPI, the annual performance targets were not met for 4 (80%) of the 5 years
(paras. 5.8 to 5.10).

16. Insufficient numbers of quotations/tenders received for some
procurements. Audit examined the records of 1,666 procurements conducted by
HKEdCity in the period from 2019-20 to 2024-25 (up to 31 July 2025). Audit noted
that for 324 (19%) procurements, the numbers of quotations/tenders received were
less than the minimum numbers of quotations/tenders required: (a) for 173 (33%) of
the 522 procurements with purchase values of more than $5,000 to $50,000, only
1 quotation was received, i.e. less than 2 as required; (b) for 143 (68%) of the
211 procurements with purchase values of more than $50,000 to $1 million, the
number of quotations received ranged from 1 to 4 (averaging 2), i.e. less than 5 as
required; and (c) for 8 (62%) of the 13 procurements with purchase values of more
than $1 million, the number of tenders received ranged from 1 to 4 (averaging 3),
i.e. less than 5 as required (para. 5.20).

17. Need to ensure that prior approval is sought when quotations are invited
Jrom one supplier solely for special reason. According to HKEdCity’s procurement
and payment policy, if staff have to invite quotations for targeted goods or services
from one supplier solely for special reason, staff should have valid justification and
seek prior approval from the next higher financial limit approved authority for the
procurement. For 95 (6%) of 1,666 procurements conducted by HKEdCity in the
period from 2019-20 to 2024-25 (up to 31 July 2025), quotation was invited from one
supplier solely for special reason. Audit noted that for 7 (7 %) of the 95 procurements,
there was no documentary evidence showing that prior approval had been sought from

— xii —



Executive Summary

the next higher financial limit approved authority for the procurements (paras. 5.22
and 5.23).

18. Need to improve supplier evaluation. According to HKEdCity’s guidelines
on maintenance of the supplier list, an appraisal system is in place to regularly assess
the performance of individual enlisted suppliers having transactions with HKEdCity
by collecting users’ comments. Audit noted that: (a) since the implementation of the
guidelines on maintenance of the supplier list in May 2012, HKEdCity conducted
6 rounds of supplier evaluation. The time gaps between successive rounds of supplier
evaluation ranged from 12 months (i.e. 1 year) to 56 months (i.e. 4 years and
8 months). HKEdCity had not set any guidelines on the frequency of conducting
supplier evaluations; and (b) according to HKEdCity, in the supplier evaluation
conducted in January 2025, suppliers having transactions with HKEdCity from
February 2020 to December 2024 were evaluated. In the period from February 2020
to December 2024, 360 suppliers had transactions with HKEdCity. However, in the
supplier evaluation conducted in January 2025, 36 (10%) of the 360 suppliers were
not evaluated (paras. 5.36 to 5.38).

Audit recommendations

19. Audit recommendations are made in the respective sections of this
Audit Report. Only the key ones are highlighted in this Executive Summary.
Audit has recommended that the Executive Director, Hong Kong Education City
Limited should:

Electronic resources for teaching and assessments

(a) take measures to ensure that the targets for KPIs related to the
Resources Depository are met and continue to promote the Resources
Depository to schools (para. 2.14(a));

(b) document the rationale for the change in the performance measure for
the Resources Depository and further review the targets and indicators
for measuring the effectiveness of the Resources Depository
(para. 2.14(b) and (c));

— xii —
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(d

(e)
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@

(h)

(@)

ascertain the reasons for the low numbers of downloads and pageviews
for some resources in the Resources Depository and take follow-up
actions as appropriate (para. 2.14(e));

take measures to review the targets for KPIs related to the eRead
Scheme and ensure that the targets are met (para. 2.25(a));

ascertain the reasons for the lukewarm response by schools and the
decreasing number of subscriptions for the fee-charging reading
packages in the eRead Scheme and further encourage subscription of
fee-charging reading packages by schools (para. 2.25(c));

acertain the reasons for not meeting the targets for some KPIs related
to STAR Online Assessment Platform and take further measures to
ensure that the targets for KPIs related to STAR Online Assessment
Platform are reviewed and met (para. 2.47(a));

step up efforts in promoting the use of STAR Online Assessment
Platform and review the effectiveness of STAR Online Assessment
Platform in catering for the needs of wusers of the Platform
(para. 2.47(b) and (c));

ascertain the reasons for the low usage of some assessment items in
STAR Online Assessment Platform by teachers, and take measures to
improve the usage of assessment items in STAR Online Assessment
Platform by teachers as appropriate (para. 2.47(d));

regularly review the usage of assessment items in STAR Online
Assessment Platform by teachers and develop assessment items that
cater for the teaching needs of the teachers (para. 2.47(e));

Services for teachers, schools, students and parents

V)

take measures to ensure that the results of the performance evaluation
for all KPIs listed in the cooperation agreements signed between
HKEdCity and the organising partners for LTE are reported to the
Executive Committee in the annual performance evaluation of the
organising partners (para. 3.20(a));

— Xiv —
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(k)

@

(m)

take measures to ensure that the organising partner for LTE
incorporates specific clauses concerning safeguarding of national
security in the rental agreements signed with the exhibitors
(para. 3.20(e));

source more up-to-date quality e-learning resources for eREAP
(para. 3.20(f));

ascertain the reasons for not meeting the targets for KPIs related to Go
eLearning and take measures to ensure that the targets for KPIs related
to Go eLearning are met, and step up efforts in promoting the use of
Go eLearning (para. 3.20 (h) and (i));

Corporate governance and human resource management

(n)

(0)

)

@

(r)

)

enhance guidelines on meeting proceedings of the Board and the
Executive Committee and issue draft minutes of meetings of the Board
and the Executive Committee to members according to the required
timeframe (para. 4.10(a) and (b));

take appropriate actions to address the issue of staff shortfall and step
up measures to address the issue of high staff turnover (para. 4.23(a)
and (b));

assess the candidates based on the appropriate selection criteria for the
positions recruited in recruitment exercises (para. 4.28(a));

document the criteria for selecting the candidates for written tests in a
recruitment exercise in case not all candidates in the same recruitment
exercise are given such tests (para. 4.28(b));

take measures to ensure that the candidates with the highest total scores
are recommended for appointment and document the justifications for
not recommending candidates with the highest total scores for
appointment on the summary of interview assessment (para. 4.28(d));

take further measures to ensure that salary increment for promotion is
determined in accordance with the guidelines and the relevant
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)

resolutions passed by the Board, and approvals from the Board are
sought in cases where there are any deviations from the guidelines or
the relevant resolutions passed by the Board (para. 4.38(a));

take measures to ensure that the appropriate performance appraisal
form is provided for conducting performance appraisals of the
Executive Director (para. 4.38(b));

Other issues

(w)

(v)

(W)

(%)

)

take further measures to ensure that the reported achievements of the
targets in the performance pledges in HKEdCity’s Annual Reports are
well supported and the relevant supporting documentation is properly
kept (para. 5.17(c));

ascertain the reasons for not meeting the annual performance targets,
in particular for those targets not met for some years, and take
appropriate follow-up actions to ensure that the annual performance
targets are met (para. 5.17(d));

ascertain the reasons why insufficient numbers of quotations/tenders
are received for some procurements and take measures to ensure that
sufficient numbers of quotations/tenders are received for procurements
(para. 5.40(a));

take further measures to ensure that when quotation has to be invited
for targeted goods or services from one supplier solely for special
reason, prior approval from the next higher financial limit approval
authority is sought for the procurement with valid justification and
such approval is properly documented (para. 5.40(b)); and

further enhance the existing mechanism for supplier evaluation by:

) setting guidelines on the frequency of conducting supplier
evaluations and ensuring that supplier evaluations are conducted
according to the specified frequency (para. 5.40(h)(i)); and
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(ii) assessing the performance of all enlisted suppliers having
transactions with HKEdCity regularly in accordance with the
guidelines on maintenance of the supplier list (para. 5.40(h)(ii)).

20. Audit has also recommended that the Secretary for Education should,
in consultation with the Board, set timeframe for completing performance
appraisals for the Executive Director and ensure that performance appraisals of
the Executive Director are completed within the specified timeframe (para. 4.39).

Response from the Government and
Hong Kong Education City Limited

21. The Secretary for Education and the Executive Director, Hong Kong
Education City Limited generally agree with the audit recommendations.
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