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[bookmark: _Toc98926256]Executive summary
China National Tobacco Corporation is one of the representative Chinese SOEs and its development in recent years has been of interest to the Chinese people. Limited by the structural framework of SOEs, their ownership situation and trade transactions, China National Tobacco Corporation has not implemented performance management well in the last few years. Therefore, this paper summarises the problems exhibited in the performance management behaviour of China National Tobacco Corporation and analyses the problems of weak performance management awareness, lax performance management processes and overly formalised performance appraisals in the implementation of performance management in China National Tobacco Corporation. The paper outlines the performance management situation and problems encountered by China National Tobacco Corporation, and further analyses these problems and suggests some possible changes and improvements that the company could make.
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[bookmark: _Toc98926257]Introduction
Performance management is a very important aspect of human resource management and should be taken seriously in large enterprises. According to Armstrong and Baron (CIPD, 2009a), performance management is a process that contributes to the successful management of individuals and teams in order to achieve high levels of organisational performance. As a result, it establishes a shared knowledge of what has to be accomplished, as well as a leadership and development method that will ensure that it is accomplished. This paper therefore analyses the problems that China National Tobacco has encountered in performance management and makes suggestions for changes and improvements that the company can make.
















1. [bookmark: _Toc98926258]Organisational overview
Established in January 1982, China National Tobacco Corporation (CNTC) is a nationally owned enterprise under the leadership of the State Tobacco Monopoly Administration of China, with a registered capital of RMB 13.2 billion, including RMB 10.74 billion in fixed assets and RMB 2.46 billion in working capital. The business of China National Tobacco Corporation is mainly about national tobacco production and sales, with a total workforce of 12,000 employees. Although China National Tobacco Corporation has had a human resources management department with a dedicated management team since the beginning of the 21st century, the department does not have a strong voice in the company and does not have much input into the development and operation of the business. The direction of China National Tobacco Corporation depends largely on the guidance of national policy. It is not a complete market economy company and cannot adjust well to changes in the market economy.













2. [bookmark: _Toc98926259]Main discussion
In practice, due to objective and subjective factors, China National Tobacco Corporation has not paid enough attention to performance management from management to employees. As a result, China National Tobacco Corporation has many problems in performance management, which are summarized as follows.
[bookmark: _Toc98926260]a) Weak awareness of performance management 
Some leaders in China's tobacco industry do not recognise the value of performance management and only know that performance management is a task to be carried out. This lack of awareness makes it difficult to develop a detailed management plan. HR staff face the same problem, not only do they lack motivation to manage, but they are also slightly inexperienced in managing, and only implement the management system with a hard head, without a deep understanding of the true meaning of performance management. As a result of their weak awareness, they are only acting as implementers, not innovating the current management system, and do not go far enough in their implementation to make the most of performance management. As SOEs are more comfortable, employees lack a sense of crisis and are lazy in their daily work, and are not active in performance appraisals. The existence of such a mindset among managers makes it more difficult to manage.
[bookmark: _Toc98926261]b) Lack of rigour in performance management
Performance management includes many components, such as plan development, programme implementation, performance appraisal, programme revision, etc., with communication throughout the process. China National Tobacco Corporation places too much emphasis on performance results and neglects other key aspects, resulting in poor performance management results. This is mainly due to the lack of communication links and unreasonable appraisal cycles. After each performance appraisal, China National Tobacco Corporation only publishes the results without much explanation, which makes it difficult for employees to understand the gaps with others from other employees' results and to communicate them, so that they can find ways to improve themselves. As an integrated production, supply and sales company, China National Tobacco Corporation's performance management is conducted on a monthly basis and does not determine the appraisal cycle according to the attributes of the department, which is unreasonable and has led to many comments from different departments on the appraisal cycle.
[bookmark: _Toc98926262]c) Superficial performance appraisal
Even though China National Tobacco Corporation's performance appraisals appear to be rigorous, humanism still prevails, which is a malady of state-owned enterprises that rely on interpersonal relationships to make subjective changes to objective results. This can leave some employees disgruntled and sceptical about the authenticity of appraisal results. Non-objective appraisals leave the meaning of the appraisal missing and employees no longer believe in the objectivity and fairness of the company. The performance appraisal no longer has its basic attributes of showing the company's employees' abilities and attitudes to their work, nor does it effectively guide the pay adjustment process, which makes it ineffective.













3. [bookmark: _Toc98926263]Conclusions
Based on the above analysis, there are indeed many problems with performance management in China's tobacco industry. Weak awareness of performance management can make it difficult for both managers and those being managed to implement performance management successfully, and the organisation lacks the initiative to improve its competitiveness. The lack of rigour in the performance management process also makes it difficult to achieve effective performance management in China National Tobacco Corporation. Employees have difficulty in obtaining communication and feedback from the process, and the single appraisal cycle makes it difficult for some departments to obtain effective appraisal results. The overly formalised nature of performance appraisals has led to employees questioning the fairness of the company and has resulted in performance management losing its purpose of improving employee motivation.
[bookmark: _Toc98926264]3.1 Organization
In setting performance management objectives, China National Tobacco Corporation can refine the organisation's objectives to all parts of the organisation and all aspects of the company's operations, so that its development and operations have clear objectives. During the implementation of performance management, the organisation is also able to provide feedback through the control of performance data, so that it can constantly identify problems in its own operations and make timely adjustments to its operations to achieve better development prospects. At the end of a performance management cycle, the organisation can also summarise and reflect on the results of performance management, so that it can effectively identify operational weaknesses and make improvements, identify its strengths and further improve its competitiveness in the future. In addition, through more effective performance management, the organisation can also improve employee motivation and loyalty, and having better employees will help the organisation to grow in the long term.
[bookmark: _Toc98926265]3.2 Staff
For China National Tobacco Corporation's employees, improved and evolving performance management facilitates their betterment in the company. Objectively, employees are able to improve their lives by being better paid for their efforts and energy invested in a more objective, professional and fair performance management environment. Subjectively, with more objective and fair performance management, employees are also able to increase their motivation, gain a greater sense of achievement at work and improve their own sense of well-being through performance appraisal recognition.
[bookmark: _Toc98926266]3.3 Other Organisational Stakeholders
For investors, partners and organisations that trade with each other, standardisation of performance management facilitates access to more accurate information for stakeholders, enhances mutual trust and increases the level of cooperation between the two parties.
For the Chinese government, standardisation of performance evaluation facilitates state management and control of state-owned enterprises such as China National Tobacco Corporation. With standardised performance management, the state can better examine China National Tobacco Corporation's strengths and weaknesses, which in turn will continue to spur and urge China National Tobacco Corporation to develop further and provide more economic returns to the state.





[bookmark: _Toc98926267]4.Recommendations
[bookmark: _Toc98926268]4.1 Establish the right concept of performance management
A discussion of the above problems with performance management shows that the lack of awareness of performance management among China National Tobacco Corporation employees and the negligence of management in performance management have to some extent hindered the continued promotion of performance management. To increase the importance of performance management among employees, a breakthrough must be made at the leadership level, so that the leadership will pay more attention to performance assessment and improve China National Tobacco Corporation's performance management model by absorbing the excellent management experience of other companies. At the same time, all employees should be motivated by the system and the environment to ensure that all work is stable and smoothly carried out, so that all rewards and punishments are clearly defined and written down. At the same time, China National Tobacco Corporation should also reflect the results of performance evaluation in salary increases, personal development, employment promotion and staff training, so that employees can subjectively accept performance management, be urged by the feedback of performance management results, actively improve the quality of their own work.
[bookmark: _Toc98926269]4.2 Improve its performance management system
China National Tobacco Corporation improves its reward and punishment system, and human resources need to gradually improve its appraisal mechanism. In the context of big data, China National Tobacco Corporation needs to closely integrate performance appraisal with internet applications and enhance the rigour of performance management through more professional and meticulous work. China National Tobacco Corporation's performance management staff need to rationalise and standardise the appraisal of employees, and need to design performance appraisal indicators in line with the actual situation of each department in China National Tobacco Corporation, abandoning the notion of using the same indicators for different departments and carrying out dynamic performance appraisal indicator settings. China National Tobacco Corporation uses big data to collect and provide feedback on employee productivity, which can improve the authenticity and persuasiveness of performance appraisals.
[bookmark: _Toc98926270]4.3 Strengthen the effective implementation of performance management results 
Performance appraisals in China National Tobacco Corporation are too formal, subjective and unimplemented, which leads employees to distrust the performance appraisal process, mentally deny the results of performance appraisals and do not improve their motivation through performance appraisals. At the same time, China National Tobacco Corporation places too much emphasis on the results of performance appraisals rather than providing simultaneous feedback on the process, neglecting the guiding role of performance appraisal results. Therefore, to ensure that performance appraisals work effectively, China National Tobacco Corporation should strengthen the objectivity of performance management, invite ordinary employees to work with management to improve the performance appraisal process, and strive to make performance appraisals transparent and open. At the same time, China National Tobacco Corporation should also improve the measures for rewarding and punishing employees after performance appraisals, effectively restrain individual behaviour through performance appraisals and effectively implement the guiding role of performance appraisals. At the same time, managers should also take the initiative to help employees improve their work based on the results of the appraisal so as to improve the efficiency of China National Tobacco Corporation's business management. Specifically, China National Tobacco Corporation needs to change its performance management model, abandon the performance management system oriented by salary and performance appraisal, and implement a two-way feedback performance management mechanism to guide the management of the company through performance appraisal results. China National Tobacco Corporation needs to improve the incentive and restraint mechanisms for employee remuneration, optimise the internal remuneration distribution structure, reduce egalitarianism, protect the immediate rights and interests of bottom-level employees, regulate bonus and welfare expenses, and motivate employees to work and create greater economic value for the company.
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