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Introduction
As defined by Aguinis (2005: 2): ‘Performance management is a continuous process of identifying, measuring and developing the performance of individuals and teams and aligning performance with the strategic goals of the organization.’ Performance Management is a crucial tool for organizations looking to improve their performance. By setting clear goals, providing regular feedback, identifying development needs, improving communication, and encouraging accountability, organizations can create a culture of high performance that drives success. However, in the early stages of a company's establishment, performance management is often overlooked or assessed by leaders personally.
HCZY (Hongcheng Zhiyuan) is an independent research and development department established by Archermind Technology corporation in June 2022, dedicated to the application of Open-Harmony in the industry. Currently, there are more than 150 employees distributed in Nanjing, Beijing, Wuhan, and Xi'an. The team is constantly evolving, with a flexible organizational structure that is also unclear. Archermind Technology's main business is outsourcing, so the original performance management system is not applicable to HCZY. The department managers of HCZY are mainly focused on technology and projects, with no professional background in human resource management. Currently, there is no clear performance management system in place for HCZY, and performance is only judged based on the manager's personal assessment.
This report analyzes the weaknesses of HCZY in the field of performance management and their impact on the organization, and proposes feasible improvement suggestions.
Background of Archermind & HCZY
Archermind, the parent company of HCZY, mainly engages in labor outsourcing business and has established long-term cooperative relationships with many companies such as Huawei, Qualcomm, and DragonFlag. In cooperation, Archermind recruits employees according to the customers' needs and dispatches them to work in the customer's company. The job responsibilities and performance evaluation are conducted by the customer. In most cases, dispatched employees do not enjoy the benefits provided by the customer company. Instead, Archermind pays their salaries and social insurance premiums and awards project bonuses based on the overall profitability of the project and customer feedback. After the project is completed, if there are no other projects requiring their services in the short term, employees will be laid off. If there are other projects available, they will be dispatched to the new project with their consent. Customers can reduce the cost of recruiting and dismissing employees through this approach. Archermind balances the risk by charging the customer a price that covers the difference between the salary paid to employees and the price paid to Archermind. Additionally, Archermind maintains a pool of employees by paying lower wages to those who have not yet been assigned to a project, to meet any short-term labor demands that may arise.
HCZY is a strategic brand created by Archermind Technology to focus on the development of the broad OpenHarmony ecology business. The business team currently has more than 150 employees, with research and development personnel accounting for over 70%. Currently, the business focuses on the industrial, energy, transportation, government, and education sectors, launching a series of industry-specific editions and development board kits for autonomous products. Combined with industry intelligence, Harmony intelligent interconnection, and OpenHarmony solutions, the business is committed to becoming a leading provider of broad Harmony ecological solutions and products in the industry, contributing to the establishment of a "Digital China" terminal operating system. 
As mentioned earlier, employees of HCZY are distributed across four cities: Nanjing, Beijing, Wuhan, and Xi'an. The personnel distribution in each city is not allocated according to technical structure. In other words, there are duplicate configurations of technical personnel in different cities. For example, there are application development engineers in both Wuhan and Beijing, and driver development engineers in both Nanjing and Beijing. Personnel management is not only based on geography but also on project requirements. In some projects, employees from Beijing, Wuhan, Nanjing, and Xi'an may all be involved.
In terms of human resources management, Nanjing serves as the headquarters of Archermind, the parent company. It has a corresponding human resources manager and administrative assistant. In the Beijing department, HCZY's business office is independent of the Beijing branch, but human resources management is still the responsibility of the Beijing branch. Of course, many tasks can be handled remotely, but their efficiency will be somewhat reduced, and the cost will be higher. 
According to the financial report of HCZY department in 2022, the revenue was less than three million RMB, while the expenses exceeded eight million RMB, resulting in a net loss of over five million RMB. The company has set a business target for HCZY department in 2023 to achieve a balance between income and expenditure, with a turnover of twenty million RMB.
Importance of Performance management
According to Armstrong (2020), Performance management is a means of getting better results by providing the means for individuals to perform well within an agreed framework of planned goals, standards and competency requirements. 
Guest (1997) explained how HRM practice impact on the performance as follows: ‘It proposes that high performance, at the individual level, depends on high motivation plus possession of the necessary skills and abilities and an appropriate role and understanding of that role. It is a short step to specify the HRM practices that encourage high skills and abilities, for example careful selection and high investment in training; high motivation, for example employee involvement and possibly performance-related pay; and an appropriate role structure and role perception, for example job design and extensive communication and feedback.’ 
As defined by Aguinis (2005: 2): ‘Performance management is a continuous process of identifying, measuring and developing the performance of individuals and teams and aligning performance with the strategic goals of the organization.’ Its five elements are agreement, measurement, feedback, positive reinforcement and dialogue.
Performance management can contribute to the development of a high-performance culture in an organization by delivering the message that high performance is important. Individual and team performance management systems play an important part, too. 
The performance management status of HCZY
As Keegan and Francis (2010: 873) noted: HR work is now ‘largely framed as a business issue’. The emphasis is on business alignment and strategic fit. These are important requirements but focusing on them can lead HR professionals to place correspondingly less emphasis on employee needs and motivations when developing their new and altered arrangements.
Firstly, HZCY does not have a clear performance management system. Each employee receives the salary determined in their own offer, regardless of how much work they have done in a month, only if they show up to work on time every day. Although if an employee cannot complete the tasks assigned to him/her according to the expectations of his/her superiors, he/she may be verbally reprimanded or warned of potential termination.
Secondly, during the early stages of establishment, due to unclear organizational structure and job functions, as well as constant changes in members, each employee's responsibilities and tasks also change, and tasks often do not match the employee's strengths or areas of expertise. However, leaders have unrealistic expectations of quickly achieving results. As a result, when employees fail to meet these expectations, they may be blamed or even threatened with job loss, which can negatively impact their motivation and loyalty. They may begin to seek new job opportunities in order to have a better place to go before being fired. 
Thirdly, although 80% of HCZY's employees have no prior experience with OpenHarmony, less than 20% of them have been previously deployed to work on Huawei's Harmony project for more than a year. OpenHarmony and Harmony share many similarities in terms of system architecture and core technologies, so the company is capable of organizing technical training to help employees become familiar with and adapt to the new technology platform more quickly, thus avoiding wasting time on common problems. However, the reality is that almost all developers who entered HCZY from other technology platforms were initially very frustrated, and at least 5 employees (more than 70% of the resignments) resigned as a result. They felt panicked about encountering more unknown problems in their work, didn't know who to turn to for help, or felt that no one was willing to assist them.
Another issue related to employee performance is the work environment. Occasionally, when employees chat about topics unrelated to their current work (perhaps they are interested in the work of other colleagues or the topic is truly unrelated to work), they are usually interrupted. A suppressed work atmosphere reduces employee happiness and loyalty.
Weakness and impact analysis
The weaknesses of HCZY's performance management system and the impact this has had on the organization can be summarized as follows:
1. Lack of a clear performance management system: HCZY does not have a clear performance management system in place. This lack of performance metrics may cause employees to lack motivation and may not provide clear feedback on their performance.
2. Unrealistic expectations and lack of clear job responsibilities: During the early stages of establishment, HCZY had unclear organizational structure and job functions, leading to constant changes in members' responsibilities and tasks. Leaders had unrealistic expectations of quickly achieving results, leading to blaming or even threatening employees with job loss when they fail to meet these expectations. This may negatively impact employees' motivation and loyalty, causing them to seek job opportunities elsewhere.
3. Lack of support for employees with no prior experience: Although HCZY is capable of providing technical training to employees to adapt to the new technology platform quickly, the reality is that almost all employees who entered HCZY from other technology platforms were initially very frustrated. This may be due to encountering unknown problems in their work, lack of support from colleagues or superiors, or feeling like they had nowhere to turn for help. This may lead to reduced productivity and even employee turnover.
Suggestions
As Guest (1997: 269) argued: ‘The distinctive feature of HRM is its assumption that improved performance is achieved through the people in the organization.’ If, therefore, appropriate HR policies and practices are introduced, it can also be assumed that HRM will impact on firm performance. 
To improve its performance management, HCZY needs to:
1. Establish a performance management system that clearly outlines employees' roles, responsibilities, expectations, and key performance indicators (KPIs). The system should include regular performance evaluations, feedback, and coaching to help employees understand how they are doing and identify areas for improvement.
According to Armstrong (2020), Performance management at organizational, team and individual level defines what high performance is and how managers and their teams should achieve it. It explains how performance should be measured and the steps that should be taken to monitor results in comparison with expectations.
That is, the performance management system should include:
1) SMART Goal setting 
According to Chamberlin (2011: 26), ‘the real aim of setting objectives is for people to know exactly what it is they have to do, when they’ve done it, that they are able to do it, why they have to do it (ie who for) and that it is something they should be doing, and how they are progressing along the way’. 
Goals or objectives should satisfy ‘SMART’ principle. Traditionally, S stands for specific (sometimes ‘stretching’), M for measurable, A for agreed, R for realistic and T for time related. Or as Chamberlin (2011: 26) and Blanchard (1989) suggested: the last three letters should be amended to read A for attainable, R for relevant and T for trackable.
In HCZY’s case, what urgently needs to be improved is: 
Align employee tasks with their strengths: HCZY should assign tasks that match employees' strengths and areas of expertise. This will help them feel more engaged in their work and motivated to perform well. Additionally, HCZY should provide opportunities for employees to give input on their tasks and responsibilities, which can help create a more collaborative and inclusive work environment.
2) Performance review
a) Recognize and reward good performance: HCZY should recognize and reward employees who perform well. This can be done through bonuses, promotions, or other incentives. Recognizing and rewarding good performance can help motivate employees to continue to perform well and feel valued by the company.
b) Multisource feedback: To obtain a more objective and comprehensive evaluation, assess and feedback should be given by a number of people who may include their manager, subordinates, colleagues and customers. Such as 360-feedback or a variant of it.
However, it is important to note that good performance should not solely focus on the results.
Performance is defined as behaviors that accomplishes results. As noted by Brumbach (1988: 387): Performance means both behaviors and results. Behaviors emanate from the performer and transform performance from abstraction to action. Not just the instruments for results, behaviors are also outcomes in their own right – the product of mental and physical effort applied to tasks – and can be judged apart from results.
360-feedback is a popular performance appraisal technique that involves evaluation input from multiple levels within the firm as well as external sources.
According to Jafari M. & Bourouni A. & Amiri H. A. (2009), 360 Degree feedback relies on the input of an employee’s superior, colleagues, subordinates, sometimes customers, suppliers and/or spouses. Elberfeld A.V. (2005) noted that 360-feedback provides people with information about the effect of their action on others in the workplace and a notion of behavioral change might be elicited through a process of enhanced self-awareness.
According to Armstrong (2020), The performance review meeting is the means through which the five primary performance management elements of agreement, measurement, feedback, positive reinforcement and dialogue can be put to good use. It leads to the completion of the performance management cycle by informing performance agreements. The review should be rooted in the reality of the individual’s performance. It is concrete, not abstract, and it allows managers and individuals to take a positive look together at how performance can become better in the future and how any problems in meeting performance standards and achieving objectives can be resolved. Individuals should be encouraged to assess their own performance and become active agents for change in improving their results. Managers should be encouraged to adopt their proper enabling role: coaching and providing support and guidance.
3) Performance improvements plan
a) Provide training and development opportunities: HCZY should provide regular training and development opportunities to help employees improve their skills and knowledge. This will help them feel more confident in their abilities and enable them to take on new challenges. Additionally, HCZY should identify areas where employees need further training or support and provide resources to help them improve.
Cappelli (2008: 196) wrote that: ‘When employees fail in their jobs, part of the organization also fails.’ Help employees to success, then the organization also partly success. 
b) Provide support and resources for new technology platforms: HCZY should provide support and resources for employees who are new to OpenHarmony or other technology platforms. This can include technical training, mentoring, and access to resources such as documentation or online forums. Providing support and resources can help employees feel more comfortable and confident in their work, which can improve their performance and job satisfaction.
Social cognitive theory (Bandura, 1986) suggests that what people believe they can or cannot do powerfully impacts on their performance. Developing and strengthening positive self-belief in employees is therefore an important performance management objective.
2. Improvement of performance management system with the Deming’s (1986) plan-do-check-act model continuously. 
[image: ]
(Armstrong,2020)
Performance management system supports in setting out the standards for the personnel, ascertaining the training needs of the employees in the organization, helps the management in making the key decisions affecting the performance of the employees such as deciding the payment structure, planning out the compensation programs, and developing incentive plans for the employee. Thus, for effective leadership, designing a flawless performance management system is imperative (Vyas, et al. 2021). PDCA model pushed the performance and the performance management system better and better.
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