[image: ]


Name:  Yanjun, Wang

Student Number:  1903456

Module Title:  Visions for the Future – 
Theoretical Perspectives on Management 
            
Module Code： LCDB7006
Assignment Title:   Chinese Public University Performance
Management Innovation of Academic Staffs


Module Lecturer’s Name: Dr. Nandish Patel










Table of content
Introduction	5
1. Issues of current performance management of academic staff in Chinese universities	6
1.1 Performance indicators are not reasonable and comprehensive	6
1.2 Performance management process lacks democracy and participation	7
1.3 No timely feedback on the evaluation results and insufficient incentive measures suppresses autonomy and creativity of academic staff	8
1.4 Conflict between academic power and administrative power	8
1.5 Focus on scientific research rather than teaching	9
1.6 Over-emphasis on quantified research performance at the expense of quality and academic staff innovation	10
1.7 Standardized performance management approaches ignore differences	11
2. Management theories	13
2.1 F W Taylor’s scientific management theory	13
2.2 Henri Fayol’s administrative management theory	14
2.3 Max Weber’s bureaucratic theory	15
2.4 George Elton Mayo’s human relation theory	17
2.5 Peter F. Drucker’s knowledge worker theory	18
2.6 Peter Senge’s learning organization theory	19
3.Analysis and evaluation	21
3.1 F W Taylor’s scientific management theory is not suitable for performance management of academic staff	21
3.2 Henri Fayol’s administrative management theory can not address the issues of performance management of academic staffs	24
3.3 Max Weber’s bureaucratic theory cannot solve the problems of performance management of academic staff	26
3.4 Peter F. Drucker’s knowledge worker theory is the basis for performance management of academic staffs	28
3.5 George Elton Mayo’s human relation theory provide guidance for performance management of academic staffs	30
3.6 Peter Senge’s learning organization theory provide ideas for performance management of academic staffs	32
4. Approaches to improve performance management of academic staff	35
4.1 Respect academic staff’s autonomy and encourage participation	35
4.2 Pay attention to inner psychological needs and motivate academic staff effectively	37
4.3 Establish a culture of tolerating early failure and rewarding long-term performance	38
4.4 Create a learning organization environment and a balance system	38
4.5 Build an effective and multiple feedback system	39
4.6 Improve performance indicators system	40
Conclusion	41
Reference	44


[bookmark: _Hlk39116976]Chinese Public University Performance
Management Innovation of Academic Staffs


Abstract: There are three tasks for Chinese universities: teaching, scientific research and serving the society. All the tasks are knowledge work, it’s very difficult to evaluate, especially for the quality (Kallio, Kallio and Grossi, 2017). Performance management of academic staffs in Chinese public universities still follows the previous performance management approaches of enterprises which ignore the facts of that academic staffs are knowledge workers and teaching, scientific research and society service are totally different from the traditional manual work(Shah et al., 2012; BĂCANU, 2016; Kallio et al., 2016). Outdated and unsuitable performance management approaches impair teachers' autonomy, inhibit teachers' creativity, reduce teachers' performance, which prevent performance management from achieving its intended purpose of improving overall university performance (Ren, Zhao and Li, 2017; Liu, 2018). universities had become much more overtly ‘managed’(Deem, 2004).

Through analysis and evaluation, it’s found that classic management theories of Taylor ’s scientific management theory, Fair ’s administrative management theory and Weber ’s hierarchical theory hardly provide guidance to performance management of academic staffs. However, those management theories based on the assumption of social man, such as Drucker ’s knowledge worker theory, Mayo ’s human relation theory and Peter Senge’s learning organization theory fit the core of performance management of academic staffs, which can provide some inspiration and guidance. At last, based on the guidance of management theories, proper approaches for improving performance management of academic staffs will be proposed.
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[bookmark: _Toc39015766][bookmark: _Toc39593426]Introduction 
[bookmark: _Hlk39017504]According to the latest academic literature of performance management, performance management not only refers to employee performance appraisal, but a variety of human resource management activities, which focus on the employee self-assessment and development and requires a harmonious work environment too(Türk, 2016; Kallio, Kallio and Grossi, 2017; Gaižauskienė and Tunčikienė, 2019). Performance management modern approaches call for open and collective leadership and replace administrative control with a system of feedback oriented to development (Doh, Stumpf and Tymon, 2012). In the mid-20th century, the concept of performance management was introduced in the Chinese enterprise management field. It was only at the beginning of the 21st century that the universities gradually introduced performance management to the management of academic staff(Liao, 2018).However, the performance management of academic staffs in Chinese public universities still follows the previous performance management methods of enterprises which ignore the facts of that academic staff are knowledge workers and their work of teaching and scientific research is totally different from the traditional manual work(Shah et al., 2012; BĂCANU, 2016; Kallio et al., 2016). Outdated performance management theories and approaches impair teachers' autonomy, inhibit teachers' creativity, reduce teachers' performance, which prevent performance management from achieving its intended purpose of improving overall university performance(Ren, Zhao and Li, 2017; Liu, 2018). The first sector of this article will elaborate the issues of the current performance management of academic staff. The second part will introduce several management theories. The third sector will analyze and evaluate whether those theories provide guidance for the performance management issues of academic staff in Chinese public universities.

[bookmark: _Toc39015767][bookmark: _Toc39593427]1. Issues of current performance management of academic staffs in Chinese universities
[bookmark: _Toc39015768][bookmark: _Toc39593428]1.1 Performance indicators are not reasonable and comprehensive
The performance indicators only focus on the operability, while ignoring the characteristics of creativity, diversity and lag of academic staff's performance(Song, 2017). It is difficult for most academic staffs to get a fair and objective evaluation. The performance indicators are too quantitative, and the non-quantitative factors cannot be effectively evaluated, such as the quality of teaching and research, teachers' moral qualities, subject professional construction, teaching reform and curriculum setting. Furthermore, the performance indicators are too simple, which often only considers the commonality of academic staffs, but ignores the professional background and career development stage of different academic staffs. 
[bookmark: _Toc39015769][bookmark: _Toc39593429]1.2 Performance management process lacks democracy and participation
Paying too much attention to the authority of the performance management weakens the teachers' original identification with the performance management, which in turn leads to confrontation and conflict between the two sides of performance management(Liu, 2018). The establishment of performance goals and standards do not fully consider the relationship between academic staff professional development and university development, personal goals and university goals. Due to lack of participation and communication, then the target tasks are often directly assigned to academic staff with certain mandatory which seriously damaged the academic staff's self-esteem and autonomy. Through several years of performance management reforms, all academic staff’ job responsibilities have become data, and many jobs can't be measured by data have been gradually diluted and erased. Academic staff have a weak sense of job responsibilities and ambiguous personal goals, resulting in insufficient work initiative, creativity and work enthusiasm.
[bookmark: _Toc39015770][bookmark: _Toc39593430]1.3 No timely feedback on the evaluation results and insufficient incentive measures suppresses autonomy and creativity of academic staffs
The result of the performance appraisal is simply informed that the academic staff cannot find their own problems from the feedback, as well as the causes of the problems and ways to improve them. The performance appraisal results are not fully utilized, they are often only linked to the salary, and have little to do with the academic staff’s professional development and further education(Zhang, 2019). Improper incentives do not combine the characteristics of the academic staff and the nature of their work content, result in valuing short-term incentives and ignoring long-term incentives, valuing material incentives and ignoring psychological incentives. Such incentives are not conducive to stimulating the autonomy and creativity of the academic staff, and are not conducive to the sustainable development of the academic staff and the university.
[bookmark: _Toc39015771][bookmark: _Toc39593431]1.4 Conflict between academic power and administrative power
Academic power and administrative power are two very important forms of power in university management. Before the university implemented the performance management, academic power was dominant and at least a certain degree of balance was maintained. However, in China, "Administrative culture" has invaded the university campus, and administrative power dominates the university's management, including performance management(Zhang, 2019) . For a long time, the allocation of academic resources and educational resources in Chinese universities has been dominated by administrative departments at all levels. For example, academic staff promotion and performance indicators are determined by administrative power based on management needs. It is difficult for the administrative power and academic power of universities to be truly separated and independent nowadays. However, academic staff require freedom and a relaxed environment to innovate and create in teaching and research, which is in contradiction with the bureaucracy and compulsion of administrative pursuit of efficiency, which leads to a certain conflict between academic power and administrative power.
[bookmark: _Toc39015772][bookmark: _Toc39593432]1.5 Focus on scientific research rather than teaching
The three major functions of universities are teaching, scientific research and social services, of which teaching is the central task of universities. At present, there is a serious problem of emphasis on scientific research over teaching in performance management of universities, thus weakening the basic function of teaching(Wang and Chen, 2019). The teaching effect, teaching input and teaching quality, which are difficult to evaluate with quantitative performance management indicators. The teaching effect itself has a large lag, but performance management indicator of teaching is relatively simple. Focusing on the quantity at the expense of quality becomes a very difficult problem for teaching performance management. This has led to teaching performance indicators becoming soft indicators and scientific research performance indicators becoming hard indicators, thus weakening the university ’s educational function. Some academic staff put a lot of energy into writing papers, applying for projects, etc., while ignoring the improvement of teaching methods and teaching quality.  What's worse, some professors arrange for graduate students to take classes for undergraduates instead of themselves, resulting in the undergraduate teaching quality cannot be guaranteed. The tendency of emphasizing "research" rather than "teaching" will hinder the improvement of the teaching quality of universities and affect the interests of students and whole society.
[bookmark: _Toc39015773][bookmark: _Toc39593433]1.6 Over-emphasis on quantified research performance at the expense of quality and academic staff innovation

Quantitative indicators are scientific in some way, but if it is over-quantified, it will be biased. At present, many universities pay more attention to the number of scientific researches completed by academic staff, including high rank of papers, publications and fund of project, etc.(Wang and Chen, 2019). The research performance indicators motivate academic staff's scientific research to a certain extent, but if not handled properly, it will inevitably promote short-term behavior in research. For example, some academic staffs originally had strong potential research ability, but in order to complete the annual performance indicators, they rushed to write papers, and were reluctant to engage in those topics that have a long cycle, a large workload, and a low return rate, but are of great significance. Annual personal performance has reached the standard, but it has not produced far-reaching, original, and practical research results, and has little impact on the scientific research development of the universities and society. For a long time, it is easy to produce "academic bubbles"(Wang and Chen, 2019).

[bookmark: _Toc39015774][bookmark: _Toc39593434]1.7 Standardized performance management approaches ignore differences
At present, in China, both research universities and teaching universities tend to adopt a performance management model that emphasizes scientific research assessment. This is neither necessary nor wasteful of resources, and deviates from the purpose of performance management. Any performance indicators and standards are not omnipotent and absolute. It is impractical and unhuman to measure all situations with a standard ruler. It needs to be constantly improved and supplemented.  The unified performance indicators seem to achieve "Equality for everyone", and they seem to be easy to operate in reality. However, this so-called "no difference" norm will eventually lead to a "differential" result. Scientific research has its inherent laws, and different disciplines have different characteristics. From the perspective of the ease of publishing papers, there is a huge difference between natural sciences and social sciences. From the perspective of scientific research funding, engineering scientific research projects have more funding. The fund of scientific research projects in the arts and sciences is relatively much less. If blindly pursuing unified quantitative indicators and ignoring disciplinary differences, such a result will not only fail to achieve the incentive effect, but may cause some disciplinary teachers to have a strong sense of injustice and seriously dampen their enthusiasm for work.

1.8 Depressed work and academic atmosphere and intense interpersonal relationships
As above mentioned, various problems in the process of performance management of academic staffs undermine academic freedom and autonomy of academic staffs. Because the university did not communicate and explain effectively with the academic staffs when formulating the performance indicators, which led to tension between both sides. Academic staffs are under tremendous pressure to complete quantitative indicators and keep their jobs. Meanwhile, unreasonable performance indicators cause unfairness, which leads to a widening of income gap and uneven wage distribution, which affects the interpersonal relationship between academic staffs. All these will weaken intrinsic motivation, enthusiasm and creativity of academic staffs.
[bookmark: _Toc39015775][bookmark: _Toc39593435]2. Management theories
[bookmark: _Toc39015776][bookmark: _Toc39593436]2.1 F W Taylor’s scientific management theory
[bookmark: _Hlk39183011][bookmark: _Hlk39185317]The founder of the scientific management theory is Taylor, which was formed in the late 19th century and early 20th century. It is the product of the times of the industrial society. The core content of the theory is to standardize and normalize the work content, and then to achieve the improvement of enterprise production efficiency. Before Taylor, there are no objective standards and methods to judge the length of time it took to complete a certain job, and how to improve the working mode. The standards applied in reality are the experience accumulated in the past practice. For the first time, Taylor distinguishes scientific management from previous purely empirical management, and systematically introduces scientific methods into management practice (Taylo,2004). The central issue discussed by scientific management is to take all measures and methods to "enhance the output of each unit of labor", thereby improving the labor productivity of the entire society (Taylo,2004). The theory is based on the assumption of the economic man, that is, society is composed of groups of unorganized individuals; they strive to  pursue maximum economic income in thought and action; the management is facing only the simple sum of individuals(Jones, 2000). In "Principles", Taylor systematically expounded the four basic components of the principles of scientific management, namely forming a true science of work, selecting workers scientifically, selecting and training workers, and keeping managers and workers intimate partnership for a long time(Taylo,2004).

[bookmark: _Toc39015777][bookmark: _Toc39593437][bookmark: _Hlk39197002]2.2 Henri Fayol’s administrative management theory
[bookmark: _Hlk39185414]Administrative management theory was developed by Henri Fayol in 1916.The core of administrative management theory is upper management commands and controls(Mahmood, Basharat and Bashir, 2012). Fayol believes that business management and general management are two different concepts. To build general management theory system, it’s necessary to distinguish business management activities from general management activities. On this basis, it is possible to think systematically about the characteristics of general management activities(Wren, Bedeian and Breeze, 2002).
According to administrative management theory, there are five functions of management: plan, organize, command, coordinate, monitor (Onkor, 2009). There are 14 principles of management: division of work, equity, discipline, initiative, authority and responsibility, Esprit De Corps, subordination of individual interest to general interest, stability of tenure, remuneration, unity of direction, centralization, scalar chain, unity of command(Mahmood, Basharat and Bashir, 2012,p48) .

[bookmark: _Toc39015778][bookmark: _Toc39593438][bookmark: _Hlk39198981]2.3 Max Weber’s bureaucratic theory
[bookmark: _Hlk39200148]Max Weber's bureaucratic theory originated from the background of western industrialized society. Max Weber created this theory in 1947 in his work of Theory of Social and Economic Organization. The main focus of his theory is organizational structure, which is a hierarchical structure adhering to strict rules. In the organization, people are bound by bureaucracy. Max Weber focused on dividing the organization into multiple layers and establishing strong lines of authority and control. He suggested that organizations should develop comprehensive and detailed standard operating procedures to perform scheduled tasks(Mahmood, Basharat and Bashir, 2012).

Weber made a distinction between authority and power. Power produces obedience through force or the threat of force which induces individuals to adhere to regulation. According to Max Weber, there are three types of power in an organization: traditional power, charismatic power, bureaucratic power or legal power. There are eight principles of bureaucratic management theory: written rules, system of task relationship, specialized training, hierarchy of authority, clear identified duties, paper work, fair evaluation and reward, maintenance of ideal bureaucracy(Mahmood, Basharat and Bashir, 2012,P48).

There are three characteristics of Weber's Bureaucratic Theory(Wang and Chen, 2016). Firstly, organizational efficiency and rationality are extremely focused on. Efficiency is the highest standard to measure the effectiveness of the organization. The management should complete the work with the highest possible efficiency and as little cost as possible. Secondly, a highly centralized organizational structure. In order to achieve a high degree of centralization and unity in the organization, upper-level bureaucrats set clear targets and strict assessments to make the behaviors of lower-level members be strictly subject to organizational rules. Thirdly, passive public participation. In Weber's theory of bureaucracy, the management object, as the object of government regulation and service, often plays a passive role of participation.

[bookmark: _Toc39015779][bookmark: _Toc39593439][bookmark: _Hlk39201961]2.4 George Elton Mayo’s human relation theory
George Elton Mayo (1880-1949) is an American behavioral scientist originally from Australia and the founder of human relation theory. Through nine years of experimental research, the Hawthorne experiment, he opened the prelude to the study of human behavior and human relation in an organization. Mayo got several enlightenments in the experiment(Wang and Chen, 2016). Firstly, the fundamental factor affecting production efficiency is not the working conditions, but the workers themselves. The workers who participated in the experiment realized that they were “noticed”, which created a strong sense of existing and belonging, result in increasing labor productivity(Beatley, 2016). Secondly, Workers are "social men" instead of "economic men". Mayo believed that people's behavior is not simply motivated by the pursuit of money, but also social and psychological needs. That is to pursue friendship, security, belonging and respect among people, which are more important for incentive. Thirdly, there are informal organizations in the enterprise (Bruce and Nyland, 2011). Fourthly, there are significant differences between informal and formal organizations. In formal organizations, efficiency logic is its norm of behavior; in informal organizations, emotional logic is its norm of behavior. If managers only manage according to the efficiency logic, and ignore the emotional logic of the workers, it will inevitably cause conflicts and affect the improvement of enterprise productivity and the realization of goals (Beatley, 2016). Therefore, management authorities must pay attention to the role of informal organizations, and pay attention to maintaining a balance between the efficiency logic of formal organizations and the emotional logic of informal organizations, so that managers and workers can fully cooperate. Fifthly, the new leadership ability is to improve worker satisfaction. Among the factors that determine labor productivity, the first factor is worker satisfaction, while production conditions and wages and compensation are coming next.  Higher employee's satisfaction will promote higher morale and higher efficiency. High satisfaction comes from the effective satisfaction of workers' personal needs, including not only material needs, but also spiritual needs(Bruce and Nyland, 2011).

[bookmark: _Toc39015780][bookmark: _Toc39593440]2.5 Peter F. Drucker’s knowledge worker theory
In 1959, in the book "Landmarks of Tomorrow", Drucker proposed the concept of "knowledge worker". In the book of “Management challenges for the 21st century” in 2007, he further elaborated on the concept of knowledge worker and how to increase the productivity of knowledge workers (Druker,1999). Drucker believes that knowledge workers are employees who have the ability to define, develop, and disseminate information. Such employees can effectively manage their work in their professional fields. So knowledge workers must not only have relevant knowledge, but also be able to apply knowledge and further innovate knowledge at work; They need not only to master today ’s knowledge, but also have the ability to learn knowledge for the future(Heidary Dahooie, Ghezel Arsalan and Zolghadr Shojai, 2018).The professional knowledge of knowledge workers is their own "production tool".
Knowledge workers have a high degree of autonomy and innovation ability, and consciously pursue benefits. Knowledge workers are not subordinates, they are collaborators. Knowledge workers cannot be controlled, managers can only give assist for them(Shujahat et al., 2019).
According to knowledge worker theory, improving the autonomy of knowledge workers and strengthening the sense of responsibility of knowledge workers are the key to improving their productivity and achievements. Knowledge workers must be able to evaluate their contribution. Management should allow knowledge workers to do their jobs in suitable positions. Knowledge workers should not be regarded as costs, but as assets(Shujahat et al., 2019).

[bookmark: _Toc39015781][bookmark: _Toc39593441][bookmark: _Hlk39247748]2.6 Peter Senge’s learning organization theory
[bookmark: _Hlk39525277]With the advancement of technology and the development of society, the world is changing from time to time, and the environment we face is becoming more and more complex. This requires our organization to have strong adaptability to cope with changes, and establishing a culture of continuous learning is essential(Fillion, Koffi and Ekionea, 2015). In the future, only organizations that know how to inspire learning enthusiasm and learning ability at all levels of the organization can survive.

[bookmark: _Hlk39782744]In the book of “The fifth discipline fieldbook: Strategies and tools for building a learning organization”, Peter Senge proposed that Managing the company as a learning organization. There are five characteristics of a learning organization. First, personal mastery. people can always recognize their true desires, concentrate on achieving their desires, cultivate the necessary patience, and be able to observe reality objectively. Second, mental model. Mental model is the way people understand the world and take action. Third, building shared vision. it requires all members of the organization to have a common goal, values and sense of mission to bring everyone together. Fourth, team learning. In the team learning, in-depth discussion and communication will not only improve the learning efficiency of the team, but also enhance personal learning ability. Fifth, systems thinking. It is necessary to consider all the characteristics of a learning organization in order to produce an overall larger than partial effect (Senge,2014).

Learning organization theory believes that the source of sustainable development of an enterprise is to improve its overall competitive advantage. The truly outstanding enterprise in the future is an organization that enables all employees to devote themselves to learning continuously and innovatively. By brewing the working atmosphere and corporate culture of a learning organization, new concepts of continuous learning, continuous progress, and constant adjustment, so that the organization has a more enduring vitality (Senge,2014).

[bookmark: _Toc39015783][bookmark: _Toc39593442]3.Analysis and evaluation
Can the above management theories address the issues of lecturer performance management in Chinese universities? Below every theory will be analyzed and evaluated one by one.
[bookmark: _Toc39593443][bookmark: _Toc39015784]3.1 F W Taylor’s scientific management theory is not suitable for performance management of academic staffs 
It can be known from the literature that when Chinese universities just introduced performance management system in the early 21st century, some scholars (Wang, 2013; Yang, 2017)suggested using Taylor's scientific management theory as a guide. But Taylor's theory not only did not guide the performance management of academic staff well, but also caused some problems.

First, the background of Taylor ’s scientific management theory is the industrial era, which is aimed at industrial workers who are manual workers and do simple and repeated work(Jones, 2000). However, the background of the performance management of academic staff in universities is the era of knowledge economy, and the objects of management are academic staff, who are highly specialized and independent knowledge workers. They are not engaged in simple physical work, but purely intellectual activities which are open and creative.

Second, the purpose of Taylor's scientific management is to maximize labor productivity, that is, to increase labor output per unit(Vijai et al., 2017). The labor productivity of this industrial production reflects economic benefits, which can be quantified and directly measured by data. The purpose of performance management of academic staff is to create better education and scientific research   to enhance the university's core competitiveness. Education and scientific research achievements reflect more social benefits. Social benefits are not as quantifiable as economic benefits, and cannot be measured by data. It needs a more comprehensive measurement to make an objective judgment(Nisio, Carolis and Losurdo, 2018).
Third, Taylor's scientific management methods are standardized and procedural. Because Taylor ’s scientific management is aimed at manual laborers, the content of labor is simple and repetitive, and the output of labor is products which can be improved through standardized and procedural fine management(Vijai et al., 2017). It also improve unit labor productivity and achieve management goals. The target of performance management of academic staffs is senior knowledge workers. Their research and teaching activities are highly complex, creative and long-term. Simple standardized and programmatic management methods are not suitable for the management of such advanced intellectual activities.

Fourth, Taylor's scientific management incentives are mainly economic stimuli. Taylor's scientific theory is based on the assumption of economic man. The purpose of people's work is to pursue the individual's economic interests to the maximum(Vijai et al., 2017). Therefore, the economic benefits can motivate workers to work hard and improve labor productivity. But university teachers are typical social people. In addition to pursuing economic benefits, they also value the intrinsic emotional needs such as a sense of mission, a sense of autonomy, opportunities of growth and a sense of honor. Therefore, simple economic stimulus is not enough to incentive academic staffs(Mather and Seifert, 2011).

Therefore, Taylor's scientific management theory can't provide guidance for the current performance management of academic staff in universities. Even the current problems of performance management in universities is the result of borrowing performance management model based on scientific management from enterprises.

[bookmark: _Toc39593444][bookmark: _Toc39015785]3.2 Henri Fayol’s administrative management theory cannot address the issues of performance management of academic staffs 
First, the background of the theory of administrative management is the industrial age, and the object of management is industrial workers. Industrial workers are engaged in simple and repeated work. The background of performance management of academic staff is the era of knowledge economy, and the objects of management are senior knowledge workers, whose labor is characterized by high difficulty and creativity.

Second, administrative management theory emphasizes the improvement of enterprise efficiency. Planning, organizing, demanding, coordinating and controlling the entire production process of the enterprise can improve production efficiency as long as the workers works hard under the management of the enterprise(Mahmood, Basharat and Bashir, 2012). The main reason is that the workers at that time had a relatively low education level and low autonomy. The management through command and control can better standardize and streamline production activities, thereby improving production efficiency. However, academic staff are the owners and producers of knowledge. Managers can't let academic staff output high-quality intellectual achievements (teaching and scientific research) through command and control like industrial workers. Because academic staff are groups that pursue autonomy, individuality, diversity and innovation. Command and control will damage their autonomy, dampen their enthusiasm, even make them feel repulsive, which make them not cooperate with the universities.

Third, the centralization, unified leadership, unified command, and hierarchical system of administrative management theory are all top-down management, emphasizing the authority of managers, lack of communication and participation(Fan, 2011). In the era of workers as machine parts, this top-down management can save communication costs, efficiently implement management policies, and thus achieve the purpose of improving productivity. However, in the context of performance management of academic staffs, since academic staffs are a group with high self-esteem and high autonomy, a management model without communication, participation and feedback will reduce their recognition of performance management goals, and thus damage performance management goals. 

Therefore, administrative management theory cannot solve the problems of administrative power suppressing academic power, poor participation of academic staffs, insufficient communication and feedback, etc. in the performance management process of universities, but the reasons for these problems.

[bookmark: _Toc39593445][bookmark: _Toc39015786]3.3 Max Weber’s bureaucratic theory cannot solve the problems of performance management of academic staffs 
First, the public is often excluded from the policy process according to the bureaucratic theory. Bureaucratic theory emphasizes instrumental rationality, which endows the policy process with legitimacy, which also reflects the pursuit of instrumental rationality(Wang and Chen, 2016). Therefore, experts have formed a kind of technical arrogance, thinking that the public is ignorant and can be ignored, and even thinks that public participation may affect the efficiency and scientificity of policy implement. So, the public is often excluded from the policy process. In fact, instrumental rationality is only a part of rationality, and what people have is not all of instrumental rationality. When the policy process only reflects the human ambitions in technological development and the pursuit of the so-called new blueprint, it often generates irrational policy which unconsciously led mankind to the "slavery road". Many of the performance indicators of universities are directly formulated based on administrative power, ignoring the participation and demands of academic staff, and failing to reflect the characteristics of academic staff and their work. Which will cause unreasonable performance indicators and damage academic staffs' recognition of performance management.

Second, bureaucracy stifles autonomy and creativity. The bureaucratic system implements strict hierarchical control, requiring the subordinates to strictly obey the superiors and complete the orders of the superiors without compromise(Mahmood, Basharat and Bashir, 2012). This is a system of order and obedience which can ensure efficient policy implement at the price of the loss of human autonomy. The bureaucratic order obedience system undermines the atmosphere of academic freedom. Because academic staff in universities are highly autonomous knowledge workers, they have a high sense of mission and honor, and pursue the realization of personal value. Their work is also a highly innovative intellectual activity that requires human emotion and perception as support. If they are turned into robots, their imagination and creativity will be stifled. Even if the performance completed under the pressure of evaluation, there will be no high-quality and highly creative results. If this continues for a long time, it is not conducive to the academic staff's personal potential, nor is it conducive to the improvement of the long-term overall performance of the university.

Therefore, Weber's bureaucracy is the cause of the conflict between administrative power and academic power during performance management process in universities.

[bookmark: _Toc39593446]3.4 Peter F. Drucker’s knowledge worker theory is the basis for performance management of academic staffs
Recognizing that academic staff are knowledge workers which is the foundation of university performance management. A review of literature of Drucker’s knowledge worker shows that knowledge worker is who possesses and applies knowledge to create useful products and services for society. The biggest feature of knowledge workers is that they are independent and can actively integrate resources to create value and promote economic, social and cultural development. Academic staffs are such knowledge workers who are different from manual workers. They have a high degree of autonomy and self-management capabilities. They are engaged in creative work, so their determinants of labor productivity are also different (Drucker, 2007).

How to increase the labor productivity of knowledge workers? Knowledge workers must have the right to manage themselves. Knowledge workers must constantly innovate in their work, tasks and responsibilities. Knowledge workers need to be continuously educated, while constantly instructing others to learn. The productivity of knowledge workers cannot be measured solely by numbers. At the same time, quality should be emphasized. Quality is the essence of knowledge workers ’output, and the connotation of quality should also be clearly defined. Finally, knowledge workers should not be regarded as costs, but assets, and they should be given proper treatment and incentives. Knowledge workers cannot always complete tasks according to the arrangement of procedures. For example, when teachers are in class, they can use teaching methods flexibly according to the interaction between teachers and students. To increase the productivity of manual workers, you only need to tell them what to do. To increase the productivity of knowledge workers, it is not only necessary for knowledge workers to change their attitudes, but also for the entire organization to change its attitudes (Druker,1999).

All of these above can provide guidance for performance management of academic staffs in Chinese universities. Because academic staff are knowledge workers with a high degree of autonomy and self-management, who use knowledge to teach, scientific research, serve the society. And these jobs cannot only be measured by quantity, quality is the most important criterion for judging the quality of these jobs. For example, when judging the quality of a teacher ’s teaching, we should not only focus on the number of students, but on how much knowledge students have learned. When evaluating teachers' scientific research work, we should not only consider the number and grade of articles published, but also consider the actual social effect of scientific research.

[bookmark: _Toc39015787][bookmark: _Toc39593447][bookmark: _Hlk39463661][bookmark: _Hlk39285366]3.5 George Elton Mayo’s human relation theory provide guidance for performance management of academic staffs
First, human relation theory emphasizes human autonomy which provide guidance to respect the autonomy of academic staff to improve their creativity. The traditional classical management theories focus on the management of things and work, which underlines the standardization of products, materials and tools, the establishment of a reasonable organizational structure, an effective organizational system and a clear division of responsibilities. The traditional classical management theories also ignore the needs and goals of individuals, and even treat people as machines, thus neglecting their initiative and creativity. Behavioral science is the opposite which lays stress on the importance of human factors. It clearly recognizes that everything must be done by people, all products must be achieved by people and all organizational goals need to be achieved by people(Beatley, 2016). Therefore, the focus of management should be on the management of people and their actions. In this way, managers can achieve effective control of people by predicting, inspiring, and guiding human behavior, and through effective control of human behavior, to achieve effective control of things, thereby achieving management expectations aims.

Second, human relation theory believes that effective communication can improve efficiency which can provide guidance for the full participation of academic staffs in the process of performance management. In the Hawthorne interview test, Mayo has noticed that the friendly communication method can not only understand the needs of employees, but also improve the relationship between the superiors and subordinates, thereby making the employees work harder and more voluntarily(Bruce and Nyland, 2011). Managers should be good at helping and inspiring others to express their thoughts and feelings, and not to actively express their opinions. Being good at listening to others' opinions and inspiring their creative thinking can not only make employees strengthen their trust in managers, but also enable managers to obtain useful information from them and organize their work more effectively(Beatley, 2016). Sincere and effective communication will increase employees' self-confidence and sense of mission, and strive to create better performance. Sincere and effective communication also helps to create a harmonious working atmosphere and improve employee satisfaction, so that they can work tirelessly to achieve corporate goals. Academic staff are highly self-respecting groups, effective and full communication can make them feel respected and valued, so that they can better take the initiative to teach and scientific research.

Third, human relation theory emphasizes the role of informal organizations in enterprise which provides inspiration for universities to create a harmonious organizational culture. Organizational culture is an effective way to seek a dynamic balance between efficiency logic and emotional logic. The employees do not exist as an isolated individual, but is a member of the group. Their behavior is largely influenced by other individuals in the group. Cultivating common values ​​and creating a positive organizational culture is the most effective way to coordinate the relationships of various interest groups within the organization, which can be conducive to play the synergy of the organization and increase the cohesion of the organization too(Bruce and Nyland, 2011). Creating a good organizational culture at the universities can eliminate the tension between academic staff due to intense competition, which is conducive to the sharing of experience and cooperation between academic staff, and further stimulate their creativity to make greater contributions to performance goals of universities.

[bookmark: _Toc39015789][bookmark: _Toc39593448]3.6 Peter Senge’s learning organization theory provide ideas for performance management of academic staffs
The fifth discipline  proposed by Peter Senge（1990） are actually five techniques for improving the thinking patterns of individuals and organizations which makes organizations move towards learning organizations. As a whole, they are closely related and indispensable. universities should also become learning organizations. By improving the thinking patterns of academic staffs and universities management, individual and organization can fully realize their potential, stimulate creativity, and achieve the purpose of improving organizational performance while improving individual performance.

[bookmark: _Hlk39334631]First, personal mastery. People who are proficient in " personal mastery " can continually realize the desires they most want to realize in their hearts. Their attitudes towards work are just like artists' pursuing for art. With this spiritual power, personal learning is not a one-time project, but a continuous process that is endless (Senge, 2014). learning organization is rooted in the individual's willingness and ability to learn. Academic staffs are knowledge workers who pursue self-transcendence and self-value realization. They have strong learning needs and motivation. On this basis, universities should be learning organizations.
　　
Second, improving mental models. The discipline of " improving mental models" is self-reflection. With the development of the times and changes in the environment, old ideas and models of thinking should be changed to better adapt to society and achieve the purpose of organizational development(Senge, 2014). The enlightenment to university performance management is that universities should pay more attention to the characteristics of academic staff and the particularity of teaching and scientific research, then find out the right performance management suitable for itself, instead of continuing to borrow the performance management system from enterprises.
　　
Third, building shared vision. Only when there is a shared vision that we sincerely desire to achieve will everyone work hard from the bottom of heart, thereby making the organization prosperous(Senge, 2014). In the process of performance management of academic staffs, the university should fully communicate with the academic staffs and combine their personal vision with shared vision of the university. Which can create a positive working atmosphere of unity and friendship, and make academic staffs have a sense of collective belonging, so as to stimulate them Initiative and creativity.
　　
Fourth, team learning. The members of the team learn from each other which not only greatly improves the overall performance of the team, but also makes the members of the team grow faster(Senge, 2014). Whether it is teaching or scientific research, fighting alone is difficult to make great progress. Increasing the construction and assessment of the teaching team and scientific research team can better create a team learning atmosphere, more easily stimulate creativity and imagination, and improve teaching levels and scientific research capabilities.
　
Fifth, system thinking. The five disciplines are an organic whole, which cannot be isolated or separated to integrate the whole to get the effect that the whole is greater than the sum of the parts (Senge, 2014). University performance management is also a system. When we consider how to improve organizational performance, we must take into account the psychological needs of academic staffs, career characteristics and t job content, effective motivation, the impact of team and working atmosphere on performance, etc.  Only by taking performance management as a system can we have a holistic thinking, can we give full play to the initiative and creativity of academic staffs, and can we achieve a greater overall effect than partial effect.

[bookmark: _Toc39015791][bookmark: _Toc39593449]4. Approaches to improve performance management of academic staffs
On the basis of analysis and evaluation of management theories, several constructive suggestions are put forward for the issues in the performance management of academic staff in Chinese universities to improve the overall performance of universities.

[bookmark: _Toc39593450]4.1 Respect academic staff’s autonomy and encourage participation

Respecting academic staff's autonomy can active the teacher's enthusiasm for work and stimulates imagination and creativity. Teaching, scientific research and social service are all knowledge work. According to Drucker’s knowledge worker theory, knowledge worker has a high degree of autonomy, which helps to keep active and innovative. In teaching, teachers should have autonomy in setting teaching objectives, selecting teaching content, using teaching methods and guiding students. In scientific research, academic staffs have autonomy to arrange scientific research activities according to their professional, research interests and career development. The universities need to establish a culture of tolerating early failure and rewarding long-term performance. 

Full participation can stimulate academic staffs' autonomy. According to Henri Fayol’s administrative management theory and Max Weber’s bureaucratic theory, top-down management will turn people into machines.
Therefore, academic staffs should be involved in the performance management process. The establishment of performance goals should fully consider academic staffs' professional development and university development, taking into account academic staffs' individual performance goals and the university's overall performance goals. Based on this, academic staffs understand the university's performance requirements, clarify their career plans, and establish their own goals. This can further confirm their own value of existence and enhance their sense of responsibility. When the expected goal reaches or exceeds their preset goal, it can also stimulate their motivation for achievement. From a psychological point of view, people are generally more willing to agree with the choices and plans they make on their own, and the goals set by organizations usually come from authority and power, and are therefore excluded.

[bookmark: _Toc39015792][bookmark: _Toc39593451]4.2 Pay attention to inner psychological needs and motivate academic staff effectively
[bookmark: _Hlk39528985]According to George Elton Mayo’s human relation theory, people have not only material needs, but also spiritual and psychological needs. When people feel concerned and valued, their labor productivity will increase accordingly.  Academic staffs have a strong sense of professional honor and a pursuit of self-worth, so they should be given incentives that combine material and spiritual. When the university’s incentive mechanism is not perfect, it will directly affect the motivation of most teachers, dilute the professional development consciousness and even cause obvious job burnout. Over time, it will inevitably have a negative effect on performance. First of all, the university should communicate more with academic staffs, discover the problems and difficulties they face in time, and provide corresponding help.  Second, establish a scientific and standardized teacher honor incentive system,

[bookmark: _Hlk38984382][bookmark: _Toc39015794][bookmark: _Toc39593452][bookmark: _Hlk39454247]4.3 Establish a culture of tolerating early failure and rewarding long-term performance
Scientific research is a process of accumulated experience and repeated experiments, which requires a certain amount of time to prepare, not overnight. It is necessary to provide a good scientific research environment of academic freedom. Focus only on short-term benefits and digital goals will encourage the impetuous psychology of the academic staffs for quick success and make them live in a "digital space", blindly pursuing output regardless of the quality. Under the premise of following the rules of scientific research, scientific research managers should provide academic staffs with different levels with appropriate academic space and time, establish flexible scientific research management mechanisms, and encourage academic staffs to do scientific research for love and society needs.


[bookmark: _Toc39593453]4.4 Create a learning organization environment and a balance system
According to Peter Senge’s learning organization theory, in the future, only organizations that know how to inspire learning enthusiasm and learning ability at all levels of the organization can survive. For universities, only by becoming a learning organization can the efficiency of performance management be better improved. First, Universities should establish a free academic atmosphere, support academic staffs to build good academic teams, and encourage them to actively participate in academic exchanges and other scientific research activities. Second, universities should actively create conditions for young academic staffs' continuing education and provide special fund support. Third, universities should try their best to help young academic staffs scientifically plan their careers, clarify their personal development direction, and contribute to organizational performance goals. Fourth, universities should create a campus culture of democracy, fairness, and equality which will make people feel comfortable and refreshed, generate satisfaction and self-realization. And then the potential of academic staff can be fully developed.

[bookmark: _Toc39593454]4.5 Build an effective and multiple feedback system
According to George Elton Mayo’s human relation theory, good communication and feedback mechanism can improve labor productivity.
Therefore, universities should also build an effective communication and feedback mechanism to create a bridge between universities and academic staffs. Good communication and feedback can make universities and academic staffs recognize and support each other. As a result, universities are encouraged to improve their decision-making and management levels, and academic staffs are encouraged to improve their performance. Timely feedback on the performance evaluation results can help academic staffs recognize their own achievements and advantages, and can also help academic staffs find problems and disadvantages, so as to improve in future work.

[bookmark: _Toc39593455]4.6 Improve performance indicators system
The proper performance index is a prerequisite for scientific and objective performance management of academic staffs in universities. The performance indicators must be comprehensive, which can fully reflect the overall picture of academic staffs’ performance. Quantitative indicators and short-term assessment cannot be abused. It is necessary to make reasonable use of quantitative and qualitative indicators, and pay attention to the combination of short-term assessment and long-term assessment. For academic staffs with different disciplinary backgrounds and different job categories, universities should set different performance index weights according to the academic staffs' work priorities and subject content. Performance indicators and weights should meet the needs of the development of both academic staffs and universities. Regular surveys and dynamic adjustments should be carried out, which is an important guarantee to maintain a scientific and reasonable performance indicator system.

[bookmark: _Toc39015796][bookmark: _Toc39593456] Conclusion
Chinese universities just have implemented performance management of academic staffs in recent years. And many problems have arisen because they have borrowed the traditional corporate performance management models and experience. Most of the traditional enterprise performance management is based on classic management theories of Taylor ’s scientific management theory, Fair ’s administrative management theory and Weber ’s hierarchical theory. All these classical management theories of industrial age are based on the assumptions of economic man, emphasizing top-down standardized and procedural management. Due to the disrespect of human subjectivity, the use of human beings as a machine, human autonomy and creativity are badly stifled.

However, academic staffs in universities are knowledge workers with a high degree of autonomy, and their work is intellectual activities such as highly creative teaching and scientific research. Obviously, classical management theories cannot provide guidance for performance management of academic staffs in universities. In addition, current problems, such as emphasizing quantitative management, lack of democratic participation, and administrative power to suppress academic rights are all caused by the misuse of these theories. Those management theories based on the assumption of social man, such as Drucker ’s knowledge worker theory, Mayo’s human relation theory and Peter Senge’s learning organization theory fit the core of performance management of academic staffs, which can provide some inspiration and guidance from different aspects: Respect the autonomy and psychological needs of  academic staffs, and provide scientific and effective incentives; Establish an efficient communication and feedback mechanism to encourage  academic staffs to participate in the performance management process; Create a culture that tolerates early failure and reward long-term performance; create a learning organization environment and atmosphere to enhance overall university performance Competitiveness; improve the performance index system and scientifically and effectively manage performance.

Any management theory, no matter how epoch-making it was at the time, has limitations, and it cannot solve all management problems. Even if most of the content of classical management theories do not apply to the situation of performance management of academic staffs, but in the traditional manufacturing industry, scientific management theory still has vigorous vitality and can bring high labor productivity. In the administrative field, administrative management theory and bureaucracy still play a leading role. A single management theory cannot solve all the problems of performance management of academic staff. Knowledge worker theory provides guidance from the characteristic of worker, human relation theory from behavior, and learning organization theory from the organizational aspect.  As we all know, these theories are still constantly evolving to better solve management problems in reality. Therefore, when we apply management theories to solve the modern management problems, we must analyze the specific problems in detail. There is no best theory, only a more suitable one.
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