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ABSTRACT 

The aim of this study is to understand how performance management was formulated, 

implemented, and perceived by different staff in overseas subsidiaries of Chinese SOEs 

in other developing countries. Performance management is a crucial dimension of HRM 

since it can be used to motivate employees to work hard to ultimately enhance the 

organisations' performance. It is a management concept that originated in western 

developed economies but has been transferred to developing economies. In recent years, 

Chinese organisations have adapted this practice and modified it. Increasingly, Chinese 

MNCs have set up overseas subsidiaries in African and Asian developing countries. 

However, extant research has lacked clarity on to what extent Chinese SOEs have used 

western, home- and host-country features to conduct performance management. This 

thesis draws on organisational institutional theory to explore this important but under-

studied area.  

The research is underpinned by a critical realist perspective using a multiple case-study 

approach to examine performance management in the overseas organisations of two 

Chinese SOEs: the Mongolian mining subsidiary of SOE X1 and the East Africa 

Regional Centre (as well as its Tanzanian Project Branch) of SOE X2. Qualitative 

research during the Covid-19 pandemic resulted in a total of 33 interviews, 14 in the 

East African case and 19 in the Mongolian case. Data are analyzed through 

documentary and thematic analysis, with the aid of NVivo. 

This study makes four contributions to knowledge. Firstly, it contributes to existing 

debates on organisational institutionalism, and in particular on standardisation versus 

localisation, questioning the generalisability of existing arguments that MNCs in one 

country tend to conduct standardised HRM practices in line with headquarters in 

subsidiaries in countries that are less developed. This study further enhances the 

understanding of the unique employment systems and diverse employment contracts in 

the overseas subsidiaries of Chinese SOEs, and it highlights the varying experiences of 

different types of staff within the host countries. Secondly, the study contributes to a 

more detailed exploration of the intention-implementation gap in the HRM practices of 

MNCs in their overseas subsidiaries than was previously evident in the literature, 

revealing the underlying causes for why performance management practices are not 

implemented as planned. Thirdly, it adds new knowledge on managerial and employee 

perceptions of ‘effective’ and ‘fair’ performance management, when Chinese MNCs 

are operating in other developing countries. Fourthly, this research study provides a 

more nuanced explanation of the impacts of institutional and cultural factors on MNCs’ 

performance management, highlighting the different impacts of various host- and 

home-country institutional influences at different stages of performance management, 

and for different types of staff. The theoretical contributions are accompanied by 

insights into reflexivity, particularly regarding the positionality of a Western educated 

Chinese researcher in Chinese SOEs when operating in developing countries. 
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CHAPTER ONE 

INTRODUCTION 

-1.1 Research background  

 

Since the 1980s, scholars have sought to understand human resource management 

(HRM) by considering contextual influences (Beer, 1984). International HRM 

(IHRM) eschewed the traditional narrow focus on single countries or specific HRM 

activities (Harzing and Ruysseveldt, 2004). Instead, it turned to explore the HRM 

process in the worldwide context and undertake analysis from a global perspective 

(Brewster et al., 2005). With the increasingly complex dynamics of globalization, 

multinational companies (MNCs) have played a more and more important role through 

competition in the international market (Buckley & Casson, 2016). Against this 

background, research on HRM practices in MNCs has become one of the most 

prominent areas of debate in the IHRM literature (Brewster et al., 2016). Because of 

the close relation to strategic development and international competitive advantage, 

effective IHRM policies and practices can enable MNCs to be successful globally 

(Schuler et al., 2007).  

 

Performance management refers to the system through which organisations set work 

targets, decide performance criteria, assign and appraise performance, conduct 

feedback and training, and distribute rewards (Mone et al., 2011; DeNisi & Robert, 

2006; Festing, 2016; DeNisi & Murphy, 2017). Among the IHRM practices of MNCs, 

performance management has gained significant attention in the research of IHRM. 

There are three main explanations for this attention. Firstly, performance management 

can be experienced and viewed differently depending on different MNCs’ staff 

backgrounds and organisational positions (Tarique, Schuler, & Gong, 2006; Fee et al., 

2011). Secondly, performance management is a crucial dimension of IHRM that links 

various interests within MNCs, and can also be used to ensure alignment between 

individual efforts and organisational strategy (Geare, Edgar, & McAndrew, 2006). 

Thirdly, performance management is the set of techniques that can be used to balance 

the relationship between individual and organisational performance (DeNisi & Robert, 

2006; DeNisi & Murphy, 2017). Through evaluating individual performance within an 

agreed framework of planned targets, standards and capability requirements, 

performance management systems can motivate employees to work hard to ultimately 

enhance an organisations' performance (Mone et al., 2011). Fourthy, performance 

management is essential in order to ensure the effectiveness of other HRM practices, 

including recruitment, reward, training, and career development (Brewster et al., 2008). 

Finally, and perhaps most importantly, performance management is a way of exerting 

control over employees and of either ensuring fairness and equity or exacerbating 

unequal treatment.  

 

This study focuses on Chinese MNCs that are state-owned enterprises (SOEs) and their 

subsidiaries in other developing countries (Tanzania and Mongolia). Within IHRM 
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research, MNCs from developed countries such as UK, USA or France have often been 

the focus of study due to the outstanding economic performance of these MNCs. 

However, due to their abundance of labour and potential for development, developing 

countries such as China and India, and their MNCs have become more popular subjects 

in IHRM literature over the past twenty years (Cooke et al., 2019). Furthermore, while 

research on performance management had also gravitated around MNCs from 

developed countries (Cooke et al., 2019), the last decade has witnessed more attention 

on MNCs from emerging markets. One of the reasons for this is that foreign direct 

investment (FDI) from emerging economies has accounted for a much higher 

percentage of overall global FDI outflows, compared with that at the beginning of the 

2000s (Fan et al., 2016). Emerging economies such as China have encouraged domestic 

companies to compete globally in the international market, and thus, IHRM research 

has increasingly been concerned with emerging market MNCs and their overseas 

management strategies (Cooke et al., 2019). 

 

Chinese MNCs are of particular interest. Since the late 1970s, China has opened up to 

attract foreign direct investment (Luo & Tung, 2007; Warner, 2011). As more western 

MNCs have developed their subsidiaries in mainland China, in turn, Chinese companies 

have gradually learnt to apply western HRM concepts such as performance 

management and performance-based pay (Warner, 1993; Björkman, 2003; Gamble, 

2006; Wu et al., 2011). At the same time, Chinese social and historical features have 

continued to exert far-reaching impacts on the management activities of Chinese MNCs 

(Cooke, 2009; Paik et al., 2011; Warner, 2010). In other words, Chinese companies have 

developed under the effects of both western-style HRM practices and Chinese 

traditional social influences.  

 

Among the various types of Chinese MNCs, SOEs are a special and worthwhile type to 

be studied in depth. SOEs are an important part of the Chinese economy and have 

greatly contributed to the stability and development of Chinese society. It can even be 

said that the development of Chinese economy relies heavily on Chinese SOEs (Lin et 

al., 2020). Like other Chinese companies, since the reform and opening up, Chinese 

SOEs have also gradually learnt western performance management approaches and 

modified them according to the institution and culture of Chinese society. For instance, 

Chinese SOEs that were previously working under an ‘iron rice bowl’ system, have 

been experimenting with performance management activities as a means of addressing 

low productivity due to a lack of staff motivation, and as a means to reinforcing work 

incentives (Friedman & Kuruvilla, 2015). However, unlike other types of Chinese firms, 

SOEs have been under the control and intervention of the Chinese government and the 

Chinese Communist Party, and traditional Chinese culture such as patriarchy has a 

continuing influence on SOEs’ management (Walder, 1986; Zhu, Zhang, & Shen, 2012). 

As a result, there is potential for tension between 'Western market-driven management 

practices' and 'management styles with Chinese socialist characteristics' in performance 

management in SOEs. 
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Since 2004, encouraged by the national policy “go global” of the Chinese government, 

an increasing number of Chinese MNCs and SOEs have set up overseas subsidiaries or 

project branches and expanded their businesses worldwide (Wu., Liu and Huang, 2012; 

Fan et al., 2016). IHRM research on Chinese MNCs so far has tended to prioritise how 

Chinese MNCs managed human resources in developed markets, rather than in 

developing or less developed countries (Cooke, 2012), although there has been 

gradually a stronger interest in how Chinese firms build competitive advantage in Asia 

and Africa (Cooke, 2014). Dijik (2007) summarised two main reasons as to why 

Chinese MNCs engage with these developing regions. First, the richness of raw 

materials and potential markets have encouraged Chinese MNCs to build their business 

in these regions. Second, China and these countries have often tended to support each 

other with regard to diplomatic affairs. At the same time, in terms of global production, 

these developing countries have adequate large labour forces, and MNCs can pay lower 

wages and employ more labour in their production activities (Brown et al., 2004; Chen 

etal., 2011). 

 

As discussed earlier, Chinese SOEs have learned HRM and performance management 

policies and practices from western MNCs and modified them to fit the Chinese 

environment, but still maintained the feature of control by the Chinese government and 

the Communist Party of China (Björkman, 2003). When entering other developing 

markets, where there has been a lack of well-established management systems, it has 

been suggested that Chinese SOEs might further modify their operations in order to 

adapt to host-country situations (Xing, 2016). However, limited attention has been paid 

to how Chinese SOEs adapt performance management when they operate in developing 

or less developed regions such as Africa or other parts of Asia. More specifically, it will 

be important to explore whether and how the ‘western market-driven’ and ‘Chinese 

socialist characteristics' tension of performance management co-exists and how it might 

operate under such contexts. As indicated above, while most research has tended to 

cover private sector MNCs, this thesis will focus on the specific type of Chinese SOEs, 

which have been subject to relatively less attention.  

 

1.2 Theoretical perspective 

 

To develop insights into how contextual factors affect performance management in 

Chinese SOEs in developing or less developed regions, this thesis has adopted 

institutional theories, which have been widely used to understand the impacts of 

contextual features in international human resource management (HRM) research 

(Lewis et al., 2018). From the early 2000s, institutional analysis began to regain 

prominence among scholars and gradually replaced cross-cultural approaches as an 

important theoretical foundation for the study of HRM in developing regions, such as 

Africa (Cooke, Veen & Wood, 2017; Bischoff &Wood, 2018).  

 

Institutional theory can be broadly divided into comparative institutional theory and 

organisational institutional theory (Schotter et al, 2021). The latter strand of research is 
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drawn upon in this study. Based on Richard Scott’s institutional theory (Scott, 2014), 

institutions are divided into three different but related pillars: regulative institutions 

(laws, regulative rules); normative institutions (socially held norms and values such as 

power-distance); and cultural-cognitive institutions (taken-for-granted 

understandings/identities, culture). Notwithstanding this increased use of institutional 

theory, some cultural theories such as Hofstede’s (1980) theory of cultural dimensions 

have still been used to explore the influence of contextual factors on HRM in overseas 

subsidiaries of Chinese MNCs (Siebers et al., 2015), and these will also be used to 

inform this study. 

 

Within organisational institutional theory, another important theme that has been used 

within international HRM is standardisation versus localisation (Dibben and Wood, 

2023). This theme was originally used to consider developed market MNCs (Budhwar, 

Varma and Patel, 2016). In particular, most of this research focused on the various 

opportunities and constraints that MNCs faced when deciding whether to localize or 

standardize their HRM policies (Ouyang et al., 2019). The present study contributes to 

debates on localisation versus standardisation of HRM (particularly, performance 

management) in Chinese MNCs and their subsidiaries in other developing countries, 

covering both intentions and the actual implementation of policies.  

 

Within MNCs, people’s interpretations of HR policies and practices may vary due to 

their distinctive cultural backgrounds and organisational positions (Fee et al., 2011; 

Mayrhofer et al., 2019). In an organisation, employees are the basis of the management 

process, and line managers are bridges to connect employees and senior management 

teams (Kakkar et al., 2020; Mone et al., 2011; Sharma et al., 2016). Meanwhile, how 

they perceive performance management approaches may be influenced not only by their 

hierarchical positions but also by cultural and institutional factors (Alfes et al., 2013). 

Therefore, it is crucial to evaluate the performance management practices that operate 

in Chinese SOEs' subsidiaries located in other developing countries from the 

perspective of senior managers, line managers and employees.  

 

As indicated above, different institutions of both home- and host- countries can have a 

significant influence on the formulation, implementation and perceptions of MNCs 

from different countries and their foreign subsidiaries (Brown et al., 2019; DeNisi et 

al., 2021). This study aims to explore how performance management of Chinese SOEs 

is used in other developing countries, from an institutional perspective (DeNisi et al., 

2021).  

 

1.3 Research aim and questions 

 

For Chinese MNCs, transferring HRM from headquarters to subsidiaries in Africa or 

part of Asia is a complex and gradual process (Sikora & Ferris, 2014). Unlike advanced 

economies, where there are already well-established management practices, most 

developing countries lack a mature management system (Budhwar & Debrah, 2013). 
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When expanding business in such areas, it has already been suggested that Chinese 

MNCs’ country-of-origin features tend to play important roles in the performance 

management processes (Cooke, 2014). But at the same time, in order to adapt to the 

local market and motivate local employees to work effectively, MNCs need to also take 

account of local culture and institutions. (Pudelko & Harzing, 2007). To develop a better 

understanding of Chinese SOEs’ performance management in other developing 

countries, the institutional and cultural impacts on performance management might 

need to be examined via two significant aspects: the formulation and implementation 

stages, and also, from people's perceptions of performance management (Alfes et al., 

2013; Piening, 2014; Khilji & Wang, 2006; Sharma et al., 2015).  

 

Given these reasons, this research aimed to explore how culture and institutions affect 

performance management in Chinese SOEs' subsidiaries and overseas centres located 

in African and other Asian countries. Against the background of the literature review, 

this research aim was operationalized by the following research questions:  

 

(1) How are the performance management policies formulated and adapted to the 

local context, when Chinese SOEs set up subsidiaries in Africa and Asia? 

 

(2) How far do employees and managers comply with performance management 

strategies in Chinese SOEs’ subsidiaries in Africa and Asia? And how does their 

implementation reflect different influences of culture and institutions oriented 

from China and host countries in Africa and Asia? 

 

(3) How is performance management perceived by the four main groups of 

stakeholders (host-country managers and employees and Chinese managers and 

employees), against a backdrop of different culture and institutions, and given the 

influence of their hierarchical positions in an organisation?  

 

(4) What are the institutional factors in China and host countries influencing Chinese 

SOEs’ performance management in Tanzania and Mongolia? 

 

1.4 Research Contributions 

 

This study makes four contributions to knowledge. Firstly, it contributes to existing 

debates on organisational institutionalism, and in particular on standardisation versus 

localisation, and through its focus on SOEs, questioning the generalisability of existing 

arguments that MNCs in one country tend to conduct standardised HRM practices in 

line with headquarters in subsidiaries in countries that are less developed. Secondly, 

this study focuses on Chinese MNCs that are SOEs, which are different from MNCs 

from industrialised countries in terms of organisational culture, history, and managerial 

practice. Findings of this study enhance understanding of the unique employment 

systems and diverse employment contracts in the overseas subsidiaries of Chinese 

SOEs. This study also highlights the varying experiences of different types of staff 
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within the host countries. Thirdly, the study contributes to a more detailed exploration 

of the intention-implementation gap in the HRM practices of SOEs in their overseas 

subsidiaries than was previously evident in the literature, revealing the underlying 

causes for why performance management practices are not implemented as planned. 

Fourth, it adds new knowledge on managerial and employee perceptions of ‘effective’ 

and ‘fair’ performance management, when Chinese SOEs are operating in other 

developing countries. Fourthly, this research study provides a more nuanced 

explanation of the impacts of institutional and cultural factors on MNCs’ performance 

management, highlighting the different impacts of various host- and home-country 

institutional influences at different stages of performance management, and for 

different types of staff.  

 

1.5 Structure of the thesis 

 

The remaining chapters will be structured as follows. Chapter Two will begin by 

critically evaluating what is meant by ‘performance management’, focusing on the four 

main elements (performance planning, appraisal, feedback and financial and non-

financial reward). Secondly, it will outline the theoretical lens which underpins this 

study: the three dimensions of institutional theory – regulatory, cognitive and normative 

pillars – and how they might affect both home and host countries, and consequently 

impact on performance management in SOEs. Since the focus is on SOEs, particular 

attention will be paid here to the political economy in terms of the role of the state, 

politics and global production. To more fully understand the normative pillar, culturalist 

approaches such as Hofstede’s (1980) theory are also drawn upon to explore cultural 

influences on performance management in overseas subsidiaries and regional centres 

of Chinese SOEs. In the third section, the standardisation versus localisation debate is 

outlined in order to understand how performance management policies are designed 

and implemented in Chinese SOEs’ subsidiaries in other developing countries. The final 

section then considers how the perceptions of performance management of different 

individuals (from both the home and host country) might vary in SOEs. Chapter Three 

will outline the methodology, explaining how the research was conducted using a 

critical realist approach, enacting a case study design and employing interviews as well 

as documentary analysis. The chapter also explains the process of analysis, ethics and 

discusses reflexivity. Chapters Four, Five and Six detail the findings. Chapter Seven 

discusses the findings in relation to existing literature, and Chapter Eight provides the 

conclusions, highlighting the key findings and contributions, explaining how the thesis 

contributes to knowledge, and reflecting on the implications for practice and for future 

research.  
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CHAPTER TWO   

LITERATURE REVIEW 

2.1 Chapter introduction 

 

There has been a growing interest around how institutional and cultural factors affect 

HRM practices in MNCs (Brewster et al., 2008; Khan et al., 2019). A crucial dimension 

of HRM is performance management since it links various stakeholders’ interests in 

organisations (Brown et al., 2019). Performance management can be viewed as the set 

of techniques used to motivate employees to work hard to ultimately enhance 

organisations' performance (Aguinis, 2013). Significant elements of performance 

management that have received research attention include target setting, performance 

appraisal, feedback, training, and reward distribution (Aguinis, 2013). However, rather 

than focusing on individual aspects such as appraisal, it has been argued that it is 

important to examine performance management as an entire process (DeNisi et al., 

2021). It is also necessary to critically evaluate the use of performance management, 

given the possibility for bias and a lack of fairness in its implementation. The concept 

of performance management originated in western developed economies and was then 

transferred to developing economies (Brown et al., 2019; Gamble, 2006). In the last 

few decades, Chinese organisations have adapted this practice and modified it based on 

local conditions in overseas subsidiaries (Gamble, 2006; Siebers et al., 2015; Zhang 

and Wang, 2010). Increasingly, Chinese MNCs set up their overseas subsidiaries in 

other developing countries. In the meantime, Chinese SOEs also develop their business 

in these countries, and because of their importance in the role of the state, politics and 

global production, relevant topics need to be researched in depth. However, it is unclear 

how Chinese MNCs (and particularly SOEs) conduct performance management in 

these subsidiaries with considerations of western, home- and host-country features. 

This study explores this important but under-studied area (Murphy et al., 2018; Brown 

et al., 2019). 

 

Institutional theory has become a popular framework in international HRM research, 

particularly in studying the impacts of contextual features (Lewis et al., 2018). It has 

largely replaced cross-cultural approaches as a theoretical foundation for studying 

HRM in developing regions, such as Africa (Bischoff &Wood, 2018). Institutional 

theory can be broadly divided into comparative institutional theory and organisational 

institutional theory, with the latter being the focus of this study. Richard Scott's 

institutional theory divided institutions into regulative, normative, and cultural-

cognitive pillars (Scott, 2014). Despite the increased use of institutional theory, some 

cultural theories, such as Hofstede's theory of cultural dimensions (Hofstede, 1980), 

might still be valuable in exploring the influence of contextual factors on HRM in 

overseas subsidiaries of Chinese SOEs. The theme of standardisation versus 

localisation has been used within international HRM research, particularly in studying 

developed market MNCs (Budhwar, Varma and Patel, 2016).  
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When conducting performance management from Chinese headquarters to African or 

Asian subsidiaries, how to respond to a variety of host-country demands while 

maintaining a clear and consistent global business strategy is one challenge that Chinese 

SOEs are facing. Thus, a central problem of policy formulation is to balance 

standardisation and localisation (Tarique et al., 2006). Furthermore, it is important to 

consider how HR policies are implemented or put into practice, as judged by daily 

experience, behavior and values from individual perspectives (Currie & Procter, 2001; 

Gilbert et al., 2011), particularly given the possibility for its misuse. Even though SOEs 

might design policies in line with their intended strategies, the effectiveness of 

performance management might be affected by the actual implementation (Piening et 

al., 2014; Garcia-Carbonell, et al., 2015; Khilji & Wang, 2006).  

 

Throughout the policy formulation and implementation process, cultural factors and 

institutional factors might both play important roles in the effectiveness of overseas 

performance management of Chinese SOEs (Ferner et al., 2006). In an organisation, 

employees are the basis of the management process, and line managers are bridges to 

connect employees and senior management teams (Mone et al., 2011; Sikora & Ferris, 

2014). Scholars have argued that the management transfer process may be blocked if 

subsidiaries’ managers and employees hold resistant attitudes (Edwards et al., 2007; 

Ferner et al., 2005). Meanwhile, how they perceive performance management 

approaches may be influenced not only by their hierarchical positions but also by 

cultural and institutional factors. It would seem, therefore, that research studies should 

seek to gain insights into the perspectives of managers and employees in Chinese SOEs’ 

subsidiaries and overseas centers.  

 

There have certainly been a large number of articles that have made contributions to 

many of the components of performance management and focused upon how separate 

performance management techniques such as feedback, goal setting, or incentive pay 

can influence individual-level performance (DeNisi, & Kluger, 2000; Pritchard & 

Diazgranados, 2008; Pichler& Petty, 2008). However, there it is important to 

understand both the design and implementation of performance management as well as 

managerial and employee perceptions of its fairness and effectiveness.   

 

This chapter is organized into three sections as follows. The first section considers what 

is meant by ‘performance management’, focusing on the four main elements 

(performance planning, appraisal, feedback and financial and non-financial reward), 

and includes a critical evaluation of performance management and the use of 

performance appraisal. Then, the second section explains the theoretical lens which 

underpins this study: the three dimensions of institutional theory – regulatory, cognitive 

and normative pillars – and how they might affect both home- and host- countries, and 

consequently impact on performance management in MNCs. To more fully understand 

the normative pillar, also culturalist approaches such as Hofstede’s (1980) theory are 

also drawn upon to explore cultural influences on performance management in overseas 

subsidiaries and regional centres of Chinese MNCs. In the third section, the 
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standardisation versus localisation debate is outlined in order to understand how 

performance management policies are designed and implemented in Chinese MNCs’ 

subsidiaries in other developing countries. The final section then considers how the 

perceptions of performance management of different individuals (from both the home- 

and host- country) might vary in MNCs.  

 

2.2 Performance management in an international context  

 

Managing employee performance in any organisation is considered to be a vital and 

important function of human resource management (Aguinis, 2013). Scholars and 

practitioners have been interested in assessing people's performance - performance 

evaluation - for decades. More recently, there has also been a growing interest in the 

whole process of performance management, including goal-setting, appraisal, feedback 

and reward (DeNisi and Murphy, 2017). In an international context, performance 

management from different countries and regions takes on different characteristics 

because of the influence of different cultural or institutional context-specific differences 

(Fee et al., 2011), but these features will be explained in more detail in Section 2.2.4. 

 

2.2.1 Definition of performance management  

 

Performance can be measured based on a variety of different indicators, and several 

models have been built to understand and classify performance from financial and 

psychological perspectives (Alagaraja, 2013; Hoque and James, 2000; Judge et al., 

2013). Also, it can be treated as multi-dimensional with at least two output dimensions: 

quantity and quality (Backes-Gellner et al., 2011). There is no unified understanding 

concerning performance, but within the descriptive models of HRM, the multiple and 

interrelated criteria of performance should be acknowledged at different levels 

including individual, teams and organisations, and assessed by qualitative and 

quantitative measurements (Alagaraja, 2013; Almatrooshi et al., 2016; Diamantidis and 

Chatzoglou, 2018; Koopmans et al., 2013; Pradhan and Jena, 2017). 

 

For centuries, scholars and practitioners have been interested in measuring people's 

performance at work, which is labelled as performance appraisal (Murphy and 

Cleveland, 1995; DeNisi and Murphy, 2017; Bizzi, 2018). It is an important 

management concept and refers to a formal and regular process in which employees are 

evaluated by a number of raters (usually supervisors) who assess and score employees' 

performance against a given set of criteria/dimensions and then usually inform 

employees of their official rating (Levy and Williams, 2004; Bernardin and Wiatrowski, 

2013). Performance appraisal is a tool which can, arguably, systematically and 

objectively assess how well an individual has performed during a certain period 

(Armstrong, 2006). Scholars and practitioners have found that to develop people's 

potential in the workplace, it is not enough to simply set objective measurements. 

Recent theoretical development thus has paid more attention to other elements that 

support staff development (DeNisi & Smith, 2014). Performance management is now 
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recognised as a continuous process that includes performance appraisal and other 

activities like goal setting, feedback, training and development, as well as being closely 

related to reward systems (Aguinis, 2019). These elements all play critical roles in 

improving individual performance and helping organisations achieve a better 

competitive advantage (DeNisi and Murphy, 2017). In light of these new 

understandings, performance management is now defined as a set of policies and 

practices aimed to motivate employees to improve their competence, commitment, and 

individual performance, in a way that aligns with firms’ strategies and ultimately 

developing organisational performance (DeNisi & Smith, 2014; Brown et al., 2019).  

 

There are several main purposes of performance management. First, performance 

management is seen as a crucial dimension of HRM, and its primary purpose is to help 

organisations to achieve their strategic goals (Alagaraja, 2013; Hoque and James, 2000). 

By linking employees' individual goals to the organisations’ overall strategies, 

performance management systems motivate employees to work hard and, to a certain 

extent, drive them to be more willing to contribute to organisational benefits. Second, 

performance management aims to facilitate interactional communication and 

organisational long-term development (Almatrooshi et al., 2016; DeNisi and Murphy, 

2017; Koopmans et al., 2011). Through a range of activities, such as performance 

feedback or training plans, employees' potential can be exploited, and organisations can 

retain more talents. The third purpose of performance management is about collecting 

information, including performance appraisal results, employee competency test scores, 

etc (Armstrong and Baron, 2005; Aguinis, 2019). Most importantly, these types of 

information can be used as an essential reference for future decision-making about 

employees, such as reward distribution, and selection and promotion to key positions 

(Moynihan, 2008; Armstrong, 2006).  

 

To ensure that these purposes can be achieved, organisations are expected to design 

their performance management systems to be as effective as possible (Aguinis, 2013). 

Although the attainment of a perfect performance management system is not realistic, 

various scholars have identified several key characteristics. Firstly, a performance 

management system should be designed to be aligned with the strategies of the 

organisation (Schiemann, 2009; Adler, 2011). This means that this system can enable 

congruence between individual goals and team and organisational objectives. The 

second feature is identified as context congruence, meaning that various contextual 

factors, such as the culture and institutions of different regions, should be taken into 

account when companies design a performance management system (Cascio, 2012; 

Sahlin and Angelis, 2019). Thirdly, an effective performance management system is 

considered to be one that is accepted by all participants and people perceive the system 

to be fair and justified. Individual perceptions towards fairness and justice are 

subjective, and can be influenced by various factors (Alfes et al., 2013; N. Sharma et 

al., 2016). Some scholars have suggested that especially for multinational companies, 

where performance management systems are applied in different countries, it is 

necessary to be aware of the acceptability and fairness of the system (Narcisse and 
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Harcourt, 2008; Thurston and McNall, 2010). Additionally, other characteristics such 

as standardisation, openness, correctness, ethicality and validity have also been 

mentioned in the existing literature on performance management (Aguinis, 2019). 

 

 

2.2.2 Different perspectives of performance management 

 

A well-designed and implemented performance management system is advantageous 

to employees, line managers and senior management (Alfes et al., 2013; Bizzi, 2018). 

Moreover, it will make a significant contribution to employee development, leadership, 

and overall organisational success (Alfes et al., 2013). On the other hand, low employee 

commitment and poor organisational operations might arise if a performance 

management system is not implemented as intended in an organisation (Chanda and 

Goyal, 2020). However, there are also studies that take a more critical view of 

performance management, as explained in section 2.2.2.2 below. 

 

2.2.2.1. The importance of performance management 

 

At the employee level, an ‘ideal’ performance management system can have many 

benefits for personal development. Firstly, employees are recognised and praised for 

their achievements during the performance feedback process, which may result in 

monetary rewards or promotions. This can boost their self-confidence at work 

(Budworth, Harrison and Chummar, 2019). Secondly, good performance management 

systems can help employees to understand organisational objectives and to align their 

goals with those of the companies so that they are motivated to perform better and 

contribute to their work (Schiemann, 2009). Thirdly, a comprehensive employee 

performance appraisal requires clearly designed and comprehensive appraisal criteria, 

which are mainly based on job descriptions of different positions (Aguinis, 2013; 

Ehugbo et al., 2022). As a result, through performance appraisals, employees can 

become more knowledgeable about their work and thus can be more effective in 

creating value in their positions (Diamantidis and Chatzoglou, 2018). In summary, a 

good performance management system can stimulate the potential of employees, 

improve their work capabilities and reduce work-related errors. 

 

Line managers can play an important role in performance management, assessing 

performance, providing feedback and allocating rewards for their subordinates. A good 

performance management system is important to them (Alfes et al., 2013). Firstly, line 

managers can get a fuller picture of their subordinates' opinions and insights during the 

performance management process, and thus understand them better (Audenaert et al., 

2019; Figueroa et al., 2019). As a result, the relationship between subordinates and their 

managers can improve, thereby facilitating team harmony and cooperation. In addition, 

one of the purposes of performance management is to collect and archive various types 

of information for companies. It can therefore help managers to obtain the necessary 

information for their management and thus improve the legitimacy and fairness of their 
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decisions (Armstrong and Baron, 2005; Aguinis, 2019). Thirdly, a good performance 

management system can help to identify those who are performing well and who are 

not in a team. Accordingly, line managers can provide timely and targeted suggestions 

and coaching to their subordinates (Fu et al., 2020). Overall, good performance 

management fosters communication between line managers and their subordinates, thus 

helping them to gain employees’ trust and continuously improve management practices. 

 

Furthermore, the senior leadership team can benefit from the performance management 

system, as they are most concerned about the overall development of the organisation. 

Firstly, if employees are satisfied with the current performance management system, 

they are more willing to perform better, engage in their work and stay with the company 

for a longer time (Arifin, Nirwanto and Manan, 2019; Hendri, 2019). In another words, 

a performance management system that is approved by employees can help companies 

to have a higher degree of employee engagement, commitment, and sustainable talent 

retention (Parkins, 2021). Moreover, the system can lead to voice behaviours and 

creative ideas from employees if people believe their interests are aligned with the 

organisations’ development (Ismail, Iqbal and Nasr, 2019; Abdullah et al., 2021). To 

achieve such positive impact, Pulakos, Mueller-Hanson and Arad, (2019) suggest that 

performance management systems should be designed in strict compliance with the 

legislation and regulations of the regions in which they located, and the implementation 

of these laws should be recorded accurately and promptly. Aguinis (2013, p 281) 

therefore argued that a good performance management system provides organisations 

with ‘a better protection from lawsuits.’ In general, a well-designed and implemented 

performance management system is conducive to organisational innovation and success. 

 

2.2.2.2. Critical perspectives on performance management 

 

Even though there might be various advantages of performance management for 

personnel from different hierarchical levels, many scholars have also conducted critical 

studies on performance management. Firstly, research has raised concerns about the 

fairness of performance management. For example, mistrust and dishonest 

communication between supervisors and subordinates, especially the subordinate's 

response to the appraisal, might result in inadequate and inaccurate information being 

gathered from the performance appraisal (McGregor et al., 1972; Dacri, 2005; Nurius 

et al., 2000). This, in turn, is likely to result in supervisors not fairly assessing the 

performance of their subordinates based on sufficient information (CIPD, 2016). 

Meanwhile, Domske (2010) has argued that appraisals can lead to "dysfunctional 

behaviours" if not handled appropriately as they can tend to be manipulative, abusive 

and authoritarian. Given their bias toward particularly people, supervisors may also 

over-evaluate some employees' performance, leading to unfair performance results 

(Mathison & Vinja, 2010; Bol, 2011). Moreover, Robertson and Brutus (2014) have 

indicated that appraisers may be resistant to performance management because they 

feel unable  to achieve  objectivity when assessing the performance of others. Coupled 

to this, performance management may increase the workload of managers, making it 
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merely a "tick box" exercise (CIPD, 2016).  The problems associated with performance 

management can therefore lead to dread and avoidance of the whole process of 

performance management by both employees and managers (Labat, 2018). Bacal 

(2009), in exploring why performance appraisal fails, also pointed out that apart from 

the lack of objectivity and fairness, a lot of performance appraisal failures were  caused 

by supervisors  over-focusing on past performance, and  ignoring the issue of an 

employee's development. 

 

If a performance management system is not implemented as planned, its effectiveness 

can diminish and, as a result, several problems may arise. First, people’s subjectivity 

may cause bias during performance appraisal and thus impede the fairness of 

performance management (Hristov et al., 2022). For employees, their work motivation 

and performance might be reduced by the perceived unfairness (Bader et al., 2021). At 

the same time, line managers may be hindered in their trust-building with subordinates, 

as a poorly implemented performance management system will damage 

communication and thus the relationship between managers and subordinates (Fu et al., 

2020; CIPD, 2023). At the organisational level, high turnover rates, unpredictable 

litigation risks and increasing management costs may occur when performance 

management systems are not implemented as intended (Pulakos et al., 2019). 

 

Performance management should also be considered in the broader context of 

employment relations (Harvey & Turnbull, 2020; CIPD, 2023). In other words, there is 

an unequal power relationship between employees and employers, and employers 

might use performance appraisal as a tool to exploit workers, ensuring that they extract 

maximum value from them (Edwards, 2003; Lin & Gunderson, 2013; Townsend & 

Hutchinson, 2017). In this context, those employees who are on insecure contracts 

might face higher levels of exploitation – if they do not perform adequately, their 

contracts will not be renewed.   

 

2.2.3 The performance management cycle and its main components  

 

For managers, performance management is an on-going process of management, and 

includes four main stages: planning, execution, assessment, and review (Armstrong, 

2006). The first stage is about planning what to do, what to achieve and how to approach 

it. The second is a concrete implementation the plan of the previous stage. After that, 

assessment is about evaluating the extent to which the employee has achieved the goals. 

Finally, performance review is a discussion and exchange between employees and 

appraisers about the results of the previous evaluation phase (Aguinis, 2013). At this 

stage, the appraiser gives feedback based on the employee's performance evaluation 

results and both the appraiser and the appraisee discuss a development plan together, 

which includes the improvements to be made in the next cycle and the renewal of the 

goals to be achieved (Pulakos et al., 2019). Hence, review is the final stage that sets the 

foundation for the start of the next performance management cycle (planning) (Brown 
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et al., 2019). Therefore, performance management is also described by some scholars 

as a 'self-renewing' cycle (Armstrong, 2006, p16). 

 

Before this cycle begins, there are two dimensions of understanding that must be 

clarified: the objectives and mission of the whole organisation, and the knowledge, 

skills and competencies required for each job in the organisation (Aguinis, 2013; 

Mitchell et al., 2013). These two are prerequisites for an organisation to manage 

performance effectively, as performance management is a sequence of human resource 

activities that link organisational objectives to individual goals to achieve success in 

development (Albrecht et al., 2015; Almatrooshi et al., 2016). According to the extant 

literature, these activities can be summarised into four main components that are closely 

related to each other: performance planning, performance appraisal, feedback as well 

as financial and non-financial reward. 

 

 

2.2.3.1 Performance planning 

 

Performance planning is the first stage of the performance management cycle (Rudman, 

2020). It is also a process in which managers and employees interact with each other to 

negotiate what needs to be done, and how it should be done, and thus leading to 

agreement (Plachy and Plachy, 2021). Some scholars put these two aspects in terms of 

measurable results and behaviours and attitudes (Gabcanova, 2012; Hoque and James, 

2000). Results are what is required to be performed or the outcome that is produced by 

the work (Sahai and Srivastava, 2012). When managers discuss results with employees, 

it is important to first have an in-depth analysis of their jobs. That is because different 

positions have different key responsibilities and thus different specific aspects to plan 

for (Webb et al., 2010). Secondly, the discussion of results also involves specifying 

measurable objectives for the different job responsibilities (Barnetson and Cutright, 

2000; Ayadat et al., 2020). Finally, some scholars have also raised the importance of 

performance standards, which advise employees where the dividing line is between 

good performance and substandard performance (Heckman, 2002). If objectives are 

about the expected level of performance to be achieved, standards indicate the 

minimum acceptable level. Performance standards usually include various types of 

indicators (time, quantity and quality) (Cizek, 2001; Aguinis, 2013). 

 

However, it is difficult to get a comprehensive picture of an employee's performance if 

the focus is only on these measurable results (Parmenter, 2015; Ayadat et al., 2020). In 

practice, the results of some work might be influenced by some factors that are outside 

the employee’s control. Or for many jobs, behaviour and attitude during work is as 

important as the final results, for example in sales or consulting (Diamantidis and 

Chatzoglou, 2018; Koopmans et al., 2011). Therefore, during the performance planning 

stage, managers need to help employees to identify various competences like 

knowledge, skill and abilities that are needed to perform well (Plachy and Plachy, 2021). 

For example, it is important to set targets for the sales personnel not only in relation to 
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sales results, such as the number of products they sell, but also focusing on their ability 

to work collaboratively and communicate well in the sales process. 

 

2.2.3.2 Performance appraisal  

 

Once performance planning has been set, employees need to do their best to achieve 

the results and display behaviours as desired (Armstrong, 2006). Performance 

appraisals are designed to assess whether they have completed and achieved what 

employees and managers agreed during performance planning (Pradhan and Jena, 

2017). Moreover, performance appraisal is fundamental for assessing individual 

performance and it is the main basis used to arrange training, promotion and rewards 

(DeNisi & Murphy, 2017). Research on performance management has included the 

content (what is appraised) and the process of assessing performance (who assesses and 

how is it done) within organisations (Koopmans et al., 2011).  

 

Importantly, both employees and managers should be involved in the appraisal process 

(Fu et al., 2020). Managers need to evaluate the performance of their subordinates in 

the light of the actual situation and try to avoid the negative impact of bias on the 

appraisal results (Hristov et al., 2022). Meanwhile, self-evaluation by employees is also 

important, as it allows for a more comprehensive collection of information for the 

performance appraisal (Iqbal, Akbar, and Budhwar, 2015). In addition, employees' 

participation might increase their perceptions of fairness and accuracy of the 

performance management system, which in turn motivates them to participate in the 

subsequent performance reviewing meeting and be more inclined to accept feedback 

(Narcisse and Harcourt, 2008; Thurston and McNall, 2010). 

 

Initially, performance appraisals were focused on quantifiable objectives, and the 

assessment methods associated with them were also of a directly quantifiable type, such 

as forced distribution methods, which required the raters to force employees’ ratings 

into a bell-shaped curve (Bach, 2005; Chattopadhayay and Ghosh, 2012). However, as 

performance management has evolved, the assessment of performance has also 

included the assessment of employee behaviour and attitudes (Aggarwal and Thakur, 

2013). There is a growing need for assessment methods that are not directly quantifiable. 

For instance, Behavioural Anchoring Rating Scale is a tool that assesses employees on 

a defined set of performance dimensions by comparing their behaviour with specific 

examples of behaviour that anchor each performance level (Ohland et al., 2012). 

 

2.2.3.3 Feedback 

 

During the performance review stage, organisations are required to arrange at least one 

appraisal meeting (Armstrong, 2006). This kind of formal meeting provides an 

opportunity for employees to discuss the results of their performance appraisal with 

their managers. More importantly, managers can provide more targeted performance 

feedback to employees to help them make better improvements (Peterson and Behfar, 
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2003). Timely and appropriate feedback provided by managers is also significant for 

an effective performance management system, since it will guide employees to reduce 

job errors and risks through learning from trial and error. 

 

Some scholars have identified the characteristics of a positive performance review 

meeting. Firstly, it is a formally planned event, so participants should be well prepared 

for the discussion (Villeval, 2020). Secondly, managers have to master the skills of 

performance feedback to ensure that it motivates rather than discourages employees 

(Peterson and Behfar, 2003). Most importantly, feedback should be based on facts and 

evidence rather than criticism or praise based on subjectivity or bias (Schumacher, Keck, 

and Tang, 2020). Finally, performance review meetings are based on past performance, 

but the purpose is for the employees' development, so the discussion should focus on 

actions to make further changes and plans for future development (McCarthy and 

Garavan, 2001; Kaymaz, 2011). 

 

2.2.3.4 Outcomes: financial and non-financial reward  

 

As discussed in section 2.2.1, one of the important purposes of performance 

management is to provide the evidence for important administrative decisions by 

companies. These important decisions encompass employee compensation (e.g. pay 

increases), job promotions, and various training opportunities. These are all important 

outcomes of performance management systems for a large number of staff and have 

been referred to by researchers as the financial and non-financial rewards of 

performance management (Chiang and Birtch, 2012).  

 

Employee compensation, known as tangible rewards, includes cash compensation (base 

salary, performance pay, and short- or long- term incentives) and benefits (income 

security, reimbursement and allowances) (Aguinis, 2013). Not every type of 

compensation is a financial reward (Bartol and Srivastava, 2002; Milkovich and 

Newman, 2008). Of these, performance related pay, and short or long-term bonuses are 

closely linked to the results of performance management (Chiang and Birtch, 2012) . It 

means that the amount of the compensation depends on the performance of the previous 

period. In some companies, the results of an employee's performance can also affect the 

grade of his or her basic salary. Salary protection, however, is ruled by legislation and 

less affected by performance management. Non-financial rewards arising from 

performance management include recognition and reputation, career development and 

training (Metters et al., 2010). These are rewards that are intangible but can also have 

a great motivational effect on employees to engage in work and gain higher 

commitment to organisations. 

 

Various types of performance management systems exist in a wide range of 

organisations, and approaches to appraisal and reward are constantly being updated 

(CIPD, 2023). However, some scholars have criticised cosmetic adjustments of 

performance management, arguing that the effective improvement in performance 
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management should focus more on the employee-employer relationship, and on the 

promotion of high-quality performance-focused interpersonal communication (CIPD, 

2016; Murphy, 2020). Given the unequal power relationship between employers and 

employees, researchers have found that better-designed appraisal systems may even 

result in higher appraisal-related discrimination complaints among employees (Ellen & 

Amani, 2020). With regard to associating  pay to performance, which is now a common 

feature  in many organisations critical concerns can  arise in specific contexts. For 

example, Chinese organisations a guanxi HRM model may tend to prioritise informal 

personal relationships rather than formal office relationships (Yang, 2014), which could 

result in unfairness. Yang et al (2021) have also indicated that rewarding individual 

performance can  harm guanxi, leading to   employee emotional exhaustion , thus 

reducing job performance. Meanwhile, gender differences have also been observed the 

distribution of performance related pay in Chinese companies (Xiu & Gunderson, 2013). 

 

 

2.2.4 The development of performance management over time 

 

It was mentioned in Section 2.2.1 that a good performance management system needs 

to take into account contextual factors. Scholars have suggested that the application of 

performance management in organisations from different countries can be influenced 

by various external factors and thus present different characteristics (Brown et al., 2019; 

DeNisi et al., 2021). This section explains features of performance management in the 

‘western’ countries, China and other developing countries. 

 

2.2.4.1 Performance management in the ‘western’ context 

 

The concept of performance management was originally developed in western 

countries (Gamble, 2006). Scholars have identified several limitations of Western 

performance management and questioned its suitability in non-Western contexts. The 

first issue is that Western performance management systems and practices have been 

established based on laws and regulations relating to labour that are well developed (Al 

Ariss and Sidani, 2016). Trade unions play a major role in the performance management 

of employees in western societies (Festing and Barzantny, 2008). Consequently, 

because of union demands, companies in Western countries like Germany, tend to place 

greater emphasis on objective results and fairness in their performance appraisals 

(Festing et al., 2012). However, in countries where legislation for labour protection is 

weak or where trade unions have a low presence, there is a risk that performance 

management practices are used to exploit employees, e.g. pressurizing employees to 

work longer hours to meet unreasonable targets (Wang and Shi, 2009).  

 

Secondly, performance management in western economies gives a lot of attention to 

the training and long-term development of employees (Lin, 2012). In France, for 

example, there are laws that require companies to put more effort into the professional 

skills and future development of their employees, and the government also contributes 
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to this with financial support (Aguinis, 2013). Performance management is therefore 

clearly development-oriented in many Western countries (Festing et al., 2012). 

However, in countries which depend on low-skilled sectors (such as agriculture or low-

skilled manufacturing), performance management may not be used for the 

improvement of employees' abilities and their career advancement, as managers may 

not think it is necessary.  

 

Thirdly, performance management in Western contexts is often rooted in an 

individualist perspective. Companies in developed Western countries like the USA 

place more emphasis on individual contributions and reward (e.g. performance-based 

pay) and less on collective contributions from the team in performance management, 

although they also realise the importance of team performance (Hwang, Francesco and 

Kessler, 2003; Varma, Budhwar and DeNisi, 2008). This raises questions about how 

applicable Western performance management practices are in collectivist cultures (e.g. 

Asian and African countries) which might place greater importance on maintaining 

harmony, sharing resources and building social relationships at work.  

 

2.2.4.2 Managing performance in the Chinese context 

 

Some informal performance evaluation methods appeared in ancient Chinese societies 

but have not gained a great deal of attention in modern times, especially before the 

reform and opening up period (Murphy and Cleveland, 1995; Budhwar et al., 2008). 

After 1979, a market economy was introduced in China, and China has been 

strengthening its partnerships and aiming for win-win cooperation with companies 

around the world (Jackson and Horwitz, 2018). During this process, Western 

management concepts and practices of HRM have been embraced and learnt by Chinese 

companies. Especially since the turn of the 20th century, a new generation of Chinese 

managers has become more interested in learning and applying Western performance 

management (Abodohoui et al., 2020). Some management activities related to 

performance management, such as performance appraisal systems, pay for 

performance/flexible rewards, and employee development, are widely used in Chinese 

companies. The introduction of performance management activities has helped Chinese 

companies to retain talent, improve their efficiency, and thus significantly improve their 

performance (Xiao et al., 2012). 

 

Meanwhile, however, Chinese companies still retain a lot of Chinese features when it 

comes to performance management. Firstly, under the influence of collectivism and 

Confucius' philosophy of harmony, performance management in China has a clear 

focus on the team rather than the individual (Xing et al., 2016). This is particularly 

evident in performance appraisal. At the same time, it has also been argued that the 

emphasis on face-saving in Chinese companies sometimes makes performance 

feedback fail to proceed successfully. This is because some staff are reluctant to give 

negative feedback to their colleagues who have not performed well (Festing et al., 2012). 

Moreover, it is well recognised that the Chinese respect age and seniority. In some 
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Chinese enterprises, older employees tend to receive higher grades and be promoted to 

senior organisational positions, with better income regardless of their workplace 

contributions (Cooke, 2009, 2012).  

 

In addition, given the far-reaching and systemic influence of cultural features, the 

operation of extended personal networks of support ("guanxi") play a more important 

role in Chinese performance management than in advanced countries (Chen, & Huang, 

2013; Gu & Nolan, 2017). In this context, the performance management process in 

Chinese companies is characterised by factors such as personal bias and subjectivity 

that can have an impact on the final outcome. This is why some scholars argue that 

Chinese performance management systems reflect a relationship orientation in addition 

to a pay orientation (Festing et al., 2012). For Chinese MNCs operating overseas, 

existent literature suggests that performance management systems are developed under 

the effects of both western-style HRM practices and Chinese traditional social 

institutions. 

 

2.2.4.3 Chinese MNCs managing performance in other developing countries 

 

The developing countries which form the context for this study are less advanced 

economies compared with China. These countries are located in another part of Asia 

(Mongolia) and Africa (Tanzania) and they have advantages in terms of rich natural 

resources and an abundant labour force (Wood and Bischoff, 2022). It has also been 

suggested that Asian countries such as Vietnam, Mongolia or Indonesia and African 

countries such as Tanzania, the Democratic Republic of the Congo and Ghana have 

attracted a large number of developed Western countries to their markets over the past 

decades, bringing with them ‘advanced’ management experience (Geary and Nyiawung, 

2022). However, due to the perceived lack of expertise and talents, the management of 

human resources in these countries has been more based on imitation of the West 

(Villeval, 2020). Recently, however, some researchers have found that learning 

performance management from the West while ignoring traditional cultural features 

such as Ubuntu (which emphasises human rights) in Africa does not help companies to 

achieve their goals (Natukunda, 2021). In recent years, more Chinese companies have 

entered the markets of these developing countries, albeit later than their Western 

counterparts, and have made great strides there. However, it is not clear how Chinese 

MNCs balance Western and Chinese styles of performance management practices in 

these countries, as the labour laws of these developing countries are more labour-

protective than those of China and their unions play a greater role in performance 

management (Cooke and Lin, 2012; Xing et al., 2016). 

 

2.2.4.4. Performance management in MNCs 

 

The main challenges for performance management in MNCs are identified as following: 

firstly, at the organisational level, MNCs have to consider how to maintain consistency 

in performance management across different countries, while respecting and adapting 
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to the unique characteristics of each region (DeNisi et al., 2021). Secondly, the study of 

performance management in multinational companies should not only focus on a single 

performance management activity, such as performance appraisal or performance 

feedback, but should also look at the whole management process and emphasize the 

formulation and actual implementation of performance management (DeNisi and 

Murphy, 2017). At the same time, because of the complexity of personnel in MNCs, it 

is important to consider the needs and perceptions of different personnel in order to 

improve the effectiveness of performance management (Jackson and Horwitz, 2018; 

Sumelius et al., 2014). These three challenges are rarely explored in existing literature 

and thus are the main focus areas of this study on performance management in MNCs. 

They can be summarised as the formulation, implementation and individual perceptions 

of performance management in MNCs’ overseas subsidiaries or branches, under the 

influence of the national features of home and host countries. 

 

Over the last three decades, ‘developed’ countries such as USA, German, or UK, have 

attracted the most attention as the home-country studied in the field of HRM. However, 

at the same time, Chinese multinational companies have become more actively 

involved in the development of a global economy as the result of China's 'going-out' 

policy (Jackson and Horwitz, 2018). Also, as explained in section 2.2.4.2, Chinese 

MNCs are an interesting focus for further study in the specific area of performance 

management since existent research has identified that they combine Western concepts 

and Chinese characteristics. Taken together, it is important to examine the development 

of performance management in the international context, with a focus on Chinese 

MNCs. 

 

Furthermore, since 2000s, more and more management scholars have been conducting 

research on how MNCs manage their human resources in developing countries, 

especially less developed regions like Africa (Debrah and Budhwar, 2013; Horwitz, 

2013; Wood and Bischoff, 2022). Most importantly, China has growing cooperation and 

investment relationships with many developing countries worldwide. These developing 

countries are mainly characterised by their rich natural resources, abundant labour force 

and lower GDP growth compared to China (Cooke, 2014; Cooke et al., 2015). Scholars 

have concluded that China's cooperation with these countries is for three main reasons: 

to explore resources, to expand markets, and for some political and diplomatic purposes 

(Dijik; 2007; Els, 2009). Therefore, it is important to consider how Chinese MNCs 

carry out HRM practices in these developing regions.  

 

The impact of China's international engagement in geopolitical dynamics has 

increasingly generated concern among scholars (Waage and Lindgren, 2023). There 

have been some criticisms of Chinese engagement in Africa, with concerns raised about 

the nature of employment relations and HRM in African subsidiaries (Jackson, 2014). 

However, there is currently a lack of research and theory development in this area, 

leaving international HR managers to rely on anecdotal information. The engagement 

of Chinese management with African workforces may differ significantly from that of 



  21 

Western managers, and this engagement should be understood in the context of China's 

recent anti-imperialist involvement in Africa, its commercial and political motives, and 

the values that modify Western influences on Chinese HRM. There may also be possible 

synergies with African values. However, current research has indicated that there is a 

disparity between China's professed strategic level of engagement and what happens at 

the organisational level, suggesting that numerous Chinese organisations might be 

providing employment opportunities without adequately improving the skills of their 

workers, fostering mutual learning, or actively engaging with local communities. 

(Bräutigam, and Xiaoyang, 2011; Jackson, 2014). 

 

More specifically, with regard to performance management, there is a huge gap in the 

existing literature as to how Chinese multinationals, having studied and integrated 

Western management experience, conduct performance management in developing 

regions such as Africa (Brown et al., 2019; DeNisi et al., 2021; Franco-Santos and Otley, 

2018; Pulakos et al., 2019). Hence, it is necessary to explore how Chinese-oriented 

MNCs formulate and implement performance management policies in other developing 

or less developed countries. 

 

 

2.2.5. Performance management in Chinese SOEs 

 

This study focuses on a particular type of MNCs in China, SOEs, which is a type of 

enterprise with unique characteristics that differs from other Chinese MNCs and plays 

an important role in China’s political economy (Friedman & Kuruvilla, 2015). The 

overseas performance management of Chinese SOEs is important and worth studying, 

but there is little research in this field.  

 

2.2.5.1 Features of Chinese SOEs 

 

Among the large number of Chinese MNCs engaging in international business, SOEs 

are a unique entity. First, the capital of SOEs is wholly or mainly provided by the state, 

and SOEs are entirely owned by the state (Khan et al., 2019). This is different from 

other enterprises that are wholly or mainly invested in by civil society (organisations 

and individuals). As such, the will and interests of the Chinese government and the 

Chinese Communist Party (CCP) might determine the behaviour and strategy of 

Chinese SOEs. This type of Chinese organisation is considered to be the backbone of 

national economic development and a pillar of socialism with Chinese characteristics 

(Zhang, 2019; Lin, 2021).  

 

Secondly, SOEs pursue not only financial organisational objectives but also public and 

non-profit objectives, and are therefore viewed as hybrid organisations with a mixture 

of for-profit and non-profit characteristics (Bruton, Peng, Ahlstrom, Stan and Xu, 2015). 

Moreover, SOEs continue to play an ever more significant role in the global economy, 

and research has indicated that Chinese SOEs are vital to the domestic market as well 
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as to the global market (Lin et al., 2020). Since the reform and opening up of China, 

Chinese SOEs have gone through tremendous change (Beck, 2021). Initially, SOEs 

were an integral part of the Chinese government. However, since the economic reforms, 

they were given more and more autonomy (Child, 1996). Since the early 1990s, many 

SOEs have developed into independent production and management entities under state 

and party control (Rowley and Cooke, 2010).  

 

The influence of the CCP is persistent in the reform process of China's SOEs. After 

2015, a new round of SOE reforms began in order to strengthen the CCP's control and 

authority over SOEs and economic development (Chinese Government, 2015a). At the 

request of the Party and the state, all SOEs are required to amend their charters to 

incorporate the ‘corporate party organisation’ into the company's governance system. 

As a result, the CCP can influence all kinds of important decisions in SOEs, including 

operational and personnel decisions (Chinese Government, 2015b). Depending on the 

size of the SOE, ‘the corporate party organisation’ can be divided into a party group 

(dangzu), a party committee (dangwei), or a party branch (dangzhibu). Under this 

situation, the reform of "party-building" (dangjian) is an extremely crucial measure to 

strengthen the Party's leadership in SOEs. More recently, President Xi emphasized that 

‘party leadership and party building are the "root" and "soul" of Chinese SOEs’ (Yu & 

Lin, 2020, p443). The core of the content of party-building is that the board of directors 

or management should consult with the party organisation or party committee before 

making decisions on "important matters", which includes decisions on “important 

issues,” the appointment of “important cadres,” investment in “important projects,” and 

the use of “large” sums (Zhong Ban Fa, 2010). Thus, the challenge for SOEs is to cope 

with balancing the political leadership of the CCP and ‘modernised’ management 

autonomy. 

 

 

2.2.5.2. Chinese SOEs in the global market 

 

A very important feature of Chinese SOEs that has become apparent since the turn of 

the twentieth century is that more and more SOEs have started to go abroad and set up 

subsidiaries overseas (Lin et al., 2020). The importance of studies on the performance 

management of Chinese MNCs in other developing countries was discussed in detail in 

section 2.2.4.3.  Chinese SOEs have aligned their business expansion plans with 

national priorities and played a dominant role in the current drive toward 

internationalization (Alon et al, 2014). Chinese SOEs have also established subsidiaries 

or project branches in many developing and less developed countries in Asia and Africa 

(Cooke, 2006, 2014; Halegua and Ban, 2020). With the launch and implementation of 

the "Belt and Road" initiative, Chinese SOEs, in taking forward the will of the state and 

the party, have invested more in developing countries along the Asian and African 

routes and carried out various kinds of operations (Liu et al., 2017; Zhou, 2019).  

 

The large and low-cost labour force in developing countries can be a great advantage 
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to SOEs operating in global value chains (Chen et al., 2011; Rodrik, 2018).  MNCs 

expand production in developing countries by hiring local workers for low-skilled jobs 

at low wages (Brown et al., 2004; Chen et al., 2011). In this context, Chinese foreign 

direct investment in these countries tends to be more labour-intensive, such as 

investment in resource/energy and the construction sectors (Luo et al., 2017). This has 

created a large number of opportunities for host-country employment, but especially 

for low-skilled labour (Sanfilippo, 2010; Fu, 2012).  

 

The use of low-skill, low-cost labour has generated attention from scholars of IHRM. 

Firstly, even though host countries might have a large volume of low-cost labour, 

studies have found that Chinese MNCs are more inclined than MNCs from other 

countries to send home (Chinese) workers overseas (Wong, 2009; Nuttall, 2012; Yang, 

2022). This is because Chinese employers tend to think that it is more economical to 

use Chinese workers than to train unskilled local workers in the host countries 

(Wegenast et al., 2019). Moreover, the use of Chinese workers can avoid the 

communication problems that might be associated with employing local workers, thus 

increase work efficiency (Gu 2009; Haglund 2009; Lee 2009; Jauch 2011). Importantly, 

extant literature has, however, pointed to tensions in labour relations between local 

workers and the management team, most of which are comprised of Chinese managers 

(Gu, 2009; Haglund, 2009; Lee, 2009; Jauch, 2011). It might be thought that labour 

relations might be influenced by trade unions. However, as trade unions in China are 

usually official organisations controlled by the CCP, they mainly reflect the will and 

interests of the state and the party (Yang, 2022). While Chinese labour legislation, in 

theory, protects workers' collective rights (i.e. the right to organise, the right to strike 

and the right to collective bargaining), in reality these rights are rarely put into practice 

(Zou, 2016; Luo, 2017). When Chinese companies establish subsidiaries overseas, 

Chinese managers lack experience in working with independent labour unions. As a 

result, Yang (2022) has found that for countries with weaker protection of collective 

labour rights, such as Tanzania, Kenya, and Zambia, Chinese corporations increase their 

use of Chinese workers (Tang, 2019; Sautman & Yan, 2016; Zou, 2016). For Chinese 

SOEs, which are under the overall leadership of the Chinese government and the Party, 

the focus has therefore tended to be  on the  cultivation of Chinese staff overseas 

(Kernen & Lam, 2014; Halegua and Ban, 2020). Given this focus, party-building in 

overseas subsidiaries becomes ever more important. In the existing literature, papers on 

how Chinese SOEs have carried out party-building work overseas in recent years have 

been published in Chinese journals (Wang, 2022; Song, 2020; Zhou, 2022; Zhang, 2020; 

Shi, 2022). However, to date, English-language papers on this topic have been limited, 

with research on the relationship between party building and performance management 

in other developing countries being especially scarce. 

 

Another topic that has received some attention is related to different employment 

contracts and status in overseas subsidiaries or project branches of Chinese SOEs. 

China's labour market has gradually become more fluid and diversified from a relatively 

fixed and stable state (Gamble & Huang, 2008). In order to counter the increasingly 
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brutal market competition, the "iron rice bowl" system of lifetime employment has been 

gradually abolished, and Chinese SOEs are actively expanding their use of dispatched 

contract workers (Friedman & Kuruvilla, 2015). As a result, the employment systems 

in Chinese SOEs have become more flexible, with a mixed workforce: permanent and 

contract workers co-existing (Kalleberg, 2003; Liu et al., 2019). Within existing 

research in this area, studies on multiple employment systems in corporations have 

increased.  

 

For instance, research has covered the effects of different contracting styles on staff’s 

reaction, in terms of organisational commitment, perceived security and proactive 

behaviour. In one organisation, permanent workers tended to have a higher level of 

commitment to the organisation than temporary workers (Coyle-Shapiro & Kessler, 

2002). Moreover, another study suggested that it was significant for most ordinary 

Chinese employees to perceive their jobs as secured (Gamble & Huang, 2008). In the 

context of Chinese SOEs, Liu et al (2019) found that affected by employment status 

(permanent versus temporary employment), the relationship between perceived 

employment security and proactive behaviours of employees, like organisational 

citizenship behaviour, was complex. In the face of Chinese SOE reforms, employees 

who perceived less security tended to engage more deliberately in behaviours that went 

beyond their responsibilities to express their commitment to their employer and so to 

improve their employment situation (Liu et al., 2019).  

 

Furthermore, one study centred on the ‘core-periphery’ model, examining the 

employment arrangements of workers under different employment systems in 

organisations of different sectors. For example, Gamble and Huang (2009) focused on 

employment arrangements in a foreign-invested retail firm in China. They found the 

co-existence of two employment systems in the same retail firm and challenged the 

‘core-periphery’ model by pointing out that temporary peripheral workers may take on 

more critical roles in the workplace and compete with regular core employees.  

 

Within overseas subsidiaries or project branches of Chinese SOEs, there are different 

types of staff with different hierarchies and nationalities (Child & Marinova, 2014). In 

this cross-cultural context, the studies on how SOEs conduct performance management 

and how these different types of staff perceive performance management practices in 

other developing countries are very limited, and therefore in-depth research is necessary. 

 

 

2.2.5.3. The history of HRM and performance management in Chinese SOEs 

 

In the context of the reform and development of Chinese SOEs, their HRM and relevant 

internal personnel management practices were also subsequently transformed (Ding et 

al., 2000; Danford & Zhao, 2012; Cooke et al., 2015). In the existing literature, while 

there has been research looking into the change in the overall HRM system of Chinese 

SOEs, the focus on the practice of specific HRM aspects has been very limited. Xiao 
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and Cooke (2020) pointed out that the core functional aspects of HRM in Chinese SOEs, 

such as performance management and compensation, have not yet been explored in 

depth. Performance management is an important component of HRM, and accordingly 

the development of performance management in SOEs, primarily echoes the reform of 

HRM, but also inevitably displays its unique characteristics. This study focuses on this 

specific management practice in Chinese SOEs. The development of performance 

management in China has already been introduced in section 2.4.4.2, and the following 

paragraphs will give more detail about the history of HRM and performance 

management in Chinese SOEs to explain why performance management in this 

particular kind of organisation needs to be studied.  

 

1949-1978: the state-planned economy period 

 

Before the economic reform in 1978 and under the state-planned economy, the socialist 

'iron rice bowl' system dominated personnel management in Chinese SOEs (Ding et al., 

2000; Kong et al., 2019). This system consisted of lifetime employment, egalitarian 

compensation, centrally planned work assignments and managerial promotions, a high 

degree of job security, and cradle-to-grave benefits and allowances (Warner, 2004; Xia 

et al., 2020). This system brought about problems of overstaffing and inefficiency in 

SOEs (Warner, 1996). Although performance management existed in SOEs at this stage, 

it did not involve any objective evaluation and management related to work techniques 

and efficiency, but mainly assessed employees' political attitudes, seniority and 

harmonious relationships in a subjective way (Burns, 1989). Hence, the results of these 

evaluations were only used for job transfer or promotion (Young 1989; Zhang and 

Lovegrove 2009). This means that in SOEs, performance management was applied 

mainly to white-collar employees (also referred to as cadres, which mainly include 

personnel engaged in managerial, technical, scientific or other professional work) rather 

than to blue-collar workers (Zhu and Dowling 1998). In addition, in the context of the 

stated-planned economy, the formulation and implementation of performance 

management systems in Chinese SOEs were strictly controlled by the government, and 

enterprise leaders did not have much managerial autonomy (Tsai and Wang, 2013). 

 

 

1978-1990s: the reform and opening up of China 

 

China embarked on reform and opening up in 1978, and in the decades since then, the 

country's SOEs have undergone rapid and substantial reforms (Walder, 1986). Between 

1978 and the 1990s, the focus of SOE reforms was to implement a certain degree of 

administrative decentralisation between the central government and local governments, 

decentralising management authority and giving SOEs certain management rights, 

while keeping the state-owned system basically unchanged (Garnaut et al., 2006; Yu, 

2014). After 1986, China embarked on a reform of its labour system involving 

recruitment, standby insurance, labour contracts and dismissals in SOEs, and since then, 

all SOE employees have been subject to a labour contract system (He et al., 2018). 
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Many SOEs have laid off a large number of employees to ‘slim down' (Lüthje et al., 

2013). This means that the ‘iron rice bowl’ has gradually been ‘broken’. As such, at this 

stage, performance management in Chinese SOEs reflected two main features: firstly, 

the autonomy of SOEs was gradually strengthened, allowing them to design some of 

their own policies and activities related to performance management (Bodmer, 2002; 

Ngo et al. 2008); secondly, performance management systems began to be applied more 

comprehensively to all types of employees and egalitarian-oriented management is 

gradually being eliminated (Tsai and Wang, 2013). 

 

 

1990s till now: the period of deepening socialist market economy 

 

China deepened its SOE reform after Deng Xiaoping, the chief architect of the reform 

and opening-up of China, put forward the route of a socialist market-oriented economy 

(Lin et al., 2020). Since the 1990s, HRM in Chinese SOEs has undergone a series of 

changes. In order to make Chinese SOEs more competitive, the Chinese government 

put forward a series of policies to gradually transform SOEs, such as the "modern 

enterprise system" in 1994 (Chen et al, 2008). As a result, SOEs began to learn some of 

the Western management disciplines (Zhao & Du, 2012; Zheng & Lamond, 2009). 

However, some studies have found that traditional cultural factors - including 

patriarchal values, norms of respect for hierarchy (e.g., Huang, 2008), and collectivist 

practices (e.g., Liu, 2003) - continue to have a persistent impact on HRM in SOEs. For 

example, Zhu et al. (2012) argued that the legacy of paternalism still determines the 

nature of the current HRM system characterised by moral incentives, benevolent 

management and familial employment relationships. Overall, HRM in Chinese SOEs 

can be summarised as a hybrid model: ‘a fusion of some market-driven elements of 

western HR practices with the vestiges of the socialist-oriented ‘iron rice bowl’ system’ 

(Xiao and Cooke, 2020, p49).  

 

The tendency in the area of performance management generally echoed that of HRM 

reform but had its own specific features. From the 1990s onwards, encouraged by the 

Chinese government, SOEs vigorously introduced Western management concepts and 

carried out performance management reformation (Abodohoui et al., 2020). Some 

advanced performance management tools and methods, such as pay-for-performance, 

KPIs, and the Balanced Score Approach (BSA), were widely used in Chinese SOEs 

(Lazzarini et al., 2021). At this stage, more objective indicators were used, and the 

results of performance appraisal were directly related to the financial income of 

employees (Benson et al., 2000). 

 

Despite more than four decades of reforms and Chinese SOEs learning and adapting 

Western approaches to performance management, much of the existing research has 

found that some unique features have survived in Chinese SOEs (Zhang, 2019). Firstly, 

the Chinese government and CCP intervention and control have always existed and 

played an important role (Khan et al., 2019). SOE labour unions are controlled by the 
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CCP and therefore have no autonomy in conflict management (Liu, 2010). In 2003, the 

State Council established the State-owned Assets Supervision and Administration 

Commission (SASAC) to strengthen the management of state-owned assets, promote 

the construction of a modern enterprise system in SOEs, and improve the corporate 

governance structure (Naughton, 2015). Du, Tang and Young (2012) pointed out that in 

addition to the financial performance indicators that SASAC claimed to have used in 

evaluating SOEs, there are also other factors affecting the government's evaluation of 

SOEs: influence activities and favouritism in the subjective evaluation of performance. 

 

Second, some morality-focused criteria (e.g., political loyalty, industriousness, and 

harmonious relationships) remain as important criteria for SOEs' performance 

evaluation (Xiao and Cooke, 2020). And interpersonal relationships or guanxi, deeply 

rooted in Chinese cultural values, play an important role in the performance 

management of Chinese SOEs as a means of maintaining mutual benefit, harmony, and 

loyalty, influencing job satisfaction (Wong, 2017; Xian et al., 2019; Chen, 2020). Most 

importantly, it was found that the socialist-oriented "iron rice bowl" system still has a 

residual impact on the contemporary HRM system. For example, SOEs offer more 

social benefits and allowances than non-SOEs, which may be a remnant of the 'cradle-

to-grave' welfare system (Zheng, Morrison and O'Neill, 2006). In terms of remuneration, 

egalitarianism still prevails in SOEs (Wang, Nicholson, & Zhu, 2009; Amighini, 2019). 

In other words, it can be said that there is a tension between 'Western market-driven 

management practices' and 'management styles with Chinese socialist characteristics' 

in performance management in SOEs, and this feature is more obvious than in 

performance management in any other type of Chinese companies. 

 

As mentioned in Section 2.2.5.2, since the last two decades, especially the launch of 

the "Belt and Road" initiative, Chinese SOEs have set up subsidiaries and project 

branches all over the world. Ouyang et al (2019) found that when entering developed 

markets, Chinese SOEs developed performance management systems in accordance 

with local requirements, but due to government interference, which is a characteristic 

of SOEs, the systems were not implemented in accordance with intended policies. 

Therefore, the following questions need to be addressed in this study: How are the 

performance management policies formulated and implemented to the local context, 

when Chinese SOEs set up subsidiaries in African and Asian countries with weaker 

economies and institutions than China? Against this background, how are these 

practices experienced and perceived by different types of staff?  Also, what are the 

institutional factors in China and host countries influencing Chinese SOEs’ 

performance management in those countries (mainly in Tanzania and Mongolia in this 

study)? 

 

In summary, this research focuses on the performance management of Chinese SOEs 

in other developing countries, for the following reasons: Firstly, performance 

management is a crucial dimension of HRM that links various interests within an 

organisation and balances the relationship between individual performance and 
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organisational performance (DeNisi & Murphy, 2017). Secondly, performance 

management is closely related to other HRM practices, such as recruitment and 

selection (Budhwar et al., 2008). However, it has also been criticised for not being fairly 

designed and applied. China has a long-term positive business relationship with other 

developing countries and performance management is vitally important for Chinese 

SOEs to gain a competitive advantage in these countries. However, as a western-born 

conception, there is limited research about how performance management is 

subsequently adapted to Chinese MNCs and then their overseas subsidiaries in other 

developing countries (Cooke, 2019; Brown et al., 2019). Institutional theory covering 

the three pillars and the debate of standardisation and localisation are applied in this 

study to explore this important but under-studied area. These two perspectives might 

help to develop an understanding of how performance management is designed, 

implemented and perceived in Chinese SOEs’ overseas subsidiaries or regional centres 

that are located in other developing countries.  

 

 

2.3 Using institutional theory to understand performance management in MNCs  

 

This study contributes to the body of literature which draws on institutional theory to 

understand HRM, and specifically, performance management in MNCs (Mayrhofer, 

Gooderham & Brewster, 2019; DeNisi et al., 2021). This section begins by explaining 

how the three institutional pillars and the concepts of localisation and standardisation 

will be applied to this study, then considers how this will be complemented by drawing 

on Hofstede’s cultural dimensions.   

 

2.3.1. Institutional theory   

 

Organisational institutionalism is one of the mainstream theories used to analyse the 

effects of institutions on international human resource management (Schotter et al., 

2021; Dibben and Wood, 2023). From this theoretical perspective, two foci have been 

emphasised: one is how organisations construct legitimacy within the societies in which 

they operate, and the other is how organisations align their behaviour with that of other 

organisations in order to enhance legitimacy and thus they become isomorphic with 

each other (DiMaggio & Powell, 1993; Greenwood et al., 2017). As for MNCs, which 

are operating in different countries, they receive pressure from home-country 

institutions but also have to seek legitimacy in the context of host countries (Kostova 

and Roth, 2002). 

 

Scholars have defined institutions as social structures that determine both what is legal 

and what processes and behaviours can be seen as legitimate (DiMaggio, 1991; Meyer 

& Rowan, 1977). External institutions are drivers or constraints of HRM practices and 

relevant individual perceptions, and also some research especially focused on the 

institutional influences on HRM in the headquarters in home countries or their 

subsidiaries in host countries ( Huang, and Gamble, 2011;Cooke, 2014; Schotter et al., 
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2021). This study draws on Richard Scott’s three institutional pillars (Scott, 2017), to 

explore how institutions impact the formulation and implementation of performance 

management in MNCs and their overseas subsidiaries. 

 

2.3.1.1 The three institutional pillars 

 

In the first edition of the book, institutions and organisations: ideas and interests, Scott 

(1995) divided institutions into three different but related pillars: regulative institutions 

(laws, regulative rules), normative institutions (socially held norms and values like 

power-distance), and cultural-cognitive institutions (taken-for-granted 

understandings/identities, culture). In the most recent edition, Scott (2017) argued that 

institutions are not “iron cages constraining agency and imposing isomorphism” (Lewis, 

2017, p 316). Instead, he argued that modern organisations are “active players”, not 

“passive pawns” within an institutionalization process, and emphasized cross-level 

analyses of an investigation work to demonstrate the contextual influences on 

organisations at one level and actors and their actions at a lower level. 

 

2.3.2 Three institutional pillars and performance management in different 

countries 

 

North (1996, p. 344) defined institutions as "formal constraints (rules, laws, 

constitutions), informal constraints (norms of behaviors, conventions, and self-imposed 

codes of conduct), and their enforcement characteristics" that structure interactions in 

political, economic and social spheres. Scott (2013, p. 52) developed an integrated 

model of these institutional constraints that identifies and consists of three pillars – 

regulative, normative and cultural-cognitive – which relate to "legally sanctioned", 

"morally governed", and "recognisable, taken-for-granted behaviors respectively". This 

lens is used in this thesis to examine how Chinese MNCs' manage performance in other 

developing countries, taking into account institutions within both China and host 

countries.  

 

2.3.2.1. Regulative institutions and performance management in different 

countries 

 

The first of these pillars is the regulative pillar, which is symbolized by governments' 

coercive authority: companies must conform with the laws and rules enacted and 

enforced by local governments, otherwise they risk being punished (Scott, 2013). It is 

necessary to recognise the importance of regulative institutions as the background of 

normative and cultural-cognitive institutional influences on performance management 

practices in an organisation (Xu and Beamish, 2004; De la Torre-Castro, and Lindström, 

2010.). There are several ways that regulative intuitions might impact performance 

management in organisations. Firstly, organisations must sign an employment contract 

with employees in accordance with the legislation. And it regulates the circumstances 

under which an employee can be dismissed (Aguinis, 2013). For instance, legal powers 



  30 

enable individuals to take actions against an employer whose performance management 

approaches breach legislative regulations (e.g. sacking a worker on the grounds of 

capability but without due process).  

 

In many countries, various types of discrimination are also explicitly prohibited. 

Managers are not allowed to distort evaluations of employee performance during 

performance appraisals whether due to intentional or unintentional discrimination or 

bias (Aguinis, 2013; Festing et al., 2012). Moreover, unions are also a very important 

regulative institution. As mentioned in the section 2.2.4, in Western countries, and in 

some less developed countries in Africa, labour unions have an impact on companies' 

performance management. But for China, unions play less important roles in 

performance management (Xing et al., 2016). 

 

2.3.2.2. Normative institutions and performance management in different 

countries 

 

Normative pillars relate to external principles, standards, roles, and other social 

prescriptions which affect the behavior of organisations and individuals. Values involve 

conceptions of preference or desire. Norms specify "how things should be done" (Scott, 

2001, p55). Normative systems include values and norms, producing conformity as a 

result of moral obligations and social expectations (Scott, 2013). Complemented by 

reference to Hofstede's cultural framework (explained in more detail below), this 

research will seek to understand the normative institutional impacts from two 

dimensions: individualism versus collectivism, and long- or short-term orientation. 

Both of these might have a significant impact on how performance is appraised and 

how performance rewards are distributed. For example, in some collectivist and short-

term oriented organisations, performance appraisals might be team-based and not too 

directly focused on individual interests (Sosik and Jung 2002). Also, impacted by these 

features, team and monetary rewards may be preferred, and the rewards should be 

distributed fairly to everyone in the team. Ratees' reactions to appraisals mainly include 

their satisfaction and perceptions of fairness reactions influenced by the quality of 

rating data in terms of its (perceived) reliability, validity, or accuracy (Erdogan, 2002). 

Given the distinctive cultural and institutional realities that might be in place within a 

host country, performance management might differ with respect to both the raters and 

the ratees, and this difference might lead to a high risk of unfairness perceptions among 

multinational employees (DeNisi & Robert, 2006). For instance, south-east Asian 

employees may accept being evaluated based more on group performance than 

individual performance, while employees from western society might tend to have the 

opposite preference (Festing, 2012; Gu & Nolan, 2017).  

 

Also, Scott (2013) argued that normative institutions facilitate acceptable normative 

behaviors within certain professional groups and organisations, such as kin or 

friendship. Some scholars have found that in a highly collectivist culture, family or 

friends will be given higher priority and special treatment in hiring, rating or rewarding 
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decisions (Chen, Chen and Huang, 2013). And thus, social network is identified as an 

important normative institutional factor in some studies (Arasti, Pasvishe and 

Motavaseli, 2012; Kshetri, 2014). Therefore, in this study, the relative importance of 

group benefits or personal reciprocity and the preference for uniformly applied rules 

will be considered. From the aspect of the social network, there are related norms and 

values for people to comply with and build trust with each other (Chen et al., 2013; Gu 

& Nolan, 2017; Kshetri, 2010). Research has found that social networks in workplaces 

can have a positive impact on the performance of both individuals and teams. However, 

workplace networks of friendship or relatives might distort the judgement of 

supervisors or managers during performance appraisal and thus negatively impact 

performance rating precision and accuracy (Arasti, Pasvishe and Motavaseli, 2012). 

 

2.3.2.3. Cultural-cognitive institutions and performance management in different 

countries 

 

The third set of the three pillars, cultural-cognitive institutions, concern the internalized 

beliefs that guide both individuals' and organisations' behavior (Paik et al., 2011). This 

set of pillars is based on "shared conceptions that constitute the nature of social reality" 

(Scott, 2001, p. 57). Douglas (1982, p. 12) proposed that cultural categories should be 

treated as the cognitive containers in which "social interests are defined and classified, 

argued and negotiated, and fought out", and thus cultural-cognitive institutions are 

arguably most closely related to the concept of national or societal culture (Kshetri, 

2010; Paik et al., 2011).  

 

Regulative pillars belong to formal institutions, and informal institutions consist of both 

normative and cultural-cognitive pillars (Scott, 2008; Paik et al., 2011). The normative 

pillar might emphasise the force of mutually reinforcing obligations, while the cultural-

cognitive pillar may indicate the power of common briefs and shared logics of actions. 

(Scott, 2008). However, when examining global management in MNCSs' overseas 

subsidiaries, a somewhat "messy" set of interactions with the broader institutional 

environment may occur (Alexander, 2012).  

 

Culturalist approaches: Hofstede's five-dimensions 

 

The theoretical foundation of this thesis is Scott's (2013) institutional theory, in 

particular regarding regulative, normative and cultural- cognitive institutional pillars. 

Since the cultural-cognitive pillar is concerned with culture concept, it is helpful to 

draw from some other significant cultural theories (Kshetri, 2014).  

 

Culture is defined as a set of shared understandings for actions that are cultivated from 

the experiences of a particular situation (Redding, 2008). In most contexts, culturalists 

avoid discussing issues of formal regulation associated with economic factors or 

employee rights under the law (Brewster et al., 2008; Redding, 2008). Culture can 

similarly tend to be excluded from institutional dimensions, and measured within a tight 
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arena, usually via values and norms. Since this study is based on institutionalist 

accounts, my research will instead build upon the framework of Scott's three pillars and 

regard culture as one dimension of institutions. Cultural distinctions are the most 

important external factors for MNCSs to manage human resources overseas, and there 

are various cultural theories as tools to understand cultural diversity. Among them, 

Hofstede's five-dimension framework is widely recognised in the field of cross-cultural 

management.  

 

In his framework, the five dimensions of national cultural variances can be used to 

identify the basic differences between eastern and western thinking (Hofstede, 1994). 

Firstly, the dimension of power distance measures the expectation and acceptance of 

members in lower positions of the organisational hierarchy when power is unfairly 

distributed. Hofstede (2011) suggested that the level of power distance is higher for 

Asian countries than that for English-speaking western countries. Secondly, 

individualism versus collectivism concerns how persons identify the relationship 

between themselves and others in teams. For instance, people from western societies 

generally adopt a more individualistic orientation, while those who are from eastern 

societies will recognise more collectivist influences (Sosik and Jung, 2002).  

 

The next main dimension is masculinity versus femininity, which measures the value 

placed on traditionally male or female values. Differences between the most feminine 

or the most masculine societies, include stress orientation, intuition, and assertiveness 

of individuals in the workplace (Hofstede, 1994; Shi & Wang, 2011). Subsequent 

scholars have built their work on Hofstede’s model and found that some Asian countries, 

such as Mongolia, have a very high degree of masculinity (Rarick et al., 2014). 

 

Next, uncertainty avoidance concerns the attitudes of social members when 

encountering ambiguity and how they attempt to handle risks. This might influence 

individuals' preferences for rules and standardisation in MNCSs. In the uncertainty 

avoidance index scored by Hofstede (2011), English speaking and Chinese culture 

countries both have low levels of avoiding risk.  

 

The final dimension, long- or short-term orientation can be about how to choose the 

focus for individual efforts: the future or the present and past (Hofstede, 2011). 

Meanwhile, scholars have found that a long-term orientation is recognised in East Asian 

countries, while short-term orientations are prominent in countries such as the UK 

(Hofstede, 2011). Long-term orientation values refer to perseverance and thrift, while 

values linked with short term orientation are social obligations and protection of one's 

sense of dignity or prestige in social contexts (Leung & Cohen, 2011). In MNCSs, 

negative and positive values impact work-related issues like job commitment.  

Drawing on Hofstede's cultural framework, cultural-cognitive institutions are mainly 

analyzed through beliefs about three aspects: avoidance of uncertainty, masculinity 

versus femininity as well as power-distance. Cultural institutions of uncertainty 

avoidance impact employees' attitudes to change, and their preferences for loose or 
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centralized management approaches (Ambos & Schlegelmilch, 2008; Paik, 2016). 

Moreover, some studies have found that employees are more receptive to self-

evaluation of performance in China, which has a culture of high-power distance. But 

the 360-degree performance feedback and performance evaluations are more likely to 

be accepted by employees in cultures with a low score of power distance (Hedge, 

Borman, & Birkeland, 2001). For instance, in the UK, the power distance is lower than 

that in Chinese society, and managers prefer to have a lower power-distance with their 

subordinates (Lindholm, 1999; Hofstede, 2011; Festing, 2012). Hence, western 

employees are more open to feedback and willing to communicate with their managers. 

 

Hofstede's cultural dimensions have been widely used in the field of international 

business and management to help understand cultural differences between countries. 

However, there are several critiques of Hofstede's work. One major criticism is that he 

tends to make generalizations based on national culture, which can lead to stereotyping 

within the workplace. It is important to recognise that within any national culture, there 

is significant diversity in attitudes, beliefs, and values (Williamson,2002; Bergiel, 

Bergiel and Upson, 2012). Additionally, Hofstede's work has been criticized for not 

taking into account the complexities of subcultures within a country, such as regional 

or ethnic differences (Gelfand, Erez & Aycan, 2007). Furthermore, some researchers 

have argued that Hofstede's dimensions may not be applicable in non-Western cultures, 

as the dimensions may reflect Western values and assumptions (Taras, Steel and 

Kirkman, 2012). Overall, while Hofstede's culture dimensions can be useful in helping 

managers navigate cultural differences, it is important to approach them with a critical 

eye and consider their limitations.  

Hofstede's cultural theory has several unique strengths, such as providing a framework 

for understanding how culture can impact various aspects of organisational behavior, 

including communication, decision-making, leadership, and conflict resolution (Rinne, 

Steel, and Fairweather, 2013). The dimensions he proposed have been considered as a 

valuable tool for analyzing cultural differences between countries and can be used to 

develop effective cross-cultural management strategies. As a result, his work continues 

to influence HRM research, especially in the areas of global staffing and expatriate 

management, cross-cultural training and development, and diversity and inclusion 

initiatives. Many recent studies have applied Hofstede's cultural dimensions to examine 

various HRM-related issues. For example, a study by Hooi (2022) used Hofstede's 

dimensions to investigate the relationship between national culture and expatriate 

management in the bank industry. Another study by Yuan and Zhou (2015) used 

Hofstede's dimensions to explore the effects of cultural diversity on team creativity in 

MNCs. These studies demonstrate the continued relevance and applicability of 

Hofstede's cultural theory to contemporary human resources research. 

2.3.3 Standardisation and localisation  

 

In foreign subsidiaries, how to respond to a variety of host-country demands while 

maintaining a clear and consistent global business strategy is one central problem for 
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MNCs. To solve this situation, the choice of how to diffuse management practices 

across borders is crucial for MNCs (Oppong, 2018). When doing business in the host-

country market, MNCs may seek to apply their home-country HRM systems to host-

country nationals. But to gain a competitive advantage, they often face challenges of 

people management regarding whether to aim for global integration from home-country 

to foreign subsidiaries or the operation of the respective subsidiaries based instead on 

social and other features in the host country (Edwards, Colling, and Ferner, 2007; 

Oppong, 2018; Edwards et al., 2016). 

  

The international management literature that has discussed this choice is characterized 

by two central debates. At the macro (country) level, within the field of cross-cultural 

management, the debate is described as convergence vs. divergence, while at the meso 

(company) level, the standardisation vs. localisation debate has been used to consider 

multinational corporations and management of their international subsidiaries (Brock 

& Siscovick, 2007; Pudelko & Harzing, 2007; Brewster, Mayrhofer and Cooke, 2015; 

Fan et al., 2016; Kuznetsov and Jacob, 2015). This study focuses on the relationship 

between the performance management of MNCs in their overseas subsidiaries/affiliates 

and those of their home-country headquarters at the organisational level, so the 

standardisation vs. localisation debate is an appropriate and necessary perspective to be 

adopted here. 

 

HRM standardisation refers to the fact that the HRM policies of a MNC's subsidiaries 

around the world are decided centrally by the headquarters and are conducted in the 

same manner as the parent companies (Edwards et al., 2016). Some scholars see the 

standardisation of HRM practices as a process of global integration of HRM by 

transferring similar management mechanisms from the MNC's headquarters to its 

worldwide business subsidiaries (Chung, 2015). In doing so, MNCs aim to apply a 

coherent set of standards to HRM at headquarters and overseas subsidiaries (Pudelko  

and Wil-Harzing, 2008; James and Baruti, 2021).  

 

Conversely, HRM localisation means that MNCs tailor HRM practices for their 

overseas affiliates, taking into account the different features of each region (Chung and 

Furasawa, 2015). This means that the HRM of the subsidiaries will be more similar to 

the HRM of the local companies in the countries where the subsidiaries are located, 

rather than being aligned with the HRM practices of the parent companies (Brewster, 

Mayrhofer and Smale, 2016). Some scholars have introduced the concept of 

decentralization in their understanding of HRM localisation, arguing that subsidiaries 

have more autonomy in the localisation process while ensuring that the overall 

objectives of the company are achieved (Chung, Sparrow and Bozkurt, 2014; Tihanyi 

et al., 2012; Cogin and Williamson, 2014). 

MNCs choose distinctive HRM strategies under the pressures of both home-country 

and host-country institutions (Paik et al., 2011). Thus, MNCs have different motivations 

to seek standardisation or localisation of HRM practices in different host countries 

(Chung, Sparrow, and Bozkurt, 2014). However, the intended standardisation or 
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localisation choice might not be adopted in the subsidiaries in host countries (Ahlvik et 

al., 2016; Khilji and Wang, 2006). Kostova and Roth (2002) have considered the 

relationship between institutions and organisational practices adopted by MNCs’ 

headquarters in home countries and subsidiaries in host countries. They indicated that 

there has been institutional duality and have found strong support for the influence 

regulatory, cognitive, and normative institutions on the adoption of organisational 

practices. In this study, it is considered helpful to engage with the standardisation versus 

localisation debate as well as three institutional pillars to explain the formulation and 

implementation of performance management in Chinese MNCs’ subsidiarise in other 

developing countries. 

 

2.3.4 Summary: Institutional theory and performance management in MNCs 

 

Current research on the use of institutional theory for performance management is 

mainly concerned with institutional influence of one certain country like China or the 

USA on specific aspects of performance management, such as performance evaluation 

or performance feedback (Aguinis, 2013). Some scholars, in their studies of HRM in 

MNCs through the lens of institutionalism, have also referred to the influence of home 

country or host-country institutions and cultures on performance management 

(Kamoche et al., 2015; Khan et al., 2019; Paik et al., 2011). However, the existing 

literature lacks a systematic understanding of how institutions and cultures affect the 

performance management of MNCs abroad, in terms of both home country and host-

country influences.  

 

The same performance management system may not be appropriate in all cultural and 

institutional circumstances (DeNisi et al., 2008). DeNisi et al (2021) suggested that 

research on performance management in MNCs must take account of various 

contextual factors. In examining how Chinese SOEs manage performance in other 

developing countries, then, it is important to identify whether and to what extent 

institutional factors influence performance management in Chinese SOEs in these 

countries. 

 

 

2.4 Performance management in MNCs: standardisation and localisation 

 

In Section 2.2, the elements of performance management, its importance and its 

characteristics in different international contexts were explained in detail. As mentioned 

in section 2.3, the study of performance management in MNCs requires an 

understanding of the influence of formal and informal institutions of both home and 

home countries. This section then moves on to discuss one of the major challenges faced 

by the MNCs when conducting performance management: namely, at the organisational 

level, how do multinational companies balance two needs: consistency in the 

management of individual overseas subsidiaries and the adaptation to the unique 

realities of different regions. This section provides an understanding of performance 
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management in MNCs from the perspective of standardisation versus localisation, with 

a particular focus on the formulation and implementation of performance management 

policies in Chinese SOEs' subsidiaries in other developing countries.  

 

2.4.1 The standardisation versus localisation debate in HRM  

 

The standardisation versus localisation debate has been a core theme of the international 

HRM research literature. On the one hand, MNCs tend to promote standardised HRM 

practices throughout countries in order to improve the efficiency and coherence of their 

HRM functions. On the other hand, MNCs may also use similar HRM practices to those 

of local companies to meet legal requirements and adapt to local norms or culture (Chen 

and Wilson, 2003). Also, from the MNCs' perspective, some literature describes this 

debate as intensity of integration, referring to a central challenge MNCs face when they 

coordinate worldwide subsidiaries in a manner that satisfies the dual need for global 

integration and localisation (Tarique et al., 2006; Taylor & Napier, 1996; Tempel & 

Walgenbach, 2007). 

 

Furthermore, several interesting findings should be discussed here. Firstly, Ferner et al. 

(2004) highlighted the country-of-origin effect in MNC coordination of foreign 

subsidiaries, while Festing (2016) pointed out the importance of country-specific 

peculiarities when MNCs balance the global and local requirements of their global 

performance management practices. Furthermore, Pudelko and Harzing (2007) 

suggested that MNCs emphasizing the country of origin prefer standardizing their 

home-country practices in their host countries, mirroring the dominant practices of the 

country of origin and deploying them worldwide. However, Brewster et al. (2008) 

found that country-of-origin effects seem relatively weak, although MNCs tend to 

manage their human resources in ways that are in line with those of the home country.  

 

But among these country-of-origin characteristics, some scholars have found that the 

global economy dominance of the country of origin significantly affects the way MNCs 

in different countries make standardized or localized HRM (Gunnigle et al., 2002; Jiang 

and Yahiaoui, 2019; Liou, et al., 2021). Numerous studies have confirmed this: the 

United States, for example, as the world's largest economy, has brought standard 

American ‘best practices’ in HRM to countries around the world in the course of its 

globalization (Stephen and Mawazo, 2021; Vo, 2009). Similarly, French MNCs, when 

they expanded their business in African countries, brought the HRM practices of their 

home country to the region and standardized HRM for various categories of employees 

(Geary and Nyiawung, 2022). Compared to China, many Western countries are a long-

established economic force, and most developed Western countries have standardised 

their HRM practices in China due to the advantages in industrial technology and 

management experience (Lu and Bjorkman, 1997; Björkman and Xiucheng, 2002; 

Jiang and Yahiaoui, 2019). 

 

In general, multinational companies from developed economies have chosen to 
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standardize their HRM, which means that they can integrate globally by diffusing their 

home country's HRM to their subsidiaries around the world (Edwards et al., 2019). The 

main reason for this is that their advanced technology, developed economies and mature 

markets have earned them a more positive national image internationally (Ferner, 

Quintanilla, & Varul, 2001; Ouyang et al., 2019). This has provided them with 

legitimacy to standardize their management in other countries where the governments 

may exempt these developed country MNCs from some local policy requirements in 

order to attract their investment (Yu & Liu, 2016). 

 

It has also been found that western developed market MNCs have sought to standardize 

HRM practices to use their home-based advantages in developing countries (Horwitz, 

2012). What knowledge exists on the standardisation versus localisation debate in HRM 

has often been developed from the experience of MNCs from developed economies 

(Ouyang et al., 2019). In recent years, however, more attention has also been paid to 

HRM in different countries and regions around the world among MNCs from emerging 

markets, such as China, Brazil or India (Alden and Davies, 2006; Mellahi et al., 2016; 

Zhang and Wang, 2010). Some have indicated that MNCs originating from 

economically advanced nations tend to exhibit a higher propensity for imposing their 

home country practices within their overseas subsidiaries. (Liou, et al., 2021). The 

question remains whether MNCs from emerging countries adopt standardised HRM 

practices to exploit their existing competitive advantage in other developing markets 

(Edwards et al., 2019). 

 

As an important representative of emerging markets, China is playing an increasingly 

important role in the globalisation process. Companies from China have gone global 

and established subsidiaries in many countries (Aoyama, 2016). Some have reported 

how Chinese MNCs have conducted HRM in developed Western countries after 

learning advanced HRM from these countries (Baddar Al‐Husan et al., 2009; Björkman 

and Xiucheng, 2002; Liang, Marler and Cui, 2012.). 

 

Khan et al (2018) have, however suggested that many Chinese expatriate managers 

have negative perceptions of local UK regulations, seeing them as an obstacle to 

efficient company operations rather than a means of gaining complementarity within a 

given context. At the same time, however, these managers have affirmed the need to 

adapt to the established local approach to HRM in the UK. Likewise, through a 

quantitative study of over 1,500 Chinese companies in the US, Ouyang et al (2019) 

identified that the localisation of HRM practices was the main strategy for Chinese 

companies to overcome the liabilities of origin in the US. Zhu (2018) conducted a 

longitudinal study and founded that in the case of a Chinese bank's international human 

resource management strategy in Australia, there was a change from its initial focus on 

localisation to a global standardisation. However, such global standardisation has been 

formed in accordance with global best practice rather than as the management 

approaches of the home country, namely China. 
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Attracted by the abundance of labour and natural resources, an increasing number of 

Chinese companies have entered other developing countries to expand their markets, 

mainly those in Africa and Asia (Alden and Davies, 2006; Jackson et al., 2013). In other 

developing countries, as latecomers to the global market, Chinese MNCs follow very 

different patterns of internationalization compared to their developed market 

counterparts. While the French and American MNCs were successful in importing their 

preferred people management practices and in evading host-country regulations for 

many years, this was challenged upon the arrival of the Chinese MNCs, especially some 

Chinese SOEs (Geary, 2022). Moreover, scholars have indicated that Chinese MNCs 

have standardised their HRM practices in these regions (Ouyang et al et al., 2019). 

However, some Chinese-specific working methods have been retained in the HRM of 

other developing countries, such as three-shift production and flexible recruitment 

(Cooke, 2009; Cooke and Wang, 2018). In addition, some scholars have found that 

Chinese MNCs placed more emphasis on bringing Chinese values and ethics to their 

subsidiaries in these host countries. Examples include the Confucian idea of harmony 

and team spirit (Abodohoui et al., 2020; Bailey and Fletcher, 2008). 

 

 

2.4.2.The standardisation versus localisation debate and performance 

management in MNCs 

 

The design of performance management policies is a key part of MNCs' efforts to 

address the tension between global standardisation and localisation of HRM practices 

(Bailey and Fletcher, 2008). However, early ‘standardisation versus localisation’ 

research was based on general HRM practices, while performance management is a 

complex system in itself.   

 

As such, existing research findings of HRM standardisation versus localisation in 

developing countries did not go far enough in showing the challenges of standardisation 

and localisation of performance management (especially with regard to both policy 

formulation and implementation) in MNCs (DeNisi et al., 2021). In the existing 

literature, there is a research gap in how MNCs balance the need for consistency and 

adaptability when managing performance in developing countries (Bailey and Fletcher, 

2008; Brown et al., 2019; Mellahi et al., 2016). In particular, it is important to research 

the formulation and implementation of performance management of Chinese SOEs in 

other developing countries. This section focuses on the ways in which MNCs design 

performance management policies in host countries. 

 

A number of models and frameworks examine MNCs’ strategies to manage globally. 

Based on the debate of global integration and local responsiveness for MNCs, scholars 

summarised three main strategies. The first one is named as a global strategy which is 

related to a centralized decision-making approach. Global strategies might lead to 

MNCs apply common practices to subsidiaries regardless of host-countries' features, to 

achieve consistency within the whole organisation (Bader et al., 2021; Bailey and 



  39 

Fletcher, 2008; Mellahi et al., 2016). The second is that a multi-domestic strategy means 

that decision-making is decentralised, with an important receptiveness to distinctive 

local features. Theories of localisation emphasise that MNCs tend to adjust their 

policies to reflect local prevailing culture and institutions (Brewster et al., 2008; Brock 

& Siscovick, 2007; Oppong, 2018). Finally, internationalization strategies and 

transnational strategies is about the tendancy to combine the features of the home 

countries with those of the host countries to produce a more balanced management 

approach. Based on a summary of the existing literature, DeNisi et al (2021) indicated 

that it was important to discover what strategies were used by MNCs to manage 

performance in their different subsidiaries located in other countries.  

 

2.4.2.1 Western MNCs’ performance management in developing countries. 

 

As indicated above, Western MNCs have tended to standardise HRM when setting up 

subsidaries in developing countries. In terms of performance management more 

specifically, some studies have identified that developed country MNCs applied the 

same performance management systems in other developing countries as they do in 

their home country headquarters (Lindholm, 1999; Shih et al., 2005; Zhang and Wang, 

2010). This means that, as with HRM in general, developed countries adopted a 

standardised approach to performance management in countries that are less 

economically developed, thereby achieving global convergence (Stephen and Mawazo, 

2021). For example, Lindbolm (1999) researched Western companies in China and 

found that these companies had introduced their advanced performance management 

experience to China and that most Chinese managers were highly satisfied with the 

Western style of performance management, especially with the setting of on-time 

performance plans and formal performance feedback.  

 

In the two decades since then, more and more research has found that Chinese 

companies have combined advanced western experience with Chinese characteristics 

(as explained in detail in Section 2.1.4.2). Similarly, Western MNCs have entered other 

developing countries in Asia and Africa with standardised performance management 

and have achieved good results (Vo and Stanton, 2011; Vo, 2009; Yahiaoui et al., 2021). 

However, this has not uniformly been the case. For instance, Shih, Chiang and Kim 

(2005) conducted a qualitative study of the cases of five advanced-country MNCs and 

found that all of the companies investigated applied standardised performance appraisal 

forms developed by headquarters, but these were not appropriate for the local area of 

operation. That was mainly because of their lack of flexibility and relevance to local 

practices and cultures. These forms were developed at the headquarters, without taking 

into account the diverse needs and characteristics of the local contexts. As a result, they 

did not capture the specific nuances of the local work environment and cultural 

expectations.  

 

However, some scholars have argued that western MNCs did not have standardised 

performance management across all countries. One part of the staffing strategies of 
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MNCs that was closely related to performance management was the staff's career 

development, including training and promotion (McNeil, 2004; Davis, 2015; Ali, 

Mahmood and Mehreen, 2019.). Some researchers have found that Western MNCs, 

such as American firms, use strong localisation staffing strategies when managing in 

developing countries, which means recruiting a large number of local staff and training 

them to improve their management skills and provide opportunities for promotion to 

local employees who perform well (Vo, 2009; Kühlmannand Hutchings, 2010).  

 

2.4.2.2. Developing country MNCs’ performance management in other developing 

countries 

 

Relatively little research has been conducted on how developing countries carry out 

performance management in other developing countries. However, Debrah (2021) 

revealed that the degree of localisation sometimes depended on the HR practice. For 

example, South African MNCs localised compensation and employee relations in 

Nigerian subsidiaries, but performance appraisals and talent management practices in 

subsidiaries tended to be consistent with those of headquarters. Meanwhile it has been 

found that the performance management practices of Brazilian MNCs in both 

developing and developed countries were ‘heavily impacted by global best practice’, 

which were designed by international Western-based consultancy firms (Mellahi et al., 

2016, p 876). 

 

2.4.2.3 Chinese MNCs’ performance management in developed countries versus 

in developing countries 

 

Chinese MNCs have accelerated their expansion into global markets, including both 

developed economies and developing countries (Buckley et al., 2018). For instance, in 

the longitudinal study of Chinese MNCs in Australia, it was found that HRM was 

originally localized and then evolved to follow ‘global best practices’, with subsidiaries 

required to adhere to ‘detailed procedures for recruitment, job structures, performance 

evaluation, pay structure, attendance management and so on’ (Zhu, 2019, p2175). SOEs 

are a special type of Chinese organisations and set up subsidiaries overseas. In the study 

of HRM in US subsidiaries of Chinese SOEs, Ouyang (et al. 2019) investigated the 

formulation and implementation of management policies such as performance 

evaluation and training and found that Chinese MNCs tended to localize their HRM, 

including some performance management aspects, in developed countries.  

 

However, little research exists on the question of performance management in Chinese 

MNCs in developing countries from the extant literature on HRM in Chinese MNCs in 

developing countries. As argued above, the HRM of Chinese MNCs in developing 

countries is generally standardised. However, research by scholars in this area has only 

covered aspects such as Chinese ethics, the introduction of three-shift production and 

Confucianism (Cook, 2009; Jackson, 2014; Ding, 2021). But these have not highlighted 

how specific performance management practices have been designed and implemented 
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in other developing countries. There is also no relevant literature available on how 

Chinese MNCs, especially SOEs, balance standardisation and localisation in the design 

and implementation of performance management policies in other developing countries 

in Africa or Asia. 

 

There is, however, some evidence that is broadly relevant.  Debrah (2021) found that 

South African MNCs barely took into account local cultural and institutional 

characteristics when conducting performance appraisals in other African countries, 

instead adopting a standardised strategy for transferring performance management to 

their African subsidiaries. So, what strategies do Chinese MNCs (and particularly 

Chinese SOEs) adopt when it comes to performance management in other developing 

countries? This is a significant gap in existing research that needs to be addressed. 

 

 

2.4.3 Standardisation and localisation: policy intent versus implementation in 

MNCs’ overseas subsidiaries 

 

In previous sections, the formulation of performance management policies in MNCs 

was discussed. However, it is also essential to pay attention to how the system is 

implemented by personnel and whether it helps to achieve the intended targets of MNCs. 

Scholars have argued that organisations should not only design the HRM policies in 

line with their intended targets, but also aim to guarantee that this policy is implemented 

effectively (Wright and Nishii, 2013; Garcia-Carbonell, et al., 2015). Accordingly, 

there has been a strand of literature which focuses on what should happen (in theory) 

once the policies have been designed and signed off. 

 

Gratton and Truss (2003) lay out a three-dimensional approach to HR strategy. Firstly, 

vertical alignment refers to the extent to which business and HRM strategies, policies 

and processes are mutually consistent and supportive. Secondly, horizontal alignment 

refers to the internal consistency among a variety of HR policies. Thirdly, the action or 

implementation dimension is used to explain the degree to which HRM policies are 

implemented or put into practice, as judged by daily experience, behavior and values 

from individual perspectives ((Piening et al., 2014; Gilbert et al., 2011). The first two 

dimensions refer to the intended-policy level, not the actual - implementation level. 

Even though vertical and horizontal integration are both crucial dimensions of a people 

management system, it is not sufficient for companies to achieve good outcomes 

(Björkman and Lervik, 2007). This is the reason why the third dimension, which is 

about actions of planned polices and daily experience are also important areas of study 

(Ahlvik et al., 2016; Khilji and Wang, 2006).  

 

In the existing literature, 'intended' HRM refers to a HRM system or a series of policies 

designed by company's decision makers that is believed to be effective in achieving the 

organisational development objectives, whereas ‘implemented' HRM means how 

practices operate and are experienced by employees and managers in reality (Björkman 
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and Lervik, 2007; Khilji and Wang, 2006; Yahiaoui et al., 2021). Some scholars have 

also labeled the implementation stage as ‘actual HRM practices’, which implies that 

not all intended HRM practices are actually implemented. (Truss and Gratton, 1994; 

Wright and Snell, 1998; Wright and Nishii, 2013). Meanwhile, scholars have used the 

term “intended – implemented gap” to describe the same phenomenon: there is often 

an inconsistency between intended HR practices and those implemented (Gratton & 

Truss, 2003; Khilji & Wang, 2006).  

 

In the context of MNCs, a large number of studies have uncovered that HRM policies 

which home-country headquarters intended to adopt in their overseas affiliates have not 

always been successfully implemented locally (Ahlvik et al., 2016; Björkman and 

Lervik, 2007; Vo and Stanton, 2011). This meant that the headquarters’ intention to 

localise HRM was not always fully implemented in practice in host-country 

subsidiaries.  

 

Over the past years, many scholars have also identified the intended-implemented gap 

that has existed in the process of HRM standardisation or localisation. Yahiaoui et al 

(2021) conducted 117 interviews within four western MNCs operating in developing 

countries. They found that the French headquarters tended to standardize performance 

appraisal policies in Lebanon and Tunisia, but that these were just ‘ceremoniously’ 

adopted (Kostova and Roth, 2002) by the local subsidiaries due to the socio-culture of 

local employees and managers, such as high power distance and the importance of 

saving face. As for the situation of Chinese SOEs, Ouyang et al (2019) indicated that 

Chinese SOEs adopted localised HRM strategies in developed countries in order to 

overcome the disadvantages of capability and legitimacy that was related to the country 

of origin. But this HRM localisation was not implemented as planned in host countries 

and they identified state ownership as one main cause of this intended-implemented 

gap.  

 

In summary, it is evident that many existing studies have focused on the HRM of 

Chinese MNCs in Western markets, as well as on those of developed Western countries 

in developing countries. The intended HR strategies have not, however, always been 

followed in practice, and there is some evidence that this has been due to institutional 

and cultural influences. Therefore, after examining how Chinese SOEs plan to carry 

out performance management in their subsidiaries of Asian or African developing 

countries, it is important to explore how it is being implemented, and, from an 

institutional perspective, to explain why this happened. 

 

2.5 Performance management and individual perceptions 

 

The development of performance management policies by MNCs in their foreign 

subsidiaries relates to the organisational-level strategy, whereas their practical 

implementation is influenced by the unique experiences of individual employees. To 

gain a more comprehensive understanding of performance management in MNCs, then, 
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it is important to explore individual perceptions of performance management (Choi, 

2019; Piening et al., 2014). Also, the different hierarchical and institutional cultural 

backgrounds of staff in MNCs can have a different impact on their perceptions (Wang 

et al., 2020). Specifically, this section considers how different employees and managers 

might perceive performance management in Chinese MNCs from the perspectives of 

what is perceived as good performance and the fairness of performance management. 

 

2.5.1 The importance of understanding managers and employees’ perceptions of 

performance management  

 

As mentioned in section 2.3.1, performance management is important for all people at 

every level of the company, including employees, managers and senior management. 

Senior managers located at the highest levels are usually specialists in a particular field 

and responsible for organisational performance, overall strategies and the formulation 

of relevant policies (Simsek et al., 2005; Samimi et al., 2020; Krause, Roh and Whitler, 

2022). Thus, they have a higher degree of responsibility and significant autonomy 

compared to other line managers (Menz, 2012). As the decision makers in the 

performance management system, senior managers play an important role in how 

performance management is conducted in MNCs and their subsidiaries.  

 

Line managers are mainly responsible for general management work for organisations, 

and they are professionals in functional areas such as sales, marketing, or production 

(Renwick, 2003). The line managers are the managerial staff who mediate, negotiate 

and interpret connections between the strategic top management team and operational 

employees (Currie and Procter, 2001; Alfes et al., 2013). Within the performance 

management process, employees are the groups that are being managed while line 

managers are in charge of managerial responsibilities, in terms of motivation, 

evaluation and feedback. In other words, line managers directly impact their 

subordinates' affective commitment, which refers to employees' involvement and 

emotional attachment to the organisations, and this group thus plays a key role in 

improving employee behavior and performance (Gilbert et al., 2011). 

 

Because of the devolution of responsibilities, an increasing number of line managers 

are involved in HRM, and in recent years they have played a more significant role in 

HR work/processes (Currie and Procter, 2001; Maxwell and Watson, 2006). Several 

benefits of this delegation or devolvement of HR practices to the line have been 

identified by the existing literature. For instance, one merit is that HR problems will be 

resolved at their original stages. In addition, if line managers must own HR 

responsibilities, they cannot ignore HR issues (Currie and Procter, 2001; Renwick, 

2003). However, some authors also highlighted potential drawbacks of this approach. 

In particular, Cunningham (1999) found that line managers may not have the necessary 

skills or training to effectively carry out HR responsibilities, which could lead to a lack 

of consistency in HR practices across the organisation. Ultimately, while the devolution 

of HR to line managers may seem like an attractive option, it is important for 
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organisations to carefully consider the potential risks and benefits before implementing 

this approach. 

 

Performance management is vital to coordinate the benefits of workers and senior 

management teams in organisations (DeNisi and Murphy 2017). Specifically, line 

managers of various departments play a role as a bridge to link senior managers and 

employees in the workplace. Also, line managers have been identified as "the critical 

communicators" and the "enactors of strategy set by top management" (Harris, 2001, 

p.1190). Therefore, performance management should be an important responsibility of 

line managers when more HR work is transferred to them. Because line managers might 

have direct and frequent contact with both senior managers and employees, and 

therefore due to their assumed capacity to understand, motivate, control, and respond 

quickly to both sides, their involvement is important in the implementation of the 

performance management system (Currie and Procter, 2001; Andersen, Cooper, and 

Zhu, 2007). That is to say, line managers play vital roles in the outcome of the 

performance management policy (Renwick, 2003). Therefore, it is imperative to 

explore the role of line managers when it comes to examining how performance 

management operates in an organisation.  

 

The above section discussed the important roles that senior managers and line managers 

play in the HRM and performance management of companies. After the relevant 

policies have been developed by senior management and implemented by line managers, 

it is important to understand how employees perceive these activities.  

 

Perceptions refer to how people view a certain phenomenon, which may then lead to 

affective and behavioral responses, and there is an increasing volume of literature 

studying these issues across various HRM fields (Sanders et al., 2008; Jawahar, 2007; 

Sharma, 2016). Scholars argued that how managers and employees perceive HRM 

practices is significant to an organisation (Wang et al., 2020). Senior managers' positive 

perceptions of the HRM function can help companies overcome key challenges in the 

process of organisational change (Maxwell and Farquharson, 2008; Rees and Johari, 

2010). Employees and line managers will not only comply with the policies designed 

by senior managers, but at the same time, their perceptions can influence the 

performance management operation, and thus impact senior managers’ decisions 

(Jawahar, 2007; Alfes et al., 2013; Ohemeng et al., 2018). For instance, when line 

managers disagree with certain performance management policy elements, they may 

overlook or even reject such practices as acts of resistance and only focus on their own 

departmental assignments, leading to the failure of related policies (Renwick, 2003). In 

other words, line managers’ perceptions of HRM practices are positively related to the 

levels of their engagement, and this is the key to achieving organisational goals (Mone 

et al., 2011; Alfes et al., 2013; Saks, 2006).  

 

The main target of a performance management system is to motivate employees to 

improve their performance and appraise their outcomes to ensure that their performance 
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is in line with organisational goals (Claus & Briscoe, 2009). Employee perceptions of 

line manager behaviours and HRM practices in companies affect employee engagement 

and consequently organisational performance (Alfes et al., 2013). For instance, 

employees who have positive perceptions of the performance management policy might 

be more willing to work harder than those with negative attitudes (Ohemeng et al., 2018; 

Kompaso and Sridevi, 2010; Gilbert et al., 2011). Accordingly, employees’ perceptions 

are important for a successful performance management process in an organisation. 

 

In summary, how senior managers, line managers and employees perceive performance 

management is vital important for companies’ development. Several scholars have 

emphasized the importance of research focusing on the individual level to understand 

employees’ perceptions of HRM practices (Choi, 2019; Piening et al., 2014). More 

recently, however, scholars have realised the significance of studying perceived HRM 

in terms of the different groups of staff in organisations (Wang et al., 2020; Xiao and 

Cooke, 2022). As such, it is necessary to examine the perceptions of senior managers, 

line managers and employees on performance management to gain a holistic picture of 

this area. However, managers and employees might come from different backgrounds 

and it is therefore important to consider the potential impact of different cultural and 

institutional backgrounds on the perceived performance management of home- and 

host- country employees and managers. 

 

2.5.2 Differences between home-country and host-country nationals’ perceptions 

of performance management  

 

There are three features of performance management in MNCs. Firstly, the content of 

performance management policies may differ between the headquarters of MNCs and 

their subsidiaries (Claus and Briscoe, 2009). Secondly, the formulation and 

implementation of specific policies may also be influenced by different contextual 

factors in the home country and the host countries (Brown et al., 2019). Thirdly, 

subsidiaries of MNCs have a more complex workforce: not only are senior managers, 

line managers and employees at different hierarchical levels, but they might also have 

various nationalities, mainly from the home countries and the host countries (Budhwar 

et al., 2017). Given the specific situations of Chinese SOEs, the complexity of the 

workforce is reinforced (see further detail in the section 2.2.5). Their perceptions of 

performance management might vary due to the impacts of their cultural and 

institutional background.  

 

When MNCs are expanding their foreign activities, since the costs of managing and 

supporting parent country nationals operating abroad are high, increasing numbers of 

MNCSs choose to utilise staff from host countries. Thus, in MNCs' foreign subsidiaries, 

parent country nationals and host country nationals are often combined to meet 

international subsidiary staffing needs (Tarique et al., 2006). Considering this complex 

staffing composition in MNCs' overseas subsidiaries, this research study will focus on 

the perceptions and experience of home-country and host-country employees and 
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managers to understand performance management in foreign subsidiaries and regional 

centres of MNCs. 

 

In the existing literature, researchers have been widely aware of the significance of 

contextual factors in HRM (Cooke, 2014; Khan et al., 2019). However, the impact of 

culture on perceived HRM has not been sufficiently addressed (Farndale and Sanders 

2017; Wang et al., 2020); Xiao and Cooke, 2022). Likewise, there is a lack of research 

focus on how people of different nationalities perceive performance management.   

 

In extant international management research, social institutions and culture have 

attracted much attention when learning how the implementation of management 

practices is impacted (Kostova et al., 2008; Scott, 2008). Most importantly, their 

perceptions and behaviors will be influenced by their national characteristics, in terms 

of regulative institutions, normative institutions and cultural-cognitive institutions (Ma 

& Trigo, 2012).  

 

Furthermore, it has been recognised that different perceptions of employees and 

managers of an organisation's HRM practices stem from a range of factors such as their 

values and beliefs or individual expectations, and these factors are affected by cultural 

and institutional backgrounds (Ma & Trigo, 2012; Ohemeng et al., 2018). In other 

words, different perceptions of home- and host- country managers and employees to 

certain performance management policy items will reflect their own country 

orientations. As mentioned in section 2.4.1, employees and managers in MNCs' foreign 

subsidiaries will be also influenced by their different hierarchical positions (Renwick, 

2003). In summary, this research will contribute to providing an understanding of how 

home- and host- country institutional factors, as well as different hierarchical levels 

impact individual perceptions of performance management in MNCs and particularly 

Chinese SOEs. 

 

2.5.3 Perceptions of performance management policies and relevant 

implementation 

 

Researchers have suggested different approaches to explore perceived HR practice. The 

first is to investigate employees’ perceptions of the content of HRM policies 

implemented in organisations (Jiang et al., 2017; Wang et al., 2020). Employees 

perceptions of HRM may not be the same as those of their managers. Perceptions of 

HR may also vary at different hierarchical levels of the organisation (Liao et al., 2009; 

Den Hartog et al., 2013).  

 

Another approach to examining perceived HR practice is related to why people have 

such different understandings of HRM (Kim and Wright, 2011). Wang et al’s (2020) 

review-based paper concluded that this is the aspect that is most in need of further study 

and they identify the importance of more empirical research across different countries 

since culture plays an important role in impacting employees’ perceptions.  
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In summary, there are research gaps in the implementation of performance management 

strategies (standardisation versus localisation) in Chinese MNCs’ subsidiaries in other 

developing countries. There are also gaps in knowledge in relation to how performance 

management is perceived by employees and managers in these subsidiaries. 

Furthermore, there are gaps in understanding regarding how the different institutional 

contexts of the home country and the host country impact on the perceptions of staff at 

different hierarchical levels in Chinses SOEs. Also, as mentioned in Section 2.2.5.2, 

different employment statues in Chinese SOEs affect the association between overall 

perceived employment security and proactive behaviours. However, limited research 

about how staff under different employment systems perceive performance 

management in Chinese SOEs overseas, and thus it is also necessary to take into 

account this situation and make contributions to the understanding of the field of 

perceived HRM. 

 

 

2.5.4 Managers versus employees’ perceptions of ‘good performance’ and fairness 

 

This section highlights existent literature on how different groups of staff in MNCs 

view perceive ‘good performance’ and fairness in performance management. 

 

2.5.4.1. Perceptions of ‘good performance’  

 

The perception of what constitutes good performance may be varied, depending on the 

position of the member of staff in the organisational hierarchy and the national context. 

This is especially the case in MNCs, which have a very diversified workforce. 

Understanding the perceptions of good performance by different types of staff might 

help companies to achieve their overall objectives. It is important but under-studied in 

extant literature. 

 

At the individual level, performance is generally defined as behaviours or actions that 

achieve organisational goals and can be measured (Cania, 2014). It can be seen that 

performance at the individual level reflects the complexity and all-around behaviour 

that forms part of an individual's job performance. Firstly, task performance is about 

individual work capabilities to complete tasks and its indicators include work quality, 

quantity and relevant knowledge (Murphy, 1988; Viswesvaran Renn and Fedor, 2000). 

The second dimension has been referred to as contextual performance, which relates to 

a number of informal performance goals, such as motivation, helpfulness or 

perseverance (Luo et al., 2008). Thirdly, adaptive performance might be evaluated 

based on individual innovation and creative ideas/appropriate responses to various 

situations (Fluegge, 2008). Lastly, counterproductive work behavior is concerned with 

behaviours that are detrimental to the company, for example, non-punctuality, work 

absenteeism, and some illegal offenses (Escorpizo, 2008). Koopmans et al (2011) 

emphasised that these four dimensions are distinct from each other, but also 
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interconnected. More importantly, they argued that the significance of these four 

aspects of individual performance and evaluating standards of performance would vary 

under different contexts. 

 

In multinational companies, compared with measured performance through objective 

indicators such as financial or marketing data, individual performance measured from 

a qualitative perspective is likely to be impacted by contextual factors such as culture 

and norms (Festing, 2016; Lindholm, 1999). Accordingly, there might be various 

explanations for views of "good performance" in MNCs arising from the influence of 

country-specific institutional and cultural characteristics (Claus & Briscoe, 2009; Gu & 

Nolan, 2017). For instance, in Chinese MNCs, particularly SOEs, the term guanxi, 

which is used to describe specific facets of Chinese interpersonal connections, and 

"after hours" work, which relates to out-of-office socialization and to networking with 

colleagues, may be highly influential on managers' perceptions of "good performance" 

(Law et al., 2000; Warner, 1993, 2011). However, managerial opinions in western 

MNCSs might be less shaped by such personal-life-related factors (Gu & Nolan, 2017; 

Khan et al., 2018). Therefore, this study will consider the perceptions of different 

groups of Chinese SOEs’ staff on what constitutes good individual performance. 

 

2.5.4.2. Perceptions of fairness in performance management 

 

An effective performance management system is one that is widely accepted by 

employees and managers and these participants should also perceive that this system is 

fair (Bauwens et al., 2019). Participants' perceptions are the best way to see if a 

performance management system is considered to be fair (Aguinis, 2013).  

 

In the existing literature, research on perceived performance management has mainly 

revolved around employees' perceptions of the fairness of particular performance 

management activities. Firstly, there are many studies that have examined employees' 

perceptions of performance appraisal fairness. From the cognitive perspective, scholars 

have suggested that psychological contract fulfilment, expectations and rewards 

significantly influences employees’ perceptions of the fairness of performance 

appraisals (Harrington and Lee, 2015). Other scholars have focused on the management 

itself and found that the frequency of appraisals, the design of appraisal criteria and the 

participants' training all had impacts on how employees perceived the fairness of 

performance appraisals (Narcisse and Harcourt, 2008). Furthermore, employees' 

positive perceptions of performance appraisal fairness might improve their job 

satisfaction and commitment to the organisation (Salleh et al., 2013; Sudin, 2011). 

However, employees who perceive performance appraisals to be unfair will have an 

increased tendency to quit (Rubel and Kee, 2015). 

 

In addition, some research concerns employees' perceptions of the fairness of another 

key aspect of performance management, performance-based rewards. Employees who 

perceive performance related pay to be fair are more motivated to work and therefore 
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contribute to organisational development (Park and Sturman, 2022). At the same time, 

some scholars have connected performance appraisal to performance related pay and 

found that employees' perceptions of fairness of distributional outcomes were largely 

based on the extent to which they believed the company was conducting performance 

appraisals as intended (Chang and Hahn, 2006). 

 

However, performance management is a cycle, and each link is closely linked to the 

other (further details are provided in Section 2.1.1). Thus, the fairness of performance 

appraisals and associated rewards are important, but it is also crucial that the other 

components are seen to be fair to employees. It is therefore important to examine the 

perception of fairness in performance management for employees from a holistic 

perspective. Moreover, much of the existing research is based on the public sector, yet 

there is limited research on the perceived fairness of performance management in 

MNCs (Harrington and Lee, 2015; Rubel and Kee, 2015). Importantly, most of the 

perceived performance management research is from the perspective of employees only 

(Bauwens et al., 2019; Salleh et al., 2013). However, senior managers and line 

managers also play an important role in the performance management process and thus 

it is important to understand their perceptions of performance management fairness.  

 

Most the extant research on the perceived fairness of HRM/performance management 

is centred on three main areas: (1) perceptions of distributive fairness, which are related 

to the performance appraisal results for different staff (Chang and Hahn, 2006); (2) 

perceptions of procedural fairness, referring to perceptions of the process of 

performance evaluation and the distribution of rewards (Salleh et al., 2013); and (3) 

perceptions of interactional fairness, which is about how employees or managers feel 

they are fairly treated in the performance management process (Rubel and Kee, 2015). 

More importantly, some scholars have realised the need to examine different employee 

perceptions of fairness in performance management in diverse socio-cultural contexts 

(Sharma et al., 2016). In MNCs, home-country and host-country staff’s perceptions of 

whether the policy is implemented in a fair way are impacted by their national-

orientations, and thus individuals from different cultures may perceive the fairness of 

performance management differently (Ma & Trigo, 2012). For instance, if line 

managers often assess employees according to their personal relationships (friendship), 

employees may perceive that their performance is evaluated unfairly, and thus, the 

performance management might be not considered as fair. Accordingly, this research 

will contribute to how managers and employees perceive the fairness of performance 

management in Chinese SOEs, given the influences of both organisational hierarchies 

of staff as well as different home- and host- country institutions and cultures.  

 

2.6 Chapter summary 

 

This chapter has explained the importance of studying how performance management 

is designed and implemented in the subsidiaries or regional centres of Chinese SOEs in 

other developing countries. In doing so, it explores what is meant by performance 
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management, how it might operate in an ideal way, and the possibility of gaps between 

how it is intended and how it operates in reality. Then, it identified the unique features 

of Chinese SOEs and the development of HRM and performance management in this 

unique type of Chinses companies. On this basis, the necessity of studying performance 

management in Chinese SOEs in other developing countries has been demonstrated. 

Furthermore, this chapter highlights the debate of standardisation versus localisation as 

a theoretical lens to explore the research gaps regarding performance management 

formulation and implementation in Chinese SOEs in other developing countries. It also 

emphasised the need for further investigation of perceptions of performance 

management in terms of its effectiveness and fairness, from the perspective of different 

groups of staff. Importantly, the review drew attention to how institutional and cultural 

factors might influence these perceptions as well as how performance management is 

designed and implemented. The next chapter explains the research methods used to 

explore these issues in more depth.    
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CHAPTER THREE 

METHODOLOGY 

3.1 Chapter introduction 

The ways in which Chinese MNCs adopt western-originated performance management 

practices, change them based on Chinese institutional features and apply them in 

another non-western context, is an important but limited area of study in the field of 

IHRM. This chapter justifies the choice of the research approach, research design and 

methods used to answer the research questions. Also, it explains how data collection 

and analysis were carried out using a case study approach. An appropriate research 

design is the guarantee to the transferability and dependability of the research findings 

(Silverman, 2013). A qualitative inductive approach and case study design were chosen 

since the research questions were about a contemporary phenomenon within its real-

life context (Yin, 2003). Performance management policies and practices are a 

management phenomenon. The qualitative approach provided in-depth information on 

how culture and the institutions of home and host countries influence performance 

management in Chinese MNCs subsidiaries in other developing countries, providing an 

insightful understanding of individual work experiences and perceptions.   

This chapter is organized as following. The first section explains the philosophical 

starting point and why a critical realist perspective was used. Then, the second section 

provides the justification of the choice of qualitative research and case study design. 

The next two sections provide further detail of the instruments used for data collection 

and the methods used for analysis. The remaining sections are based on other 

methodological issues, which including evaluating research quality, reflexivity, data 

quality as well as ethical considerations.  

 

3.2 Research philosophy  

3.2.1 Introduction to Research Philosophy 

Research philosophies are defined as systems of assumptions about how to understand 

knowledge development and they reflect researchers’ beliefs about their views of the 

world (Saunders et al., 2019). Research philosophy inevitably impacts three main 

aspects of a research project. Firstly, it shapes researchers’ understanding of research 

questions since different assumptions determine how researchers see and explore 

research objects in distinctive ways (Johnson & Clark, 2006). Secondly, research 

philosophy is significant for research design and evaluation and it underpins the choice 

of approaches and methods (Xian & Meng-Lewis, 2018). Thirdly, the interpretation of 

research findings is related to the extent to which researchers’ own values exert an 

impact on the research (Alvesson & Sköldberg, 2009). Philosophy helps researchers to 

understand the balance between their own beliefs and those of research participants.   
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Different philosophies are distinguished by assumptions which are made at every stage 

in the research process (Burrell and Morgan 2016). These different assumptions provide 

foundations for five major philosophical perspectives in business and management: 

positivism, critical realism, interpretivism, postmodernism and pragmatism (Saunders 

et al., 2019). Moreover, there is not a consensus in favor of a “best” philosophy for a 

certain research field. The adoption of a research philosophy can be based on a specific 

research topic and aim (Ritchie et al., 2003). In this study, a critical realist perspective 

has been adopted and the next section will explain why this philosophical position was 

chosen.  

3.2.2 Critical realism in the current research 

My research was underpinned by critical realism, which assumes that a reality exists 

independent of people's perceptions, but this reality may be understood subjectively 

based on various social conditions (Bhaskar, 1978). The critical realist philosophy is 

adopted in order to look for “the bigger picture of which we see only a small part” 

(Saunders et al., 2019, p.164). This philosophical position has been broadly accepted 

by a number of research disciplines, including management (McGhee and Grant, 2017). 

Armstrong (2019, p.569) has argued that critical realism could provide an appropriate 

approach for “maintaining relevance and building knowledge” within performance 

management. The reasons for this choice will be explained mainly through my 

ontological and epistemological views as discussed below:  

Ontology  

Ontological assumptions deal with the question “what is the nature of reality” and 

include two opposing types --“objective and subjective ontology” - to view social 

phenomena (Mingers, 2003; Saunders et al., 2019). Ontology is concerned with beliefs 

about the nature of reality and what we can know about it (Johnson & Duberley, 2000; 

Mingers, 2003; Ritchie et al., 2013). Critical realism adopts a realist ontology, which 

assumes a reality beyond people’s awareness (Xian & Meng-Lewis, 2018). Critical 

realists believe that reality is stratified into three levels and each level of reality consists 

of different events or entities, which include:  

• the empirical level: events which are experienced. 

• the actual level: what actually occurs. 

• the “deep” or “real” level: unobservable structures and mechanisms, which cause 

“that which occurs and is observed”. (Fleetwood, 2014, p. 28). 

This research concerns how institutions influence performance management and 

individual experience and the perceptions of performance management practices in 

Chinese MNC subsidiaries or regional centres. In this study, what employees or 

managers have experienced (the “empirical”) is only a fraction of everything that they 

could have seen. It is a small part of the total number of events in the whole process of 

performance management design and implementation (the “actual”). Under the critical 

realist perspective, what people have not been aware of would be regarded as the causal 
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entities of a situation (the “real”) (Fleetwood, 2014). That means that empirical 

observation of actual performance management practices is causally governed by ‘deep’ 

mechanisms, which are “usually hidden, sensitive to variations in context, and generate 

outcomes” (Astbury and Leeuw, 2010, p. 368). This research aims to 

understand performance management events by searching for underlying mechanisms 

through exploring how deep social structures (in this case, culture and institutions), 

influence the performance management practices in Chinese MNC subsidiaries.  

Epistemology  

Epistemological assumptions are about how to know the world, and objective and 

subjective epistemology are broadly two different views about human knowledge 

(Johnson & Duberley, 2000). Critical realists embrace a subjective epistemology. That 

means that realities can become known through both socially constructed meanings and 

human minds (Johnson & Duberley, 2000). Thus, quantitative methods which are used 

to examine statistical correlations are usually regarded as not appropriate for exploring  

the critical realist notions of causality, while various qualitative methods are considered 

to be acceptable (Reed 2005).  

This study focuses on performance management in the overseas subsidiaries and project 

branches of Chinese SOEs. In this context, performance management will be 

understood through individual experiences and perceptions under cultural and 

institutional influences as well as documents. The purpose here is to generate rich 

understanding rather than to generalise to the entire MNC or the sector. Accordingly, 

different experiences and perceptions of staff, with different nationalities, hierarchical 

positions and employment contracts, might be considered as significant sources of 

knowledge to produce rich data. 

 

3.3 Inductive and qualitative research approach 

Two contrasting approaches, deduction and induction, might be used based on whether 

a research study is about “theory testing or theory building” (Saunders et al., 2019, p. 

152). An appropriate choice is important, in order to achieve theory development 

(Easterby-Smith et al., 2008). Research using an inductive approach usually begins with 

an interest in a phenomenon and the aim to create or build theory, while a deductive 

approach is concerned with research which starts with theory (a hypothesis) developed 

through reviewing extant literature and then collecting data to test the theory (Saunders 

et al., 2019). The purpose of my research is to develop a knowledge on how home- and 

host- country institutions and culture influence performance management practices in 

Chinese MNCs' overseas subsidiaries, and thus, a primarily inductive research approach 

was adopted in order to address the research question.  

My research was qualitative in nature, to provide an in-depth investigation into how 

country-specific culture and institutions shaped performance management practices in 

specific contexts, by learning about the social circumstances, experiences and 

perspectives of research participants (employees and managers from different 
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countries). Under a critical realist perspective, an inductive and qualitative research 

approach was employed to explore the effects of country-specific culture and 

institutions on the effectiveness of the performance management system. 

 

3.4 Case study 

3.4.1 Research design 

There are various research designs, such as experiment, case study or action research. 

They all have own advantages and limitations and thus are suitable to answer different 

questions (Thomas, 2015). My research was designed to answer the question “how do 

institutions and culture influence performance management policies and practices in 

Chinses MNCs in other developing countries”. In other words, my thesis was about a 

"how" question and aimed to gain a detailed understanding of this phenomenon. Case 

study research was the most suitable design to answer the research questions of this 

study. The more detailed reasons are as follows. 

Firstly, a case study is defined as an empirical research strategy that investigates a 

contemporary set of events and an organisational context, especially "when boundaries 

between phenomenon and context are not clearly evident" (Yin, 2017, p.15). One 

principal objective of case study research is to enable an in-depth understanding of one 

or a small number of cases and unravel a set of complex relationships between real-life 

phenomenon and contexts (Woodside, 2010). As for my research, the contemporary 

phenomenon I concentrated on was performance management practices and policies, 

and the research context was in Chinese MNCs' subsidiaries in developing countries. 

In other words, my thesis was about a "how" question and aimed to cover how 

contextual conditions (e.g. normative institutions and culture), were related to the 

phenomenon of interest.  

Secondly, each case-study organisation has specific features, including the nature of 

work and environment, performance management system or policies, and the staff 

composition. It was necessary to explore how culture and institutions influenced 

performance management system that was transferred from the headquarters and 

formulated in a subsidiary. Moreover, to explore the roles that country-specific culture 

and institutions played in relation to individual experience and perceptions, it was 

essential to ensure that individuals were working in one organisation and facing a 

consistent set of system and polices. As argued by Silverman (2013), at the early stage 

of a case study, researchers must identify the boundaries of each case, such as a bounded 

system, time and place. Given this significant feature, a case study design helped to 

gain specific information to analysis different influences of culture and institutions on 

performance management.  

Both scholars and practitioners call for inductive case-study research in business and 

management fields because this empirical method provides good foundations for theory 

building and also contributes to recommendations for practice (Collinson & Rugman, 

2010). One principal objective of case study research is to understand one or multiple 
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cases and unravel a set of complex relationships between real-life phenomenon and 

contexts (Woodside, 2010). The multiple-case method is one specific type of approach 

that includes two or more bounded cases to study the same phenomenon (Yin, 2017). 

My research adopted this method to gain more extensive information than that which 

might have been available from a single case, in that it was then possible to compare 

and contrast how Chinese MNCs used performance management in different country 

contexts. Moreover, overseas subsidiaries are likely to be different in terms of size and 

history. A multiple-case study approach was therefore chosen. Further detail on the case 

selection criteria will be provided in Section 3.3.2. 

3.4.2 Criteria for case study selection  

The two cases were of two different Chinese state-owned enterprises (SOE X1 and SOE 

X2) and they were located in two different countries: Mongolia (SA) and Tanzania (SB). 

These companies were selected based on the following criteria. Firstly, the case-study 

firms were chosen from two typical labour-intensive industries: mining and 

construction. These two industries accounted for a significant proportion of Chinese 

FDI to Asia and Africa (Cooke, 2014).  In the subsidiary and project branch in the 

Mongolia and Tanzania, these two cases hired both Chinese workers and host-country 

workers to ensure effective productivities. As such, the labour compositions in these 

two SOEs’ overseas subsidiary (SA) and project branch (SB) are complex (more details 

will be explained in Section 4.2). 

The second consideration was the location of these overseas companies. Since the 

research data were collected through on-line interviews and documentary analysis 

(primarily due to travel restrictions that were in place as a result of the Covid-19 

pandemic), there was no need to require geographic proximity to reduce less travelling 

and time costs. Thus, the most relevant criterion was to select the African and Asian 

developing countries which had close relationships and stable business trade with China. 

For instance, in Asia, as one of the most important countries along the northern route 

of “the Belt and Road”, Mongolia provides a rich mineral material supply for China 

and creates a market for Chinese products like textiles.  

Last but not least, Deshpande and Golhar (1994) have argued that large firms with more 

employees tend to have well-structured HRM systems, compared with firms with a 

small number of employees. Accordingly, it was ideal that each of the case companies 

has more than 200 employees, and this criterion made it possible to collect richer HRM 

documentary data. Moreover, the duration of operations in the host countries was also  

taken into consideration. The case study firms needed to have operated locally for at 

least one year.  The Table below gives a brief introduction to the case study 

organisations (Features of the whole SOEs can be found in Section 4.2). 
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Table 3.4.2: Case-study organisations features. 

 

 

 

 

 

 

 

3.4.3 Organisational access  

As a researcher, the most challenging issue I encountered was gaining organisational 

agreement to take part in my study. There were four stages to go through to get formal 

access to the case study companies. Negotiating with targeted organisations was 

important to consider at an early stage (Ritchie et al., 2013). I found ways to expand 

my social network including alumni and friends and thus gained opportunities to 

negotiate with company gatekeepers and sent them a research summary for further 

understanding. In this way, I successfully secured provisional access from several 

appropriate companies.  

The next stage was the application of the ethical approval from the University of 

Sheffield. During this stage, some potential problems such as risks of researcher and 

participants, data security and confidentiality were considered in detail and addressed 

to the greatest extent possible. After that, I enhanced my research credibility and 

communicated further with the gatekeepers who had shared verbal agreement with me. 

Moreover, I provided them with information sheets which briefly outlined the research 

purpose, ethical issues and potential benefits and risks, and addressed the organisational 

concerns in terms of confidentiality and anonymity. 

I finally secured formal access to one overseas subsidiary of Chinese SOE X1 in 

Mongolia and one overseas center of Chinese SOE X2 in Tanzania. But two other 

actions were necessary to guarantee full access to conduct the research. Firstly, to avoid 

potential work disturbance, the amount of time and the range of people required were 

informed and communicated in detail to senior managers so that an appropriate 

interview schedule was generated, and it was flexible enough to be adjusted based on 

the actual work. Secondly, since the research questions involved exploring personal 

feelings and experience related to rewards or salary issues which might be somewhat 

sensitive and personal, I provided informed consent and information sheets for potential 

interviewees in advance to gain individual agreements. 
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3.5 Data collection  

Section 3.4 gave the reasons for selection and other details of the two case study 

organisations, and it was explained this was the most appropriate design for the research. 

Thomas (2011) has argued that when case study research is used, there are different 

methods for gathering and analyzing data. The decision regarding which data collection 

methods to use stemmed not only from the research questions, but also from the context, 

structure and the timing of the research (Ritchie et al., 2013) and this section explains 

how the data were collected.  

Yin (2018) has suggested six main sources of evidence which are commonly use in case 

study: documentation, archival records, interviews, direct observations, participant-

observation, and physical artifacts. It is well-recognised that those case studies based 

on multiple sources of information tend to have higher overall quality and more 

convincing findings, than those only relying on one source (Yin et al., 1983; Thomas, 

2011). Thus, “using multiple sources of evidence” - data triangulation - is often 

regarded as the main principle of case study research (Yin, 2018, p.126). My research 

aimed to explore how institutions influenced performance management policies and 

practices, investigated through exploring individual experience and perceptions, and it 

was necessary needs to triangulate data, using both documents and interviews. In the 

study, data was collected in two ways - through documents and online interviews. 

Documents provided me, as a researcher, with information that I did not get from 

interviews. For example, data related to policy formulation were mainly obtained 

through the companies' performance management policy documents. This data was 

then used to compare with interview data to see if performance management policies 

were stick to in practice. For example, I asked interviewees questions about the process 

and frequency of performance feedback, as a way of comparing whether the employees' 

experience was the same as the policy intended. In this way, both sets of data can be 

triangulated.  

 

3.5.1. Document collection   

The documents were gathered as part of the data collection process. This part is mainly 

about collecting documentary data, while the systematic procedure for reviewing or 

evaluating documents—both printed and electronic versions, will be discussed in detail 

in a later section. Documentary evidence can be a credible data source in social science 

research. They can form a significant part of the data collection for qualitative case 

studies (Bowen, 2009). This study used documents as one of the main data collection 

sources for the following reasons. First, documents were stable (they could be reviewed 

repeatedly), on occasion broad (they sometimes included a long-term period, different 

events, and situations) and often specific (it was helpful to know the exact names, titles 

and other details of polices/events that the research needed) (Yin, 1994). Secondly, 

many documents about the case companies were available online. Moreover, 

documentations were a type of data that were generated without my invitation, and 

where therefore regarded as an objective dataset compared to other sources in a 
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qualitative study (Bowen, 2009). However, it was necessary to be aware that the 

documents were produced for a specific purpose which was not to inform my 

investigation, and therefore I needed to take this into account when using them for my 

study. 

Most importantly, documents collection and analysis were conducive to gaining more 

reliable contextual information concerning political, historical, and socio-economic 

aspects, than those only from interviews (Corbin & Strauss, 2008). In the research, 

documentary evidence was collected to enrich the validity and reliability of the research 

findings. Also, information found from the documents also suggested some questions 

to be asked during interviews. In sum, different sources from both documents and 

interviews were used to corroborate to each other, and thus my research reached more 

powerful analytic conclusions. 

Two approaches were used to gather relevant documents. One was an internet search, 

through which only the materials that seemed to be central to the study were selected. 

That is because excessive information about the case companies was available on the 

internet, and I had to pay more attention to the most relevant sources. Moreover, many 

documents were obtained through formal access to the studied organisations and 

although confidential based on the ethics requirements, it was possible to summarise 

the key facts that were pertinent to my investigation.  

In order to explore how the performance management policies are formulated and 

adapted to the host-country contexts, when Chinese SOEs set up subsidiaries in Africa 

and Asia, it was necessary to analyse and compare the performance management 

policies of Chinese SOEs in their Chinese headquarters with those of their subsidiaries 

in developing countries in Africa and Asia. Therefore, I communicated with the 

gatekeepers and obtained all the policies and documents related to performance 

management from the headquarters of the two case SOEs and the subsidiaries in 

Mongolia/Tanzania. The table below shows the documents collected from the case 

study firms.   

Table 3.5.1: Documents collected from the two case -study SOEs 
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3.5.2. Selection of participants and interview process 

 

As one of the key methods of data collection in qualitative research, in-depth interviews 

were applicable here since they helped to gain an understanding of how different 

cultural and institutional influences impacted the formulation, implementation and 

individual perceptions of performance management policies and systems. Meanwhile, 

interviews that were semi-structured helped to uncover new paths which were different 

from those that were initially planned (Kajornboon, 2005). Semi-structured interviews 

allowed for flexibility in terms of interview format and questions (Ritchie et al., 2013; 

Adeoye‐Olatundea and Olenik, 2021).  

 

The interview questions for this study focused on the performance management of 

Chinese SOEs in Mongolia or Tanzania, mainly in terms of performance planning, 

evaluation, feedback and rewards at the headquarters and overseas branches of the 

organisations. In addition, questions on local cultural and institutional characteristics in 

China and the host countries were covered to help to explore how these features had 

influenced the formulation, implementation, and personal perceptions of the 

performance management policies. The interview guide was developed primarily on 

the basis of the research questions to be addressed in this study and was developed on 

the basis of a review of existing literature and analysis of the secondary document data, 

so although this research was primarily inductive, it was deductive to some extent. 

Secondly, after the interview questions were designed, I conducted pilot interviews 

(pilot testing) with three Chinese employees and one manager in a Chinese SOEs 

African subsidiary that was not included in the study to ensure that the interview guide 

was well structured, logical and elicited relevant information to help answer the 

research questions. 

 

At the beginning of the interview, I started the conversation with some simple questions 

to help the interviewee feel more relaxed. For instance, I would ask the interviewees to 

briefly introduce their departments and daily work. All the questions were open-ended 

to avoid leading the interviewer on. During the interview, while I had a predetermined 

set of questions regarding performance management in SOEs, the content of the 

interview was adjusted and adapted based on the participants' responses. This flexibility 

offered the exploration of unexpected insights and emerging themes, resulting in a more 

comprehensive understanding of the cases. For example, during the interview with a 

line manager in the Mongolian case, in response to the question about performance 

management of the local staff, he mentioned that many local workers had a fondness 

for alcohol, which led to some troubles for their performance management. I caught 

this interesting information and probed him for more details. In this way, in-depth semi-

structured interviews encouraged the participants to share their experiences and reveal 

their perceptions of performance management practices in detail. At the same time, 

throughout the interviews, I was very conscious of language issues and tried to take 

some measures to avoid ethical issues (please see Section 3.7.2 and Section 3.7.3 for 

details). 
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To achieve the research aim, participants in this research were from two organisational 

hierarchies: the managerial level and the employee level. Moreover, interviewees had 

to come from either the home country (China) or host countries (Mongolia and 

Tanzania), rather than other nations. In short, purposive sampling was primarily based 

on participants’ nationalities and levels of authority (manager or employee). To capture 

the participants’ rich experience, participants were recruited from different age and 

gender groups and with different responsibilities. In total, 33 semi-structured interviews 

were conducted within the two case-study organisations. Within each subsidiary, there 

were four types of interviewees: host-country managers and employees, and Chinese 

expatriate managers and employees. Table 3.5.2 shows the profiles of the 33 

interviewees.).  

 

The final sample was affected by both language issues and accessibility. In the 

Tanzanian case, only these three locals can communicate in English and thus 

participated in the research.  The rest of the local workers spoke only the local language 

and were not able to be interviewed. Moreover, the majority of the local workers were 

managed by a local human resources agency that had no performance management 

system in place. In the Mongolian case, as I could not speak Mongolian and most of the 

employees could not speak English, only one interview was conducted with an 

employee who could speak a moderate level of Chinese. The company had experienced 

frequent lockdowns due to the epidemic. It was not possible to reach out to more 

Mongolian workers who could speak English. Nevertheless many of the Chinese 

interviewees from these two organisations had been working there for a long time and 

were very knowledgeable about the performance management practices for the locals. 

I was aware of the overrepresentation of Chinese in my final sample. To counter the 

bias from a Chinese perspective, I have used documentary data to help me understand 

performance management policies for local workers. Therefore, overall, on balance, the 

findings in the study capture the experiences of both Chinese and local staff. 

 

All interviews were conducted in Chinese or English, based on the interviewees’ 

preference and language abilities (details were explained in Section 3.6.2). Each 

interview lasted for about 60-90 minutes. Interviews for the Mongolian case study took 

place between April and June 2021 and a follow-up interview was conducted in 

December 2022 with a previously interviewed line manager to ensure data accuracy. 

The interviews for the Tanzanian case were mainly conducted from August to October 

2021, but follow-up interviews were undertaken with a Chinese manager and a Chinese 

employee in November and December 2022 respectively for further clarification.  

 

Moreover, online (visual) interviews were used. As for the three participants who did 

not want to use visual interviews, audio interviews were used to communicate with 

them. In this research, all interviews were conducted using online technologies. The 

software “Microsoft Teams” was the first choice for facilitating data collection due to 

its rigorous privacy and security controls for users. However, WeChat video was the 
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preferred interface for the majority of respondents as they felt that it was the most 

frequently used platform and that their privacy was more respected. Specifically related 

to this study, there were two main reasons for using online interviews. Firstly, given the 

uncertainty related to Covid-19 in the year of 2020 and 2021 especially regarding 

travelling, online interviewing was a reliable way to minimize traveling and guarantee 

the safety of the researcher and the researched. Secondly, online interviews reduced the 

research cost of transcription since some technologies enabled users to turn on captions 

and help to automate the transcription process. After the interviews were completed, all 

the records of the videos or audios were transcribed word for word. After transcription, 

all Chinese interviews were translated into English (details are explained in Section 

3.6.2). Given the benefits and the need for social distancing, the online interview 

method was a necessary choice for this research to get rich and reliable data. 
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Table 3.5.2: Interviewees’ profile 

 

Interviewee  Organisation Position  Nationality  Gender  Age 

group 

Highest 

qualification 

Employment contracts *CCP 

Member 

SA-CSM01 Mongolian Subsidiary  Senior manager Chinese  Male 50---60 Master Headquarter expatriate  

(SOE X1 Contract) 

Yes  

SA-CSM02 Mongolian Subsidiary Senior manager Chinese Male 50---60 Bachelor  Headquarter expatriate  

(SOE X1 Contract) 

Yes  

SA-CSM03 Mongolian Subsidiary Senior manager Chinese Male 50---60 Bachelor Headquarter expatriate  

(SOE X1 Contract) 

Yes  

SA-CSM04 Mongolian Subsidiary Senior manager Chinese Male 50---60 Bachelor Headquarter expatriate  

(SOE X1 Contract) 

 

SA-CM01 Mongolian Subsidiary Line manager Chinese Male 30---40 Bachelor Headquarter expatriate  

(SOE X1 Contract) 

Yes  

SA-CM02 Mongolian Subsidiary Line manager Chinese Male 30---40 Bachelor Headquarter expatriate  

(SOE X1 Contract) 

 

SA-CM03 Mongolian Subsidiary Line manager Chinese Male 30---40 Master Headquarter expatriate  

(SOE X1 Contract) 

Yes  
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SA-CM04 Mongolian Subsidiary Line manager Chinese Male 40---50 College Directly employed worker  

(Subsidiary Contract) 

 

SA-CM05 Mongolian Subsidiary Line manager Chinese Female 50---60 High School Directly employed worker  

(Subsidiary Contract) 

 

SA-CM06 Mongolian Subsidiary Line manager Chinese Male 50---60 High School Directly employed worker  

(Subsidiary Contract) 

 

SA-CM07 Mongolian Subsidiary Line manager Chinese Male 50---60 College Headquarter expatriate  

(SOE X1 Contract) 

Yes  

SA-HR Mongolian Subsidiary HR manager Chinese Male 30---40 Bachelor Headquarter expatriate  

(SOE X1 Contract) 

Yes  

SA-CE01 Mongolian Subsidiary Employee Chinese Female 20---30 Bachelor Directly employed worker  

(Subsidiary Contract) 

 

SA-CE02 Mongolian Subsidiary Employee Chinese Male 50---60 High School Dispatched worker 

(Chinese Agency Contract) 

 

SA-CE03 Mongolian Subsidiary Employee Chinese Male 50---60 College Directly employed worker  

(Subsidiary Contract) 

 

SA-CE04 Mongolian Subsidiary Employee Chinese Female 50---60 College Headquarter expatriate  

(SOE X1 Contract) 

 

SA-CE05 Mongolian Subsidiary Employee Chinese Male 40---50 High School Directly employed worker  

(Subsidiary Contract) 

 

SA-CE06 Mongolian Subsidiary Employee Chinese Male 40---50 College Dispatched worker 

(Chinese Agency Contract) 

 

SA-ME01 Mongolian Subsidiary Employee Mongolian Female 30---40 Bachelor Directly employed worker   
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(Subsidiary Contract) 

SB-CSM01 East Africa Regional Centre 

(Tanzanian Project Branch) 

Senior manager Chinese Male 30---40 Bachelor Headquarter expatriate  

(SOE X2  Contract) 

Yes  

 East Africa Regional Centre 

(Tanzanian Project Branch) 

Senior manager Chinese Male 30---40 Bachelor Headquarter expatriate  

(SOE X2  Contract) 

Yes  

SB-CM01 East Africa Regional Centre 

(Tanzanian Project Branch) 

Line manager  Chinese Male 30---40 Bachelor Headquarter expatriate  

(SOE X2  Contract) 

Yes  

SB-CM02 East Africa Regional Centre 

(Tanzanian Project Branch) 

Line manager Chinese Male 30---40 Bachelor Headquarter expatriate  

(SOE X2  Contract) 

 

SB-CM03 East Africa Regional Centre 

(Tanzanian Project Branch) 

Line manager Chinese Male 30---40 Bachelor Headquarter expatriate  

(SOE X2  Contract) 

 

SB-CE01 East Africa Regional Centre 

(Tanzanian Project Branch) 

Employee  Chinese Male 30---40 Bachelor Directly employed worker  

(Regional Centre Contract) 

 

SB-CE02 East Africa Regional Centre 

(Tanzanian Project Branch) 

Employee Chinese Male 30---40 Bachelor Directly employed worker  

(Regional Centre Contract) 

 

SB-CE03 East Africa Regional Centre 

(Tanzanian Project Branch) 

Employee Chinese Male 20---30 Bachelor Headquarter expatriate  

(SOE X2  Contract) 

 

SB-CE04 East Africa Regional Centre 

(Tanzanian Project Branch) 

Employee Chinese Male 20---30 Bachelor Headquarter expatriate  

(SOE X2  Contract) 

 

SB-CE05 East Africa Regional Centre 

(Tanzanian Project Branch) 

Employee Chinese Male 20---30 Bachelor Directly employed worker  

(Regional Centre Contract) 

 

SB-CE06 East Africa Regional Centre 

(Tanzanian Project Branch) 

Employee Chinese Male 20---30 Master Directly employed worker  

(Regional Centre Contract) 
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SB-HR01 East Africa Regional Centre 

(Tanzanian Project Branch) 

HR Manager Tanzanian  Male 30---40 Bachelor Directly employed worker  

(Project Branch Contract) 

 

SB-HR02 East Africa Regional Centre 

(Tanzanian Project Branch) 

HR Manager Tanzanian Female 30---40 unknown Directly employed worker  

(Project Branch Contract) 

 

SB-TE01 East Africa Regional Centre 

(Tanzanian Project Branch) 

Employee Tanzanian Female 20---30 Bachelor Directly employed worker  

(Project Branch Contract) 

 

 

*CCP: Chinese Communist Party  
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3.6 Data analysis process and techniques 

 

This research involved a multiple case study approach and having multiple sources of 

data helped to strengthen the rigor and validity of the research and contribute to more 

in-depth findings. This research project adopted a continuous data analysis process. 

Firstly, data triangulation - “using multiple sources of evidence” was one significant 

strength and is often regarded as the main principle of case study research (Yin, 2018, 

p.126). Accordingly, techniques were employed to analyse documentary materials and 

interviews separately. Likewise, each case study had unique features, there were 

different outcomes. I needed to identify similarities and differences across the cases that 

accounted for the entire data set of the research. Therefore, given the nature of the 

research questions and the data collected from two different cases, four main 

approaches were utilised in the data analysis process, these are: (1) documentary 

analysis, (2) thematic analysis techniques, (3) within-case analysis and (4) cross-case 

analysis.  

 

3.6.1 Documentary analysis and thematic analysis  

Documentary analysis refers to researchers analysing the documents to cover 

information about the phenomenon of interest (Bailey, 2007). Once the documents had 

been collected, they needed to be carefully reviewed and assessed for their relevance to 

the research questions. The next step was to categorise the data and extract key themes 

or ideas. This process involved the use of coding techniques to assign labels or codes 

to different parts of the documents. The final step was to interpret the data and draw 

conclusions based on the analysis. This involved comparing and contrasting 

information from different documents and identifying patterns or trends (Gorsky and 

Mold, 2020). 

Most importantly, for interview data analysis, thematic analysis was applied in this 

research study. Thematic analysis is a widely used method in qualitative research for 

analysing data. It is a flexible, iterative, and inductive approach that allows researchers 

to identify, analyse, and report patterns or themes in the data (Braun and Clarke, 2012). 

It was a methodical way of analysing qualitative data that entailed recognising themes 

or patterns, coding and organising data (often text-based) based on those themes and 

interpreting the resultant thematic structures ‘by seeking out commonalities, 

relationships, overarching patterns, theoretical constructs, or explanatory principles’ 

(Lapadat, 2010, p3).  

The thematic analysis undertaken in this study was supported by a theoretical 

framework that relates to Scott's three institutional pillars of regulative, normative and 

cultural-cognitive institutions. This framework, coupled with the research questions of 

this study, allowed for the development of themes of relevance and importance. In 

addition, the literature review conducted prior to data collection played a key role in 

defining the structure of the themes, particularly in identifying the four key components 



  67 

of performance management, namely performance planning, performance appraisal, 

feedback and rewards. These aspects were critical in developing the thematic analysis. 

Moreover, findings from document analysis were used both to triangulate and 

complement findings from interview data through constant comparison. Several aspects 

should be mentioned in terms of the triangulation. Firstly, the results from content 

analysis of the documents can be used to support the data obtained in the interviews. 

For example, in the interviews, the Chinese employees indicated that for Tanzanian 

workers they did not have a proper performance management system, which was 

confirmed by the results of the document analyses. Secondly, the analysis of the 

documents can reveal some new information that was not mentioned in the interviews. 

Documents were used to check if performance management policies have been 

complied with in practice. For example, the performance management documents of 

both case companies mentioned formal performance feedback should be given on time. 

But interview data showed this was not the case. Some workers reported that many 

managers chose to provide feedback through informal communication such as a casual 

chat during lunchtime. 

Specialized computer software can increase the speed of information sorting and 

searching tasks through large quantities of qualitative data. Therefore, I coded data into 

the pre-set themes, but also used open coding to analyse the transcriptions of interviews 

and relevant documents by using the computer-assisted qualitative data analysis 

software Nvivo. This entailed being open to new and emergent sub-themes.  

3.6.2 Within-case analysis and cross-case analysis 

 

Based on Chmiliar (2010), the analysis of data in a multi-case study design involves 

several stages that need to be followed in a systematic way. The initial stage involved 

treating each case in the study as a unique, single entity, so that all data relating to each 

case were thoroughly reviewed and organised. This approach ensures that each case 

was studied in its entirety and that its unique attributes were identified and described. 

Subsequently, cross-case comparisons were made so that the data could be analysed in 

depth to identify patterns and relationships that existed between cases. This process 

requires a rigorous and meticulous approach to ensure that the findings for the study 

could be reliable (Stake, 2013).  

 

Within-case analysis provided me with a comprehensive understanding of the 

complexity of the case being studied. By examining the data in detail, I was able to 

identify unique features and nuances of the case that may not have been apparent in a 

wider analysis (Heale and Twycross, 2018). The within-case analysis, on the one hand, 

is acknowledged as a comprehensive and detailed exploration of a single case in a case 

study (Ayres, Kavanaugh and Knafl, 2003). On the other hand, the primary purpose of 

cross-case analysis techniques is to identify similarities and differences in themes and 

sub-themes across all cases considered (Yin, 2009). The complementary nature of the 
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two analytical techniques, contributed to answering the original research questions 

(Miles and Huberman, 1984). 

 

The data analysis phase of this qualitative case study was critical and involved both 

within-case and cross-case analysis. The choice of techniques for within-case and cross-

case analysis in this research was driven by a range of reasons. Firstly, the combination 

of these two analysis techniques helped to generate a nuanced understanding of how 

institutional and cultural factors affected performance management in Chinese MNCs. 

Secondly, the analysis of a single case helped me to understand more details about the 

company's performance management policies and implementation, while cross-case 

analysis helped to identify similarities and differences across the two cases, which 

revealed broader patterns and themes that were not apparent in within-case analysis 

alone.  

 

 

3.6.3 Procedure for coding and analysing data 

 

The analysis of the data in this study covered policy formulation, implementation, 

individual perceptions and the various institutional factors that influence performance 

management in Chinese SOEs in their African or Asian subsidiaries. Documentary 

analysis, thematic analysis techniques, within-case analysis and cross-case analysis 

were applied to ensure the reliability of the data analysis procedure. In qualitative case 

studies, coding is an important aspect of data analysis and it is usually divided into three 

main types: axial coding, open coding and selective coding (Williams and Moser, 2019). 

In this study, these coding methods were used for both document and face-to-face 

interview data analysis, and both institutional theory and the standardisation-

localisation framework were incorporated into the coding process.  

 

Stage one: The research explored the formulation of performance management policies 

of Chinese SOEs in other developing countries of Africa and Asia. This issue was 

mainly addressed through a comparison of performance management policies in the 

Chinese headquarters and the overseas subsidiaries or centres, and involved using a 

standardisation and localisation perspective. Coding was conducted based on both 

themes from the literature and themes emerged from the interviews. In particular, extant 

literature identified four main components of performance management: performance 

planning, performance appraisal, feedback as well as financial and non-financial reward 

(Aguinis, 2013; Mitchell et al., 2013). Firstly, all the documents were carefully read 

through and coded based on these four main components. Then, data were further coded 

based on other categories: 1) how performance management policies operated in the 

Chinese headquarters and the host-country subsidiary or overseas centre, and 2) how 

policies catered for different stakeholders based on their nationalities and positions in 

the organisational hierarchy. However, through the comparison and analysis, in both 

cases, there were two obvious findings: First, performance management policies 
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differed for employees with different nationalities and organisational levels. More 

importantly, performance management policies for staff with different employment 

contracts were also varied. Based on this newly emergent theme, I went back to the data 

and re-coded and analysed it again. 

 

Stage two: After analysing the data to understand the performance management 

strategies that Chinese SOEs attempted to conduct in developing countries in Africa 

and Asia, the next stage involved analysing how these designed policies were executed 

in practice. The data for this analysis mainly came from interviews with employees and 

managers from the two case study organisations. By comparing the experiences of staff 

in implementing performance management policies with the specific policy intentions 

obtained from the documentary analysis, it was possible to analyse the extent to which 

performance management policies were implemented and the reasons behind this in 

overseas subsidiaries of Chinese SOEs in developing countries. At this stage, 

employees’ views were further compared based on their different types of employment 

contracts. 

 

Stage three: In this study, employees' perceptions of performance management were 

explored primarily from the perspectives of what constituted good performance and 

fairness in performance management. The data analysis in this phase was mainly based 

on interview data from various types of staff in the two cases. Firstly, the analysis 

focused on the specific research question of what constitutes good performance 

according to different types of staff. Starting from open coding, I read through all the 

data and noted important concepts and ideas related to good performance. Then, I coded 

the data by assigning labels or tags to each concept or idea. The process of open coding 

was iterative and involved multiple rounds of analysis as new ideas or themes emerged. 

After the initial open-ended coding process, the next step in the analysis was to identify 

the relationships between the emerging categories and sub-categories. This process, 

known as 'axial coding', helped me to develop more focused and abstract concepts, 

known as second-order themes. To develop these second-order themes, I repeatedly 

referred to the literature and reflected on the original records. Ultimately, these second-

order themes were then refined into aggregate dimensions: compliance and execution 

of assigned tasks; teamwork; interpersonal relationships; and political participation.  

 

In the second part of Stage 3, the focus of the analysis was on understanding the 

perceptions of various types of employees about the fairness of performance 

management. To achieve this, the analysis was structured around the three established 

dimensions of distributive justice, procedural justice, and interactional justice, as 

highlighted in existing literature (Chang and Hahn, 2006; Salleh et al., 2013; Rubel and 

Kee, 2015). The primary objective of this analysis was to identify how different types 

of employees (categorised by different nationalities, hierarchical levels within the 

organisation, and employment contracts) perceived the fairness of performance 

management across each of these three dimensions. The open coding approach was 
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used to identify key themes and sub-themes that emerged from the data, and the 

subsequent analysis aimed to identify relationships between these themes. 

 

Stage 4: In the last stage of the coding process, the aim was to develop a broader 

understanding of the institutional factors that shaped the performance management 

policies of Chinese SOEs in their subsidiaries and regional centres in other developing 

countries of Africa and Asia. To achieve this, I used the lens of three institutional pillars 

to understand how and why the performance management policies of Chinese SOEs 

were formulated, implemented, and perceived in their subsidiaries in other developing 

countries. The three institutional pillars are, namely the regulatory, cultural-cognitive, 

and normative institutions (Scott, 2013). This framework provided a basis for 

identifying the other themes or categories under each pillar. Under the regulative 

institution theme, three sub-themes emerged. As the coding process progressed, two 

sub-themes were observed to emerge within the normative institution theme, while four 

sub-themes came to the fore under the cognitive institutions theme. Notably, a new 

theme that was related to the Covid-19 pandemic was also identified during the coding 

process. In total, there were 532 codes that the dataset generated. Significantly, after the 

twelve main sub-themes were identified, further categories of Chinese and host country 

institutional characteristics emerged. Table 3.6.3 provides details of the main sub-

themes and categories that emerged during the Stage 4 coding process. 
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Table 3.6.3. Summary of coding procedure on institutional factors that 

influenced Chinese MNCs’ performance management in Africa and Asia 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Note: The yellow highlights indicate the Mongolia-specific institutional features 
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3.7. Research Evaluation 

3.7.1 Evaluation criteria for qualitative research 

The standard for evaluating quantitative research quality is based on reliability and 

validity, which do not apply in the same way in qualitative studies. Instead, there are 

more suitable criteria to evaluate qualitative research. Generally speaking, transparency 

and reflexivity are key principles for evaluation of qualitative research. Johnson et al. 

(2006, p. 134) have developed a framework to guide the evaluation of qualitative 

management research, through using "appropriate criteria in a reflexive manner". The 

contingent criteriology they created is in line with different philosophical positions and 

as for critical realism, three main criteria have specific relevance.  

The first is described as ‘accommodation’, where researchers evaluate similarities and 

differences based on the knowledge about comparable contexts (Johnson et al., 2006). 

In this research, according to this criterion, the research results could be applied to other 

contexts, rather than solely Chinese MNCs’ overseas subsidiaries and centers in 

Mongolia and Tanzania. Secondly, the term ‘catalytic validity’ refers to the extent to 

which research changes the fields it studies in an innovative way (Rose and Johnson, 

2020). As such, this research makes several contributions to the knowledge of both 

performance management in MNCs and organisational institutionalism. Finally, it was 

necessary to guarantee the authenticity of data collected from interviews. In order to 

achieve this, I had to be constantly aware of the influence of mainstream views of the 

society on people's perceptions of reality and my position as a researcher. 

3.7.2 Reflexivity in qualitative research  

The significance of reflexivity has been increasingly recognised in the process of 

creating knowledge through qualitative research (Berger, 2015). It is important, as a 

researcher, to be aware of how one’s own values and ethical position influence how 

they carry out research (Alvesson & Sköldberg, 2009). Critical realism emphasizes that 

the reality is caused by deep social structures (such as culture or institutions) and the 

researcher’s role is key to understanding knowledge. From an interpretivist perspective, 

it is important to recognise the researchers’ values in interpretations of reality. A critical 

realist perspective assumes that researchers must understand, manage and reflect on the 

impacts of their own background, perceptions and experience on research. From a 

critical realist perspective, it is not possible to eliminate researchers’ own influence on 

data collection and analysis. The researchers’ background and social position will also 

have impact on the data interpretation. Thus, data and findings are co-constructed by 

researchers and the participants’ interpretations. 

Reflexivity is also related to the degree of the researcher's personal familiarity with 

participants' experience, which potentially influences research questions, data 

collection and analysis (Berger, 2015). Two situations were encountered during this 

research study which speak to this. Firstly, since I shared the same cultural group with 
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Chinese employees and managers, they positioned me in the role of the ‘insider' (Kacen 

& Chaitin, 2006). Thus, these interviewees became more receptive and cooperative in 

sharing their experiences with me. Meanwhile, during the interviews, I was arguably 

able to understand their experiences more accurately based on our shared social 

backgrounds. At the same time, although familiar with their situations, the I tried to 

avoid being over-confident of what they were intending to say, to avoid imposing my 

own values and beliefs on the data.   

Secondly, host-country managers and employees were also important interviewee 

groups in this research. As an "outsider" to these Tanzanian and Mongolian employees 

and managers, I was unfamiliar with their social and historical backgrounds and had 

limited experience and of their societies. Before the formal interviews, I predicted that 

some respondents might assume that they could be understood and thus share limited 

content. Consequently, these missing clues might negatively impact my ability to 

interpret data appropriately (Kacen & Chaitin, 2006; Berger, 2015). To reduce this 

negative influence, it was essential to try to gain an understanding of the cultures and 

societies of the two countries through academic literature and sources before the 

interviews. In addition, the interviews with the Chinese interviewees were designed to 

ask questions about their understanding of the cultural and social background of the 

local staff. Most importantly, during the formal interviews, I pursued any answers that 

I not sure about and encouraged the respondents to add details for further explanation. 

This provided a richer source for the data analysis, thus alleviating, at least to some 

extent, potential misunderstandings caused by my lack of knowledge about the features 

of the host countries. 

3.7.3 Interview language translations and data quality  

Importantly, the choice of interview language and interview transcription significantly 

impacts the data quality of cross-cultural studies (Peña, 2007; Welch & Piekkari, 2006; 

Xian, 2008). As for Chinese interviewees, although they worked overseas, during the 

interviews they still opted to communicate in Chinese. As a Chinese researcher, 

interviewing Chinese employees and managers in their first language not only won their 

trust given the shared ethnic and cultural identity, but also made them feel more fluent 

and comfortable to share more of their individual perceptions in their mother tongue. 

However, my confidence in the use of their mother tongue meant that I overlooked 

some potential for misunderstandings. One of the major factors contributing to this 

problem was Chinese dialects. As a Chinese native speaker, I had assumed that it would 

be easy to accurately understand Chinese participants’ words, and this was generally 

the case, but exceptions did happen during interviews. For instance, one senior manager 

was from Hunan Province, and the way he spoke Mandarin was impacted by the local 

dialect, which was unfamiliar to me. During the interview, I felt that all necessary 

information was obtained, but when conducting transcriptions, I realised that I had 

misunderstood a number of details. Therefore, a follow-up interview was conducted to 

complement the initial interview.   
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I can speak English fluently enough for both life and academic purposes, but had no 

knowledge of Swahili and Mongolian, the official languages of Tanzania and Mongolia. 

The choice of language for the interviews and my response were also different in the 

two cases. In the Tanzania case, interviews with local employees were conducted in 

English, a language also spoken by the local staff for colonial reasons. Therefore, 

miscommunication often occurred as neither side was communicating in their own 

second language. This type of verbal challenge meant that the Tanzanian interviewees 

and I sometimes had different understandings of even the same English phrase because 

we are both outsiders to English culture.  

Secondly, when interviewing Mongolians, I could not speak Mongolian, and therefore 

it was impossible to interviewed local employees in their first language. However, 

unlike the Tanzanian case, the interview with the Mongolian employee was conducted 

in Chinese, which was not her native language and was not used on a daily basis. 

Accordingly, this Mongolian respondent was not very confident in this foreign 

language, and thus preferred answering questions in as short a form as possible during 

interviews. Despite the way in which I, as a native Chinese speaker, constantly 

encouraged them and affirmed their ability to speak in Chinese, the Mongolian 

participant seemed to be too shy to answer questions using more than one sentence. To 

address this miscommunication, I had to add more sub-questions to ensure the richness 

of interview data. 

When translating the Chinese interviews into English for the purpose of data analysis, 

the translator plays an important role in knowledge-production system, and translating 

is never straightforward (Xian, 2008). Scholars have argued that researchers can utilise 

their own experience to understand hidden meanings in the text (Abalkhail, 2018; Xian, 

2008). There were some unique Chinese expressions or terms which are not directly 

translatable into English. Because I shared the same cultural understanding with 

Chinese interviewees, I was able to interpret Chinese statements, and this significantly 

enhanced the quality of interpretation.  

In this research, the interview translations were conducted at two levels. When 

translating interview questions, the translation and back-translation technique were 

applied (Peña, 2007), whereby I firstly generated interview questions in English and 

then translated the questions into Chinese. After that, a second translator was found to 

independently translate the Chinese version back to English. In this way, the 

consistency between the Chinese and English versions were ensured so that they shared 

the same meaning and it was possible to gain useful responses. In terms of the 

translation of interview content, the contextual approach (Xian, 2008) was appropriate 

to ensure cultural meaning can be carried into the English text so that readers can  

comprehensively understand people's experience based on their specific culture and 

institutions and avoid missing some culturally specific meanings.  
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3.8. Research ethics  

As for the consideration of research ethics issues, ethical approval was sought through 

the University of Sheffield Ethical Procedure. The research was conducted following 

the ethical principles summarised by Silverman (2013), including confidentiality, 

respect and fairness. During the interviews, since the performance management 

practices were related to some issues like rewards, salary or personal interactions, 

which were regarded to be personal and sensitive for people in the workplace setting, 

interviewees might be defensive or feel uncomfortable when questions are asked about 

these issues. To solve this problem, an informed consent process was primarily required. 

Each participant was informed about the sensitive topics and their understanding 

needed to be ensured. Most importantly, this consent was a commitment for participants. 

To reassure them, the case companies and interviewees were given pseudonyms and I 

assured them that all of their personal information was strictly confidential. Hence, the 

purpose, methods and intended used of this research were informed to all participants 

during the consent process, and then the confidentiality of the information and the 

anonymity of respondents were strictly respected during the research.  

Prior to signing the consent forms, study participants were provided with information 

sheets outlining the nature of the various pieces of information about the study, the 

areas covered by the interview questions and measures to maintain participant 

confidentiality and other ethical issues. One main ethical concern is related to 

differences in culture and institutions. Some research interviews are conducted with 

Tanzanian and Mongolian people, and their culture and institutions were different from 

China. When importing ethical principles generated from one culture and applying 

them to others, modification was a necessary step. Therefore, specific ethical 

precautions were necessary. For instance, Chinese interviewees felt that personal 

relationships with colleagues were important, but were afraid to talk about it since they 

considered that to reveal their personal issues could affect their working career or 

relations with colleagues. Therefore, to reassure them, anonymity and confidentiality 

were the first principle promised, and I strictly followed the data protection 

requirements during the whole research processes.  

3.9 Chapter summary 

This chapter firstly explained why and how a critical realist perspective was used in 

this study and a multiple case-study approach was most suitable to examine 

performance management in two overseas organisations of two Chinese MNCs. A total 

of 33 interviews were carried out, 14 in the East African case and 19 in the Mongolian 

case. Data were analyzed through the use of documentary analysis and thematic 

analysis, with the aid of Nvivo. Finally, other methodological issues were explained, 

which included evaluating research quality, reflexivity, and data quality, as well as 

ethics. The following chapter present findings of the performance management policy 

formulation in Chinese MNCs in other developing countries, such as Mongolia and 

Tanzania. 
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CHAPTER FOUR 

FINDINGS ON THE FORMULATION OF PERFORMANCE MANAGEMENT 

POLICIES IN CHINESE SOES’ SUBSIDIARIES IN TANZANIA AND 

MONGOLIA 

4.1 Chapter introduction 

 

MNCs face challenges in dealing with the need for consistency but also accommodation 

for local differences when managing performance in other countries (DeNisi et al., 

2021). This chapter explains how Chinese SOEs designed performance management 

policies in Tanzania and Mongolia to balance home- and host-country needs. These 

findings help to explain how Chinese SOEs chose between standardisation and 

localisation when using performance management practices in other developing 

countries.  

 

These findings are drawn from in-depth interviews as well as documentary evidence 

(performance management policies of both headquarters and the Mongolian subsidiary 

and East Africa Regional Centre in Tanzania). In this chapter, the first section identified 

the organisational structures and staff categories in the two cases. And then it focuses 

on the different levels of autonomy that each SOE gave to its subsidiary/ regional centre. 

Then, the third and forth section separately present a detailed within-case explanation 

of each case study organisation, comparing performance management policies between 

each headquarter and its subsidiary/ regional centre, in terms of the four main aspects 

of performance management (performance planning, performance appraisal, feedback 

and reward).   

 

4.2. Organisational structure and staff categories in SOE X1 and SOE X2 

 

To explore how Chinese SOEs designed performance management policies in Tanzania 

and Mongolia to balance home- and host-country need, it is necessary to understand the 

organisational structure and staff categories in these two casas. 

 

4.2.1. Organisational structure and staff categories in SOE X1 and its Mongolian 

Mining Subsidiary 

 

The Mongolian mining subsidiary was owned by state-owned enterprise X1 (SOE X1). 

According to its own website, SOE X1 was the leader of Chinese SOEs in implementing 

the "going out" strategy of the Chinese government and carrying out international 

investment and cooperation in the field of non-ferrous metal mineral resources. Its 

headquarter was in Beijing, China and it operated in various countries of Europe, Asia, 

Africa and Australasia (Company’s website, 2022). Mongolian Mining Subsidiary was 

located in one province, Mongolia. It operated the first overseas resource project 

acquired by SOE X1 and was referred to by the leaders of China and Mongolia as "the 

model company of Sino-Mongolian cooperation" (Internal Company Material - 
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Company Profile of Mongolian Mining Subsidiary, 2021).  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 4.2.1. The organisational structure of SOE X1 and its Mongolian Subsidiary A 

 

Within Mongolian Subsidiary A, there were five types of staff: Chinese expatriates, 

Chinese directly employed workers, Chinese dispatched workers, Mongolian office 

workers and Mongolian manual workers. Three types of employment contracts existed 

in the Mongolian subsidiary: contract signed with the headquarter, contract signed with 

the subsidiary and contract signed with a Chinese labour agency. The employment 

contracts with the headquarters were signed by some Chinese managerial staff (who 

had achieved superior performance outcomes) and Chinese employees (who had been 

selected in a more rigorous way and signed contracts with the headquarter as soon as 

they graduated). The other two types of contracts included both Chinese and Mongolian 

staff, irrespective of whether they worked in management or production positions.  

 

 

4.2.2. Organisational structure and staff categories in SOE X2 and its East Africa 

Regional Centre (including the Tanzanian project branch) 

 

SOE X2 Limited was a wholly owned subsidiary of China Y Company Limited, 

representing the parent company in the international engineering market. SOE X2’ s 

business covered more than 70 countries and regions, with a contract value of 

approximately US$9.5 billion for on-going projects and a global staff of over 6,000 

(Company’s website, 2022). With 30 years of experience and unremitting efforts, SOE 

X2 had become a well-known brand in the international engineering and construction 

industry. 
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Figure 4.2.2. The organisational structure of SOE X2 and its East Africa Regional 

Centre (including the Tanzanian project branch) 

 

As shown in figure 4.2.2, SOE X2 was headquartered in Beijing (including several 

functional divisions, such as the HRM division at Headquarters) and had over 30 

regional centres, branches and subsidiaries around the world. Of these, it had 10 

regional centres globally, including four in Africa. These four regional centres covered 

almost all countries in Africa. The East Africa Regional Centre was established in 2012 

and was responsible for the management of personnel, business and projects in Sudan 

and five other countries, including Tanzania. Its head office is located in Sudan, while 

the Tanzania project branch was responsible for the construction and administration of 

four major projects. Within the Tanzania project branch, the Human Resources, 

Commercial, Finance and Engineering Departments cooperated with each other in 

ensuring that the four projects were carried out in an efficient way.  

 

Across the four departments, there were five types of employees with various 

employment contracts at the East Africa Regional Centre: Chinese expatriates (who 

signed employment contracts with the SOE X2), Chinese directly employed workers 

(who signed employment contracts with the East Africa Regional Centre), Chinese 

dispatched workers (who signed employment contracts with a Chinese labour agency), 

Tanzanian office workers (who signed employment contracts with the East Africa 

Regional Centre) and Tanzanian manual workers (who signed employment contracts 

with East Africa Regional Centre).  
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4.3 Levels of autonomy given to each subsidiary/ regional centre  

 

The two companies in this study, the Mongolian Mining Subsidiary and East Africa 

Regional Centre, belonged to two different large Chinese state-owned enterprises X1 

and X2, respectively. Through documentary analysis of the performance management 

policies of these two SOEs (X1 and X2) as well as the subsidiary and regional centre, 

supplemented by interviews with the HR managers who were responsible for designing 

the systems, this study found that the subsidiary and regional centre had varying levels 

of autonomy given by their headquarters when it came to the formulation of 

performance management policies. 

 

 

4.3.1  SOE X1 and its Mongolian Mining Subsidiary: A relatively headquarters-

independent policy formulation approach to performance management 

 

According to the SOE X1 headquarters’ performance management document at the time 

of the fieldwork, the performance management policy mainly applied to all departments 

(including business units) and all employees (except senior management) of the 

headquarters, which means that the scope of this system did not include SOE X1’s 

various overseas subsidiaries (Performance management system of Chinese SOE X1, 

2014). The HR manager of the Mongolian subsidiary indicated that, as an overseas 

subsidiary of SOE X1, they could independently formulate their performance 

management policies for both home and host company staff according to the local 

situation.  

 

Unlike the complex and systematic performance management system at the Chinese 

headquarters, the Mongolian subsidiary had opted for a simpler and more 

straightforward system to managing performance for all Chinese and Mongolian 

employees. Both the Senior Manager and Human Resources Manager explained that 

the reasons for this simple performance management system were mainly due to the 

language barrier between China and Mongolia, the high cost of communication and the 

generally low level of education of local Mongolian employees and workers. Also, it 

can be found in the document that the HR department of the subsidiary had the final 

right to interpret the relevant performance management policies (Performance 

management system of Mongolian Mining Subsidiary A, 2020). One senior manager 

responsible for designing the performance management system in Mongolia explained,  

 

‘I've thought about making these systems more elaborate, but if they were, it would lead 

to more and more complex rules in all areas, and then there would be a lot of 

communication issues involved, which would be too much trouble. So, the simpler the 

better.’ 

--- Chinese senior manager (Mongolia, SA-CSM01) 

 

The senior HR manager in Mongolia further explained the reasons for the simplified 
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system: 

 

‘When I first came here, I had a passion to push for a reform of the system. But I don't 

have that in mind now …The first reason is that the overall quality of the Mongolian 

personnel means we can't expect a lot from them. The second is that it's too much work 

to explain to the Mongolian side. I feel that many of these policies are very abstract 

even if they are in plain Chinese. If we then translate these things into Mongolian, there 

may be problems with the translation. And then there are all sorts of difficulties in 

communicating with them. It's really quite difficult for them to understand these 

policies.’ 

--- Chinese HR manager (Mongolia, SA-HR) 

 

However, although documentation suggested that the subsidiary could determine its 

own policy, it seems that in reality this was not entirely possible. The subsidiary did not 

have fully independent policy-making authority for performance management. Instead, 

the system was ‘relatively’ independent from the headquarters. Firstly, the Subsidiary 

was allowed to design its own performance management system for all the staff. At the 

same time, however, the headquarters has developed a performance management 

system for its expatriate staff, which is different from the one designed by the subsidiary 

itself. Some Chinese expatriate managers and employees in the Mongolian subsidiary 

revealed that their performance management was carried out in accordance with the 

policies set by headquarters.  

 

‘I know that the subsidiary has its own performance management system. But we 

expatriate staff do not follow this. We mainly stick to the performance management 

system designed for us by the headquarters. For example, we mainly do annual 

appraisals rather than monthly.’ 

--- Chinese line manager (Mongolia, SA-CM02) 

 

 

‘… My contract belongs to the headquarters and my performance management is 

carried out in accordance with the requirements of the headquarters.’ 

--- Chinese employee (Mongolia, SA-CE04) 

 

In addition, the headquarters formulated an additional series of policies for the 

leadership team and leadership personnel in the Mongolian subsidiary and reviewed the 

final assessment results annually. The main content of the evaluation was highly 

political, including and not limited to the political construction of the leadership team, 

the quality of corporate development, the participation in activities to learn about the 

ideas and guiding principles of the Chinese Communist Party, and the loyalty of the 

leadership to the party (Internal Company Material, 2021). The Chinese HR manager 

revealed that the subsidiary did not have autonomy in how it should evaluate political 

activities. 
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‘Because all of our expatriates are official party members, they are required to attend 

various activities to learn about the ideas and guiding principles of the Chinese 

Communist Party. The headquarters designs policies that include evaluation of 

participation in these political activities.’ 

--- Chinese HR manager (Mongolia, SA-HR) 

 

In general, the Mongolian subsidiary of SOE X1 was able to design a completely 

different performance management system from the headquarters, which was applied 

consistently to both Chinese and Mongolian employees. However, as a Chinese SOE, 

the headquarters retained a certain degree of control over the management of senior 

management and party-political engagement in the Mongolian subsidiary. 

 

 

4.3.2 SOE X2 and its East Africa Regional Centre (including the Tanzanian project 

branch): A combination of headquarter control and the use of an HR agency in 

the host country  

 

As mentioned in section 4.2.1, SOE X1's headquarters only established a performance 

management system for its headquarters departments and employees, while its overseas 

subsidiaries were given a relatively high level of autonomy to formulate a specific 

performance management system according to local conditions for both Chinese and 

Mongolian staff. However, SOE X2 applied a different global strategy for performance 

management to its overseas regional centres: a combination of headquarter control and 

the use of an HR agency in the host countries.  

 

The high level of SOE X2’s Headquarters control over the East Africa Regional Centre 

was reflected in two areas. Firstly, annual performance planning of all overseas regional 

centres was under the control of Beijing headquarters. They were required to sign the 

‘annual target responsibility agreement’ with the headquarters. As such, the 

performance of the East Africa Regional Centre was evaluated in accordance with the 

strict performance management practices established by Headquarters (Performance 

management system of Chinese SOE X2, 2015). 

 

Secondly, at the individual level, the East Africa Regional Centre (including its 

Tanzania project branch) was not allowed to design a specific performance management 

system for all Chinese expatriates but had to strictly follow the relevant performance 

management policies of the MNC's headquarters in implementing all aspects (including 

performance planning, appraisal, feedback and rewards). If the Regional Centre had 

any suggestions for changes to performance management based on specific practices, 

its HR department could propose amendments to the Beijing headquarters. Any changes 

needed to be validated by the relevant headquarters’ Company Development Division 

(Performance management system of Chinese SOE X2, 2015). The senior manager of 

the Tanzania project branch also confirmed this situation during interview: 
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‘We can't make performance management policies because those are already planned 

by headquarters. But we can make some suggestions and sometimes headquarters will 

take them on board. For example, we have an appraisal index for our project 

department, which everyone has been complaining about, and this year we submitted a 

proposal to the headquarters to see whether it could be approved and passed.’ 

--- Chinese senior manager (Tanzania, SB-CSM01) 

 

Moreover, the performance management of directly employed Chinese workers also 

reflected the control of the headquarters, although the East African Regional Centre was 

independently responsible for formulating performance management policies for these 

workers. There were two ways in which control was realised. Firstly, the specific 

performance management methods for directly recruited staff, such as performance 

target setting and performance appraisal methods, were fully aligned with those of the 

headquarters. Secondly, the main reward for directly employed staff who performed 

well was that they could be integrated into the headquarters' remuneration system. This 

was also meant that they were able to earn a higher level of income. 

 

For local workers, the Beijing headquarters was not involved in their management and 

the East Africa Regional Centre had assigned the management of local workers to the 

project branches in each country. The Tanzanian Project Branch employed a local HR 

agency to manage hundreds of local manual workers, and the HR agency was 

responsible for advising the branch on legal issues. Also, the project recruited about 

several local office staff to assist the Chinese managers in the day-to-day management 

of local workers and facilitate co-ordination with this agency.  

 

The Tanzanian HR manager and several Chinese line managers explained that 

performance management for local manual workers were conducted in cooperation 

with the local HR agency, in order to take account of the needs of both sides. 

 

‘We arrange for a member of staff to interface with this local HR management agency. 

It is impossible for us, as the company leaders, not to be involved at all, otherwise we 

would not be aware of any problems with the progress of the project. Therefore, we will 

allocate one or two people to liaise with the HR management agency. They also work 

together to motivate manual workers. In this way, it will be easier to grasp the actual 

situation on site. At the moment, one Chinese and one local person are responsible for 

liaising and communicating.’ 

--- Chinese line manager (Tanzania, SB-CM01) 

 

‘We (HRM office of the Tanzanian project and the HRM agency) do work together to 

avoid the situation where only one supervisor is in charge of the daily management. If 

a worker does not perform well, the HR agency reports this to the HR office so that we 

can solve this problem. For instance, we will communicate with this worker and try to 

persuade him to change his behaviour. So, we (HRM office of the project and the HRM 

agency) do work together as a team.’ 
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--- Tanzanian HR manager (Tanzania, SB-TM01) 

In the case of Mongolia mentioned earlier, the subsidiary designed the same 

comprehensive performance management system for local workers as for the Chinese 

staff. However, neither the East Africa Regional Centre nor the Tanzania Project Branch 

formulated a formal performance management system for local workers, even though 

lots of Tanzanian workers hired by the Project Branch to guarantee the productions. 

Performance management for local people was mainly based on the terms of 

employment contracts (e.g. attendance and hourly rates) and compliance with local 

labour legislation (overtime pay). Performance management for local workers existed 

in an informal way on a daily basis, such as occasional performance feedback and extra 

hours as a reward. A Chinese employee who had worked with local manual workers for 

many years confirmed this situation during interview. 

 

‘Local workers, aha, there is no performance management system for them. The daily 

management of them should strictly comply with the local labour law in Tanzania. For 

example, the overtime pay should be paid to them in time. And then, the specific 

requirements are written in their employment contracts. Hahaha, just two or three 

pages, simply stipulating attendance and wages and so on.’ 

--- Chinese employee (Tanzania, SB-CE01) 

 

 

4.4 Comparing the performance management systems of SOE X1’s headquarters 

and its Mongolian subsidiary 

 

The previous section explained the way in which the overall performance management 

system was determined by either headquarters or overseas branches. In the Mongolian 

subsidiary, its HR department designed a performance management system. The 

following sections mainly focus on the differences between the headquarters and the 

Mongolian subsidiary, in terms of four important aspects of performance management.  

 

4.4.1. Performance management targets – goal setting  

 

SOE X1 had a very clear three-level Performance Target Management System 

(company-wide, departmental and individual levels), and this system was designed by 

the Corporate Development (Investment) Department of its headquarters in Beijing. At 

the end of each year, the Corporate Development (Investment) Department put forward 

the business targets for the whole MNC's annual performance goals in the next financial 

year, based on the company's strategies and operations. This was the highest level of 

SOE X1’s performance management system.  

 

At the second level, each department of the headquarters and subsidiary formed its own 

annual objectives and sub-objectives, on the basis of the MNC’s overall goals. 

Accordingly, the yearly performance targets to be achieved by the Mongolia subsidiary, 

one of SOE X1's overseas funded subsidiaries, depended on the company-wide 
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performance targets set by the headquarters in Beijing. Thirdly, the departmental 

objectives were then used to inform objectives at the individual level, both annual and 

interim objectives (Performance management system of state-owned enterprise X1, 

2014). There were two groups of staff included in this performance target management 

system set by the headquarters: personnel of the headquarters and expatriates of 

overseas subsidiaries. The expatriates where required to sign an ‘Employee 

Performance Target Responsibility Agreement’ with the parent company (Performance 

management system of state-owned enterprise X1, 2014). 

 

This showed that the headquarters had a certain degree of involvement in the goal-

setting process for the Mongolian subsidiary, mainly in two ways: firstly, the Mongolian 

subsidiary 's corporate-level performance targets were set in accordance with the 

headquarters 's annual plan; secondly, expatriate staff in the Mongolian company were 

required to report their annual performance targets to the parent company in China. 

Nevertheless, the process of setting performance targets for the Mongolian subsidiary 

was not entirely controlled and managed by the parent company. On the contrary, the 

Mongolian branch had some independence in the setting of performance targets at 

different levels. By carefully comparing and analyzing the performance management 

documents of the parent company and the Mongolian subsidiary, this study identified 

three main different differences between the setting of performance goals in the Chinese 

parent company and the Mongolian subsidiary.  

 

1) Agreeing annual performance targets 

 

Firstly, the departments of the headquarters and those of the subsidiary were at level 

two of the three-level performance target system. However, although the parent 

company’s performance management policy stated that each department at the 

headquarters were required to sign a ‘Performance Target Responsibility Agreement’, 

this was not specified as a requirement for the subsidiary (Performance management 

system of state-owned enterprise X1, 2014).  

 

2) Monthly performance plans of different departments --- setting and adjusting 

targets 

 

At the subsidiary level, four of the 13 departments were required to achieve monthly 

performance indicators. These four departments - the mineral dressing mill, the mining 

department, the quality control and metrology centre and the sales department - were 

required to make monthly plans of their performance targets and submit the plans to the 

human resources department by the 7th of each month (Performance management 

system of Mongolian Mining Subsidiary A, 2020). But their monthly performance 

targets could be flexibly adjusted by line managers if circumstances changed during the 

period. For instance, the line manager of the marketing department explained how he 

set and adjusted the departmental monthly goals for shipments: 
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‘The monthly shipments should be planned in advance. For example, if one month's 

shipments are about 100 cars of products, then I plan to pull out all 100 cars in 20 days, 

just 5 cars per day. Five cars a day is actually easy for the workers. On average, it's 

not very tight, but the workload may become much heavier than planned under special 

circumstances. For example, sometimes we have to pull out 20 cars of products a day.’ 

--- Chinese line manager (Mongolia, SA-CM03) 

 

However, the remaining 9 departments in the Mongolian subsidiary (such as Finance, 

Logistics and Security) did not need to submit a formal monthly performance target 

plan. For instance, the manager of the Finance department explained that,  

 

‘Because we are a functional department, we are the ones who do some financial work. 

The company does not require us to submit a monthly work plan. Probably because 

those business departments have specific tasks [ they are required to submit plans], but 

there is little need for our department to devise relevant and quantifiable targets every 

month… We are here to serve the business departments, and if they need something, we 

meet it.’ 

--- Chinese line manager (Mongolia, SA-CM02) 

 

Departments in the MNC's headquarters did not need to be submitted on a monthly 

basis. In mid-July each year, each department submitted a half-yearly summary of the 

completion of the main targets and indicators, and after verifying this summary, the 

Corporate Development Department then organised a performance briefing and the 

allocation of key tasks for the second half of the year. The quantitative indicators used 

for this purpose were appeared to be very comprehensive (SOE X1 Performance 

Indicators Database, 2014). The set of indicators was applicable to every department at 

Headquarters, irrespective of whether it was a business department or a service 

department. There was no requirement for monthly plans to be submitted, and there 

were only annual performance targets.   

 

If there was a need to modify the annual performance plan, the approval of the Joint 

Party and Executive Committee was required (Performance management system of 

state-owned enterprise X1, 2014), in contrast to the flexibility allowed for the line 

managers of the four departments in the Mongolian subsidiary.  

 

3) Individual performance goal setting  

 

At the individual level, the SOE's three-level performance target management system 

required both headquarter employees and subsidiary expatriates to set annual 

performance targets and sign an agreement with the parent company (Performance 

management system of state-owned enterprise X1, 2014).  

 

However, in the Mongolian subsidiary, there was no mention in the performance 

management policies of setting performance targets at the individual level. This means 
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that in the Mongolian subsidiaries, only expatriates whose employment contracts 

belonged to the Chinese parent company were involved in the annual goal setting 

process. Other types of staff in the subsidiary, including Chinese employees and 

managers recruited by the subsidiary itself, and Mongolian employees and managers, 

did not need to be involved in any formal performance target setting, either monthly or 

yearly. But the subsidiary policy pointed out that the line manager should design proper 

performance targets for their subordinates based in the principle of fairness. According 

to interviews, even if there was no policy mentioned, many line managers gave their 

subordinates some regular work plans and pushed them to achieve work goals on a daily 

or weekly basis.  

 

4.4.2. Performance appraisal  

 

It has been argued that performance appraisal is a very important aspect of a 

performance management system (Denisi et al., 2021). Documentary analysis revealed 

differences between the performance appraisals used by the Headquarters and the 

Mongolian Subsidiary, both at the departmental and individual levels. 

  

1) Performance appraisal at the departmental level 

 

Firstly, the main departments responsible for performance appraisal were different in 

the headquarters in China and the subsidiary in Mongolia. In the headquarters, the 

Corporate Development (Investment) Department was mainly in charge of the 

performance appraisal process of all the parent company's departments. The 

responsibilities of this department included the development of the SOE's overall 

annual targets and overseeing the setting of performance indicator plans for each 

department. More importantly, the Corporate Development (Investment) Department 

was responsible for rating, counting, analysing and reporting the results of the annual 

performance appraisals for each department. The Company's Joint Committee of the 

Party and Government was the most important decision-making division for 

performance management in the Company, and this department was responsible for the 

approval of performance appraisal plans and performance targets at each level, as well 

as the verification of the final results of all levels of appraisals. However, the Human 

Resources Department at headquarters was rarely involved in performance appraisals 

at the departmental level (Organisational structure, job descriptions and management 

of employment contracts in SOE X1, 2014). 

 

In the Mongolian subsidiary, however, the Human Resources Department was fully 

involved in all aspects of the performance appraisal process. For the four departments 

that were required to set monthly performance targets, the Human Resources 

Department was in charge of assessing their performance based on the achievement of 

the plans they had set. For the other departments, their performance was assessed by 

the General Manager, Deputy General Managers and line managers (other than those 

in their own departments). The Human Resources Department also monitored, counted, 
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and analysed the results of the performance appraisal process. Thus, the Human 

Resources Department played an important role in performance appraisal in the 

Mongolian subsidiary. In addition, another difference from the headquarters was that 

the appraisal results for each department in the Mongolian subsidiary were only 

reviewed by the General Manager and did not need to be approved by the Joint Party 

and Government Committee or any other similar authorities (Performance management 

system of Mongolian Mining Subsidiary A, 2020). 

 

Secondly, the appraisal periods for departmental performance at headquarters were not 

the same as those for the Mongolian subsidiary. At the headquarters, each department 

was required to report to the Corporate Development (Investment) Department on the 

last day of each month on the progress of the completion of key indicators and key tasks 

in the ‘Departmental Monthly Performance Report’. In addition, in mid-July each year, 

each department provided a half-yearly work summary of the completion of its main 

objectives and targets to the Corporate Development (Investment) Department. 

However, each monthly and half-yearly performance summary report would only be 

recorded but not formally scored. The more formal performance appraisal of the 

departments happened yearly, when all objectives and targets for the previous year were 

formally assessed and scored by the Corporate Development (Investment) Department 

(Departmental performance appraisal of SOE X1, 2014). The annual performance 

appraisal results could be published after being approved by the Joint Committee of the 

Party and Government. In contrast, in the Mongolian subsidiary, the performance 

appraisal for each department was on a monthly basis. Appraisal forms were distributed 

by the Human Resources Department on the 6th of each month and filled in by four 

groups of assessors, including the General Manager, Deputy General Managers, HR 

and line managers (other than those in their own departments) (Performance 

management system of Mongolian Mining Subsidiary A, 2020).  

 

Thirdly, although the performance appraisal policies of both headquarters and the 

Mongolian subsidiary emphasised the principle of 'combining qualitative and 

quantitative assessments', the specific performance appraisal approaches of the two 

organisations differed significantly. The departmental performance appraisals at 

headquarters were all based on quantitative assessments, classified into four categories 

- financial, process, customer, and internal development (SOE X1 Performance 

Indicators Database, 2014).  

 

In the Mongolian subsidiary, the Human Resources Department assessed four 

departments (the mineral dressing mill, the mining department, the quality inspection 

and measurement centre and the marketing department) by using quantitative indicators, 

but also by using qualitative means to assess certain aspects of their performance. Based 

on the four departments’ plans, as well as through horizontal and vertical comparisons, 

the Human Resources Department scored each department's performance according to 

a percentage system and sent the results to the General Manager for review. The 

remaining nine departments were assessed using a qualitative approach. The 
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performance of each of these nine departments was evaluated by the General Manager, 

Deputy General Manager and Line Managers, according to the four grades of A, B, C 

and D. After that, the Human Resources Department was responsible for calculating the 

results based on a weighting formula (Performance management system of Mongolian 

Mining Subsidiary A, 2020).  

 

In carrying out the evaluations at the Mongolian subsidiary, it was strongly highlighted 

in documents that ' department heads must follow the principles of democracy, fairness 

and objectivity, and must not assign grades in a completely subjective manner, so as 

not to affect the motivation of employees and to avoid unfairness' (Performance 

management system of Mongolian Mining Subsidiary A, 2020). However, as will be 

shown later in section 6.6.2, subjective bias crept into the purely qualitative approach 

to performance evaluation.  

 

2) Performance appraisal at the individual level 

 

At the headquarters, staff filled in the Employee Weekly Work Record Form based on 

their weekly work schedule and completion. In addition to this, the performance 

appraisal period for employees was synchronised with the departments’, which meant 

that each employee was required to submit monthly reports, conduct half-yearly 

debriefings on time, as well as participate in annual appraisals. The Head of the 

Department reviewed the employees' performance on a monthly and semi-annual basis 

and scored every employee’s performance annually. The performance appraisal results 

were finally handed over to the Human Resources Department for compilation. In 

addition, the individual-level performance appraisal at the headquarters was based on a 

combination of qualitative and quantitative assessment. The quantitative performance 

appraisal was similar to the departmental appraisal in that the key performance 

indicators were selected by reference to the Departmental Performance Indicators and 

Job Descriptions. The heads of departments (other than those being assessed) were the 

assessors. On the qualitative side, the staff at headquarters were evaluated by reference 

to ‘Staff Quality Model’ (Staff Quality Model of SOE X1, 2014). This model provided 

a clear set of behavioural indicators of performance. Based on this model, staff were 

evaluated through a range of assessment methods including 360-degree evaluations and 

leaderless group discussions. As explained in section 5.2.4 on reward, the results of 

these employee assessments had significant impacts on their future career development.  

 

In the Mongolian subsidiary, the performance management policies did not contain 

clear guidelines for performance appraisal at the individual level. Line managers set up 

departmental appraisal criteria based on performance, execution, work discipline, work 

intensity, and work completion. Through monthly appraisals, department members 

would be graded from A-D on a scale of good to poor performance. It transpired during 

interviews that work attendance was a significant part of their performance appraisal:  

 

‘Every month our manager will evaluate our work. I'm not sure exactly what criteria it 
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is based on. Attendance! Yes, yes, yes! There is an attendance sheet that our manager 

should refer to when evaluating our work every month.’ 

--- Chinese line manager (Mongolia, SA-CM01) 

 

The performance management policies of the Mongolian subsidiary did not mention 

any annual performance appraisal at the individual level. But the parent company's 

performance management documents did make reference to how expatriates should be 

evaluated: 'The appraisal of expatriate financial staff is the responsibility of the Finance 

Department and needs to be jointly evaluated by the overseas subsidiary and the 

headquarter financial director; the annual appraisal of expatriate executives is the 

responsibility of the Corporate Development (Investment) Department and needs to be 

jointly evaluated by the overseas subsidiary and the headquarter senior managers' 

(Staff Performance Appraisal in SOE X1, 2014). Therefore, in the Mongolian 

subsidiary, all types of staff, except for expatriate staff, were only subject to monthly 

performance appraisals. But expatriate staff from the headquarters were required to 

participate in both the annual performance appraisal of the parent company in China 

and the monthly performance appraisal of the subsidiary in Mongolia. This was 

confirmed by a Chinese expatriate manager of the Mongolian subsidiary. 

 

‘The overall work of our department is appraised monthly, based on that work plan we 

make at the beginning of each month. But the headquarters also scores my individual 

work every year. I'm not clear exactly since the scores given to me by the senior leaders 

are kept confidential.’ 

--- Chinese line manager (Mongolia, SA-CM01) 

 

4.4.3. Performance feedback and appeal 

 

It has previously been suggested that feedback to employees following appraisal is very 

important. After the performance appraisal is completed, and in response to the results, 

managers can help employees to understand their strengths and weaknesses by 

organising performance feedback sessions so that employees can adjust their 

performance targets for the next phase (Villeval, 2020). It has also been suggested that 

if employees think the formal appraisal results are unfair or hold different opinions, 

they should be able to submit an appeal (Ngand Han, 2015). This study found that 

although the parent company's performance management system had very 

comprehensive guidance on performance feedback and appeals, the Mongolian 

subsidiary did not use them. 

 

The guidance for performance feedback and appeals was as follows. At headquarters, 

within 5 working days of the confirmation of the performance appraisal results, the 

supervisor should provide feedback to the subordinates through performance meetings. 

During the performance meetings, they should reach a consensus of the final appraisal 

results. Also, the supervisors were expected to suggest performance improvements for 

the employee and provided necessary support in terms of professional knowledge or 
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competence, such as skills training (Performance feedback of SOE X1, 2014). 

 

If there was disagreement with the results of a performance appraisal, employees could 

submit a written appeal to the Human Resources Department within 30 days of being 

informed of the appraisal results. Also, line managers who had significant doubts about 

their department's performance appraisal may submit a written appeal to the Corporate 

Development (Investment) Department within 30 days. The department receiving the 

appeal would be responsible for handling the performance appeal and proposing a 

report on how to deal with it based on the results of the investigation. Finally, the appeal 

report needed to be approved by the Joint Committee of the Party and the Government 

before being applied (Performance appeal of SOE X1, 2014).  

 

However, as indicated above, performance feedback or appeals were not mentioned in 

the performance management documents of the Mongolian subsidiary. During 

interview, the HR manager of the Mongolian subsidiary explained that a possible reason 

for these omissions were due to the language barrier and the overall quality of staff. 

 

‘It is true that there is no formal performance feedback or appeals in the company, and 

as to why, let me think about it.... Maybe because it's too much trouble to translate and, 

to be honest, the overall quality of the workers is not so good so it's not useful to write 

so many complicated regulations.’ 

--- Chinese HR manager (Mongolia, SA-HR) 

 

In response to this statement, several related questions were posed during subsequent 

interviews with staff. These interviews revealed that performance feedback and appeals 

were used, but in an informal way. The details of how this was practised will be 

explained in detail in section 6.2.3.  

 

4.4.4 Reward – application of performance appraisal results 

 

There were three ways in which the headquarters and the Mongolian subsidiary differed 

in relation to how the results of performance appraisal were rewarded. 

 

1) Performance-based bonuses 

Firstly, there were differences in the period of calculation and distribution of 

performance bonuses. At headquarters, employees could be given a Corporate Annual 

Benefit Bonus. After determining the total amount of the year's benefit bonus based on 

the company’s overall annual business performance, each department received an 

amount based on their appraisal results, and the line managers then distributed the 

bonus to staff based on the results of their appraisal (Salary and Reward System of SOE 

X1, 2014).  

 

In contrast, performance bonuses in the Mongolian subsidiary were mainly calculated 

on a monthly basis. On the 7th of each month, a decision was made at the organisational 
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level on the total company bonus amount. The Human Resources Department then 

distributed money to each department based on their appraisal results. In interviews, 

many employees said that the actual performance bonus they received each year did not 

change much. Many felt that it was the company's annual performance rather than their 

performance that affected their performance incomes. 

 

‘Anyway, I just look at my total salary and make sure that my income stays stable. To 

be honest, there's no fluctuation. As long as the company is doing well, we can get more.’ 

--- Chinese employee (Mongolia, SA-CE01) 

 

In the subsidiary, there was also a very special performance reward policy called the 

Thirteenth Month Salary and Bonus Management Scheme: employees who performed 

well could receive an additional month of salary each year. However, this one-month 

bonus was divided into two parts and distributed in the first half of the year (January to 

June) and the second half of the year (July to December). The thirteenth month's bonus 

was decided by the subsidiary's senior management and the head of the Human 

Resources Department at a semi-annual meeting to discuss whether to pay it and to 

whom it should be paid. The specific recipients of this bonus were identified on the 

basis of 'the employee's attendance during the period to be assessed and paid' 

(Thirteenth Month Salary and Bonus Management Scheme in Mongolian Mining 

Subsidiary, 2020). As explained at interview by Chinese senior managers, the focus on 

attendance was due to the nomadic nature of Mongolia and the local drinking culture, 

which led to poor discipline, and therefore necessitated a more incentive-based policy 

to ensure attendance. This policy included a structured formula for the calculation of 

employee attendance on a half-yearly basis. Employees who failed to achieve 

satisfactory attendance did not receive a bonus for the thirteenth month of this half-year 

period. Furthermore, in accordance with Mongolian law, the Mongolian branch was 

required to pay an allowance for overtime (Collective contract between Mining 

Subsidiary and Trade Union, 2018). However, when it came to practical implementation, 

the overtime pay policy was mainly aimed at local Mongolian staff and workers.  

 

2) Career development: promotion and training opportunities  

 

It has been previously suggested that the results of performance appraisals are very 

important for the career development of employees (Denisi et al., 2021). At 

headquarters, the results of individual performance appraisals were an important basis 

for promotion, reward and training (Performance Management System of SOE X1, 

2014). 

 

In contrast, in the performance management policies of the Mongolian subsidiary, there 

were no rules about how performance appraisal results were to be used for career 

development. However, at interview, many employees believed that performance 

appraisal results might influence the decisions of leaders when selecting candidates for 

promotion. In terms of training, most employees and managers in Mongolia said that 
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training was not related to performance appraisal scores. However, some expatriates 

said that their excellent performance scores overseas would give them opportunities to 

participate in more professional and worthwhile training events organized by 

headquarters. One expatriate line manager explained this further:  

 

‘I am willing to learn more about laboratory testing capabilities and I have led our 

department to make good contributions to the company. The leaders thus think very 

highly of me. I have previously attended an international training on sampling and 

testing, which was a great opportunity.’ 

--- Chinese line manager (Mongolia, SA-CM06) 

 

The Mongolian subsidiary provided training in production techniques for local workers 

many times a year. There was also some vocational training for local staff in 

management positions, such as accounting-related skills for finance staff. However, 

there was no systematic career development for local staff. 

 

‘We organise skills training for their local workers several times a year. There are also 

training opportunities for management positions, such as accounting and so on. But if 

you're talking about promotion or career development, there's really none. After all, 

there aren't that many positions for them to move up to.’ 

--- Chinese line manager (Mongolia, SA-CM03) 

 

3) Intrinsic rewards – reputations and honorary prizes 

 

Both the headquarters and the Mongolian subsidiary gave prizes to the best employees 

every year based on their performance throughout the year. The two most important 

awards at headquarters were the General Manager's Special Award and the Outstanding 

Employee of the Year, which also provided a wealth of material rewards to the winners. 

The most important of these prizes was the General Manager's Special Award, which 

was awarded to individuals or groups who had made outstanding contributions to the 

corporation's production and management.  

 

However, the specific rewards differed between headquarters and the Mongolian 

subsidiary. The recipient of the General Manager's Award at headquarters received a 

monetary award up to a total of RMB 1 million, which was decided by the Joint Party 

and Government Meeting (Salary and Reward System of SOE X1, 2014). In contrast, 

in the Mongolian subsidiary, the General Manager's Special Award winner was given a 

free trip to China. Moreover, in the Mongolian subsidiary, additional awards were given 

to motivate local staff. But as explained further in section 6.2.3, some inequities arose 

when it came to the actual distribution of awards in the subsidiary.  
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4.5 Comparing the performance management systems of SOE X2’s headquarters 

and its East Africa Regional Centre (including the Tanzanian project branch) 

 

Section 4.4 compared the performance management system between the headquarters 

of SOE X1 and its Mongolian subsidiary, in terms of four aspects: performance 

planning, performance appraisal, feedback and reward. This section (section 4.5) 

focuses on the performance management of SOE X2' s headquarters and its East Africa 

Regional Centre (including the Tanzanian project branch) and explains how they were 

different with regard to the same four aspects of performance management. To explain 

these differences, this section draws on documentary evidence including performance 

management policies as well as related interviews.  

 

Before getting into the specifics, two points need to be clarified to help explanation. 

These relate to the forms of compensation and to the different categories of workers. 

Firstly, in SOE X2, there were three different types of compensation system: an 

agreement-based compensation system, a regional centre compensation system and 

headquarters compensation system. The agreement-based compensation was a fixed 

salary based on the market situation and the results of the skills assessment. In both the 

regional centre and headquarters compensation systems, employees were paid non-

fixed salaries based on different job types, and different salary grades within each job 

type. The higher the pay grade within the same job type, the higher the income.  

 

However, for two employees in the same salary grade in the same job, the one who 

belonged to the headquarters compensation system had a much better income and 

benefits package than the one who belonged to the regional centre compensation system. 

As such, employees in the East Africa Regional Centre had to be included in the SOE 

X2’s headquarters compensation system to obtain a higher level of income. 

 

The second point concerns the five types of employees at the East Africa Regional 

Centre: Chinese expatriates (who had employment contracts with the SOE X2), Chinese 

directly employed workers (who had employment contracts with the East Africa 

Regional Centre), Chinese dispatched workers (who had employment contracts with a 

Chinese labour agency), Tanzanian office workers (who had employment contracts with 

the East Africa Regional Centre) and Tanzanian manual workers (who had employment 

contracts with East Africa Regional Centre).  

 

Different employees had different compensation methods. For example, Chinese 

dispatched workers (in services such as logistics, plumbing, electrics and catering) were 

on an agreement-based compensation system (The last paragraphs of Section 4.5.1 

explain this type of workers in more detail), and all Chinese expatriate workers were 

covered by the headquarters compensation system. Most Chinese directly employed 

workers were covered by the regional centre compensation system, while some Chinese 

directly employed workers, who were rated as good performers, were rewarded by 
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joining the headquarters compensation system. As for the Tanzanian workers, the office 

workers were paid based on the agreed salary while the payroll manual workers were 

overseen by the HR agency and their salary fluctuated with their performance. 

 

Table 4.5. Labour contracts and compensation systems for different types of employees 

in East Africa Regional Centre (including the Tanzanian project branch) 

 

 

 

 

 

 

 

 

 

 

 

In the East Africa Regional Centre (including the Tanzanian project branch), employees 

in different compensation systems were covered by different performance targets 

(section 4.5.1), forms of appraisal (section 4.5.2), and ways of receiving feedback on 

performance (section 4.5.3). Moreover, there were various types of financial and non-

financial reward for the employees who performed well. In particular, the adjustment 

of the compensation system and the upward or downward ranking of pay grades within 

the same compensation system were an important outcome of performance appraisals 

(section 4.5.4). These four aspects of performance management are explained in more 

detail in the following sections. 

 

4.5.1. Performance planning – target setting 

 

SOE X2 adopted a 'three-level target management system' to break down and 

implement the company's annual planning objectives from top to bottom, forming 

different levels of performance targets in the company. The first (top) level of objectives 

was concerned with the company's overall annual performance strategy, while the 

second and third levels of performance objectives were the basis for the performance 

appraisal of the company's headquarters divisions, directly administered overseas 

regional centres and staff respectively. As mentioned in 4.3.1, this study is based on the 

SOE X2  's East Africa Regional Centre and its Tanzanian Project Branch, which were 

in the second levels of the target system. Individual workers were at the third level.  

In SOE X2  , unlike the Mongolian case, where the performance objectives were 

managed differently from its Chinese headquarters, the East Africa Regional Centre 

(including its Tanzanian project branch) managed performance goals in a more 

consistent way with how the Beijing headquarters did. This is explained below at three 

levels: corporate, departmental, and individual. 
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1) Performance targets at the whole-company level 

 

The first level of the target management system was about the overall objectives of the 

company, mainly including strategic objectives, production and operation objectives, 

financial objectives, and management objectives. The target-setting cycle was carried 

out on an annual basis. The Company Development Division of the Beijing 

headquarters put forward a draft of the company's overall annual planning objectives 

and submitted it to the General Manager's Council for consideration. Afterwards, the 

Company Development Division issued and implemented the 'Target Management 

Responsibility Letter'. Once the content of the ‘Target Management Responsibility 

Letter’ had been determined, it remained unchanged during the year (SOE X2  

Performance Management Policies --- Three-level targets management system, 2015). 

 

2) Performance targets at the departmental level 

 

The second level of performance targets was that of the SOE X2  ’s headquarters 

divisions and overseas regional centres. At this level, both headquarters divisions and 

the East Africa Regional Centre planned targets mainly based on quantifiable results, 

such as production and operation objectives, management objectives. The Company 

Development Division was responsible for drafting the annual performance targets for 

each headquarters division and the East Africa Regional Centre. After the draft 

performance targets had been reviewed by the General Manager's Council in Beijing 

Headquarters, every division or regional centre was required to sign a "Target 

Management Responsibility Letter" with the company (SOE X2  Performance 

Management Policies – Three-level target management system, 2015). In summary, at 

this second level, the performance targets and planning procedures of the East Africa 

Regional Centre were aligned with those of the divisions at Beijing headquarters. 

 

3) Performance targets at the individual level 

 

The East Africa Regional Centre had a more complex staff composition than 

Headquarters. Personnel at headquarters were on employment contracts with the 

headquarters, while in the East African Regional Centre, only Chinese expatriate staff 

signed employment contracts with the headquarters. As such, their performance target 

planning, like that of the headquarters staff, belonged to the third level of the three-level 

target system. Expatriate staff in the East Africa Region had the same performance 

planning content and processes as those at headquarters and they were all managed by 

the Human Resources Division at the Beijing headquarters. Individual performance 

targets for both staff at Beijing headquarters and for expatriate staff in the East Africa 

regional centre included measurable results such as production and operation targets. 

In addition, some non-measurable behaviours and attitudes to work were taken into 

consideration. For the managers of divisions at Headquarters and Overseas centres, 

these included indicators of leadership and executive abilities. For other employees, 
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they included competency and attitude to work. These targets were set under the 

guidance and assistance of the Human Resources Division at headquarters. After the 

individual targets had been decided upon, the department/ centre managers filled in the 

Staff Performance Appraisal Indicator Form and submitted it to the Headquarters 

Human Resources Division.  

 

As mentioned above, in addition to expatriates, there were other types of employees in 

the East African Branch and its Tanzania Project Team: Chinese directly employed staff, 

Chinese labour agency staff (dispatched workers), host-country (Tanzanian nationality 

in the case of the Tanzanian subsidiary) office workers and manual workers. As for the 

Chinese directly employed workers in the East African Branch, the policies on their 

performance targets were independently formulated by the Regional Centre's Human 

Resources Department, but the targets setting procedures were same as the headquarters 

targets setting system. It meant that even though they were excluded in the three-level 

target system at Headquarters, Chinese directly employed workers in the East African 

Branch had the same target setting system as the Chinese expatriates (Eastern African 

Branch Performance Management Policy for directly employed staff, 2019). The only 

difference was that the directly employed staff was the primary responsibility of the 

human resources department in the regional centre. This was confirmed by several 

Chinese directly employed managers and employees. 

 

‘It's only in the last few years, I think, that our directly employed workers have a formal 

performance goal-setting system. It is the same as the one that expatriates have. It's 

really simple. Every year we need to submit an annual performance target form to be 

used for performance appraisal. It's the same as for other expatriate employees and I 

think it's great.’ 

--- Chinese line manager (Tanzania, SB-CM03) 

 

As for the Tanzanian office and manual workers, they were not included in this target-

setting system. Interviews with both Chinese managers and Tanzanian employees 

confirmed that all Tanzanian workers had their work targets set flexibly by their direct 

Chinese supervisors, depending on the actual work situation. 

 

‘The workers on this part of the site are given a target on a monthly basis, which is then 

broken down on a weekly basis. But there are usually a lot of situations on the 

construction site, such as equipment not being ready or raw materials being missing. 

So it's not usually necessary to set targets. If you have to set them, they are pretty much 

the same for many people.’ 

--- Chinese Senior manager (Tanzania, SB-CSM02) 

 

‘If my Chinese boss has any work that I need to do, he will give me the arrangements 

directly and tell me when to finish them. That's sort of my work goal if anything.’ 

--- Tanzanian HR manager (Tanzania, SB-TM01) 
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Based on the Eastern African Branch Performance Management Policy for directly 

employed staff (2019), for Chinese dispatched workers, the regional centre only 

regulated their attendance management and did not have corresponding performance 

management practices. Based on interviews, one Chinese employee summarised two 

key points about the management of such Chinese workers: one was that although some 

of them worked on construction sites like local manual workers, Chinese workers took 

on the role of shift leaders and were responsible for recording the attendance of local 

workers. The second was that Chinese workers on site could receive the same overtime 

pay as local workers, but they seldom needed to work overtime.  

 

‘These labour agency workers are basically just doing some manual labour like 

logistics, electricians or working on construction sites. They are usually shift leaders 

on the construction sites, organising the work of the locals and recording the attendance. 

They are also paid overtime, but there is little need for them to work overtime, as they 

work in three shifts.’ 

--- Chinese employee (Tanzania, SB-CE01) 

 

It is worth noting that the Tanzanian case’s gatekeeper did not mention the presence of 

Chinese labour dispatch workers in the early stages of the interview or during the 

interview. The researcher was aware of the existence of such workers until the data 

collection period was almost finished. But when the researcher asked the gatekeeper 

about it, he said that the management of such workers was very limited and that they 

got along well. Nor are there conflicts and clashes to be dealt with like there are with 

the locals. This finding is distinct from the finding of Cooke et al (2018). The paper 

highlighted some concerning issues related to the treatment of Chinese dispatched 

workers, who are employed by Chinese construction firms and sent to work on projects 

in African countries. The authors noted that these workers often face poor living and 

working conditions, long working hours, and inadequate pay. This is because in the 

Mongolian case of this study, interviews were conducted with Chinese expatriate 

employees who also found their working environment and treatment to be satisfactory. 

The specific reasons for this are explained in detail in the discussion section. 

 

4.5.2. Performance appraisal   

 

In SOE X2, the performance appraisal policies can be explained separately at the 

departmental level and at the individual level.  

 

1) Performance appraisal at the departmental level 

 

SOE X2's performance management policy provided detailed provisions for the 

performance appriasial of both the headquarter’s divisions and overseas regional 

centres. By comparing the relevent policies, this study found that the performance 

appraisals of the headquarter divisions and the East Africa Regional Centre (including 

the Tanzanian project branch) were similar in terms of the responsible departments, but 
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differed significantly in terms of the specific appraisal content. 

 

Firstly, the similarity concerns the main department responsible for performance 

appraisal. The General Manager's Council in the Beijing headquarters was responsible 

for all approval issues in respect of the performance appraisals of both headquarters 

divisions and the East Africa Regional Centre (including the Tanzanian project branch). 

In addition, Headquarters Company Development Division played an important, 

leading role in the performance appraisal procedure for these strategic implementation 

units. For example, this division oversaw the aggregating and analyse of the 

departmental level performance appraisal data and the evaluation of the scoring. The 

only difference was that the East Africa Regional Centre was independently responsible 

for the implementation of performance appraisal in practice.  

 

The differences between performance appraisals of the East Africa Regional Centre and 

headquarter divisions in Beijing were mainly reflected in the appraisal content (what 

was appraised). The headquarters divisions would assess production and operation 

targets (contract value, turnover, net profit, etc.) and management targets (corporate 

culture, contract management, information technology, quality and environmental 

protection system, etc.). However, the East Africa Regional Centre was not only 

assessed on the production and management targets, but also on the completion of 

‘talent development contribution’ indicators. According to the talent development 

contribution indicator evaluation form, the East Africa Regional Centre was required to 

focus on staff training, strengthening international and localised talent acquisition and 

developing corporate talent diversification, otherwise the East Africa Regional Centre 

would face a reduction in its final score. Meanwhile, some managers of the Tanzanian 

Project Branch believed that this was because of the influence of Chinese ‘One Belt, 

One Road’ Initiative, which placed the burden on Chinese MNCs to train people for the 

host countries. ‘One Belt, One Road’ Initiative has become a hallmark of present-day 

Chinese government policy in terms of diplomacy and economics. In brief, in order to 

achieve the friendly cooperation and mutual benefit of all countries along the Belt and 

Road, Chinese MNCs had to shoulder a certain amount of social responsibility and 

contribute to local development while developing in these countries (Aoyama, 2016). 

 

2) Performance appraisal at the individual level 

 

In the headquarters of SOE X2, individual performance appraisal involved a 

combination of measurable performance results and non-measurable behaviours and 

work attitudes. At the beginning of performance apprasial, employees were asked to 

report the extent to which they had achieved each production and operational indicator 

(quantitative). The line manager then scored the results. In addition to quantifiable 

indicators, non-quantifiable assessment indicators such as leadership and execution of 

tasks by line managers or competence and attitude indicators of employees were also 

taken into account. The calculation for the annual individual performance appraisal 

results consisted of the annual performance appraisal results of the department x 90% 
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+ the leadership and execution (or the competence and attitude for employees) appraisal 

results x 10%. After the divisional leaders ranked the individual annual performance 

appraisal results, the staff appraisal levels were summarised into one of four grades: 

excellent, competent, basic competent and incompetent (SOE X2 Performance 

Management Policies --- performance appraisal, 2015). 

 

At the individual level in SOE X2, the performance appraisal system involved various 

performance appraisal approaches, designed to effectively manage objectives, promote 

continuous improvement and ensure that objectives were met. The measurable 

indicators involved applying the balanced scorecard to assess earning and growth, 

business processes, customers, and finance. Non-measurable behaviours and work 

attitudes included internal and external satisfaction investigation, anonymous 

investigations or interviews of customers or senior management, and a 360 feedback 

appraisal method (SOE X2 Performance Management Policies --- performance 

appraisal, 2015). 

 

The SOE X2  performance management system stated that overseas regional centres 

could design the performance appraisal content (what was appraised) and grading 

methods for expatriates, with reference to the relevant regulations of the headquarters 

staff appraisal. Therefore, at the individual level, the East Africa Regional Centre 

adopted the same staff appraisal system as the headquarters divisions. However, the 

performance appraisal was organised and implemented by the East Africa Regional 

Centre, while the Human Resources Division of the company's headquarters was only 

responsible for guidance and supervision. 

 

Moreover, the human resources department of the East Africa Regional Centre was 

responsible for designing relevant human resources management systems for their 

Chinese directly employed workers, but they chose to base the performance apprasial 

system on the one used by the Beijing Headquarters. 

 

The local workforce was divided into two main categories in the Tanzanian Project 

Branch, one being host-country office workers, of which there were six people in total, 

and the other being manual workers on the construction site. In the interviews, it was 

apparent that there were no policies relating to performance appraisal for these two 

categories of staff. However, based on interviews with local office managers, they 

indicated that they were not aware of whether they received formal performance 

appraisals, but that their direct Chinese supervisors evaluated them monthly based on 

their daily work.  

 

‘Normally at the end of the month, they (Chinese managers) do performance appraisal 

for us. We have many bosses, the big boss, the small boss. I don't know what they are 

called. So they normally give the documents to tell us about the performance. It is about 

time management. For instance, when you're given work, how many minutes do you 

take to finish it.’ 
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--- Tanzanian employee (Tanzania, SB-TE01) 

 

In the Tanzanian Project Branch, local manual workers were managed by a combination 

of Chinese managers, local managers and a labour agency. The Tanzanian managers 

were responsible for assessing the monthly attendance of the local manual workers. The 

Chinese manager assessed the daily performance of the workers and if the performance 

was good, they would tell the local manager to record it. The local labour agency was 

in charge of any labour disputes that arose in the course of performance management. 

The three parties worked together on a day-to-day basis, but there was no formal 

document that set out how the performance of the local workers was formally assessed. 

It was more a matter of opinion from the Chinese managers on the construction sites. 

 

‘I am mainly responsible for the management of the Tanzanian workers. I work together 

with the HR agency. . For example, sometimes the Chinese boss comes to me and says 

that one of the workers is not performing well and I need to terminate the worker. Then, 

I contact the HR agency so that we can solve the matter together.’ 

--- Tanzanian HR manager (Tanzania, SB-TM01) 

 

4.5.3 Feedback and appeal  

 

In the literature, it was found that performance reviewing and feedback sharing should 

occurr after performance appraisal has been completed (Aguinis, 2019). But in SOE 

X2, performance feedback for each division at headquarters occurred during the 

performance appraisal process, rather than after the performance results had been 

produced. During the implementation of the annual performance appraisal, the head of 

each division conducted a performance summary and produced a written report. 

Afterwards, each line manager was required to present the department's performance 

during the annual formal feedback meeting with senior managers. After the meeting, 

the Company Development Division graded the performance of each department 

according to the evaluation criteria and scoring method. For overseas regional centres, 

the head of the centres submitted a performance summary report to the Company 

Development Division but was not required to communicate the quality of performance 

plan completion (SOE X2 Performance Management Policies --- feedback and appeal, 

2015).  

 

As for appeals at the departmental level, according to the SOE X2 performance 

management system, after the performance appraisal had been completed, the Company 

Development Division was responsible for notifying the appraised departments and the 

Human Resources Department of the final appraisal results. If department managers 

had any objection to the appraisal results, they could appeal to the headquarters within 

7 working days of receiving the appraisal results. This procedure was uniformly applied 

to headquarters divisions and every overseas regional centre (SOE X2 Performance 

Management Policies – feedback and appeal, 2015).  
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At the individual level, staff of headquarters and expatriates of the East Africa Regional 

Centre were required to attend an annual performance review meeting. During that 

meeting, line managers needed to share feedback regarding work achievements, 

strengths and areas for improvement for the next appraisal period. Based on their 

discussion during the review meetings, the appraiser had to complete the ‘Employee 

Annual Performance Improvement Plan’ and ‘Implementation Record Form’ for their 

subordinates and submit them to the Headquarters Human Resources Department for 

their records (SOE X2 Performance Management Policies --- feedback and appeal, 

2015). In addition, the policy emphasised the need for the appraiser to share accurate 

and clear expectations for the appraised employee's performance. However, through the 

analysis of interview data, this study found that Chinese line managers in the Tanzanian 

Project Team had very different practices regarding performance feedback. Further 

detail will be provided on this in Section 6.2.3.  

 

Performance result appeals for staff of headquarters and the East Africa Regional 

Centre were the responsibility of the Party and Group Work Division in Beijing 

headquarters. If people had objections to their appraisal results, they had the right to 

raise them with the Party and Group Work Department within 7 working days of 

receiving the notification of the appraisal results. The Party and Group Work 

Department were then required to organise a meeting between the appraiser, the 

appraisee and the senior managers if necessary. In practice, however, employees and 

managers in foreign centres did not take this formal approach to appeals, but rather 

expressed their dissatisfaction with performance results through informal private 

communication (see section 6.2.3 for details).  

 

There were no provisions for feedback or appeals for directly employed staff in the 

performance management system policies of the East Africa Regional Centre. However, 

from the interviews, the study found that Chinese managers in the East Africa Regional 

Centre did not treat directly employed staff differently from Chinese expatriates in their 

day-to-day management. In other words, if a Chinese manager organised a performance 

feedback meeting, his subordinates, whether expatriate or directly employed, could 

participate in the same way.  

 

‘In our day-to-day management, we don't need to distinguish between expatriate and 

directly employed employees... They actually know their scores before each 

performance result is published. That is because I have talked to them all individually 

before scoring... I don't usually score high or low.’ 

--- Chinese line manager (Tanzania, SB-CM01) 

 

As mentioned above, performance feedback for local office workers in Tanzania was 

conducted in an informal manner. During interviews, some Tanzanian office workers 

and managers said that their Chinese leaders might communicate with them at any time 

during their daily work and ask them to improve their performance. However, one local 

manager said that apart from some informal and personal communication, his Chinese 
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leader organised a more formal communication once every six months. 

‘Most of the time my Chinese boss is always ready to tell me which task I am not doing 

well. There were times when they would guide me to correct it, but most of the time they 

didn't have the patience to talk to me about how to improve.’ 

--- Tanzanian employee (Tanzania, SB-TE01) 

 

‘Every six months, I have a formal meeting with my boss to share some of the results of 

my long-term work. I think this is good. But I think most of the time Chinese managers 

communicate with me at lunchtime. Yes, during a lunch time, or maybe sometimes 

during our leisure time.’ 

--- Tanzanian HR manager (Tanzania, SB-TM01) 

 

Feedback on the performance of local manual workers was not formally set either, but 

their Chinese supervisors work provided work feedback on the construction sites when 

they found any problems. Sometimes, Tanzanian office workers acted as a bridge of 

communication and helped the Chinese managers to communicate feedback to the local 

manual workers. This was mainly due to the language barrier, since as a Tanzanian 

manager (Tanzania, SB-TM01) said: ‘language means everything here’. 

 

‘We need to help Chinese supervisors to talk with the workers. Tell them that they need 

to improve their performance in a friendly way. Generally, I think we have informal 

management. Sometimes, we prefer talking with Chinese supervisors, rather than 

putting everything on paper.’ 

--- Tanzanian HR manager (Tanzania, SB-TM01) 

 

Also, if local manual workers were not satisfied with the evaluation of the Chinese 

managers, they approached local Tanzanian office workers or managers in the HRM 

office to complain, hoping that they could help them to resolve the unfair situation. 

 

‘Sometimes, some employees complain that they work hard but their Chinese 

supervisors don't appreciate it. We often tell these local people that if this happens, they 

should always come to the HR department first and tell us. We can discuss with them 

how to get the leader to appreciate their work.’ 

--- Tanzanian manager (Tanzania, SB-TM01) 

 

 

4.5.4 Financial and non-financial reward  

 

In SOE X2, rewards based on employee performance appraisal results included 

performance-based pay, compensation adjustments, and future career development. 

These three aspects of performance reward were similar for Chinese headquarters and 

expatriate staff. The main difference was in the rewards for Chinese directly employed 

workers and Tanzanian workers in the East Africa Regional Centre and its Tanzanian 

Project Branch. 
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Performance-based pay 

 

Results of the performance appraisal of Chinese headquarters and expatriate staff 

determined the amount of their performance-based pay. The head of every department 

decided how to allocate performance-based compensation to their subordinates based 

on their appraisal results and sent an allocation scheme to the Human Resources 

Department for issuance after approval by senior managers in the headquarters (SOE 

X2  Performance Management Policies --- Application of performance appraisal, 2015).  

 

For directly employed Chinese workers, their performance-based pay was calculated in 

the same way as for expatriate employees, but it was much lower as they belonged to a 

different compensation system (see the figure 5.3). The regional centre compensation 

system had a smaller total performance reward pot to allocate (Eastern African Branch 

Performance Management Policy for directly employed staff, 2019).  

 

 

‘We just share some of their leftovers (employees of the headquarters compensation 

system), not much money at all. The performance pay is better than nothing. But it 

would be nice to have a bit more.’ 

--- Chinese line manager (Tanzania, SB-CM03) 

 

For local Tanzanian office employees and managers, there did not seem to be any 

relevant policies on performance rewards. This was also confirmed in the interviews.  

 

‘We are all paid a fixed salary, with no additional incentives. If you say incentive, they 

had a birthday cake for me on my birthday.’ 

--- Tanzanian employee (Tanzania, SB-TE01) 

 

However, Tanzanian manual workers did have some performance incentives. It used to 

be a bonus at the end of each month, but this had been changed to recording additional 

hours for an individual based on their performance. For example, if a worker performed 

well for all five working hours, his Chinese supervisors might record eight hours of 

work for him, and he would be paid accordingly. This extra three hours of work was 

therefore earned as a reward for good performance. 

 

‘We used to reward some workers with some extra money every month for good work 

performance. But now we mainly use rewards for working hours. So if a worker 

performs very well, then his boss might record more working hours for him as a reward.’ 

--- Chinese line manager (Tanzania, SB-CE04)  

 

This was not, however, part of a formal reward policy, and reward generally just 

consisted of Chinese managers giving workers verbal praise. As a result, Tanzanian 

workers who thought that they were performing well would approach the HR 
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department and proactively ask for a pay rise. 

 

These are not formal rules but are very flexible. To be honest with you, we don't do it 

formally; it's informal. For example, some local workers come into the HR office and 

tell us that their performance is better and that their boss always appreciates them. 

They ask us to help them ask the Chinese supervisors if they can raise their salaries a 

bit. 

--- Tanzanian manager (Tanzania, SB-TM01) 

 

Adjustment of salary degrees and compensation systems 

 

A key feature of performance management in SOE X2 was that performance results 

influenced individual salary grades. Headquarters staff as well as expatriate staff were 

in the headquarters-based compensation system. Those staff who had been rated as 

‘excellent’ for two consecutive years, or who had been assessed as ‘competent’ or above 

for five consecutive years, were recommended by the department for an increase to 

their salary. However, if an employee's appraisal result for the year was ‘basically 

competent’, his salary was reduced (SOE X2 Performance Management Policies --- 

performance reward, 2015). 

 

Most directly employed Chinese staff belonged to the compensation system of the 

Eastern African Branch. According to the Branch’s performance management policy, 

staff who were rated as ‘excellent’ for two consecutive years were given priority for 

recommendation to be included in the headquarters-based compensation system (and 

therefore receive a higher income) (Eastern African Branch Performance Management 

Policy for directly employed staff, 2019). 

 

Career development – training opportunities 

 

For headquarters and expatriate staff, the Human Resources Division at headquarters 

mapped out the training strategy directions based on appraisal results and designed 

individual career development plans. After the annual individual performance appraisal, 

the Headquarters Human Resources Division required each line manager to fill in the 

"HR Incentives Proposal Approval Form" for their subordinates (SOE X2 Performance 

Management Policies – performance reward, 2015).  

 

For directly employed Chinese staff, the Human Resources Department of the East 

Africa Branch designed annual training plans, and staff could participate in various 

forms of training that were organised by the branch and the headquarters. At the same 

time, directly employed staff who had been employed for one year, and whose 

assessment result was ‘competent’ or above, could be recommended by the branch to 

participate in the assessment of professional degrees of the whole MNC. This was very 

beneficial for the future career development of directly employed staff (Eastern African 

Branch Performance Management Policy for directly employed staff, 2019). 
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The Tanzanian Branch provided some training opportunities for local manual workers 

in job skills. However, for the local office workers, there was no promotion system or 

training opportunities for career development in the East Africa Regional Centre and 

the Tanzania Project Branch. For those office workers, they perceived working in a 

Chinese company as a way to enrich their work experience and lay the foundation for 

their future career. 

 

‘Yes, workers can participate in some training and it is the company that pays for this 

training... as for myself, I plan to get a higher degree and maybe go to a better company.’ 

--- Tanzanian manager (Tanzania, SB-TM01) 

 

‘I need to support my family, so working here is the best opportunity I can get at the 

moment. But western companies would be more formal and with higher salary. I would 

love to go there.’ 

--- Tanzanian manager (Tanzania, SB-TM02) 

 

‘Now I'm learning how to work more fast and how to cooperate with people. you know 

when you work, you get experience, a lot of experience. I want own my own campany, 

like in 10 years or15 years.’ 

--- Tanzanian Employee (Tanzania, SB-TE02) 

 

4.6 Chapter summary 

 

This chapter firstly identified the different organisational structures and staff types in 

the Mongolian subsidiary and East Africa Regional Centre. These two cases had 

different levels of autonomy given by their headquarters in China. The Mongolian 

subsidiary of SOE X1 was able to design a completely different performance 

management system to that of the headquarters, which was applied to both Chinese and 

Mongolian employees. Nevertheless, the headquarters retained a degree of control over 

the management of the Mongolian subsidiary's senior management and required their 

political involvement within the Communist Party of China. In SOE X2, there was a 

high degree of control by the Beijing Headquarters over the performance management 

of the East African Regional Centre. However, this control was mainly at the regional 

centre level and in the performance management of Chinese employees. For local 

workers, the headquarters gave a high degree of autonomy to the Tanzanian project 

branch. As a result, the Tanzania project department independently took an informal 

approach to performance management of local workers. Performance management for 

local employees was on the whole rather simplified or even ignored, with the basic 

principle of strict compliance with local legislation.  

 

There were similarities and differences between the content of the performance 

management policies of the Mongolian subsidiary and the East African Regional Centre 

and their respective company headquarters. The findings reveal that Chinese MNCs did 
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not simply choose to standardise or localise their performance management in other 

developing countries, but actually adopted different strategies depending on the type of 

staff (nationality, job title and employment contract). 
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CHAPTER FIVE 

FINDINGS ON INDIVIDUAL PERCEPTIONS OF PERFORMANCE 

MANAGEMENT IN CHINESE SOES’ SUBSIDIARIES IN TANZANIA AND 

MONGOLIA 

5.1 Chapter introduction 

 

Exploring the different perceptions of various groups of staff is a crucial step toward 

understanding Chinese MNCs' performance management abroad. This chapter reveals 

findings on how individuals perceive performance management in Chinese SOEs’ 

subsidiaries in Tanzania and Mongolia, taking account of different nationalities 

(Chinese or host-country staff) and hierarchical positions within the organisation 

(senior managers, line managers and employees). These findings are drawn from in-

depth interviews and documentary evidence and this chapter is divided into three main 

sections. The first section identifies what managers and employees consider to be good 

performance in more general terms, and the second section presents their perceptions 

of performance management policies and practices in their organisations (i.e., the 

subsidiaries in Tanzania and Mongolia). The third section then explains how 

individuals perceived performance management in terms of fairness according to their 

nationality, position in the organisational hierarchy and employment contract. 

 

5.2. Key aspects of “good performance” 

 

When the interviewees were asked how they personally defined good performance, 

their perceptions varied, but can be summarised into the following four themes: 

compliance and execution of assigned tasks, teamwork; interpersonal relationships; and 

political participation. Table 5.1 (see appendix) shows individual perceptions of good 

performance in Chinese subsidiaries in Tanzania and Mongolia and how many 

interviewees referred to each aspect. 

 

5.2.1 Completion of assigned tasks 

 

When asked how they defined good performance, completion of assigned tasks was the 

most frequently mentioned answer. Every host-country respondent as well as most 

Chinese interviewees agreed that the completion of assigned work was an important 

prerequisite for good performance. However, the specific details of the responses to this 

question varied among the different groups of interviewees. 

 

Firstly, contrasting aspects of completing the assigned task were used by different 

groups based on different nationalities. Chinese managers and employees tended to 

highlight the important role of their leaders in assigning work using expressions such 

as ‘completing tasks assigned by leaders’. This was the case for Chinese line managers, 

in particular, and more than half of them emphasized the importance of getting the job 

done, but also referred to how they valued being appreciated and recognised by their 
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leaders. However, all host-country employees and managers mainly used expressions 

such as ‘accomplishing work targets’. They made little mention of who assigned these 

jobs and whether their work would be recognised by others, although their work targets 

were also set by their leaders or supervisors, as were those of their Chinese colleagues.  

 

‘First of all, I am able to complete the tasks assigned by my supervisors and finish my 

own work on time. If there is any difficult problem on our project, I can solve it 

independently or assist my leader in solving the problem. These are good performances.’ 

--- Chinese employee (Tanzania, SB-CE01) 

 

‘In fact, what is good performance? Obviously, it is mainly reflected in my income, 

which is the main way to show whether my performance is good or not. In addition, it 

would be better if I can get the recognition of supervisors of my project, and the leaders 

of the whole regional centre…Anyway, keep your leaders happy, and don't make 

mistakes! Don't make any major problems!’ 

--- Chinese line manager (Tanzania, SB-CMO2) 

 

‘Good performance. First of all, you need to have a target. Let's say people are 

supposed to reach their target. Targets are with different time limits. If a person strives 

to reach that target, there's where I can say that this person has performed well.’ 

--- Tanzanian line manager (Tanzania, SB-TMO2) 

 

This difference in expression seems to have reflected the way in which Chinese 

managers and employees were subconsciously more concerned about their relationship 

with their leaders, but Tanzanian and Mongolian staff were mainly focused on the work 

itself. In the discussion sections (Chapter Seven), the influences of cultural-cognitive 

institutions (power distance) will be used to explain why this difference exists. 

 

Secondly, when interviewees talked about carrying out the assigned work, their 

responses fell into two different dimensions: time limits of the tasks and the sense of 

responsibility. Most employees and managers, irrespective of whether they were from 

China or one of the host countries in Mongolia or Tanzania, agreed that completing 

work on time was the primary requisite for good performance, while different 

understandings of responsibilities were expressed by different groups of participants 

based on their nationality and position in the organisational hierarchy. On the one hand, 

Chinese senior managers held line managers accountable for the achievement of 

performance targets across their departments, encouraging them to be more responsible 

for the harmonious atmosphere of the entire department. On the other hand, perhaps 

because of the influence of collectivist culture, Chinese line managers (about five 

participants) explained that good performance was not only about their own work, but 

also about not creating problems for their leaders or co-workers. In other words, 

Chinese staff emphasized the necessity of looking after other people in the workplace. 

In contrast, and perhaps due to higher levels of individualism, although Mongolian 

employees also talked about job responsibilities, they only focused on being responsible 
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for getting the job done on time.  

‘The first thing you should do is to do your job well, that's for sure. For example, in a 

department, line managers need to control all the department work well and complete 

all appraisal indicators. This is the most essential condition.’ 

--- Chinese Senior Manager (Mongolia, SA-CSM02) 

 

‘Firstly, when you are assigned an eight-hour workload, you can do the work hard and 

finish it in six hours. Then, it's all about obeying your leaders’ assignments and that's 

it! There is no other messy requirement…... If you do your daily work well, nobody can 

judge you behind your back. So, everyone has to do their job well, and if they don't, 

someone may talk about them in private and express their displeasure or dissatisfaction.’ 

--- Chinese line manager (Mongolia, SA-CM05) 

 

‘In fact, it (good performance) is to do the job well, and then not to cause trouble to 

others.’ 

--- Chinese HR manager (Mongolia, SA-HR) 

 

‘You work here, whether it's 8 hours or 4 hours, you have to complete this 4 and 8 hours 

of work. You cannot just consume time in your workplace. Secondly, you must have a 

sense of responsibility for your own work. That's it!’ 

--- Mongolian Employee (Mongolia, SA-EM01) 

 

5.2.2 Teamwork and team contributions  

 

Teamwork was the second most frequently mentioned aspect of good performance but 

was mainly emphasized by Chinese employees and Tanzanian employees and managers. 

When asked about what constituted good performance, Chinese employees placed vital 

importance on team cooperation and communication, and most of them stressed the 

necessity of helping each other within and even across departments. Tanzanian 

employees and managers also viewed team communication as an extremely important 

component of good performance. Moreover, some of them commented that they were 

dissatisfied with the current performance management system due to a lack of good 

communication with their Chinese leaders and colleagues.  

 

‘In fact, all departments are working in tandem with each other. We need all sorts of 

data from the financial department to carry out business, and then the financial 

department needs us (the commercial department) to complete various steps and to 

report to the East African Office. At the same time, it would not be possible for our 

commercial department to develop without the control of the progress and quality of 

the site by the engineering department.’ 

--- Chinese Employee (Tanzania, SB-CE04) 

 

‘So this kind of problem is because we don't have good communication between us and 

management. I think that's why I can say that the relationship between management 
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and local HR officers is not good…We do not discuss as a team, supervisors and HR 

officers. So many issues arise. Once we discuss as a team, problems could be solved. 

--- Tanzanian line manager (Tanzania, SB-TM02) 

 

In contrast to Chinese and Tanzanian respondents, the Mongolian employee did not 

mention teamwork or team contributions.  

 

‘Daily work attitudes need to be good. Everyone must cooperate with their colleagues 

well, and we all need to unite in daily work… We are all abroad, and we must be united 

with each other. We may encounter many difficulties, and thus we need to help each 

other as much as we can.’ 

--- Chinese Employee (Mongolia, SA-CE02) 

 

One of the explanations for the difference between people according to nationality 

could be that China and Tanzania are both defined as collectivist countries while 

Mongolia instead has a strongly individualistic culture (Hofstede, 2011; Rarick et al., 

2014; Hellsing & Olsson, 2010). Thus, these different attitudes to team-related factors 

might have reflected the influence of collective and individual culture on how 

respondents with different nationalities understood good performance (further 

discussion in Chapter Seven). 

 

Unlike teamwork, which emphasises cooperation and communication between team 

members, dedication to work is more about individual contributions to teams (Salas et 

al., 2015). As mentioned above, my research found that most Chinese employees in the 

subsidiaries regarded teamwork as a significant element of good performance. 

Surprisingly, only two of the 11 Chinese line managers and one senior manager talked 

about teamwork issues during the interviews. Instead, they placed more emphasis on 

the individual's dedication to work. Most senior managers said that they would be more 

willing to give promotion opportunities to those who took the initiative to assume 

responsibility and worked harder. This revealed that their perceptions of good 

performance might be impacted by their different hierarchical positions in the 

organisations. In addition, the different emphasis on teamwork and dedication might 

have been related to the subjective and ambiguous performance reward mechanisms in 

those subsidiaries (see Chapter five). Outstanding personal dedication and 

achievements were more likely to attract the attention of leaders when they distributed 

rewards, especially chosen which subordinates would be promoted. 

 

‘People should work with great dedication. You work here, so you need to think about 

getting the job done… It is always important to explore, to contribute yourself and to 

create a good working atmosphere... One has to be proactive in finding ways to improve 

his or her work. 

--- Chinese line manager (Mongolia, SA-CM08) 

 

‘As long as we have a vacancy, that is, people who perform positively, work hard and 
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take on more work will be promoted. By doing so, their performance results and salary 

earnings will be increased. But those who are not willing to work overtime and have no 

dedication to their teams, will not be given any priority for promotion.’ 

--- Chinese Senior Manager (Tanzanian, SA-CSM02) 

 

5.2.3 Interpersonal relationships and social networks 

 

The system of social networks and influential relationships which can facilitate 

business or other dealings are known as guanxi in the Chinese context (Yang & Cai, 

2014). Based on existing literature, it was expected that guanxi would play a very 

important role in how Chinese people perceived good performance (Zhang et al., 2015). 

However, most Chinese interviewees did not mention anything about guanxi or social 

networks when answering questions about good performance. Only one of the 10 

Chinese respondents suggested that good relationships with leaders and colleagues 

were an important part of good performance, unless prompted about this. When 

prompted, some even denied that guanxi operated within the workplace, even though 

they agreed that guanxi was important, in general terms.  

‘I am not close to any leader now. But I admit that I need to respect my leaders and 

complete the work they assign to me. I don’t have any personal relationship with my 

leaders, and they won't give me any money.’ 

--- Chinese line manager (Mongolia, SA-CM05) 

 

When asked further about how they understood the impact of workplace 

networks/guanxi on good performance, many Chinese employees were willing to admit 

that guanxi was associated with good performance and one junior employee (Tanzania, 

SB-CE03) said that he wished to improve his social skills to gain good guanxi with his 

manager and thus advance his career. However, most line managers denied the 

importance of guanxi or evaded talking about this topic, even though they valued the 

fact that their achievements would be recognised by their leaders and subordinates (see 

section 6.1.1). One possible explanation of their avoidance of admitting to using guanxi 

is because guanxi can usually imply under-the-table transactions or exchange of 

benefits, and people might try to avoid those negative connotations (Chen et al., 2011). 

 

‘In our company, this (guanxi) does not seem to be very clear. I feel that everyone is 

good. And I don't think there's any inconvenience in this company. Basically, if you work 

according to the formal procedures, there will not be many difficulties.’ 

--- Chinese line manager (Mongolia, SA-CM08) 

 

However, Tanzanian and Mongolian respondents had different perceptions regarding 

interpersonal relationships in the context of work. Every Tanzanian employee and line 

manager said that good relationships with their supervisors positively impacted their 

performance. Some of them thought that good working relationships helped them learn 

more from their supervisors and their performance would be better as a result. 

Conversely, on the negative side, in the Tanzanian project branch, local line managers 
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revealed how sometimes a bad relationship with supervisors could indirectly influence 

their (measured) performance: some Chinese supervisors might set ‘harder-to- achieve’ 

targets for employees or workers they did not like, resulting in the recording of poor 

performance for those individuals.  

 

‘Normally, Chinese bosses, when they told they dislike something (related to the daily 

work), you must be more careful to deal with these issues because you might be fired if 

you make mistakes.’ 

--- Tanzanian employee (Tanzania, SB-TE01) 

 

‘Good performance is sometimes impacted by the relationships with those supervisors, 

and it can be in a good way. That is because most of the time, if your supervisor is free 

to talk to you, you will be free to talk with them. So, I think it can bring up your 

performance.’ 

--- Tanzanian line manager (Tanzania, SB-TM01) 

 

‘If the relationship between you and supervisor is good, you might learn even some new 

ways of doing things. You're working with supervisors from a different culture. Let's say, 

in dealing with technological advances, Chinese people know more about advancing 

technology. So, there are some issues, my supervisor might know in a simple way. But 

if I have a very bad relationship with him, I will do the job in a local way, and I will 

take time and the quality of the job might be very bad. My performance won't be good. 

So, I need to maintain a good relationship with my supervisor so that I can improve my 

performance.’ 

--- Tanzanian line manager (Tanzania, SB-TM02) 

 

A worker has a bad relationship between him and his supervisor because he seldom 

treats his supervisor with a good manner or attitude. As a result, the supervisor might 

give him a very big target, which in real sense he cannot reach it. Thus, even though he 

can perform well, he has to finally fail to achieve the goal.’ 

--- Tanzanian line manager (Tanzania, SB-TM02) 

 

In the Mongolian organisation, the Mongolian employee explained that personal 

relationships were not relevant to work, having a social network was a private issue and 

had no impact on how performance was managed. 

 

‘Personal relationships are not critical in the workplace. Social network just reflects 

different individual personalities. I think the interpersonal aspect is actually related to 

the individual's personality… Almost all of our employees are local people, and because 

the population is small, there are some personal relationships like relatives and friends. 

But they are all working at equal positions, so there is no slant in terms of performance 

assessment. It's all based on individual performance and is assessed by the head of the 

departments. 

--- Mongolian Employee (Mongolia, SA-EM01) 
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However, many Chinese interviewees revealed that most of the Mongolians in the 

company had personal relationships with each other, such as close friendships and 

kinship, but they did not try to hide this issue in the workplace. These personal 

relationships among Mongolian people had caused some difficulties in terms of how 

performance was managed and had resulted in unfair reward allocation (details in 

section 4.2.2.2).   

 

‘Last year, in the selection of advanced employees, he (a Mongolian manager) preferred 

his relatives to the employees who really performed the best. But when I found out, I 

spoke to him clearly. I said: “you can't do that, your relative's pass rate or work attitude, 

mainly the pass rate piece, is not at the top of the list”. In the end, he did not insist on 

choosing his relatives anymore.’ 

--- Chinese line manager (Mongolia, SA-CM06) 

 

5.2.4 Political Factors 

 

Existing research has explained how the Chinese government and Communist Party are 

actively involved in the internationalization of the companies in energy or recourses 

sectors (Cooke, 2017). Chinese MNCs tend to consider that corporate political activities 

are a very important aspect of their nonmarket strategies (Zhang et al, 2016). As 

mentioned in Section 2.2.5, strategies of Chinese SOEs represent the will and interests 

of the Chinese government and the Chinese Communist Party (CCP). But it is still 

unexpected to find that political factors have significant impacts on performance 

management and staff perceptions of what constitutes good performance in this context. 

This study revealed that in the Mongolian and Tanzanian cases, there were different 

expectations of engaging in political activities for different types of staff. This in turn 

has led to different perception of good performance. As explained below, involvement 

in political activities could take place at both individual and organisational levels and 

form part of the evaluation of performance management. 

 

5.2.4.1 Corporates political activities 

 

At the individual level, participation in corporate political activities (such as Party-

building activities, Communist Party lessons and General meetings of branch Party 

members) was considered by the Chinese SOEs to be an important measure of good 

performance. Based on formal documents and interviews with HR managers, this 

research found that the Tanzanian and Mongolian subsidiaries both had performance 

management policies and scoring sheets related to participation in corporate political 

activities. 

 

‘All the official party members are expatriates from the headquarters. The whole group 

itself has various party requirements, such as democratic evaluation and regular live 

meetings. Participation in these activities will be scored, totally according to the same 
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standards as in China. However, the number of party members is relatively small, 

mainly seven formal members at present.’ 

--- Chinese HR manager (Mongolia, SA-HR) 

 

Although some participants were members of the Communist Party, no one seemed to 

take engagement in political activities into account when talking about their 

understanding of good performance. However, when further questioned about the 

relationship between political activities and good performance, most Chinese 

interviewees, irrespective of whether they were senior managers, line managers or 

employees, admitted that their engagement in those activities was an important aspect 

of good performance.  

 

In particular, Chinese senior managers seemed to be keener to emphasize the 

importance of political issues. As for many line managers and employees, they revealed 

that they had no choice but to participate in these activities because this engagement 

might impact their performance appraisal results and most importantly, the way they 

would be perceived by their leaders.  

 

‘I have a feeling that maybe the percentage of (political) factors may slowly increase 

in the future. But there is one absolute fact that it's certainly fine if you perform well in 

this aspect, and it's just icing on the cake. However, once you perform badly in these 

political activities, you are definitely going to gain a low appraisal score. If you are 

criticised about political issues, it will definitely affect your performance appraisal.’ 

--- Chinese line manager (Tanzania, SB-CM01) 

 

‘I don't think the party secretary will rate you highly if you don't always attend political 

activities, right? Because after all, it was the secretary who organised these political 

activities.’ 

--- Chinese employee (Tanzania, SB-CE03) 

 

As for the Chinese senior managers, some of them had higher standards for their 

subordinates who were members of the Communist Party when assessing their 

performance. This indicated that party membership may impact an individual’s 

perception of what good performance was perceived to be. 

 

‘Political activism is also valued. People are sometimes selfish. But as a party member, 

you can't be too selfish. That is the first rule. Second, if you are a member of the party, 

you should self-nominate for many tasks. You should have the awareness of contributing 

to the collective good. Thirdly, since you are a party member or a party leader, you 

should have a certain quality and theoretical foundations [e.g., Marxism and Maoism]. 

And you should know the thing you can do and cannot do.’ 

--- Chinese Senior Manager (Mongolia, SA-CSM02) 

 

Finally, some Chinese interviewees used words such as ‘forbidden’, ‘not allowed’ or 
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‘illegal’ when they talked about political activities in their company. As both Tanzanian 

and Mongolian governments banned foreign political parties from carrying out 

political-related activities in the local area, these corporate political activities in Chinese 

MNCs were carried out without the knowledge of host-country managers and 

employees. Therefore, they had no idea of the relationship between good performance 

and political activities. 

 

‘It's strictly forbidden, just like most countries, I think every country basically has this 

law……In Mongolia, foreign people and groups are not allowed to carry out party 

activities here. But this is the situation in our country (China) now. The headquarter 

requires that a grass-roots organisation of the Communist Party must be established 

over here and meetings must also be held, which is what we are doing now.’ 

--- Chinese HR manager (Mongolia, SA-HR) 

 

5.2.4.2 Corporate social responsibility  

 

Previous research has suggested that corporate social responsibility can also be an 

important aspect of non-market strategies (Zhang et al, 2016). This research found that 

CSR was a frequently cited measure of organisational performance in the Chinese 

MNCs’ Tanzanian and Mongolian subsidiaries and was also an important requirement 

of the headquarters when considering the locality of these overseas branches. Some of 

the organisational actions related to CSR included eco-friendly development, 

infrastructure construction, and education support. One Chinese line manager explained 

that,  

 

‘I sometimes watch the company's posters or documentaries, which will talk about some 

of our work in Tanzania. It's about our company, visiting the homes of those poorer 

local employees, giving out some allowances, in order to make good impressions in the 

minds of the locals.’ 

--- Chinese Line Manager (Tanzanian, SA-CM02) 

 

‘This is social responsibility and social obligation, which is definitely there. We've done 

lots of activities, which include making donations to the local communities (road 

building, park construction, hospital construction), and donations to university students 

and so on. This is definitely something we should do. 

--- Chinese Senior Manager (Mongolian, SB-CSM04) 

 

In practices, one senior manager of the Tanzanian case company indicated that the top 

management team was willing to contribute to the CSR work but felt confused about a 

suitable investment direction. However, the Mongolian case company had reportedly 

done a very good job in this area and had even received many official awards from both 

the local and Chinese governments. 

 

‘Our state-owned enterprises are willing to spend money, but perhaps not in the right 
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direction. The social effect on the local community and the export of corporate image 

and culture is one of the priorities of our work. The overseas enterprises of the various 

engineering companies, like us, will annually publish a document called the White 

Paper: Social Responsibility.’ 

--- Chinese Senior Manager (Tanzanian, SA-CSM02) 

 

‘The President and Prime Minister of Mongolia, as well as ministerial leaders, have 

visited us and confirmed that our company has made a special contribution to the 

development of their country. Our company is one of the top 10 companies in Mongolia 

all year round, thus raising local tax revenues, supporting the local economy and 

employment, and bringing positive energy to all aspects of society.’ 

--- Chinese Senior Manager (Mongolian, SB-CSM02) 

 

 

5.3. Perceptions of performance management implementation/practices  

 

Chapter four explained how performance management policies were formulated in 

Chinese MNCs’ subsidiaries in Mongolia and Tanzania. However, evidence here 

showed the actual implementation did not always match the policy intention. This 

section will explain, in reality, whether and the extent to which the performance 

management system was implemented properly with regard to four aspects: goal setting, 

performance appraisal, feedback and reward. The extent of the gap varies for different 

performance management components. 

 

5.3.1 Goal setting 

 

As summarised in section 4.4 and section 4.5, there were two features common to both 

Tanzanian and Mongolian subsidiaries in terms of performance target setting: firstly, 

the policies of both branches included a requirement to set performance targets at the 

departmental level (e.g. submitting performance target setting forms on time each 

month). The setting of individual performance goals is also very important but in 

existing documents, it is hard to find relevant policies about how to set performance 

goals at the individual level. Secondly, line managers played important roles in the 

process of setting the performance goals of their subordinates. This is because the 

policies of both companies stated that line managers (rather than HR departments) were 

responsible for setting performance goals (including work attitude indicators and work 

ability indicators) for all departmental staff. However, these two policy features were 

not reflected in daily work practices. 

 

Firstly, many of the line managers in both companies did not set individual work targets 

for their subordinates based on departmental objectives. Instead, they just assigned the 

tasks each day and then asked their staff to complete them on time and with fewer 

mistakes. Some line managers said that the monthly departmental goals were not very 

challenging but there were often ad hoc work assignments, so they did not need to spend 
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a lot of time discussing each subordinate's monthly plan as a way of motivating them 

to work. In addition, language issues were the other reason for why many Chinese 

managers omitted the performance goal-setting procedures for the host-country 

employees. Many departments in the Mongolian branch had interpreters so there was 

less pressure to communicate, but local staff in Tanzanian subsidiaries felt that their 

supervisors simply informed them of tasks but refused to explain the overall 

departmental performance targets because of the language barrier. In both cases, there 

have also been a number of directly employed staff who completed the performance 

appraisal forms themselves and were not subject to rigorous review by their supervisors. 

 

‘But here's the thing, although on average our department's performance tasks are not 

very difficult, sometimes, at special times, we need to have a very high volume of 

shipments in a day, so not only do we have to work overtime, but if the weather is good 

we may have to work until 9pm, and we work until it's dark, so it's still quite hard. You 

see, there's really no need for us to have regular, formal discussions about each 

individual's performance tasks. The work comes in and we all just work together to get 

it done.’ 

--- Chinese line Manager (Mongolian, SA-CM03) 

 

‘The goals were made in relation with the supervisors. The supervisors are together 

with the top management team, and they sit down and come out with the stated goals…I 

think these goals are basic. They are very basic and could be achieved on a step-by-

step basis. Anyone can perform well.’ 

--- Tanzanian Line Manager (Tanzania, SB-TM01) 

 

‘The development of the annual plan, that is, at the beginning of the year, we will have 

an in-depth communication, mainly about the annual plan for the whole department. I 

talk about the Chinese version, which he converts into the Mongolian version, which 

requires an in-depth exchange so that he can understand it thoroughly. This is a very 

important exchange… It is true that communication with the Chinese is definitely more 

linguistically accessible, no barriers! It was really difficult for me to communicate with 

the Mongolian side. Our deputy department manager knew a little bit of Chinese and 

could do simple gestures, so he could understand what he needed to do. But I need to 

bring an interpreter to communicate with the other Mongolians. On the whole, the 

language difficulties can be overcome but I don't really want to discuss too much about 

work plans with Mongolian staff who don't speak Chinese at all.’ 

--- Chinese line Manager (Mongolian, SB-CM01) 

 

‘Language is the main thing, language is everything, almost everything. A lot of 

problems that arise at the site are due to language. For example, a Chinese boss feels 

it is difficult to properly communicate his requirements to his subordinates, and the 

subordinates do not know how to explain the difficulties they encounter.’ 

--- Tanzanian Line Manager (Tanzania, SB-TM02) 
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Secondly, in the performance management documents of the Mongolian subsidiary, it 

emphasised that ‘line managers should set proper performance requirements for 

employees in the departments based on the principle of fairness’ (Performance 

management system of Mongolian Mining Subsidiary A, 2020). In reality, many 

Chinese managers said that they had higher requirements for Chinese subordinates, but 

no expectation for locals. The reason for this was revealed by some interview 

participants: Chinese subsidiaries were required by the local authorities to employ a 

certain percentage of local staff, but the local people were far less educated and skilled 

than the Chinese staff. In the Mongolian company, Chinese line managers found it 

difficult to make too many demands of local employees’ work because of the close 

relatives or friendships among the local staff. As such, Chinese managers had to count 

more on the Chinese staff to ensure the quality of work.  

 

‘The Mongolian government has stipulated that we need to ensure a greater proportion 

of local workers in Chinese companies. To be honest, most of them have low literacy 

and education levels, including perhaps the 10% or so that are still illiterate, which 

means that they cannot read or write properly. So, we don't really expect them to make 

any particular contribution. Also, we have more than 20 Mongolian managers, and I 

can say that they are all related to each other. My deputy department manager, for 

example, is the wife of our company's Mongolian general manager, so what can I ask 

of her? That's all. I can only require that my Chinese team member will contribute more’ 

--- Chinese HR Manager (Mongolian, SA-HR) 

 

5.3.2 Performance appraisal  

 

Although many respondents expressed doubts about and dissatisfaction with the design 

of the performance appraisal system and the fairness of the appraisal methods, in daily 

practice, they said that specific appraisal activities were mostly completed on time and 

in accordance with the policy requirements. The two characteristics of completion-

oriented assessment criteria and the emphasis on collective performance were also 

reflected in practice. In the Mongolian subsidiary, it was strongly highlighted in 

performance management documents that ' department heads must follow the principles 

of democracy, fairness and objectivity, and must not assign grades in a completely 

subjective manner, so as not to affect the motivation of employees and to avoid 

unfairness' (Performance management system of Mongolian Mining Subsidiary A, 

2020). However, although the principles of 'fairness, objectivity and democracy' were 

repeatedly mentioned in the policies of both companies, most line managers and 

employees were honest in stating that there was some a degree to which the appraisal 

process was influenced by personal relationships. Firstly, the inter-departmental 

evaluation in the Mongolian company could be very subjective. Chinese line managers 

said that they would give higher scores to the departments that they normally worked 

more closely with, or more frankly, just gave higher scores based on who they had a 

better relationship with. Also, some line managers preferred business or profitability-

oriented departments such as sales departments and gave them higher scores. 
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Additionally, one Chinese line manager directly stated his preference for a Chinese-

dominated department. In the other word, some reviewers did not consider the actual 

performance of other departments as an important criterion in their scoring during inter-

departmental evaluations. 

 

‘It depends on which department has a good relationship with me. For example, if the 

leaders of financial department get along with me better, I'll make the score A. If the 

financial department is not good to me, I'll make a C. Hahaha, it's still relatively 

subjective.’ 

--- Chinese line Manager (Mongolian, SA-CM01) 

 

‘As far as the basis of assessment is concerned, like me, I prefer the commercial sector 

because it is not easy for them to run commercial operations here. Basically, in terms 

of scoring, I'd give the commercial sector an A…By the way, I still favour the Chinese 

side of the department a bit more. Because there are some departments that are mainly 

headed by Chinese people and there are some departments that are mainly the 

responsibility of the Mongolian side, such as the security sectors. The safety department 

is docked to the Mongolian Technical Supervision Bureau, and they are the Mongolian 

side's department, so I've basically scored it all a bit lower.’ 

--- Chinese line Manager (Mongolian, SA-CM02) 

 

In the Tanzanian branch, individual performance appraisal was more reflective of 

subjective feelings and ‘guanxi’ among Chinese people. While there were some Chinese 

leaders who might give a very low score due to personal prejudice, most Chinese 

managers said that they would give a relatively high score to their compatriots because 

they understood the difficulties for Chinese colleagues of working in Africa. 

 

‘Personally speaking, it is not easy to work overseas. We are all out to earn money and 

I hope we can all get more performance bonuses at the end of the year. By the way, we 

are very coordinated within my department, and everyone is collaborative, so I would 

give a relatively high score when I gave individual team members a performance review. 

I used to even give full marks (10), but it was really too high, and then I adjusted it and 

would probably give an 8 or 9. 

 

Of course, I know that some leaders let personal emotions influence appraisal 

procedures. Perhaps an employee is good, but the line manager is does not like him , 

and thus gives a little lower score to him. Even so, it's often not too low, most of them 

are above 7.’ 

--- Chinese Line Manager (Tanzania, SB-CM01) 
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5.3.3 Feedback 

 

Unlike the performance appraisal activities, which were generally carried out on time 

in both companies, none of the departments in either company were conducting formal 

feedback on a regular basis as required by policies. The documentary analysis showed 

that both Mongolian and Tanzanian cases required performance feedback, and for 

different employees the requirements were different. For example, for expatriate staff 

assigned from headquarters, the Mongolian performance management system stated: 

‘each year, within five days of the confirmation of the annual performance appraisal 

results, supervisors should organise a performance feedback meeting with their 

appraisees individually’ (Performance feedback of SOE X1, 2014). But when asked 

whether they were given feedback on their performance, almost every respondent said 

that they had not received any formal feedback. Despite this, when they talked about 

their opinions on the current performance management system very few Chinese staff 

referred to a lack of feedback. Some Chinese employees and managers explained that 

because they lived and worked together every day, they could communicate anytime 

and anywhere, and thus informal feedback was more comfortable and convenient for 

them. 

 

‘We will have a meeting from time to time, depending on the leadership's schedule. We 

all live and work together anyway, and have a good relationship. If people have any 

suggestion, they can feel free to say so that the leaders will have a corrective action 

plan.’ 

--- Chinese line Manager (Mongolian, SA-CM03) 

 

There was only one senior manager in the Mongolian organisation (Mongolia, SA-

CSM04) who expressed the importance of formal feedback. He said: ‘After the 

performance appraisal, you need to give some feedback, and after that, you need to 

record it in your records. The feedback will be put in writing. This will allow people to 

refer to it later, to see if it was done right or wrong, and to improve the efficiency of the 

work.’ 

 

However, Tanzanian employees and managers were not satisfied, and they thought that 

a formal and structured feedback system would facilitate communication with their 

Chinese supervisors and improve their work efficiency. 

 

‘You know, at first, it was very hard working with them (Chinese people). You may think 

if you are doing this job properly, your supervisors will give you some advice. For 

instance, I gave a form to them, and he just said: “Well, this is good. This is what you 

need to improve, and you need to improve that”. But they don't tell me how to make my 

work better. They just don’t have time.’ 

 --- Tanzanian Line Manager (Tanzania, SB-TM02) 

 

At the same time, however, they found it difficult to have their requests realised because 
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of the language barrier. In the Mongolian subsidiary, some line managers had found 

that local employees did not ask for performance feedback unless they were unhappy 

with their pay. 

 

‘But a Mongolian employee, for example, like in our department, who feels that his 

reward is less than last month, for example, will reach out to me and ask me why it's 

less. In this case, they may ask why, hoping that I can give them some feedback. In short, 

after the results of the appraisal and rewards allocation are released, they will passively 

come to me for performance feedback if they feel puzzled.’ 

--- Chinese line Manager (Mongolian, SA-CM01) 

 

At the same time, the system for appealing performance results had not worked in 

practice. The performance management documents of both cases have clearly outlined 

the formal appeal procedures. For instance, in the performance management policies of 

the Tanzanian case, it stated: ‘If there is any objection to the appraisal result, staff 

members have the right to submit the disagreement to the Party and Group Work 

Department within 7 working days after receiving the announcement of the appraisal 

result’(SOE X2 Performance Management Policies --- feedback and appeal, 2015). But 

no one would follow the formal appeal procedures, even if employees were not satisfied 

with the results of their performance appraisal. Many Chinese employees did not even 

think about how to resolve issues through formal channels. Instead, the default solution 

was to talk to their line managers in private and expect them to solve the problems for 

them, because they believed that it was important to avoid conflict with their leaders. 

 

‘I know there is an appeals policy, but what's the point of it? If we are unhappy with the 

results of a performance review, do we really go to HR or head office to complain about 

our leaders? Usually, it's just a private chat with your manager to find out if there's 

something wrong with your work during this period.’ 

--- Chinese Employee (Mongolian, SA-CE04) 

 

‘Forget it, I really don't want to get into trouble with my leader over these things. We 

usually have a good relationship and if it is the thing that we can talk about in private, 

let's do it.’ 

--- Chinese Employee (Tanzania, SB-CE05) 

 

5.3.4 Reward 

 

Both companies had very detailed instructions on the application of appraisal results, 

most notably performance-related rewards, promotions, honour titles and various 

training opportunities. For instance, in the case of SOE X2, after the annual individual 

performance appraisal, line managers need to fill in the "HR Incentives Proposal 

Approval Form" for their subordinates who has been rated as ‘competent’ or above 

(SOE X2 Performance Management Policies – performance reward, 2015).  
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Although the systems associated with performance rewards were intended to encourage 

employees to work harder, in reality, many employees did not feel motivated. Some 

interviewees revealed that was because the reward systems were not implemented in a 

way that allowed employees to feel the difference in earnings or future development. 

Both Chinese and host-country staff thought that their performance payments were 

quite stable and did not significantly affect their annual income.  

 

‘My performance pay is only paid once a year, and sometimes I have to wait almost two 

years. So that's why I'm not really concerned about the amount. As long as my annual 

salary doesn't fluctuate too much, I'm fine with it. Of course, it doesn't usually fluctuate 

much either.’ 

--- Chinese Employee (Mongolia, SA-CM07) 

 

The inequities in the actual selection process for honours will be explained in detail in 

section 5.4.1. Respondents also shared their perceptions of the promotion opportunity 

based on their experience. Both companies' performance reward policies clearly stated 

that the results of the employee's annual performance appraisal will be used as a 

reference for promotion decisions (Performance Management System of SOE X1, 2014; 

Performance management system of Chinese SOE X2, 2015). Also, existing research 

argued that performance management can have a significant impact on an individual's 

career development, and in particular that appraisal results should be an important 

criterion for leaders in selecting promotion candidates (Daoanis, 2012). However, when 

being asked how performance scores affected their career development, most 

interviewees believed such scores had little impact on their promotion. This may be 

because staff often received similar scores in their appraisal. As such, the system was 

not very meaningful for leaders to select the best candidates for promotion. Instead, 

Chinese leaders seemed to be more used to making such choices based on subjective 

criteria such as guanxi or employees’ perceived dedication to work (See sections 5.2.2 

and 5.2.3). 

 

‘Everyone's performance appraisal is similar. If you and the leader get along well, then 

if there is a promotion opportunity, the leader will naturally be more inclined to giving 

it to you’ 

--- Chinese Line Manager (Tanzanian, SB-CM05) 

 

 

‘As long as we have a vacancy, that is, people who perform positively, work hard and 

take on more work will be promoted. By doing so, their performance results and salary 

earnings will be increased. But those who are not willing to work overtime and have no 

dedication to their teams, will not be given any priority for promotion.’ 

--- Chinese Senior Manager (Tanzanian, SB-CSM02) 

 

Moreover, for expatriate staff assigned from Headquarters, there is a clear promotion 

policy in the performance management system to ensure their career development. 



  123 

However, most Chinese employees in both branches, especially line managers, even 

with the headquarter contracts, expressed dissatisfaction with the existing performance 

management system because they felt it did not help their promotions prospects, 

whether they chose to develop careers overseas or in Chinese branches in the future. 

Many felt the system had resulted in their performance and career becoming ‘stuck’, as 

their performance did not fit in either the Chinese system, or the overseas system. For 

example, there is a saying with the Tanzanian branch that says: ‘you can't go back to 

your motherland, but you can't stay in Africa either’, meaning there is little potential 

for their development in either place. One Chinese explained that guanxi played a 

bigger role than performance achievements when it comes to promotion in the Chinese 

workplace.  

 

‘I'm the one who came to Africa three or four years after graduating now, and I actually 

gained some benefits, but I've also sacrificed my development in China…Like me, I 

don’t have any guanxi in this company and then I came to work overseas. When I go 

back to China, I can say that I won't have much chance of promotion, really! Do you 

understand what I mean? I lost so many times [the chance] to build up my network in 

China, and I lost the opportunity to express my capabilities during these two years 

abroad. Maybe the leaders think more of other people who also can work well, and they 

have already been promoted. When I return to the headquarter, there will be no place 

for me.’ 

--- Chinese Employee (Tanzanian, SB-CE05) 

 

5.4. Perceived fairness of performance management  

 

Interviewees were asked their opinions on the current organisation’s performance 

management system and their suggestions for improvement. Their responses reflect 

different perceptions of the fairness of performance management (see, for example, 

Sharma et al, 2016). In explaining these findings, respondents are identified by their 

nationality (Chinese or host-country staff), their organisational hierarchical positions 

(senior managers, line managers and employees), and different employment contracts 

(headquarter expatriates, staff directly recruited by the subsidiary and agency staff). 

 

5.4.1 Three categories of perceived fairness of performance management 

 

The responses on the fairness of performance management revolved around three main 

aspects: the distribution of outcomes (distributive justice); the processes followed to 

arrive at the distribution of outcomes (procedural justice) and fairness of 

communication mechanisms (interactional justice) (DeNisi & Robert, 2006).  

 

(1) Distributive justice 

 

Distributive justice refers to the (perceived) fairness of the decision outcome (Konovsky, 

2000). Every Chinese senior manager and some Chinese employees in the Tanzanian 
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project branch mentioned an inequitable distribution in terms of performance rewards. 

The essential criterion for project performance assessment was completion of work 

tasks, not how much work had been finished. As a result, if a project branch was 

working on and completed four projects in a certain year, it could gain the same 

assessment results and therefore the same performance rewards as the project branch 

that had only completed one project during the same year. Those Chinese employees 

who were aware of this unfairness, even though dissatisfied with this phenomenon, had 

no choice but to accept it. This was reportedly since ‘a big pot / eating from a big pot 

of rice’ [Chinese colloquialism, which indicates a social phenomenon of egalitarian 

distribution of benefits without regard to contribution] was common in Chinese state-

owned companies:  

 

‘Our project department is the busiest in the whole of the East Africa region, because 

we are responsible for four projects at the same time, that is, one person is responsible 

for everything in these four projects. But there are teams in other countries, non-

Tanzania, that might just need to complete one project……We would then have the 

feeling that we are used as 4 people. 

 

Even worse, the basis of calculation is the same for everyone, and sometimes I feel that 

this is unfair. Because if you manage more projects, you need to do more things. It's 

reflected in the quantitative way that other people only have to write one report, but 

you have to do 3 to 4 reports, and it's also reflected in the fact that your work is more 

tedious and more troublesome. Nevertheless, your performance is calculated in the 

same way as everyone else's, without even a little extra reward. Everyone is treated 

equally.’ 

--- Chinese Employee (Tanzania, SA-CE04) 

 

Although some employees complained about this approach, Chinese senior managers 

seemed to be more willing to understand accept it, not only because of their higher 

hierarchical position, but also perhaps because of the influence of Chinese Collectivist 

traditions. 

 

They further explained that since some project branches were based in less developed 

regions, market potential was more limited. Therefore, it was harder for them to achieve 

higher performance, compared with the Tanzanian teams. Although they agreed that ‘a 

big pot’ distribution approach was unfair to those who completed more work, the senior 

managers understood and admitted its advantages in promoting the overall development 

of eastern African regions:  

 

‘The market business in Tanzania is developing well and may not be anything to do with 

how much work you put into it. Some countries’ markets are not doing well, maybe 

because of some objective and uncontrollable factors, and some staff have to be there... 

It's true that the teams in those places find it harder to achieve some higher targets. 

Likewise, working in places where there are more projects that produce results doesn’t 
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necessarily mean that you're as good as you can be. It's just that the company sends 

you there and then you produce results. 

 

There's a bit of ‘a big pot’, but of course that doesn't mean it doesn't have its advantages. 

it represents a holistic view of the whole picture. Otherwise, no one would want to go 

to that bad environment, or no one would go where there is no business for a while.’ 

--- Chinese Senior Manager (Tanzanian, SA-CSM01) 

 

Although it seemed to be the case that people were paid the same, regardless of how 

hard they had to work, most Chinese line managers who were based in Tanzania did not 

seem to question the fairness of outcomes since, overall, they were satisfied with their 

annual incomes. In other words, although they felt that the performance distribution 

was unfair because it did not properly reflect the results of their efforts. However, 

because their income was relatively secure, they did not have very negative thoughts as 

a result of these unfairnesses. Similarly, in the Mongolian case, most Chinese line 

managers did not seem to question whether the existing performance management 

system was fair, since it provided them with a relatively satisfactory and stable income. 

This may reflect the influence of high risk-avoidance among Chinese people. 

 

‘Both as a whole team and for the individual, it is possible to achieve a relatively high 

score based on the current performance management system. In this whole framework, 

everyone can gain some benefits. Thus, it is relatively fair, relatively equitable.’ 

--- Chinese line Manager (Tanzania, SA-CM01) 

 

‘The appraisals are fair, I guess. I'm happy with the overall income, after all that's a 

big reason why I came to work overseas. So as long as my overall income doesn't 

decrease, I don't have a problem with it.’ 

--- Chinese line Manager (Mongolia, SB-CM07) 

 

(2) Procedural justice  

 

The second aspect of perceptions of performance management fairness was related to 

procedural justice, which generally refers to how a distribution decision is made 

(Konovsky, 2000). Impacted by Confucianism and the desire for harmony, many 

Chinese line managers in the Mongolian company admitted that they tended to allocate 

rewards to local staff, regardless of their performance, to ensure harmony within their 

departments. 

 

For instance, both Chinese and Mongolian employees valued the company's top reward 

since it was a good opportunity to travel to China. However, when making the reward 

allocation, Chinese managers thought that Mongolian employees were more in need of 

the opportunity to go abroad. Thus, they encouraged Chinese employees to think that 

the rewards should be given to local staff and thought that Chinese employees should 

be more understanding because Chinese employees had at least two months of annual 
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leave each year to return to China for family reunions. Meanwhile, the award would 

not be allocated to the same employee for two years in a row, even if he had the highest 

performance for two years continuously. This situation was also mentioned by some 

staff in the Tanzania case. 

 

‘Our Chinese staff only have opportunities to be selected as advanced staff, the general 

manager special awards are given to Mongolian staff. This is because the Mongolian 

staff can travel to China if they are given a place. It is very valuable for them. Chinese 

employees do not have priority for the special awards, but I think it's okay.’ 

---A Chinese line manager (Mongolia, SA-CM07) 

 

‘But we don't normally give such an important award to one employee in a row, even if 

he has the best performance. Some employees just have the best results every year, so 

we have to think about the second and third ones. After all, everyone works harder and 

hopefully they will all have a chance to win this travelling oppotunity.’ 

---A Chinese line manager (Mongolia, SA-CM05) 

 

In a department, it is not usual to give such an important award to one employee 

consecutively, even if he has the best record. 

---A Chinese line manager (Tanzania, SB-CM02) 

 

Appeals and employee voice were also important aspects of procedural justice. In both 

cases, however, Chinese employees and managers stated that they did not use formal 

appeal channels to make their voices heard, even when they disagreed with the results 

of their performance appraisals. They felt that informal communication with their 

leaders in private was a better approach and did not have negative thoughts about the 

unfairness of this. Most importantly, none of the Chinese employees complained about 

this procedural unfairness during the interviews. But local staff expressed 

dissatisfaction at not being able to adequately express their voices. For example, some 

Tanzanian managers felt that they were not involved in setting performance targets, and 

some local workers had questions about their performance but the Chinese leaders were 

not interested in communicating them. 

 

‘If we weren't satisfied with a performance result, we just went straight to the leader to 

have a chat and it was basically resolved. We all live and work together and no one 

really goes through that formal appeal process.’ 

--- Chinese Employee (Tanzanian, SA-CE02) 

 

The key to performance management is the alignment of individual goals with 

organisational goals and the improvement of individual performance based on their 

understanding of organisational objectives (Aguinis, 2013). However, Tanzanian 

manager and employees said that they were not allowed to join any meeting that related 

to project development and there was not any formal communication between them and 

the Chinese management team. Instead, they just received orders from the top level but 



  127 

knew nothing about why these orders should be conducted. They suggested that this led 

to inefficiency of their work, and they did not feel fully involved in the organisational 

development. One Tanzanian manager explained that,  

 

‘The management is not good. Why do I say this? Because there is not a direct 

interaction between us and management. We don't interact, and we don't even know the 

target of the project every month. We don't know, we don't even know even that's why 

there are some issues…We don't have a good communication between us and 

management, we never attended any meeting, which is concerning the project with 

us…We do not discuss as a team, supervisors, and local HR officers. When there's an 

issue arises, we can discuss it as a team, and it could be solved effectively. 

 

For instance, HR has already hired 50 workers, but our supervisor suddenly says they 

only need 40 workers. As HR, we don't know why, and we can't ask. They want us to 

terminate some candidates and we just have to comply with these orders.’ 

--- Tanzanian HR Manager (Tanzania, SB-TM02) 

 

(3) Interactional justice 

 

Different from distributive and procedural justice, interactional justice refers to the 

fairness of interpersonal treatment between supervisors and employees (Dai & Xie, 

2016). This research found that host-country staff, especially the Tanzanian employees 

and managers, were not happy with their relationships with Chinese leaders, and also 

found that the organisation’s communication mechanisms were not adequate. They 

were not satisfied with the daily interactions with their supervisors since they did not 

feel that they were not treated politely or patiently by their leaders: 

 

‘They (Chinese supervisors) have no time for a meeting. Yeah, they have no such time. 

They just have very little time to talk with you. They are busy and just put work there 

for you to complete. They're not fair. Sometimes they're not fair…... Sometimes we 

complain that, they (Chinese supervisors) don't do anything. Okay. They don't care. If 

you're tired of your work, you can just go home. There are many people here, they want 

to work.’ 

--- Tanzanian Employee (Tanzania, SB-TE01) 

 

The Mongolian employees also mentioned in interviews that some Chinese employees 

did not fully respect their cultural customs when interacting with them at work, such as 

speaking too loudly and aggressively. However, these problems were gradually 

alleviated with their daily work interactions. This was because there is a gradual 

understanding and respect for both sides. 

 

‘We Mongolians certainly do not speak in a loud voice, and I hope Chinses people could 

speak in gentle and low volume. When some Chinese people first arrive, those 

newcomers, who may not know our habits, and they have the habit of speaking loudly. 
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It is not a good habit for the Mongolian people. Therefore, Chinese people’s voice needs 

to be adjusted slightly. And these problems are getting improved’. 

--- Mongolian employee (Mongolia, SA-ME01)  

 

5.4.2. Perceptions of staff with different employment contracts 

 

The two sections above present the different perceptions of performance management 

in terms of accuracy and fairness among participants from different countries and 

hierarchical levels. Unexpectedly, as a complement to the existing literature, this study 

found that different employment contracts also significantly influenced individuals' 

perceptions of the effectiveness of performance management, particularly with regard 

to fairness.  

 

As mentioned in Section 4.2, there were three types of employment approaches used in 

both Tanzanian and Mongolian subsidiaries: directly employed by the subsidiary, 

agency dispatched and expatriated by the headquarters (signed labour contracts with 

the headquarters). This research involved interviews with staff with these three different 

employment contracts. As for the interviews with Chinese expatriates and staff who 

were directly employed by the host-country subsidiary.  There are two different types 

of comparison that can useful be made: Chinese staff who were directly recruited by 

the subsidiaries versus the headquarter expatriates, and Chinese staff who were directly 

recruited by the subsidiaries versus the host-country staff who were directly recruited 

by the subsidiaries. Chinese staff who were directly recruited by the subsidiaries were 

more likely to express their dissatisfaction with the current performance management 

system, and therefore this section focuses on their views as a starting point for 

comparison with the other groups. 

 

Compared to the headquarter expatriates, those staff who were directly recruited by the  

subsidiary felt that performance evaluation was unfair for two main reasons. On the one 

hand, they gained fewer company benefits and allowances, even though some of them 

took similar work responsibilities as the headquarter expatriates. On the other hand, 

they had fewer promotion and career development opportunities since most subsidiary 

leaders were more willing to promote and reward the headquarter expatriates. 

 

‘I guess it is mainly the company leaders who think that the people from headquarters 

are like their own son. They believe that this kind of staff will recognise the corporate 

culture more, adapt to the company environment more, and be more loyal to the 

company. However, if we look at the workability and skills, sometimes it is the 

subsidiary-employed staff who do a better job, while the headquarter expatriates may 

be relatively poor. This is often the case, and we feel that it is unfair.’ 

--- Chinese Employee (Tanzanian, SA-CE06) 

 

Compared to the host-country staff who were directly recruited by the subsidiaries, the 

Chinese staff directly recruited by the subsidiaries felt more dissatisfied and concerned 
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about unfairness than the locals.  Even though most locals were not paid as much as the 

Chinese, the locals were actually satisfied with their income. That is because Chinese 

companies usually offered much more salary to host-country workers, especially 

compared to local businesses. 

 

‘They cherished this job, and the salary and benefits of our company were very good in 

all aspects in the region. Our company was a model company in Mongolia, and 

presidents and prime ministers had come here for inspection.’ 

--- Chinese Line Manager (Mongolian, SB-CM05) 

 

‘I have to work here. At least they pay me a good salary, even not as much as the 

American companies. I have a family to support.’ 

--- Tanzanian Employee (Tanzanian, SA-TE01) 

 

However, as for Chinese agency dispatched workers, they chose to work in developing 

countries in Africa or Asia primarily to earn money with little regard for promotion or 

career development. As a result, when their income is met, Chinese agency dispatched 

workers tended to perceive performance management as fair. 

 

‘As long as my salary is given to me on time and not less than what was promised, I 

won't complain about anything and I'll assume that the leaders are fair. 

’--- Chinese Employee (Mongolian, SB-CE02) 

 

5.5 Chapter summary 

This chapter explored the findings of how individuals perceive ‘what is good 

performance’ and ‘fairness of performance management’ in Chinese SOEs’ 

subsidiaries and regional centres in African and Asian other developing countries. It 

took account of different types of staff, in terms of their nationalities, positions in the 

organisational hierarchy and employment contracts. It was found that different types of 

staff in the Chinese SOEs’ subsidiaries and regional centres had varied interpretations 

of good performance based on their personal understanding and experience, but their 

perceptions can be summarised into the following four themes: compliance and 

execution of assigned tasks; teamwork; interpersonal relationships; and political 

participation.  

The chapter subsequently identified the gap between how the performance management 

policies were designed and implemented in practices, from the perspectives of different 

staff in Chinese SOEs. Furthermore, as for individual perceptions of performance 

management fairness, in line with previous literature, the findings revolved around 

three main (perceived) aspects: distributive justice; procedural justice; and interactional 

justice. However, this study further explained that these different perceptions of the 

fairness of performance management reflected different features of the staff in Chinese 

MNCs, in terms of their nationality (Chinese or host-country staff), their organisational 
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hierarchical positions (senior managers, line managers and employees), and different 

employment contracts (headquarter expatriates, staff directly recruited by the 

subsidiary and agency dispatched staff). 
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 Table 5.2: Individual perceptions of good performance in Chinese subsidiaries in 

Tanzania and Mongolia 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Note: The blue highlights indicate the factors that were only mentioned by Tanzanian 

interviewees. Numbers in brackets indicate how many interviewees mentioned a factor. 
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CHAPTER SIX 

FINDINGS: INSTITUTIONAL ANALYSIS OF HOME AND HOST COUNTRY 

EFFECTS ON PERFORMANCE MANAGEMENT 

6.1 Chapter introduction 

 

To explore the formulation, implementation, and individual perceptions of Chinese-

style performance management in other developing countries, it is imperative to 

identify the various contextual factors of both home and host countries and understand 

how performance management can be influenced under such circumstances. The three 

institutional pillars (regulative, normative and cultural-cognitive influences) have been 

regarded as the key sources of isomorphism and bases of legitimacy (see Scott 2013 

and section 2.3.1.1in the literature review). This chapter will reveal how and the extent 

to which Chinese SOEs are influenced by these institutional pillars from both the home 

and host country. 

 

In reporting the findings, respondents are identified by their nationality (Chinese or 

host-country staff) and also by their job role (manual workers or administrative staff). 

The first section of this chapter focuses on perceptions of how host country institutions 

impact performance management policies and practices. The second section then 

considers home country (Chinese) institutional effects on the formulation, 

implementation and perceptions of performance management in the developing 

countries. The third and final section further explains how unanticipated factors related 

to Covid-19 influenced performance management in Chinese SOEs subsidiaries. 

 

6.2 Host-country institutional effects on performance management  

 

6.2.1. Host-country regulative institutions  

 

Extant literature has confirmed the important influence of regulative institutions on 

firms’ operations in both home and host countries (Shirodkar and Konara, 2017). Under 

this institutional pillar, two main themes: the legal system and governmental 

administration will be discussed to reveal how regulative institutions of the host 

countries impacted on performance management in Chinese SOEs. 

 

6.2.1.1. Legal system: employment rights 

 

According to interview participants, both the Mongolian and Tanzanian legal systems 

emphasized the labour rights of their nationals. This section will explain key findings 

on how the legal system impacted on performance management, especially regarding 

legislation on employee dismissal, overtime working and national insurance as well as 

health and safety. 

 

One important issue that was repeatedly mentioned by respondents was the extent of 
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employment rights in host countries. Not only did local staff believe that their legal 

system was well-designed in order to ensure labour rights, but Chinese managers and 

employees referred to how labour rights were protected in the host country, using terms 

such as ‘comprehensive’ and ‘strict’ (e.g., Chinese employee Tanzania SB-CE01). They 

also explained how the national trade union was important in protecting workers’ rights 

and interests. 

 

‘There is another particularly impressive point: Mongolian national laws highly 

emphasise the rights and interests of workers, in terms of holiday, the wage, overtime 

pay. The country respects all these aspects of employee rights, very comprehensive. 

Especially, local national trade unions do a very good job.  

--- Chinese line manager (Mongolia, SA-CM01) 

 

In particular, the local legal system protects its workers in the following way. Firstly, 

local laws are very strict when it comes to dismissal of employees. Many Chinese 

managers shared similar experiences: even when they were not satisfied with a local 

employee’s performance, it was not possible for them to just fire him/her immediately. 

Instead, there was always a long legal process that needed to be undergone. In addition 

to this, the dismissal of local employees was subject to compensation of several months' 

salary. 

 

‘Especially for personnel, for example, to fire someone, you basically have to go 

through a long legal process to do so. Unlike the Chinese situation, people who have 

broken some of the relevant corporate systems and then there might be one or two or 

one part of it that goes wrong, then you just fire them. If you want to fire someone in 

Mongolia, then you definitely have more trouble. For example, he/she will say that not 

only is there a possible loophole in your company's system, but he may be able to use 

the legal framework to make you lose the case. There are many such cases!’ 

--- Chinese senior manager (Mongolia, SA-CSM02) 

 

The second aspect is about overtime pay regulations which were not always strictly 

enforced in Chinese firms but were heavily emphasized by Mongolian and Tanzanian 

employees and workers. Working overtime without payment is a typical phenomenon 

in the Chinese workplace, and indeed, working overtime was not even mentioned in the 

performance appraisal policies of the two Chinese firms in their home country. However, 

local manual workers in Mongolia and Tanzania expected to be paid for overtime 

because local legislation. For local manual workers, there was overtime pay in strict 

accordance with local law. Some local workers who were willing to earn more money 

would even actively choose to work overtime. 

 

‘Some of these workers are quite willing to work overtime all the same! After all, they 

are given more pay than usual. We respect their wishes anyway. Some workers will even 

come forward and ask us to arrange more working opportunities for them.’ 

--- Chinese Line Manager (Tanzania, SB-CM02) 
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But those local staff who work in offices had to accept the same overtime as Chinese 

staff and were not compensated for it. In order to maintain their relationship with the 

Chinese leadership or because they value their job opportunities, they felt they could 

not refuse the Chinese leaders' requests to work overtime. 

 

‘So I think uh, as long as my supervisor tells me to do anything after working time, as 

I told you, I think I cannot say objections. What matters is the agreement between me 

and my supervisor so as to strengthen the relationship between the parties.’ 

--- Tanzanian manager (Tanzania, SB-TM01)  

 

‘They always come in near the end of my work shift and give me a job and ask me to 

finish it tomorrow. I had to work overtime because I needed this job.’  

--- Tanzanian employee (Tanzania, SB-TE01) 

 

A further requirement was related to national insurance. To comply with the local 

regulations, Chinese companies had to pay host-country national insurance for their 

Chinese employees, even though these employees might gain limited benefits from this 

compared to host country nationals:   

 

‘(local) social insurance. Actually, we cannot enjoy any local benefits and welfare, but 

we still have to pay what we have to pay. The social insurance we pay is not useful at 

all, but we must do so in this country…Both sides (Chinese and Tanzanian insurance) 

have to be paid anyway’  

--- Chinese line Manager (Mongolia, SA-CM02) 

 

Another area in which host country employment regulations impacted on managing 

people in the host country was in the area of labour inspection relating to health and 

safety. There were frequent on-site inspections. These inspections had, on the one hand, 

pushed Chinese managers to manage in accordance with local regulative requirements, 

but at the same time, the frequency of inspections had placed a burden on the effective 

implementation of the project.  

 

For instance, one Tanzanian manager (SB-TM02) said that their Chinese supervisors 

were more willing to accept their suggestions regarding the Tanzanian legal or 

regulative issues during official inspections because they were worried about being 

penalized. 

 

‘When the labor officials, the Tanzania officials, they come to visit us there and they 

give us some orders… if officials come and they tell them (Chinese supervisors):” you 

need to do this and this…” …They (Chinese supervisors) will ask us: “okay. it's 

supposed to be done like that. Otherwise, there's a penalty?”. If we told them there's a 

penalty, then they start to change’. 

 --- Tanzanian manager (Tanzania, SB-TM02) 
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However, some Chinese managers expressed their discontent with local official on-site 

inspections. ‘We are also very helpless; we are tired of dealing with inspections all day 

and all night’. The implication here is that Chinese managers did not care very much 

about health and safety as they only changed practices when they wished to avoid being 

fined. The emphasis was on achieving performance rather than protecting the health 

and safety of workers. 

 

6.2.2 Host-country normative institutional pillar 

 

Normative institutions include values and norms, producing conformity because of 

moral obligations and social expectations (Scott, 2005). Rather than being legally 

sanctioned by regulative institutions, normative forces mean that MNCSs' strategic 

choices in host countries are morally governed. Personal relationships and host-country 

educational and skill levels are two main themes identified in the findings that impacted 

on Chinese MNCs’ performance management. 

 

6.2.2.1 Personal relationships in the workplace 

 

In the Chinese context, personal networks and connections may secure benefits in the 

workplace, named as guanxi (Park & Luo, 2001). This is a prevailing feature of Chinese 

workplaces thus forms an institution that constitutes a social normative element of 

Chinese society. Under Guanxi, certain relationships, such as kinship or alumni 

relationships lead to expectations or obligations. In the findings below, it is explained 

how guanxi also impact host-country societies, particularly in Mongolian employees 

and had a significant influence on performance management practices in Chinese MNC 

subsidiaries. 

 

Close friendships and kinship  

 

Under certain relationships, people’s behavior might be impacted by shared 

expectations or obligations (Dunfee & Warren, 2001). Especially in Subsidiary B in 

Mongolia, a state in east-central Asia, both Chinese and local staff recognised the 

presence of guanxi among Mongolian people and importantly, noted that local people 

did not evade the issue. In terms of performance management, close friendships and 

family relationships mainly impacted the feedback process when Chinese line managers 

were evaluating subordinates from the host country. On the one hand, when relatives 

of senior Mongolian leaders made some mistakes in their jobs, their Chinese managers 

did not criticise them very bluntly, but took a gentler approach to remind them. As these 

Chinese managers don't want to get into unnecessary trouble for their future work as a 

result of criticism of their leader's relatives. One participant revealed:  

 

‘Our assistant manager is in charge of the statistics, which is actually very important 

work. But there are always some errors in the final statistics. Sometimes I will criticize 

her for this and she's not happy when I say even one (negative) word about her. Not to 
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mention when I say more than that, her husband comes over and goes around my office 

every day. Then.... Not because her husband was the deputy general manager, I was 

just afraid that the business her husband oversaw would influence my daily work. I 

don't want to have to beg him for work all the time.’  

---Chinese line manager (Mongolia, SA-CM03) 

 

On the other hand, because of the personal relationships that existed among local 

employees and their potential connections outside of work, some line managers chose 

to provide one-to-one feedback to avoid embarrassment to their subordinates, 

especially when criticizing them. The same Chinese manager (Mongolia, SA-CM03) 

also said that ‘for example, when there is a bad punishment for an employee, I would 

deliberately avoid anyone who is his/her relative. I will not give severe criticism in front 

of people who have personal relationships.’ 

 

In addition, close personal relationships in workplace also impacted on the way in 

which rewards were distributed. Even though there was an apparently transparent 

appraisal procedure in the company, some Chinese informants found that when asked 

to select outstanding personnel, Mongolian colleagues tended to vote for their friends 

or relatives even when their performance outcomes did not meet the required criteria.  

 

6.2.2.2 Educational and skill levels 

 

This section is about another aspect of normative institutions: host-country educational 

and skill levels, which have been previously found in new institutionalist literature to 

influence MNCS subsidiaries’ HRM practice in host-countries (see Bloom et al. 2007 

for details in the literature review). Relevant sub-themes include both low literacy levels 

and poor quality of working skills. 

 

Low literacy levels 

 

In many developing countries and especially most less developed countries of Africa 

and Asia, the educational attainment of the population has been an issue that needs to 

be addressed (Ollo-Lopez et al., 2011). Low literacy levels were realised by many 

interview participants as a key problem of managing people in these Chinese 

subsidiaries. Based on the documentary evidence of these two case companies, it is 

clear that their headquarters performance appraisal systems consist of several advanced 

appraisal models, such as Balanced Score Method and 360 feedback. However, these 

advanced performance appraisal approaches were omitted in the subsidiaries in these 

developing countries. In particular, when it comes to local employees and workers, the 

rating procedures were designed as simple as possible to ensure policies can be easily 

understood. Some Chinese managers went further to argue that the simplified version 

of the performance management system is mainly the result of the low educational level 

of the host country. One participant said: 
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‘Because the overall quality of the personnel here, the level of education is not high. If 

we just directly take a set of ready-made polices from the domestic, like what you just 

said about the talent quality model, or the direct application of some domestic job 

descriptions. These are quite difficult for employees to accept and understand, right?’ 

--- Chinese HR Manager (Mongolia, SA-HR) 

 

Poor quality of working skills 

 

Many interviewees identified that the professional competence of local workers was 

generally poor due to the lack of a systematic skills training. Thus, they can only 

perform basic manual work in the company and several Chinese managers indicated 

that they did not assign important or complex work to local workers, and there was 

increased supervision and follow-up of local workers in their daily on-site work. Also, 

Chinese MNCs had to send more domestic expatriates or hire some western 

professional consultants to handle certain problems because of the lack of specific 

technical skills in the host countries. It leads to higher cost implications of the company 

and limited developmental opportunities for host-country employees. 

 

‘We don't dare to assign them any particularly important work, and we are afraid of 

the risk of any safety issues. We would rather do more ourselves and keep an eye on 

things they do. Overall, there is still a lot of room for improvement in the technical level 

of the locals’ 

--- Chinese line manager (Mongolia, SA-CM05) 

 

 

6.2.2.3 Host country government corruption  

 

Some Chinese managers and employees of both of the Chinese MNCs mentioned that 

host country governments were often inefficient and even had problems with corruption. 

Most leaders of Chinese firms referred to slow administration and some of them 

admitted that they would pay bribes to urge the local officials to process the business 

more efficiently. Because of this, when they gave appraisals to any employees whose 

work was closely related to government, all scoring criteria were based primarily on 

the outcome of the work and did not refer to the efficiency of the whole process: 

 

‘If the progress is slow, my leaders should understand and not take this directly to affect 

me and directly affect my performance…if I cannot handle it, just report it in time and 

we can all work it out together.” 

--- Chinese employee (Tanzania, SB-CE06) 

 

‘Really inefficient… When dealing with some government departments, if you need 

them (local officials) to push some matters a little faster, you have to give him/her a 

little benefit.’ 

--- Chinese employee (Tanzania, SB-CE04) 
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6.2.3 Host-country cultural-cognitive institutional pillar 

 

There are four main themes related to the cognitive aspect of the national institutional 

setting, which has significant influences on HRM practices in MNCs (DiMaggio and 

Powell 1983; Scott 2013). These include religion, cultural factors, work attitudes and 

ethics, and local customs.  

 

6.2.3.1 Religion  

 

The main religion in Mongolia is Lamaism (Lamaism, also known as Tibetan Buddhism, 

is a branch of Chinese Buddhism.), with a small number of Orthodox, Catholic and 

Islamic believers. Tanzania is a multi-ethnic and multi-religious country. Christianity 

and Islam are the two main religions in Tanzania. Thus, relevant festivals and traditions 

are given great importance in both countries. When a Chinese company establishes a 

branch locally, all holidays are in accordance with local traditions, even though many 

Chinese managers have complained that frequent festival holidays reduce the project 

progress. One Chinese employee (SB-CE05) in the Tanzanian case said: ‘… this 

country (Tanzania) has both religions (Christianity and Islam). Thus, they will 

celebrate festivals for both religions and there are so many holidays. Then it causes 

sometimes, how can I say it, more shutdowns a year. Because workers (no matter 

Christians or Muslims) will leave their work. Both sides are on holiday, and we have 

to let them go’.  

 

Moreover, some host-country religious rites still play important roles in Chinese 

subsidiaries operations. For instance, Chinese firms highly respect the Muslim prayer 

rituals. Not only is there a dedicated prayer room for them, but more importantly, the 

work that Muslim employees impacted as a result of performing religious prayers will 

not affect their performance evaluation results. In addition, during the holy month of 

Ramadan, Muslim employees and workers hardly eat during the day, and it affects their 

physical strength to some extent. In this case, Chinese managers will thus give them 

some lighter work but will not deduct their rewards for this reason. 

 

‘There will be some impacts, yes! Because they (Muslim) don't seem to be in a 

particularly good state of mind during that month (the holy month), So when it comes 

to distributing tasks, we try to reduce the amount of work they have to do.’ 

--- Chinese line manager (Tanzania, SB-CM02) 

 

 

6.2.3.2 Cultural features: short term orientation and masculine society  

 

The second main theme of cultural-cognitive institutions draws on two of Hofstede’ 

cultural dimensions which appeared to have the greatest impact on performance 

management. These were the local people’s short-term orientations and the fact that the 

burden of the family was mainly borne by women (masculine society).  
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Short-term orientation and lack of savings 

 

This research found that both the Mongolian and Tanzanian subsidiaries split the 

monthly salary of local workers into two or four payments. Some Chinese managers 

revealed the main reason behind this special approach to payroll. As an experienced 

Chinese employee (Mongolia, SA-CE02) who has worked in the Tanzanian firm for 

several years said: ‘Most workers get the money and spend it all immediately. The more 

they get in one go, the more days they will not come to work’. Moreover, based on what 

Chinese staff who have worked in Tanzania for many years and some local female 

employees shared, many local workers (especially males) did not spend money on their 

household expenses, but on entertainment and personal spending. For example, some 

of they have asked their Chinese employees to help them buy new mobile phones in 

China. As a result of this short-term orientation, some sub-national employees tend to 

enjoy or even to consume in time and in advance. Although temporary absenteeism is 

frequent, companies cannot easily dismiss absent employees given the ongoing cost of 

staff renewal. To ensure sufficient workers are engaged in production every day, 

companies chose to shorten the payroll cycle. 

 

‘For example, I am feeling that they spend their salary immediately, and it actually 

happens quite a lot in Africa. Probably they don't have a sense of money-saving, and 

then there are those who, how to say it, are living in the moment.’ 

--- Chinese line manager (Tanzania, SB-CM01) 

 

‘They are paid on a weekly basis. It is definite that you cannot find many of them (local 

workers) on site the day after payday. It is difficult to find most of them! Why do they 

disappear? That is because they will inevitably go out to enjoy entertainment for a day!’ 

--- Chinese employee (Tanzania, SB-CE04) 

 

‘Mongolian employees used to be moonlight clan, spending all their money immediately 

when they got paid, for example on alcohol. Having worked with our Chinese people 

for so many years, they have also been influenced in some positive ways and have 

become more and more conscious of making plans for the future.’ 

 --- Chinese employee (Mongolia, SA-CM06) 

 

Highly masculine society 

 

Extant literature indicates that Mongolians have an extremely high degree of 

masculinity, one of the highest in the world (Rarick et al., 2014). In addition, Tanzania 

is a country that values emotional connection and where gender roles differ 

significantly in terms of social role-play (Mayer et al., n.d.). Masculine features have 

been reflected in the interviewee data. As a Tanzanian female manager SB-TM02 said:  

‘So usually woman is the one taking care of the whole family, and she is the one feel 

attached to the family. So even if women get something, they are the one to remember 

that “I have children and I need to raise my children. But if women do not remember 
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that the man cannot remember anything about their family’.  

 

In the Mongolian case, some Chinese staff who have worked with Mongolian for many 

years and they also indicated that their Mongolian female colleagues carried a heavy 

burden of family responsibilities. A Chinese female manager observed that:  

 

‘My female colleagues give more energy to burden their families. Although the fathers 

(males) also work, in our company anyway, female employees look after their families 

and work at the same time. They take more care of all aspects of the family. Females 

can hold up half the sky!’ 

--- Chinese line manager (Mongolian, SA-CM06) 

 

This research further found that the high level of masculinity, especially in terms of 

women’s family caring responsibilities impact the performance management practices 

in the Chinese subsidiaries. Some key participants indicated that Chinese managers 

would give more flexibilities of work to local female employees during daily work, 

considering their heavy family-caring responsivities. For instance, some female 

employees were late or left early because they had to take care of their children. But 

their managers did not give them a low performance score for their work ethic and 

attitudes. They were not even too strict on these female staff’s attendance.  

 

‘...she (a Mongolian female assistant) gave birth to two children, then I said to her: 

‘After you finish these jobs, you can deal with some things at your home. And you can 

go back home if you must take care the children or something, you go back’. After that 

I find that she is working faster and more efficiently than before. She wants to leave 

early.’ 

--- Chinese line manager (Tanzania, SB-CM03) 

 

6.2.3.3 Work attitudes and ethics  

 

Employees’ work attitudes and the relevant ethical principles they hold are significant 

for managers and especially HR managers when they design performance management 

policies. in these two cases, different work attitudes and ethics of employees had 

important impacts on how Chinese managers shared their feedback and assign rewards 

to host-country employees or workers. 

 

Poor self-discipline 

 

Several Chinese staff, particularly who are at managerial level of the Mongolian 

company, complained about the freedom and undisciplined work ethic of the Mongols 

due to their nomadic nature. Like the senior manager of Mongolian branch (SA-CSM01) 

said: ‘A lot of local people are really free-spirited, have no sense of time, drink alcohol 

at any time and even slip in and out of work’. Additionally, most of the managers and 

other participants revealed that Tanzanian attitude to work was very “bad” and “no work 
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without supervision”. Hence, to ensure firms’ productivity and performance, Chinese 

managers preferred providing feedback in some informal ways: unscheduled visits, a 

simple and direct communication style without too much emotion. One Chinese 

manager who is mainly responsible for a large amount of site progress asserted:  

 

‘I live on site anyway, and I go to the site when I can, as a sort of supervision. Even 

then, they were even chatting casually when I was arranging for them to work. 

Sometimes I will reprimand them for it’ 

---Chinese line manager (Tanzania, SB-CM01) 

 

Some local workers felt that their Chinese managers were not friendly and even not 

polite enough.  

 

‘They (Chinese managers) sometimes can be very aggressive. They would come straight 

over and tell me what work to get done immediately. We Tanzanians are very warm and 

friendly, and we don't like this kind of communication, it's not proper.’ 

--- Tanzanian employee (Tanzania, SB-TE02) 

 

Furthermore, both Tanzanian managers and employees realised that there is a great 

difference between Chinese and local employees in terms of working attitudes.  

 

‘Chinese don't like that. They just want workers to perform the work by their own and 

finish everything. But sometimes, even when the Chinese staff set out work, the local 

workers don't do it on time, and sometimes they even wander around instead of working. 

They don't want to work…they need to be pushed to work’ 

--- Tanzanian manager (Tanzania, SB-TM02) 

 

Pursuit of work honour 

 

Even though poor work discipline of local employees causes some challenges for the 

management of the companies, their pursuit of the sense of honour in work provides 

some ideas for Chinese management teams to find ways to improve their working 

motivations. This feature is mainly reflected in the Mongolian case and many key 

participants emphasized that Mongolians are particularly concerned about honour, so 

they will be quite inspired by some medal/title of honour, like “annual excellent staff”:  

 

‘I think this is good and very formal. They will wear a suit and tie or national costume, 

make-up, dressed up. They go to the ceremony in a formal way, and also are willing to 

take pictures with the leaders. This look is actually the reward that makes them very 

happy and delighted to have his photo taken with the leader.’ 

---Chinese line manager (Mongolia, SA-CM08) 

 

Therefore, the HR departments have set up several honour titles in the reward system 

for local people and holds a grand award ceremony every year. The emphasis of non-
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financial incentives of the reward system reportedly worked well in terms of developing 

individual performance.  

 

‘We have established a wide range of advanced awards in Mongolia, which means that 

there is a wide range of honors… and it helps us to motivate local employees’ 

---Chinese senior manager (Mongolia, SA-CSM01) 

 

6.2.3.4 Local customs: drinking culture and being soft-spoken  

 

Customs and traditions have a very strong behavioural constraint on members of society 

due to a historical development (Salm & Falola, 2002), and they are regarded as a 

complementary part of social morality and law. This research identified two local 

customs: drinking culture and the tendency to be soft-spoken.  

 

The prevalence of drinking culture 

 

Drinking habits (in relation to alcohol consumption) were mentioned frequently by 

interviewees in Mongolia. In Tanzania, this was not mentioned as a problem; on the 

contrary, for religious reasons, most Tanzanians were non-drinkers, and for this reason 

there was no strict policy on alcohol consumption in the Tanzanian case company. 

Almost every Chinese participant stressed how astonished they were by Mongolian 

drinking customs. The Mongolian custom of drinking alcohol had led to a lot of serious 

problems in the company. For example, a large number of employees had been 

dismissed from their jobs because of excessive alcohol consumption during the working 

period. Several polices relating to the prohibition of alcohol had been formulated and 

strictly implemented in the company for the purpures of production safety and all 

workers ‘health. Yet even when they risked losing their jobs, many local workers went 

to work either drunk or under the influence of alcohol. The problems of inappropriate 

alcohol consumption by local people had a negative impact on the company's 

performance:  

 

‘So, it was a very strict disciplinary process, and I think during the time I was in charge 

of this matter, I probably fired at least 50 people’. 

---Chinese senior manager (Mongolia, SA-CSM02) 

 

‘You drink, and the first time I bump into you, I'll dock your bonus for three consecutive 

months. I don't dock your salary; I dock your bonus for three months. The second time 

you drink, you'll be sacked. We have rules on this. In fact, Mongolia does not allow the 

dismissal of employees for any other reasons. That's why we are now dismissing people 

who have had more than two drinks.’ 

---Chinese senior manager (Mongolia, SA-CSM03) 
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Mongolian workers ’tendency to soft-spoken communication style  

 

Soft-spoken communication style here indicated a type of gentle and low volume 

conversation, which is preferred by most Mongolian and Tanzanian staff. Both 

Mongolian and Tanzanian interviewees referred to how their Chinese colleagues raised 

their voice during conversations. The Chinese workers tended to communicate in direct 

ways, and this sometimes came across to workers from Tanzania and Mongolia as being 

rough and loud. To maintain harmony in the organisations, Chinese staff therefore 

adjusted the ways in which they talked with their local colleagues and the local 

employees reminded them to speak gently, particularly if they were feeling 

uncomfortable. 

 

‘Because like we (Chinese staff) talk, we are used to talking very loudly, they talk in a 

very gentle kind of way, very low volume. But I usually speak loudly at home or during 

my daily life, and here is another Chinese employee, a female. We both speak quite 

loudly. We gradually realised that they (Mongolians) seem to have an aversion to loud 

voices…But they (Mongolian employees) would say, especially sometimes, when we 

were talking for a long time, he would come over and just say that he wanted us to keep 

our voices down.’ 

--- Chinese line manager (Mongolia, SA-CM06)  

 

‘We Mongolians certainly do not speak in a loud voice, and I hope Chinses people could 

speak in gentle and low volume. When some Chinese people first arrive, those 

newcomers, who may not know our habits, and they have the habit of speaking loudly. 

It is not a good habit for the Mongolian people. Therefore, Chinese people’s voice needs 

to be adjusted slightly’. 

--- Mongolian employee (Mongolia, SA-ME01)  

 

The differences in how people spoke had led to many conflicts between Chinese 

managers and Tanzanian workers. 

 

‘There's some incident happened, conflicts between Chinese and Tanzania. Because of 

fighting and because they (Chinese managers) just give work to do. but workers cannot 

finish on time, especially at night. Chinese managers will reprimand directly.’ 

--- Tanzanian manager (Tanzania, SB-TM02)  

 

6.3 Chinese institutional effects on performance management  

 

6.3.1 Chinese regulative institutional pillar 

 

At the national level, different countries have distinctive formal institutions since their 

governments enact and enforce laws and rules based on their specific national features. 

The next section will discuss some of the main features of the Chinese legal system, 

governmental administration and political system that were found to influence Chinese 
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MNCs’ performance management in their overseas subsidiaries. 

 

6.3.1.1 Legal system  

 

When asked about which features of the Chinese legal system impacted on performance 

management, interviewees referred to a lack of regulation on overtime and a strict 

prohibition on gambling (This study found that gambling caused Chinese employees to 

be dismissed).   

 

Working regulations on overtime 

 

Regarding overtime work, even though the Labour Law of China regulates the standard 

working hours (around 40h weekly), it has been reported that work hours are generally 

longer in most Chinese firms (Ma et al., 2017). Also, it has been common to see unpaid 

overtime work in east Asian countries such as China or Japan (Tsai et al., 2016). Even 

though host-country labour laws emphasize employment rights, especially in terms of 

overtime work compensation, unpaid overtime was widespread in Chinese subsidiaries 

and the consensus among Chinese staff was that work overtime did not incur additional 

recompense. Especially for these Chinese staff working overseas, their living areas 

were geographically connected to their working areas, which may lead to them not 

having a psychological boundary between work and life either. In their minds, the 

whole point of being overseas was to work and their home was in China, so there is no 

necessary to have a work-life balance. 

 

‘We live in the company and it's a two-step walk from the dorms to the office. A little 

more strolling and then we are on the construction site. This is where we work. Our life 

is work.’ 

--- Chinese Senior Manager (Mongolia, SA-CSM04) 

 

‘There is no overtime for Chinese employees, and thus there is no overtime pay for that. 

Because our working and living areas are very close, we don't have a special feeling of 

working and resting. Work and rest are completely integrated.’ 

--- Chinese employee (Tanzania, SB-CE03) 

 

‘Now, if this is the job you are responsible for completing anyway, you do not need to 

mention the matter of overtime. You have to work overtime when something comes up 

anyway.’ 

--- Chinese Line Manager (Mongolia, SA-CM05) 

 

Strict prohibition on gambling 

 

Gambling was strictly prohibited by laws in China but legal in Tanzania. However, the 

company's rules and regulations clearly stated that if Chinese employees were caught 

gambling in Tanzania, they would be dismissed and sent back to China, regardless of 
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the local legalisation of gambling. Both managers and employees in the Tanzanian case 

company said that some of their Chinese colleagues had been dismissed from their jobs 

because their gambling locally had seriously affected their performance. In contrast, 

because Mongolia also had a strict ban on gambling, there were significantly fewer 

problems arising from gambling there than from Chinese companies in Tanzania. A 

Chinese manager mentioned in the interview that there were no requirements for local 

workers in this regard. But as they were poor and already struggled to maintain their 

livelihood, they did not get involved in gambling either. 

 

‘I know one situation: because gambling is open in Tanzania, the man gambled and got 

into debt. But our company did not allow this and sent him back to China directly.’ 

--- Chinese employee (Tanzania, SB-CE02) 

 

‘It's legal locally, but in our company it is not allowed. The reason is that we are a 

state-owned enterprise, state-owned enterprise is still relatively strict in this area, or 

the main focus is on stability. Gambling is legal in Tanzania, and there are special 

casinos with licences. However, once an employee gambles, he may go gambling after 

work until 3 or 4 am, and come back at 5 or 6 am to sleep for an hour or two. Then the 

next day he still needs to go to work, so the quality of work and construction safety can't 

be guaranteed. 

 

That's why we don't let them go gambling, especially the managers. If they are caught 

going to a casino and are notified by the embassy, then they must go back to their 

country. There are strict requirements for all of this, and it is very reasonable.’ 

--- Chinese Senior manager (Tanzania, SB-CSM02) 

 

6.3.1.2 Governmental administration 

 

The Chinese government can have a significant impact on the HRM of Chinese MNCs 

overseas (Cooke, 2017). For example, the Chinese government's involvement in the 

internationalisation of Chinese mining MNCs has led to a unique development pattern 

for these companies (e.g., Buckley et al., 2007). This research found that one Chinese 

“One Belt, One Road” initiative, significantly impacted on performance management 

in the Chinese SOE subsidiaries. 

 

“One Belt, One Road” initiative 

 

The ‘One Belt, One Road’ initiative has steadily gained in importance as a major 

element of Chinese foreign policy (Swaine, 2015). The Silk Road Economic Belt runs 

through the continents of Asia, Europe, and Africa to coordinate countries with huge 

potential for economic development (Aoyama, 2016). Tanzania and Mongolia are both 

important member countries of the Belt and Road. The two cases in this research, as 

Chinese SOEs, represented the will of the state and CCP to comply with the "Belt and 

Road" initiative. 
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Some senior managers mentioned that this policy had to some extent shaped their 

understanding of organisational performance and thus highly influenced performance 

management at the firm level. Most notably, Chinese companies in these developing 

countries had placed great emphasis on social responsibility and regarded it as an 

important criterion of organisational performance achievement. But it had not filtered 

down through to individual performance management criteria. 

 

‘We have indeed contributed a lot to Mongolia over the past ten years or so, such as 

sponsoring students, and also donating money to help building some roads and bridges 

in the region. Our company has donated a lot of money, so maybe in Mongolia, and the 

cities and provinces we are in, local people are friendly to us Chinese.’ 

--- Chinese Line Manager (Mongolia, SA-CM02) 

 

‘It is the Belt and Road. At our company level, it is definitely emphasized quite a lot. 

Because of the Belt and Road, we have also carried out many projects at the company 

level. Africa is an extension of the Belt and Road, and thus we mention it in our daily 

life… Our Chinese head office also has requirements in this regard.’ 

--- Chinese line manager (Tanzania, SB-CM10) 

 

6.3.1.3 Political system 

 

HRM in the overseas subsidiaries of Chinese MNCs is inherently complex because 

MNCs operate across national boundaries involving diverse political systems (Sheehan 

et al., 2007). SOEs are a unique entity among the large number of Chinese MNCs and 

they are entirely owned by the state (Khan et al., 2019). Since the early 1990s, SOEs 

have been given more autonomy of independent management but still been under state 

and party control (Rowley and Cooke, 2010). This study found that the performance 

management of the two case SOEs have been influenced by the political leadership of 

the CCP and related political activities. The section below provides an in-depth 

explanation of the influences of the unique Chinese political systems on Chinese SOEs’ 

international performance management, particularly in other developing countries. 

 

The importance of the Chinese Communist Party  

 

A key feature of the Chinese political system is that the committees of the Communist 

Party of China at all levels and its organisational departments are heavily involved in 

state-owned enterprises (Wang, et al., 2014). At the request of the Tanzanian and 

Mongolian governments, non-national citizens or groups are not allowed to carry out 

political activities here. However, these two case companies often held party-related 

activities among their Chinese employee groups. These activities were carried out 

without the local employees being aware of them. 

  

‘We do not have many party members here, and it's not possible to hold and study 

political party issues in Mongolia. This is definitely not allowed here. But we are 
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required to do these activities every month. We have a special room in the dormitory 

area, and every time, our party branch will arrange some study activities of Chinese 

Communist Party. It is not open to the public. Of course, we do not advertise these 

events as much as the companies in China.’ 

--- Chinese Senior manager (Mongolia, SA-CSM03) 

 

Most importantly, Chinese employees’ participation in these party activities, to a certain 

extent, had an impact on managers’ performance evaluation of their Chinese employees. 

Chinese employees may be concerned that not actively participating in party activities 

will affect their performance appraisal results, especially some soft appraisal results, 

including teamwork, work attitude or engagement. There are also some Chinese 

employees who were worried that their non-participation in party building activities 

would affect their relationship with their leaders. 

  

‘The situation where I am criticised and educated for poor performance in party 

building activities, naturally it will definitely affect my performance appraisal. It is 

absolutely going to affect it. When he scores the soft indicators of work ethic, he may 

deduce points from me. It is soft, and it is not written in the company rules and 

regulations. But the leader will definitely deduct my scores of performance assessment, 

that's for sure’ 

--- Chinese employee (Tanzania, SB-CE01) 

 

‘How can I not participate? These events are organised by my leaders, so if I don't go 

all the time, it seems like I am not give them ‘face’ (respecting them enough).’ 

--- Chinese line manager (Mongolian, SB-CM05) 

 

6.3.2 Chinese normative institutional pillar 

 

The normative pillar refers to how the external rules, standards, roles, values and norms 

influence the behaviours of individuals and firms (Scott, 2005). In addition to host-

country normative institutions that can impact Chinese MNCs’ performance 

management, some important Chinese normative features were also present in the daily 

interactions and influenced performance management in the MNC subsidiaries.  

 

6.3.2.1 Personal relationships in workplace 

 

Section 6.2.2.1 identified the importance of close friendships and kinship in the 

Mongolian subsidiary and argued that guanxi also existed in Mongolian society and 

impacted the performance appraisal and reward system for both local and Chinese 

employees. This section further discusses the guanxi that existed among Chinese 

employees and managers and how it affected performance management in overseas 

branches. 
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Acquired guanxi 

 

Guanxi in China refers to the concept of drawing on connections or networks to secure 

favours in personal or business relations (Yang & Cai, 2014). Three types of guanxi are 

available: 1) guanxi by blood, which involves family members, kinship, in-laws, and 

members of the same clan; 2) guanxi by nature, pertaining to others who share similar 

backgrounds, such as people from the same town or province, alumni, or neighbours; 

and 3) acquired guanxi, which involves friends, acquaintances, or others who know the 

same person. For Mongolian employees, all three types of relationships were reported 

as existing, these personal relationships have many influences on their daily work. But 

for Chinese staff, since they were far away from home country, the first two types of 

relationships were deducted. The close contact between colleagues in life and work 

stimulated the emergence of acquired guanxi that were widespread but hidden in the 

daily workplace. Some Chinese line managers admitted that they tended to rate their 

department members higher in terms of work ethic or teamwork because they lived 

together daily, got along well and were understanding of each other's difficulties in 

working abroad. On the other hand, Chinese employees paid attention to cultivating 

relationships with their leaders in their day-to-day work. That is because good 

relationship with their leaders can benefit their future career advancement: 

 

‘The leaders are very gentle in giving us marks, and I think they had some kind 

consideration. We came to Africa to make a living. Since we live together and have 

many daily communications, our leaders understand that it's not easy for everyone to 

work here. So normally, they will try to give a better appraisal result for us.’ 

--- Chinese employee (Tanzania, SB-CE02) 

 

‘You must have a good relationship with the leader! Because to be honest, this 

assessment is not so completely transparent. It is certainly with the leader's preferences, 

the leader's relationship, or the resources that you have, all have an impact.’ 

--- Chinese employee (Tanzania, SB-CE03) 

 

‘Because we are collaborative and cooperate well with each other within this 

department. So, we have often scored a perfect ten before but because it was so high, 

we tend to score 8 to 9 now, all 8 to 9’. By the way, Tanzanian workers had different 

performance appraisal system from our Chinese employees. 

--- Chinese line manager (Tanzania, SB-CM01) 

 

6.3.3 Chinese cultural-cognitive institutional pillar 

 

Confucianism and harmony, cultural factors, then work attitudes and ethics, will be 

discussed in the next sections. Within each theme, different sub-themes emerged. All of 

these cultural-cognitive institutions have been identified as important drivers within 

institutional theory framework.  
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6.3.3.1 Confucianism and harmony 

 

Confucianism has had a profound influence on Chinese people, in terms of their 

behaviours and ideas (Angle, and Tiwald, 2017). The concept of harmony is at the heart 

of Confucius' thinking, and it also permeated through the overseas performance 

management of Chinese companies. Its influence was mainly reflected in the 

distribution of rewards. Leaders from the two different regional companies both said 

that they took into account harmony within their departments when allocating rewards. 

This was reflected firstly in the fact that they encouraged Chinese staff to give up some 

rewards to local staff. For instance, the company's top reward is the opportunity to travel 

to China, and Chinese managers believed that the opportunity to travel abroad would 

be valuable to local employees and thus they thought that Chinese employees should 

be more understanding: 

 

‘Our General Manager's special award, before the epidemic, was a free trip to China. 

The local people cherish this opportunity. Our Chinese staff, if they could, would have 

given this award to the Mongolian staff to enjoy.’ 

--- Chinese line manager (Mongolia, SA-CM04) 

 

Secondly, Chinese line managers did not award the best rewards to the same person 

every year, even if that person's performance results were excellent every year. They 

explained that this was in order to avoid conflict and maintain harmony within the team: 

 

‘It's basically just taking turns now. It's hard to judge who's doing a good job and who's 

not. It's just a rotation. The leader always chooses one person to be advanced, and 

sometimes people are dissatisfied. They will ask the leader about the reasons for the 

choice.’ 

--- Chinese line manager (Mongolia, SA-CM05) 

‘The system states that the highest honour must be given to the first place every year. 

But from a harmonious point of view, you can't just give the first place every year. He's 

so good that he's number one every year. And thus, I think we have to give the second 

and third chances as well.’ 

--- Chinese senior manager (Mongolia, SA-CSM04) 

 

6.3.3.2 Collectivism 

 

Individualism versus collectivism concerns how persons identify the relationship 

between themselves and others in teams (Hofstede, 2011). For instance, according to 

Hofstede, people from western society generally adopt a more individualistic 

orientation, while those from eastern societies will recognise more collectivist 

influences. The Chinese have a strong emphasis on collectivism and this research found 

that this trait is perpetuated in the performance management of Chinese companies 

abroad in Tanzania and Mongolia. One of the most obvious manifestations of this was 

in the design of performance evaluation. The assessment of the performance of one 
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team was based on the overall performance achievements of the teams across East 

Africa. As a Chinese senior manager of Tanzanian subsidiary said: 

 

‘Our project branches is juggling four projects these three years. But for some regional 

project teams, they are responsible for completing only one project in the same period. 

But when it comes to assessment, they (headquarters) only assess and score according 

to whether we have completed the arranged project, and do not take into account that 

our workload is many times other branches’.’ 

--- Chinese senior manager (Tanzania, SB-CSM02) 

 

Although they complained about the unfairness of such an assessment method, most 

expressed understanding based on the overall development of the company. This 

reflects the influence of collectivist thinking on the behaviour and consciousness of the 

Chinese. They would see their dedication to the group as a responsibility, and this 

characteristic is also well demonstrated in their understanding of what constitutes good 

performance: 

 

‘I can't say whether I'm happy with it, and it's just ok. we all want to make more money. 

To put it bluntly, in general, the whole region is still ‘a big pot’ (Chinese colloquialism, 

which indicates a social phenomenon of egalitarian distribution of benefits without 

regard to contribution). But I understand that the company has no choice. The whole 

East African region must be developed, some countries are good, and some are not, so 

there has to be some overall consideration.’ 

--- Chinese senior manager (Tanzania, SB-CSM01) 

 

‘Team spirit is very important, and people need to have a spirit of dedication. Since we 

choose to work here, we need to think about doing it well and be willing to give. And 

then no matter where we are, big or small group, it's a team. Within any team, there 

should be a teamwork spirit, a willingness to explore and dedication.’ 

--- Chinese line manager (Mongolia, SA-CM08) 

 

6.3.3.3 Work attitudes and ethics 

 

As mentioned in section 6.2, host-country staff’s work attitudes and ethics are important 

aspects of cultural-cognitive institutions and impacted the reward system and feedback 

approaches in the two case companies. It was also reported that Chinese workers had 

different work attitudes, which was reflected in the way in which they managed 

performance.  

 

Weak work-life balance 

 

Almost every host-country interviewee highly emphasized one main characteristic of 

their Chinese colleagues: ‘so hard-working that there is almost no work-life balance’. 

For example, one Tanzanian line manager (Tanzania, SB-TM02) said:  
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‘Chinese culture is good. It's good because they are working so hard and once a 

Chinese is concentrated with his work, he wants to finish it quickly. Yeah, that's how I 

usually see all of them. They're not going back home; they just stay in their office…’  

 

Diligence and self-discipline are encouraged and promoted in Chinese culture (Wei, 

2019). The interviews suggested that this quality continued when Chinese staff came to 

work in Mongolia and Tanzania and had influenced the local performance management, 

especially in terms of goal setting. Chinese managers tended to assign tasks to local 

employees based on their own work habits and intensity, but often these goals could be 

somewhat difficult for local employees. If the local staff did not complete their work 

on time, they would be blamed by their Chinese leaders: 

 

‘Sometimes they give me something to do, but I did it not in a right way. This is a mistake. 

Yeah. That would be a big trouble. My boss will shout at me. But sometimes other things 

just happen at my work and thus my work is not right…For instance, five minutes before 

a worker finishes his work for the day, his manager gives him a new task and asks him 

to finish it by the next morning’ 

--- Tanzanian Employee (Tanzania, SB-TE01) 

 

6.3.3.4 Language barriers 

 

Challenges caused by language barriers affected performance management, especially 

in terms of performance appraisal and feedback. Firstly, misunderstandings caused by 

language barriers led to errors in the performance evaluation of local staff by their 

Chinese leaders. One Tanzanian line manager (Tanzania, SB-TM02) identified language 

as the most important cause of most people management problems. As she said:  

 

‘Yeah, language is the main thing, language is everything, almost everything… a lot of 

problem arises at the site is due to language. For example, a Chinese manager asks a 

local worker to complete a task, but the worker goes to do another thing because he 

does not get what he means correctly for a language problem. The Chinese supervisor 

misunderstands that worker is being lazy and thinks he is performing badly.’ 

 

Because people from each country do not speak the other's language very well, in both 

the Mongolian and Tanzanian cases, Chinese people mainly used English as a third 

language to communicate with local employees. Communication in a non-native 

language leads to the result that neither party was very comfortable in conversations, 

which caused problems with performance feedback. Local staff complained that their 

Chinese leaders seldom interacted with them and gave them too little guidance or 

feedback directly, while many Chinese managers said they were not particularly willing 

to communicate with local workers because they mainly relied on translators to provide 

feedback in a clear way. As a result, poor communication due to language barriers have 

a negative impact on performance management practices in Chinese MNCs subsidiaries 
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in these developing countries: 

 

‘If they (Chinese managers) tell me to finish one task, that is fine. But they don’t talk to 

you about something, then you must achieve that. There's no other chance to talk with 

them again.’ 

--- A Tanzanian Employee (Tanzania, SB-TE01) 

 

‘…but to some extent, then they (Chinese people) do not like to interact. But most 

workers…I don't know how I can say… OK. Like if I’m a boss, I need to interact with 

the local one, something like that.’ 

--- A Tanzanian line manager (Tanzania, SB-TM02) 

 

‘Everywhere you go you should speak the language, which we can't actually do. Then 

maybe that's a big barrier. We don't speak the local language, we have to use a 

translator, or we can use a third language, like English. But even if I can speak English, 

some Mongolian people don't speak English. It's true that there is a language barrier, 

and most of us rely on translators.’ 

---A Chinese senior manager (Mongolia, SA-CSM01) 

 

6.4 Unanticipated factors impacting on performance management 

 

The findings also revealed unexpected factors which influenced Chinese MNCSs’ 

performance management within the developing host countries. This is mainly related 

to Covid-19 related factors.  

 

6.4.1 Covid-19 related factors 

 

Different attitudes to Covid-19 policies 

 

At the time of interview, the Chinese government had tried to enforce very strict control 

over the Covid-19 epidemic and therefore had a series of detailed policies on 

vaccination and isolation of people. Both Tanzanian and Mongolian subsidiaries were 

required to strictly enforce these governmental regulations, and accordingly designed 

some company policies even if they were not located in China. In contrast, local people 

in both developing countries had a very different view of these Covid-19 policies. They 

refused vaccination because they felt that the Covid-19 was not a dangerous epidemic, 

and they also rejected being quarantined on the construction sites since they felt it 

restricted personal freedom. As a Chinese employee in the Tanzanian subsidiary said: 

 

‘I think that the local people have different perceptions of Covid-19. We ask our local 

staff to go and get the vaccination. But this morning… my driver told me that he was 

very upset about the vaccination and his whole family was particularly upset. Almost 

90% of the local people we work with don't want to be vaccinated. They don't seem to 

take this pandemic too seriously, which is one of the key differences with the Chinese.’ 
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--- A Chinese Employee (Tanzania, SB-CE03) 

 

Due to this, Chinese management teams of these two companies have had to dismiss 

some local employees and workers who were not cooperative with companies’ 

vaccination and isolation policies. Moreover, some local workers have chosen to resign 

of their own accord because they are unhappy with these policies. The loss of local 

workers was one major factor in the decline of organisational performance during the 

epidemic. 

 

‘We Chinese are taking the epidemic very seriously, and thus asking the locals to live 

on the construction site and giving them an allowance. But they don't want to live there. 

We can't deal with this situation. Local workers can resign, if they refuse the isolation. 

Anyway, they can't go home every day during this pandemic period.’ 

---A Chinese senior manager (Mongolia, SA-CSM01) 

 

The table below (Table 6) provides a macro view of the institutional factors that 

influence Chinese MNCs’ performance management in Tanzania and Mongolia. Under 

the same main theme, different institutional features of both home- and host- country 

have been identified and discussed in depth based on the collection data in this chapter. 

 

 

6.5 Summary of findings  

The chapter presented a number of home-country (Chinese) and host-country 

institutional factors originating from the regulatory, cognitive and normative 

institutional pillars that affected the formulation, implementation and perceptions of 

performance management in developing countries, including host country religions and 

ethnicity and the “One Belt, One Road” initiative of Chinese government. Furthermore, 

it innovatively identified the influence of unanticipated factors related to Covid-19 on 

performance management in Chinese SOEs’ subsidiaries and regional centres in 

African and Asian other developing countries. 
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Table 6.  Summary of macro institutional factors that influence Chinese SOEs’ 

performance management in other developing countries 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Note: The yellow highlights indicate the Mongolia-specific institutional features 
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CHAPTER SEVEN 

DISCUSSION OF FINDINGS 

7.1 Chapter Introduction 

 

The aim of this thesis was to explore how culture and institutions impact performance 

management of Chinese SOEs’ subsidiaries and regional centres in other developing 

countries. Chapters Four and Five explored the policy formulation, implementation and 

employee perceptions of performance management in Chinese SOEs in developing 

countries at the organisational and individual levels respectively. Chapter Six then 

explored the institutional and cultural factors in China and host countries that 

influenced the whole performance management process in SOEs’ subsidiaries and 

regional centres. This chapter is concerned with interpreting the research findings and 

indicating how they contribute to knowledge. More specifically, this chapter explains 

how the findings confirm, contradict or extend existent research on performance 

management of Chinese SOEs in other developing countries. 

 

Most importantly, although there has been much research on the HRM of Chinese 

MNCs in Africa and Asia, it seems that specific considerations of performance 

management of SOEs in similar contexts have tended to be omitted (Cooke, 2014; 

Edwards et al., 2016; Jackson et al., 2013). This study helps to address this gap, 

revealing insights into the formulation, implementation and individual perceptions of 

performance management in Chinese SOEs in other developing countries. In doing so, 

it contributes to existing debates on organisational institutionalism, and in particular on 

standardisation versus localisation (Section 7.2). More specifically, this study found 

that Chinese SOEs in other developing countries did not uniformly adopt the 

standardised performance management system in line with that of their headquarters, 

but that the degree of standardisation or localisation of performance management 

design varied according to the type of staff.  

 

In addition to extending the literature in this area, in Section 7.3, the study to some 

extent confirms how the implementation of performance management can differ from 

intended policies, but in doing so provides a nuanced picture of different performance 

management activities (performance planning, evaluation, feedback and rewards). 

Furthermore, in Section 7.4, this study extends research on perceptions of HRM, 

revealing how perceptions of performance management in relation to ‘good 

performance' and 'fairness of performance management' varied across the two different 

host countries and within them between different hierarchical levels of staff.  

 

The reasons why the SOEs chose standardisation versus localisation (Section 7.2), the 

explanation why there were differences between policy formulation and 

implementation (Section 7.3) and the fundamental rationale for why there were 

different perceptions on what is meant by ‘good performance’ and fairness in 

performance management (Section 7.4) can be found through another strand of 
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organisational institutionalism – the three pillars: regulative, normative and cultural-

cognitive institutions. Therefore, in Section 7.5, they are used to interpret and explain 

the findings. At the same time, it is shown how in doing so, this study further contributes 

to knowledge. While many studies have sought to engage with the three pillars, this 

study extends the body of literature within the field of organisational institutionalism.  

 

7.2 The standardisation-localisation of performance management policies between 

Chinese SOE subsidiaries and headquarters 

 

Existing research has seemed to indicate that the dominance of the country of origin in 

the global economy significantly influences the way in which MNCs in different 

countries conduct standardised or localised HRM (Stephen and Mawazo, 2021, Pudelko 

and Wil-Harzing, 2007; Edwards et al., 2013). That is to say, MNCs in one country tend 

to conduct standardised HRM practices in line with headquarters in subsidiaries in 

countries that are less developed (Vo, 2009; Geary and Nyiawung, 2022; Jiang and 

Yahiaoui, 2019). However, the empirical data in this study casts doubt on the 

generalisability of these findings. Performance management is an important part of 

HRM, and the level of economic development in China is more advanced than that in 

the countries where the two case organisations are located. However, in Tanzania and 

Mongolia, it was found that no matter whether within overseas joint venture 

subsidiaries or wholly owned regional centres, performance management strategies of 

Chinese MNCs cannot simply be generalised to ‘standardisation’ or ‘localisation’. 

Instead, the degree of standardisation or localisation of their performance management 

systems differed depending on the types of staff and the employment contract they had.  

 

7.2.1 Performance management standardisation for Chinese staff and localisation 

for host-country staff  

 

This study helps to reveal another way to understand strategies of performance 

management in overseas subsidiaries and regional centres of MNCs. According to the 

findings of this research, as for Chinese SOEs’ subsidiaries or regional centres located 

in other developing countries of Africa and Asia, a high degree of standardised 

performance management aligned with headquarters only applied to Chinese staff, 

especially expatriate staff from headquarters. And yet, performance management for 

host-country staff was highly localised.  

 

Firstly, this study challenges the existing assumption that MNCs from more developed 

countries tend to adopt standardised management models in subsidiaries in less 

developed host countries (Edwards et al., 2013; Stephen and Baruti, 2021). Instead, it 

found that Chinese MNCs, particularly SOEs, had not adopted a uniform performance 

management system in their subsidiaries or regional centres in developing countries but 

chose to standardise and localise performance management for staff of different 

nationalities. In the overseas subsidiaries and regional centres of Chinese SOEs in 

developing countries, the performance management systems for Chinese managers and 
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employees, especially those expatriated from headquarters, was more formal and 

comprehensive, including various advanced performance evaluation models and 

process, such as Balanced Scorecard Method and 360 feedback. However, the 

performance management system for local staff was much more simplified, and in some 

cases, there were even no formal performance management policies. Instead, only basic 

management practices were provided to fulfil their employment contracts. For Chinese 

SOEs in labour-intensive industries such as mining and construction, a large number of 

local workers need to be employed when they establish subsidiaries in other developing 

countries. From a critical performance management perspective, however, these 

workers have not received the same treatment as their Chinese colleagues. It seemed 

there were no performance management system for local workers, who were 

marginalised. 

 

Secondly, there was no policy mentioned on overtime work in the performance 

management system for Chinese staff in these overseas subsidiaries and regional 

centres, but Chinese employees and managers were tolerant to unpaid overtime. This 

may be due to the influence of Chinese collectivist culture and the hard-working nature 

of Chinese people. For local workers, even though a more simplified performance 

management system was adopted, there was a very clear emphasis on compensating 

them for overtime work, rather than requiring them to be selflessly committed to the 

organisation. This is because the legal systems of both Mongolia and Tanzania place 

great emphasis on the protection of employment rights. Moreover, performance 

management conducted by Chinese SOEs overseas is influenced by the Chinese 

government and the CCP. For example, for most Chinese staff, especially managerial 

expatriate staff, their involvement in various party-building activities is an important 

part of their performance appraisal. However, these political influences were not related 

to the day-to-day management of local staff. 

 

Thirdly, disciplinary and welfare packages in performance management were different 

for Chinese and local staff in Chinese MNCs in Mongolia and Tanzania. This reflects 

the important influence of local religion and customs on the performance management 

process of Chinese MNCs’ subsidiaries and regional centres in these developing 

countries. For example, there was a strong emphasis in the performance management 

system of the Mongolian subsidiary on severe penalties for working after drinking, due 

to the nomadic customs and drinking culture of Mongolia. In the East African Regional 

Centre and the Tanzania project branch, however, there was no emphasis on penalties 

for alcohol consumption, as it was forbidden in their religious beliefs. At the same time, 

local religious festivals were fully respected in these regions. During traditional 

festivals, local workers had the option to take holidays or work on the condition of 

being paid. Chinese employees, on the other hand, still worked during the holidays of 

these host countries, while instead, they were only given holidays for important Chinese 

festivals. 

 

Fourthly, it was found that in both case companies, the appraisal cycle and performance-
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based payment cycle for local workers were regular, i.e. on a monthly basis. Chinese 

SOEs did not apply the yearly appraisal and performance-based payment mechanisms 

of the headquarters to any of these host-country workers, but rather choose to design a 

more localised performance management system that was believed to be more 

appropriate to the local workforce. As for the non-financial reward for local employees, 

since Mongolians value honour and cherish some medals or titles, the Mongolian 

subsidiary case designed more honour awards to motivate local staff. 

 

7.2.2 Degrees of standardised performance management for different employment 

contracts of Chinese staff 

 

Previous research has demonstrated that different employment systems existed in the 

same organisation, and that permanent and contractual employment status co-existed in 

Chinese SOEs (Kalleberg, 2003; Gamble & Huang, 2009; Liu et al., 2019). This study 

echoed to the previous studies and found that in the overseas subsidiaries or project 

branches of Chinese SOEs, the employment systems are also diverse. Especially for 

SOEs in labour intensive industries, different types of employment contracts co-exist 

in their overseas subsidiaries. The multiple employment systems included three types 

of employment contracts: the contract with the headquarters, the contract with the 

subsidiary and the contract with the labour agencies. Most importantly, this study 

further added to the current understanding and indicated that in the overseas 

subsidiaries or project branches of Chinese SOEs, although performance management 

for Chinese staff was generally standardised with those of the headquarters, this study 

found that the degree of standardisation varied between different employment contract 

types.  

 

Much of the previous research has focused on the important role of expatriates from 

Chinese MNCs' headquarters. These staff signed employment contracts with the 

headquarters and worked in the subsidiaries to ensure strategic goals were carried out 

in daily work. However, other types of Chinese employees – directly employed staff 

(who signed the contract with the subsidiaries) and dispatched workers (who signed the 

contract with) – have been often neglected (Bader et al., 2021; Fee et al., 2011; Shih et 

al., 2005). These two types of workers are commonly found in wholly owned or joint 

venture overseas subsidiaries or centres of Chinese SOEs in developing countries, but 

not much research has been conducted concerning them. The limited evidence that did 

exist prior to this study indicated the poor management of dispatched workers and the 

weak protection of their labour rights in host countries (Cooke et al., 2018; Yang, 2022), 

but there was a lack of research on directly employed staff. This study helps to address 

this issue. 

 

For headquarters expatriates who signed employment contracts with the headquarters 

of SOEs, whether they were managers or employees, their performance management 

systems to which they were subject were standardised according to the requirements of 

the headquarters. Even though, as in the case of the Mongolian subsidiary of the Sino-
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Mongolian joint venture – a uniform localised performance management system had 

been designed for all staff, in reality, Chinese headquarters expatriates only followed 

the standardised performance management system in line with those of headquarters.  

 

This study innovatively concerns one group of Chinese staff that is widespread in 

Chinese SOEs: Chinese staff recruited independently by overseas subsidiaries or 

regional centres. Their contracts are neither affiliated to the SOE's headquarters nor to 

labour agencies. Performance management systems in Chinese SOEs for these directly 

employed staff in overseas subsidiaries or regional centres, were different from 

headquarters expatriates. They also did similar office work and even some of them took 

core responsibilities during daily work. However, their performance management 

policies was less standardised than that of expatriate staff from headquarters, which 

means that they gained less incomes and worse welfares than their expatriate colleagues. 

This is because Chinese SOEs saw these Chinese directly employed staff, whose 

contracts did not belong to the headquarters, as 'outsiders' and therefore choose not to 

use the complex and advanced performance management systems from the 

headquarters, from a long-term perspective. In addition, this study found that some 

Chinese SOEs would switch the employment contracts of their directly recruited 

employees to the headquarters as a reward for their excellent performance in the 

performance appraisal system. This means that the employment status of these directly 

employed staff will be changed from contractual to permanent, which is a strong 

incentive for them. 

 

The performance management system for Chinese dispatched workers was the least 

standardised, as this study found that performance management for Chinese dispatched 

workers was similar to that of local manual workers, with a focus on attendance. 

Previous research has found that there is a high level of conflict among labour dispatch 

workers in Chinese multinationals due to their poor management and the fact that their 

living space is squeezed by the intensity of their work (Cooke et al., 2018). However, 

this study revealed that while the management of dispatched workers was indeed less 

systematic and less developed than that of other staff, but that the job satisfaction of 

Chinese dispatched workers was not as low as expected. There are two possible reasons 

behind this finding. The first reason is that most of the dispatched workers took on the 

role of team leaders because they were more skilled than the locals. The second is that 

they were mainly concerned with the financial benefits of working abroad; they did 

seem to care very much about management practices or labour rights as long as their 

income was not greatly affected. 

 

Finally, the study revealed that the performance management systems of Chinese SOEs’ 

overseas subsidiaries in developing countries were also affected, to differing degrees, 

by whether staff engaged in political activities. But this varied among the Chinese staff 

according to the three types of employment contracts. For Chinese senior managers in 

subsidiaries, an important aspect of their performance appraisal was their contribution 

to local talent development. This was influenced by the Belt and Road Initiative, a major 
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element of Chinese foreign policy set by the Chinese government. Secondly, for 

Chinese expatriate employees and managers (labour contracts with headquarters) who 

were Chinese Communist Party (CCP) members, headquarters designed specific 

performance appraisal processes to ensure their participation in party-related activities. 

Those who were not party members were also required to actively participate in party-

related activities and learn about the CCP. In addition, the review and appeal of 

performance appraisal results for each member of Chinese expatriate staff was under 

the control of the headquarters departments which were closely associated with the CCP. 

However, for Chinese directly employed and dispatched workers, MNCs did not strictly 

require them to participate in political activities, but instead highly encouraged their 

active participation. The reasons for these differences might be explained by reference 

to institutional analysis, as detailed below in Section 7.5.  

 

7.3 Intended-implemented gaps in performance management in Chinese SOEs’ 

subsidiaries in other developing countries 

 

Previous research has suggested that there is an intention-implementation gap in the 

HRM practices of MNCs in their overseas subsidiaries (Khilji and Wang, 2006; Ouyang 

et al., 2019; Piening et al., 2014). This study confirmed the existence of an intention-

implementation gap in the performance management of MNCs, but also explored this 

gap in more detail, from the perspective of individual employees and managers, 

resulting in new findings in this area.  

 

Firstly, this study found that employees and managers from the home country (China) 

played important roles in the extent to which performance management policies were, 

or were not implemented in practice. Furthermore, the study found that the extent of 

the intended-implemented gaps varied across different aspects of performance 

management. In addition, this study provided a more detailed explanation of why this 

occurred (where this is due to cultural and institutional reasons, this is discussed in more 

detail in section 7.5). 

 

7.3.1. Performance management implemented by Chinese and host-country staff 

 

Previous research has found that performance appraisal of Western companies in 

developing countries resulted in the ‘ceremonial application’ of policies by local 

employees and managers, impacted by cultural factors such as power distance 

(Yahiaoui et al., 2021). However, this study discussed the roles of both home and host 

country staff in the implementation of performance management policies in reality. This 

study suggested that the reasons why performance management practices were not 

implemented as planned were not only due to interactions of host-country employees 

and managers, but primarily due to the behaviours of employees and managers from 

the home country (China).  
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7.3.1.1 Performance management implementation from Chinese staff’s 

perspectives 

 

From the perspective of the Chinese staff, there were several aspects that characterised 

the intended-implemented gaps in performance management practices among Chinese 

employees and managers. Firstly, in the developing-country subsidiaries and regional 

centres of Chinese MNCs, although formal policies of performance feedback were 

designed, Chinese managers did not organise performance review meetings on time as 

required by the policies. Instead, they usually communicated and gave feedback on 

performance of their subordinates at any time during their daily work. In addition, there 

was a formal appeals system for employee performance appraisals in these companies, 

but few Chinese employees or managers took up these formal appeal procedures. If 

their subordinates disagreed with the results of their performance appraisal, most of 

them would prefer to speak to their supervisors privately to resolve the issue. 

 

Secondly, the intended-implemented gaps in the performance appraisal process across 

Chinese staff mainly concerned two aspects. On the one hand, when appraising the 

performance of Chinese subsidiaries or regional centres, Chinese appraisers tended to 

give higher scores to Chinese ratees in respect of subjective indicators which were not 

measurable. On the other hand, since it was expected that there would be government 

corruption and inefficient administration in other developing countries such as Tanzania 

and Monglia, Chinese appraisers took these features into account when scoring Chinese 

appraisees (Luiz and Stewart, 2014). They therefore did not give penalties to those 

whose goals were not achieved due to corruption and the inefficiency of the host-

country government’s administration. 

 

Existing research on the gap between intent and implementation of HRM omitted the 

multiple profiles of staff with different employment contract styles (Piening et al., 2014). 

The last feature of intended-implemented gaps was related to the career development 

dilemma of Chinese staff, especially for expatriate staff from Chinese headquarters. 

Most Chinese staff had no plan to stay in Africa or Asian countries for a long time but 

just intended to gain experience in order to help to develop their careers in China. 

According to the performance management policies, their promotion and career paths 

would be the same as those of staff based in China. However, in practice, almost all 

Chinese staff working abroad, especially those on expatriate contracts with 

headquarters, were not optimistic about their future career development when they 

returned to China. Chinese staff who had worked overseas for years had less 

communication and weaker connections with their leaders and colleagues in Chinese 

headquarters. They felt that this ultimately led to the loss of many good career 

opportunities in China and resulted in a 'nowhere to go' career dilemma. For them, 

performance management did not have a positive impact on their career development. 

 

Other intended-implemented gaps related to the performance management of local staff.  

The first feature was related to the performance targets set by Chinese managers for 
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local employees. When setting performance targets for subordinates in their own 

departments, Chinese managers would not assign the more difficult tasks to local 

employees. This was contrary to the principles of fairness and equity that have been 

emphasised in most performance management systems (DeNisi and Murphy, 2017). 

Instead, Chinese managers had their own views on what should happen, believing that 

local staff of other developing countries were less competent and less committed than 

Chinese staff. Chinese staff were believed to be more capable and willing to work 

overtime on a voluntary basis to ensure that work targets could be achieved in a timely 

way, while this was seldom the case with local staff. The second reason was related to 

personal relationships. In the Mongolian subsidiary, kinship relationships were 

widespread. For employees who were related to Mongolian senior managers, even if 

they failed to complete their tasks, their Chinese managers did not take disciplinary 

action against them to avoid offending (Mongolian) senior management. 

 

Secondly, Chinese employees did not always comply with the policies on performance 

appraisal for their local staff. Although the performance appraisal policies of Chinese 

MNCs in other developing countries were relatively simple and primarily focused on 

attendance, there were still gaps in the implementation of these policies due to local 

cultural considerations. Chinese managers suggested that they were very flexible and 

lenient with regard to the attendance of local female employees in their departments. 

Mongolian and Tanzanian women had the main responsibility for supporting the family 

and maintaining the household, and thus often failed to commute to work punctually 

(Abodohoui et al., 2020). In this context, Chinese managers rarely penalised local 

women for coming-late or leaving-early for family reasons. On the contrary, they 

arranged their work in a way that took into consideration the difficulties of local female 

subordinates and thus reasonably scheduled their shifts or even reduced their workload. 

Similarly, during Ramadan, Chinese managers would reduce the workload of local 

employees who were Muslim and would not be very strict with their performance 

appraisals.  

 

Finally, Chinese managers persuaded Chinese staff to ‘donate’ honours or awards to 

local staff. The majority of Chinese employees did not have very negative feelings or 

complain about unfairness from this, arguably reflecting the profound influence of 

Chinese collectivism and Confucian harmonious thinking on Chinese management 

(Jackson et al., 2014). 

 

7.3.1.2 Performance management implementation from host-country staff’s 

perspectives 

 

Most local staff believed that their Chinese supervisors or colleagues did not manage 

their performance in accordance with the policies. This gap between intention and 

implementation was mainly reflected in overtime work and performance feedback. In 

contrast to existing research that has suggested that it is local employees and managers 

who cause this gap (Yahiaoui et al 2021), this research found that it was the Chinese 
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supervisors or colleagues who were at fault. As a result, some of them referred to how 

they would prefer to work in Western companies, where they assumed that policies 

would be adhered to. 

 

The first problem was in relation to overtime work. Working overtime for local workers 

was strictly regulated by the legislation of the host countries, which meant that workers 

should be paid overtime compensation for work done outside the scheduled working 

hours. In the Tanzanian project branch, local manual workers were strictly compensated 

for working beyond the stipulated hours, and some Chinese managers even gave some 

local manual workers extra hours as a reward for their good work performance. 

However, some local office workers complained that their Chinese supervisors did not 

have any work-life balance and regularly worked overtime, and often arranged extra 

work for local staff out of hours, without financial compensation. Surprisingly, these 

local office workers would accept such requests because they valued the opportunity to 

work, wanted to learn more skills from their Chinese supervisors or colleagues and, 

most importantly, did not want to damage their relationship with their Chinese 

supervisors. 

 

Secondly, Tanzanian staff were eager to have more formal meetings with their Chinese 

managers and colleagues to communicate with them about their work and provide more 

detailed and specific feedback on their performance, as required by the policies. In most 

Chinese MNCs, performance feedback policies for local employees were simple but 

influenced by the "Belt and Road" initiative (Aoyama, 2016). Chinese MNCs requested 

that Chinese staff, and especially leaders, should develop local talents in their 

subsidiaries in other developing countries. However, in practice, local office workers 

felt that they did not receive timely guidance from their Chinese leaders about their 

work. Rather, there was a lack of communication between them. Chinese leaders tended 

to express their dissatisfaction with performance directly and then ask local 

subordinates to correct their behaviour but did not give timely and formal guidance for 

improvement.  

 

The main reason for this situation was identified by local workers as the language 

barrier between the two sides. They could understand that Chinese staff felt 

uncomfortable using a second language and thus chose to communicate in a more direct 

manner. However, they also observed that Chinese colleagues and leaders appeared to 

be more willing to provide timely feedback and guidance on the performance of local 

manual workers. In this case, to overcome the language barrier, Chinese leaders 

communicated through local office staff who could speak English, as bridges to convey 

feedback to local manual workers. At the same time, if these workers were not satisfied 

with their Chinese supervisors' appraisals of their performance, they would also come 

to the office staff to help them communicate with Chinese supervisors for a more 

reasonable treatment. 
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7.3.2 The extent of the intended-implemented gap in performance management in 

Chinese SOEs 

 

While there is much research on the intent-implementation gap in HRM , there is a lack 

of research on how this applied to performance management (Ahlvik et al., 2016; Fu et 

al., 2020; Piening et al., 2014). This study helps to address this issue, drawing attention 

to how this gap varied depending on the four key aspects of performance management 

(performance planning, performance appraisal, performance feedback and rewards). Of 

these, performance appraisal was mostly implemented in accordance with the policies, 

while the implementation of policies related to performance feedback was less 

obviously so. The implementation of performance plans and rewards varied based on 

different situations. Four main reasons can be used to explain why this occurred. 

 

Firstly, although in both case organisations, policies relating to performance appraisal 

were well developed, in particular in relation to accountability and scoring criteria, the 

criteria for performance feedback procedures were vague. As a result, some managers 

believed that they had completed performance feedback by talking to staff on a daily 

basis throughout the workday. Meanwhile, although reward policies for Chinese 

expatriate staff from headquarters were designed in a comprehensive way and carried 

out in strict accordance with the intended requirements, for Chinese directly employed 

staff and local staff, the performance planning and reward policies were very broad, and 

there were many cases where the policies were not complied with. 

 

Secondly, the degree to which performance management was implemented effectively 

depended in part on whether performance appraisals were most heavily based on 

measurable indicators. Where this was the case, individual subjectivity had limited 

influence on the overall performance appraisal procedures. In the case of rewards, 

implementation was effectively carried out where rewards were distributed based on 

objective facts. For example, the thirteenth month's salary incentive in Mongolian 

organisations was based on the employee's attendance rate, and in practice, this was 

strictly implemented. However, in terms of career development such as promotions, in 

which objective performance results were not the only important criterion to select 

candidates, implementation was more variable. 

 

Thirdly, performance evaluation that was associated with financial reward was more 

likely to be implemented rigorously. This was because most Chinese employees and 

managers who chose to work in these developing countries were motivated by financial 

benefits. Similarly, the biggest incentive for local workers to stay in Chinese companies 

was the better financial income than local companies. Therefore, if financial rewards 

were not distributed in accordance with the intended policies, this would lead to a high 

degree of dissatisfaction and turnover among employees (Mphahlele and Dachapalli, 

2022; Rubel and Kee, 2015).  

 

Finally, implementation was more likely where headquarters was involved. The 
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headquarters of the two cases were in charge of approving the goal setting and the 

appraisal results of Chinese expatriate staff, and there was a high degree of 

implementation of relevant policies in these two aspects in the subsidiaries. Likewise, 

as performance-related pay for Chinese expatriates was also centrally managed by the 

headquarters, this was usually implemented as intended. On the other hand, there was 

no strict monitoring of performance feedback for Chinese expatriate staff in overseas 

subsidiaries, so the process was more discretionary for both managers and employees. 

 

7.4 Individual perceptions of good performance and performance management 

fairness  

 

Existing research on performance has referred to the different types of performance 

(Koopmans et al., 2013), factors that determine performance results (Pradhan and Jena, 

2017), and the influence of culture on the subjective appraisal of work performance (Gu 

et al., 2020). It has not yet, however, gone far in considering how perceptions might 

vary according to staff of different nationalities and at different hierarchical levels of 

the organisation. This study revealed new insights into the ways in which different 

members of staff viewed performance management. Their perceptions in relation to 

what they understand by good performance can be summarised within four themes: 

compliance and execution of assigned tasks, teamwork, interpersonal relationships and 

political participation.  

 

7.4.1 Individual perceptions of good performance in Chinese MNCs in other 

developing countries in Africa and Asia 

 

7.4.1.1. ‘Good performance’ as perceived by Chinese employees and managers 

 

Chinese senior managers were the group who had the most ideas about what ‘good 

performance’ was. The most frequently stressed element of good performance was the 

dedication of staff to their work. Secondly, Chinese senior managers also considered 

that compliance and execution of orders as planned was an important indicator of good 

performance. However, they specifically emphasised that high-performing line 

managers, especially Chinese ones, should not only guide the whole department in 

achieving high performance results, but should also be able to create a harmonious and 

friendly working environment for their subordinates. Finally, this study found that 

Chinese senior managers’ perceptions were heavily influenced by political factors and 

Chinese governmental administrations, from institutionalism perspectives.  

 

Perceptions of Chinese line managers appeared to be dependent on the expectations of 

others. For instance, almost all line managers agreed that completing the tasks assigned 

by their leaders on time was an important component. However, they also considered 

that it was important to get things done without causing problems for their leaders, 

colleagues or subordinates. One reason for this can be explained by their pursuit of 

career development. 
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Furthermore, from institutionalism perspectives, contrary to what might have been 

expected, Chinese line managers denied that good guanxi with others in their 

organisations were an important part of good performance. This denial might have been 

because they were concerned that guanxi might be viewed by others in a negative light. 

The study of Chen et al. (2011) could be useful in explaining why they avoided 

acknowledging the importance of guanxi: guanxi can often imply under-the-table 

transactions or benefit exchanges, and people may try to avoid these negative 

connotations. Finally, although many Chinese line managers were also members of the 

CCP, they did not perceive that involvement in political activities should be the standard 

for good performance. Nevertheless, they were still actively engaged because they 

understood that their managers cared about their involvement in political activities. 

 

Chinese employees were the ones who most clearly emphasised the importance of 

teamwork as a significant component of good performance. Unlike senior managers 

who highlighted the importance of dedication to teams and line managers who referred 

to not causing problems for others, Chinese employees cared more about 

communicating and cooperating with each other and considered this to be a necessary 

component of good performance. That reflects that the influences of Chinese 

institutions of collectivism on Chinese employees in a most directly way. In addition, 

contrary to their managers, Chinese employees admitted to the existence of guanxi and 

perceived it as a component of good performance. They even suggested that good 

guanxi with their leaders may help them to achieve better performance. Finally, many 

Chinese employees were not party members, and none of them believed that political 

involvement was associated with good performance. However, they still actively 

participated because many of these activities were organised by their managers and 

active participation helped them to improve their guanxi with these leaders. In other 

words, from an institutionalism perspective, guanxi had an impact on Chinese staff's 

perceptions of good performance at all hierarchical levels, but Chinese managers were 

often less willing to mention this aspect of influence; instead, employees would be more 

directly faced with the impact of guanxi in Chinese MNCs. 

 

 

7.4.1.2. ‘Good performance’ as perceived by host-country employees and 

managers 

 

When asked what constituted good performance, local staff tended to refer to the 

completion of tasks, but they did not emphasise that these tasks had been assigned by 

their leaders, as was the case for Chinese managers. Secondly, both Tanzanian 

employees and managers mentioned the importance of teamwork in assessing good 

performance, but Mongolian employees did not mention this. It is noteworthy that 

although both Chinese and Tanzanian employees agreed that teamwork was an 

important component of good performance, this did not seem to be reflected in practice, 

as cooperation between different nationals was often lacking. Form institutionalism 
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perspectives, this may be due to different work ethics and language barriers of host-

country staff. Thirdly, the influences of guanxi or personal relationships mostly had 

influences on the perceptions of host-country managers, rather than employees. 

Tanzanian managers recognised good personal relationships with Chinese leaders as a 

component of good performance and, similar to Chinese line managers, believed that 

good performance should be well recognised by their leaders. Also, they shared the 

same view as Chinese employees that a good personal relationship with Chinese leaders 

would help them to improve their performance. But the Tanzanian employee, while 

admitting that good communication with Chinese leaders was important for defining 

good performance, denied that good performance had anything to do with personal 

relationships. She also mentioned that she did not intend to pursue a long-term career 

in Chinese companies, and therefore the lack of importance of personal relationships 

might have been related to her career plans The link between personal relationships and 

career plans has been previously mentioned in the literature (Pradhan and Jena, 2017). 

 

More interestingly, although the Mongolian employee admitted that there were many 

kinships or friendships among local people in the subsidiary, she did not think that these 

personal relationships or social networks had any impact on good performance, nor did 

she agree that her leaders would judge their employees' performance based on how 

good their relationships were. In reality, however, Chinese managers and employees 

indicated that personal relationships did influence the performance management of 

Mongolian employees (see Section 6.2). Although she did not admit this, it is possible 

that the Mongolian employee had a similar opinion of personal relationships (and 

guanxi) as the Chinese managers – that it might be misunderstood as a form of 

corruption. Finally, because of strict prohibition by the Mongolian and Tanzanian 

governments of taking part in political activities, local staff were not informed of any 

political-related activities and therefore said that they did not consider these to be 

relevant to performance. They were also asked whether their own religious or political 

beliefs influenced their perceptions of what constitutes good performance but denied 

that this was the case. 

 

 

7.4.2 Perceptions of fairness in performance management  

 

Much of the research on perceptions of fairness in performance management has been 

conducted from the perspective of organisational justice, in terms of procedural justice, 

distributive justice, and interactive justice (Thurston and McNall, 2010; Tran et al., 

2021). However, previous research in this area has highlighted three main aspects. The 

first is that existing research has focused on the two activities of performance appraisal 

and performance reward, and there is a lack of research on employee perceptions of 

overall performance management practices (Azman and Mohd Ridwan, 2017; Gu et al., 

2020). Secondly, current research has primarily centred on employee-level perceptions 

but has neglected the perceptions of higher-level line managers and senior managers 

about the fairness of performance management (Sharma et al., 2016). The third is that 



  168 

studies have mostly been carried out in the public sector, such as higher education, 

health-care sector, or government administration (Rubel and Kee, 2015; Harrington and 

Lee, 2015; Bauwens et al., 2019; Ryu and Hong, 2020; Brefo-Manuh and Anlesinya, 

2023); limited research has been carried out on perceptions of fairness among different 

members of staff within a Chinese MNC operating in other developing countries. 

 

Based on research in Chinese MNCs' subsidiaries or regional centres in Africa and Asia, 

this study found different perceptions of fairness in performance management among 

employees and managers from China and those from the host countries. Consistent with 

previous research on perceptions of fairness in relation to performance management, 

the findings of this study confirmed the importance of employees' perceptions of 

fairness. However, this study has revealed interesting and novel findings. The first is in 

relation to how different types of staff have different perceptions of fairness in 

performance management; the second is regarding the impact of perceptions of fairness 

in performance management. These two findings are discussed in more detail in the 

next two sections. 

 

 

7.4.2.1. Perceived fairness of performance management from perspectives of 

different types of staff 

 

Existing studies have focused on perceptions of fairness in performance management 

for employees in general from the lenses of procedural justice, distributive justice and 

interactive justice (Azman and Mohd Ridwan, 2017; Harrington and Lee, 2015; 

Sumelius et al., 2014), but this study revealed that different types of staff had different 

perceptions of fairness in performance management, as explained below. 

 

1) Performance management fairness perceptions of staff with different 

nationalities 

 

In other developing country subsidiaries or regional centres of Chinese MNCs, Chinese 

and host country employees' perceptions of fairness in performance management were 

different. Gu et al. (2020) has argued that Chinese employees' perceptions of fairness 

in performance appraisal in Chinese firms can be viewed in terms of both distributive 

and procedural justice and highlighted that employees' perceptions of fairness in 

performance appraisal in Chinese Sated-owned enterprises (SOEs) can be highly 

influenced by guanxi. They also found that the lack of procedural and distributive 

justice in performance appraisal was perceived more negatively by employees in 

Chinese SOEs, especially when compared to foreign firms in China. Similarly, this 

study found that when Chinese SOEs came to other developing countries, Chinese 

employees' perceptions of unfairness were still focused on both procedural and 

distributive justice in performance appraisal, and no perceptions of interactional justice 

were raised. However, in this study, the reasons for the perceived unfairness in the 

distribution of performance appraisals were related to the 'big pot of rice' phenomenon 
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in Chinese SOEs. This was mainly reflected in the complaint that if a project department 

worked on and completed four projects in a given year, it could only receive the same 

appraisal results, and thus the same performance rewards, as a project department that 

completed only one project in the same year. That is, they felt that it was unfair because 

the performance rating did not reflect their contribution. Secondly, the perception of 

unfairness in terms of procedural justice centred on the persuasion of Chinese managers 

to give up some rewards that were related to honours or travel to local employees when 

it came to the distribution of rewards. In conclusion, it can be seen that Chinese staff's 

perceptions of fairness in performance management was not related to the notion of 

guanxi in the African and Asian subsidiaries or regional centres of Chinese SOEs. 

 

There has not been much research on the perceptions of fairness in performance 

management among host country staff in MNCs in developing countries. This study 

filled this gap and found that local staff cared more about how they were treated 

throughout the performance management process in Chinese MNCs (interactive justice) 

than was the case for Chinese employees. Consistent with existing research that has 

suggested that high economic earnings were an essential factor in attracting local 

workers to work in Chinese MNCs in other developing countries (Jackson et al., 2013) , 

this study revealed that developing country workers’ perceptions of the fairness of 

performance management were also related to economic earnings. However, other 

factors were also important. For instance, in the Mongolian case, local people preferred 

soft-spoken communication style, but many Chinese staff did not respect this local 

custom, but often used a very direct and loud voice during work communication and 

feedback. Thus, the Mongolian employee felt unsatisfied with how they were treated 

by Chinese staff in Chinese MNCs. 

 

This finding was even more evident in the Tanzanian case. Although the majority of 

respondents (Chinese and Tanzanian locals) agreed that Chinese companies attracted 

locals to work in their firms by providing a good source of economic income, the local 

Tanzanian office workers all highlighted that they were not treated equally in the 

performance management process. They highlighted two main aspects: firstly, they felt 

that most Chinese employees and managers were not patient and friendly in 

communicating with them about work assignments and work improvements. Secondly, 

they indicated that they were not allowed to participate in the formal meeting of the 

daily management. So, they felt demotivated and less committed because they knew 

nothing about how their work contributed to the organisational development. Even 

more, there were no formal performance management policies for Tanzanian staff in 

the Tanzanian case. This was firstly because these local office workers had received an 

above average education and therefore wanted not only to earn a financial income from 

working for Chinese companies, but also to learn more management experience to help 

them in their future career development. The second reason was related to the local 

culture in Tanzania of respect and non-confrontational communication (explained in 

more detail in section 6.4). However, from the point of view of the Chinese staff in the 

Tanzanian project department, they thought that the local people were working in 
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Chinese companies purely because the income was much higher than that of the local 

companies. They therefore did not consider it necessary to consider further 

requirements related to personal development while ensuring a stable income for the 

local staff. 

 

2) Performance management fairness perceptions of staff with different 

hierarchical positions 

 

Most of the existing studies on perceptions of fairness in performance management 

have been conducted from the perspective of the employee, i.e. the appraisee (Azman 

and Mohd Ridwan, 2017; Sharma et al., 2016; Sumelius et al., 2014). This study 

provided a more diverse perspective by focusing not only on the attitudes of the 

appraisee, but also on the perceptions of the appraiser and the decision maker of the 

performance management policy. This revealed that attitudes and perceptions of 

fairness in performance management differed between among levels of staff, from 

junior employees to line managers and senior managers, in the developing country 

branches or regional centres of Chinese MNCs. Senior managers in this study 

acknowledged that there were some degrees of ‘unfairness’ in performance 

management distribution within the organisation (for example, in the Tanzanian case, 

the performance scores of the department that completed four projects were similar to 

the performance scores of other departments that completed one project). However, 

they regarded this to be justified to a certain extent, as it was necessary to take into 

account the disparities between departments (some departments were located in 

economically disadvantaged areas where there were not as many projects to be 

completed) in order to ensure that the majority of staff were motivated to work.  

 

As for line managers, this study found that they were the most closely associated, 

among all groups, with procedural justice in the performance management process. For 

example, Chinese managers appreciated the difficulties of Chinese employees working 

in developing regions and gave Chinese employees better subjective performance 

evaluation scores. They also persuaded their Chinese subordinates to concede honour-

related rewards to local employees. These actions were indeed procedurally unfair, but 

Chinese managers seemed to accept them. This was mainly due to the deep influence 

of Chinese collectivism and Confucian culture (see Section 7.5 below). Chinese 

employees would accept the procedural unfairness of non-material rewards such as 

honorary titles. But they were unhappy with the distributional unfairness of their 

performance contributions not being reflected in performance achievements, which 

were closely linked to performance related pay, i.e. their financial income. Many 

Chinese employees had therefore proposed to the policy makers that the performance 

appraisal policies should be changed. 
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3) Performance management fairness perceptions of staff with different labour 

contracts 

 

This study has found that Chinese SOEs' overseas subsidiaries have diverse 

employment systems, with different employment contracts for different staff. In section 

7.2.2, it is discussed that in these subsidiaries, performance management policies for 

staff with different employment contracts are distinctive. This section discusses how 

staff with different contract styles perceive performance management. Previous 

research has ignored the perceptions of employees with different types of employment 

contracts regarding the fairness of performance management (Bauwens et al., 2019; 

Harrington and Lee, 2015). This study innovatively found that even among people of 

the same nationality and at the same organisational hierarchy, different labour contracts 

affected the way they received performance management and therefore their 

perceptions of fairness in performance management varied.  

 

Among Chinese staff, even at the same level, the perception of fairness in performance 

management differed among line managers or employees with different contract types. 

Directly employed staff in subsidiaries or regional centres of Chinese SOEs in 

developing countries stressed the unfairness of performance management, especially in 

terms of distribution. This was because most Chinese directly employed workers did 

almost the same work and had almost the same responsibilities as their expatriate 

counterparts from headquarters. Yet due to the different contractual arrangements, the 

Chinese directly employed workers earned much less than their expatriate colleagues 

on contract from headquarters in China, even though there was little difference in 

performance results between the two types of Chinese staff at the same level. However, 

for dispatched Chinese workers, as long as the contracted salary range was paid on time, 

they did not care much about how performance management was carried out and 

expressed little opinion about the fairness (or unfairness) of performance management. 

 

 

7.4.2.2. Impacts of perceived fairness of performance management in Chinese 

SOEs in other developing countries 

 

There is much research on the impact of employee perceptions of fairness in 

performance management, but most of this research has focused on the public sector, 

such as higher education, the civil service, or the Federal Bureau of Investigation 

(Bauwens et al., 2019). This study found that the impacts of perceptions of fairness in 

performance management in the context of SOEs differed across different types of staff. 

Some of these effects changed as staff became used to the working patterns of from 

other cultures.  

 

1) Impact of the perceived fairness of performance management on burnout 

 

Firstly, extensive existing research has found that the perceived fairness of performance 
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management has been closely related to employee burnout (Bauwens et al., 2019; Cole 

et al. 2010; Howard and Cordes 2010). This has meant that the distributive justice, 

procedural justice and communication justice experienced by employees in 

performance management can have an impact on their feelings of burnout. However, in 

this study, none of the types of staff said that they had experienced burnout as a result 

of the unfairness of performance management. For example, as mentioned in section 

5.4.2.1, directly employed employees and managers in China were responsible for the 

same work, but earned less than their colleagues who had a formal contract. Thus, they 

felt that their contribution was not reflected and respected in the existing performance 

management system (perceived injustice in distribution). However, none of the Chinese 

directly employed employees interviewed expressed any burnout or dissatisfaction with 

their jobs. This is likely because, even though they earned less than formal contract 

employees, the job still paid more than most of the other jobs available to them. 

Moreover, most of them had the expectation that they would later be able to move to 

regular employment if they were evaluated as demonstrating good performance.  

 

In contrast, almost every local employee and manager (both Mongolian and Tanzanian) 

mentioned the unfair problems that they had experienced as a result of the behaviour of 

Chinese leaders or colleagues, and they also explained that the methods of 

communication were not appropriate. They also explained that interactional injustice 

had caused them to feel broken and burned out in the early stages of their work (for 

example, one Tanzanian employee said she burst into tears when she first started 

working). However, as they interacted more with the Chinese at work, they said that 

they understood and adjusted their working attitude to achieve high productivity. At the 

same time, the low level of burnout was arguably due to the above-average income and 

the fact that they could learn a lot of experience and skills from the job that would 

benefit them in their future career. 

 

2) Impact of the perceived fairness of performance management on employee 

satisfaction and organisation commitment 

 

Much of the existing literature has suggested that fairness in performance management 

affects employee satisfaction and organisational commitment (Mphahlele and 

Dachapalli, 2022; Salleh et al., 2013). Consistent with this, this research found that this 

was also the case and applied mainly to host-country staff in developing countries in 

Africa and Asia. For these local employees and managers, their perceptions of 

performance management were mainly focused on interactional justice. Tanzanian 

employees and managers, in particular, generally thought that Chinese managers did 

not treat them fairly. This had affected their job satisfaction. However, because of the 

limited local employment opportunities in these developing countries, they still 

considered that it was valuable to work in Chinese companies, so they would still work 

hard. However, their job satisfaction and organisational commitment to Chinese 

companies was not high and therefore they would not consider staying with Chinese 

companies in their long-term career plans. 
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In contrast, for Chinese directly employed staff, despite their dissatisfaction with the 

fairness of the distribution of performance management, they generally perceived 

working in the overseas subsidiaries of such large Chinese state-owned enterprises as a 

very stable and promising job opportunity, and therefore they were more committed to 

the organisation than local staff. This arguably reflected the influence of the Chinese 

culture of risk avoidance and long-term orientation on the thinking and behaviour of 

Chinese staff. 

 

The final aspect of the discussion on the impacts of perceptions of fairness of the 

performance management process by staff is related to appeals against performance 

evaluation and employee voice. Both Gu et al. (2020) and Xiang et al. (2019) have 

argued that appeals against poor performance evaluation and a lack of employee voice 

led to negative perceptions of procedural justice in performance management. In line 

with this, this study found that staff in the host country, particularly Tanzanian staff and 

managers, had negative perceptions of procedural justice in performance management 

in Chinese companies due to a lack of voice. From an institutional perspective, this 

could be attributed to the emphasis on labour rights in Tanzania, and therefore their 

expectations that they should be able to voice their opinions. 

 

The study of Gu et al. (2020) also found that guanxi had negative impacts on 

perceptions of fairness in employee performance management, but that these impacts 

were dynamic and could not be interpreted in a uniform way across all different 

organisational contexts. Furthermore, they identified how guanxi had less impact 

outside the state-owned sectors. This study focused on the subsidiaries and regional 

centres of two Chinese state-owned enterprises in developing countries in Tanzania or 

Mongolia. For security reasons, Chinese managers and employees worked and lived in 

a specific area, and thus they were close to each other. In this context, there was a special 

personal relationship between them and, as a result of this relationship, the appeals 

systems in the overseas subsidiaries or project centres of the two SOEs were less well 

developed and less specifically implemented than in other components of performance 

management. For example, there was no formal performance feedback in the 

Mongolian subsidiaries, and in practice, very few Chinese employees would pursue 

formal performance appeals in response to dissatisfaction with performance evaluation 

results. However, it was notable that the majority of Chinese staff in this study did not 

have negative perceptions of this, and instead generally thought flexible and informal 

forms of performance feedback and appeals to be acceptable and conducive to 

workplace effectiveness. 
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7.5 Institutional factors that impact performance management formulation, 

implementation and perceptions in MNCs 

 

Some extant studies, which examine HRM in MNCs through an institutionalism lens, 

have focused on the impact of institutions and culture on performance management in 

one of the home or host countries (Kamoche et al. 2015; Khan et al. 2019; Paik et al. 

2011). However, this paper provided a more comprehensive explanation of how 

institutions and culture affect the performance management of MNCs abroad, 

considering the influence of both home and host countries’ institutions. More 

importantly, although existing research has seemed to suggest the general assumption 

of the stability and universal explanatory value of institutional variables in both the host 

and home countries, the empirical data from this study has cast doubt on the universality 

of those arguments (Hofstede 2001; Warner 2014; Child 2009; Nolan 2018a). Instead, 

this study argued that institutional influences on performance management in MNCs 

was highly specific and should be understood as a dynamic, changing process. 

 

This is mainly reflected in the following aspects. Firstly, there were different factors 

that played major roles in the formulation and implementation of performance 

management policies – different institutional factors had different effects at different 

stages of performance management. Secondly, at the individual level, even the same 

institutional factor had different degrees of influence on how various types of staff 

perceive performance management. Even for staff with the same nationality, there were 

differences in the extent to which some institutions played a role in their perceptions of 

performance management. Thirdly, the hindering effect of some institutions on the 

performance management (or HRM) of MNCs in developing countries in Africa or Asia 

did not remain unchanged; on the contrary, in Chinese SOEs, these negative effects 

appeared to be mitigated by flexible performance management policies and practical 

implementation. Fourth, in crisis situations, the home countries' regulative systems 

could play a more important and stronger role in performance management than usual.  

 

7.5.1 Different influences of institutional factors on performance management 

policy formulation and practical implementation  

 

Although previous studies have suggested that institutions significantly influence HRM 

and performance management policies and practices at the organisational level, it was 

interesting to note that in this study, different institutional factors played different roles 

in the formulation and implementation of performance management systems in MNCs. 

The institutions that played a major role in the policy formulation stage of performance 

management were not quite the same as those that played a major role in the practical 

implementation stage. This further helped to explain why there was a gap between 

performance management policies formulation (at the organisational level) and the 

practical implementation.   
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1) Institutional factors that play an important role mainly in the performance 

management policies formulation stage 

 

In common with previous evidence on the impact of institutions on HRM or 

performance management, the findings from this study showed that host and home 

country regulatory institutions played a major role in the performance management 

policy formulation in SOEs. However, in the context of Chinese subsidiaries/regional 

centres in Tanzania and Mongolia, it was interesting to find that, in addition to 

regulatory institutions, some normative and cultural-cognitive institutions, which 

mainly had an impact on individual reactions or perceptions, also significantly impacted 

on the design of performance management systems. 

 

Performance management in the subsidiaries of SOEs in any country must comply with 

local government regulations and legislation, which means regulatory institutions 

(Edwards et al., 2019). This study found that performance management of Chinese 

companies in Tanzania as well as in Mongolia was no exception. National trade unions 

in these developing countries were very important in protecting workers' rights. In 

addition, local laws in Mongolia and Tanzania were strict regarding dismissal of 

employees and local manual workers were required to be paid overtime for additional 

work beyond what was required. These host-country regulatory institutions have been 

respected and reflected in the performance management systems of local staff by 

Chinese SOEs.  

 

Moreover, influenced by the Belt and Road Initiative, the performance appraisal 

indicators of the two case originations emphasised the organisation's contribution to the 

local community and its social responsibility (Aoyama, 2016).  Also, performance 

appraisal for expatriate staff who signed contracts with the headquarters included an 

assessment of participation in some political activities related to the Chinese 

Communist Party. However, as both the Tanzanian and Mongolian governments 

prohibited political activities in their companies, these political activities and appraisals 

were not applied to local employees. 

 

As far as regulatory institutions are concerned, overall, the performance management 

systems for employees or managers of different nationalities were mainly constrained 

by the governmental requirements and laws of their own countries. In section 8.2, it is 

specifically discussed how the performance management of Chinese MNCs in other 

developing countries was characterised by standardisation for Chinese employees and 

localisation for local people. 

 

There are also normative and cultural-cognitive institutional factors that d a significant 

role in the stage of policy formulation. Previous studies have indicated the active 

application of hard work, sacrifice and collectivism in the HRM of Chinese MNCs in 

less developed regions such as Africa (Lee, 2009; Jackson, 2014). However, in contrast 

to previous literature, this research found that Chinese MNCs did not seek to apply 
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standardised performance management practices, which reflect these Chinese 

normative and cultural-cognitive institutions, to their host-country staff. Instead, it is 

found that these Chinese normative and cultural-cognitive institutional features 

primarily influence Chinese employees and managers in Chinese MNCs in other 

developing countries, like Tanzania or Mongolia.  

 

Firstly, in both cases of this study, the design of the performance management system 

for the subsidiary and the regional centre took into account the lower literacy level of 

the local workforce and the language barrier between the two sides, which could affect 

the understanding of complex policies. Also, due to the lower level of managerial and 

work skills of the locals, their contributions to the business were mostly less than that 

of the Chinese employees and managers. Therefore, when designing performance 

management policies for locals, it would take less time and money to create a complex 

and comprehensive system, and instead more simplified and straightforward policies 

would be required.  

 

Secondly, the Chinese culture is characterised by the harmonious, collectivist and long-

term orientation of Confucius, which is also reflected in the formulation of performance 

management policies. There were, for example, some team-oriented performance 

appraisal targets and quarterly or annual performance bonus payment cycles. However, 

influenced by the short-term orientation and the lack of money-saving habits, the more 

money some local workers were paid in one lump sum, the quicker they would go and 

spend it, leading to absenteeism. Given the ongoing cost of staff renewal, companies 

cannot easily dismiss absent employees. So, to ensure that there were enough workers 

in production every day, the company opted for a shorter payment cycle for 

performance rewards. 

 

At the same time, Chinese companies in Africa or other developing countries in Asia 

have designed their performance management policies with a strong focus on the 

influence of local religious beliefs and customs. For example, during local religious 

holidays, the company would organise relevant celebrations for the local people and 

take holidays in accordance with local regulations. Employees who work during this 

period were given extra compensation for overtime work. However, for local customs 

such as the drinking of alcohol in Mongolia, the Chinese company has designed a 

comprehensive policy to mitigate the negative impact of such customs on performance 

management. 

 

More importantly, this study found that the cultural system of local work attitudes and 

ethics has a significant impact on the performance management policies of Chinese 

companies in Africa and other developing countries in Asia. In particular, the 

Mongolian people's pursuit of honour has led the Mongolian subsidiary of SOE X1 to 

place more emphasis on non-material rewards for local staff when designing 

performance rewards, such as more specific honours and annual award ceremonies for 

them. 



  177 

2) Institutional factors that play an important role mainly in the performance 

management policies implementation stage 

 

In section 7.3, this study discusses that there were gaps in the performance management 

policy intentions and implementations of Chinese MNCs in other developing countries 

in Asia and Africa and the behaviour of Chinese employees and managers played a 

more important role in the emergence of intended-implemented gaps of performance 

management policies in these organisations. This section is concerned with explaining 

the reasons for these gaps from the institutionalism perspective. Previous research has 

suggested that institutional and cultural factors in both the home and the home country 

can have an impact on the HRM or performance management practices of MNCs in 

other countries, leading to the existence of gaps between intentions and implementation 

(Ayentimi et al., 2019; Ouyang et al., 2019; Yahiaoui et al., 2021). Although the findings 

from this study are consistent with this research in many ways, they also provide a more 

nuanced explanation of why this might be the case. 

  

This study suggested that the institutional or cultural factors that influenced the 

formulation of performance management systems in the subsidiaries or regional centres 

of Chinese SOEs in Africa and other developing countries in Asia were not identical to 

those that influenced the implementation of specific performance management systems. 

Yahiaoui et al. (2021) argued that the influence of cultural characteristics such as power 

distance and the need to save face in the host countries on local managers resulted in 

the "ceremonial adoption" of performance appraisal policies in Western MNCs in 

developing countries. The findings of this study further extended the arguments, 

providing a more nuanced explanation that the intended-implemented gaps of 

performance management. These were found to exist not only because the behaviour 

of local managers is influenced by the host-country culture, but also because the 

implementations of home country employees and managers were significantly 

influenced by both home and host country institutions and culture, mainly normative 

and cultural-cognitive institutions. 

 

Firstly, all the normative institutions in both China and the host countries have had an 

impact on the implementation of performance management. The first major influence 

is the widespread presence of guanxi in Chinese society. This study found that in other 

developing countries, such as Mongolia, relationships also played a role in the 

management of companies. Under the influence of guanxi, the implementation stage of 

performance management in subsidiaries of Chinese MNCs in other developing 

countries, such as Mongolia, was characterised by an informal performance feedback 

process and by promotion choices influenced on the basis of personal relationships (not 

purely on the basis of performance appraisal results). Secondly, corruption was 

identified as a normative institution (Luiz and Stewart, 2014) and this paper 

innovatively explained how the performance management of Chinese MNCs in these 

developing countries in Africa and Asia was mainly characterised by this institutional 

feature. Firstly, the study confirmed that institutional factors associated with corruption 
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(such as government delays or the need for additional payments to improve efficiency) 

primarily played a role in the policy implementation stage of performance management 

and did not have a significant impact on the policy formulation. Influenced by these 

institutional features, as for Chinese staff of Chinese SOEs located in these regions, as 

outsiders, they were inefficient in dealing with tasks that requires interaction with the 

host-country governments, so that they might fail to complete the tasks in time. Chinese 

managers therefore took this situation into account and did not deduct points from the 

performance appraisal of employees whose work was hindered by delays from the local 

governments. Finally, Chinese managers, when planning the work of their subordinates, 

would tend to give the local staff, whether workers or office workers, relatively simple 

and easily achievable goals, but give the more important tasks to the Chinese staff, 

given that the local staff, whether workers or office workers, generally had lower levels 

of competence and skills than the Chinese staff. 

 

For cultural-cognitive institutions, these institutional characteristics of the home 

country and the host countries had important influences on the implementation of the 

performance management systems respectively. Traditional Chinese culture 

emphasised family bonding and risk avoidance, but for those who came to developing 

countries in Africa or Asia, it meant that they were far from their families and their 

living conditions were relatively poor compared to those at home. Because the shared 

cultural background, Chinese leaders could understand the hardships of working far 

away from home and thus gave as higher performance evaluation scores as possible to 

their Chinese subordinates or colleagues (regardless of the types of employment 

contracts) so that they might receive better incomes. 

 

In addition, Mongolia and Tanzania were both highly masculine societies in this study 

(de Waal, 2007; Rarick et al., 2014). Influenced by this culture, Chinese managers were 

sympathetic to the difficulties of local female employees with family responsibilities 

and were more lenient in managing their performance in their daily work. This was 

mainly reflected in the more permissive approach to attendance when it came to 

implementation. In addition, this study found that both Tanzanians and Mongolians 

preferred a gentler style of communication. Out of respect for this custom, Chinese 

employees and managers gradually adopted a more soft-spoken communication style 

in performance feedback and daily communication. 

 

At the same time, religious factors in the host country influenced not only the 

formulation of the policies, but also the implementation and working arrangements. For 

example, during the Muslims' Ramadan fast, Chinese managers would not give them 

very hard work considering their energy and physical strength. Similarly, the language 

barrier between the two countries also affected the implementation of performance 

management to a certain extent, especially as Chinese managers were less willing to 

give formal performance feedback to local employees. 
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7.5.2 Varying impacts of institutional factors on different types of staff's 

perceptions of performance management 

 

Existing literature has recognised the significance of contextual factors in HRM (Cooke, 

2014; Khan et al., 2019). However, the impact of culture on employees’ perceptions of 

HRM has not been sufficiently addressed (Farndale and Sanders 2017; Wang et al., 

2020); Xiao and Cooke, 2022). And there is a lack of existing research on the 

perceptions of different types of staff in relation to HRM. This study focused on 

performance management from the perspective of institutional and cultural influences, 

and helped to address that gap since it reveals how these institutional and cultural 

factors have different effects on performance management in relation to different types 

of staff in MNCs. The study identified staff by nationality, hierarchical level and 

employment contract types, providing a more comprehensive and nuanced explanation 

of the impact of institutions on the performance management of different types of staff 

in Chinese MNCs when operating in other developing countries. Section 7.4.1 

explained that how employees and managers of different nationalities perceive 

performance management differently, while also interpreting how their respective 

national institutions influenced the perceptions of host- and home-country staff on 

performance management from an institutionalism perspective. This section therefore 

focuses on the varying impacts of Chinese institutional factors on Chinese staff with 

different hierarchical levels and employment contract types. 

 

1) Varying impacts of Chinese institutional factors on Chinese staff with different 

hierarchical levels 

 

Having explained the varying effects of different national cultures and institutions on 

the perceptions of performance management among staff of different nationalities, this 

study further explored how different levels of hierarchy in the organisation affected the 

perceptions of performance management (good performance and fairness of 

performance management).   

 

- Perceptions of good performance 

 

Firstly, for the Chinese regulatory institutions, the perceptions of senior Chinese 

managers were largely influenced by political factors and Chinese governmental 

administrations. The first point is that they perceived that good employees ought to be 

actively involved in seeking to understand and take part in activities related to the 

Chinese Communist Party. Secondly, they had higher expectations of employees who 

were members of the Chinese Communist Party in terms of their performance. Thirdly, 

most senior managers suggested that the understanding of 'good performance' should 

be considered not just at the individual level, but also at the organisational level. This 

latter element involved contributing to the development of the regions in which they 

were located, especially with regard to building local infrastructure and educational 

development. For line managers and employees, their perceptions of performance 
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management (including good performance and fairness) did not mention anything 

related to Chinese regulatory institutions, even though some of them were members of 

the Chinese Communist Party. 

 

Secondly, regarding the impact of the normative institutions on the perception of good 

performance, it is interesting to note that most Chinese managers refused to admit that 

good performance was related to guanxi, whereas Chinese employees believed that 

good performance was significantly related to their guanxi with their leaders. This is 

because Chinese managers put more emphasis on career development, and they tried to 

avoid mentioning negative connotations. Previous research can be used to explain this: 

Chen et al (2011) argued that 'guanxi' often implied under-the-table transactions or 

benefit exchanges. 

 

Thirdly, among the Chinese cultural-cognitive institutions, Confucianism and 

collectivism had the most significant impact on what Chinese staff at different 

hierarchies considered to be good performance. However, how the definitions of good 

performance were influenced differed among staff at different hierarchical levels: 

senior managers were more concerned with the dedication of their staff to the 

organisation, while line managers emphasised harmony within organisations, and 

finally employees cared about teamwork and cooperation at work. This reflects staff at 

different hierarchies of the organisation assuming different (levels of) responsibilities 

(Fu et al., 2020; Rees and Johari, 2010; Sharma et al., 2016). In such cases, this research 

concludes that the way in which cultural factors influence staff perceptions varies. 

 

- Perceptions of performance management fairness 

 

The second part of Section 7.4.2.1 explained the perceptions of performance 

management fairness likewise varied among staff with different hierarchical positions. 

From the institutional and cultural perspectives, collectivism and Confucianism again 

had a significant impact on the perceptions of performance management fairness of 

staff with different hierarchical positions. Once more however, such influence on the 

perceptions of fairness in performance management differed among different types of 

staff. Firstly, under the influence of collectivism, senior managers of Chinese MNCs in 

subsidiaries or regional centres in other developing countries, although acknowledging 

the existence of some unfair distribution of performance management (see Section 

7.4.2.1, Part 2 for more details), thought that Chinese employees could understand and 

should accept such dedication in view of the overall development of the whole regions. 

However, for line managers and employees in China, they viewed this as unfair and 

unacceptable. 

 

Secondly, influenced by Confucianism, Chinese line managers persuaded their Chinese 

subordinates to give some titles of honour to host-country staff for the sake of the 

overall harmony of the whole departments. They considered this procedural injustice to 

be acceptable, while for the Chinese employees, if these honours were related to 
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financial income, they would not accept them and would consider it unfair. At this point, 

Confucius' idea of harmony had limited impact on their perceptions. In other words, the 

influence of collectivism and Confucianism on staff perceptions of performance 

management fairness in other developing country subsidiaries or regional centres of 

Chinese MNCs appears to increase as their hierarchical position in the organisations 

increases. 

 

2) Varying impacts of long-term orientation and collectivism on Chinese staff with 

different employment contact types 

 

In addition to the institutional and cultural influences on perceptions of performance 

management fairness among staff of different nationalities and organisational levels, 

this study also highlights how staff with different employment contract types have had 

different perception of performance management and thus contributes to new 

understanding in the field. The study found that long-term orientation, a Chinese 

institutional factor, also had diverse effects on how fairness in performance 

management was perceived by Chinese staff with different contract type. 

 

Firstly, it is evident that the performance management system for expatriates from 

headquarters is more advanced in terms of appraisal methods, better welfare packages 

and is more supportive of their career development. This is because of the impacts of 

the Chinese institutional feature of long-term orientation and collectivism. Chinese 

MNCs viewed expatriate staff with headquarters contracts as being more loyal to the 

companies and potentially able to make greater contributions to the organisations. 

Accordingly, the perceptions of expatriate staff from headquarters tend to focus more 

on the fairness of promotion or training for future career development. 

 

However, Chinese directly employed staff of Chinese MNCs in other developing 

countries perceived this as unfair, as they earned less for the same work capacity and 

contribution as expatriate staff from headquarters. The long-term orientation of China's 

culture has an impact on these employees' expectations for better remuneration and 

career development. As such, some Chinese subsidiaries may reward their Chinese 

directly employed staff for their excellent performance by switching to a contract with 

the headquarters.  

 

However, for Chinese labour dispatch workers, the cultural characteristics of long-term 

orientation did not have much impact on their performance management in Chinese 

MNCs in other developing countries. Performance management in their overseas 

subsidiaries or regional centres in Africa overall was simpler and more informal (Cooke 

et al., 2018). But this research found that most Chinese labour dispatchers did not feel 

a great deal of dissatisfaction or unfairness in this regard. From an institutional theory 

perspective, there are two main reasons to explain the work satisfaction of Chinese 

dispatched workers. Firstly, the technical skills of the local workforce were generally 

low, whereas Chinese dispatched workers, because of their advantages in terms of skills, 
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often acted as team leaders and were responsible for assessing and managing the 

performance of local workers. This increased their involvement and motivation at work 

to a certain extent. This reflects the influence of power distance on Chinese people. 

Secondly, this research found that even the lack of a systematic performance 

management system and career development prospects were not important to these 

Chinese dispatched workers as long as their financial incomes were desirable enough. 

In such circumstances, the Chinese institutional feature of long-term orientation played 

a limited role in designing performance management systems for Chinese dispatched 

workers.  

 

 

7.5.3 Changes in the negative impact of institutional factors on performance 

management 

 

Previous studies have referred to six dimensions of macro institutions in less developed 

host countries that could undermine the progress of HRM in MNCs in Africa, such as 

education and training arrangement, labour market conditions, cultural barriers 

(Ayentimi et al., 2019). In common with previous evidence on institutional influences 

of HRM, the findings from this study showed that there were some institutional factors 

in the host countries having some negative impact on performance management. 

However, in the context of Chinese SOEs in Tanzania and Mongolia, the situation is 

more complex. The findings gave a more nuanced interpretation that Chinese SOEs in 

these host countries did not emphasise the opportunities or challenges posed by host 

country institutions in performance management, but rather focused on minimising the 

negative impact of some institutional factors and even turning them into positive 

impacts through the design and implementation of appropriate performance 

management systems. This is explained below.  

 

Firstly, similar to the paper of Ayentimi et al. (2019), this study also found that religious 

beliefs created some barriers to performance management for Chinese companies in 

other developing countries. For example, relatively frequent religious festivals led to 

higher absenteeism of local staff. In addition, some religious rituals, such as Ramadan 

(Muslim fasting), may cause some local workers to lose energy and stamina during 

daytime work, which may affect their productivity and performance. However, in the 

case of Chinese MNCs in developing countries such as Tanzania or Mongolia, it was 

noticeable that, through the design of performance management policies (double 

remuneration for working during religious festivals and organising religious-related 

activities for local people) and the implementation of specific measures (Chinese 

managers giving local employees lower workloads during the fasting period), the 

institutional factors related to religious beliefs were respected and valued in Chinese 

MNCs, and the negative effects of such institutional factors gradually diminished. Some 

local employees were even inspired in response to work with a positive attitude as a 

result, which led to increased productivity and performance. 
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Another finding concerns the relatively low level of labour production in the region and 

the cronyism of local governments, which can hinder the performance management of 

MNCs in developing countries. Indeed, existing studies have indicated that Chinese 

staff in Chinese MNCs can be aware of some of the difficulties that these institutional 

features can cause for performance management (Yuan et al., 2016; Feng, 2017). The 

empirical data from this study also suggested the similar findings. For instance, it has 

been shown that some local leaders' relatives work inefficiently, but Chinese mangers 

rarely criticise them directly. However, my research did not stop there, but went further 

and found that in practice, Chinese line managers were flexible in organising their work 

and tried to assign important tasks to Chinese staff, thus ensuring that the quality and 

efficiency of the department as a whole did not suffer, and thus ensuring that 

performance targets were met. In other words, the negative impacts on the performance 

management of Chinese SOEs in their subsidiaries or regional centres in these 

developing countries, caused by the relatively low level of labour production and the 

cronyism of the local government, were mitigated. 

 

7.5.4 Impacts of home-country and host-country institutions on performance 

management in Chinese SOEs during crisis situations 

 

In the post-Covid epidemic era, some scholars have emphasized the need for research 

focused on critical areas. For instance, there is a growing recognition that HRM 

research is remains closely linked to its external environment, particularly the 

interactions between social and institutional factors, which are possibly affected by 

external and internal crises (e.g. COVID-19) (Cooke et al., 2021). But research related 

to this is still limited. This study contributes by revealing the impact of external 

institutional factors on the performance management of MNCs in situations of crisis. It 

also provides a nuanced explanation of the different effects of the regulatory institutions 

in the host and home countries on the performance management of MNCs in situations 

of usual and crisis. 

 

Prior to the Covid-19 outbreak, Chinese SOEs in other developing countries, such as 

Tanzania or Mongolia, strictly followed local government regulations and legislation in 

managing performance. This was mainly reflected in protecting the rights and interests 

of local employees, promoting the development of the local job market and not 

dismissing local employees easily, paying local people overtime wages as required by 

law and paying local insurance for Chinese staff (see details in Chapter Six). 

 

However, at the time of the Covid-19 outbreak, the Chinese government tried to keep 

the Covid-19 epidemic under very strict control and therefore established a series of 

detailed regulations on vaccination and isolation of personnel. Both the Tanzanian 

project branch and Mongolian subsidiary were required to enforce these government 

regulations strictly and designed corporate policies accordingly, even though they were 

not located in China. However, local people in these developing countries generally 

refused to be vaccinated and isolated. This was because they considered that Covid-19 
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was not a dangerous disease and that being isolated on construction sites restricted 

personal freedom and was disrespectful to their human rights. Local governments 

(Tanzania and Mongolia) also did not regard Covid-19 as a serious crisis and therefore 

did not adapt their national regulations to the specific situation of the pandemic, which 

were the same as existed previously. 

 

As a result, the management team of the two Chinese SOEs had to dismiss some local 

staff and workers who did not comply with the company's vaccination and isolation 

policies. In the context of this crisis, the Chinese government did not follow the 

governmental requirements and laws of the host countries as it had done in the past. On 

the contrary, the Chinese regulatory institutions had a more significant impact on the 

performance management of Chinese companies abroad in this situation, compared 

with host-country regulatory institutions. This suggests that the impact of the regulatory 

institutions on the performance management of MNCs, particularly SOEs, in 

developing countries during crisis situations (e.g. the COVID-19 epidemic) was 

different from that in normal situations. Specifically, the regulatory institutions in the 

home country played a more important role in performance management of MNCs in 

developing countries than those in the host country during the crisis situation. In 

particular, for subsidiaries or regional centres of Chinese SOEs in other developing 

countries (such as the two case organisations in this study), the regulations and 

requirements of the Chinese government played a more important role than usual for 

the performance management of such companies in the face of a crisis situation than 

for other types of companies. 

 

7.6 Chapter Summary 

 

This chapter included four main sections, each of them specifically addressing a 

research question of this study. Firstly, in relation to the formulation of performance 

management in Chinese SOEs in other developing countries, from the perspectives of 

standardisation versus localisation, it was argued that the standardised performance 

management system in line with that of their headquarters was not uniformly adopted 

in overseas subsidiaries and regional centres. Indeed, the study highlighted the varying 

experiences of the different types of staff who were subject to such policies and 

practices. Secondly, this study has explained the important roles of employees and 

managers from the home country (China) in the intention-implementation gap in the 

performance management practices of Chinese SOEs in their overseas subsidiaries. 

Also, this study has extended the knowledge of the intention-implementation gap of 

HRM by recognising how and why this gap varied regarding the four key aspects of 

performance management (performance planning, performance appraisal, performance 

feedback and rewards). Thirdly, it identified four main themes of individual perceptions 

of ‘what is good performance’ and performance management ‘fairness’ and discussed 

how perceptions vary according to different staff of different nationalities, at different 

hierarchical positions, and with different labour contracts. Finally, this study made a 

contribution to organisational institutionalism, and the evidence of this study 
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questioned extant assumptions about the universal explanatory value of institutional 

and cultural variables on HRM in the host and home countries of MNCs. The following, 

final chapter will present the conclusions, implications and limitations of this research. 
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CHAPTER EIGHT 

CONCLUSION AND IMPLICATIONS  

8.1 Chapter introduction  

 

Chapter 7 interpreted the research findings and discussed how these findings confirm, 

contradict or extend existing research on performance management of Chinese SOEs 

in other developing countries. In this chapter, conclusions are drawn and several critical 

directions are provided for future research, particularly as there is much scope for 

research on performance management by Chinese MNCs in developing countries in 

Africa and Asia (Brown et al., 2019; DeNisi et al., 2021). The chapter begins with a 

brief summary of the findings, followed by a description of the study's contribution to 

performance management research and institutional theories. After that, the chapter will 

demonstrate the value of the practical application of the research. The chapter also 

outlines the limitations of the study and directions for future research. 

 

8.2 Summary of findings 

 

The aim of this thesis was to explore how culture and institutions impact the 

performance management of Chinese SOEs’ subsidiaries and regional centres in 

African and other Asian developing countries. A multiple case-study approach (33 

semi-structured interviews conducted across two case-study organisations) was 

employed to develop an in-depth understanding and achieve the research objectives 

(Woodside, 2010). Theoretical insights were drawn from organisational institutionalism 

(Dibben and Wood, 2023), in particular debates on standardisation versus localisation 

(Kostova and Roth, 2002) and Scott’s three institutional pillars (2017) – regulative, 

normative and cultural-cognitive institutions – were used to explain and interpret the 

formulation, implementation and perceptions of performance management in Chinese 

overseas SOEs in African and other Asian developing countries. The key research 

findings of the thesis may be summarised as follows. 

 

First of all, the findings solved an important research question: namely, how are the 

performance management policies formulated and adapted to the local context, when 

Chinese MNCs set up subsidiaries and regional centres in other developing countries? 

It was found that Chinese MNCs’ overseas subsidiaries and regional centres had 

varying levels of autonomy given by their headquarters in China. Some overseas 

subsidiaries and regional centres implemented a distinct performance management 

system that applied to both Chinese and host-country employees. However, the 

headquarters-maintained control over senior management and party-political 

engagement in these locations. In contrast, other Chinese SOEs’ headquarters exerted 

significant control over performance management in their overseas subsidiaries and 

regional centres over Chinese employees, a great deal of autonomy to the management 

team in the host country. This resulted in the host country adopting a simpler and more 

flexible approach to performance management of local workers, with strict adherence 
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to local laws and regulations. Moreover, this study further highlighted the complexity 

of employment systems and diverse employment contracts in the overseas subsidiaries 

of Chinese SOEs. Through comparisons between the content of the performance 

management policies of overseas subsidiaries and regional centres and their respective 

company headquarters, this study found that Chinese SOEs did not simply choose to 

standardise or localise their performance management in other developing countries. 

Instead, they adopted different strategies depending on the types of staff, mainly across 

the dimensions of nationality, job title and especially employment contract. 

 

Secondly, this study confirmed the existence of an intention-implementation gap in the 

performance management of overseas subsidiaries and regional centres. Most 

importantly, this research provided a more nuanced explanation of this gap from the 

perspective of individual employees, resulting in new findings in this area. Crucially, 

employees and managers from the home country (China) were found to play a more 

important role in the extent to which performance management policies were or were 

not implemented in practice, compared with host-country employees and managers. 

Furthermore, the study found that the extent of the intended-implemented gaps varied 

across different elements of performance management (goal setting, performance 

appraisal, feedback and reward). Amongst these, a clear finding emerged that the 

implementation of performance evaluation mainly followed established policies, while 

there was a lack of consistency between the policy intention and implementation of 

performance feedback. Meanwhile, the intended-implemented gaps of performance 

plans and rewards were also identified in Chinese SOEs in other developing countries.  

 

Thirdly, the research question about how individuals perceive ‘what is good 

performance’ and ‘fairness of performance management’ in Chinese SOEs’ 

subsidiaries and regional centres in African and Asian other developing countries, 

taking account of different types of staff (nationality, position in the organisational 

hierarchy and employment contract), was answered by the findings of this study. 

Specifically, different types of staff in the Chinese SOEs’ subsidiaries and regional 

centres had varied interpretations of good performance based on their personal 

understanding and experience, but their perceptions can be summarised into the 

following four themes: compliance and execution of assigned tasks; teamwork; 

interpersonal relationships; and political participation. As for individual perceptions of 

performance management fairness, in line with previous literature, the findings 

revolved around three main (perceived) aspects: the distribution of outcomes 

(distributive justice); the processes followed to arrive at the distribution of outcomes 

(procedural justice); and fairness of communication mechanisms (interactional justice) 

(DeNisi & Robert, 2006). However, this study further explained that these different 

perceptions of the fairness of performance management reflected different features of 

the staff in Chinese SOEs, in terms of their nationality (Chinese or host-country staff), 

their organisational hierarchical positions (senior managers, line managers and 

employees), and different employment contracts (headquarter expatriates, staff directly 

recruited by the subsidiary and agency dispatched staff). Specifically, Chinese staff 
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were mainly concerned with distributive justice and procedural justice of performance 

management in Chinese SOEs in other developing countries, but the perceptions of 

these two types of justice differed among staff at different hierarchical levels and with 

different types of employment contracts. More specifically, staff from host countries 

had more concerns about interactional justice. 

 

Finally, in order to delve into the underlying factors behind the formulation, 

implementation and personal perspectives of Chinese-style performance management 

practices in other developing countries, it is crucial to acknowledge and understand the 

diverse contextual factors arising from both the home (China) and host countries. By 

understanding the complex interplay of these contextual factors, it was possible to gain 

an in-depth understanding of performance management in Chinese SOEs in other 

developing countries. The study identified a number of home-country (Chinese) and 

host-country institutional factors originating from the regulatory, cognitive and 

normative institutional pillars that affected the formulation, implementation and 

perceptions of performance management in developing countries, such as host country 

religions and ethnicity and “One Belt One Road” initiative of Chinese government. 

Furthermore, this study innovatively identified the influence of unanticipated factors 

related to Covid-19 on performance management in Chinese SOEs subsidiaries and 

regional centres in African and Asian other developing countries. 

 

8.3 Theoretical contributions 

 

While some research studies have been conducted on the HRM of Chinese MNCs in 

Africa and Asia, it appears that specific considerations of performance management in 

similar contexts are often omitted (Cooke, 2014; Edwards et al., 2016; Jackson et al., 

2013). This study helps to fill this gap by revealing insights into the formulation, 

implementation and personal perceptions of performance management in other 

developing countries by Chinese MNCs. In particular, this study contributes to the 

knowledge of both performance management in Chinese SOEs and organisational 

institutionalism.  

 

Firstly, it contributes to existing debates on organisational institutionalism, and in 

particular on standardisation versus localisation. More specifically, the empirical data 

in this study casts doubt on the generalisability of existing arguments that MNCs in one 

country tend to conduct standardised HRM practices in line with headquarters in 

subsidiaries in countries that are less developed ( Vo, 2009; Geary and Nyiawung, 2022; 

Jiang and Yahiaoui, 2019). Indeed, this study found that Chinese SOEs in other 

developing countries did not uniformly adopt the standardised performance 

management system in line with that of their headquarters. Building on the further 

understanding of the unique employment systems and diverse employment contracts of 

Chinese SOEs' overseas subsidiaries, this study also emphasises that staff with different 

employment contracts in Chinese SOEs’ overseas subsidiaries experience different 

performance management practices in the host country. This thesis also adds to the 



  189 

debates on standardisation or localisation of performance management in SOEs by 

highlighting the varying experiences of the types of staff who were subject to such 

policies and practices.  

 

Secondly, this study contributes to a more detailed exploration of the intention-

implementation gap in the HRM practices of SOEs in their overseas subsidiaries (Khilji 

and Wang, 2006; Ouyang et al., 2019; Piening et al., 2014). From the individual 

employees' and managers' perspective, this study shows that the underlying causes for 

why performance management practices are not implemented as planned are not only 

due to the interaction of employees and managers in the host countries, but mainly due 

to the behaviour of employees and managers from the home country (China). 

Furthermore, this study helps to address how this intention-implementation gap varies 

according to the four key aspects of performance management (performance planning, 

performance appraisal, performance feedback and rewards). Most importantly, this 

research study contributes toward an advanced understanding of why this occurred. 

Four main reasons are identified in the study: the degree of integrity of policy 

development; whether it includes measurable indicators; relevance to economic income; 

and the management involvement of headquarters. 

 

Thirdly, this study makes another important contribution to the field of HRM, 

specifically regarding individual perceptions of performance management (Wang et al., 

2020; Xiao and Cooke, 2022). It identified four main themes of individual perceptions 

of ‘what is good performance’ and discussed how perceptions vary according to the 

staff of different nationalities and at different hierarchical levels of the organisation. 

This study reveals two main interesting and innovative contributions in terms of the 

subsidiaries and regional centres of Chinese SOEs in other developing countries in 

Africa and Asia. Firstly, fairness in performance management was perceived in different 

ways by different types of staff, according to nationalities, job hierarchy positions and 

employment contracts. Secondly, this research study contributes to a more complex 

explanation of the impact of perceptions of fairness in performance management. In 

common with previous research, the findings from this study showed that within the 

subsidiaries and regional centres, where an employee perceived performance 

management as unfair, this could have negative effects on their work, such as burnout 

or low commitment (Bauwens et al., 2019). However, in the context of Chinese SOEs 

in other developing countries, it is interesting to find that these effects were not fixed 

but, in some cases, reportedly diminished over time. Therefore, this research study 

further supports calls for fair and consistent treatment of all employees (DeNisi et al., 

2021).  

 

Fourthly, this research study contributes to a more nuanced explanation of the impacts 

of institutional and cultural factors on MNCs’ performance management. The evidence 

provided questions extant assumptions about the universal explanatory value of 

institutional and cultural variables on HRM in the host and home countries of MNCs 

(Hofstede, 2011; Khan et al., 2019; Mayrhofer et al., 2019). By highlighting the 
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different impacts of various host and home country institutional influences at different 

stages of performance management, and for different types of staff, this study provides 

a more nuanced understanding of performance management in MNCs, especially in 

Chinese SOEs. Relatedly, the study provides a new perspective on the impact of 

institutions on HRM, as it found that the impeding effects of some institutions on 

performance management can be mitigated or even transformed into positive effects 

through performance management practices in MNCs.  

 

In conclusion, this research contributes toward a better understanding of performance 

management of MNCs in developing countries. Traditional IHRM literature has been 

dominated by MNCs from developed countries (Cooke et al., 2021). Chinese SOEs that 

operate globally are a special type of MNCs. This study enhances understanding of 

Chinese SOEs that operate overseas. Research related to this remains limited, but this 

study helps to fill this gap and to explain how performance management is formulated, 

implemented and perceived in Chinese SOEs in other developing countries, taking into 

account the uniqueness of Chinese SOEs, the characteristics of Western performance 

management, and the cultural and institutional features of host countries. 

 

8.4 Implications for Practice 

 

This study has a number of managerial and practical implications. Firstly, it appears 

that some managers and HRM policy makers in Chinese MNCs, especially senior 

managers, have gained ‘advanced’ performance management expertise from Western 

countries. They have designed what they consider to be a modern and sound 

performance management system for their companies, taking into account the 

circumstances of the Chinese market. However, the findings of this study suggest that 

when MNCs enter Africa and other developing countries in Asia to expand their 

markets, the performance management of their subsidiaries or regional centres may not 

be uniformly transferred to a performance management system that is applicable to both 

the employees in the host country and the staff from the home countries. Previously, 

scholars have suggested that MNCs may transfer their home country's HRM strategy 

directly to their subsidiaries in countries that are less economically developed than their 

home country (Geary and Nyiawung, 2022). The findings of this study suggest that 

MNCs should take into account the unique characteristics of staff of different 

nationalities and therefore develop a performance management system that is localised 

to the host-country staff. Thus, both management efficiency and local adaptation can 

be improved. In this way, MNCs can better balance local consistency and adapt to the 

unique realities of each location. Particularly for Chinese SOEs, it is reasonable to 

maintain the political participation dimension of performance management for Chinese 

staff, regardless of the type of employment contract. For host-country workers, however, 

local government requirements should be fully respected. 

 

The second point to note is that the performance management system for staff in the 

host country can be relatively simple, straightforward and finance-oriented, while 
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complying strictly with local regulations, including government requirements and laws. 

Even so, the opinions and voices of local staff need to be taken into account and 

reflected in the performance management system. For example, Chinese managers 

should organise performance feedback meetings for local staff at least once a month to 

ensure that local workers and employees are able to express their views on the results 

of their performance evaluations and receive adequate feedback. Meanwhile, Chinese 

MNCs in developing countries like Mongolia and Tanzania, are engaged in labour-

intensive industries such as mining or construction. They mainly encounter two 

important challenges that result in the voices and rights of workers not being guaranteed. 

First, the host countries had their own language, while Chinese staff only rely on a third 

language, English, to communicate with local workers. Second, MNCs in labour-

intensive industries employ a large number of local workers, who have a relatively low 

level of education and cannot speak English. To overcome the language barrier, MNCs 

can hire more professional translators to act as a bridge between home-country staff 

and host-country workers in their daily communication. More importantly, for the better 

management and communication of local staff, MNCs may consider hiring professional 

local HRM agencies. These agencies are more familiar with local laws and regulations 

and can communicate better with local staff in native languages on behalf of MNCs. 

This can help MNCs to improve management efficiency while increasing 

communication channels with local staff. However, it is still important that Chinese 

MNCs keep an oversight of how local staff are managed in order to be accountable for 

the labour rights of local staff. In addition, Chinese MNCs should pay more attention 

to the career development of local employees and managers. The host-country trade 

unions can play an important role and cooperate with Chinese MNCs to deliver skills 

training to provide such workers with the ability to work effectively. In this way, their 

sense of belonging and loyalty to Chinese companies might be enhanced. 

 

Thirdly, in subsidiaries or regional centres of MNCs in developing countries, the home 

country employees and managers should be provided with regular training on cross-

cultural awareness, language, communication and management to help them get along 

better with local workers. At the same time, for Chinese MNCs, senior leaders and 

policy makers need to be aware of the type of directly employed staff in the subsidiaries 

or regional centres. When developing performance management policies, especially in 

relation to performance appraisals and rewards, account must be taken of how to reduce 

perceptions of unfairness among and better motivate this group of staff. For example, 

narrowing the performance reward gap between directly employed staff and expatriate 

staff on formal contracts from headquarters, and designing a more career-friendly 

promotion system for directly employed staff to motivate them to feel they belong to 

the companies. 

 

Fourth, senior leaders and policy makers need to be aware that the gaps between 

intention and implementation of policies are present in the performance management 

process, and that not all intended-implemented inconsistencies lead to failure in 

performance management and impediments to achieving organisational goals. On the 
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contrary, there are some flexible implementations of performance management policies 

that may even motivate employees to improve their performance. Thus, they can give 

staff, especially line managers, a degree of autonomy to implement performance 

management policies in a flexible manner, while ensuring fairness and ethics. 

 

Finally, in addition to the influence of regulatory institutions, local customs and 

religious beliefs in the host country can also impact on the performance management 

of MNCs in the host country in a subtle way. Senior managers and policy makers in 

MNCs need to be aware that there are institutional factors that may not play as much 

of a role in the formulation stage of performance management policies but can have a 

significant impact on the practical implementation of the intended policies. An example 

of this is the soft and friendly communication style that both Mongolian and Tanzanian 

workers desired. This characteristic may not seem to have much to do with performance 

management, but in practice, it can have a bearing on the effectiveness of performance 

feedback and, ultimately, on employee performance and productivity. Therefore, 

Chinese senior leaders and policy makers in MNCs should pay attention to local 

customs and religious beliefs and take these into account when formulating 

performance management policies. At the same time, employees and managers in the 

host country should also respect the customs and beliefs of employees in the home 

country in order to achieve effective performance management.  

 

8.5 Limitations and future research directions 

 

This research has made contributions at both the theoretical, methodological and 

practical levels, but there are some limitations. Firstly, this study is limited to MNCs’ 

subsidiaries and overseas regional centres that operate in labour-intensive industries 

such as mining and manufacturing. MNCs in other industries, particularly in high-

technology sectors, may exhibit different performance management practices overseas, 

for example in terms of whether performance management policies are localised or 

standardised, the extent to which they are implemented, and the views of staff may also 

differ. In addition, both of these case organisations are Chinese state-owned companies. 

The overseas development of such firms is subject to government intervention and 

political factors, compared with some privately owned MNCs. Against this background, 

the formulation and implementation of performance management policies in overseas 

subsidiaries or regional centres of state-owned companies may be different from those 

of privately owned companies. Thus, a possible direction for future studies is to explore 

performance management policies and practices of privately owned MNCs and, ideally, 

of high-technology industries that are perhaps more talent-intensive. 

 

Secondly, this study focuses on comparing the performance management policies of 

Chinese MNCs' headquarters in China with those of their subsidiaries or regional 

centres in other developing countries, helping to understand the performance 

management strategies of Chinese MNCs in other less developed regions. However, 

future research studies might help to shed light on the cross-vergence debate (the idea 
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that HR practices might benefit from combining elements of good practice from the 

home and host country) by comparing the performance management policies of Chinese 

MNCs in other developing countries with those of MNCs from developed Western 

countries. Moreover, by comparing the performance management policies of Chinese 

MNCs in developing countries with those in developed Western countries, the impact 

of local isomorphism on the local performance management of MNCs can be explored. 

 

The third limitation is related to the methodology of this study which used a 

combination of in-depth interviews and documentary analysis (data triangulation) in 

order to provide a more nuanced understanding of how performance management was 

formulated and implemented. However, it was not possible to interview other 

stakeholders outside the organisation such as personnel from local government 

departments or employees who had left the organisation. Therefore, to further advance 

our understanding of performance management by MNCs in developing countries, 

future studies are encouraged to interview a wider set of stakeholders. 

 

Fourth, future research can use other features to select staff for interviews in the 

overseas subsidiaries of Chinese SOEs, features such as length of service and leadership 

style. This could also be extended to the findings about whether these factors affect 

different staff's experiences of performance management and their perceptions of it. 

Moreover, I was not able to interview more host-country employees due to the impact 

of the Covid-19 epidemic and language barriers. Future research can interview more 

local employees to ensure that the data is more representative. 

 

Another issue in relation to methodology is associated with my positionality as a 

Chinese person and researcher from a UK university. To develop trust and rapport with 

my respondents, I had to re-negotiate my cultural position in each interview depending 

on the interviewee’s cultural and language background. My role as ‘insider’ and 

‘outsider’ in relation to the interviewees was constantly changing during the interview 

process. For example, because the interviewees were arranged by senior leaders, even 

Chinese participants who shared a common cultural background with me were resistant 

or saw me as a ‘management spy’ at the outset. Although I mitigated this sentiment 

through various measures and they gradually saw me as an ‘insider’, this might have 

influenced the richness of the interview data to some extent. In particular, it may have 

led to a degree of social desirability in responses (Edwards, 1957), at least initially, even 

if the measures taken ultimately allowed authentic responses to be gleaned. In addition, 

some Mongolian interviewees’ responses may have been limited by their ability to 

speak fluent Chinese during the interviews (Reiche et al. 2015). Future research may 

look into how international researchers may overcome cultural and language barriers 

when researching in a multi-cultural and multilingual context (Ristolainen et al., 2023).  

 

Finally, this study identified the importance of Chinese labour dispatch workers during 

the data analysis phase, but it was not possible to have in-depth interactions with such 

workers in Tanzania during the formal interviews. This is because the researcher only 
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became aware of the existence of this group of workers at the final stage of data 

collection, and the gatekeepers thought that the management of this group of workers 

was so basic and simple that no further interviews needed to be arranged. In this study, 

therefore, information about the labour dispatch workers in the Tanzania project was 

mainly obtained from documentary analysis and the insights gained through 

interviewing other research participants. As a group that is widely present in the 

overseas subsidiaries of Chinese companies, subsequent research should attempt to 

interview this perhaps ‘hidden’ group of workers in-depth and focus on the performance 

management of this particular group overseas. 
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APPENDICES 

Appendix I: Information sheets 

Participant Information Sheet 

(for organisational gatekeepers) 

 

1. Research Project Title: 

How institutional and cultural factors affect performance management: A case study of 

Chinese MNCs in Africa and Asia 

 

2. Invitation paragraph 

X company is being invited to take part in this research project. Before deciding 

whether or not to participate, it is important for you to understand why the research is 

being done and what it will involve. All the relevant information you need will be 

provided, so please take the time to read the following information carefully and discuss 

it with others if you wish. If there is anything that is not clear or if you would like more 

information, please contact me (fhuang12@sheffield.ac.uk) without any hesitation. 

Thank you for reading this and for taking the time to decide whether or not to take part. 

 

3. What is the project’s purpose? 

Research background: Performance management refers to policies and practices 

which aim to motivate employees to improve performance through target setting, rating, 

feedback, training, and rewarding. Performance management originated in western 

developed economies has been transferred to developing economies as a result of 

globalization. In the last few decades, organisations in emerging markets like China 

have adapted this practice and modified it based on local conditions. Increasingly, 

emerging market multinational enterprises (EMNEs) set up their overseas subsidiaries 

in other developing countries, especially in Asia and Africa. However, it is unclear how 

EMNEs conduct performance management in these subsidiaries with considerations of 

western, home- and host-country features. This important but under-studied area is 

necessarily explored through adopting both cultural and institutional perspectives. 

Aim: The study aims to examine how culture and institutions affect performance 

management in the EMNEs’ subsidiaries in developing countries.  

 

Duration of the project: four years (2018-2022) 

This research is for an educational qualification (PhD). 

 

4. Why has X company been chosen? 

Your company meets the criteria for identifying suitable cases for this research. The 

three criteria are:   

(1) The company should belong to industry sectors which are well represented in 

aspects of Chinese outward direct investment and foreign export of labour services to 

developing countries in Africa and Asia (e.g. manufacturing, mining or construction 

industries); 

(2) The subsidiaries should have at least 200 employees, and staff composition should 
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include both Chinese expatriates and locals;  

(3) The duration of operation in the developing countries should be at least one year. 

 

5. Does the company have to take part? 

Organisational consent to take part in the research is entirely voluntary. It is up to you, 

as the gatekeeper, to decide whether or not your organisation will take part. If you 

represent your organisation to agree to take part, you will be given this information 

sheet to keep and be asked to sign a consent form.  Moreover, your company can 

withdraw from the research at any time before the end of data collection (not late than 

31st December 2021). You do not have to give a reason. If you wish to withdraw from 

the research, please contact me (e-mail address: fhuang12@sheffield.ac.uk ).  

 

6. What will happen to the company if taking part? What have to do? 

Research data will be collected by two qualitative methods, including online interviews 

and document analysis. At the organisational level, it will be appreciated if you can 

provide workplace documents, such as policies, procedures, aggregated records (e.g. of 

assessments), minutes of meetings (redacted as appropriated) or other relevant activities, 

and/or other documents related to performance management. It will be better if these 

documents could be copied, and all information will be treated as strictly confidential. 

After collecting and reviewing these documents, I will ask you to approach employees 

and managers with the invitations to take part. There will be around 6 to 10 interviews 

conducted with Chinese employees and managers, as well as 6 to 10 conversations with 

local employees and line managers. The length of the interview is around one hour and 

will be recorded. In most cases, the interviews will be conducted on online platforms 

Microsoft Teams. The following topics will be covered in the interview questions, and 

all your staff’s information and their answers will be also strictly confidential. 

Topics:  

(1) Performance management experience (such as performance appraisal, reward, or 

feedback); 

(2) Personal perspectives about some work experiences related to performance 

management practices;  

(3) Different influences of culture and institutions on performance management 

formulation and implementation;  

(4) Any suggestions for improving current performance management practices. 

 

7. What are the possible disadvantages and risks of taking part? 

At organisational level, there will be no risks of taking part since the company will be 

anonymized. All the confidentiality of documents you shared will be guaranteed, and 

detailed company information will be not mentioned in publications, reports, web pages, 

and other research outputs.  

As for the employees or managers who take part, there will be no foreseen risks of 

psychological harm/distress to the participants, Nevertheless when we discuss some 

negative performance management issues, such as missing a promotion, or failing to 

fulfil the performance improvement plan, participants may feel mild anxiety or distress. 
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8. What are the possible benefits of taking part? 

This research will help your company gain insights into its current performance 

management systems and practices, which will provide a basis for future improvement. 

A summary report highlighting company-specific findings and recommendations will 

be provided on request.  

 

9. Will the taking part in this project be kept confidential? 

Based on the requirements of the relevant data protection legislation and the GDPR, all 

the information collected about both the company and employees during the course of 

the research will be kept strictly confidential. Moreover, I am the only person who has 

access to the data in identifiable form.  To keep your participation confidential, other 

authorised researchers like my PhD supervisors only have access to the anonymized 

data and they need to agree to preserve the confidentiality of the information. X 

company will not be able to be identified in any reports or publications unless you have 

given your explicit consent for this.  

 

10. What is the legal basis for processing company information? 

According to data protection legislation, I am required to inform you that the legal basis 

is applying in order to process the company information you provide is that ‘processing 

is necessary for the performance of a task carried out in the public interest’ (Article 6(1) 

(e)). Further information can be found in the University’s Privacy Notice 

https://www.sheffield.ac.uk/govern/data-protection/privacy/general.’   

 

11. What will happen to the data collected, and the results of the research project? 

I am the only person who will have access to the company’s identifiable information. 

All data collected will be anonymised as soon as possible and stored in a university 

drive with password protection. The results will be used to complete my PhD thesis and 

are likely to be published, but all company information will not be identified in any 

reports or publications unless you have given your explicit consent for this.  

The data that you provide will be anonymised as soon as possible. All identifiable data 

will be destroyed as soon as possible once it is clear that it will not affect the outcomes 

of this research, and the destruction date is determined by when the PhD research is 

finished (expectedly before October 2022). Anonymized data will be saved for 

publications. And the anonymized data will be destroyed 10 years after my graduation. 

 

12. Who is organising and funding the research? 

This is a self-funded research project.  

 

13. Who is the Data Controller? 

The University of Sheffield will act as the Data Controller for this study. This means 

that the University is responsible for looking after your information and using it 

properly.  
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As the data controller, the University owns the copyright. I can use the collected data 

to write for publications. I have the right to sign over the copyright to the publishers. 

 

14. Who has ethically reviewed the project? 

This project has been ethically approved via the University of Sheffield’s Ethics Review 

Procedure, as administered by Sheffield University Management School.  

 

15. What if something goes wrong and the company wish to complain about the 

research? 

If employees or managers have complaints regarding the treatment by researchers or 

something serious occurring during or following the participation in the project, you 

should contact the Principal Investigator or Supervisor (the detailed contact information 

is in the next questions). However, if you feel your complaint has not been handled to 

your satisfaction (e.g. by the Principal Investigator or Supervisor), you can contact the 

Head of Department, who will then escalate the complaint through the appropriate 

channels. Also, you can make a complaint by writing to Christie Harrison, the Research 

Office Manager of the Management School, email: c.harrison@sheffield.ac.uk  

Moreover, if the complaint relates to how your data has been handled, information 

about how to raise a complaint can be found in the University’s Privacy Notice: 

https://www.sheffield.ac.uk/govern/data-protection/privacy/general. 

 

16. Contact for further information 

Principal Investigator:  

Fanke Huang: fhuang12@sheffield.ac.uk; Conduit Rd, Sheffield, South Yorkshire S10 

1FL;  

Tel: 07410557100 

Supervisors:  

Dr Huiping Xian: h.xian@sheffield.ac.uk; Conduit Rd, Sheffield, South Yorkshire S10 

1FL;  

Tel: 0114 222 3468 

Prof Paul Latreille: p.latreille@sheffield.ac.uk; Conduit Rd, Sheffield, South Yorkshire 

S10 1FL; 

Tel: +44 (0)114 222 3283 

 

Notes: you will be given a copy of the information sheet and, if appropriate, a signed 

consent form to keep. 

 

Many thanks for your kind participation in the project! 
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Participant Information Sheet  

(for interviewees) 

 

1. Research Project Title: 

How institutional and cultural factors affect performance management: A case study of 

Chinese MNCs in Africa and Asia 

 

2. Invitation paragraph 

You are being invited to take part in this research project. Before you decide whether 

or not to participate, it is important for you to understand why the research is being 

done and what it will involve. All relevant information you need will be provided, so 

please take the time to read the following information carefully and discuss it with 

others if you wish. If there is anything that is not clear or if you would like more 

information, please contact me (fhuang12@sheffield.ac.uk) without any hesitation. 

Thank you for reading this and for taking the time to decide whether or not to take part. 

 

3. What is the project’s purpose? 

Research background: Performance management refers to policies and practices 

which aim to motivate employees to improve performance through target setting, rating, 

feedback, training, and rewarding. Performance management originated in western 

developed economies has been transferred to developing economies as a result of 

globalization. In the last few decades, organisations in emerging markets like China 

have adapted this practice and modified it based on local conditions. Increasingly, 

emerging market multinational enterprises (EMNEs) set up their overseas subsidiaries 

in other developing countries, especially in Asia and Africa. However, it is unclear how 

EMNEs conduct performance management in these subsidiaries with considerations of 

western, home- and host-country features. This important but under-studied area is 

necessarily explored through adopting both cultural and institutional perspectives. 

Aim: The study aims to examine how culture and institutions affect performance 

management in the EMNEs’ subsidiaries in developing countries.  

 

Duration of the project: four years (2018-2022) 

This research is for an educational qualification (PhD). 

 

4. Why have I been chosen? 

My research aims to understand how performance management formulated and 

implemented in multinational companies, mainly from the perspectives of Chinses 

employees and managers, as well as staff with the nationalities of the host countries. 

Thus, there will be four types of interviewees: host country line managers and 

employees and Chinese line managers and employees. You have experiences in 

performance management in Chinese MNEs located in developing countries. Thus, you 

have been chosen for this research. 
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5. Do I have to take part? 

Consent to take part in the research is entirely voluntary. It is up to you to decide 

whether or not to take part. If you do decide to take part, you will be given this 

information sheet to keep and be asked to sign a consent form. Moreover, you can 

withdraw up until the point the data has been anonymised and analysed. You do not 

have to give a reason. Most importantly, your decision to participate or not will not 

affect your performance appraisal with your organisation. If you wish to withdraw from 

the research, please contact me (e-mail address: fhuang12@sheffield.ac.uk). However, 

your participants cannot be withdrawn if your interview data has been anonymized. 

 

6. What will happen to me if I take part? What do I have to do? 

Research data will be collected mainly through online interviews, and there will be one 

online interview with you with your agreement. The software “Microsoft Teams” will 

be the first choice for facilitating data collection due to its rigorous privacy and security 

controls for users. Other official audio-visual interfaces will be also considered based 

on your preference. And the length of the interview is around one hour, and, with your 

permission, your interview will be recorded.  

During the online interview, you are encouraged to think carefully and answer the 

questions in detail. All your information will be kept strictly confidential. There are no 

right or wrong answers and you are asked simply to provide information based on your 

personal experience. The following topics will be covered in the questions. Besides the 

brief self-introduction, interview questions are open style and required to be answer in-

depth.   

Topics:  

(1) Some performance management experience (such as performance appraisal, 

reward, or feedback); 

(2) Personal perspectives about some work experiences related to performance 

management practices; 

(3) Different influences of culture and institutions on performance management 

formulation and implementation; 

(4) Any suggestions about how to improve the current performance management 

practices. 

 

7. What are the possible disadvantages and risks of taking part? 

There will be no foreseen risks of psychological harm/distress to participants, but we 

may discuss some negative performance management issues, such as missing a 

promotion, or failing to fulfil the performance improvement plan which may cause you 

to feel mild anxiety or distress. 

 

8. What are the possible benefits of taking part? 

Whilst there are no immediate benefits for those people participating in the project, it 

is hoped that this work will enhance the understanding of how culture and institutions 

influence international performance management, especially from the views of 

emerging countries companies. Thus, your contributions will be meaningful for 
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theoretical development. 

In practice, through discussing the management practices, our conversation may help 

you to reflect on your previous experiences and may inspire some new ideas about your 

career development.  

 

9. Will my taking part in this project be kept confidential? 

Based on the requirements of the relevant data protection legislation, and the GDPR, 

all the information collected about you during the course of the research will be kept 

strictly confidential. Moreover, all data with identifiable information will only be 

accessible by me.  To keep your participation confidential, other authorised researchers, 

for example, my PhD supervisors, will have access to the anonymized data only if they 

agree to preserve the confidentiality of the information. You will not be able to be 

identified in any reports or publications. 

 

10. What is the legal basis for processing my personal data? 

According to data protection legislation, I am required to inform you that the legal basis 

is applying in order to process your personal data is that ‘processing is necessary for 

the performance of a task carried out in the public interest’ (Article 6(1) (e)). Further 

information can be found in the University’s Privacy Notice 

https://www.sheffield.ac.uk/govern/data-protection/privacy/general.’   

 

11. What will happen to the data collected, and the results of the research project? 

I am the only person who will have access to your personal data. All data collected will 

be anonymised as soon as possible and stored in a university drive with password 

protection. The results will be used to complete my PhD thesis and are likely to be 

published, but your personal data will not be identified in any reports or publications.  

 

All identifiable data will be destroyed as soon as possible once it is clear that it will not 

affect the outcomes of this research, and the destruction date is determined by when the 

PhD research is finished (expectedly before October 2022). Anonymized data will be 

saved for publications. And the anonymized data will be destroyed 10 years after my 

graduation. 

 

12. Who is organising and funding the research? 

This is a self-funded research project.   

 

13. Who is the Data Controller? 

The University of Sheffield will act as the Data Controller for this study. This means 

that the University is responsible for looking after your information and using it 

properly.  

As the data controller, the University owns the copyright. I can use the collected data 

to write for publications. I have the right to sign over the copyright to the publishers. 

 

 

https://www.sheffield.ac.uk/govern/data-protection/privacy/general
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14. Who has ethically reviewed the project? 

This project has been ethically approved via the University of Sheffield’s Ethics Review 

Procedure, as administered by Sheffield University Management School.  

 

15. What if something goes wrong and I wish to complain about the research? 

If you have complaints regarding the treatment by researchers or something serious 

occurring during or following your participation in the project (e.g. a reportable serious 

adverse event), you should contact the Principal Investigator or Supervisor (the detailed 

contact information is in the next questions). However, if you feel your complaint has 

not been handled to your satisfaction (e.g. by the Principal Investigator or Supervisor) 

that you can contact the Head of Department, who will then escalate the complaint 

through the appropriate channels. Also, you can make a complaint by writing to Christie 

Harrison, the Research Office Manager of the Management School, email: 

c.harrison@sheffield.ac.uk.  

Moreover, if the complaint relates to how your personal data has been handled, 

information about how to raise a complaint can be found in the University’s Privacy 

Notice: https://www.sheffield.ac.uk/govern/data-protection/privacy/general. 

 

16. Will I be recorded, and how will the recorded media be used? 

The audio/video recording of your interview made during this research will be used 

only for data analysis. Without your written permission, no other use will be made of 

them.  Moreover, no one outside the project will be allowed access to the original 

recordings. 

 

17. Contact for further information 

Principal Investigator:  

Fanke Huang: fhuang12@sheffield.ac.uk; Conduit Rd, Sheffield, South Yorkshire S10 

1FL;  

Tel: 07410557100 

Supervisors:  

Dr Huiping Xian: h.xian@sheffield.ac.uk; Conduit Rd, Sheffield, South Yorkshire S10 

1FL;  

Tel: 0114 222 3468 

Prof Paul Latreille: p.latreille@sheffield.ac.uk; Conduit Rd, Sheffield, South Yorkshire 

S10 1FL; 

Tel: +44 (0)114 222 3283 

 

Notes: you will be given a copy of the information sheet and, if appropriate, a signed 

consent form to keep. 

 

Many thanks for your kind participation in the project! 
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Appendix II: Consent forms 

How institutional and cultural factors affect performance management:  

A case study of Chinese MNCs in Africa and Asia  

Consent Form (for organisational gatekeepers)  

 

   

Name of participant [printed] Signature Date 

   

Name of Researcher [printed] Signature Date 

 

Project contact details for further information: 

Principal Investigator: Fanke Huang: fhuang12@sheffield.ac.uk; Conduit Rd, Sheffield, South Yorkshire S10 1FL;  

Tel: 0741 055 7100 

Supervisors:  

Dr Huiping Xian: h.xian@sheffield.ac.uk; Conduit Rd, Sheffield, South Yorkshire S10 1FL; Tel: 0114 222 3468 

Prof Paul Latreille: p.latreille@sheffield.ac.uk; Conduit Rd, Sheffield, South Yorkshire S10 1FL; Tel:0114 222 3283 

Christie Harrison：the Research Manager of the Management School, email: c.harrison@sheffield.ac.uk 

How institutional and cultural factors affect performance management:  

A case study of Chinese MNCs in Africa and Asia 

Consent Form (for individual participants) 

Please tick the appropriate boxes Yes No 

Taking Part in the Project   

I have read and understood the project information sheet dated XX/12/2021 or the project has been 

fully explained to me.  (If you will answer No to this question please do not proceed with this consent 

form until you are fully aware of what your participation in the project will mean.) 

  

I have been given the opportunity to ask questions about the project.    

I represent the company to agree to take part in the project.  I understand that employees in the 

company will be invited for interviews and the company will provide some documents related to 

performance management. 

  

I understand and represent the company to agree that the documents we provide will be copied.   

I understand that the company is voluntary to take part and can withdraw from the research at any 

time before the end of data collection; the company do not have to give any reasons for why we no 

longer want to take part.  

  

How my information will be used during and after the project   

I understand details such as company name, phone number, address and email address etc. will not 

be revealed to people outside the project. 
  

I understand and represent the company agree that the contents of documents may be quoted in 

publications, reports, web pages, and other research outputs. I understand that the company will not 

be named in these outputs. 

  

I understand and represent the company agree that other authorised researchers, for example my PhD 

supervisors, will have access to the anonymized data only if they agree to preserve the confidentiality 

of the information as requested in this form. 

  

I agree to assign the copyright I hold in any materials generated as part of this project to The 

University of Sheffield. 
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Name of participant [printed] Signature Date 

 

 

  

Name of Researcher [printed] Signature Date 

   

Project contact details for further information: 
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fully explained to me.  (If you will answer No to this question please do not proceed with this 

consent form until you are fully aware of what your participation in the project will mean.) 
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I agree that the interview I take part will be recorded.   

I understand that my taking part is voluntary and that I can withdraw up until the point the data has 

been anonymised and analysed; I do not have to give any reasons for why I no longer want to take 

part.  

  

How my information will be used during and after the project   

I understand my personal details such as name, phone number, address and email address etc. will 

not be revealed to people outside the project. 
  

I understand and agree that my words may be quoted in publications, reports, web pages, and other 

research outputs. I understand that I will not be named in these outputs. 
  

I understand and agree that other authorised researchers, for example PhD supervisors, will have 

access to the anonymized data only if they agree to preserve the confidentiality of the information 

as requested in this form. 

  

I agree to assign the copyright I hold in any materials generated as part of this project to The 

University of Sheffield. 
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Appendix III: Interview guides 

Interview guide (for line managers) 

Introduction:  

1. Please share something about yourself, your career history, and the current job you do. 

 

Policy implementation: 

2. Please recall the last time you did a performance appraisal with a Chinese member in your 

team.  

Follow-up questions:  

What happened, please describe the process, what goals did you set, what language did you 

use, what was your communication style, what was your feedback to this person, what was the 

outcome? 

3. Please recall the last time you did a performance appraisal with a local member in your team.  

Follow-up questions:  

What happened, please describe the process, what goals did you set, what language did you 

use, what was your communication style, what was your feedback to this person, what was the 

outcome? 

4. Comparing these two appraisal meetings or in general, do you think you do things differently 

when appraising a Chinese and a local member? Especially in terms of language, 

communication style, expectations, and feedback. 

Follow-up questions:  

(1). For instance, this company is originated from China, where people are encouraged to make 

more team contributions and avoid risks. Do you think such background makes performance 

goals for both Chinese and local employees more traditional Chinese-style (e.g., team-based/ 

less challenging)? and why? 

(2). When you provide feedback to Chinese employees and local employees, respectively, how 

do your actions reflect your consideration of their different cultural backgrounds? 

For example, what kind of religious customs or etiquette do you need to respect during the 

communication process? And what distinctive languages and communication types do you 

usually use with regard to different employees?  

(3). Based on your experience, how do you think that Chinese and local team members tend to 

have different preferences for their appraisal outcomes (which can include financial reward, 

promotion, new opportunities, training, or just some nice words)? How do you usually react if 

they feel unhappy with the outcome? And why? 

For instance, if a local employee complains that he would like more financial reward, rather 
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than a training opportunity, what will you handle this situation, and how will you communicate 

with him? 

5. Except for these formal procedures based on the company policies, what are the alternative 

approaches that you used to communicate performance issues with team members (both locals 

and Chinese members)? How it works and why?  

Follow-up questions:  

For instance, did you have a short chat with one of your members after work/ during a coffee 

break to discuss his/her recent performance, and why? 

 

Policy formulation:  

(Relevant data will be mainly from interviews with senior managers and HRs, and documents) 

 

General perceptions: 

6. How do you think of the current performance management system? How do you personally 

define the term ‘good performance’?  

Follow-up questions: 

(1). In a Chinese SOE, how do you think the role of political studying when you define the 

term ‘good performance? 

(2). Do you think an employee’s good workplace relationship/network is an important factor 

and impact your definition of “good performance”, and why? 

Can you think of some other aspects?  

7. Do you think there are different understandings about this term (good performance) in the 

headquarter and in this local subsidiary? What are the differences? And how these differences 

happen with the consideration of cultural influences? 

8. Please share some recommendations to improve/develop the effectiveness of the current 

performance management system? 
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 Interview guide (for employees) 

Introduction:  

9. Please share something about yourself, your career history, and the current job you do. 

 

Policy implementation: 

10. Please recall the last time you had an appraisal meeting with your manager.  

Follow-up questions: 

What happened? Please describe the process, what goals did you set, what language did you 

use, what was your communication style, what feedback did you get, what was the outcome? 

11. Please describe how you usually receive performance feedback from your team leader?  

Based on your experience, do you think Chinese and local managers have different ways of 

providing feedback? And why? Especially in terms of language, communication style, and 

expectations. 

Follow-up questions: 

(1). When you get feedback from Chinese employees and local team leaders, respectively, how 

do your actions reflect your consideration of their cultural background?  

For example, what kind of religious customs or etiquette do you need to respect during the 

communication process? And what distinctive languages and communication types do you 

usually use with regard to different managers?  

(2). Do you feel like Chinese managers usually have some high expectations of your 

performance and encourage you to make some more team-based, less/more challenging goals, 

and why? 

12. Are you happy about the outcome (which can include financial reward, promotion, new 

opportunities, training, or just some nice words)?   

If yes, why you are satisfied? 

If no, if you can do anything about it. And how about procedures and regulations, formal and 

informal ways of resolving the situation? 

13. Do you think this process has been applied consistently across the entire subsidiary, between 

managers and employees and between Chinese and local employees? 

If yes, why do you think so?  

If no, please provide some examples. 

14. Except for these formal produces based on the company policies, what are the alternative 

approaches that you can communicate performance issues with your team leader? How it 

works and why? For instance, you may have a short chat with him/her after work to discuss 
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your recent performance. 

Follow-up questions:  

For instance, did you have a short chat with one of your members after work/ during a coffee 

break to discuss his/her recent performance, and why? 

 

Policy formulation:  

(Relevant data will be mainly from interviews with senior managers and HRs, and documents) 

 

General perceptions: 

15. How do you define “good performance”? How can you improve your performance? 

In a Chinese SOE, do you think political studying will influence your performance assessment, 

even though based overseas? Why? 

Moreover, how do you think your personal relationship with your leaders/colleagues would 

have some positive/negative influence on their evaluation of your performance? What do you 

usually to gain a good relationship with your leaders/colleagues? 

Can you think of some other similar aspects?  

16. Do you think there are different understandings about this term (good performance) in the 

headquarter and in this local subsidiary? What are the differences? And how these differences 

happen with the consideration of cultural influences? 

17. How do you evaluate the current performance management system? 

Please share some recommendations to improve/develop the effectiveness of the current 

performance management system? 
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Interview guide (for senior managers and HR officers) 

Introduction:  

18. Please share something about yourself, your career history, and the current job you do. 

19. Please introduce the current HRM policies and practices that your company is following, 

especially the performance management in your company. 

 

Formulation:  

Open questions:  

20. How were the Chinese-style HR policies and practices in headquarter adapted to the host-

country market?  

In what aspects that the HRM practices in the xx Subsidiary are different from those in Chinese 

headquarter? Please explain why these differences exist. 

Whether the general HRM are operated in an easier or harder way in xx country? And why? 

 

21. Regulative institutional influences: 

What was the impact of Chinese labor laws/policies (like “One belt one road”) on your HRM 

policies and practices in XX country? 

As a state-owned company, how was your company impacted by the Chinese government 

when localizing your HRM policies and practices in XX country? 

In what ways did your company deal with the pressures from the host-country labor 

union/employees/laws to adapt your HR practices? 

 

Normative institutional influences:  

22. Please introduce workforce features (e.g. education quality and literacy level) in the local labor 

market? 

When you were formulating HR policies in the subsidiary, how did you take this factor into 

account? Why?  

23. How is the relationship between your branch and other overseas subsidiaries? 

When designing performance management policies in XX country, how did your company 

learn from the experience of branches locating in other counties? And why? 

 

Cultural-cognitive institutional influences:  

24. Please briefly introduce some local cultural and religious features or customs which are 
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different from those in China. And whether and how these features influence the HRM policy 

formulation and the daily practices in your company?  

For instance, is there any “work attendance checking system” for employees who have specific 

religious faith?  

25. As this Company is a typical Chinese state-owned, which is famous for the “iron rice bowl” 

(low unemployment risks). Whether this benefit still exists in the XX country subsidiaries?  

If yes, is it similar to both Chinese and local employees and why? 

        And what will the company do if one employee/line manager has performed poorly for a long 

period? 

If no, why and in what situations an employee/line manager would be dismissed? 

26. This company is originated from China, where people are encouraged to make more team 

contributions and avoid risks. At the organisational level, do you think such background makes 

your company encourages staff to make performance goals more traditional Chinese-style (e.g., 

team-based/ less challenging)? and why? 

 

Policy implementation: 

27. Please describe how you usually provide performance feedback to the company staff. 

Based on your experience, do you do things differently when communicating with people with 

different cultural backgrounds (Chinese and XX country) and why? Especially in terms of 

language, communication style, and expectations. 

28. Except for these formal procedures based on the company policies, what are the alternative 

approaches that you used to communicate performance issues with team members (both locals 

and Chinese members)? How it works and why?  

Follow-up questions:  

For instance, did you have a short chat with one of your members after work/ during a coffee 

break to discuss his/her recent performance, and why? 

 

General perception: 

29. What kinds of factors create barriers to effectively transferring HRM policies and practices 

from MNEs’ headquarters to your subsidiary? 

What kinds of factors create opportunities for the smooth transfer of HRM policies and 

practices from MNEs headquarters to their subsidiary? 

30. How do you think of the current performance management system? How do you personally 

define the term ‘good performance’?  

Follow-up questions: 
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(1). In a Chinese SOE, how do you think the role of political studying when you define the 

term ‘good performance? 

(2). Chins is a typical “human relationship society”, where your company is set up. Do you 

think an employee’s good workplace relationship/network deeply impacts your definition of 

“good performance”, and why? 

Can you think of some other aspects?  

31. Do you think there are different understandings about this term (good performance) in the 

headquarter and in this local subsidiary? What are the differences? And how these differences 

happen with the consideration of cultural influences? 

32. How do you evaluate the current performance management system? 

Please share some recommendations to improve/develop the effectiveness of the current 

performance management system? 
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Appendix IV: Interview Transcripts (one Chinese and one English version) 

 

1: Interviewer 

2: Tanzanian Manager (TM01)  

 

1:Hello. 

2: 

good. Morning good morning. 

1  

So nice to see。 

2  

you nice to meet you also. 

1  

thank you so much for accepting this interview. 

2  

Yes, and uh. 

1  

Before we start this interview, I could just briefly introduce this research. Yeah. It is a research 

about the big multinational enterprises. So come to africa and how the chinese and like Tanzania 

employee, they work together, and how to make your performance better and how to maybe make 

profit for the organisation. So considers of culture, some local customer, these kinds of institutions. 

And I may ask you some questions about how to do the performance appraisal, some human 

resources management issues. 

All this question is about your work, about your perception. No private information and everything 

you share will be protected safely, because the university of Sheffield have a quite strict, ethical 

check for our research. So I need to make all your information confidential. Please feel she safe to 

share what you think. And I will never. So our conversation is just between you and me know the 

third person will know 

Okay. 

so how about start with? The first question is about introduce yourself, like introduce your career 

history when you start to work and what is your current job? 

2:Thank you. Basically, my name is edwine christopher. I'm a hold of criteria of commerce in the 

human resources management from the university of jerusalem. I started my career, at  twenty, 

eighteen, 2018, 2000 eighteen uh, october. It's when I was employed as a human resources officer 

in a harbor engineering company limited, which is performing a project for deepening and 

strengthening of beth is 1 to 7 and the construction of terminals. And it's improved by the tanzania 

ports authorities. 

So far, i'm dealing with all the human resources rated activities, making sure that the relationship 

between the employees and the management is good. And we do act as a bridge to make sure that 

no miss communication or cars between the two parties. 
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1  

Yes. So it's like you are, a bridge between two parties. So can you give a general description of the 

composition of your department? So who are in your department? And who is the manager, the 

chinese and tanzania employees? So what they are competition? 

2  

Thank you. The composition of our department. It's human resources and administration 

department, whereby it is compressed of two human resources officers, local human resources 

officers, and one legal officer standing as a lawyer. all of us do reports to the administration 

manager of which he is a Chinese. So,after all. administration and human resources, both of us use 

it to report to operations manager. Operators many previous, but currently, we as human resources, 

we do reports to the administration manager, which is a chinese. 

So our department comprises of three local people and one chinese。 

1: three local people and one chinese. are you communicate often during the daily works or you 

work separately? 

2:Yeah, we do work separation because we have our own office as a human resources, local people. 

And he has his office which stands as the administration office. So these are two officers which 

are too separate. But in case we have any issue, we do reported electric to him or go to his office, 

but also some of the times, we do have weekly, maybe weekly reports of how we perform our tasks. 

1:Okay, I heard from one chinese employee that the local labor, the human resources management 

of local labors, are managed by other hrm agency, or by your department. 

So how these things work? 

2  

Do you mean the issue of outsourcing。 

It's true that the chinese company or check has outsourcing tg er activities because for me as every 

I i'm not the electric employed by china haber. But there is a open, yeah, which is known as the 

patch ink, corporate. It's human resources and the agreement agents. So i'm here to harbor 

representing the page, but all the time, all the tasks that they do perform. My working station is 

that this, but for my colleague with just joyce and one lawyer, they are employeed daily luxury by 

china harbor. 

1:Thank you. Let's move to the next question. Please briefly introduce some Tanzania cultural or 

religion, religious rules, features or customers. So it's like introduce your home countries, culture 

or customers that you think is quite specific or common in your society. 

So it's like introduce your own culture. So what's the features of tanzania culture or customer? 

2:Okay, I think the features of tanzanian customers. 

First of all, I can say they are too loyal, they are to loyal, but also they are preference goes together. 
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We be trustworthy, Means that if a person offers labor service, he or she wishes to get a return, 

maybe on time or if not on time, then there should be specific information or anything that may 

happen in order to not to bring what you are business relationship into trouble. 

But uh also like customers, because for us, I think the many customers they are just the we can 

speak of people who bring or import our company with the construction materials. there's a surprise 

in the procurement activities. Yeah, so I think the trustworthy, respected cooperation being 

provided with information. They are the key issues that our customer. 

1:Yes, thank you. And which are different from those in china. So you work with some chinese 

stuff in this company. So do you realise some difference between you and other chinese people? 

In terms of culture or customs 

2:I think, basically,I think many of the projects nowadays performed in tazania are chinese rated 

companies. They are the ones performing there because once you speak of the big projects which 

are performed in tanzania, then there is no way you cannot speak of the chinese people. 

So one of the key aspects with the chinese people, first of all, they need a person who is more 

specific distract. they want you to perform. They just don't like people who talk too much. They 

just went here, people who can not a phone tests and then give out to the reports once you are 

given the task you have to perform. But the other issue is, I think their chinese people have gone 

far in terms of technology. So it's our task of Tanzania has to try to catch up or to learn some of the 

issues from these people. That's why coming back to our work workers, chinese, I think, has 

expanded itself by making some people have at least 3 to 4 skills, regardless of the profession that 

employed you, maybe I was employed as a welder, maybe fit or mechanics. 

But after at least when we are 2 years, then i can have some knowledge in the carpentry jobs and 

still fixing. And mas only. So I think chinese are too ？ (too davis). They just raise people who can 

work hard. People who are more transparent and trustworth. 

1.Thank you. 

Your answer is quite detailed, great. I love it. And how will you how do you think of work overtime? 

So if you need to work, it's like you need to work a time, 8 hours, a day, but your manager ask you 

to maybe two more hours, what's your opinion? And how will you reply to him? 

2:first of all, as a hrm,anything which is related to work, and you think that in the future might 

have diverse, ii think must be indicated in your contract or agreement.So once you are employed, 

you were told that you will work eight no more hours. But there are some of the times that you 

will need to perform overtime. So I think it want to be better for a person to refuse working 

overtime, because as long as you are being paid, you will be paid you are overtime. But also I think 

refusing means that you are minimizing the relationship between you and your supervisors. Yeah, 

sometimes it may cause trouble. So I think uh, as long as my supervisor tells me to do anything, 

as I told you, I think I cannot see bring objections or what matters is the agreement between me 

and my supervisor. So as to strengthen the relationship between the parties. 

1:okay. that's perfect. And do you think that there are some changes for you before you come to 

this company? And now.so maybe you change before you come to this company, maybe you reject 
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to work overtime, but now you work harder. Do you feel like you have this kind of changes? Yeah. 

2:First of all, I think ii do appreciate for what my management, my supervisors and my bosses, 

what they do offer to me. So,I think you are told to work no more 8 hours. There are some of the 

time, not your 8 hours, you will be busy. some of the time you want to be busy. And maybe from 

morning to afternoon I was not busy and accidently or unfortunately all cars of issues which mighty 

around the 17 hours and might need meet week until maybe 19 hours. I think to me to want to be 

a problem as long as ,if you want to be a problem because I need to gain knowledge, I need to gain 

more experience. And I think if you don't work, you want to get money and if you want to get 

money, then he I think hardship of your life or hurt your career. So I 'm not able to reject any kind 

of overtime or task that I would be told by my supervisor. Even if it's out of my working time i 

think, i'm not going to refuse. 

1:Thank you.And next question about and what conditions or under what circumstance will an 

employee be considered for dismissal ? So one employee will be this measure. So ask to leave this 

job or ask to quit this job. So under what a circumstance and what conditions. 

2:first of all, I think, the one which is normal known, it's the complation of the job. Maybe when 

the task is completed, no one can eliminate,noe of ourselves to go. But under the circumstance of 

misconduct, maybe you steal alibaba. Just to take away something without population, you fight 

your fellows. Then now you use abusive language using abusive language, also destruction of 

company products willingly. So but also exposing confidential information for maybe workers, 

because we are dealing with people, we are human resources, so we are dealing with people. So 

exposing any information which is tamed as confidential. 

Then I think it's a problem, but also it's the issue of in capacity, Then you might find that one 

person maybe for a sick, he or she cannot, the doctor comments that she cannot continue with the 

job, I think. It's a problem, but also circumstances and retrenchment, whereby the company 

operation requirement the job with the minimize the or the companies, the land short of fund, then 

workers needs to quit the job。 

But all these must follow the legal procedures of which is governed by the agreement and labor 

relations at for the tanzanian local rules. 

1:Thank you. Do you think the policy of like a dismissal and employee are saying between chinese 

and tanzania stuff?  You have a same policy and implication or for tanzania employees, you have 

a specific policy about human resources management and chinese have the other system. （20mins）

so that same or different or totally different. 

2: I think uh, as I introduced before, I said, we have the local human resources officer and we have 

the administration and operations manager. for most of the issues that deals with the chinese 

dismissal. Yeah, they are dealt with their administration and operations many, but I think most of 

the time, I think these two issues related because some maybe chinese fighter, a local guy, some 

of the chinese have been told you to go back to china, to their country. Some of the chinese are 

being given several punishments based on their internal progress. So I think the policies might not 

be the same exactly, but they are somehow approaching to each other. Okay. 
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1: Okay, I totally understand. And here is one interesting question. So why do you think your 

company need to hire a local Human resources management office to do this stuff to these 

management activities, not work just by themselves. 

2:I think Tanzania. So local employees are governed by the tanzanian labor rules of which I think 

chinese are not very competent in these rules or once we just to lead sometimes they get an origin, 

they know, but also,I don't know it's expatriate law as not around the foreigners to perform hr tasks. 

So I think local people are very competent on their local employment laws. That's why they are 

being given the task to read the other people. Yes, regardless of the chinese uh yes. 

1:So it's like the local hrm officer will do more effectively than the chinese company work just by 

themselves. So it's like more effective working method. 

2: Yes, because they are aware of the local rules.That’s a main point. 

1:yes. The next question is about your daily work. Do you need often appraisal others performance? 

So how often like 1 month, or half a year or。 

2:I think we have monthly, but most of the time our appraisal goes together with the salary 

increment, salary increment. So it's basically mostly 3 months, 6 months of the one year. 

1: 

So how many people you need to appraisal? 

2: do you mean per month? 

I think per month we have been focusing on at least 50 people. 50. 

1: And how about 3 months or half a year will be more? 

2: Yes, will be more at least half ai think we need to have 150 to 200 people of who. 

1:Okay, so they are all local neighbor local labors.  

2:Yes.  

1:Thank you. And what is your appraisal criteria? 

2: Our appraisal criteria, first of all, I think we have been focusing on the kpi, key performance 

indicators. I think we have been looking more at the quitefiable criterias. 

First of all, we do focus on the issue of attendance. We do focus moreattendance. We need people 

to attend work more and more. Yeah. But also the second one is Quickness in adopting new 

technology, witness in adopting maybe new technology or new skills provided by the supervisor. 

Then we have the issue for tendency we have been also focusing on the ability to influence the 

others work positively. Women, they are built to influence others, maintain positive working 

environment. we are in a construction industry, so we need every person to be part of the safety 

activities of federal workers. So we need more people who can detect the problems and report 

problems. But also we have been focusing on the what's the issue of quickness to finalize job. 
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maybe you are given the task that he needs you to. The supervisor tells you, once you finish this 

task, then will will go home. A person does it in 4 hours, then you can go, but it's 4 hours which 

are in a positive way, means that you have done your task in a way that is the suitable or very good 

for this supervisor to accept it. not just being a given task, then you just perform any of you go. 

So I think we have been more focusing on those the issues what are up in the quality criteria for 

the performance management 

1:and these all are related to their daily work. And is there any criteria actually related to their 

personal characteristics? So it's like one person. He is quite friendly, good at teamwork, help others. 

So this quality will influence your performance appraisal. 

2:Yes, so I think all of those we do them in a person on to maintain the positive working 

environment for the other guys. So we do focus on ..?.  

1:It's quite scientific.You have it's like a table to make this appraisal or it's just some general 

paperwork. 

2:A we have a paper of which we do provide to the immediate supervisors, people who do work, 

people who do supervise the workers. 

1: If you do the performance appraisal. So what's the job of the local hrm office? They just do 

some labor issues. They do not need to read this labor or you work together to do the performance 

appraisal. 

2:We do work together because in case a supervisor performs the performance appraisal and it 

takes that a person does not change positive, then he or she reports to our office. And we have a 

task of according that worker and trying to persuade and influence him to see how he or she can 

change and try to catch up with the task. So we do work together as a team office and supervisors. 

hrm keep this. Okay. 

1:After you finish this appraisal. So you rate every labor, so how they know their result, how they 

know this result. 

2: Their results previously we used it to provide monthly awards certificate of appreciation. 

Although currently we not provide a certificate of awards, we just to make some several increments 

for people who do perform better. so once upon increment then they know “ i'm good.” 

but also sometimes even talking once you tell you call a worker, you tell him you're doing really 

great. I think it motivates， not until it in here. 

1:Okay, so it's like even they do not have some actual financial reward. You give some good words. 

It's kind of motivation. 

2: appreciation message to the workers appreciation message. 

1: How often you provide feedback to an employee? So do you have a policy that you need to talk 

with every labors? 1/2 a year or every year or every month? 

2: I think we do conducting meetings, meetings at 51 after 2 months. We do call for the meeting, 
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and we do share some issues with our workers。 

once after 2 months. 

1: So it's like 1 to 1 meeting or one to。a group of people. I see, 

2: I think it's something, it's a one to a group, but every saturday morning, we do also make act v 

seat. 

So we do try to talk to workers in their departments or they are working. They were departments, 

all sections, maybe you must on. Some engineers, some studio, you talk to them where they're in 

their groups. 

1:If one labor, if one employee, he, or she is not satisfied with your appraisal result, he thought 

maybe he can get higher greed. He work better than you think. So. What will he do? 

2: we have sometimes made such circumstance, but I think sometimes it might, the positive might 

be the relationship between him and this supervisor. 

Yeah. 

 

maybe he might be working hard, but this supervisor that does not appreciate. So sometimes we 

have been making a transfer way transfer away. We just take him from one supervisor to the other 

supervisor, and some of them have been doing great. So what we usually tell them is that in case 

you are not satisfied with the relationship between you and your supervisor is not good, then you 

need to provide them information to hr office and as a team, we will discuss on how to make sure 

that your performance is maybe appreciated or is increased. So transferring some people to other 

sections has been a good way to improve their performance. 

1: I understand. 

A one question is why every month you need to appraisal 50, but every half a year, it's like almost 

200. So it's like in July, you need to appraisal 200 people, but every month just 50。 

2: I have said 50 because it's the maximum number. 

So sometimes maybe you look for 30 people, because you might find that some of the time you 

have a schedule, so it needs you to perform some other issues. 

Maybe you can make a variation for performance appraisal for some other people. 

1:Okay, thank you. Do you have any paperwork is like a document about the performance appraisal 

in english? 

2:Yes. 

1:if it possible to send me a copyright. 
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2: yes 

1:that would be so great. If I will have a reference, thank you. Yeah. Another question is about, do 

you have some informal communication? with your supervisor with your colleagues about 

performance? 

2:Yes.  

1:So in what situation the coffee time or lunchtime. 

2:I think most of the time it's sometimes it's during the lunch time, I think a lunch time, maybe 

sometimes we are out for gaming. 

It's like you just tell the worker that you need to improve your performance like that in a friendly 

way, improve the performance or what. So I think we have informal, not everything is formal. We 

have some informal ways. Even the supervisors, some of them, just we do talk to them, not every 

time in the paper will come on to. 

1: which way do you prefer? Formal or, informal ways to discuss your performance。 

2:as a nature. I prefer formal because documentation is the basis for hr. informal might bring 

trouble when it comes slow。 

1:A formal way. And we discussed a lot about you appraisal others performance. So how about 

your own performance? Your own work performance are rated by your supervisors. 

2: a chinese supervisor. 

1: how often every month or half a year? No. 

2: I think it's every 6 month, every 6th man. 

1: And do you know what is his criteria? What are his? 

2: It's criteria, I think. 

I think they do focus on and delivery time deliver of tasks assigned. But also reports feedback on 

several issues that you are signed, but also attitude. Attitude  yes also. They should watch to the 

but also attendance, supervisor comes to your office. Every time you're not in your office, you are 

notto be seen. So it's also a problem. Yeah, so I think those are the criterias, but also personally, 

some of the time by our professor uses the informal way. 

1:informal ways. 

2: in case, maybe sometime after 2 months, 3 months, then you should to drop your performance, 

then you might be told informal, but as a professional that I need to make some changes adjustment, 

the performance. 

1:Thank you. And after every appraisal, do your supervisor will set some goals for your next 

appraisal period? so said some goals, long term or short term goals, target. 
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2: Yes, but I what is, I think the goals set maybe sometimes are too general, for this supervisors. 

They are too general. So once it comes to the employees, the general goals try to be minimized so 

that the workers, because the workers work in different areas. 

1: so you are you are in charge of making them goal setting for the basic labors. 

2: yes 

1: so you make the ghosts. So how about your preference? So give them some high goals or some 

basic or some easy achieving. 

2: The goals is made in relation with the supervisors. 

we are a team and  the supervisors are together with the top management, sit down and come out 

with a stated goals.  

1:What do you think of the goal? They said? So is basic or high or low, easy achieving. 

2: I think they are basic, they are, basic. They are just yes, module it, which anyone can perform 

english. 

1: So we thank you. We know that chinese are quite emphasized. I'm like team working contribute 

to the team. Do you have that feelings during your daily work? Like you need to be more 

collectivism or individualism, or do you have this feelings? 

2: yes, I think it depends with the situation. sometime we  work as a team was a but she, in fact, if 

there are some of the issues, maybe their red line is there very near and sometimes you might find 

that team members also have some emergencies, so you need to stand alone and perform so that 

the facts for nonexistence of the affair cannot be detected. Okay. 

1: Let's move to our last section of this interview. So it's all about your own perception. What is 

your motivations to work here? So why you choose to work here and work so hard? 

2: I think my motivation to work, they are, first of all, it's horrible to recognition. 

Chinese are very good at recognising, once you perform, they will tell you perform better. Once 

you're going to perform, they will tell you going to perform. making  the person that you perform 

better. so  a motivational person。 

also the nature of the campaign. Speaking of china harper is on the national company that is a 

performing very big projects in africa and over the world. 

So being part of this evolution, I think makes one person, makes me feel motivated. the other issues 

that I think they have tried to fit my needs. The remuneration matches my needs. We need this 

good incomes. 

1: Okay. And How do you personally define the term good performance? How do you defer define 

this term? What is good performance for you? 

2; Yes, I think it's the deliveries that is beyond expectation, but is within or beyond expectations 

in a positive way. 
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1: And do you think that you have a good relationship with your supervisor Will influence? Will 

if you have a good relationship with your supervisor, which means that you have a good 

performance? Do you agree this argument?  

2: No.I don't agree that. 

1: So what's your opinion? 

2: I think most of the time, the relationship between me and my supervisor might be good because 

of these things that you are not in work. they are not been related to work. 

maybe because maybe I just reading books, we need go grabbing both we go gaming, but that not 

in that my performance is better. 

So I think there is no relationship in that. good performance in the relationship with those 

supervisors. although sometimes it can be, it can be a good way, because most of the time your 

supervisor is free to talk to you, and you are free to talk with them. So I think it can also try to 

bring up your performance, but the relationship is.... 

1:  do you think that if you have relationship good relationship with your supervisor, when he 

appraisal your performance, he tends to give you a higher score. To some extent. Do you have this 

experience? 

2: II think more of these supervisors, as I say that before, sometimes foreigners, no, chinese are 

more weaker rated. So you can have a good relationship, but when it comes to grading your 

performance, then he or she might grade you actually, according to what you deserve. 

1: So it's quite uh uh objective based on what you work. Thank you. 

And next question is about what is your career development plan? So how will you get promotion 

in this company? Or do you have another plan for your career? Development? My career? 

2: I think currently just told a bachelor  degree, so I think I need to go for masters, oh the. Yeah. I 

need to go for masters after something, then I think I can have a higher position after pursuing my 

masters, but I have to study more, training more and also is stick for. Yeah. 

1: I can see the potential ability for you to have a master degree. You have a quite good 

communicate style and expression abilities. 

do you plan to do A part time must study or full time, because whether your company will support 

you to pursue the higher education degree. 

2: I think much time is good because full time you need to be stable economical. 

But currency, I need to work to get funding in order to support maybe my these and other issues. 

So I think a part-time in a more serious way. 

1: Okay, so you are not sure that your company have some fundings or scholarship for you to for 

the higher education, 

2: currently i am not sure. Okay. 

1; And do you know who make the human resources management policy? So is your chinese 
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supervisor or the headquarter in china? Or you just make it。 

2: is for company,  I think it was the collaboration between the chinese supervisor, but  that agents 

that deals with hr for our campaign. 

So it was a cooperation between the chinese and local. 

1: So they work together, combine both characters to make this policy  

2: it is because a policy governs all the internal issues 

So there are some of the issues that you can prefer to include in the policies, but the management 

isn't lately. That's why it was a collaboration between two parties. 

1: two parties. So how do you think of the current hrm policy, especially the performance 

management policy? So how will you evaluate it? Do you think it is good or just? 

2: of course it's good, but it needs some amendments, because I think it was up. It was drafted 

when the project was starting. And once the project proceeds there are some of the issues tend to 

change. I think in order to be more current, we have to make some amendments, which I think as 

the hr team, we are in the process of making some changes. Yes, i've been some of the issues which 

were act as characterizes to the performance of our workers. 

1: As for the current performance management system. Do you think it is the standard 

comprehensive? Or you think that it have more space to in to improve to be improved? Just for the 

performance system, performance management system? 

2: I think it's good, but as some amendments needs to be done, it's okay. But in some elements, we 

have to do in order to or is to be more modernized. As I told you, it was maybe seated during the 

start of the project and as the project goes some issues to change and as we are approaching to the 

end of the project, some of the issues change. So I think, yeah, it was standard, but some of the 

issues need to be refined. 

1: So it means that the system need to be changed based on different projects. 

2: Yeah, okay. 

1: Because it is a construction industry, so it have different projects, which means that maybe one 

project, just least for 3 or 4 years, and then the project, dan, the labors maybe lost their jobs. 

So how to motivate them to work hard to have their own career development, or they just work for 

money. When the project is done, they just find another project. 

2; I think, as we have said before, I think working with chinese, it's a blessing because you come 

with 1 type of skill, then you go out with the 3 to 4 skills and so most of our workers through the 

composition they get, then they tend to start up their own business. Maybe some of them start up 

their small business  which they can supervise them internal based on their skills. 

1: That's good. We have three more questions. Next one is in terms of local labors, local employees, 

what kinds of rewards can motivate them mostly? What kinds of rewards they have? Financial, 

non financial rewards. So what types of this reward to motivate them work? Harder. 
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2: I think uh for them. Mostly they do prefer financial woods, just the day for financial woods, but 

in some circumstances, except financial rules, as I said, such as the recognition, and you recognise 

the one who is working better. I think it's good . 

As in china harbor, I think for that, we have tried much because some of the aims we have been 

given out but home staff to workers, but also we have been doing some home visits for workers to 

see the way they live with their family, but also in special days, such as new year, christmas reve 

as well. We have been providing some different gifts to our workers, but also we once did the big 

ceremony, which was then on international day or international children day. They whereby some 

of our workers came here with their families, children, and I think it was good。 

2: and is there any some training opportunities for them if they work good? 

So it's like this worker, he is quite potential. So the company may provide him some training 

opportunities to enhance his work ability. 

2: Yes, exactly. We have been doing that. I think for ta nz, an ia we have an institution known as 

ocean, national safe and healthy authority. So workers go there gets training. The company, I think, 

pays for them. So for that we have been doing that's. 

But also we have our safety officers. There have been training people in groups, groups you, maybe 

operators of different machines. They are being trained.  local people, they should fire fighting. So 

the but we have been looping grades. 

1: So this training opportunity are provided by local government or the company.  

2: the company 

1: Thank you. And you just mentioned some festivals like local festival, the international children 

days. How about some chinese festival? Like new year, chinese new year. Dragon festival, did you 

celebrate together with your chinese colleagues? 

2: Exactly lose celebrates together, very good. On  that day, everyone is happy iranian. 

1: So do you have vacation for that? That festival or work or still work? 

2: No no no. No job for that way. We just celebrate, eat, drink of fun, yeah, or this. 

1: Okay, the love the question is a little bit at organisational level. I think lots of chinese company 

come to africa, come to tanzania, to operate their business. And how do you think your company 

have a good relationship with local people with local government, and uh? This kind of issues. So 

do you think local people accept this chinese company? 

2: Yeah, exactly. Because I think what the stimulates the relationship between the company and 

the local people is the compliance of the company to the local laws. 

So as china harbor, we have been very successful compliance for the all the issues, because the 

workers are being paid before social security funds. 

once you get the accident, the company takes over, but also it have been complying to all the 

immigration laws. Yeah, also, we have all people for  all the statutory deductions are being paid at 
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the high level. So I think so that I have no obligation with china harbor doing a great. So I think 

all the stakeholders we have a good relationship with them. 

1: Okay, that's good. And because you are the resident in tanzania and the human resources 

managing work is related to maybe some labor law. You need to get along with some local authority. 

So do you think your identity as local people will make you easier to communicate with 

government, with local authority? 

2: 100 % sure 

1: Let me check whether I have finished all the questions. 

Do you think your performance result? Your performance will have influence on your promotion? 

2: Yes. 

because I think also promotion can be using as a motivation factor. Once you perform better, you 

deserve promotion. 

once on poor, you deserve demotion. 

1: And do you often communicate with your supervisor? So it's like every day or every month or. 

So what's the fluency? 

2  

In case of emergence, we could, but I think uh we have every monday morning, must get every 

monday morning we have to do list for the week. 

1: Do you think the language  is constraints for your communication or the languages doesn't 

matter? You can communicate smoothly. 

2  

I think the as the hrt team, professional carter, we have no problem with communication. The 

problem is with the labor as casual workers, I think it's a problem, but he as hr, our task is to, I as 

I say, to bridge between supervisor and localize. So our duty has minimized the gaps. So for, this 

communication to between parties. 

1: Thank you. The last question is, do you think culture or customer have influence on hrm works? 

Both chinese or tanzania culture? 

So it's like in Mongolia, other country, they have drinking habits, so they like drink a lot. Their 

hrm policy need to deny this activity. They have quite tough punish punishment if they drink during 

their work. So it's like the alcohol quarter. How about in tanzania? Do you have any culture that 

reflects in hrm policies? 

2  

Yes, I think it's true. For example, we have the issue of dressing code. Every organisation has its 

policy on how to dress, right? 

So I think the culture also. I think you see it has also an impact to be a hrm. 
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1:  

So the driving code is , for instance, for tanzania cultire, you need to dress like,.. oronly the 

organisations requirement。 

2: it is more, I think most of the organisations for males, you need to dress a trouser shit and come 

to job. You cannot see enter into job with a short. for may for females then you have to a long dress 

or trouser. short skirt is not accepted. 

1: so it's like the local people in their daily life. They have their dressing habits, but when they 

come to work, they have organisations dressing code and they need to obey. 

2: yes 

1; that's okay, that's the quite interesting points. Okay. Okay, actually, that's all my question. And 

thank you so much for your such comprehensive and interesting sharing. I actually learned a lot. I 

I will read organizing of a conversation and do some analyze. If I find some other interesting issues, 

you need to consult you for some details. So can I maybe send you a message for just 5 or 10 

minutes, not such a long time? 

2 

Thank you. 

1  

Thank you so much. And do you have any questions regarding to my research? 

2  

When are you planning to come in ta nz? An IA? No. 

1  

because the Kobe is the UK government is quite strict. If I come to concerning, it's hard for me to 

come back. I hope。 

2  

to II wish you all the best in your PhD. I think you will do good. 

1  

Yeah, appreciate much. 

2  

Thank you. Actually. 

1  

we are in the same area. So yeah, I also studied it. His human resources management from my 

bachelor, my master, still also the PhD degree. If you have any question want to discuss with me 
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about hrm issues. So workout. Okay, thank you. One more thing like it will be better that you can 

send me the copy of your performance management policy in English if you have. 

1  

Okay. 

1  

thank you so much. Everything will be confidential. So just。 

2  

be thank you, man. 

1  

Thank you. Hope you have a good weekend. 

2  

Keep in touch, bye uh. 
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1: Interviewer 

2: Chinese manager (CM02) 

1:您好您好，嗯感谢您这会抽时间来聊，一会儿我很热议哈。好勒好勒。那咱正式开始之前呢，我先

给您简单的介绍一下我这个研究，就是主要是关于咱们国有企业呃如何在就是像非洲啊，然后一些欠

发达地区进行绩效管理的。那之所以研究这个呢是因为嗯现在在西方管理学领域中，大家普遍认为还

是发达国家西方企业的绩效管理会比较先进，那咱们中国的企业，然后到了欠发达地区，其实咱们中

国也是相对发达一些的，相对于他们我们是怎么在当地啊激励员工啊进行绩效管理的，那就是从这个

方面来看，这个是大概我的研究. 

然后那个因为我是没有什么太多的工作经验.所以，如果在提问的过程中，您有任何觉得不太合适啊不

太好回答的问题，您给我指证出来就行，然后我再做修改。 

2:好勒好勒，您谦虚了。 

1:没有，就是呃还有就是您放心，就是所有的采访内容呢我之后会整理，整理之后会把带有您个人信

息所有东西都会删除掉，就是严格保密，您就畅所欲言，就好了。而且这个问题都不会太敏感啊， 

2:就都是随便聊聊的问题。 

1:好勒，那在咱正式开始之前，您有什么想要问的吗？就是关于整个访谈？ 

2:嗯没有什么需要，因为前期也有同事跟我这边说过。 

1:好勒好勒那行，嗯那咱们就开始第一部分的问题，就是您先简单的介绍一下您自己就是整个的职业

生涯什么时候开始工作的，然后现在是什么职位，负责什么工作？ 

2:我这个就可能这个经历比较丰富一点，啊，跟其他的同事可能不一样，其他的同事可能就是大学毕

业，然后就进入公司参加工作了，然后我的文化水平没有他们那个高，因为我是 17 岁去参军，然后在

北京，在部队，我在部队待了有 6 年，然后在部队这个就提升了一下那个学历，然后报了一个函授的

本科，大专专科。然后从部队出来的时候，又进入一家私企，从事这个就是政府接待这一项工作，就

是也是在北京，然后从私企又到现在咱们的这个中国港湾这个企业，从事这个后勤服务工作。 

然后我来这个公司呢，也有 8 年了，然后今年 3 月份之前一直都是在北京，在北京那个办公室部门，

总部的办公室部门也是一个后勤服务部门，然后在那里面这个做一些这个领导的服务。然后今年这个

3 月份从北京到的这个坦桑尼亚这边，这就是我的这个经历。 

1:也就是说您现在是在坦桑这边的呃这个项目部负责整个的后勤服务，后勤综合服务，嗯 

2:综合工作，综合工作。 

1；那您的工作大概就是有哪些方面呢？ 

2:一般就是当地员工的人员管理。当地员工的人员管理。然后咱们这个就是项目部的一些办公物资的

采购，生活物资的采购。 
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1:明白了，那您能简单介绍一下您现在在这个部门的人员组成吗？就是当地的和咱们外派的这些的就

是人员组成是什么？ 

2:现在我们这个综合部门呢，现在目前是就管理岗有两位，然后下面的这个工作人员就是有一名是中

国厨师，有这个三名当地的驾驶员，一名这个当地的这个保洁人员，还有一名当地的这个助理人员，

就是我们这个综合部门的人员组成 

1:也就是说管理岗都是中国员工是吗？ 

2:对，管理岗都是中国员工。对，就是除了我以外还有一位啊。 

1:噢明白，然后工作人员是都是当地的，有驾驶人员，有厨师、保洁人员和助理都是当地的， 

2:因为考虑到咱们项目部的这个管理人员都是中方人员，所以说从国内请的一个中国厨师厨师是中国

的。 

1:嗯嗯好勒，那行，那咱那在咱日常的管理中的话，呃咱们就是直接去管理当地的员工是吗？就是他

们的绩效考评什么的也是咱们去参与。 

2:对对对。就是他们的日常管理，还是我们那个直接管理啊 

1:日常管理明白，那您在管理中方员工和当地员工你觉得有没有什么区别吗？或者跟当地员工相处和

管理有没有什么不一样的感觉？ 

2:我觉得都还挺好，因为这个当地员工呢，对于我来说哈，这个可能就是语言上可能会沟通方面没有

像跟中方员工沟通那么顺畅。然后呢这个咱们那个不是还有一个这个中方员工的厨师嘛，然后管理起

来沟通起来可能就顺畅。因为他也是在这个行业从事了很多年，他也是比较有驻外的经验，他们都是

在境外都好多年，像我就是今年 3 月初刚出来的，现在还是在这个适应阶段啊。 

1:明白明白，嗯那您在这个整个的适应过程中，您有感觉到就是坦桑当地的对你来说比较新奇独特或

者是有特点和中国不一样的文化，或者是习俗或者是风土人情这些吗？ 

2:就是对我印象最深的啊，我就觉得他们这个因为其他国家我也没有去过，因为这是头一回出国，然

后我对他们的这些就是人的这种淳朴啊特别淳朴，然后特别热情，可能就是中国人就是中国咱们中国

人在这边给他们援建嘛，然后可能对咱们中国人的这个很认可啊，比较热情啊。 

1；明白，那您会有感觉到，因为您日常和这些本当地的员工接触比较多，然后一起工作比较多，您会

觉得他们工作上有没有一些什么特点吗？或者比较努力比较轻还是什么样？ 

2:有有，就是我可能这个但是我听到了一些不好的说法，就是可能他们当地的员工可能也是因为穷

嘛，对吧？咱们也能可以理解有时候，像这个帮厨啊，可能能接触到咱们一些食品一些东西，他可能

就会顺带着这个买一点哈，有可能会有这种习惯，但是，具体我还是没有发现，我来这目前有这个半

年了吧，还没有发现没有发现这个问题。但是他们给我的印象还是比较就是勤劳的，还是比较能吃苦

啊，就脏活累活都愿意去干啊。 

1:那你有感觉到宗教这方面的一些特色吗？比如说他们会有什么宗教的特点啊之类的？ 
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2:因为 7 月份之前，然后我是在另外一个这个项目上，然后可能接触跟当地员工接触的会稍微频繁一

点，在这边的话我一般就在办公室，然后他们有自己的独立的这个工作区域，一般就不来办公室，我

在那个项目的话可能接触多一点，然后他们就是有一个什么有一个这个复活节，应该是叫开斋节，那

叫开斋节啊。然后一个月白天就是白天不能吃东西，只能晚上吃东西。 

1:那这个您觉得他们会影响到工作吗？因为你想他白天不吃东西，就是 

2:会有一点影响，会有一点影响，因为那一个月期间看起来他们的精神状态也不是特别好，所以说有

时候就是分发任务的时候能尽量减少他们对干一些工作啊。 

1:明白了。明白，那嗯那比如说像当地他们有没有就是我看坦桑尼亚应该是基督教和穆斯林共同存在

的一个国家，他们是两个节日都过。他们是两个穆斯林的节日也过，然后天主教或者基督教的节日也

过，还是只过？ 

2:他们应该是每个宗教过每一个宗教的节日吧，但是我们基本上我们当地员工都是那个穆斯林噢。 

1:明白了明白了，那您刚刚提到了，您还负责就是就是当地人员的一个管理工作，您指的就是这个部

门内的，还是说当地的比如说工人什么的管理你也是参与的 

2:我们这个部门内的，然后他们现场工人就不归我这块管理。因为项目部请了一个比较专业的 hr 公

司，然后他们那个有管理人员在那边现场管理。 

1:明白了。嗯那您能感觉到就是说有那么一些就是文化或这方面是体现在咱们人力资源管理这个制度

里边的吗？就是举一个简单的例子，就比如说穆斯林他们是要有那个做礼拜，他做礼拜那一天可能 5

次，他说做就做了，那这个时候肯定不能扣他的考勤啊什么的。就咱们公司的制度或者您日常工作有

感觉到这方面吗？ 

2:有区别，他们那个周六周日啊，我们都会给他们制定一个加班表，因为现在他们也愿意加班，然后

呢他可能是周六，他半天班是正常工作，后半天他是属于加班，周六跟周日还不一样，周日周六的时

候，他的加班工作时是平时工资的 1.5 倍，然后周日可能高，2 倍。 

1:明白了，也就是他们现在也是比较愿意，当地人也是很愿意加班的？ 

2:愿意加班。对，嗯如果就平时你给他排班，如果是感觉他感觉少了的话，他可能会给你申请，那你

多给他排一点这个加班啊。 

1:明白了好勒。那您有感觉到就是关于毕竟咱们属于是这种劳动密集型，也算是建筑行业算是那种风

险的安全很重要，没有感觉到就是啊喝酒啊什么的，这些情况会比较普遍，存在于当地员工或者是咱

们中国员工中吗？ 

2:他们当地员工好像这个喝酒文化跟我们中国还不一样，他们好像没有咱们中国这个喝酒文化这种，

然后咱们项目上的这个管理规定是项目上是禁酒的，不允许喝酒。 

1:对，那这方面的规定是就是写在书面的文字上的，还是说这是大家的一种共识，一种默契呢？ 

2:大家的一种共识啊一种共识。 
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1:好的。那咱们下一个问题，就是据您了解啊，在什么情况下会考虑辞退一名员工？这个辞退就是不

管是咱们中国或者是当地的是否会有不同的条件，会去辞退一个员工？ 

2:可能就是我觉得辞退，我理解的辞退就是因为他的这个工作表现可能是特别差劲了，觉得就是没办

法正常的工作了啊。但是目前还没有发现啊。 

1:就是当地和和那个咱们自己都没有发生过目前您了解的辞退的情况？ 

2:对对对没有对对。因为他们我接触的这些人噢，我可能是在这个项目属于新员工了，他们都是干的

年头比较长 

1:明白好勒，那咱们现在就进入到具体的实践方面的这些问题，就是说您回忆一下最近一次您参与绩

效管理这项活动是什么时候，然后您是是评估人还是被评估人？或者咱们先分开说好，就是您的绩效

上一次被评估是什么时候？是被谁评估的？ 

2:我可能近期在总部在，总部在北京，他那个我们绩效评分就是一个部门的这个部门人员评分，根据

总分来给你核定这个去年的绩效啊，我们都是今年那个评去年的绩效。 

今年年初评去年的绩效。 

1:明白，那是您部门经理给您打分的，还是说综合的就是很多人都要给您部门就是部门 

2:部门这个主要领导，就是经理了，部门经理了，就总部叫这个办公室主任啊 

1:直属领导等于是您的直属领导给您打的分。对对。是一年评估这一次？ 

2:对，绩效在总部绩效是一年评估一次，因为绩效它一年也只发放一次。 

1:一年一次，嗯那那您日常的这个工资是按照什么发放的？如果一年才评一次绩效的话， 

2:工资平时也有月薪啊，月薪是正常工资，然后绩效我不知道你说的这个绩效，我理解为奖金。这个

绩效噢 

1:就是年底的一个绩效奖金，就结合您的表现呀，然后会给您一个分数，然后根据分数给您分配绩效

奖金的比例。对明白了 

2:薪酬的话它是按月都给你发的，正常发的啊， 

1:就是浮动不会很大，就每个月都是一定的？ 

2:对对对对对，那额度它就是根据在国内还不是有一个什么过节费啊这些费用啊，他可能会，如果说

你当月有节日的话，可能跟平时没有节日的话稍微有一点偏差。 

1:明白明白明白，根据您的了解，就是您的这个绩效成绩分为哪些部分？就比如说定量的固定的算出

来的，还有一些比较主观的评价，这个比例大概是多少呢？ 
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2:比例？嗯，我觉得应该比例它也是按照你的基本工资，然后基本工资为一个基数，然后他们根据这

个分数评比，然后评分数算系数，按这个零点几啊零点几这样给你计算。 

如果这个评分比较高的话可能会到一点几 

1:嗯明白，那那您这样存不就是您了不了解，比如说您的直属领导，不光是就您具体的工作完成程度

啊，然后提交的准不准时啊，然后这些是一些比较固定定量的，还有一些对于您的工作态度，工作积

不积极啊，然后工作能力这些的评估会有吗？然后您一般都是个什么程度？ 

2：会有，它这都是综合打分，综合打分。 

1:那您成绩一般都是个什么水平？ 

2:一般一般，反正我拿的奖金，反正别人拿了奖金我也不知道多少，我拿的奖金往年都差不多啊，都

跟往年都差不多，都差不多少。 

因为你也知道，咱们这个收入的话，不光是在企业里面，它其实有些东西还不是完全透明，这个绩效

这方面对吧，那也就是说有可能会造成这个人员管理的这个不稳定啊，他有时候这些东西都不是很透

明。 

1:所以说就是呃领导给您打了分您也不知道，但是您只能通过说每年工资拿的绩效奖金都差不多，来

判断他一般给你的成绩也差不多啊 

2：对对 

1:明白明白。 

行，那这个我知道了，就是那每一年年初肯定是要定一个绩效目标的，那这个绩效目标一般是怎么确

定的？就对您这一年工作的一个目标确定，一个绩效目标， 

2:我也是刚开始到境外做这项工作，然后才了解有一个这样的绩效目标。基本上是嗯根据这个你的工

作职责，工作内容，然后定一个计划。 

1:那这个是就是您的直属领导会跟您讨论的，还是说您自己写一个计划提交上去，去审核？ 

2:自己写一个计划提交， 

1:自己写计划提交。那您一般都是提交的比较稳妥保守的计划目标，还是说然后冲刺对， 

2:当然满分的话如果是 100 的话，基本上是在 90 85 以上，然后 90 左右吧，就是啊。如果是满分的

话。 

1:也就是说这是您来到这个境外之后，来到这个项目部你才开始接触绩效评估之前，你要做一个绩效

计划，设定一个目标，在总部的话基本上这种办公室这种事务型工作可能没有这种目标和计划是吧？ 

2:对对 
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1:啊明白嗯明白了 

2:我觉得就是在总部啊有好多这个可能还没有像在项目上做的这么精细，有些东西管理方面还是没有

这么精细 

1:嗯嗯。明白明白了，嗯那您就是每次绩效评估之后，比如说在总部吧，您绩效评估之后会不会经理

找您聊一下，这年工作怎么样？然后我给你这个分数是偏高偏低，需要你怎么怎么努力这些有吗？ 

2:可能平时闲聊的话啊，因为平时打交道也要闲聊的话会聊，但是他们一般都不是特别。我个人没有

接到什么特别正式的邀请，说啊你到我办公室跟你聊一下，这个没有。然后基本上就是平时见面了，

然后闲聊一下，会聊一下啊。 

1:平时闲聊比较多。明白了。您来这边您来坦桑这边是还没有开始真正的就是提交完目标，但是还没

有真正经历过一次完整的绩效管理的程序是吗？ 

2:还没有还没有， 

1:那行，那咱就主要先聊一下在总部这边的。那在总部的话，您平时跟领导的一些工作之余的接触多

不多？比如说一起吃个饭呀，运动一下这种多不多？ 

2:嗯运动的话少，基本上接触的给领导做服务接触的还是比较多比较频繁。 

1:就是您的部门直属领导？ 

2:不是部门领导公司领导啊公司领导，因为整个对整个办公室的办公室，他的这个服务对象也是公司

的领导，包括整个公司啊，公司的管理啊，在服务性的就是针对公司的领导。 

 

1:明白，嗯那那咱们只看直属领导，就就是对您有管理职责的这么一个领导，他日常会给您就是反

馈，比如一起吃饭的时候会不会给您聊一聊工作呀？就是说一说这段时间也 

2:会的。 

1:您对这种方式的接触接受度高不高？还是说您觉得，最好是能有一次正式的面谈聊一聊这种绩效这

种事情，您会比较接受哪一种？ 

2:对，我比较偏向于这个正式的，因为有时候闲聊嘛，闲聊不是特别正式哈，我感觉有些事情还是正

式一点好。 

1:噢明白明白好勒。那咱们绩效评估之后，然后会有一个绩效成绩然后反馈，那最后就是绩效奖励

了。那绩效奖励我看咱们制度里边有聊到有这个职位晋升，有培训需求，然后还有您刚刚提到的奖

金，那您都就是收获过哪些绩效奖励？ 

2:绩效奖励，绩效我不知道这个评过优秀算不算这个绩效奖励？ 
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1:也算，也算就是年度的那种先进个人啊优秀这种是吗？ 

2:对对对 

1:那您评这个啊有这种奖励，那您知道大概的一个评估的流程，然后评选的标准是什么吗？ 

2:评选的标好像这个具体的评选标准我不是，反正是名额很少，一个部门大概人员大概就是三四十个

人，我们整个办公室的话，包括那个就是后勤啊这个水电班啊，他们那些人如果是全部加起来，他也

得参加评选嘛。但是因为属于办公室的一员嘛，你这三四十个人估计这个整个办公室也就一两个名

额。 

1:就一两个名额，明白。那呃那您那年被评上是因为什么优秀的工作表现，就是您被评选的整个过程

是什么样子的？ 

2:我是 13 年进入这个公司的，然后 14 年被评选。可能这个整个公司的领导，包括这个部门的领导，

他也比较关注就新入职的员工，然后新入职的员工，可能我当时，这个他对我的一种工作态度的认

可。具体的他们的这个评判标准，这个我不是特别清楚啊。 

但是我是这个军人出身，可能就是对他们来说我比较服从管理一些，然后干工作积极一些，然后时间

观念强一点，主动性稍微强。 

1:对整体来说体现在您的工作态度和工作能力这方面的。 

2:对。我个人认为是这样，应该是这样。 

1:好勒好勒。明白。您像您现在外派到境外的项目来，是和您的绩效一直成绩比较好有关吗？您觉

得？ 

2:我觉得这个嗯怎么说呢，嗯反正多多少少有这方面的原因吧。还有一方面就是因为确实是咱们公司

现在他出台了一个制度，就叫轮岗制，轮岗就是境外的常年在境外工作的人，就是员工有愿意回总部

的，可以回总部，然后在那个总部想出来的，也可以出来，现在公司出台了一项这个制度啊，就是轮

岗制嗯。 

1:那您会觉得说这个轮岗是您主动要求出来的，那这个动力是什么？驱动力是什么？为什么想要出

来？离家这么远？ 

2:动力很简单，就是俗一点，就是说这个境外的收入比国内要高一点。 

1:境外收入高一点，那对您未来的职业发展有没有什么帮助？比如说您出来干个几年。 

2:其实境外的这些条件啊肯定是远远不如国内总部，但是对于我来说就是这个，也是人生就是一笔可

贵的这个经历嘛，经历就是财富嘛嗯嗯。 

1:那针对培训这方面，您像公司会不会为您提供一些相关的职业技能培训啊，或者是包括什么学历晋

升啊这一系列的奖励或者福利，你有体会过或者体验过吗？ 



  259 

2:没有，暂时还没，一般这个就是公司如果是岗位的培训，一般是针对刚入职的这个嗯大学生，刚入

职的这个新生，可能会进行这一方面的培训啊，培训后上岗。 

1:嗯明白明白。那咱们就回到咱们现在在坦桑这边，就是您现在也算是部门的管理人员，管理下边的

当地一些基层的员工，呃那您需要去给他们的绩效一些评估吗？ 

2:嗯他们这边他们这边我接触到的他们的这个一些这个，就是按基本上是按他们的正常薪酬，还有当

地国家的一些这个法律，结合他们国家的法律，他们的国家法律就是按照他们那个当地员工，他如果

是在你们这个单位工作一年没有休假的话，应当补偿这个一个月的基本工资，其他绩效没有。 

1:所以说也不需要每个月或者每半年或者一定时期内给他们打个分啊，对他们的工作态度什么打个分

啊， 

2: 不需要，他们的这个收入来源基本上就是固定的薪酬，固定的薪酬嗯。 

1:明白，也就是说嗯他们就好好工作，按月就给你发工资，加班给你加班费，然后你一年都不歇，就

再给你补一个月的算是一个奖励。其他的不需要说，给您个表， 

2:其他的也有可能，但是我听说过啊，其他就是他确实为公司为这个项目部带来很大的这个帮助，然

后可能会这个项目部私自给他们设立一项奖金，其他的项目有，但是目前我经接手的经历的是没有遇

到过嗯，也没有听说过，对其他项目有听说过，对其他国别的。 

1:那整体来说的话，那他们你像每个月工作的好点坏点都是那个固定工资，那咋让他们努力工作呢？

怎么激励他们？ 

 

2:没有激励就要求如果是他们不好好工作，他们也很珍惜这份工作。 

如果说他们工作觉得不是很好的，表现不是很好，咱们他就担心咱们那个甲方啊辞退他们，因为咱们

中方企业在这边对他们的这个收入，对他们的提供的这个薪资收入还是挺高的啊。 

2:噢明白。嗯也就是说这个意思，他们不存在工作，他们很珍惜这份工作的，工作都还是很努力啊。 

1:明白了。那像就对于当地员工的话，比如说他工作不努力啊，他不服从指挥啊这些，咱们是可以开

除他们或者辞退他们。 

那对于咱们中国的员工呢，咱们中国外派过来会不会存在就是说你如果说有哪个同事比较消极懈怠

了，这段时间绩效不好了，那要怎么处理呢？ 

2:基本上这是这个项目部书记的工作啊，心理疏导啊。 

1:对咱们中国员工就是心理疏导啊，先走这方面的非正式的一些程序是吧？ 

2:对对 
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1:明白好勒，嗯那那您了不了解，就是因为咱们就是像东非区域中心，它是有自聘员工的，然后自聘

员工和总部这边外派的，就是咱们对于港湾的带编制的员工之间的管理有没有什么区别，您了解吗？ 

2:管理都是一样的，它唯一的区别可能就是晋升，还有那个收入，嗯管理都是一样。 

1:管理都是一样的，那他的这个收入为什么就是因为固定工资或者基本工资比较低，绩效的话都一样

评分，还是说他们的绩效 

2:整个体系它是不一样，整个体系都不一样，整个薪酬都不一样，包括绩效。 

1:明白明白嗯。刚刚咱们聊了这个顺带聊了一下您的工作动力，然后那您会怎么去定义什么叫做好的

绩效表现，好的工作表现，就是你是怎么要求自己以及要求部门？ 

2:其实绩效表现是让我自己怎样能觉得这个工作的好很满意，说的通俗一点，还是这个收入啊，还是

这个收入，收入才能说明。 

能得到这个项目的领导的肯定啊，区域中心领导的肯定，他绩效也是跟那个评分有关系的啊 

1:那像比如说您作为这个部门的管理人员之一，您对于员工的要求是什么？您觉得他们怎么样工作您

会比较满意一些？ 

2:我觉得就是咱们这个综合，现在我接受这个，基本上是按部就班，基本上就一天重复着一天的工

作，没有什么那个特别这个特殊的这个事情发生啊，基本上就是一些生活办公物资采购，然后没了就

采购，然后就是人员车辆的管理，这个这个厨房的管理基本上就是每天都是这样的。 

1:明白明白，也就是说基本上他们的工作只要按部就班，让做什么就完成好，不要出岔子，就算在您

看来就不错了。噢明白，那您对于整个部门管理出来的成果，您觉得怎么样会让领导满意？ 

2:让领导满意，就是别出差错，也是别出差错啊。 

1:那您会觉得说比如说咱中国是个人情社会嘛，你跟领导搞好关系啊，然后人际关系搞好，会不会也

会更容易让领导满意一些呢？还是您觉得我干好本职工作就行， 

2:我觉得你这个说到重点了。这也是一个很大的一方面，对。嗯这是很大的一个。 

1:那作为国有企业或者央企，关于党政方面的学习啊一些党建活动啊，您日常会不会参与，然后您的

参与和表现会不会影响到您的绩效呢？ 

2:这个基本上在项目上都是党员噢，有个别的他不是党员，对。我觉得这个也稍微会吧，反正你稍微

会吧 

1:会就是积极一些的话，肯定就是领导会给你稍微分数高，就是关于工作态度方面的打分，还是说专

门有这么一项？ 

2:我觉得这个就是，你说的这些东西的话，我感觉应该是综合，反正综合评价吧，一般都是还是综

合，你工作的能力各方面态度也是占一大部分。 
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明白明白，可能中国的话它可能就是说你这个入党的话，然后你表现更突出的话，可能晋升的空间可

能会更快一点，可能，我个人理解啊我个人理解。个人理解。 

1:好，这一点就明白了，那像您在总部也待过，然后并且在总部工作这么久，然后这边刚来境外的项

目部上，您有感觉到两边的人事管理之间有没有什么区别呢？ 

2:管理的话，我觉得就是在下面的话，有一个好的工作很难开展。因为你衔接的层级太多了，因为我

们项目部你衔接区域中心，区域中心再去衔接总部。如果你是在那个总部的话，可能你对接可能就简

单一点，方便一点，没有那么多层级。然后这边可能还讲究着这个，所以说工作起来这个效率可能还

是没有总部那么快。 

1:明白，那在人员激励方面呢，就是总部是一般是怎么激励员工去工作的，然后毕竟你想一年才评一

次绩效评估，日常都是固定工资，他们是怎么去激励员工的？ 

2:总部好像这个方面是基本上都固定，然后评优秀的话一般一年一次嘛，你说谈激励的话，一般都是

给你灌输一些（思想），就是比较确实是你表现突出的，然后呢可能就会有外派的机会，然后可能会

给你带来一些收入，他可能会以这种这个激励你平时表现好好好工作，然后得到一个外派的机会。 

 

然后有好多现在公司它这个就形成这个轮岗制啊，也不是说你当前想那个外派到国外就能外派，他也

综合根据你的综合素质啊，你的这个平时表现啊，对你这个申请作出答复。 

1:也就是说总部它没有一个非常明确的，就是每个月用物质来惩罚或者激励，更多的是一种啊晋升机

会啊，未来发展呀这种方面的方式来激励和奖励。 

2: 对对读 

1:明白明白，那那咱们您觉得您来到这个坦桑这边的话有没有什么不同的感受？就是激励方面。 

2:其实我我感受很多的，其实毕竟是在项目上，项目上的话，你虽然说它是有这种制度的，然后项目

上的人员也比较多，然后基层的人员比较多，同样优秀的人也很多，所以说竞争还是很大，竞争很

大。 

也就是你所讲的就是这个，中国讲究这个是人情社会嘛，也讲究这种情感方面也也是有存在的啊。竞

争也比较大。那个因为在基层里面奋斗的这个员工啊，他的各方面个人综合素质都很高的。 

1:明白了，也就是说在项目上的话，您像项目现在绩效管理都是啊绩效评估每季度都要进行。其实是

应该是压力也比较大的，整个它的评分啊什么的也是我看了一下咱们这个项目上的一个绩效评估很多

公式啊，然后占比啊什么的，这种可能确实会比较复杂一点。 

2:我听他们说往年的话好像是半年或者是一年评一次，今年好像改了，是说是一个季度评一次。 

1:今年改了。您有了解到他今年为什么要改成就是一个季度这样子去弄吗？ 

2:我还真不清楚，不了解不了解。他这是应该是区域中心这个定制的一个这个制度方案。 
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1:明白，那那您像刚来坦桑这边的话，它具体的这种人事制度、考核制度、奖励制度，这些您是通过

什么了解的？是就是给您发封发个邮件您自己看，还是说会有专人给您介绍？ 

2:他就给我发个邮件，然后传达一下这个邮件嘛，然后发送一下邮件，然后自己完成一下这个绩效评

分嘛。就是邮件 

1:等于说您是自己去学习和了解整个制度是怎么开展的？ 

2:对对对对对，我觉得这这方面这个区域中心这个他们这个宣贯的时候还是得口头宣贯多多讲一讲。 

1:嗯对，那您要是有一些不太了解或者是不太清楚的地方，或者有一些意见和建议的地方，你要怎么

去反馈呢？还是说这个东西啊 

2:我先那个就是咨询一下这个往年驻外的同事一些经验，然后在在他们解决不了的情况下，再咨询区

域中心。 

1:明白明白，就是等于说是先问同事，如果同事不太了解，您可能发邮件再回去确认一下。那您要是

有一些制度，您觉得对您不太公平或者是有一些评分标准不太满意的话，这个您会去向向区域中心反

馈嘛。 

2:这个现在目前还没有遇到过。可能遇到这种情况，可能会交流一下，可能会交流一下。 

1:咱们刚刚就聊这个绩效评估，那绩效评估每次结果拿到之后，您觉得满不满意？然后如果不满意的

话，您需要怎么做？ 

2:如果不满意的话，可以找相关领导沟通一下 

1:就等于说去跟领导私下聊一聊，还是说因为我看到咱们制度里是有一个申诉程序，那您是会， 

2:先领导是会给你一个什么这个这个表述。 

1:嗯嗯领导等于说您也是先去考虑一个啊非正式的私下的解决这个问题，跟领导沟通，就是不会说直

接就正式的去提交申诉去这个这个渠道 

2:不会 

1:那您周围会有发生过这样的情况吗？就是同事对领导的等于说这个绩效成绩打的分不太满意啊，然

后他要他一般他们会怎么做？ 

2:在境外好像是没有遇到过，在总部的话，会听到一些这个就抱怨的这个情况啊，会有一些，存在一

些抱怨的这种情况。 

1:就会抱怨，但是不一定就是他们会去正式的比如说申诉，说领导这个 

2:不会不会啊，可能就理解来说的话，申诉不一定会有结果。 
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1:好勒，那对于整个的这个绩效制度，比如先谈咱们总部吧，您在总部待这么久，您有什么您对它的

整体的绩效管理制度满不满意？满意，满意在哪些地方不满意的话，觉得有什么可以改进的呢？ 

2:我觉得也也反正也没什么不满意吧，没什么这个，基本上在总部的话，它的绩效的话是结合你的基

本工资，然后给你。基本上你就是今年的绩效跟那个往年的绩效它偏差都不大，偏差都不是很大，每

年偏差都不是很大，明白。 

对对。 

1:那您会期待说有一个更加详细标准的这么一个评估体系，能把不同的人和自己不同的表现区分出来

的这种绩效评估体系吗？ 

2:他这个总部他这个评绩效呢，他也是根据你的岗位，根据你的职务，然后你在同岗位同时基本上绩

效都差不了多少，然后可能跟其他差别大一点，可能跟职务啊，跟可能跟别的岗位啊，可能会有偏

差，像他们市场部啊这些，就搞市场经营的，是吧，可能这些绩效评评定标准可能又不一样。 

1:明白明白。 

2:像我们这在总部他办公室他也属于一个后勤服务，他所以说基本上他那个标准都一样，差不多差不

多。后勤人员的这个这个评定的都差不多。然后你搞市场的话，它可能这个市场，根据你的任务量来

核定的。 

1:嗯明白了明白，等于说这种稳定的相对稳定幅度不太大的绩效管理方式也是基于您所在的这个工作

岗位的特性定出来的，并不是说强行的要去增加您的竞争力或者是，让您激发您的工作动力。 

2:对对对对，每一个部门每一个部门它自己内部有一个评定绩效的标准，每一个部门跟每一个部门还

不一样啊。 

1:嗯好勒，那对于坦桑这边的话，呃您目前了解的这个绩效管理整个的这个过程，您觉得有没有什么

优点或者缺点？ 

2:现在我目前我就经历了一个就是绩效自我评分，其他还没有经历过。 

1::就是绩效自我评分您刚刚也提到了就是那个绩效目标的设定，可能在总部那边就不需要来这边要设

定一下。 

2:对对，在这边需要设定一下。 

1:明白明白好勒，嗯那对于加班这件事情，就是因为根据我之前的一些了解啊，当地员工加班肯定就

是加多少给多少工资，那咱们中国的外派员工就是属于是那种就自己加的 

2:义务劳动，义务劳动 

1:那这个您觉得是属于一种共识，还是说就大家都这么做，您就做了，还是说您就愿意去多做一些 
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2:都已经默认了这种这种模式，然后包括在总部它也是一样的，他没有设定一个加班的这个工资的这

一项薪酬，没有设定一个啊，其实好多企业都对自己也是这样嘛，对。 

反正国有企业啊，我接触的那些这个国有，像什么中铁啊中建啊，他们好像都是这样设定的嗯。 

1:就是这样一种管理模式，就是加班就是常态化，但是不存在说加班工资这个嗯。 

2:对对， 

1:那您关于就是女性员工，比如说在总部，那对于女性员工会不会多一些照顾啊，多一些福利啊，这

些您能感受到吗？ 

2:能感受到，然后他会公司呢，会给那个女性同胞就是就报一些这个就是班后的这些什么这个像关于

女性方面的一些这个就琴棋书画的那种感觉，那种课外班嘛，课外班 

1:明白明白。 

2:一般都是公司工会组织的，也是工会组织，然后在特定的节日可能会也会给女性同胞带来一些这个

慰问品啊，像什么这个女神节啊，现在不改成女神节了，对对对。 

1:那在日常工作中呢，比如说你像就是女性员工可能照顾家里啊带孩子啊什么的，会不会对他的考勤

宽松一些啊？嗯这些会有存在吗？ 

2:公司没有具体公司没有具体的制度，但是同部门的这个同事可能会相互照应一下。 

对，公司没有特定的制度 

1:但是就是出于一个人性化或者是一些感情方面的因素，那对于女性同胞有这种家庭方面的需求的照

顾度会稍微有一些，或者 

2:就是同事的相互之间的一种这个帮助吧嗯，但是公司也比较认可，比较默认的这种做法。 

1:那在坦桑当地呢就是您部门的员工有女性男女比例有多大，然后是个什么情况呢？ 

我们部门有一个，这个整个项目部就是中方员工管理员工，没有一名女性的这个同事。然后我这个部

门有一名那个当地女员工是助理，然后是当地员工，女性。 

2:那您日常对他的管理会不会有一些照顾啊或者倾向性？其实我之前是在另外一个项目，然后来这个

项目大概也是 7 月底，7 月的最后一天到的这个项目，然后在这个项目也就 20 多天还不到一个月啊，

然后接触不是很多。基本上她的这个工作职责就是配合咱们项目的咨工，就是甲方的那个咨询工程师

的一些这个文档工作啊。 

1:好勒，那还有一个问题就是说，您了不了解当地的一些外国的企业或者西方的企业，比如美国、法

国、英国这些企业，他们大概在坦桑是个什么样的状态呢？ 

2:这个我真不了解，这个我不是不了解。 
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那我其他同事他们应该很清楚的，很清楚，他们大多数都是在这边是住了最少有 5 年以上。 

1:明白明白嗯，那您能了解到就是说咱们港湾在非洲或者坦桑或者整个非洲，它是怎样进行自己的一

个品牌形象的确立啊，一些所谓的文化输出啊，这些会有这样子的一些活动吗？您了解吗？ 

 

2:有时候会，我看有时候看公司的一些宣传画，宣传这个纪录片里面都会讲一些，就是咱们公司企

业，去他们当地这个比较贫困的这个就是港湾的这个员工家属啊去走访一下，我慰问一下，会有会有

会有，提高一下这个中方企业在当地的一些形象。 

1:那您在这儿生活，您感受到的就是咱们港湾在当地的一个社会形象，或者大家接受度认可度怎么

样？ 

2:港湾它是在国外应该是一个很知名的一个国际品牌公司了，然后呢现在可能是因为疫情哈，我可能

就是对外接触的封闭了嘛，比较少，因为疫情嘛，然后基本上都是封闭管理，在营区内。具体的我感

觉我没有感受，可能会从以往的一些照片啊能感觉能体现出来这个企业在当地还是做了一些做了很多

的一些工作啊，就宣传企业形象嗯。 

1:那您的工作日常和当地的政府啊啊这些接触的多不多？ 

2:不多不多。像咱们商务对接的就比较多，商务部门对接的比较多对 

1:您负责内务这些事情会相对多一些。 

就是有看一些报道啊或者文献，就是咱们中国的企业来到非洲当地，一般都会什么修个路啊，然后这

种捐献的东西啊，这些您有了解到咱们项目部或者是区域中心在做吗？ 

2:你是指的哪方面？ 

1:就是对当地的一些捐助啊或者帮助这些活动，你有了解吗？ 

2:咱们现在在建的这个项目就是在帮助他们那个这个港口扩建啊，对啊，让他们那个整个港口的这个

运行的吞吐量增大呀，也是对他们当地国家的经济的一种帮助。 

1:咱和当地政府的关系还都是不错的？ 

2:对对 

1:那咱就进入最后一个问题了，非常非常简单的一个问题就是呃，您和先聊您在总部的时候，就是您

和一些年龄比较大呀，资历比较老的员工是怎么相处的？ 

2:就平时在工作上面就是不懂得就是多交流多问，然后多请教，然后私底下就多吃吃饭，多聊聊天。

对对对。 



  266 

1:在这个港湾这边，在那个坦桑这边，您有感觉到就是相处的模式会有一些变化，比如说因为这边大

家吃住啊生活在一起可能会更亲近一些，或者是怎么样，会有这样子的感觉吗？还是说都一样？ 

2:差不多少吧，反正刚开始来的时候我感觉还是有一些变化，时间长了，然后跟那个项目的同事又深

入的了解了一下，熟悉了一下，可能会交流啊沟通啊工作的配合可能会更默契一点。 

1:好勒，那我我差不多明白了，然后然后问了您很多问题，您分享很多，基本上这就是咱们全部的问

题，然后我到时候会把咱们的聊天内容整理出来，整理出来之后把你的个人信息啊一些东西给删掉，

所以说您放心，这些都是保密的，您说的这些内容。就是之后如果有一些啊问题，比如说我分析完还

有一些需要您补充的，我就在微信直接联系您，就是可能就占用一个十几二十分钟时间，咱们再具体

聊一聊。 

目前来说所有的问题都聊完了，挺好，很容易跟您交流，好了好了，谢谢谢谢，唉呀也也确实了解到

很多，那您就是早点休息晚上了。嗯好勒好勒好勒好勒嗯行那行那行咱联系嗯拜拜，感谢嗯拜拜嗯。 
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