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ABSTRACT

Ruiliang Gou. Improving the effectiveness of personnel management of the
organization.

Master's thesis in the specialty 073 «Management», EP «Administrative
Management» SNAU, Sumy-2023 - Manuscript.

In the context of today's rapid social development, the competition in all walks
of life is becoming increasingly fierce. If enterprises want to occupy a strong position
in the fierce competition, they need to constantly improve their competitive strength.
The competition of enterprises actually refers to the competition of talents. Therefore,
personnel management is very important for the development of enterprises. In this
context, more and more enterprises have paid enough attention to personnel
management, and through the use of reasonable and effective means, strengthen
personnel management, improve the efficiency of personnel management, so that
personnel management can give full play to its role and value, and ultimately achieve
the goal of promoting the long-term stable development of enterprises.

This paper studies the theoretical and methodological basis of management
decision-making and its adoption, the characteristics of management decision-making
as an independent means of influencing institutions, and the role of management
decision-making in automobile manufacturing activities. This paper analyzes the
development and management decision-making system of China and Chinese
automobile manufacturing enterprises to determine the effectiveness of management
decision-making. The management decisions of China and Chinese automobile
manufacturing enterprises have not achieved the desired results, especially with the
emergence of COVID-19, which has affected various enterprises around the world.
Therefore, the research suggests that the shared permission model should be used in
the decision-making process.

Key words: management, personnel management, effectiveness of personnel

management, the organization.



AHOTAULIA

I'oy Kyiuasup. IlosinmeHHsi e(eKTHBHOCTI YNPABJIiHHS NEPCOHAIOM
oprasizamii.

Maricrepcbka pobotra 31 cnemianbHOocTi 073 «Menemxmenty, OII
«AnminictparuBauil MmenexmMenT» CHAY, Cymu-2023 p. — Pykonuc.

B ymoBax cy4acHOro CTPIMKOIO CyCHUIBHOTO PO3BUTKY KOHKYPEHIISI B YCIX
cepax KHUTTA cTae jaenani roCTPinio. SKIo MAMTPUEMCTBA XOUYTh MOCICTH CHUIIbHI
NO3ULIi B YOPCTKIM KOHKYpEHILi, iM HEOOXIZHO NOCTIHHO NIABUIIYBaTH CBOIO
KOHKYPEHTOCHPOMOXKHICTh. KOHKypeHIIisl MiIMPUEMCTB € KOHKYPEHI[IEIO TaJaHTIB.
ToMy ympaBiiHHS MEPCOHAIIOM € Y€ BXKIMBHUM JUISI PO3BUTKY MiANpPUEMCTBA. Y
IIbOMY KOHTEKCTI BCE€ OUIbIlE 1 OLIbIlEe MIANPUEMCTB MPUAUIAIOTH JOCTATHHO YBaru
YIPAaBIIHHIO TEPCOHAIOM 1, BUKOPHUCTOBYIOUM pO3yMHI Ta e(eKTHBHI 3acolw,
NOCWIIOIOTh yMIPAaBIIHHA [EPCOHAIOM, MIABUIIYIOTh HOro e(eKTUBHICTh, 100
YIPaBIIHHS IEPCOHAIOM MOIJIO TIOBHOKO MIPOIO peai3yBaTh CBOIO POJIb 1 3HAYEHHS, 1
B KIHIEBOMY MIJICYMKY JOCSTTH METH CIPHUSHHS JIOBFOCTPOKOBOMY CTaOUILHOMY
PO3BUTKY MIAIPUEMCTB.

Y  po0oTi MOCHIKEHO TEOPETHKO-METOAOJMOTIUHI OCHOBH MPHHHATTS
YIPaBIIHCHKUX PIICHB Ta X TPUUHSITTS, XapaKTEPUCTUKY TIPUUHATTS YIIPABITHCHKUX
pIIIEHb SIK CaMOCTIHHOTO 3ac0o0y BIUIMBY Ha OpraHizaiito, a TaKoXX pOJIb MPUHHATTS
YIPABIIHCHKUX PIllIEeHbh B ABTOMOO1ICOY/IIBHIN AiTIbHOCT1. AHATI3YETHCS PO3BUTOK Ta
CUCTEeMa  TPUUHATTA  yOPABIIHCBKUX  pimieHb  Kwuraro Ta  KUTalChKHX
aBTOMOO1IEOYNIBHUX TMIANPUEMCTB JJII BH3HAUYCHHS €(QEKTUBHOCTI MPUHHATTS
VOPaBIIHCHKUX  pillleHb.  YOPaBIIHCHKI  pimeHHs Kuraio Ta  KUTaHCBKHX
aBTOMOO1IeOyNiIBHUX MIAMPUEMCTB HE TOCSITIIHA OaKaHUX PE3yNIbTaTiB, 0COOIMBO Yepes
nosisy COVID-19, sixa BruMHYMa Ha pi3HI MIANPUEMCTBA TI0O BChOMY CBITY. Takum
YMHOM, JOCHIIDKEHHS TIOKa3ye, M0 MOJEeiIb CHUIBHUX JO03BOJNIB TOBHHHA
BUKOPUCTOBYBATHCS B MPOLEC] MPUUHATTS PIIICHb.

KuarwuoBi ciaoBa: MeHEIKMEHT, YIpPaBIiHHS [EPCOHANIOM, €(EKTUBHICTH

yIpaBIiHHA IEPCOHAJIOM, OpraHizallis.
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INTRODUCTION

Relevance of topics. Personnel management is the use of scientific and
reasonable effective methods to carry out strategic planning of internal personnel
management in order to achieve the established development goals, and carry out
corresponding training, development, guidance, coordination, etc., stimulate the
potential of human resources, and effectively lead, command, supervise and control the
opening of human resources activities, constantly improve the enthusiasm, initiative
and creativity of human resources, so that the "people" and "things" within the
enterprise can reach an appropriate proportion, and realize the appropriate personnel
fitness, make the best use of talents, and make the best use of materials. The goal of
getting things right will ultimately promote the good, fast, healthy and sustainable
development of the enterprise. Enterprise personnel management generally has human
resources strategic planning, work analysis and evaluation, training and development,
performance management, salary management and other contents, from the height of
enterprise development strategy to do a good job in personnel management related
work, for improving the effectiveness of personnel management, to promote the
sustainable development of enterprises has an irreplaceable role.

Purpose and objectives of the research. The purpose of the study is to excavate
the value of talents in the increasingly competitive situation of enterprises in all walks
of life. As an important embodiment of the market competitiveness of enterprises in
the 21st century, talent advantages have played an important role. The paper mainly
analyzes the current situation of enterprise personnel management and discusses the
relevant strategies to improve the efficiency of enterprise personnel management.

In order to achieve this goal, the following tasks must be addressed:

-This paper theoretically analyzes the enterprise personnel management and
defines its concept;

-It lists the existing problems in personnel management of new energy

automobile enterprises;



-The importance of personnel management in enterprise management is
comprehensively evaluated;

-Analyze and ensure the effectiveness of scientific management in personnel
management;

-Determine various measures to improve enterprise personnel management;

-Formulate and implement personnel management suggestions and measures.

The object of study is to define the basic methods and stages of enterprise
personnel management improvement.

The subject of research is the theory and practice of personnel management
model of BYD Company, a Chinese automobile manufacturing company.

Research methods: semi-structured interview method and case analysis method
- informal interviews with personnel at all levels of the enterprise to understand the
true opinions of employees on personnel management; Statistical analysis, data
grouping and summary - the research of the personnel management department of BYD
Company to determine and make management decisions, and comprehensive factor
analysis to improve the efficiency of enterprise personnel management. Conduct job
analysis and establish scientific and effective job description. As one of the most basic
tasks in enterprise personnel management, job analysis provides reference for
enterprise training and development, performance appraisal management, salary
management, personnel planning and other work, and establishing scientific and
effective job description plays an important role in enterprise development. When
conducting job analysis, enterprises must collect all kinds of information related to the
position, pay attention to obtaining valuable information from the staff, pay attention
to the role of employees in job analysis, expand the source channels of obtaining job
information, make employees clear the importance and necessity of job analysis, be
good at obtaining information related to the position from employees themselves, and
take positive measures, Make employees more actively participate in job analysis and

ensure the scientificity, rationality and feasibility of job analysis. Achieve the goal of



matching human resources with posts, making the best use of talents and personnel
integration.

The database includes scientific research achievements of scientists at home
and abroad in problem areas, national statistical report data, world statistical report data,
publication of official and scientific journals, report information of enterprise
manufacturers, and information of international and Chinese science time conferences.

The scientific novelty of the results. The terms for determining its scientific
novelty and submitting it for protection are as follows:

received further development: Enterprise managers should establish the
consciousness of talent management, attach great importance to personnel
management, change the traditional personnel management mode, recognize that
enterprise personnel management is a long-term work, combine enterprise
development strategy with talent strategy, carry out human resource activities, and
establish a human resource quality model suitable for the ability and quality of
employees in the enterprise. Enterprise managers must always attach importance to and
supervise the relevant work of human resources management to ensure the orderly and

effective implementation of human resources management activities.

improved: enterprise managers must have the awareness of personnel planning,
establish a complete human resource management plan for the enterprise, and clarify
the internal and external demand and supply of human resource management. The
establishment of a sound personnel plan can supplement personnel in a timely and
effective manner, which is conducive to formulating training plans, effectively
developing and utilizing internal human resources, and improving the efficiency of
existing human resources. When formulating personnel planning, enterprises should
scientifically analyze the internal and external environment they are currently facing,
taking into account both the objective conditions and the macro conditions, especially
the changes in the supply and demand of market labor and the current situation of
internal human resources management, so as to achieve multiple considerations,
comprehensive analysis and key grasp, ensure the scientific and effective human

resources planning of enterprises, and promote the realization of enterprise strategic
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objectives.

The practical significance of the research results is that it can be used as the
basis for further research on the theory, method and practice of enterprise personnel
management, and also as the basis for realizing the improvement of enterprise
personnel management efficiency. The application of research results in enterprise
personnel management reform has been confirmed.

Personal Achievements:

1 Ruiliang Gou. Improving the effectiveness of personnel management of the
organization. The 8th International scientific and practical conference “Integration of
scientific and modern ideas into practice” (November 15-18, 2022) Stockholm,
Sweden. International Science Group. 2022. Pp. 292-295.

2  Ruiliang Gou. Foundations of ensuring the effectiveness of personnel
management. Martepianu BceykpalHChbKOi HayKoBOi KOH(EpEeHIli CTYAEHTIB 1
acripaHTiB, IpUCBIUYeHOI MkHapoaHOoMYy aHIO cTyaeHTa (14-18 nucromanma 2022 p.).
Cymu, 2022. C.271.

The structure and scope of work. Qualification work consists of an introduction,
three chapters, conclusions and suggestions, a list of references, which consists of 56
titles. The main text is placed on 79 pages of computer text, the work contains 9 tables,

13 figures.
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CHAPTER 1

THEORETICAL FOUNDATIONS OF ENSURING THE EFFECTIVENESS
OF PERSONNEL MANAGEMENT

As countries around the world have reached an urgent consensus on climate
change, the process of global climate governance has accelerated, and governments
have taken corresponding measures. The development of clean energy and the
transition to a green and low-carbon economy should be vigorously advocated. It is
precisely because of this that the Chinese government has introduced a powerful policy
in the automotive industry - the subsidy policy for new energy vehicles to accelerate
China's transformation from traditional vehicles to new energy vehicles.

The annual sales of new energy vehicles in China will increase from 12800 to
3.52 million from 2012 to 2021. The subsidy policy will make the sales of new energy
vehicles in China show an explosive growth trend in the short term. BYD is one of the
first companies to achieve rapid development in the new energy vehicle industry by
taking advantage of the country's efforts to develop new energy. BYD is a leading
manufacturer in China's automobile industry and a new technology private enterprise
with three industrial clusters of IT, automobile and new energy. Its research and
development in automobile manufacturing, battery production and intelligent driving
have reached the international leading level. BYD is a high-tech enterprise committed
to "meeting people's yearning for a better life with technological innovation”. The
company was founded in February 1995. After 20 years of rapid development, it has
set up more than 30 industrial parks around the world, realizing the strategic layout of
six continents. BYD's business layout covers the fields of electronics, automobiles,
new energy and rail transit, and plays a decisive role in these fields. From energy
acquisition, storage, and application, BYD builds a zero emission new energy overall
solution.

In recent years, under the influence of the COVID-19, BYD's business

performance has also been seriously affected, and the company is facing enormous
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difficulties and challenges. In this anxious economic and industrial background, the
original personnel management system can no longer adapt to the changes in the
internal and external environment of the enterprise. BYD Company urgently needs to
optimize the current personnel management system. The most important thing is to
select and combine several management assessment tools, develop strengths and avoid
weaknesses, use the advantages of various tools, and avoid the disadvantages of a
single tool. Optimizing the personnel management system of BYD Company, on the
one hand, can make employees not only pay attention to the completion of their own
personal performance, but also pay attention to the continuous improvement of their
own ability and quality and their performance in the team, so as to better fit the long-
term development of the enterprise. On the other hand, it can enable enterprises to
assess employees more comprehensively, improve the efficiency of personnel
management, control internal labor costs, activate employees' value creation vitality
more fully, and achieve "win-win" between employees and enterprises.

Improving the efficiency of personnel management is the urgent need of BYD
Company at this stage, and also the guarantee for the realization of enterprise strategy.
After more than ten years of development, the company's product innovation, research
and development, product manufacturing and sales have steadily improved. However,
with the adjustment of the national policy on new energy vehicles and the rapid
improvement of the competitiveness of other car enterprises in recent years, personnel
management needs to be reformed in the operation and development of the company.
Enterprises need to optimize the recruitment of innovative talents, compensation and
welfare satisfaction, employee relationship management and other aspects to improve
the efficiency of enterprise personnel management and enhance the core
competitiveness of enterprises. This paper deeply studies the problems faced by the
personnel management of BYD Company, analyzes the causes of the problems, and
puts forward a systematic optimization scheme, which provides some optimization
schemes for BYD Company to improve the efficiency of personnel management, and
for the long-term healthy development of the enterprise. It has certain practical

significance.
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Figure 1.1 - Personnel Management Chart

Source: Personnel Management Report of BYD Company in June 2015

Henri Fayol was the first person to systematically put forward the management
function. In 1916, he pointed out in his book Industrial Management and General
Management that workers' labor should be specialized to reduce human waste and
improve work efficiency. In 1920, the first textbook of personnel management,
Personnel Management: Its Principles and Practice, was published by Aldway; Ted and
Henry C Metcalfe jointly published the book. They believe that effective personnel
research can make personnel selection, training and work arrangement more scientific.
The initial study of human resource management was mainly conducted from the
perspective of functional management. At that time, human resource management
should be defined as personnel management. The main personnel management
functions in Fayol's period were to analyze the basis of work, select employees,

evaluate performance, train employees and deal with such issues as attendance.
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Peter F. Drucker put forward the concept of human resources in the book
"Practice of Management"” published in 1954, and the concept of human resources
management was later widely born. He believes that human resources have abilities
that other resources do not have, such as coordination, judgment and imagination. At
the same time, he also proposed three broader functions of management: management,
management managers and management staff and their work.In 1958, the book Human
Resources Function was published by Wright Bakke. For the first time, human
resources management was regarded as a general management function, and it was
analyzed and demonstrated together with other management functions such as finance,
marketing, production, etc. Buck pointed out that the human resource management
function not only includes the remuneration and benefits related to the labor force, but
also includes the working relationship between employees. He also stressed that human
resource management should focus on the common interests of enterprises and
employees at the same time!.

The research on human resource management in China started in the 1980s, which
was later than that in the West. In the early 1990s, human resources attracted the
attention of the academic community. Theoretical research is still in the reference
period. After that, Liao Quanwen, Wang Tongwen, Zhao Shuming, Zhang De, Chen
Weizheng, An Hongzhang and other scholars began to study human resources
management, systematically translated and introduced the research results of western
human resources management, and published monographs and textbooks, His main
works include: Chen Weizheng's Human Resources Management (2006), An
Hongzhang's Modern Enterprise Human Resources Management (2003), Dong
Keyong's Ye Xiangfeng's Introduction to Human Resources Management (2003), Zhao
Shuming's Research on Human Resources Management (2001), etc.

By drawing on the advanced western human resource management theory and
combining it with China's national conditions, Chinese scholars have also made certain
achievements through research. The function of human resource management is
mentioned in Yu Kaicheng's works, and the functions of human resource management

and human management are distinguished.
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From the perspective of the current research situation in western countries, the
theoretical research of human resource management in western countries has been
developing for nearly a hundred years with the stable social economy, and has been
evolving along with the changes in production mode and labor efficiency. The research
on human resource management in western countries has been relatively mature and
perfect. Various theoretical researches from different perspectives of human resource
management have yielded fruitful results. However, in the face of rapid development
and change, western countries are still lacking in practical application, and the practical
application of management optimization still needs to be improved, lacking relevant
research for reference.

The current human resource management in China started relatively late in
theory and practice, and generally began to develop in the 1990s on the basis of
research in developed countries. Although it has not experienced a century long
development process in developed countries, thanks to social informatization, domestic
scholars have integrated mature foreign theories and formed human resource
management theories and practice methods more suitable for China's social
development. However, the research process is still relatively short. In the past 20 years,
China's social economy has developed rapidly, and the business forms of enterprises in
various industries have emerged in an endless stream and changed rapidly, which has
objectively caused the situation that management research has always lagged behind
economic changes.

To sum up, although there are many literatures on human resource management,
there are few research results on human resource management optimization based on
the enterprise's own development problems, especially involving specific modules in
human resource management, such as recruitment and selection, compensation and
benefits, performance appraisal, and training. Enterprises seeking rapid development
and change cannot provide sufficient reference and help.

Moreover, the research on the concept and application of "human resources" in
western countries started relatively early, and there are many research contents and

practices on human resources management, but the application of these theories should
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be combined with the national conditions and the actual situation of enterprises.

Through the research on the personnel management system of BYD Company,
this paper aims to find the defects and deficiencies in its personnel management, and
to optimize and explore. Through top-down training with the participation of all
managers and employees, the intention of managers is accurately conveyed, and
employees' recognition of the strategic interests and corporate culture is enhanced.

On the basis of introducing the western personnel management theory, the
Chinese theoretical circle has created the employee training theory that conforms to the
actual situation of Chinese enterprises. Now, with the change of the enterprise's
economic management environment and the demanding cost control, the enterprise
itself has made great progress, and the management philosophy and management
technology have also undergone tremendous changes. Enterprise management has put
forward higher requirements for the role of human resources. At present, Chinese
enterprises do not pay enough attention to employee management. In terms of the
establishment and improvement of personnel management system and the
implementation of training programs, there is a huge gap between China and developed
countries, and relevant theoretical research is not perfect. On the basis of the existing
personnel management theory, this paper further clarifies the importance of improving
the efficiency of personnel management in enterprises, integrates the construction of
personnel management development system, the implementation of the process and the
evaluation of the effect, creates a framework suitable for personnel management in
enterprises of the same category, further enriches theoretical research, and provides
more referential choices for relevant cases.

The paper uses semi structured interviews to obtain the required information.
Semi structured interview refers to an informal interview conducted according to a
rough outline of the interview. There is only a rough basic requirement for the
conditions of the interviewee and the questions to be asked. The reason for choosing
semi-structured interview instead of open interview and structured interview is that
semi-structured interview can be flexibly adjusted according to the actual situation on

the basis of an interview outline.



Interview
/ method

Can have a more detailed
understanding of the deeper level
content such as workers' work
attitude and work motivation.

It is widely used and can simply
and quickly collect various work
analysis data.

Research
method

The interview method requires
special  skills, and requires
specially traimed job analysis
professionals.

It takes energy and time, and the
cost of work is high.

\ Case
analysis

method

It can obviously increase
employees' understanding of the
company's businesses, cultivate
good interpersonal relationships
among  employees, improve
employees' ability to solve
problems, and increase the
company's cohesion.

This method also has certain
limitations, individual is not equal
to general, and there is a certain
degree of subjective randomness
in the selection of research
objects. In the actual research
work, it should be combined with
other research methods.

Figure 1.2 - Theoretical research methods

Source: own research
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There are no strict requirements on the way and order of questions, the way of

interviewees' answers, the time and place of interview, which is conducive to creating

a more relaxed interview environment, especially the performance For sensitive topics
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such as salary, semi-structured interview can let interviewees put down their vigilance
as much as possible, give their true thoughts and opinions, facilitate further
understanding and discussion, and provide real and accurate factual information for the
optimization scheme of the performance management system Material.

In view of the implementation status and existing problems of the performance
management system of BYD Company, an interview outline was prepared, and the
"one-to-one™ interview method was selected. Functional departments, marketing
companies and business divisions were selected horizontally for the business modules,
and ordinary employees, "higher vocational” employees and management cadres were
selected vertically according to their job grades for sampling interviews, so as to
understand the employees' understanding of the company's performance management
system at all levels, It provides the basis for analyzing the existing problems of the
company's performance management system, and brings inspiration to the design
scheme of the company's performance management system optimization. In order to
ensure the interview effect, a pre interview was conducted with one employee and one
manager of the Human Resources Department before the formal interview began.
According to the problems in the interview process, the interviewee's on-site feedback
and interview results, the interview outline was revised and the final interview outline
was formed and applied to the subsequent formal interviews.

Case analysis. The case analysis method is an objective description of a real
management scenario based on the business operation of the enterprise and the
management problems of the enterprise, and carries out case analysis and summary to
draw conclusions that can inspire others. The reason why the paper chooses the case
analysis method is mainly because the case analysis method is most suitable for the
research object is the current events, and the researchers can not control the current
events or can only control the current events to a very low degree.

The thesis takes BYD Company, a famous large automobile manufacturing

enterprise in China, as the research object, which is representative and realistic.
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h 4

v

Relevant theories of human
resources

Journals reviewed

Status quo of huwman
resources
management of BYD
Company

h 4

Main problems in
human resource
management of
BYD Compatny

w

Optimization Plan
for Human
Resources

Management of
BYD Company

Measures to ensure
the human
resources
optimization plan
of BYD Compaty

w

Conclusions

Figure 1.3 - Research Framework

Source: own research

Through carefully designed research cases, objectively collecting data, and using
interview methods to obtain interview contents as first-hand materials, it can reflect the
more authentic and reliable information of BYD Company, analyze the data, and study
the optimization of BYD Company's performance management system. Through the
combination of theory and practice, Based on the analysis of the problems, this paper
puts forward the solutions to optimize the employee performance management system
of BYD Company and provides reference for other large enterprises that have made

use of mobile vehicles.
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CHAPTER 2

ANALYSIS AND ASSESSMENT OF THE EFFECTIVENESS OF
PERSONNEL MANAGEMENT AT THE ENTERPRISE

2.1 Analysis of socio-economic conditions for ensuring the effectiveness of

personnel management.

Founded in 1995, BYD was listed on the Hong Kong Main Board on July 31,
2002. Headquartered in Shenzhen, Guangdong Province, China, BYD is a new
technology private enterprise with three industrial clusters of IT, automobile and new
energy. BYD has nine production bases in Guangdong, Beijing, Shaanxi, Shanghai,
Tianjin [1] and other places, with a total area of nearly 7 million square meters, and has
branches or offices in the United States, Europe, Japan, South Korea, India and other
countries, as well as Taiwan, China and Hong Kong, China, with a total staff of nearly
200000. BYD's IT industry mainly includes rechargeable batteries, chargers,
electroacoustic products, connectors, LCD modules, plastic components, metal parts,
hardware and electronic products, mobile phone keys, keyboards, flexible circuit
boards, microelectronic products, LED products, optoelectronic products, mobile
phone decoration, mobile phone design, mobile phone assembly business, etc. The
main customers include Nokia, Samsung and other top customers in the international
communication industry.

Since its establishment, BYD has won the order of Daha, the largest cordless
phone manufacturer in Taiwan, China, China, by virtue of its low price and excellent
straightness. After planned development, BYD quickly grew into a medium-sized
enterprise with annual sales of nearly 100 million yuan in 1997. In 2002, BYD was
officially listed in Hong Kong, and won the order of Nokia mobile phone batteries by
virtue of its lithium battery products with obvious advantages, The excellent battery

manufacturing technology has laid a solid foundation for BYD's future "blade battery"
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in the field of new energy vehicles. At this time, BY D sensed the general trend of new
energy vehicles with a keen "smell", so in July 2002, BYD officially entered the
automotive industry, and acquired the Jichi Mold Factory of Beijing Jeep, starting its
own road from “zero" to "one". After researching the market and re planning the
technology, only one year later, the domestic automotive industry has ushered in a
"change”, which is BYD. At the same time, BYD has acquired Qinchuan Automobile,
becoming the second private car manufacturer in China after Geely. In December 2010,
BYD's first batch of pure electric vehicles went offline, marking that China's new
energy vehicles have achieved phased development results. In 2014, BYD officially
became the first joint-stock new energy vehicle company to be listed in China. In 2016,
BYD Company started the work of capital increase and share expansion, attracting 22
non-state-owned capital accumulatively and holding 37.5% of shares. In September
2018, BYD became the first new energy vehicle enterprise registered in A-share market
in China. From 2014 to October 2018, BYD sold 293000 vehicles in total, and the
online mileage exceeded 3.7 billion kilometers. In 2017, BYD sold more than 100000
complete vehicles, ranking first in China for five consecutive years and first in the
global pure electric vehicle market. In 2020, due to the epidemic situation and the
continuous decline of subsidies for new energy vehicles, BYD sold only 25900 vehicles,
a year-on-year decline of 82.79%. After the listing of BYD, the net profit attributable
to shareholders of the listed company was about 155 million yuan in 2018, 92.01
million yuan in 2019, and a precipitous decline occurred in 2020. The net profit loss
attributable to shareholders of the listed company was 6 billion to 6.5 billion yuan.

In 2020, BYD Company will adjust the original organizational structure
according to the company's development needs, and strive to achieve optimal
allocation of resource regulation, quality improvement and efficiency. BYD Company
has three meetings and one floor, seven departments in compliance and management
system, two departments in financial investment system, five departments in
development planning and product platform system, two departments in manufacturing
system, three departments in procurement system and quality system, and one research

institute, one business department and one marketing company.
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Figure 2.1 - BYD sales of new energy vehicles

Source: 2020 BYD new energy vehicle sales report.

As the rapid development of new energy vehicles has been subsidized by the
government for the sales of related energy vehicles, the sales of BYD new energy
vehicles continued to increase from 2016 to 2019, but affected by the COVID-19, the
sales of BYD vehicles declined precipitously in 2020.

By the end of 2020, BYD Company has 2970 on-the-job employees in total,
2225 male employees, accounting for 75%, 745 female employees, accounting for 25%.

BYD has 192 employees aged 25 and below, accounting for about 7%; 986
employees aged 26-30, accounting for about 33%; 1011 employees aged 31-35,
accounting for about 34%; 532 employees aged 36-40, accounting for about 18%; 189
employees aged 40-50 and above, accounting for about 6% There are 60 employees
over the age of 50, accounting for about 2%. The age distribution of the overall staff is
relatively dispersed, with the majority of young people aged 25-35.

The total number of BYD employees is 683 with working years of 5 years or

less, accounting for about 7%; 1129 with working years of 6-10 years, accounting for
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about 38%; 743 with working years of 1-15 years, accounting for about 25%; 210 with
working years of 16-20 years and 206 with working years of more than 20 years,
accounting for about 7% respectively. BYD Company belongs to the traditional
industry. Most of the employees with long working years have their careers in the
vehicle manufacturing industry. The overall work experience of BYD Company's
employees is relatively rich, but there are relatively few employees with working years
of 5 years or less. The vitality and creativity of the company's employees are slightly
insufficient.

The number of BYD employees with bachelor's degree or above totaled 2613,
accounting for about 88%, of which the number with doctor's degree, master's degree
and bachelor's degree respectively accounted for 2%, 29% and 57%. Since entering
BYD Company requires a higher education level for its employees, BYD Company's

employees generally have a higher education level and higher overall personnel quality.
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Figure 2.2 - Proportion of men and women in BYD

Source: 2020 BYD Company Administration Report

It can be seen that the ratio of male and female employees of BYD is about 3:1.
Affected by the factors of the automobile industry, the number of male employees of

BYD is far greater than that of female employees.
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Figure 2.3 - Number of people of all ages in 2020 BYD company
Source: 2020 BYD Company Administration Report

The average age of the company's employees is 40 years old, but because BYD
has some employees over 50 years old, the average age is slightly higher, so the median
age of 32 years old can better represent the average age of BYD's employees. The
overall age of BYD's employees is younger, but it is older than the average age of 26
years old in the Internet industry.

Reasons for the problems of BYD's performance appraisal system. Through in-
depth research on the problems existing in the performance management of BYD
Company, the causes of the problems are summarized, mainly including the degree of

emphasis, training and education, corporate culture, system support, etc.
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Figure 2.4 - Percentage of people with different degrees in BYD
Source: 2020 BYD Company Administration Report

The management did not pay enough attention to performance appraisal.

The main reason for the problems in the performance appraisal system is that the
management of BYD Company does not pay enough attention to performance
appraisal. Some managers tend to “say it is important, do it less, and don't get busy".
There is a deviation in their understanding of performance appraisal. They do not really
understand the real purpose of performance appraisal. In practice, there is a
phenomenon of "appraisal for appraisal, appraisal for bonus", As a result, performance
appraisal has insufficient impetus to achieve the company's strategic objectives,
forming the concept that employees can complete their work tasks; Some managers
recognize the importance of performance appraisal, but due to the lack of relevant
professional knowledge, they still lack the scientific, rational and systematic
understanding of the performance appraisal system. Zhu developed the performance
appraisal system according to the actual situation of the company, which led to the
unsatisfactory performance appraisal work and could not play the role of "baton™ of
performance appraisal for company management.

The performance appraisal training was not well publicized. Carrying out
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performance appraisal training is an important measure to promote the implementation
of the performance appraisal system. As the performance appraisal training of BYD
Company is not properly transmitted, ten series of problems have arisen, mainly
reflected in the following three aspects:

First, for the managers, the important role of performance appraisal and the
Importance of inviting justice were not carried out, and the management did not
recognize the importance of performance appraisal to the development of the enterprise;
Second, for the appraisers, there is no performance appraisal concept and operation
standard

The training of the standard and operation process has led to the lack of
understanding of the assessment concept, the lax formulation of the operation standard
and the non-standard operation of the assessment process; Third, for the assessed
personnel, there was no training on the application and feedback of performance
appraisal results, and the assessed personnel could not understand the role of
performance appraisal for the company and individuals. The lack of training and
publicity has led to the management's lack of understanding of performance appraisal,
the appraisers' lack of management skills in performance appraisal, and the examinees'
failure to accurately grasp the appraisal indicators, making performance appraisal more
of a "representative™ of formalism and unable to be accurately applied to the company's
management process.

Performance appraisal and corporate culture fail to integrate organically.
Enterprise culture can closely unite employees. Excellent enterprise culture can
stimulate and encourage employees, stimulate their sense of mission, gather their sense
of belonging, and give their employees a sense of honor. Due to the short time of
establishment and corporate culture construction, BYD Company did not match the
employees' work intentions with the corporate culture. The employees could not deeply
understand the relevant concepts advocated by the enterprise, the self positioning was
inaccurate, and the work was not planned in detail. It was difficult to give play to the
incentive role of corporate culture on performance appraisal.

The construction of performance appraisal system lags behind. The performance
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appraisal system is an important guarantee for the construction of the performance
appraisal system, and an important criterion for standardizing and restricting the work
and behavior of employees. The current performance appraisal system of BYD
Company has few systems related to performance appraisal. There is only one
performance appraisal description, which covers the main body, process, cycle, content
and results of the appraisal. There is a lack of supervision system, communication
system and employee development system. Due to the lack of performance appraisal
system, the industry cannot standardize the work process and accurately define the job
responsibilities The scientific management method plays a normative and guiding role,
on the other hand, it can not play a role of restraint and supervision in the punishment
of violating the system.

The Performance Management Committee is composed of the general manager
of the company, the department head in charge of economic and human resources work
and other leaders at or above the level. It is the highest performance management
organization of BYD Company and is responsible for reviewing and approving the
relevant regulations on employee performance management of BYD Company; Be
responsible for the review and approval of employee performance appraisal results,
and supervise the application of employee performance appraisal results; And be
responsible for final adjudication and handling of special cases such as assessment
appeal and non-compliance with relevant provisions of this system. The Human
Resources Department is the centralized management department of the Company's
employee performance management, promoting and implementing the Company's
employee performance management. All departments and units of the Company shall
implement performance management in strict accordance with the Company's
regulations.

BYD Company has established and operated a relatively complete employee
performance management system from the formulation of assessment objectives to
performance evaluation, feedback, and application of assessment results.

Formulation of performance commitment. First, formulate BYD's annual

performance assessment indicators and assessment responsibility statement according
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to the Group's assessment responsibility statement and the company's key business
projects, and define the company's assessment content and standards; Step 2: break
down the indicators to each department according to the company's key assessment
indicators and assessment items, define the assessment indicators of each department,
and monitor and evaluate the assessment indicators; Third, managers at all levels need
to formulate annual and semi annual performance commitments according to
department assessment indicators or work objectives and in combination with personal
responsibilities.

Performance communication and coaching. The management personnel at all
levels shall regularly maintain one-to-one communication and guidance with
employees in the daily work process, and give targeted guidance and suggestions
according to the requirements of employees' job responsibilities and stage work
conditions. Before the semi annual and annual performance appraisal, the
implementation of KPI and key work items in the employee performance commitment
letter shall be improved.

Review, find problems in time and give guidance. For those who fail to meet the
assessment criteria, that is, the performance assessment scores are C and D, the
department head shall objectively and impartially evaluate and communicate with the
employees according to the actual completion of the indicators in the employee
performance commitment letter, analyze the indicators that fail to complete one by one,
find the root cause of the problem, and propose improvement plans from the aspects of
work ability, attitude, professional skills, etc.

Performance appraisal. The first step is to calculate the organizational
performance of BYD Company quarterly, monitor the achievement of organizational
performance quarterly, and determine the overall organizational performance grade of
BYD Company semi annually and annually based on the achievement of indicators.
The second step is to calculate the performance of each department quarterly, conduct
quarterly monitoring, and divide the performance grades of each department according
to the performance grades of BYD Company in the half year and the year. Assuming

that the company has a total of 10 departments, if the organizational performance level
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of the company is the first level, the number of departments in the first level should not
exceed 3, the number of departments in the third level should not be less than 1, and
the remaining departments should be the second level.

Table 2.1 - Partition rule table

Company performance grade
Department Organizational
Performance
First gear Second gear Third gear
First gear <30% <20% <10%
Second gear Remaining sectors
Third gear >10% >20% >30%

Source: Performance Evaluation Report of BYD Company

The third step is to determine the personnel distribution proportion of the
corresponding appraisal sample group according to the performance grade of each
department organization, and organize the performance appraisal of employees. The
employee appraisal group is divided according to the principle of "who manages, who
evaluates”. The direct supervisor evaluates the performance appraisal scores of each
subordinate, of which the performance score accounts for 80% and the value score
accounts for 20%. The next higher level shall evaluate the performance of the group of
employees according to their personal performance appraisal scores and organizational
performance grades. If the department responsible group is assessed by the deputy
general manager, the general manager will force the distribution to assess the
performance grade.

The performance appraisal scores of each group must meet the mandatory

distribution proportion rule.
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Table 2.2 - Performance Appraisal Group Division

Division of performance Performance rater Performance Rating Person
appraisal groups
Department responsible group Vice President General Manager
Section level cadre group Department Head Vice President
White collar employees cadre at thecffilglf( of section Department Head
Blue collar employees cadre at thecffilglf( of section Department Head

Source: Performance Evaluation Report of BYD Company

The higher the performance grade of the department organization, the more the
number of employees at this level with personal performance scores of S and A, and
the fewer the number of employees at C and D; the lower the performance grade of the
organization, the fewer the number of employees at this level with personal
performance scores of S and A, and the more the number of employees at C and D.
Assuming that the organizational performance of the department is the first level, the
number of employees at this level whose individual performance score is S shall not
be more than 15%, the number of employees at A shall not be more than 25%, and the
number of employees with the sum of CD shall not be less than 5%.

Performance feedback and interview. After the performance results are approved,
the direct supervisor needs to feed back the performance results to the employees by
email, conduct a "one-to-one" performance interview, point out the achievements and
problems of the employees, seek solutions to the problems, and formulate specific
improvement action plans.

Performance complaints. If an employee disagrees with the appraisal results, he
or she can appeal to the Human Resources Department within ten working days after

the announcement of the appraisal results.



31

Table 2.3 - Performance Appraisal Score Distribution

Department performance grade
Performance distribution
ratio
First gear Second gear Third gear
S(excellent ) <15% <10% <5%
A(great) <25% <20% <15%
B(good) unlimited unlimited unlimited
C(needs improvement )
C+D>5% C+D>10% C+D>15%
D(unqualified)

Source: Performance Evaluation Report of BYD Company

The Human Resources Department will investigate the contents of the appeal,
communicate and coordinate with the deputy general manager, department heads and
the parties concerned, and report to the salary and performance management committee
for final decision if no agreement can be reached.

Application of performance appraisal results. Performance pay=performance
pay equivalent standard BYD company coefficient X department coefficient and
personal coefficient BYD company implements the secret salary system, and the
performance pay equivalent standard varies from person to person. The company,
department and individual coefficients are respectively linked to the company's
organizational performance grade, department organizational performance grade and
individual performance.

Table 2.4 - Company/Department Organization Performance Grade Coefficient

Performance grade of

company/organization First gear Second gear Third gear
department

Company/department
panyep 1.2 1.0 0.8
coefficient

Source: Performance Evaluation Report of BYD Company
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Table 2.5 - Corresponding Coefficients of Individual Performance

Personal
S A B C D
performance
Personal 13 1.1 1.0 0.8 0.5
coefficient

Source: Performance Evaluation Report of BYD Company

From the above analysis, BYD Company lacks scientific personnel management
planning, does not carry out effective personnel management demand and supply
forecast, personnel management planning is out of line with enterprise strategic
objectives, and personnel management is not fully prepared when encountering social
force majeure factors. Inadequate planning in terms of post setting, performance
assessment, management methods and other aspects leads to low efficiency of
personnel management. Therefore, BYD Company needs to carefully analyze social
and economic conditions and scientifically plan personnel management methods to

improve personnel management efficiency.

2.2 Evaluating the effectiveness of personnel management processes at the

enterprise.

From November 2020 to December 2020, a total of 26 employees (including
management cadres) of BY D Company were interviewed through one-to-one interview.
The first principle of the interview survey was to promise to protect privacy, anonymity
of the interview results, and choose a meeting room with good privacy to interview the
interviewees. At the same time, in order to ensure adequate recording, the interviewees'
willingness should be solicited in advance for recording. If the interviewees refused to
record. Then try to record the interview content in other forms. Second, respect the
interviewees' wishes, and do not force them to answer questions that they do not want

to respond positively, so as to create a relaxed and reliable environment for visiting the
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Table 2.6 - Interview List
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First level department

Secondary department

Rank

Business Division

Sales Management

Executive director

Department
Office Inspector's office Commissioner
Finance and Accounting Accounting Section . .
High commissioner
Department (Headquarters)

Procurement Management

Parts Development Section

High commissioner

Department
Product Planning Department Product Section Engineer
. . . Strategy Development ) )
Engineering Research Institute 8y P Engineer in charge
Department

International Business
Department

Business Planning Section

Commissioner

Administrative Security
Department

Safety and Environmental
Protection Division

Commissioner

Plan Control Department

Project Control Section

Executive director

Business Planning Department

Operation Management
Section

High commissioner

Platform Management

Platform Project Management

. Chief Engineer
Department Section g
Enterprise Quality Department | Product Quality Department Commissioner
Human Resources Department Cadre office High commissioner
Information Digitization Analysis and Application .
. Commissioner
Department Section

Marketing company

Customer Department

Executive directo

Strategic Management
Department

Qualification Announcement
Approval Section

Administrative rank of section
or department

Manufacturing Engineering
Department

Body Technology Section

Chief Engineer

Source: Department Staff Table of BYD Company

The interview outline is as follows:

1. Do you know the company's performance management system?

2. When implementing performance management, do you have sufficient

communication and coaching with employees? Can you give timely feedback after

performance appraisal? For employees:

1. Are you clear about your performance indicators? Can the manager pass on
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the company's strategic objectives to the employees of the department?

2. Whether the manager's evaluation and guidance can be obtained regularly?
How often? Can you understand the advantages and disadvantages of your work and
keep 1improving? Whether we have conducted performance interview and
communication with you after performance appraisal:

1. Do you think the company's performance management system can ignite
employees' enthusiasm for work clothes, play a fair and just role, or just become a mere
formality and reduce work efficiency?

2. Do you understand how performance results are applied?

3. Do you think there are any other problems in the company's performance
management system? What is the cause of the problem?

Benchmarking Motorola's performance management system has clear standards
and methods in terms of communication performance, evaluation dimensions and
feedback methods. See the following table for details. At the same time, according to
the interview results, we found that the current performance management system of
BYD Company has certain deficiencies. Insufficient fairness of performance appraisal.

Table 2.7 - Motorola's performance management system

Process Steps Application method Content

Form performance objectives,
Performance plan SMART principle method including business objectives
and behavior standards.

Timely communicate with

. "Hamburger" dialogue each other about problems in
Performance communication . .
method work and collect information

related to performance.

270 degree evaluation, Agree on employee
. relative performance performance based on facts,
Performance evaluation . .
evaluation, forced distribution | rate performance and solve
method problems.

Identifying performance
deficiencies and their causes
can be addressed through
coaching.

Problem diagnosis method
and performance
improvement plan

Performance diagnosis and
improvement

Source: Motorola's Personnel Management Report
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1. "Equal pay" for ordinary employees and "higher vocational" employees.

Many young general employees of BYD Company have low rank, especially
college students recruited through campus. Their performance salary base is also low.
Even if their performance score is S, their total performance salary is still very small
compared with the performance score of B for high rank employees, which makes
young employees feel unfair.

2. "Equal pay but different performance" for employees of marketing companies,
business units and other business units.

The performance pay of the employees of the marketing company is not directly
linked to the sales volume index. The performance pay of the employees who sell more
is almost the same as the performance pay of the employees who sell less, resulting in
the unfairness of the employees in the region who achieve the sales volume index. At
the same time, because the company's performance appraisal of the employees who get
a B score 60%, the largest number. The first and last B winners actually differ greatly
in terms of work performance, ability and attitude, but the performance pay they
receive 1s the same, which causes the employees of the GS Division to feel unfair.

3. "More work" cannot "more", and "meritorious service" cannot "reward".

In daily work, in addition to the organizational performance indicators issued by
the company at the beginning of the assessment period, there will always be some
special and important work items that are inseparable from the company's development.
In addition to completing their own work tasks, some employees will also be arranged
by the management to complete such work items, such as independent shift projects,
which occupy the originally saturated working time, Even if they have to work
overtime to complete additional work, they cannot get additional rewards when the
project is finally completed. If such employees and employees who do not undertake
additional work have the same pay base and performance performance, the
performance pay is the same, so these employees feel very unfair.

The whole process of performance management is short of performance channel.

Lack of communication link of performance plan.

According to the interview results, although the current performance
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management system of BYD Company has set up the links of performance planning,
performance coaching and performance interview, the actual management has not been
implemented in place, and the direct communication channel between employees and
managers is not smooth. Managers failed to communicate with employees timely and
regularly on the grounds of busy work. After formulating the performance plan, they
carried out "free range" management on employees and acted as "hands off manager".
They simply distributed military affairs to employees from top to bottom. They ignored
employees and did not provide them with due guidance and support in the process of
planning, However, the employee level cannot actively report and communicate with
the manager on a regular basis, so they cannot understand the business objectives and
development strategies of the enterprise, nor can they deeply understand individual
performance indicators and performance standards.

Lack of performance interview feedback mechanism.

When it comes to performance appraisal, employees fail to achieve performance
indicators, managers scold employees, and employees blame managers, which
ultimately affects the realization of the overall strategic objectives of the enterprise. In
addition, through interviews, it is known that some managers even deliberately conceal
the performance appraisal results of employees, and employees can not know their own
audit results in time, so they can only

Ask the HR department, or calculate your own performance appraisal results
from the paid performance salary. Some employees have questions or are not satisfied
with their assessment results. In the absence of communication, their appeals cannot
be accepted through normal channels. They do not know how to improve to meet the
expectations and requirements of managers, let alone whether their personal efforts are
consistent with the development strategy of the enterprise. Some employees even leave
their jobs because they think the assessment process or results are unfair, This
completely violates the original intention of enterprise performance management.

Poor application of performance appraisal results.

The gap between performance appraisal results and performance pay is small.

The performance appraisal results of BYD Company have only been applied to positive
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incentives such as salary adjustment, bonus and bonus distribution, and employee
promotion, without establishing a sound and effective system of competition, reward
and punishment. The gap between employee performance appraisal results and
performance wages is not obvious. In fact, the difference between good and bad
performance of employees is not significant, which is very unfair for employees who
want to work hard for a career, Gradually lost enthusiasm and enthusiasm for work. In
particular, the negative incentives for some employees who are not competent for the
job requirements are limited, which can not serve as a warning. The lack of elimination
mechanism can not produce a real "touch". The survival of the fittest is still in the stage
of empty talk. The enterprise is like a pool of stagnant water without vitality, which has
seriously affected the working atmosphere and passion of employees, and is not
conducive to the sustainable development of the company in the long run.

Lack of application of performance appraisal results in training development.

The use of performance appraisal results is mainly reflected in the maximization
of short-term interests as an incentive means, and the lack of organic integration with
long-term incentives such as employee training and development, employee career
development planning, employee stock ownership, which is not conducive to the

retention rate of the company's core talents.

2.3 Analysis of the causes of problems in enterprise personnel management.

The performance appraisal content and incentive methods of BYD Company are
lack of pertinence and difference.

There is no difference in the assessment contents and incentive methods between
"higher vocational" employees and ordinary employees.

Many young general employees of BYD Company have low rank, especially
college students recruited through campus. Their performance salary base is also low,
but they undertake the work beyond their own rank. When their performance is very
excellent, even if their performance score is S, their total performance salary is still

very small compared with the performance score of B for high rank employees, which
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makes young employees feel unfair. On the other hand, BYD's "higher vocational"
employees should undertake the company's indicators for their performance appraisal,
which is not required at present; At the same time, its performance salary base is much
higher than that of ordinary employees, but its performance salary is not linked to the
achievement of indicators, and the incentive level for "higher vocational" employees
is very limited.

The assessment contents and incentive methods for employees of special
business units such as the Business Unit and marketing companies are not targeted.

BYD Company currently exists. The phenomenon of "one ruler is the most
owner". The research institutes, marketing companies, AF business divisions and
functional departments of the company are all under a performance management
system, which has very limited incentive level for employees of each business unit. For
example, the performance salary of employees in marketing companies is not directly
linked to the sales volume index, and the performance salary of more selling is almost
the same as that of less selling. In addition, the salary of higher vocational employees
in marketing companies is generally high, and they can still get the full amount when
the sales volume index is not reached. The team of marketing companies has no
ambition from top to bottom, and their spirit is lax.

Lack of additional reward mechanism for excessive meritorious service.

The operating indicator set by the company at the beginning of the year is the
company's KPI. Employees are generally more motivated to undertake this type of
assessment indicator, because if it is achieved, it is performance. For other equally
important temporary key items in the assessment period, the employees are not
enthusiastic, or even unwilling to undertake such indicators. Some employees only
complete the KPI tasks assigned by their superiors, and others can do other work if
they can. The management cannot deduct points because their indicators are met as
required during the assessment, but other employees take the initiative to undertake
temporary key work, Or for projects that are also very important to the company's
operation, managers cannot give more incentive rewards. Employees pay more, but

there is no "performance" in the assessment, let alone other incentives such as special
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bonuses. In fact, the performance management system currently implemented by BYD
Company cannot effectively motivate these capable and multi tasked employees, nor
can it correctly guide those employees who are not KP1.

The internal management of BYD Company is not in place.

The performance management system of BYD Company is not perfect. BYD
Company has not updated and revised the performance management system since
October 2016, and the current performance appraisal related content has been issued
in the form of notice, without confirmation of compliance and legitimacy, nor has it
been reviewed by the regular representative meeting. The cash formula of locking
salary in the performance management system is still "performance salary=personal
part X Weight+Department x Weight+company part x Weight ", which is inconsistent
with the current performance salary payment method" performance salary=personal
performance coefficient means department performance coefficient BYD company
performance coefficient ". At the same time, BYD is a large company with different
business units under its organizational structure, such as marketing companies,
business divisions and research institutes. However, the unified performance

management system cannot meet the business needs.
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Figure 2.5 - Proportion of employees of BYD
Source: BYD Company Administration Report
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According to the statistics of the personnel management department of BYD
Company in recent years, the reasons for candidates to give up their offer and the
reasons for leaving employees, there are serious problems in the company's
performance appraisal and incentive methods.

It can be seen that the reasons for BYD's employees to leave have a great
relationship with performance appraisal and welfare incentive methods.

BYD Company lacks regulatory authority.

In addition, BYD Company has developed rapidly since its establishment, and
the update of the system can not keep up with the pace of enterprise development.
However, there is a lack of supervision and management organization within the
enterprise, which leads to "two pieces of leather products" in the system and actual
operation. At the same time, BYD Company's information management level is limited,
and the smooth operation of the fabric effect management system needs the support of
a scientific information management system, otherwise, it can not achieve provincial
management and monitoring of the process.

BYD company culture overemphasizes result orientation.

The company culture overemphasizes the result orientation, so that the
enthusiasm and creativity of employees are greatly reduced. Employees only complete
the tasks assigned by the leaders, and only pay attention to the KPIs assigned. In
addition, the leaders do not care, and the employees themselves naturally do not care.
Therefore, the company has formed an internal corporate culture and work attitude that
is irrelevant. After completing their own work, employees will not think deeply and
develop. What is beneficial to the company's development and the company currently
ignores.

Reasons for the formation of the company's human resources management
problems. Before BYD set up an automobile manufacturing company in 2003, BYD
had been engaged in battery manufacturing business. The turnover was not high, the
number of employees was not large, and the organizational structure was very simple
and flat. Due to the small number of employees, there are fewer human resource

management problems. The corresponding management work of the company can be
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completed by a small team of the company's general manager and a small number of
management staff. It is in a typical stage of "rule by man", and the construction of
human resource management has been in a missing state. After the company entered
the automobile manufacturing field in 2003, it also entered the stage of rapid
development and expansion. However, at this time, the company's business focused on
market expansion, and because there was no special department to manage human
resources management for a long time, the foundation of human management was very
weak. Therefore, the rule of man model has been unable to deal with the human
management problems arising from the rapid development of the company, and various
problems in human management have also bred.

BYD Company has achieved rapid development in recent years, with a
substantial increase in personnel and a corresponding expansion in organizational
structure. Therefore, it has set up a special human resources management department,
with employees from a special recruitment team, who are responsible for completing
the transactional work of human resources management, such as social security and
welfare, salary payment, etc., with some professional human resources management
knowledge and experience, and can simply complete the construction of human system,
talent development Organize capacity-building and other work. On the other hand, the
department heads recruited by the company are generally young. As front-line human
resource managers, they are usually good at their own professional fields, but they also
lack human management experience, and have no way to deal with relevant problems.

BYD's main business belongs to the automobile manufacturing industry, which
has developed very competitively in China in recent years. Many business models and
working methods are still in the exploratory stage. There is no mature experience to
learn from, and BYD is still in the stage of crossing the river. Therefore, BYD has
encountered many problems in its development, and the corresponding human resource
management problems will also be more, For example, it is difficult to recruit
experienced industry talents, high brain drain rate, difficult to design an effective
performance management system, and low management efficiency.

From the small team size in the early stage of the company to the rapid
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development of the company in the later stage, the management mode has not been
effectively promoted from the previous tradition. Therefore, BYD Company must deal
with the problems left over by history in its management in a timely manner.

The management of the company does not pay enough attention to training, and
the concept of training development needs to be changed urgently.

Effective training is of great significance to the development of enterprises: it
can improve the overall quality of employees, enhance their sense of belonging and
responsibility to the organization, adapt to changes in the product market, enhance
competitive advantage, improve work quality, and cultivate backup forces. The
management's concept of training needs to be changed urgently. Because the company
did not pay enough attention to the training culture and tradition, the Chinese
management of BYD Company generally did not pay due attention to the training.
However, in view of the initial friction, the management personnel withdrew from the
human resources department for a period of time, no longer asked about specific
personnel matters, and the shareholders only looked at the human resources report at
the board of directors, so the senior management of BYD Company did not pay
attention to the training work, In order to avoid the loss caused by job hopping of
trainees and reduce the cost of human resources, the training expenses for employees
are also controlled within a small amount. Training is divided into skill training and
quality training. Since skill training may have an immediate effect in a very short time,
but quality training may take a period of time to reflect, so there are quite a few leaders
in the management who think that training is a dispensable matter, and only the current
work is the focus, so the company has been dealing with urgent things, ignoring
important things, This has resulted in a series of problems, such as low employee
efficiency, many product quality problems, low employee loyalty, and blocked
employee personal development.

The data in the report shows that BYD has some problems in personnel training,
such as the lack of pertinence in the classification of training objects, the lack of follow-
up safeguard measures for new employee training, the single training form, the weak

teaching staff, the lack of necessary incentives for training, and the lack of overall
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Table 2.8 - BYD Company training survey summary table
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Item Survey items
Intention to Willing Unwilling
receive training 86.2% 13.8%
Training object | Reasonable | Unreasonable
category 23.6% 76.4%
) More than 5
Career training Entry period 1-3 years 3-5 years years
stage 51.2% 11.4% 17.5% 19.9%
Interr}al Ext.er.nal .. Exchange Network
centralized training Visit learnin selfostud
Training form teaching professor & y
45.2% 17.7% 9.8% 11.3% 16.0%
o Pos1t19n . Salary Cont.ln'ulng Job transfer Other
Application of promotion Increase training
training results | g g0, 41.2% 12.3% 10.4% 7.2%
Employee Management Opinions of Psychological
Factors arti(I:)i :Zcion atti%ude department g ualitg Other
affecting P P head quaiity
training needs 22.7% 31.2% 30.4% 9.9% 5.8%
act of one's Inter- Personnel
o own free will departmental | management Other
Training needs cooperation functions
planning
37.8% 15.9% 26.5% 19.8%

Source: BYD Personnel Management Training Report

The training management is loose and the process is chaotic.

The training attendance of BYD Company is just a sign in form, and the sign in
form does not accurately reflect the employee's attendance rate. For example, in many
cases, employees are busy and choose to have their colleagues sign in or even take
examinations on behalf of them. However, the training attendance and assessment are
not related to the promotion and salary of employees, which makes it difficult to drive
the training enthusiasm of employees. Many employees said that there would be no
extra reward for actively participating in the training, and there would be no

punishment for their absence from the training. In BYD, where the work pressure is
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high, employees would rather stay at their jobs to complete the visible workload than
participate in the training. In addition, the Human Resources Department did not fully
prepare for the training, did not complete the training effectiveness evaluation after the
training, and did not establish a complete learning file for each employee, which greatly
reduced the training effect and made it difficult to clearly show the long-term
performance of each employee's training.

Insufficient investment in training funds and training hardware facilities.

BYD has few internal courses, few high-quality training courses are introduced,
and the course design is not perfect, which can not fully meet the training needs of
employees. In order to save training costs, the HR Department rarely cooperates with
some well-known training institutions in course development or allows employees to
participate in external training courses. The existing internal lecturers of BYD
Company are mainly recommended by various departments and designated by the
Human Resources Department. However, for a long time, there has been little
investment in the training of internal lecturers and less incentive. Because BYD's
internal part-time lecturers have their own jobs, and BYD has never continued training
or other material or spiritual incentives for internal part-time lecturers, they rarely
spontaneously update and add content to their own lecture notes, PPT, so it is not
difficult to understand the phenomenon that the teaching effect of internal part-time
lecturers is average, and the lecturers are not enthusiastic about teaching.

Summary of this chapter.

This chapter conducts research and analysis on the current situation and
problems of human resource management in BYD Company, analyzes and interviews
the current employees' recognition of several modules of human resource management
in BYD Company, introduces the design of the analysis and interview outline, and
through analysis and interviews, understands the recognition degree of BYD
Company's employees on the current human resource management status, as well as
specific aspects of recognition or disapproval, So as to summarize the problems

existing in the current human resource management system of BYD Company.
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CHAPTER 3

IMPROVEMENT THE EFFECTIVENESS OF PERSONNEL
MANAGEMENT OF ENTERPRISE PERSONNEL MANAGEMENT

3.1 General principles and objectives of personnel management

optimization.

Human resource planning is a systematic solution and management process to
achieve the effective acquisition, development and optimal allocation of organizational
human resources through human resource management and energy acquisition
activities and institutional arrangements, and to support the realization of enterprise
goals. Human resource planning can enable the enterprise's human resource
management to enter a strategic state and improve the organization's strategic readiness
and strategic management capability of human resources. It is the basis of enterprise
human resource development and management activities, and determines the direction
of enterprise human resource management activities.

Human resource planning generally includes the following aspects: First,
understand the enterprise development strategy and strategic target system, analyze the
business situation and organizational framework, and confirm the human resource
strategy, objectives, principles and policies. Second, review the current situation of
human resources, identify the existing problems and strategic problems of human
resources, and analyze the differences between the current situation of human resources
and future strategic needs. Third, forecast the supply and demand of human resources,
and find the gap between supply and demand of human resources. Fourth, design
systematic solutions to strategic human resources problems, adjust the business
functions of the human resources management system, make policy and institutional
arrangements for the implementation of human resources planning, and formulate
specific measures and action plans. Fifth, timely evaluate and control the

implementation of human resources planning to ensure that the human resources
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planning is implemented as scheduled or adjusted in time to meet the needs of the
organization and strategic development.

The company's human resources strategy. The human resources strategy of BYD
Company is formulated according to the overall economic strategic objectives of the
Company, the development of the labor market and talent market in the place where
the Company is located, and the level of human resources development of the Company
itself. First, the strategic objective of the company is to constantly develop or introduce
high-quality products in relevant fields with competitive power, to promote them to the
Chinese market and achieve good promotion benefits. Second, the company's several
office locations in China are located in the first tier cities, with a relatively rich supply
of human resources. Finally, although the company has been established for more than
20 years, its achievements in rapid development have also been achieved in recent
years, while the corresponding level of human resources development has not been
improved, and it still remains at a relatively primary level.

Based on the above points, BYD Company adopts the following strategies in the
acquisition, utilization, maintenance and development of human resources.

The optimization of human resource management can make the company's
human resources produce greater efficiency, thus helping enterprises achieve their
business objectives and gain competitive advantages. In order to effectively solve the
shortcomings in the human resource management of BYD Company, it is necessary to
clearly understand the overall principles of human resource management optimization.
In this paper, the famous SMART principles, namely, S=Specific, M=Measurable,
A=Attainable, and R=Relevant, T=Time bound, can be used to grasp the optimization
work, which can make the work more standardized and scientific.

Principle of materialization. It means that the optimization strategy should focus
on specific work behaviors or tasks and should not be vague. In order to solve specific
problems, the optimization work must be targeted, and the specific situation of BYD
Company should be taken as the starting point. Only in this way can the actual effect
be achieved and the work level be improved.

Measurable principle. It is exponential quantitative or behavioral, and can



47

produce quantitative or qualitative results. The objective of optimization should be
clear, not vague. There should be a clear set of data as the basis for measuring whether
the goal 1s achieved. If there is no way to measure the goal, it is impossible to judge
whether the goal has been achieved. The purpose of optimization is to bring about
system improvement, ultimately change behavior, and improve enterprise performance.
Therefore, this point needs to be taken into account when designing optimization
strategies, so that the result data or information of optimization work can be obtained
for comparison and measurement.

Achievability principle. It means that the design of optimization strategy can be
realized with efforts to avoid setting too high or too low daily standard. BYD
Company's human resource management foundation is weak, and there are many
aspects to be improved. We should formulate practical optimization strategies based on
the actual situation of the enterprise and the company's development goals to avoid
overestimation. The strategy design should adhere to multi party participation and
communication, so that the proposed work goals can be agreed between the
organization and individuals, and the goals can be "picked".

Principle of relevance. It means that optimization strategies are related. As a
systematic work, human resource management includes recruitment, training,
performance appraisal, salary management and other modules that are related to each
other. The work results of many modules provide important reference information for
other plants, such as some training needs come from the results of performance
appraisal; The modules can only play a role if they maintain coordination and contact,
for example, the performance appraisal can only play a corresponding incentive role if
it matches the salary management. Therefore, when formulating optimization strategies
for human resource management, we should not consider problems from a single
module in isolation. We should think systematically, and the various modules should
keep in touch to form a resonance effect.

Principle of timeliness. It means that there is a specific deadline for completing
the optimization work. When formulating the optimization strategy, we must consider

the time limit of the actual work, so that we can determine the time requirements for
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completing the optimization measures of human resources management according to
the weight of the task and the priorities of the matter, and we can grasp the changes in
the work in a timely manner, so as to promote the improvement of work efficiency and
ensure that the implementation of the optimization can be completed within a
reasonable period of time, rather than in the distant future.

Based on the company's current employee performance appraisal scheme, BYD
has established a new incentive mechanism to improve the efficiency of personnel
management.

Table 3.1 - BYD Company Performance Appraisal Scheme Optimization Table

Assessment and
incentive KPI assessment New optimization
dimension

Top to bottom: incremental project
indicators that are not covered by
Annual established production | organizational performance, have a

Indicator plan and organizational | significant impact on production, and
positioning performance indicators of task | need to be paid by the team.
breakdown Bottom-up: sudden and challenging

projects proposed by departments or
individuals that exceed the KPI coverage.
Organization assessment - | Organizational or inter-organizational
participation of all staff team - individual personnel cashing in.

It is only linked to the net value of the
project, and the total amount of project
bonus will be determined by the
company's performance committee before

Object scope

It is linked to the overall operation
coefficient of the company and
determines the bonus coefficient of
the company in reality

Total bonus

implementation.
Linked to company, organization | It is strictly linked to the task
Cash-out hook e . . . e
and individual performance quantification and assigned to individuals.
In principle, the annual evaluation and
Assessment . completed items can be settled
Semi-annual assessment . : )
cycle immediately, and the quarterly increase

can be recycled.
Source: Personnel Performance Management Report of BYD Company

The overall principle of BYD Company's human resource management
optimization needs to follow the above five points. Similarly, the objectives of
management optimization are also divided into the following three points.

First, it can solve the significant problems in the questionnaire and interview.

The questionnaire and interview outline are scientifically designed. The problems
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involved are all important aspects of human resource management. They can be
targeted to improve the existing problems in human resource management according
to the opinions of employees. However, when formulating optimization strategies, we
must not "cure the headache and cure the foot". The optimization strategy will focus
on improving the operation process and improve the appearance problems through the
mechanism behind, Strive to get twice the result with half the effort.

Second, upgrade the personnel management system of BYD Company to a
professional human resource management system. Based on the comprehensive
analysis of the current situation of BY D's human resources management, the company
has recently carried out a relatively traditional personnel management phase of
overseas work. Combining the basic theory of modern human resources management
with the actual situation of the enterprise, it has become another important goal of this
optimization work to carry out the upgrading of the original system.

Third, combine the incentive theory to reflect the incentive factors in the human
resource management system. An important task of human resource management is to
mobilize the enthusiasm of employees. Only by integrating the incentive factors into
the framework of human resource management system can the incentive effect be long-
term and guaranteed. Through the application of the incentive theory, different groups
can be encouraged from different aspects. For example, for service support departments,
their salary policies should reflect more health factors to increase their sense of security;
For sales personnel, the design of performance appraisal system should give

consideration to the application of equity theory and expectation theory.

3.2 Optimization Strategy of Enterprise Personnel Management.

Develop human resource planning. BYD Company has always been in the
personnel management stage, which is the matter of the manager. It pays attention to
the management after the event, a little management at the same time, and the main
management principle is to follow the rules. Management, compulsion and passivity

are not conducive to employees' enthusiasm in the long run. In order to realize the
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transformation to modern human resource management, it is necessary to incorporate
human resource planning into the overall human resource management work. Only in
this way can the enterprise's human resource management activities be more forward-
looking and leading, and can ensure that all types of jobs in the enterprise can obtain
the right personnel at the right time to achieve the optimal allocation of human
resources and other resources, So as to realize the maximization of enterprise economy.

In addition, functional planning on the acquisition, allocation, use, protection
and other aspects of human resources is the main content of human resources planning,
which objectively also plays a unified and connecting role in various functional
modules of human resources.

Human resource planning serves for the realization of enterprise goals, so its
formulation process must be combined with enterprise goals. BYD's short-term vision
is to become a well-known enterprise in the whole industry chain of automobile
manufacturing. In order to realize the vision and achieve a new round of growth and
development, BYD focuses on the implementation of the four in one business model
of "automobile R&D registration introduction - marketing growth production
construction". On the premise of forming a consensus on business initiatives, it is
necessary to formulate a human resources plan that meets the needs to support the
realization of strategic objectives. In addition, the formulation of human resources
planning also needs to take into account the changes in the internal and external
environment and conditions of the enterprise, such as the supply level of the human
resources market in the place where BYD is located, the policy environment and many
other factors.

The annual human resources planning of BYD Company is implemented in the
following steps: (1) investigate, collect and sort out various information related to BYD
Company's strategic strategies and business environment, and use relevant tool models
such as PEST, SWOT and the Five Forces Model to extract the impact and
requirements on the future human resources of the enterprise; (2) Determine the
duration of human resources planning according to the actual situation of BYD

Company or Business Division; (3) Determine the organizational structure of the
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department; (4) Determine the headcount of the corresponding department; (5)
According to the business development status, the supply and demand of human
resources of BYD Company in the future are predicted, and on this basis, the
coordination and balance plan of human resources supply and demand is formulated.
(6) Do a good job in the budget of human resources management expenses, and ensure
that all human resources activities are supported by funds. (7) The planning of human
resources development is an important part of ensuring the quality of talents and
maximizing human efficiency.

BYD is a large company with different business units under its organizational
structure, such as marketing companies, business divisions and research institutes. All
employees use a performance appraisal method, which cannot improve their
management level and meet business needs. At the same time, BYD Company has a
large number of employees and large salary differences, so it is difficult to achieve
fairness by unifying them into one assessment method. Therefore, it divides employees
horizontally into business units and vertically into ordinary employees and "higher
vocational" employees according to their job levels. It carries out "accurate portraits"
for different business units, designs different assessment schemes for different groups,
takes target management as a tool, and value creation as a guide, Highlight the
differentiation and pertinence of management assessment, and give full play to the
incentive role of personnel management.

BYD set up a business division mainly to be responsible for a series of business
activities such as the development, production and sales of economic models. The
Business Unit aims to create a market-oriented organization with low cost, high quality
and rapid response to demand through mechanism innovation, emphasizing benefit
sharing, getting more for more work, encouraging people oriented, and following
fairness, competitiveness, incentive and sustainable development. BYD Company
takes the Business Division as a pilot to promote the meritorious service incentive
mechanism, increases the meritorious service incentive on the basis of the original
personnel management, and forms a meritorious service incentive mechanism based

on organizational performance, with excessive meritorious service as the goal, and with
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merit based reward as the guarantee. This mechanism not only ensures the completion
of the main strategic channel task, but also encourages employees to constantly break
through challenges, stimulate excess value creation, and reverse the employees'
negative working attitude of "doing what the company assesses", It is conducive to
stimulating personnel efficiency, promoting value creation, and creating a meritorious
culture of "no matter where a hero comes from, he who has the ability will reveal it,
and he who has the ability will take the lead", so as to improve the management
efficiency of managers and reshape the enterprise values based on the strivers.
Improve and optimize the recruitment system. The goal of BYD Company to
improve and optimize the recruitment system is to absorb the most appropriate talents
for the positions set by BYD Company, so as to achieve effective human resource
allocation. Therefore, an optimization scheme is designed for the existing problems,

and the key links are clarified.

Definition criteria: establish a Implementation of selection:
job competency model through obtain selection criteria and
job analysis. enrich evaluation means.

‘V'

Figure 3.1- Improvement process of recruitment system

Source: Performance management data of BYD Company

BYD has three main recruitment channels: first, on-site recruitment, mainly in
the local talent market. The second is through online recruitment, mainly through local
talent networks and other websites. The third channel is through employee
recommendation, which plays a great role in the recruitment of front-line production
staff.

It can be seen that BYD has almost abandoned campus recruitment, talent
outsourcing, headhunting recruitment and internal recruitment in addition to the three
channels mentioned above. Although fresh students have no work experience, they also

have many excellent plastic talents.
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On-site
recruitment
22%

Employee
recommendati
on
22%

Online
recruitment
45%

Figure 3.2- BYD recruitment channels

Source: Performance management data of BYD Company

They are enthusiastic about their work and have great potential. Besides, they
have low labor costs and can bring new vitality to the company; Although talent
outsourcing is a popular model in recent years, it can reduce recruitment costs, reduce
employment risks and flexibly determine the employment period. The cost of
headhunting recruitment is high, but for the recruitment of enterprise executives or
technicians, it can greatly improve the success rate. Compared with external
recruitment, internal recruitment has more advantages in terms of cost, equality of
recruitment information and effectiveness of recruitment.

Carry out the work analysis again. In the early days of BYD Company, it
established a position system according to some Korean pharmaceutical enterprises,
and set up a job description through simple job analysis. However, things change with
time, and the dynamic adjustment of these works is essential, otherwise it cannot adapt
to the development needs of the enterprise. According to the relevant theories of job
analysis, it refers to the process of understanding the information related to the job, that

1s, the process of describing and studying the job responsibilities, job content and the
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qualifications that the practitioners of a specific position should have in the
organizational structure. According to the research results, formulate the corresponding
job description and form job specifications. It can be seen that the job content, scope
of work and qualifications of a position need to be determined before recruitment. Only
by determining these prerequisites can we carry out targeted recruitment and find
employees suitable for the enterprise. Reviewing the reasons for BYD's poor
recruitment in the past, most of them were due to inadequate job analysis. Therefore,
before BYD Company carries out specific recruitment for each position, the Human
Resources Department needs to fully communicate with the manager of the employing
department to understand the main performance objectives and job responsibilities of
the current department, as well as the decomposition of these objectives and job
responsibilities to each person, and what skills and abilities this candidate needs, so
that you can clearly know what kind of people the current department needs, According
to the results of these analyses, the corresponding job description is formulated, and
the Human Resources Department searches for suitable candidates according to the
requirements previously analyzed, so that it can be targeted and improve the
effectiveness of recruitment.

Establish competency model. On this basis, in order to more comprehensively
examine job candidates, BYD Company needs to establish a competency model. The
competency model not only includes the knowledge and skills of the job candidates,
but also includes such inherent characteristics as employees' communication and
cooperation ability, stress resistance ability and so on. These soft skills can even affect
a person's performance.

The building process of BYD's competency model includes four links. First,
determine the general competency indicators for various positions in BYD Company,
establish the indicator entry framework through the General Competency Quality
Dictionary and other documents, and then conduct detailed matching with professional
interviews to further refine the indicators; Secondly, select the list of excellent and
ordinary performers, conduct behavioral event interviews with the selected employees,

and identify their key behaviors; Third, the evaluation scale of behavior description is
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obtained through key behaviors, and the scores of various indicators of general
competency are obtained; Fourth, the person who gets the highest score is the
competency with the strongest discrimination. The competency of the position can be
determined by selecting the competency with the highest score in the first few items.

Enrich recruitment and selection methods. Based on the establishment of
competency model, the recruitment work can break through the mode of interviewer's
experience oriented, and establish selection criteria from more persuasive dimensions.
Corresponding to this, enrich various evaluation methods, such as behavioral interview
method, key event method, written examination, etc., which can make the interview
results more authentic and reliable.

Introduce personality test and strive to match people with posts. The post
competency model indicates the quality requirements of the required personnel, and
can also summarize the personality characteristics of the personnel required for
different posts. For example, sales personnel need to be outgoing and enthusiastic, and
financial personnel need to be calm and meticulous. BYD needs to do a good job in
this kind of summary, which provides a basis for further implementing the job matching
work. When the personality characteristics and career matching degree of the
candidates are high, the matching of personnel and posts can make the personnel give
full play to their potential, improve their work efficiency, and bring benefits to the
company. Otherwise, it will bring losses to the company. BYD Company also needs to
introduce a psychological evaluation tool based on the Big Five Personality Theory.
When a position starts to be recruited, the appropriate personality characteristics for
the position can be evaluated according to the personnel position matching theory table.
For example, when it is necessary to recruit a management representative, according
to the personality type and occupation matching table, it can be seen that management
personnel need to have enthusiasm, extroversion and other personality characteristics.
When candidates with similar hardware conditions are selected through the interview,
they can be invited to conduct a five person personality test to find candidates with the
personality characteristics required for the management of this position, and then

combined with the interview performance, they can choose the best candidates for
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admission, This will greatly improve the personnel post matching, thus ensuring the
effectiveness of recruitment.

Establish and improve employee training mechanism. Training is an important
means of human resource development. In view of BYD's problems in training, the
following optimization measures should be taken.

Reasonably divide the responsibilities of training departments. The training
functions of the training department and the management department of BYD
Automobile Business Unit overlap in work, which is likely to lead to incongruity in
training. Therefore, in terms of job responsibilities, clear boundaries should be drawn.
The Automobile Training Department focuses on the training of external personnel,
and is responsible for training relevant personnel of agents and automobile
manufacturing institutions on product knowledge; The training position of the
management department focuses on the training of BYD's internal personnel, and is
responsible for the training of the company's internal personnel in terms of basic
knowledge and skills, management improvement, corporate culture and other aspects;
For the internal training involving product knowledge, the trainers of the management
department are responsible for organizing it. The automobile manufacturing training
department, in the form of internal lecturers, will be mobilized and arranged by the
former to participate in the relevant internal training of the company.

Implement training demand survey and enrich training content. The reason
why BYD's training work focuses on the new employees' entry stage is that it has not
conducted large-scale research and analysis on training needs, and has no entry point
for training needs. It can only focus on the obvious competency of new employees.
BYD Company should, according to its own enterprise situation, conduct research on
training needs from multiple dimensions, such as enterprise development goals,
comparison of job qualifications and performance appraisal results, new employee
integration, employee career development, etc.

The main role of enterprise development goals on training needs analysis is that
it points out the performance that the enterprise expects employees to make, so as to

draw the ability and quality requirements that employees should have in order to
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achieve this performance. The comparison between qualification and performance can
tell the training managers about the gaps in skills or abilities of employees to achieve
high performance. The integration of new employees should consider how to quickly
adapt from the traditional automobile manufacturing enterprises to the new energy
automobile industry. The formulation of career planning for employees should be
consistent with the company's training plan cycle in terms of cycle, and the content
should be coordinated with the company's training plan.

After a comprehensive analysis of training needs, a corresponding periodic
training plan can be formulated, usually for one year. Key elements such as training
items, time, training objectives, costs, etc. should be indicated to guide the following
training work. The plan shall be recognized by employees at all levels before
implementation to ensure that the training program can be effectively implemented and
the training effect can be translated into real performance.

Improve the process management of training.The training plan shall be well
prepared, and the real situation of the training shall be recorded. The whole training
process shall be recorded and tracked by means of training registration, effect
evaluation, etc. On the one hand, the records can be compared with the training plan to
see whether it is implemented according to the plan, so as to summarize and analyze
the training work itself, which is conducive to work improvement. On the other hand,
the retention of training records provides a factual basis for the application of training
results to other HR modules, such as a prerequisite for job transfer or promotion.
Training records also contain the accumulation of resources, which can serve as the
basis of the company's knowledge system. With the enrichment of this accumulation,

the mobilization of the company's training resources will become easier.

3.3 Improving performance management and salary system.

Optimize the incentive and performance appraisal system, Introduce OKR

performance appraisal tool.

The problems in the performance appraisal have been analyzed above. In order
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to make employees understand the relationship between their work and the company's
overall goals, so that the pressure of performance goals can be effectively transferred
to relevant posts, it is necessary to apply a set of scientific performance evaluation tools
that are suitable for the enterprise's business model, decompose the enterprise goals to
each employee, and ensure the realization of the enterprise's business goals through
effective management. The performance appraisal link can best reflect the incentive
function in the company management, so a management tool that can combine multiple
incentive factors must be used to reflect the incentive effect from multiple aspects as
much as possible. BYD is a traditional and new energy vehicle production and trade
enterprise. Each department is in different links of the enterprise value chain according
to its responsibilities, and has its own work objectives. The OKR performance
management method widely used by modern enterprises is very suitable for BYD's
enterprise characteristics. The full name of OKR is Objctives and Key Results, which
is the target and key results method. OKR is a set of management tools and methods to
define and track key objectives and their completion, Objctives are targets and
KeyResults are key results.

Goal setting must be specific, preferably quantifiable, challenging, and able to
reflect incentives. Employees can achieve job satisfaction by achieving higher goals;
Number of goals: set 3-5 goals every quarter: goals must reach consensus, and goals
must be the consensus after full and direct communication between managers and
employees. The department goal comes from the decomposition of the enterprise's
strategic goal, so the goal setting is top-down, that is, the upper level goal determines
the next level goal. The setting of key results should follow the SMART principle, that
is, S: be specific; M: It shall be able to measure and determine the level of completion
results; A: What should be achieved should not be too high to be achieved in the end:
R: It should be related to the company's performance and strategy, as well as the

department's business; T: There should be a specific time limit for completion.
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Figure 3.3- BYD Performance plan drawing

Source: Performance management data of BYD Company

The company should adjust the salary structure, and adjust the salary payment
method to basic salary plus performance salary, which is related to the assessment score.
The wage structure was adjusted, and the basic wage and performance wage accounted
for 50% and 50% respectively. Performance pay is linked to the assessment score.

Actual performance salary=base x The performance conversion coefficient
corresponding to the performance grade is no longer used. It is directly linked to the
assessment score, and each person's performance score must differ by at least 1 point
to achieve "one person, one file" and strengthen the incentive effect.

The specific cashing rules are as follows:

When the performance appraisal score is greater than or equal to 100 points and
less than or equal to 120 points, the performance fulfillment coefficient is calculated
from 1.0. The calculation formula is: performance fulfillment coefficient=1.0+0.025 *
(performance appraisal score - 100 points).

When the performance appraisal score is greater than or equal to 80 points and
less than 100 points, the performance fulfillment coefficient is between 0.6 and 1.0,
and the calculation formula is: performance fulfillment coefficient=0.6+0.02 *

(performance appraisal score - 80 points).
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When the performance appraisal score is greater than or equal to 60 points and
less than 80 points, the performance fulfillment coefficient is between 0.3 and 0.6, the
calculation formula is: performance fulfillment coefficient=0.3+0.015 * (Performance
evaluation score - 60). When the performance appraisal score is less than 60, the
performance fulfillment coefficient is 0.

Incorporate incentives into performance planning. There are two things to pay
special attention to when developing performance plans. First, according to the
expectation theory, each person's motivating power is equal to the product of the target
value and the expected probability. Therefore, special attention should be paid to the
balance between the above two points. The goal setting should not be too difficult,
otherwise it will affect the enthusiasm of employees. Secondly, according to the
fairness theory, everyone will compare their own effectiveness with the income from
work and others to judge whether their remuneration is fair and reasonable, thus
affecting the enthusiasm of work. Therefore, when setting performance goals,
managers should also consider balancing everyone's work goals to ensure internal
fairness. Scientific performance evaluation. Performance appraisal is carried out at the

end of the evaluation period, from bottom-up self-assessment to top-down superior

evaluation.
Employee Self Assessment
> » > Employees of
Company Department Manager all
management | Head . in charge | departments

A

Performance indicator evaluation

Figure 3.4 - BYD Performance evaluation process

Source: Performance management data of BYD Company
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The Human Resources Department shall send a notice to the department heads
at the beginning of the annual performance appraisal, listing the matters needing
attention and the specific schedule of the annual performance appraisal. Employees at
all levels shall review the implementation of this year's performance plan, fill in the
"self-assessment" and submit it to the superior evaluator. The department head will
score the implementation of key performance indicators and ability performance of
employees during the evaluation period. After being approved by the superior, the
department head will confirm the performance evaluation results with the employees,
affirm the results and make up for deficiencies.

The application of OKR performance management tool makes the goals of each
position relate to the company's goals, so that the pressure of the company's goals can
be effectively transmitted to each position. Managers also have a basis for evaluating
employees' performance, which provides a prerequisite for daily communication of
performance issues. The performance results can truly reflect employees' daily work
problems. Therefore, the evaluation results are applied to bonus payment, training
Promotion and other aspects are persuasive and can effectively maintain consistency
and relevance with other human resources modules.

The personnel management performance of BYD Company is mainly applied to
positive incentives, which has really helped the enterprise absorb a large number of
talents in the rising period, but also allowed some less excellent personnel to take a
"ride". However, the enterprise is in a difficult period of operation, so it needs to
increase the application of performance management in negative incentives, such as
demotion, salary reduction, employee elimination, etc., so as to identify redundant
employees, Let the limited resources incline to the truly excellent employees. In the
long run, enterprises should establish a complete set of competition, incentive and
elimination mechanisms, activate talent innovation, creativity and organizational
vitality, and advocate a performance oriented culture to promote the rapid improvement
of employees' ability, the effective incentive of teams, the rapid development of
organizations, and the improvement of management efficiency, which is conducive to

the correct and healthy development of enterprises.
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Establish a demotion and salary reduction mechanism for incompetent
employees. The application of performance results should maximize the incentive
effect. Employees should be clearly aware that good performance results will lead to
positive incentives such as promotion and salary increase. At the same time, bad
performance results will lead to negative incentives such as demotion and salary
reduction. Enterprises cannot pass on a message that it doesn't matter if they don't work
hard. Good performance and poor performance are only reflected in a performance pay
payment. After the cadre withdrawal mechanism implemented in the benchmarking
company, the demotion and salary reduction mechanism for incompetent employees
will also be established. According to the company's regulations, according to the
actual work situation of leading cadres, the company is requested to review and
withdraw in case of the following circumstances

Cadre sequence: those who are incompetent in the comprehensive assessment of
their tenure and whose annual performance is D or their performance is C for two
consecutive years; Those who fail to pass the annual talent review; Those who cause
losses to BYD Company due to dereliction of duty or dereliction of duty or violate the
company's incorruption regulations, and the disciplinary inspection department
proposes to remove them. In the semi annual/annual performance appraisal, the
employee whose performance appraisal result is C for two consecutive times or D for
the semi annual/annual performance appraisal is deemed to be incompetent, that is, the
employee cannot complete the work tasks arranged by the employer with quality and
quantity according to the standards agreed with the employer, and cannot meet the
assessment standards agreed or recognized by both parties for the post. The company
needs to establish a demotion and salary reduction mechanism for incompetent
employees, that is, reduce the difficulty of their jobs, adjust their job grades and adjust
their salaries accordingly. When demoting employees, we must communicate with
them in advance,

Provide reasonable reasons to convince employees, otherwise it is very easy to
have large fluctuations in employees' emotions and other negative effects.

The larger the size of the enterprise, the greater the probability of employees
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whose performance appraisal is at the bottom for many times, who have bad attitudes
and do not meet the development needs of the company. BYD Company has not
established an employee elimination mechanism before, which allows such employees
to become "black sheep" in the department. Through interviews, some cadres also put
forward that "the company should establish an elimination mechanism. The enterprise
is not a good organization, and should not allow some outnumbered employees to
establish a bad image and endanger the team".

Improve the salary and welfare system.

Establish position salary system. As the company has not established a position
system, there is no path planning for employee salary promotion, and there is a lack of
directional guidance. Therefore, in this compensation management optimization plan,
it is necessary to distinguish the functional sequence and grade in detail according to
the market level of human compensation and the company's position value, and mark
the interval compensation value of each position to provide a basis for employee
compensation promotion.

Keep the salary system adjusted dynamically. After the establishment of the
position salary system, BYD Company needs to grasp the salary level of the external
human market in a timely manner by purchasing salary reports, market research and
other means, and maintain dynamic adjustment of the salary standard, so that
employees in corresponding positions can obtain relatively satisfactory results by
comparing the salary level of the external market.

Adjust the salary structure of some positions. In order to solve the problem of
simplification of BYD Company's salary structure and strengthen the effect of salary
incentive, it is necessary to re set the salary structure of relevant posts. As previously
stated, the floating salary of marketing and R&D personnel of BYD Company accounts
for 20% of the total salary. In fact, according to different job responsibilities, the impact
of corresponding functional personnel on the final goal should be targeted on this basis,
and the floating salary proportion of personnel directly affecting performance should
be increased to make this part more stimulating, and the floating salary proportion of

service support personnel should be reduced accordingly, The health factor of fixed
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wages has been strengthened.

Salary structure adjustment of marketing posts. Marketing personnel can be
specifically divided into four functions: sales, marketing, brand and training support.
The sales personnel directly contact the end customers and are responsible for the
development of products; The marketing personnel are responsible for the marketing
of the commercial end, and continuously improve the recognition of the company and
products for industry experts, associations and commercial institutions; Brand
personnel are responsible for product awareness on the consumer side to increase
consumer recognition of products: training support personnel include business training
personnel, manufacturing personnel and after-sales service personnel, who provide
more sales service support. According to their respective responsibilities, it can be seen
that their corresponding impact on the overall performance is different. The order from

high to low is sales, marketing, brand and training support.
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Salary structure adjustment of R&D posts. The salary structure setting method
for R&D personnel is basically the same as above. R&D personnel can be divided into
researchers, registered personnel and service support personnel according to their job
functions. Similarly, their respective responsibilities have different impacts on the

overall project delivery. It is unreasonable to uniformly set the floating salary at 20%.
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Adjustment of salary structure for operational and transactional functional posts.

The salary level of operational and transactional functional personnel of BYD
Company is generally low and there is no floating salary. In order to encourage
employees with achievement motivation to achieve better performance and objectively
enable such personnel to obtain more compensation through their efforts, they need to
change their salary structure and take 10% of the overall income as the floating salary,
which will be realized through performance appraisal. From the perspective of the

implementation process, the setting of performance goals should break through the 10%
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category of floating salary and set higher performance standards and salary rewards,
so that employees can obtain higher returns than the original dead wages through
efforts, which is objectively conducive to the improvement of the overall efficiency of
the enterprise. The policy adjustment should pay attention to the methods and methods.
For the first time, the cash cashing of the assessment results should be delayed by one
assessment cycle, so as to avoid the decrease of employees' income in the current
assessment period and affect the implementation of the adjustment policy.

This chapter focuses on the optimization measures of the personnel management
system. First, in terms of the evaluation objectives, the original system's evaluation
objectives were not clear, and a complete target system was not formed. Each
department only completed the key performance indicators. After optimization, the
performance evaluation objectives were defined according to the company's
development strategy, which defined the direction for the optimization design. Second,
in terms of assessment indicators, the assessment objectives are decomposed from
financial, process, learning and other dimensions, and then the company, department
and individual indicators are determined hierarchically, and the indicator weight is
determined through the analytic hierarchy process. The third is the main body of the
assessment. The original system is that the enterprise management department assesses
all departments, and each director assesses employees. After optimization, a multi-level
assessment method is adopted, and the performance assessment team composed of the
general manager and the main heads of each department is responsible for it. Fourth,
in terms of assessment communication, the original system lacks this content. After
optimization, three phases of communication are added, namely, assessment indicator
formulation, assessment, and result application. Fifth, the application of results. In the
original system, the evaluation results are only used for the calculation of performance
pay. After optimization, the results are used from three aspects: salary, training, job

promotion and adjustment.
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CONCLUSIONS

The research found that human resources are the core resources of enterprises
and play a decisive role in the development of enterprises. The pursuit of effective
management of human resources and maximizing the potential of human resources is
an eternal topic of constant exploration in the management of enterprises. This paper
studies the optimization of human resource management in BYD Company. The main
research conclusions are as follows:

First, the existing human resource management system of BYD Company is not
effective enough to achieve the due role or purpose of human resource management.
The specific performance is the lack of job analysis basis and single means of personnel
selection in recruitment, resulting in the mismatch between personnel and posts.
Employee training lacks control over training needs, has no unified planning, and is
disconnected from employee career; The indicators of performance appraisal are single,
and the appraisal results are not conducive to application; In terms of salary, there is
no rank division, no path for salary promotion, and the salary structure is chaotic.
Second, the human resources management system of BYD Company needs to be
optimized and adjusted again. First of all, the optimization strategy of human resources
management should adhere to the SMART principle, that is, the optimization work
should be specific, measurable, achievable, relevant and time bound. Secondly, the
optimization strategy should aim at solving problems, upgrading human resource
functions and integrating incentive factors into the system.

Specifically, it is necessary to formulate periodic human resource planning,
ensure the pre emptiveness of human resource work, reflect the connection with
enterprise goals, and organically integrate various functions of human resources; Then
take corresponding strategies or measures to improve each functional module. In terms
of recruitment, it is necessary to conduct job analysis again for relevant posts, establish
competency models, enrich recruitment and selection methods, and introduce
personality assessment; In terms of training, it is necessary to clearly divide the work

responsibilities of relevant departments, conduct extensive demand research, and
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formulate training plans based on this, improve the process management of training,
unify the training plans with the career development of employees. In terms of
performance assessment, it is necessary to introduce OKR performance assessment
tools, formulate effective performance objectives, integrate incentive factors into the
performance plans, and adopt scientific processes for performance assessment; Finally,
in terms of salary management, it is necessary to establish a position salary system,
maintain the dynamic adjustment of the salary system, adjust the salary structure of
some posts, and adopt diversified salary payment methods. Only by doing a good job
in the specific optimization of the above aspects can we ensure the effectiveness of
human resource management and maximize the effectiveness of human development.

Third, the implementation of BYD's human resource management optimization
strategy needs to take corresponding safeguard measures. First of all, in order to
achieve the smooth implementation of the optimization work, a reform team including
personnel at all levels of the company was established to divide responsibilities in
detail; Secondly, reshape the human resources department from the organizational
structure and functions; Since then, the timetable and specific optimization measures
have been formulated to make the work detailed. Finally, requirements have been put
forward on the system and corporate culture to consolidate the achievements of human
resource management optimization.

There are some limitations in this study. For example, restricted by actual
conditions, the research scheme design of this paper is only aimed at the specific
situation of BYD Company, and cannot reflect the overall picture of the automobile
industry, which makes the research results of this paper have certain limitations in the
extension of practice; At the same time, BYD Company is a national automobile
enterprise, and there are a few differences in the current situation of human resources
in its branches in different regions, which leads to certain limitations in the pertinence
of the optimization strategy. In the follow-up research, the following aspects will be
further carried out:

First of all, the related theories and materials of human resource management are

further studied in order to further enrich and improve the research results of this paper.
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Secondly, further follow up the implementation of the human resources
management optimization strategy of BYD Company, continue to understand the
implementation of BYD Company after the implementation of the new plan, so as to
provide reference for the further adjustment of the human resources management
optimization strategy of BYD Company.

Finally, improve the pertinence, sort out and differentiate the current situation of
the manpower of BYD's branches, more pertinently summarize the problems and

propose corresponding optimization measures.
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