
集团国际财务管理中心对下属公司财务管理制度 

（编号：三集国财-ZD02-……[2015]） 

（Reference: Sanpower Group IFMC – ZD02-……[2015]） 

1 总则 General Policies 

1.1 目的 

1.1 Purpose 

三胞集团根据管理需要，授权国际财务管理中心（以下简称“国财”）根据

三胞集团董事长对下属公司颁发的经营授权书及三胞集团条线管理制度（附件

一），对下属子公司财务部门进行垂直管理并制定本制度。 

According to management requirements, Sanpower Group hereby authorizes the 

International Financial Management Center (hereinafter “IFMC”) to manage the 

Finance Department of subsidiaries and issue this Accounting & Financial Policies 

and Procedures Guideline (hereinafter “Guideline”). The Guideline accords with the 

Vertical Line Management Policy of the Sanpower Group (Annex I) and the relevant 

Power of Attorney authorized by Sanpower Group Chairman.  

1.2 适用范围 

1.2 Scope 

本制度规定了由国财分管的集团下属公司（以下简称“下属公司”）的财务

管理原则、会计人员管理、会计核算、资金管理及费用管理等内容要求。 

This Guideline provides guidance for all Sanpower Group’s subsidiaries 

(hereinafter “subsidiaries”) under the management and supervision of IFMC, on 

financial management principles, Finance Department personnel management, 

financial accounting and review, funds management, expense management etc.  

1.3 沟通原则 



1.3 Communication Principle 

下属公司根据本制度要求，需要由三胞集团董事长审批的工作事项，须通过

《工作请示单》（附件二）向董行办提出书面审批申请，同时向国财提供相应资

料。国财在对资料进行复核后将提出复核意见供三胞集团董事长参考。 

Subsidiaries shall follow the Guideline, for items requiring the approval of 

Sanpower Group Chairman, subsidiaries shall concurrently submit “Sanpower 

Request Form” (Annex II) as written requests to Chairman Administration Office, and 

provide relevant documentation to IFMC. IFMC will review and then provide 

comments to Sanpower Group Chairman for final decision.  

  



2 财务管理原则 Financial Management Principles 

2.1 下属公司负责人对其公司经济业务的真实性、合法性负责，对下属公司

正常生产经营活动涉及的财务事项具有审批权，但不得超越制度范围，在未经批

准的情况下不得超越预算额度。 

2.1 The head of subsidiaries are responsible for the authenticity and 

the legitimacy of business operations, and have the authority to review 

and approve financial transactions concerning its normal business 

operations. However, the authority should comply to the Guideline and 

within the approved budget. 

2.2 下属公司如有对外投资、授信、融资、担保、设立公司和进行股权激励

的需求，需先报三胞集团董事长批准，同时向国财报备。如需集团担保和国财配

合的，需事先提交具体方案。 

2.2 Subsidiaries shall report to Sanpower Group Chairman for approval 

and inform IFMC concurrently if they need to make external investments, 

credit lending, financing, guarantees, set up related companies or 

subsidiaries, or provide equity incentive schemes. If subsidiaries 

require guarantee from Sanpower Group and cooperation from IFMC, a 

detailed plan must be submitted in advance.  

2.3 国际财务部有权向相应的集团总裁室领导建议下属公司财务负责人及

关键岗位人选，经审定后由下属公司董事会任命。下属公司财务负责人有保障下

属公司财产安全及完整的责任，对下属公司超出制度、权限的行为有权拒绝执行，

并上报集团公司。 

2.3 IFMC has the right to provide Sanpower Group leadership advices 

on the appointment of subsidiaries’ CFOs and other key Finance personnel. 

Once approved, the board of the subsidiaries will announce the 



appointments. The CFO of a subsidiary is responsible for safeguarding the 

subsidiary’s assets, and has the right to refuse the execution of any 

activities outside Sanpower Group’s policies or authorizations; such 

activities must also be reported to Sanpower Group. 

2.4 下属公司根据业务需要合理设置会计岗位，但出纳人员不得兼管稽核、

会计档案保管和收入、费用、债权债务账目的登记工作；会计人员的工作岗位应

当有计划地进行轮换。 

2.4 Subsidiaries could set up reasonable accounting positions based 

on business needs. However, cashier shall not be concurrently in charge 

of reviewing, accounting record keeping, revenue or expense recognition 

and creditor and debtor reconciliation. Accounting personnel shall be 

periodically rotated among different positions according to the planned 

schedule.  

2.5 集团对下属公司的财务管理工作进行监督，对下属公司的财务相关责任

及工作质量进行考核。国财可以查阅和审计下属公司的会计账目，要求取得下属

公司财务系统的查看权限，下属公司应及时予以配合。 

2.5 Sanpower Group is responsible for supervising subsidiaries’ 

financial management and assessing subsidiaries’ financial performances 

and quality of work. IFMC could review and audit subsidiaries’ financial 

records, and requests to obtain read access to subsidiaries’ financial 

systems. Subsidiaries shall respond to and cooperate with such requests 

timely. 

2.6 下属公司财务管理原则：下属公司必须建立和完善财务管理制度，报集

团审批后严格执行。改进和完善管理基础工作，真实记录和全面反映公司的财务

状况、经营成果和现金流量。除法定的会计账册、账户外，下属公司不得另立会



计账册、账户，不得编制虚假的财务报表，不得将公司资产以任何个人名义开立

账户占用。 

2.6 Financial Management Principle for Subsidiaries: subsidiaries 

should establish and refine financial management policies and procedures, 

which shall be strictly implemented after Sanpower Group’s approval. 

Subsidiaries should continuously improve fundamental financial 

management; accurately and completely state the subsidiaries’ financial 

conditions, operating results and cash flows. Each subsidiary should only 

set up one official book and set of accounts. Neither fraudulent financial 

accounts nor private use of company assets in any form is allowed.  



3 财务管理要求 Financial Management Requirements 

3.1 财务管理基础工作 

3.1 Fundamentals of Financial Management 

3.1.1 下属公司应负责编制《会计手册》，规范会计核算基础工作。生产经

营中发生的一切经济业务，必须按照《会计手册》要求，及时填制真实、完整的

原始记录，确保会计核算准确、有效、合法。 

3.1.1 Subsidiaries are responsible for the preparation of “Accounting Manual” 

(hereinafter “Manual”), which defines and standardizes accounting basic tasks. Any 

production-related and operation-related economic activities should be recorded 

timely, accurately and completely based on the original records and in accordance 

with the requirements of the Manual. This is to ensure the accuracy, validity and 

legitimacy of financial records. 

3.1.2 建立和完善《预算管理制度》，规范预算的编制、审批、执行和分析

等基础工作。下属公司应在每年 11 月 16 日前提交次年分月预算初稿，12 月 8

日前提交终稿，所有预算需经集团预算管理委员会审批后执行。下属公司可在年

中申请调整年度相关预算。对于超出年度预算或预算外的支出，须按照《企业分

级管理表》（附件五）要求，通过《工作请示单》（附件二）向董行办提出书面

审批申请，同时向国财提供相应资料。国财在对资料进行复核后将提出复核意见

供三胞集团董事长参考。 

3.1.2 Subsidiaries shall establish and refine the “Budget Management Policy” 

and standardize the fundamental work such as initial budget creation, review and 

approval, execution, monitoring and analysis. Next year’s preliminary by-month 

Budget must be submitted to IFMC by November 16th and final Budget by December 

8th. The Budgets must be approved by Sanpower Group Budget Management 

Committee before implementation. Subsidiaries can request budget to be adjusted at 



mid-year. For expenditures beyond budget or without budget, according to 

“Classification and Authorization Chart” (Annex V), all subsidiaries shall 

concurrently submit “Sanpower Request Form” (Annex II) as written requests to 

Chairman Administration Office, and provide relevant documentation to IFMC. 

IFMC will review and then provide comments to Sanpower Group Chairman for final 

decision. 

3.1.3 下属公司财务部应在每年 11 月 16 日前提交其公司次年企业年度《经

营十》初稿，12 月 8 日前提交修改稿，并在每季度对此十项目标的完成情况进

行分析和总结。 

3.1.3 Subsidiaries’ Finance Departments should submit to IFMC next year’s 

preliminary “10 Operation Metrics” by November 16th, and revised Version by 

December 8th. Subsidiaries should also review and monitor the progress against the 

10 Metrics on a quarterly basis.  

3.1.4 建立和完善《资产及存货管理制度》，保证会计核算及时进行；定期

或不定期地进行财产物资清查盘点（每年年底前必须对全部资产进行一次全面的

清查盘点），并由集团审计中心进行审计，确保账账、账物、账卡三相符。 

3.1.4 Subsidiaries shall establish and refine the “Assets and Inventory 

Management Policy” to ensure all transactions are recorded accurately and timely. 

Subsidiaries’ Finance Department shall also perform regular or unscheduled physical 

asset counts (a complete physical counts of all assets should be performed by the end 

of each year) to ensure the consistency between general ledger and sub ledgers, 

ledgers and physical assets, ledgers and assets registrars. Such counts should be 

audited by Sanpower Group Audit Department. 

3.1.5 下属公司发生预算外的资产损失，应及时予以核实，查清原因，报国

财备案。 



3.1.5 Subsidiaries shall verify and confirm the amounts of any non-budgeted 

losses and investigate the reasons. Such losses and investigation details must also be 

reported to IFMC. 

3.1.6 下属公司发生重大及异常会计核算事项时，须提前向国财报告，国财

上报集团分管领导批准后协助处理，下属公司应及时将处理结果报国财备案。 

3.1.6 Subsidiaries shall report to IFMC any significant and abnormal accounting 

issues or events. IFMC shall then report to the Line VPs for approval to assist the 

subsidiaries to resolve such issues. Subsidiaries shall report timely the outcomes to 

the IFMC for record-keeping purpose. 

3.2 资料提交 

3.2 Reporting Requirements: 

下属公司上报集团公司资料时间如下： 

The schedules of submission are as follows: 

3.2.1 月度财务报表及工作任务书 

3.2.1 Monthly Reporting and Work Plan Submission: 

a) 每月 5 号前提交：上月业绩快报（包括收入、营业利润和净利润

数据)，此快报可基于最佳估计； 

a) By the 5th of each month: Prior month’s preliminary performance 

results, including revenue, operating income and net profit figures. The 

information can be the best estimation at the time of submission. 

b)每月 20 号前提交：上月管理报表和国财指定的财务信息(附件三)。

下属公司有责任配合国财对月度的运营、财务状况进行进一步的分析。 

b) By the 20th of each month: Prior month’s management accounts and 

financial information as requested by the IFMC (Annex III). Subsidiaries must 



promptly respond to any IFMC’s follow-up questions relating to business 

operations and financial status. 

c) 每月月底前提交：财务部下月工作计划（附件四）。国财有权对

下属公司财务部每月任务完成情况进行监督考核。 

c) By the end of each month: Next month’s work plan (Annex IV). The 

IFMC has the authority to monitor the plan progress and assess the quality of 

work completed. 

3.2.2 季度财务报表：每季度结束后次月 15 号前提交上季度管理报表和《经

营十》执行情况分析。 

3.2.2 Quarterly Reporting: By the 15th after each quarter: Prior quarter’s 

management accounts and progress analysis on “Operation 10 Metrics”.  

3.2.3 半年度及年度财务报表 

3.2.3 Semi-Annual and Annual Reporting 

a)每年 7月 15 号前提交：上半年管理报表初稿； 

a) By July 15th: First half’s preliminary management accounts; 

b)次年元月 20 日前提交：管理报表初稿。 

b) By January 20th: Prior year’s preliminary management accounts. 

3.2.4审计报告：次年3月31日前提交(如财政年度截止日期为12月31日)：

会计师事务所出具的审计报告复印件及会计事务所在审计过程中提出的问题。 

3.2.4 Audited Report: By March 31
st
: A copy of audited report and a list of 

questions raised during the audit process (if financial year end is December 31st). 

3.2.5 下属公司财务部每月与国财至少进行一次例会，进行经营分析、工作

总结和其他协同事项的跟进。 

3.2.5 IFMC and subsidiaries’ Finance Departments shall have one meeting each 

month. The agenda items include financial and operational analysis, business review, 

taking stock on progress, coordination and follow-up on individual projects. 



3.2.6 下属公司财务负责人需每半年向三胞集团董事长或集团首席执行官、

集团分管副总裁进行一次工作述职。 

3.2.6 On a semi-annual basis, subsidiaries’ CFOs shall submit a self-performance 

assessment to Sanpower Group Chairman or the Group’s CEO, and Line VPs. 

3.3 资金管理 

3.3 Financial Capital Management 

3.3.1 集团公司在符合相关法规的前提下对下属公司资金实行集中管理、统

筹安排；对下属公司运营资金流动实施监控。下属公司需要配合集团公司完成跨

境资金池等资金统筹工作。 

3.3.1 After taking consideration of relevant regulations, Sanpower Group adopts 

a centralized financial capital management approach, and tracks and monitors 

subsidiaries’ working capital flows. Subsidiaries shall assist Sanpower Group’s 

treasury-related plan, e.g. capital pool etc. 

3.3.2 下属公司应根据集团公司关于资金管理的规定和要求，按照本公司的

生产经营特点和管理要求建立和完善《资金管理制度》；货币资金预算经集团批

准后定向支付，不得改变用途挪作他用；严格控制无预算资金支出，预算外的资

金支出必须由集团批准。 

3.3.2 Subsidiaries shall establish and refine the “Financial Capital Management 

Policy” following Sanpower Group’s financial capital management policies and 

requirements, subject to modifications according to subsidiaries’ unique operating 

nature and specific management requirements. Funds shall only be used according to 

the purpose specified in Sanpower Group’s approved budget, non-authorized use of 

company funding is strictly prohibited. Expenses beyond the budget must be strictly 

controlled and reported to Sanpower Group before payments are made. 

3.3.3 下属公司必须确保银行结算凭证的完整性和货币资金的安全性，并保

证日常经营活动结算业务的顺利开展；严格按照规定范围使用现金，超出规定范

围的必须通过银行办理结算；经开户行核定的现金库存限额报国财备案。 



3.3.3 Subsidiaries shall ensure the completeness of bank statements, safeguard 

monetary capital, and ensure the smooth running of daily settlement activities. Cash 

usages shall be restricted within the specified threshold, and any usage beyond the 

threshold must be settled through a bank. The limits of cash on hand specified by the 

banks shall be reported to IFMC for records. 

3.3.4 集团将不定期抽查下属公司的银行明细账、现金明细账和银行余额调

节表，下属公司应无条件配合。下属公司应严格遵守银行的结算纪律，不得向非

利益相关第三方出借银行账户，不得对外出借资金，确保公司资产的安全、完整。 

3.3.4 Sanpower Group will request occasional inspections of subsidiaries’ bank 

statements, cash ledgers and bank reconciliations on a monthly basis; such requests 

shall be unconditionally complied without objection. Subsidiaries shall strictly 

comply with the settlement disciplines imposed by the banks. To protect subsidiaries’ 

financial assets, subsidiaries shall not disclose bank account details or lend funding to 

unrelated third party stakeholders. 

3.4 费用管理 

3.4 Expense Management 

3.4.1 下属公司应建立和完善《费用报销制度》，强化对成本、费用的日常

监督和管理，严格控制各项费用支出。 

3.4.1 Subsidiaries shall establish and continuously refine a robust “Expense & 

Reimbursement Policy”, strengthen the daily supervision and management of costs 

and expenses, and strictly control all payments. 

3.4.2 下属公司应建立和完善《授权审批制度》，各项支出须严格遵循授权

审批流程。 

3.4.2 Subsidiaries shall establish and continuously refine a robust “Authorization 

and Approval Policy”. All payments made must strictly follow the policy procedures.  



3.4.3 下属公司要加大成本费用的考核力度，不断进行费用优化。国财每月

分析下属公司费用明细账，针对存在的问题查明原因，提出相应的改进措施。 

3.4.3 Subsidiaries shall review and evaluate costs and expenses, and 

continuously optimize the cost structure. IFMC shall analyze subsidiaries’ 

expenses on a monthly basis. IFMC shall investigate the reasons of any 

issue, and propose solutions for improvements.  

3.5 关联交易  

3.5 Related Party Transactions 

3.5.1 子公司与集团公司以及子公司之间发生的关联交易业务，按照“平等

互利、等价交换”的原则签订经济合同，对交易中涉及的结算价格按市场原则合

理确定。 

3.5.1 For related party transactions between subsidiaries or between subsidiaries 

and Sanpower Group, contracts shall be signed and such transactions shall be engaged 

on the basis of mutual benefits and equal exchanges. Settlement pricing in the above 

mentioned contracts and transactions shall be reasonably determined at arms’ length. 

3.5.2 子公司与集团公司范围外的关联公司发生的交易须按市场价格进行

结算，每月将交易情况（业务名称、数量、单价）及资金收支报国财备案。 

3.5.2 Settlement between subsidiaries and related parties outside Sanpower 

Group shall be based on market prices. Subsidiaries shall report to IFMC on 

transaction details (including names of related parties, quantities, unit prices etc), and 

associated incomes and expenses on a monthly basis. 

3.5.3 原则上鼓励下属公司在中国境内的采购通过集团指定的公司来进行，

采购总金额或节约成本的一定比例将作为专项加成计入到下属公司当期利润考

核的指标中，具体执行方法由国财确定后下发至各下属公司。 



3.5.3 Sanpower Group encourages subsidiaries' procurement in 

mainland China to be completed through the companies designated by the 

Group. The total annual procurement or cost savings will be added to the 

current year’s KPIs of subsidiaries during the annual performance 

appraisal. The exact measures shall be approved by IFMC and distributed 

to subsidiaries for execution.



4 检查与监督 Inspection and Supervision 

4.1 检查  

4.1 Inspection 

4.1.1 财务人员发现损害集团公司、下属公司利益的行为，应及时向集团公

司报告；下属公司其他人员对财务人员违反制度的问题要及时向集团公司报告。 

4.1.1 Finance personnel shall promptly report to Sanpower Group on 

misbehaviors that may cause any harm to the Group or the subsidiaries. 

Other non-Finance personnel shall also promptly report to the Group on 

violation of policies committed by Finance employees. 

4.1.2 集团根据对下属公司财务制度建立和执行情况的评估，每年至少组织

一次对下属公司会计业务的全面检查或审计，对发现的问题及时向集团公司报告，

并制定整改措施。 

4.1.2 Sanpower Group shall conduct a comprehensive review on 

subsidiaries’ establishment and implementation of the Guideline at least 

once a year. The IFMC shall promptly report the identified issues to the 

Group and propose solutions for improvement. 

4.2 监督 

4.2 Supervision 

4.2.1 如发生以下事件，国财及审计部门将在确认情况后报集团相关领导予

以处理：对外出借资金、出借银行账户、未经批准对外投资和对外担保；挪用资

金、另立会计账簿、私设小金库；弄虚作假报销费用。 

4.2.1 In cases of the following events, the IFMC and Sanpower Group’s 

Audit Department will verify the facts before reporting to Sanpower Group 



leadership for resolutions: improper use of subsidiaries’ bank accounts, 

lending funds to external parties without authorization, making external 

investments or guarantees without approval; improper use of subsidiaries’ 

funds, unauthorized set-up of separate financial accounts or cashier; 

claiming fraudulent expense reimbursement. 

4.2.2 对应报集团公司批准的事项未经批准而擅自处理的，由国财及审计部

门确认情况后，报相应的集团总裁室领导予以处理。 

4.2.2 In cases of decision-making beyond the authorized limits without 

Sanpower Group’s approval, the IFMC and the Group’s Audit Department shall 

verify the facts first, then report it to Sanpower Group leadership for resolutions.  

4.2.3 未按照规定报送资料的，国财将有权向相应的集团总裁室领导建议对

相关责任人视情况调整其考核评定或扣分，经审定后执行。 

4.2.3 In cases of missing reporting deadlines, IFMC has the right to provide 

Sanpower Group leadership advices on adjusting relevant responsible personnel’s 

annual assessment KPIs or deduct performance points. The adjustment advice will be 

taken consideration into and approved for execution.  

4.2.4 集团将不定期抽查下属公司的预算执行情况，下属公司应无条件配合。

下属公司应严格遵守预算管理制度及经集团批准的预算稿，不得无授权进行科目

调节、超预算与无预算支出。 

4.2.4 Sanpower Group will request occasional inspections of subsidiaries’ 

executions of annual budget; such requests shall be unconditionally complied without 

objection. Subsidiaries shall strictly comply with budget policy and approved budget, 

unauthorized adjustments or breaches are not allowed. 

  



5 附则 Supplementary Articles 

5. 1 本制度自签发之日起开始实施。制度的责任岗如下： 

5. 1 This Guideline will take effect from the date of issuance. The 

main related responsibilities are as follows:  

5.1.1 执行责任岗：下属企业财务负责人 

5.1.1 Responsible Party for Implementation: subsidiaries’ CFOs 

5.1.2 培训责任岗：国财部门总监 

5.1.2 Responsible Party for Training: Director of Sanpower Group 

International Financial Management Center 

5.1.3 检查责任岗：国财对接企业 BP  

5.1.3 Responsible Party for Monitoring: Related BP of Sanpower Group 

International Financial Management Center  

5.1.4 制度执行责任岗、培训责任岗和检查责任岗未尽相关工作，将承担相

应的责任。 

5.1.4 Every party mentioned above will be accountable and responsible 

for delivering relevant duties.  

5.2 本制度的解释权归三胞集团。 

5.2 Sanpower Group reserves the rights to the final explanation of 

this Guideline. 

6 附件 Annex 

1. 附件一：《三胞集团条线管理制度》； 



1. Annex 1: Vertical Line Management Policy of the Sanpower Group; 

2. 附件二：《工作请示单》； 

2. Annex 2: Sanpower Request Form; 

3. 附件三：《财务信息表》； 

3. Annex 3: Financial Information Request List; 

4. 附件四：《工作计划》例子。 

4. Annex 4: Work Plan example. 

5. 附件五：企业分级管理表 

5. Annex 5: Classification and Authorization Chart 

签发：  

二〇一六年一月五日 

 




三胞集团条线管理制度 
Vertical Line Management Policy 


of the Sanpower Group 


 
第一条 目的 


1. Purpose 


为保证三胞集团下属企业与集团的工作统筹一致，实现高效协同，特制订本


制度。 


This policy (hereinafter “Policy”) document is designed to ensure the cooperation 


and efficiency among the Sanpower Group (hereinafter “Group”) and its subsidiaries. 


 


第二条 适用范围 


2. Scope 


本制度适用于三胞集团及下属企业之间的管理关系，各下属企业应参照 


制度拟定与本公司实际情况相符的实施细则或制度报集团审定后执行。 


This policy is applicable to the managerial relations between the Group and its 


subsidiaries. With the reference to this Policy document, subsidiaries shall establish 


detailed implementation rules or policies applicable to subsidiaries’ specific situations. 


Such rules or policies must be approved by the Group before execution.  


 


第三条 概念定义 


3. Definitions 


一、 条线：集团与下属企业及其下属机构履行同一或相似职能的部门及岗位的


统称。 


1) Vertical Line：Departments and positions that perform the same or similar 


duties within the overall group structure.  


 







二、 条线管理：根据矩阵化管理的要求及集团定位，集团的相关中心（部门）


对下属企业及其下属机构的对应中心（部门、岗位）采取的管理方式。 


2) Vertical Line Management： According to the requirement of matrix 


management and the positioning of the Group, vertical line management refers 


to the managerial measures taken by the relevant Group departments to 


oversee corresponding subsidiary departments. 


 


三、 双汇报管理：由某一中心（部门）的条线对应职能的上级组织分管领导岗


和条线部门所在组织的最高行政领导岗对该中心（部门）负责人岗共同进


行管理的方式。 


3) Double reporting management: The measures to have a subsidiary 


department’s direct line manager and the relevant Group VP/EVP managing 


the department’s head at the same time.  


 


四、 监督管理部门：集团对下属企业负有监督管理职能的部门，如财务、资金、


预算、审计、独立监察等部门。 


4) Supervision and management departments: The Group’s departments 


which have the responsibilities to supervise and manage subsidiaries, such 


departments include Finance, Treasury, Budget, Audit, Independent 


Monitoring Department, etc. 


 


第四条 条线对应关系 


4. Corresponding Vertical Line Relationships 


三胞集团现有财务、资金、预算、人力资源、行政、信企、战略与投资、法


务、机要、文化品牌、等职能或业务条线，其中： 







The Group's existing Finance, Treasury, Budget, HR, Administration, IT & 


Corporate Management, Strategy and Investment, Legal, Confidential Information 


Department, Branding, etc. In particular: 


 


垂直条线：大财务（财务、资金、预算、法务、审计）、人力。 


Vertical lines：Finance-related (Finance, Treasury, Budget, Legal, Audit), HR 


 


非垂直条线：行政、信企、战略与投资、机要、文化品牌、 


Non-vertical lines：Administration, IT & Corporate Management, Strategy and 


Investment, Confidential Information Department, Branding 


 


集团和下属企业的条线部门、岗位具体对应关系见附件一：集团、下属企业


条线匹配表。集团 IT&企业管理中心将根据集团和下属企业组织及部门职责的调


整，对条线匹配表进行修订并在内网中发布。 


[Rights to explain detailed line and position mapping belong to the Group.] 


 


第五条 条线管理 


5. Line Management 


三胞集团对条线的管理分为两种类型：垂直条线管理和非垂直条线管理。 


There are two types of line management: vertical line management and 


non-vertical line management 


 


一、 垂直条线管理： 


1) Vertical Line Management: 


存在监督管理职能的条线的部门对下属企业的对应部门/岗位实行垂直条线


管理，垂直条线管理采取双汇报的管理方式： 







The Group’s departments, which have the responsibilities to supervise and 


manage subsidiaries, implement vertical line management on the corresponding 


departments at subsidiaries. The vertical line management takes double reporting 


measures: 


 


双汇报即下属企业或其下属的分公司的某一部门/岗位，第一汇报人是集团/


下属企业对应条线职能的分管领导岗，对条线的部门人事、业务事项具有主要审


定权；第二汇报人是下属企业的总裁/总经理岗，对条线事项只具有审核建议权


及部分审定权。（权限详见集团及各下属企业财务权限实施细则） 


Double reporting management: for subsidiary departments, their first reporting 


person is the relevant Group VP/EVP, who has the vertical line management 


responsibility and approval authority on HR or operation-related decisions. The 


second reporting person is subsidiary’s CEO/General Manager, who only has review 


and recommendation authority and partial approval authority.  


 


条线岗位 第一汇报岗 第二汇报岗 


下属企业分公司 下属企业分管副总裁


/副总经理 


分公司总经理 


下属企业 集团总裁室分管领导 下属企业负责人 


 


Functional 


Line Position 


First Reporting Person Second Reporting 


Person 


Group subsidiaries’ 


subsidiaries 


Group subsidiary’s VP or 


Deputy General Manager 


General Manager of 


Group subsidiaries’ 


subsidiary 


Group subsidiaries Group’s VP Group subsidiary’s 


CEO 







垂直条线集团条线上级部门对条线工作既有管理职责，又有指导与协同职责。 


The Group’s vertical line management departments have management 


responsibilities and duties to provide guidance and coordination. 


 


二、 非垂直条线管理： 


2) Non-Vertical Line Management 


 


无监督管理职能的条线部门实行非垂直条线管理，下属企业或其分公司的某


一部门/岗位实行单汇报，只向下属企业或其分公司的总裁/总经理岗汇报。 


The Group’s departments, apart from those that have the responsibilities to 


supervise and manage subsidiaries, implement non-vertical line management.  I.e. 


there is only a single reporting line for a department/position within a subsidiary, and 


the single reporting person is subsidiary’s CEO/General Manager. 


 


非垂直条线集团条线上级部门对条线工作有指导与协同职责，但无管理职责。 


The Group’s non-vertical line department has the duties to provide guidance and 


coordination, but does not have management responsibilities. 


 


第六条 条线部门的责权 


6. Duties and Responsibilities 


 


垂直条线部门和非垂直条线指导部门的权限按照董事长审批权限、部门职责


及相关制度流程执行。 


Authorities of both vertical and non-vertical line departments shall be executed in 


accordance with the approval authority instructed by Chairman Yuan, departmental 


responsibilities and relevant policies and procedures. 


 







一、 垂直条线管理职责 


1) Management Duties for Vertical Management Line Departments 


 


垂直条线管理部门对条线工作负有管理职责，涉及垂直条线的人事任命、重


点工作审批必须由第一汇报人和第二汇报人双签，双签存在分歧的上报至上一级


组织人力部门仲裁，涉及垂直条线的绩效考核，第一汇报人对下属占有 70%的考


核权，第二汇报人占有 30%的考核权，集团对下属企业垂直管理的部门具体职责


是： 


Vertical line management departments have management responsibilities for 


business line-related work. For vertical line HR-related and other key tasks, the first 


and second reporting persons must both approve the decisions. The disagreements 


between reporting persons must be reported to their HR management for further 


evaluation. In the case of vertical line performance evaluation, the first reporting 


person’s decision accounts for 70% while the second reporting person accounts for 


30%. The specific duties of the Group’s vertical line management departments are: 


 


1、对体系内条线工作计划及预算的管理； 


1、Manage work plans and budgets 


 


2、对条线重点工作的管理和监督； 


2、Manage and supervise key tasks/projects 


 


3、对条线相关人事任命的管理，其中职级在 M8-M9/P8-P9 范围内的审定 


权归分管的集总室领导， M10/P10 的审定权归集团总裁， M11/P11 以上


人员审定权归董事长； 







3、Manage HR-related decisions. The Group’s VPs are responsible for approving 


changes made to M8-M9/P8-P9 ranking. The Group’s CEO is responsible for 


M10/P10. Chairman Yuan is responsible for M11/P11 and above 


 


4、需董事长审定的下属企业事项，提供参谋建议； 


4、Provide recommendations for Chairman Yuan on decisions which relate to 


subsidiaries  


 


5、体系内条线部门之间的工作协同； 


5、Ensure collaboration among departments under the same vertical management 


line 


 


6、对董事长思想、要求的学习与传达； 


6、Enable the learning and communication of Chairman Yuan’s philosophy and 


requirements 


 


7、对下级条线部门具有考核权。 


7、Rights to appraise relevant departments under the same vertical line  


 


二、 非垂直条线指导职责 


2) Management Duties for Non-vertical Management Line Departments 


 


非垂直条线部门对条线工作负有指导与协同职责，并参与对条线下级部门的


年度绩效考核，其中非垂直条线对条线工作占有 30%的考核权，条线具体所在经


营主体负责人对条线具有 70%的考核权，具体职责是： 


Non-vertical line departments shall provide guidance and coordinate work with 


corresponding departments of subsidiaries; and participate in annual performance 







evaluation of these subsidiary departments. In the case of performance evaluation, 


non-vertical line accounts for 30% while the vertical line manager accounts for 70%. 


The specific duties of the Group’s non-vertical line management departments are: 


 


1、对条线重点工作的业务指导； 


1、Provide guidance on key tasks/projects 


 


2、对董事长指定的下属企业事项，提供参谋建议； 


2、Provide recommendations for Chairman Yuan on decisions which relate to 


subsidiaries 


 


3、体系内条线部门之间的工作协同； 


3、Ensure collaboration among corresponding subsidiary departments 


 


4、对董事长思想、要求的学习与传达。 


4、Enable the learning and communication of Chairman Yuan’s philosophy and 


requirements 


 


为了履行条线管理和指导职责，提高条线管理效率，条线各部门/岗位间应


保持通畅的日常沟通，并建立工作协同、指导机制。 


In order to fulfill the responsibilities of business line management and guidance, 


improve management efficiency, corresponding departments/positions shall ensure the 


effectiveness of daily communications and establish coordination and guiding 


mechanisms.  


 


第七条 条线沟通原则 


7. Communication Principles 







一、 条线沟通原则上应首先由集团与下属企业条线部门负责人之间沟通（原则


上，职级在 M10/P10 以上人员才有跨下属企业沟通权）； 


1) In principal, communications shall first be done between the Group’s and 


relevant subsidiaries’ department heads (in principle, only M10/P10 or above 


personnel have the right to communicate with subsidiaries directly) 


 


二、 部门负责人之间沟通不能达成一致的，可再与下属企业分管条线的总裁室


领导沟通； 


2) If the Group’s Head and the subsidiary’s department Head cannot reach an 


agreement, corresponding subsidiary VP/EVP shall be engaged 


 


三、 沟通还不能达成一致的，可继续由集团分管条线的集总室领导与下属企业


负责人沟通； 


3) If still no agreement can be reached, corresponding Group’s VP/EVP shall be 


engaged to communicate with the subsidiary’s CEO  


 


四、 集团、下属企业部门负责人或分管领导沟通达成一致的，下属企业相关人


员需及时将沟通结果向企业负责人汇报； 


4) After agreements are reached, relevant persons from subsidiaries must promptly 


report the decisions to the subsidiary’s CEO 


 


五、 重大问题或沟通后最终无法达成一致的，报集团总裁或董事长仲裁。 


5) If agreements cannot be reached and are related to significant issues, the matters 


shall be reported to the Group’s CEO or Chairman Yuan for final decisions 


 


 


 







第八条 条线上报、下发文件原则 


8. Principles of Vertical Line Reporting and Documents Issuance 


 


一、 下属企业上报集团审批的规则 


1) Rules for Subsidiaries Submitting Documents for Group’s Approval 


 


1、下属企业垂直条线文件需经分管副总裁/副总经理签字，并抄送企业负责


人后，上报至董办机要秘书登记签收，交由联系该企业的董事长助理负


责文件流转，并呈报董事长/授权人审批，审批后由董办机要秘书将文件


下发； 


1、Vertical line requests (formally written) shall first be signed by relevant 


subsidiary VPs or Deputy General Manager, and copies sent to subsidiary’s 


CEO. The Secretary of the Confidential Information Department shall then 


register the receipt of the documents and pass them on to Chairman Yuan’s 


Assistant Office to get approval from Chairman Yuan or authorized 


personnel. After approval, the Secretary of the Confidential Information 


Department shall distribute the approved document to the request subsidiary. 


 


2、下属企业非垂直条线文件需经企业负责人签字后，上报至董办机要秘书


登记签收，交由联系该企业的董事长助理负责文件流转，并呈报董事长/


授权人审批，审批后由办机要秘书将文件下发； 


2、Non-vertical line requests (formally written) shall first be signed by 


subsidiary’s CEOs before registering with the Secretary of the Confidential 


Information Department. Chairman Yuan’s Assistant Office is responsible 


for coordinating the process and sending the documents to Chairman Yuan or 


authorized personnel for approval. After approval, the Secretary of the 







Confidential Information Department shall distribute the approved document 


to the request subsidiary. 


 


3、特别紧急的文件，由企业负责人经分管董办的集总室领导确认后，直接


报董事长审批。 


3、For urgent requests, subsidiary’s CEO can report to Chairman Yuan’s 


approval after notifying the Head of Chairman Yuan’s Assistant Office.  


 


二、 集团向下属企业下发条线通知的规则 


2) Rules for the Group Issuing Notice or Documentation to Subsidiaries 


 


1、垂直条线垂直管理类通知，由集团条线部门先征求下属企业条线分管领


导意见，并呈报分管助理室的集总室领导审批，审批同意后下发。如企


业负责人对下达的通知有不同意见，可与分管条线的集总室领导沟通，


协调不了的报董事长仲裁； 


1、For vertical line related notice, Group’s department with vertical line 


management responsibility shall first solicit opinions from relevant 


subsidiary VP/EVP; then distribute the notice to subsidiaries after obtaining 


the approval from the Head of Chairman Yuan’s Assistant Office. If however, 


subsidiary’s CEO does not agree with the details of the notice, s/he can 


communicate with the relevant Group VPs/EVPs. If still no agreement can be 


reached, Chairman Yuan has the right to make a final decision. 


 


2、非垂直条线会议类通知、上报/报备材料类通知（法定）、董事长指定办


理事项类通知等，由集团条线部门或联系该企业的董事长助理先征求下


属企业条线分管领导意见，并呈报分管助理室的集总室领导审批，审批


同意后下发； 







2、For non-vertical line related notice/information requests (which shall be first 


pre-agreed with relevant departments), the Group’s corresponding 


department or Chairman Yuan’s Assistant Office shall first solicit opinions 


from relevant subsidiary VP/EVP; then distribute the notice to subsidiaries 


after obtaining the approval from the Head of Chairman Yuan’s Assistant 


Office. 


 


第九条 条线例会 


9. Regular Meetings 


 


一、 垂直条线例会 


1) Vertical Line Meetings 


 


1、垂直条线工作例会由集团总裁或集团总裁室分管领导召集，其中财务条


线的季度会议及其他垂直条线的半年度会议由集团总裁或授权人召集； 


1、These meetings shall be called by the Group’s CEO or relevant Group’s 


VPs/EVPs. In particular, Finance-vertical line quarterly meetings or other 


vertical lines’ bi-annual meetings shall be called by the Group’s CEO or 


authorized personnel; 


 


2、参加人员为体系内垂直条线各部门负责人/岗位，会议每月召开，具体时


间由召集人通知； 


2、Meeting participants are all department heads of the vertical line. Timings of 


the monthly meetings shall be informed before the meeting; 


 


3、例会主要议题为月度工作计划完成情况及下月工作计划通报，条线重点


工作指导及要求传达，条线协同事项讨论。 







3、The main agenda items include communicating monthly work plan progress 


update and next month’s plan, providing guidance and requirements on key 


tasks, discussing on coordination and collaboration measures. 


 


二、 非垂直条线例会 


2) Non-Vertical Line Meetings 


 


1、非垂直条线工作例会由集团总裁室分管领导召集； 


1、These meetings shall be called by relevant Group’s VPs/EVPs;  


 


2、参加人员应包含体系内本条线各部门负责人/岗位，会议每季度召开，具


体时间由召集人通知； 


2、Meeting participants shall include all corresponding department heads. 


Timings of the quarterly meetings shall be informed before the meeting; 


 


3、例会主要议题为条线协同事项跟踪及讨论、条线重大事项参谋建议、条


线工作要求传达。 


3、The main agenda items include progress update and discussion on 


cross-departmental coordination, discussions on major items requiring 


recommendation, and communication of key Group requirements.  


 


4、根据管理需要，部分条线工作例会可以联合召开。 


4、If necessary, some regular meetings may be jointly held across different 


non-vertical lines. 


 


 







第十条 本制度的执行责任岗、培训责任岗及检查责任岗 


10. Execution Responsibilities, Training Responsibilities and Supervision 


Responsibilities 


 


1、执行责任岗：集团及下属企业各部门全体人员； 


1、Positions with execution responsibilities: all personnel from the Group and 


subsidiaries; 


 


2、培训责任岗：集团及下属企业部门负责人； 


2、Positions with training responsibilities: Head of departments from the Group 


and subsidiaries; 


 


3、检查责任岗：集团各部门负责人。 


3、Positions with supervision responsibilities: Head of departments from the 


Group. 


 


第十一条 本制度的解释权归集团 IT&企业管理中心。 


11. All rights to explain the Policy belong to the Group’s IT & Corporate 


Management Department. 


 


 


第十二条 本制度自签发之日起执行。 


12. This Policy takes effect from the date of issuance. 


 


 





Administrator
文件附件
Annex 1. Vertical Line Management Policy of the Sanpower Group.pdf




 


三胞集团工作请示单 


Sanpower Group Request Form 


                                                


 


事由 


Request  
时间 


Date  


公司/部门 


Company/Department 
 


申请人 


Applicant 
 


内容摘要 


Summary (Request 


Details)  


 


国财中心意见 


Comments by IFMC 
 


分管领导意见 


Comments by 


VP/EVP of Request 


Department 


 


领导批示 


Comments by 


CEO/Chairman 
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List

		Appendix 3

				Index		Notes		Applicable to

		1		Complete TB and accounts mapping		If necessary, able to re-construct financial statements based on the TB information		All

		2		Financial statements of PL, BS and cash flow		All 3 statements must be provided on a monthly basis		All

		3		Sales and GP analysis by difference dimension		Dimensions which are key to management decisions, include but not limited to category, channel and so on.		All

		4		Sales and EBITDA analysis by store		n/a		BS, HoF and IDT

		5		New product analysis		n/a		BS and IDT

		6		In-house brand analysis		n/a		HoF

		7		Labor cost analysis		Headcount by departments with average salary/OT/bonus etc.		All

		8		Breakdown on consulting/advertising/legal expenses		n/a		All

		9		List of bank accounts and associated cash balance within each account		Month end balance		All

		10		Aging report of AR and AP		Age according to management report		All

		11		Aging report of inventory		Age according to management report		All

		12		Procurement breakdown by vendor 		Monthly balance and YTD balance		All

		13		PPE additions and disposals		List of new additions and disposals		All

		14		Cash flow forecast over 12 month 		Provide if both conditions are met:
- EBIDTA is negtive; AND
- Missed budget for the past 3 months
		All
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Sheet1

		    October Personal Work Report

		Department：                                              Name：                                             Title：                                                      Level：

		Num.		Category		Job Content		Job Objective		Direct Reporting Person		Self-assessment of Accomplishment		Supervisor's Assessment		Remarks

		1		Key Task		Accounting & Financial Policies and Procedures Guideline for Overseas Subsidiaries		Obtain feedback from individual subsidiaries and propose solutions		Donald Wang								

		2		Key Task		October 2015 financial analysis		Complete subsidiary's financial analysis		Donald Wang								

		3		Key Task														

		4		Routine Task														

		5		Routine Task														

		Supervisor's Comments				① Job Saturation：          %（Range：0-100%）
【Effective Working Hours/Total Working Hours，80% is the Saturation Point】				②Job Completion ： _________%        				ERROR:#DIV/0!

										【Performance Appraisal on Work Completion and Quality】

		Task performer：   （sign/date）                                                                 Direct Supervisor：  （sign/date）                                     
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企业分级管理表

Classification and Authorization Chart



第一类   Brookstone, Natali, IDT

ClassA    Brookstone, Natali，IDT

超出年度预算总额，且支出额单项达到20万美元以上的事项；机动车辆、办公类固定资产及非软件类无形资产的购置和处置，不在年度预算之列或超出年度专项预算总额，且单项事项支出10万美元以上的事项。

All spending plan must be submitted with special request report and approved by the group, including individual over-budget expenditures exceeding USD 200,000; the purchase and disposal of commercial vehicle, office fixed assets and intangible assets (excluding software) that are not listed in annual budget or out of budget exceeding USD 100,000.



第二类   麦考林, 安康通, HoF China, Brookstone China, ECC, Natali China

ClassB   Mecoxlane, AKT, HoF China, Brookstone China, ECC, Natali China

所有超出年度预算总额或不在年度预算之列的事项须集团审批。

For all items beyond budget or without budget, group approvals are required. 
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