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I 

摘 要 

2011 年 9 月 1 日，中恒集团宣布与山东步长之间签订的天价产品总经销协

议告吹，引起了资本市场上广大投资者的关注。从内部控制的角度来看，这一事

件暴露了中恒集团在合同管理内部控制方面存在的重大缺陷，主要表现在合同策

划立项、合同对象调查及选择、合同审查、合同履行监督、违约情况处理几个环

节。中恒集团与山东步长的“合同门”事件仅仅是所有企业合同管理问题的一个

缩影，本文以此为引子，分析了合同管理在企业经营活动中的重要性以及合同管

理内部控制失效可能对企业产生的不利影响。 

在对以往研究文献回顾和对《企业内部控制应用指引第 16 号——合同管理》

及其解读进行评价的基础上，本文提出了建设合同管理内部控制体系的总体要求，

包括正确划分业务环节、建立完善相关制度、明确部门及岗位职责、充分利用信

息系统等内容。按照实际业务开展的逻辑顺序，合同管理可以划分为合同准备管

理、合同订立管理、合同履行管理、合同纠纷管理、合同档案及履行后评估管理

五大阶段，并可以进一步细化至十五项具体工作。其中，合同准备管理阶段包括

合同策划立项管理、合同对象调查管理、合同对象选择管理三项具体工作；合同

订立管理阶段包括合同谈判管理、合同文本管理、合同审查管理、合同签署管理

四项具体工作；合同履行管理阶段包括合同执行管理、合同变更/转让/解除管理、

合同结算管理三项具体工作；合同纠纷管理阶段包括处理时效管理、处理方案选

择管理、处理方案执行管理三项具体工作；合同档案及履行后评估管理阶段包括

合同档案管理、合同履行后评估管理两项具体工作。 

结合笔者对合同管理内部控制实务的了解，本文系统地分析了上述各项具体

工作中存在的风险，并针对这些风险提出了相应的控制措施，帮助企业梳理合同

管理业务流程，明确关键控制点。 

关键词：合同管理  风险分析  内部控制
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Abstract 

On September 1th, 2011, ZhongHeng Group announced the failure of product 

distribution agreement with Shangdong BuChang. This caught the attention of 

investors in capital market. From the view of internal control, this event indicated that 

there existed material weakness in internal control of contract management, including 

contract planning and setting, contractor investigation and selecting, contract 

reviewing, contract execution supervision, contract dispute management. The case of 

“contract gate” between ZhongHeng Group and Shandong BuChang is just a 

miniature of millions of contract management problems that all companies may be 

confronted with. Beginning with this as the introduction, this paper analyzes the 

importance of contract management in business activities and the negative impact that 

the failure of internal control of contract management may have on enterprises. 

Based on reviewing of past research literature and the Contract Management 

Guideline and its interpretation, this paper puts forward the overall requirements of 

the construction of the contract management internal control system, including the 

right division of business process, establishing and improving the relevant system, 

clear department and job responsibilities, making full use of the information system 

etc.. According to the logic sequence of actual business development, contract 

management can be divided to contract preparation management, contract making 

management, contract performance management, contract dispute management, file 

and post-performance evaluation management. Among them, contract preparation 

management can be specified to planning and setting management, contractor 

investigation management and contractor selecting management; contract making 

management can be specified to negotiation management, writing management, 

reviewing management and signing management; contract performance management 

can be specified to execution management, alteration, transfer, discharging 

management and settlement management; contract dispute management can be 

specified to treatment aging management, solution selecting management and solution 
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execution management; file and post-performance evaluation management can be 

specified to file management and post-performance evaluation management. 

Combined with the author's understanding of the internal control practice of 

contract management, this paper systematically analyzes the risk of the specific work 

above and puts forward the corresponding control measures for these risks, so as to 

help enterprises make clear of the business process of contract management and 

management focus. 

Keywords: Contract Management; Risk Analysis; Internal Control 
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