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1 Introduction 

Pony Ma is one of the founders of Tencent, a well-known high-tech company in China. He founded Tencent Technology in 1998, along with four other shareholders. As one of the founders, Ma has been the CEO of the company, and it continues today (Luxatic, 2022). At the beginning of Tencent Technology, Pony Ma led the new technology company through difficulties such as intellectual property litigation, and shortage of operating capital. Under the leading of Pony Ma, Tencent eventually overcame these difficulties and was successfully listed on the main board of the Hong Kong Stock Exchange in 2004. Now, Tencent has become the largest social media platform and technology company in China, and one of the world's most famous technology companies. Wechat, which was developed by the company, has at least 1.2 billion active users in China. As a core leader, Pony Ma was awarded the Forbes’s Top 50 Most Influential CEO in 2018 (Fortune, 2018). As an excellent leader, Pony Ma treats his subordinates gently, but he is serious and responsible for his work. He is considered the soul of Tencent and an indispensable figure in the development process of Tencent. 

[bookmark: _GoBack]The VUCA environment refers to the volatility, uncertainty, complexity and ambiguity of the environment where a leader is involved in (Cousins, 2020). Since the global prevalence of Covid-19, the leadership environment of Pony Ma has become more volatile, uncertain, complex and ambiguous. Against the backdrop of the Covid-19 pandemic, China has clearly become the engine of the global economic growth. This provides opportunities for the development of the China-based company (China.org.cn, 2022). At the same time, the strict social quarantine policy implemented by China under the epidemic has made social media like Tencent more widely used. However, it has also led to increased competition and tougher government regulation of social platforms. Pony Ma must lead Tencent to balance the new environment and trend, otherwise Tencent may rapidly decline under the new trend. 

CAS is the abbreviated form of Complex Adaptive System, which reflects the measures that leaders should take in the VUCA environment. For Pony Ma, in order for Tencent to better cope with the fierce competition and the complex external environment, he must apply his leadership to promote the organizational innovation, adaptation and high performance. 

Next, this essay will apply three leadership models to analyze Pony Ma and test his ability to promote the innovation, adaptation and high performance of Tencent. 











2 Main Findings 

Leadership is a concept that is difficult to define. The definition of leadership is complex and difficult to be unified, and it is invisible and difficult to be captured accurately. One can only define what leadership is by some basic characteristics. Peter G. Northouse sees leadership as a process, in which an individual influences a group of individuals to achieve a common goal (McLaughlin & Kunk-Czaplicki, 2020). Kurzers and Posner believe that leadership is the art of mobilizing people to work hard for a common vision. Wu Weiku, a professor at Tsinghua University in China, sees leadership as a term with blurred boundaries, at the core of which are influence and the obtainment of followers (Wu, 2011). The most essential difference between leadership and leader is that the leader is an individual, while leadership is the behavior and process of implementing leadership. Overall, leadership is a complex concept that is difficult to define. 

The research on the connotation of leadership in the academic circle has gone through several stages. In the early stage, scholars proposed the leadership traits theory. The theory tried to discover common traits from outstanding leaders, such as character and personal quality, so as to figure out why effective leadership activities occur. In the 1970s, the leadership traits theory developed into the charismatic leadership theory. Robert House pointed out in 1977 that charismatic leaders have high levels of confidence, a tendency to dominate others and a strong firmness in their own beliefs (Yukl, 1993). Later, a series of leadership models such as transformational leadership, transactional leadership, and sincere leadership were proposed, and became the theoretical basis for the research of leadership in the academic and business circles. Below, this essay will use three leadership models to analyze the leadership of Pony Ma, the CEO of Tencent. 

At different periods of the development of Tencent, Pony Ma showed different leadership. The basic characters of Pony Ma are rational and calm. In the early days of entrepreneurship, Pony Ma basically showed a servant leadership style. Servant leadership is a selfless leadership philosophy that exists in practice. Such leaders lead by example and are willing to be servants of subordinates to lead them. Servant leaders encourage cooperation and trust, are prescient, like to listen to subordinates, are compassionate, and can work hard to build internal communities for the organization (Qiu & Dooley, 2019). In the first few years of Tencent, Ma played as a servant leader. Pony Ma was a technician before he started his own business. Therefore, he played the role of a product experience officer and organizational architect in the early days of Tencent (Myers, 2016). As a high-tech company, the main work of Tencent could be divided into two parts, including product development and organizational structure building. The role of product experience officer of Pony Ma was to experience and test the quality and function of products, so as to provide technicians with improvement opinions. In addition, the elements that were short in the organizational structure, would be made up by Pony Ma. In other words, his main job was to provide various kinds of help and services to others in the organization (Peanich, 2022). Under the servant leadership style of Pony Ma, Tencent became a high-tech company that can independently develop high-tech products and have complete structure only in a few years after its foundation. 

Of course, Pony Ma, has always been a leader that is willing to listen to his subordinates, and empathetic (Agarwal, 2020). He would listen carefully to the advice of each technical director and give them timely and positive feedbacks. He would show up in time when employees need help and coordinate various functions of the organization to make employees work together. When the development of a core technology failed, Ma did not criticize employees and investigate and affix the responsibility too much. Instead, he worked with employees to check which link has problems and provided a feasible solution to the problem (Yuan, 2019). At the same time, Pony Ma also built a community with common values in the company in a Chinese way. In every traditional Chinese New Year, Ma always gave red envelopes to employees himself. This makes Tencent look more like a big traditional Chinese family. In the context of Chinese culture, such behaviors of actively building an internal community can play the role of uniting teams. The servant leadership style of Pony Ma in the early days of entrepreneurship has laid a foundation for the technological innovation and performance growth of Tencent (Birkinshaw, De Diego & Lianghong Ke, 2018). In 1999, Tencent invented QQ, an instant communication tool. By 2010, QQ had more than 100 million active users. It is worth noting that it is the first social media app with more than 100 million active users in human history (Wu & Frantz, 2012). 

Adaptive leadership is a model that can be partially applied to illustrate the leadership of Pony Ma. Adaptive leadership is an organizational management principle established based on complexity science. This leadership model considers both leaders and organizations as complex adaptation systems. Leaders and organizations need to seek optimal adaptation status in changing internal and external environments through changing their behaviors (Valeras & Cordes, 2020). Adaptive leadership theory divides the challenges that leaders are faced with into two broad categories, which are technical challenges and adaptive challenges. Leaders need to carry out technical or adaptive work so as to meet both challenges.

Technical challenges are challenges, both problems and solutions of which can be clearly defined. In the development process of Tencent, most of the challenges that Pony Ma are faced with are technical challenges, such as intellectual property challenges and financing challenges. When these clear challenges come, Pony Ma is always able to use his professional skills and communication skills to meet the challenges and solve relevant problems. For example, when the dotcom bubble crisis erupted in 2000, Tencent faced survival problems due to its lack of funds. In this case, Pony Ma took a business plan that had been changed with six versions and began to find foreign venture investment, and finally he met IDG, and got the first venture investment (Yuan, 2019). Since then, Tencent has stepped into a good track of development. The social intelligence of Ma huateng was reflected in this process. He started learning to know investors and learned how to communicate with them. At the same time, Pony Ma also proved his learning ability by the process that helps Tencent get funds. It is worth noting that he was originally a technician, and his personality was introverted, and not good at communication (Peanich, 2022). This successful financing proves that he has a strong learning ability when the environment changes. 

Leaders will face adaptive challenges when the internal or external environment changes. Adaptive challenges cannot be fully addressed by professional knowledge and technical interventions alone and must be done by stakeholders. Stakeholders need to make changes in terms of attitudes, values, and behaviors. This prompts stakeholders to abandon their original ideas and behaviors and accept new things (DeRue, 2011). It is unfortunate that in the leadership experience of Pony Ma, people did not see the adaptive work he did in the face of adaptive challenges. Since the birth of Tencent, it has been adhering to the growth trajectory of developing communication technology. QQ and Wechat, which are developed by the company and well known by people are both instant messaging tools. When SARS erupted in China in 2003, Jack Ma of Alibaba saw the opportunities brought by the e-commerce market and decisively created Taobao, a very successful e-commerce platform in China (All Tech Asia, 2015). In that era of rapid changes in the external environment, Pony Ma did not lead Tencent to make enough adaptive changes in terms of attitudes, values and behaviors (Worner & Wong, 2021). As a result, Tencent missed the rapid development of the e-commerce industry in China. 

After Tencent became a world-famous high-tech company, the leadership style of Pony Ma began to change into a Transformational style. The transformational leadership style is characterized by the ability of leaders to clearly express an attractive developmental vision and to make a full explanation of how this vision can be realized (Antonakis & House, 2014). At the same time, leaders in this style are often confident and optimistic in the face of difficulties, and are able to give their followers the power to realize the vision. Long after the creation of Tencent, most of the work done by Pony Ma were servant-like, and he rarely showed his vision to his employees in a clear way. However, with the success of Tencent, the leadership style of Pony Ma has had to change so as to adapt to the changes within the organization. First of all, Tencent has built a complete organizational structure, and do not need Pony Ma to continue to be a product experience officer and architect. The leader that Tencent needs now must be able to help the company constantly revise the direction of development and propose long-term development visions(Tatler, 2021). As a result, Pony Ma has had to change his leadership style. This is the need for Tencent to continue to develop in the new era. Therefore, people can now see Pony Ma more frequently in the media, and hear his elaboration on the future of Tencent (Tencent, 2021). Second, Tencent needs a spiritual leader to help employees regain their courage and regain their spiritual strength in the face of difficulties. Against the backdrop of the global prevalence of covid-19, Tencent is facing rapid changes in the external environment. The employees of Tencent need their boss to point the way for their struggle.  

Although there is no evidence showing that Pony Ma has successfully transformed into a transformational leader, Ma has at least partially achieved his leadership style shift, judging from the growth and team cohesion of Tencent. In the first quarter of 2021, Tencent had more than 50,000 employees, and its net profit surged by 65%. The business structure of the company has also changed significantly, in addition to QQ and Wechat, these two social media platforms, its games, video and cloud businesses, also began to have profits in a big margin (INN, 2021). All the situation shows that Pony Ma has at least partially succeeded in transforming into a transformational leader. However, as what is explained above, Pony Ma is an introverted and unexpressive leader (Hollar, 2021). This makes it impossible for him to appear in the vision of the public, as high-profile and frequent as Jack Ma of Alibaba. However, that does not prevent him from becoming a remarkable leader (Pasha, 2018). In addition, the performance growth of Tencent also proves that Pony Ma, as a good leader, is leading Tencent to effectively cope with the impact of covid-19 and the strict regulation from the Chinese government. 










3 Conclusion 

This essay analyzed the leadership of Pony Ma, CEO of Tencent in China. After the analysis, this essay found that Pony Ma, as the founder of Tencent, has been the CEO of the company and the leader of the company. Pony Ma ever won high awards due to the great achievements that Tencent made in the instant messaging area. However, the leadership situation of Pony Ma is changing. This is reflected in the reshaping of Covid-19 of the Chinese economy and social media. In the face of strict government supervision, the leadership of Pony Ma plays a decisive role in whether Tencent can continue to develop under the new trend. 

With regard to the three leadership models applied by this essay, Pony Ma was able to fit with these models in different aspects. What Pony Ma showed in the early days of entrepreneurship, is a servant-style leadership style. This may be consistent with the personal characteristics of Ma huateng. He played the role of a product experience officer and organizational architect in the early days of entrepreneurship. After the environment changed, Pony Ma showed an adaptive leadership style. However, Pony Ma only showed talents in the process of coping with technical challenges, and had a poor performance in dealing with adaptive challenges. After the huge success of Tencent, Ma must change his leadership style, and various signs show that he is starting to shift towards transformational leadership. Generally speaking, Pony Ma is a servant-style leader, and he only partially demonstrates the style of adaptive leadership and transformational leadership. The servant-style leadership makes Tencent perform well in terms of innovation, adaptability and high performance. This can be reflected from the status that Tencent has gradually grown into a world famous high-tech company. 
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