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[bookmark: _Toc90653308]1. Executive summary
As one of the giants of Internet companies, Tencent needs to continuously improve its customer service quality to ensure its future resilience and sustainable competitive advantage in the context of the influenza pandemic. Tencent Company not only needs to improve itself in product differentiation and product innovation, but also needs to improve the user experience and reputation in customer care services, while avoiding moral and legal risks and maintaining a stronger competitiveness in the market.
[bookmark: _Toc90653309]2. Introduction
[bookmark: _Toc90653310]2.1 Theme and Background
[bookmark: _Toc90653311]2.1.1 Introduction of Tencent
Tencent founder Ma Huateng founded Tencent in November 1998. QQ quickly became popular and had more than 1 million registered users by 1999. Under the user-oriented operation strategy, Tencent has become one of the largest investment, game and entertainment groups in the world. Tencent was the first Asian company to pass the US$ 500bn rating market and overtook Facebook on November 20, 2017 to become the world's top five by market capitalisation. Tencent controls hundreds of subsidiaries and partners in many industries and regions and creates a wide range of ownership and investment portfolios in different business areas. （Xu, S.2020）
Tencent Holdings Limited (Tencent) is one of the largest Internet and holding companies in China, providing a wide range of social media,  online and gaming products.（Zhang X,2018)
Tencent has a wide range of services, including social and communication service QQ and wechat, social network platform QQ space, Tencent game's QQ game platform, portal Tencent, Tencent News client and online video service Tencent video. (Wei Shufan, 2020) Tencent is an important connection point between the Internet and China, the two levels of global economic growth.
Tencent provides users with one-stop online living services in four areas: communications and social networking, digital content, financial services and tools. In terms of communication and social networking, Tencent is committed to developing and providing instant messaging and social networking platforms with rich functions and convenient use; In terms of digital content, Tencent continues to explore cross-screen, multi-platform and multi-form models to provide diversified and multi-dimensional content to meet users' different entertainment experiences; In terms of financial services, based on WeChat payment and QQ wallet, Tencent provides users with the most advanced financial services in the fields of mobile payment, credit services, securities investment, etc. to create an open financial environment; In terms of tools, Tencent provides various software tools, such as Tencent mobile home, Tencent maps, etc., to help users address specific needs such as network security management, location-based tourism, etc. (Ocean Shipping, 2019)
[bookmark: _Toc90653312]2.1.2 Internet Enterprises in the Context of Epidemic
The COVID-19 epidemic (COVID-19) first broke out in 2019, Wuhan, China. In March 2020, South Korea, Italy, Iran and Japan had outbreaks in varying degrees, and European Union countries and the United States also had outbreaks. Once the epidemic situation spreads, it will seriously affect the local residents' lives and economic activities. (Sina Finance and Economics, 2020)
The epidemic has spread around the world and the impact on the economy has lasted for more than half a year. The global spread of the epidemic will have a direct impact on tourism, transportation and other industries; It will have a great impact on the pharmaceutical, semiconductor, automobile manufacturing, energy industry, etc. （Shanghai JiaoTong University，2020）
As an internet enterprise, its special nature and operation mode cause it to be greatly different from the traditional manufacturing industry. Internet companies have both risks and opportunities in the process of coping with the national crisis of the "COVID-19" epidemic. Different Internet companies face different risks and opportunities due to their different locations and different products and business models, and their ways of coping are different.
Industries are affected differently by the epidemic because of their different characteristics. If it has strong spatial characteristics, it needs to go to the store to consume. For example, industries such as film and television, hotels, offline education and training, and shared space have basically stagnated under the epidemic. Tourism is one of the most representative industries affected because it has strong seasonal characteristics. 
However, risks are accompanied by opportunities. Some Internet companies that do not have the above characteristics have experienced rapid growth in revenue under the epidemic and expanded their business to seek greater development opportunities. The first is the strong flexibility to move business from offline to online, or to replace offline services with online services, such as online video entertainment and online education. Secondly, information portal products with strong time-grabbing and just-in-time capabilities in the fragmented state, such as the transmission and publicity of epidemic information, can help the national mobilization and prevention and control work to the greatest extent. For example, Baidu's search and information flow, Tencent's and Weibo's social network transmission, etc. have replaced the traditional channels such as television, newspapers and radio in the epidemic, providing users with just-in-time and repeated information check under the fragmented time. Moreover, the business with strong interaction and media attributes, such as video content, live broadcast content and other interaction and content consumption with strong media attributes increased significantly during the epidemic. People pay New Year greetings to friends and relatives, obtain information, conduct entertainment consumption and study through the screen. Then there is the business with a strong service capability, technology and big data background. Finally, it replaces businesses directly contacted by people, such as unmanned distribution, unmanned distribution, remote assistance projects, etc. (Ringed, 2020)
The polarization of internet companies under the epidemic situation, covering more fields, can enable enterprises to have more opportunities. Against the background of the epidemic, Tencent has continuously absorbed customers with its unique social advantages (QQ, WeChat) and online games (such as Hero Alliance, DNF, CF, etc.) as well as media such as Tencent Video, to enhance customer stickiness and improve its competitiveness. (Suyi, 2020)

[bookmark: _Toc90653313]2.2 Issues within thematic areas
Because Tencent owns China's largest social platforms, QQ and WeChat, its internally developed applets can meet different needs of different customers. Tencent's support for each user is based on documenting their preferences and personalities on Big Data, providing them with personalized services. As Tencent strengthens its trading ecosystem and deepens its penetration into industries such as food, trade and transportation, the number of active small apps is growing at more than 40% a year. Retailers can use the integration of WeChat communication tools and mini-programs to enable online conversations between suppliers and customers in their private domain environment.
For QQ, Tencent's interactive technology has been modernized to provide a more comprehensive video experience. It provides advanced reality (AR) tools for festivals and landmarks to facilitate user-generated video creation and sharing, as well as interactive AR effects for entertainment video calls. （CIW Team,2021）
Tencent has made a lot of attempts in personalized customer service and has also been recognized by some users, which has increased the loyalty of the products. These attempts are mainly based on the analysis of the data used by users in their behaviors, and are seldom adjusted in the context of the epidemic, which has a great impact on the Internet. Therefore, this paper analyzes the strategic design that Tencent can make in the context of the epidemic. At the same time, Tencent's privacy-related provisions in customer service have also caused some disputes, such as the invasion of users' privacy in Tencent's information and data collection process. Customer service should also take into account the policy, public evaluation, customer experience and other aspects.

[bookmark: _Toc90653314]2.3 Preview each part of the report
First of all, the report makes a Boston matrix analysis of the internal environment of Tencent, analyzing the enterprise from the perspective of market. Secondly, it applies PEST analysis to analyze Tencent's external environment. Analyze the external macro-environment of Tencent in order to understand the problems that Tencent may have now or in the future. Finally, the paper applies SWOT analysis to analyze Tencent's internal and external environment, and makes countermeasures according to the analysis results.
Combined with the above three analysis methods, the author puts forward Tencent's future development strategy and analyzes the wider impact on different areas of the organization after the strategy is implemented in the enterprise. At the same time, it draws a conclusion on Tencent's response to the epidemic and the problems to be avoided in the future development, and makes some suggestions for Tencent based on the actual situation.



[bookmark: _Toc90653315]3. Key findings of strategic analysis and critical assessment of strategic choices
Tencent needs to consider more factors in its strategic analysis due to its huge size and complex corporate attributes, so it is more difficult to apply a method to carry out strategic analysis on this company. This paper uses the following three analysis methods for strategic analysis.
[bookmark: _Toc90653316]3.1 Tencent's Boston Matrix Analysis 
[bookmark: _Toc90653317]3.1.1 High Growth–Strong Competitive Position "Star" Business
(1) WeChat (China Version and Overseas Version): there were 889 million monthly active accounts, representing a year-on-year increase of 27.6%. During the 24-hour period on Lunar New Year's Eve, the number of red packets received and sent by WeChat reached 14 billion, up 76% from the corresponding period of last year. The number of monthly active users (MAU) of WeChat grew slightly to 1,262.6 million in the third quarter of 2021, according to data available, WeChat and Wechat are in a state of high growth rate and high market share, and dominate the growing market.
(2) Online games: As the largest game operator and distribution platform in China, it operates the three top PC client games in China (League of Legends, Dungeon& Fighter and Crossing Fire). According to Superdata, in 2017 League of Legends ranked first in all PC client game revenue in the world. (Xiaoqing, 2017) Although smartphone games have some negative impact on the duration of PC games, the combined use of these PCs with the same IP and smartphone games has increased significantly. Tencent's smartphone game revenue in the fourth quarter of 2016 was approximately RMB10.7 billion, representing a year-on-year increase of 51%. (Travel by Hand, 2017)
(3) "Star" business strategy: expand the market size and opportunities, with the goal of pursuing long-term interests, increase market share, enhance competitiveness and give priority to the allocation of resources. The development strategy includes investment in the management and organization of Mingxing's products, preferably in the form of business segments, with operators specialising in production technology and distribution.
[bookmark: _Toc90653318]3.1.2 Low Growth–High Competitive "Cash Bull" Business
(1)QQ: According to the data, the monthly accounts of smart terminals have increased by 1.7% to 625.5 million annually since 2016. The largest simultaneous online accounts, including personal computers and mobile devices, reached 244 million. It can be seen from the data that QQ is experiencing high growth rate and market share in the growing market. (Internet Thought, 2017)
(2) Strategy: The decline in market share has become irresistible, so the maximum short-term revenue can be achieved by using the harvest, i.e. the resources invested. The investment in equipment and other investments should be kept as low as possible to obtain more profits in a short period of time to provide funds for other products. 
[bookmark: _Toc90653319]3.2 Tencent's PEST Analysis
[bookmark: _Toc90653320]3.2.1P：
From the perspective of political policy and social environment, internet-based integrated services will be an important direction of the future e-service development model. China's macro-economy achieved steady growth in 2016. The central government accelerated the "supply-side reform" to continuously penetrate into traditional industries through "internet plus". Tencent has also gradually started its business expansion and shift of business focus. Tencent Group has a good political and social environment for its development. (Economic Reference, 2016)
[bookmark: _Toc90653321]3.2.2E：
With the acceleration of global economic integration, the Internet economy has ushered in a period of development opportunities. Tencent has a free policy and, based on its huge user base, has preempted the market for integrated internet services.	
[bookmark: _Toc90653322]3.2.3S：
Tencent's QQ and WeChat account for a large share of the market. Based on this, Tencent has gradually launched many related businesses developed by itself and has good user usage.
[bookmark: _Toc90653323]3.2.4T：
Tencent has gradually made its social platform more interactive in terms of user sharing and communication, and connected more online and offline service platforms. It has established WeChat payment as an online payment platform. At the same time, it has provided various value-added services such as search engines and online software services in enterprises.
[bookmark: _Toc90653324]3.3 Tencent's SWOT Analysis
[bookmark: _Toc90653325]3.3.1 S:
1. Many users and large market. Tencent has a good user base. The majority of users have become dependent on QQ in the long-term use process. Tang, M. (2019) noted that OICQ was officially launched in February 1999, making Tencent one of the first IM providers in China. This laid the foundation for its future success in Internet and mobile value-added services.
2. Advanced technology and continuous innovation. For many years, Tencent has been focusing on technology research and development, taking the lead in setting up Tencent research institutes in Beijing, Shanghai and Shenzhen, focusing on research and development of internet products. Tencent applied for patents early on for functions such as communication and payment, and has good technical advantages. (Li Qun, 2007)
3. Adequate funding. The stable development has made investors trust Tencent more, so Tencent has stable cash flow and can ensure Tencent's capital advantage.
[bookmark: _Toc90653326]3.3.2 O:
1. The rapid development of mobile Internet. Mobile internet users have more than pc users, and China's three largest mobile communication companies are far ahead of the world in internet development, and Tencent's WeChat development is remarkable, if Tencent can combine all aspects will be able to obtain huge advantages.
2. China's rapid economic development. The national policy supports the development of the Internet industry. China's Internet industry is gradually in line with international standards, and large Internet companies are also in line with international standards. Tencent's cooperation with the United Nations in 2020 is also the best opportunity to explore the global market. (east wind, 2020)
[bookmark: _Toc90653327]3.3.3 W:
1. Weaknesses in business creation and product diversification. Tencent has been focusing on the research of product diversification. Many companies scattered Tencent's energy, but many business was not well done, which disappointed many users.
2.Most products are imitations. Most of Tencent's products imitate the existing applications and products in the market, lack innovation awareness and are technically mature, but most of them are plagiarized. A large number of users are very dissatisfied with Tencent's plagiarism.
3. The degree of internationalization is not high. Tencent officially launched its international version 12 years after its creation. The late internationalization makes it more difficult for Tencent to develop than those who entered the international market earlier.
[bookmark: _Toc90653328]3.3.4 T:
1. Competition in the same industry is fierce. Tencent relies on the development of its many value-added services to gain the leading position in the Internet in China, but there is still great competition in the industry. For example, the war between Tencent and 360 shows the fierce competition among various Internet companies. (Li Xiaoran, 2010)
2. The financial pressure is great. Because Tencent is expanding various industries, it needs huge funds to support it. For example, Tencent bought a 15% equity stake in JD.COM with 214 million RMB. Tencent should be more cautious in capital application. (zhaonan, 2014)
[bookmark: _Toc90653329]3.4 Tencent's Strategic Choice
[bookmark: _Toc90653330]3.4.1 Innovate and Build Core Technology
Judging from the current level of technological development and development direction, virtual reality technology, cloud computing, artificial intelligence, big data applications and other directions will become the mainstream direction of the next stage of development. Tencent can also combine traditional e-commerce platforms with innovative technologies to bring consumers an upgrading experience and create value through innovation. For many years, Tencent has stood out from many internet companies by relying on the "introduction, imitation, improvement and innovation" model, continuous improvement of technology and professional knowledge, continuous enhancement of marketing skills and capabilities, and core competitiveness of independent innovation.
Since 2003, Tencent has launched its product layout around the concept of online life, providing users with high-quality products and services of diversified companies and categories. In 2004, the company launched media and advertising, and Tencent entered the market; In 2005, QQ Space went online; In 2011, WeChat was launched to complete the self-revolution within the company. In the next few years, many products focusing on users' lives were put on the market one after another. For example, Tencent News (2010), Tencent Mobile Phone Manager (2011), Tencent Map (2013), Tencent Classroom (2014), etc. These companies focus on the customer experience and offer new choices to customers in many areas.
Tencent's research and development of core technology is mainly divided into three levels. The first is to consolidate the traditional areas of advantage: games, entertainment and security. Tencent, as a social software manufacturer, pays special attention to network security and invests a lot of money to strengthen network security protection. The second is to strengthen strategic use of emerging technologies, including big data, cloud computing and the Internet of Things. In September 2018, Tencent launched a modernization strategy to adapt to the original organizational structure. In the newly established Yunhe Intelligent Industry Group (CSIG), Tencent Yun and other core product lines are integrated to transform industries such as medicine, education and transportation into intelligence, effectively promoting information and specialization. Third, pay attention to the management of foreign relations and strive to strengthen effective ties with universities and research and development institutions. The "Rhinoceros Bird Elite Talent Training Program" (2017), the ECCV ECCV2018ChinaPre-Conference Paper Presentation Seminar and the Tencent Rhinoceros Bird Network Security T-Star University Challenge (2019) all indicate that Tencent is actively engaged in cross-border exchanges and cooperation with various universities and scientific research institutions to inject vitality into the company's core technology in the future. （TSRC，2019）
[bookmark: _Toc90653331]3.4.2 Implementing Product Differentiation
Based on Tencent's unique corporate positioning, products, services and marketing model, Tencent's differentiation strategy has been successful in practice. In the first half of 2020, Tencent released an updated version of WeChat, which increased users' experience in communication, content and services. In the aspect of communication, the latest "one beat, one beat" function has stimulated creative interaction among users; In terms of content, Tencent's newly developed enhanced recommendation algorithm has greatly improved the efficiency of users in finding and obtaining relevant content of interest; On the service side, the app provides a platform for digital transformation for traditional retailers on the one hand, and is beneficial to the business resumption of stores in various entities during the epidemic period on the other. At the same time, the innovative operation model of "WeChat Store+ WeChat Video " can not only build trust with customers, but also obtain certain traffic, which greatly encourages businesses to establish and operate online stores, conduct live webcasts, implement order management and after-sales service. For streaming media that rely on connectivity, QQ and other communication products, Tencent video has opened up a new market for live webcasts of sports events. Tencent's product differentiation strategy provides customers with a new experience and opens up a new way for Tencent's customer service.
[bookmark: _Toc90653332]3.4.3 Develop diversified platforms and brand extensions
The development of diversified platforms and brand extension is an important strategy for Tencent's rapid development in the future. In 2016, the number of Chinese netizens reached 710 million, which means that 51.7% of the Chinese have access to the Internet. The growth rate of internet users has continuously dropped to a single-digit range. (Wu Haotian, 2018)
The market dividend continuously entered by netizens is gradually disappearing. Only by developing diversified platforms to make profits and extending the existing brand content to bring better user experience to users, can we get a "piece of cake" from the market. (geek zone, 2021)
[bookmark: _Toc90653333]3.5 broader impact of the strategy on different areas of the organization
[bookmark: _Toc90653334]3.5.1 Impact of Strategy on Organizational Structure
[bookmark: _GoBack]Innovation and building of core technology, implementation of product differentiation, development of diversified platforms and brand extension are the corporate strategies for the simultaneous development of exploratory innovation and development innovation, which put forward higher requirements for the association and combination of different parts of the enterprise. Exploratory innovation explores new possibilities to produce new products and/or services, exploitative innovation exploits old certainties to produce incremental products and/or services（Salem AlAbri et al,2021） The strategic setting of exploratory innovation makes Tencent need to invest more resources, such as more capital and manpower, in R & D, so as to explore new possibilities of producing new products. The strategic setting of the development innovation enables Tencent to maintain the same market sensitivity, get feedback from the market to improve the existi	ng products and services, and explore possible ways to connect multiple platforms. According to the above concept, Tencent's strategic formulation allows Tencent to establish its organizational structure in the form of a division system. This form of separate accounting and independent operation is also helpful for each of Tencent's branches to manage and plan for themselves. It also allows them to have more opportunities to innovate without undue restrictions.
[bookmark: _Toc90653335]3.5.2 Impact of Strategy on Organizational Goals
By innovating and building core technologies, implementing the strategy of product differentiation, developing diversified platforms and brand extension, Tencent is more inclined to become a diversified organization. Tencent's specific goals are a combination of the goals of each of its divisions. Tencent has defined its overall goals as: to improve the quality of life through internet services, to make products and services like water and electricity melt our lives, and to bring convenience and pleasure to us. (Tencent, 2021) Tencent's corporate strategy and its own organizational goals influence each other, giving Tencent a great development prospect, and not only focusing on market profits, but also creating a future prospect in which products and services integrate and achieve each other.










[bookmark: _Toc90653336]4. Conclusion
[bookmark: _Toc90653337]4.1 Tencent has greater opportunities under the epidemic
Since the outbreak of the epidemic, compared with the physical material support provided by traditional physical production enterprises, internet enterprises have made great contributions to fighting the epidemic and stabilizing social order relying on their own platform, information, business and technological advantages. From the prevention and control support work such as epidemic consultation and release, medical protection, rumor refutation in Jian Zhen, ride-in inquiry and patient application for help, to the public relief work such as free opening of online education online courses, extension of user membership, contactless distribution and free viewing of variety entertainment. (Lv Bin, Li Li, 2020)
Whether it is the demand of the Chinese government for the domestic public at the beginning of the epidemic or the epidemic is no longer too serious, people will voluntarily reduce their trips and gatherings and rely more on mobile terminals such as mobile phones and computers to obtain resources. Tencent must fulfill its social responsibility according to its own advantages, and use its own platform, technology, business and other professional interests to innovate new applications and products with characteristics and practical value. Tencent not only donated money and materials for the epidemic, but also tried to develop a small epidemic screening program, big data epidemic dynamic prediction, and vaccine research and development AI technology under its own platform. At the same time, Tencent should establish a scientific social responsibility system as soon as possible. Tencent can obtain both economic benefits and a better reputation through this opportunity, which requires Tencent to pay more attention to customers' needs and policy guidance. 
[bookmark: _Toc90653338]4.2 While Tencent improves its customer experience, it also needs to continuously improve its ability to avoid moral hazard and legal issues.
Tencent, as a leading enterprise of internet companies, has high systemic risk. As the "internet plus" environment provides a more comfortable, efficient and remote system, Tencent will face more serious systemic risks in this environment. Once the risk occurs, more digital information will be spread, copied, distorted and even changed. (Ye Dayi, 2019) At the same time, it is also difficult to supervise the risks of internet companies such as Tencent. For enterprises, due to information asymmetry and lack of effective external risk control, it is more difficult to supervise the risks of enterprises. Corporate risk has uncontrollable dynamics. As "internet plus" is a kind of cross-border integration, it will face various possibilities and uncertainties.
Privacy is an important part of the moral hazard and legal issues Tencent faces. Privacy protection in China, however,  is at least 30 years behind that of Western economies. China’s first national standard for personal data privacy protection did not come into effect until 2013. (CNNIC, 2013) Tencent has also been sued in court for divulging customer privacy and other issues, indicating that Tencent still has room for further progress in privacy protection. (Shine Wong, 2021) As mentioned in the previous PEST and SWOT analysis, Tencent needs to abide by the laws and regulations on the protection of data and information privacy on the Internet all the time to avoid the moral hazard and legal issues related to information disclosure.








[bookmark: _Toc90653339]5. Recommendations
[bookmark: _Toc90653340]5.1 Combine the traditional Internet with more fields
Tencent's patents are extremely basic and have a wide range of applications. IPC technology categories involved in its patented hot-spot technologies are all basic technologies in the Internet industry; At the same time, the number of patent applications in Tencent's top five hot technologies accounts for 96.88% of the total number of patent applications, and there is a strong correlation between different hot technologies. (Liu Kexin, 2021) Under the current level and direction of technological development, this feature is beneficial for Tencent to take virtual reality technology, cloud computing, artificial intelligence, big data application and other directions as the mainstream direction of the next stage of development, while Tencent can also combine traditional e-commerce platforms with innovative technologies. While occupying the market, Tencent has also continuously improved its research and development level, continuously innovated in internet patented technology, and combined the traditional internet with more fields.
[bookmark: _Toc90653341]5.2 Upgrade consumption and improve customer care services, so as to increase customer stickiness and occupy a larger market–multi-platform interconnection based on Care-of-one
As can be seen from the attempts made by Tencent, through extensive transformation and integration, it has broadened the original channels and developed new channels and platforms, including social media (QQ and WeChat), clients, portal websites, media platforms (Tencent video), etc., and strengthened the marketing methods, realized multi-platform and multi-window information transfer.
According to the care-of-one report, companies should not blindly combine multiple platforms, but try to find key areas to provide customers with more potential value experience enhancement. Such as Tencent's small program for developing WeChat platform, which embeds various functions such as shopping, travel and restaurant ordering into WeChat, reducing users' time consumption and improving customers' experience. After customers use this service, they will pay a return visit through WeChat, the main platform, and consult the customers' experience through questionnaires and other forms, and make further improvements.
Drawing on the table in Care-of-one, Tencent can also use the customer journey chart to evaluate the business in each branch under the enterprise name. For example, Tencent Video, as a platform for providing video viewing services, should be located in the top right corner of the table. Customers want to use multiple channels and also want to get a better experience. Therefore, the goal of developing this platform is to build the function of enhancing customer experience for customers in the service.
[image: ]
(source: care-of-one)
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