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Huawei’2s success in catching-up and its position as an enormous leading force in the ICT-DT Sector is 

apparent. Externals, including media, scholars, and practitioners, widely discuss the reason for its success. As 

a scholar dedicated to studying the growth and catching-up of enterprises, I find that studying targets such as 

Huawei and its founder Ren Zhengfei’s speeches is very effective for revealing potential alternative insights. 

 Before discussing Huawei’s success, we need to take a look at a pitfall that we all face--- an inequality-

based economic-system view. Under such a view, the economic-social structure is heavily tied with the concept of 

capitalism (such as state capitalism and market capitalism societies), so that financial survival and economic 

returns to shareholders, instead of responsibility and returns to all stakeholders, are the priorities for 

enterprises. Though inequality-based ideology has brought up the world economy, ruled economic 

development, and empowered entrepreneurs to be financially-enthusiastic in the past century, it is still ‘killing’ 

the social identity of most economic actors, misleading players far from their  sustainable social-economic 

goals, and hardly serving the on-going digital transformation era which might lead to a future sharing 

economy (as manifested by the concept of blockchain and on-going progressed digital platforms). 

Ren Zhengfei, as the founder and “mentality leader” of Huawei, has structurally legislated Huawei as 

a company for all employees (with himself only owning 1.4 percent), and transformed their stakeholders 

(such as employees) into the shareholders. Studies and discussions of Huawei’s collective ownership are not 

lacking, but not many have been able to explicitly unfold the foundation of its structure from an ex-ante point 

of view. In principle, collective ownership not only grants stakeholders an equal right to own their endeavors 

and returns, on the basis of the legal structure of “the ownership legitimacy,” but also acknowledges and 

respects stakeholders’ equal identity in striving for better conditions and for the merit of collectiveness. In 

this sense, Huawei is a “planet” infused with respect for hardship, a strong striving attitude, and a reward 

system for those strivers. Therefore, the enterprise’s system can be naturally altered from being financially-

oriented toward shareholders to being oriented toward collective goodness for stakeholders. As such, 

Huawei’s system rests on two spheres: the value sphere and the system sphere.  

In the value sphere, Huawei sticks to the principles of being Collaborative, Open, Striving, Humble 

(COSH), serving its core value of putting customers first and having striving effort as its foundation (“以客

户为中心,以奋斗者为本” in Chinese).  In the system sphere, Huawei incorporates its managerial, 

operational, and (strategic and operational) decision-making sub-systems. By working with external players 

such as leading consulting firms and education/research institutions, Huawei has continuously optimized its 

internal managerial and operational systems (such as IT, S&P, IPD, ISC, OFS, CRM)  (Zhang, 2009; 2013; 

2014) and quickly integrated its value sphere with the system sphere.  

These two spheres are co-evolved. The value sphere acts as the axis of “Huawei Planet”, driving 

Huawei to be more self-conscious; while the system sphere serves as “Huawei Energy”, efficiently connecting 

internal and external players. The value sphere is reflected in its daily strategy and behavior (system sphere). 

First, “customer-center” is the mindset of taking a stakeholder-based view and having a vision of helping the 

world prepare for a digital (sharing) economy, which paves a path toward an equality-based social-economic 

structure. Second, collaboration implies learning to share with stakeholders on their concerns, values, tensions, 

responsibilities, benefits etc. Only by doing so, innovation, particularly disruptive innovation, can emerge 

from joint endeavors with stakeholders.  Numerous examples of the manifestation of this value occur every 

day within Huawei and with Huawei’s stakeholders. Some well-known cases include Huawei being the first to 

rescue ICT infrastructure for clients in disasters, such as during the earthquake in Chile and Japan, as well as 

in War in Iraq and in Libya. 

                                                      
2 More information about Huawei, please refer to https://en.wikipedia.org/wiki/Huawei 
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Huawei’s Value-System Sphere Model reflects four spheres of living in the tradition of Chinese 

philosophy. According to The Treaties on the Nature of Man (Fung, 1946) by respected Chinese philosopher 

Professor Fung Fu-Lan from Tsinghua University in 1930, the nature of man is defined by these four spheres 

of living. From lowest to highest, they are: the innocent sphere, the utilitarian sphere, the moral sphere, and 

the transcendent sphere. Huawei’s core values and behavior are consistent with these four spheres. As Ren 

Zhengfei emphasized in his December 2014 talk at Huawei, “…what we cared very much [about] in the early 

age was how to reform our management system and make sure the system runs efficiently and flawlessly; now 

we must pay more attention to build[ing] a more proactive, harmonious climate with entrepreneurial and 

striving spirit.”  Ren Zhengfei called on Huawei people to be continuously self-conscious and humble enough 

to learn from leading players as well as compromise with stakeholders. He stressed that “being [locked] into [a] 

former advantage while not being able to create a new advantage will lead an organization to die.” Building 

around the value of collective prosperity, Ren Zhengfei believes in the necessity of an ecosystem where 

relationships among actors along industrial value chains need to be nurtured with long-term collaboration, 

which means that “strengthening collaboration, caring and humbly learning from stakeholders, offering 

competitive solutions to customers, and earning their trust is the only way to offer competitive advantage to 

Huawei,” commented Ren Zhengfei.  For details, please refer to Figure 1 of Huawei’s Value-System Sphere 

Model and Table 1 of Huawei’s application of Four Spheres of Livings.  

Huawei’s Value-System Model is different from that from the Five Forces Model.  To explain, Five 

Forces Model considers all others in the market as threats and rivals; strategies under the Five Forces Model 

set a line between shareholders and stakeholders, and push each stakeholder to be more focused on 

competition, bargaining, negotiating, and even crowding out. In contrast, Huawei’s model appears more 

humble, cooperative, and superior. First, Huawei’s model causes it to consider itself a member of society, 

dedicated to contributing to collective prosperity. Second, Huawei’s model requires a company to be 

collective owned, setting a base for organizational transformation and sustainable development. Third, 

Huawei’s model is able to transform employees toward becoming entrepreneurs, from being hired to being 

their own boss. Fourth, Huawei’s model is able to transform an enterprise from following others to becoming 

innovative (i.e. Huawei’s leadership in 5G technology), from passive to proactive, and from competitive to 

collaborative. In Ren Zhengfei’s numerous speeches at Huawei, it is hard to find phrases or words expressing 

an attitude of rivalry. In particular, all his speeches regarding the external environment emphasize learning 

from and sharing benefits with stakeholders. He comments that Huawei must respect and obey the rules of 

domestic and international markets. He has said, “we are not narrow-minded…what we do is not to stand as 

a monopoly and crowd out others.” Ren in Davos for the World Economic Forum in January 2015 said, “We 

want to make others better. As long as they are better, we can be better…”   
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Figure 1: Huawei’s “Value-System Sphere Model” 
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 To put Huawei’s successful catch-up process in a cause-effect framework, I propose collective 

prosperity (CP) as  an effect; while being collaborative, open, striving, and humble (COSH) as causes. This 

causal relationship feeds into a positive feedback loop. For example, the first order of causal relationship 

(COSH1 as a cause, while CP1 as an effect) can be further developed to a higher level (for example the 

second order of causal relationship between the second order of cause (COSH2), which is derived from the 

first order of effect (CP1), to the second order of effect —CP2)). All these variables can be categorized into 

internal and external fields, as well as analyzed on the individual level and as a whole. In addition, the 

variables do not simply create effects (collective prosperity) alone; they also create effects by incorporating 

the other conditions: “being competitive, being tough, and being ambitious”. From Ren Zhengfei’s speeches and 

correspondence to Huawei’s daily action/business, it is clear that being humble means being humble for self 

referring to others and for self to be more self-conscious, while being “tough” means being critical for self referring to self ; 

being ambitious requires thinking bigger for self and collective group referring to self , while being “competitive” 

means to be better for others such as clients and fellows.  Put another way, collectiveness (the original source of 

Table 1. Sphere of Living and Huawei’s application 

 

Sphere of Living Definition Huawei / Ren Zhengfei / Huawei people behavior  

Innocent Sphere A man simply does what his 

instinct or the custom of his 

society leads him to do, like 

children and primitive people, 

without being self-conscious or 

greatly understanding what he is 

doing. Requires no understanding 

and self-consciousness  

The products of man 

as he is.  

 

The gifts of the nature  

The motivation of starting Huawei company by 

Ren Zhengfei, and Huawei people join Huawei—

from innocent sphere to utilitarian sphere.  

 

 

“Strivers must be respected and rewarded” 

“each Huawei person can be striver” 

“the rewards come from bitter striving effort… 

then the sense of achievement” 

 

Utilitarian Sphere  A man is doing something but 

mainly for himself, and motivated 

for self-benefits. Everything he 

does is aimed to have the 

significance of utility for himself.  

Moral Sphere  A man understands he is a member 

of a society, and what he does, as 

Confucianists say, is “for the sake 

of righteousness, and not for the 

sake of personal benefits. So, 

holding this understanding, what 

he does should benefit the society.  

The products of man 

as he ought to be.  

 

The creations of the 

spirit, and moral 

towards super moral 

values. 

“…Huawei is a Chinese company, in love with own 

country. Besides obeying laws and rules, Huawei 

has responsibility to China’s prosperity”  

 

“Huawei has morality committee: identifying 

striving star by assuming all are good people caring 

collective interest educating and supervising 

morality (starting from obeying local law) of 

Huawei people” 

 

Transcendent Sphere A man understands that he is not 

only a member of a society, but a 

citizen of a universe. He is doing 

what he does with self-

consciousness.  

“Huawei’s success and collaborations with others is 

an effort to contribute to the world”  
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a sharing economy) can be thought of as both a cause and effect. To explain, collectiveness, a cause in terms 

of being open, humble, and collaborative, in both attitude and action, can be referred to as human’s Mentality-

Behavioral Property (MBP).  Simultaneously, collectiveness, an effect in terms of prosperity-generating open 

phenomena, shared platform/economy, humble culture, and striving with collaborators, can be referred to as human’s 

Intellect Property (IP). IP is human’s “spirit”, while MBP can be referred to as the “empowering process.” The 

cause-effect relationship between MBP and IP is not a one-time one-way simulation, but rather recycles over 

time (which means that MBP generates IP; then IP creates MBP at a higher level). Therefore, applying 

these concepts to the Huawei analysis, Huawei’s value sphere (serving as the Mentality- Intellect Property) 

and system spheres (serving as the Behavior Property) run in a spiral process (in terms of a positive feedback 

loop), to become more spiritually advanced.   

 In summary, an equality-based ecosystem view, formulated by the Value-System Spheres and 

MBP-IP recycling framework, inspired by Eastern philosophy, can be used to decode Huawei’s success. 
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