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English Translation

1. When we first started this company, we never
thought about how much money we would
eventually make, about going to the capital markets,
about an IPO, or anything of the sort. The first few
dozen people never thought this way at all. If
someone had, they would not have joined.

2. We set out to do this with great goodwill toward
the world. We believe it is useful to humanity,
something beyond money. Our original aspiration
and our vision, the vision we hold to this day, were
never about maximizing commercial profit.

3. To run a big company, you rely not on rules and
regulations but on vision. A vision is not a slogan
hung on the wall. It is about how you act, not how
you talk. It is how the company actually runs.

4. We have no formal organization. We are vision
driven, organized around a vision. We do not
operate by asking what KPI to hit, and there are no
performance appraisals. There is only the vision.

5. This vision is not even written down. Nothing has
ever been put on paper. It lives in the way we do
things and in our attitude toward the world.
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English Translation

6. We do not have many other advantages, no
special prowess. We are not richer than others, and
our people are not necessarily better than those at
other companies, they really are not. When we
founded the company two years ago, we had neither
much money nor many GPUs, and we had no fame
and no pulling power. We are just a group of very
ordinary people.

7. The more restraint you show, the easier it may be
to succeed. At least so far, this has been borne out,
and so far it explains things. Otherwise there is no
way to explain why we made it. We had no weapons,
our starting point was very low, our resources were
very few, and our people are really just a random
group of ordinary people.

8. Al is too big, and the prize at stake is too big. We
stay very restrained. As long as we can pull it off, the
eventual rewards will be enormous. Take any small
slice of it and the reward is still enormous. So there
is no need right now to think about which slice to
take or how to take it. | do not think we need to
consider that at all, because the prize is big enough.

9. During last year's Spring Festival, our user
numbers suddenly surged, but we did not chase
retaining those users, or monetizing them, or
grabbing commercial gains and cashing in on them.
We did not fight for users and we did not go after
the money, but we worked very hard to serve our
users well.

10. We have never thought about building the next
super app, or competing with anyone, or becoming
the next ByteDance or the next Tencent. Nothing of
the sort. | believe the AGI opportunities ahead are
enormous, and they will always be enormous.

11. Restraint is a strategy. Sometimes you can give
up one thing in exchange for more of something
else. Open sourcing follows the same logic. It can be
seen as pressure we put on ourselves, or as profit we
give up.
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English Translation

12. My understanding is that this kind of restraint
increases, over the long run, our probability of
achieving AGI. When | look at anything, | have no
doubt that AGI will have enormous commercial
value. On that basis, my first consideration is not
how to grab a slightly larger share. My first
consideration is how to increase the probability that
we succeed.

13. We have always been very restrained, unwilling
to become an adversary of any internet company,
big or small. I hope we can empower them, assist
everyone in doing this, and help everyone get it
done.

14. We have held this attitude all along, and we have
not ended up with anything less because of it. Open
sourcing, our goodwill, the help we give others,
none of this has cost us anything. If anything, it has
added to our gains. It looks counterintuitive, but that
is how it is.

15. Our goal is AGI, but we have been
commercializing all along, which is why we have
consumer users and enterprise revenue. Judging by
experience so far, this strategy has worked.
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English Translation

16. If you can describe a problem clearly and give it
complete context and instructions, it already
surpasses humans. But there is a definition here, a
premise. You must give it complete context and
complete instructions.

17. Al cannot yet replace your employees. But if Al
had the ability to learn continuously, the way a new
hire spends two months learning at your company,
then it could replace anyone under the sun. So the
missing step before the next stage is continual
learning.
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English Translation

18. We can think of Al's development as a ladder.
Last year's rung was chain of thought, because we
found that chain of thought could take intelligence
to a higher level.

19. This year's rung is agents, because we found that
with agents you can do considerably more things.
The range of capability is wider, and the ceiling of
intelligence is higher. Agents use CoT, and CoT in
turn builds on the previous rung, the language
model. So no step along the way was wasted.

20. After agents, the problem we think must be
solved is continual learning, how to let a model keep
learning. Not through one more heavy training run,
but the way a person learns continuously over a long
period of time.

21. After continual learning, we may arrive at a
singularity. At that point, once the model can learn
continuously, it can already do everything humans
can do. It can develop its own next version, conduct
its own research, and build ever more advanced Al
models.

22. This singularity is not really a singularity. It too is
a gradual process, probably a fairly long one, not an

abrupt jump. But out of habit, we all tend to think of
it as a singularity.

23. This is our conjecture, the timeline as we see it.
First solve continual learning, then reach the
singularity of intelligence, the self-iterating
singularity, and only then embodied intelligence.
Once it is embodied, it walks into the real world. It
can do your housework and take care of you in old
age.

24. If we first solve continual learning, then the self-
iterating singularity, and then embodied intelligence,
the road becomes much easier, because further
along you can use the earlier technology to help
develop the later technology.
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English Translation

25. We only work on the main line toward AGI. Al is
a broad field, and many things are not on that main
line, 3D and video generation for example. | think
they have little to do with the main line of
intelligence, so we will not do them.

26. When video generation first appeared it was all
the rage, as if it were compulsory, as if you were not
an Al company unless you did it. | find that strange. If
you think it through carefully, it has nothing to do
with the roadmap of intelligence.

27. Commercially, it is a good business, no doubt.
But it has nothing to do with intelligence. We will
not do something because it is good business. We
will only do it because it sits on the roadmap of
intelligence.

28. In our judgment, world models and intelligence
are not the most important things at this stage.
What matters most is Al training itself, and how to
solve continual learning after training. That is our
company's judgment. Of course, every company
judges differently.

29. One narrative we now believe in is that Al can
accelerate Al research. In other words, progress is
not linear, because you can use Al to speed up your
own research. So further down the road it may be
nonlinear.

30. | do think embodiment is where things ultimately
end up. In the end it must be embodied. For an
ordinary person, what he needs is not a computer,
right? Ordinary people eat, drink, play, dress, live
and travel. They do not need a computer. What they
need is embodied intelligence to meet concrete,
physical needs.

31. What do we hope AGI can do? Help us iterate
the next model version. And once we have
embodiment, we hope for the same thing. Let it
iterate the next generation of the embodied system.
Let it build the next robot.
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English Translation

32. The core capability of the next generation model
must be continual learning. Only then does it
deserve the name. Before that, all we can do is cut
costs, improve quality and increase speed. But a real
breakthrough will require continual learning.

33. Today's agents are limited because they cannot
learn continuously, at least not effectively. If
continual learning is solved first, Al's capability will
be extremely strong, and it will greatly raise the
efficiency of our own research.

34. If continual learning comes first, general
intelligence may become easy, because you use it to
do the work. That is the outcome we hope for. It
saves us effort and makes life easier. Otherwise,
building general intelligence by hand is tiring, bitter
work, data intensive and labor intensive, with poor
returns for the effort.
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English Translation

35. What our past experience taught me is that the
vision of AGl is very powerful. Our talent advantage
is not that my people are smarter than his. It is
about how | organize these people, how | motivate
them, and how they work together.

36. Put smart people together and they will not
automatically cooperate, nor automatically charge
with passion toward a shared goal. That is why you
need a vision.

37. Our greatest core interest is keeping the team
stable. It is our greatest core interest, arguably our
only one. As long as | can keep the team stable, we
will definitely make it, we will definitely achieve AGlI.
It is that simple.
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English Translation

38. Money is certainly not a problem, resources are
not a problem, and every other factor is easy to
obtain. For us there is only one core interest, only
one thing on which we cannot yield. We must keep
the team stable.

39. This is also a very big challenge for us. | would
say it is the biggest risk. Of course, our recent round
of financing has largely defused that risk, because
the options everyone received are fairly substantial,
a fairly large amount.

40. In terms of stability, as long as the most
important and the longest serving employees stay
put, the rest are unlikely to leave. Even with fewer
options or lower pay, they will not leave, because
money is not all they came for. Everyone wants to do
this work in an environment where AGI can actually
be achieved.

41. Everything else is a matter of time. At worst it
delays us by half a year or a year, but it will not stop
us from getting there. We are definitely not short of
money, definitely not short of resources. None of
these are lacking.

42. Our gap with the US is mainly in resources. The
gap in people is not large, almost none at all,
because it is the same pool of people, Chinese
people. Among the Chinese, some stay in China and
some go abroad, but it is not the case that the smart
ones all go abroad. Not at all.

43. Talent is not the bottleneck. Resources are the
biggest bottleneck. Resources affect talent
development first. With little compute, we get fewer
chances to run experiments, so overall our talent
lags behind America's. The talent gap, at its root, is
also a compute gap.

44, The Al talent shortage is also a phase, and we
have already seen it ease significantly. There is really
no shortage of Al people. Every company trains
people up quickly. Training people is fast.
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English Translation

45. There are somewhat too many companies in
China building models now, still too many. The US
has maybe three. Too many players in China are
building foundation models. In the end there will not
be a need for so many. It is bound to consolidate.

46. Our management actually runs along two lines,
one top down and one bottom up. Bottom up means
everyone works on what they want to do. Nobody
manages them, and there are no KPIs.

47. Generally we want employees to have half their
time unscheduled, free to do whatever they want. It
is a space for research, where they can explore on
their own, pursuing whatever they judge to be
important, with no preset requirements.

48. We rarely work overtime. There are two reasons.
First, research needs a relaxed environment. If you
squeeze people too hard, they cannot do research.
Since the work requires your own interest, requires
you to think about these problems on your own,
only a relaxed environment makes exploration
possible.

49. Second, we are extremely focused. Extreme
focus means there are very few things to do. With
fewer things to do, there is no need for overtime.
This comes from the same root as the restraint |
talked about.

50. Our company as a whole is built on consensus. |
do not decide everything by myself. | seek
consensus. My authority and influence inside the
company are built on consensus.

51. Our decision mechanism is really a consensus
seeking mechanism. It is not that | can push
something through on my own. Only when there is
consensus can it move forward, and only then do |
push.

52. As headcount grows, we will make adjustments.
In fact we must make them right away, and | have
already started. Without them, many things cannot
move forward. There really are many departments
that should have an organizational structure.
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English Translation

53. How many GPUs do we need? Right now, the
more the better. Within what we can afford, more
GPUs are always better, no doubt about it. So our
current strategy is, at a reasonable price, buy as
many GPUs as we can.

54. In reality, spending all this money is very hard.
You cannot buy that many GPUs. They are hard to
get and expensive, and we cannot pay any absurd
price. We still have to make sure the price is
reasonable. If we manage to spend 20 billion yuan
this year, our procurement team will have done a
superlative job.

55. The biggest gap between us and the US is in
resources. On compute, for one thing GPUs are
simply unavailable in China. For another, our capital
investment is smaller than America's, quite a lot
smaller. Talent compensation accounts for a very low
share of that investment. You see them offering
salaries of a hundred million dollars, but do the
math. Talent pay is still a small share. The bulk is
compute.

56. All the differences we see, in talent, in model
capability, in applications, can be traced back to
differences in compute resources.

57. Our gap with the US might be twelve months
behind, maybe twelve to eighteen, or six to twelve.
Put simply, about two years behind, while getting
the job done with one twentieth of America's
compute.

58. Today's narrative is, one to two years behind, but
on one twentieth of their compute. Going forward
we want to rewrite that narrative. Still a fraction of
their compute, but with the time gap compressed
much further, to six months, to three months. | think
that is a goal.
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English Translation

59. We believe in scaling. Bigger scale definitely
means better results and unlocks more capabilities.
What stops us from scaling is compute. It is not that
we do not want to scale. We simply do not have
enough compute to do it.

60. We train a model of this size not because | think
this size is enough, but because this happens to be
what our resources allow. | work backward from my
resources to the largest model | can afford to train.
That is how the size is determined. It does not mean
the model is big enough.

61. When Silicon Valley says scaling has hit its limit,
that is true for Silicon Valley. For the Chinese, we are
still far from that point. We have never scaled to that
degree at all. And scaling includes the scaling of
data, of model size, and of training cost.

05 EfF=G B 5% 7 / Domestic Chips and the Ecosystem

R REX

62. Z{HX CUDA RUIPIGATE IR AR L% —75
HEREET A, REETAZE, RERIE
XTMESLHURBEZRZT, BAATUER
=N

63. MEHBRNTHELLLENREKRT, W
REEAXRMTEREZEGER NENES
B, UWEMABMET. BATATH, TER
ERNERRHBEES, UEHRTRAGH, &R
EZAHIXERAT

64. B AR ERIERE THEMNZE,
BFADBAA, RK—F2ZA, HNEBEEE—
EEWIWIE: BFOANESTERERE. Z
RIANER R, INIZRATER. FFA,
BRERRBERES—FZA, HMIEBHEXMNMA
A, HEZAFLRARXLE,

English Translation

62. NVIDIA's CUDA moat is being breached quickly.
For one thing, we now have Al, and with Al, building
such an ecosystem is much easier than before,
because Al can write code.

63. The market for compute cards is now bigger than
the market for gaming cards, so there is no reason
the two must remain coupled. The trend now is
decoupling. Going forward it is all dedicated silicon,
whether from Huawei or from NVIDIA itself. None of
it will look like what came before.

64. Domestic Al chip substitution now faces a
historic opportunity. We believe that within a year,
one thing will be proven, that the domestic chip
ecosystem is entirely viable. People used to think it
was not, that domestic chips could not be put to use
or were hard to use. Within the next year, | believe,
we will reverse that perception, or the facts will
reverse it.
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65. B Al A BB ESEL R, W—
BRENE RS, EFRELEX—R, &
1S, RFEAETE. MREE—TERRIEL
IMEEE, HEELFIRMFEENF, BAETER
ELEBOERY; BRTERMBENFEREBBER
T, FFEAEERFE, BEEME~TH.

66. V3 illERIET R, ERMNERREFANE, B
RELTARFANEST . V3 BERFEXNE,
BREEREEENES, MERINET— 1S
FKmiE230 TileLang, FAFGET TileLang FYAEEK
SEREMAIENER, MEL/LFERRIRER
HEST,

67. BMEFENRIBREMH, HIEEEX—
=E, REARERBCHNE, EHNEBT
=, RN 950 BT R, EHREMNE LA
2 T(FHIAB GB200. GB300,

68. 3K TE N RIA—IKE BRI Fo

69. HAREETCH ERER, FIANESLE
MEA=BAEER, BRECH LERIEN/K
%

70. HMNAAEETERRENEGIF. ERtf]E
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S5EIEAXNEEE. EAHRBER TR
o

71 EAKMBERREFZE, HITERE6E
BEE L. MEBERRESTEREL, SF.
B, 5%, HRRFAREEERREfERH
£, BREZfE, REBIER—E, HE2LL
BURMEY,

English Translation

65. Domestic Al chips have no problem in hardware
or in ecosystem. The only problem is insufficient
capacity. Adapting to domestic cards presents no
obstacle, and NVIDIA cannot stop it. In a normal
commercial environment where | could buy NVIDIA
GPUs, domestic substitution would be relatively
hard. But when NVIDIA GPUs cannot be bought,
everyone is forced to go domestic.

66. When V3 was trained, it still used NVIDIA GPUs,
but it no longer used NVIDIA's ecosystem. V3 ran on
NVIDIA hardware without NVIDIA's ecosystem. We
first wrote a high level compiler called TileLang, and
then did everything else on top of the TileLang
ecosystem, so we barely depend on NVIDIA's
ecosystem at all.

67. 1 am quite optimistic about domestic compute.
On this front, | think NVIDIA is digging its own grave.
Huawei's SuperPoD, the Huawei 950 SuperPoD, can
fully substitute for NVIDIA's GB200 and GB300 on
both performance and price.

68. Four Huawei cards match one NVIDIA card.

69. As for our chip gap with the US, | believe there
will be no ecosystem gap going forward, but on the
chips themselves the gap is fourfold plus two years.

70. Right now we mainly work with Huawei. Huawei
does the adaptation themselves, but we take part in
the ecosystem and get deeply involved in it.
Huawei's problem is still insufficient capacity.

71. 1 do not quite believe that five years from now
we will still be stuck on capacity. We are definitely
stuck on it now, and this year, next year and the year
after we may still be stuck on it. But five years out,
maybe not. | am fairly optimistic.
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06 T IRES51TILFIB’R / Competitive Landscape and Industry Outlook

R
72. SRBRIRZARWBHAERE, Niz— 1%
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EREEER, XNARBERXB. EAIRECIRMLR
%, ERRNMUBZERLLR.
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. OpenAl #l Google, XK AMERILTESRE L
o

74. E2EK A PESH TR, FERRES
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75. FEASEX =R EIRER, AEBEN
R, EEEIMNIER, MERSERPESR
EEFEHEAERAKRNEXE ], FRFATEEAIBEX
B, EERE~HA TTENERSEEE. XNME
HARREARFAIEAE, RMEREMITIRERMER
RS EEE PIRER—1FHY,

76. RAMEENZE=FHE: —HHEKRE, —
HEEE, —SEAFAR. BRI, FIgERE
BB AEBEN.

77. RAEBER—TER, BRISIaNAEH
EE—MNXF, AEEZIENE, RTAa
BHEEEDSME), FEILTNA. BILTA, ERMA
_ﬁﬁ?o

78. OpenAl \—FFIA LIS EL AV RE IS 22 X

R, BERLM EMBEIRZEZRGE. ﬂi“A
BEE, MIMASBAENR. EEBEEIBE
i, BAMERRAEERBEIPEKL, H
AFEAREERELD, MAIUAITREX R

5o

English Translation

72. The final performance gaps between models
should be understood in combined terms.
Comparing model performance is only meaningful at
equal cost, just as you compare two cars at the same
price point.

73. Anthropic has now overtaken OpenAl. Is that
long term? | do not think so. It is certainly a phase.
OpenAl and Google will most likely keep trading the
lead going forward.

74. When the global division of labor in Al settles,
the role Chinese companies will most likely play is
still that of the largest producer. By common sense,
we have the largest capacity, including chips, where
our capacity may also end up the largest, and we
have the most electricity.

75. The Chinese will make this product the cheapest.
And in terms of quality, after all, for many goods
today, made in China and made in America are not
very different. Al will probably be the same in the
future, except that Chinese made Al may be cheaper.
The cheapness may be systematically low, the same
way Chinese services in other industries are cheaper.

76. The final gaps should come down to three things,
cost, time, and user experience. Beyond those, there
may be no gap at all.

77. Cost is certainly one difference. | would say cost
ranks first. Second is time, when you can deliver. A
few months earlier or later makes a real difference.

78. OpenAl believed from day one that it could truly
monopolize this world, but in reality it will meet
many, many challengers. With challenges come hard
times. America will be challenged, and in the future
it may face a challenge from China, because the
Chinese are willing to take less and can still provide
the service.
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79. ERZHASWEFDBAITK. BERE
THENZERZ, BRUORZZR[/ZHIE,
SREREEFTOIALITR. HERKKE R
ik, AR—TER. FMEREERZ, 5

FRT, MMSEIGEEAENE,

80. WHAKH, HITHAZRFHEZRZH
%, HERBR@mBRAUNEN, MERW—
BENOWE. XE— MR, RERBEXIE
B, BHAAREEZAXNFRHER, FBAVE
HIEH,

81. M FERSAISE, BrIsEIRIIZ2RELL
XEMSHN. ErmAE, FmiENEF—E
SEEEE. MANZMEIEEER, FrUFE
ER=BERF NN,

82. RAXMRFIEME, BEAMITEBABMY,
PRI R RX N EEFT. B ERBFA]
EMZXNERE, RITAILUBESH— M FEEE
HERE, EXTMIRH, XPEFEEN.

83. KIERAIRER AWK A LT WE/NAE],

AREMELLRB T, EERERIMARAE: —
EiiE, —MNERE. FMUFRETH—REH

), WREBAETAERN. MAIEHRISIFRIAR
Zh—R, RAEFFENARDE—R, X
tEmE.

English Translation

79. Those who take more will be beaten by those
who take less. You do not even have to actually take
more. If your vision is to take more, you will be
beaten by someone whose vision is to take less. In
reality nobody has taken the money yet. It is only a
vision. But if your vision is to take more, you have
already lost, and you will face greater difficulties.

80. For us, the point is not to take the maximum
profit, or to price for revenue maximization, but to
earn only a reasonable return. That is the
explanation. | genuinely believe this. | am not
looking for excuses, because there is no need for
excuses.

81. In many aspects of the experience, | think we
may do better than the US. On the product side, our
product capability is not necessarily worse than
America's. Costs should also be lower. So China will
remain competitive.

82. The cost part is easy to understand. They do not
have to do it, so they never develop the capability.
They certainly do not take it as seriously as we do.
We can treat it as something extremely important.
For them, it is not important.

83. For large models, maybe two big companies and
two small ones are already enough. The gaps come
down to only two things, time and cost. So no player
will make windfall profits. | do not think there will be
windfall profits. Whoever controls costs well earns a
bit more, whoever controls them poorly earns a bit
less. That is all.

07 5B % 535K / Model R&D and Technology

AR X

84. BRI BB —FHA, FHE—FHA
Di1§ OpenAl B4, HL Anthropic EB A
hE, EXELENBRZBRMET, HFE—
MERBKIASEENNE. AXX=ZXRERE
=, X=REENREEREN, EEHEE.
EiiEN. ERENERNZERD.

English Translation

84. Half of our company, perhaps, would say in
private that OpenAl is better. Anthropic has a first
mover advantage, but that advantage should fade
quickly. It is not something it can hold for the long
term. All three players are formidable. Among the
three, our efficiency is the highest. What we spend,
what we burn, should be the least.
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85. ZIEDME, HiT—EEM. MN=mEiH,
EREE; WCcwmAFRTmKHA, EREE, B
EMNERNLER, EB—MEMH, EFRRELE
o

86. Tl I iZ= EAAXAIEE, BRI V4, V4
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FERER S,

87. REEIHIE SRALM Scaling, M ZBEE!
BLR. HNMENEHKTE, SEHEENE
JIKFE, EEBEE LR,

88. HMNABHRZ ANREEXHN: BREXN
HNNBECER, BEREHINNECH. ARXE
K AGI ERIRIVGE. HIEATBECIFA, BEK
EFRERIALETA, BREAF/RIERIIBCH
Ao

89. A MPEVER,, F—BENFABRKABEH
A, MEXRNECRFER. aiEdHilEc
BR. MEMBCERZE, REFLT—hRIE
BIRRHRMEE R,

90. FATAYXAAY “HRER” o THRIRIE, IEERAT
AR, EREERETAR, XTMAERBFR
MERERMEZET 40 FMUAXEHAFTERK
MNEDERR. RZW, KNREMARF—1F
W75, MERNSENEEHSXNIE, &
ERZXNRE, ARIREHM—TIEENER,

English Translation

85. We have been working on multimodality all
along. For the product it matters a lot. For consumer
facing products it matters a lot. But for the ceiling of
intelligence, it is a component, not the main line
itself.

86. We should release the corresponding models. V4
and its follow on versions will support native
multimodality. But for us, for intelligence,
multimodality is a component. We do not treat it as
intelligence itself.

87. All | can say is that for language model scaling, |
see no ceiling for now. Neither at our current level of
intelligence nor at the level in the US do | see a
ceiling.

88. Many of us internally think this way. It must first
be useful to ourselves, first serve our own use,
because this is the fastest way to AGI. If it works well
for us, it probably works well for others too, but first
it must work well for us.

89. The first goal of the models we build is not that
everyone else finds them useful, but that we find
them useful. They must first be useful to us. Once
they are useful to us, we can develop the next
version faster.

90. We call this a lucky draw. The barrier to entry is
low. Anyone can take a draw. But what you draw out
of it, whether that depends on talent or on
something else, | cannot say. So this is not
something we need to allocate resources to. Where
we differ from other companies is that we spend
time discussing and thinking about this question,
and we treat it as important.

08 B4 5E 1} / Commercialization and Pricing

SR

91. AW AP EMB— NSRRI, AR
MNzEIh7 L E—Htig&ER, +PAWREME,

BREXR— 1 SEF)E,

English Translation

91. Our API pricing targets a reasonable profit,
roughly the level where buying a batch of equipment
on the market pays for itself in ten months. |
consider that a reasonable profit.
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92. MNRFARAN, NIZIENEIZTER.
NEZXMMEXE, BRHIERSLEHIEN,
ERNEBEE—F, ABERZNEBILES—
&, token BHFEE XA AKH.

93. HZAMW—TRE, —FIRBAHEOFRK
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95. RIMER TN IZZREBMEIRY, PMEBE. &
MRS EREBH L MZEERI BIFIN, B
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L EAL, LABRERAB ImnBWAN, MRXE
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Glo MR ARELREHRNHAT T, KR
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SIENMUEN ZE L2 MBI Agent, HAHAY
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98. RIFMAMABE LR —NER. HNAIER
HSs—EEEREN EE— 1 ERREEE
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ELBEE, AR ETE,

English Translation

92. If we wanted to maximize profit, we should price
higher, because in this price range user demand is
inelastic. Raise the price by half, or even double it,
and token consumption barely changes.

93. With one of our models, we worried demand
would be too high, so we set the price relatively high
at first, and the team was not happy about it. Later |
cut the price to a quarter of that, and everyone was
delighted.

94. The ceiling of the enterprise business should still
be demand. Given this generation of AGI and Al
technology, enterprise demand should be finite. It
will grow fast, but it is not infinite. In the end it is
constrained by demand, not by compute.

95. I now think we can do both. Suppose this year
we can book a few hundred million dollars of
enterprise revenue, and on top of that we have
consumer users. That in itself is already a
commercial base. If next year our enterprise revenue
grows as demand expands, the company will not be
far from net profit. We may already be profitable.

96. In the worst case, selling APIs could probably still
support a listed company. If technology stopped
advancing from here and our technology froze at this
point, we would go all in on selling APIs and do those
services well. | think that would be enough.

97. As things stand, | think the most sensible
approach is to go all in on general purpose agents.
Other agents take lower priority, including finance
and medical agents. Coding comes first, because a
coding agent can already do a great deal, and there
are many vertical agents beyond it. At this stage, the
most important should still be the coding agent.

98. | see low cost first of all as a result. Our models
have consistently moved toward lower cost at the
architecture level, and that is tied to our vision. We
also have many algorithmic methods that can push
costs lower still.
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99. RAFE TEEE—TRER, MAB(R, &
FAEREIIAEARRIIRE, FXFEAEAERE AR
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KRBT BERERES, RAEBRIEEEAIE
i

English Translation

99. There is another reason to push costs down. The
lower the cost, the bigger the model | can train, the
bigger the model | can afford. With the same
compute, with compute being limited, higher
efficiency lets me afford a bigger model.

09 FFEZRBE / Open-Source Strategy
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104. A EXNSMEFT BRI R, FITE
B BIRMAGI BELL, EXNIMEFTIEREY
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English Translation

100. I think we will open source, and our strongest
models will probably be open sourced too, because |
cannot see what good closed source does, any
necessary good. ByteDance's models are closed
source. What good does that do them? | cannot see
any.

101. Even if you open source a model and tell
everyone everything, the bar remains very high. For
others to actually put it to use, the bar is very high.
Using it at all is hard, and using it at very low cost is
even harder. It is not that easy.

102. Open sourcing does not affect revenue. |
believe open sourcing has no impact at all on our
business model.

103. Nor do | worry about others deploying our
models and competing with us, not in the slightest.
In fact we hope they get them deployed. We help
the open source community as much as we can,
assisting everyone in deploying our models.

104. In dealing with the outside world, our stance is
that we only work on the main line to AGI. And we
are very willing to assist and help anyone, even our
competitors, including Alibaba, Zhipu and Moonshot
Al to do better, because we lose nothing by it. We
are open source anyway.
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105. FapIFRIEEL, RIX(]E CEERIER
BAR—1? B—18. A HFAF—1TE
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RE, BAaH, 2%

English Translation

105. Are the models we open source the same as
the ones we deploy ourselves? They are the same.
We would never open source a weaker model while
deploying a better one ourselves. No, they are the
same.

10 B 5[5l / Data and Post-Training

AR

106. BHEN Z/LFREFTREN—F. siELE
— MREHERR A, A VESUEARESE, XIiR
BINABRBANE R, URIMXDBERNNE
1, XENEPBALZBRESEIRENRE, E
FRAERS.

107. REIEARERI AR AR AP E SRR E AR
BftaXsl. FEEMBIEHSBMSMRE, L
HENSRSE LA IERRME, E155A)
RAERANEGEEX TSR XFREFER
RXERY, RAREBIEREKRSRT, FERRANIH
ERIHANB IR, WRER,

108. MEEAX LRMFMER, HABRIK]T
EREEMT, MERNITEIEE — LR, §—
EMARE. FlAARMARR,
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English Translation

106. Data is almost half of a model. And before that
comes the question of labeling. On data annotation,
it comes down to our capital structure. With the way
our capital is invested, we cannot afford the cost of
that much high quality annotation, because it is
expensive.

107. The cost of data annotation in the US is not
much different from China. Annotating data in China
brings no cost advantage, especially for high end
data, which makes it hard for us to invest in
annotation the way the US does. This path is very
hard in China, because annotation is simply too
expensive. Whether we outsource it or do it in
house, it hurts either way.

108. Right now we basically walk on two legs. It is
not that we cannot annotate at all. Some annotation
is cheap and some is expensive. We do the cheap
kind first.

109. You could say that half of our company is now
annotating data. Half of our core researchers, our
most important people, are annotating data. We are
concentrating on it. At this stage, solving the Al
problem comes down to annotating data.

110. The bottleneck in high quality annotation, |
think, is time. It simply takes time. OpenAl, the
overseas players, Anthropic, they all started earlier,
with more capital and more GPUs.
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RREBEE— N AATUBREY, BERXE—
M, LR LIARNR— N LUBEE
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English Translation

111. Hallucination in large models hurts the user
experience quite a bit. There is a way to solve it, but
it is a long term project. Hallucination can be seen as
something solvable through better post-training, a
problem that can be fixed, or at least improved.
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English Translation

112. First of all, we have no model to imitate. Every
step starts from actual conditions. We seek truth
from facts, make decisions based on reality, and
work out what we ought to do. So it is a product of
its time, or rather a response to actual
circumstances, not the result of imitation.

113. We are clear that commercialization is a must.
In the end we have to survive. We are, after all, a
company, and the government will not give us a
penny.

114. We are at bottom still a company. It is just that
we pick and choose which money to earn, when to
earn it, how much to earn, and on what to earn it.
Many companies became great because they
pursued something beyond profit, and that pursuit,
far from hurting their commercialization, made them
commercialize better.

115. As for our partners, this round of financing was
in fact carefully chosen. First and foremost, | felt our
interests were well aligned, those whose interests
align best with ours, who bear us the least hostility,
or who most want to see us succeed. Not everyone
wants us to succeed, because we have harmed the
interests of quite a few others.

116. What Al lacks today is not taste or intuition.
What it lacks is the ability to learn continuously. Al's
taste and intuition are fine. Ask it to write an article
and its taste and intuition are, in my view, perfectly
fine.
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English Translation

117. We want to do just one piece of it. Al is too big
a thing, it does not need me to... | only do one piece.
With focus, and since | believe the prize here is
already big enough. If the Al era will produce many
trillion scale companies, | believe we will be one of

them.

118. We hope to support more people, but we do
not have that much bandwidth. The willingness is
there, and there would be no conflict of interest, but
whether we actually do it is another matter. At the
very least, there is no conflict of interest here. We
hope for win-win cooperation.
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