THRAERR 50 FIit—RIERREE: T E ARk

X THE
¥ oJaER

({H=AR/RIGEE4E20155F2 5 28H A% , 2014 ZRAVEMISE39M ; BhiEART
Jt=AFIE201583818H )

e :
R | XRERRUER | X BN HERRMAE | BliTa5Es
RSOEFRBHLARREY (XRERATHRZH "ARBRER" R5E),
BIENEERSNE , ENTUSHARMAIE. HP, 15&HARBRER
HESLRIRR , (EDEIMMEY | MZRBEREME. RUBIHREETARRS
REFAOFE,

KT , RSB —TF "AENMUNEBRNREVE". SHkibis
AIRGIFEEM | NBBAZ12340 RFAEREUINE. hitRFEEID

EEXEEIRT ... BXEEERENIFRELT  BRE @A  THIEBE
I, AL, ERISARA/REENER  BERZE TR, TEAZS TR

BIANNDXHE | BRRAMMAREIHT | IREIPASEINMSLH5 AR
RHRRIFAANRBRS: , IX—3EHEE AT LAA,



To the shareholders of Berkshire Hathaway Inc.:

HUA A /RISTLERRR

I closely watched the 50-year history of Berkshire’ s uncommon success
under Warren Buffett. And it now seems appropriate that I
independently supplement whatever celebratory comment comes from
him. I will try to do five things.

FILIEEIMR THRA/REAC BIHFRS TEEA ARSI ERIAI.
WEE LERAERIIHER | IEBIRIODWANTE | NS ARA S AIFRIL ST
8. FR/=NEMSHER.

(1) Describe the management system and policies that caused a small
and unfixably-doomed commodity textile business to morph into the
mighty Berkshire that now exists,

(1) EAEEERGEER | £5—1NER , TEEXRMAIGRERE
LRI ARRYATERR |

(2) Explain how the management system and policies came into being,

(2) R EERFIBERAMAZ

(3) Explain, to some extent, why Berkshire did so well,



(3) i, EEMEE L | S AERRRESIL T,

(4) Predict whether abnormally good results would continue if Buffett
were soon to depart, and

(4) WREBIRRHMERMEMERNE | MURSARTENFER2HE , 78

(5) Consider whether Berkshire' s great results over the last 50 years have
implications that may prove useful elsewhere.

(5) FREBHRA/RIX0FNNRMEGE LS , st thIERE
F.

The management system and policies of Berkshire under Buffett (herein
together called “the Berkshire system” ) were fixed early and are
described below:

(1) Berkshire would be a diffuse conglomerate, averse only to activities
about which it could not make useful predictions.

EIEFNS THYARA/RNEERFEFBCR (EFIRA "ARBRER" ) R
BEHERE  FEmAT

(ARBTEE— ORI ER, ERERIIFPLAREME S ARHSFN

(2) Its top company would do almost all business through separately



incorporated subsidiaries whose CEOs would operate with very extreme
autonomy.

(2) ENNBQERRMULFERENER  BIRYZHROBIRFAR , F
~F] CEO NNZRER=BRKEIAN

(3) There would be almost nothing at conglomerate headquarters except
a tiny office suite containing a
Chairman, a CFO, and a few assistants who mostly helped the CFO with
auditing, internal control, etc.

( 3) IR VFREHARA | BT —NNOREER , 8F—1E
&, —1~ CFO , —FE#50 CFO iRt , EtizmIRIEh=F.

(4) Berkshire subsidiaries would always prominently include casualty
insurers. Those insurers as a group would be expected to produce, in due
course, dependable underwriting gains while also producing substantial
“float” (from unpaid insurance liabilities) for investment.
(4) HRBRFADKEZEHDSEEKRSREAT]. XEEIREA
A EISE R RRRIOAEKE  FEBRFERER "FFE" (3K
BIARSZTRIRBE SR ) RTIREA.

(5) There would be no significant system-wide personnel system, stock

option system, other incentive system, retirement system, or the like,



because the subsidiaries would have their own systems, often different.
(5)IRBEEN , RAMHARRSE , REPNES: | BftERRS  BAR
7 BEENLERRS  HAFLASEMBCHERES  MAFEEETEN.

(6) Berkshire' s Chairman would reserve only a few activities for himself.
(i) He would manage almost all security investments, with these normally
residing in Berkshire' s casualty insurers.

(6) {HFRA/REBBNX 9B CSHREDEEDN.

(1) EER/LFRENIESRR | BlJBEBETHRERNKSRE AT,

(ii) He would choose all CEOs of important subsidiaries, and he would fix
their compensation and obtain from each a private recommendation for
a successor in case one was suddenly needed.

(i) fEEMEEEF TN CEO |, tiESMEMIInvtMES , FFELMME]
BOARFAABEEZPIRGHEE (A ), NRRAFEMIERNA,

(iii) He would deploy most cash not needed in subsidiaries after they had
increased their competitive advantage, with the ideal deployment being
the use of that cash to acquire new subsidiaries.

(iii ) B EFARIEM T BIINRSFNE G  BEETTENAESDUE
HERECE R FERIL IS AW F LS.



(iv) He would make himself promptly available for almost any contact
wanted by any subsidiary " s CEO, and he would require almost no
additional contact.

(iv) EF AT CEO BIRMBRBSAIFE , MISIIEREBHRERS , FHEMIS/LF
FEEBIMIERES,

(v) He would write a long, logical, and useful letter for inclusion in his
annual report, designed as he would wish it to be if he were only a
passive shareholder, and he would be available for hours of answering
questions at annual shareholders’ meetings.

(v) B EMNFERSHESKRERN , B21ER , BRINEH | EHEHE
RITAK , NRMEARAR—MUREIFEFERIRER | Frfa2a/snvEF | FFEME
BETC/ L/N\BTRYRS ) , FEFERFAS EEZ AR,

(vi) He would try to be an exemplar in a culture that would work well for
customers, shareholders, and other incumbents for a long time, both
before and after his departure.

(vi) fS=IERA [ — IME. RRMEMERENS | KEEFREFH
SRS HE | FEfhEMERISEBE L.

(vii) His first priority would be reservation of much time for quiet reading



and thinking, particularly that which might advance his determined
learning, no matter how old he became; and

(vii ) A EEESKRAERENBRFHUREINES | 552 T8RS
fEAUARRINZES , NiethZiEEE |, #H

(viil) He would also spend much time in enthusiastically admiring what
others were accomplishing.

(viii ) SRR TSR REAE R A ARIBRL

(7) New subsidiaries would usually be bought with cash, not newly issued
stock.

(7) FNFAEREERISKIE , MARHRITIRE.

(8) Berkshire would not pay dividends so long as more than one dollar of
market value for shareholders was being created by each dollar of
retained earnings.

(8) REREA—THEFENIE , MREREIEZT—iminiiE | (HR®
IRPRBASZORE, (EBRITE  XREERR , BEATAH A RXASNHY

}Eo )

(9) In buying a new subsidiary, Berkshire would seek to pay a fair price for

a good business that the Chairman could pretty well understand.



Berkshire would also want a good CEO in place, one expected to remain
for a long time and to manage well without need for help from
headquarters.

(9) XTFWEFHFLE | HRB/RESKUSENNEWEFNER , WER
REFEEBRIPIEER. ARA/REERERE (z28) B— M CEO &
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5

(10) In choosing CEOs of subsidiaries, Berkshire would try to secure
trustworthiness, skill, energy, and love for the business and
circumstances the CEO was in.

(10) XFIEZFFLATN CEO |, (HRA/RIGIRERRER S , BikEE , BiF1

FE CEO FRERIAIEME,

(11) As an important matter of preferred conduct, Berkshire would
almost never sell a subsidiary.

(11) EAEERNEERINLGI, ARARE/LFASHEF AR

(12) Berkshire would almost never transfer a subsidiary’ s CEO to another
unrelated subsidiary.

(12) ARHBRILFAREF 2T CEO FRIEMAEXF T (R



(13) Berkshire would never force the CEO of a subsidiary to retire on

account of mere age.

(13) 1BRHREASEEF AR CEO (NENFEIRIK

(14) Berkshire would have little debt outstanding as it tried to maintain (i)

virtually perfect creditworthiness under all conditions and (ii) easy

availability of cash and credit for deployment in times presenting

unusual opportunities.

(14) [HRABRBIOEEREAREE  BACHBERST (1) EEPRXT , LR
FeEAIEE (i) SZHIAESEANSAIEHR | FZIRETLUEERIIN

SR,

(15) Berkshire would always be user-friendly to a prospective seller of a
large business. An offer of such a business would get prompt attention.
No one but the Chairman and one or two others at Berkshire would ever
know about the offer if it did not lead to a transaction. And they would
never tell outsiders about it.

(15) MBENALBERERMS | (ARGRESERTFN. — MR ATRY
RN BERBIRERNRE. ERAR  REEEI—RIMEMA | SEX
| AR EE SR ZIE. AR IEASTRBINB X ZHIE,



Both the elements of the Berkshire system and their collected size are
quite unusual. No other large corporation I know of has half of such
elements in place.

AR RAGNESIENREAIERZINLARSE. BT 2B E
AABL W B E—HIXERIEE,

How did Berkshire happen to get a corporate personality so different
from the norm?

BRI FRE — M L SRR ERIE R ?

Well, Buffett, even when only 34 years old, controlled about 45% of
Berkshire’ s shares and was completely trusted by all the other big
shareholders. He could install whatever system he wanted. And he did so,
creating the Berkshire system.

B, BIET  BMFESEE345ME |, 1561 7 XL45 % E=A/RERG , FE
SEEWEMMARIRFEE. tEESE M AMAEERNRS. HEMBXAK
7, BT HRRREL.

Almost every element was chosen because Buffett believed that, under
him, it would help maximize Berkshire’ s achievement. He was not trying
to create a one-type-fits-all system for other corporations. Indeed,

Berkshire' s subsidiaries were not required to use the Berkshire system in



their own operations. And some flourished while using different systems.

NFENTERRIEE  BERAEIHGFHEE  EERIRST SRR HE
SR /KRR, MAFTEAEMAIEN , SIiE—MNERTFRENES. S L,
BRH R F AR IHAREEENBEBNIEEPERARR/RIIRS. FES
ERARRNRGEN , —SATHRNE,

(i : while XEEAJLMS BIIE) #2 , AJLMEM "B 8%, ST i BR,
" R, BRRLCOXEEE AR )

What was Buffett aiming at as he designed the Berkshire system?

SEIHFRIHARARARSHIRNER | BRBIREHA?

Well, over the years I diagnosed several important themes:

(1) He particularly wanted continuous maximization of the rationality,
skills, and devotion of the most important people in the system, starting
with himself.

(2) He wanted win/win results everywhere--in gaining loyalty by giving it,
for instance.

(3) He wanted decisions that maximized long-term results, seeking these
from decision makers who usually stayed long enough in place to bear
the consequences of decisions.

(4) He wanted to minimize the bad effects that would almost inevitably



come from a large bureaucracy at headquarters.

(5) He wanted to personally contribute, like Professor Ben Graham, to the
spread of wisdom attained.

R, XEER , o 7N ERIEE .

(1) FRIFRE | FEeE AN S ERRHEEARRVIEN | FKISHZEEE,
MHEECFHHA.

(2) fERELLEE Wim BRI teamiit , ABIBF ARG, KIRERE
137

(3) MHREMBEEAUKIERIIRE , NBEFEEMESKATE , LUAE
RELRIIRREPBEI K (RRER/ZF)

(4) fbRERIMUEERA |, REBXEFETEN . JIF AR ESNE

(5) MEREFESHIMHTIRA AR SECBEURIE | (CREbFEXEE

el
o

When Buffett developed the Berkshire system, did he foresee all the
benefits that followed? No. Buffett stumbled into some benefits through
practice evolution. But, when he saw useful consequences, he
strengthened their causes.

HEIRTTRIARARRFRN R , TR TAEERAENTFEA ? . B
TEIFRRIRA BT SCR AT | ARG T — 2474k, (BR | StBEIERNE
SRES |, B3R T EAIRIAE.



Why did Berkshire under Buffett do so well?

M ARRHRREEIHFRITMS MRS HE ?

Only four large factors occur to me:

(1) The constructive peculiarities of Buffett,

(2) The constructive peculiarities of the Berkshire system,

(3) Good luck, and

(4) The weirdly intense, contagious devotion of some shareholders and
other admirers, including some in the press.

HREEIPNARE :

(1) BIEEE=mAYFE

(2) BB REREHEINFE

(3) =, LIK

(4) —BRRFMEMTFE | 8F—2HEEFAL  ASEERY , BER
MR

I believe all four factors were present and helpful. But the heavy freight
was carried by the constructive peculiarities, the weird devotion, and
their interactions.

KEEMENNTREZEHFEEEH. BRNEREY  2HEaEYE A58
RO, , A2 BRORER | FERd.



In particular, Buffett’ s decision to limit his activities to a few kinds and to
maximize his attention to them, and to keep doing so for 50 years, was a
lollapalooza. Buffett succeeded for the same reason Roger Federer
became good at tennis.

Fralith, BIRREMRBIBAINSS T DEERE  MBSAKUMEANER TS
B, FHFEO T 505 |, IFEHE. EIESRIRIIAZEIR BEEAANIKE
FHIREZ =Y.

Buffett was, in effect, using the winning method of the famous basketball
coach, John Wooden, who won most regularly after he had learned to
assign virtually all playing time to his seven best players. That way,
opponents always faced his best players, instead of his second best. And,
with the extra playing time, the best players improved more than was
normal.

BIES , /L L, FRTERBEEREG John Wooden BEIBES%.  John
Wooden EF2 5B/ FIBEN LizZifESEMRFNtEkRRZE , EXLH

LR EHIERISHER.

And Buffett much out-Woodened Wooden, because in his case the
exercise of skill was concentrated in one person, not seven, and his skill
improved and improved as he got older and older during 50 years,

instead of deteriorating like the skill of a basketball player does.



B BIERIIERAKEM T Wooden , RARBENGIEFTF—NA | TIA
Bt BEMSOFAEGEHKEE | MAIEERTTBIRT , ARG
FNRAYFRREABERIR L.

Moreover, by concentrating so much power and authority in the
often-long-serving CEOs of important subsidiaries, Buffett was also
creating strong Wooden-type effects there. And such effects enhanced
the skills of the CEOs and the achievements of the subsidiaries.

A FEIKHEIIRSEY  EEF 5319 CEO B SRt 2 A SeffimIE =,
EBIEF B EIE T3 AR Wooden TR, HEIEHERIRE T CEO RYBEHF
FAEIRIBER,

Then, as the Berkshire system bestowed much-desired autonomy on
many subsidiaries and their CEOs, and Berkshire became successful and
well known, these outcomes attracted both more and better subsidiaries
into Berkshire, and better CEOs as well.

e BAARRRAGERT T FZF a/eln CEO Fm8EER | LR
BR/RERERINEESR , XEERRS|ES |, BFHIFATHAZNARSR,
WBIR5 T EEFRY CEO,

And the better subsidiaries and CEOs then required less attention from

headquarters, creating what is often called a “virtuous circle.”



BFRIFAEIMN CEO FEREPEDRIKE BIEEHRARN "RIEER"( //5H )

How well did it work out for Berkshire to always include casualty insurers

as important subsidiaries?

BEEREREAT , (FABRBNFATE , WHRARNARMSES AN ?

Marvelously well. Berkshire' s ambitions were unreasonably extreme and,
even so, it got what it wanted.

ARIERGYF, ArR/REVEOZTmiER , FE | ML , Bi52IRERT
TBER.

Casualty insurers often invest in common stocks with a value amounting
roughly to their shareholders’ equity, as did Berkshire’ s insurance
subsidiaries. And the S&P 500 Index produced about 10% per annum,
pre-tax, during the last 50 years, creating a significant tailwind.
REMECLERZTEER  EMMEARLRFNGITE | IEERARIVRE
FRENRIERE, FE  FEIEAS0FE | RS /R500i5HEF R ALI10%RY
B , SIS T BB,

And, in the early decades of the Buffett era, common stocks within

Berkshire * s insurance subsidiaries greatly outperformed the index,



exactly as Buffett expected. And, later, when both the large size of
Berkshire’ s stockholdings and income tax considerations caused the
index-beating part of returns to fade to insignificance (perhaps not
forever), other and better advantage came. Ajit Jain created out of
nothing an immense reinsurance business that produced both a huge
“float” and a large underwriting gain. And all of GEICO came into
Berkshire, followed by a quadrupling of GEICO" s market share. And the
rest of Berkshire’ s insurance operations hugely improved, largely by dint
of reputational advantage, underwriting discipline, finding and staying
within good niches, and recruiting and holding outstanding people.
FE  EEIESHARRHEFE | ARARERR A SRS BRI
W54, IEANEIESATERGRYARRE, Bl | SAARREA AR
HIES | SEEMHEEERD I BB AEZAIINER ( BiFARKIZHY ),
B9 NEF LB EI Y. Ajit Jain NEFREIE T —MNEREVBRIEAT,
FFEEER "FFe" MXEERKE, FHE GEICO BENMHFATIRRERR | b
f& GEICO R MEZERIRRAI &, 58  EttAYARARRRIEEXIEE
ks  TEEEEEWHNFENS  RIRE , SHANBEFIRIEDG 7+
BEAMRBABNIAL . (BEST : Ajitlain, BETFEIE , ARIBHIETED
BUT, MBAFLETIRHAARFEEFE , E80FAHHIINARSR , WE

RRIEESERE. )

Then, later, as Berkshire’ s nearly unique and quite dependable corporate



personality and large size became well known, its insurance subsidiaries
got and seized many attractive opportunities, not available to others, to
buy privately issued securities. Most of these securities had fixed
maturities and produced outstanding results.

BEfE | BEEERHER |, EAERARIL IS ERTEINEW ARBTIRRIIIE | 18
FEZR BRI FARBREFAIUE TIFSIRE AR Bt AT ABERERY
N  EWTIEATRITRIEMIES. XEEIMEFIASE | BEERIZIHRHA
PR, At RIFRIER.

Berkshire’ s marvelous outcome in insurance was not a natural result.
Ordinarily, a casualty insurance business is a producer of mediocre
results, even when very well managed. And such results are of little use.
Berkshire’ s better outcome was so astoundingly large that I believe that
Buffett would now fail to recreate it if he returned to a small base while
retaining his smarts and regaining his youth.

AR RERGIUEATBINNERARERMARN. BEM , — I KEREAD
ARFEERIFIES  NEEEEIFEET. MERIKHTAER. AR
R HEFER RIS ARREEX | EEEIRSNEHEUFREEE,
NREZEE—NMNAT] , PECIRFRFHEAIERERSFE,

Did Berkshire suffer from being a diffuse conglomerate? No, its

opportunities were usefully enlarged by a widened area for operation.



And bad effects, common elsewhere, were prevented by Buffett' s skills.

B5ARENRADERIELERMESA ? &~ | BITeEE ZHEE | BRY
M| A7 FH RS REENQERN B EIHSHIREES

LA,

Why did Berkshire prefer to buy companies with cash, instead of its own
stock? Well, it was hard to get anything in exchange for Berkshire stock
that was as valuable as what was given up.

At ABEHRAETRAINEWLIATE  MAREECHRE ? IR | BiTasiik

BRIty  ESAMEHAEREARROMERS | 2RENER.

Why did Berkshire’ s acquisition of companies outside the insurance
business work out so well for Berkshire shareholders when the normal
result in such acquisitions is bad for shareholders of the acquirer?

N AEREABZ5 | (BRAB/RARRMETRASINNE |, #HRALIRF =
R RIEREER | 3T ( Bftt288 ) WERRARTM S 28R ?

Well, Berkshire, by design, had methodological advantages to
supplement its better opportunities. It never had the equivalent of a
"department of acquisitions” under pressure to buy. And it never relied

on advice from ‘helpers” sure to be prejudiced in favor of transactions.



And Buffett held self-delusion at bay as he underclaimed expertise while
he knew better than most corporate executives what worked and what
didn’ tin business, aided by his long experience as a passive investor.
And, finally, even when Berkshire was getting much better opportunities
than most others, Buffett often displayed almost inhuman patience and
seldom bought. For instance, during his first ten years in control of
Berkshire, Buffett saw one business (textiles) move close to death and
two new businesses come in, for a net gain of one.

B, E=AR , KiERT , BEASLER M8, LAMREEFITE. BNK
RIS "WWER)" FNRYER)  EEATWERNE]. AEENMRET “#E)
&' NEN , —EE6>d52 20 mA. MH BIEFELUSERTTHE | [
fEEFRIKE TR  BERMNERNLEAZHATEEERES | AIERLER
bR |, MBERA | BB FA— MR RER KLk, #8 ., &F
iy, BMEAEA/RICEMM A BRI EEFII S | BIHFEERMEIFIEAR
My , FHROWSE, 2R , EEEAERRATNE+ F8 , BIEHSE
ERE (HR ) EERLT , MEFLEHEAN |, I#E—RLF,

What were the big mistakes made by Berkshire under Buffett? Well, while
mistakes of commission were common, almost all huge errors were in
not making a purchase, including not purchasing Walmart stock when
that was sure to work out enormously well. The errors of omission were

of much importance. Berkshire’ s net worth would now be at least $50



billion higher if it had seized several opportunities it was not quite smart
enough to recognize as virtually sure things.

EEIHFHNNMET | A=ARAEHNAEEHME ? 1B, EAFEERESE
B BIVFRERRERERIRAHTUX , BfERAWIARIBIRE , 18
—ESRERAITFIRIHE, ERASREREER. (ARd RISHEIEE
SZPEZH500125TT , MReIUE—E4% |, BRIBAIEEREE | ( LUGIXLEH,
= ) IRBIAEL EHEER.

The next to last task on my list was: Predict whether abnormally good
results would continue at Berkshire if Buffett were soon to depart.
ARBR L EE L MESRIR  REBIEFRRFEMERNE , FUEEARE

SHAITERAME,

The answer is yes. Berkshire has in place in its subsidiaries much business
momentum grounded in much durable competitive advantage.

EER : 8. HRAREENTFATTELERITESAT ( FIREERRY ) Bk,
RETITFS KRS NS,

Moreover, its railroad and utility subsidiaries now provide much desirable
opportunity to invest large sums in new fixed assets. And many
subsidiaries are now engaged in making wise “bolt-on” acquisitions.

o ERBREBHIAHS FASIERHIFE S ARERWS | LIUEHRRIERE



‘L, REAESH. ABIFSFATIAEIESSHERT "IN HA.

Provided that most of the Berkshire system remains in place, the
combined momentum and opportunity now present is so great that
Berkshire would almost surely remain a better-than-normal company for
a very long time even if (1) Buffett left tomorrow, (2) his successors were
persons of only moderate ability, and (3) Berkshire never again
purchased a large business.

BRIZEAE D IERB/RARITRE ETEIRSLAN NS 2NEE
K, UETARHREILFEESHEAEIFERIER |, TR , HhE
(1) BIERAREF | (2) ttRMEERRBEEEINA , FE (3) AR

TIRRABWE— P KRAEL

But, under this Buffett-soon-leaves assumption, his successors would not
be "of only moderate ability.” For instance, Ajit Jain and Greg Abel are
proven performers who would probably be under-described as

“world-class.”  “World-leading” would be the description I would
choose. In some important ways, each is a better business executive than

Buffett.

B  EXPTEHFRREFIRIRZT , tHRREERBAR (NGB

B9, U0 , Ajit Jain #] Greg Abel EESIFBRIIIA , MHIEIMATLHES



waEiAy "HRR" . MRILFERE e "HEWL EiL. TEEEN
E P E— M EELBIRTEFN EIEEE, (BEEE : BIFSRE
BRI ARSRIRE S MR AR, (BEPEERXS0FITCH , REEIL |
RAT24A , FRABRSTAAR , FREHSEGREAREM. )

And I believe neither Jain nor Abel would (1) leave Berkshire, no matter
what someone else offered or (2) desire much change in the Berkshire
system.

FEFAR(E Jain 70 Abel #A= (1) BFHARA/R , MeEMAFFHA (2)
ERKIBN (AR /RES

Nor do I think that desirable purchases of new businesses would end
with Buffett’ s departure. With Berkshire now so large and the age of
activism upon us, I think some desirable acquisition opportunities will
come and that Berkshire’ s $ 60 billion in cash will constructively
decrease.

FBRAAAS AHERIFE WS EEEEIEEEAMER. £TRRARN
UK |, FEFATENRRTEILL 2K | FoAA—LES ARERNBIENSE

SXF , HBEHRAB/RIV600IZETNEBETIRLD.

My final task was to consider whether Berkshire’ s great results over the

last 50 years have implications that may prove useful elsewhere.



BREREINESEEBERHRERIEESOFENNEMSGELET , FAIREEIRE
BHIERE A,

The answer is plainly yes. In its early Buffett years, Berkshire had a big
task ahead: turning a tiny stash into a large and useful company. And it
solved that problem by avoiding bureaucracy and relying much on one
thoughtful leader for a long, long time as he kept improving and brought
in more people like himself.

BEEMBUNE. EEIESGNR/F  (HRERERBE—KES 5
INGORERERYD | TR — N EAMBERNGL. MEESXAKBEREREN M
RAREE LT RBAERINSARSGT | ZERAE , EAftadsuHis,
FHERBEREZ GBS A

Compare this to a typical big-corporation system with much bureaucracy
at headquarters and a long succession of CEOs who come in at about
age 59, pause little thereafter for quiet thought, and are soon forced out
by a fixed retirement age.

SHBRPITARANBTRFELR , SREEMRER  F8—8 CEO FEXY595 AN
R, WeRMETRZEHEE | BRREBEEIIRAFRMHIEER,

I believe that versions of the Berkshire system should be tried more often

elsewhere and that the worst attributes of bureaucracy should much



more often be treated like the cancers they so much resemble. A good
example of bureaucracy fixing was created by George Marshall when he
helped win World War II by getting from Congress the right to ignore
seniority in choosing generals.

BARE | (ARSREFRNESWEINLEEINCSE  HFEEFEENERN
BB ELEGEERYS |, BINRNLEN. —MFREEERERENDN
BlF , BFria SHFURENER , SRHEMINSIXENT] | BERISERGERBIR
Bl , NTEENRmIS T kL.

Sincerely,

Hipite

Charles T. Munger
B/RET T8
( BnEsche , BuSlEiEE, EU2015FARMNBIESIRARET . (EIETF505

THe) M (THRS0FFE) HELEMEMF. )
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