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As we begin a new fiscal year, I've been reflecting on the road we've traveled together and

the path ahead.

Before anything else, | want to speak to what's been weighing heavily on me, and what |
know many of you are thinking about: the recent job eliminations. These decisions are

among the most difficult we have to make. They affect people we've worked alongside,



learned from, and shared countless moments with—our colleagues, teammates, and

friends.

| want to express my sincere gratitude to those who have left. Their contributions have
shaped who we are as a company, helping build the foundation we stand on today. And for
that, | am deeply grateful.

I also want to acknowledge the uncertainty and seeming incongruence of the times we're
in. By every objective measure, Microsoft is thriving—our market performance, strategic
positioning, and growth all point up and to the right. We're investing more in CapEx than
ever before. Our overall headcount is relatively unchanged, and some of the talent and
expertise in our industry and at Microsoft is being recognized and rewarded at levels never

seen before. And yet, at the same time, we've undergone layoffs.

This is the enigma of success in an industry that has no franchise value. Progress isn't
linear. It's dynamic, sometimes dissonant, and always demanding. But it's also a new
opportunity for us to shape, lead through, and have greater impact than ever before.

The success we want to achieve will be defined by our ability to go through this difficult
process of "unlearning" and "learning." It requires us to meet changing customer needs, by
continuing to maintain and scale our current business, while also creating new categories
with new business models and a new production function. This is inherently hard, and few
companies can do both.

But I have full confidence that we can, and we will once again find the resolve, courage, and

clarity to deliver on our mission in this new paradigm.

With that context, | want to re-ground ourselves in our why, what, and how: our mission,

our priorities, and our culture.



Our why: mission

What does achieving our mission look like and feel like for us as a company? When
Microsoft is succeeding, the world around us must succeed too. This is why each of us
chose to be here, and as a company it's how we earn our social permission to operate.
When Bill founded Microsoft, he envisioned not just a software company, but a software
factory, unconstrained by any single product or category. That idea has guided us for
decades. But today, it's no longer enough.

We must reimagine our mission for a new era. What does empowerment look like in the
era of Al? It's not just about building tools for specific roles or tasks. It's about building tools
that empower everyone to create their own tools. That's the shift we are driving—from a
software factory to an intelligence engine empowering every person and organization to

build whatever they need to achieve.

Justimagine if all 8 billion people could summon a researcher, an analyst, or a coding agent
at their fingertips, not just to get information but use their expertise to get things done that
benefit them. And consider how organizations, empowered with Al, could unlock entirely
new levels of agility and innovation by transforming decision-making, streamlining
operations, and enabling every team to achieve more together than ever before.

That's the empowerment our mission enables, creating local surplus in every company,

community, and country. And that's our opportunity ahead.

Our what: priorities

To deliver on our mission, we need to stay focused on our three business priorities:

security, quality, and Al transformation.

We are doubling down on the fundamentals while continuing to define new frontiers in Al.



Security and quality are non-negotiable. Our infrastructure and services are mission critical
for the world, and without them we don't have permission to move forward.

We've made substantial progress across SFI, QEl, and Engineering Thrive this year, and they
remain top priorities to ensure that we continuously improve our innovation velocity and

our operational metrics.

We will reimagine every layer of the tech stack for Al—infrastructure, to the app platform,
to apps and agents. The key is to get the platform primitives right for these new workloads
and for the next order of magnitude of scale. Our differentiation will come from how we
bring these layers together to deliver end-to-end experiences and products, with the core
ethos of a platform company that fosters ecosystem opportunity broadly. Getting both the
product and platform right for the Al wave is our North Star!

Our performance this past year has positioned us well. And we must move forward with

the intentionality and intensity that these industry shifts demand.

Our how: culture

Growth mindset has served us well over the last decade—the everyday practice of being a
learn-it-all, not a know-it-all. It has reshaped our culture and helped us lead with greater

humility and empathy. We need to keep that.

It starts with each of us as individuals and our personal drive to learn, improve, and get
better every day. Professional rewards, growth, and pride in our craft will always be the
prime drivers. Beyond that, we each have the opportunity to connect our personal passion
and philosophy of how we derive meaning from the work we do with Microsoft's mission to
empower the world. This is what makes it all worthwhile.

This platform shift is reshaping not only the products we build and the business models we
operate under, but also how we are structured and how we work together every day. It

might feel messy at times, but transformation always is. Teams are reorganizing. Scopes



are expanding. New opportunities are everywhere. It reminds me of the early '90s, when
PCs and productivity software became standard in every home and every desk! That's
exactly where we are now with Al. Years from now, when you look back at your time here, |
hope you'll say: "That's when | learned the most. That's when | made my biggest impact.

That's when | was part of something transformational."

What we've learned over the past five decades is that success is not about longevity. It's
about relevance. Our future won't be defined by what we've built before, but by what we
empower others to build now.

And | know that with your dedication, drive, and hard work we can go win together, and
change the world in the process.

I look forward to sharing more at Earnings next week and addressing your questions at our

next Town Hall.

Satya
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