February 17, 2025

GOVERNORS

As | approach the end of my fifth year as Postmaster General of the United States, | reflect on my
first days at the Postal Service during the early period of the COVID pandemic. At that time, the
Postal Service was in disarray; it was on a crash course to run out of cash in 60 days; it had
incurred two decades of losses amounting to $90 billion; it had over $20 billion in deferred
facilities maintenance, and it had no plan for turning the situation around. Back then, 10-year
projections forecast another $200 billion in losses over the next decade.

As you know, | have worked tirelessly to lead the 640,000 men and women of the Postal Service
in accomplishing an extraordinary transformation. We have served the American people through
an unprecedented pandemic and through a period of high inflation and sensationalized

politics. Our successful role in delivering approximately 930 million COVID test kits to 91 million
households is only one testament to the superb work performed in these last five years on behalf
of the American people.

Our achievement of $1 billion in controllable income and $140 million in GAAP profit for the most
recent quarter is a strong indicator that the Postal Service is on the path to fulfilling its long-
neglected legal duty to operate in a self-financing manner. We have reduced the cost of
operations and have grown revenue substantially while executing a massive organizational and
operational transformation. Our new package shipping products are extremely popular and are
overtaking the marketplace.

In any other organization the disruptive accomplishments we have made to date would have
created an easier path forward versus the Herculean one we still face today. This situation
reflects how tragic our condition was when we started this journey, the negative consequences
the past four years of a pandemic and historic inflation, the resistance we face to our initiatives for
change, and to a certain extent, our failures in execution on what is otherwise a very solid
business plan.

Our business model has been broken for over two decades. Our mission spans 31,000 facilities
across the nation that serve as origination points for 260,000 routes that reach more than 168
million delivery points at least six days a week. This is a massive structure that requires precise
alignment between revenue producing products and services, the cost of operations, and the
performance expectations we offer our customers. This alignment requirement was long ago
ignored or abandoned causing catastrophic losses, diminished viability of our products and
significant service performance disappointments.

For example, our single piece First-Class Mail volume has declined by 80 percent since 1998, yet
we still deploy operating practices and adhere to archaic service performance standards as if mail
volume was as abundant as it was back in that time. Our approach to the package shipping
industry in years past offered products that were ill-conceived and not compelling to the market
and ceded our core strengths to ease the work of our competitors to our detriment, leaving us
with the difficult tasks to fulfill though ill-considered, random, and costly practices. To add to the
misalignment, we lacked the organizational and operating practices, technology and equipment,
and fight necessary to be successful in our mission.
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Together with the Board and my Postal associates, we have championed the Delivering for
America Plan that has not only paid attention to our legal obligations to provide prompt, reliable,
and efficient service and be financially self-sufficient, but that also recognized that to achieve
these parallel goals we must accept the simple logic that dramatic change must occur and must
occur fast. The law requires us to cover our costs through the sale of Postal products and
services, and by running a cost-effective operation. For a variety of reasons, we have not
believed it was possible in the past. Today we do, and we are working diligently to achieve that
outcome. As you know, balancing cost and service is essential as we receive almost no funding
from the Federal government.

To continue to set the organization on the right path for a viable future for decades to come we
have initiated the following major strategies and identified outcomes:

e Transportation cost reductions of $2 billion annually.

e Mail processing cost reductions of approximately $1.5 billion annually.

e Revenue growth initiatives of approximately $5 billion.

o Asignificant incentivized reduction in the workforce to right-size the organization
enabled by an improved operating model.

¢ A major deployment of new vehicles.

e An air and ground network modernization that rivals those of our formidable
competitors.

¢ Maintenance, rehabilitation and equipping efforts to several thousand facilities to
recover from years of neglect.

e Asuite of new package shipping products to generate billions in new revenue at a
lower cost.

e A sales organization that successfully penetrates the marketplace.

e An engaged and productive workforce.

o New rules for mail and package flow that aggregate and accelerate significant
volume.

The above initiatives will take several years to accomplish and to perfect. As | look around the
organization, | see many long-term retirement eligible employees sticking around based upon
their pride in, and commitment to, our Delivering for America plan. That said, it is time for us
together, to think about and plan for the inevitable changing of the guard in many areas of our
organization, to ensure that the new culture we have developed survives our tenure, including
mine, and continues to thrive.

Postmaster General is a demanding role made more difficult by the devastating condition | found
the Postal Service in when | arrived and the almost unceasing resistance to change — without
offering any viable solutions — from stakeholders motivated by both parochial and political
purposes. The simplest and most obvious ideas and solutions receive illogical and irrational
scrutiny from those that have no responsibility for ensuring the financial viability of the Postal
Service. This, combined with industry lobbying, has held the organization back in the past from
making the necessary changes. | have fought against this, and as a result | believe that | can
fairly say that my tenure has been one of high expectations and vigorous action.

Today | am requesting that you begin the process of identifying a successor for my position as
Postmaster General. While you undertake that process, my commitment is to devote my time
and energy and being as helpful as possible in facilitating a transition that is the least impactful to
the Postal Service and the American people, and that positions my successor and the Postal
Service for long-term success.
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| am proud to have served the American people and American businesses as Postmaster
General. The United States Postal Service is a cherished American institution, and | am
privileged to have led it during extraordinary times. Further, | am fully committed to ensuring the
i ss of the Postal Service for all Americans after my departure.

/Léjis DeJoy





