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Labor market softens amid market shocks, human/machine
workforce and culture tensions

Headcount reductions are expected to increase. Thirty-four percent of organizations HR struggles to deploy scenario planning to sense and respond to market events.
anticipate conducting layoffs in the next three months, marking the highest level in more than two years. Less than half (45%) of HR leaders say they use scenario planning to sense and respond to potential
o At the same time, anticipated slowing hiring for roles (66%) and freezing hiring (44%) are also at two- e future events that can put talent strategy outcomes at risk. Almost all HR leaders (98%) face barriers
year highs. CHROs and their teams must start preparing for anticipated reductions in force, balancing in scenario planning and engaging stakeholders (32%) is the most common barrier. CHROs and their
the business cost demands with the impact on the employee population. teams should incorporate scenario planning into workforce plans to quickly identify potential workforce

Reductions-in-Workforce Resource Center shifts and adapt to multiple business scenarios.
Integrate Scenario Planning Into Workforce Planning

Quick reactions to market shocks, emphasizing leadership and tech, may not Organizations are not yet prepared to manage a blended human and machine

deliver. Most organizations are prioritizing leadership development to drive high performance and workforce. Only 8% of HR leaders say their organization is prepared to manage a blended

motivation (57%) and implementing technology to automate or augment work (50%) in response to human/machine workforce, and 23% say their organization is not prepared at all. At the same
e recent market shocks. But in May, only 36% of HR leaders felt confident that their organization could o time, 91% say their organization’s talent strategy will be directed at human and machine workforce

effectively adapt to market shocks, and leadership pipeline pressures (45%) and GenAl workforce over the next three years. CHROs and their teams should identify possible human-machine futures

disruption (42%) are now the second and third most common current issues for organizations after for their organization and define their response, based on efficiency pressures and evolving

skills gaps (52%). CHROs and their teams must conduct timely talent risk assessment and prioritize employee expectations.

the top risks to escalate to the business and the board. Collaborative Human-Machine Teams

Tool: Talent Risk Assessment Framework

Culture is not supporting current organizational goals. Only 1 in 3 HR leaders are
confident that their organization’s culture supports progress toward 2025 goals. The biggest challenge
they face is thatleaders do not effectively reinforce desired cultural behaviors (58%), while using leader
e role modeling is the most important focus area for improving culture (55%). CHROs and their teams
should guide employees on behaviors they should prioritize or avoid to align with core values, while
allowing team-led customization to make culture relevant to employees’ roles, goals and experiences.

Tool: Contextualize Org Culture for Teams
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Labor market softens amid market shocks, human/machine

workforce and culture tensions

34% 45%

of HR leaders say of HR leaders say
they anticipate their they use scenario
organization laying off planning to sense and
employees as a cost- respond to potential
saving measure in the future events that can
next three months, up put talent strategy
from 23% in May. outcomes at risk.

Read on for full analysis and recommendations.
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8%

of HR leaders say
they are prepared to
manage a blended

workforce of humans
and machines.

35%

of HR leaders say
they are confident that
their organization’s
culture supports
progress toward their
2025 goals.
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The unrivaled Gartner perspective

(i)

Advanced analytics Expert authority Client network
Continuous client diagnostics Advisor and analyst expertise Unrivaled network of C-Level
and labor market surveys in all key topic domains executives and their teams

The Labor Market Outlook is a monthly Gartner publication made possible by the unrivaled Gartner footprint in the global labor market. Data
and analysis comes from Benchmark With Gartner, a monthly real-time analysis of the global labor market climate and current issues hosted
by Dion Love. Data in this edition comes from Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture
Tensions (112 HR leaders participating).
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Increased postings drop sharply after two-month rise

Percentage of HR leaders

60%
48% 48% 48% 46%
41%
36%
° 33%
30y, S27% 30%
27%
15%
0%
Jul Aug Sep Oct Nov Dec Jan Feb March April May Jun
2024 2025

—I|ncreased —No change ——Decreased

n = 33 (June 2025), 50 (May 2025), 81 (Apr 2025), 102 (Mar 2025), 56 (Feb 2025), 88 (Jan 2025), 58 (Dec 2024), 46 (Nov 2024), 45 (Oct 2024), 33 (Sep 2024), 63 (Aug 2024), 63 (Jul 2024)
Q: How have your organization’s job postings changed this month compared to the average of the last three months? (Select one)
Source: Benchmark With Gartner
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Increased quits decline slightly as second quarter ends

Percentage of HR leaders

70%
61% 60%
54% 54%
53%
49%
39Y%
36%
35%
27% 28%
24%
19%
18% o
16% 14%
0%
Jul Aug Sep Oct Nov Dec Jan Feb March April May Jun
2024 2025
—I|ncreased —No change —Decreased

n =32 (June 2025), 51 (May 2025), 72 (Apr 2025), 104 (Mar 2025), 39 (Feb 2025), 72 (Jan 2025), 51 (Dec 2024), 45 (Nov 2024), 47 (Oct 2024), 37 (Sep 2024), 60 (Aug 2024), 74 (Jul 2024)
Q: How has your organization’s quits rate changed this month compared to the average of the last three months? (Select one)
Source: Benchmark With Gartner
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Talent competition returns to past levels, remains elevated

Percentage of HR leaders

80%
68%
60%
57%
40% 36%
26% 26%
17%
14%
10%
0%
Jul Aug Sep Oct Nov Dec Jan Feb March April May Jun
2024 2025
—More competitive —No change —Less competitive

n = 35 (June 2025), 50 (May 2025), 66 (Apr 2025), 106 (Mar 2025), 46 (Feb 2025), 83 (Jan 2025), 62 (Dec 2024), 46 (Nov 2024), 47 (Oct 2024), 38 (Sep 2024), 58 (Aug 2024), 70 (Jul 2024)
Q: How do you expect talent competition to change in the next three months? (Select one)
Source: Benchmark With Gartner

Gartner
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Layoffs and hiring cost-saving measures on the rise

Percentage of HR leaders

Slow hiring for roles Decrease overall HR budget Lay off employees
70% 60% 60%
/\/\/\/\/ 40% 40%
35% M/\/\/\
20% 20%
0% 0% 0%
JASONDUJFMAMUJ JASONDUJFMAMUJ JASONDUJFMAMUJ
2024 2025 2024 2025 2024 2025
Freeze hiring for roles Decrease recruiting budget We do not anticipate taking any
cost-saving steps
o 0,
60% 60% 60%
40% \/\—\/J 40% 40%
20% 20% /\/\/\/\ 20% \/\/\/\’\
0% 0% 0%
JASONDUJFMAMUJ JASONDUJFMAMUJ JASONDUJFMAMUJ
2024 2025 2024 2025 2024 2025

n =32 (June 2025), 53 (May 2025), 74 (Apr 2025), 111 (Mar 2025), 38 (Feb 2025), 87 (Jan 2025), 56 (Dec 2024), 47 (Nov 2024), 47 (Oct 2024), 34 (Sep 2024), 52 (Aug 2024), 66 (Jul 2024)
Q: Which of the following talent cost-savings measures do you anticipate your organization taking in the next three months? (Select all that apply)
Source: Benchmark With Gartner
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Skills gaps remain top current issue for HR leaders

Percentage of HR leaders

58%
kills gaps 53%
S gap 52%
URT 489
Leadership pipeline pressures 450/48"2
. . 33%
GenAl workforce disruption : 435}%
0
44%
Market outlook for 2026 o 45%
()
" - 44
New political priorities T 45%
o
. . 26%
Pay equity expectations 1 30%
0
I 24%
Flexibility demands 2 33%
21%
18%
Wellness risk 159
ellness ris 2% o
, o 23%
Inclusion pressures m 18%
: : . . 2%
None of these topics are issues for my organization this month | 0% 6%
0
0% 30% 60%

Apr 2025 = May 2025

n = 33 (Jun 2025), 40 (May 2025), 66 (Apr 2025)

Q: Which of the following topics are current issues for your organization this month? (Select all that apply)

Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025), Mitigating Talent Strategy Risk Amid U.S. Policy Shifts & Tackling Skill Gaps (May 2025), Leadership Pipeline
Pressures and U.S. Tariffs Impact on Jobs (Apr 2025)
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Many prioritize leadership development in market shocks

Percentage of HR leaders

Focusing on leadership development to drive high performance and
motivation

Implementing technology to automate or augment work
Delivering an employee experience to engage and motivate staff
Accelerating upskilling staff for critical skills

Facilitating mobility across teams and business units

Utilizing contingent labor/consultancies to fill skills gaps
Increasing recruitment to fill skills gaps

Using rewards to incentivize high performance

Our organization is not responding to recent market shocks

Other

n =54 (Jun 2025)
Q: Which actions has your organization prioritized in response to recent market shocks? (Select all that apply)

6%

4%

37%

37%

33%

30%

20%

17%

57%

50%

Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025)
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Less than half use scenario planning to sense and respond

Percentage of HR leaders

Strongly agree 10%

disagree 17%

. 0 45% of HR leaders say they use scenario
Strongly disagree 8% planning to sense and respond to potential

future events that can put talent strategy
outcomes at risk.

0% 20% 40%

n =52 (Jun 2025)
Q: To what extent do you agree or disagree with the following statement? (Select one.) Our organization uses scenario planning to explore and prepare for multiple potential future events that can put talent strategy outcomes at risk.
Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025)
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Stakeholder engagement main barrier to scenario planning

Percentage of HR leaders

Engaging stakeholders on scenario planning 32%

Managing the large number of potential

1)
scenarios to be planned for 28%

Developing actionable solutions for complex
hypothetical scenarios

Ensuring scenario plans remain relevant as - 10%
conditions evolve ?

Determining which business areas are highest -
priority to plan for

22%

4%

Our organization does not face any barriers in . 20,
scenario planning ?

Other . 2%

0% 20% 40%

n =50 (Jun 2025)

Q: What is the primary barrier that your organization faces to effective scenario planning? (Select one)

Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025)

Note: “Identifying the forces impacting high priority business areas” was also an option but was not selected by any respondents.
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BU leader partnership critical in developing talent strategy

Percentage of HR leaders

Business unit leaders 84%
Chief executive officer
Chief financial officer
Chief operating officer
Chief strategy officer

Chief Information officer/chief technology officer

General counsel

Only HR is involved in developing our talent
strategy

Other

0% 45% 90%

n =50 (Jun 2025)
Q: Which of the following stakeholders and their direct reports outside of HR are your CHRO'’s most critical partners in developing your talent strategy? (Select all that apply)
Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025)
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9 in 10 HR leaders see machines in talent strategy by 2028

Percentage of HR leaders

... only the human workforce - 9% g
... mostly the human workforce, but
machine workforce
... the human and machine workforce 24%
equally

... mostly the machine workforce, but
some
human workforce

2%

\ =
... only the machine workforce | 0% *

0% 35% 700 AVE-. . \J
n = 46 (Jun 2025)

Q: Please complete the following: In the next 3 years, my organization’s talent strategy will be directed at ... (Select one)
Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025)
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Less than 1 in 10 prepared to manage a blended workforce

Percentage of HR leaders

Extremely prepared | 0%

Very prepared

Somewhat prepared

Slightly prepared 36%
Only 8% of HR leaders are prepared
Not at all prepared to managed a blended workforce of
humans and machines, compared to
23% of HR leaders that say they are
0% 20% 40% not at all prepared.

n =39 (Jun 2025)
Q: How prepared is your organization to manage a blended workforce of humans and machines (e.g., Al, automation)? (Select one)
Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025)
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HR leaders divided on ease of attraction and retention today

Percentage of HR leaders

3%

18%

Strongly agree

Somewhat agree

Neither agree nor
disagree

Somewhat disagree 38%

Strongly disagree 8%

0% 25% 50%

n =39 (Jun 2025)
Q: To what extent do you agree or disagree with the following statement? (Select one.) Our business leaders believe attracting and retaining talent should be easy in today’s market.
Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025)
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Culture
Tensions
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Only 1 in 3 HR leaders confident in their org culture

Percentage of HR leaders

Extremely confident 3%

32%

Very confident

Somewhat confident 49%
Not too confident - 14%
Not at all confident 3%
35% of HR Leaders say they are
confident that their organization’s
0% 30% 60% culture supports progress toward

their 2025 goals.

n =37 (Jun 2025)
Q: How confident are you that your organization’s culture is supporting progress towards your organization’s 2025 goals? (Select one)
Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025)

Gartner
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Leader behavior and emerging tech key challenges to culture

Percentage of HR leaders

Leaders not effectively reinforcing desired
culture behaviors

Uncertainty about the impact of emerging
technologies

58%

53%

Employee resistance to culture change
Low levels of employee trust

Employee disengagement

Conflicting expectations among employees about
appropriate culture behaviors

Social or political polarization among employees

Limited opportunities for in-person interaction

Our organization’s culture is not facing any
significant challenges

Other

0% 35% 70%

n =36 (Jun 2025)

Q: What are the most significant challenges your organization’s culture is currently facing? (Select all that apply)

Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025)
Note: Uncertainty about the impact of emerging technologies includes GenAl and Agentic Al.

Gartner
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Leader role modeling key focus area for improving culture

Percentage of HR leaders

Using leader role modelling to demonstrate and

0
communicate the desired culture 55%

Translating core values into everyday behaviors
Boosting employee trust in the organization

Implementing effective culture change

Addressing tensions employees experience related
to culture

Defining the right culture for our organization today

Anticipating the culture needed for an augmented
world

Our organization is not focusing on improving culture

0% 30% 60%

n =33 (Jun 2025)
Q: What are your organization’s most important focus areas for improving culture at your organization? (Select all that apply)
Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025)

Gartner
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Nearly half turning to leaders to strengthen culture

Percentage of HR leaders

Increasing manager and leader accountability for

o
culture implementation 45%

Launching new communication initiatives focused on culture 45%

Launching new leadership training focused on culture 33%

Implementing recognition programs that reinforce desired

0,
culture behaviors 33%

Increasing the amount of time employees spend together in-person 27%
Launching a central culture change initiative 21%
Investing in new culture measurement initiatives or tools 15%

Deploying new technology to help employees connect 9%

Our organization is not taking or planning to take any actions to
strengthen our culture in the next 12 months

Other 3%

3%

0% 25% 50%

n = 33 (Jun 2025)

Q: Which of the following actions is your organization currently taking or planning to take in the next 12 months to strengthen your organization’s culture? (Select all that apply)
Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025)
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Increased postings drop sharply after two-month rise

P t fHRI : . : .
ereeniage © eaders Estimated average change in job postings is 0.2%.

Increased by 10% or more

Increased by 1-9%

33%
No change
36%

Decreased by 1-9%

14%

Decreased by 10% or more 14%

18%
0% 20% 40%

®Apr 2025 ™ May 2025 ®Jun 2025

n =33 (Jun 2025), 50 (May 2025), 81 (Apr 2025)
Q: How have your organization’s job postings changed this month compared to the average of the last three months? (Select one)

Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025), Mitigating Talent Strategy Risk Amid U.S. Policy Shifts & Tackling Skill Gaps (May 2025), Leadership Pipeline Pressures and
U.S. Tariffs Impact on Jobs (Apr 2025)

Note: The estimated average change in job postings was computed using the midpoint of each response option interval (i.e., 5% was used for “Increase by 1-9%”) from the original question before intervals were aggregated in this figure (i.e., “10-
19%” and “more than 20%” were combined into “more than 10%”). The percentage of leaders selecting each option are weighted in the average.
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Increased quits decline slightly as second quarter ends

Percentage of HR leaders : : . :
9 Estimated average change in quits rate is 0.8%.

Increased by 10% or more

Increased by 1-9% 25%
25%
60%
No change 39%
53%
21%
Decreased by 1-9% 25%
19%
6%
Decreased by 10% or more 4%
0%
0% 35% 70%

B Apr 2025 ®May 2025 ®Jun 2025

n =32 (Jun 2025), 51 (May 2025), 72 (Apr 2025)
Q: How has your organization’s quits rate changed this month compared to the average of the last three months? (Select one)
Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025), Mitigating Talent Strategy Risk Amid U.S. Policy Shifts & Tackling Skill Gaps (May 2025), Leadership Pipeline Pressures and

U.S. Tariffs Impact on Jobs (Apr 2025)
Note: The estimated average change in quits rate was computed using the midpoint of each responseoption interval (i.e., 5% was used for “Increase by 1-9%”") from the original question before intervals were aggregated in this figure (i.e., “10-19%”"

and “more than 20%” were combined into “more than 10%”). The percentage of leaders selecting each option are weighted in the average.
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Talent competition returns to past levels, remains elevated

Percentage of HR leaders

3%

Significantly more competitive 6%

11%
53%
More competitive 62%
46%
27%
No change 20%
26%
17%
Less competitive 12%
17%
0%
Significantly less competitive | 0%
0%
0% 35% 70%

B Apr 2025 ®May 2025 ®Jun 2025
n =35 (Jun 2025), 50 (May 2025), 66 (Apr 2025)
Q: How do you expect talent competition to change in the next three months? (Select one)
Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025), Mitigating Talent Strategy Risk Amid U.S. Policy Shifts & Tackling Skill Gaps (May 2025), Leadership Pipeline
Pressures and U.S. Tariffs Impact on Jobs (Apr 2025)
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Layoffs and hiring cost-saving measures on the rise

Percentage of HR leaders

Slow hiring for roles 47%
66%
24%
Freeze hiring for roles 25%
44%
27%
Lay off employees 23%
34%
24%
Decrease overall HR budget 38%
28%
18%
Decrease recruiting budget 23%
13%
22%
We do not anticipate taking any cost-savings steps 99, 23%
(1]
4%
Other 2%
9%
0% 35% 70%

B Apr2025 ®May 2025 ™ Jun 2025
n = 32 (Jun 2025), 53 (May 2025), 74 (Apr 2025)

Q: Which of the following talent cost-savings measures do you ANTICIPATE your organization taking in the next three months? (Select all that apply)

Source: Benchmark With Gartner: Calibrate Talent Strategy Amid Market Shocks & Navigate Culture Tensions (Jun 2025), Mitigating Talent Strategy Risk Amid U.S. Policy Shifts & Tackling Skill Gaps (May 2025), Leadership Pipeline

Pressures and U.S. Tariffs Impact on Jobs (Apr 2025)
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Get actionable, objective insight to deliver on your mission-
critical priorities. Our expert guidance and tools enable faster,
smarter decisions and stronger performance. Contact us to
become a client:

U.S.: 1855 811 7593
International: +44 (0) 3330 607 044

Learn more about Gartner for HR Leaders

Stay connected to the latest insight  {in Ii}-?;_ ) (3 )
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