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2026 key HR budget benchmarks

HR productivity and activity allocation
The top spending areas are recruiting ($461 per employee),  
HR administration ($280 per employee) and total rewards  
($273 per employee).

On average, HR functions allocate one HR FTE  
for every 62 employees.

The leading HR investment priority for 2026  
is HR technology, followed by L&D and  
talent management.

Explore how your organization compares with the 
typical HR spend for your industry
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Median HR functional spend 
as a percentage of revenue 
across industries.

Median HR function share 
of organizational operating 
expenses.

Median HR function spend 
per employee annually.  

$2,7991.22%0.67%

2026 CHRO Budget 
Benchmarks
Compare your HR function’s budget efficiency against  
peers and prioritize future HR investments.

HR activity area spend and number of HR FTE

HR productivity ratios

n = 92 – 152 HR leaders 
The n-size varies because not every HR function covers every subfuctional area reflected in the benchmarking assessment. Also, some organizations 
have outsourced certain HR, which means outsourced activities only appear on the spending side, not on the HR staffing ratio side. 
Source: 2025 Gartner HR Budget & Efficiency Benchmarking Survey

n = 412 HR leaders 
Source: 2025 Gartner HR Budget & Efficiency Benchmarking Survey

HR activity area spend per 
employee p.a. (median)

Number of HR FTEs per 
1,000 employees (median)

Staffing and recruiting 2.61$461

Healthcare providers, pharmaceuticals,
life sciences, medical products

80

HR technology

HR administration 2.31$280

Manfacturing 65

Learning and development

Total rewards 1.26$273

Technology and telecom 59

Total rewards

HR technology 0.73$265

Insurance 58

Talent management

Learning and development 1.30$216

Professional services 55

Staffing and recruiting

Payroll 1.41$200

Banking and financial services 53

People analytics

Employee relations 1.23$163

Energy and utilities 48

Organizational design and 
change management

Talent management 0.83$136

Consumer goods 48

Payroll and employee  
administration

Organizational design and 
change management 0.52$102

Workforce planning 0.41$91

Diversity, equity and inclusion 0.33$76

Talent analytics 0.43$59

Why it matters: 
HR productivity ratios are key 
measures of HR productivity and 
operational efficiency that help 
CHROs assess whether the HR 
function is optimally structured 
to support the workforce.

Why it matters: 
The 2026 budget outlook 
remains conservative, continuing 
a trend observed since 2023. 

Why it matters: 
Analyzing spending and staffing 
ratios across HR activity areas 
provides insights into how 
HR resources are allocated to 
support key HR services.

Diversity, equity and inclusion

Cross industry  
median: 62

Rank difference 
from 2025

HR investment areas 2026

n = 93 – 92 HR leaders 
Source: 2025 Gartner HR Budget & Efficiency Benchmarking Survey
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About the report
This is a snapshot of an exclusive Gartner  
survey of almost 500 global organizations.  
The complete report, available for Garner  
clients, delivers proprietary benchmarks 
across seven key areas, including HR spend, 
productivity and budget trends.

CHROs can use key budget benchmark  
insights to: 

1.	 Quantify investment gaps.

2.	 Redirect resources to high-value priorities.

3.	 Defend HR budgets and build executive  
trust in HR’s financial stewardship.
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https://www.gartner.com/en/human-resources/trends/hr-budget/get-started?utm_campaign=RM_GB_2026_HRL_NPP_IA1_BUDG

