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THE CONNECTION IMPERATIVE

As we look toward 2027, organizations do not suffer from a lack of technology, talent,
data, or opportunity. In many respects, they have more tools, talent, and possibilities
than ever before. Al is rapidly expanding what technology can do. Organizations
have unprecedented access to workforce data and intelligence. Workers have
more ways to find opportunities and develop skills, while employers have more tools
to identify, assess, and engage talent. The potential to make work more productive,
more intelligent, and more effective continues to grow.

And yet, many of the most important challenges facing organizations and workers
remain stubbornly difficult to solve. Employers struggle to find the capabilities they
need while qualified people struggle to find meaningful opportunities. Organizations
invest heavily in Al while still determining how work, jobs, management, and
operating models must change around it. Workers are asked to continuously adapt
while concerns about trust, job security, financial wellbeing, caregiving, and the
future of work intensify. Technology can create extraordinary new capacity and
enterprise value without answering the question of how that value will ultimately
benefit workers, customers, organizations, and other stakeholders.

The challenge is the growing disconnects that have emerged between them.

This is the central idea behind H3 HR Advisors' 2027 Workplace Trends Report. The
organizations best positioned for the next era of work will be those that improve
their ability to make connections: connecting people with opportunity, skills with
changing business needs, technology with human capability, strategy with
organizational readiness, managers with the capacity to lead, intelligence with
trust, productivity with shared value, and workforce needs with meaningful
organizational support.

To understand these challenges, we looked beyond individual workplace trends
and considered the broader signals emerging across labor markets, technology,
economics, demographics, organizations, and the experience of workers
themselves. Individually, these developments can appear to be separate issues.
Viewed together, they reveal a series of deeper disconnects in how work and
organizations are evolving,.
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OUR APPROACH

Our approach follows a simple progression: Signals reveal Disconnects.
Disconnects point toward deeper Truths. Those Truths identify the Organizational
Capabilities that will matter next. And these ultimately suggest how workplace
technology should and must adapt to support organizations and people.

Through that lens, we see seven gaps becoming particularly consequential as
organizations enter 2027:

e Labor Market Matching Gap

Development Gap

Organizational Clarity Gap

Management Capacity Gap

Trust Gap

Distribution Gap

Expectation Gap

Each represents a different disconnect, but they share a common theme.
Organizations increasingly possess powerful resources and capabilities while
struggling to connect them in ways that produce better outcomes for businesses
and people.

The seven Gaps point toward a workplace being reshaped simultaneously by
technology, economic pressure, demographic change, evolving worker needs, and
new expectations for organizational performance. Navigating this environment will
require more than responding to each new development as it emerges.

Organizations need capabilities that allow them to continuously connect people,
work, technology, leadership, and opportunity as conditions change.
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TREND 1

THE LABOR MARKET
MATCHING GAP

The Labor Market Matching Gap is the growing disconnect between people
seeking opportunity and organizations seeking capability. Despite
unprecedented access to talent, data, recruiting technology, and Al, employers
and workers are often becoming less effective at finding one another.

The Signals

The signals show a labor market with plenty of people, jobs, data, and technology - but
increasingly poor matching. Rising application volume, rapidly changing skill needs,
automated filtering, and fewer early-career opportunities are making it harder for
employers to find the right talent and for workers to find the right path in.

What It Reveals

The labor market’s challenge is about matching capability to opportunity, not simply
finding more people. Organizations that can recognize potential, adjacent skills, and
transferable capability instead of relying only on credentials and past experience will
be better positioned to find talent and open overlooked pathways to work.

What Organizations Need

Understand the capabilities the work requires
o Recognize capability and potential wherever it exists

3 Connect people to opportunity more intelligently
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TREND 2

———a

THE DEVELOPMENT GAP

The Development Gap is the distance between the capabilities that
organizations expect and the developmental experiences they provide. As Al
reshapes entry-level work, career paths become less predictable, and
managers have less time to coach, organizations need adaptable and
experienced talent but can not assume the workplace will develop it on its own.

The Signals

The signals show organizations expecting more readiness and Al fluency from
employees while the systems that build those capabilities are weakening. Entry-level
work is changing, learning investment is strained, apprenticeship is less visible, and
managers are being asked to develop talent without enough time or support.

What It Reveals

For years, the career ladder quietly served as one of the workplace’s most important
development systems. As that ladder becomes less dependable, organizations can no
longer consume experience without creating it. THe challenge is designing clearer
pathways for employee capability and growth.

What Organizations Need

Design development into the work itself
o Create clearer pathways for experience and growth

3 Equip managers and systems to build talent intentionally
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TREND 3

THE ORGANIZATIONAL
CLARITY GAP

Organizations are adopting Al faster than they can define what success looks
like. While investments in technology, skills, and experimentation continue to
grow, many organizations have yet to determine which business outcomes they
want to improve. The challenge is no longer simply implementing Al. It is
creating the organizational clarity needed to translate Al capabilities into
meaningful, measurable results.

The Signals

Al adoption is accelerating, but enterprise-wide impact remains limited. Organizations
are investing in skills before redefining work, expanding pilots without clear measures of
success, and pursuing use cases without identifying the outcomes that matter most.
Meanwhile, employees are finding practical applications for Al, often ahead of formal
organizational strategies. Together, these signals reveal a growing disconnect between
Al activity and business value.

What It Reveals

The greatest barrier to realizing Al's potential may be a lack of organizational
alignment. Without a shared definition of success, even well-intentioned investments in
training, tools, and work redesign can produce activity without meaningful
improvement. The organizations that succeed will be those that define their desired
outcomes first, then align people, processes, and technology to achieve them.

What Organizations Need

Clearly defined business outcomes that guide Al investments and establish what
success looks like

o Leadership alignment and intentional work redesign that connect Al capabilities
to organizational priorities

3 Meaningful measures of business impact that move beyond adoption and activity
to demonstrate real value
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TREND 4 \

THE MANAGEMENT
CAPACITY GAP

Organizations have flattened structures, expanded spans of control, increased
coaching expectations, and put managers at the center of change and Al
adoption. Yet every one of those decisions asks managers to do more without
increasing their capacity to lead. The result is a growing gap between what
organizations expect managers to deliver and what they can realistically
absorb. When that gap widens, execution suffers.

The Signals

Managers today are taking on broader responsibilities, larger teams, fewer layers, and
constant transformation. As coaching, performance, employee support, technology
adoption, and change leadership are added to the role, capacity is stretched. That
growing gap between expectations and available time is beginning to slow execution
and limit the value organizations can realize from transformation and Al

What It Reveals

These signals reveal that management capacity, rather than technology or strategy
alone, is becoming a critical constraint on organizational performance. Unless
organizations redesign managerial work and provide stronger support, the leaders
responsible for translating transformation into results may become the limiting factor
in execution.

What Organizations Need
A deliberate strategy for managerial capacity
° Human-Al work design, not just Al deployment

3 Anew leadership support model
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TREND 5

THE TRUST GAP

Organizations know more about their workforces than at any point in history.
Through a variety of tools such from HR systems to Al-powered tools, leaders
can now see patterns in how people work, communicate, learn, perform, and
engage. What was once primarily reporting data has become a source of
prediction and influence. At the same time, many employees have only a limited
understanding of what information is collected, how it is used, and what role it
plays in decisions that affect them.

The Signals

In recent years, as Al investments are accelerating, there is a widening gap in the level
of confidence employees have in their organizational leaders. And as confidence
erodes, they lose trust in the organization overall. At H3HR Advisors we have seen this
occur as Al implementation metrics are prioritized over trust metrics. Employees want
to understand how their data, and Al, are being used and how it influences the
decisions made around them.

What It Reveals

This reveals that trust in the workplace is not something organizations can assume. As
employee become more skeptical of the systems and decisions they don’'t understand,
they begin to push for more transparency. And as Al, analytics, and automation
become more embedded in work, transparency is becoming the foundation of trust.

What Organizations Need

Trust built through transparency

Assurance that technology, and specifically the use of Al, is enhancing human
judgement

3 Focus beyond implementation by exploring technology legitimacy
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TREND 6

———a

THE DISTRIBUTION GAP

The Distribution Gap is the growing disconnect between the value
organizations create through Al and technology and how much of that value
translates into better outcomes for workers. Productivity and efficiency can
increase without automatically improving compensation, workload, job quality,
development, opportunity, or employment security.

The Signals

The signals show Al creating greater productivity and capacity without o
predetermined outcome for workers. Productivity gains are not automatically
bbecoming worker gains, organizations are still deciding what to do with Al-created
capacity, workforce reduction is emerging as one option, and access to the benefits
of Al'is becoming increasingly uneven across the workforce.

What It Reveals

Technology creates value, but it does not determine who benefits from that value or
how. Organizations ultimately choose whether Al-created gains become growth, profit,
lower costs, reduced headcount, employee development, better jobs, greater
opportunity, or some combination. The challenge is moving from simply capturing
technological value to intentionally designing how that value is used.

What Organizations Need
Define technology value more broadly than productivity and ROI
o Intentionally decide where Al-created capacity and gains should go

3 Create pathways for workers to participate in the upside of technological change
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TREND 7

THE EXPECTATION GAP

The Expectation Gap is the widening disconnect between what workers and
society increasingly look to employers to provide and what organizations can
realistically, sustainably, and equitably deliver through employment. As
healthcare costs rise, caregiving pressures grow, financial and mental
wellbeing challenges intensify, and expectations for employer support expand,
organizations are being asked to do more at the same time they are under
pressure to reduce cost and complexity.

The Signals

The signals show more of life’'s challenges arriving at work. Employer-sponsored
healthcare is becoming more essential and more expensive, caregiving demands are
reshaping workforce participation, financial and mental wellbeing pressures are
affecting employees on the job, and the definition of employer support continues to
expand faster than organizations’ capacity to provide everything equally.

What It Reveals

Employers did not create most of these pressures and cannot solve them
independently, but when they affect employees’ ability to participate, perform, develop,
or remain in the workforce, organizations cannot simply ignore them. The challenge is
deciding where employer action can make a meaningful difference and where the
limits of organizational responsibility must be recognized.

What Organizations Need
Stay connected to the changing realities affecting employees

o Focus support where it can improve workforce participation and success

3 Adapt benefits and work practices while recognizing the limits of the
employer’s role
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CONCLUSION

Entering 2027, the workplace is full of contradictions. Organizations have
extraordinary technology but are still learning how to redesign work around it.
Employers need skills while workers search for opportunity. Al can create new
capacity while raising questions about jobs, trust, development, and who ultimately
will benefit. And crucially, workers face growing pressures inside and outside work
while organizations confront their own demands for greater productivity, efficiency,
and adaptability.

The seven Gaps explored in this report point toward a common imperative:
organizations need to become better at making connections. Connecting people
with opportunity. Learning with changing work. Technology with organizational
readiness. Managers with the capacity to lead. Intelligence with trust. Productivity
with shared value. And the workforces’ needs with meaningful support.

None of these connections will happen automatically. They require deliberate
choices about how work is designed, how technology is deployed, how people are
developed, how managers are supported, and how organizational value is created
and shared. They also require leaders to listen closely to their workforce and
understand the broader economic, technological, demographic, and social context
in which their people live and work.

There are reasons for optimism. Organizations have more tools, intelligence,
knowledge, and technological capability available to them than at any time in
history. Al will expand those possibilities even further. The opportunity now is to
translate that potential into stronger organizations and better work.

The organizations that lead through this next era will approach these choices
intentionally. They will recognize change early, understand its implications, invest in
the capabilities their people and businesses need, and remain willing to adapt.

The future of work will not be determined by technology alone. It will be shaped by

the choices organizations make about how technology, talent, leadership,
opportunity, and value connect.
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	To understand these challenges, we looked beyond individual workplace trends and considered the broader signals emerging across labor markets, technology, economics, demographics, organizations, and the experience of workers themselves. Individually, these developments can appear to be separate issues. Viewed together, they reveal a series of deeper disconnects in how work and organizations are evolving.
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	The seven Gaps point toward a workplace being reshaped simultaneously by technology, economic pressure, demographic change, evolving worker needs, and new expectations for organizational performance. Navigating this environment will require more than responding to each new development as it emerges.
	Organizations need capabilities that allow them to continuously connect people, work, technology, leadership, and opportunity as conditions change.
	TREND 1

	THE LABOR MARKET MATCHING GAP
	The Labor Market Matching Gap is the growing disconnect between people seeking opportunity and organizations seeking capability. Despite unprecedented access to talent, data, recruiting technology, and AI, employers and workers are often becoming less effective at finding one another.
	The Signals
	The signals show a labor market with plenty of people, jobs, data, and technology - but increasingly poor matching. Rising application volume, rapidly changing skill needs, automated filtering, and fewer early-career opportunities are making it harder for employers to find the right talent and for workers to find the right path in.

	What It Reveals
	The labor market’s challenge is about matching capability to opportunity, not simply finding more people. Organizations that can recognize potential, adjacent skills, and transferable capability instead of relying only on credentials and past experience will be better positioned to find talent and open overlooked pathways to work.

	What Organizations Need
	Understand the capabilities the work requires
	Recognize capability and potential wherever it exists
	Connect people to opportunity more intelligently

	TREND 2

	THE DEVELOPMENT GAP
	The Development Gap is the distance between the capabilities that organizations expect and the developmental experiences they provide. As AI reshapes entry-level work, career paths become less predictable, and managers have less time to coach, organizations need adaptable and experienced talent but can not assume the workplace will develop it on its own.
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	TREND 3

	THE ORGANIZATIONAL CLARITY GAP
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	The greatest barrier to realizing AI's potential may be a lack of organizational alignment. Without a shared definition of success, even well-intentioned investments in training, tools, and work redesign can produce activity without meaningful improvement. The organizations that succeed will be those that define their desired outcomes first, then align people, processes, and technology to achieve them.

	What Organizations Need
	Clearly defined business outcomes that guide AI investments and establish what success looks like
	Leadership alignment and intentional work redesign that connect AI capabilities to organizational priorities
	Meaningful measures of business impact that move beyond adoption and activity to demonstrate real value

	TREND 4

	THE MANAGEMENT CAPACITY GAP
	Organizations have flattened structures, expanded spans of control, increased coaching expectations, and put managers at the center of change and AI adoption. Yet every one of those decisions asks managers to do more without increasing their capacity to lead. The result is a growing gap between what organizations expect managers to deliver and what they can realistically absorb. When that gap widens, execution suffers.
	The Signals
	Managers today are taking on broader responsibilities, larger teams, fewer layers, and constant transformation. As coaching, performance, employee support, technology adoption, and change leadership are added to the role, capacity is stretched. That growing gap between expectations and available time is beginning to slow execution and limit the value organizations can realize from transformation and AI.

	What It Reveals
	These signals reveal that management capacity, rather than technology or strategy alone, is becoming a critical constraint on organizational performance. Unless organizations redesign managerial work and provide stronger support, the leaders responsible for translating transformation into results may become the limiting factor in execution.

	What Organizations Need
	A deliberate strategy for managerial capacity
	Human-AI work design, not just AI deployment
	A new leadership support model

	TREND 5

	THE TRUST GAP
	Organizations know more about their workforces than at any point in history. Through a variety of tools such from HR systems to AI-powered tools, leaders can now see patterns in how people work, communicate, learn, perform, and engage. What was once primarily reporting data has become a source of prediction and influence. At the same time, many employees have only a limited understanding of what information is collected, how it is used, and what role it plays in decisions that affect them.
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	In recent years, as AI investments are accelerating, there is a widening gap in the level of confidence employees have in their organizational leaders. And as confidence erodes, they lose trust in the organization overall. At H3HR Advisors we have seen this occur as AI implementation metrics are prioritized over trust metrics. Employees want to understand how their data, and AI, are being used and how it influences the decisions made around them.

	What It Reveals
	This reveals that trust in the workplace is not something organizations can assume. As employee become more skeptical of the systems and decisions they don’t understand, they begin to push for more transparency. And as AI, analytics, and automation become more embedded in work, transparency is becoming the foundation of trust.

	What Organizations Need
	Trust built through transparency
	Assurance that technology, and specifically the use of AI, is enhancing human judgement
	Focus beyond implementation by exploring technology legitimacy

	TREND 6

	THE DISTRIBUTION GAP
	The Distribution Gap is the growing disconnect between the value organizations create through AI and technology and how much of that value translates into better outcomes for workers. Productivity and efficiency can increase without automatically improving compensation, workload, job quality, development, opportunity, or employment security.
	The Signals
	The signals show AI creating greater productivity and capacity without a predetermined outcome for workers. Productivity gains are not automatically becoming worker gains, organizations are still deciding what to do with AI-created capacity, workforce reduction is emerging as one option, and access to the benefits
	of AI is becoming increasingly uneven across the workforce.

	What It Reveals
	Technology creates value, but it does not determine who benefits from that value or how. Organizations ultimately choose whether AI-created gains become growth, profit, lower costs, reduced headcount, employee development, better jobs, greater opportunity, or some combination. The challenge is moving from simply capturing technological value to intentionally designing how that value is used.

	What Organizations Need
	Define technology value more broadly than productivity and ROI
	Intentionally decide where AI-created capacity and gains should go
	Create pathways for workers to participate in the upside of technological change

	TREND 7

	THE EXPECTATION GAP
	The Expectation Gap is the widening disconnect between what workers and society increasingly look to employers to provide and what organizations can realistically, sustainably, and equitably deliver through employment. As healthcare costs rise, caregiving pressures grow, financial and mental wellbeing challenges intensify, and expectations for employer support expand, organizations are being asked to do more at the same time they are under pressure to reduce cost and complexity.
	The Signals
	The signals show more of life’s challenges arriving at work. Employer-sponsored healthcare is becoming more essential and more expensive, caregiving demands are reshaping workforce participation, financial and mental wellbeing pressures are affecting employees on the job, and the definition of employer support continues to expand faster than organizations’ capacity to provide everything equally.

	What It Reveals
	Employers did not create most of these pressures and cannot solve them independently, but when they affect employees’ ability to participate, perform, develop, or remain in the workforce, organizations cannot simply ignore them. The challenge is deciding where employer action can make a meaningful difference and where the limits of organizational responsibility must be recognized.

	What Organizations Need
	Stay connected to the changing realities affecting employees
	Focus support where it can improve workforce participation and success
	Adapt benefits and work practices while recognizing the limits of the employer’s role


	CONCLUSION
	Entering 2027, the workplace is full of contradictions. Organizations have extraordinary technology but are still learning how to redesign work around it. Employers need skills while workers search for opportunity. AI can create new capacity while raising questions about jobs, trust, development, and who ultimately will benefit. And crucially, workers face growing pressures inside and outside work while organizations confront their own demands for greater productivity, efficiency, and adaptability.
	The seven Gaps explored in this report point toward a common imperative: organizations need to become better at making connections. Connecting people with opportunity. Learning with changing work. Technology with organizational readiness. Managers with the capacity to lead. Intelligence with trust. Productivity with shared value. And the workforces' needs with meaningful support.
	None of these connections will happen automatically. They require deliberate choices about how work is designed, how technology is deployed, how people are developed, how managers are supported, and how organizational value is created and shared. They also require leaders to listen closely to their workforce and understand the broader economic, technological, demographic, and social context in which their people live and work.
	There are reasons for optimism. Organizations have more tools, intelligence, knowledge, and technological capability available to them than at any time in history. AI will expand those possibilities even further. The opportunity now is to translate that potential into stronger organizations and better work.
	The organizations that lead through this next era will approach these choices intentionally. They will recognize change early, understand its implications, invest in the capabilities their people and businesses need, and remain willing to adapt.
	The future of work will not be determined by technology alone. It will be shaped by the choices organizations make about how technology, talent, leadership, opportunity, and value connect.


