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Work Trend 
Index 2025

We surveyed 31,000 people across 
31 countries, analyzed labor and hiring 
trends from LinkedIn, studied Microsoft 365 
productivity patterns globally—and 
interviewed AI startups, economists, 
and academics shaping the future of work.



What is an AI Frontier Firm?

The Frontier Firm Defined
A next-generation company that fuses human judgment with AI agents to scale 
faster, work smarter, and unlock new value - powered by on-demand intelligence 
and human + agent hybrid teams.

Core Characteristics
• AI-operated, human-led: Agents execute tasks; humans provide oversight.

• Work Chart vs Org Chart: Teams form around outcomes, not departments.

• Agent boss mindset: Every employee manages and collaborates with AI agents.

Why This Matters Now 
• 82% of leaders say 2025 is a pivotal year to rethink strategy and operations.*

• 80% expect agents to be integrated into their AI strategy within 12–18 months.*

• Frontier Firms outperform peers in productivity, innovation, and speed to value

*2025 – Microsoft Work Trend Index Report

Microsoft Work Trends Index Report

https://www.microsoft.com/en-us/worklab/work-trend-index/2025-the-year-the-frontier-firm-is-born
https://www.microsoft.com/en-us/worklab/work-trend-index/2025-the-year-the-frontier-firm-is-born
https://www.microsoft.com/en-us/worklab/work-trend-index/2025-the-year-the-frontier-firm-is-born
https://www.microsoft.com/en-us/worklab/work-trend-index/2025-the-year-the-frontier-firm-is-born


Journey to the Frontier Firm 

Phase 1

Human with assistant

Every employee has 
an AI assistant that 

helps them work better 
and faster

Phase 2

Human-led agents

Agents join teams as “digital 
colleagues,” taking on 

specific tasks at human 
direction

Phase 3

Human-led, agent-operated

Humans set direction and 
agents run entire business 
processes and workflows,  

checking in as needed



Transformation is Hard

Culture 
Transformation

85%

AI 
Transformation

95%

Source: McKinsey, 2021; MIT Nanda, 2025





Leading from the top
Executive Imperative, Leadership R&Rs, Where to Begin

• AI transformation isn’t a technology rollout—it’s a leadership mandate.

• Adoption scales when leaders set the tone through visible behavior, clear 

communication, and culture. 

• Start with high-impact wins to drive measurable business results.



Leading AI from 
the top

Approach

Leader-Led AI Culture

Impact

A Ripple Effect of Adoption and Trust

Results
Accelerated Transformation



The biggest challenge with AI isn’t building or 
deploying it — it’s getting people to change the 
way they work.“

–Satya Nadella

June 2025 – Fireside Chat at Y Combinator “Future of Work” Event

https://www.businessinsider.com/satya-nadella-microsoft-ceo-ai-changing-how-people-work-jobs-2025-6
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