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Over half of HR considered a career change 
this year.
HR’s hand is on the escape hatch. When asked whether they were thinking 
about leaving HR, the below respondents said yes.

Overall

Geography

Europe
US

Collar

Grey Collar
Blue Collar
White Collar

31%

32%

37%

38%

40%

48%

40% 50% 60%

70%

70%

41%

2026
|

40% 50%

55%

60% 70%

40%

44%

48%

50%

58%

60% 70%

2027
|

It’s okay to leave HR, but it’s not okay to abandon what you believe in 
because it got hard. If you believe in a way of doing this work and your 
organization won’t let you do it, don’t shrink; go build it somewhere else.

Chuck Marcelin

Director of HR @ HVPG



https://www.linkedin.com/in/daviddruzynski
https://fleetworthy.com/
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F             or high-performing teams 
             (those exceeding their 
goals), performance management 
requires intricate infrastructure, 
where every cog that connects 
people, process, and tech is 
precisely placed to move in concert 
with the others.



Performance isn’t top of their priority list — it 
doesn’t need to be. They’re far more 
intentional about curating the conditions 
that enable it.



“The teams that are thriving right now are 
leveraging AI to climb out of the back office 
and automate the administrative side of their 
work,” said Erin Grau, cofounder at Charter 
and chief operating and AI officer at The San 
Francisco Standard. “They’re reinvesting that 
time in the work only they can do, like 
coaching managers, codifying culture, 
planning which skills the company 
needs going forward, and building 
organizational trust.”

High performance 
is by design.

Their tech stacks are carefully curated, too. 
Top HR teams are more than twice as likely to 
cite updating HR tech as their key priority 
compared to those falling short of their goals 
(41% versus 20%).


But it’s not just what these high performers 
do; it’s also how they’re supported. They’re 
the outcome of a broader environment that’s 
primed for performance — one where senior 
leadership prioritizes psychological safety 
(75% versus 40%) and company culture over 
productivity (72% versus 36%).


And when HR feels valued, heard, and safe to 
challenge, it pays off for the whole 
organization: Top HR teams are more than 
twice as likely as underperforming ones to 
say their employees are highly engaged (85% 
versus 40%), and ten times more likely to say 
employees are exceeding the company’s 
goals (42% versus 4%).

2X
Top HR teams are more than 2x as 
likely to be updating HR tech in 
2027 than low-performing teams.

People-first can often be 
conflated with ‘Do whatever 
your people want.’ In my 
mind, it’s involving your 
people in the performance 
you’re trying to achieve.

Matt McFarlane

Founder @ Startup 
People Summit

https://www.linkedin.com/in/eringrau/
https://www.charterworks.com/
https://sfstandard.com/
https://sfstandard.com/
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P             erformance and 
             engagement have long been 
HR’s most enduring power couple, 
but our 2027 data shows the     
signs of an impending breakup, a 
burgeoning dynasty for 
performance and tech, and a 
record low for DEIB. What gives?



“Dare I say we’re experiencing a vibe shift?” 
commented Hebba Youssef, founder of I Hate 
It Here and CPO at Workweek. “For a long 
time there was the ‘We care about our 
people’ mentality, and it often didn’t get 
checked against the costs. Then budgets 
tightened, headcount got way leaner, and 
there’s no slack left when it comes to 
performance. Also factor in the ever-evolving 
and somewhat unproven AI layer. For better 
or for worse, AI is somewhat raising the bar 
on what ‘meets expectations’ even means. 
And because of that, performance went from 
an HR ritual to a board-level question and 
organization-wide focus.”



While performance management has this 
year’s sash and crown, a new challenger is 
emerging from HR’s overstuffed to-do list: 
updating HR tech. Almost one-third (32%) of 
HR professionals reported it as a key focus for 
the coming year, a more than twofold 
increase since 2025.




Performance and 
tech are business 
imperatives.

Coincidence? We don’t think so. Just as 
performance and engagement are cosmically 
aligned, performance and HR tech seem to 
be in the same kind of orbit.


HR tech is what keeps performance in 
perpetual motion, structuring feedback, 
goals, and employee growth into a 
repeatable, data-driven process that runs 
year-round. But HR tech only delivers those 
insights when managers and employees give 
it something meaningful to work with.

Dare I say we’re 
experiencing a vibe shift? 
For better or for worse, AI is 
somewhat raising the bar 
on what ‘meets 
expectations’ even means. 
And because of that, 
performance went from an 
HR ritual to a board-level 
question and organization-
wide focus.

Hebba Youssef

CPO @ Workweek

https://www.linkedin.com/in/hebba-youssef/
https://hateithere.co/
https://hateithere.co/
https://workweek.com/








https://www.linkedin.com/in/ashmalvarado
https://www.awaytravel.com/
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Co-Designing 
Performance Processes 
With Your People
Employees can tell the difference 
between a performance 
management system designed to 
enable them and one designed to 
control them.


Pay-for-performance and PIPs may pull on the 
strings that drive short-term motivation. But 
they’re tactics. If organizations want greater 
predictability around performance, they need 
to create the conditions and culture to 
support it.


Case in point: PIPs can feel like one step away 
from being fired when they’re used too late 
or in the absence of meaningful context.


“A well-executed PIP should always represent a 
genuine opportunity to improve. Employees 
deserve clear expectations, regular coaching, 
and an honest assessment of where they 
stand throughout the PIP,” said Druzynski. 
“When delivering a PIP, managers should use 
the conversation as an opportunity to inspire 
confidence in the employee, and let them 
know that they support them and believe in 
them.”


That same openness needs to run across the 
entire system.


“People-first can often be conflated with ‘Do 
whatever your people want,’” McFarlane said. 
“In my mind, it’s involving your people in the 
performance you’re trying to achieve.”

A well-executed PIP should always represent a genuine 
opportunity to improve. Employees deserve clear 
expectations, regular coaching, and an honest 
assessment of where they stand throughout.

Dave Druzynski

CPO @ Fleetworthy
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Involvement means transparency in how 
performance is defined and how decisions 
are made. Engagement survey insights can 
help you identify how your processes are 
working right now — if people know what’s 
expected of them, trust pay and promotion 
decisions, or feel like they get enough 
feedback.


From there, co-design formal and informal 
performance processes in line with how 
employees will actually get the most out of 
them. This may mean keeping your formal 
annual review while enabling managers to 
tailor informal processes — like one-on-ones 
and check-ins — to their team’s routine. It 
could also mean integrating AI into daily tools 
to shape behavior and performance between 
review cycles with in-the-moment nudges, 
McFarlane suggested.

LATTICE CAN HELP

But whatever your performance processes 
look like, employees have to be able to get 
behind your rationale. That’s the deciding 
factor in how many performance reviews your 
organization should run.


“The golden goose of performance systems is 
continuous feedback,” McFarlane said. “The 
challenge is that it’s hard to systematize. It 
doesn’t always have to be formalized, but the 
formal checks are how we capture and action 
performance. If you can better link those 
formal checks to clear outcomes (that people 
understand), you’ll be granted permission by 
your workforce to do more frequent reviews. 
Companies need to define the threshold 
between more and less reviews for 
themselves, ideally in tandem with their 
people.”

Take a Free Tour of  Lattice Performance
If HR’s driving performance, consider Lattice your navigation for reviews, 1:1s, updates, 
feedback, and more. See for yourself with a free tour.



Tour Lattice Performance

https://lattice.com/tours/performance
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Getting the 
Foundations Right Before 
Scaling AI Across HR
If HR’s expectations of AI have
finally caught up with reality, the
timing couldn’t be better. A lot of 
the work needed to integrate it into
their processes has little to do with
the tech itself.

“Part of why the results can be disappointing is
that too many teams bolt AI onto processes
that were already broken,” said Grau. “Not
enough companies have AI pointed at their 
customers, revenue, or innovation. The
companies that are winning in AI
transformation right now are the ones giving
teams tools, clear goals, and authority to 
achieve those goals and redesign how they 
work.”


Take a diagnostic look at every HR process, 
from both the functional side and the
employee-facing side. Where are there extra
steps? Where is there extra friction? Where
are employees finding workarounds or
getting stuck? Can AI solve this, or is it a 
workflow problem?

Once you’ve triaged your processes and 
where AI should sit within them, you need to 
decide what it can (and can’t) do. Grounding 
the conversation in business terms is where 
HR can give some tactical steer. 


“Bring a business lens to the conversation, not 
just a people lens,” Marcelin said. “Instead of 
stopping at ‘Is this ethical?’ the smarter 
conversation is ‘Do we need this exact model, 
or can we get the same output with a smaller 
footprint and stay just as aligned?’ The topics 
that belong on that agenda are legal 
exposure, compliance, and token usage, 
because our job is to make sure AI gets used 
well, not to block it.”


Youssef anchors this conversation around 
three questions. First, where is AI making or 
influencing decisions about people? Second, 
what data is it trained on and who checks it 
for bias? And third, what happens if it’s 
wrong?


“Anywhere the stakes are high, a human needs 
to be accountable for the final call,” Youssef 
said. “The more clarity HR can give around 
these three areas, the better the ethical 
concerns can actually be addressed.”

LATTICE CAN HELP

Take a Free Tour of Lattice AI Agent
Your always-on HR partner: See how to get instant answers, coaching insights, 
evidence-based performance reviews, and more with a free tour. 

Tour Lattice AI

https://lattice.com/tours/ai-agent
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Both of those cultural conditions — 
psychological safety and tangible company 
values — push toward the same outcome: 
higher engagement and performance for 
employees and the HR teams that support 
them.


Having values posters on the wall is one thing, 
but values lived in public is another. And when 
organizations do nail their colors to the mast, 
it really resonates. The share of companies 
that frequently take political stances dropped 
from 30% to 22% since last year, but they still 
see higher engagement than those that don’t 
(88% versus 48%).

AI adoption thrives in a 
culture of experimentation 
and high trust where 
people can show their 
work, learn out loud, and 
share what’s working and 
what’s not.

Erin Grau

Cofounder @ Charter

Where psych safety goes, performance 
follows.
Far from a “nice to have,” psychological safety has a real impact on how 
HR teams show up.

75%

HR is exceeding their goals
6%

75%

9%

2%

HR is burned out
41%

 Leaders prioritize psych safety  Leaders do not prioritize psych safety

HR is excited about AI
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Positioning Every 
People Program as 
Business Strategy
HR teams across almost every 
country we surveyed agreed that 
their leading challenge this year is 
“aligning HR strategy with business 
goals.” And when even the 
initiatives that make people stay — 
like engagement and growth — are 
under scrutiny, alignment is where 
everything has to start.


“If you’re the CPO, your job is to understand 
what your business is trying to achieve 
commercially, and determine how best to 
enable that through your people,” McFarlane 
said. “The CEO often isn’t an HR professional, 
so they’re counting on you to have the same 
focus as they do — but with a people lens. If 
your HR strategy isn’t also the business’s 
strategy, then it’s the wrong strategy."

The goal is to frame your people programs 
with business performance in the front, and 
HR in the back. 


“Executive teams don’t wake up thinking about 
engagement scores. They wake up thinking 
about growth, customers, execution, and 
risk,” Druzynski said. “Don’t tell executives 
engagement is low. Show them how 
improving engagement will reduce turnover, 
improve customer experience, and accelerate 
growth. When HR consistently connects its 
work to business outcomes, it stops being 
viewed as a support function and becomes a 
strategic partner.”

52%
of HR leaders say having influence across 
the organization brings them satisfaction 
in the job.
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Generally, HR leaders want to fill that 
strategic role; 52% say having influence 
across the organization brings them 
satisfaction in the job. And while positioning 
people programs in business terms is helpful, 
nurturing your relationship with executives is 
crucial, too.


The HR leaders with great C-suite 
relationships have a shared language 
around value, and clear alignment on how 
HR proactively supports the business through 
people programs. In the end, that alignment 
makes proving HR’s value less of a  
solo mission.

“I don’t think that’s one person’s job," Marcelin 
said. “It’s every individual’s job to understand 
what page the business is already on, and to 
make sure the chapters they’re writing align 
with that story. HR’s role isn’t to force 
alignment — it’s to translate it.”

LATTICE CAN HELP

Take a Free Tour of Lattice Engagement
Build a culture where everyone thrives. See how Lattice automatically transforms data into 
useful insights, action plans, and a presentation-ready slide deck.



Tour Lattice Engagement

https://lattice.com/tours/engagement
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When it comes to tech, 
HR has some regrets.

But AI isn’t the only reason HR is looking for 
new tech. Almost half (47%) of HR teams said 
that at least one solution purchased in the 
last two years underperformed expectations 
or was a clear mistake.


So, what had HR leaders hovering ruefully 
over the cancel button?AI enthusiasts are far more likely to mark 

upgrading their tech as a priority compared 
to skeptics (39% versus 23%), perhaps 
because they want to replace lingering legacy 
platforms with options that integrate AI 
more readily. 


“I’ve seen firsthand how AI in our hands can 
be invaluable for optimizing our 
organizations,” Alvarado said. “AI can be a real 
force multiplier for enablement and 
productivity, and I don’t think that’s been 
unlocked to its fullest potential yet. Be the 
person who brings these ideas to the 
forefront and redefines what it actually 
means to be an HR function.”

50% 34%
cited integration 
challenges and 
complicated platforms.

said functionality fell 
short of expectations.

18% 18%
cited opaque pricing and 
unexpected fees.

said the platform simply 
wasn’t worth it.

No matter the reason, there’s a desire for 
better HR tech across several segments, 
with a definite pattern among organizations 
with a higher degree of complexity or 
operational pressure.

Click.  lick. Add to cart. Repeat. HR’s 
tech    supermarket sweep has only 
just begun as leaders everywhere 
hustle to update their stack before 
the year is through.

C

AI can be a real force multiplier for enablement and productivity, and I 
don’t think that’s been unlocked to its fullest potential yet. Be the person 
who brings these ideas to the forefront and redefines what it actually 
means to be an HR function.

Ashley Alvarado

Director of People Strategy @ Away
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Building a 
Stronger Case 
Before You Buy
Playtime’s over. HR teams are 
getting serious about optimizing 
their tech stack. But as HR’s 
processes only get more tech-
enabled, the stakes get higher with 
every bad buy. One bad tool is an 
annoyance, but a whole fleet of 
them can derail employees’ daily 
productivity.


“A failed HR tech implementation is more than 
a wasted budget line — it’s a trust problem,” 
Marcelin said. “Every tool switch touches real 
people’s daily workflows, and if it goes badly, 
that damage follows the HR leader who 
championed it, sometimes for the rest of 
their tenure.”


The right buying strategy can help squash 
that regret, and the patterns in this year’s 
data point to where it starts. Beyond 
functionality and integration challenges, 
almost a quarter (23%) of respondents said 
that their team wasn’t ready for a new 
solution, while a further 16% felt their 
platform was more robust than they 
actually needed.


That mismatch between tech ambition and 
organizational readiness means assessing fit 
is non-negotiable. 

Start with the use case or job to 
be done, mapping it to a clearly 
defined process problem or 
outcome, rather than external 
pressure or a hunch that an 
upgrade is overdue. 



Gather data to support the 
impact of that challenge, 
including adoption rates, 
employee dissatisfaction with 
your current solution, or 
operational metrics that underline 
the cost to the business, such as 
error rates, turnaround times, or 
unplanned spend.



Then, understand your tech and 
operational limitations — the 
specific factors about your 
organization that might make 
implementation fail — such as a 
globally distributed workforce, 
specific compliance needs, or 
an HR team of one with limited 
IT support.



Finally, once you’re in 
conversations with vendors, 
pressure-test those failure points 
against what the platform can do, 
and what it can’t.
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”Before I bring in anything new, I want it hitting 
close to five things: better technology, better 
pricing, better customer support, meaningful 
AI or automation value, and clean compliance 
for our industry,” Marcelin said. Honesty is 
also crucial. “I trust a vendor more who tells 
me their tech is a 6 out of 10 and their 
support is excellent than one who tells me 
they’re better than every competitor on 
every dimension, because the grass is never 
that green.”

Beyond functionality and 
integration challenges, almost 
a quarter (23%) of 
respondents said that their 
team wasn’t ready for a new 
solution, while a further 16% 
felt their platform was more 
robust than they actually 
needed.

LATTICE CAN HELP

Take a Free Tour of Lattice
Clear eyes, full carts, can’t choose? Discover why the Lattice People Management Platform 
is the best option to create a high-performance culture where your people grow, your 
managers lead, and your teams succeed.



Tour Lattice

https://lattice.com/tours/lattice
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People + AI 
Succeeding Together
Lattice is the #1 AI-powered people platform that turns managers into
leaders, employees into high performers, and companies into the best places
to work. Lattice provides interconnected and intuitive HR tools designed to 
help people and AI succeed together.


With offices across North America and the UK, Lattice serves more than 5,000 customers 
worldwide, including Brilliant Earth, Calm, Figma, Intercom, NPR, Tide, and more. The company is 
recognized as one of Inc.’s Best in Business and a Deloitte Technology Fast 500™ company for
business excellence, growth, and innovation.

Request a demo Take a tour

Lattice is an
incredibly intuitive
and easy-to-use
product. I
particularly like how 
simplified it is and
appreciate working 
with their team. We 
work as partners,
truly collaborating
on solutions.

Rabilyn Abalo

Organizational 
Development Manager 
@ Strava

Lattice gave us a
place to codify the 
capabilities we want 
to develop org-wide. 
Connecting skills to 
growth plans and 
performance
conversations
supports the
continuous growth 
employees expect.

Kara Hannigan

Sr. Director, People 
Development @
PitchBook

Lattice has
transformed the way 
we do performance
calibrations and 
compensation 
reviews. Making it 
easy for facilitators 
and managers to 
engage in the 
process and 
seamlessly
incorporates 
approval processes.

Meg Colón

VP of People @ 
Assembly AI

https://lattice.com/demo
https://branch--2027-lattice-main-c2a55f.webflow.io/tours
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