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Afteryears of volatility, the recruiting landscape is beginning to find its footing. The sharp
contractions of 2022 and 2023 have given way to the first sustained signs of recovery, even as
teams continue to operate leaner and more selectively than before. For talentleaders, that
makes benchmarking more valuable than ever: understanding where your organization stands
relative to peersis key to navigating this new phase of steady, but more disciplined, growth.

The data for Gem’s sixth annual Recruiting Benchmarks Report was collected over a four-year
period, from June 2021to May 2025. Itincludes data from 165 million applicants, 15 million
candidates, and 1.2 million hires.

Together, these insights provide a detailed look at how recruiting has evolved: how hiring
volumes are slowly recovering, how workloads and passthrough rates have shifted, which source
channels drive the highest ROI, and where teams are finding new efficienciesin aleaner, Al-driven
market.

Whetheryou're setting new hiring goals, planning headcount, optimizing funnel conversion, or
rethinking sourcing strategies, this year’'s benchmarks are built to help you lead with clarity,

confidence, and data-backed conviction in the year ahead.

Alldatain thisreportis drawn from Gem’'s customer base, which evolves over time as new organizations join the platform.
It's also important to note that this year'sreport, compared tc last year's, shifted from a calendar year to a June-May

cycle. As aresult, some historical metrics may differ slightly from those published in previous reports.
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Notes and definitions of key terms

This section defines how key metrics, stages, and departments are represented throughout the report.

The departments shown below represent only a subset of alldepartments defined by Gem customers.

Operations department Includesroles such as Operations, Supply Chain, Project Management, and Program Management.
Business/Strategy department Includesroles such as Business Operations (BizOps), Strategy, Partnerships, and Corporate Development.

Job openings perrecruiter The average number of job requisitions a recruiter manages simultaneously on any given day within a given year.
Interviews per hire The totalnumber of interviews conducted by recruiters and interviewers to fillan openrole, including interviews

with both the hired candidate and all others considered. This metric illustrates recruiter and hiring team workload.

Direct applications Candidaterecords tagged as "applied” without a defined source. These may represent manual entries or applications

from unknown sources.

Company marketing Candidate records tagged with marketing-related sources such as company campaigns, talent communities,

email outreach, or social media.

Rediscovered candidates Candidates already presentin an organization’s CRM or ATS who have had at least one prior application
oroutreach sequence.
Pre-onsite Any interview stage between Application Review and Onsite (e.g., Recruiter Screen, Hiring Manager Screen,

Technical Assessment).
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Hiring is slowly starting to recover after years
of decline

After two years of contraction, aggregate hiring growtn
isinthe first sustained rebound since the 2021 peak
(+8.3% YoY). Volumes remain roughly 30% below
pre-downturn levels, but the direction has shifted,

led by smaller and growth-stage companies.

Recruiters are working harder than ever,
and hiring is harder on both sides

Recruiters are managing nearly twice as many
applications asin 2021 (+93%), yet hires per recruiter
have fallen 43%, from 50.510 29.0. After bottoming out
In 2024, throughput has steadied (down just 2.7% YoY),
but the imbalance between effort and outcomes
persists. Teams are working harder than ever while
candidates face steeper competition — areflection

of a market defined by intensity, notinefficiency.

2026 recruiting benchmarks

Job Applications Hires % hires

% Apps

Interviews
by source

openings per recruiter per recruiter by source

Recruiting team sizes have reset to a leaner
baseline

Recruiting teams are smaller than before the downturn
(down ~14% vs. 2021) but steady for the first time in
years. The steepest cuts appear to be behind us,
marking a structuralreset in team size and scope,

not atemporary contraction.

Hiring processes have become more selective
and resource-intensive

Average interviews per hire have increased by 33%, and
total interviewer hours are up sharply, driven primarily by
technical roles, which now average 35-36 interviews per
hire. But the upward pressure is spreading: Sales,
Marketing, and Operations have seen some of the
steepestincreases as organizations across functions

prioritize precision over speed.
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] Sourcing remains one of the most reliable
ways to find high-quality talent

Job boards and marketing channels dominate
applicationvolume (roughly 90% combined) but

account foronly about half of hires. Relationship- and

outreach-driven channels continue to outperformby a
wide margin: direct sourcing delivers 11% of hires off just
2.6% of applications (a 4x yield), referrals convert at 11x,
and internal mobility at 32x. Sourced candidates are also

nearly 8x more likely to be hired thaninbound

applicants, underscoring that quality talent is most often

found through deliberate, targeted outreach.

n Funnel conversion continues to tighten,
but close rates are strong

Only 8% of applicants advance past screening and

0.5% are ultimately hired (roughly one in 200). Still, once

candidatesreach the offer stage, 82% accept—the

highestrate since 2021.
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Recruiting

team size

Job Applications Hires % apps

Interviews

openings per recruiter per recruiter by source

Rediscovery represents one of the strongest
untapped opportunities in recruiting

Nearly half (46%) of sourced hires now come from
rediscovered candidates — people alreadyina
company’'s CRM or ATS — up from 26% in 2021. This
trend highlights the value of starting with your own
network before looking outside. Existing data (past
applicants, silver medalists, and prior outreach)
continues to prove one of therichest sources of

qualified talent.

The era of growth at all costs has given way to
growth with intent

Longer hiring cycles, steadier offer conversion, and
rising acceptancerates allreflect a more disciplined
equilibrium. Employers are hiring with care, candidates
are committing with confidence, and the market as a
whole has matured beyond the volatility of 2021-2023.
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1] Enterprises filter candidates aggressively I] Taken together, the data marks
upfront while startups screen heavily an inflection point
mid-stage
Smallercompanies advance far more candidates early After several years of contraction and volatility, the hiring
—25% of applicants reach pre-onsite—but tighten marketis leaner, steadier, and more disciplined—built for
sharply from there, with only 0.75% reaching onsite sustainable, efficient growth rather thanrapid
and 0.3% ultimately hired. Larger organizations, by expansion.

contrast, filter earlier: fewer than 10% of applicants
make it to pre-onsite, yet their later-stage conversion

is stronger, yielding more than double the full-funnel hire
rate (0.7% vs. 0.3%). The difference reflects scale and
process maturity: startups optimize for speed and
resource limits, while enterprises emphasize structure

and selectivity.
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After two years of steep contraction, hiring volumes are showing early signs of stabilization. Aggregate hiring turned positive in
2024-25 (+8.3% YoY) following two consecutive years of decline, bringing volumes to just under 30% below 2021 levels. The
reboundis modest but important: while hiring has only just returned to positive territory, the market has shifted direction after
severalyears of retrenchment. Last year'sreport observed that recovery seemed to be emerging in 2024; this year's data
confirms the inflection point and offers the first real evidence of momentum building.

The hiringrebound is broad-based but uneven. Smaller companies (under 500 FTEs) are recovering fastest, with 1-99 FTE
firms only ~13% below 2021 levels aftera +35% YoY surge: a signal that early-stage and growth companies are beginning to lean
back into expansion. Small-to-mid-size organizations (100-499 FTEs) have narrowed their gaps as well, sitting just 12% below
2021 benchmarks. By contrast, larger companies (1,000+ FTEs) remain 28-34% below 2021 levels despite positive growthin
2025.

Location also shapes the recovery. New York has nearly closed the gap to 2021 (-3.9%), while the San Francisco Bay Area,
though improving sharply (+22.4% YoY in 2025), remains 32.2% below. Other U.S. metros are 28% off 2021 volumes.

International markets are the outlier, still contracting (-92.6% YoY in 2025) and falling further behind domestic trends.

At the industry level, recovery remains uneven but increasingly discernible. Manufacturing now leads all sectors, surging +24%
year over year and climbing nearly 30% above 2021 volumes — the first clear example of full recovery and expansion. Financial
Services has also turned the corner, up +20% YoY and edging back into positive territory (+3% since 2021) after two years of
declines. By contrast, Software continues to lag well behind its pre-downturn peak (-40% since 2021) despite modest
growth this year, while IT Services & Hardware remains 18% below 2021 levels and the only major sector still contracting slightly
in 2025.
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Departmentally, functions tied to resilience and technical depth — Legal/
Compliance, Data Science, Engineering, and IT/InfoSec — continue to show
outsized gains, with all four sitting within roughly 8-13% of 2021levels even as H|r|ng grow'l'h (qggregqfe)

hiring in other corporate functions remains subdued.

Go-to-market andinternal support functions (Sales, Marketing, HR, Operations)

still face the steepest deficits, with most sitting 25-50% below 2021 levels and

Hiring growth (relative to 6/2021-5/2022 levels)
Overall trends

some — like HR and Operations — down by about half. Customer Service/Support
remains the role furthest fromrecovery, stillmore than 55% below its 2021

+50%
baseline. Still, the shift toward positive growth across the majority of segments roo
suggests the hiring market has begun a slow, uneven but broadening recovery. .
+20%
+10%
Year-over-year hiring growth 0%
-10%
June 2022 - May 2023: -26.8% oo
2023 - May 2024: -11.2% .

June - May : =1.2% a0 =26.8% -29.6%
-35.0%

June 2024 - May 2025: +8.3% ~50%

6/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025

(Baseline)
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Hiring growth by company size

Hiring growth by company size (relative to 6/2021-5/2022 levels) Hiring growth by company size (relative to 6/2021-5/2022 levels)
1-99 FTE companies 100-499 FTE companies
+50% +o0%
+40% +40%
+30% +530%
+20% +20%
+10% +10%
0% 0%
10%a -10%
-20% -20% .,.—/T];:]%
-30% -30% -23.0% -23.1%
_40% -40%
-50% ~35.3% -50%
/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025 6/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025

{Bazeline) {Baseline)
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Hiring growth by company size (relative to 6/2021-5/2022 levels)

500-999 FTE companies
+50%

+409%
+305%
+20%

+10%

0%

-10%

-20%
_30% - =19.3%

_A40% -30.9% -33.2%

-50%

£/2021 - 572022 6/2022 - 572023 6/2033 - 5/2024 /2024 - 5/2025
[{Baseline)
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Hiring growth by company size (relative to 6/2021-5/2022 levels)

1000-4998 FTE companies
+50%

+40%
+30%
+20%

+10%

0%

-109%
-20%
-30% -26.6%

oo -34.9% -33.6%
-50%

6/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025
(Baseline)

- —
+ —
+ .
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-40%

-30%
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Applications
per recruiter

Hires
per recruiter
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Interviews
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+50%
+40%
FS0%
+20%
+10%
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-10%
20%
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40%

-50%

€ Gem

Hiring growth by company location (relative to 6/2021-5/2022 levels)

SF Bay Area

652021 - 572022
(Baseline)

2026 recruiting benchmarks

-37.0%

6/2022 - 5/2023

6/2023 - 5/2024

6/2024 - 5/2025

2026

Hires

per recruiter

+50%
+409%
+50%
+209%
+10%
0%
-10%
20%
-30%
40%

-50%

X % aApps
Interviews

by source

% hires

by source

NY Metro Area

Rediscovered

hires

Funnel
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Hiring growth by company location (relative to 6/2021-5/2022 levels)

Conclusion

652021 - 5/2022
{Boseline)

6/2022 - 5/2023

-13.4%

6/2023 - 572024

6/2024 - 5/2025

- —
- —
LR
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Hiring growth by company location (relative to 6/2021-5/2022 levels) Hiring growth by company location {relative to 6/2021-5/2022 levels)
Other U.S. Metro Areas International

+50% +50%
+40% +40%
+30% +30%
+20% +20%
+10% +10%
0% 0%
-10% -10%
-20% -20%
-30% -30%

-40% _35 39 -40% -31.1%
-50% -50%

6/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025 6/2021 - 5/2022 6/2022 - 5/2023 /2023 - 5/2024 §/2024 - 5/2025
(Baseline) {Boseline)
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Hiring growth by industry (relative to 6/2021-5/2022 levels)

Computer Software industry
+50%

+40%
FS0%
+20%

#10%

0%
-10%
20%

—®

40%

-50%

6/2023 -5/2024 6/2024 - 5/2025

6/2022 - 5/2023

652021 - 572022
{Baseline)
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+50%
+409%
+30%
+20%
+10%
0%
-10%
-20%
-30%
40%

-50%

Interviews

% apps % hires Rediscovered Funnel

by source by source hires

Hiring growth by industry (relative to 6/2021-5/2022 levels)
IT Services & Hardware industry

Conclusion
passthrough

-11.4%
~14.0% 17.7%

6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025

652021 - 5/2022
{Boseline)

- a—
- —
&
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Hiring growth by industry (relative to 6/2021-5/2022 levels) Hiring growth by company industry (relative to 6/2021-5/2022 |evels)
Manufacturing industry Financial Services indusfry
+50% +50%
+40% +40%
+29.2%

+30% +30%

+20% +20%

+10% +3.8% +10%4 +3.5%

0% 0% \

-10% ~1.3% -10%

_20% _20% -0.8% _14.0%

-30% -30%

-40% ~40%,

-520% -50%

&6/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2023 £/2021 - 572022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025
{Bazeline) {Bazeline)
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Hiring growth by department

Hiring growth by department (relative to 6/2021-5/2022 levels) Hiring growth by department (relative to 6/2021-5/2022 levels)
+50% Engineering +50% Data Science
+405%6 +40%
+30% +30%
+20% £70%,
+10% +10%
0% 0%
10% -10%
-20% -20%
-12.9% -13.1%
-30% -30%
. -26.9% roos
0% -32.9% - -31.2% -31.9%
_50)% -50%
6/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025 6/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025
(Baseline) {Baseline)

“Operations” refers toroles such as operations, supply chain, project manager, and program manager.

"“Business/Strategy” refers to roles like Biz Ops, strategy, partnerships, and corporate development.
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Hiring growth by department (relative to 6/2021-5/2022 levels) Hiring growth by department (relative to 6/2021-5/2022 levels)
Product Management Design
+50% +50%
+40% +40%8
+30% +30%
+20% +20%
0% +10%
0% 0%
-10% -10%
-20% -20%
-30% -305%6
- -oU. -40%
40% 30.2% e oo 0% _39 2% ~32.0%
-50% -505%6
6/2021 - 5/2022 6/2022 - 5/2023 B6/2023 - 5/2024 6/2024 - 5/202% 6/2021 - 572022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025
{Baseline) {Baseline)
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Hiring growth by department (relative to 6/2021-5/2022 levels) Hiring growth by department (relative to 6/2021-5/2022 levels)
Product Management TEO% Design

+50%
L 40% +40%
100 +30%
+20% +20%
+10% o

0% 0%
-10% I
oo -20%
-30% S0
~40% -30.2% o
-50% Te8.9% -50% -40.2%

6/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025
(Baseline) 6/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025

{Boseline)

€ Gem 2026 recruiting benchmarks 2074 Poge 21
g 9


https://www.gem.com/
https://www.gem.com/

¢

2026 iti
recruiting Introduction
benchmarks

Executive

summary

Hiring Recruiting Job

growth team size openings

Hiring growth by department (relative to 6/2021-5/2022 levels)
Customer Success

+50%

+40%

+30%,

+20%

+10%4

0%

-10%4

-20%

-50%%

-40%

-50%

6/2021 - 5/2022
(Boseline)
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-39.9%
6/2022 - 5/2023

-3%.1%
6/2023 - 5/2024

-29.5%

6/2024 - 572025

Applications

per recruiter

2026

Hires

per recruiter

+40%
+30%
+20%%
+10%
0%
-10%
-20%
-50%
-40%

-50%

Interviews

% apps % hires

by source by source

Rediscovered

hires

Funnel
passthrough

Hiring growth by department (relative to 6/2021-5/2022 levels)
Customer Service/Support

Conclusion

-55%

6/20 - 5/2022
(Baseline)

-45.9%

6/2022 - 5/2023

6/2023 - 5/2024

-56.3%

6/2024 - 5/2025

- —
+ —
+
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Hiring growth by department (relative to 6/2021-5/2022 levels) Hiring growth by department (relative to 6/2021-5/2022 levels)
Business/Strategy Operations
+50% +50%
+40% +40%
+30% +30%
+20% +20%
+10% +10%
0% 0%
-10% -10%
-20% -20%
-30% -30%
~40% -40%
-34.0% -50.0%
-50% -50%
6/2021 - 8/2022 6/2022 - 5/2023 6/2023 - 572024 5/2024 - 572015 872021 - 5/202% 6/2022 -5/2023 6/2023-5/2024 6/2024 - 5/2025
{Basaline) {Baszslina)
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Hiring growth by department (relative to 6/2021-5/2022 levels)
People/HR

+40%

+30%

+20%

+10%

0%

-10%
-20%
-30%

-40%
-51.0%

__.

§/2021 - 5/2022 §/2022 - 5/2023 6/2023 - 5/2024 £/2024 - 5/2025
{Bazeline)

-50%

-05%
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+50%
+40%%
+30%
+20%%
+10%
0%
-10%
-20%
-30%
-40%

-250%

Interviews

% ApPPSs % hires

by source by source
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Hiring growth by department (relative to 6/2021-5/2022 levels)

Finance

Conclusion

6/2021 - 5/2022
(Baseline)

-17.6%

6/2022 - 5/2023

-30.1%

B6/2023 - 5/2024

-31.1%

6/2024 - 5/2028
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Hiring growth by department (relative to 6/2021-5/2022 levels) Hiring growth by department (relative to 6/2021-5/2022 levels)
Legal/Compliance IT/InfoSec

+50% +50%
+40% +40%
+30% +30%
+20% +20%
+10%, +10%

% 0%
-10% -10% _3 29 -9

' -7.5%
-20% -10.7% -20%
-30% -30% -20.2%
o -26.6%
-40% _32.0% -40%
-50% -50%
&/ ’*E'Es;ﬁ::fﬂ 672022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025 6/2021 - 5/2022 6/2022 - 8/2023 6/2023 - /2024 6/2024 - 5/2025
{Baseline)
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Recruiting teams have continued to slim down since their 2022 peak, but the steepest cuts appear
to be behind us. Inaggregate, recruiter headcount per team fellmore than 15% between 2022 and
2024 before stabilizingin 2025 (+1.19% YoY, still ~14% below 2021). That leveling off suggests that
organizations are settling into a new baseline — one leanerthanin years past but steady enough
to meet today’s hiring demands, and reflective of alasting expectation that recruiting functions

operate with greater efficiency to stretch fewer resources further.

The story varies by company size. Smaller firms (1-99 FTEs) expanded recruiting capacity in
2025, reaching their highest levels in four years (2.3 recruiters per team). Mid-market
companies (100-499 FTEs) have continued trimming, and now have 8 recruiters perteamon
average. The 500-999 FTE bucket showed a slight rebound in 2025 (nearly 17 recruiters per team)
after two years of cuts, while larger organizations (1,000-4,999 FTEs) also ticked up modestly to
35.1after steady declines. And after two years of contraction, enterprise employers (5,000+ FTES)
reboundedto 205 recruiters perteamin 2025, though still below the 2021 peak. Broadly, smaller
firms are leaning backinto growth, mid-market companies are stillinretrenchment mode, and the

largest organizations look to be leveling off after several years of contraction.

Industry patterns echo the broader trend but with sharper contrasts. Computer Software
recruiting teams have contracted sharply since 2021, down nearly 30% over that span(23.7 to
17.1). Manufacturing and Financial Services have also thinned, though more gradually, with declines
of 8% and 4% respectively. In contrast, IT Services & Hardware has remained relatively stable, with

modest fluctuations and a smalluptickin 2025.

Takentogether, these patterns point to alasting reset: recruiting teams are slimmer thanin years
past, but also more stable, and increasingly expected to do more with less.

Gem recruiting benchmarks 074
4 2026 iting b h k
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% apps % hires Rediscovered Funnel i
) Conclusion
by source by source hires passthrough

Average recruiting team size by geo in 2026

e SanFrancisco Bay Area teams have contracted
by 41% since 2021(22.7 > 13.5recruiters perteam)

e New York Metro teams are down 29% since 2021
(15.1->10.8)

e OtherU.S. metros have declined 269 since 2021
(17.2->12.8)

¢ Internationalteamsremainthe largest on average
but have shrunk 13% since 2021(23.4 > 20.3)
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Recruiting team size (aggregate)
Active recruiters per team
+50% Overall trends
+40%
+50%
+20%
+10%
0%
-10%
-5.3%
-20%
-15.3% -14.4%
-30%
-40%
-50%
6/2021-5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025
(Baseline)
Aggregate team size is shown as % change rather than absolute counts. Because this view combines customers across
industries, company sizes, and regions, absolute numbers can shift materially year to year depending on customer mix.
Absolute figures are included in segment-level breakdowns below; at the aggregate level we show only trends to provide
a consistent view of change overtime.
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Recruiting team size by company size
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1-99 FTE companies 100-499 FTE companies
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5000+ FTE companies
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Recruiting team size by industry
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As recruiting teams have slimmed down and settled into a leanerbaseline, recruiter workloads
have continued to climb, extending a four-year upward trend. On average, recruiters now
manage 13.4 openroles atatime, up from2.6in 2021: a40% increase. Thisrise reflects both the
rebound in hiring demand and the expectation that smaller teams cover more ground. The "do
more with less” dynamic isincreasingly the norm, raising the stakes for efficiency and automation

In the recruiting process.

The pressure is evident across company sizes. Recruiters at smaller firms (1-99 FTEs) are carrying
their heaviest loads in four years, with workloads climbing to nearly 11 regs eachin 2025. Mid-sized
organizations have also seen steady increases, though the sharpest strainis at large mid-market
companies (1,000-4,999 FTEs), where recruiters now juggle 15.6 reqs apiece — about 50%
more thanin 2021 and the highest of any group. Even at the largest enterprises (5,000+ FTEs),
workloads remain elevated at nearly 12 regs each, just shy of last year's peak. The data signals that

heavierrecruiterloads are a universal reality, though the degree of stretch varies by company size.

Industries show different patternsin howreqgs are distributed. Computer Software recruiters
have faced a slow but steady climb, while Manufacturing has remainedrelatively stable, with only
incremental increases year over year. Financial Services has seen the most pronounced growth,
climbing from 10.1reqs perrecruiterin2021t014.6in 2025 — a 45% jump. IT Services &
Hardware, by contrast, has swung more sharply over time; after dropping well below 2021 levels,
workloads partially reboundedin 2025 but remain lower than four years ago. This makes IT
Services & Hardware the only industry in this data set in which recruiterloads are lighter thanin
2021 — likely reflecting a slower rebound in hiring demand, deeper cuts in prior years, or efficiency

gains from automation.

¥ Gem 2026 recruiting benchmarks

% apps % hires Rediscovered Funnel
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by source by source hires passthrough

. Average job openings per recruiter by geo in 2026

« San Francisco Bay Area recruiters are carrying steadily
heavier loads, rising from 8.9 openings in 2021to 11.0 in

2025 (+24%)

e New York Metro workloads have climbed from 10.9 in

202110 14.4 in 2025 (+32%)

o Other U.S. metros have seen the sharpest rise, from 10.4

in 2021 fo 14.8 in 2025 (+42%)

» International recruiters are also stretched, with req loads

climbing from 10.4 in 2021 t0 13.9 in 2025 (+34%)

Job openings perrecruiterrepresents the average number of
jobregs agivenrecruiteris working on simultaneously on any

givendayinagivenyear.

2026
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Job openings per recruiter by industry
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Recruiters aren't jJust managing more regs with leaner teams; they're also fielding far more applications thanin
years past. Applications perrecruiter have continued to climb sharply into 2025, reaching an average of 5,32/
applicationsinthe June 2024-May 2025 period (up 23% since 2021). In just four years, recruiter workloads have
nearly doubled (1.9x), even as overall recruiter headcount remains below pre-2022 levels. The imbalance
between applicationinflows and recruiting capacity is widening, forcing teams to become more selective orrisk

being overwhelmed by volume.

Growth has been broad-based but most pronounced among small and mid-market companies. Recruiters at
100-499 FTE organizations managed /7,824 applications eachin 2025, up 22.4% YoY and 134% higher thanin
2021. Those at the smallest companies (1-99 FTEs) handled /7,235 applications perrecruiter,up 16.4% YoY and
168% since 2021. Larger enterprises have also seen meaningful gains: recruiters at 1,000-4,999 FTEs now
average /7,626 applications each (+63.3% since 2021), while 5,000+ FTE firms have seen workloads climb to 3,278
perrecruiter(+/7.9% since 2021).

Department-level datareinforces the broad-basedrise. Engineering recruiters still carry the heaviest load by
far, managing 4,129 applications in 2025 (up 156 % since 2021). But the gap is narrowing: Data Science (2,77/8),
Customer Success (2,229), and Marketing (1,818) now handle substantial volumes, signaling that non-technical
functions have caught up to traditionally high-volume technical ones. Finance, Legal/Compliance, IT/InfoSec,
and other G&Arecruiters have also seen workloads increase significantly since 2021. In 2025, application

overloadis no longer confined to technical teams; it's a universal reality across functions.

Applications perrecruiter caninclude eitherrecruiters or hiring managers who are listed as the primary recruiter for a job in the ATS. This
broaderdefinition reflects the fact that, in many smaller or hybrid teams, hiring managers serve as the primary recruiter foropenroles. Forthe
“activerecruiters perteam’” metric, we only count individuals who are listed exclusively as recruiters on a job with application activity to give

ourreaders benchmarks onthe size of TA teams.
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Absolute application volume change (YoY)

June 2022 - May 2023: +20.3%
June 2023 - May 2024: +37.2%
June 2024 - May 2025: +17.0%

Since June 2021: +93.1%
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After several years of leaner teams and surging applications, the key questionis whetherrecruiters are converting that volume into hires. The data
through 2025 shows a widening gap: hires perrecruiter have stabilized after steep multi-year declines, but remain dramatically below 2021 levels.
Across all companies, hires perrecruiter averaged 29.0 between June 2024 and May 2025 — downjust 2.7% YoY, but still 43% below the 2021
paseline of 50.5. The slowdown in decline suggests the worst may be over, but throughput remains depressed even as applications continue to
surge. The divergence betweenrising application volumes (+93% since 2021) and declining hires per recruiter (-43%) highlights how capacity

constraints — not demand — now define recruiting efficiency.

By company size, the picture is uneven but steadying. At the smallest firms (1-99 FTEs), hires perrecruiter rebounded 20% YoY to 21.3, though still
43% below 2021. Mid-sized companies (500-999 FTEs) also turned positive (+5% YoY), while the largest enterprises (5,000+ FTEs) inched up 4%
YoY to 2/7.8,remaining 3/% below their baseline. Only the 100-499 and 1,000-4,999 FTE segments continued to contractin 2025, though at
much slower rates than prior years. Across the board, stabilization doesn’t meanrecovery: with leaner teams managing heavierreqloads and larger

applicant pools, today’s throughput reflects efficiency under sustained pressure rather than areturn to 2021 productivity.

The departmental view reinforces the theme of stabilization without recovery. Engineering showed the strongest rebound, up 10% YoY to 11.1
hires perrecruiter, though still 45% below 2021. Business/Strategy (+/% YoY) and Design (+2% YoY) also turned slightly positive. Several functions
flatlined: Data Science, Product Management, Customer Success, and Legal/Compliance all held steady year over year. The steepest declines
persistin Operations (-20% YoY, -69% since 2021) and Customer Service/Support (-22% YoY, -/3% since 2021). Taken together, the data suggests
the floor may be in, but recruiter output remains constrained by smaller teams, heavier pipelines, and vastly wider funnels. The contrast between
record-high applicant volumes and still-subdued hiring output captures the defining dynamic of 2025: recruiting teams are working harder than

ever, butyield pereffort remains historically low.

Hires perrecruiter caninclude either (1) recruiters or (2) hiring managers who are listed as the primary recruiter fora job in the ATS. This broader definition reflects the fact that, in many
smaller or hybrid teams, hiring managers also serve as the primary recruiter for openroles. For the "active recruiters per team” metrics, we only count individuals who are exclusively

assigned asrecruiters on a job with application activity in the ATS to give ourreaders benchmarks on the size of Talent Acquisition teams,
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How many interviews does it take to make a hire, and how much total interviewer time does that
represent? In aggregate, the answer looks straightforward — about 20 interviews per hire in
2026, up from ~15in 2021 (+33%). But that overall number obscures the real story: big
differences betweentechvs. non-techroles, especially in high-volume functions. The clearer
insight comes whenyoulook at the data by department.

Nearly every department and company size shows interviews per hire and interviewer hours
trending upward over the past four years — a clear shift from “hire fast” to "hire right.” With leaner
recruiting teams and higher stakes foreachrole, companies are investing more time in evaluation,
especially for technical positions. Recruiters hiring for Engineering, Data Science, Product
Management, and Design now run far more interviews per hire (~36 on average in 2025) than non-
technical departments (~20). The same pattern holds for total interviewer hours: technical hires

demand roughly 26 hours per hire, versus 12 in non-technicalroles.

Within non-technical functions, interview rigor varies widely. Customer-facing and operational

teams typically runlean processes: Customer Service hires involve under 10 interviews on average,

while Operations now averages ~14. Sales and Marketing are far more intensive: Sales interviews
per hire climbed from14.0in 2021t0 21.3in 2025, while Marketingrose from18.6 to 26.4.
Finance, Legal, and IT/InfoSec also runinthe mid-20s, approaching technical departmentsin

interview depth.

Interviews per hire for technical roles have now plateaued at their highest levels since 2021.
Engineering roles average 35-36 interviews per hire (~26 interviewer hours); Design and Product
Management have climbedto 37-39 (23-25 hours per hire), and Data Science has spiked most

recently, reaching 38.5in 2025.
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Interviews and interviewer hours per hire

by company size in 2026:

e Smaller companies (1-99 FTEs) saw the sharpest

increases, with interviews per hire up more than 70%
and interviewer hours doubling since 2021, suggesting
heavier coordinationloads as lean teams balance

growth and selectivity

e Thelargest organizations (1,000+ FTEs) also trended

upward, withinterviews per hirerising 4/7-62% and
interviewer hours up more than 55%, pointing to added
rigor and cross-functionalinvolvement in late-stage
hiring

Mid-sized companies (100-999 FTEs) remained
comparatively stable, with only 10-18% increases

across both metrics, indicating steadier hiring

processes and more consistent role definitions
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Interviewer hours per hire (tech vs. non-tech departments)
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Applications remain concentrated in two channels — job boards and sourcing sites (50.0%) and company
marketing (39.6%) — which together account for almost 90% of all applications. Job boards grow more
dominant with scale, climbing from ~40% of applications at the smallest firms to 53% at enterprises with 5,000+

FTEs, while company marketing plays a steadierrole across sizes.

The rest forms along tail: direct application (3.49%), direct sourcing (2.56%), and career-site traffic (1.93%)
contribute small but meaningful shares. Notably, more activity is happening on owned/controlled surfaces:
career-site traffic, small last year (~1.3%), is rebounding off a low base (~1.9%), and direct sourcing is steady:

signals that candidates aren’t only coming through aggregators.

By size, the mix maps to each stage’s go-to-market. Very small firms (1-99 FTEs) lean on agencies more than any
other cohort (1.18%), a sign that they “rent reach” while brand and pipeline mature. Smaller firms also show the
strongest share of direct sourcing (56.68%). In the 100-499 band, proactive/owned channels are areal pillar:
direct sourcing (4.88%) and career-site traffic (3.84%) sit well above aggregate, pointing to tighter playbooks
and better conversion on owned properties. At 5,000+ FTEs, job boards retake the lead (52.9%) after near-parity
at1,000-4,999 FTEs, while mature signals show up in higher referrals (2.76%) and internal moves (0.94%).

“Direct application” refers to candidate records that are tagged as "applied” without a source tag. These candidates may have been manually
added or applied through anunknown source. "Company marketing” refers to candidate records that are tagged with items like company

marketing, talent community, email campaigns, social and media as the source tag.
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% of applications by source channel
by industry in 2026

e IT Services & Hardware is a clear outlier: farless
dependent onjob boards (~12%) and unusually
strong on owned/brand channels such as
company marketing (~47/%) and career sites
(~11%). It also sees more direct applications,

referrals, andinternal moves.

e Financial Services uses agencies more than any

othersegmentin this dataset (~1.9%)

e Manufacturingleans hardest onjob boards
(~52%), with a very concentrated top-two mix

(job boards + company marketing = 92.6%)
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% applications by source channel (aggregate)
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Careersite/website | 0.4%

Agency | 0.4%
Campus & events | 0.2%
Internal | 0.05%
Organic search | 0.01%
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% Applications by source channel: 5000+ FTE companies

Job boards & sourcing sites N 52.9%
Company marketing I 36.2%

Career site/website Il 3.6%
Referral B8 2.8%
Direct sourcing I 2.5%
Internal ¥ 0.9%
Campus & events | 0.6%
Agency | 0.2%
Organic search | 0.2%
Direct application | 0.1%
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Top-of-funnel volume is concentrated—job boards/sourcing sites (roughly 50% of
applications) and company marketing (roughly 40%)—but together they account for only about
half of hires (2/% and 25%). The channels that convert to hires most efficiently are
relationship- and outreach-driven: referrals (16.8% of hires off 1.6% of apps), internal mobility
(9.6% of hires off 0.3% of apps), and direct sourcing (11.3% of hires off 2.6% of apps). That’s
outsized yield—roughly 11x for referrals, 32x for internal, and 4 x for sourcing—validating a

strategy that invests in networks, alumni, and deliberate outbound.

Career-site traffic remains small but effective (3.6% of hires vs. 1.9% of apps), and agencies—
while modest overall (3.4%)—meaningfully out-index their application share when teams need

speed or specialization.

Scale determines which hiring channels pull their weight. Very small firms (1-99 FTEs) hire most
fromdirect sourcing (25.7%), with company marketing close behind; agency reliance also
peaksin this cohort. Inthe 100-499 band, it's a balanced slate: company marketing leads, but
job boards, sourcing, and referrals are all substantial contributors. Mid-market employers
(500-999 and 1,000-4,999 FTEs) are marketing-led with job boards as a strong second;
sourcing andreferrals together make up a meaningful third of hires, and career-site
contributionis healthy relative to its small app share. At 5,000+ FTEs, job boards retake the
lead, and mature signals show up in steadier referral, internal, and career-site contributions that

punch above theirapplication weight.
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% of hires by source channel by industry in 2026

e Computer Software: company marketingisthe top
hiring channel (31.6%), with job boards close behind
(21.9%); referrals (18.7%) and direct sourcing (17.2%)

also contribute heavily

e IT Services & Hardware is a clear outlier: internal
mobility leads (24.6%), with strong company marketing
(22.8%) andreferrals (20.4%) numbers. Career site hires
are high (11.6%) while job board hires are comparatively
low (5.0%).

e Financial Services: company marketing(27.2%) andjob
boards (26.8%) are near-tied; agencies play alarger
role (6.6%), with solid contributions fromreferrals
(14.7%) and internal moves (9.1%)

e Manufacturing: job boards dominate (54.9%);

company marketing follows (14.8%), then internal
(13.1%) and referrals (6.8 %)
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% hires by source channel (aggregate)

% Hires by source channel: Overall

Job boards & sourcing sites [IIEEEGEGEGGEEN 27.0%

Company marketing |[IININGT 24.9%
Referral [INNNEGTEEEE 16.8%
Direct sourcing [IIIINEGEGEE 11.3%
Internal | ¢.56%
Career site/website |l 3.6%
Agency I 3.4%
Direct application Il 1.6%
Campus & events [l 1.4%

Organic search | 0.3%

0 10 20 30 40 50

% of applications
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% hires by source channel by company size

% Hires by source channel: 1-99 FTE companies % Hires by source channel: 100-499 FTE companies
Direct sourcing IS 25.7% Company marketing I 27.1%
Company marketing NN 25.0% Job boards & sourcing sites NG 20.5%
Job boards & sourcing sites |G 20.3% Direct sourcing NG 19.6%
Referral NN 18.5% Referral NN 18.46%
Agency I 6.2% Agency I 6.6%
Direct application Il 2.0% Direct application lll 3.0%
Career site/website Wl 1.6% Career site/website Il 2.4%
Campus & events | 0.6% Internal @ 1.9%
Internal | 0.1% Campus & events | 0.4%
Organic search | 0.0% Organic search | 0.02%
o 10 20 30 40 50 o 10 20 30 40 S0
% of applications % of applications
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% Hires by source channel: 500-999 FTE companies

Company marketing 32.0%
Job boards & sourcing sites 20.9%
Referral NG 18.5%
Direct sourcing NG 17.9%
Agency I 4.4%
Direct application Il 2.0%
Career site/website Il 1.8%
Internal B 1.2%
Campus & events | 0.0%
QOrganic search  0.0%

o 10 20 30 40 S0

% of applications
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% Hires by scurce channel: 1000-4999 FTE companies

Company marketing 32.5%
Job boards & sourcing sites NN 22 9%
Referral NG 17.1%
Direct sourcing NI 13.5%
Agency Il 4.7%
Direct application Il 3.0%
Internal M 3.0%
Career site/website ll 1.8%
Campus & events B 1.4%
Organic search | 0.03%

o 10 20 30 40 5

% of applications
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% Hires by source channel: 5000+ FTE companies

Job boards & sourcing sites NI 52.8%
Company marketing NG .+
Referral NG 15.95%
Internal I 15.7%
Direct sourcing I 7.1%
Careersite/website I 5.6%
Agency ll 1.9%
Campus & events B 1.7%
Qrganic search | 0.5%
Direct application | 0.5%
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% of applications
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Rediscoveryrefers to candidates who were already inacompany’'s CRM or ATS—whetherfroma
prior application, past outreach, or otherengagement—and are later hired into arole. Instead of
starting from scratch with new sourcing, teams are increasingly tapping these known talent pools.

In 2026, rediscovered candidates make up nearly half (46%) of all sourced hires in 2021.

Rediscovery becomes more powerful as organizations scale. The smallest companies (under100
FTEs) show the lowest rediscovery rates, hovering in the low teens (9-15% over the past four years).
By contrast, rediscovery grows steadily in mid-sized firms, with 500-999 FTE companies more-
than-doubling theirrediscovery share since 2021, reaching 39% in 2025. Larger enterprises see the
strongestreturns: companies with 1000-4999 FTEsrose from ~30% in 2021to nearly 48% in 2025,
while the 5000+ FTE group now tops 58%. These patterns reinforce a consistent theme: the bigger

the organization, the richer the database, and the greater the payoff from tapping intoit.

When broken down by department, rediscovery is especially pronounced in technical roles. In
Engineering, the rediscovered share of sourced hires has jumped from 28% (2021) to 48% (2025).
Data Scienceis at 48% (up from 28%), and Design has broken through to a category-high 57%.
Product Managementis climbing too, rising from ~30% to 44% over the period. In short:

forhard-to-fill technical roles, rediscovery has evolved from a helpful lever to a primary engine.

Some of the sharpest gains, though, are showing up inroles that used to be easier to staff.
People/HR has nearly doubled its rediscovered share in just two years, climbing from 22.7% in 2022
to 41% in 2025. Customer Service/Support has surged to 47%, while Finance—a perennial laggard
—has almost tripledits share to 28%. These jumps suggest rediscovery is nolongerjust

astrategy for scarce technical talent; it's becoming a critical part of hiring across the org chart.

€ Gem 2026 recruiting benchmarks 2026

% apps % hires Rediscovered Funnel

Interviews Conclusion

by source by source hires passthrough

% of rediscovered sourced hires by industry in 2026

e Computer Software climbed steadily, from 26% in 2021
t0o43%in 2025

e IT Services & Hardware more-than-doubled, jumping
from27% to 55%

e Manufacturing surged from 12% to 51%: a signal that

rediscovery momentum isn’t limited to knowledge work

t ¢ Financial Servicesrose sharply, from 23% to nearly 48%

Rediscoveryisreported as a percentage of sourced hires.

“Rediscovered” includes candidates originally in the ATS,
candidates not originally in the ATS but previously engaged,

and nurtured candidates.
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% of sourced hires that are rediscovered by company size

% of sourced hires that are rediscovered % of sourced hires that are rediscovered
1-99 FTE companies 100-499 FTE companies

60% 60%
® 5% E 55%
g 50% E 50%
? 45% E 45%
g 40% o 40%
E 35% E 35% 28.7°,
% 25% % 25% 18.4%

17.4% .
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% of sourced hires that are rediscovered
5000+ FTE companies
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% of sourced hires that are rediscovered by department
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Passthroughrates track how candidates move through each stage of the hiring funnel,
highlighting drop-offs and bottlenecks. We've used the five most common stages (Application >

Pre-Onsite » Onsite » Offer > Hire) withbenchmarks at each step.

Early funnel conversion continues to tighteninto 2026: just 8% of applicants now progressto a
pre-onsite stage (down from13% in 2021), and only 19% of those advance to onsite (down from
30%). Fromthere, 39% reach an offer—holding steady YoY after years of decline—while Offer>
Hire has climbedto 82%, its highest level since 2021. In other words, once candidates make it

through the gauntlet, they're highly likely to accept.

The overallimpactis stark: the Application > Hire rate has dropped to 0.5%, making a
prospective applicant 3.3x less likely to be hired thanin 2021. Put differently, only one in 200

applicants ultimately secures arole.

The driveris volume. As we saw earlierin the report, recruiters are now managing nearly 2x more
applications peryearthanin 2021, but quality hasn’'t scaled at the same pace. To cope, teams are
screening more rigorously up front, depressing early passthrough. Median time to hire has also
lengthened slightly to 24 days (from 22in 2021). The net result: leaner funnels, fewer candidates

advancing, but strong close rates once offers are extended.

"Application” referstowhen a candidate is entered into the ATS, whetheras an applicant or sourced talent expressing
interest. "Pre-Onsite” includes any stage after Application Review and before Onsite (e.g., Recruiter Screen, Hiring

Manager Screen, Assessment).
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Inbound vs. outbound

Sourced candidates outperform inbound by a wide margin. In 2025, 86% of outbound talent cleared the first screen versus 6%
of inbound. That advantage translates to hiring outcomes: 2.5% of sourced candidates are hired compared to 0.5% inbound—
nearly a 8x gap. Hiring outbound candidates takes longer overall (41vs. 24 days), but those extra five days are time well spent

If it means focusing on candidates who are farmore likely to convert to hires.
By company size

Small firms (1-99 FTEs) advance 25% of applicants to pre-onsite but only 5% to onsite. Larger companies filter earlier, with sub-10%

reaching pre-onsite, but sustain stronger conversion deeperin the funnel. In short: startups front-load their filters and decide quickly,

while larger organizations spread selectivity deeperin the process, yielding stronger full-funnel conversion (0.7% vs. 0.3%).
By location

Geography matters. The Bay Areais the most selective: just 5% of applicants make pre-onsite, and 0.5% are hired. New York
isless selective at the top (12%), but ultimately hires 0.4% of candidates. By contrast, other U.S. metros hire 0.7% of applicants
and international companies 0.9%. These companies also move faster, with time-to-hire averaging 18-22 days compared to 29

in San Francisco and New York.
By industry

Software companies still see the lowest-yield funnels: only 0.3% of applicants are hired. Manufacturing sees the strongest
full-funnel passthrough rates (1.4%) while also moving more quickly than Software (26 vs. 29 days to hire). IT/Hardware sits

between (0.8% passthrough rate), and Finance is the slowest (0.4% and 30 days).
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By department

Technical roles remain the toughest funnels: only 6% of Engineering applicants make it to pre-onsite, with just 0.2% hired.
Data Science is narrower still at 0.1%, and Design and Product Management sit in the same band. These functions also see

the longest times to hire — up to 42 days for Data Science and 43 for Design.

Hiring funnels are more forgiving for non-technical roles. Sales candidates convert at 0.7/% — nearly 4x higher than technical
roles — with a faster 26-day cycle. Customer Service/Support (0.6%) and Operations (0.6%) also see higher throughput,

aided by stronger early-stage conversion.

The bigger differentiator comes laterin the funnel. Onsite > Offerratesrange fromjust 25% in technical roles to over40%
in customer-facing ones, and Offer > Hire spans 73-87% depending on function. In practice, this means technical funnels

are constrained both early and late, while business and service roles benefit from higher conversion once candidates reach

advanced stages.
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Funnel passthrough rates (aggregate)

Funnel passthrough rates: Application — Pre-Onsite
Overall trends
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2025 benchmarks

« Passthrough rate from Application — Hire: 0.5% (3.3x lower than in 2021)

« Median Days to Hire: 24 (+2 since 2021)
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Funnel passthrough rates: Onsite — Offer Funnel passthrough rates: Offer — Hire
Overall trends Overall trends
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Funnel passthrough rates: Application — Pre-Onsite
Inbound candidates
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2025 benchmarks

» Passthrough rate from Application = Hire: 0.3% (3.4x lower than in 2021)

« Median Days to Hire: 24 (+2 since 2021)
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Funnel passthrough rates: Pre-Onsite — Onsite
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Funnel passthrough rates: Onsite — Offer Funnel passthrough rates: Offer — Hire
Inbound candidates Inbound candidates
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Funnel passthrough rates: Outbound candidates

Funnel passthrough rates: Application — Pre-Onsite Funnel passthrough rates: Pre-Onsite — Onsite
Outbound candidates Outbound candidates
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2025 benchmarks

« Passthrough rate from Application = Hire: 2.5% (1.2x lower than in 2021)

« Median Days to Hire: 41 (+0 since 2021)
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Email outreach passthrough rates: Outbound candidates
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Funnel passthrough rates

For 1-99 FTE companies

Funnel passthrough rates: Application — Pre-Onsite Funnel passthrough rates: Pre-Onsite — Onsite
1-99 FTE companies 1-99 FTE companies
100% 100%
o 0%
2 B0% 0%
E 70% E 70%
g B0% E‘ 60%
E 50% i 0%
4% A0%
E 30% 25% 5 30% 23%
T 0w 13% 15% T 14%
10% 10% 10% 5% 39,
o o - N
&/201 - 572022 6/2022 -5/2023 6/2023 - 5/2024 /2024 - 5/2025 &/201 - 572022 6/2022 - 572023 6/2023 - 5/2024 /2024 - 5/2025
Funnel passthrough rates: Onsite — Offer Funnel passthrough rates: Offer — Hire
1-99 FTE companies 1-99 FTE companies
100 100%
s0% 90°% 80% 81%
sox sor. 74% 79%
:E Tox E To%
g - 50% 55% g -
E 5o £ son
,E- 40% *E' 40%
g 30% E 0%
20% 200%
0% 0%
0% 0%
6/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025 &/2021 - 5/2022 6/2022 - 5/2023 6/2023 - 5/2024 6/2024 - 5/2025

€ Gem 2026 recruiting benchmarks 2026 Page 109


https://www.gem.com/
https://www.gem.com/

2026 recruiting . Executive Hiring Recruiting Job Applications Hires . % apps % hires Rediscovered Funnel . -
"’ Intreduction ) . . . Interviews ) Conclusion T
benchmarks summary growth team size openings per recruiter per recruiter by source by source hires passthrough
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Funnel passthrough rates: Application — Pre-Onsite Funnel passthrough rates: Pre-Onsite — Onsite
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Funnel passthrough rates

For 500-999 FTE companies

Funnel passthrough rates: Application — Pre-Onsite Funnel passthrough rates: Pre-Onsite — Onsite
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Funnel passthrough rates

For 1,000-4,999 FTE companies

Funnel passthrough rates: Application — Pre-Onsite Funnel passthrough rates: Pre-Onsite — Onsite
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Funnel passthrough rates

For 5,000+ FTE companies

Funnel passthrough rates: Application — Pre-Onsite Funnel passthrough rates: Pre-Onsite — Onsite
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2025 benchmarks

1-99 FTEs

Application - Hire: 0.3% (3.8x lower thanin 2021)
Median Days to Hire: 20 (-5 since 2021)

100-499 FTEs

Application > Hire: 0.3% (3.6x lowerthanin 2021)
Median Days to Hire: 23 (-5 since 2021)

500-999 FTEs

Application > Hire: 0.3% (3.8x lowerthanin 2021)
Median Days to Hire: 29 (+0 since 2021)

1000-4999 FTEs

Application = Hire: 0.4% (3.2x lower thanin 2021)
Median Days to Hire: 27 (+4 since 2021)

5000+ FTEs

Application = Hire: 0.7% (2.9x lowerthanin 2021)
Median Days to Hire: 22 (+3 since 2021)
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Funnel passthrough rates by company location

SF Bay Area

Funnel passthrough rates: Application — Pre-Onsite Funnel passthrough rates: Pre-Onsite — Onsite
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Funnel passthrough rates by company location

NY Metro Area

Funnel passthrough rates: Application — Pre-Onsite Funnel passthrough rates: Pre-Onsite — Onsite
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Funnel passthrough rates by company location

Other U.S. Metro Areas

Funnel passthrough rates: Application — Pre-Onsite Funnel passthrough rates: Pre-Onsite — Onsite
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Funnel passthrough rates by company location

International

Funnel passthrough rates: Application — Pre-Onsite Funnel passthrough rates: Pre-Onsite — Onsite
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2025 benchmarks

San Francisco Bay Area

Application - Hire: 0.3% (3.2x lower thanin 2021)
Median Days to Hire: 29 (-2 since 2021)

New York Metro Area

Application > Hire: 0.4% (3.1x lower thanin 2021)
Median Days to Hire: 29 (+2 since 2021)

Other U.S. Metro Areas

Application > Hire: 0.7% (3.5x lowerthanin 2021)
Median Days to Hire: 18 (+5 since 2021)

International

Application = Hire: 0.9% (2./x lower thanin 2021)
Median Days to Hire: 22 (+2 since 2021)
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Funnel passthrough rates by industry

Application — Pre-Onsite

Funnel passthroughrates: Application - Pre-Onsite: By industry
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Pre-Onsite — Onsite

Funnel passthrough rates: Pre-Onsite - Onsite: By industry

. Computer Software . IT Services & Hardware . Manufacturing . Financial Services
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Onsite — Offer

Funnel passthroughrates: Onsite > Offer: By industry
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Computer Software

Application - Hire: 0.3% (3.5x lower thanin 2021)
Median Days to Hire: 29 (+2 since 2021)

IT Services & Hardware

Application > Hire: 0.8% (3.5x lowerthanin 2021)
Median Days to Hire: 26 (+0 since 2021)

Manufacturing

Application > Hire: 1.4% (2.3x lower thanin 2021)
Median Days to Hire: 26 (+2 since 2021)

Financial Services

Application = Hire: 0.4% (3.0x lower thanin 2021)
Median Days to Hire: 30 (+1since 2021)
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Funnel passthrough rates by department

Engineering, Data Science, Product Management, Design: Application — Pre-Onsite

Funnel passthroughrates: Application > Pre-Onsite: By department

| Engineering | DataScience B Product Management B Design
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Pre-Onsite — Onsite

Funnel passthroughrates: Pre-Onsite > Onsite: By department
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Onsite — Offer

Funnel passthroughrates: Onsite > Offer: By department
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Funnel passthrough rates by department

Sales, Marketing, Customer Success, Customer Support, Business Strategy: Application — Pre-Onsite

Funnel passthroughrates: Application > Pre-Onsite: By department
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Pre-Onsite — Onsite

Funnel passthroughrates: Pre-Onsite - Onsite: By department
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Onsite — Offer

Funnel passthroughrates: Onsite - Offer: By department

Sales . Marketing . Customer Success . Customer Service/Support . Business Strategy
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Funnel passthrough rates by department

Operations, People, Finance, Legal, IT: Application — Pre-Onsite

Funnel passthrough rates: Application 2 Pre-Onsite: By department
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Pre-Onsite — Onsite

Funnel passthrough rates: Pre-Onsite > Onsite: By department
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Onsite — Offer

Funnel passthrough rates: Onsite = Offer: By department
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Funnel passthroughrates: Offer > Hire: By department
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Engineering

Passthroughrate from Application - Hire: 0.2% (3.8x lower thanin 2021)
Median Days to Hire: 39 (-1since 2021)

Data Science

Passthroughrate from Application > Hire: 0.1% (3.9x lower thanin 2021)
Median Days to Hire: 42 (+4 since 2021)

Product Management

Passthroughrate from Application > Hire: 0.2% (3.5x lower thanin 2021)
Median Days to Hire: 38 (+0 since 2021)

Design

Passthroughrate from Application > Hire: 0.2% (3.9x lower thanin 2021)
Median Days to Hire: 43 (+4 since 2021)

Sales

Passthroughrate from Application - Hire: 0.7% (2.9x lower thanin 2021)
Median Days to Hire: 26 (+3 since 2021)
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Marketing

Passthroughrate from Application - Hire: 0.2% (3.9x lower thanin 2021)
Median Days to Hire: 35 (+3 since 2021)

Customer Success

Passthroughrate from Application > Hire: 0.3% (3.6 x lower thanin 2021)
Median Days to Hire: 26 (-3 since 2021)

Customer Service/Support

Passthroughrate from Application > Hire: 0.6% (4.1x lower thanin 2021)
Median Days to Hire: 21(+2 since 2021)

Business/Strategy

Passthroughrate from Application > Hire: 0.3% (2.6 x lowerthanin 2021)
Median Days to Hire: 34 (+2 since 2021)

Operations

Passthroughrate from Application > Hire: 0.6% (4.2x lower thanin 2021)
Median Days to Hire: 22 (+5 since 2021)
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Conclusion

People/HR

Passthroughrate from Application - Hire: 0.2% (3.2x lowerthanin 2021)
Median Days to Hire: 27 (+1since 2021)

Finance

Passthroughrate from Application > Hire: 0.3% (3.3x lower thanin 2021)
Median Days to Hire: 34 (+6 since 2021)

Legal/Compliance

Passthroughrate from Application 5 Hire: 0.3% (2.6 x lower thanin 2021)
Median Days to Hire: 41(+5 since 2021)

IT/Infosec

Passthroughrate from Application 3 Hire: 0.3% (3.4x lower thanin 2021)
Median Days to Hire: 35 (+10 since 2021)
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Funnel passthrough rates by gender

Application — Pre-Onsite

Funnel passthrough rates: Application - Pre-Onsite: By gender
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Pre-Onsite — Onsite

Funnel passthroughrates: Pre-Onsite 5 Onsite: By gender
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Onsite — Offer

Funnel passthrough rates: Onsite » Offer: By gender
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Funnel passthroughrates: Offer > Hire: By gender

. Male . Female
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Funnel passthrough rates by race/ethnicity

Application — Pre-Onsite

Funnel passthrough rates: Application = Pre-Onsite: By race/ethnicity

. White . Black/African American . Hispanic/Latinx . Asian
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Pre-Onsite — Onsite

Funnel passthroughrates: Pre-Onsite > Onsite: By race/ethnicity

. White . Black/African American . Hispanic/Latinx . Asian
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Onsite — Offer

Funnel passthrough rates: Onsite > Offer: By race/ethnicity
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Funnel passthrough rates: Offer » Hire: By race/ethnicity
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benchmarks

summary growth team size openings per recruiter per recruiter

Looking ahead

The datatells aclear story: the Talent Acquisition landscape is evolving. Teams are leaner, workloaas are heavier, and
hiring processes are more selective than ever. But thisisn't atemporary squeeze — it's the new baseline. The
organizations thriving in this environment aren't waiting forareturn to 2021. They're adapting by investing in their existing
databases, prioritizing relationship-driven channels, and using Al and automation to do more with less. As you plan for
the year ahead, the questionisn't whetheryourteam can keep up with rising application volumes; it's whetheryou're
building the systems, processes, and data infrastructure to hire efficiently at scale. The benchmarks in thisreport give

you a baseline. What you do with thatinsight is what separates good recruiting teams from great ones.

About Gem

Gemis the only Al-first all-in-one recruiting platform. It brings togetheryour ATS, CRM, sourcing, scheduling, and
analytics — plus 800+ million profiles to source from — with Al agents built into every workflow. By eliminating the

headaches of juggling multiple tools, Gem helps customers boost recruiter productivity by up to 5x while saving

30-50% ontechnology costs.

Tolearn more and see a demo, visit gem.com/request-demo.

4’ Gem 2026 recruiting benchmarks 2024

% apps % hires Rediscovered Funnel
by source by source hires passthrough
CRM
Al rediscovery agents
ATS Enriched profiles

Applicationreview agents Datarefresh
Al scorecard summaries

Offer management

Gem Ai

powered by

Talent 360 data
Al Scheduling

Calendar optimization
Self-scheduling
Interviewer training

Analytics

Dashboards
Pipeline analytics
Industry benchmarks

Unified admin controls 80+ integrations

Conclusion

Sourcing Agent

800M+ talent profiles
Conversational search
FPersonalized outreach

Talent Marketing

Careersites
Events & landing pages
Communities & nurture

Security & compliance

Page 149


http://gem.com/request-demo
https://www.gem.com/
https://www.gem.com/

	eBook - 2026 Benchmarks Report - part 1.pdf
	eBook - 2026 Benchmarks Report - page 0.pdf
	eBook - 2026 Benchmarks Report - page 1.pdf
	eBook - 2026 Benchmarks Report - page 2.pdf
	eBook - 2026 Benchmarks Report - page 3.pdf
	eBook - 2026 Benchmarks Report - page 4.pdf
	eBook - 2026 Benchmarks Report - page 5.pdf
	eBook - 2026 Benchmarks Report - page 6.pdf
	eBook - 2026 Benchmarks Report - page 7.pdf
	eBook - 2026 Benchmarks Report - page 8.pdf
	eBook - 2026 Benchmarks Report - page 9.pdf
	eBook - 2026 Benchmarks Report - page 10.pdf
	eBook - 2026 Benchmarks Report - page 11.pdf
	eBook - 2026 Benchmarks Report - page 12.pdf
	eBook - 2026 Benchmarks Report - page 13.pdf
	eBook - 2026 Benchmarks Report - page 14.pdf
	eBook - 2026 Benchmarks Report - page 15.pdf
	eBook - 2026 Benchmarks Report - page 16.pdf
	eBook - 2026 Benchmarks Report - page 17.pdf
	eBook - 2026 Benchmarks Report - page 18.pdf
	eBook - 2026 Benchmarks Report - page 19.pdf
	eBook - 2026 Benchmarks Report - page 20.pdf
	eBook - 2026 Benchmarks Report - page 21.pdf
	eBook - 2026 Benchmarks Report - page 22.pdf
	eBook - 2026 Benchmarks Report - page 23.pdf
	eBook - 2026 Benchmarks Report - page 24.pdf
	eBook - 2026 Benchmarks Report - page 25.pdf
	eBook - 2026 Benchmarks Report - page 26.pdf
	eBook - 2026 Benchmarks Report - page 27.pdf
	eBook - 2026 Benchmarks Report - page 28.pdf
	eBook - 2026 Benchmarks Report - page 29.pdf
	eBook - 2026 Benchmarks Report - page 30.pdf
	eBook - 2026 Benchmarks Report - page 31.pdf
	eBook - 2026 Benchmarks Report - page 32.pdf
	eBook - 2026 Benchmarks Report - page 33.pdf
	eBook - 2026 Benchmarks Report - page 34.pdf
	eBook - 2026 Benchmarks Report - page 35.pdf
	eBook - 2026 Benchmarks Report - page 36.pdf
	eBook - 2026 Benchmarks Report - page 37.pdf
	eBook - 2026 Benchmarks Report - page 38.pdf
	eBook - 2026 Benchmarks Report - page 39.pdf
	eBook - 2026 Benchmarks Report - page 40.pdf
	eBook - 2026 Benchmarks Report - page 41.pdf

	eBook - 2026 Benchmarks Report - part 2.pdf
	eBook - 2026 Benchmarks Report - page 42.pdf
	eBook - 2026 Benchmarks Report - page 43.pdf
	eBook - 2026 Benchmarks Report - page 44.pdf
	eBook - 2026 Benchmarks Report - page 45.pdf
	eBook - 2026 Benchmarks Report - page 46.pdf
	eBook - 2026 Benchmarks Report - page 47.pdf
	eBook - 2026 Benchmarks Report - page 48.pdf
	eBook - 2026 Benchmarks Report - page 49.pdf
	eBook - 2026 Benchmarks Report - page 50.pdf
	eBook - 2026 Benchmarks Report - page 51.pdf
	eBook - 2026 Benchmarks Report - page 52.pdf
	eBook - 2026 Benchmarks Report - page 53.pdf
	eBook - 2026 Benchmarks Report - page 54.pdf
	eBook - 2026 Benchmarks Report - page 55.pdf
	eBook - 2026 Benchmarks Report - page 56.pdf
	eBook - 2026 Benchmarks Report - page 57.pdf
	eBook - 2026 Benchmarks Report - page 58.pdf
	eBook - 2026 Benchmarks Report - page 59.pdf
	eBook - 2026 Benchmarks Report - page 60.pdf
	eBook - 2026 Benchmarks Report - page 61.pdf
	eBook - 2026 Benchmarks Report - page 62.pdf
	eBook - 2026 Benchmarks Report - page 63.pdf
	eBook - 2026 Benchmarks Report - page 64.pdf
	eBook - 2026 Benchmarks Report - page 65.pdf
	eBook - 2026 Benchmarks Report - page 66.pdf
	eBook - 2026 Benchmarks Report - page 67.pdf
	eBook - 2026 Benchmarks Report - page 68.pdf
	eBook - 2026 Benchmarks Report - page 69.pdf
	eBook - 2026 Benchmarks Report - page 70.pdf
	eBook - 2026 Benchmarks Report - page 71.pdf
	eBook - 2026 Benchmarks Report - page 72.pdf
	eBook - 2026 Benchmarks Report - page 73.pdf
	eBook - 2026 Benchmarks Report - page 74.pdf
	eBook - 2026 Benchmarks Report - page 75.pdf
	eBook - 2026 Benchmarks Report - page 76.pdf
	eBook - 2026 Benchmarks Report - page 77.pdf

	eBook - 2026 Benchmarks Report - part 3.pdf
	eBook - 2026 Benchmarks Report - page 78.pdf
	eBook - 2026 Benchmarks Report - page 79.pdf
	eBook - 2026 Benchmarks Report - page 80.pdf
	eBook - 2026 Benchmarks Report - page 81.pdf
	eBook - 2026 Benchmarks Report - page 82.pdf
	eBook - 2026 Benchmarks Report - page 83.pdf
	eBook - 2026 Benchmarks Report - page 84.pdf
	eBook - 2026 Benchmarks Report - page 85.pdf
	eBook - 2026 Benchmarks Report - page 86.pdf
	eBook - 2026 Benchmarks Report - page 87.pdf
	eBook - 2026 Benchmarks Report - page 88.pdf
	eBook - 2026 Benchmarks Report - page 89.pdf
	eBook - 2026 Benchmarks Report - page 90.pdf
	eBook - 2026 Benchmarks Report - page 91.pdf
	eBook - 2026 Benchmarks Report - page 92.pdf
	eBook - 2026 Benchmarks Report - page 93.pdf
	eBook - 2026 Benchmarks Report - page 94.pdf
	eBook - 2026 Benchmarks Report - page 95.pdf
	eBook - 2026 Benchmarks Report - page 96.pdf
	eBook - 2026 Benchmarks Report - page 97.pdf
	eBook - 2026 Benchmarks Report - page 98.pdf
	eBook - 2026 Benchmarks Report - page 99.pdf
	eBook - 2026 Benchmarks Report - page 100.pdf
	eBook - 2026 Benchmarks Report - page 101.pdf
	eBook - 2026 Benchmarks Report - page 102.pdf
	eBook - 2026 Benchmarks Report - page 103.pdf
	eBook - 2026 Benchmarks Report - page 104.pdf
	eBook - 2026 Benchmarks Report - page 105.pdf
	eBook - 2026 Benchmarks Report - page 106.pdf
	eBook - 2026 Benchmarks Report - page 107.pdf
	eBook - 2026 Benchmarks Report - page 108.pdf
	eBook - 2026 Benchmarks Report - page 109.pdf
	eBook - 2026 Benchmarks Report - page 110.pdf
	eBook - 2026 Benchmarks Report - page 111.pdf
	eBook - 2026 Benchmarks Report - page 112.pdf
	eBook - 2026 Benchmarks Report - page 113.pdf
	eBook - 2026 Benchmarks Report - page 114.pdf
	eBook - 2026 Benchmarks Report - page 115.pdf

	eBook - 2026 Benchmarks Report - part 4.pdf
	eBook - 2026 Benchmarks Report - page 116.pdf
	eBook - 2026 Benchmarks Report - page 117.pdf
	eBook - 2026 Benchmarks Report - page 118.pdf
	eBook - 2026 Benchmarks Report - page 119.pdf
	eBook - 2026 Benchmarks Report - page 120.pdf
	eBook - 2026 Benchmarks Report - page 121.pdf
	eBook - 2026 Benchmarks Report - page 122.pdf
	eBook - 2026 Benchmarks Report - page 123.pdf
	eBook - 2026 Benchmarks Report - page 124.pdf
	eBook - 2026 Benchmarks Report - page 125.pdf
	eBook - 2026 Benchmarks Report - page 126.pdf
	eBook - 2026 Benchmarks Report - page 127.pdf
	eBook - 2026 Benchmarks Report - page 128.pdf
	eBook - 2026 Benchmarks Report - page 129.pdf
	eBook - 2026 Benchmarks Report - page 130.pdf
	eBook - 2026 Benchmarks Report - page 131.pdf
	eBook - 2026 Benchmarks Report - page 132.pdf
	eBook - 2026 Benchmarks Report - page 133.pdf
	eBook - 2026 Benchmarks Report - page 134.pdf
	eBook - 2026 Benchmarks Report - page 135.pdf
	eBook - 2026 Benchmarks Report - page 136.pdf
	eBook - 2026 Benchmarks Report - page 137.pdf
	eBook - 2026 Benchmarks Report - page 138.pdf
	eBook - 2026 Benchmarks Report - page 139.pdf
	eBook - 2026 Benchmarks Report - page 140.pdf
	eBook - 2026 Benchmarks Report - page 141.pdf
	eBook - 2026 Benchmarks Report - page 142.pdf
	eBook - 2026 Benchmarks Report - page 143.pdf
	eBook - 2026 Benchmarks Report - page 144.pdf
	eBook - 2026 Benchmarks Report - page 145.pdf
	eBook - 2026 Benchmarks Report - page 146.pdf
	eBook - 2026 Benchmarks Report - page 147.pdf
	eBook - 2026 Benchmarks Report - page 148.pdf
	eBook - 2026 Benchmarks Report - page 149.pdf


