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The Great Calibration
Job Market Swings, 2020-2025

2020 => Shock & Freefall

COVID triggered near-immediate mass layoffs, hiring freezes, and unemployment spikes. Remote work
rapidly normalized, revealing that many roles could be done from anywhere.

2021-2022 = Rapid Rebound & the Great Resignation
Record job openings, hiring, and quits. Employees increasingly prioritized alighment, flexibility, and

purpose-driven work.

2023 = Transition

Jobs numbers remained strong but momentum slowed. Employers began regaining leverage, and

candidates became more cautious.

2024-2025 = The New World of Work

Economic instability fueled employer caution, leading to cooled hiring, rising layoffs, and tighter
competition. Return-to-office mandates make hybrid/remote roles in-demand. Al saturates workflows and
the hiring process. Workers stay longer (Big Stay), and flexibility becomes selective and negotiated.

Bottom line

The fundamental contract between employee and employer has shifted.

Employers no longer provide long-term

stability and can no longer expect unquestioning

employee loyalty.

Employees no longer prioritize salary above
all. They demand flexibility, purpose, and
progression.

Implications & Strategy Shifts

Company Leaders & Hiring
Teams

» Flexibility is now a strategic talent
lever, especially for attracting and
retaining women and caregivers.

= Rigid return-to-office policies shrink the
talent pool and weaken competitive
positioning. Flexible work models are highly
valued by potential employees.

= Employer brand must evolve from prestige-
based to partnership-based.

= DEl and flexibility are structurally linked;
reducing flexibility quietly erodes diversity
pipelines.

» Candidates avoid employers they perceive
as authoritarian, dysfunctional, or rigid.

Job Seekers &
Professionals

Precision beats volume: target fewer roles
with sharper positioning.

Visibility and networking outperform silent
applications.

Flexibility must be strategically negotiated,
not assumed.

Al literacy is a baseline professional skill
and strategic differentiator. Embrace and
adapt.

Career paths are increasingly non-linear;
adopt a portfolio mindset.

Position for future value, not just past
experience.

Layoffs are a feature of the modern
workforce. Stay prepared.
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