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What This Quarter Taught Us

One of the more interesting things about people is
that we rarely make important decisions in isolation.
We make them in the context of the times we are
living through.

The final quarter of the financial year didn't bring a
sudden shift in the labour market. Instead, it showed a
continuation of changes already underway: employers
taking longer to hire, candidates becoming more
cautious, and businesses thinking harder before adding
cost.

When the future feels predictable, we are more willing
to change jobs, expand teams and take chances on
potential. When the future feels harder to read, the
same people often make very different decisions. We
wait a little longer. We ask more questions. We hold
on to what we know until we feel more certain about
what comes next.

At EST10, every quarter gives us a privileged view of
something most labour market reports never capture:
the conversations taking place before a hiring decision
is made. While employment figures, vacancy rates and
salary growth tell us what happened, those conversations
often tell us why.

What We're Seeing

The clearest change is not that organisations have
stopped hiring. Itis that they are taking longer to decide.

Hiring decisions are carrying more weight because every
appointment feels more consequential. The average
time to fill a role in Australia now sits between 32 and
44 days. In our experience, this is not a reflection of
workload or oversight. It reflects genuine concern about
making the right call.

Many organisations have responded by adding more
steps to their recruitment process. What was once
one or two interviews has, in some cases, become
four rounds or more, often with psychometric testing,
assessments or work trials included. The aim is usually
to reduce risk, but more steps do not always lead to
better decisions.

There is a point at which a process designed to reduce
risk starts creating a different risk. Strong candidates
rarely wait indefinitely, and candidate engagement is
usually strongest at the beginning, when the opportunity
still feels immediate. When timelines stretch and
communication is unclear, that momentum begins to
fade. If candidates are accepting other roles mid-process,
it may be worth looking not only at the market but at
the process itself.

Some of the biggest process improvements in hiring
come before the first interview. A clearly defined
role, agreement on what success looks like, a credible
employee value proposition, and a transparent process
do more than simply adding extra interviews.

Candidates are responding to the same conditions in
their own way. Many are choosing to stay where they
are because changing jobs feels less straightforward
when confidence is low, and the future is harder to read.

Thisis also changing the way some candidates think about
career progression. For years, changing employers was
often presented as the quickest path to advancement.
This quarter has been a useful reminder that growth,
learning, greater responsibility and promotion can
happen without changing employers.

We are also seeing fewer passive candidates enter the
market. Many people who might once have explored a
new opportunity are choosing not to. The exception,
as always, is the strongest candidates, who continue to
attract interest. Markets change. Exceptional capability
remains in demand.

Behind The Numbers

The data broadly supports what we have been observing
throughout the quarter.

Employee turnover eased to 13.5%, down from 14.2%
inthe March quarter and 15.2% in December 2025. This
is the lowest level recorded since AHRI began tracking
turnover in May 2023.

The movement is modest, but the direction is clear.
Fewer people are changing roles, and fewer passive
candidates appear willing to enter the market without
a strong reason to do so.

Salary continues to matter, but it is increasingly being
weighed alongside leadership, flexibility, career
development, meaningful work and long-term stability.
Candidates are asking broader questions about where
they work, not simply how much they will earn.

Organisations are also investing more deliberately
in developing existing employees. As demand for Al
capability and broader technology skills continues to
grow across roles at every level, training and internal
development are becoming strategic priorities rather
than optional investments.

While national skills shortages continue to ease,
they have not disappeared. According to the 2025
Occupation Shortage List, 29% of assessed occupations
remain in national shortage, down from 33% in 2024
and 36% in 2023. Easing should not be mistaken for
resolved.



est10 Recruitment Quarterly Industry News

Labour Market At A Glance
e Unemployment: 4.4%
e Participation Rate: 66.7%
e Underemployment: 5.9%
e Employment-to-Population Ratio: 63.8%

e Employment increased by 40,300 people in the
last month

e Strongest employment growth in healthcare,
social assistance, professional services and
education

¢ Inflation: 4.0%

Looking Ahead

Public sector employment continues to play a significant
role in supporting the labour market, particularly
across health, education and public administration.
Government-funded roles in these areas have accounted
for the majority of new positions added over the past
two years, and we expect this to remain an important
source of employment growth over the coming months.

Private businesses are facing a more uneven picture.
During the first eight months of FY2025-26, 9,307
companies entered external administration, with
construction accounting for 24% of those cases.
According to ASIC, more than 11,000 companies entered
external administration during 2023-24, slightly higher
than the previous peaks recorded in 2011-12 and
2012-13.

It is worth noting that, proportionately, those earlier
peaks represented a larger share of registered companies
because there are more companies registered today.
Even so, Australia is experiencing record levels of
insolvencies in absolute terms.

This matters for hiring because business confidence is
rarely shaped by one indicator. It is shaped by costs,
cash flow, demand, policy settings, global conditions and
the decisions business owners make every day about
whether to invest, wait or reduce exposure.

In The Media

Articles

Everyone wants more money, right? Read my article
for She Defined, ‘the 5 strategic ways to increase your
income’. Read it here.

| was delighted to write for CEO Magazine about the
benefits of boredom? Learn more here.

Are you obsessed with hiring only the youth? You
might be missing out on talent! Read my article with
Fast Company here.

Cutting middle management used to be the call in tough
times. Is it the right approach now? I am not convinced.
Read my article with HR Leader here.

Telling women to ‘stop saying sorry’ is terrible advice.....
find out why in my article with She Defined here!

Interviews And Quotes

The Cabinet was under pressure to make a call on
WFH due to rising fuel costs earlier this year. | gave my
sentiments to News.com.au. Catch up here.

Gen Z always keep us on our toes, but are they the most
entitled generation? | spoke to News.com.au, and my
opinions may surprise you! Find them here.

Are you a job-hugger? Read my thoughts on the
changing recruitment market in HRD Magazine here.

It appears there is a big generational divide when it
comes to WFH? | spoke to News.com.au to give my
thoughts here!

| spoke to Employment Hero on the hot topic of
Employability and which 7 traits to look out for. Read
it here. To delve deeper you can buy a copy of my
book Employable, 7 Attributes to assure your working
future here.

Do you know what you are worth? 68% of salary growth
in 2025 was driven by capability expansion, not title
changes...learn more in my Executive PA article here.

Or download our EST10 2026 salary guide here.

World Cup fever is here! Will your employees call in
sick? Read my thoughts in an interview with Yahoo
Finance here!

If you do subscribe to HR Daily, you can read my
thoughts on the ‘e Economy’.
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