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Executive Summary

Every month, the Bureau of Labor Statistics releases
its highly anticipated jobs report. Analysts will debate
the headline number, markets will react, and another
story, one that may be unfolding quietly inside
thousands of U.S. companies right now, will likely

go untold.

Clarecast's predictive workforce intelligence platform,
built on more than 18 million company records, 300
million employment profiles, and 1.6 million active

job postings, identifies a pattern we call the Quiet
Restructuring: an Al-driven workforce contraction that
may be playing out at scale across U.S. companies and
will likely not surface in official labor statistics.

ZLARECAST

It's important to note that every pattern reflects
correlation, not necessarily causation. It's also clear
from the data that the companies most likely to shrink
in 2027 are identifiable today. The data suggest that
Quiet Restructuring does not occur without precursors.

This report is meant to give business leaders,
policymakers, and workers a fuller picture of the labor
disruption occurring now and in the future so that they
can navigate this transition effectively. Companies,
government leaders, and individuals navigate
disruption best when they can see it coming, and this
reportis our diligent effort to make the contraction
visible. At the same time, there's still time to act.

The following report reflects the current analysis of this data, and it's worth our consideration:

~1 0K

COMPANIES

FLAT OR NEGATIVE HEADCOUNT GROWTH
Nearly 10,000 companies display a broad at-risk profile, operating with 20 or

2,200+

COMPANIES

1,300+

COMPANIES

more active technologies while experiencing flat or negative headcount growth
over the past 12 months.

FORECASTING A HEADCOUNT DECLINE OF 5%

More than 2,200 companies exhibit an escalating risk of contraction, meeting
those baseline criteria and forecasting a headcount decline of 5% or more over
the coming year.

CONFIRMED DEPARTURE OF A VP-LEVEL EXECUTIVE

Over 1,300 companies show signs of a Full Quiet Restructuring, compounded by
the confirmed departure of a VP-level executive or higher within the last 60 days.
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Beyond the Bureau

The monthly jobs report is the closest thing the U.S.
economy has to a reqular physical. It is careful, well-
sourced, and widely trusted. It is also, by design, a
record of what has already happened.

This lag has always existed, but the speed and cause

of current contractions are new. As companies fold Al
into more of their work, the resulting reductions do not
always look like layoffs. Data suggests the reductions
manifest as unfilled positions, teams that stop growing,
and functions that absorb the work that software

now handles. Additionally, the incremental nature of
workforce contraction can make it difficult to measure.
Each action doesn’t register as a trend and may not
appear in any jobs report until it's already enacted.

We call this Quiet Restructuring, an Al-driven
workforce contraction that may be playing out at
scale across U.S. companies and will likely not surface
in official labor statistics. The Quiet Restructuring
pattern is defined by four observable signals occurring
simultaneously at a company:

- Complex Tech Stack: Companies asking for 20 or
more technologies in their job postings are more
likely to be using Al automation.

- Recent Hiring Freezes or Cuts: A flat or shrinking
workforce over the past 12 months hints that quiet
downsizing is already underway.

+ Future Headcount Reductions: Our models
forecast staffing levels to drop by at least 5% over
the coming year.

- Executive Turnovers: A VP-level or higher
departure in the past 30 to 60 days can be a strong
early warning sign that public restructuring is
coming.
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We call this Quiet Restructuring, an
Al-driven workforce contraction that
may be playing out at scale across
US. companies.

To test the hypothesis of Quiet Restructuring, Clarecast
compared the workforce composition of companies
that later announced Al-related restructurings with
that of companies that did not, using workforce data
collected before any restructuring announcements
became public.

Clarecast compared workforce changes across two
groups:

Group 1: 72 companies that
7 2 explicitly attributed Al or
COMPANIES automation for their layoffs.
Group 2: 121 companies that
1 2 1 cited traditional reasons for staff
COMPANIES reductions.

Each company was measured against its own history,
not industry averages. By mapping these historical

trends, our analysis isolated the specific variables that

reliably precede an Al-driven workforce reduction.
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Key Findings
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The data revealed several patterns that distinguished companies before announcing expansive layoffs.

1. THE WORKFORCE BECOMES TOP-HEAVY
12 TO 18 MONTHS BEFORE AN
ANNOUNCEMENT .

Among companies that later announced Al-driven
restructurings, leadership roles increased as a share of
the company's total workforce above each company’s
own expected trend. This started approximately 12
months before layoffs were announced.

For traditional, non-Al restructurings, this shift was
much smaller and only started about six months before
the announcement.

The two groups appear statistically distinguishable
from approximately 12 months out, and this pattern
does not reflect the addition of leadership.

While total leadership headcount dropped, its overall
percentage of the workforce actually increased
because non-leadership roles were eliminated at a
faster rate.

2. COMPANIES BEGIN SHRINKING THEIR
HR, OPERATIONS, AND FINANCE TEAMS
ABOUT 17 MONTHS BEFORE MAKING ANY
PUBLIC ANNOUNCEMENTS.

Companies that went on to announce Al-driven
restructurings showed headcount running below
their expected trajectory for approximately 17 months
before the announcement. In contrast, companies
announcing non-Al restructurings showed headcount
in those same roles running slightly above their own
expected trajectory over the same period.

These two signals are foundational to Clarecast's
ongoing Predictive Restructuring Score research, an
analytical effort to identify, validate, and weigh the full
set of pre-announcement indicators at US companies.
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3. TECHNOLOGY INTENSITY & WORKFORCE CONTRACTION CORRELATE.

Clarecast examined all 3,235 U.S. companies with 200 or more employees currently forecasted to decline 5% or more
in headcount, regardless of whether they have already begun contracting or show a broad technology footprint.

Nearly 74% show 20 or more active technologies in their job postings, a pattern that becomes more clear when

examined as a gradient.

The 3,235 companies break down as follows:

TECHNOLOGY FOOTPRINT COMPANIES AVERAGE SALES VOLUME PER COMPANY
100 or more active technologies 17 S$5.14 billion

50 to 99 active technologies 923 $1.97 billion

20 to 49 active technologies 1,296 $549 million

Under 20 active technologies 644 $761 million

No technology data available 201 Not available

TOTAL 3,235

The companies reliant on the most active technologies in use, typically 100 or more, average $5.14 billion in sales

volume. They are large, financially capable organizations contracting their workforces while maintaining the broadest

technology adoption profiles in the dataset.

4. THE TRANSFORMATION HIRE IS
A LEADING INDICATOR.

The appointment of a senior leader with an explicit
mandate to redesign the workforce around Al, the
Transformation Hire, is a leading indicator of future
workforce contraction.

A Chief Al Officer (CAIO) is a senior executive appointed
to own an organization’s artificial intelligence strategy,
implementation, value creation, ethics, compliance,
and governance. This role may also translate

an organization’s Al investment into operational
outcomes, including determining which workflows may
be automated, roles could be restructured, and human
functions remain necessary once Al capabilities are
more fully deployed.

When a company creates or fills any of the following
Transformation Hire roles, Clarecast's data suggests a
material workforce restructuring may follow within 6 to
18 months:

* Chief AI Officer

* VP of AI Transformation

* Head of Workforce Automation

* Director of AI-Native Operations

* Any “Future of Work"” or
“AI Enablement” title at the
VP 1level or above
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To test whether the Transformation Hire is
meaningfully associated with Al-driven restructuring
specifically, Clarecast examined the presence of these
roles across two groups of companies that had already
made public announcements. The first group consisted
of 72 companies that explicitly announced Al-driven
layoffs or restructurings. The second consisted of 121
companies that announced restructurings attributed
to other causes.

The results suggest the Transformation Hire is not
evenly distributed across restructuring types:

62.5

PERCENT

45 of 72 companies that
announced Al-driven
restructurings/layoffs — 62.5% —
had a named Transformation Hire
role in place prior to or at the time
of announcement.

45 of 121 companies that
announced non-Al restructurings/
layoffs — 37.2% —had a
comparable role in place.

57.2

PERCENT

The same role type appeared at meaningfully different
rates depending on whether the restructuring was Al-
attributed. Companies that later announced Al-driven
workforce changes were nearly 1.7 times as likely to
have a Transformation Hire in place as companies
restructuring for other reasons.

This does not prove that the presence of a
Transformation Hire causes Al-driven restructuring or
that every company onboarding this role will announce
layoffs. It does suggest that thisroleis a

differentiating signal predictive of Al-attributed
workforce change than of restructuring generally.
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5. LEADERSHIP DEPARTURES SIGNAL
A QUIET CONTRACTION.

For the 9982 companies in the broader at-risk
population and the 2,284 showing the full signal
pattern, data suggests that workforce contraction
is likely to happen incrementally through attrition,
backfill freezes, and elimination of roles that were
always going to be early candidates for automation.

Of the 2,284 companies showing the full signal pattern,
59% have also recorded a confirmed VP-level or above
departure in the past 60 days. Among those, 783 have
had a departure in the past 30 days.

This is the signal closest to the announcement, making
it the last observable precursor before the story
becomes news.

To be sure, leadership departures happen for many
reasons, but the data suggests that companies
exhibiting the Quiet Restructuring pattern often
simultaneously experience leadership turnover.

Of the 2,284 companies showing the
full signal pattern, 59% have also
recorded a confirmed VP-level or
above departure in the past 60 days.
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Quiet Restructuring in Practice: Meta Lays Off 8,000

On May 20, 2026, Meta Platforms laid off approximately 8,000 employees, approximately 10% of its total global workforce,

and reassigned another 7000 employees to Al-related initiatives. The announcement was presented as an important

part of the company's response to the Al era. It may have also been the public confirmation of a process that had been

taking shape over 18 months.

The signal sequence, reconstructed from public reporting, appeared to look like this:

TIME TO THE QUIET
ANNOUNCEMENT | RESTRUCTURING SIGNAL | -'IPENCE

Meta announced $60-65 billion in Al capital expenditure for
12-18 Al infrastructure 2025 in January 2025, subsequently raised to $72.2 billion

Months Prior

investment accelerates

— more than the company's total capex for 2019 through 2021
combined. 2026 guidance was set at $115-145 billion.
(Sources: Meta 012025 Earnings; Reuters; WSJ; TechCrunch)

6-12
Months Prior

Al transformation
leadership is appointed

CTO Andrew Bosworth's mandate was formally expanded

to lead Meta's Al workforce transformation. In June 2025,
Bosworth was commissioned as a U.S. Army Reserve
Lieutenant Colonel in the Army's Executive Innovation Corps, an
Al transformation advisory role.

(Sources: WSJ, May 24, 2026; U.S. Army Reserve announcement, June 13,
2025; DefenseScoop; NPR)

3-6
Months Prior

Job posting compasition
changes

Employers advertised 12.3% fewer middle-manager jobs
industry-wide in 2025 than in 2024, according to data from
Indeed reported by Business Insider (April 2026) — a trend
consistent with the organizational flattening observed at Meta.
Revelio Labs data showed middle-manager postings down
more than 40% since 2022.

(Sources: Business Insider, April 4, 2026; Revelio Labs, 2024-2025)

Meta announced a policy requiring U.S. employees to allow
keystroke and mouse-click tracking on company devices to

60 -90 . build Al agents to perform software tasks. Internal opposition
. Internal signals surface . o\ .
Days Prior included employee petition efforts. Notable leadership
departures accelerated.
(Sources: WSJ, May 24, 2026; Reuters, May 18, 2026; NYT; The Guardian)
Chief People Officer Janelle Gale sent an internal memo
Chief People Officer outlining the shift to “Al native design principles” — flatter
30 Days Prior memo on Al-native hierarchies, smaller pods, fewer managers, and the elimination
org design of traditional management titles.
(Sources: Reuters, May 18, 2026; NYT, May 19-20, 2026; WSJ; Bloomberg)
Day 0 Public Announcement 8,000 layoffs; 7000 reassignments; 6,000 open roles canceled

(Sources: NYT; Reuters; NPR; WSJ; Bloomberg — May 20, 2026)

By the time the announcement reached the news, the signal sequence had been presentin
observable data for an estimated 12 to 18 months.
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IMPLICATIONS

1. The accounts most likely to shrink next year can
be identifiable today. The data suggest that Quiet
Restructuring does not occur without precursors.
The signal patterns appear in observable data 12 to
18 months before a public announcement and 6 to
12 months before the contraction is reflected in any
contractual or financial relationship.

2. Workforce trajectory and financial performance
are diverging. A company contracting its workforce
by 15% over 12 months while maintaining flat
reported revenue is a fundamentally different
entity than its income statement suggests.
Operating leverage may improve on paper, while
organizational capacity often erodes underneath it.
This divergence is a leading indicator that balance
sheets do not capture until it closes, typically
through a revenue miss, a margin compression
event, or a restructuring charge. The signal is in the
headcount data 6 to 18 months before it reaches the
financials.
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. The technology industry is leading. Early signal

patterns suggest other industries may follow. The
concentration of the Quiet Restructuring signal

in technology, 258 firms representing S110 billion
in combined revenue, reflects the sector where

Al adoption is most advanced and workforce
transformation is furthest along. It is not where
the story ends. Financial services, insurance,
professional services, and healthcare are all
showing early-stage versions of the same pattern.
Clarecast will be tracking how and when the signal
migrates across industries in the months ahead.

4. The headcount signals in this report describe

direction and scale. They do not yet describe
composition, which roles, functions, and skill sets
are growing or contracting within the companies,
showing the pattern. That is the next layer of
analysis, and it is one that the data is positioned to
support. The May Jobs Report landed on June bth,
2026 and by design measures the prior month’s
employment changes, captured through established
survey methodology. It was not designed to see
attrition-as-strateqy, backfill freezes, or the gradual
recomposition of a workforce.

A company contracting its workforce by 15% over 12 months while maintaining

flat reported revenue is a fundamentally different entity than its income

statement suggests. Operating leverage may improve on paper,
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Forecast Methodology

Clarecast's headcount forecasting model is a longitudinal,
multi-signal prediction system trained on realized workforce
trajectories across 18 million U.S. company records. The model
generates forward-looking company-level headcount estimates
for up to 20 months into the future.

A Note on What This Report Is

Clarecast is a predictions business. Our purpose is to anticipate
what is about to happen at companies before it occurs using
proprietary data, purpose-built forecasting models, and a
platform designed to surface signals that traditional labor
market reporting cannot interpret.

THIS REPORT IS A HYPOTHESIS.

The findings presented here represent our current
interpretation of signal patterns observed across Clarecast's
platform as of May 2026. They are the output of a predictive
methodology applied to structured, longitudinal workforce data
— not a set of confirmed facts about any specific company's
plans, decisions, or future actions. Every number in this report
is a model output. Every pattern identified is a correlation, not a
cause. Every company profile described is a signal reading, not
a statement of intent.

We are publishing this analysis because we believe the pattern
is real, the signal is strong, and the gap between what is
happening inside U.S. companies and what is visible in public
labor market data is widening in ways that matter. We also
believe that predictions, to be useful, must be stated clearly and
tested against outcomes.
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is an Al-native predictive company intelligence platform
headquartered in Grand Rapids, Michigan. Our mission is to become the
world's best predictor of headcount, the most reliable leading indicator of
company performance.

Clarecast is not a consumer reporting agency as defined by the Fair
Credit Reporting Act (“FCRA"), 15 U.S.C. § 1681 et seq. The information,
forecasts, scores, analyses, and other content contained in this report
are provided for informational and business intelligence purposes only
and do not constitute consumer reports. The information may not be
used in whole or in part as a factor in determining eligibility for credit,
insurance, employment, housing, or any other purpose regulated by
FCRA or similar federal, state, or local laws. All forecasts, predictions, and
scores presented in this report are model outputs based on observed
data patterns and should not be interpreted as statements of fact
regarding any company, individual, or future event.
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