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About this report
The Annual Skills Report is the yearly publication on the state of skills in the financial 
services sector. 

Published by the Financial Services Skills Commission since 2022, the report is based on 
data collected from our member firms and insights from the wider industry.

It highlights the latest trends and skills the industry needs to position itself for future 
success, while fuelling sustainable growth.
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Foreword
It seems that almost every conversation I have is characterised by talk of technology, disruption, 
and the sector’s preparedness for the inevitable changes that lie just around the corner.

Increasingly, business leaders tell me they are having to respond to technological change at 
ever-increasing speed. But to do that effectively, they require data-led insights they can act on, 
including the latest trends, emerging issues and what best practice looks like across the sector.

That’s why our ‘Annual Skills Report’ has become an invaluable source for firms and a timely 
assessment of the sector’s skills challenges. This year’s publication is no different. It is our fifth 
report on the state of skills in the sector and our most comprehensive to-date, with a 33% 
larger sample size, largely driven by our growing membership.

A clear and consistent theme throughout the report is that skills gaps are not a static metric. 
They are an ever-moving target that firms must respond to, in real time. Our findings show that 
as firms grapple with the disruption and opportunities brought about by artificial intelligence 
and other technologies, skills needs are changing faster than ever. The pace of change is 
placing increased pressure on firms to ‘keep up’ and adapt their skills strategies accordingly.

This is an issue we are exploring in more detail as part of our research into artificial intelligence 
and disruptive technologies, and their impact on workforce skills. We are leading the project on 
behalf of HM Treasury and will publish our first report in May 2026.

The latest data points to modest growth in early-career employment, which contrasts with the 
often-cited narrative of decline. This shows that firms are working hard to develop talent by 
focusing on apprenticeships while also building pipelines that cater for medium and long-term 
needs.

Furthermore, suggestions that firms are pulling back from investing in their staff are not backed 
up by the data. Rather, the evidence is that investment in learning, and levels of internal 
mobility, remain steady. However, it also shows that the need to adapt at pace has made 
longer-term reskilling activities less attractive, creating a shift towards more rapid, and agile, 
upskilling interventions.

What we can take from this is that the unpredictability of change, and an unknown future, are 
not excuses to simply do nothing. We must work harder than ever, to not just keep up but also 
increase momentum. This means firms adapting their strategies by embedding skills across the 
organisation, making space for employees to learn, and investing in early careers.

Claire Tunley
Chief Executive of the Financial Services Skills Commission
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Key findings
1.	� Fewer jobs overall, but continued demand for specialist talent amidst 

accelerating artificial intelligence adoption
	� Historically, financial services job numbers have remained remarkably steady, with small 

fluctuations. In 2025, headcount in financial services decreased by 5%, while vacancy 
postings increased slightly. Firms were continuing to hire into technology, software and 
industry specialist roles but less likely to backfill leavers. Generative AI tools gathered 
momentum and automation made operational processes more efficient, while improving 
services for customers.

2.	� Early careers intake has grown in 2025, driven by apprenticeships rather than 
graduate numbers

	� Early careers intakes (apprentice and graduate entries combined) have seen a 2.5% overall 
increase in 2025, driven by apprenticeship starts. Compared to 2024, firms hired more 
apprentices and fewer graduates. Firms recognise the importance of maintaining a strong 
talent pipeline for future senior roles, and many are reviewing their programmes to attract 
young talent, looking beyond formal qualifications.

3.	 Skills needs keep shifting, with gaps moving not closing
	 �While our previous report showed positive progress with narrowing skills gaps in technical 

skills, our 2025 data shows a change in the direction of skills needs – not for the first time. 
Shifting skills gaps are a constant challenge for firms to manage.

	� Skills gaps for technical skills and behaviours have widened, on average, as firms are 
setting foundations to realise the full benefits of AI. Unsurprisingly, machine learning/AI 
demand trumps those of all other skills. As people expect the pace of change to continue, 
adaptability has displaced coaching as the most in-demand behaviour.

4.	 Skills‑based foundations are becoming a necessity
	� Our members have demonstrated their commitment in moving towards skills-based models, 

and this is illustrated by their ability to identify their position on our maturity framework.
	� Most firms feel they need to deepen their skills-based foundations to better prepare talent 

and skills for the future. Smaller firms have fewer resources to deploy skills assessment 
technology, when compared to larger firms.

5.	� Learning and upskilling activity are stable but not keeping pace with  
accelerating change 

	 �In the last year, non-mandatory learning has stayed stable, while firms introduced AI training, 
and their measurement of active learners improved. However, while 70% of the workforce 
are active learners, 30% do not proactively engage with learning beyond what is mandated – 
at least not in ways that firms are able to track.

	� Reskilling activity has proven difficult to scale from pilot cohorts, and the rate of internal 
mobility was the same as in 2024 - although more people were able to move into new roles 
internally, given increasing vacancies. 

6.	� It is unclear if the sector’s current response matches the scale of disruption
	 �While firms are on the journey of embedding skills-based principles and working to increase 

internal mobility, the question remains whether the corporate response is sufficient to 
address the scale of the challenge.

	� Increasing engagement with learning matters amidst disruption, as a heavy reliance on 
informal learning is unlikely to close the gap between demand and supply. Continued 
strategic workforce planning is as important to drive reskilling as it is to maintain an early 
careers pipeline.
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Introduction and methodology
The analysis in this report is based on data provided by our member firms. The number of 
responses in this year’s report has increased from 24 to 32, partly driven by a 10% growth in 
Commission membership since the 2025 report. This has enabled our most comprehensive and 
balanced picture of the industry to-date. While this makes our data more representative than 
ever, it also poses challenges for comparability year on year.

The data collection was live from 3 November and closed on 28 November 2025. Our members 
vary in size from 300 to 60,000 employees, with just over half above the 2,000-employee mark 
and 22% above the 10,000-employee mark.

32

2025 sample breakdown by sector

38%  Banking  

31%  Insurance and pensions  

Building society  13%

Investment management  13%

Other  6%
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Workforce disruption: Hiring, 
specialisation and the early  
careers pipeline

•  �Financial services firms advertised slightly more vacancies than in 
2024, while the total number of employees declined by 5%. 

•  �Hard-to-fill roles fall into two groups: roles required to enable 
technological transformation, and industry-specific roles, such as 
underwriters, claims professionals and pricing analysts.

•  �Overall, early careers intake has seen a minor increase, including 
more apprentices and fewer graduates. 

•  �Small fluctuations, in line with changing business demand and 
strategic reviews of graduate and apprenticeship programmes, 
have driven this change, possibly influenced by Apprenticeship 
Levy funding reforms.

Hiring grows alongside workforce contraction
Employment figures in financial services go through cyclical fluctuations but have remained 
relatively stable over the past three decades.1 In 2025, the total number of employees declined 
by 5% in our sample, driven by larger firms in banking and insurance. This trend is mirrored in 
public data, where the financial services workforce declined by 4% between September 2024 
and September 2025.2

In an economy marked by sluggish growth, Bank of England data confirms flat to slightly 
falling headcount plans in the short-term. The use of generative AI tools gathered momentum 
and automation made operational processes more efficient, while improving firms’ ability to 
provide services for their customers. This reduced reliance on administrative staff in industries 
such as insurance.3
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Simultaneously, the number of new hires in financial services saw an uptick of 3% in 2025. 
Firms were continuing to hire into technology, software and industry specialist roles but less 
likely to backfill leavers. It is not unusual for firms to seek access to technical and strategic 
talent in times of change. As we shall see, there was a continued trend of hiring specialists into 
roles that are hard-to-fill, potentially indicating a “hoarding” of scarce specialists across the 
economy, according to Bank of England sources.4

New challenges linked to high application volumes 
Firms have reported a significant increase in responses to job adverts, much of which they 
attribute to a surge in AI generated submissions. For example, one member firm’s internship 
programme received 8,000 applications, many of which were almost identical. This leaves 
firms assessing large and growing volumes of applications, which can make it harder to identify 
the best skilled candidates. AI’s role in talent management and hiring is complex, but many 
questions regarding the governance of the use of AI, and continued human oversight of wider 
recruitment processes, remain open.

Members tell us the labour costs of highly-skilled employees are expected to increase markedly 
over time as job responsibilities become more complex and skills requirements rise. This places 
even more pressure on making the right hiring decisions at all levels. 
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Hard-to-fill roles reflect rapid technological change and industry expertise
Demand for specialists continued to be strong, but many of these roles are difficult to fill. Hard-
to-fill roles fall broadly into two groups: roles required to drive technology-led transformation 
(e.g. developers, IT architects) and sector-specific roles (e.g. underwriters, claims professionals 
and pricing analysts). Technology-related roles are constantly evolving so firms have 
requirements and job openings that didn’t exist just two years ago, such as roles focussing on 
AI enablement.

While some might expect software-related roles to become increasingly less in-demand with 
the proliferation of AI, the data does not yet reflect this. There is a pressing need to update 
legacy systems in order to modernise, maintain resilience, and remain relevant to customers, 
which influences the continuing demand for software-related roles. This transformation requires 
systems, processes and data flows to be set up. As firms increasingly require skills to deliver 
change, change-related professionals remain equally sought after.

Hard-to-fill roles mentioned by member firms

Technology and change-related roles

•  Software/cloud engineer

•  IT architect/solution architect

•  Data scientist

•  Cyber security specialist

•  Data analyst

•  �Other data, AI and engineering roles  
(e.g. quantum computing) 

• Change specialist

•  �Agile roles (Scrum master,  
product owner)

Sector-specific roles

•  Actuary

•  Underwriter

•  Business analyst/risk analyst

•  Pricing analyst

•  Risk partner

•  Auditor

•  Claims professions

•  Mortgage consultant

•  Sales roles

•  Lawyer/solicitor

•  Financial planner

Insight from Morgan McKinley’s Employment Monitor confirms the demand towards higher-value 
positions in audit, tax and IT management. These roles have always been critical roles due to the 
regulatory nature of the sector and remain so as firms adapt to regulatory and digital change.5 

Source: FSSC Member Survey 2025, data from 32 firms

“�(We have) introduced specialist 
roles, including Head of AI and 
Lead AI Solution Architect.”
Insurance & pensions firm

“�Requisitions for jobs in AI have 
increased 5.5x in the last year  
in our firm.” 
Banking firm
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Early careers intake increases modestly
Despite a common narrative that early careers programmes have decreased, this is not 
evidenced by the data collected from our member firms. In fact, our data shows that the early 
careers intake has increased to 4,600.

Overall early careers recruitment grew by 2.5% in 2025, with changes to the mix between 
apprentices (up 5%) and graduates (down 2%). This includes data from firms who have 
employed graduates in 2025 but did not run structured graduate programmes. 

The Apprenticeship Levy – currently a 0.5% levy on salary bills over £3m – can only be used to 
fund apprenticeship training. Graduates can be recruited onto an apprenticeship programme 
to build technical skills (e.g. risk and compliance) but are more likely to be funded by corporate 
learning budgets. Work experience and other internship programmes are widely offered by 
firms but rarely receive external funding. 

Strategy and skills clarity are reshaping early careers
Although firms are making some adjustments to the type and volume of early careers 
programmes, all remain committed to bringing skilled young talent into the organisation. 
Changes in numbers or programme types tend to be small, driven either by business demand 
(mentioned by eight firms) or by strategic reviews of graduate versus apprenticeship provision 
(five firms). Some firms said they hire graduates every other year. Others have previously recruited 
many graduates in the past and now seek to balance this with other early careers routes.

Apprentice recruitment 2024-5

2024	 2025

Source: FSSC Member Survey 2024-5, data from 20 firms.  
Covers only external recruits into early career apprenticeships,  

not current employees starting 
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Being a skills-based organisation brings clarity to the presence of skills gaps. It also highlights 
what is required of the talent pipeline to ensure firms can manage their skills strategy effectively 
over time. It can facilitate early careers intake by helping firms to look beyond direct experience 
and formal qualifications, such as university degrees, for the most suitable candidates.

Individual firms expanded on deliberate shifts towards work experience, internships and  
T–levels as feeders into their apprenticeship programmes. Two firms specifically mentioned 
removing degree requirements to ensure a wider range of talent could apply, while one firm 
reported an increased focus on master’s and PhD graduates – indicating that there is no ‘one 
size fits all’ approach.

Reforms to Apprenticeship Levy funding, and other cost considerations, may have partly 
driven the increase in apprenticeship programmes. It can be advantageous for firms to run 
Levy-funded programmes in favour of graduate programmes which cannot use Levy funding. 
Changes to the Apprenticeship Levy funding for over-25s may have supported this trend in 
2025 as firms raced to put candidates on Level 7 apprenticeships before the December 2025 
deadline. Moreover, the ‘unspent’ Levy rollover was reduced to 12 months (from 24 months) in 
September 2025, which is likely also driving increased spend.

Debate continues over future workforce shape and size 
Early careers intakes matter in the context of technological change. Currently, almost all firms 
offer apprenticeship programmes (94%), and two thirds offer graduate programmes. More 
than half of firms offer internships and one mentioned T-levels. While entry-level roles might 
increase in complexity, and reduce in number in future, the data does not currently indicate a 
shift to a different workforce shape at present. This is a live discussion in the sector, particularly 
due to the impact of AI tools. 

“�In 2024, we redesigned our existing graduate programme, removing the 
requirement to have an undergraduate degree. The quality of candidates applying 
without a degree was such that many of these candidates were successful and fewer 
graduates were hired.” 
Banking firm

“�The reduction in numbers for the graduate programme reflects a deliberate 
shift in our early career strategy, prioritising school leaver apprenticeships to 
attract talent at an earlier stage. In 2026, there will be a targeted effort to further 
leverage apprenticeships within actuarial areas.” 
Insurance & pensions firm

“�Our juniorisation strategy involves greater availability of junior roles to help with 
career pathways, re-evaluating roles when incumbents exit to create more junior 
positions and reviewing spans and layers for increased management control.” 
Banking firm
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A moving target:  
Skills demand outpaces supply

•  �Three quarters of firms found that AI impacted demand for skills in 
their organisation in 2025, and skills trends are heavily influenced 
by these changes in technology. 

•  �While it seemed that technical skills gaps were narrowing in 2024, 
they increased again in 2025. Shifting skills gaps are a constant 
challenge for firms to manage. 

•  �Machine learning/AI has taken over from data analysis as the most  
in-demand technical skill. Adaptability has displaced coaching as 
the most in-demand behaviour and also shows the biggest overall 
supply-demand gap. The biggest technical supply-demand gap is 
in cyber security. 

•  �Although many members are still early in their maturity, 
momentum is building toward becoming skills-based, which is 
seen as essential to closing skills gaps.

•  �Smaller firms have fewer resources to deploy technology when 
undertaking skills assessments than larger firms but benefit from  
a more personal understanding of their smaller colleague base.

•  �2025 saw the release of the UK’s Standard Skills Classification,  
a common language on skills which is designed to enable more 
targeted skills planning and better labour-market analysis.

Skills – a moving target
The Commission has been monitoring skills gaps for over five years. We do this by measuring 
the difference between the number of firms seeing growth in demand compared to growth in 
supply for a particular skill. This year’s data is based on the largest sample of members yet.

At times we have seen evidence of skills gaps narrowing. In these instances, firms have 
implemented training activity or seen changes in the labour market that resulted in higher 
supply to meet their demand. While gaps have always existed around the 13 future skills, the 
focus on any one particular skill has continually changed, as members have responded to their 
evolving needs. Shifting skills gaps are a constant challenge for firms to manage – a sort of 
moving target – rather than a problem that can be solved once and for all.

AI adoption is reshaping skills demands across all roles
After several years of anecdotal evidence and future gazing in relation to AI, we are now seeing 
it being embedded into business processes. Three quarters of firms found AI impacted internal 
demand for skills in their organisation in 2025, with the remaining respondents being unsure. 
Our 2025 skills trends (see below) are heavily influenced by these changes in technology. This 
is unsurprising, given previous research identifying financial services as being a highly impacted 
sector by various forms of AI.6 
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Firms have told us that they have initially adopted generative AI to facilitate tasks like 
notetaking and meeting preparation, creating operational efficiency and improving services for 
customers. Some have removed transactional processes and improved accessibility, particularly 
for neurodiverse colleagues.

Many firms report wide-scale deployments of AI platforms such as Microsoft Copilot, ChatGPT 
and Aiden. One firm noted that these changes are intended to help retain strategically critical 
roles in the UK, while transactional processes may be automated or off-shored.

We are exploring these findings through a research project on the impact of AI and other 
disruptive technologies on the sector’s workforce and skills. Commissioned by HM Treasury in 
July 2025 under the government’s ten-year financial services strategy, this work will lead to an 
interim report in May 2026 outlining current and emerging technologies, their opportunities, 
and their expected impact across customers, firms and regions.

75%  Yes

Unclear  25%

Firms that said AI impacted their skills demand in 2025

Source: FSSC Member Survey 2025, data from 32 firms

“�It is unclear yet, but AI may increase the level of automation available within our 
operations process which may impact future skill demand.” 
Member firm

“�AI has reshaped our skills landscape in 2025. Higher demand includes AI literacy across 
all roles, prompt engineering, data analysis, and ethical AI governance. Lower demand 
is seen in manual data processing and routine administrative tasks. “
Insurance & pensions firm
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Technical skills and behaviours are evolving together
Compared to 2024, where growing skills demand was mostly concentrated around behaviours, 
this was more varied in 2025. Firms have been focused on embedding technology and 
enabling colleagues to be comfortable in using it. This is reflected in the high number of 
technology roles in vacancy data and the recognition of complementary behaviours for their 
role in driving productivity and change. Below is an overview of supply–demand growth across 
all 13 future skills, highlighting those with the largest gaps and rising demand.

Machine learning/AI

Data analysis and insights

Digital literacy

Cyber security

Agile

User experience

Software development

Adaptability

Relationship management

Coaching

Teamwork

Creative thinking

Empathy

2025 supply-demand gaps
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94%

75%

75%

72%

63%

44%

44%

69%

59%

53%

50%

50%

31%

66%

59%

50%

41%

47%

25%

28%

22%

31%

38%

13%

22%

13%

Source: FSSC Member Survey 2025, data from 32 firms. The five charts on 
the right show the skills with the largest gaps between supply and demand, 
all of which have also seen increased demand in our consistent sample since 

last year. Charts are shown in the order of the size of the gap.

Demand - increased Supply - increased

94%

66%

Adaptability

Teamwork

Cyber security

Machine learning/AI

Relationship management

69%

22%

47%pt

50%

13%

37%pt

72%

41%

31%pt

59%

31%

28%pt

28%pt

Largest %pt gaps and increase 
in demand from 2024
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Machine learning/AI has taken over from data analysis as the most in-demand technical 
skill, with 94% of members seeing demand increase. This follows widespread embedding of 
generative AI. Members explain this is due to the release of new AI tools. There is a lack of 
clarity on the future of data skills, which some expect to become less relevant as standard 
analysis tasks become automated. Others expect a growing need for data skills to manage 
growing datasets and ensure reliable data drives AI quality. These contradicting views were 
evident in our data and free-text comments.

Adaptability has displaced coaching as the most in-demand behaviour. Demand for coaching 
has risen consistently for the two preceding years. However, compared to last year, more firms 
saw demand for this skill stagnate or decrease. The same was also true for empathy, potentially 
as a result of colleagues using technology in the first instance to solve problems or draft 
sensitive communications.

Supply is not keeping pace with accelerating demand
Supply growth is more limited than demand growth, despite firms consciously responding to 
rising demand. Compared to the 94% of members who saw demand for machine learning/AI 
skills increase, only 66% of members saw the supply of this skill also increase.

As a result, the gap between supply and demand, for both behaviours and technical skills, 
has increased. Cyber security has the biggest technical skills gap followed by AI, likely due to 
the ongoing technology transformation and sophisticated cyber challenges. Digital literacy 
also shows a notable gap and is increasingly recognised for its role in enabling more efficient 
operations.

Adaptability has the biggest gap among behaviours (47 percentage points), closely followed 
by teamwork (37%pt) and relationship management (28%pt) - all of which have seen demand 
rise compared to the previous year. All three behaviours are needed to support transformation 
at an individual, customer and organisational level. Firms have stated their ambition to increase 
the scale of their offering to clients. 

Skills-based organisations are becoming the strategic norm

What is a skills-based organisation?
A skills-based organisation is one that places skills and capabilities at the heart of its business 
processes. This approach involves identifying, developing and deploying employees based 
on their skill sets, ensuring that the right talent is used for the right tasks. This creates a flexible 
and agile workforce that uses skills to achieve organisational goals.

Given the skills challenges outlined above, there is collective momentum towards building 
skills-based organisations. This model helps firms to ensure they meet their future strategic 
needs by ensuring skills are at the heart of every business process.

Almost all our members are progressing on their journey to becoming skills-based, although 
the destination looks distinct for each firm. Self-assessment data shows that many members 
currently place themselves at the lower end of the maturity scale across most dimensions, but 
all members are taking steps forward.

Our Skills-Based Organisation Framework provides a clear structure and direction, while still 
allowing firms to prioritise the areas which are most relevant to them.

https://financialservicesskills.org/wp-content/uploads/2024/11/FSSC-SBO-Overview-PDF.pdf
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Based on the benchmarking tools in our framework, most firms feel they have further to go, 
with the majority self-assessing as ‘emerging’ on skills-forecasting. The same is true, to a lesser 
extent, for those with a skills-based architecture in place. Fewer firms consider themselves 
‘emerging’ in aligning skills to business strategy, with a greater share rating themselves at more 
advanced stages.

Many firms tell us they face competing priorities, cost pressures and capability gaps, and are 
unsure where to start their skills-based journey. The most critical barrier cited by members is 
often a lack of leadership buy-in, which unlocks investment and provides focus. If leadership 
buy-in is missing, this results in a critical lack of alignment of skills to business strategy, as 
illustrated in our data. We continue to work closely with our members to identify the business 
impact of being skills-based and this is why we have published our Skills-Based Organisation 
Implementation Guide.

Skills assessment capability varies by firm size
Skills assessments are an integral element of running a skills-based organisation. In order to 
target skills building and effectively close skills gaps, firms need to be aware of the current 
supply of skills within their organisation. 

All member firms run assessments to understand skills and proficiency levels, often using mixed 
methods. Smaller firms face disadvantages in gathering information at scale. They have fewer 
resources to deploy assessment technology, and often rely on ad-hoc measurements, leaving 
them with less granular insight on where to focus skill building. However, they simultaneously 
benefit from a more personal understanding of their smaller colleague base.

Larger firms are almost three times as likely as smaller firms to conduct structured organisation-
wide skills audits. They are also far more likely to use external validation. 

How firms assess their skills-based maturity level

Skills forecasting 

Skills-based architecture

Alignment of skills to 
business strategy 47% 25% 16% 13%

56% 22% 9% 3%9%

Source: FSSC Member Survey 2025, data from 32 firms

66% 16% 13% 6%

Emerging Competent Proficient Advanced Continuous evolution

http://www.financialservicesskills.org/skills-based-organisation-framework/
http://www.financialservicesskills.org/skills-based-organisation-framework/
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A new skills classification enables consistency across firms and sectors
Within the context of the government’s Industrial Strategy and the new Growth and Skills Levy, 
Skills England launched its Standard Skills Classification in a pilot explorer tool at the end of 
2025. Prior to its publication, the UK had standardised data for occupations and industries, 
but not for skills. This presented a challenge for the analysis of skills gaps and reskilling needs 
across industries. We welcome the introduction of the Standard Skills Classification and believe 
it will be beneficial for more targeted labour market and skills analysis.

The Standard Skills Classification is a common language for mapping skills and tasks to 
UK occupations. It has been developed in collaboration with the University of Warwick’s 
Institute for Employment Research and other partners.

The new classification will enable firms in every sector, training providers and analysts 
to use consistent terminology when talking about and forecasting skills as part of their 
strategic workforce planning. Several of our members have been testing this approach. 

Informal, ad hoc assessments  
(e.g. manager judgement, team discussions)

Employee self-assessment as part of 
performance reviews

Manager or peer assessment as part of 
performance reviews

External validation (e.g. professional 
certifications, third-party assessments)

Structured, organisation-wide skills audits

We do not currently assess workforce skills

Type of skills assessment used, by size of member firm

79%

50%

57%

100%

82%

82%

14%
41%

43%
71%

14%
0%

Source: FSSC Member Survey 2025, data from 32 firms

Fewer than 2,000 employees 2,000 employees or above
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Learning and internal mobility  
hold steady, highlighting  
untapped potential

•  �Formal learning activity has not seen an increase, when compared 
to 2024. Non-mandatory learning remains steady at around two 
days per year, on average, per employee, while time committed 
to mandatory learning has seen further small reductions.

•  �Seventy per cent of employees were active learners over a six-
month period. Of those, 22% were actively engaged in a given 
month. However, 30% of the workforce did not actively engage 
with learning beyond what is mandated in a six-month period.

•  �Members are rolling out widespread employee interventions to 
drive AI upskilling, including at manager and leader-level.

•  �It is difficult to scale formal reskilling programmes. This is reflected 
in stagnating reskilling numbers and a shift towards widespread 
upskilling.

•  �Internal mobility held steady, with slightly more than half of roles 
being filled internally. However, the higher number of vacancies 
offered more people the opportunity to move into a new job, in 
the same company, in 2025 than in 2024.

Learning time is stable despite disruption
Traditionally, learning activity is measured in hours spent on formal learning. We monitor 
mandatory and non-mandatory activity. This is because the most future‑relevant learning 
typically happens beyond what is mandated by the firm, or required by regulators.

Non-mandatory learning has remained relatively stable in hourly terms, despite organisational 
change and technological disruption. The share of non-mandatory learning has increased 
somewhat to 56% of all recorded learning (up two percentage points), while time committed 
to mandatory learning has further reduced. As a result, overall learning hours now amount to 
just under four days, on average, broadly in line with last year. These figures do not include 
informal learning. Besides AI, there was a lot of focus on leadership, resilience, adaptability and 
data skills in learning activity.
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Non-mandatory learning = Learning activities other than those  
required due to regulatory obligations or internal policies.

Firms are making learning more efficient by targeting it at the right employees and reducing 
mandatory learning. Many deploy an assessment-first approach, whereby colleagues can 
display their existing understanding of content instead of completing a full mandated module. 
More ways for making mandatory learning more engaging and efficient can be found in the 
case study from Leeds Building Society in our 2025 report. 

Visibility of learning engagement is improving
Where learning hours do not accurately reflect the breadth of learning engagement across 
the workforce, the share of active learners indicates how many colleagues meet, or exceed, 
a set level of engagement with learning. For this survey, an ‘active learner’ is anyone who has 
completed at least one non‑mandatory learning activity within the timeframe. More firms now 
provide this data, and some report progress against it to their boards to drive engagement 
with learning.

Average learning hours by type

Non-mandatory

2023/24	 2024/25

Source: FSSC Member Survey 2025, data from 23 firms and reported based on financial year

15.6
14.8

Mandatory

13.2

11.7

H
ou

rs
 p

er
 e

m
pl

oy
ee

Overall learning steady at around 4 days

https://financialservicesskills.org/wp-content/uploads/2025/11/FSSC_Future_Skills_Report_2025.pdf
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Our data shows 70% of employees actively engage with learning beyond what is mandated 
in a six-month period, making them active learners. This is broadly consistent with previous 
years, with a slight drop from 72% in 2024. Among the active learners, 22% were also actively 
engaged in a given month. 

This suggests learning is a regular habit for most colleagues, including monthly for the most 
active learners. However, up to 30% of the workforce are not actively learning beyond what is 
mandated over a six-month period – meaning they might miss out on training in new skills.

Monitoring all learning across an organisation is a challenge for firms and is a barrier to capturing 
accurate engagement data. Hence, true engagement levels might be slightly higher or lower 
than those reported. We are making collective progress on this challenge through our Data and 
Insights Group, which brings together members to improve their data collection methods.

Active learners in 2025

Source: Member Survey 2025, data from 27 firms (past 6 months) and 25 firms (past month).  
Comparability to last year is limited due to improvements in question wording and data collection methods

“�The focus on learning has developed cultural change, strengthened collaboration and 
inclusion, and built future-ready capabilities to support strategic transformation.” 
Banking firm

“�Digital, data & AI skills now account for around 67% of all future skills learning in 2025, 
compared to just 20% in 2024.” 
Banking firm

Not active, 30%

Active over a six-month 
period, 70%

Of the 70%

Active - including in 
the latest month, 22%

Active - but not in the 
latest month, 78%
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AI capability is being built through layered interventions
Through our work with members, it is clear that the challenges and changes posed by AI are 
at the forefront of minds for most firms. This means that upskilling in technology-related skills 
and behaviours are a priority. Our 2025 report into the relationship between AI and skills - 
Unlocking AI’s potential showed that members are working hard to identify the best AI-related 
training. They are critically aware of the opportunity costs from missed adoption, as well as 
the risks related to rapid adoption. Given the speed of change, they are working at pace to 
implement appropriate plans and guardrails.  

The latest data shows a widespread roll-out of interventions for all employees and top-down 
approaches aimed at leadership. Many firms have developed bespoke, targeted AI training 
modules and have embedded AI in the curriculum of other courses, responding to requests 
for learning in governance and risk management. Some firms have created internal learning 
centres that offer courses and events, such as generative AI academies. Additionally, access to 
AI technology is often contingent on employees receiving basic training. 

There are also pockets of increased technical training. For example, one firm trained a large 
number of employees on how to build AI agents. In addition to this, informal training is 
encouraged to complement what is being offered by firms. Technology adoption does not  
just rely on narrow technical skills but also on developing confidence and adaptability to do 
things differently.

Upskilling programmes are more scalable than formal reskilling
One way to secure the workforce for the future is to reskill at-risk roles in preparation for 
redeployment. However, achieving scale is difficult with this approach, which is reflected in 
stagnating reskilling numbers. Running these programmes brings challenges in terms of the 
length of time to competence, funding training across divisions and limited availability of 
experts to train others. As such, some of the organisations previously driving reskilling have 
paused or ceased reskilling programmes. Reskilling is still planned and phased, with 44% 
of members actively reskilling colleagues in 2025 and a further 16% preparing to do so the 
following year. Members have mentioned organisational change, size, and focus on overseas 
activity as additional blockers to reskilling. 

In one case, a major organisational restructure meant formal reskilling programmes were 
paused, with the intention of resuming them once the new structure is embedded. In another,  
a one-off transformation drove reskilling last year, while similar workforce moves this year are 
now being delivered through apprenticeships and therefore classified differently. 

“�We have introduced a taskforce to 
help people understand how they 
can use AI in their day-to-day role.” 
Insurance & pensions firm

“�With the “AI4U” programme, we 
are training 200+ colleagues in AI 
for efficiency and confidence.” 
Insurance & pensions firm

“�Our Top 50 Senior Leadership AI Programme 
focuses on leading in the age of AI and insight.”
Banking firm

https://financialservicesskills.org/wp-content/uploads/2025/05/Artificial-Intelligence-Report-2025.pdf
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Firms are aware of the unused skills potential of their workforce. As skills needs shift at pace, 
they invest in targeted learning which can be embedded in a more agile way. They use a mix of 
different interventions, such as professional career development programmes, apprenticeships 
for internal colleagues, leadership programmes or digital skills programmes. This upskilling 
activity contributes to strong internal mobility. 

More opportunities for business and employees through internal mobility
Just over half of roles are filled with internal candidates, the same share as in 2024 and slightly 
more than in 2023. The higher number of vacancies offered more people the opportunity to 
move into a new job, in the same company, than in the previous year.

Internal mobility

2023 2024 2025

Average % of vacancies filled internally 49% 51% 51%
Total hires 25,262 22,617 23,875

These figures include internal moves, some of which may reflect individuals transitioning into 
new roles following upskilling or reskilling. This is often supported through apprenticeships, 
secondments or other on-the-job training. 

Many members are using existing talent and skills to increase internal mobility. This also 
presents potential cost savings for the business, and each internal move can generate a 
significant reduction in recruitment costs. We have outlined these benefits in our Business Case 
for Reskilling.

The share of internal hiring varies among firms. This reflects the unique situations facing each 
organisation, for example mergers and acquisitions, and other structural changes. Most, but 
not all, of the firms with high shares of mobility are larger firms.

One firm told us they transitioned relationship managers and contact agents into alternative 
in-demand roles, such as product managers or assistant relationship managers. This proved 
beneficial for both the organisation and the individuals involved. Despite this, some external 
inflows will always be needed to attract new talent and a broad skills mix.

“�Our Wealth Academy is not a redeployment initiative per se, as it is not targeted at 
those whose roles are at risk of being outdated, although it is part of a strategic focus 
on growing Wealth capability.”
Banking firm

“�Upskilling programmes are in place for internal colleagues on apprenticeships e.g. 
Levels 3-6 in Data, Team leader, People Professional, Internal Audit Professional.”
Building society

https://wp.financialservicesskills.org/wp-content/uploads/2022/01/Reskilling-A-business-case-FINAL-EMBARGOED.pdf
https://wp.financialservicesskills.org/wp-content/uploads/2022/01/Reskilling-A-business-case-FINAL-EMBARGOED.pdf
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“�Through our hiring derogation approvals, we increased rigour and control around  
new hires to ensure suitability, leading to a focus on internal development over  
external hiring.”
Banking firm

“�We are redesigning work structures to enable talent and skills to flow more easily across 
the organisation, improving agility, mobility and the effective deployment of capability.”
Banking firm

Strengthened skills foundations are  
required to navigate ongoing disruption

While firms are on the journey of embedding skills-based principles driving learning and 
upskilling, the question remains whether the corporate response is sufficient to address 
the scale of the challenges.

Given the ever-crucial need to build talent and skills for the future, our findings identify the 
following areas for urgent action:

1.  Embed skills across the organisation
Skills gaps are shifting and growing. As this continues, firms will find it 
harder to catch up. We recommend that firms start now to embed skills 
across all relevant organisational processes.

2.  Make space for employees to learn
To ensure future resilience, firms need to make clear space for employees 
to pursue learning and development. This is particularly important at times 
of disruption and change. Current data shows steady internal mobility and 
limited reskilling, which is difficult to scale up but remains important.

3.  Invest in early careers
Firms in the sector have implemented changes to attract a wide base of 
young talent. However, they must continue to advocate for the value of 
investing in early careers, to prevent a future exacerbation of skills gaps.
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