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The Adaptive Hiring Model

CONTEXT

Why hiring teams are
built the way they are

For the last twenty years, hiring carried a heavy operational

load. Sourcing, screening, scheduling and coordination took

real time and real people, so organisations built teams to

carry it. That was the right response to the constraints of

the time.

AI is now changing those constraints. A good deal of that

operational work can be handled differently, which gives

talent acquisition leaders something they have not had in a

while: a real choice about how the function is structured.

THE SHIFT

What AI changes
As the operational load lifts, the recruiter's time moves to

higher-value work: advising hiring managers, reading the

market, shaping the brief before a search begins. The

recruiter becomes more strategic, not less needed. The

hiring manager can be more involved in the talent picture,

not less.

That shift matters beyond efficiency. When the people who

understand the work and the people who understand the

market are working closely together before a search starts,

searches go better. Briefs are grounded in what the market

actually holds. Adjustments happen early, when the cost is

small.

That alignment, or its absence, shows up consistently in the

Hiring Friction framework as one of the clearest predictors

of whether a search moves or stalls.

STRUCTURE

The structural
opportunity

The question AI puts to every talent function is a structural

one. If the operational load no longer requires a large

permanent team, what does the right structure look like?

The pattern we observe in the organisations that hire well is

consistent: a smaller, more strategic internal core, focused
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on business partnership, market intelligence, and manager

advisory. Technology and AI handle the operational work,

sourcing at scale, structured screening, scheduling and

coordination. Around that, flexible external capacity handles

execution for hiring spikes or hard searches, scaling back

when demand eases.

This is not a cost-cutting argument. It is a structural one.

The old model was built for old constraints. AI changes

those constraints, which makes a different structure

sensible.

INDEPENDENT RESEARCH

A smaller, more strategic core

Kevin Wheeler, founder of the Future of Talent Institute, has researched this shift independently.

His Nucleus Model, presented as his keynote at Supernova 2025, describes the emerging recruiting

function as a small permanent core, roughly 20 to 30 percent of what a traditional function carries,

focused on strategy and manager advisory, with flexible external capacity reaching around 30

percent of total recruiting hours within a year.

The median US employee tenure of around 3.9 years adds practical context: hiring comes in waves,

and a function sized for peak demand carries cost through the troughs. A model that flexes with

demand is simply a better fit for that reality.

"The hiring manager of 2030 cannot stand on the edge of the process. They
are the process."

Kevin Wheeler, Founder, Future of Talent Institute, keynote at Supernova 2025

The smaller core is not the end point. It is what is left when the operational work is handled

properly, freeing the internal team to do the work that actually requires them.
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20-30%
PERMANENT CORE

Wheeler's Nucleus Model

sets the permanent

recruiting function at

roughly 20 to 30 percent of

what a traditional function

carries, focused on

strategy, business

partnership, and manager

advisory.

~30%
FLEXIBLE CAPACITY

TARGET

His benchmark for

organisations moving

toward this structure:

flexible external capacity

reaching around 30

percent of total recruiting

hours within a year.

3.9 yrs
MEDIAN US EMPLOYEE

TENURE

The median employee

tenure in the US sits at

around 3.9 years. Hiring

comes in waves. A function

sized for peak demand

carries cost through the

rest of the year.

IN PRACTICE

What it looks like in
practice

Several of the companies we work with are moving in this

direction, if not to this exact model. The pattern is similar:

the hiring manager holds the requisition, engages the

business for funding, and works with Starcircle as an on-

demand execution partner, brought in when the search

begins, released when the role is filled.

The manager is more involved than they would be in a

traditional process, not less. Before the search starts, they

are working from a real market picture rather than a brief

written in isolation. When the shortlist arrives, they have

context for why each person is there. When the search

adapts, they are part of the decision.

Searches move when the brief, the manager and the market

are aligned before the first outreach goes out. Adjustments

happen early, while the cost is small, because the people

who need to make them are already in conversation.

TIMING

Why it is worth
thinking about now

The organisations best placed to take advantage of this

shift are the ones that act before circumstances force it. AI

tooling is widely available; the structural question is what to

do with the headroom it creates.
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The internal team that remains is more valuable, not less,

because its time is spent on work that genuinely requires

experienced people: reading the market, advising on the

brief, engaging with hiring managers at the point where their

judgement shapes the outcome.

Starcircle works as the execution layer in this structure. Full

Circle delivery covers sourcing and screening at scale; the

brief is pressure-tested against market reality before the

search begins; the decision and the offer stay with the

manager. That is the right division of labour for the kind of

hiring AI has made possible.

A PRACTICAL QUESTION

Worth asking now
The structural opportunity AI creates will not wait

indefinitely. The talent functions that move early, building a

leaner, more strategic core while the operational load shifts

to better tools, will be better positioned than those who wait

for the question to become urgent. If you are thinking about

how your function is structured, this is a good time to have

that conversation.

Thinking about how your hiring function is structured?
Tell us where your team is spending its time. We will show you what a leaner,

more strategic structure looks like in practice.

Talk to us at starcircle.com
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