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Workforce Impact Assessment

This section assesses the Al-related impact on every role in the Talent Acquisition function, identifies the
populations most affected, analyzes emerging skill gaps, and maps each role on an impact-readiness matrix
to guide change management prioritization.

Impact Classification Key

Label Definition

AUGMENTED Al tools accelerate, improve, or support existing work. Core responsibilities unchanged; tools
change how they are executed.

RESTRUCTURED Significant portion of tasks automated, requiring the role to shift toward materially different
work.

ELEVATED Reduction in operational burden creates room for the role to operate at a higher strategic level.

REDUCED Automation eliminates enough task volume to create a genuine headcount question if role is not
redesigned.

UNCHANGED Minimal direct impact on day-to-day work.
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Role-by-Role Impact Assessment

Recruiting Coordinator (3 FTEs)
Impact Classification: RESTRUCTURED / REDUCED risk if not proactively redesigned

Approximately 95% of identified coordinator tasks are automatable or significantly reduced. The RACI
confirms the coordinator is Responsible across all eight automation-target tasks, meaning the impact is
central to the role's current purpose.

The Recruiting Coordinator role in its current form is primarily an automation-execution role. If the target
tasks are automated, the role's current task volume contracts by an estimated 70-80%. This is not
augmentation; this is structural role change.

The redesign opportunity: An intentional redesign creates a meaningful opportunity. Candidate experience
ownership, pre-start engagement, onboarding quality monitoring, and recruiter support for high-volume
sourcing are activities where coordinator capacity could be redeployed. Several organizations have
redesigned this function into a "Candidate Experience Associate" role that is more valuable and more
defensible over time.

Transition Timeline: 6-12 months. The role redesign conversation should begin before automation is
deployed, not after.

Recruiter (4 mid-level FTEs)
Impact Classification: AUGMENTED

Approximately 60% of recruiter tasks are meaningfully augmented. The remaining 40% (offer negotiation,
candidate interviews, calibration) remain human-only.

This role becomes significantly more productive without changing in character. The recruiter's judgment on
candidate quality, sourcing strategy, offer framing, and relationship management is the core asset. Al tools
eliminate the manual overhead that currently consumes recruiter time before and after that judgment is
applied. A recruiter using these tools effectively can carry more requisitions and deliver faster time-to-offer.

Transition Timeline: 3-6 months. Most changes are additive tool adoptions rather than workflow redesigns.

Senior Recruiter (3 FTES)
Impact Classification: AUGMENTED / ELEVATED

Approximately 45-50% of Senior Recruiter tasks are meaningfully augmented. Their highest-value
contributions (executive recruiting, advisory intake, calibration leadership) are precisely the tasks Al cannot
touch. Al tools free Senior Recruiters from manual preparation and communication overhead. The talent
community OKR gap becomes achievable when Al handles talent mapping and nurture sequencing.

Transition Timeline: 3-6 months. The talent community build is a 6-12 month initiative.
TA Manager (2 FTEs)
Impact Classification: ELEVATED

Approximately 60% of TA Manager tasks are meaningfully automated or augmented. When coordinators are
automated, recruiters are more productive, and real-time dashboards exist, TA Managers spend less time on
administrative oversight and more time on coaching, advising HRBPs, and driving hiring quality. This role has
the most to gain from the broader Al implementation.
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Transition Timeline: 3-6 months. Much of the change is environmental.

TA Operations Lead (1 FTE)
Impact Classification: ELEVATED

Approximately 80% of TA Operations Lead tasks are meaningfully augmented. This role has the highest Al
augmentation density of any non-coordinator role. With Al and automation in place, the role transitions from
data assembler to analytics strategist and technology platform owner. This elevation only succeed:s if the
individual can grow from data assembler to data interpreter and technology architect.

Transition Timeline: 6-12 months, aligned with the enterprise analytics infrastructure build.
Director, Talent Acquisition (1 FTE)
Impact Classification: UNCHANGED / mildly ELEVATED

Approximately 20% of Director-level tasks see meaningful Al augmentation. The Director gains better
instrumentation and more reliable data, improving the quality of insights brought to CHRO conversations
without changing the conversations themselves. The most meaningful implication is change sponsorship: the
success of every Al initiative depends on visible, sustained Director-level commitment.
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Population Impact Summary

Impact Category Roles Est. Headcount Priority Action

AUGMENTED Recruiter, Sr. ~7 Structured Al tool adoption
Recruiter program

ELEVATED TA Manager, TA Ops 3 Activate as change sponsors;
Lead capability build

RESTRUCTURED Recruiting 3 Immediate role redesign
Coordinator conversation

UNCHANGED Director TA 1 Al literacy; change sponsor

activation

Most urgent people action: Begin the Recruiting Coordinator role redesign conversation before any
automation is deployed. The technology question is straightforward; the people question is not, and it cannot
be resolved retroactively.

Emergent | emergentconsultants.com Page 6



Al Ground Truth | Organizational Implications & Change Readiness

Skills and Capability Gap Analysis

New Technical Skills Required

Al writing tool fluency (LLM High
prompting and output review)

ATS workflow configuration and High
automation

Bl platform operation (Tableau, High
Power BI)

Al screening tool operation and High
calibration

Scheduling automation platform Medium
administration

Talent CRM and community Medium
platform management

Al governance and tool evaluation Medium
Bias audit methodology for Al Medium

screening

Recruiters, Sr.
Recruiters, Coordinators

TA Ops Lead, TA
Manager

TA Operations Lead

Recruiters, Sr.
Recruiters

Recruiting Coordinator

Senior Recruiter

Director TA, TA
Manager

TA Ops Lead, TA
Manager

New Behavioral and Adaptive Skills Required

Skill
Critical review of Al outputs
Exception-management mindset

Data-driven persuasion (analytics to advise
HMs)

Coaching through ambiguity and role change
Candidate experience ownership (proactive)

Analytics storytelling for executive
audiences

Managing with technology intermediaries
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Build: train existing staff (2-4 weeks per cohort)

Build: may require vendor-led training

Build: formal training (4-8 weeks to proficiency)

Build: training paired with bias literacy

Build: tool-specific onboarding (1-2 weeks)

Build: CRM training with parallel process design

Build: executive Al literacy program (1-day

workshop)

Contract: external I-O psychology / employment
law firm

Priority | Roles

High All roles using Al tools

High Recruiting Coordinator (redesigned)
High TA Manager, Senior Recruiter

High TA Manager

Medium Recruiting Coordinator (redesigned)
Medium TA Operations Lead

Medium TA Manager
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Impact-Readiness Matrix

Each role is placed based on two dimensions: how significantly Al changes the day-to-day nature of the role
(Impact Severity) and how equipped the role and population are to navigate the change (Change Readiness).
Placements should be validated in client discovery.

CRITICAL ATTENTION (High Impact / Low Readiness) ACCELERATE (High Impact / High Readiness)

Recruiting Coordinator Senior Recruiter

95% task displacement. Entry-level, limited Al ~50% tasks augmented. Well-positioned to see Al
exposure. Needs intensive change management as leverage. Natural early adopters and peer

and proactive role redesign. champions.

Recruiter (mid-level) TA Operations Lead

60% of tasks affected. Broadest adoption surface. 80% augmentation density. Technical orientation
Risk is uneven adoption creating performance lowers resistance. Risk is capability gap, not
divergence. resistance.

MONITOR (Low Impact / Low Readiness) LEVERAGE (Low Impact / High Readiness)

No roles placed in this quadrant. TA Manager

Moderate direct impact. Primary vehicle for driving
adoption. Activate as change champions, not
recipients.

Director TA

Minimal day-to-day change. Central role in visible
sponsorship and resource allocation.
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Change Risk Profiling

This section identifies, rates, and profiles the top organizational change risks associated with Al
implementation in the TA function, assesses overall change readiness, and maps the stakeholder landscape
for change management planning.

Risk Register Summary

Risk ID Name Category Likelihood | Impact Rating Owner
RISK- Coordinator Attrition Cultural High High HIGH TA Manager / Director TA
001 Before Redesign
RISK- Recruiter Inconsistent Al Adoption High Medium HIGH TA Manager / TA Ops Lead
002 Adoption
RISK- Legacy ATS Blocks Technical Medium Critical HIGH TA Ops Lead / IT
003 Automation
RISK- Al Screening Legal Ethical- Medium High HIGH TA Ops Lead / Legal
004 Exposure Compliance
RISK- TA Manager Capacity Adoption Medium Medium  MEDIUM Director TA
005 Constrained
RISK- ATS Data Quality Technical / High Medium MED- TA Ops Lead
006 Undermines Analytics Governance HIGH
RISK- Hiring Manager Skepticism  Cultural / Medium Medium  MEDIUM TA Manager / HRBP
007 Adoption
Risk Detail

RISK-001 : Coordinator Role Anxiety Drives Attrition Before Redesign
Category: Cultural | Rating: HIGH
Affected Population: Recruiting Coordinators (3 FTEs)

The Recruiting Coordinator role faces the most severe task displacement in the function. If automation
initiatives are announced or begin deploying before a clear redesign narrative is in place, coordinators may
interpret the change as a prelude to elimination and begin voluntarily exiting. This is particularly acute
because coordinators are entry-level, often newer to the organization, and have limited visibility into
leadership's intentions.

Prevention: Design and communicate the Coordinator role redesign before any automation is deployed. The
communication should be specific: this role will own candidate experience from offer acceptance through
Day 1 onboarding readiness. Give coordinators a stake in building the new model. Involve at least one
coordinator in implementation planning.

Early Detection Signals: Increase in coordinator PTO usage; informal conversations about career concerns;
recruiter comments about coordinator engagement.

Response Plan: Pause automation deployment timelines for coordinator-facing tasks and prioritize role
clarity conversation.

Accountable Owner: TA Manager (immediate supervisor) with Director TA sponsorship.
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RISK-002 : Uneven Recruiter Adoption Creates Two-Tier Performance Divide
Category: Adoption | Rating: HIGH
Affected Population: Recruiters and Senior Recruiters (7 FTEs)

The risk is partial adoption at scale: a function simultaneously running two operating models, where some
recruiters carry 20% more requisitions with better output while others work exactly as before, creating team
inequity and performance management complications.

Prevention: Establish Al tool adoption as standard practice. Define minimum expected usage (e.g., Al-drafted
first version required for all JDs). Pair with a peer learning model where Senior Recruiters who adopt early
become internal coaches.

Early Detection Signals: Recruiter-level usage analytics; JD quality inconsistency; TTF divergence between
team members.

Response Plan: Address underadoption at the individual level through TA Manager coaching. Isolate the
specific friction point rather than responding with more training.

Accountable Owner: TA Manager (adoption coaching); TA Operations Lead (usage analytics).

RISK-003 : Legacy ATS Blocks the Highest-Priority Automation Opportunities
Category: Technical | Rating: HIGH
Affected Population: All roles; most acute for Recruiting Coordinator and TA Operations Lead

The opportunity register is built on the assumption that the client's ATS is a modern, enterprise-grade
platform. If the client is on a legacy ATS, the majority of coordinator automation opportunities become
unavailable without first executing an ATS migration (a 12-18 month program).

Prevention: Make ATS identity confirmation the first deliverable in any follow-on engagement. Until
answered, all implementation timelines carry a conditional flag.

Early Detection Signals: Binary: confirmed upon ATS identification.

Response Plan: If legacy, reframe around two tracks: (1) ATS modernization business case and (2) ATS-
independent quick wins (LLM tools for JD drafting, outreach, and intake prep).

Accountable Owner: TA Operations Lead (ATS discovery); IT leadership (capability confirmation).

RISK-004 : Al Screening Deployment Creates Legal and Reputational Exposure
Category: Ethical-Compliance | Rating: HIGH
Affected Population: Recruiter, Sr. Recruiter; indirect for Director TA and CHRO

Al-assisted resume screening carries regulatory exposure under the lllinois Al Video Interview Act, NYC Local
Law 144, California legislation under development, and federal EEOC guidance. An organization deploying Al
screening without governance faces regulatory action, class-action exposure, and reputational damage
disproportionate to the ROI.
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Prevention: Require legal review and documented bias audit as prerequisites for deployment. Engage an I-O
psychology firm or employment law specialist. Establish candidate disclosure language. Build human-override
requirement into workflow.

Early Detection Signals: Applicant complaints; diversity metrics showing adverse impact patterns; recruiter
override rate divergence.

Response Plan: Suspend Al screening immediately, conduct full audit, and retain outside counsel.

Accountable Owner: TA Operations Lead (audit coordination); Legal (sign-off); Director TA (deployment
gate).

RISK-005 : TA Manager Capacity Constrained During the Change Period
Category: Adoption | Rating: MEDIUM
Affected Population: TA Managers (2 FTEs)

TA Managers may be asked to lead a change program while still running at full operational capacity. If TA
Manager automation (SLA alerting, dashboards) is not deployed early, the capacity needed to champion
change simply does not exist.

Prevention: Sequence TA Manager automation (OPP-006, OPP-013) early in Phase 1, ahead of recruiter and
coordinator tools. The freed capacity is the change management resource.

Early Detection Signals: TA Managers declining implementation meetings; change tasks incomplete; recruiter
1:1s not covering Al adoption.

Response Plan: Reduce TA Manager meeting load; offload change communication tasks to a project
coordinator during peak transition.

Accountable Owner: Director TA (capacity allocation).

RISK-006 : ATS Data Quality Undermines the Analytics Infrastructure Investment
Category: Technical / Governance | Rating: MEDIUM-HIGH
Affected Population: TA Operations Lead; all leadership consumers of TA data

The enterprise analytics build depends on clean, consistently populated ATS data. The current-state evidence
(manual PowerPoint-based OKR dashboard, no ATS analytics) suggests inconsistent data entry. A dashboard
built on incomplete data surfaces misleading metrics, eroding trust in the entire analytics investment.

Prevention: Conduct ATS data quality audit before analytics build. Define standard field completion
requirements. Build data quality monitoring into the dashboard itself.

Early Detection Signals: Dashboard metrics inconsistent with manually compiled figures; high null rates on
key fields; pipeline volume discrepancy.

Response Plan: Retroactive data remediation sprint for recent requisitions (3-6 month lookback). Establish
clean baseline from new standards go-live.

Accountable Owner: TA Operations Lead (audit); TA Manager (team data entry compliance).
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RISK-007 : Hiring Manager Skepticism Stalls JD and Screening Adoption
Category: Cultural / Adoption | Rating: MEDIUM

Affected Population: Hiring Managers (external to TA); indirect impact on Recruiter adoption

Al-assisted JD drafting and resume screening require hiring manager acceptance. HMs who routinely override
or reject Al outputs weaken recruiter adoption and cause efficiency gains to be lost to rework.

Prevention: Develop hiring manager communication brief explaining the approach. Frame Al as a quality
accelerator. Involve the two or three most influential hiring managers early in pilot design.

Early Detection Signals: Hiring manager JD rejection rates; override requests on Al shortlists; informal HRBP
feedback; HM satisfaction score decline.

Response Plan: Identify vocal skeptics early and involve them as co-designers. A skeptic converted through
co-design becomes a vocal advocate.

Accountable Owner: TA Manager (HM relationship); HRBP (stakeholder bridging); Senior Recruiter (advisory
relationship).
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Change Readiness Assessment

Indicator Score Notes

Leadership Alignment 3/5 Performance motivation present; Al sponsor capability unconfirmed

Cultural Readiness 3/5 Competency framework values directionally aligned; current practice is not

Change Fatigue 3/5 Unknown history; no strong negative or positive signal

Technology Maturity 15/5 Consistently low across all evidence (manual reporting, no ATS analytics, no
named tools)

Overall 25/5 Ambitions outpace infrastructure; change management must be budgeted

as carefully as technology

This is a function with ambitions that outpace its current infrastructure, managed by a leadership structure
that is results-oriented but likely not yet Al-fluent, serving a population that ranges from automation-
threatened (coordinators) to productivity-hungry (recruiters). The organizations that fail at Al adoption do
not fail because the tools do not work. They fail because the change is undermanaged.
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Stakeholder Landscape

Champions

Director, Talent Acquisition: Strategic sponsor. The 65-day TTF gap is a visible leadership accountability.
Engagement approach: EMPOWER. Involve in roadmap prioritization and investment framing.

TA Operations Lead: Technical implementation owner. Role is directly elevated by Al investment.
Engagement approach: INVOLVE in ATS discovery, tool selection, and analytics design.

Senior Recruiters (2-3 individuals): Peer adoption champions. Give early access to tools and involve in
prompt library design. Engagement approach: INVOLVE.

Skeptics

Recruiting Coordinators: Role uncertainty and automation threat perception. Engagement approach:
CONSULT then INVOLVE. Begin with individual conversations that are honest about trajectory and specific
about redesigned role opportunity.

Resistant mid-level Recruiters (1-2 individuals): Professional identity tied to manual work; quality skepticism.
Engagement approach: CONSULT with specific, evidence-based responses. Show tools working on their own
requisition type.

Vocal Hiring Managers: Loss of perceived control. Engagement approach: CONSULT. Identify two or three
most influential HMs early and involve in JD drafting pilot.

Affected Bystanders

CHRO: Approves investment; receives TA performance data. Engagement approach: INFORM with executive
narrative and investment summary before any announcement.

HRBPs: Consumers of TA data; hiring manager sentiment channel. Engagement approach: INFORM then
CONSULT. Brief on pipeline reporting changes. Potential secondary champions.

Hiring Managers (broadly): Beneficiaries of faster scheduling, consistent JDs, better reporting. Engagement
approach: INFORM with structured communication brief for each deployment wave.

Decision Makers

Director TA: TA roadmap prioritization, process changes, smaller technology investments. Engagement
approach: EMPOWER.

CHRO: Major technology investments, org design changes, HR-wide budget allocation. Engagement
approach: INFORM with escalation path.

IT Leadership: ATS integration approvals, data pipeline architecture. Engagement approach: CONSULT early.
IT should be a co-designer, not an implementation vendor.
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