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AI Pilot: The One Workflow, One 
Outcome Approach

From AI curiosity to AI execution

James Osborne · The Recruitment Network



The Recruitment Network
Enabling recruitment leaders to improve performance, productivity and 

profitability.

We are welcoming new members every month –
come and join us.

Solo • Plus • Club • Executive Forum



Quick update from TRN HQ



VELOCITY

The Ultimate Business Development Playbook for 2026





The PINNACLE Programme
Converting 18% average margins to 35%+



4 Week Personal Branding 
Development Programme



TRACTION
4 Week AI Development and Coaching Programme



Regional Roundtables







Live Vacancies Portal

TRN JobSync

TRN JobSync enables recruitment agencies to work together on 
live vacancies by connecting an agency with a client role to 
other members that have suitable candidates, while the posting 
agency retains ownership of the client relationship.

The posting agency creates the vacancy, provides the 
commercial terms and role information, selects participating 
agencies, shares a video briefing and manages all employer 
communication. Once the role is filled, it closes the vacancy and 
pays the receiving agency within 14 days.

The receiving agency reviews the opportunity, agrees to the 
terms, submits candidates through the platform and tracks their 
progress using the messaging facility.

TRN JobSync gives members a clear, controlled way to 
collaborate, extend their candidate reach and generate 
additional placement opportunities.

Share the Role. 
Find the Candidate. 
Make the Placement.





Through TRN’s partnership with Talent Nexus, members 
can access exclusive pricing, expert support and 
improved performance across Totaljobs, CV-Library, 
Reed, Indeed and LinkedIn.

TRN members can save more than 50% against 
standard rate card pricing across selected job boards 
in the first year, with both fixed package and pay as you 
go options available.

Members can also access free campaign audits, 
contract and renewal support, onboarding, training, 
performance optimisation and day to day help across 
Indeed and LinkedIn.

This benefit helps recruitment businesses reduce 
wasted spend, improve candidate attraction and get 
more value from the platforms they already use.

Job Board Discounts

Spend Less.
Perform
Better.

50% savings on all 
job boards!







Date announced!
Tuesday 26th January







Today’s Agenda

1
Workflow 
selection

Find your highest-
impact opportunity

2
Scope discipline

One workflow. 
Ruthlessly.

3
Pilot design

Structure, safeguards 
and a six-week sprint

4
Adoption 
strategy

Getting your team to 
embrace it

5
Measurement 
framework

The one outcome that 
matters

Plus: what’s changed since we last met
GPTs retire on 11 December – why every platform is moving to 
plugins and skills

Plus: the TRN AI Passport
Launching soon – and how your business can be part of it

Where not building agents today – we’re building the framework to 
make sure the agents actually work!



Most recruitment firms aren’t failing at AI because 
of the technology.

They fail because they try to do

everything, everywhere, all at once!



Welcome to “perpetual play mode”

95%
of enterprise GenAI projects
delivered no measurable P&L 
impact

40%
of AI initiatives at Europe’s 
largest firms are still sitting in 
pilot phase

20%
of firms stuck in pilot see any AI
ROI – versus 76% of firms that are 
implementing AI workflows now

The causes aren’t technical – it’s not because of the AI.

It’s because of poor metrics, low adoption and stalled scaling.
Exactly the three things a disciplined pilot solves.

Sources: MIT NANDA, The GenAI Divide (2025); Valliance survey of 1,000 European senior leaders, via Consultancy.uk (June 2026)



What we’ve been building together so far…

The why

AI’s core ROI isn’t speed, 
it’s space

The buckets

Automate · Augment · 
Human only

The stages

CoPilot → AutoPilot →
Mission Control

The plan

A 90-day AI execution plan

TODAY: THE HOW

One workflow. One outcome. Six weeks. Proof that pays for 
everything that comes next.



Three stages.

1

CoPilot

AI works with you

Agents in the loop. Human in control. 

The tools you've heard of, now actually 

deployed.

That’s why we built Traction.
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Three stages.

1

CoPilot

AI works with you

Agents in the loop. Human in control. 

The tools you've heard of, now actually 

deployed.

That’s why we built Traction.

2

AutoPilot

AI works for you

Agents running in the background. No 

human trigger needed. Your business 

doesn't sleep.

That’s why we automated the agents.

3

Mission Control

AI thinks for you

A total business brain that is building the 

intelligence you need to maintain your 

strategic advantage.

That’s what’s coming next for members. 





TRACTION
4 Week AI Development and Coaching Programme





PROJECT AUTOMATE 



S I N C E  W E  L A S T  M E T …

THE GREAT CONVERGENCE
Every major AI platform has just committed to basically the same 
architecture – and it changes how you should build your pilot.



Custom bots are out. Skills and plugins are in.

ChatGPT

Custom GPTs

→ Plugins

Skills + apps. GPTs retire 11 
Dec 2026

Microsoft Copilot

Agents' menu

→ Plugins

Skills, connectors and agents. 
Rolling out since Oct 2026

Google Gemini

Gems

→ Skills

Automatic switchover from 17 
Nov 2026

Claude

Projects

→ Skills + connectors

Bundled as plugins. Where 
Project Automate is built

The lesson: don’t build bots, build workflows and playbooks. A skill is a written 
process plus connected tools which is exactly what a good AI workflow is.



Anatomy of a plugin
We said building a GPT was like training a new recruit. A plugin is the same recruit – but now they sit 
inside every conversation, not in a separate room.

SKILLS

The playbook
Instructions, reference files, 
templates. 
Where your GPT’s instructions go.

APPS /  CONNECTOR S

The hands
Live links to Outlook, your CRM, 
Drive, LinkedIn data. 
Built on MCP*.

EXTENSIONS

The interface
Forms, settings and interactive 
screens your team clicks through.

* Model Context Protocol - lets an AI assistant connect to other software, like your inbox, 
calendar, CRM or Google Drive, in a mapped out and consistent way.



A C T I O N  R E Q U I R E D

CHATGPT GPTS ARE 
RETIRING
11 December 2026. What changes, what you lose, and exactly what to do 
before then.



GPT vs plugin: what’s actually different?

Custom GPT (2023 to 2026) Plugin (now)

Where it lives A separate chat you have to open Inside any normal chat – call it with @ or 
ChatGPT picks it

What it holds One set of instructions and files Multiple skills, apps and extensions

Connecting systems Custom Actions (API calls) Apps built on MCP, the industry standard

Works in ChatGPT chat only Chat, Work and Codex

Sharing Link or the GPT Store Private by default; invite, workspace link or 
directory. Each user installs it



The timeline: 39 days to go

11 Sep
Retirement announced

22 Sep
“Migrate to plugin” starts 
rolling out

26 Oct
Enterprise: no new GPTs 
can be created

11 Dec
GPTs stop running. 
Public links break

11 Feb 27
Enterprise workspaces with 
an approved deferral

Free, Go, Plus and Pro

You can no longer create or publish new GPTs. 
Existing ones still run until retirement.

Check your own account

If an in-product notice shows a different date, that date applies 
to you.

Source: OpenAI Custom GPT retirement and migration FAQ, as reported Sep–Oct 2026. Dates may change.



What moves across – and what doesn’t

Carries over

• Name
• Instructions → become a skill
• Knowledge files → become reference files
• Connected apps

Not guaranteed: web search, images and data analysis. Test 
each one.

Does NOT carry over

• Custom Actions – must be rebuilt
• Sharing settings and public links
• Your selected model
• Conversation starters
• Unpublished drafts

Watch out: once migrated, the original GPT becomes read-only and can’t be deleted. Make every change in the plugin.



How to migrate, step by step
1 Open My GPTs → Created by me. List every GPT and who relies on it

5 Test in a new chat with your saved prompts – with @ and without

2 Save copies of instructions and sample prompts. Publish any pending edits

6 Fix via Edit Plugin. Rebuild any Custom Actions as an app

3 Click Migrate to plugin and read what will and won’t move

7 ••• → Share plugin, choose who has access, and ask each user to install it

4 Go to Plugins → Personal and click Install – migrating doesn’t install it, even for you

Only the creator or a workspace admin can migrate. Admins can bulk-migrate. Using someone else’s GPT? You can’t migrate it – ask the creator 
for the plugin.



Don’t just migrate. Consolidate.

BEFORE:  GPT SPRAWL

Percy – lead gen Charlie – office leases

BD email writer Job ad writer CV formatter

Interview questions LinkedIn posts Rejection emails

Built by different people, used by few, measured by no one.

AFTER: ONE PLUGIN PER WORKFL OW

BD plugin
Skills: Percy, Charlie, BD follow-up
Apps: CRM, Outlook

Delivery plugin
Skills: job ad, CV format, interview prep
Apps: CRM, job boards

Your workflow = one plugin, one workflow, one owner, one set of metrics.



Which AI? Go where your data lives.

Microsoft Copilot
Best if you live in Outlook, 
Teams and SharePoint

New: Copilot Cowork –
delegate an outcome, review 
the plan, approve the actions

Watch: some features now bill 
credits beyond the licence

ChatGPT
Best if your team already 
uses it every day

New: plugins with skills and 
apps, used inside any chat

Watch: rebuild Custom 
Actions before 11 December

Google Gemini
Best if you run on Google 
Workspace and Gmail

New: Gems become Skills 
from 17 November – call them 
with “/”

Watch: re-check shared 
Gems after the switch

Claude
Best for deep workflow 
mapping, analysis and 
building

New: skills, connectors to 
Outlook, Drive and CRMs, 
scheduled tasks

Home of Project Automate 
and the AI Passport

The rule: the workflow is not the tool.

Pick the platform that is already in touch with the data your workflow needs.



01
WORKFLOW SELECTION
Identifying your highest-impact opportunity



PROJECT AUTOMATE
Your personalized toolkit for mapping every workflow in the business

1 Map every workflow by team: BD, delivery, 
candidates, ops, marketing

2 Break down each into tasks: time, frequency, 
people involved

3 Bucket each task: fully automated, part 
automated or human

4 Prioritise by hours saved and value: that’s your 
pilot shortlist



Every task goes into one of three buckets

Fully automated
AI does it end to end

Interview scheduling, CRM updates, 
CV formatting, reminders, hiring-
trigger alerts

Part automated
AI drafts, human decides

Shortlisting, outreach drafts, job 
adverts, candidate Q&A, BD follow-
ups

Human
The bit that really matters!

Negotiation, deep qualification, 
complex client relationships, offer 
management

Your first workflow lives in the first two columns – and exists to protect the third.



The pilot scorecard: score each shortlisted workflow
Criteria The question to ask (score 1–5) Weight

Volume How many hours a week does it eat across the team? ×3

Revenue proximity How close is it to a fee being earned? ×3

Data readiness Is the data already in one place – CRM or inbox? ×2

Measurability Can we baseline it this week? ×2

Low risk Internal = 5. Client or candidate-facing without review = 1 ×1

Champion Is someone in the team asking for this? ×1

Maximum 60. Pick the highest score – not the coolest idea!



How close is it to a fee being earned?

3

Mission Control

AI thinks for you

A total business brain that is building the 

intelligence you need to maintain your 

strategic advantage.

That’s what’s coming next for members. 











Good first pilots vs bad first pilots

Good first pilots

• Re-engaging dormant candidates already on your 
CRM

• Following up BD prospects who never replied
• Interview scheduling and reminders
• Job adverts drafted from intake call notes
• Weekly hiring-trigger alerts for your ICP

Bad first pilots

• “Rolling out AI across the business”
• Fully autonomous screening and rejections
• Replacing or migrating the CRM
• Anything that needs a new data warehouse first
• Pricing, fee negotiation or offer management

Remember CRM first: in one member’s data, 59% of placed candidates were already on the CRM.
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Get Claude to analyse what is and isn't working right now

Plug Claude into your existing systems to identify where the biggest opportunities are right now













Turn AI Into Your Personal Business Assistant

Instead of using AI to just answer questions, use it to actively manage your business 
in the background.

By connecting Claude to the tools you already use, it can do things like:

• Find opportunities you've forgotten about 
• Follow up with people who never replied 
• Draft personalised emails and messages 
• Organise your diary 
• Create daily action lists 
• Continuously monitor your comms without you having to remember 



Most recruiters lose business because they don't follow up consistently.

Every inbox contains:
• Warm prospects who never replied 
• Candidates who went quiet 
• Clients who said "maybe later" 
• Conversations that simply got forgotten 

Claude can search years of emails and LinkedIn conversations in minutes and identify 
every missed opportunity.

The result is:
• More meetings 
• More placements 
• Better productivity 
• No opportunities slipping through the cracks



Example Workflows You Can Build: Outlook + Claude

Connect Claude to Outlook and ask it to:
• Search all sent emails from the last 3-6 months 
• Identify everyone you've contacted about a specific campaign who never replied 
• Produce a prioritised follow-up list 
• Draft a personalised email for every contact based on your previous conversation 
• Save each email as a draft ready for approval or sending 

Example prompt:
"Review every email I've sent in the last six months about our retained service offering. 
Find anyone who hasn't replied. Create a personalised follow-up email for each 
person that references our previous conversation and their business."



Calendar + Claude

Ask Claude to:
• Review tomorrow's calendar 
• Prepare a daily briefing 
• Highlight preparation needed for each meeting 
• Suggest priorities for the day 
• Create your daily task list 

Instead of checking multiple systems, you receive one AI-generated briefing every 
morning.





Step One: Request your LinkedIn data

• Open LinkedIn on your laptop and log in to your personal account.
• Click your profile picture (Me) at the top of the page.
• Select Settings & Privacy.
• Click Data privacy in the left-hand menu.
• Select Get a copy of your data.
• Choose Download larger data archive, then click Request archive.
• Open LinkedIn data download 



Step Two: Download your archive

• LinkedIn will email you when your archive is ready. This can take up to 24 hours.
• Open the email, follow the download link and save the ZIP file to your computer.

Step Three: Find your posts

• Open the ZIP file and extract its contents.
• Look for a file called Shares.csv, which should contain your LinkedIn posts. Also 

look for any files containing your longer-form articles.
• We want your content from 25 September 2025 to 25 September 2026.



Step Four: Upload your files to Claude

• Upload your posts file using the attachment button.
• You can upload the ZIP file instead, but check it first, as it may contain personal 

account information Claude doesn’t need.

Step Five: Get Claude to build your content library

• Once you've uploaded the files, Claude can:
• Organise your posts into themes and topics and identify your strongest ideas
• Create a searchable library of your content.
• Find opportunities to repurpose posts into newsletters, articles, podcasts etc.
• Build a content plan for the next 12 months.



02
SCOPE DISCIPLINE
Staying tightly focused on one workflow



Write your pilot workflow in one sentence

For [team], we will use [tool / plugin] to [workflow] so that [one 
outcome] moves from [baseline] to [target] in 6 weeks.

EXAMPLE

For our four perm consultants, we will use a Claude CRM re-engagement skill to reactivate dormant 
candidates, so that interviews from existing CRM candidates move from 6 to 12 a month in six weeks.



Write your pilot in one sentence

For [team], we will use [tool / plugin] to [workflow] so that [one 
outcome] moves from [baseline] to [target] in 6 weeks.

Do this now.



The rule of ones – and your not-doing list

One workflow One team
3–5 people

One platform One metric

One owner One window
six weeks

During the pilot we will NOT…

• Add a second workflow “while we’re at it”
• Change the CRM or buy new tools
• Roll out to other teams early
• Move the target once we’ve started

Every new idea goes on the Pilot #2 list. That’s your backlog.
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PILOT DESIGN
Structuring for success, safeguards and measurable outcomes



The AI pilot canvas

Workflow
Start and end point. What 
triggers it, what “done” looks 
like

Owner
One named person 
accountable for the result

Pilot team
3–5 users: one enthusiast, one 
sceptic

Platform
The plugin or skill, and the 
apps it connects to

Baseline
Measured for one week 
before any AI

Target
The number that means “this 
worked”

Guardrails
What must never get worse: 
quality, compliance, 
experience

Scale / kill
Agreed in advance – what 
happens at week six

If you can’t fill all eight boxes on one page, you’re not ready to start.



The autonomy dial: build the safeguards in

Level 1

Suggest
AI recommends, you do it

Level 2 · START HERE

Draft
AI prepares, you check and 
send

Level 3

Act on approval
AI acts after one click

Level 4

Act alone
Runs in the background, you 
review the log

From CoPilot on the left to AutoPilot on the right. Make sure you remain compliant all the way.

Data
Business accounts only. No 
candidate data in personal AI

Approval
A human signs off anything that 
leaves the building

Audit
Log AI outputs and every human 
edit

Fallback
The old process still works if the AI 
stops



The six-week pilot sprint

WEEK 0

Baseline
Measure the workflow 
as it is today. No AI yet

WEEK 1

Build
Write the skill, connect 
the apps, test on 10 
real examples

WEEK 2

Shadow
AI runs alongside the 
old way. Compare 
outputs

WEEKS 3–5

Live
Daily use. A 15-minute 
review every Friday

WEEK 6

Decide
Scale, iterate or kill –
against the criteria you 
set

Six weeks is long enough to prove it, short enough that nobody loses interest in it!
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ADOPTION STRATEGY
Getting your team to embrace the pilot



Why teams resist: the three Fs

Fear
“Is this going to replace me?”

It removes the 80% that gets in the 
way so they spend more time on the 
20% that makes money. 
Space, not speed.

Friction
“It’s just another thing to open.”

Put it inside the tools they already 
use. Plugins now live in the normal 
chat; connectors reach Outlook and 
the CRM.

Faith
“I don’t trust what it writes.”

Shadow week plus human approval. 
Let them edit it, then show them how 
often the draft was right.

AI is not replacing jobs.  
It is creating more jobs where the output can now be significantly 
higher.



The adoption playbook

Leader goes first
Use it visibly yourself, in week one

Champions, not mandates
One enthusiast and one sceptic lead it

Embed, don’t add
Inside Outlook, the CRM and the tools 
they already use

Show the win on Friday
One before-and-after story every 
week

Reward the edits
Every correction makes the skill better 
– ask for them

Link it to what they want
More billing time, more commission, 
more placements

People don’t adopt tools. They adopt the tangible wins they can see.



05
MEASUREMENT FRAMEWORK
Defining and tracking the one outcome that matters



One outcome, supported by two layers

The one outcome
The number in your pilot sentence, as close to a fee as possible. e.g.
interviews booked from CRM candidates

Leading indicators
Tell you early whether it’s working: weekly active users, % of drafts sent with light edits, hours 
saved

Guardrails
Must not get worse: message quality, candidate or client complaints, compliance errors, unsubscribes

Hours saved is not the outcome. Time saved only counts when it’s reinvested in the (human) things that makes money.



The pilot scorecard
Example: CRM re-engagement pilot (illustrative figures)

Metric Layer Baseline Wk 2 Wk 4 Target

Interviews from CRM candidates / month Outcome 6 12

Dormant candidates contacted / week Leading 20 100

Drafts sent with light edits Leading – 80%

Hours / consultant / week on this Leading 4 1

Complaints or opt-outs Guardrail 0 0

Measured and reviewed every Friday. If it doesn’t create tangible outcomes, then don’t do it.



Week six: scale, iterate or kill

SCALE
Target hit, guardrails held

Write the playbook, roll out to the next 
team, turn the autonomy dial one 
notch

ITERATE
Moving, but short of target

Fix the skill and run three more 
weeks. Once only

KILL
No real movement

Stop, record what you learned, pick 
the next workflow from Project 
Automate

Pilot → playbook → next workflow. That’s how AI adoption becomes systematic.





C O M I N G  S O O N t o  T R N  M E M B E R S

THE TRN AI PASSPORT
Turning AI curiosity into recognised, measurable capability – for every 
person in your business.



What is the TRN AI Passport?

A I  P A S S P O R T

THE RECRUITMENT NETWORK

A practical, recognised record of AI capability for every person in 
your business – built and delivered by TRN.

Each stamp is earned by smart and safe implementation: smart prompts, safe
workflows, real results in your business.





Your next seven working days
Day Action

Day 1 Audit your GPTs: keep, consolidate or kill. Book migrations before 11 December

Day 2 Run Project Automate on one team and bucket every task

Day 3 Score your top three workflows. Pick one

Day 4 Write your first pilot workflow sentence and fill in the one-page canvas

Day 5 Start the baseline week – measure before you automate

Day 6 Build the skill and test it on 10 real examples

Day 7 Sign up for the next TRN Traction programme, AI Edge apprenticeship and to get your AI Passport

Review, repeat…





TRACTION
4 Week AI Development and Coaching Programme





PROJECT AUTOMATE 



The Recruitment Network
Enabling recruitment leaders to improve performance, productivity and 

profitability.

We are welcoming new members every month –
come and join us.

Solo • Plus • Club • Executive Forum



One workflow.
One outcome.
Then the next.

www.therecruitmentnetwork.com
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