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Beyond the hype: What can it do for you?
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What is ChatGPT?
ChatGPT is a generative AI tool developed by OpenAI, a non-profit founded by 
Silicon Valley titans including Elon Musk and Sam Altman. It is designed to interact 
with users in a way that mimics human dialogue. The tool became available via a 
research release on November 30, 2022 and was an immediate hit – within a week 
it attracted more than a million users.

Functionally, ChatGPT is designed to answer questions. It is, of course, far from the 
first chatbot. The concept has existed for decades, with early examples including 
SmarterChild, developed by Colloquis (later acquired by Microsoft) and a host of 
other generative AI tools that facilitate content creation, provide support to 
customers, and even allow for natural language search. ChatGPT takes things to the 
next level, however. It can write poetry, debug code, and even generate passable 
marketing copy. 

How does it work?

OpenAI trained the model using supervised learning and reinforcement learning. 
Essentially, a human demonstrated desired behavior and supervised the output 
produced by the model, reinforcing the learning by ranking outputs based on their 
quality. In rinse, lather, and repeat fashion, this produced a set of high-quality 
outputs that catered to the preferences of the human labelers. This is a process 
similar to those used in other iterations of the Generative Pretrained Transformer 
Model (ChatGPT represents version 3.5 of this model). 

OpenAI trained the model in partnership with Microsoft and made extensive use of 
the Azure cloud’s supercomputing infrastructure in training the model.

Criticisms and verdict

The tool is undoubtedly very powerful, but in the short time it has been available it 
has attracted criticism for its accuracy (Stack Overflow banned answers generated 
by ChatGPT, claiming they’re often wrong but look accurate), perceived bias, and 
even proposing torture. The model finished training in early 2022 and does not have 
access to the internet or other external sources of information.

So, is ChatGPT a gimmick? Is it “dumber than you think” (as The Atlantic put it) or 
will it “kill search,” upending the web as we know it. Who better to ask than ChatGPT 
itself:

“I am not a gimmick, but rather a tool that can be used in a variety of applications to 
generate natural language text. Whether or not I am valuable depends on how you 
plan to use me and what your goals are.”

In this case, it’s probably exactly right. Three use cases, including product 
development, customer service, and enterprise support present incredibly 
compelling use cases – provided you manage your expectations. Those cases are 
reviewed here. 

https://openai.com/blog/chatgpt/
https://fortune.com/2022/12/09/ai-chatbot-chatgpt-could-disrupt-google-search-engines-business/
https://news.microsoft.com/2006/10/12/microsoft-acquires-colloquis-to-enhance-user-interactions-online/
https://www.jasper.ai/free-trial?adgroupid=124949426633&campaignid=13479856294&utm_source=google&utm_term=jasper&utm_content=527283671699&gclid=CjwKCAiAv9ucBhBXEiwA6N8nYNjIwvWMBgSrRi0kcQcgxtItcSHd0PJtEUMAejAeZJZ4SAXtP8DpMRoCyIUQAvD_BwE
https://powervirtualagents.microsoft.com/en-us/
https://powervirtualagents.microsoft.com/en-us/
https://powervirtualagents.microsoft.com/en-us/
https://openai.com/blog/chatgpt/
https://www.windowscentral.com/software-apps/a-week-since-launch-openais-chatgpt-has-shown-the-power-and-horror-of-ai
https://meta.stackoverflow.com/questions/421831/temporary-policy-chatgpt-is-banned
https://www.bloomberg.com/news/newsletters/2022-12-08/chatgpt-open-ai-s-chatbot-is-spitting-out-biased-sexist-results
https://theintercept.com/2022/12/08/openai-chatgpt-ai-bias-ethics/
https://www.theatlantic.com/technology/archive/2022/12/chatgpt-openai-artificial-intelligence-writing-ethics/672386/
https://www.nasdaq.com/articles/chatgpt-will-kill-search-and-open-a-path-to-web3
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We’ve had Siri for years. Why the hype?

Why is ChatGPT special?
“GPT, or Generative Pretrained 
Transformer, is a type of language 
model that uses deep learning to 
generate text. It is trained on a large 
amount of data and can generate text 
that is similar to human-written text in 
terms of style, coherence, and 
grammatical correctness. GPT can be 
used for a variety of tasks, such as 
language translation, summarization, 
and text generation. It is particularly 
useful for generating long pieces of 
text, such as articles or books, because 
it can maintain coherence and 
consistency over extended periods of 
time.”

– ChatGPT, discussing itself

• Unlike previous iterations of the GPT model (the most recent being 3.0), ChatGPT (3.5) is 
specifically designed to serve a chatbot function. Compared to similar technology, ChatGPT is 
adept at engaging in dialogue with its users and can respond to feedback, seek clarification, and 
iterate on its answers based on how users respond to them. Try a complicated, multistep request 
with Siri or Alexa and you’ll see why ChatGPT is getting as much attention as it is. Other services, 
like Jasper or ServiceNow’s Virtual Agent, have more specific use cases (content creation and 
technical support workflows respectively) and are generally focused less on the conversational 
aspect. 

• GPT 3.0, the model that undergirds ChatGPT, has 175 billion parameters (according to one 
source, though the tool itself claims that the number is not public), making it an extremely 
versatile tool. Users can have it write poems about fudge, hypothesize what a world where 
commercial airliners were replaced by dirigibles would look like, or even write marketing copy for 
a report on the future of generative AI — all of which make it attractive for curious internet users.

• Like its sister model, Dall-E 2, ChatGPT is generative AI, and unlike your standard chatbot, which 
excels at executing basic workflows, ChatGPT can create new content based on inputs. There 
have been other examples of this type of AI in the past, but few are as accessible or impressive as 
ChatGPT.

https://dev.to/ben/the-difference-between-chatgpt-and-gpt-3-19dh
https://www.jasper.ai/blog/what-is-chatgpt
https://www.servicenow.com/products/virtual-agent.html
https://www.sciencefocus.com/future-technology/gpt-3/
https://www.sciencefocus.com/future-technology/gpt-3/
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Why bother?

What can it do?

Whether ChatGPT thinks it’s a 
gimmick or not is irrelevant if there is 
no concrete use case. Fortunately for 
OpenAI and others operating in this 
space, real-world use cases for 
ChatGPT and other generative AI tools 
abound, including enterprise support, 
customer interaction, and new 
product development. 

Enterprise 
support

ChatGPT or another 
conversational AI tool could 
serve as the backend of an 
information concierge that 

automates enterprise 
support. Chatbots already 

exist, but ChatGPT could be 
a game changer.

Customer 
interaction

Generative AI can answer 
queries more cheaply, 

intelligently direct users to 
appropriate products and 
services, and improve the 

customer journey so 
substantially as to be a 

differentiator. 

Product 
development

Anyone who creates content 
can see their workflow 
supplemented with an 
intelligent solution like 
ChatGPT. Generating 

marketing copy, 
summarizing long 

documents, and even 
authoring communications 

represent great business 
applications for generative AI.
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Use case: Enterprise support

Challenge Solution Results
Despite the growth of the information 
economy, effective organization of 
information remains elusive. Nearly half of 
employees find it difficult to locate 
information necessary to do their jobs. 
Users often turn to their human colleagues 
because — despite the hype — chatbots 
aren’t there yet: an overwhelming majority 
of people report preferring to deal with 
humans. 

How can enterprises meet user needs in a 
cost-effective way? 

If trained on an appropriate data set, 
ChatGPT could serve as an information 
concierge, answering basic user questions, 
directing them to proper sources of 
information by parsing detailed requests 
and turning over relevant details. While it is 
not currently available in the OpenAI API, it 
is not difficult to picture a future where it is 
made available as a plugin. 

For direct service support, a chat-based 
interface could reduce the human effort 
required to resolve most incidents and 
reduce the overall cost of support.

Better organization of information, 
combined with reduced manual effort, 
could increase both efficiency and user 
satisfaction in a way that is not currently 
feasible with most automated solutions. As 
ChatGPT grows and improves — and as it is 
trained on more specific information —
enterprises will be able to leverage it or 
similar tools to provide experiences that are 
acceptable to end users. 

https://www.m-files.com/resources/en-hub/rt-main-infographic-en/18-startling-information-management-statistics#page=1
https://www.m-files.com/resources/en-hub/rt-main-infographic-en/18-startling-information-management-statistics#page=1
https://www.forbes.com/sites/gilpress/2019/10/02/ai-stats-news-86-of-consumers-prefer-to-interact-with-a-human-agent-rather-than-a-chatbot/?sh=574183fc2d3b
https://help.openai.com/en/articles/6783457-chatgpt-faq
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Use case: Customer interaction

Challenge Solution Results
Anyone who has dealt with an IVR knows 
how frustrating the current iteration of an 
automated workflow can be. Listening to a 
list of options and selecting the one that 
seems most appropriate isn’t always easy, 
and it doesn’t always produce a positive 
experience. Same goes for many existing 
chatbots and search functions — turning up 
a list of semi-relevant results and sorting 
through them is rarely the UX that 
customers crave. Poor customer service 
experiences drive down sales and can 
impact an organization’s reputation.

Introducing a conversational layer powered 
by a service like ChatGPT reduces the 
friction. Instead of searching a website for 
information, a customer could ask “are the 
shoes made of real leather” or “when does 
your Black Friday sale start.” This 
technology removes the need for the 
customer to sift through the information 
and extract relevant details and instead 
provides a direct, speedy resolution to an 
inquiry that is more convenient for both 
customers and the organization providing 
the service. 

As ComputerWorld put it, ChatGPT is a 
chatbot “worth talking to.” Successful 
deployment of generative AI in a customer 
service capacity could drive up service 
quality and customer satisfaction, drive 
down costs by saving agents time, as a 
greater number of inquiries are handled in 
an automated fashion, and it could improve 
sales via better issue matching and higher 
quality responses from customers. Gone 
are the days when a chatbot analyzes key 
words and guesses what link you’re looking 
for. Conversation is here and it is poised to 
change things.

https://www.computerworld.com/article/3682143/chatgpt-finally-an-ai-chatbot-worth-talking-to.html
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Use case: Product development

Challenge Solution Results
Content may be king but that’s at least in 
part due to how difficult it can be to 
produce a steady stream of it. Copywriters 
must meticulously describe events, 
avoiding cliches while writing gripping 
prose; designers use their skills to realize 
their ideas as visual works of art; and 
developers spend hours coding and 
debugging. These things take time, and —
to use one of the cliches copywriters should 
avoid — time is money. 

Generative AI like ChatGPT and its related 
models, like the Dall-E 2 image generator, 
can create new content (hence the 
“generative” title), saving designers time. 
Instead of tasking a human reporter with a 
mundane task like summarizing baseball 
games or tasking a graphic designer with 
drawing a dancing avocado for a vegan 
restaurant, the reporter can focus on 
implications and the designer can create a 
theme for the menu. 

At all levels, from enterprises that send 
corporate communications to thousands of 
employees, to ad agencies that pump out 
marketing copy, all the way to graphic 
designers who create restaurant menus, 
generative AI will serve as a force multiplier. 
Instead of spending hours or days on 
simple projects, the AI can produce first 
drafts. Instead of wasting valuable 
development time on basic feature 
requests, ChatGPT can write or debug code, 
making developers more efficient. AI can 
literally draw the first picture, and we will all 
be more productive for it. 

Dall-E 2’s take on a dancing Avocado

https://futurism.com/ai-will-begin-writing-news-stories-for-minor-league-baseball-games
https://futurism.com/ai-will-begin-writing-news-stories-for-minor-league-baseball-games
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How can you best 
incorporate ChatGPT and 
other generative AI 
products into your service 
catalog?

Recommendations

1

2

3

ChatGPT and other generative AI solutions are tools — nothing more. Like any piece 
of software, computer hardware, or any other kind of machinery, there are things that 
this technology is especially good at and others that it is not especially useful for. 
Understand your business processes and highlight opportunities to reduce friction, 
increase the quality of the service experience, and drive efficiency. See the next slide 
for an activity that will help you conduct this activity.

Dall-E 2’s take on a robot providing advice.

Though it may be appealing to dive right into the AI end game, start with 
augmentation. Generative AI is an incredible technology, but it’s not self-sufficient. It 
still needs guidance and feedback from human curators. As you review business 
processes, look for those that generative AI can supplement, perhaps by producing 
first drafts of press releases to be reviewed by a human editor, or by writing code that 
will be reviewed by a senior developer before it is pushed to production. As you 
augment your production capabilities, you should also expect to incur the cost of 
augmenting your supervisory capabilities.

Talk to your lawyer. Chatbots that manage workflows aren’t complicated, but a bot 
that will interact with users and customers and produce content could expose you to 
legal risk, perhaps by lifting content from other sources, or — in the case of 
generative AI — producing artificial nude pictures of real people, which could be 
illegal. With new frontiers come new potential problems, so it’s a good idea to ask 
these questions.

https://learn.jasper.ai/bootcamp/plagiarism
https://www.wired.com/story/lensa-artificial-intelligence-csem/


What’s the 
next step 
for IT?
Refine your use case 
for generative AI.
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1. Review capability map for high-value processes 
a) Identify your capabilities that support key business processes.
b) Build a heatmap, highlighting areas where a generative AI solution could be effective 

(repeatable, generative, valuable — framework; see next slide).

2. Conduct a basic cost-benefit analysis for the tech
a) Of the most appealing processes/capabilities, select one or a small number that are 

most suitable for generative AI intervention.
b) Outline a high-level business case — how would generative AI reduce manual work? 

What would its output look like? What would the expected benefit be? What are the 
drawbacks? How much would it cost?

3. Explore the vendor landscape
a) Identify the table stakes — what does your AI solution need to do? What solutions 

does it need to integrate with?
b) Review options available on the market. Many tools exist but are not "products." 

ChatGPT is available as a research preview, while other tools, like Jasper, Rytr, and the 
various ITSM chatbots, can all be purchased for enterprise use.

c) Compare your requirements to your options, select, and begin piloting.
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Applying the 
framework

Association 
Participation

Manage Workflow

Manage Change 
Records

Manage Utilization 

Assess Staff 
Performance

Manage Contracts

Manage Risk

Regulatory & 
Compliance

Community 
Participation

Trust Account 
Management

Subcontractor 
Management

Develop 
Compensation Plan

Identify 
Opportunities

Negotiate Terms 

Develop Approach

Assign Lead

Develop Plan

Work the Plan

Provide Client 
Updates

Deal With 
ContingenciesIdentify Existing 

Capabilities

Calculate & Send 
Bills

Collect Accounts 
Receivable

Pay Staff 
Compensation

Develop Service 
Offerings

Present Proposals

Generative or conversational Valuable

Generative or conversational: Is this the 
sort of work a generative AI can do? Does 
it involve conversation or the creation of 
new material? AI should probably not 
make decisions at this stage, but it can 
present or sort information and answer 
questions.

Valuable: The capabilities of the 
generative AI would meaningfully reduce 
manual effort in completing a task. Tasks 
that require extensive permissions, highly 
specific or contextual expertise, or could 
expose the organization to risk would not 
generally fall into this category.

Repeatable: Is the task repeatable such 
that it occurs frequently enough to train a 
model and recoup initial investment?

Manage 
Enterprise Data

Track 
Opportunities & 
Commitments

Maintain Client 
Contact History

Knowledge 
Management

Manage 
Documents

Recruit Staff

Train Staff

Create 
Proposals

Repeatable
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Capability map: Professional services

Association 
Participation

Manage Workflow

Manage Enterprise 
Data

Manage Change 
Records

Manage Utilization 

Assess Staff 
Performance

Track Opportunities 
& Commitments

Manage Contracts Manage RiskMaintain Client 
Contact History

Develop the 
Business

Build an 
Effective 

Team

Sell 
Engagements

Plan & Assign  
Resources

Execute 
Engagements

Regulatory & 
Compliance

Manage 
Billing & 
Finances

Knowledge 
Management

Manage 
Documents

Community 
Participation

Trust Account 
Management

Subcontractor 
Management

Develop 
Compensation Plan

Recruit Staff

Train Staff

Identify 
Opportunities

Negotiate Terms 

Develop Approach

Assign Lead

Develop Plan

Work the Plan

Provide Client 
Updates

Deal With 
Contingencies

Identify Existing 
Capabilities

Calculate & Send 
Bills

Collect Accounts 
Receivable

Pay Staff 
Compensation

Create Proposals

Develop Service 
Offerings

Present Proposals

De
fin

in
g

Sh
ar

ed

Likely suitable for generative AI 
(all 3 characteristics apply)

Possibly suitable for generative AI 
(2 characteristics apply)

Not suitable in the short term (0-
1 characteristics apply)

Legend

This is an example of a business 
capability map that applies to a 
professional services firm. 
Generative AI as it currently exists 
and is likely to exist for the 
foreseeable future, would be 
suitable for information 
management tasks, including 
making it easier for consultants to 
query shared knowledge 
repositories, access documents, and 
the management of enterprise data 
as an information concierge. 
It may also be useful in creating 
proposals and in training staff via 
direct conversation. It is less likely 
to be useful in workflow 
management and in developing new 
services, though these are not far-
fetched cases. 
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Review use cases: Proposal creation

Description
Professional services firms respond to requests 
for proposal and create proposals for new work 
regularly. A generative AI could be used to 
automate parts of the initial proposal creation, 
including a cover letter, while staff focus on 
pricing, resourcing, and managing the relationship 
with the potential client. If the AI can be trained 
using organization-specific data, the potential 
quality of the resulting artifacts could be improved 
and allow the AI to assume a greater role in the 
proposal creation process.
There are several tools on the market today that 
can serve this function, including Jasper, Rytr, and 
even ChatGPT, though the latter has not been 
released and is not officially “on the market.” ChatGPT’s proposed response to a request for proposal.

• Specific use and description of output: Generative 
AI could be used to author components of a 
proposal in place of a client-facing resource who 
might otherwise be better deployed in a billable 
capacity.

• Expected benefit: Fewer person-hours devoted to 
part of the toil associated with creating proposal 
documents, which must often answer specific 
questions and provide details as outlined by 
requesters. Generative AI is especially useful for 
this type of work.

• Possible drawbacks: The technology is new and 
untested, sometimes provides the wrong 
information, and would likely need human review 
before going in front of a prospective client.

• Cost: Pricing varies by vendor, but generally users 
are billed by the word or pay a small monthly fee, 
or a combination of the two. If the service in 
question is procured as a SaaS with limited 
custom training, it would likely cost several 
hundred dollars annually. A custom-trained 
enterprise application would be much more 
expensive.
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Explore the vendor landscape

Once you understand your desired future state and 
broad requirements, review the market space. 
SoftwareReviews is an excellent resource for this 
type of research (pictured above is the Data 
Quadrant for chatbot solutions). Begin your analysis 
using a selection methodology like the Rapid 
Application Selection Framework (pictured right).

Rapid Application Selection Framework (RASF)
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Tech Trends: 2023

Build Your AI Governance Framework

Prepare for Cognitive Service Management

Related 
Info-Tech 
Research

7 tech trends that cover everything from the Metaverse to ESG analytics and reporting—along with 
generative AI, of course.

Leverage Info-Tech’s framework to effectively manage and govern your AI deployment.

If you’re intrigued by natural language processing as a tool for providing service management, 
this is the research for you.

https://www.infotech.com/research/ss/tech-trends-2023
https://www.infotech.com/research/ss/ai-governance
https://www.infotech.com/research/ss/prepare-for-cognitive-service-management
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Bibliography continued
Products noted:

Microsoft Power Virtual Agents

Jasper.AI

ServiceNow Virtual Agent

https://powervirtualagents.microsoft.com/en-ca/?&ef_id=CjwKCAiAheacBhB8EiwAItVO2-F_WexWgXr0XmGBSXZZjfWximDTVigeDSfcPHejof_aplorGUcsZBoCiooQAvD_BwE:G:s&OCID=AIDcmmdktmydqk_SEM_CjwKCAiAheacBhB8EiwAItVO2-F_WexWgXr0XmGBSXZZjfWximDTVigeDSfcPHejof_aplorGUcsZBoCiooQAvD_BwE:G:s&gclid=CjwKCAiAheacBhB8EiwAItVO2-F_WexWgXr0XmGBSXZZjfWximDTVigeDSfcPHejof_aplorGUcsZBoCiooQAvD_BwE
https://www.jasper.ai/
https://www.servicenow.com/products/virtual-agent.html
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