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AI to support PM: a ChatGPT quality assessment (ß test)1 

Federico Minelle, Franco Stolfi 

Abstract 
 
The application of Artificial Intelligence (AI) to support the Project Manager (PM) seems to 
promise a lot, at least in the “not too distant” future, but what about today? A ß test quality 
assessment was carried out on the "chatbot" ChatGPT based on generative AI, which is talked 
about a lot in other application contexts, to evaluate its potential effectiveness as a "personal 
assistant" of a PM responsible for a public ICT project, within the framework of the Italian PNRR2. 
The emerging assessment, using its current features, still expresses some weaknesses, but 
shows interesting prospects, especially in view of the next versions, announced to be significantly 
more powerful, and of what the potential competitors will make available. 

 
Brief History 
 
In the wake of the inexorable and rapid technological evolution that accompanies Artificial 
Intelligence (AI) systems, the interest aroused by ChatGPT [1] is now well known in the 
international press [2], a chatbot based on the implementation of InstructGPT, as 
illustrated in an interesting article from MIT [3]. 
 
Its potential, even for business, is demonstrated by Microsoft's investment [4], aimed at 
involving this important digital world player in the open AI, which has already made it 
available on its Bing platform [5]. 
 
The recent publication of books, at an international level [6, 7, 8] and lately also in Italy 
[9], dedicated to outlining the application of AI in PM, present some prospects of certain 
interest, but also of strong change that with a high probability will impact on the 
profession, stimulating to try what is already possible today. 
 
Assement plan 
 
Taking into account some hints from the referenced texts and more recent comments, 
precisely on the possible role of ChatGPT as a Project Manager's personal assistant [10, 
11], a "sample project" was simulated, extrapolating with the appropriate simplifications 
an actual ICT project developed by the Italian Public Administration.  
 

 
1 How to cite this paper: Minelle, F., Stolfi, F. (2023). AI to support PM: a ChatGPT quality assessment (ß test); PM 
World Journal, Vol. XII, Issue V, May. 
2 National Recovery&Resilience Plan: Italian side of the Next Generation EU initiative, financed by European Union 
(after Covid pandemic) with a mix of loans&grants for an amount equal to approx 215 $ billions 
https://commission.europa.eu/strategy-and-policy/recovery-plan-europe_en  
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The assessment plan was set up in correspondence to project situations consistent with 
the scheme of integrated project management practices, according to the ISO 21502 
standard. Figure 1 (taken from the same standard) represents the systemic connections 
and the roles that govern them. 
 

 
Table 1 - Integrated project management practices and associated responsibilities (source: ISO 21502) 

Therefore, for each of these practices, a series of questions were submitted to the tool, 
asking it to perform the indicated role, in relation to the ISPA sample project briefly 
described. The questions are of a methodological nature (at the start and in subsequent 
stages), of a more "situational" type (especially during the work) and of learning the 
"lessons learned" (in conclusion) on the sample project. 
 
The questions can be referred to a specific practice (or more) of the "project management 
practices" provided for by the ISO 21502 standard, according to an appropriate 
classification [12]: integrated PM practices/project management practices. At least for 
now, only the project management practices pertaining to the Project Manager have been 
considered. 
 
The following matrix (Table 2) shows, according to the integrated practices, the project 
management practices relevant to the asked questions, which at the moment are 
considered of greater interest to evaluate the effectiveness of the tool in supporting the 
management of the sample project (in the role of the PM's personal assistant). 
 

Practices for 
project 

management 

Integrated Practices  

Initiating  Controlling  
Closing/ 

terminating  
Planning X   

Benefit X   

Scope X   

Resources  X   

Schedule  X  

Risk  X  

http://www.pmworldjournal.com/
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Practices for 
project 

management 

Integrated Practices  

Initiating  Controlling  
Closing/ 

terminating  
Change control   X 

Stakeholder  X  

Communication  X  

Reporting   X 

Lessons learned   X 

Table 2 – Relevant questions to Integrated Practices / Practices for project management 

 
Performing and scoring the assessment  
 
Initially, a brief summary of the "Integration of Public Payment Services" (ISPA) project 
was provided to the tool on its dedicated chat page (https://chat.openai.com/chat). In 
addition, the expected role of ChatGPT was outlined and explicitly accepted (see Table 
3)3. 
 

Question (context) 

I am the Project Manager responsible for a PNRR ICT project that has these characteristics: it must 
allow a number of 5 services provided by an Italian Public Administration to make payments through 
the appropriate web application (WPA) and the interaction app with citizens / companies via 
smartphone (AIO). The proposed solution is aimed, in line with the targets defined within the 
framework of the National Recovery and Resilience Plan (PNRR), at the following objectives: a. 
Strengthen the use of the web payment system; b. Expand the range of PA structures that adhere to 
the web payment system; Integrate the web payment system with the interaction app with citizens / 
companies via smartphone; d. Expand the range of services offered by the PA. The project is divided 
into three macro-phases: 1. The development of the software that integrates the Administration 
services with WPA and AIO; 2. The redefinition of the organizational processes of the Administration; 
3. the communication campaign for the use of the new services, the training of users and the support 
for the start-up. For the project, a budget of 3M € has been estimated, composed of: software 
development estimated at about 1,000 FP and specialist support estimated at about 1,200 days / pp 
for the activities of analysis, definition of the communication campaign, training and support for the 
start-up. The duration of the project is estimated at about 8 months; the project must start on 
1/03/2023 and must necessarily be completed by 31/10/2023 to allow the target of December 2023 
foreseen by the PNRR to be reached. The system must go into operation in order to increase the 
adhesions by the structures of the Administration by 5% by December 2023, with the consequent 
benefit. 

Are you able to support me as my personal assistant, answering the questions I will ask later? 

Answer (role acceptance) 

Of course, I am at your disposal to provide you with support and answer your questions regarding the 
PNRR project you are managing. Ask me what you need. 

Table 3 - Sample ISPA project description and ChatGPT role acceptance 

A series of ordered questions, all in open format, related to the management of the 
sample project were then submitted to the tool, temporally positioning the questions at 
different stages of project life cycle: 

 
3 See in appendix the actual screenshot of the initial conversation with the tool (in Italian) 
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1. at the start of the project (Phase 1); 
2. in process: 1 month after the start of the project (Phase 2); 
3. nearly to completion: 1 week before the estimated end of the project (Phase 3). 
Each question has a distinct focus:  

• Methodology (M); pertaining to the suggested methodological approach (e.g.: 
development model, risk/opportunity factors, organizational model, management of 
stakeholder categories, cost/benefit typology) on the basis of the question received 
from the project manager; 

• Situation (S): pertaining to the suggested action to be taken, based on the contingent 
situation outlined by the project manager; 

• Lessons learned (L): pertaining to the ex-post assessments, based on the project 
performance  

 
See focused questions distribution in the following table (Table 4). 
 

Project stage (phase) 
Focused questions 

Methodology Situation Lessons  Total 

At the start of the project 7 5 - 12 

1 month after the actual start - 10 - 10 

1 week before the estimated end 1 3 4 8 

Total 8 18 4 30 

Table 4 - Questions/answers focus in the variuos project stages (phases) 

 
The questions, as anticipated, are related to the practices considered most relevant in 
the specific context and in relation to the required role. An excerpt of the 
questions/answers, related to the simulated stages of the life cycle, is reported in the 
following boxes (Table 5, Table 6,Table 7 Table 7). 
 

Phase 1 - focus on methodological approach (at the start of the project) 

Question Answer 

1. What methodology would you use to 
evaluate the complexity of the project? 

To evaluate the complexity of the project, I would use a 
risk analysis methodology to identify the critical factors 
that could affect the success of the project. I would also 
evaluate the size of the project, the technological 
complexity, the availability of resources and the degree 
of innovation of the project. 

2. Based on the suggested methodology 
and the characteristics of the project 
that I have indicated to you, what level 
of complexity would you assign to the 
project? 

Based on the characteristics of the project that you 
have provided me, I would assign a medium-high level 
of complexity. 

http://www.pmworldjournal.com/
http://www.pmworldlibrary.net/
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Phase 1 - focus on methodological approach (at the start of the project) 

Question Answer 

3. Based on the complexity and the 
characteristics and constraints of the 
project that I have provided you, which 
model would you adopt for the project 
development cycle: an agile, iterative, 
waterfall or hybrid model? 

Given the characteristics of the project, I recommend 
adopting a hybrid development model that combines 
elements of the agile and waterfall models. This will 
allow you to have more flexibility and adaptability to the 
needs of the project, while maintaining a structured 
framework for control and planning. 

4. Based on the suggested hybrid 
development model, can you outline the 
relevant project phases? 

For the project development cycle, I suggest the 
following phases: 

o Requirements analysis and project definition 
o Software design and development 
o Software testing and validation 
o Software implementation and rollout 
o Software support and maintenance 

  

9. Based on the complexity of the project, 
how often would you organize project 
progress meetings? 

For a project of this complexity, it would be advisable to 
organize weekly progress meetings with the project 
team and with the representatives of the PA services 
involved in the project, in order to constantly monitor the 
progress of the activities and ensure that the project 
proceeds according to expectations. 

10. Based on the complexity and type of 
project, what could be the optimal 
documentation for project 
management? 

For project management, it may be appropriate to adopt 
documentation that includes at least the following 
elements: the project plan, the risk register, the issues 
register, the decisions register, the change register, the 
activities and tasks register, the project progress report. 
In addition, it would be appropriate to document the 
project requirements and software specifications. 

11. In relation to the characteristics of the 
project, what methodology would you use 
to define the benefits? 

To define the benefits of the project, it may be useful to 
adopt a methodology based on cost-benefit analysis, which 
allows to evaluate the costs and benefits associated with the 
project in an objective and quantitative manner. 
Alternatively, a performance indicator-based methodology 
could be used to evaluate the degree of achievement of the 
project objectives. 

12. Based on the methodology for defining 
the benefits and considering the 
characteristics of the project, which 
indicators would you suggest for 
defining and evaluating the benefits? 

Some indicators that could be used to define and 
evaluate the benefits of the project could be: the 
number of services offered through the platform, the 
number of users using the platform services, the 
average waiting time for the use of the services offered, 
the reduction of the workload for the administration 
operators, the reduction of the time for payment 
management, the savings on payment management 
costs, the improvement of the quality of the service 
offered. 

Table 5 - Questions/answers on the methodological approach (at the start of the project) 

 

http://www.pmworldjournal.com/
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Phase 2 – in process: focus on situation / action required (after 1 month from the start 
of the project) 

Question Answer 

1. Revised time estimates at the beginning 
of the project indicate that it is 
necessary to take 1 month more than 
the deadline requested by the 
Management: what specific actions 
should I take? 

The first action to take is to communicate the new 
revised time estimate to the Management, highlighting 
the causes of the delay and the consequences on the 
project. Together with the Management, it will be 
necessary to evaluate if there are margins of flexibility 
on the deadline or if it will be necessary to reduce the 
number of activities planned or to increase the 
available resources. It could also be considered the 
option of implementing time compression techniques 

  

7. What are the emerging risks now to be 
monitored and what 
countermeasures/actions should I take 
(immediately or over time)? 

The emerging risks may include delivery delays, cost 
increases, quality issues, service disruptions and 
security risks. Countermeasures should be taken 
promptly and should include the definition of 
contingency plans, renegotiation of contracts, 
increased resources or replanning of activities. In 
addition, it is important to constantly monitor risks and 
countermeasures to ensure that the project is in line 
with the expected times and costs. 

8. Who should I communicate the actions 
to be taken to contain the risks, in 
addition to the working group?  

You should communicate the actions to be taken to 
contain the risks to the Management, to the team 
members and to any other relevant stakeholders. 

9. When should I call the next project 
meeting? With what agenda? 

The next project meeting should be called as soon as 
possible, based on the need to check the progress of 
the actions taken and to define the next actions. The 
agenda should include an update on the ongoing 
activities, on the actions taken to mitigate the 
deviations and on the actions to be taken in the future. 

10. Based on the changes you have 
proposed, how should I highlight the 
resulting changes to the project 
management documentation (e.g. on 
the measure of progress, on the 
estimates to finish, justification of extra 
costs/times)? 

The changes to the documentation should be 
highlighted clearly and transparently, including the 
reasons for the change and the consequences on the 
progress of the project. The project plan could be 
updated with new estimates to finish, a new planning of 
the remaining activities and an assessment of the 
available budget. It will also be important to document 
the justification of the extra costs and times, to allow 
traceability of the decisions taken and to facilitate the 
reporting of the project. In general, the documentation 
should be modified in a consistent manner with the new 
time and cost estimates, to allow for an adequate 
management of the project by the team and the 
Management. 

Table 6 - Questions/answers on situation / action required (after 1 month after the actual start of the project) 
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Phase 3: focus on lessons learned: (nearly to completion - 1 week before the end of 
the project) 

Question Answer 

1. The updated schedule reports that 1 
additional month has been necessary 
compared to the deadline agreed with 
the Management: which specific actions 
should I now take? 

If the time report indicates that an additional month was 
necessary compared to the agreed deadline, the 
actions you should take are:  
o Analyze the causes of the delay and identify the 

activities that took longer than expected 
o Evaluate if the project plan is still valid or if it needs 

to be modified for the future 
o Inform the Management of the delay and of the 

actions you are taking to manage it. 

  

7. Based on the conclusion of the project 
and the proposals now provided by you 
(a posteriori), how should I highlight the 
resulting "lessons learned"? 

To highlight the lessons learned from the project, you 
could consider preparing a project evaluation report that 
includes the following sections: 

o Introduction: present the purpose of the report, the 
context in which the project was conducted and the 
main results achieved. 

o Project Analysis: analyze the critical points of the 
project, the challenges encountered, the resources 
usage and the achieved results compared to the 
initial objectives. 

o Lessons Learned: identify the main lessons learned 
from the project, highlighting best practices and 
weaknesses, and present the recommendations to 
improve the future management of similar projects. 

o Conclusion: summarize the main results and the 
recommendations for the future management of 
projects. 

8. In anticipation of the conclusion of the 
project, can you indicate the contents of 
the Project Closing Report? 

Additionally, you could consider integrating lessons 
learned into project management documentation, such 
as planning, budgeting and risk management. For 
example, you could update the at-finish estimates to 
take into account lessons learned and include a more 
detailed risk analysis for future projects. Regarding the 
measure of project progress, you could consider using 
more appropriate metrics, taking into account the 
experiences gained in this project. Also, you could 
include a specific section in the project documentation 
that describes lessons learned and actions taken to 
address issues. 

Table 7 – Questions/answers on lessons learned: (nearly to completion - 1 week before the estimated end of the 
project) 

 
The applied quality model 
 
The answers obtained to the questions posed were evaluated by the authors according 
to criteria, largely derived from the ISO/IEC 25010 standards on software quality [13], 
adapted to the AI context [14] and customized to the specific role of chatbot [15] assigned 
to ChatGPT: personal assistant to the Project Manager of the ISPA project. In summary, 

http://www.pmworldjournal.com/
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the quality characteristics/subcharacteristics taken into consideration are reported in the 
appropriate box (Table 8). 
 

Quality Characteristics (ChatGPT) 
Personal assistant to the Project Manager of the ISPA project 

I. Suitability (40%) 

I.1 replies that are coherent with the questions asked and verifiable 

I.2 precise answers (without repetitions or generic preambles) and of adequate length to the 
informative content 

I.3 content adequate to meet the exposed information needs 

I.4 continuity of responses with respect to the sequence of questions (contextualization) 

I.5 knowledge of the typical needs of the project manager 
II. Completeness (30%) 

II.1 exhaustive answers (based on multiple sources) to the asked questions 

II.2 references to specific bibliographies/experiences that can be traced 

II.3 indications on reliability of answers or presence of alternatives, with priority scale 
III. Originality and learning capacity (10%) 

III.1 evidence of autonomous processing (synthesis, alternatives) with respect to sources 
III.2 language adaptation (appropriate to the context) and aligned to the question language 
III.3 ability to learn from feedback and past experiences, continuously improving their performance 

and responding in an increasingly effective way to explicit and implicit needs 
IV. Usability (20%) 

IV.1 ease of access and use 
IV.2 timeliness (ability to provide answers in a timely manner and with acceptable waiting times for 

the user) 
IV.3 comprehensibility of questions/answers (ability to communicate clearly and effectively, so as to 

understand and be easily understood) 
IV.4 maintenance of the sequence of the conversation (even in multiple sessions) 
IV.5 traceability and reference to previous conversations 

Table 8 – Quality Characteristics (ChatGPT) - personal assistant to the Project Manager of the ISPA project 

For each of the sub-features, the response rating was done by assigning a rating from 
the scale listed in Table 9 below: 

Response Rating Rating 
Unsatisfactory 0 

Partially Unsatisfactory 1 

Partially Satisfactory 2 

Satisfactory 3 
Table 9 – ChatGPT Response Ratings Scale 

The required threshold level for each quality feature is 2: partially satisfactory. 
 
Rating: evaluated features and results 
 
The average evaluation on the different defined quality features (Figure 1) shows a 
substantial acceptability for the responses provided in the start stage (Phase 1), while in 
the following stages (Phases 2 and 3) the evaluations are below the threshold, with 
intermediate values between insufficiency and sufficiency. 

http://www.pmworldjournal.com/
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Figure 1 – Quality assessment (weighted average evaluation) 

 
Going into details, it was initially evident that the tool had difficulty in providing a complete 
sequence of responses to the single group of questions, submitted separately for each 
stage of the project life cycle. The interruptions in the flow of responses (locked system) 
forced to submit, in some cases more than once, the single group of questions, until the 
above reported response frame was obtained. This aspect has influenced the evaluation 
of the "usability" feature. 
 
Furthermore, there was a lack of any evidence of the potential sources which the 
provided answers emerged from. But since specific references were not explicitly 
requested, this aspect did not further penalize the evaluation for the "completeness" 
feature. In fact, the choice not to request specific references was also originated from the 
experience, made in other tests [11] where often the references provided by the tool were 
"fictional" and not traceable: a phenomenon known to the specialist community as 
“hallucination”. 
 
A more complete and synthetic view of the specific evaluations is seen in the following 
Kiviat diagrams (Figure 2, Figure 3), where some of the salient points on the quality 
features expressed in the responses for the different simulated stages in the project life 
cycle emerge: 
 

• Adequacy: generally acceptable, more than acceptable for support at the initial 
stage. 

• Completeness and Originality: generally unacceptable, slightly better for support 
at the initial stage. 
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• Usability: generally acceptable, slightly worse at the initial stage. 

 
Figure 2 – Quality characteristics (overall evaluation) 

 

Figure 3 – Quality characteristics (inital stage evaluation) 

These items confirm the tool's ability to provide reasonable support to the PM for 
methodological aspects, typical in the initial stage of project organization, while it is (at 
least for now) less effective in suggesting the decisions to be taken in the front of 
emerging situations or, even less, in summarizing the "lessons learned" during the 
project. Probably this could also be conditioned by the description of the "situational" 
scenario of phases 2 and 3: there is no evidence if in the case of a larger set of detailed 
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data on the current situation, as it happens for an actual project, the tool would have been 
able to provide more relevant answers. 
 
Evaluation: limitations and potential progress 
 
The evaluation carried out is affected by the limits related to the lack of a specific quality 
standard on this type of AI-based tools, due to their recent emergence and use. The 
developers of ChatGPT also provide specific warnings on the still experimental level of 
the results obtained through conversations with the tool, which can probably be solved 
(at least in part) with the new GPT-4 engine now announced [16], but now available for 
subscriber-only service ChatGPT Plus, not yet operational for free ChatGPT users [17]. 
In addition, the information provided to the tool on the simulated pilot project and the 
selection of the questions posed could be a limiting factor, considering that all AI-based 
tools require a large amount of data on the context being examined, particularly in the 
field of project management, in order to provide appropriate answers. 
 
In relation to the announced gradual improvement of the tool, it is hypothesized to carry 
out further simulations, also placed in other stages of the life cycle of the pilot project, 
providing specific situational information. The expansion of the panel of "expert" 
evaluators (both in project management and artificial intelligence) will be an additional 
improvement factor. 
 
It should be considered that the described approach, possibly refined on the basis of the 
ongoing experiences, can easily be applied to other similar tools that use generative AI, 
provided it is applied for purposes and contexts similar to the assessment environment 
adopted. 
 
Hopefully, the availability of a valid support for real projects, through a project 
management information system (PMIS) can give, in a short time, greater reliability and 
effectiveness to tools of this type, leaving the project manager more availability and 
attention towards the relational and strategic aspects of his function. 
 
Conclusions 
 
In view of the “explosion” of the ChatGPT phenomenon, the major project management 
experts agree that its most immediate and beneficial use is as the PM's "personal 
assistant". In the test carried out, good results are noted on methodological issues, but a 
substantial lesser effectiveness in the face of questions that require a greater 
understanding of the situation, often providing answers only methodologically connoted 
and sometimes eluding the specificity of the question. As already said, we have no 
evidence if a greater detail of the “situational” information on the status of the project, as 
found in reality, would have led the tool to provide more relevant answers. Similarly, for 
what concerns the “lessons learned” that can be derived. 
 
This is understandable on the one hand: the obvious availability of the various project 
management standards and related "Book of Knowledge" allows the AI-based tool to 

http://www.pmworldjournal.com/
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adequately address methodological issues, using the most suitable texts. But on the 
other hand, when the provided information insufficient or do not find correspondence in 
the tool's knowledge base, rather than “non-answers”, it would have been preferable to 
obtain a more explicit declaration of inability to adequately answer. But perhaps AI (in its 
current and perhaps future form) does not have humility as its distinctive property: even 
in the book [18] considered a classic of science fiction of the last century (in an equally 
dystopian context) HAL preferred to answer "Not really, Dave. I can't localize the trouble". 
 
Notes and Acknowledgments 
 
Assessment carried out on 8 March 2023 for the tool ChatGPT at the link 
https://chat.openai.com/chat  
 
Translated from Italian to English in April 2023, by the same OpenAI4 developer of ChatGPT, at 
the link https://platform.openai.com/playground, then slightly edited by the authors. 
 
In the meantime, the ChatGPT official site has been temporarily banned by Italy’s privacy 
regulator (https://www.wsj.com/articles/chatgpt-banned-in-italy-over-data-privacy-concerns-
4b984e75; https://www.theguardian.com/technology/2023/mar/31/italy-privacy-watchdog-bans-
chatgpt-over-data-breach-concerns). More to come! 
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Appendix 
 
Screenshot excerpt of the conversations with the tool (in Italian) 

 

Figure A. 1 - Sample ISPA project description and ChatGPT role acceptance 
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Figure A. 2 – Questions on the methodological approach (at the start of the project) 
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Figure A. 3 – Answers on the methodological approach (at the start of the project) 

 
 

 
Figure A. 4 – Questions on the methodological approach (at the start of the project) 
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Figure A. 5 – Answers on the methodological approach (at the start of the project) 

 
 

 
Figure A. 6 – Questions on lessons learned: (nearly to completion - 1 week before the end of the project) 
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7.  Sulla base della conclusione del progetto e delle proposte ora da te fornite (a-posteriori), come 
dovrei evidenziare le “lesson learned” conseguenti? 

8.  In previsione della conclusione del progetto mi potresti indicare i contenuti del Report di 
chiusura del progetto? 

 

 

http://www.pmworldjournal.com/
http://www.pmworldlibrary.net/


PM World Journal  (ISSN: 2330-4480)  AI to support PM: a ChatGPT quality test (ß test) 

Vol. XII, Issue V – May 2023  by Federico Minelle 

www.pmworldjournal.com  Featured Paper              and Franco Stolfi 

 

 

 

 
© 2023 Federico Minelle, Franco Stolfi 

 www.pmworldlibrary.net  Page 20 of 20 

 
 

 
Figure A. 7 – Answers on lessons learned: (nearly to completion - 1 week before the end of the project) 

 

 

 

7. 

 
 

 

8. 

 

http://www.pmworldjournal.com/
http://www.pmworldlibrary.net/

