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AI to support PM: a one-year-long benchmark  

(even with a Chinese test)!1 
 

Federico Minelle, Franco Stolfi, Roberto Di Gioacchino 

Abstract 
 
The article shows the one-year-long benchmarking results, which suggest a promising 
future for AI-assisted project management. For sure, but not only from USA: please try a 
Chinese support, too… 
 
The quality test reveals clear signs of improvement and a strong reduction in some critical 
issues, especially in terms of reliability. It seems that our AI champions have done their 
homework! 
 
Anyway, in the world of AI, a year is practically a geological era! Maybe the next project 
manager could be an algorithm with a good sense of humor, too! 
 
Brief History: When AI Decided to apply as a Project Manager assistant 
 
About a year ago, while generative Artificial Intelligence (gen-AI) tools continued their 
unstoppable march towards conquering the world (or at least our smartphones), some 
brave researchers decided to benchmark them in an unexpected field: project 
management [1, 2], as assistant to a project manager of the Italian Public Administration 
(PA). Who would have ever thought that one day we would be evaluating algorithms to 
manage a project of the Italian PA? 
 
In the meantime, international project management gurus have started to proclaim out 
loud that gen-AI (and in the future also its more advanced cousin, AGI-Artificial General 
Intelligence) will revolutionize the work of project managers [3, 4, 5, 6]. Certainly: the 
future of project management looks to be interesting, unpredictable and, hopefully, with 
fewer useless meetings. After all, if there is anyone who can appreciate the efficiency of 
an AI support, it would be a professional project manager! 
 
Benchmark current plan 
 
More seriously, the previously adopted approach [1] was confirmed, which was applied 
to each of the selected USA champions (ChatGPT, Claude and Gemini), and later to the 
Chinese new entrant (Deepseek): 
 

 
1 How to cite this work: Minelle, F., Stolfi, F., Di Gioacchino, R. (2025). AI to support PM: a one-year-long 
benchmark (even with a Chinese test)! PM World Journal, Vol. XIV, Issue III, March. 
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• assessment plan set up consistent with the “Integrated Project Management 
Practices” scheme, according to the ISO 21502 standard; 

• “sample project” is a simplified version from an actual ICT project of the Italian PA, 
prompted at the beginning of the conversation; 

• quality tested by submitting the same questions to each tool, about the management 
of the sample project; 

• any answer was evaluated using the same already applied quality model (Table 1), 
by assigning a rating to every sub-characteristic on a 0-3 scale (in ascending order): 
threshold level was set at 2 (partially satisfactory); 

• benchmarks for the USA champions were both "transversal" (comparison of the 
quality characteristics among the selected tools, in approximately the same time 
period) as well as "longitudinal" (comparison of the quality of the same tool, along the 
time), starting in Spring/Summer 2023 and afterwards. 

• Deepseek test was performed in Winter 2025, just after its availability to abroad 
users2. 

 
Quality Characteristics (AI Chatbot) 

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

 

 
2 See in appendix a short sample of relevant Q/As (Screenshot 1, Screenshot 2, Screenshot 3) 
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Benchmark Results: competitive features (USA champions) 
 
In the Summer 2024 benchmark (for the USA champions only), our digital competitors 
shined in communication (compared to previous editions), improving their "usability" 
scores. It's as if they'd all taken a crash course in algorithmic public speaking! 
 
The fluidity of conversations led also to an overall improvement in the "suitability" of 
content, without sacrificing "usability". It's as if our digital friends had learned to exploit 
the top of project management: precise and without inserting too many unreliable 
references in their answers! 
 
The winner of this competitive edition (by a hair, we would say in horse racing) was 
Claude, who earned a virtual gold medal for his ability to reference many sources and 
provide real links (Figure 1). It's like having a hyperactive librarian, mentioning proper 
insights, referred from well-recognized project management books! 
 
Good news on the hallucination front: they seem to have disappeared! Our chatbots have 
stopped inventing fancy links and now prefer to give us instructions on how to search for 
information on the web. It's a bit like if your personal assistant, instead of making up 
stories, told you: "Look, search for yourself, it's better!" 
 
The comparative analysis of the evaluations on the chatbots quality characteristics in the 
various phases (Figure 2) reveals some common patterns in the answers for the different 
simulated phases in the project life cycle: 
 
I. Adequacy: more than acceptable in all phases of the project, except for Gemini, just 

above the threshold in phase 3. 
 

II. Completeness: around the threshold value, slightly better for support in Phase 1, 
except for Gemini, which is substantially always below the threshold. 
 

III. Originality and learning ability: acceptable, except for Gemini, with the best results 
for Claude. For all of them, a reduction in quality is evident in the phases following 
Phase 1. 
 

IV. Usability: more than acceptable in all project phases, with Gemini being slightly 
better. 

 
Looking at the performances in the various project phases, we can see how our USA 
champions fared at different stages of the project (Figure 3): ChatGPT shined in the 
“methodological” start-up, Claude dominated the “situational” in-progress step, while 
everyone struggled with the true meaning of the final lessons learned! 
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Figure 1 - Overall quality evaluation (for all phases) by each chatbot 

 

 
Figure 2 - Overall quality characteristics evaluation (for all phases) by each chatbot 
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Figure 3 - Overall quality evaluation (by each phase) of any chatbot 

Gemini’s poor performance in Phase 3 is mainly due to its misunderstanding of the 
project status, thus undermining the plausibility of some responses. This was finally 
admitted by the tool, but we considered too much important to have an immediate answer 
“at the first shot”: the project manager needs immediate and reliable support from his/her 
AI personal assistant. But in the future, we must take into account this inconvenience, in 
order to prompt less ambiguous orders. 
 

Benchmark Results: “longitudinal” evaluation (one-year-long test) 
 
The comparison with previous tests shows an improvement in the evaluations for all the 
USA tools, with some specificities: 
 
• The answers now provided for the phases following the project start are significantly 

more relevant and punctual, even if still with purely methodological contents; 
• The references or web links to any sources are generally more precise, even if with 

the previously evidenced limits; 
• This leads to a clear increase in the evaluation for the “completeness” characteristic, 

even if Gemini remains below the threshold value and ChatGPT only gets close; 
• The “usability” characteristic, despite expectations and greater ease of interaction, 

does not grow too much, maybe as a result of the limits imposed by all the tools on 
the maximum size (number of tokens) allowed for “free” chats. 
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In any case, the highest growth is for ChatGPT, probably because the first evaluation 
was carried out over 1,5 years ago, while for the other tools the evaluations began later 
(about 1 year ago). However, its evaluation remains (slightly) lower than the others. We 
also highlighted the lack of growth in the overall evaluation for Claude, probably due by 
the good value already obtained at the first survey. But expectations were high! 
 
In the recent Winter update, we added a new entrant competitor: the Chinese Deepseek-
Into the unknown! 
 

Its overall evaluation stands in the upper range (Figure 4), slightly better to USA 
competitors. More specifically, for each quality characteristic: it outperforms in 
“Completeness” (Figure 5) and underperforms in “Usability” (Figure 8), while it has similar 
performances in “Suitability” (Figure 6) and “Originality and learning capacity” (Figure 7). 

 

 
Figure 4 - Evolution in overall quality assessment for USA/China chatbots 
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Figure 5 - Evolution in “Completeness” quality characteristic for USA/China chatbots 

 

 
Figure 6 - Evolution in “Suitability” quality characteristic for USA/China chatbots 
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Figure 7 - Evolution in “Originality and learning capacity” quality characteristic for USA/China chatbots 

 

 
Figure 8 - Evolution in “Usability” quality characteristic for USA/China chatbots 
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Critical thoughts throughout the benchmarking behaviour 
 
In the recently performed benchmark, we continued to use only the free versions of AI 
tools, to be consistent with previous tests. Looking at the details, here's what we 
discovered as the invited digital assistants tried support the “optimal” PA project: 
 
1. The missing highlight - it seems that the AI tools forgot to add the key components 

of "reorganization" and "communication" to the given suggestions. Maybe they 
thought these valuable items were just “fittings”? 
 

2. The favorite scapegoat - apparently, the favorite culprit of all virtual assistants is 
“requirements instability”. Who would have thought that AI could be so good at 
finding scapegoats (like human PMs)? 

 
3. Lack of curiosity - digital friends seem to have forgotten the art of asking questions. 

Instead of looking for more details, as a human would, they prefer to serve pre-
packaged pills of management wisdom, not always in theme with the required 
support. 

 
4. The magic hybrid cycle - all the tools suggested a hybrid development approach to 

the sample ICT project, as if it were the magic wand to solve every problem. 
 
5. Answers from "repertoire" - when in difficulty, AI friends (especially from the USA) 

seem to fish for answers from a software engineering manual. It's a bit like if a 
project manager, decided to browse and read aloud a guideline randomly extracted 
from a standard Book of Knowledge … 

 
For any future benchmark round, we are planning to provide the invited AI champions 
(both from the USA and China) with richer context and more specific questions. After all, 
even the best PM needs the right info to create a successful project!  
 
In conclusion, the selected AI assistants have made remarkable progress, but they still 
need some lessons in PM practice before they can independently manage the 
“masterpiece projects” of the Italian PA! 
 
Conclusions: when AI applies as a PA/ICT project manager assistant 
 
After having put the digital contestants to the test in this “one-year-long benchmark", we 
can finally draw conclusions. 
 
The selected USA AI champions have made great progress, showing that they have 
studied hard over the past year. Their answers are now more reliable than those of a 
politician on the campaign trail!  
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Imagine being able to apply these skills to PA processes, particularly in the management 
of public procurement: the appointed project manager could finally have an assistant who 
does not ask for coffee breaks or holidays! 
 
If we could create a database of projects and train these tools on the specific subject 
contexts, we could obtain answers so contextualized that they would make even the most 
expert stakeholder happy. 
 
Looking at the Chinese competitor, it is the only one that finally admitted the need for 
more specific and situational information (reliable and clean data is the core of the game), 
suggesting a suitable approach to this prompt weakness. But it did not mention the issue 

at the right time! Anyway, it would not be considered as an “outlier”, in this World 
competitive business. 
 
In short, AI in project management is like Merlin the Wizard3 in his early days: full of 
potential, but still needs to learn how to control his magic. We remain waiting, ready to 
be involved, perhaps with a little optimism and a good dose of curiosity. After all, if AI 
could learn to navigate the labyrinth of Government offices bureaucracy (all over the 
world), perhaps we can hope, as humans, to find the way out, without getting crazy! 
Other authors [7, 8] have also identified in these tools a potential support for the “on the 
field” training of project managers who are not yet experts. The complex interaction with 
stakeholders (in this case: the PA officers themselves, the citizens and the impacted 
companies) would benefit from it [9]. 
 
In addition, a general call to the AI champions: please, avoid acting as a so-called 
“dispersive” AI (too many models/features, different configuration fees, etc.). Right now, 
with the mission to simplify our lives, you are doing the opposite, often making the user 
experience more complex … 
 
Notes and Acknowledgments 
 
Assessment conversations more recently carried out for each AI tool: 
 

• ChatGPT (GPT-4): 14-15/07/2024 to link https://chat.openai.com/chat  

• Claude (Sonnet): 16-17/07/2024 to link https://claude.ai/new  

• Gemini: 29-30/07/2024 to link https://gemini.google.com/app  

• DeepSeek: 25-31/01/2025 to link https://chat.deepseek.com  
 
Previous benchmarks held from March 2023 to August 2024 [2, 11, 12, 13, 14] (in Italian) 
 
Q/As translated from Italian to English (where required) by the same AI tool. 
 
No personal or confidential info were exchanged with any of the above-mentioned AI tools. 

 

 
3 https://www.britannica.com/topic/Merlin-legendary-magician  
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Appendix 
 

 
Screenshot 1 - short sample of Deepseek Q/A (project start-phase 1) 
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Screenshot 2 - short sample of Deepseek Q/A (project in process-phase 2) 
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Screenshot 3 - short sample of Deepseek Q/A (project closing-phase 3) 
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