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Copilot Chaos
How to cut through it and 
perfect your GenAI Strategy
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Agenda

1. What is a Copilot?

2. Foundations of copilots

3. Copilot Architectures

4. Copilot choices

5. How to find your core copilots

6. Final takeaways
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What is a Copilot?

A Copilot is a language based interface that allows user to 
interact with given data and / or workflows

Copilots are also known as Assistants (eg Atlassian), GPTs (eg 
ChatGPT, Einstein GPT), AI Companions (eg ZoomAI), or 
Copilots (MSFT, Moveworks)

Copilot enable users to interact with data or workflows using 
natural language instructions. 

Why they matter → They extend or break application silos
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Copilots are the Taylor Swift of Tech

Interest in copilots over time - since 2022
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GenAI offerings are growing rapidly
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So what Qs are you confronting?

1. What are the types of copilot?

2. Can copilots take action, or are they for search only?

3. Which copilot should I choose?

4. Should I choose one or many?

5. Should I build my own or buy?

6. How can I assess risks of copilots?

7. Are copilots worth the $? How can I calculate ROI?

8. What about cloud services?

9. What about models?
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Infrastructure Models ApplicationsServices
Wide model availability. 
Capacity constrained

Mature. Supply constrained
Substantial revenue Capable + evolving. 

Open Source catching 
up

Mostly announcements.
Slowly rolling out

7

Layers of Generative AI
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Models - key things to know

Foundation Models

1. Largest models in the world - by training data and model parameters 
2. Generalized to perform any language task - from coding, reasoning, to 

summarization
3. GPT-4 is the leader according to many benchmarks, but others catching 

up 

Task specific models

1. Smaller models that are cheaper, faster, and more controllable
2. Trained to perform specific language tasks like entity recognition, coding, 

etc
3. Task specific models perform subset of tasks performed by foundation 

models - albeit at higher quality, speed, or lower cost

Sophisticated copilots combine frontier and task specific models
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Models in Moveworks Copilot 

Foundation Model - GPT-4 / GPT-4 Turbo

1. Used for reasoning and action planning based on user utterance
2. Execution of “plugins” to fulfill user query
3. Summarize results for the user

Task specific generative models

1. FT-Flan-T5 - toxicity judgement for both user input and bot output

2. FT-Flan-T5 - file search relevance judgement

3. FT-M2M100 - translation of resources (KBs, forms, etc)

Task specific discriminative models

1. FT-LangDetection - low latency detection of user language

2. FT-Roberta - handoff classification, entity recognition
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Copilot Architectures
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Talk to an LLM 

1

2

3
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Use cases

1. Generation use cases eg ChatGPT, DallE
2. Draft a new email, draw a sketch, create a job 

description, interpret code, write a performance review, 
etc

Benefits

1. Rapid creation
2. Low cost to build

Limitations

1. Hallucinations when used for factual queries
2. Not connected to any data source
3. Not connected to any workflows ChatGPT
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Retrieval Augmented Generation 
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Use cases

1. Email or meetings summarization bots (Teams Copilot, Outlook Copilot) 

- Connecting LLMs to emails to transcription, you can summarize text

2. Q & A copilots - By connecting LLMs to knowledge sources, users can 

get accurate answers

3. Search experiences (eg Perplexity.AI) - RAG architecture can generate 

summaries in addition to specific links from search engines

Benefits 

1. Up to date and accurate responses

2. Low risk of hallucinations

3. Low cost to build

Limitations

1. Cannot complete tasks

2. No reasoning capability

3. Fails for multiquery questions

Perplexity.ai
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Agentic AI



Reasoning + Action planning via LLMs

Reasoning Engine
Reasoning and Action

User

Plugin

User message Call plugin(s)

Plugin(s) 
response

Generate 
response Combine plugin output 

with conversation context 
to decide optimal response

Understand message, context, 
user and decide series of 

actions as “code path”

Summarization, 
factuality score, 

and citation check -
or clarification 

question

Plugin

Plugin

Plugin

Plugin

KB / Wiki

Intranet

IDAM

ITSM

HRIS

ERP

CRM

CAFM
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Benefits of Agentic AI

Use cases

1. Action + search oriented chatbots - build systems that 
allow users to complete tasks across systems

2. Assistants - Help users find information and take 
actions based on results

Benefits

1. Combine actions + search in a single system
2. Supports talk to an LLM
3. Supports search / RAG
4. Support multiquery prompts
5. Scalable across multiple types of tasks

Limitations

1. Costly to build and maintain
2. Requires deep LLM expertise

Moveworks Copilot
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Agent based architectures scale across multiple use cases

Generation combined with RAG via Creator Studio Gen AI PluginSearch (RAG use case) Task completion combined with RAG
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Copilot choices - finding your sweet spot

# of copilots in your org

Return on 
Investment

1 copilot > 100 copilots

low use case coverage, low spend, low 
ROI

high user confusion, high use case overlap, high 
spend, low ROI

high use case coverage, low confusion, 
moderate spend, maximum ROI
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Finding your core copilots

1. Consider your productivity platform
a. What do you use for communications?
b. What do you use for email?
c. Where is most of your data stored?

2. Consider your business focus
a. Do you have a large sales force?
b. Do you have a large customer engagement operation?
c. Do you have a large engineering team?

3. Consider common needs across all employees
a. Employees struggle to find information
b. Tasks and requests are delayed due to application sprawl

4. Consider proprietary / differentiated advantage
a. Do you have access to unique IP in terms of data or specialty
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Core Copilot Pillars
Productivity 
Platform Business focus

Employee needs / 
All systems

Proprietary 
advantage
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Productivity Platform copilot

Use Cases

1. Addresses most frequent use cases for employees
2. Writing emails, summarizing meetings, managing 

tasks, summarizing documents
3. Data resides in one system 

Benefits

1. Save employees several minutes every day
2. Rapid time to value
3. Very low total cost of ownership
4. Works out of the box
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Business focus copilot

Use Cases

1. Focuses on primary business focus
2. Improve productivity of sellers, engineers, supply chain 

operations

Benefits

1. Improves productivity of key constituents in unique 
ways

2. Rapid access to CRM data for sellers
3. Engineers get more productive through better code
4. Customer engagement teams scale better through Gen 

AI copilot
Github Copilot

Salesforce 
Einstein Copilot
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Employee copilot

Use Cases

1. Focuses on common needs of all employees
2. Improve employee productivity by eliminating 

friction between employees and business systems
3. Break system silos and enable employees to finish 

tasks or find information

Benefits

1. Significant increase in employee productivity
2. Reduced employee service costs
3. Unlock value from all business platforms

Moveworks Copilot
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Proprietary focus copilot

Use Cases

1. Focuses on leveraging unique data to drive core 
business value

2. Trading data for hedge funds, drug design data for 
pharma cos, case data for consultants

3. Often custom built through in-house or external 
help

Benefits

1. Accelerate business growth through unique IP 
differentiation

2. Improved security posture for sensitive data

Wayfair Decorify

Morgan Stanley Financial Advisor Copilot



Azure
OpenAI PoCs

Copilot 
Microsoft 365

Copilot 
GitHub

Honeywell 
Products/ServicesExternal Applications

Honeywell to deliver $100 million in value with generative AI

Honeywell’s Gen AI Pillars - source VentureBeat (Link)

AGGREGATE CONTENT
CODE 

GENERATION & 
VALIDATION

CUSTOM HONEYWELL 
CAPABILITIES

HONEYWELL GENERATIVE AI

DIGITAL P&L

1. 2. 3.

6.

GEN AI STEERING COMMITTEE 

Productivity Productivity Growth & Productivity

SMART/INTUITIVE 
FORGE APPS

5.

Growth

BUY NEW 
CAPABILITIES

4.

Productivity

https://venturebeat.com/ai/honeywell-exec-generative-ai-on-track-to-deliver-100-million-in-value-just-getting-started/
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Business outcomes 
of copilots

Drive Operational Excellence
Automate back office services

Enhance Productivity
Enable employees to do more

Accelerate Business 
Transformation
Stay competitive and grow
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Cutting through Copilot Chaos - takeaways

1. Models are evolving fast and open source is catching up
2. Copilots come with three levels of sophistication

a. Talk to an LLM
b. Retrieval augmented generation
c. Agent based systems for reasoning and planning

3. Identify your copilot pillars
a. Productivity platform
b. Business Focus
c. Employee needs
d. Proprietary advantage

4. Evaluate ROI based on three factors
a. Cost savings through automation
b. Improved employee productivity
c. Business transformation and growth
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