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(*) You Bet on the Wrong Horse (& Now You're Stuck on It) %E

OpenAl is Losing the Model Wars. Your Al Strategy Shouldn't Lose With Them.

OpenAl is getting crushed in the enterprise market and the signs are everywhere. Benchmark reports
deeming their latest models subpar. Reddit and LinkedIn exploding with complaints. Users asking
"[s ChatGPT getting worse?" so often it's become a meme.

OpenAl's enterprise market share dropped 23 percentage points in two years. That's not a dip.

That’s a freefall.
~
ChatGPT
What can | help with?
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o J
Don't Take Our Word For It

"GPT-5s August 2025 launch overcorrected into cold’ and robotic’ territory, sparking social media
backlash. Iterations through GPT-5.2 drew complaints of degraded writing" — R&D World

"[ think we just screwed that up, on writing quality” — Sam Altman at a Jan 2026 developer town hall
"GPT-5 is somewhat arbitrary about deciding what a hard problem is... How does it choose? [ don't know...
It makes responses much less predictable as the model selection can have a dramatic impact on what
comes back" — Ethan Mollick

"OpenAl's GPT-5 has landed with a thud... The big new model’s heavily ballyhooed release, marred by some
glitches, let down a chunk of users" — Axios

"After a backend memory architecture update, ChatGPT’s long-term memory system Silently broke. Some
users lost years of accumulated context" — OpenAl Community Forum

A quick search on any Reddit thread about Al will yield results like these...

04



M Why They're Losing ﬁf

2026 has presented OpenAl with the perfect storm of competitive, financial, and strategic pressures. OpenAl’s
market share plummeted from dominance while competitors surged. S14 billion in annual losses, "cold and
robotic" model quality, engineers fleeing to competitors at 8x the normal rate.

But the fatal blow was strategic: Sam Altman declared "Code Red" in December 2025 and pivoted hard toward
consumer advertising, diverting resources from enterprise customers to chase S25 billion in ad revenue by 2029.
"Free user monetization" in 2026 has split OpenAl’s focus at precisely the wrong moment.

OpenAl admitted it's now "fighting for eyeballs and ad revenue" instead of optimizing for business use cases.

Their enterprise customers are watching OpenAl abandon them in real-time, via Sam Altman’s posts on X.

Why It Matters

ChatGPT Enterprise is the cautionary tale every CTO needs to hear: The lesson isn't just that OpenAl
fumbled—it’s that betting on any single LLM provider is reckless when your vendor’s priorities can pivot
overnight, model quality oscillates wildly, and financial desperation threatens survival.

The Al model market has proven structurally unstable for enterprise dependency.
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/\ The Real Problem: You've Got LLM Lock-In %

Why Single-LLM Al Is a Strategic Liability

OpenAl's struggles aren't the exception—they're the pattern. The enterprise software playbook (evaluate
vendors, pick the best, standardize, scale) breaks catastrophically with Al infrastructure.

Why? Because Al model performance is non-stationary.

Traditional software improves incrementally and predictably. Version 2.1 is better than 2.0. Your vendor’s
competitive position is relatively stable quarter-to-quarter.

Al models change discontinuously:
e GPT-S5 launches strong — degrades within weeks
e Claude 3.5 Sonnet outperforms GPT-4o for reasoning (March 2025)
e Gemini 2.0 crushes multimodal tasks (December 2025)
e DeepSeek R1 matches GPT-5 at 1/10th the cost (January 2026)

The half-life of model leadership is now measured in months, not years.

The Strategic Error

Locking into a single model provider bets that:
e Their models will maintain performance leadership (they won't)
e Their pricing will remain competitive (it won't)
o Their strategic priorities will align with yours (they won't)

You're making a multi-year commitment in a market with quarterly disruptions.

(2) The Adoption Paradox

Why 85% of Your ChatGPT Enterprise Seats Go Unused

Most enterprise Al strategies fail at adoption, not deployment.

The pattern is consistent:
e Month 1I: Announce ChatGPT Enterprise. Usage spikes.
» Month 3: Usage drops to power users only
e Month 6: Plateau at 10-15% adoption
e Month 12: CTO questions ROI

The conventional diagnosis: "Change management problem. Need better training."

The real diagnosis: Architecture problem masquerading as people problem.
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The Cognitive Load Problem %&

ChatGPT Enterprise hands employees a blank text box and says: "This is Al. Transform your work."

For this to succeed, each employee must:
 Identify which tasks Al can improve
o Formulate effective prompts
« Evaluate output quality
e Integrate Al into existing workflows
 [terate when results disappoint

You're asking every employee to be a prompt engineer, workflow designer, and Al product manager
simultaneously.

Your executives and power users can do this. Your median employee cannot and will not.

So they will chat with a generic LLM for 1-off tasks like writing emails or doing research...not exactly the
transformative impact that you were sold.

The Economic Consequence

1,000 employee company:
e S60/user/month = S720K/year
e 15% adoption = 150 power users
o Effective cost per power user: S4,800/year
o Unutilized spend: S612K/year

You're running an 85% utilization loss in your most strategic technology investment.

What Actually Works

Adoption isn’t a training problem. It’s a product
design problem.

Enterprises achieving 60-80% adoption use Al
infrastructure that:
* Reduces cognitive load (pre-built workflows vs.
blank prompts)
» Easily integrates with existing tools (Slack,
Salesforce, data warehouses)
o Guides discovery (suggests relevant Al applications
by role)
+ Compounds through sharing (one employee’s agent
becomes their team’s template)

The transformation question isn't "How do we train
everyone on Al?" It's "How do we design Al
infrastructure that requires no training?"
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The Context lllusion i;

Why "Enterprise Knowledge" Isn't Enterprise Context

ChatGPT Enterprise’s pitch: "We'll ingest your company documents and give Al context about your business."
What this actually provides: Generic, company-level knowledge retrieval.

What you actually need: Context at every level. Company, department, and role-specific, project-aware,
workflow-embedded intelligence that is transparent and controllable. Not locked behind a black box.

The gap between these is where enterprise Al value dies.

The Integration Theater

OpenAl's answer to getting full business context: Custom APIs or Model Context Protocol (MCP).

What this means in practice: You need a development team to connect ChatGPT to most of your business
systems.

Translation: ChatGPT Enterprise outsources the hard part—integration—back to you, while charging
enterprise prices for a consumer chatbot.

You want Al that knows:
» Which Salesforce deals you're actively working
e Which customers you're supporting right now
» Which code you're shipping this sprint
o What's in your data warehouse, with proper access controls

Getting this context into ChatGPT requires:
o Custom MCP server development
» APl integration with each business system
« Authentication and permission mapping
e Error handling and retry logic
» Ongoing maintenance as APIs change

Months of engineering work. And all of it locks you deeper into OpenAlI’s architecture.
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Five Principles of Enterprise Al That Scales

1. Model Agnostic: Use the best model for each task

2. Integration-First: Connect to systems where work actually happens

3. Guidance Built-In: Show employees what's possible, don't make them guess
4. Collaborative by Default: Share what works, don’t reinvent wheels

S. Value-Based Pricing: Pay for usage and outcomes, not unused seats

Here are some critical questions to ask as you evaluate platforms:

-

"What happens to our Al operations when your primary model degrades in quality?"

9, ®

Red flag:
"We'll work with you to resolve quality issues"
or “We have a new model coming soon!”

Good answer:
"We can automatically route to alternative
models based on quality benchmarks.”

Implication: Single-model platforms create strategic exposure when model performance
degrades (as GPT-5 did). You're betting your Al strategy on one vendor’s R&D roadmap staying
aligned with your needs.

"Can Al take action in the systems where my employees work, with appropriate
permissions, without developer intervention?"

9, ®

Red flag:

"We support MCP/APIs so your developers
can build those connections" or "We have a
professional services team to help with
integration.”

Good answer:
"Yes, one-click OAuth with permission
inheritance from your IDP and systems for
Salesforce, Snowflake, Notion, Slack, etc.”

Implication: Integration-ready" often means "we provide APIs you can build against."
Developer-dependent integrations = months of implementation + vendor lock-in.
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“What does a new employee see on their first day using this platform?”

9, ®

Good answer: Red flag:
"Role-based workflow suggestions and "A blank text box and access to
pre-built templates specific to their documentation" or "We provide
job function.” comprehensive training programs.”

Implication: Blank-slate platforms rely on every employee being a change agent. Without
guidance, adoption plateaus at 10-15% (power users only). The gap between "training
completed" and "value delivered" is where ROI dies.

J
~
“When one employee builds a useful AI workflow, how does their team benefit?”
Good answer: Red flag:
"They can set individual or team permissions "They can copy/paste the prompt to share
and share it with one click; others can use or with others.”
remix it immediately.”
Implication: Without sharing mechanisms, every employee solves the same problems
independently. Value creation is linear (per-employee) instead of exponential (per-team).
"Collaboration" through documentation is friction that kills adoption.
J
~
"What’s our financial exposure if only 20% of employees actively use AI?"
Good answer: Red flag:
"You pay for actual usage, So low "You've committed to seats, but we'll help drive
adoption = low cost initially.” adoption" (you're subsidizing non-adoption)”
Implication: Seat-based pricing creates 80%+ waste when adoption is low. Your vendor’s
incentive is seat count, not your success (misaligned incentives). You can’t experiment freely—
every new user is a committed cost.
J
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(?) The Meta Question

"How many of these scenarios require custom development,
professional services, or multi-month implementation?"

If the answer is more than zero, you're buying infrastructure, not capability.
The difference isn’t features. It's who bears the implementation burden.

Anything less is asking you to build the infrastructure you thought you were buying.

What Makes elvex Different

"It’s not just another place to use AI—it’s the platform that
teaches your people how to use it with built-in intelligence."

I need to schedule updates

to salesforce data.

Using our Flows feature,

you can automate work
&T. on a schedule

You haven't tried it yet,
want me to show you how?

Yeah, let's doit.

Build me an agent that updates
my team on Al news eveary morning
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Legacy Approach + Modern Architecture

» Give access, hope for adoption = Guide employees toward value

e 10% power users, 90% unused seats = Transform everyone into capable users

o Shadow Al sprawl = Centralized, governed platform

» Vendor lock-in and strategic exposure = Model-agnostic infrastructure

» Months of MCP development — Pre-built integrations with one-click OAuth

» Re-ingest data for each vendor — Universal data layer works across models

o Individual discovery and reinvention — Organic sharing and collaborative growth

e Uncertain ROI and cost-per-seat waste — Clear analytics and usage-based economics

- o D\ . .
The Strategic Choice
I've noticed you make the
same correction multiple You’re not choosing an Al vendor. You’re
!l times. Want me to update choosing an Al architecture.

the agent so it gets it right

going forward? That architecture will either:

o Create strategic flexibility when models
change, or lock you into obsolete
choices

« Enable company-wide adoption, or
subsidize power users while median
employees opt out

e Provide real business context out-of-
the-box, or require months of custom
integration work

e Let you switch vendors in days, or trap
you with millions in re-engineering
costs

e Prove ROI through usage-based
economics, or hide waste in seat-based
contracts

3 salesforce Top Assitants

200

100

) ° Model Costs This Week

It looks like you're using Salesforce data for reporting.

Your team made a high-performing assistant that's
already set up, do you want to start a conversation
with that assistant?

Top Users Top Agents Top Workflows Top Data

Top Assistants Go to ass
& ;
. Salesforce updater . Ange“sa View Profile
Marketing brand voice writer E Mike —
i iew Profile
. Social content generator
Pipeling analyst & Johnathan view Profile
i
. BEO assistant Revenue
n Minjung View Profile
m Catherine view Profile
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We're not going to promise you'll love

elvex

We're going to show you.

www.elvex.com



