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In recent years, artificial intelligence (AI) has moved from
buzzword to rapid adoption across the globe. Nearly half of
the respondents in a 2018 McKinsey survey of global firms
said their organizations have embedded at least one appli-
cation of AI into their standard business processes, while
another 30% report piloting the use of AI (Selected biblio-
graphy 1). The advancing capabilities of AI are driving busi-
ness transformation at multiple levels, from tasks and
occupations to operational processes and business models.
Leveraging AI has become a necessity for organizations
hoping to elevate their performance and create a competi-
tive advantage. The rapid rollout of AI applications is creat-
ing new stress for employees and how they respond —
whether employees lead or flee — will influence the success
of AI implementation projects. Before discussing the differ-
ent AI profiles and how these translate into actions, we
present a brief introduction to the technology.

INTRODUCTION TO ARTIFICIAL INTELLIGENCE

Many definitions exist for AI, but broadly speaking, AI
involves the use of digital technology to perform tasks that
have typically required human intelligence. AI is not a single
technology, but an array of software and programs that can
be embedded within a vast number of applications. Applica-
tions of AI are classified based on how the machine’s cogni-
tive capabilities compare to human intelligence. The
applications of AI in use today represent artificial narrow
intelligence (ANI). With ANI, the system is able to perform a
specific task autonomously using human-like capabilities,
like machine learning (ML). ML is a system that is able to
learn how to perform given tasks without being given specific
directions. These systems are trained with large data sets
from which they identify previously unobserved patterns in
order to make optimal decisions within a given set of con-
straints. Common applications of ML include digital service
https://doi.org/10.1016/j.orgdyn.2020.100786
0090-2616/© 2020 Elsevier Inc. All rights reserved.
agents, chatbots with speech and language recognition cap-
abilities, self-driving cars with embedded visual recognition,
routines for identifying fake news or inappropriate social
media content, and recommender systems in online shop-
ping or service platforms.

Two further types of AI are proposed beyond ANI: artificial
general intelligence (AGI) and artificial superintelligence
(ASI). Although real-world examples are rare, AGI and ASI
are portrayed in films where machines are given extraordi-
narily human cognitive and emotional capabilities. AGI is the
ability of a machine to learn, perceive, understand, and
function completely like a human. Machines having AGI have
multi-functional capabilities allowing them to adapt to dif-
ferent situations and perform a range of tasks for which they
have not been trained. With AGI, machine intelligence is on
par with the adaptable intellect of humans. On the cognitive
capability continuum, ASI takes a step further than AGI
because, at the level of superintelligence, machines will
be exceedingly better than their human counterparts at
almost everything. Machines with ASI will be equipped with
immensely greater memory along with faster data proces-
sing, analysis, and decision-making capabilities, giving them
almost unlimited capabilities. While the arrival of AGI and
ASI is not imminent, Stuart Russell, a renowned AI researcher
at the University of California, Berkeley, draws an analogy
between AI with nuclear technologies and emphasizes the
need to consider risks ahead of the realization of advanced AI
(Selected bibliography 2). He is not alone as many others
share similar concerns.

CONCERNS REGARDING ARTIFICIAL
INTELLIGENCE

“If AI has a goal and humanity just happens to be in the way,
it will destroy humanity as a matter of course without even

http://crossmark.crossref.org/dialog/?doi=10.1016/j.orgdyn.2020.100786&domain=pdf
https://doi.org/10.1016/j.orgdyn.2020.100786
http://www.sciencedirect.com/science/journal/00902616
www.elsevier.com/locate/orgdyn
https://doi.org/10.1016/j.orgdyn.2020.100786


2 Y.-Q. Zhu et al.
thinking about it . . . ” Elon Musk, as quoted in “Do you trust
this computer” by Chris Paine.

Stuart Russell and Elon Musk are just two of many thought
leaders who have raised alarms regarding the impact of AI.
Fortunately, the world of AI described above remains
hypothetical as ASI is still decades away. Still, the potential
for ASI brought to life with fantastical portrayals in the
movies can cause people to worry about the future of
humanity.

In the present, applications of AI, even though narrow,
create real and immediate concerns for organizations
and individuals. The omnipresence of AI has raised anxi-
eties around data security, ethics, and privacy, as the
technology challenges traditional concepts of consent
and defined use. Further, ML-enabled automation and
other applications of AI will inevitably replace human
workers in many jobs. Research by the University of
Oxford and World Bank suggests, at the high-end, 40—
60% of the workforce is susceptible to unemployment
caused by technology (selected bibliography 3). Even
professionals who are less likely to be replaced by AI,
such as healthcare workers, sales representatives, and
software developers, will be required to partner and co-
work with intelligent technologies. As a result, work
dynamics within organizations will inevitably change.
Many employees will experience feelings of loss of power
and control and the implementation of algorithmic man-
agement could erode trust in employer-employee rela-
tions. To harness the positive potential of AI, getting
employees ‘on board’ will be essential. Like prior imple-
mentations of enterprise systems, AI will naturally
encounter employee resistance, but three conditions
suggest the situation may be more challenging this time
around.

More questions than answers

Although many large organizations have started to experi-
ment with AI, a majority of businesses are still in the pre-
adoption phase. This phase is crucial as it sets the stage for
future implementation efforts. Strong negative attitudes
formed by employees or other stakeholders (e.g., custo-
mers) during this period subsequently become more difficult
to change. Unfortunately for many organizations, there are
more questions than answers when it comes to AI. Employees
— from top management to front-line personnel — still have
limited direct working experience with AI, so their impres-
sions of AI come largely from what they read or hear through
professional magazines, mass media, movies, and personal
social networks. These sources of information, particularly
the latter, may also be sources of misinformation. Further-
more, many important considerations, such as regulatory
frameworks and appropriate use (e.g., self-driving cars),
have yet to be resolved which create additional uncertainty
for organizations and employees.

AI triggers rational and strong emotional
attitudes

Employees’ reactions to AI, whether they choose to whole-
heartedly accept or resist the technology, are driven by
attitudes. As we explain in the next section, attitudes
comprise both rational evaluations and emotional responses.
With AI, emotional responses may be emphasized because
the deep learning and human-like characteristics embedded
in AI (e.g., avatars, personal assistants, robots) threaten to
upset human-human and human-machine relationships. The
advancing capabilities and ubiquity of AI also raise funda-
mental questions about the future of society that do not
arise from other enterprise technologies. People, therefore,
develop attitudes toward AI not just as employees, but also
as members of society.

Employees will not be passive adopters of AI

Within organizations, the use of some AI applications
(e.g., personal assistants) may be voluntary, but many
others (e.g., automation) will be required as part of the
employment contract or business processes. Still, man-
agers cannot expect today’s employees to accept passively
the consequences that befall them. Empowered by the
Internet and social media, employees have reclaimed
their personal agency. Employees have greater job mobi-
lity and those who are not satisfied with their organiza-
tion’s approach to AI can seek opportunities elsewhere.
This creates a crucial challenge for organizations because
the availability of skilled people to implement AI effec-
tively is a key factor in project success. Moreover, reco-
vering lost organizational knowledge is nearly impossible
and recruiting skilled workers from outside the organiza-
tion is expensive. For these reasons, managers must be
able to decipher their employees’ attitudes toward AI,
understand how those attitudes are likely to influence
behaviors, and then put in place appropriate measures
to retain and motivate employees to ensure the effective
implementation of enterprise AI.

COGNITIVE APPRAISAL THEORY FOR COPING
WITH STRESS

According to the popular Cognitive Appraisal Theory, when
faced with a stressful situation, people’s thoughts, feelings,
and behavioral responses are influenced by their cognitive
appraisals of such situations (Selected bibliography 4).
Thus, even before having direct workplace experience with
AI, employees are forming attitudes that will influence how
they react to AI projects. As illustrated in Fig. 1, employees
receive information about AI from a variety of different
sources: traditional and social media, business press and
trade magazines, messaging from their employers, cow-
orkers, friends and family, and personal experience with
AI. Based on this information, employees evaluate the
capabilities and potential consequences of AI, resulting
in attitudes.

Attitudes have both a rational (what I think) and an
emotional part (what I feel). Rationally, employees consider
the potential cost-benefit trade-off of AI investments for
their organization, such as whether AI will provide increased
efficiency and profitability. At an emotional level, employees
experience different feelings related to AI. Anxiety and
stress come along with perceived threats and challenges,
whereas interest and excitement emerge with perceived



Fig. 1 Forming Attitudes and Behaviors Toward AI
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opportunities. Employees may possess mixed attitudes
toward transformative technologies like AI: they see the
business benefits of AI, but at the same time feel worried
about the potential negative consequences on their work and
society.

The cognitive and emotional attitudes formed during the
initial appraisal of a situation influence a person’s subse-
quent behaviors. This occurs through a secondary appraisal
process through which a person considers whether she/he
possesses the necessary abilities and resources to cope. The
availability of resources leads to either problem-focused
coping or emotion-focused coping responses. Employees
who have many resources (e.g., personal knowledge, social
supports, or other tools) usually feel less threatened and, as
a result, will engage more fully in AI implementations.
Alternatively, employees who lack resources or feel a loss
of control because of the introduction of AI might adopt
defensive, emotional strategies, such as resistance or with-
drawal (Selected bibliography 5).

EMPLOYEES’ ATTITUDES TOWARD AI: FOUR
PROFILES

Employee attitudes toward AI can vary along two dimen-
sions, rational attitudes and emotional attitudes, from less
Table 1 About the Research

Data collection We engaged a reputable market researc
questions related to the employees’ per
intentions. Most questions were answe
applied to develop the profiles.

Survey participants Of the 363 participants, 55% were wome
49, and 16% were 20 to 29. The particip
manufacturing (27%), information techn
of participants (81%) were in non-mana
intensive.

Interview participants The first author recruited interview pa
were from organizations in the pre and e
men, six worked in the finance sector, fi

less knowledge intensive. Questions on
to more positive. The rational dimension of attitudes arises
from a logical evaluation of AI, its capabilities, and poten-
tial. When employees believe that AI possesses capabilities
to support their jobs, by improving productivity or reducing
routine activities, positive rational attitudes are formed. On
the contrary, when employees think AI will diminish their job
performance or interrupt work routines, their rational atti-
tudes will be less positive. This may occur, for instance,
when ML algorithms operate within a “black box”, such that
employees are unable to verify the logical reasoning, leading
to distrust of the resulting decisions or recommendations
(Selected bibliography 6).

In contrast to rational attitudes, emotions are not the
result of a deliberative process. Emotions are complex psy-
chological states that emerge naturally in response to dif-
ferent stimuli. Emotions can range from positive feelings of
happiness, love, and surprise, to negative emotions of anger,
fear, and sadness. Positive emotions related to AI may arise
from optimism about the future of the technology, eagerness
to explore its capabilities and transformative potential, and
amazement at its rapid advancement. On the other hand,
negative emotions arise when people see potential future
loses or feel threatened. Fear is a frequently expressed
negative emotion when talking about AI because people
are nervous and uneasy about how the future of AI will
unfold. Still, others may feel sympathy for other people
h firm in Taiwan to administer the survey. The survey contained
ceptions of AI, rational and emotional attitudes, and behavioral
red based on a five-point scale. Statistical techniques were

n. Half (50%) were between 30 to 39 years old, 26% were 40 to
ants worked in a variety of industries, including services (31%),
ology (11%), government (10%), and finance (4%). The majority
gement positions and 59% did work that was more knowledge

rticipants through a major Taiwanese university. Interviewees
arly adoption phases of AI. Five of the eight interviewees were
ve were in management positions, and six held jobs that were

 the interviews covered themes similar to the survey.



Fig. 2 Profiles of Employees’ Attitudes Toward AI
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displaced by AI or anger and bitterness with respect
to their employers’ decisions to use AI for monitoring their
performance.

To investigate employees’ attitudes and responses to AI,
we conducted a survey of 363 employees whose organiza-
tions were likely to implement AI in the future. To comple-
ment the survey with qualitative richness, we also
interviewed eight employees dealing with the arrival of AI
in their workplaces (details regarding the research are pro-
vided in Table 1). From the data collected and using the
rational and emotional dimensions as anchors, we identified
four profiles of employees’ attitudes toward AI as illustrated
in Fig. 2. The diversity of the survey participants means the
findings are likely to apply across industry sectors in highly
industrialized countries.

AI Reticents are people who, on a rational level, see AI
as a valuable, beneficial, or wise investment for their
organization, but who hold less positive (and sometimes
negative) feelings toward the technology. In our sample,
this was the smallest group of employees, making up
about 8%. When discussing the potential implementation
of AI, Reticients acknowledge the potential commercial
benefits of the technology, but are reluctant to embrace
it because of feelings of fear, a bad “gut feeling”, or
other unease.
Table 2 Details of Employee Profiles

Profile Characteristics
Technology
optimism

Perceived cognitive
capabilities of AI

Perceiv
capabil

AI Reticent Average High High 

AI Intrepid High High High 

AI Skeptic Average Low Average
AI Dissenter Low Average Low 
AI Intrepids eagerly welcome AI with both their minds and
their hearts. About 36% of the employees we surveyed could
be considered AI Intrepids. They recognize the value and
potential benefits of AI and, emotionally, feel optimistic,
excited, or energized by this new technology. Intrepids are
most likely to lead the charge in implementing AI because
they are “all in” with the technology.

The AI Skeptics share the Intrepids’ emotional positivity
about AI, but fail to see the practical value of the technology
for their organization. Skeptics make up about 10% of the
employee population based on our survey. This less positive
rational evaluation may be driven by the strategic or opera-
tional environment of the organization. For instance, a
Skeptic might evaluate that the costs of implementing AI
are too high as compared to the operational savings, or that
AI applications would not add significant competitive advan-
tage. Skeptics are likely to express interest and optimism
about AI, but still argue against its implementation until the
commercial payoffs are more evident.

AI Dissenters are people whose attitudes — both rational
and emotional — are least positive toward AI. AI Dissenters
made up 46% of employees in our sample. Dissenters eval-
uate AI as having little or no meaningful business value and
have stronger negative emotional reactions to the technol-
ogy. Some Dissenters may take an active role in voicing
ed operational
ities of AI

Anticipated adverse
outcomes of AI

Knowledge
intensity of work

High Low
Average High

 Average Average
Average Average
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concerns and opposing AI, while others may be more discreet
and passively resist efforts to leverage AI within their work
environment.

Differences between the four employee profiles

While differences between rational and emotional attitudes
define the four profiles, five characteristics help to explain
which employees will fall into each category. Perhaps sur-
prisingly, the employee’s age, gender, position (managerial
vs. non-managerial) do not significantly vary across the four
profiles. Instead, there are differences in the employees’
technology optimism, perceptions of cognitive and opera-
tional capabilities of AI, anticipated adverse outcomes of AI,
and knowledge intensity of the employees’ work, as sum-
marized in Table 2.

Occupying the top half of Fig. 2, AI Reticients and AI
Intrepids have more positive rational attitudes toward AI.
Employees in these groups believe AI has high operational
and cognitive capabilities. These employees agree AI is
reliable and able to meet a variety of needs and integrate
data from different areas of the business (operational cap-
abilities). Reticients and Intrepids also agree AI applications
can process human language effectively, handle contextual
ambiguity, and follow a clear logic to arrive at conclusions
(cognitive capabilities). At an individual level, Reticients
and Intrepids have average to high technology optimism,
indicating they perceive new technologies to be useful and
easy to use. Thus, personal technology optimism combined
with positive perceptions of AI capabilities leads to the
development of positive rational attitudes.

Although Reticients and Intrepids share positive rational
attitudes, they diverge in their emotional attitudes toward
AI. Two factors contribute to this difference: their expecta-
tion for adverse outcomes from AI and the knowledge inten-
sity of their work. As Table 2 shows, AI Reticents have the
highest concerns about negative AI outcomes across all four
groups. This means they are worried about changes in their
job content and their ability to use new AI applications.
Reticents also have substantial concerns regarding the detri-
Fig. 3 Employee Re
mental effects of AI on human relationships and humanity.
These concerns tend to evoke more emotional responses,
particularly negative ones of fear and anxiety. For Reti-
cients, negative emotions are amplified because their work
is labor-intense, making them good targets to be replaced as
AI automation rolls out across the organization. AI Intrepids,
on the other hand, are not overly concerned about the
negative consequences of AI. As they tend to occupy knowl-
edge-intensive jobs, Intrepids feel excited and motivated by
AI, rather than threatened by it, because they see new
avenues for extending and enhancing their work by lever-
aging ML and other AI applications.

In the bottom half of Table 2, AI Skeptics and AI Dissenters
hold less positive rational attitudes toward AI, suggesting
they have a harder time seeing the concrete benefits AI will
bring to their organization. Skeptics and Dissenters perceive
the capabilities of AI as being low to average, are not bullish
on technology in general, have average concerns regarding
the adverse impacts of AI, and occupy positions requiring
some knowledge work.

On an emotional level, AI Skeptics are more positive than
AI Dissenters. Skeptics are not technology pessimists and do
not feel their jobs are specifically threatened. But, they also
do not believe that AI has reached a high level of cognitive
capability yet. Their positive emotions most likely reflect
feelings of anticipation as AI capabilities continue to evolve.
In contrast, AI Dissenters are the most pessimistic about
technology. Naturally, they view new technologies with
caution and disagree that new technologies are easy to
use and give people more control over their lives. When
technology pessimism is coupled with low evaluative judge-
ments of AI’s capabilities, Dissenters have feelings of appre-
hension, annoyance, despair, and apathy, reflecting a less
positive emotional attitude toward AI.

HOW EMPLOYEE ATTITUDES INFLUENCE
BEHAVIORS

When coping with a stressful situation, people can behave in
many different ways depending on their cognitive appraisal
sponses by Profile
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of the situation. Our research investigated two opposing
behavioral responses employees might have to AI: using AI
applications and leaving the organization. Fig. 3 plots the
average responses for the four profiles, based on a 5-point
scale with 1 being very unlikely and 5 being very likely.

This graph shows that Dissenters are most undecided in
terms of how they will respond to AI. Both their intentions to
use AI and intentions to leave are close to neutral, meaning
they remain on the fence, unsure of whether to engage or
withdraw from the stress-causing situation. On the other
hand, Intrepids’ behavioral response is more certain, as they
are most likely to use AI and least likely to leave their
companies. Using insights from our interviews, we now
elaborate on how each group of employees is coping with
the introduction of AI.

AI Dissenters struggle to adapt

At 46%, the Dissenters represent the biggest category of
employees in our sample, highlighting a potential impedi-
ment to successful AI adoption. At a rational level, a key
concern for Dissenters relates to the potential for job losses.
Managers in this group do not believe the efficiencies gained
by AI, such as achieved through automation and replacement
of workers, will be enough to offset the trouble, risks, and
negative impacts on employee morale that come from job
reductions. There is also concern regarding the effect of AI
on the headcounts in their departments. As an IT Director of
a major bank observed:

“In the beginning, there is a resistance phase from top
managers. They are afraid that AI implementation will
impact their frontline employees, and therefore, their
headcounts.”

As departmental budgets and performance are often tied
to staffing levels, managers are concerned their capacity to
achieve desired objectives might be reduced with the intro-
duction of AI.

Dissenters also express concerns triggering negative emo-
tional attitudes. Certainly, the fear of job loss is present, but
there is also more nuanced unease regarding perceptions of
justice and privilege in terms of whose job is spared and
whose job is saved. Even without the threat of layoffs,
Dissenters are worried about how current jobs are trans-
formed with AI. An administrative manager from a large
telecom company with a non-layoff policy offered an analogy
to illustrate the challenge:

“Like math, you can probably get a pass through hard
work, but to get to an A you need some gift. Most people
are not gifted. There are only a limited number of people
at the top percentile. When the technology impacts the
majority of people at the [middle of the] curve, then
there is going to be very strong resistance. What are they
going to do?”

The manager does not question the value of AI from
the business perspective, but expresses feelings of insuf-
ficiency associated with the lack of intellectual capacity
to keep up with machines, creating personal stress and
negative attitudes toward AI. Not all positions will
require “top percentile” intelligence, but people will
still find it hard to adapt, leading to a range of different
outcomes, which may include leaving the organization. A
bank clerk to whom we spoke reported that she, like
many others, was encouraged to retrain as a financial
advisor because operational staff were no longer in
demand. She observed the following reactions within
her organization:

“You’ve been inculcated about the transformation,
[ . . . ] so if you really can’t do it, if you can’t meet the
goals they set, you have mounting pressure and you’ll natu-
rally leave in industry. Some of them [senior staff] retire, or
go back to help their family, or find other jobs. Some young
clerks are not taking this well either. [They think] ‘I just want
to be a bank clerk, why do you force me to do this?’ So they
would change industry, apply for government jobs, or apply
for state-owned banks.”

AI Intrepids eager to engage with AI

Diametrically opposed to Dissenters, Intrepids make up
the second largest group, representing 36% of employees
surveyed. From a rational perspective, Intrepids
embrace technology as a means to create professional
and business value. Reducing the drudgery of routine
work and compensating for understaffing are two of
the main benefits. For instance, the project manager
who works in a governmental Intellectual Property (IP)
Rights agency explained that her group receives many
cases every year, with each one taking a lot of time to
manage. AI is viewed as a solution to replace a small
portion of current work, yet she felt the implementation
of AI was still valuable because:

“[AI] helps to ease the bottleneck during the application.
The teams that are currently in charge of sorting cases have
other administrative tasks as well, and we currently have
hiring freezes. [If this does free up labor], then the team may
transit to be patent auditors. We always have more work
than people.”

By using AI, her team would be able to process applica-
tions or take on other administrative tasks to improve the
timeliness and quality of their work.

Intrepids’ emotional attitudes toward AI are also positive.
Anticipation and optimism were two frequently mentioned
feelings. For instance, the administrative manager contin-
ued her observations:

“Young people are actually looking forward to RPA (Robot
Process Automation) as they don’t really want to do the
repetitive, dull work that they have to do on a daily basis
now.”

This quote demonstrates feelings of eagerness to be
released from the drudgery of certain tasks. Employees
may also hope that such freedom will allow them time for
more interesting, creative, and thoughtful work. Our
research suggests Intrepids embrace AI because they are
optimistic about how AI and humans can work together. A
junior bank clerk who had just graduated from college,
expressed his reasons for optimism in this way:

“I saw in the news that there is this ‘bankerless bank’,
where everything is automated, but I think there are still
many businesses that need human intervention, when the
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process is complex, or where there is an anomaly. . . . So
I think human and machines help each other. Machines
help human save time, and humans solve problems
machines can’t. And that’s good. I’m pretty optimistic.”

His optimism stemmed from a belief that human and AI
complement each other. With AI taking away the mundane
part of the job, humans can specialize in value-adding
activities and provide a human touch:

“I think AI is powerful, but I feel human beings are smarter
than AI. I think automation saves a lot of labor, but
machines cannot chat and develop a relationship with
clients. Clerks are important because there is warmth.”

While optimistic, Intrepids do not hold unrealistic expec-
tations about AI. Objectively, they assess the technology’s
strengths and limitations relative to the humans interacting
with the AI system. For instance, the junior bank clerk
expressed a willingness not only to use the AI, but also to
train it. He was eager to understand how AI treats data and
makes decisions so that he could incorporate that knowledge
into his own evaluations. This type of human-machine col-
laboration will be essential for fine-tuning AI algorithms to
achieve better performance.

Resistance is futile for AI Reticents

AI Reticents, who represent about 8% of our sample, are
pragmatic and rational about the benefits of AI. They see
AI as highly developed in terms of both operational and
cognitive capabilities, but remain worried about our
future with AI. The bank IT Director we spoke to explained
it this way:

“In a lot of industries now, AI is fully capable of dealing
with basic, simple tasks, such as first-round interviews,
insurance claims etc. In the short-run, 3 to 5 years, AI still
can’t replace the majority of jobs, unless it is high
repetitive and involves minimum knowledge . . . But in
the long run, 10-20 years from now, I think everyone
should be worried about the potential impact of AI on
our life.”

Although the Director acknowledges the business benefits
of using AI for the automation of routine tasks, he expresses
fears people may have regarding the future impact of the
technology.

In terms of behavioral responses, Reticents are less
inclined to engage in using AI as compared to the Intre-
pids, but they are also less likely to look for a job else-
where, as compared to Dissenters. Some employees in
this category seem resigned to the fact that they will
have to adjust and learn to use AI, as the IT Director
continued:

“As an employee, you have to learn AI skills despite your
dislike for it to have a chance, unless you retire. This is the
trend, and our likes or dislikes are irrelevant. Personal
resistance is futile.”

Other participants, including bank staff echoed the same
conclusion, saying “there is no use resisting it [AI
transformation]. You just have to adapt to it.” As a result,
he was planning to leverage internal openings to make a
career transition to IT project manager.
AI Skeptics want AI capabilities to improve

Skeptics represent about 10% of the sample and have con-
flicting rational and emotional attitudes. Skeptics remain
relatively committed to their organizations, having lower
turnover intentions and higher intentions to use AI than
Dissenters and Reticents.

Like the Intrepids, Skeptics are optimistic about the
future of work and see the advancement of AI as a gen-
erally positive for human beings. For instance, an IT
manager at a mid-sized bank, affirmed that “AI is a good
thing” as it has a wide range of possible applications in the
banking industry that could save considerable cost and
manpower and enable people to “focus on the more
challenging parts of work.”

Even though they are favorable toward AI at an emotional
level, Skeptics evaluate AI’s current capabilities less favor-
ably than other employees and do not consider the technol-
ogy mature enough to fully deliver expected results. The
shortcomings of AI were a particular focus for a bank IT
manager, as he admitted that he thought it would be difficult
for AI to “completely replace a job, even it is simple right
now.” He explained why he felt AI was not a good solution in
some of the areas in his bank in this way:

“The bank does not plan to introduce AI trading as we are
afraid that based on basically the same set of available
historical data, AI algorithms will make very similar pre-
dictions, which would reinforce the market trend and a
more volatile market, leading to unpredictable and un-
expected cases like the 2010 flash crash.”

Skeptics also hold low perceptions of the cognitive cap-
abilities of AI. This assessment comes through, as the IT
manager continued to explain:

“with humans, this could be avoided as human beings
think so diversely. When AI makes mistakes, nobody
understands why, and there is not even time to safeguard
it from making mistakes.”

As noted above, the applications of AI in use today are
‘narrow’ AI and are still evolving quickly. As the capabilities
in cognitive and operational capabilities grow, Skeptics are
likely to see increasing value of AI for their organizations.

STRATEGIES FOR EFFECTIVELY MANAGING
ORGANIZATIONS THROUGH AI ADOPTION

Strategy 1. know your people

Identifying the Intrepids, Reticents, Skeptics and Dissenters
within an organization will allow managers to take necessary
actions to mobilize, convert, and retain valuable human
resources. Getting to know employees’ attitudes toward
AI requires careful listening. Managers can gauge their
employees’ profiles by inviting them to participate in infor-
mal, non-evaluative group discussions in which they ask open
questions, such as what do you think are the pros and cons of
AI, what makes you excited and worried about the growth of
AI, and how do you imagine the future with AI. The responses
to these questions could reveal employees’ rational and
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emotional attitudes toward AI, allowing managers to make
an educated guess as to which employees are likely to be
part of each profile, cognizant as well that employees’
attitudes may change over time. Armed with this knowledge,
managers can then implement different strategies according
to the recommendations below.

Leverage the Intrepids: The introduction of AI is an
organizational change event. Identifying and supporting
champions, the individuals who actively and enthusiasti-
cally promote the technology, are important to the success
of any innovation (Selected bibliography 7). Therefore,
leaders should involve Intrepids as champions for the
planned AI implementation at different stages to persuade,
lead, showcase, and promote the change. Besides fulfilling
the role of champions to enhance awareness and under-
standing of AI, Intrepids can provide social support for other
employees affected by AI, building a trusting environment
and easing emotional responses, particularly for Dissenters
and Reticents.

Look after the Dissenters: Organizations should take care
to ensure that the Dissenters’ concerns are addressed.
Despite their relatively negative attitudes toward AI, Dis-
senters are still likely to engage in using AI to some extent, if
they decide to stay within the organization. Changes are
daunting and sometimes people become so afraid that they
would rather escape by leaving the company than facing it
(Selected bibliography 8). Organizations must communicate
clearly regarding the redeployment of human capital. Orga-
nizations need to stress that AI implementation does not
equate directly with job cuts and that other opportunities
for interesting work will be created within the organization.
Otherwise, employees’ fears will increase, and they will look
for opportunities elsewhere. Organizations must also pro-
vide proper training to employees as they transition to new
roles.

Listen to the Skeptics: Skeptics hold negative views about
AI’s capabilities, and some of them are right! AI is not
omnipotent, and there are currently many limitations of
AI, as well as technical challenges to implementing it.
Skeptics may see hidden costs or risks that are not evident
to others. Thus, managers must be committed to under-
standing why Skeptics hold lower perceptions of the opera-
tional and cognitive capabilities of AI, take them seriously,
and search out solutions for overcoming weaknesses with the
technology.

Convert the Reticents: If possible, organizations should
try to convert Reticients into Intrepids. At a rational level,
Reticients see the benefits of AI for the organization. Their
reluctance is based on discomfort about the anticipated
adverse outcomes associated AI. Organizations are advised
to position AI as complementary, rather than as a replace-
ment for workers. This means ensuring AI applications sup-
plements human intelligence and allow people to
concentrate on value-adding activities. In so doing, anxiety
and apathy could be transformed into anticipation and
engagement.

Strategy 2. pay attention to the emotional side

How do we look after the Dissenters and convert the Reti-
cents? The key lies in tending to the emotional side of
employee attitudes. Organizational leaders must pay atten-
tion not only to what employees think about AI, but also how
they feel about AI. Our research demonstrates that employ-
ees at all levels in organizations are concerned to some
extent about the future of AI. Employees’ concerns can be
categorized into two types: worries about changes at work,
such as job security and work content; and worries about AI’s
impact on humanity, such as devaluing human intelligence
and relationships. Leaders need to address both concerns.

To ease these concerns, first and foremost, organizations
need to always value people and human dignity, which
includes positioning AI as complementary to human activities
and knowledge. Tactical measures should include addressing
their employees with clear communication about the orga-
nization’s approach, especially when the primary goal of
introducing AI is to enhance business value and performance,
not to reduce human labor. Meanwhile, organizations should
also try to create value-adding jobs for their employees in all
job functions and provide support in the form of training to
employees who transition to new positions.

Strategy 3. build AI applications that deliver

Whether the AI implementation is well received or actively
resisted by employees hinges on organizational efforts to
develop favorable perceptions through planning and com-
municating key aspects of the system. What do users expect
from AI systems? We provide the following insights from our
research.

The usual stuff still matters: The usual performance
metrics for enterprise systems still matter in the case of
AI. Users expect AI applications to be flexible, reliable,
and able to integrate different sources of data. AI appli-
cations must perform better and facilitate the work of
employees, rather than creating additional challenges or
inefficiencies. Both top managers and employees might
get caught up in the hype of AI and feel pressure from
vendors to implement AI solutions, but it is essential that
AI solutions address real problems. IT best practices in
terms of capturing user needs, fostering collaboration
between developers and users, and embracing experimen-
tation are highly recommended to show value of the
solution and engage with employees who will be required
to use the AI application. Early project failures where AI
fails to deliver on basic expectations are likely to set back
the organization’s progress.

The distinctiveness of AI also matters: AI is not just
another functional application or enterprise system. AI
offers capabilities that we are just beginning to imagine:
autonomous vehicles, employee-less bank branches and
stores, robotic surgeries, and the list goes on. However,
the cognitive capabilities of AI are still imperfect and
untested. AI technology faces unique challenges, such as
the ability to understand contexts, process natural language,
and conduct reasoning (Selected bibliography 9). Because of
these capabilities, people will respond differently to AI and
expect more from it. Further technological development is
needed, but that is not enough. Organizational governance
structures must also be reviewed and adjusted, societal
norms will need to change, and new regulations and laws
will be enacted. The inability to overcome the distinctive
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challenges of AI could render AI applications ineffective, or
worse. Thus, organizations should implement responsible
innovation principles (Selected bibliography 10) within their
AI projects to ensure all stakeholder concerns — economic,
social and environmental — are taken into account.

CONCLUSION

AI has the potential to propel business forward, but does not
come without risks. Although the quality and performance of
a system is the usual focus, leaders should also pay particular
attention to employees’ perceptions of AI, concerns regard-
ing the technology, and attitudes, as these factors influence
whether employees will fully engage in the AI journey or
leave the organization and take critical knowledge and skills
with them. Following the three proposed strategies will help
organizations navigate this exciting, but challenging passage
to the era of AI.
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