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Artificial intelligence – systems that can…

SENSE COMPREHEND ACT LEARN

Observe | Register Decide | Make | Do Adapt | ImproveDiscern | Detect | Infer

Kolbjørnsrud, Thomas and Amico (2017), Nilsson (1998)



Different types of AI, that can…

Predict Classify Create

Analytical AI Generative AI



Writing better and faster with Gen AI?

• Quality (scale: 1-7)

• 4,5 with Gen AI

• 3,8 without AI

• 59% increase in 

productivity

Diagram fra https://www.nngroup.com/articles/chatgpt-productivity/, 

basert på Noy & Zhang (2023)

https://www.nngroup.com/articles/chatgpt-productivity/


Use of language models in creative work

Facsimile from Chen & Chan (2024, s. 9107)



Example: LLM* as sparring partner on research methods

Nine pages of feedback – some were useful and triggered new ideas and moderate edits 

(and some were too generic or irrelevant)



Using LLM in medical diagnostics
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• Three treatment groups:

• Physicians with conventional 

resources

• Physicians with LLM

• LLM only

• Physicians within family, internal, 

and emergency medicine

74% 76%

92%

+16 pp

• Note: The physicians were not 

trained in prompting. We know that 

how we prompt can have a big 

impact on the outcome.

Goh et al (2024)



Gen AI boosting (some types of) knowledge work

Facsimile from Dell’Aqcua et al. (2023)



Helping and hurting performance, but when?

Facsimile from BCG (2023:6)



Poorer performers are helped and hurt the most

Facsimile from BCG (2023:8)



Training can exacerbate the problem

Facsimile from BCG (2023:9)



Good for the individual, bad for the organization?

Facsimile from BCG (2023:16)



Four key questions in Gen AI adoption



HUMAN
Previously, humans were 

the only intelligent and 

learning actors in 

organizations

MACHINE
Now, we have 

intelligent machines 

that can learn too



Human-machine synergies

In the old days, the decision 

process was often very black 

and white – and based on 

experience and gut feel. Now, when 

the machine comes up with different 

recommendations for two cases that 

look very similar at first glance, we 

start to scratch our heads and dig 

deeper. Ultimately, this leads us to 

making better decisions. 

”
Kolbjørnsrud & Wilson (unpublished work), quote from Accenture Research-interview 

with SVP Underwriting in a large American insurance company



Organizational intelligence

The ability of collectives of 

intelligent human and 

digital actors to acquire 

and apply knowledge to 

solve problems and adapt

Kolbjørnsrud (2024)

How can AI make your 

organization more 

intelligent?





The Substitution Principle

Replacing intelligent humans 

with intelligent machines does not 

make an organization more 

intelligent, rather more efficient

Kolbjørnsrud 



The Diversity Principle

Increasing the diversity of intelligent actors, such as hiring 

people with different knowledge, skills, and mindsets as well as 

deploying different forms of artificial intelligence, 

improves an organization’s ability to 

solve complex problems 

and adapt.

Kolbjørnsrud 



The Collaboration Principle

Organizational intelligence 

requires collaborative skills from 

both human and digital actors

Kolbjørnsrud (2024) 



New dynamics in cross-functional teams

Supports cross-

functional 

collaboration

Increases the need for 

cross-functional 

collaboration, i.e., 

makes it more 

challenging



Scientists and technologists have different… 

CULTURE CADENCE

COMMUNI-

CATION

Kolbjørnsrud, Karaca-Griffin & Wilson (2025), unpublished conference manuscript



Integrating AI and other types of expertise

“There will continue to be a scarcity of science and tech talent, but 

even more importantly talent that sits at that intersection. Such 

“incubation” talent will end up being the difference maker in 

allowing organizations to lead the charge into the biggest 

opportunity spaces of the future.”

Chief Product Officer, Research and Incubations, 

big global tech company

Kolbjørnsrud, Karaca-Griffin & Wilson (2025), unpublished conference manuscript



The Explanation Principle

Intelligent organizations provide purpose, 

seek explanations, and take responsibility

Kolbjørnsrud (2024)



Algorithmic opacity

Burrell (2016); Kolbjørnsrud, Hukal, Kvålshaugen & Johannessen (unpublished 

manuscript)

“Competency without 

comprehension” 

(Dennett, 2017)

ML algorithms: 

Perfectly explicit, 

imperfectly explainable



When important decisions can’t be explained

Facsimile from The Guardian (23.10.2023)



To trust technology, we must understand it



Advice #1
Don’t make people
do machine work



Advice #2
Develop bilingual
managers and 
coworkers

1101001

Hi



Advice #3
Build
tech
skills



Advice #4
Encourage
critical
thinking



Advice #5
Try – and take 
responsibility!



“Any fool can know. 
The point is to understand.” 



Reading more in new article

Open Access URL: 

https://journals.sagepub.com/doi/full/10.1177/00081256231211020 

https://journals.sagepub.com/doi/full/10.1177/00081256231211020
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