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Abstract 

Artificial intelligence has become commercialized and has created a huge 

demand on the market.  However, few people know what the technology means 

and even scientist struggle to find a universal definition. The technology is 

complex and versatile with elements making it controversial. The concept of 

artificial intelligence has been studied in the technical field and several 

publications has made efforts to predict the impact that the technology will have 

on our societies in the future. Even if the technology has created a great demand 

on the market, empirical findings of how this technology is affecting 

organizations is lacking. There is thus no current research to help organizations 

adapt to this new technology. 

The purpose of this study is to start cover that research gap with empirical data 

to help organizations understand how they are affected by this paradigm shift 

in technology. The study is conducted as a single case study at a public 

organization with middle technological skills. Data has been collected through 

interviews, observations and reviewing of governing documents. Seventeen 

interviews were held with employees with different work roles in the 

administration. The data was then analyzed from a combined framework 

including technology, organizational adaptation and social sustainability. 

The study found that the organization is reactive in its adaptation process and 

lacking an understanding of the technology. The findings show that the concept 

of artificial intelligence is hard to understand but applicable and tangible 

examples facilitates the process. A better information flow would help the 

investigated organization to become more proactive in its adaptation and better 

utilize its personnel. The findings also show that there are ethical issues about 

the technology that the organization needs to process before beginning an 

implementation. The researcher also argues the importance of a joint framework 

when analyzing the organizational impact of artificial intelligence due to its 

complexity.  

Keywords 

Artificial intelligence, organizational adaptation, proactive adaptation, reactive adaptation, 

sustainability of artificial intelligence.  
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Sammanfattning 

Artificiell intelligens har blivit kommersialiserad och har skapat en stor 

efterfrågan på marknaden. Trots detta är det få som vet vad teknologin innebär 

och till och med forskare kämpar med att hitta en universell definition.  

Teknologin är komplex och mångfacetterad och delar av tekniken gör den 

kontroversiell. Artificiell intelligens som koncept har blivit studerat utifrån ett 

tekniskt perspektiv och flera publikationer har gjort ett försökt att förutspå hur 

teknologin kommer att påverka samhällen i framtiden. Även fast efterfrågan är 

stor, saknas det empiriska data för hur tekniken påverkar organisationer. Det 

finns därför ingen nuvarande forskning till hjälp för organisationer som måste 

anpassa sig till teknologin.  

Syftet med denna studie är att börja täcka detta forskningsgap med empiriska 

data för att hjälpa organisationer förstå hur de påverkas av detta paradigmskifte 

i teknik. Studien är utförd som en fallstudie vid en offentlig organisation med 

medel teknologiska kunskaper. Data har samlats in via intervjuer, observationer 

och granskning av styrdokument. Sjutton intervjuer hölls med medarbetare från 

olika delar av organisationen. Data analyserades sedan utifrån ett kombinerat 

ramverk inkluderande teknik, organisatorisk anpassning och social hållbarhet.  

Studien visade att organisationen är reaktiv i sin anpassningsprocess och saknar 

en förståelse för tekniken. Resultatet visar att konceptet artificiell intelligens är 

svårt att förstå men tillämpbara exempel underlättar processen. Ett bättre 

informationsflöde skulle hjälpa organisationen att bli mer proaktiv i sin 

anpassning och bättre kunna utnyttja sin personal. Resultaten visar också att det 

finns etiska aspekter kring teknologin som behöver behandlas av organisationen 

innan artificiell intelligens kan implementeras. Forskaren argumenterar också 

för vikten av att använda ett sammansatt ramverk vid analys av organisatorisk 

påverkan av artificiell intelligens på grund av dess komplexitet  

Nyckelord 

Artificiell intelligens, organisatorisk anpassning, proaktivanpassning, reaktivanpassning, 

hållbarhet av artificiell intelligens. 
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Introduction 

1.1. Background  

There is a driving force in mankind to continuously invent tools and processes 

to improve and facilitate the everyday life. Revolutionary inventions like the 

wheel and the art of writing have been complemented with inventions as the 

printing press and cars. Single piece production as a standard is over and have 

been replaced by mass manufacturing (Sabel & Zeitlin 1985). The mass 

production has in turn been complemented with automatization and robots 

performing static tasks, replacing human labor (Autor 2015). But technology 

does not only aid manual labor in forms of robots but is also widely used for 

calculations, monitoring and communication. A current technology used for 

such task are machine learning. Machine learning is a technology that is enabling 

a computer to learn and draw conclusions rather than operate by static rules 

written by a programmer (Jordan & Mitchell 2015). Before the introduction of 

machine learning, the technology was limited to do static task as there was no 

ability to alter the calculation process. Today machine learning has been widely 

developed and has moved from static tasks to more advanced and dynamic 

settings (Autor 2015).  

Artificial intelligence is the scientific field in which machine learning is 

researched within (Frey & Osborne 2017) and has in addition to machine 

learning other technological features and applications. Artificial intelligence has 

many definitions and areas of applications but can be generally described as 

technology imitating capabilities of a human mind (Muggleton 2014). The 

technology of artificial intelligence has been rapidly developed and is now 

considered to be good and safe enough to be commercialized. Self- driving cars 

(Tesla 2016: Uber 2016; WAYMO 2018), voice recognition services aiding the 

user with information (TechRadar 2017), algorithmic GO player beating word 

champions (BBC 2016), and much more are today a reality. Many of these 

technological abilities were only a decade ago sci-fi fantasies with little prospect 

of realization.   

The development of artificial intelligence is following an exponential curve, 

making it hard to predict what will be possible in the future. What is known is 

that artificial intelligence and machine learning are applied and simultaneously 

developed in many different areas. The developing interest for the technology 

is based on the wide range of possible areas of implementations and a future 

promise of a better world. 
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1.2. Problematization 

Previously, lack of data was the long-lasting issue. Today companies struggle 

with massive amounts of data they don’t know how to handle or even less, how 

to process. There is a demand for solutions able to process massive amount of 

data in real-time and simultaneously draw its own conclusions. There is a need 

for dynamic technology that can manage, control and adapt different processes 

to sudden changes in the surroundings. Robots and algorithms have previously 

been able to perform tasks that are monotonous and static with poor abilities to 

adapt to alterations or changes. Previous technology has also lacked initiative. 

The capabilities of machine learning are challenging this truth. When training an 

intelligent algorithm, the code eventually starts making its own assumptions 

about the sample data and can use these assumptions to adapt to new tasks or 

do alterations in the current task (LeCun et al. 2015). The capability in these 

attributes has open the possibility to replace human labor in a greater extent 

than previously thought. By outsourcing well defined tasks with regular 

processes, employees are free to spend their precious time on qualified tasks 

rather than on routine work (Autor 2015). This means that the requirements on 

organizations are increasing to utilize their human capital full potential to the 

greatest possible extent to create competitive advantage.  

Commercialized artificial intelligence is relatively new (Lemley et al. 2017) and 

the expectations seem endless (Autor 2015) as it is rapidly introduced to the 

global market. What seem to scare and excite people the most is the possibilities 

to replace human workforce in service professions, jobs previously considered 

untouchable (Autor 2015). Research of how the technology works in a broad 

service context outside the R&D centers of companies developing artificial 

intelligence is yet to be done.  

What have seemed to be forgotten in this new word of technological wonder is 

how are organizations handling this? Is this technology in time going to shift 

the market shares in favor for those who managed to adapt to the technological 

change? History suggest that companies should prepare (Frey & Osborne 2017). 

Many companies have faced ruin because the demand for their products or 

services decreases when they could not keep up with the development in their 

surroundings. The reality is a fierce and fast-moving market and it is easy to 

draw the conclusion that companies need to adapt to not die.  

Artificial intelligence is a revolutionary technology with the possibility to not 

only change markets but also the world economy (Autor 2015). Technological 
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advancements in artificial intelligence are announced monthly, but where are the 

organizational management in all this?  

Many organizations around the globe are talking in big terms like artificial 

intelligence, machine learning, industry 4.0 and scientific management 2.0. But 

what do all these concepts mean? The truth is that few understand the 

technology, and nobody knows what impact it will have in the future. There are 

expectations and predictions, but nobody knows for sure.   

There are general studies that discusses the possible effects of artificial 

intelligence and automatization, but very few can back it up with empirical data. 

Previous studies examine the subject from an historical (Autor 2015; James et 

al. 2017), world economic (Frey & Osborne 2017) and sustainable (Ramchurn 

et al. 2012; Etzioni & Etzioni 2017; Hengstler et al. 2016) point of view, 

scrutinizing current and possible implications from an overall perspective.  

There is a lack of research exploring how the technology affect the organization 

at a low level with empirical data. Little research has been done in form of case 

studies, especially in specific contexts. The research currently available are done 

abroad, where the job market and working conditions are different from the 

conditions in Sweden and other northern European countries, questioning if 

the findings from these researches are applicable in the northern Europe.  

An important aspect that tends to be overlooked is that many companies and 

organizations are not early adapters of radical technology, and therefore it can 

take years for the technology to establish on the market. But once it is 

established, it could become a matter of survival. By then, companies need to 

have understood their needs and routines and begun some form of adaptation 

to not fall behind in the development. The management need to have a strategy 

in place to tackle hiccups and outmaneuvering done by competitors. An 

understanding of the surrounding context is critical to take advantage of the 

technology and utilize the human staff. But how do an organization prepare for 

something that nobody knows what it is? Strategy is based on routines and 

repetitions, but the greatest decisions are taken based on onetime events. How 

are organizations going to be able to adapt and form a strategy when the future 

is so uncertain?  

Artificial intelligence has made an impact on business leaders, creating a huge 

demand for creative solutions. Smart devices have already invaded the consumer 

market, affecting the daily life. Through this, artificial intelligence is very much 
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present in the context surrounding the investigated organization used as a 

research case in this study. What is interesting to know is; are the organization 

affected by it?  

This study is conducted as a case study in the context of a public organization. 

Systematic combining is the used research method (Dubois & Gadde 2002) to 

match empirical findings with existing theory. The research will be done from 

an adapting perspective based on artificial intelligence research. The report 

explores the research question stated below. 

1.3. Research question: 

RQ: How do the organization perceive and adapt to grand technological 

challenges such as digitalization and artificial intelligence?  

1.4. Research purpose & aim 

The purpose of the research is to investigate how the scrutinized organization 

act in prevention of grand technological challenges such as artificial intelligence. 

The research investigates how paradigm shifts in advanced technology affects a 

non-progressive organization with low technological skill but whom could 

benefit from a future implementation. The focus of this research is not on the 

artificial intelligence technology itself (there are plenty of articles demonstrating 

what the technology can do) but on how its sheer existence affect the actions of 

a middle-technological organization. The aim is thus to increase the knowledge 

of how the presence of artificial intelligence affects organizations.  

The research will answer the research question by findings made during 

observations and interviews at the organization’s facilities to unveil perceptions, 

actions and attitudes. The research findings are presented and discussed to 

contribute to a new joint research area of artificial intelligence and organizational 

research.  

1.5. Scope 

The scope of this study is a single case study conducted at a public organization. 

The research was conducted through interviews, observations and reviewing of 

governing documents. Time and resources for this study were limited to 20 

weeks and one researcher, meaning that the scope had to be delimited to focus 

on the core operation of the organization and not on their customers operations 

and needs. 
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1.6. Contribution 

The purpose of the study is to contribute with empirical findings to better 

understand how organizations are affected by technological change and artificial 

intelligence. There is a void in the overlap between the research areas of 

organizational, technological and sustainable research. This research is 

contributing to filling that void with empirical data.  

This research might open for continued research in the area which would extend 

the understanding of artificial intelligence effect on organizations. The research 

could serve as a help to managers trying to understand the phenomena of 

artificial intelligence and how it affects their organization. The research is also 

likely to be an inspiration to future master thesis within engineering and science.  
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2. Theory  

The following theoretical section aims to provide vital concepts and a framework to the research. 

First an historical introduction is outlined to help the reader get a basic comprehension of the 

technology behind artificial intelligence. Then sustainability concepts are presented to later be 

used in the discussion section to understand the technologies impact on sustainability. Proactive 

and reactive adaptation are explained, concepts used in the framework to analyse the 

organizational adaptation. The section ends with an explanation of the joint theoretical 

framework used in this research. 

2.1. History of artificial intelligence and machine learning  

The concept of machine learning saw its first light when Turing together with 

Michie and Good formulated an idea of a machine that could resemble the 

human mind (Muggleton 2014). Turing drafted a theoretical framework for the 

future when he wrote his imitation game, also known as the Turing test. The 

test is a game where an interrogator should by questioning two unknown 

participants, identify which of the participants is human and which is the 

machine. The communication is done through notes or other communication 

that don’t reveal the identity of the participants. If the interrogator cannot 

identify who is human, the machine wins (Muggleton 2014). To this day, this is 

a valid test excluding all subjective aspects of the artificial intelligence 

technology. This is one definition of artificial technology in its original from, 

but the concept has with years become blurred and taken multiple directions.  

Extensive research on the human brain and the discovery of neuron network 

were done during the mid-20th century (James et al. 2017). McCulloch and Pitts 

did early studies in the artificial intelligence field through calculations based on 

logic modelling and artificial nerve cells (Staub 2015). Later Hebb was the first 

to take an initiative to a system that could learn rather than being programmed. 

In 1951, McCarthy continued Hebb’s research and built SNARC (stochastic 

neural analogue reinforcement calculator), that was able to calculate “rat-in-a 

maze” type of problems (James et al. 2017) and was based on an artificial neural 

network (Staub 2015). In 1952, Arthur Samuel wrote the first checkers program 

that learned its own evaluation process (Samuel 1959), unlike any previous 

programs that functioned trough statistics and static rules. In 1954, Samuel 

rewrote the program and made different versions play against each other, 

eliminating the weaker program. The program was eventually able to beat the 

Connecticut champion, setting an important milestone in the history of artificial 

intelligence (McCarthy & Feigenbaum 1990).  
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When the book Perception was published in 1969, the field of artificial 

intelligence experienced an upswing (Staub 2015). Back propagation, a gradient 

descent method for supervised leaning (see section machine learning), was 

developed in the 1960’s and 1970’s and was first applied to neural networks in 

1981 (LeCun et al.  2015). It took until the mid-1980s before trainable multilayer 

networks were fully understood. Back propagation and neural networks was in 

the 1990s discarded as method since it was considered infeasible to learn with 

little prior knowledge. By the early 2000s, the interest for deep learning, back 

propagation and neural networks were revived (LeCun et al.  2015) and has since 

then become the leading methods for scientific discoveries within the field of 

artificial intelligence (Schmidhuber 2015).  

2.2. Artificial intelligence  

Artificial intelligence is the overall concept of autonomous calculating machines. 

In the concept of artificial intelligence different types of machine learning and 

architectural structures are included (Frey & Osborne 2017). A common 

definition is however missing and which technology to be included shifts 

between different scientific fields. Because a common definition is lacking, 

combined with artificial intelligence controversial nature, the technology has 

become a subject of debate. Definitions that is becoming more commonly used 

are the ones that distinguish between strong and weak artificial intelligence 

(Hengstler 2016; Etzioni & Etzioni 2017). Weak artificial intelligence is known 

as artificial intelligence that aids the user but is not self-sufficient, lacks ethics, 

is standardized for its purpose and cannot pass the Turing test i.e. cannot be 

mistaken for a human (Hengstler 2016; Etzioni & Etzioni 2017). Strong artificial 

intelligence is expected to be autonomous, adaptive, cognitive and be able to 

pass the Turing test (Hengstler 2016; Etzioni & Etzioni 2017).  

Another definition similar to strong and week artificial intelligence are the 

definition that differentiate between AI mind and AI partner where the AI partner 

is equivalent with weak artificial intelligence and the AI mind is comparable with 

strong artificial intelligence (Etzioni & Etzioni 2017). The terms are equal in 

their scope, but AI mind and AI partner might be more intuitive to a non-

computer scientist. None of the definitions do however provide a framework 

of how to delimit and differentiate the technology, thus having no practical use. 

There are disagreements how far the development has come even when using 

terms as strong and weak artificial intelligence. As shown in table 1, there are 
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many definitions of artificial intelligence, some more similar to one other than 

others, but always with small alterations.  

Therefore, the researcher has decided to formulate a definition of artificial 

intelligence that will fit the purpose of this report. The definition used does not 

choose between different definitions but chooses to be close to the definition 

of machine learning and existing technology. 

 

Table 1. Shows different definitions of artificial intelligence that the researcher has 

encountered during this study.  

Authors and publication Definition of artificial intelligence 

Etzioni & Etzioni (2017). 

Incorporating ethics into 

artificial intelligence. p.410-

411. 

“[…] two different kinds of AI. The first kind 

of AI involves software that seeks to reason 

and form cognitive decisions the way people 

do […] to be able to replace humans. […] 

One could call this kind of AI AI minds. The 

other kind of AI merely seeks to provide 

smart assistance to human actors— call it AI 

partners.” (Etzioni & Etzioni 2017, p.410-

411) 

Tarran & Ghahramani (2015). 

How machines learned to think 

statistically. p.9 

“[…] “weak artificial intelligence”: systems 

and applications that specialise in a particular 

area or niche. […] “strong artificial 

intelligence”: a computer that can perform 

any intellectual task that a human can.” 

Staub et al. (2015). Artificial 

Neural Network and Agility. 

p.1477. 

“Artificial intelligence is a computer 

programme designed to acquire information 

in a way similar to the human brain” 

Ramesh et al. (2004). Artificial 

intelligence in medicine. P.334. 

“Artificial intelligence (AI) is defined as ‘a 

field of science and engineering concerned 

with the computational understanding of what 

is commonly called intelligent behavior, and 

with the creation of artefacts that exhibit such 

behavior’ ” 
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In this report, artificial intelligence is defined by the researcher as:  

The ability to learn from training datasets and from this by itself, continue to learn and draw 

its own conclusions.  

This definition does not imply how the technology is used, if it is cognitive or 

non-cognitive, provides no division between different technology and is 

consistent with the operations of existing technology. The definition is also 

avoiding the discussion of how far the technology has come.    

2.3. Machine learning  

Machine learning are of one of many technologies used and developed in the 

field of artificial intelligence (Frey & Osborne 2017). Machine learning are the 

technology which is the basis of many of the features commonly associated with 

artificial intelligence. Machine learning is therefore further explained in this 

section to give the reader a better understanding of the underlying technology 

of artificial intelligence.  

Machine learning uses algorithms to form a model to fit sample data. These 

models are multidimensional and learn to predict and sort information based on 

classification of prior sample data. There are three types of training algorithms 

that are most commonly used; supervised, unsupervised and reinforced learning 

(Jordan & Mitchell 2015).  

2.3.1. Supervised learning  

Supervised learning uses an algorithm combined with data that has previously 

been labelled (e.g. Card transactions where some of the data is labelled “fraud” 

and “not fraud”) and the output after the test is compared to the expected result. 

This could be compared to a tutor that teaches a subject and is controlling how 

much the pupils have learned by an exam, with right and wrong answers. The 

algorithm is taught to match data with predefined labels. (Lemley et al. 2017). 

The input can be a classical vector or something more complex as a picture, 

graph or document. Algorithms trained by supervised learning base their 

predictions on a learned mapping where every input in the algorithm f(x) will 

eventuate in an output y. Examples of mapping functions are decision trees, 

logic regression, neural networks, vector machines and Bayesian classifiers 

(Jordan & Mitchell 2015).  
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2.3.2. Unsupervised learning  

Unsupervised learning is taught by unlabelled sample data contextualized with 

structural properties of the data (probabilistic, algebraic, combinational etc.). 

Unsupervised data algorithms use multi-dimensional clustering and make 

assumptions about the underlying manifold to sort and classify the sample data 

(Jordan & Mitchell 2015). The program works by a criterion function that often 

uses statistical principles like Bayesian integration, likelihood, optimization or 

sampling algorithms (Jordan & Mitchell 2015) to find relationships in the data 

set (Lemley et al. 2017). Unsupervised learning is the learning process most 

similar to the human learning process as most of our actions and thinking 

pattern are not taught by words but are rather observed and imitated.  

2.3.3. Reinforced learning 

In reinforced learning, the sample data is intermediate between the data used 

for supervised and unsupervised learning, mixing both labelled and unlabelled 

sample data. The learning task is generally to learn a control strategy i.e. a policy 

when acting in an unknown and dynamic environment (Jordan & Mitchell 

2015). Reinforced learning is about learning to deal with sequences of actions 

instead of been given credit or blame for each individual action. Reinforcement 

algorithms often uses theory origin from control-theory, rollouts, value 

iterations and variance reduction (Jordan & Mitchell 2015).  

2.3.4. Data sets  

It is important when measuring the generalization skills of a program to use data 

sets that were not used during training. Otherwise there is a chance that the 

program has learned the training data rather than an actual generalization model 

(LeCun et al.  2015). In addition to previously mentioned training methods, 

representation learning has made great progress. Representation learning is the 

ability to transform raw data, for example pictures, in to digitalized 

representations (LeCun et al.  2015). By being able to use unprocessed data, 

progress have been made in areas such as recommendations (e.g. Internet search 

results, product recommendation in e-commerce etc.), visual and speech 

recognition, all with many practical areas of useful implementations.  

2.3.5. Deep learning  

Deep learning is an application with several layers of modules of which most 

(or all) can learn and compute non-linear input-output mappings (LeCun et al.  
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2015). Gradient-based optimization algorithms are used in deep learning 

systems to alter parameters in multi-layered networks based on errors in the 

output (Jordan & Mitchell 2015). By building applications of great depths (5-20 

layers), a system can be created that distinguish and ignore irrelevant details (e.g. 

in a picture, irrelevant details are features such as background light, position or 

surroundings of the object) but are sensitive to tenuous details (e.g. in a picture, 

minimal alterations in the features the object) (LeCun et al.  2015).  

Neural networks are often used in deep leaning systems since both feedforward 

(acyclic) and recurrent (cyclic) neural networks have won early and present 

contests in object detection, pattern recognition and image segmentation 

(Schmidhuber 2015). Neural network has thus proven to be a winning 

architecture and have had the greatest impact during the resent years of machine 

learning. Neural networks consist of elemental processors, each computing a 

sequence of a real-valued activations joined together in a network. The system 

is activated through input neurons being triggered by the environment, neurons 

along the network are then activated by weighted connections from previously 

activated neurons, sending impulses trough the network like an organic brain. 

When a system is learning, it is the weighted connections that are shifting to 

acquire desired behaviour i.e. learning. The future problems of deep learning 

neuron networks are to make them more optimized and energy saving. 

(Schmidhuber 2015).  

2.4. CSR, Triple bottom line and the concept of sustainability. 

The most commonly accepted definition of sustainability was provided by the 

Brundtland Commission in 1987. The Brundtland Commission stated that 

sustainability is “development that meets the needs of the present without 

compromising the ability of future generations to meet their own needs” 

(Brundtland 1987). Triple bottom line (TBL) is a concept that can be 

summarized as the 3P’s (people, planet and profit) and has gained momentum 

since it was first coined by John Elkington in the 1990’s (Hammer & Pivo 2017).  

Economic growth and its impact on the welfare of people in its vicinity is a 

subject of debate. A valid point made by Hammer and Pivo (2017) is that 

improved way of life might not be directly caused by economic growth as the 

benefit from such growth does not necessarily benefit workers or communities 

that helped realized it. Increased well-being of a population is equally likely to 

happen due to technological advances or changes in policies than by solely 

economic growth (Hammer & Pivo 2017). By questioning the distribution of 
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benefits, arguments of the need of regulations that ensures the survival and 

welfare of communities, individuals and the environment are reinforced. By 

solely focusing on economic growth, people and planet might be excluded from 

strategic planning, with consequences devastating to the future of the planet. To 

prevent this, framework such as Corporate social responsibility (CSR) has been 

developed to help corporate managers to improve their business to take on a 

more sustainable approach.  

CSR is a code of conduct which most companies accede to as it provides 

legitimacy to their business (Skilton & Purdy 2017). To fulfil the CSR 

commitment, corporates that utilize CSR must tend to environmental, social 

and business issues. The business should not consume natural resources in an 

unsustainable way nor pollute the environment. The company should respect 

human rights and do more for the comfort of the staff than the law requires. 

Companies should also in addition to previously mentioned subjects, attain and 

retain a healthy and sustainable business with good profits and returns on 

investments. (Lindgreen & Swaen 2010).  

By persistent research and marketing, companies are now considering 

sustainability as a mean to retain but also create competitive advantage 

(Hammer & Pivo 2017; Walsh & Dodds 2017). Exploiting natural resources or 

working conditions similar to oppression, are now commonly known to be bad 

conduct and reflects back at the company. Sustainability is considered a tool to 

differentiate from competitors and strengthen brands, even if research is 

inconclusive of how this directly affects profits. Sustainability work has become 

more of a standard than an extra effort, putting pressure on market leaders to 

understand and adapt to new market conditions (Walsh & Dodds 2017). CSR 

and TBL are means to achieve a situation where we no longer consume the 

rights and assets of future generations.  

2.5. Sustainability and artificial intelligence  

Artificial intelligence technology is a future potential resource to achieve 

sustainability goals set around the globe. The technology possesses 

computational capacity that exceeds human capacity when compiling great 

amounts of information, enabling it to scrutinize every possible aspects or 

scenario of a decision (LeCun et al. 2015).  

Artificial intelligence is researched to find areas of implementation within 

sustainability. Artificial intelligence in smart power grids (Ramchurn et al. 2012), 
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conservation of wildlife (Gonzalez et al. 2016), assessing water resources (Croke 

et al. 2007) and much more are examples of areas of applications contributing 

to make the future more sustainable from an environmental perspective.  

Advancement is also made in the medical field where artificial intelligence is 

used to help clinicians to articulate diagnoses or predict outcomes of treatments 

(Ramesh et al. 2004). Even if there are a large number of applicable areas of 

implementation, there is a lack of trust of the technology that is hindering its 

application (Hengstler et al. 2016). The researcher has divided the mistrust in 

two sections; mistrust of the technologies capabilities to replace human labour 

and mistrust of the ethics of technology. 

2.5.1.  Mistrust based on the capability to replace human labour 

There is a disagreement between researchers about the mistrust concerning 

replacement of human labour. Autor (2015) argues that there are no “hard” or 

“easy” jobs, instead job tasks are divided in routine tasks and non-routine tasks. The 

routine tasks can be replaced by a machine or a computer program independent 

of the difficulty of the job. Autor (2015) argues that computers are rapidly 

developed and will eventually learn or be programmed to solve problems based 

on routine processes. This implies that cleaning and day-care jobs might be safe 

from computational competition while architects and mathematicians are not. 

Frey and Osborne (2017) agree with Autor’s dividing of job tasks but are arguing 

that what is impossible for a machine or computer to solve today, is most likely 

to be solved tomorrow or in a near future as the definition of routine work is 

shifting. As an example of this Frey and Osborne (2017) mention the research 

conducted by Levy and Murnane (2004) that stated that human perception is 

impossible to computerize and the difficulty of driving a car implies that driving 

could never be automated. It took ten years, then Google announced their first 

autonomous car (Frey & Osborne 2017). The technological development is 

developing exponentially and makes it difficult to predict what will happen in a 

fifteen-year period. The biggest issue that relates to this is how the world 

economy is going to be affected. What will happen if 40-60% of the world’s 

population loses their jobs? Researchers have not yet agreed on a solution for 

this potential problem, but research is taken place (Frey & Osborne 2017). 

Experimental economical systems like citizen wages are being tested in small 

test groups in Finland (Henley 2018) and Canada (Kassam 2017) as potential 

solutions. 
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2.5.2. Mistrust regarding ethics of the technology 

When discussing the mistrust against the usability of the technology, aspects like 

ethics are to be considered. For example, who will take responsibility if a 

machine misbehaves or does something illegal? what will happen when all cars 

are autonomous and all of them are programmed to save the passenger? i.e. 

what decision will the car make when faced with an accident, will it save the 

driver or the motorcyclist who is skidding across the road? (Etzioni & Etzioni 

2017). 

Ethical questions and the uncertainty of the future are hindering the technology 

to be accepted by the majority. These ethical questions need to be resolved 

before full-scale implementations begins. There are many well motivated 

questions regarding safety and ethics that needs to be handled on a higher level 

to ensure safety for all parties. Questions however that is derived from 

misunderstandings and deceptive articles enhancing apocalyptic scenarios 

without understanding the technology is contributing to rise a mislead 

opposition. Fears of machines taking over the world and eradicate humanity is 

one example that takes focus from objective issues that can be solved. A 

common misconception is well phrased in Etzioni and Etzioni (2017) article 

Incorporating Ethics into Artificial Intelligence where they quote military ethicist 

George Lucas, Jr. In their report. George Lucas, Jr. notes that:  

[…] debates about machine ethics are often obfuscated by the confusion of 

machine autonomy with moral autonomy; the Roomba vacuum cleaner and 

Patriot missile are both autonomous in the sense that they perform their 

missions, adapting and responding to unforeseen circumstances with minimal 

human oversight—but not in the sense that they can change or abort their 

mission if they have moral objections. (Etzioni & Etzioni 2016, p.409) 

Developers of artificial intelligence technology have a responsibility to explain 

and display the usability and trustworthiness of the technology in a credibly way. 

They need to prove their expertise and integrity to enable artificial intelligence 

technology to be used to make a better world (Hengstler et al. 2016). All P’s 

(people, profit and planet) need to be considered before artificial intelligence 

technology truly can be considered sustainable. 
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2.6. Organizational adaptation 

Miles et al. (1978) defines organizations as an “articulated purpose and an 

established mechanism for achieving it” (Miles et al. 1978, p.547). Miles et al. 

(1978) argues that most organizations carry out processes to evaluate their 

purpose and redefine the mechanism through which they are interacting with 

their environment. Efficient organizations understand and defines their 

processes to strengthen their market strategy. Inefficient organizations fail to 

adapt their processes in a sufficient manner to prevailing circumstances (Miles 

et al. 1978, p.547). There is thus a great need for organizations to understand 

how their processes corresponds to the changes and demands of the 

environment (Hrebiniak & Joyce 1985; Miles et al. 1978).  

Hrebiniak and Joyce (1985) defines organizational adaptation as “change that 

obtains as a result of aligning organizational capabilities with environmental 

contingencies” (Hrebiniak & Joyce 1985, p.337). Adaptions is a mean for 

organizations to refine their processes to better interact with changes and 

demands of the environment. In this report the researcher has chosen to define 

adaptation as “the process of change to better suit a new situation” (Oxford 

Advanced Learner's Dictionary 2018).  

Organizational adaptation is a complex mechanism which cannot be explained 

by determinism or choice but demands both variables to be studied jointly 

(Hrebiniak & Joyce 1985). To fully understand organizational adaptation, the 

research needs to study events and interdependencies combined with individual 

interpretations of them to obtain an accurate view on actions, leading to 

adaptation (Hrebiniak & Joyce 1985).  

Two perspectives that enhances determinism (contextual impact) and 

organizational choice are proactive and reactive adaptation (Hrebiniak & Joyce 

1985). These concepts enable research to study and explain organizational 

actions based on contextual and internal demands (Miles et al. 19789). Proactive 

and reactive adaptation also helps highlighting how an organization is acting in 

its surrounding context when faced with technological changes as it studies 

internal and external forces as independencies of each other and not as two 

separated variables (Hrebiniak & Joyce 1985; Miles et al. 1978).  
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2.6.1. Proactive adaptation 

Companies applying a proactive approach towards adaptation are more agile in 

their actions and are creating change rather than respond to it. By being 

proactive, companies can forecast hiccups and make changes to avoid them. A 

proactive adaptation means to be alert and seize market opportunities as soon 

as possible which Tan and Sia (2006) refer to as “alertness to opportunities” 

(Tan & Sia 2006, p.190). By being proactive in the adaptation process, 

companies can earn profits in the long-term by avoiding threats by seeing them 

in advance and be able to manoeuvre them. Proactive adaptation also means the 

possibility to first engage a market and take vital market shares before 

competitors even has begun to initialize their adaptation process (Chen et al. 

2012). There is a short-term cost associated with proactiveness by spending 

resources on observations of the surrounding. However, proactive adaptation 

is associated with a long-term gain as it contributed to avoiding unnecessary 

errors and being alert when opportunities occur. Proactive companies are to a 

lesser extent influenced by its surroundings. Proactive companies set the game 

rules and are new and innovative in its solutions.  Proactive companies push its 

environment to embrace new solutions and alternative ways of doing different 

activities (Chen et al. 2012). Businesses with a proactive mindset have already 

acknowledge the technological paradigm shift that is currently happening and 

are doing alterations in their own organizations to match the requirements and 

demand of the future. By implementing adjustments and to begin an early 

adaptation process, proactive companies are taking a big risk by spending capital 

on an uncertain future. A graphical explanation of proactive adaptation is 

displayed Figure 1. 

 

External actors

(suppliers, customers, 
compeditors, governace etc.)

Proactive company

Figure 1. Displays how a company that works with proactive adaptation effects its 

surrounding. The proactive company exerts pressure on its surrounding and creating change 

rather than responding to it. 
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2.6.2. Reactive adaptation 

When adapting a reactive adaptation process, companies are responding to 

threats or changes. The reactive adaptation is a more of a wait and see approach 

towards change (Chen et al. 2012). Companies utilizing a reactive adaptation 

waits with implementations until change is necessary. By being reactive, 

companies save money in a short-term perspective by not spending resources 

on observing events in the surrounding context or to take possible hazardous 

risks by taking initiative. It is only when the business is directly affected by 

change that larger efforts are made to protect the business. Reactive adaptation 

is happening when the surrounding is pressuring or in other ways affecting the 

company to adapt itself to prevailing conditions (Chen et al. 2012). Things in 

the surrounding that can affect a company are customers, suppliers, 

competitors, governance or changes in the world market. The surrounding 

affects the company and initialize changes, the company is therefore a result of 

the context in which it exists and works within. A graphical explanation of 

reactive adaptation is displayed Figure 2. 

  

2.7. Theoretical framework 

As the research area are new, a previously set framework was missing. Artificial 

intelligence is a controversial technology, which means that only analysing it 

based on its technological features is inadequate to obtain a full understanding 

of how it affects its surrounding. The researcher therefore created a framework 

from which the collected data could be analysed from. The theory section is 

Figure 2. Displays how a company that works with reactive adaptation is affected by its 

surrounding. The surrounding exerts pressure on the reactive company and is forcing the 

reactive company to change. The company reacts on change rather than creating it. 

External pressure

(suppliers, customers, 
compeditors, governace etc.)

Reactive company 
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divided in to three research areas; computational, sustainable and organizational 

research. Each research area contains tools equipped to analyse different aspects 

of the research findings.  

This research has chosen adaptation as organizational perspective since the 

technology is new to the consumer market, is widely debated and is hard to 

grasp. There is thus unlikely that organizations can approach this subject 

without performing some changes, i.e. adaptation. Proactive and reactive 

adaptation are concepts aiding the researcher to analyses the current situation at 

the investigated organization to understand how the organization perceives 

artificial intelligence but also how they respond to it (Chen et al. 2012; Hrebiniak 

& Joyce 1985). By utilizing proactive and reactive adaptation in the framework, 

tools are provided to better understand actions by the organization. Proactive 

and reactive adaptation helps the researcher to observe and study actions taken 

and if they are based on internal and/or external demands and how the 

organization interpreters them (Hrebiniak & Joyce 1985).  

Artificial intelligence is a big step in the computational development and is 

versatile in its applications (Lemley et al. 2017). Potential environmental and 

revenue gains have attracted interest in the technology. The technology has 

many potential benefits but is simultaneously threatening to make many people 

redundant (Frey & Osborne 2017). CSR and TBL is introduced in the theoretical 

framework as it provides a perspective of how people, profit and planet relates 

to each other and how the investigated organization accede to these issues 

(Lindgreen & Swaen 2010). Artificial intelligence has the potential to improve 

the environment in multiple ways (i.e. planet) and inhibits features to increasing 

efficiency (i.e. profit). The technology does however threaten many job 

opportunities (i.e. people) (Frey & Osborne 2017). This aspect needs to be 

attended when analysing an organizational adaptation towards artificial 

intelligence since most organizations perceives to have obligations towards their 

employees (Lindgreen & Swaen 2010).  

A prerequisite of implementing artificial intelligence is to make information 

digitalized and accessible, an aspect that can contribute to mistrust against the 

technology as some individuals might experience perceived privacy violations. 

Knowledge about prerequisites, possibilities and limitations of artificial 

intelligence is necessary to analyse it from a neutral perspective and prevent 

prejudices. It is important to understand how the technology of artificial 

intelligence works to assess its usefulness. The theory section includes a section 

about machine learning and deep learning (which is the basic technology behind 
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artificial intelligence) to provide the reader with essential knowledge of artificial 

intelligence so that the reader independently can assess the technology.  

In conclusion, the technology has features that could mean great improvements 

to an organization. The technology does however have social implications like 

redundancies and mistrust of the technology. When organizations are assessing 

how to approach the technology, all these aspects need to be processes and 

evaluated before an implementation. It is important for organizations to 

understand the capacity of the technology and what prerequisite is demanded 

to utilize it. When organizations have begun to assess artificial intelligence, an 

early adaptation process has started even if they later chose not to utilize the 

technology. Technology, sustainability and organizations are closely connected 

and needs to be evaluated as interdependent variables to adequately analyse such 

a complex area. The framework is therefore constituted of organizational 

adaptation (proactive and reactive), CSR (with focus on the social implication) 

and technological aspects (technical features and limitations of the technology). 

Figure 3 show how this research relates to each research area.  

 

 

 

  

Figure 3. shows how the three areas of research relate to the chosen area of research. 
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3. Method 

The following section explains how the research was conducted. The section thoroughly describes 

the research case, method, data collection and trustworthiness of the study. 

3.1. Research design and approach  

Qualitative research can be described as a method to understand social complex 

constructs created by individuals interacting with their surroundings. The world 

is not a fixed, agreed or single reality composed of measurable phenomena’s 

that can be measured only by positivistic methods such as quantitative studies 

(Oliver-Hoyo & Allen 2006). Understanding how an organization are operating 

are done by understanding complex social constructs, which make quantitative 

research methods a blunt instrument in cases where the surrounding is complex 

(Golafshani 2003). A qualitative research method was therefore selected as 

research approach as it enables the researcher to study complex social conducts 

by accurate means.   

The case researched is within a public organization working with helping other 

public administrations implement IT solutions and to become more digitalized. 

The focus of the study is the core operations of the investigated organization, 

not the connections with their customers. Observations, interviews and 

reviewing of governing documents was made to create a holistic view of the 

organization on which conclusions was drawn. 

The study is conducted as a case study which allows the research to delimit the 

entity and observe in which context the case is surrounded by (Yin 1981). A 

case differs from an experiment as it cannot operate in a sterile environment 

and variables cannot be excluded to observe changes in the remaining entity 

(Yin 1981). Instead, all variables are nested in close relationships and needs to 

be investigated through deep probing (Dubois & Gadde 2014). Systematic 

combining is utilized as research method to achieve deep probing by iterations 

of existing and collected data (Dubois & Gadde 2014). In the following sections, 

the research case and the research approach are further described.   

3.2. Research case and context 

The research was conducted in a public organization which is invoiced financed 

by its customers whom are other public administrations with different 

competences and areas of responsibilities. The investigated organization are 

providing their customers with updated hardware. The organization also aids 
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their customers with services like changes of operating systems and implements 

smaller software updates. The organization is responsible for computers, 

phones and tablets, and ensures that all units are functioning by handling 

complaints, exchange and new units as a mediator between their customers and 

a third party. The organization is also responsible for the operation and 

maintenance of the IT infrastructure in the region such as servers, internet 

coverage and IT security of their maintained systems. They are currently 68 

employees divided in different groups with diverse responsibilities. There are a 

pressing demand from their customers for better services, and since they are 

exposed to competitors they are required to improve their services and maintain 

a competitive price.  

The current trend on the market are a demand for AI solutions and cloud-based 

systems, as customers like to work with dynamic solutions that enables them to 

utilize agile working methods. The trend is no different in the public sector and 

municipalities are already exploring the possibilities of using automatization, 

robotization, artificial intelligence and cloud-based platforms (Alhqvist 2017; 

Sundberg 2018). Some technologies such as automatization and robotization are 

well established technology on the market and are not to be viewed as a 

futuristic advancement but are a step that brings the public sector closer to the 

private sector. Cloud-based systems are on the other hand relatively new to 

private middle technological companies with the same IT competence as the 

explored public organization. This indicates that the investigated public 

organization is not far behind in their mindset toward current technological 

solutions. However, it is the introduction and use of artificial intelligence that is 

progressive as just a fraction of private and public organizations has begun to 

implement it.  

The focus of this case study is to find out how the explored public organization 

act in prevention of grand technological challenges. This case was chosen since 

the public organization investigated possess the same technological skills as a 

private middle technological company. The public organization is invoiced 

based, which means that they do not receive contributions from an annual 

budget or other public funds but needs to earn their income like a private 

company. This means that the organization are exposed to competitors, making 

them similar to a private company. The investigated public organization 

experience pressure from their customers and needs to adapt to new demands 

to continue existing just like a private organization. The organization is bound 

by the publicity principle, making the organization more transparent than a 
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private company. By choosing this case, a similar setting as for a private 

company was obtained without being bound by confidentiality. This case was 

also selected as the organization is not known to be early adopters of new 

technology, which is the case of many Swedish companies and organizations. 

The investigated organization has similarities with both private and public 

organizations, making this case a useful example for future research and to 

create a deeper understanding of artificial intelligence impact on organizations. 

3.3. Systematic combining 

Systematic combining is a non-linear, non-positivistic qualitative research 

method used for case studies (Dubois & Gadde 2002). Systematic combining 

differs from other qualitative case methods as it does not follow a linear work 

process with clearly defined steps. The main pillar is to iteratively match theory 

with collected data to successively build new creative theory that highlights 

phenomena’s previously unknown to science (Dubois & Gadde 2014). When 

utilizing systematic combining, researcher does not go to the field with a rigid 

framework and predetermined mindsets but rather let the data show the 

direction and adjust the research question accordingly (sometimes even multiple 

times) before heading on to the trail that will eventually result in a finding 

(Dubois & Gadde 2002).  

Eisenhardt was one of the pioneers in case methodology and advocated an 

iterative method with well-defined steps. Even if the Eisenhardt method is 

iterative, it takes on a linear approach as there is a timeline in which events are 

taking place in a predefined order. In the Eisenhardt method, the researcher 

selects and delimit the research case before heading out in the field (Eisenhardt 

1989). In systematic combing, little delimitation is done before data collection 

as the researchers often don’t know where one system ends and another one 

starts, making it hard to predefine an entity of research (Dubois & Gadde 2002). 

Eisenhardt (1989) suggest that four to ten cases are appropriate to generate 

complex theory, which is sharply contradicted by Dubois and Gadde (2014) as 

they suggest that such numbers are not grounded in any theory and are an 

attempt to assign the qualitative research method the scientific credibility and 

relatability as quantitative methods. Dubois and Gadde (2014) argue that by 

multiplying the number of cases in a study, the deep probing is spoiled, and 

important contextual features are missed in the haze to provide theory that are 

generalizable across multiple cases. Eisenhardt persist that strong theory is 

“parsimonious, testable and logical coherent” (Eisenhardt 1989, p. 548) while 
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Dubois and Gadde (2014) supports the arguments of Tsang and Kwan (1999) 

that a replication of a case study is not possible “since both subject and 

researcher changes over time” (Tsang & Kwan 1999, p. 765).  

Systematic combining was selected as research approach due to its dynamic 

work flow, allowing the research to change direction. It also allows a non-

conclusive finding to be a finding and a possibility to reformulate the research 

question, using the new direction as a leaping board in to new scientific 

discoveries. The nature of the results in this study was in advance unknown and 

the research might have needed to change direction. By utilizing systematic 

combining and thus enabling iterations between theory and collected data, the 

researcher was able to collect data that could be explained by previous theory 

and still be able to add new additions to the research area. The study was 

conducted as follows: first a research area was identified, then a suitable case 

was selected, then previous research, data collection and findings where iterated 

until a research discovery was made. A graphic explanation of the workflow is 

visualized in Figure 4.  

When doing case study research, it is important to understand the context in 

which the case is encapsulated. Case studies differs from classical scientific 

experiments in the way that a case cannot be put in a sterile environment to 

record changes in selected variables but is always affected by its surroundings 

(Yin 1981). There are thus many variables affecting the case and a researcher 

need to be careful not to “describe everything and as a result describing 

Figure 4. Graphicly describes the research process when utilizing systematic combining as 

research method.  
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nothing” (Dubois & Gadde 2014, p.1282) when presenting the research. The 

richness of variables affecting the research object is also an argument that deep 

probing is preferable in complex cases compared to grand studies summarizing 

data from multiple cases, as the amount of information is soon to grow out of 

hand making generalization necessary and thus cutting pieces from the case that 

can be of greatest scientific importance (Dubois & Gadde 2014). 

Artificial intelligence and how it affects organizations are a difficult subject as it 

seems to include a great variety of variables. No variables have yet been 

identified as a key factor for success or incitement for early adaptation. Due to 

lack of previous research with even fewer practical examples, it was impossible 

to create a solid theoretical framework in advance since there was no knowledge 

of the possible outcomes of the research. A firm research practice has not yet 

been established, allowing this research to probe the environmental setting by 

utilizing a research method suitable for new undiscovered research areas.  

3.4. Data collection 

Data was collected during two weeks’ time at the public organization’s facilities. 

The data was collected through interviews and observations made on site. 

Governing document was reviewed at the facilities. The following sections 

elaborate in detail how the data was collected. 

3.4.1. Constructing interview guide 

When writing the interview questions, the focus was to understand how the 

respondents was thinking and feeling about artificial intelligence, to get a 

perception of attitudes and conscious behaviours. The purpose of the interviews 

was to dig deeper in to the respondents work situation to understand how they 

work and what technological tools they are currently using.  

Systematic combining as a research method is about pairing data with existing 

theory without having a fixed mindset when entering the field. The interview 

questions were therefore made as open as possible but with a clear focus on the 

research area. It is not unusual to have to change the research question or the 

direction of a study when utilizing systematic combining. The interview guide 

was therefore written in a way that would capture the perception of the 

respondents rather than using solid questions that the respondents could answer 

using their knowledge and not put their imagination or feelings to use. The 

interview guide was also designed to obtain wide and long answers to be able to 
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grasp the fine nuances in the respondent’s answer. The interviews provided 

much organizational information that was not foreseen when the interview 

guide was created. Much of the organizational information was instead obtained 

by active follow up questions done by the researcher during the interviews. 

All questions were open ended to influence the respondents as little as possible 

by not projecting any values of the researcher on any of the respondents. The 

first questions were formatted to make the respondent relax and be comfortable 

to talk about themselves, and later their work and values. The interview 

questions focus on how the respondent feel about artificial intelligence in 

general and how they would feel if it would become implemented at their 

workplace. By asking these question, the respondent was given the opportunity 

to elaborate how they perceive the technology without being judged as 

backward striving or reluctant to change if they say something negative. By 

having open ended questions, the respondent could speculate freely about pros 

and cons with the technology without consequences. Some of the interview 

questions was formatted to make the respondent focus on the possible use of 

artificial intelligence and if it could be of any use to themselves in their work or 

private life. Other questions were knowledge oriented to understand how much 

the respondent knew about artificial intelligence and what is happening in the 

organization. The knowledge-oriented questions were asked to see if there is a 

connection between knowledge and feelings towards the technology.   

3.4.2. Interviews 

The interviews were formed as a standardized, open-ended interview which 

means that the same set of open-ended questions were asked to each 

respondent. Using open-ended questions made it possible to extract different 

information depending on the respondent. This interview structure was used 

since it provides rich and deep data but keeps some form of standardization to 

more easily compare data between respondents (Turner III 2010). The 

interviews also followed the general guidelines of McNamara’s (2009) eight 

principles: 

1. Chose a calm and non-disturbed interview setting. 

2. Convey the purpose of the interview to the respondents. 

3. Address terms of confidentiality. 

4. Explain the format of the interview. 
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5. Convey the duration of the interview. 

6. Explain how to get in touch after the interview.  

7. Ask respondents for their questions before starting the interview. 

8. Record the interview as the memory might fail later.  

 

The interviews were held in a small secluded room at the organizations facilities. 

Each respondent had received an invitation about one to two weeks before the 

interview was held. Not all respondents that received an invitation choose to 

participate in the study. During the week before the observations and the 

interviews begun, a visit was made to the organization to inform the 

respondents about the researcher and the purpose of the study. No theoretical 

frameworks or material was presented during that meeting. Before each 

interview session begun, the respondents were again informed according to 

McNamara’s eight principles. The respondents were also given the opportunity 

to ask questions after each interview. The respondents were told to contact the 

researcher if they later felt uncomfortable with something said during the 

interview or if they had further information that they would like to add. No 

further information or complaints was received from any of the respondents.  

Additional open-ended questions were asked during the interviews as follow up 

questions to the respondent’s answers on the questions in the interview guide. 

The follow up questions were asked to make the respondent clarify statements 

or to obtain more organizational knowledge. The organizational knowledge 

collected during the interviews and from observations, form the basis of the 

context in which the respondent is working in, that might explain some of their 

actions and were therefore collected and processed. No notes were taken during 

the interviews to not disturb the respondents reasoning and to enable the 

researcher to actively ask follow-up questions. 

3.4.3. Interview participants 

The participants in the study was selected with regards to their work role. No 

regard was taken to gender, age or education. Previous experience of artificial 

intelligence or any knowledge of the area was not taken in consideration when 

choosing the participants. The purpose of the study is to investigate how a 

middle technological organization percept and adapt to grand technological 

challenges such as artificial intelligence, and by choosing participants exclusively 

by previous knowledge would have coloured the data. By strictly select 
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participants by their work, the answers were expected to reflect the personality 

of the respondent and activities of the participants job. The focus during the 

selection of participants was to gather as many perspectives as possible to create 

a holistic view of the organization. Seventeen interviews were held in total, seven 

interviews with respondents working in the service desk, eight interviews with 

people active in projects and two interviews with executive managers with staff 

and budget responsibilities. The length of each interview is displayed in Table 

2. 

 

Table 2. Table of interview participants; their work role, a brief explanation of their work 

task and the length of the interview. 

Role of 

Employment  

Work task  Length of 

interview 

[min] 

IT manager Ultimately responsible for all action in the 

organization, budget and personnel 

responsibility 

43:05 

Unit manager Works with developing the service team and 

the service they provide. Responsible of the 

service desk personnel and budget concerning 

the service desk. 

01:13 

Supervisor of 

service desk 

Works in service desk, mentor to the other 

service staff, schedule personnel, responsible 

of education and training of service staff and 

request resources 

41:50 

Incident 

manager 

Works in service desk, attend portfolio 

meeting and is responsible of following up 

and solve incidents  

25:31 

Digitalization 

manager 

Business coordinator, responsible of 

coordinate IT activities within the own 

organization and coordinate their customer’s 

IT activities as everyone cannot get everything 

at the same time 

54:39 

Contract 

strategist 

Works with the contracts they sign with 

customers, responsible of the service level, 

48:39 



37 

 

finance of contracts and digitalization in the 

customer’s organizations. 

IT strategist Works with procurements with requirements 

and the strategy of these. Working with and is 

responsible of the overall digitalization 

strategy 

48:39 

Customer 

manager 

Worked with two of the organizations major 

customers and is handling the communication 

between the customer’s IT department and 

their own organization 

55:53 

Communicator Communicate technological changed and 

updates to their users in an easy and user-

friendly way  

42:06 

IT architect Works wide and try to make components and 

systems fit together. Responsible of 

developing services and maintain a good 

quality by stability in the IT infrastructure  

50:00 

Support 

personnel 1 

Works in the service desk, answers phone 

calls from users having trouble and help them 

solve the issue, answers email with user issues 

and stand in the counter and handles the 

exchange of phones 

29:05 

Support 

personnel 2 

Works in the service desk, answers phone 

calls from users having trouble and help them 

solve the issue. Also, answers email with user 

issues. 

25:59 

Support 

personnel 3 

Works in the service desk, answers phone 

calls from users having trouble and help them 

solve the issue. Also, answers email with user 

issues. 

26:28 

Support 

personnel 4 

Works in the service desk, answers phone 

calls from users having trouble and help them 

solve the issue, answers email with user issues 

and stand in the counter and handles the 

exchange of phones 

35:10 
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Support 

personnel 5 

Works in the service desk, answers phone 

calls from users having trouble and help them 

solve the issue. Also, answers email with user 

issues. 

29:00 

Support 

personnel 6 

Works in the service desk, answers phone 

calls from users having trouble and help them 

solve the issue. Also, answers email with user 

issues. 

50:06 

Support 

personnel 7 

Works in the service desk, answers phone 

calls from users having trouble and help them 

solve the issue. Also, answers email with user 

issues. Responsible for correctness of order 

lists and registry care 

16:15 

 

3.4.4. Observations 

During the two weeks at site, several meetings of different nature and at 

different levels were attended. Work in the service counter (exchange, new units 

and complaints area), co-listening in the service phone and placing orders are 

examples of activities carried out by the researcher during the visit at the 

organization. In addition, an education in IT security of two hours were 

attended. The observations were not noted in front of the guides during the 

different activities but was written down afterwards. This was done to not affect 

the persons guiding by telling them what was worth noting or if something was 

of particular interest. The notes were later collected and compiled in a 

document.  

3.4.5. Minutes and documents 

To add additional data points to create a holistic view and trustworthiness, 

meeting minutes and governing documents were studied. The minutes were 

from meetings of the service team, where they had documented activities and 

issues for every week tracing two years back. The main focus of these minutes 

where the service team’s issues and goals. The governing documents for the 

service team was also shared so that they could be included in the research. 

Other goals were shared in form of presentations during meetings (where the 

presenter did not know that the researcher was attending in advance). The goal 
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shared at meetings was both explicit and implicit and set a tone of where the 

organization is heading, adding another data point in the triangulation process.  

3.5. Data analysis  

The data analysis takes inspiration from grounded theory as the research aims 

to make a conceptual analysis in a previous unexplored setting. Grounded 

theory coding sets out to understand human behaviours, explain processes in 

the data and provide flexible and durable research and analysis that future 

researchers can develop and refine (Glaser & Strauss 2017).  

The interviews were recorded during the interview sessions for all participants. 

The interview material was then transcribed. The transcribed data were then 

coded line by line to examine each response thoroughly and to state an analytic 

approach towards the data (Charmaz 1996). After the initial examination, the 

data fell in to three main categories; artificial intelligence, organization and future. By 

utilizing open coding (StatisticsSolutions 2018) themes emerged from the data. 

The data in the three main categories was then divided into subcategories 

displayed in Table 3.   

 

Table 3. Shows the subcategories that emerged from the three main categories: artificial 

intelligence, organization and future. 

Order Categories 

High Artificial intelligence 

Organization 

Future 

Low Usability and future of artificial intelligence in general 

Usability and future of artificial intelligence in their work 

Perceptions about their overall IT development 

Areas of improvement 

Organizational obstacles 

Perceptions of their own work role 

Innovations  

Perceptions about the future 
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When the data had been divided in to the subcategories, patterns and recurrence 

appeared. During the coding of the interview data, field notes and notes taken 

directly after each interview was reviewed to help the researcher better 

understand the respondent’s answers and make better interpretations of 

perceptions expressed during the interview (Charmaz 1996). Observational 

notes were also added to the interview data and used to support or discard 

possible relationships as a mean of triangulation (see section credibility) 

(Golafshani 2003). Notes taken at the facilities during the data collection was 

utilized when recognizing processes taking place within the organization to 

provide a deeper understanding of organizational procedures and habits.  

The data was then compared to the theoretical framework to a find basis for 

conclusions (Dubois & Gadde 2002). When themes occurred in the data 

collection that could not be explained by the previously set theoretical 

framework, previous literature were reviewed, and the framework were 

complimented (Dubois & Gadde 2002; Charmaz 1996). Several iterations 

between the collected data and previous research was conducted (Dubois & 

Gadde 2014). 

3.6. Trustworthiness of research  

The number of interviews was delimited to seventeen as there was only one 

researcher conducting the study, time was also restricted to 20 weeks which 

resulted in necessary delimitations when collecting and processing the data. The 

wide range of different work roles and experiences covered in the interviews is 

however considered to contain an adequate amount of data as the study is trying 

to deep probe in to the phenomena rather than doing a wide stretched study. 

This to not describe everything but rather single out the core issues (Dubois & 

Gadde 2014).  

In qualitative research, there is an ongoing discussion of how to obtain 

reliability, validity and trustworthiness of research. In quantitative research the 

research findings should be testable and have the same outcome if conducted 

again by another researcher. A qualitative research result is not repeatable “since 

both subject and researcher changes over time” (Tsang & Kwan 1999, p. 765) 

and that “reality changes whether the observer wishes it or not” (Golafshani 

2003, p.603) meaning that validity and reliability of qualitative research findings 

cannot be tested in the same way as quantitative research findings. Instead 

concepts like credibility, transferability, dependability and confirmability is used to 

ensure trustworthiness of qualitative research (Lincoln & Guba 1985).  
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3.6.1. Confirmability  

To ensure the confirmability of the research, the researcher need to be neutral 

and put preconceived perceptions aside and embrace the research with an open 

mind (Lincoln & Guba 1985). There are only one researcher conducting this 

study and it would have been preferably if there would have been other 

researchers involved in this project. However, as this was the circumstances the 

researcher that conducted this study took precautions to remain neutral. The 

interview questions where open ended questions that were written in a way to 

avoid judgmental words to not affect the respondent. The researcher also tried 

to be as quiet as possible and never expressing own opinions or theoretical 

background at the facilities of the investigated organization. During the coding 

of the data the researcher have remained neutral and have by utilizing grounded 

theory methods let the data constitute the findings rather than applying personal 

prejudices (Lincoln & Guba 1985).  

3.6.2. Transferability 

Transferability means that the findings are transferrable and applicable in other 

contexts (Lincoln & Guba 1985). Qualitative research study complex social 

constructs which could be argued to be obtained in a unique context (Oliver-

Hoyo & Allen 2006). Lincoln and Guba (1985) therefore suggest researchers to 

provide thick descriptions, enabling other researcher to assess if the findings of 

the research are transferable to other contexts. The method section in this report 

is exhaustive and the finding section provides a rich description of the research 

context, which will aid future researcher to judge if this research could be 

transferred in to theirs.   

3.6.3. Dependability  

Dependability is another way of expressing reliability, i.e. producing consistent 

and repeatable findings. As previously mentioned qualitative findings are nearly 

impossible to replicate “since both subject and researcher changes over time” 

(Tsang & Kwan 1999, p. 765) and that “reality changes whether the observer 

wishes it or not” (Golafshani 2003, p.603). Dependability therefore needs to be 

established by keeping records of all phases throughout the research (Lincoln & 

Guba 1985). The research process is well documented and documents such as 

schedules, notes, interview data and correspondence are kept, and can be 

provided if requested by future researchers. Interview recordings are however 
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protected by copyright and needs the respondents’ approval to be released to a 

third party.  

3.6.4. Credibility  

Credibility in research means to create a trust of the findings (Lincoln & Guba 

1985). To ensure the credibility of the research, triangulations were used as a 

method to create a holistic view of the investigated organization. Triangulation 

is a procedure where the researcher collects data from different sources of 

information to eliminate each weakness of every data collecting method by the 

strengths of the other sources (Golafshani 2003; Lincoln & Guba 1985). If the 

data from the different sources convey, it creates validity and reliability to the 

research. In qualitative research, there is a chance that the data gathered from 

different sources may not convey, but rather provide a range of answers in 

which the truth and real insights are among the possible solutions. This also 

creates credibility as the truth can be extracted from the different possible 

solutions. (Oliver-Hoyo & Allen 2006). In Figure 5, the different sources of 

information are displayed and how they all surround and relates the core issue 

of this research. At every corner of the triangle the method used to obtain the 

data in each sub triangle are described.  

 

 

  

Figure 5. Shows which information that was obtained by the different data collection 

methods. The figure also displays how each data set relates to the core issue of the research. 
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4. Findings 

This section describes the findings made during the field study at the organization. This section 

aims to clearly describe the setting, organizational structure and perceptions of artificial 

intelligence, digitalization and technological development in the organization. 

4.1. Research context 

The findings section is introduced with a rich description of the scrutinized organization to help 

the reader to get a good understanding of how the organization is operating. The organizational 

structure and workflow are presented to provide the reader with a context in which the findings 

about perceptions were obtained. The research context is presented to give the findings about 

perceptions of digitalization and artificial intelligence a contextualized meaning, aiding 

understanding and generalizability.  

4.1.1. Organizational structure 

The investigated public organization is governed by another public 

administration who is responsible for monitoring progress and daily operations 

of public organizations in the jurisdiction. The organization has a hierarchical 

organizational structure where the management owns the mandate to approve 

changes and bigger alterations. The top management also has the final budget 

responsibility. The management of the investigated organization have good 

insights in the ongoing projects but has poor insights of their staff’s situation 

and objectives. The management is pushing for its own objectives and tries to 

formulate an overall strategy for future work of the organization, without 

considering other sections objectives.  

Placed in the middle of the hierarchy are personnel involved in different 

projects. The staff consist of project management, system architects, solutions 

architects, procurement responsible, customer responsible and implementation 

responsible. In addition to this staff, middle management, strategists and a 

communicator are involved. This section implements changes, creates service 

packages and prepares for new implementations. The section works closely with 

their customers (other public administrations) project managers and tries to find 

solutions for their needs. There are several administrations that requires the 

organization’s help and has throughout the years built a strong relationship with 

the investigated organization. The project segment at the organization has the 

power to influence the customers to take a step forward and implement new 

technological solutions.  
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In addition to these first mentioned segments, the organization also provides 

their customers with technical support. The support team aids users calling (or 

emailing) and helps them with their issues. Examples of common issues are 

resetting passwords and helping users install computer programs by using 

remote desktops. The support team is also responsible of handling phones and 

tablets and has therefore a counter at their facilities where the users can come 

and get aid, leave their phone for a repair or returning an old phone before being 

handed a new one.  

Figure 6 demonstrates the workflow of the investigated organization. The 

customer project manager talks to the customer responsible at the organization. 

The customer responsible informs the project group who then creates and 

implements the solution as the customer specify it. Some member of the project 

group informs the middle management of the impending change who in turns 

inform the support team. Sometimes the project participants inform the support 

team directly. The support team then aids the end users with technical issues. 

 

 

Figure 6. Shows the workflow of the investigated organization. 
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4.1.2. Information flow 

The managers require to be informed by their staff as they need to get a hold of 

information to be able to adapt resources accordingly. The managers are 

passionate about their work and are working hard to keep the organization 

competitive. During the interviews, several participants referred to their 

customers as silos which avoids interaction with each other. The customers 

would benefit from cooperation since less resources would have to be spent on 

tailored solutions. The interview participant highlighted how their customers 

resources could be better used if they could agree on a general solution as many 

of their issues conveyed with issues experienced by other administrations. The 

investigated organization do however not realise that they are operating in the 

same way as their customers, lacking shared information between sections. Each 

layer in the hierarchy are separated from the others in terms of information. 

There are only small and narrow channels in which information might be shared. 

These channels consist of less than a handful of people sharing information., 

see Figure 7.  

 

As there are a hierarchy, information tends to flow downwards but struggles to 

reach to the top (see Figure 8). There are many ongoing projects that involves a 

lot of resources, both monetary and staff. The project leaders of these projects 

are responsible to inform the management as well as the support team of 

changes. The management need to keep up with all projects, and at the same 

time perform when doing their work. This means that the management need to 

Figure 7. Illustrates how the different segments in the organization is divided. The black 

lines illustrate information barriers and the small gaps illustrates the narrow channels in 

which information flows.  
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prioritize their time between projects, and in practice this means that some 

projects withholds more attention than others.  

There is also a common perception that the service team is not equally 

important as other teams, resulting in a reluctance to share information to this 

segment. The support team have a daily communication with the users and 

receives their perspective on different implementations. The support team also 

possesses great user knowledge and they usually knows beforehand what will be 

problematic for the end users when a new implementation of a service package 

or an update is implemented. Sometimes the project group fails to inform the 

support team before engaging a new service. The support then quickly needs to 

adapt to the storm of support issues due to the change. The support team has 

pushed for better communication and has been granted to have representatives 

attending some of the meeting so that they will get a heads up on new releases. 

These representatives are the same two people with no rotation in the staff 

attending these meetings. The support is not involved in the development of 

service packages and is not able to contribute with valuable user perspectives. 

The project segment sees no reason why they should bring support members to 

start up meetings, as they are considered as unqualified. The user perspective is 

therefore lost and translates in a lot of extra work for the organization as 

implementation of technology rarely is without hiccups. Removing the user 

perspective from the equation when creating the change results in more setbacks 

than necessary.  

The top management has no contact with the support team and therefore does 

not understand their situation. The support team is not a prioritised team and 

therefore have no direct information channel to the top management. Due to 

this lack of communication between management and the support team, the 

support team does not understand the situation of the management. Two parties 

not sharing information and a mutual understanding, also do not share goals 

and perspectives. This makes it very hard for the management to reach their 

goals, both social and technological.  

There is no empowerment of staff which means that all middle managers need 

to inform and request resources from the top management, making the top 

management situation very stressful as there are many actors needing attention, 

support and resources at the same time. The top management also need to push 

their information downwards the organization to keep everyone on the same 

page and strive in the same direction. The middle management are doing the 

best they can to keep themselves, their teams and their boss updated of projects 
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and current issues. This seems somewhat unnecessarily since the information 

could flow in other channels as well, not only through a few managers and 

representatives.  

4.1.3. Agility of the organization 

The organization is driven by revenue and is free to do as it pleases with its 

resources. The organization has ongoing commitments towards its customers 

like a private company. The customer is free to choose another supplier of IT 

service and the organization therefore needs to balance their own objectives 

with their customers objectives. The investigated organization is providing what 

they refer to as service packages, on requests of their customers. Occasionally 

the investigated organization constructs packages that they believe will have a 

demand in the future. The investigated organizations customers are other public 

administrations, with their own staff and a limited budget. The customer staff 

are like any business customers with their own priorities and opinions. It 

therefore takes time to build the level of trust required to suggest new and 

innovative solutions to the customer.  

Each section (management, project participants and support team) has a 

mandate to reorganize itself and its processes if they can continue delivering 

continuously to the customers. However, each section does not have budget to 

dispose but needs to make a request to the top management for extended 

resourced. This results in that the previously mentioned liberty is restricted by 

the willingness of the management. 

Figure 8. Shows how information flows in the investigated organization. Information and 

directives are pushed by the management to the two segments below. Information is 

struggling to reach all the way to the top. 
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During the interviews, several innovative ideas and improvement suggestions 

came to light. An established routine of how to handle innovations is however 

lacking within the organization. The investigated organization is keen on 

processes and there is no reason why a process for improvement suggestions 

has not been established. According to one of the respondents the result of an 

idea is depending on the person handling it. This imply that there are driven 

persons with more influence than others who can make change happen. The 

power to do changes are not equally distributed throughout the organizations 

employees, meaning that some of the ideas will never be realized because it came 

from the wrong person. There also seem to be a lack of shared understanding, 

as colleagues and mangers can’t visualize the benefits of some the improvement 

suggestions that requires bigger alterations. The organizations staff claims that 

they don’t fear change, but when push comes to shove they step back and 

hesitate to take the leap. If a customer requires a change the organization goes 

through with it, but if the initiative comes within nothing happens. And when 

internal change is happening it is very slow and several years behind. 

4.1.4. Policy 

The investigated organization consider themselves as a service organization and 

is keen to supply their customers with good and sustainable IT solutions. During 

the interviews and observation, the catchwords “We work for the citizens” were 

repeated by several employees from different segments in the organization. The 

researcher got the impression that the employees really meant this and worked 

by it. There was an atmosphere of good intentions and a well-established service 

mindset. The employees are actively working to satisfy their customers. When 

the researcher asked if they never lost their temper or got upset with their 

customers, all employees looked wondering and argued that they work for their 

customers and will do anything to provide them with the best possible service. 

The researcher believes this to be true. The organization are unified in this 

perception. 
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4.2. Perceptions 

The section presents the findings of the organizations perceptions about artificial intelligence, 

digitalization and technological development in the organization. 

4.2.1. Perceptions of artificial intelligence 

Few of the respondents had previously encountered artificial intelligence 

through the organization. Some of them thought the reason for not have been 

introduced to the technology was that the organization has not come that far in 

the implementation process. About half of the respondents had read about 

artificial intelligence in their leisure time and therefore had some knowledge of 

the technology. The researcher therefore added an interview question to clearly 

define what artificial intelligence means to each of the respondents.  The 

participants varied when describing what artificial intelligence are to them. Some 

of the answers is shown in Table 4.  

The span of definitions given by the respondents is good to bear in mind when 

reading the following section as a wide spectrum of perceptions of artificial 

intelligence affects the respondent’s answers. Very few of the respondents had 

a definition of artificial intelligence that converge with the definition used in this 

report. No respondents were informed of any definition or information about 

artificial intelligence from the researcher prior to the interviews.  

 

Table 4. Shows some perspectives given by the respondents during the interviews. 

Respondent definition of artificial intelligence 

“A boot/smart search engine.” 

“Some sort of smart robot or computer that can manage human tasks.” 

“Algorithm programmed to solve problems and be self-instructive.” 

“Smart gadgets that aids the user with real-time information, like goggles 

measuring distance and add filters.” 

"Consists of two steps. 

1. The ability to use information available to calculate smart conclusions 

based on criteria's. 
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2. By utilizing neural networks be able to draw experience from previously 

decisions and learn and improve itself." 

”Can make conclusions of its own. Something that can learn from behaviours.” 

After giving their general definition of artificial intelligence, the respondents 

were asked to express how they feel about artificial intelligence in general. Most 

of the participants were positive towards the technology, but some respondents 

had objections as they were not sure of what the technology can or cannot do 

and if it would eventually take their jobs. Table 5 shows a summary of each 

response obtained from interview question 11, What do you feel about the evolution 

of artificial technology in general? (see Appendix). The responses in Table 5 shows 

answers that are reflecting issues about the technology discussed in media. 

Issues like unemployment, digital alienation, security/trust issues and 

unmatured technology where common themes. When asked about the general 

development about artificial intelligence most respondents tended be futuristic 

and dystopic in their answers with little analysis of the current situation. The 

answers lack recognition of user benefits and practical areas of implementations. 

The answers shown in Table 5 indicates difficulties to comprehend and process 

the concept of artificial intelligence.    

 

Table 5. Shows a summery from each respondent’s answers when asked about their general 

perception about artificial intelligence.  

Participant number What do you feel about the evolution of artificial 

technology in general? 

1 Sees it as a support in the daily life but do not want 

cognitive technology, just want the aid. 

2 Little skeptical about the security when everything is 

connected. Think it could be a good assistance. 

3 Think that AI is something for the future, technology 

tend to not work and creates issues. 

4 Little sceptical of what AI might bring to the future, 

will it take my job? But sees some handy areas of use 

as well. 

5 Hopeful about the technology if it is used within 

reasons. Struggles with imagine practical use of it. 
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6 Sees some potential but also recognize the risks. Are 

skeptical but also with some confidence in the future. 

7 Sees the benefits with the technology but think that 

the social risks and unemployment is greater. 

8 Are positive towards the technology and think it is 

useful. 

9 Are positive towards the technology if you remove 

the sci-fi aspect (do not like the cognitive and 

independent part). 

10 Are skeptical towards the technology, might be good 

but it probably is not flawless. 

11 Are positive towards the technology but are aware of 

the social implications it might bring like digital 

alienation. 

12 Are positive towards the technology, thinks that the 

benefits will outweigh the ethical aspects after the 

first initial transition. 

13 Skeptical, might be good in the future. Have not 

thought about it so much. 

14 Carefully optimistic, think it is the future but don't 

really know what the technology is, also considers 

the ethical aspects. 

15 Optimistic but think that you should think before 

implement it, not do it because you can. 

16 Optimistic and are looking forward seeing what will 

happen in the vehicle industry, like self-driving cars. 

17 Optimistic but don't know how people will feel about 

working with robots with AI interfaces. Don't think 

the technology is yet mature enough to take over 

white collar duties.  

When the interview participants had reasoned about artificial intelligence in 

general, the researcher directed the interview towards interview questions about 
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implementing artificial intelligence in their work. The participants were asked to 

tell how they thought artificial intelligence could be an aid to them in their work. 

The answers are compiled in Table 6.  

There are differences in the answers from the ones shown in Table 5. When the 

topic came closer to the respondents’ work, the answers became more divided. 

The respondents either saw no user benefits or did recognize areas of 

implementations (but would like to try it first). The answers indicate a fear of 

replacement and some respondents found it much easier to talk about an 

implementation when mentioned in terms of other people’s jobs, and not their 

own. Some respondents lacked a clear definition of artificial intelligence but had 

practical issues and areas of implementation.   

 

Table 6. Shows a summery from each respondent’s answers when asked about if they 

thought artificial intelligence could help them in their work. 

Participant number Do you think artificial intelligence could help 

you with your workload?  If so, how? 

1 Think this is good and sees it as a great help. 

They can get rid of many boring static tasks. 

Thinks a lot in terms of automatization, with a 

small touch of AI. 

2 Very positive. Would like to use it for 

automatization and help create basis for 

decisions. Think that their users could be 

positive to an AI interface but there needs to be 

an option to speak with a real human. 

3 Sees no use with it. Think some automated 

processed could be good. Would like some better 

technological tools but not something flashy like 

AI. 

4 Think that AI is something for the future but is 

worried to be replaced. Would very much like 

some processes to be automatized as they are "so 

boring" 
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5 Think that AI is good and could help them make 

things more efficient.  Thinks that many at the 

workplace is worried to lose their jobs if an 

implementation would happen. 

6 Sees possible implementations in other 

administrations but can't visualize how it can 

help them. Do not understand how AI could help 

them provide data and help when make 

decisions, people need to do that. 

7 Positive about implementing AI in the service 

team but drifting of topic when it comes to 

implement it in the own work. Positive to AI, 

think it can help people to think bigger, faster. 

Thinks that AI can replace everyone in the 

service team, “we can't let ethical issues stand in 

the way of progress”. 

8 Positive about getting help by AI when working, 

but do not wish to be replaced. Think that they 

should automatize some processes to be more 

efficient, even when liking to do monotone 

tasks.   

9 Positive but would like to try AI first, think it 

would be good as an aid and think it would help 

to free time to solve harder issues which is 

considered to be more fun. 

10 Positive towards an implementation, would like 

it to take the first wave of incoming calls and 

sort them in to categories.  

11 Positive and think it can help by providing data 

for decision making, would also be very good 

combined with BI when creating basis for 

decision.  

12 Positive, think it will improve the work capacity 

and will help to take better decisions faster. It 

will also make the work more fun. 
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13 Skeptical, can't see the benefits of AI. 

14 If it could help to become more effective when 

working, it is positive. Otherwise it is not 

something that the respondent needs. 

15 AI could help gather information to base 

decisions upon but has mostly thought of it in 

terms of help to the support team. 

16 Think AI would be very good and that it would 

free time to do more fun tasks. 

17 Positive, think it could help a lot. 

 

The respondents showed a lack of understanding of the technology and 

frequently asked for practical examples during the interviews. Many participants 

were willing to try to implement artificial intelligence in a near future if they 

could be shown a readymade solution for their needs. Other participants were 

also positive but would like to see another public administration implement the 

technology first to be able to evaluate the result for themselves.  

One of the customers of the investigated organization is currently trying to 

implement a clerk robot as an automatization of an already existing work 

procedure, freeing human workforce to do more qualified tasks. The 

respondents that knew about this robot thought of the robot as an unnecessary 

step, as a machine does not need an interface designed for humans. The robot 

could just as well have been a computer program, excluding the robot from the 

equation. However, all the interview participants who knew about the robot 

thought it showed initiative and innovation skills and inspired the employees to 

do something new of their own. The robot and self-driving cars is tangible 

examples that most respondents could relate to. The interviews showed that 

tangible examples are facilitating for the respondents to understand practical use 

and benefits and enables the respondents to make an own evaluation of the 

technology.  

The responses were not all positive towards artificial intelligence and issues such 

as changes in the world economy, unemployment and digitalized alienation was 

the most common reason why the participant would not like artificial 

intelligence to be implemented at their workplace, even less in their own work. 
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The aforementioned issues were elaborated by all respondents during the 

interviews with no influences by the researcher, indicating that these are 

important issues for many people. Examples of questions revolving these issues 

expressed by the respondents where: 

“What will happen with those who will fail to adapt to this new high-tech environment? “  

“What will all these people who will lose their current job do when they are replaces by machines 

and artificial intelligence?” 

One of the manager expressed:  

“We as a public organization with a substantial number of employees have a responsibility to 

protect these people’s employment but also use public funds in an effective way” 

However, the respondents who could see some user benefits with the 

technology, perceived its greatest advantage as a mean to be more effective in 

their work. One respondent expressed it like:  

“Artificial intelligence technology can help me boost my brain to make smarter decisions and 

be much more effective in my work”. 

The technology was also perceived by some respondents as a mean to free time 

to do more fun tasks instead of doing monotonous and repetitive work. 

However, some of the respondents’ percept repetitive work as a way of clearing 

their mind and had found a comfort in doing the same tasks every day. When 

the researcher asked these participants if there where tasks they preferred but 

did not have enough time to pursue, the answers were mostly yes. When the 

participants then actively got to choose between the monotonous tasks and 

more time to do the things they considered fun and challenging, all participants 

chose to do the task they considered fun instead of the monotonous task. The 

conclusion is thus that claiming repetitive tasks is based on a fear of being made 

redundant, rather than the importance of the task itself.   

When the participants were faced with the question “What would you feel if artificial 

intelligence were to be implemented next week at your workplace?” most of the participants 

was initially sceptical and had objections regarding the trustworthiness of the 

technology. They have all experienced less successful implementations and all 

respondents where realistic when they discussed possible problematics of the 

implementation. One respondent said:  

“There is a tendency to have unrealistic expectations on technology and its capabilities”  
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meaning that implementing new technology will not solve all problems. Due to 

a lack of familiarity with the technology, most of the respondents, including the 

managers, did not know what the technology can or cannot do and therefore 

felt obligated to have a restricted expectation on the technology. 

4.2.2. Perceptions of digitalization 

The organization is currently updating all its customers IT platforms including 

their own, which have been a massive workload, but is near to be completed. 

The organization has also worked to extend the internet connection to all 

municipal locations in the municipality. Access to the internet is a prerequisite 

of IoT (internet of things), and this indicates an early understanding of what 

technological devices will be requiring in a near future. The organization is 

involved in several networks with focus on new technology. These networks 

consist of other public administrations (both national and international), private 

companies, organizations and the local university. They participate in these 

networks as a part of their external environment monitoring. The management 

have also attended several conferences and workshops regarding digitalization 

and the introduction of smart things.  

Much information is already digitalized, and continued work is done to 

transform information on paper to digitalized information. The introduction of 

GDPR (law of data protection regulation, that will be active 25 of May 2018 

(Dataskyddsinspektionen (2017)) has forced progress in classification of 

information and a review of data stored in different systems. The introduction 

of GDPR and current data assaults has also forced the organization to speak in 

terms of data security as an important aspect that is included from the beginning 

of a project and not as before, added on afterwards. Data security is new to the 

organization but lots of resources are poured into projects to strengthen this 

aspect. By digitalize data and security classify it, the organization has taken an 

important step to prepare for future technology. A digitalization strategy is 

currently being developed and will as soon as it has been approved be translated 

to reality. Resources is already being mobilized and are ready to start to work in 

a few month. 

There are however divided opinions of how far the organization has come in 

their digitalization process. As the digitalization strategy has not yet been 

presented in full to the organization, most of the participants did not know how 

the organization will continue to work with digitalization and what the long-

term objectives are. All participants were positive towards the ongoing 
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digitalization process and thought that it is good for the organization to try to 

keep up with the rest of the society in terms of technological solutions. Most 

participants however perceived that the process is going to slow and could go 

much faster. Not all respondents felt included in the digitalization development 

and would like to contribute more than they currently do. When the 

digitalization strategy is presented, the organization could become more united 

in their perception about their own digitalization progress, if every staff member 

is involved.   

4.2.3.  Perceptions of technological development in the 
organization  

During the interviews it was clear that the organization suffers from a poor 

information system. Lack of unconstrained communication between sections 

and even between people within the same section has created a feeling of “us 

and them”. There also appeared to be a clear hierarchy that prevents the staff 

to take initiatives as it is “not my job” or “nobody listens to my ideas” mentality 

among the staff. All staff has a common policy to serve their customer in the 

best possible way and are working hard to do so, this seems to be a shared 

objective. The segments in the organizations does not realize that the workload 

would ease if they became better at communication.  

There is a fear of failure that inhibits creativity and it is unfortunate as the 

researcher picked up several improvement suggestions that the researcher 

consider has great customer and organizational value. The request for a BI 

(business intelligence) system is one of those improvement suggestions which 

would relive staff and free time to do more with the same amount of resources. 

The BI system could help the employees with pricing, creating invoices and even 

facilitate basis for procurements, which can become very costly if done wrong.  

Another suggestion mentioned during the interviews was module-based 

solutions. Instead of creating new services for each customer, a service package 

would consist of building blocks where the customer can choose which blocks 

they would like and be able to scale up and down the size and complexity of the 

solution depending on the customer’s needs. By having standardized building 

blocks and processes, the organization would be able to implement services in 

a much more rapid pace and by this being more competitive. 

The lack of a BI system and module-based solutions are rooted in lack of 

understanding of the technology but also depends on different priorities 

between sections in the organization. Several respondents expressed a 
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frustration as initiatives often came to nothing as colleagues and management 

would not take the time to genuinely discuss technological improvements.  

Internal technological improvements are by the response from the interviews 

not a prioritized subject. This is reflected by the few people working with 

external environment observations. As little resources are spent on monitoring 

the external environment there is limitations to what the organization can 

perceive from its surroundings. The respondents working with external 

environment observations has however recognised the change in technology 

and think that the organization and the municipality should educate themselves 

about the area and try to work with the available technology and not resist it. 
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5. Discussion 

The research conducted at the public organization has focused on 

understanding how the organization perceive artificial intelligence and 

digitalization. The findings have shown that the organization is reactively 

adapting to its surrounding (Chen et al. 2012). The organization is operating 

accordingly to customers’ demands and external regulations like GDPR and 

other legal frameworks. Change of IT platforms, extended internet coverage 

and classifying data are actions made due to initiatives taken by the surrounding 

context. The organization is trying the best they can to keep up with the 

technological development but are holding back internal innovations that could 

help them in their daily operations. Suggestions to implement a BI system, 

module-based offerings and small-scale automation that will increase the 

organizations efficiency are not taken seriously. The internal resistance to 

change are causing the organization to be unsusceptible to external 

developments. Insufficient monitoring of the external environment is also 

affecting the quality of the services the organization are providing since new 

options are not investigated.  

The organization is at an organizational level reactive towards adaptation of new 

technology. On an individual level, many of the employees have a proactive 

mindset and is keen on change (Chen et al. 2012). Many of the interview 

participants from all segments investigated, had improvement ideas, some more 

innovative than others, but would like to actively guide their customers instead 

of letting the customers lead them i.e. work more proactively (Chen et al. 2012; 

Hrebiniak & Joyce 1985).  

When discussing artificial intelligence many of the respondents did not know 

what it is or what it can do. Many respondents asked for practical examples of 

implementation to assess to user benefits. Self-driving cars or robots aiding 

elderly people were tangible examples that the respondents could have an 

opinion about. When asked about artificial intelligence on a general level most 

respondents became dystopic and careful in their approach towards the 

technology. On a closer level relating to their work, the topic became more 

tangible and the opinions more polarized.  

Unemployment and digitalized alienation are big issues concerning the 

sustainability of the technology. Is the technology in a distant future going to 

replace all human labour, putting groups without means into poverty? Or is the 

future technology going to result in more equal distributions of wealth? Even if 
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the technology has many areas of applications as medicine (Ramesh et al. 2004), 

environmental improvement (Croke et al. 2007) and efficiency (Frey & Osborne 

2017) resulting in better turnovers, the social implication is an issue that all 

companies choosing to implement artificial intelligence must deal with to 

achieve an equilibrium of the three P’s (Hammer & Gary 2017). If the 

technology is going to be a part of the future, the social aspect needs to be 

considered and this research shows that the respondents already has this 

perspective in mind when talking about the technology. Solutions to these issues 

are going to affect companies and organizations approach towards the 

technology. Massive unemployment is discussed in the research (Frey & 

Osborne 2017; Autor 2015) about the technology and empirical experiments are 

testing different solutions, for example citizens pay (Henley 2018) but research 

findings have yet not been published. 

The technology is advanced, but the developers have according to this research 

failed to explain the customer benefits. Nobody of the respondents knew what 

was available on to market in their field of work or why they should implement 

it. The lack of knowledge of the market situation is partially the organizations 

fault as they have poor external environment observation, but they cannot be 

the only organization being reactive instead of proactive. The suppliers of the 

technology could become better at explaining how the technology could benefit 

each customer. Currently the organization has not been approached and are not 

keen on investing in technology which according to them, has little benefits and 

lots of social dilemmas to process.  

Artificial intelligence has previously only been research without an 

organizational context but rather in sterile environments focusing on 

technological features (LeCun et al. 2015; Schmidhuber 2015; Tarran & 

Ghahramani 2015 etc.). The concept has also been analysed in general terms 

with focus on a distant future (Autor 2015; Frey & Osborne 2017). What this 

research have discovered is a lack of a general understanding of the technology, 

which the researcher considers not to be a surprising finding as the research of 

a common definitions is so inconclusive. The research has however discovered 

the result of such inconclusive research of artificial intelligence has resulted in a 

lack of ability to think small scale and on a close-level for the organization. The 

organization therefore finds it difficult to adapt to such technology. 

This research discovery means that for a reactive organization with a substantial 

social responsibility, the technology is having little perceived value and is not 

likely to be implemented soon. This research also suggest that previous research 
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have failed making this topic relatable resulting in a more difficult adaptation 

process for organizations.  

5.1. Managerial implications 

The organization has not begun to implement the technology and therefore 

have not processed the issues on an organizational level. The researcher 

however finds the organizations position to be generalizable and that the finding 

might help other organizations understand how this technological change is 

affecting them. This research suggests managers about to implement artificial 

intelligence technology, to first try to understand what the technology is about. 

This is missing in the investigated organization and have made it harder for the 

organization to address the matter. Secondly the organization needs to break 

each complication into small pieces and making examples that is closely related 

to the organization instead of trying to think fifteen years ahead or how the 

technology is going to affect the world. This research has shown that relatable 

examples provides a more versatile perspective and helps employees to grip the 

technology and process how it will affect them. By analysing artificial 

intelligence technology on a close level are much likely to facilitate the 

adaptation process towards the technology. 
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6. Conclusion  

The organization lacks knowledge about artificial intelligence and each 

respondent had their own perception of what it means to them. The 

respondents tended to be futuristic and dystopic in their argumentation when 

asked about artificial intelligence in general. When the technology where applied 

to tangible examples closely related to the respondent’s work, the answers 

become more polarized. The researcher therefore concludes that artificial 

intelligence as concept is hard to grasp but tangible examples facilitates 

understanding.  

No respondent was able to discuss the technology without mentioning social 

sustainability aspects such as unemployment and digital alienation. The 

researcher therefore argue that sustainability is closely connected with artificial 

intelligence and should be applied as perspective when analysing future research.  

The organization has a reactive approach towards technological change and an 

explanation might be that fear of failure inhibits internal innovations and 

change. The researcher argues that the adaptation process towards artificial 

intelligence would be facilitated by an increased information flow. The 

researcher also argues that the research setting should be thoroughly analysed 

as the context might have a big impact on how other organizations are adapting 

to artificial intelligence. The importance of understanding the surrounding 

context when researching artificial intelligence justify the organizational 

perspective. Adaptation is in this study argues to be an important aspect when 

analysing how the technology of artificial intelligence is affecting the 

organization. 

The organization is unmatured in its implementation process and needs to 

process different aspect of the technology on an organizational level before 

beginning an implementation. The findings have shown that inconclusive 

research about a general definition has resulted in a lack of ability to think small 

scale and on a close-level for the organization. The organization therefore 

struggles to comprehend and to adapt to the technology and thereby risks being 

outmanoeuvred by competitors able to adapt faster.  

6.1. Limitations and future research 

The research of this report was conducted during a period of 20 weeks and with 

limited resources. The researcher of this report worked alone, which means that 

the research had to be delimited to be manageable during the short period of 
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time. The researcher has tried to the best of her ability to create a solid 

theoretical framework that future researchers can be inspired by. As the joint 

research area of organizational theory and artificial intelligence is new, the 

researcher expects future researcher to develop and reformulate the framework 

to better suit new findings. 

Interesting future research would be to follow the investigated organization over 

time to monitor the development of technological adaptation and record 

changes. A further step of research would be to investigate more organizations 

as a substantial amount of data is required to fully understand this phenomenon. 

It would also be interesting for future research to do a comparison between 

adaptation of artificial intelligence in a high-tech company versus a low-tech 

company, to identify possible key aspects of why some organizations are early 

in their adaptation process and others is not. It would also be interesting to do 

a long-term study to investigate if an early adaptation of artificial intelligence 

actually is a key feature to succeed on the future market. The main goal of this 

and continued research should however be to establish an empirical based 

framework on which managers can rely on when making strategic choices for 

their businesses. 
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Appendix  

The following text is the interview guide used during the interviews. Cursive 

text is explanations for each set of interview questions. The interviews followed 

McNamara’s (2009) eight principles to ensure the credibility of the research and 

to show sincerity and respect towards the interview participants. 

 

1. Chose a calm and non-disturbed interview setting. 

2. Convey the purpose of the interview to the respondents. 

3. Address terms of confidentiality. 

4. Explain the format of the interview. 

5. Convey the duration of the interview. 

6. Explain how to get in touch after the interview.  

7. Ask respondents for their questions before starting the interview. 

8. Recording the interview as the memory might fail later.  

The interviews were held in Swedish, so minor changes could occur in the 

translation of the interview questions. The following interview questions was 

asked:  

The first set of questions (question 1-5) are biographical questions designed to get to know the 

respondent and state initial facts. Starting with easy questions also make the respondent relax 

and helps to build confidence towards the interviewer (Turner III 2010).  

 

1. What is your name? 

2. How old are you? 

3. What is your education?  

4. What is your work role? 

5. What is your current work task?  

The next set of questions (questions 6-8) are designed to make the respondent think about 

their work situation and how the respondent perceives the organizational use of technological 

tools. These questions help the researcher understand the current situation but also help the 

respondent to start thinking in terms of work situation and technology. 

 

6. How do you experience your work load today? 

7. Could your job be made easier and/or more interesting? How? 

8. Do you feel that your organisation is developing its use of technical tools?   

Questions 9-15 focuses on finding out how much the respondent knows about artificial 

intelligence and how they perceive it. The questions also make the respondent separate the 

technology for private and professional use to see if there are any differences in argumentation. 
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9. Are you familiar with terms like Artificial intelligence? 

10. Could you explain what artificial intelligence means to you? 

11. What do you feel about the evolution of artificial technology in general? 

12. Do you think artificial intelligence could help you with your workload? 

How? 

13. Have your organization introduced you to AI solutions? Why/why not do 

you think? 

14. Do you think that the organization has begun the work towards utilizing 

new technology that needs less human assistance? 

15. If AI where to be implemented at your workplace, how do you feel about 

that?  

The final set of questions (question 16-18) are designed to make the researcher understand 

how the respondent perceive the future, shared objectives, and preferred work. These questions 

are asked to give the researcher an understanding of what the respondents think of the future 

and how to get there. The questions also reveal what direction the respondent would like to go 

in the future.  

 

16. How do you imagine this workplace to be in 15 years?  

17. How do you think the organization is going to work to reach their future 

technological goal? 

18. What would your desired future in terms of work be like? 

 

 

 





 

 

 


