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Point 1: Al use is no longer hypothetical, science fiction.
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Using Al?

People often say “using Al" as if they were referring to using a tool, like a stapler. But..

@ People know when they are using a stapler.
@ Understanding the inner workings of a stapler is not necessary to use it.

@ Stapling is monolithic with a consistent meaning in different contexts.
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@ Stapling is monolithic with a consistent meaning in different contexts.

Managers don't come to work every day and say, ‘I'm going to use Al and ML!
Fiona Tan (CTO, Wayfair)

“Achieving Individual — and Organizational — Value With Al” (Ransbotham et al., 2022)
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“Achieving Individual — and Organizational — Value With Al” (Ransbotham et al., 2022)

Point 2: Widespread use of Al. But wildly varying degrees and awareness.
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0000 =~&

Custom for broad

..with a wide variety Custom for specific
of adoption.

General for business

General for consumers

General products for business

w ? Dynamics 365

79%
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When widespread use intersects with variety? The Long Tail of Al

@ Lots of value in the long tail.
@ Consumer use educates narrow use.

"
Custom Al for many © Technology advances?

organizational functions

Custom Al for specific

organizational functions

Value

Al uses
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When widespread use intersects with variety? The Long Tail of Al

@ Lots of value in the long tail.
Tech shift (e.g., generative Al) @ Consumer use educates narrow use.

-
Custom Al for many © Technology advances?

organizational functions

Custom Al for specific

organizational functions

Value

Al uses

© Ransbotham
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Using? Yes.. Value?

%
64 0 of workers personally

derive at least moderate value
from using Al.
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64 0 of workers personally

derive at least moderate value
from using Al.

These workers are 3 4 times as
likely to be more satisfied in their
jobs as employees who do not get
value from Al.
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Using? Yes.. Value?

%
64 0 of workers personally

derive at least moderate value
from using Al.

These workers are 3 4 times as
likely to be more satisfied in their
jobs as employees who do not get

report significant financial benefits.
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What increases an organization's chances of being in the 11% who get
significant financial benefits?

+2%
Discovering Infrastructure  Talent Strategy Building Aligned Beyond Scaling Knowledge Roles Organizational
Al Al Production ~ Automation Al Learning

and with Al
Consumption
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What increases an organization's chances of being in the 11% who get
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Al Al Production ~ Automation Al Learning
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significant financial benefits?

Lots of attention on these!

Necessary, not sufficient.
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What increases an organization's chances of being in the 11% who get
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+12% +73%

+22%

Lots of attention on these! -
o
Necessary, not sufficient. +12% +39%
. [
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Al Al Production ~ Automation Al Learning
and with Al
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What increases an organization's chances of being in the 11% who get
significant financial benefits?

+12% +73%

+22%
Lots of attention on these!
. 0, o,
Necessary, not sufficient. +12% +39%
1% +21%
+2% 2%
Discovering Infrastructure  Talent Strategy Building Aligned Beyond Scaling Knowledge Roles Organizational
Al Al Production ~ Automation Al Learning
and with Al

Consumption

Point 3: Significant value from Al is difficult.
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What increases an organization's chances of being in the 11% who get
significant financial benefits?

+12% +73%

+22%

Lots of attention on these!
0, 0,
Necessary, not sufficient. +12% +39%

[
+14%  +21%
/\ - / Effect on Jobs?
+3%
+2%
2% 2l — /\\

Discovering Infrastructure  Talent Strategy Building Aligned Beyond Scaling Knowledge Roles Organizational
Al Al Production ~ Automation Al Learning
and with Al

Consumption

Point 3: Significant value from Al is difficult.
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But robots aren't the real worry right now. Two more pressing concerns:

@ Humans using Al will replace humans not using Al.
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Oh no!!l' The robots will take all our jobs!!! @

But robots aren't the real worry right now. Two more pressing concerns:

@ Humans using Al will replace humans not using Al.

that trend will only accelerate. Erik Brynjolfsson (Professor, Stanford)
“Reshaping Business with Artificial Intelligence” (Ransbotham et al. 2017)

I People using Al are starting to replace people who don't use Al, and
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Oh no!!l' The robots will take all our jobs!!! @

But robots aren't the real worry right now. Two more pressing concerns:

@ Humans using Al will replace humans not using Al.

that trend will only accelerate. Erik Brynjolfsson (Professor, Stanford)
“Reshaping Business with Artificial Intelligence” (Ransbotham et al. 2017)

! People using Al are starting to replace people who don't use Al, and

@ In orgs that do not use Al, all jobs lost because other orgs using Al will dominate.

Al: Future and Workforce CDAO Fall 2024 © Ransbotham


https://sloanreview.mit.edu/projects/reshaping-business-with-artificial-intelligence/
https://sloanreview.mit.edu/projects/achieving-individual-and-organizational-value-with-ai/

Oh no!!l' The robots will take all our jobs!!! @

But robots aren't the real worry right now. Two more pressing concerns:

@ Humans using Al will replace humans not using Al.

that trend will only accelerate. Erik Brynjolfsson (Professor, Stanford)
“Reshaping Business with Artificial Intelligence” (Ransbotham et al. 2017)

z People using Al are starting to replace people who don't use Al, and

@ In orgs that do not use Al, all jobs lost because other orgs using Al will dominate.

o 60% feel that Al tools are like a coworker.

Our

research?
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But robots aren't the real worry right now. Two more pressing concerns:

@ Humans using Al will replace humans not using Al.

that trend will only accelerate. Erik Brynjolfsson (Professor, Stanford)
“Reshaping Business with Artificial Intelligence” (Ransbotham et al. 2017)

R People using Al are starting to replace people who don't use Al, and

@ In orgs that do not use Al, all jobs lost because other orgs using Al will dominate.

o 60% feel that Al tools are like a coworker.

Our
research? e 20177 Only 31% fear that Al will do their tasks but 70% hope that Al will.
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But robots aren't the real worry right now. Two more pressing concerns:

@ Humans using Al will replace humans not using Al.

that trend will only accelerate. Erik Brynjolfsson (Professor, Stanford)
“Reshaping Business with Artificial Intelligence” (Ransbotham et al. 2017)

z People using Al are starting to replace people who don't use Al, and

@ In orgs that do not use Al, all jobs lost because other orgs using Al will dominate.

o 60% feel that Al tools are like a coworker.

Our
research? e 20177 Only 31% fear that Al will do their tasks but 70% hope that Al will.

@ 20247 New research coming out November 12t
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Oh no!!l' The robots will take all our jobs!!! @

But robots aren't the real worry right now. Two more pressing concerns:

@ Humans using Al will replace humans not using Al.

that trend will only accelerate. Erik Brynjolfsson (Professor, Stanford)
“Reshaping Business with Artificial Intelligence” (Ransbotham et al. 2017)

z People using Al are starting to replace people who don't use Al, and

@ In orgs that do not use Al, all jobs lost because other orgs using Al will dominate.

o 60% feel that Al tools are like a coworker.

Our
research? e 20177 Only 31% fear that Al will do their tasks but 70% hope that Al will.

@ 20247 New research coming out November 12t

Point 4: Al replacement is not the imminent worry.

https://sloanreview.mit.edu/projects/achieving-individual-and-organizational-value-with-ai/
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But not all is optimistic

Comparative advantage arguments? Weaker if humans compete for resources with Al (e.g.,
energy). Or if Al use exacerbates inequality. Or if individuals get displaced.
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Comparative advantage arguments? Weaker if humans compete for resources with Al (e.g.,
energy). Or if Al use exacerbates inequality. Or if individuals get displaced.

HumanVSMachine ©HumanVsMachine - 30 Nov 2016

"A robot that makes sneakers, can single-
handedly produce 2,400 shoes in eight
hours--a task that would normally require
200 people."
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But not all is optimistic

Comparative advantage arguments? Weaker if humans compete for resources with Al (e.g.,
energy). Or if Al use exacerbates inequality. Or if individuals get displaced.

HumanVSMachine @HumanVsMachine - 30 Nov 2016 HumanVSMachine @HumanVsMachine - Feb 11

1‘|‘F "A robot that makes sneakers, can single- 1‘|’*‘ When the majority of people are out of work
handedly produce 2,400 shoes in eight due to technological unemployment, who
hours--a task that would normally require will buy what the machines make?
200 people." #Automation #Basiclncome
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But not all is optimistic

Comparative advantage arguments? Weaker if humans compete for resources with Al (e.g.,
energy). Or if Al use exacerbates inequality. Or if individuals get displaced.

HumanVSMachine @HumanVsMachine - 30 Nov 2016 HumanVSMachine @HumanVsMachine - Feb 11

1‘|‘F "A robot that makes sneakers, can single- 1‘|’*‘ When the majority of people are out of work
handedly produce 2,400 shoes in eight due to technological unemployment, who
hours--a task that would normally require will buy what the machines make?
200 people." #Automation #Basiclncome

0:12.ml

Al is part of a larger transition from labor to capital expense, from variable costs to fixed
costs, leading to significant benefits from scale.
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Not hypothetical

Amazon Staffing in Fulfillment Centers

Count (millions)

—e— Humans

2014 2015 2016 2017 2018 2019 2020
https://www.theverge.com/2019/5/1/18526092/amazon-warehouse-robotics-automation-ai-10-years-away

https://twitter.com/CBinsights/status/895747298197725184/photo/1
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A huge change over the last 500 days is "which jobs".

~

Most Americans haven’t used
s ChatGPT; few think it will have
a major impact on their job

The debut of ChatGPT has led some tech
experts to declare it part of a “robot revo-
lution.” But most Americans haven't used
ChatGPT, and only a small share think chat-
bots will have a major impact on their jobs.
Even fewer Americans say chatbots will help
work.
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A huge change over the last 500 days is "

Most Americans haven’t used
s ChatGPT; few think it will have
a major impact on their job

The debut of ChatGPT has led some tech
experts to declare it part of a “robot revo-
[ution.” But most Americans haven't used
ChatGPT, and only a small share think chat-
bots will have a major impact on their jobs.
Even fewer Americans say chatbots will help
work.
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which jobs".

ChatGPT use in the U.S. varies widely by
age and education

Among U.S. adults who have heard of ChatGPT, % who
say they have ever used it

Tota! N 24

ven I 29
Women NN 19

rees 1820 [N
3040 NN 2o
soo4 [N 19
65+ [l 5

Hsorless [N 15
some college |G 25
college grad [NNNNEGEGEGEGEGEGEEE 31
Postgrad NN 33

Note: All percentages are based on those who have heard of
ChatGPT. Those who did not give an answer are not shown.
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Tapestry and Marks & Spencer Power E-
Commerce Personalization With Generative

@

Style
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Create professional
videos in 15 minutes

Code Video

Al Coaching

Coach

Engineer
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Create professional
videos in 15 minutes

Write Code Video =

Tapestry and Marks & Spencer Power E-
Commerce Personalization With Generative

ﬁ' Al Coaching
]

Coach

@ v

Style - Engineer

Point 5: Generative tools increasingly effective at knowledge work.
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Create professional
videos in 15 minutes

Write Code Video =

CRESTA

Al Coaching

Style = Coach Engineer

Point 5: Generative tools increasingly effective at knowledge work.

Haryard Find the Al Approach That Fits the Problem You're
Review Tl‘yll’lg to SO'VE Westerman, Ransbotham, Farronato

Leaders everywhere are rightly asking about how GenAl can benefit their businesses.
However, as impressive as GenAl is, it's only one of many data science techniques.
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Concern: We can have Al tools do a ton for us!
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Concern: We can have Al tools do a ton for us!

Awesome!

Tools can remove tedious,
rudimentary, the "dirty, dull,
dangerous," letting us start
ahead.@
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If we don't learn the basics,
can we progress beyond
mediocrity?®
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Awesome! Yikes!
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mediocrity?®
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Concern: All changing very fast.

Al: Future and Workforce CDAO Fall 2024 © Ransbotham &


https://hbr.org/2012/10/data-scientist-the-sexiest-job-of-the-21st-century

Concern: All changing very fast.

Awesome!

We get benefits quickly. We
can quickly correct
problems, like bias, at
scale.®
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Concern: All changing very fast.

Awesome! Yikes!

We get benefits quickly. We
can quickly correct
problems, like bias, at
scale.®

Problems explode before we
know how to handle.®
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Concern: All changing very fast.

Awesome!

We get benefits quickly. We
can quickly correct
problems, like bias, at
scale.®

Problems explode before we
know how to handle.®

Data scientist is the “sexiest job of the 21st century".
Tom Davenport, professor Babson

"Data Scientist: The Sexiest Job of the 21st Century" (HBR 2012)
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Concern: All changing very fast.

Awesome!

We get benefits quickly. We
can quickly correct
problems, like bias, at
scale.®

Problems explode before we
know how to handle.®

Data scientist is the “sexiest job of the 21st century".
Tom Davenport, professor Babson

Is it "Philosophy" for

the next decade?
"Data Scientist: The Sexiest Job of the 21st Century" (HBR 2012)
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Concern: Large technology companies benefit from economic scale.
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Concern: Large technology companies benefit from economic scale.

Awesomel

We get crazy valuable,
expensive tools for little
cost.@
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Concern: Large technology companies benefit from economic scale.

Awesomel Yikes!
Latest NVIDIA Blackwell

We get crazy valuable, will likely cost >30KS.

expensive tools for little
cost.9

We become dependent, with
little control, knowledge,
and agency as individuals.®
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Concern: Large technology companies benefit from economic scale.

Awesomel Yikes!

Latest NVIDIA Blackwell
will likely cost >30KS.

We get crazy valuable,
expensive tools for little
cost.9

We become dependent, with
little control, knowledge,
and agency as individuals.®

"By the end of the decade [1980's] Sabre was running
on over 130,000 travel agency terminals worldwide."
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Thinking about the concerns together...

@ Concern: We can have Al tools do a ton for us!
@ Concern: All changing very fast.

@ Concern: Large technology companies benefit from economic scale

Combining these concerns exacerbates.
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Thinking about the concerns together...

@ Concern: We can have Al tools do a ton for us!
@ Concern: All changing very fast.

@ Concern: Large technology companies benefit from economic scale

Combining these concerns exacerbates.

Point 6: Agnostic + Hidden + Speed + Scale = Trouble.
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Focal points and corresponding questions

@ Al use is no longer hypothetical, science fiction.

o Widespread use of Al. But wildly varying degrees and awareness.

Significant value from Al is difficult.

Al replacement is not the imminent worry.

Generative tools increasingly effective at knowledge work.

Agnostic + Hidden + Speed + Scale = Trouble.
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@ Al use is no longer hypothetical, science fiction.
Is Al a General Purpose Technology?
o Widespread use of Al. But wildly varying degrees and awareness.
Do you use Al? Your team? Your organization? How?
Significant value from Al is difficult.

Al replacement is not the imminent worry.
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Focal points and corresponding questions

@ Al use is no longer hypothetical, science fiction.
Is Al a General Purpose Technology?
o Widespread use of Al. But wildly varying degrees and awareness.
Do you use Al? Your team? Your organization? How?
Significant value from Al is difficult.
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@ Al use is no longer hypothetical, science fiction.
Is Al a General Purpose Technology?
o Widespread use of Al. But wildly varying degrees and awareness.
Do you use Al? Your team? Your organization? How?
Significant value from Al is difficult.
What limits the value your organization gets from using Al?

Al replacement is not the imminent worry.
What are the threats to you and your organization?

Generative tools increasingly effective at knowledge work.
What can generative tools help you with?
Agnostic + Hidden + Speed + Scale = Trouble.
What should we be doing to promote positives, limit negatives?

Al is developing rapidly. “Right” answers evolve rapidly. We need to work together to learn how to use and not misuse.
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MITSlean Al and Business Strategy
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@ Dozens of managerial & executive interviews
® Large (3K+) global survey New Report Coming 12 November
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https://sloanreview.mit.edu/big-ideas/artificial-intelligence-business-strategy/

“Me, Myself, and Al" podcast: 10th Season
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Please listen! Do you have know of an interesting story? Contact me: ransboth@bc. edu.

https://sloanreview.mit.edu/audio-series/me-myself-and-ai/
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