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AI may be transforming organizations, but
uniquely human traits, like emotions, creativity
and self-awareness will never be obsolete.
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Humanity’s struggle to remain relevant in the face
of technological progress or a great, intractable
power is one of the epic themes in literature and
movies. Sometimes, humans stubbornly fight –
and lose; think John Henry and the steam drill.
Other times though, we benefit from accepting the
progress or acknowledging the power, adapting to
it and channeling it to our advantage; think Luke
Skywalker and The Force.
At the risk of seeming melodramatic, you and I
are living this universal struggle right now, in the
workplace. Artificial Intelligence (AI) and adaptive
processes are ushering in a third wave of business
transformation, an era of unprecedented possibility
– and uncertainty – in the early 21st century, just as
Henry Ford’s assembly lines did one hundred years
ago and the widespread adoption of computers in
the workplace did in the 1970’s and 80’s.
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While the assembly line increased production and
lowered costs, it also demanded that fewer laborers
work more hours and fundamentally changed the
nature of the work they did. Computerization and
automation sent productivity soaring but rendered
many back-office jobs obsolete.
Now, AI and cognitive computing automate and
streamline once-prohibitively-complex, timeconsuming big data analysis, providing access
to actionable intelligence in minutes or seconds
instead of days or weeks.

AI is smarter and faster than we are
in an analytic, computational sense.
A human can never hope to match
a machine’s ability to collect and
assimilate data - and data drives
organizations.
Like a factory worker in 1913 or a bookkeeper in
1977, we are caught in an unstoppable wave of
business transformation, and we’re asking, ‘Where
do I fit in?

AI HAS HIT ITS STRIDE IN THE
LAST DECADE AND IS NOW THE
EQUIVALENT OF A HARVARD

800

MBA WITH
YEARS OF
EXPERIENCE AND 24/7 ENERGY

The Three Waves of
Business Transformation

Standardization
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Automation

Adaptation
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PLATO WAS WRONG
No less an intellect than Plato’s would tell you to
take your place behind AI.
In his Allegory of the Chariot, Plato uses a metaphor
– a charioteer driving a team of two horses – to
demonstrate the pre-eminence of the rational mind
in guiding the soul to truth. Put simply, the charioteer
represents the rational mind, while each horse
represents a unique set of emotions and motives,
conflicting with each other and always straining to
pull in opposite directions. It falls to the charioteer to
control both horses and direct the chariot’s progress
toward enlightenment.

Allegory of the Chariot

Taking the liberty of tweaking this allegory to speak to the relationship between Artificial and Human Intelligence
in organizations, the ‘truth’ organizations seek is an optimal decision. Plato would have Artificial Intelligence - the
ultimate rational mind – driving the chariot, with human (emotional) intelligence under the whip, subordinated.

Dare we say Plato was wrong?
University of California, Los Angeles, neuroscientist Antonio Damasio, doesn’t shy away. In his book Descartes’
Error, he takes on Plato’s (and Descarte’s) thesis, which, as Damasio states it, is: ‘when people are at their
decision-making best, rational processing must be unencumbered by passion.’
Demasio studied an individual, ‘Elliot’, who’d undergone brain surgery to have a tumor removed from his frontal
lobe – the emotional center of the brain. After the surgery, Elliot remained highly intelligent, pleasant and
interactive. He was able to converse on the topics of the day and retained all his life’s memories; however, he was
unable to access emotions. Whether he was shown photos of burning buildings, horrible automobile accidents,
children playing or classic paintings, he felt nothing; his state-of-mind remained perfectly neutral. His day-today life was virtually destroyed. Something as simple as deciding where to go to lunch became impossibly
problematic; he’d take hours to decide between a sandwich shop or soup shop, then he’d not be able to make a
decision about what to order once he got there. Damasio believed that Elliot’s cold-blooded rationality prevented
him from assigning different values to different options – no matter how trivial the choice - that ‘his decisionmaking landscape (was) hopelessly flat.’

WITHOUT
EMOTIONS,
YOU CAN’T MAKE
DECISIONS
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He acted as a computer would. Or, rather, he couldn’t act.
Mr. Damasio concluded that emotional intelligence (EI) and decision-making are inextricably tied, a conclusion
with real implications for organizations across virtually all industries and individuals at all levels of those
organizations. Being supplanted by a machine is no longer just an issue for assembly-line workers. The use of
machines that assimilate massive volumes of data and never stop learning is expanding into many front-offices
and even in the practice of law and medicine.

According to studies conducted at Oxford and MIT 50% of jobs – across
economic sectors - will be obsolete in the next 10 years, due to AI. It’s estimated
that AI will create 2.3 million jobs in 2020, while eliminating 18 million.
The tension between AI and EI will only rise as technology evolves, but, taking the lesson Elliot teaches us to
heart, even as the fascination with AI and its obvious benefits grows we must remember to attach equivalent
value to that which makes us uniquely human: self-awareness, judgment, motivation, creativity and empathy. If we
don’t, something fundamental will be missing.

45%

OXFORD RESEARCHERS SAY THAT 			
OF AMERICA’S
OCCUPATIONS WILL BE AUTOMATED WITHIN THE NEXT 20 YEARS.
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THE PROGRAMMER’S DILEMMA
Ongoing efforts to develop driverless cars that are
safe for mass adoption provide us with a real-world
lesson about how - in what will be THE showcase
application of AI in our society during most of our
lifetimes - EI is a prerequisite to AI’s success.
Interestingly, the notion of maintaining proper
distance between vehicles via radio controls was
introduced at the 1939 World’s Fair by General
Motors, which projected the technology to be in
widespread use by 1960. Sixty years later, though,
much of the conversation surrounding the driverless
car is still being couched in the future tense; not as
much about what it is now as what it will be.
Progress is certainly underway; most vehicles today
are computers on wheels, and Tesla, for instance, is
collecting data from current drivers of its vehicles
to inform its ongoing driverless car technology
development. The consensus, however, is that full
realization of the ultimate driverless car vision roads teeming with self-driving, fully automated
vehicles - is still decades away. Why?

One of the last remaining obstacles is
an inability to code critical judgments
into computers, safety judgments
humans behind the wheel make every
day, like evaluating the comparative
risk to the driver of swerving off the
road in order to avoid hitting another
car or a pedestrian.

The Trolley Problem
The trolley problem is a thought experiment in ethics.
The general form of the problem is this:
You see a runaway trolley moving towards five tiedup (or otherwise incapacitated) people lying on the
tracks. You are standing next to a lever that controls
a switch. If you pull the lever, the trolley will be
redirected onto a side track and the five people on the
main track will be saved. However, there is a single
person lying on the side track. You have two options:
•
•

Do nothing and allow the trolley to kill the five
people on the main track.
Pull the lever, diverting the trolley onto the side
track where it will kill one person.

Which is the most ethical option?
Beginning in 2001, the trolley problem and its variants
have been used extensively in empirical research
on moral psychology. Trolley problems have also
been a topic of popular books. The problem often
arises in the discussion of the ethics of the design
of autonomous vehicles.
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Another illustration of the limitations
inherent in relying solely on AI is
Amazon and its recent decision to
scrap its machine-learning tool for
vetting job candidates’ resumes.

consistent decisions, but the models themselves
can be complex and opaque. As a result, it can be
challenging to understand the reasons why a model
gave a particular output….if an AI system makes
recommendations based on unknown criteria,
it's much more difficult to trust and explain the
outcomes.”

The company, in an effort to speed up hiring and
eliminate human bias, tested a tool that would mine
the resumes of its existing employees for attributes
its HR department could then use to objectively
screen the resumes of job candidates. It turned
out, however, that the tool was, in fact, perpetuating
existing biases against women. Why? Because men
have historically been overrepresented in the tech
sector and, thus, in Amazon’s existing workforce.
Most of the resumes used by the tool to establish
screening standards were of males.

She provides the example of an otherwise
acceptable loan application rejected because of a
missing credit report. If a bank can't understand or
explain the reasoning behind AI’s decision to reject
the application, the only explanation it can offer is a
highly unsatisfactory one: "The system says no."

Machines are not inherently biased; input
determines output. In this case, humans, using their
EI - awareness and empathy, recognized the tool’s
inherent bias toward men, a bias that had been
unconsciously programmed by humans into the
computer. Ironic, but instructive.
The Amazon example highlights another hurdle for
AI: AI only makes decisions, it can’t explain them.
We humans expect to understand the reasoning
behind decisions, particularly those that affect us.
In an article for Business Insider Ritika Gunnar, Vice
President, Watson Data and AI at IBM, writes, “AI
can undoubtedly help organizations make more

This example, and Amazon’s experience, argue
for the necessity of human intelligence in not only
improving decisions, but increasing confidence in
the validity of those decisions.

9

OUT OF 10 FORTUNE
500 COMPANIES FROM 1955
NO LONGER EXIST.

The Controversy with AI… What do Famous Thought Leaders Think?
NOT SO FAST

STEPHEN
HAWKING
Not afraid of
black holes. A.I. is
another story.

HIT THE GAS

BILL GATES
First you’ll lose
your job. Then it
gets scary.

STEVE WOZNIAK

ELON MUSK

LARRY PAGE

Resigned to being a
robot’s pet.

Eying the next flight
to Mars.

Green-lighted
Google Brain. ‘Nuff
said.
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MARK
ZUCKERBERG
Worried? Tell my
A.I. butler.
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EI(VOLUTION)
We’re in the midst of an EI revolution of sorts,
tempering our appetite for (and perhaps fear of) AI
in the workplace by recognizing, really recognizing,
that the process of natural selection chose emotion,
self-awareness and judgment as our competitive
advantage for a reason – that those traits are just
as important to our survival as claws are to a cat
and sonar to a bat.
In more and more workplaces, leaders are
understanding that the human experience matters;
empathy matters; self-awareness matters – and not
only from the standpoint of day-to-day decisionmaking, but in areas like employee productivity and
effectiveness, well-being and retention; things that
impact an organization’s long-term viability.
Sarah Hagan, PhD, is Research Manager and Data
Scientist in the People Analytics group for a global
philanthropic organization – a ‘people scientist’ she
calls it, responsible for bringing data and research
to the science of employees.
“Most successful businesses are really good
at being data-driven when it comes to making
marketing or purchasing decisions, for example,
or identifying customer behaviors, but less
sophisticated when it comes to using data for
our own people,” she says. “Business is being
transformed by AI, but it’s also being transformed by
a new kind of employee, who wants empowerment
and who may change jobs every 2-3 years. So the
challenge is, how can you make your workplace a
differentiator?”

The answer to that question, explains
Dr. Hagan, is a focus on developing
a culture of empathy – and not
just in organizations dedicated to
philanthropy, where one might expect
such an emphasis.
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Much of her career has been spent working with
engineers, and within engineering is a concept called
DevOps – a set of processes that seeks to ensure
that software development and IT teams can build,
test and release software faster and more reliably.
Based on her experience, Dr. Hagan believes DevOps
is as much about empathy – understanding your
colleagues, so you can work better together – as it is
engineering principles or automating processes with
AI.
“I talk a lot about letting colleagues know how
you’re feeling, and about self-awareness – how
you’re showing up to people you’re interacting with.
I encourage a quick emotion check-in around the
room before they go into the task at-hand. Seeking
and giving feedback respectfully is a practice and it
sets the tone for the team culture.”
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Nurturing EI in both individuals and teams is key to
the future of work and to sustaining humankind’s
superiority over technology, even as the relationship
between humans and AI continues to evolve,
becoming progressively more symbiotic, an
augmented intelligence.

WE HAVE ENTERED WHAT
WE CALL THE EI:VOLUTION,
WHERE HAVING EMOTIONAL
INTELLIGENCE IS A
DIFFERENTIATOR AND A GAME
CHANGER.

The Five EI Skills

Self Awareness

Social Skill

Motivation
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EI

Empathy

Self Regulation
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COGNITIVE COLLABORATION –
THE BEST OF BOTH WORLDS
The EI(volution) isn’t some desperate attempt to
salvage a modicum of relevancy for the human
race in the age of machines, it’s about making a
dispassionate case to those who lead organizations
for merging human capabilities with AI to optimize
their organization’s productivity and decisionmaking - forging a ‘cognitive collaboration’.

Cognitive collaboration balances
human qualities (e.g. creativity and
improvisation, dexterity, judgment
and social leadership) with a
machine’s qualities (analytical speed,
accuracy and repetition).

Lehrer uses the example of Brady to argue that the
best decisions are a blend of reason and feeling.
“Sometimes we need to reason through our options
and carefully analyze the possibilities,” he says. “And
sometimes we need to listen to our emotions. The
secret is knowing when to use these different styles
of thought.” He could just as easily be speaking about
blending AI and EI in an organizational setting
The ultimate challenge facing companies that
develop AI solutions lies in injecting humanity - if not
emotions, then at least an understanding of emotions
- into an uber-rational and analytical technology.
Absent that, and without the modulating effect of
human collaboration, AI will still be transformative,
certainly, but its application in the workplace and in
general society will (or should) be limited.

The quarterback position in football personifies this
concept of cognitive collaboration; it’s equal-parts
analytic and gut-feel, and Tom Brady is perhaps the
greatest of all time, winning six Super Bowls.
Coming out of college, Brady was drafted in the
6th-round, meaning no NFL team expected him to
make their roster, much less lead them to a world
championship. Brady fell short of virtually every
metric teams use to evaluate quarterback talent; he
was slow, he didn’t have a particularly strong arm,
he looked frail for a football player, etc., but what
they couldn’t measure were his intangibles, among
them his dedication to detailed preparation – to
learning the ‘Xs and Os’ - and his ‘feel’ for the game.
Brady not only analyzes film and memorizes the
movement of every player as he studies throughout
the week, he trusts his instinct during the game.
As each play unfolds, he decides, in an instant
and amidst all the chaos, where to throw the ball.
Neuroscientist Jonah Lehrer, in his book, How We
Decide, talked to Brady about his decision-making
process in the moment. “I don’t know how I know
where to pass,” Brady says. “There are no firm rules.
You just feel like you’re going to the right place ...
And that’s where I throw it.”
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Trust Your Gut
Trusting their gut helped our caveman ancestors
survive. When a danger presented itself, the
caveman reacted instinctively and without analysis.
In Malcom Gladwell’s book Blink, the main subject
is focused on a topic called “thin-slicing”: our
ability to use limited information from a very
narrow experience to draw a conclusion. This idea
suggests that spontaneous decisions are often
as good as—or even better than those carefully
considered.
For instance, an art dealer can instantly determine
a painting’s authenticity based on their visceral
response to the art. In what Gladwell contends
is an age of information overload, he finds that
experts often make better decisions with snap
judgments than deep analysis. This is commonly
called “analysis paralysis.” The challenge is to
quickly identify the most critical information.
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Where AI’s strengths end, human opportunities
begin. AI is like money, not intrinsically good or bad.
A computer is the ultimate logical, dispassionate
entity, every decision it reaches is the product
of algorithms, rendered in black and white; no
gray exists. Only when AI’s cold calculations are
augmented with EI do entirely new (and likely better)
alternatives emerge.

The optimal decision will emerge from a cognitive
collaboration, drawing from both worlds - AI and EI.
The lesson for all of us – the key to ensuring job
security in this third wave - is to identify those points
of confluence, where the qualities that make us
human also make us indispensable.

I’M NOT CONVINCED THAT WE’RE REALLY GOING TO GET TO THE POINT
WHERE THEY REALLY CAN MAKE AN ARTIFICIAL BRAIN.
NOT AT THE GENERAL LEVEL HUMAN BRAINS WORK, LIKE WITH INTUITION. A
COMPUTER COULD FIGURE OUT A LOGICAL ENDPOINT DECISION, BUT THAT’S
NOT THE WAY INTELLIGENCE WORKS IN HUMANS.
Steve Wozniak
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