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Why do we innovate? To create a tool from 
rock and bone, to farm so humans are freed 
from hunting. To industrialize agriculture 
so we are freed from manual farming. 
And to create industries so we no longer 
need to build by hand all our fundamental 
necessities, but may utilize our minds to 
realize beyond our collective imagination. 

Innovation frees us from the mundane, 
from the repetitive and, time and again, 
empowers us to apply our talents more 
effectively and efficiently. Today, we are 
creating machines with artificial intelligence 
to fulfill repetitive tasks of work, of 
organizations and of bureaucracy. AI frees 
our minds from process-oriented repetition, 
and refocuses time and capital to pursue 
that most human of tasks: innovation itself. 

We stand at the beginning of this great 
transition. Exactly how the integration 
of AI progresses will have significant 
implications for virtually every employee 
and organization across the globe. And this 
transition will not happen automatically – 
it is a process every business leader and 
employee must navigate. There will be no 
singular defining moment in which AI will 
replace repetition and empower innovation. 
Instead, humanity will rapidly see a diffuse 
integration of increasingly intelligent and 
adaptive tools across most areas of work.

To help business and organizational 
leaders navigate these uncharted waters, 
we commissioned an in-depth academic 
research program at Goldsmiths, University 
of London. 

The idea for the study came from a set of 
questions at the heart of integrating AI in the 

industry. How will AI transform our world? 
How can AI boost productivity as well as 
the value each employee can generate? 
How will workflows change – and what 
are the implications for job roles and the 
skillsets that are required to succeed in this 
new economy? Finally, how will AI change 
business itself, and what are the strategic 
considerations a CEO must make?

The result is FuturaCorp, an idealized human 
and machine organization, created as a 
carefully-studied exercise to assess how AI 
will change organizations and, by extension, 
our world. 

By offering a clearer understanding of 
where we might end up, we hope to help 
industries to better prepare and navigate a 
path to the future, using this as a blueprint 
for the successful adoption of AI into our 
businesses and society. Be in no doubt that 
this is another industrial revolution. Many tasks 
we perform today will be taken up by digital 
employees. As this study, finds, however, 
the true revolution is not in replacing human 
workers, but fundamentally changing the roles 
they carry out to create new sources of value. 
A human mind is a terrible thing to waste. It 
should be doing things that are much more 
creative and much more rewarding.

 

 

 

Chetan Dube,  
CEO and President, IPsoft

January 2017

Foreword
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FuturaCorp: Artificial Intelligence and the Freedom to 
be Human is a research collaboration between IPsoft 
and researchers at Goldsmiths, University of London and 
independent research firm Smoothmedia.

A special thank you to Enfield Council for their time and 
letting us into the Amelia implementation process, and to 
our research participants and subject matter experts who 
dedicated their time, insights and feedback to making the 
research and subsequent report a success. 

The research was directed by Dr. Chris Brauer and led by Dr. 
Jennifer Barth with researchers Maya Golan, Marton Gaspar, 
Cleary Ahern, Alexia Samaranik, Lisa Talia Moretti, Selena 
King and Ricardo Leizaola. 

Methodology

The research used a wide-range of methods to capture a 
rich tapestry of qualitative and quantitative data. The future 
forecasting required to develop the vision of FuturaCorp 
relied on establishing actions and approaches to technology 
and productivity in the past through literature review and 
industry studies, the current state of technology at work 
understood through ethnographic experiments and co-
creation workshops with a group of six participants, social 
listening to assess the current temperature on social media 
and interviews with industry experts. We then used a number 
of methods to predict the trajectory of the rapid and diffuse 
injection of artificial intelligence platforms and functionalities 
into organizations to Imagine the future of the ideal human + 
machine organization, FuturaCorp.    

We adopted a mixed method iterative approach combining 
qualitative engagement with economic modelling. Each 
activity informed the others in a process of understanding and 
conceptualizing the past and present to create a view to the 
future. Through qualitative approaches including literature 
review and analysis, case studies, interviews and participant 
co-creation workshops as well as in-depth ethnographic 
research and conceptual design, we understood and 
conceptualized the past and present of the nexus of work, 
productivity and technology. Drawing on this research and 
using conceptual mapping tools and economic modelling, we 

About the research

forecasted the future of work and productivity with the coming 
AI transformations. 

In our co-creation workshops and experiments we worked 
with a dedicated group of participants drawn from a number 
of industries who took part in two weeks of ethnographic 
experiments using personal productivity apps and two 
workshops. The blend of experiments and workshops 
harnessed the power and impact of on-site observations and 
experiences of each of the technologies and allowed the 
research team to monitor and evaluate the use of productivity 
tools in the daily work lives of respondents.  

We undertook an in-depth ethnographic field study with Enfield 
Council who gave us unprecedented access to their Amelia 
implementation process.  

Alongside this intense fieldwork, the team also interviewed a 
series of subject matter experts to provide perspective and 
context on the current marketplace and future projections 
as well as to complement the feedback we received from 
participants and conceptual mapping. After a process of data 
analysis, coding and management we present our findings.  

Overview list of methods:

Economic modelling

Desk research (academic, industry, media)

Subject matter expert interviews

Co-creation experiments and workshops 

Social listening

Conceptual mapping and design thinking

Ethnography
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Welcome to  
FuturaCorp

Impending intelligent technology has huge implications for 
the very structure of the global economy. It is no longer 
a question of whether companies should introduce AI, 

but how quickly they will go out of business if they don’t. 
Accenture’s Technology Vision 2016 report, which polled 
3,100 business and IT executives, found that 70 percent of 
respondents are now making significantly more investments 
in AI-related technologies than two years ago.

FuturaCorp is a glimpse into emergent qualities in the nexus 
of human and machine relations – organizational qualities 
like integrated leadership, dynamic team formations and 
multi-dimensionality that will make it possible for a company 
to pivot and flourish; and individual qualities like lateral 
thinking, innovation recognition, and creativity – qualities 
that push us to access the more complex parts of ourselves 
and apply them to our jobs.

A comprehensive analysis of literature and industry studies, 
coupled with ethnographic experiments and co-creation 
workshops, yielded deeper insights on the past and 
present of the nexus of work, productivity and technology. 
Across this in-depth industry research, one core trend 
stood paramount: the path towards the development 
and integration of AI capabilities is a path towards an 
organization more empowered by its core human qualities. 

FuturaCorp has not simply found greater efficiencies by 
increasing the return on human input. It is an organization 
that has leveraged AI to largely free employees from 
deterministic, repetitive tasks, so that they can focus on 
those most human of qualities: creativity, innovation and 
cross-functional reasoning. Teams, job roles and even the 
core skillsets necessary for success all evolve so that each 
employee is more actively engaged in the strategy, creativity 
and growth of an organization. 

In FuturaCorp, the digital workforce leads the deterministic, 
administrative tasks of business – improving core aspects 
of customer service, process management and employee 
training – thereby empowering human colleagues to focus 
on cross-functional reasoning and, ultimately, innovation.  
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In the transition to FuturaCorp, organizations have an 
opportunity to move closer to their entrepreneurial roots. 
We know that entrepreneurs are not just innovative because 
they must be, but also because they can be. Decisions are 
reached fluidly across small teams – and leadership can 
have confidence in the process because they and the small 
group around them are part of the process. 

As organizations scale, they require processes to ensure 
the integrity of decision making across increasingly broad 
teams and functions. Entire professions worth many tens of 
billions of dollars exist simply to maintain these processes. 
Resources – capital, time and human minds – that could be 
allocated towards innovation are instead allocated towards 
maintaining the repetitive tasks of organizational integrity. 

In FuturaCorp, AI empowers organizations to invest less 
in repetition, and more in human innovation. The future is 
a Fortune 500 company with the innovative flexibility of a 
Silicon Valley start-up, and a start-up with the computing 
power of a Fortune 500. 

Through the lens of this idealized future organization, 
this executive paper examines how AI will impact the 
way we work, redefining roles and creating opportunities 
for enhanced human innovation. We assess how these 
redefined roles will enable the refocusing of resources to 
recognize a new way of defining and realizing productivity. 
And we examine the implications for leadership, culminating 
in a unique formula for organizational readiness to embrace. 
For CEOs, building organizations that integrate AI into 
their workflow is not just a competitive necessity, it is an 
opportunity to reimagine organizations around the core 
human qualities that enable new capabilities, strategies and 
greenfield opportunities.

We examine this over the following sections:

AI will change the way we work p08

AI will shatter the glass ceiling of productivity p12

A CEO roadmap to an AI enabled workforce  p16 
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AI will change  
the way we work 

Since the industrial revolution, humanity has gone 
through an unmistakable curve of engaging with 
emerging technologies. Whether in agriculture, 

manufacturing, automotive or ICT, increased levels of 
automation consistently drive economic growth. While 
some roles become automated and therefore redundant, 
increased economic activity creates more overall opportunity. 
Individuals ultimately realize more cognitive tasks, and 
organizations focus on increased opportunities for innovation 
and growth.  

Redefined roles

FuturaCorp research indicates that job roles are comprised 
of a series of tasks. In the next ten years, more than 80% 
of deterministic, repetitive tasks will be done by machines. 
The probabilistic, efficiency management and simple 
problem solving tasks will be done by approximately 50% 
human and 50% machine, while humans will continue to do 
more than 80% of the exclusively human domain of cross-
functional reasoning – the creative work.

With the transition in task management will come a 
transition of job roles. In FuturaCorp, roles are categorized 
by the degree of human collaboration with AI. Deterministic 
human roles – which today are common – become rare, 
and focus more on maintenance and management of 
machines. Probabilistic roles see humans working in close 
concert with machines, dealing with awkward and variable 
information to produce relevant and productive outputs. 
Cross-functional roles see investment in our most human 
talents, innovation, creativity and complex problem solving, 
which ultimately empowers individuals to be fully immersed 
and energized by their activity.14 

In this environment, managers and executive leadership 
have more direct reports than ever before thanks to 
increased efficiency and improved lines of communication, 
while at the same time power is increasingly decentralized, 

1  Mihály Csíkszentmihályi http://www.pursuit-of-happiness.org/history-of-
happiness/mihaly-csikszentmihalyi/

Key findings 

In the next ten years, machines will do 80% 
of deterministic tasks, there will be a 50/50 
human/machine split doing probabilistic tasks 
and 80% of cross-functional reasoning tasks 
will be the purview of humans

We must focus on tasks, actions or processes 
involved in a job rather than on job roles to 
understand how to adapt as an individual in 
an AI world

Jobs are being created by the implementation 
of AI – those skills required will continue to 
be desirable into the future

We predict the skills required in FuturaCorp, 
and new roles that may arise 
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with the focus on human talents encouraging the drive and 
relative autonomy of each employee. 

Enhancing current roles, creating opportunities  
for new 

Replacing a typewriter with a computer, a landline phone 
with a mobile phone, or a newsletter with a website, is 
simply substituting one device with another. However, 
the addition of AI to existing business operations creates 
something completely new: developing a work process that 
not only removes the drag of boring routines from human 
creativity, but turbocharges human skills and analytics with 
the cognitive and processing power of AI. 

Reaching this level, however, will be an evolution, that 
first starts with a review of what we as humans currently 
consider to be our “job.” 

As Ben Hammersley, Editor at Large at Wired Magazine, 
puts it,

“If your job consists of 15 separate processes and 10 of 
those processes disappear because of advancements in 
automation, then you find 10 other things to do, you are 

liberated and freed up to add more value to your job.  Or if 
that was your job, then now you have no job. So for all the 
tasks that are being replaced one needs to consider: are 
they impediments to your actual work or are they actually 
your work, and that is possibly a fundamental thing – a lot 
of people see the repetitive processes as impediments to 
self-actualization.” 

Understanding the relationship between automation and 
skill evolution comes down to one thing: process – it’s 
thinking about the processes involved in a role, as opposed 
to the role itself. Automation within some roles will enable 
us to divest time and energy from process and focus more 
on higher reasoning, critical thinking and complex problem 
solving skills. According to McKinsey, “about 60 percent 
of occupations could have 30 percent or more of their 
constituent activities automated.”

While some fully-process oriented roles may become 
redundant, increased efficiencies create significant 
opportunities for jobs based around higher cognitive 
function, focused on novel adaptive thinking, cognitive load 
management, virtual collaboration and social intelligence. 

According to Gartner, through 2020, “the core value lies 
in non-routine processes, uniquely human, analytical or 
interactive contributions that result in words like 'discovery, 
innovation, teaming, leading, selling and learning'.” 25

Novel roles focused on adaptive thinking will help 
companies and teams to manage through upcoming 
changes and disruptions – or position them to lead a new 
disruption. These roles combine technical knowledge with 
business strategy, and require creative human minds, able 
to get the best from the probabilistic functions that help a 
company pivot in new directions.

2  Gartner, “Watchlist: Continuing Changes in the Nature of Work, 2010-
2020.”

Within ten years, regardless 
of your occupation, you will 
work alongside an artificial 
intelligence” 

Chetan Dube, CEO & President of IPsoft
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Chief of Innovation
Senior management who will successfully steer 
companies through the upcoming change and 
disruption. Technical knowledge combined with 
business strategy, creative, able to get best from 
the probabilistic functions to pivot the company in 
new directions.

Professional Triber
Personal worker brand coaches and managers, 
more companies rely on on-demand workers, a 
professional manager that specializes in putting 
teams together for very specific projects. 

Information Insight Enabler
Data analysts that will help companies make 
sense and derive insights from the torrent of data 
generated by technological disruptions. Coaches 
and technologists, bridging the relationships 
between humans and machines via the data 
generated.

Freelance Professors
Continued growth of online courses and the 
introduction of alternative accreditations will 
spawn a growth in freelance or independent 
professors. In-house training and “cognitive 
centres” are the beginning of spaces to skill up the 
current workforce.  

UX/UI Interaction Specialist / Use Case Agent
Devises new customer experiences that drive 
new business and increase loyalty by combining 
optimized use of AI technologies with deep 
business model knowledge and social trends 
analysis.

Technology Broker
Buying advice and negotiating support to divisions 
across a company to ensure all technology is 
compatible and collaborative. Previous skills may 
be sales or IT managers.

>80% Human roles (cross-functional reasoning)

Table 2: Future job roles

Table 1 suggests a set of skills required in the near and farther 
term in response to emerging forms of AI transformation. The 
skill set is drawn from a series of references and triangulated 
through our qualitative research. As expected, these are 
mostly probabilistic and cross-functional reasoning skills – 
unique human capabilities.

Table 2 indicates a list of roles we see coming together 
in the future based on the skillset required in a changing 
AI world. The roles are drawn from industry literature, 
subject matter expert interviews, participant workshops and 
ethnographic data. 

As AI enables greater workforce flexibility, cognitive load 
management and virtual collaboration will help managers to 
specialize in putting teams together to tackle specific projects 
and challenges. 

Data analysts will help companies make sense and derive 
insights from the torrent of data generated by technological 
disruptions. Coaches and technologists will bridge the 
relationships between humans and machines via the 
data generated.

Social intelligence, core to all human roles, will be specifically 
evident with the Interactionist, professionals focused on 
understanding and improving the user experience to improve 
collaboration and productivity between people and machines.

As Shamus Rae, partner and UK head of innovation and 
investments at KPMG, says: “If you want to know what 
to tell your children, make sure they can absolutely be 
creative and have not been industrialized too much by the 
education system.”

Sensemaking

Transdisciplinarity

Cognitive load 
management

Novel adaptive 
thinking

Social intelligence

Cross-cultural 
knowledge

Effective conflict 
resolution

Emotional intelligence

Design mindset

Virtual collaboration

Understanding 
analytics

New media literacy

Linguistic knowledge

Content creation

Lateral thinking

Logical reasoning

Collaborative 
Problem solving

Coding

Cross-Functional 
Skills

Probabilistic Skills Deterministic Skills

Table 1: Skill set for the future of AI
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Human+AI (50/50 split, probabilistic)

AI Interaction Designer
Hands on relationship with machine trainers/or 
does the training and able to communicate with 
personnel to translate requirements into machine 
functions. Digital service designer with content 
creation skills.

Collaboration Wizard
They foster connectivity within organizations 
that rely on remote workers, contractors, etc. 
Their work helps ensure their organization’s 
infrastructure remains vibrant despite its workforce 
being spread out across different locations and 
continents.

Simplicity Consultant
Simplifies and streamlines processes, technologies 
and communication in an organization.

Wellbeing Coach
Early implementation change management to 
enhance the collaborative relationship between 
humans and machines then maintain wellness 
among employees.

New HR
Strategic HR using analytics to spot talent trends. 
Insight to help align business, innovation and 
talent management strategies to maximize 
available opportunities to capitalise on 
transformational trends.

Business Process Analysts
Initially builds Business Process Networks (BPN) 
and decision trees to train AI platform, eventually 
becoming an expert in interacting with the 
machine to tweak BPN and inform/re-inform 
humans and machines of any new responses.

Interactionist
Understand and improve the user experience and 
improve collaboration and productivity between 
people and machines

Smart Office Handyperson
Adapted to new technologies applied in workplace 
and extensive knowledge of IoT. Provides 
maintenance in a smart office environment.

>80% Machine Only (deterministic)

Business Process Network Supervisor
Initially heavily human led with a future reliance on 
machines.  

Deterministic Bots
Repetitive tasks in IT, L0/L1 engineering tasks, 
customers services, etc.

Virtual Personal Assistant
Will take over admin tasks, different versions will 
be able to accommodate needs in entry level jobs 
up to leadership/management roles.  

Internal Processor
Taking on all of the routine and process-led 
administrative tasks for all employees.

Customer Services Agent
Cognitive agent able to understand, diagnose and 
determine actions needed to resolve a wide range 
of queries, applying approved company policy and 
regulations. Round the clock ability to providing 
clear, immediate and scalable action will focus on 
improving customer experience.
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AI will shatter  
the glass ceiling  
of productivity

Productivity growth, the holy grail for organizational and 
macroeconomic competitiveness, has more than halved 
in the West in recent years, according to the US Bureau 

of Labor statistics. Despite the advent and now widespread 
business use of digital technology, smartphones, cloud 
computing and big data analytics in this period, productivity 
growth is barely able to keep up with inflation. 

AI will shatter this glass ceiling of productivity, but to recognize 
its true potential we will need to move beyond the simple 
rationalization of inputs, to the reallocation of resources 
towards higher level reasoning. Here we explain. 

AI is already making its mark

Deterministic, process-oriented tasks are the most immediate 
areas where AI can help employees and management to 
realize new efficiencies. Take IT support, where more than 
half of all IT inquiries can be resolved by users themselves, if 
the right resources are in place, or where they can diagnose 
the nature of the problem with the assistance of a support 
person who then can advise a pre-set solution. These levels 
of inquiries are what’s known as L0 and L1 tasks. IPsoft data 
shows a clear 57% boost to efficiency when L0 and L1 IT 
support roles are being automated. 

L0 and L1 level tasks don’t just exist in IT; you can find 
tasks within similar parameters that are being performed by 
accounts assistants, data entry operators, payroll support staff, 
procurement analysts, tax accountants and telemarketers. 
Similar enhancements in efficiency have been identified in each 
one of these professions, and they are directly measurable.  

In the case of telemarketing, the median industry salary in 
2016 was £26,500, with a lower range estimate of £21,500 
and an upper range estimate of £38,6504.  For an organization 

3   The first source was itjobswatch.co.uk and the second source was 
payscale.com.  

Key findings 

Productivity and innovation could jump at 
least 2.33 – 3.65 times in the ideal human + 
machine company of the future

Need to move beyond rationalizing inputs 
to realize the productivity potential found 
in reallocating resources to higher-level 
reasoning

The productivity equation helps us to 
understand how humans + machines will 
be the source of sustained competitive 
advantage









FuturaCorp, Artificial Intelligence & the Freedom to be Human

13

Take the example of the telecommunications industry. During 
the last 5-7 years, Telco providers have been focusing more 
and more on infrastructure and less on content provision and 
service enhancement for their customers. As a result, their 
operating margins have been eroding, relying on cost reduction 
measures to sustain shareholder value. Going forward, Telcos 
will need to invest on Customer Experience enhancement. 
AI will allow them to handle multiple concurrent interactions 
through all available interfaces (voice, chat, social media) at an 
unprecedented level of service quality.  At the same time, the 
advent of new / enhanced technologies will necessitate the 
constant increase of live interactions with users and telcos will 
be able to respond armed with AI capabilities.

The integration of AI will significantly ease the human burden 
of basic infrastructure upkeep and advancement, helping to 
plan, manage and schedule maintenance and highlight areas 
where development is needed.

Beyond this, emergent intelligent technologies can have a 

profound impact on location-based marketing, selecting and 
packaging the right content to the user at the right time. 
AI will help OTT companies provide targeted content and 
user experience through consistent, algorithmically defined 
offers, ultimately growing telecommunication companies’ 
revenue streams.

As enhanced infrastructure contributes to the emergence 
of the Internet of Things (IoT), AI can help handle complex 
processes between billions of connected devices and 
optimizing performance for tasks yet to be envisioned.

Where human minds are increasingly freed from repetitive 
processes, the telecommunications company not only 
enhances revenues, it gains more innovative human cognitive 
capacity to be an active participant in realizing the future. 
Beyond a facilitator, the company increasingly becomes an 
active leader towards the future of infrastructure, content and 
the IoT.

That’s the human X factor of the new productivity equation.

Industry use case: Telecommunications

employing 100 telemarketers, and based on the average 
proportion of tasks and events IPsoft has witnessed 
successfully handled with AI in L0 and L1 information 
technology jobs, employers would expect to see a 57% 
increase in efficiency. This means labour hours saved while 
output increased would save  £14,800 per employee.  

This saving can be reinvested in the growth of the 
company, and can help accelerate inside the company 
the aspects of the job role that are not automated – those 
which require uniquely human probabilistic and cross-
functional processes. 

Importantly: efficiencies are generated, not from 
automation of deterministic jobs, but from deterministic 
tasks within each job. Even for more complicated 
professions like surgery, supply chain or community service 
management, automation of consistent, repetitive job 
elements can underpin the realization of significant wider 
individual and institutional efficiencies. 

AI is yet to show its full potential

The true power of AI is yet to emerge. As organizations 
continue to evolve with the integration of new, intelligent 
technologies, the weight of time-consuming, resource-
intensive processes will no longer be shouldered by 

Source: US Bureau of Labor Statistics

19
47

-1
97

3

1.2

19
73

-1
97

9

19
79

-1
99

0

19
90

-2
0

0
0

20
0

0
-2

0
0

7

20
0

7-
20

15

19
87

-1
99

0

Source: US Bureau of Labor Statistics

Productivity % change  
in non-farm business  
sector 1947-2015 

Productivity % change  
in the manufacturing  
sector 1947-2015

2.8

1.5

2.2

2.6

1.3
1.5

4.1

4.7

1.8

19
90

-2
0

0
0

20
0

0
-2

0
0

7

20
0

7-
20

15



14

employees. AI systems, in most cases, will not replace 
existing job roles, but grow into a role that is completely 
new as employees access those specifically human aspects 
that make their jobs more exciting, creative and innovative 
in scope.

Unbounding the human brain is FuturaCorp’s best asset as 
humans work alongside the power of AI platforms.

A new productivity equation 

Understanding the potential productivity improvements 
of the symbiotic human + machine organization requires 
a new way of thinking about productivity. Traditionally, 
productivity is an equation: how much you get out from 
what you put in. A measure of inputs – labor, hours 
worked, number of workers engaged or overall cost – 
measured against quantity of products produced and/or 
the financial value thereof.

By enabling companies to divest from repetitive tasks 
and invest in higher-skill roles, FuturaCorp determines 
productivity from a more sophisticated equation, accounting 
both for the efficacies generated, and the ability to reinvest 
in uniquely human skillsets. 

For business units composed of primarily L0 and L1 jobs, 
IPsoft has observed a typical efficiency improvement due to 
AI implementation of 57%. Assuming a closed system, the 
investment available for this technology is a 57% cost saving.  
The minimum return due to re-investment of efficiency gains 
in productivity-improving AI is the current efficiency, “1,” plus 
the efficiency improvement, “.57”, divided by the company’s 
input, “.43”. In purely numerical terms, (1 + .57) / .43 = 3.65. 

It is the new configuration of humans 
working alongside more intelligent 
machines that will be the source of 
sustained competitive advantage. 
The productivity equation helps us to 
understand how humans + machines will 
be the source of sustained competitive 
advantage

Table 3: A new productivity equation

Closed system =
1

1

Assume Futura Corp is breaking even, 
that is, its inputs match its outputs.  
We arbitrarily set the values in the 
productivity formula to 1/1.

Traditional 
productivity

Outputs

Inputs
 =

The productivity of a firm can be 
expressed as a ratio of its outputs to 
its inputs.
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This return, however, assumes the enhanced productivity 
and resulting efficiency realized is reinvested purely into 
deterministic jobs. It’s the simplest and most direct way 
to assess value added – however, it is counter to the 
core long-term vision of FuturaCorp, in which efficiencies 
generated are re-invested to boost the truly human areas 
of competitive advantage. 

That’s when the Cognitive Resource Allocation Score, 
“X,” kicks in. As we can show, by bringing AI into an 

Provides 
improvement by 0.30

Provides 
improvement by 0.80

Provides 
improvement by 0.50

Skills type: 
Deterministic

Skills type: 
Probabilistic 

Skills type:  
Cross Functional 

Cognitive Resource 
Allocation Score  

New productivity 
impact

Company Y  
Split of human workforce

40% 10%50%

(0.3 x 0.4)  =  0.12
(0.50 x 0.5)  =  0.25
(0.80 x .10)  =  0.08

Total CRA  =  0.45 
Score

1.57 (1 + 0.45)  
= 5.09

      0.43

20% 40%40%

(0.3 x 0.2)  =  0.06
(0.5 x 0.4)  =  0.2
(0.8 x 0.4)  =  0.32

Total CRA  =  0.58 
Score

Company Z 
Split of human workforce

1.57 (1 + 0.58)  
= 5.77

      0.43

Table 4: Calculating your organization's cognitive ‘X’ factor

Here’s an example look at how that efficiency improvement would currently play out in a company employing more deterministic 
roles, versus one employing people in more cross-functional roles.

organization, we can finally shatter the productivity glass 
ceiling. The improvement in the output can be greater than 
.57 and the overall productivity improvement even greater 
than 3.65 based on the – very aptly named – X factor. 
This X factor will be determined by the focused, strategic 
investment in human potential, which will ultimately be the 
greatest productivity opportunity of FuturaCorp. 

AI efficiences 
invested

1.57

0.43
= 3.65

As efficiencies are re-channelled 
to fund higher skill roles, expect 
productivity gain due to increased 
output. If all efficiencies are re-
invested into output increasing AI, the 
expected productivity gain beyond 
breaking even will see FuturaCorp 
3.65 times more productive. The 
numerator can vary from 1 up to 1.57.

1.57 ( 1 + x )
0.43

New FuturaCorp 
productivity  =

The magnitude of the increase will vary depending 
on the level of emergence. Outputs are not just the 
production of reallocation of resources from input 
efficiencies. There’s a multiplier impact from the 
organizational design that weighs the allocation of 
resources. Emergence depends on how the investment 
is allocated across deterministic, probabilistic, and 
cross functional reasoning tasks.

Cognitive Resource Allocation Score 
(CRA)

x =

= 2.33 
1

0.43

Impact of AI 
efficiences

Typical efficiency improvements of 
57% are observed today in IPsoft 
data for level 0 and level 1 IT support 
roles. Reducing inputs by 57% leads 
to FuturaCorp being 2.33 times more 
productive due to reduced input.
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CEOs must plan the journey  
to an AI future now

When the internet and mobile devices arrived in the 
corporate world, CEOs had two options: They could 
either see them as a neat way for communication 

and advertising, or they could leverage the power of the digital 
world to completely transform their business model. CEOs who 
felt they were deciding between a traditional way of doing 
things and a new, transformative business model were in 
fact choosing to accept or reject remaining competitive in an 
emergent business landscape. 

With the emergence of FuturaCorp, CEOs again must 
determine technology’s impact on their competitiveness. They 
must understand the fundamental shift in the potential of their 
business and then structure their company accordingly. 

It begins with recruitment: who leaders hire for which roles, and 
how CEOs leverage the new relationship between humans and 
machines to maximize efficiency and innovation. 

When thinking about how CEOs will harness the power of AI, 
consider the recent evolution of consumer technology. It’s a 
common phrase that technology becomes most valuable when 
one ceases to realize its presence – a smartphone, computer 
or wearable device that functions so intuitively, the user isn’t 
even conscious of their interactions with the emergent platform 
for communication and information processing. 

The integration of increasingly intelligent and adaptive 
business technologies is no different. The FuturaCorp CEO has 
fully harnessed the power of AI when the majority of her or his 
time is focused on realizing the human potential of their team, 
and the significantly enhanced, increasingly sophisticated 
power of core emergent technologies seamlessly integrate 
within those fundamental human interactions. 

Reaching this place is a task as much for business leaders 
as it is for the technology engineer. Participants in the 
FuturaCorp study said they learn more about themselves 
and their organizations when they seek to integrate new 
apps into their work life – they need to understand how they 
work, what makes sense for them, and how to get the best 
from the automation.  

As Frank Bond, Director of the Institute for Management 
Studies and a Professor of Psychology outlines the need of 
“getting to know individual staff members, to understand 
what motivates them, what they want out of their work, and 
to be able to respond to those human emotional needs that 
people have.”  

The path towards successful AI integration is one of 
organizational self-actualization. While technology engineers 
can guide the integration of AI, CEOs can only truly harness the 
power of AI by continuously focusing on the unique potential 
and talents of each employee, and refining teams around 
central emerging capabilities.  

Transformation

While the transition to AI will create economic opportunity and 
free employees from the most mundane elements of their work, 
institutions must adapt to prepare those fully process-oriented 
roles for the transition to roles with higher cognitive functions. 

Key findings 

Humans and organizations need to re-
define the relationship to machines so as 
to collaborate, cooperate and co-exist in 
productive and innovative ways.

The need for rapid and strategic skill 
transformation could lead to a skills shortage.

To understand the capacity for change in 
FuturaCorp, we developed the organizational 
readiness score.

Existing elements include behavior, 
environment and organization that can be 
assessed for how they allow the organization 
to respond to change. 

We found five emergent properties that come 
to life in the nexus of humans and machines: 
serendipity, reciprocity, inspiration, elasticity, 
and reinvention. 
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If recent history is a guide, progress can have a temporary, 
downward impact on median salaries if a technology transition 
is not proactively managed 4.

With the integration of AI, the impetus for institutions and 
individuals to adapt will have crucial long-term implications for 
organizational growth and economic equality. Some individuals 
must focus on training to maximize efficiencies in an “AI + 
human” workplace, as educational institutions look to prepare 
the next generations for skilled roles specific to the emergent 
professional world. Indeed, the need for rapid and strategic 
skill transformation could ultimately lead to a skill shortage.

Developing skill areas most relevant to our unique human 
capabilities will be core to the successful transition to 
FuturaCorp. These areas include, firstly, our ability to create, 
innovate, and reason through complex problems that span 
functions; secondly, our ability to manage AI, developing and 
continuously helping to refine the emergent capabilities of 
increasingly sophisticated intelligent technologies. 

Recent surveys and studies reveal a significant skills deficit 
in these core areas of need5. Furthermore, social listening 
research done to evaluate the path to FuturaCorp indicates 
that, while people mostly associate “AI” with the future of 
work, we do not yet see universities or training institutions 
proactively preparing talent. The social conversation also 
continues to be led by fear mongering: out of 233.8k 

4  Brynjolfsson, Erik, and Andrew McAfee, Race against the machine: How 
the digital revolution is accelerating innovation, driving productivity, and 
irreversibly transforming employment and the economy. (2012)

5  http://www.tandfonline.com/doi/
full/10.1080/03797720802522627?scroll=top&needAccess=true 
http://www.sciencedirect.com/science/article/pii/S0927537112000577
http://eric.ed.gov/?id=EJ764824
http://ir.polytechnic.edu.na/handle/10628/39
http://ascelibrary.org/doi/abs/10.1061/(ASCE)1532-6748(2007)7:1(18)

I believe it is very useful 
to adopt a philosophy 
of augmentation, rather 
than automation, from the 
beginning”

Professor Tom Davenport, Babson College
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Table 5: The Organizational Readiness Score

The findings of the study have enabled us to score the way in which an organization can harness AI and the potential of man + machine.

BEHAVIOR

Cross Functional, 
Probabilistic, Deterministic

ENVIRONMENT

Political, Economic,  
Society

ORGANIZATION

Structure, Roles,  
Skills

X   Serendipity, Reciprocity, Inspiration, Reinvention, Elasticity

FuturaCorp = f(B+E+O)
x

(B) Behavior

Human behavior is individual behavior 
that enables productivity when 
enhanced by advanced technology in 
the workplace. Human behavior also 
determines individual acceptance and 
openness to collaborating with new 
advanced technologies in the workplace. 
Employee behavior at work plays an 
important role in determining optimal job 
design and skill advancement at work.  
This is the space to consider cognitive 
resource allocation – the weighted scale 
of organizational distribution of cognitive 
resources is the dimension of this 
element: deterministic, probabilistic, and 
cross-functional tasks.  

(E) Environment

Environment’s dimensions are the social, 
economic, and political context in which 
the organization is positioned. The 
surrounding industry network and any 
legal or compliance oversight over this 
industry or trade is also considered within 
this definition of environment. 

(O) Organization

An organization’s structure is constantly 
evolving to accommodate the needs of 
the business and its employees. One 
of the needs we are looking at is the 
introduction of artificial intelligence into 
the workplace to enhance outputs and 
therefore productivity, customization 
capabilities, and employee experience. 
These areas are the dimensions of the 
organization element.

We can evaluate the three elements through organizational behavior testing to 
understand the amount of “emergent properties” we would expect to see.

The emergent properties (referenced in the formula and on p. 19) directly impact 
FuturaCorp’s organizational structure and its “utopian” conditions.
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FuturaCorp itself is a function 
of improvements in three 
core organizational elements 
– behavior, environment and 
organization, over the core 
emergent properties that 
arise with the integration of 
AI: serendipity, reciprocity, 
inspiration, elasticity and 
reinvention

mentions of AI across social platforms, only 13% were 
positive about their opportunities. 

This fear directly detracts from the core human opportunities 
of AI integration. As institutions prepare for the coming AI 
economy, there is a critical need to re-frame this evolution 
around the positive, human-oriented changes it will generate. 
Notably lacking from all this research is a discussion about 
the types of skills that are required to succeed in an AI-driven 
economy – those specifically human skills of teamwork, 
leadership, creativity and innovation. 

“I believe it is very useful to adopt a philosophy of 
augmentation, rather than automation, from the beginning,” 
says Professor Tom Davenport, author of Only Humans Need 
Apply: Winners and Losers in the Age of Smart Machines. “That 
assures humans they won’t be replaced just because of a 
machine and gives them the confidence to explore new ways 
to work alongside machines.” 

Organizational readiness score 

How can a CEO and his or her leadership team evaluate the 
readiness of an organization to integrate AI and, in so doing, 
understand the areas to focus initial attention? FuturaCorp 
itself is a function of improvements in three core organizational 
elements – behavior, environment and organization, over the 
core emergent properties that arise with the integration of AI: 
serendipity, reciprocity, inspiration, elasticity and reinvention. 
By understanding how their organization stands currently in 
each of these core areas, leadership can gauge readiness to 
harness AI and the potential of a human + machine workforce. 

Emergent properties: serendipity, reciprocity, 
inspiration, elasticity, and reinvention

Serendipity
Serendipitous outcomes result from 
unforeseeable collisions between two 
forces. This collision is likely to take place 
between a human and advanced technology 
in the workplace, and is the very action that 
generates the unpredictable.

Reciprocity
Reciprocity is what results from human 
collaboration with advanced technologies like 
artificial intelligence, or its machine-learning 
components, in the workplace. In a reciprocal 
relationship, both advanced technology and 
humans in work contribute to the other’s 
workload, and receive something beneficial in 
return. 

Inspiration
Inspiration is the driving force of change, the 
connection between a specific circumstance 
and what emerges. Increased emphasis on the 
learning process will push humans to explore 
the “edges of their expertise” and create new 
ideas with the help and support of AI.

Elasticity
Ability to adapt. Flexibility is a necessary 
element of individuals, policies, procedures, 
and strategic business decisions in the future 
workforce.

Reinvention
Reinvention is the result of serendipitous 
circumstances and relationships of reciprocity. 
They are new ideas, behaviors, and in some 
cases technologies that emerge from these 
interactions, and were previously thought 
impossible until the moment of their creation.

AI implementation transforms an organization from the inside 
out, changing the behavior, environmental relationships 
and organization’s structure and resource allocation. New 
business capabilities engendered from this change also enable 
opportunities for a business to transform from the outside in.  
This is a fundamental shift in the way an organization relates 
to its environment and is protracted by the production of 
emergent properties as the organization shifts its balance of 
cognitive resources.  

The research found that an organization that is optimizing for 
cross-functional reasoning – that is, investing saved resources 
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into those aspects of work that are about solving complex 
problems, complicated data analysis, creativity, decision-
making, and producing then acting on ideas, will see a growth 
in emergent properties moving it beyond its current position 
and injecting growth and pivot opportunities.  

The reorganization that comes from bringing AI in and the 
necessary steps to ready an organization expose a one-
dimensional organization to multi-dimensions.

New capabilities open up an organization to potentially new 
market opportunities when one is looking to innovate from the 
outside in. We suggest this all can be considered as emergent 
qualities that come from a healthy balance of human and 
machine capabilities and an eye on organizational formation as 
to harness the vast potential. Technological innovations have 
long disrupted and accelerated normal economic progress6 

6  Brynjolfsson, E., & McAfee, A. (2012). Race against the machine: How 
the digital revolution is accelerating innovation, driving productivity, and 
irreversibly transforming employment and the economy. Brynjolfsson and 
McAfee – academics call this “General Purpose Technologies” to describe a 
new method of producing and inventing that is important enough to have a 
protracted aggregate impact.

Applying the lessons of 
FuturaCorp will enable  
your organization to achieve 
what was previously 
unattainable in these areas, 
and gain a competitive edge  
in your industry
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and catalyzed shifts in work7. We suggest this is even more 
powerful in FuturaCorp.  

First steps on the path to FuturaCorp

Leadership has always been an art of striking the right 
balance between realizing human potential and maximizing 
efficiency and productivity; the path to FuturaCorp is an 
opportunity to further sharpen this focus.

As shifting tasks re-shape job roles and team functionality, 
the integration of AI ultimately affords leadership an 
opportunity to completely re-design the organizational 
structure. AI offers a chance to peel back the old “how 
things are done,” and focus instead on how they should 
be to be done in an organization where repetitive tasks no 
longer define significant elements of job roles, which in turn 
makes it possible to be significantly more innovative. 

7  Jensen, M. C. (1993). The modern industrial revolution, exit, and the 
failure of internal control systems. the Journal of Finance, 48(3), 831-880.

In summary, our findings propose a path to FuturaCorp that all 
business leaders should consider:

1. FuturaCorp represents an ideal ecosystem where technology 
and humans work together to reach new standards 
in productivity (optimization), customer service, and 
customization capabilities, and business process modelling. 
Applying the lessons of FuturaCorp will enable your 
organization to achieve what was previously unattainable in 
these areas, and gain a competitive edge in your industry.

2. Assess your productivity potential with the AI productivity 
equation.  

3. Help your employees to know themselves. Give them the 
training to understand the power of AI that can support them 
in future and what drives their motivation.

4. Provide tools for employees to dissect their job roles into 
tasks and actions to understand what aspects of the work 
are deterministic, probabilistic and cross-functional and make 
plans to assess and strategize to move forward.

5. Consider the behavior, environment and organization to 
move towards a model of emergence, assessing your 
Organizational Readiness Score.
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Test case: Enfield
Enfield Council in London, UK is 
working to become a FuturaCorp 
of the public sector.  

Running a local administration is a complex business. 
Enfield Council in London, UK, for example, is 
offering 700 different services that span from rubbish 

management to housing. As the Council has to operate on tight 
resources, it is currently implementing the AI employee Amelia 
to support its staff in meeting the demand for approximately 
350 of its service offerings.  

Enfield is an excellent place to test an AI’s capabilities as 
a public platform, given its steady and stable state and its 
existing use of automation.  

Productivity at Enfield, as with most non-profits, is less about a 
core equation of outputs and inputs and more about the quality 
of the outcome. The council is focusing on how AI solutions that 
add intent and context to queries make it possible to automate 
a higher volume of tasks and allow staff to focus their attention 
on consultations with residents that require a higher level of 
judgement and expertise. 

This AI implementation process has served as an opportunity 
to ask “why,” and reflect on overall organization functionality. 
This process requires that one look closely at best practices, 
process-led actions, existing training manuals, drawing paths 
the machine will follow to respond to queries and, importantly, 
deciding at what point the machine defers to a human to deal 
with a nuanced problem. Putting these paths in place brings 
to light all kinds of internal actions, activities, core beliefs and 
missing information and promotes an analysis of the business 
processes, providing an opportunity for change, innovation, and 
creative adaptation. 

Training Amelia requires knowledge of business process 
networks and, to get these ready, the staff must look at all 
existing processes, write them into decision trees, consider 
whether the information is up-to-date (e.g. legislation and 
policies) and structure the roll-out of the system so that Amelia 
can continually learn. It is a handholding process and it must 
be done right – painstakingly from the ground up. That’s why 
the current group delivering the AI implementation is drawn 
from a cross-section of the organization, some digitally focused, 
some HR, some business, and so on. Already, we are seeing the 
beginnings of the dynamic transdisciplinary team of FuturaCorp. 

Opportunities abound inside of the organization and existing 
employees are already migrating to higher-level cognitive 
tasks and responsibilities. The process of AI implementation 
additionally yields a need to recruit up to ten new employees 
to focus specifically on getting things up and running. This 
would be a team of evolving roles; candidates would have 
to be flexible and adjust easily to the changing needs of the 
implementation meaning that these are hybrid, flexible and 
interdisciplinary roles.  

Examples include UX/UI interaction specialist, digital service 
designer with content design skills, business process analysts 
and a customer services role with web publishing skills. More 
importantly, they are focused on the capabilities required to 
become part of this dynamic team: cross-functional actions such 
as logical thinking, lateral reasoning, complex problem solving, 
an ability to interact with technology and business strategy, UX/
UI interaction skills. 

Over time, when the platform has received its baseline of 
information and is running at a reasonable pace, the team 
will need to evolve. They will move along the trajectory of AI 
injection into roles such as managing and maintaining scripts, 
monitoring response, specialized case-workers, and innovation-
focused roles set to get the best from the future. Looking outside 



FuturaCorp, Artificial Intelligence & the Freedom to be Human

23

350
offerings and processes that can be positively 
impacted by adding digital employee Amelia to  
the workforce in order to meet demand



of the organization to find opportunities because of the new 
capabilities inside.

We have seen that this evolution happens quite naturally for 
those that can adapt to change – it is a continuous process 
as the needs of AI changes how people respond and vice 
versa. As Rocco Labellarte, Assistant Director of IT at Enfield 
Council, told us: “Amelia implementation allows people to work 
without boundaries in some cases. When it comes to further 
innovation pieces, it has to be fostered, it has to be supported 
and encouraged, you can’t just put someone in and say, be 
innovative, go for it! It takes normalization of the culture.” 

As repetitive processes are automated, the overall system can 
absorb significantly more queries, and human resources are 
re-deployed to areas of greatest quality impact. The transition of 
processes to AI is, therefore, a strong example of the FuturaCorp 
productivity equation, where the potential to produce can be 
multiplied by the resource allocation and reinvestment in higher-
level roles. 

Looking through the lens of one function, social case workers 
can now spend less time sitting in a room answering questions 
– a task increasingly fulfilled by AI – and more time dealing in 
person with cases that need their attention most, by providing 
empathy and direct care human to human. Amelia is now 
engaged in the heavy lifting of questioning, evaluating and 
processing case information, which ultimately provides more 
time for human case workers to focus on areas of need. In 
parallel, AI driven analytics tools can suggest data-based 
solutions the case worker may not previously have chosen. 

The net measurable outcome of quality, as perceived by 
those who require the case worker’s attention, is significantly 
improved. The improvement is felt both in terms of the solutions 
provided and how those solutions are applied. 

As Assistant Director of IT at Enfield Council, Rocco Labellarte, 
suggests, the creation of an AI platform embedded in the 
council system will eventually be shared to other government 
bodies consistent with an altruistic element of government, a 
culture of sharing and an ethos of responsibility endemic to 
government bodies.  

Enfield demonstrates that the symbiotic relationship between 
humans and machines can optimize public service outcomes. 
Even in its early stages of implementation, the case provides a 
glimpse into FuturaCorp, and the emergence envisioned in the 
development of the symbiotic human + machine organization.

Amelia is now engaged in the 
heavy lifting of questioning, 
evaluating and processing 
case information, which 
ultimately provides more time 
for human case workers to 
focus on areas of need”

Professor Tom Davenport, Babson College
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