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Abstract 

 
Will AI shorten or increase amount of jobs? This 

question took one of the central places in the service 

literature debates. On the one hand side, the 

developers of the AI accentuate potential of the 

application to completely imitate human behaviour and 

overtake all human responsibilities. On the other hand, 

service workers and researchers emphasize the 

importance and uniqueness of a “human touch” in 

service work. In order to see how AI can affect the jobs 

of the service workers, we conducted a case study of a 

public service entity that introduced an intelligent 

chatbot in its customer centre. Particularly, we looked 

into how the implementation affects job characteristics 

(skills variety, task significance, task identity, 

autonomy, and feedback) of the frontline service 

workers. 
 

1. Introduction  

 
Artificial intelligence (AI) developers are marching 

into the business world, promising to alter business 

models and customer behaviour, save time and costs, 

and improve forecasting and customization of the 

services [1]. They claim that AI mimics human 

behaviour and demonstrates high level of intelligence 

[2]. Existing jobs are threatened by the AI’s ability to 

acquire, process, interpret different types of data and 

learn from them, and make autonomous decisions [3]. 

To the extent of our knowledge, previous studies 

investigating the threats of job replacement by the AI 

driven technologies are still hypothetical and 

equivocal. For instance, Brougham and Haar’s study of 

employees awareness and attitudes to the potential 

hypothetical replacement by the existing intelligent 

technologies shows rather low levels of anxiety and job 

insecurities. On the contrary, [5] suggest that AI’s 

potential to obscure the borders between biological, 

digital and physical aspects of the contemporary world 

explicitly increases the level of fear of frontline 

workers.  

Nowadays, organizations tend to implement narrow 

AI driven technologies that are still mainly built 

around single tasks [6] and are targeted towards the 

reduction of mundane tasks [7]. Hence, the AI provides 

humans an opportunity to focus on management of 

relations, creation of customized solutions, shaping of 

strategies, development of identities, strengthening of 

intra-organizational relations, or experimenting with 

innovative ideas [7, 8]. These opportunities call for 

enhancement and advancement of employees skills and 

sophistication of existing forms of organizing and 

control that will take into consideration involvement of 

intelligent technologies into organizational daily 

activities [9]. 

Even though the AI is widely discussed in 

management and business literature, the academic 

research on its implementation and application is still 

fragmented and at the infancy stage [2]. The existing 

literature can be categorized between technological, 

which looks into AI deployment and technical insights, 

and economic that focuses on its economic effects on 

the contemporary jobs and businesses [5]. Moreover, to 

the extent of our knowledge, the research on the job 

transformation connected to the AI is of a hypothetical 

and predicting nature and still lacks empirical evidence 

[1]. 

Within the domain of Information Science (IS) 

research, the debate regarding the influence of the 

information technology (IT) on the job transformation 

still continues in a dual and controversary perspective. 

On the one hand, some researchers claim that IT 

shortens the working places by replacing simple single-

task jobs. However, the other stream of research 

suggests that IT creates uncertainties that stretch 

human learning capabilities and motivate innovation 

growth [10]. Interestingly, the success or failure of IT 

implementation are rarely associated with the technical 

characteristics but rather with job and process 

transformation [11]. In this paper we go beyond the 

scope of a single technology that is designed to support 

companies in decision making or optimization of their 

processes. We look into the system of technologies that 

has an ability to process and learn from the data and 

has a potential to make its autonomous decisions. 

Manufacturing sector turned out to be more 

sensitive to the AI implementation due to the wide 

number of tasks and operations that can be fully 
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automatized and performed by robots or intelligent 

applications. Automation of production lines and 

replacement of manufacturing jobs by robots has 

already proven its efficiency and effectiveness [12]. 

However, the issue at the stake is whether robotization 

and artificial intelligence can replace service jobs 

that require personal interaction with the customers? 

Therefore, in this paper we address the following 

research question: How does implementation of the AI 

transforms jobs of the service frontline workers? 

In order to answer the abovementioned research 

question we applied the job characteristics model [13, 

14] that focuses on meaningfulness, responsibility of 

the outcomes and awareness of an actual outcome of 

the job. We used a single case study of a Scandinavian 

Public Service (SPS) that provides financial and 

professional support to the population in challenging 

life situations. The SPS has introduced an intelligent 

chatbot Fredrick to address customers’ inquiries related 

to the financial support applications. 

This paper contributes in several ways. First, it 

looks into how AI transforms job characteristics and 

contributes to the debate whether AI will replace 

humans or create new jobs. Particularly, it explains the 

potential deficiencies of the AI and the need for human 

presence in a service work. Further, using a dual 

perspective on the job characteristics (frontline worker 

vs manager), we explain how managerial practices 

change in response to the change in job characteristics 

caused by the AI system implementation [15]. Besides, 

the paper provides an insight from a public service 

organization, that prioritizes cost and time reduction 

over gaining a competitive advantage or creation of 

unique customer experiences. 

The paper is structured in the following way: in the 

next section we present a conceptual framework of the 

paper and discuss the literature on artificial intelligence 

and job characteristics. Further, we present our 

methodological choices and present the case of the 

Scandinavian Public Service and how it has adopted an 

intelligent chatbot to reduce time and costs in the 

customer centre. Subsequently, we present and discuss 

our empirical findings connected to the changes in job 

characteristics, and illustrate how these changes 

affected both jobs of the frontline service workers and 

managerial practices. Finally, we outline the 

limitations of the study and suggest directions for 

further research. 

 

2. Literature review  

 
2.1. Artificial intelligence and job 

transformation 

 

When the literature relatively agrees on the 

definition of the AI that is “systems’s ability to 

interpret external data correctly, to learn from such 

data, and to use those learnings [machine learning] to 

achieve specific goals through flexible adaptation” 

[2:17], the growing body of knowledge on AI remains 

unstructured and not interrelated. Particularly, the 

academic research within the field is dedicated to the 

potential advantages and challenges of the AI 

implementation and the technical side of AI application 

development [1, 2].  

Traditionally, AI is categorized into two types, 

namely narrow AI, which is focused within one 

specialized domain of information, and general AI, 

which has the ability to learn into new domains. 

Narrow AI is more frequently implemented in the 

companies and typically performs only a single task. 

For instance, AI in medicine helps frontline workers to 

be more efficient and optimize their routines, e.g. by 

identification of abnormalities on radiological tests, 

however it still does not overtake the decision-making 

making function [6].  

Besides all of the potential benefits of the AI, there 

is a number of challenges associated with it. One of the 

main barriers to the successful implementation of AI 

applications relates to a misalignment between the AI 

model and existing organizational technology 

architecture [16]. The authors explain the failure of the 

integration by the lack of “AIOps” or “Artificial 

Intelligence Operations” that refer to “building, 

integrating, testing, releasing, deploying, and 

managing the system to turn the results from AI models 

into desired insights of the end-users”. The AI still 

lacks accuracy, trust from the users, leads to high stake 

mistakes (e.g. erroneous medical diagnosis and, as a 

result, treatment), its “black box” of learning and 

interpreting processes is “dark” and confusing, and it 

increases anxiety connected to the possibility of 

replacement of humans by the AI [17].  

Likewise, [18] address the problem of the increased 

anxiety associated with the AI implementation. The 

authors addressed the need for development of an 

overall understanding that AI is used for people and 

their improved speed and quality of decision making, 

with a potential to coaching and training people and 

creation of new jobs. Particularly, the authors suggest 

to consider AI as a team member that starts as an 

assistant that performs simple but time consuming 

tasks, learns fundamental rules and develops into a 

potential teammate that unites the knowledge, 

competences and skills of a team into a collective 

intelligence. Similarly, [19] address the shift in relation 

between employees and AI driven technologies from 

working “alongside” the technology to working 

“together with” the technology. Based on the ideas 
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emerged from their thought experiment, the authors 

addressed the asymmetric reciprocity in instrumental 

and symbolic values that appear in human-machine 

relationship.  

Interestingly, but development of machine learning 

and implementation of AI, does not explicitly require a 

deep knowledge of computer science. Instead, [8] 

emphasizes the need for an understanding by the 

employees of how the machine learning works. 

Specifically, the author claims employees need an 

understanding of (i) how machine learning works, 

particularly focusing on processing the input data into 

the usable information or other outcome and the 

differences between human and artificial learning; (ii) 

application of AI, its potential and limitations; (iii) and 

ethical borders of AI. Similarly, [20] calls for an 

increasing understanding of the AI application, 

specifically, for the CEOs of the potential areas of 

automatization and further shifts in roles and 

responsibilities. Particularly, the authors underlies the 

importance of clarity of inputs and outputs of the 

autonomous tasks, clear distinction of roles and 

responsibilities of process and decision owners, 

structuredness of the service level protocols and 

coherence of the technical infrastructure. Besides, the 

author addresses an unresolved dilemma of the 

sequence of teaching – first humans or AI? In the same 

vein, [21] explain the success of AI implementation by 

the creation of inter-departmental teams and 

involvement of their multidisciplinary skills, 

integration of data sources and continuous business 

process management, understanding of AI potential 

and development of skills to capture the potential 

promptly. 

In order to see how the AI could potential replace 

the existing jobs, [5] developed a theory of AI job 

replacement. The main idea of the theory that AI 

replaces humans rather on the task than job level. 

Besides, the authors claim that there are four types of 

intelligences needed in order to perform a task, namely 

mechanical, analytical, intuitive, and empathetic. The 

higher is the level of complexity of a task, the wider is 

the range of intelligences needed to perform this task. 

See the summary in the Figure 1. 

Besides, the authors assume that development of 

the Intelligence feature of the artificial intelligence 

happens gradually and evolving. However, the 

question remains to what degree the human and 

machine should be integrated/streamlined and what 

implications does it have for managerial practices. 

The theory suggests that the jobs will be overtaken 

by the machines, and does not look into the essence of 

a job and its design. The questions remain whether all 

the jobs can be mimicked by the artificial intelligence, 

to what degree the human and machine should be 

integrated/streamlined, and what implications does it 

have for managerial practices. 

 

2.2. Job characteristics 

 
In order to address the later questions, we suggest 

to implement the Job Characteristics Model developed 

by [13] and widely applied in the IS research to look 

into the changes of job characteristics associated with 

the implementation of new information technologies. 

Initially it was developed to study how job 

characteristics influence job satisfaction, and the 

mediating effect of the three main critical 

psychological states, namely experienced 

meaningfulness of work, experienced responsibility for 

work outcomes, and knowledge [13, 14]. However, 

wide application of the model has shown that job 

characteristics have an influence not only on the job 

satisfaction, but also on the individual job outcomes 

and performance [22], thriving [23], responsibility 

[24], empowerment and organizational commitment 

Figure 1. Four types of intelligence [Adopted from [4]] 
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[25], and turnover [26, 27]. The model includes five 

main job characteristics, namely skill variety, task 

identity, task significance, autonomy, and feedback. 

Skill variety is defined as “the degree to which a 

job requires a variety different activities in carrying 

out the work, involving the use of a number of different 

skills and talents of the person” [13:78]. 

Implementation of a new technology calls for new 

or advancement of the previous technical skills and 

competences. Besides, implementation of the new 

technologies often results in frustration of the 

employees, their resistance to learn and adopt 

technology, anxiety connected to new everyday 

realities, such as larger amounts of data and more 

complex tasks. All of the aforementioned lead to the 

decrease in job satisfaction [11]. In turn, assistance in 

the development of skills related to the implementation 

of a new technology results in a higher job satisfaction 

and better performance [3, 28]. On the contrary, 

complexity of a technology without provided 

preliminary training might lead to frustration and 

impression that while the company is aiming purely at 

cost reduction, it disrespects it employees that 

decreases job satisfaction [29]. 

Task identity is referred as “the degree to which a 

job requires completion of a “whole” and identifiable 

piece of work, that is, doing a job from beginning to 

the end with a visible outcome” [13:78]. The 

importance of the identity in the IS literature still 

remains discrepant. Thus when [30] claim that task 

identity has a very low or almost no influence on the 

job satisfaction, the studies conducted by [31] and [32] 

specifically emphasized the importance of task identity 

for the IT professionals job design. However, the 

research based on the demographic differences 

indicated the importance of the task identity 

specifically to women [33]. 

Task significance is “the degree to which the job 

has a substantial impact on the lives of other people, 

whether those people are in the immediate 

organization or in the world at large” [13:79]. High 

level of task significance and value of feedback along 

with consequent use of IT improves job performance, 

but requires organizational agility, i.e. ability to 

address changes of the external environment and assist 

in improvement of the internal business processes [34]. 

Thus, information systems and technologies supporting 

insignificant or irrelevant tasks should be suspended 

[35]. 

Autonomy is being addresses as “the degree to 

which the job provides substantial freedom, 

independence and discretion to the individual in 

scheduling the work and in determining the procedures 

to be used in carrying it out” [13:79]. Redesign of job 

that affects autonomy of employees leads to the 

increased anxiety since they feel threatened [11]. 

Therefore, autonomy is a critical factor that enables 

intrinsic motivation [36]. Interestingly, that increased 

need for advanced skills to apply advance IT and, as a 

result, complexing of IT users job frequently results in 

increased level of autonomy and simplification of the 

hierarchical structure within organizations [10]. 

Autonomy arising from IT implementation is higher in 

the cultures with low uncertainty avoidance, low power 

distance and high individualistic countries [15]. 

Job feedback is defined as “the degree to which 

carrying out the work activities required by the job 

provides the individual with direct and clear 

information about the effectiveness of his or her 

performance” [13:80]. [31] differentiate between two 

types of feedback, namely feedback on the job itself 

and the way it was done, and the feedback on the goals 

achieved or failed to achieved related to the specific 

job. Feedback is an important constituent of frontline 

workers. Implementation of an information technology 

presumes automatized data collection connected to the 

employees performance. In turn, employees feel 

watched and controlled, especially since the “nature” 

of the feedback changes and becomes more detailed. 

As a result, it decreases the job satisfaction [11]. 

However, the balance between social, i.e. feedback 

based on the personal contact with the manager, and 

technical, feedback provided by the IT, increase job 

satisfaction [10]. 

 

3. Methodology 

 
To study how the jobs of the frontline service 

workers are being transformed due to the 

implementation of AI, we chose an inductive single 

case study approach [37]. The benefits of the case 

study research refers to its information richness and 

ability to answer “how” and “why” questions [38, 39]. 

Moreover, case studies are suitable for research in the 

fields that are in their early exploratory stages, such as 

AI research [2]. Furthermore, case studies are 

applicable for investigation of complex constructs with 

various complementary links and interrelations due to 

their multidisciplinary nature and informative 

abundance, which would be challenging to address by 

means of other research designs [37].  

For the purpose of the study, we used selective 

theoretical sampling [40] and chose a non-profit 

organization that provides public services and 

implemented AI to optimize the jobs of the frontline 

workers. Particularly, we focused on the jobs of the 

specialists of the call centre whose responsibilities and 

tasks were directly affected by the implementation of 

an intelligent chatbot. In order to perform the case 

study and ensure credibility of our study [41], we used 
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data from three various sources: (i) semi-structured 

interviews, (ii) internal documents, (iii) publicly 

available data about the activities of the SPS.  

The semi-structured in-depth interviews were 

conducted with the specialists of the customer centres 

and their managers and are summarized in Table 1. 

Semi-structures interviews provide a range of 

advantages such as possibility for clarification of 

received information, framing of the course of an 

interview, personal interaction with the interviewee, 

possibility to observe the emotions of the participants 

[39-44]. The interview guides were developed for 

frontline workers and managers and were built around 

the influence of AI technology on the five main 

constructs of the study, i.e. skills variety, task 

significance, task identity, autonomy and feedback. In 

addition, the secondary were analysed and the details 

are presented in Table 2. 

 

Table 1. Detailed information about the 
interviews 
Details of the interviews  

 
Main responsibilities of 
the interviewees 
(relevant for the purposes 
of the study)  

 
Interviewees: Chatbot 
trainers  
Amount of interviews: 2  
Date: January 2020  
Duration: 40-50 mins  
Form: Face-to-face  

Frontline workers  
Assistance to the 
customers with 
applications for state 
support in various 
challenging life situations  
Maintenance and training 
of Fredrik  

Interviewees: Specialists  
Amount of interviews: 2  
Date: February 2020  
Duration: 50 mins  
Form: Face-to-face  

Frontline workers  
Assistance to the 
customers with 
applications for state 
support in various 
challenging life situations  

Interviewee: Head of the 
department (manager)  
Date: February 2020  
Duration: 60 mins  
Form: Face-to-face  

Management and support 
of the specialists team  
Training of new 
employees  
Analysis of customers 
feedback  
Development and 
implementation of 
improvement initiatives 
and actions  

 

Table 2. Secondary data analyzed in the 
paper 
Source  Purpose  

Specialists 
Job 
Descriptions  

 

To gain understanding of job 
responsibilities and requirements to 
skills and competencies required to 
perform tasks related to the customer 

services, performance measurement 
and reporting mechanisms and what 
are the degrees of task significance, 
autonomy and feedback  

Official 
webpage  

 

To gain understanding the structure of 
SPS, its mission and goals and 
understanding of Fredrik’s operations 
and shortcomings - to understand the 
degree of task significance and 
autonomy of the intelligent chatbot  

Annual 
reports 
2017, 2018, 
2019  

 

To gain understanding of the digital 
transformation initiatives of SPS 
including Fredrik’s implementation: 
premises, scale, challenges and plans 
for involvement and how they caused 
change in skills variety, task 
significance, autonomy and feedback  

National 
legislation  

 

To gain understanding of the 
challenges of AI implementation in 
public entities and how the personal 
data of customers is legally protected 
and how they affect boundaries of 
Fredrik’s autonomy  

Analytical 
reports  

 

To gain understanding of the 
consequences of implementation: 
challenges and employees perception  

In order to analyse the data, we performed, first, a 

structural coding [45], where we looked into the job 

characteristics and how they were affected by the AI 

implementation. Thus, we used the same codes as 

described in the theoretical section of the paper: skills 

variety, task significance, task variety, autonomy, and 

feedback. Further, in the second circle we applied open 

coding [45], where we were looking into which 

managerial practices that were transformed due to the 

changes in the job characteristics. 

 

4. Preliminary empirical findings  

 
4.1. Implementation of the intelligent chatbot 

Fredrik 

 
SPS is a state owned public service that is 

responsible for provision of financial and professional 

support for the citizens in various challenging life 

situations. In 2018, following the governmental 

strategy for digitalization of the public sector, it 

introduced an intelligent chatbot Fredrik to assist in 

processing requests for financial support from 

population. Besides, the SPS has redesigned its 

webpage to make it more user friendly and decrease 

the amount of physical meetings in local offices and 

human involvement into the customer requests. 

Fredrik has a capacity to deal with 1000 requests at 

a time with potential for further improvement. In 2019, 

he responded to approximately 400 inquiries per day, 
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whereas 40% of requests were processed and finalized 

directly by Fredrik, 40% were send further to the 

manual chats with the specialists of the customer 

centre, and for the rest 20% it was suggested to switch 

the channel of communication. When the request from 

a customer requires access to his/her personal 

information, neither chatbot, nor manual chat can be 

used due to the restrictions to the personal data access 

implied by the national legislation. Thus, every digital 

conversation starts with a reminder not to provide any 

personal information including customer’s name and 

social security number. 

Particularly, Fredrik is dealing with the simple 

family and employment related cases that do not 

require much of a human involvement, thus giving an 

opportunity for the specialists of customer centre to 

focus on more advanced tasks and tasks involving 

access to the personal information. Interestingly, the 

SPS internal statistics shows that time spent per 

telephone call has increased in average from 4.5 

minutes to 7 minutes within the last couple of years. 

Due to the shortage of the physical offices and 

introduction of digital improvements, the customers 

started contacting customer centres with more 

specified and advanced requests to which employees 

refer rather like to the “meetings” than just short 

consultations. The specialists of the customer centre 

experienced the gradual scepticism of the customers to 

the digital transformation of Service in general and low 

level of trust to the newly implemented Fredrik. 

Fredrik’s skills are being constantly improved as he 

is constantly being upgraded by the chatbot trainers. 

Everything that Fredrik is being taught to is 

categorized into different intents, such as, for instance, 

“greetings”. He is self-learning in the sense that he 

understands text and in case an unknown word appears 

during an inquiry, the system will alert and notify the 

trainers. His knowledge is being upgraded by the 

sources from different areas of the SPS’s activities, and 

it is vital that customers receive correct information. 

Despite the continuous improvement, constant 

updates and visible breakthroughs, Fredrik has a wide 

range of limitations. First and foremost, he is lacking 

basic human understanding, such as being dangerously 

sick, understanding of the sources of the financial 

support for the disabled people. He can be trained to 

show empathy, but it will not be a genuine compassion. 

Another Fredrik’s limitation refers to prohibition to 

log in into the professional system and access personal 

data of the customers, therefore, he provides only some 

general information. In addition, he has difficulties to 

understand non-Scandinavian speakers who refuse to 

switch to the alternative language or people with low 

educational level. 

Finally, it has been difficult for the managers 

specialists to understand whether the conversation with 

Fredrick is finished and whether the customer received 

the assistance with his inquiry. The latest update 

provided an opportunity for the customers to give more 

detailed feedback on Fredrik’s performance and finish 

the conversation by marking it as “resolved”, “not 

resolved” or “irrelevant”. 

 

4.2. Changes for the employees of the customer 

centre 

 
Digitization of the SPS core services and 

implementation of Fredrik lead to the increased 

occupation of the specialists with more complicated 

inquiries that require more time, knowledge and 

experience. Interestingly, one of the specialists when 

talking about the shift from simple to more complex 

and specified inquiries to the human specialists 

assumed that this might also happen due to the general 

increase in digital erudition and electronic awareness 

of population: 

“People are now more self-assisting electronically, 

this causes the changes in the questions”. 

According to another specialist, such a shift in 

requests was perceived by the employees dissonantly: 

“Before, most of the employees experienced their 

working days as the simple ones. But for someone the 

days were boring because they were all the same every 

single day. But, as things get more digitized now and 

as the chatbot takes away the simplest questions, we 

are left with the more complicated, demanding 

questions, which are more intricate and more relevant. 

And for some of us it is very exciting, while for the 

others it is very demanding. Then they have lost the 

nice, quiet and peaceful job they had before then that 

they could go on autopilot”. 

In a busy working day with various challenging 

tasks, specialists often experience difficulties with 

prioritizing their competence enhancing activities. 

Moreover, due to the budgetary constraints and 

intricacy to pause the operations of the SPS, coherent 

organized training connected not only to the Fredrik’s 

implementation, but also to the digital transformation 

of the whole SPS, was not provided. 

Employees are encouraged to follow the news via 

the SPS website and internal net. In addition, it is 

recommended that they take internal courses, and a 

professional day is held once a year and performed via 

small meetings if something extraordinary occurs. The 

competences of the specialists are enhanced by the 

inter-departmental collaboration and involvement of 

new team members with new skills and competences. 

Interestingly, among the skills and competences 

required for working in the customer centre, both 
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manager and specialists named empathy and 

compassion as the most vital ones: 

“In challenging life situations when customers 

know that it is a machine they are interacting with, 

they can be a little provoked by it, that it seems a little 

ridiculous. So I think that genuine compassion is what 

might be the biggest advantage over the digital 

technologies”. 

The main role of the humans is to address the 

uniqueness of each customer’s situation and its context 

that cannot be achieved by Fredrik due to the 

prohibition to access personal data and lack of 

empathy. Moreover, for some customers, such as 

patients of psychiatric hospitals with mental health 

conditions, it can be frustrating and confusing to 

understand that they are communicating with a 

machine and not a human. When Fredrik just rephrases 

the answers creating even more confusion, the human 

specialists have a feeling of the customer, his/her needs 

and whether the customer has received an 

understanding regarding his inquiry. 

Besides, the specialists need to have both analytical 

and intuitive understanding of whether or not a 

customer has received an understanding of the 

response to his/her inquiry and whether he/she is able 

to finish his/her application independently, or if he/she 

needs further and more detailed guidance. Moreover, in 

comparison to the service jobs where customer 

satisfaction is positioned in the centre of the 

organizational activities, the specialists of SPS are 

allowed and encouraged to make autonomous 

decisions regarding the communication style with the 

customer depending on the behaviour of the latter ones. 

  

4.3. Managerial practices related to the 

transformation of job    
 

The digital transformation of the SPS called for the 

shift of the skills of their specialists. For that reason, 

the managers needed to reconsider the competence 

requirements to the new candidates: 

“We do not necessarily need the social science 

background in this type of job, because they are given 

full training on what they need to know about the 

various types of support and the services we have. But 

what we need potential candidates to have are the 

digital skills”. 

In order to improve customer related services, the 

management of SPS developed and implemented the 

system of feedback on the performance of both human 

specialists and Fredrik. The evaluation of the 

specialists’ performance focuses on both their general 

performance and evaluation of separate areas of their 

activities. Similarly, the evaluation of Fredrik’s 

performance is performed by sending an after-session 

survey where the customer has a chance to evaluate the 

degree to which Fredrik has provided assistance to the 

customer’s inquiry. Later, the results of the feedback 

are discussed with the team, where the focus is 

dedicated to going through the critical cases, potential 

for the improvement, and measures that can be taken in 

order to improve the quality of the services. 

Interestingly, but the manager does not provide any 

individual feedback to the specialists. The fact that 

employees have a high level of competence and high 

degree of responsibility to meet their competence 

needs, has led the manager to take a participative 

management style. Thus the manager provides an 

example of his interaction with the specialists: 

“For now, I have a department with very 

experienced, independent, autonomous people, so I do 

not really need to manage them. But I am now getting 

three new employees, so I have to go more into that 

controlling role for a period of time, until they are 

independent enough to be able to stand on their own 

then. But as of today, I really just need to be present 

and ask some control questions in relation to what they 

[specialists] think themselves is smart in a particular 

challenging case, and usually they have already the 

answers. But they just need to confirm that I agree that 

it makes sense, that they are assured it will also resolve 

the matter on their own.” 

 

5. Discussion  

 
The empirical findings have shown that 

implementation of the AI into day-to-day activities 

transforms rather than completely overtakes existing 

jobs of service frontline workers. We will further 

discuss and suggest some propositions for further 

studies in relation to each job characteristic. 

Skills variety. [5] predicted that implementation of 

AI will result in the need to improve empathetic and 

intuitive skills of service workers. Indeed, the findings 

indicate the shift in the tasks and the need for further 

development of intuitive and empathic skills. This 

finding seems to be in line with the AI job replacement 

theory where the overtaking of the tasks happens 

gradually and in a linear manner. Interestingly, but 

study shows that this process is affected by budgetary 

constraints, such as lack of budget for the IT 

professionals employment, and institutional barriers, 

such as regulations related to the personal data 

protection. In fact, even though the AI takes over 

mechanic and analytical tasks, it still stretches and 

motivates for further development of analytical skills 

of the existing specialists. 

Preliminary propositions: (a) The degree of 

mechanic and analytical skills decreases after AI 
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implementation. (b) The degree of intuitive and 

empathic skills increases after the AI implementation. 

Implementation of new technologies that involves 

improvement of the skills and change in the working 

routines calls for creation of an appropriate 

organizational culture [20,21]. It should be thoroughly 

planned to avoid the resistance from the employees and 

enhanced by the formal communication [46]. However, 

our study shows that organizational culture was not 

changed dramatically due to the AI implementation. 

The chatbot was perceived by the employees as an 

assisting “new colleague” and not as a breakthrough 

technology that disrupts everyday activities. The 

findings demonstrate that instead of creating a new 

culture, the management of the service created an 

understanding of what are the nature and limitations of 

the chatbot. Moreover, the transformational 

participative leadership style [47] of the manager 

assisted in the uninterrupted implementation of the 

application by supporting cross-departmental 

cooperation and encouraging positive attitude towards 

the change. 

Preliminary proposition: (c) Transformational 

leadership facilitates skills variety development during 

the AI implementation process. 

Task significance. Implementation of the chatbot 

in studied organization has transformed the nature of 

the performed tasks by the specialists of the centre. 

Thus, instead of dealing with the routinized requests, 

they have to respond to personalized inquiries that 

require close human interaction. To the degree of our 

knowledge, previous research does not show how 

transforms the task significance but rather focuses 

mainly on the interrelation between task significance 

and job performance after implementation [e.g. 34, 35]. 

Preliminary proposition: (d) The degree of task 

significance of service jobs increases after the AI 

implementation. 

Task identity. When previous research in IS 

focuses on the importance of task identity for job 

satisfaction [e.g. 31-33], to the degree of our 

knowledge, it does not discuss how the identity 

changes due to the technology implementation. 

However, our study demonstrates that the task identity 

of the service jobs was altered after the introduction of 

the chatbot. Hence, the tasks that cannot be performed 

by the chatbot due to the technical, budgetary or 

institutional constraints, are later accomplished by the 

specialists. 

Preliminary proposition: (e) The degree of task 

identity of service jobs increases after the AI 

implementation in public sector. 

Autonomy. Implementation of new digital 

technologies presumes automation of jobs and 

routinization of tasks that leads to decrease of 

creativity and freedom of the employees [48]. On the 

contrary, the introduction of the chatbot and shift to 

more complex cases resulted in higher degree of 

responsibility and autonomy of decision making of the 

specialists in the customer centre. 

Preliminary proposition: (f) The degree of 

autonomy of service workers increases after AI 

implementation. 

Feedback. Previous research suggests that the 

structure of feedback becomes more detailed in regard 

to the ways the job tasks were performed [31]. 

However, our study shows that neither structure nor 

quality of the feedback changed dramatically due to the 

implementation of the chatbot. Such finding can be 

explained by the fact that the implementation was not 

connected to the ways the information is processed in 

the service. Instead, it created additional managerial 

complexity related to the development and 

management of two feedback systems, whereas one is 

aimed at evaluation of specialists performance and 

another at the evaluation of the chatbot performance. 

 

6. Conclusions   
 

Addressing the question how the service jobs are 

affected by the implementation of the AI, this study 

makes several contributions. First, it demonstrates 

empirically the shift in the importance of required 

competences for the service workers from mechanical 

towards intuitive and compassionate ones. At the same, 

it still underlies the importance of further development 

of the analytical skills and addresses the factors 

influencing the job replacement process, such as 

budgetary constraints or institutional regulations. 

Besides, the paper indicates the importance of 

transformational leadership and managerial 

involvement into the change process for the ongoing 

skills development. Further, study shows how 

increases the degree of task significance and task 

identity after the introduction of the chatbot. Finally, 

the paper reveals how implementation of AI facilitates 

creativity and autonomy of the service workers. 

This paper is a work-in-progress, and has a number 

of limitations and directions for further studies. First, it 

looks into the narrow AI application that was designed 

to process the tasks related to the single area of 

activities. Besides, its intelligence is still in an early 

stage. Thus, further research should look into more 

developed and preferably general AI applications. 

Moreover, in our paper we deployed the JCM [13, 14] 

perspective to understand which aspects of job content 

are affected by the AI implementation. However, 

further studies using the JCM could explore how AI 

implementation affects employees satisfaction. 

Alternatively future studies could investigate the 
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change in organizational outcomes, e.g. strategic 

response or operational performance, using the Job 

Demands-Resources model [49]. The model explains 

relations between psychological, social and 

organizational resources, and organizational outcomes. 

Further research should also shed light on how AI 

application influences organizational operations and 

performance in a long-term perspective, since 

transformation is a continuous process and AI 

developers promise the revolutionary benefits of its 

application in the long run [2]. Thus, more empirical 

evidence along with preferably longitudinal research 

designs will be beneficial for the field. Furthermore, 

future research could benefit from studies expanding 

the understanding of how the employees treat and build 

partnership the AI driven technologies and whether this 

relationship affects human identity or reciprocating in 

their human-human relationship [19]. 

Furthermore, the paper uses the perspective of the 

service providers and does not address the customer 

perception of the artificial intelligence. Therefore, 

future studies looking into how, for instance, different 

groups of customers, including elderly people and 

people with low digital awareness, treat the 

communication with digital intelligence. Such study 

should also help to understand whether the AI is able 

to provide services on the same level and of the same 

quality as the frontline service workers. In addition to 

that, following the ideas of the uncanny valley theory 

[50], the longitudinal studies could also shed light on 

whether the customer perception of the AI changes 

over the time. 

This study is designed as a single case study that 

limits its generalization potential. Further studies 

applying the job characteristics perspective can be 

verified in a quantitative study. It can test the 

suggested propositions or outline how implementation 

of artificial intelligence influences job satisfaction of 

the employees who have to switch from more simple 

and routinized to more sophisticated and time 

consuming tasks. 

Finally, the research of the moral issues related to 

the AI implementation is also important to understand 

to what degree AI is applicable especially for the 

customers that are going through challenging life 

situations. When should be drawn the border between 

virtual and real? To what extent does the Artificial 

Intelligence has rights to do mistakes and differ from 

regular humans? Are there any borders to the AI 

behaviour – what is appropriate and what is not? 
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