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ABSTRACT

PURPOSE: This chapter examines how governance mechanisms can moderate the relationship between
Artificial Intelligence and human intelligence within employment and leadership systems, with particular
emphasis on sustainability-oriented organisational contexts and workforce transformation.

DESIGN/METHODOLOGY/APPROACH: The chapter adopts a qualitative conceptual research
approach, synthesising interdisciplinary literature across artificial intelligence, governance, human capital, and
leadership. This is complemented by applied organisational insights from complex operating environments.
A governance-led analytical perspective is used to assess how Al integration influences workforce structures,
leadership accountability, and decision-making processes.

FINDINGS: The analysis finds that ungoverned diffusion of Al amplifies skills displacement, organisational
fragmentation, and erosion of leadership accountability. In contrast, governance-anchored integration enables
Al to augment human judgement, strengthen leadership effectiveness, and promote sustainable employment
outcomes. Governance emerges as the critical moderating mechanism shaping whether Al leads to substitution
or augmentation of human capabilities.

ORIGINALITY/VALUE: The chapter advances an Al-human intelligence governance framework that
positions human resource management as a central mechanism for aligning Al adoption with the United Nations
Sustainable Development Goals. It offers transferable insights for policy-makers, organisational leaders and HR
practitioners across sustainability-critical sectors.
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INTRODUCTION

Artificial Intelligence (Al) has become a defining force shaping contemporary organisations,
influencing how work is organised, decisions are made, and leadership authority is
exercised. Across sectors, Al applications are increasingly embedded in recruitment,
workforce planning, performance management, risk assessment, and executive decision-
support systems. While these technologies promise efficiency and analytical depth, they
also raise fundamental concerns regarding job displacement, erosion of human judgement,
accountability gaps, and the long-term sustainability of employment systems (UN, 2015).

These concerns are amplified by the broader sustainability context in which
organisations now operate. Governments, regulators, investors, and societies increasingly
expect organisations to contribute to inclusive growth, resilient employment, and
responsible governance. The United Nations’ 2030 Agenda for Sustainable Development
reinforces this expectation by linking economic performance to social inclusion and
institutional integrity (UN, 2015). Within this environment, the diffusion of Al presents
not only a technological challenge, but a governance challenge with direct implications
for employment and leadership. This view is reinforced by recent work linking artificial
intelligence governance to the achievement of the United Nations’ Sustainable Development
Goals, emphasising the need for responsible and ethically guided Al integration (Ahmed
and Naim, 2026).

Much of the existing debate frames Al as a technological substitute for human labour
or managerial judgement. Such perspectives tend to adopt deterministic assumptions,
implying that technological advancement inevitably leads to workforce displacement
or diminished human agency. This chapter challenges that framing. It argues that the
outcomes of Al adoption are not predetermined by technology itself, but are shaped by
how artificial and human intelligence are governed within organisational systems.

The central argument advanced in this chapter is that governance mechanisms moderate
the relationship between artificial intelligence and human intelligence in employment and
leadership systems. Where governance is weak or absent, Al adoption risks reinforcing
fragmentation, mistrust, and short-term optimisation at the expense of long-term resilience.
Where governance is deliberate and well-designed, Al can augment human capability,
support leadership effectiveness, and contribute to sustainable employment outcomes.

The purpose of this chapter is therefore conceptual. It seeks to develop a governance-
based framework for understanding how artificial and human intelligence can be integrated
in ways that support sustainable employment and leadership. Drawing on interdisciplinary
literature and applied organisational insights, the chapter positions governance as the
critical lever enabling a shift from automation-driven substitution to augmentation-driven
collaboration between humans and intelligent systems.
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83 From Automation to Augmentation

LITERATURE REVIEW

Artificial Intelligence

Research on Al and work has grown substantially, exploring themes such as automation
potential, task substitution, and evolving skill requirements. Early economic literature
largely concentrated on technological unemployment and productivity effects, framing
automation as a disruptive force that displaces labour and amplifies efficiency gains
(Autor, 2015). These studies often adopted a macro-economic perspective, emphasising
aggregate employment trends and cost optimisation. However, subsequent research has
introduced greater nuance by shifting the focus from job-level displacement to task-level
transformation. This perspective suggests that Al rarely eliminates entire occupations;
instead, it reconfigures work by automating specific activities while leaving complementary
tasks intact, thereby reshaping job content rather than erasing roles altogether (Acemoglu
and Restrepo, 2020).

Despite these conceptual advances, much of the literature continues to privilege
efficiency and productivity metrics as primary evaluative criteria. This emphasis reflects
a technocentric orientation that overlooks the organisational and social dimensions
of Al adoption. Governance structures, encompassing decision rights, accountability
mechanisms, and normative expectations, remain under-examined in discussions of Al
and work. Consequently, critical organisational outcomes such as trust, accountability,
and leadership legitimacy receive insufficient attention. These factors are pivotal because
they determine whether Al integration strengthens organisational cohesion or undermines
confidence in decision-making processes. Without robust governance frameworks, the
promise of Al as an enabler of human capability risks being overshadowed by concerns
about opacity, bias, and diminished human agency.

By foregrounding governance in the analysis of Al and work, future research can
move beyond narrow efficiency paradigms to address the socio-organisational implications
of technological change. This shift is essential for developing strategies that balance
innovation with ethical responsibility, workforce resilience, and sustainable organisational
performance (Acemoglu and Restrepo, 2020).

Human Intelligence, Leadership, and Decision-Making

Human intelligence in organisational contexts encompasses far more than cognitive
processing. It includes judgement under uncertainty, ethical reasoning, emotional
intelligence, and social sense-making, capabilities that enable leaders to navigate ambiguity
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and reconcile competing priorities. Leadership research consistently underscores the
significance of these qualities, particularly in environments characterised by complexity
and rapid change (Mintzberg, 2009). These human dimensions provide the interpretive and
relational depth that purely analytical approaches cannot replicate.

The integration of Al into organisational decision-making introduces profound
challenges to traditional leadership roles. Algorithmic systems offer data-driven insights
that can enhance situational awareness and improve forecasting accuracy. However, this
technological augmentation carries the risk of over-reliance on algorithmic outputs, which
may erode reflective judgement and diminish leaders’ sense of responsibility for outcomes
(Davenport and Ronanki, 2018). When decision-making becomes overly mechanistic,
organisations risk losing the nuanced ethical and contextual reasoning that human leaders
bring to strategic choices.

To address these tensions, the literature increasingly advocates for the development
of “algorithmic literacy” among leaders, a competency that enables them to critically
interpret Al-generated recommendations without surrendering accountability (Faraj et
al., 2018). Algorithmic literacy involves understanding the assumptions, limitations, and
potential biases embedded in Al models, as well as recognising when human judgement
should override automated suggestions. This capability ensures that leaders remain active
agents in decision-making processes, blending technological insights with human values
and organisational purpose.

By promoting algorithmic literacy alongside traditional leadership competencies,
organisations can create a governance-oriented leadership model that leverages Al as an
enabler rather than a substitute for human judgement. Such an approach safeguards ethical
integrity, reinforces accountability, and sustains the relational and interpretive dimensions
of leadership that are essential for long-term organisational resilience.

Governance and Organisational Control

Governance literature offers a valuable framework for understanding how organisations
navigate complexity and reconcile competing interests. Governance is not limited to
compliance or oversight; it encompasses formal structures, decision rights, accountability
mechanisms, and normative expectations that shape organisational behaviour and strategic
choices (Aguilera and Ruiz Castillo, 2025). These elements collectively define who holds
authority, how decisions are made, and how responsibilities are distributed across different
levels of the organisation.
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In technology-driven contexts, governance plays a critical role in determining the
balance of authority between human actors and automated systems. It establishes the
principles for managing risks over time, ensuring that technological adoption aligns
with organisational values and societal norms. Governance frameworks influence how
organisations prioritise innovation, mitigate unintended consequences, and maintain trust
among stakeholders.

Al governance has traditionally been framed through ethical and regulatory lenses,
emphasising issues such as bias, transparency, and compliance with external standards
(OECD, 2019). These dimensions remain essential, as they safeguard fairness and
accountability in algorithmic decision-making. However, emerging scholarship highlights
that governance must extend beyond ethics and regulation to encompass organisational
design, leadership responsibilities, and workforce implications (Raisch and Krakowski,
2021). This broader perspective recognises that Al integration is not merely a technical
challenge but a socio-organisational transformation that reshapes roles, decision-making
hierarchies, and skill requirements.

By embedding governance into organisational structures, firms can ensure that Al
adoption supports strategic objectives while maintaining human oversight and adaptability.
This approach positions governance as a dynamic capability that evolves alongside
technological change and addresses both operational risks and long-term workforce
sustainability.

Sustainability and Employment Systems

Sustainable employment extends beyond job preservation to include employability,
inclusion, and long-term workforce resilience. The Sustainable Development Goals
(SDGs) reinforce the importance of decent work and strong institutions as foundations for
sustainable growth (UN, 2015).

From this perspective, Al adoption must be evaluated not only in terms of efficiency
gains, but also in terms of its contribution to human development and social cohesion.
Governance mechanisms play a central role in aligning organisational practices with these
broader sustainability objectives.
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RESEARCH METHODOLOGY

TERD This chapter adopts a qualitative, conceptual research design. Conceptual research is
HUMGER

appropriate where the objective is theory development and integrative understanding
“g rather than empirical testing (Jaakkola, 2020).

' The methodology combines three elements. First, a comparative review of
interdisciplinary literature across Al, leadership, human resource management, governance,
GOOD HEALTH and sustainability. Second, synthesis of applied organisational insights drawn from publicly
e documented practices in asset-intensive and sustainability-critical sectors. Third, analytical
abstraction to develop a governance-based framework explaining how artificial and human

4 intelligence interact within employment and leadership systems.

Rather than proposing causal claims, the chapter aims to generate explanatory

2::};%0'“ propositions and conceptual clarity that can guide future empirical research and

g

GENDER
EQUALITY

organisational practice.

Governance of Artificial and Human Intelligence

Automation drift and governance failure

In the absence of explicit governance, Al adoption often progresses incrementally. Decision-
support tools become decision drivers, and algorithmic outputs gradually displace human
judgement without deliberate intent. This phenomenon, described here as automation drift,

LEAN WATER - . .-
:,m :ANITATIIJN erodes accountability and weakens leadership legitimacy.

Employees affected by Al-driven decisions frequently perceive them as opaque and
unchallengeable, particularly when governance mechanisms for explanation or appeal are
absent. Over time, this undermines trust and organisational commitment.

Governance anchors for augmentation

Effective governance interrupts automation drift by anchoring Al within clearly defined
decision architectures. These architectures specify where Al informs decisions, where
human judgement prevails, and how accountability is maintained.

DECENT WORK AND Key governance anchors include:
ECONOMIC GROWTH

o

e clarity of purpose, ensuring Al adoption aligns with employment and leadership
objectives rather than narrow efficiency goals;

* defined decision rights, maintaining human accountability for decisions with
material consequences;

INDUSTRY, INNOVATION
AND INFRASTRUCTURE
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» transparency and explainability, enabling affected stakeholders to understand
Al-informed decisions;

» review and feedback loops, allowing governance arrangements to evolve as systems
and contexts change.

Employment implications

Artificial Intelligence is reshaping employment systems by transforming the composition of
tasks, redefining skill requirements, and altering traditional career pathways. As automation
takes over routine activities, human roles increasingly focus on complex problem-solving,
creativity, and interpersonal engagement. This shift demands new competencies such as
digital literacy and adaptive thinking, while diminishing the relevance of many traditional
skills. Career progression is no longer linear; instead, it becomes dynamic and skill-
based, requiring continuous learning to remain relevant. Recent empirical research further
demonstrates that Al readiness and digital capabilities significantly enhance organisational
adaptability and workforce sustainability, reinforcing the importance of structured Al
integration within human resource systems (Alainati et al., 2026).

When Al adoption occurs without governance, it can exacerbate inequalities within
the labour market. Ungoverned deployment intensifies skill polarisation and workforce
fragmentation, creating a widening gap between high-skill, high-pay roles and low-skill,
low-pay positions, while eroding mid-skill opportunities (Acemoglu and Restrepo, 2020).
Workforce fragmentation further accelerates as organisations lean on contingent labour
and gig work, undermining job security and cohesion.

Governance-oriented approaches, however, reposition Al as an enabler rather than
a disruptor. By integrating analytics with human judgement, organisations can identify
emerging skill gaps and design targeted reskilling programmes. Al can enrich roles rather
than replace them, enhancing productivity and job satisfaction. Predictive workforce
planning informed by ethical considerations ensures inclusivity and equity, anticipating
demographic shifts and diversity needs. Such approaches reinforce sustainable employment
by prioritising long-term employability over short-term cost optimisation (Acemoglu and
Restrepo, 2020).

The ultimate objective of governance is sustainable employment. This means fostering
lifelong learning ecosystems, creating adaptive career frameworks that evolve alongside
technology, and embedding social responsibility into AI governance to mitigate inequality
and strengthen workforce resilience. In doing so, technological progress becomes a force
for shared prosperity rather than division.
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Leadership implications

TERO Leadership effectiveness in Al-enabled environments increasingly hinges on the capacity
HUMGER to integrate algorithmic insights with human sense-making. While Al systems can
“g process vast datasets and generate predictive recommendations, these outputs require
' contextual interpretation and ethical judgement to translate into sound decisions. Leaders
must therefore act as active orchestrators of technology rather than passive recipients of

algorithmic advice. Governance frameworks play a critical role in this process by ensuring
:ﬂgnvriﬁ%m that authority and accountability remain with human decision-makers, even as Al augments

their capabilities.

4 This dynamic reframes leadership development as a governance issue. Organisations
cannot assume that technical proficiency alone will prepare leaders for Al-driven contexts.
Instead, they must invest in cultivating confidence, ethical awareness, and systems

QUALITY Lo . . . . ..
EDUCATION thinking to enable leaders to work productively with Al while safeguarding organisational

values (Mintzberg, 2009). Confidence ensures that leaders trust their ability to challenge
l!!‘ ' or override algorithmic outputs when necessary. Ethical awareness equips them to identify
and mitigate risks related to bias, fairness, and transparency. Systems thinking fosters an

understanding of how Al interacts with organisational processes, stakeholder interests, and
GENDER
EQUALITY

long-term strategic objectives.

By embedding these competencies into leadership development programmes,
organisations create a governance-oriented leadership model that balances technological
efficiency with human judgement. This approach positions leaders not only as decision-
makers but as stewards of responsible Al adoption, ensuring that innovation aligns with

2%:;:::,?:0" both organisational goals and societal expectations.

Conceptual Framework: From Automation to Augmentation

The proposed AlI-Human Intelligence Governance Framework conceptualises governance
as the critical mediating mechanism that shapes how technological capabilities translate
into organisational and societal outcomes. Rather than viewing Al adoption as a purely
technical process, the framework positions governance as the integrative force that
balances efficiency, ethics, and human development (see Table 1).

DECENT WORK AND

ECONOMIC GROWTH Table 1: Components of the Al-Human Intelligence Governance Framework
M Layer Component Key Function
‘ ' ' The Core Augmentation Principle | As an enabler, Al complements human judgement and
creativity rather than replacing it.

INDUSTRY, INNOVATION
AND INFRASTRUCTURE
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89 From Automation to Augmentation

Layer Component Key Function

Governance Domains | Decision Accountability | Focuses on transparency, ethics, and maintaining

human responsibility in strategic choices.

Workforce Integration Focuses on role design, reskilling, and preventing skill

polarisation.

Sustainability Alignment | Links Al use to ESG (Environmental, Social,

Governance) goals and long-term resilience.

The Living Perimeter | Continuous Adaptation The “living system” that ensures the framework stays

flexible and evolves with technology.

Source: Author’s own conceptual framework, developed through synthesis and elaboration of literature
(Faraj et al., 2018; Davenport and Ronanki, 2018; Mintzberg, 2019; Raisch and Krakowski; 2021,
Aguilera and Ruiz Castillo, 2025; UN, 2015).

The Framework at a Glance

* Human-Centric: Technology is the enabler; Human Intelligence is the driver.

* Proactive vs Reactive: Governance is a strategic capability, not just a compliance
checklist.

* Agile Nature: The framework is a living system designed to evolve alongside
emerging risks and innovations.

At the centre of this framework lies the augmentation principle that asserts that
Al should complement rather than replace human intelligence. This principle reframes
technology as an enabler of human judgement, creativity, and relational capabilities,
ensuring that algorithmic insights enhance rather than diminish leadership and workforce
agency.

Surrounding this core are three interdependent governance domains. The first is
decision accountability; this safeguards human responsibility in contexts where algorithmic
recommendations influence strategic choices. This domain emphasises transparency,
interpretability, and ethical oversight to prevent the erosion of reflective judgement. The
second domain is workforce integration and focuses on aligning Al deployment with
role design, capability development, and inclusive workforce planning. By embedding
reskilling and role enrichment into governance processes, organisations can mitigate
skill polarisation and foster long-term employability. The third domain is sustainability
alignment that links Al adoption to broader objectives of organisational resilience and
societal well-being. This domain ensures that technological decisions are evaluated not
only for short-term efficiency but also for their contribution to environmental, social, and
governance (ESG) priorities.
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The framework is inherently dynamic, emphasising continuous adaptation rather than
static control. As Al technologies evolve and organisational contexts shift, governance
mechanisms must remain flexible, iterative, and responsive to emerging risks and
opportunities. This adaptive orientation positions governance as a living system that
evolves alongside technological innovation, reinforcing its role as a strategic capability
rather than a compliance function (see Table 1).

DISCUSSION

This chapter contributes to the literature by reframing Al adoption as a governance challenge
rather than treating it as a technological inevitability. While much of the discourse on
Al emphasises technical capabilities and efficiency gains, this perspective foregrounds
governance as the critical determinant of organisational and societal outcomes. By doing
so, the chapter bridges debates across Al, leadership, human resource management, and
sustainability, positioning governance as the connective mechanism that integrates these
domains. Governance is not merely a compliance function; it is a strategic capability
that shapes how technology is deployed, how roles evolve, and how ethical and social
considerations are embedded into organisational decision-making.

The analysis further underscores the importance of organisational agency in the context
of technological transformation. Organisations are not passive recipients of Al-driven
change; they actively configure the interaction between algorithmic systems and human
intelligence through governance choices. These choices influence whether Al serves as an
enabler of human capability or as a driver of workforce displacement and skill polarisation.
By exercising agency, organisations can align Al adoption with long-term objectives
such as workforce resilience, ethical integrity, and sustainable value creation, rather than
short-term cost optimisation. This perspective challenges deterministic narratives of
technological disruption and emphasises that governance decisions ultimately determine
whether Al integration strengthens or undermines organisational and societal well-being.

LIMITATIONS AND FUTURE RESEARCH

As a conceptual study, this chapter does not empirically test the proposed framework.
Future research could examine governance arrangements across sectors and national
contexts, and explore employee and leadership perceptions of Al governance.

Comparative studies could also investigate how regulatory and cultural environments
influence augmentation outcomes.
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CONCLUSIONS

The diffusion of Al presents profound challenges for employment and leadership. Whether
these challenges result in erosion or enhancement of human capability depends less on
technology itselfthan on how it is governed. By placing governance at the centre of analysis,
this chapter argues for a shift from automation-driven substitution to augmentation-driven
integration of artificial and human intelligence. Such a shift is essential for sustaining
employment, preserving leadership accountability, and supporting long-term organisational
resilience in an increasingly complex world.
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