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Gen Al and the Generation of New
Work Organisations

Posted on January 27, 2026 by Peter Oeij
The Impact of Gen Al

With generative Al (Gen Al), it is possible to renew an organisation extensively and
fundamentally. The question ‘What does Gen Al mean for my organisation?’ is
occupying many companies and institutions. Three topics in particular call for
answers: (1) Can productivity be improved with Gen Al? (2) What is the effect of
Gen Al on the quality of work? (3) How should the work process be adapted in order
to optimise productivity and job quality together?

Artificial intelligence (Al) is the simulation of human abilities by a computer system,
such as learning, reasoning, anticipating and planning, enabling it to adjust itself
automatically without the assistance of human intelligence. A relatively new form of
Al is generative Al (GenAl). GenAl systems can, with a considerable degree of
autonomy, create new content such as text, programming code, images, music and
videos. Well-known examples include ChatGPT and Microsoft Copilot. GenAl holds
significant promise for productivity improvement, but many organisations do not
yet know how, or in what form, to realise that potential.

GenAl affects employment, occupations, job roles and tasks, although precisely how
remains uncertain. Work that relies heavily on data, text, programming code and
images may experience substantial influence from GenAl, while contact-intensive
occupations and manual skills may be less affected—particularly where automation
offers fewer opportunities, such as hairdressing. Van der Torre and colleagues
(2025), based on an analysis of several work processes in financial, legal and
creative services, found positive effects on task variety, autonomy and functional
support. The level of difficulty rises—creating challenge and development
opportunities—but work intensification may also increase; a higher mental workload
is to be expected. Social support tends to decline as technology takes over part of
the communication, though this has only a limited impact on overall job quality.
Crucially, the choices surrounding the introduction and use of Al technology, and
the degree of influence employees have over these choices, determine job quality.
The authors are cautiously positive, while warning against generalisation due to the
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small number of cases. Studies of algorithmic management—the steering,
monitoring and assessment of workers using data—likewise argue that Al can have
both positive and negative effects on job quality and labour relations, depending on
managerial vision and organisational choices in applying the technology (Das et al.,
2025; HRM-collective Future of Work, 2025).

Beyond job quality, GenAl also has consequences for employment. It can perform
tasks in programming, text editing, image processing and data analysis. It can
prepare plans, administer and record. GenAl is increasingly capable of interactive
tasks with customers, pupils and patients. Estimates differ on how many jobs are
threatened and how many tasks and jobs will be created. Overall employment is
expected to change only modestly, but most workers will certainly encounter GenAl
in their work (OECD, 2023).

How to Assess What Gen Al Means for the Organisation

How can an organisation determine what GenAl—and digitalisation more
broadly—means for its own context? First, (1) strategic choices must be made.
Next, (2) possibilities for raising productivity with GenAl must be explored. At the
same time, (3) the effects on employment and the quality of work should be
assessed. Finally, (4) implementation should take account of redesigning
organisational processes and job roles.

On strategy, Ben Allouch (2025) highlights four focal points when introducing Al.
Because Al implementation effectively implies a transformation process, leaders
should first consider how Al contributes to organisational goals, such as improving
productivity. Second, leaders must ensure that the right people possess the
necessary knowledge, qualifications and competences. Third, advance
consideration is needed for the human-machine interaction and the task division
between humans and Al, because those choices can either diminish or enlarge the
human role, steer and monitor people or support and empower them. Organisations
that rely on high-skilled staff for future innovation capacity will view this differently
from organisations that, facing labour shortages or strong cost pressure, seek
opportunities to automate processes. Fourth, leadership should strengthen the
organisational culture around technology adoption, overcoming resistance and
enabling learning.

An exploration of possibilities to increase productivity using GenAl can be
conducted with the Technology Impact Method (TIM). TIM is a TNO framework for
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determining the impact of technological possibilities (here, Al) on products and
services, work processes and employees, and—additionally—where automation may
be feasible if there are too few staff (Oeij et al., 2021; for an example see Hulsegge
et al., 2022). A precondition is to involve stakeholders—the employees and, where
possible, their representatives—from the outset (Van der Torre et al., 2021). This
enlarges the chance of choosing technology solutions that suit both organisational
and workforce needs. Management and employees jointly analyse issues where Al
technology could help improve productivity. Possible technological solutions are
inventoried, consulting both internal and external informants and experts
(suppliers, trade fairs, etc.). Working together enables simultaneous assessment of
the technology’s effects on productivity (for products, services and processes) and
on job quality.

Assessing the impact of each technology option on employment and job quality
requires attention. Productivity gains associated with GenAl may affect
employment: will employees move to different tasks, will some leave, or will the
workforce grow as production increases? GenAl may also change the task package
per employee and entail qualification and training needs. How are tasks divided
between people and Al technology? This can be assessed using the WEBA method
(Well-being at Work). WEBA is a framework for evaluating job quality (Vaas et al.,
1995) before and after changes to a task package due to Al technology. It
considers, among other aspects, job completeness, autonomy, the balance between
regulatory discretion and health risks, and learning opportunities. When conducted
jointly by management and employees, productivity goals and job quality can be
balanced—creating a win-win with new Al technology.

Once choices on Al technology have been made, some redesign of organisational
processes and job roles may be necessary. This arises where chosen
human-machine interactions and task divisions between people and Al create new
or altered roles. The WEBA method also provides guidance for redesign based on
principles from sociotechnical organisational design (Oeij et al., 2024; Vaas et al.,
1995). Using these principles, jobs can be designed to ensure good job quality
within a productive work organisation. The following set of questions helps in
practice:

In this job...

1. Is Al used in preparatory tasks via tools/equipment (e.g., working with
software-driven devices)?
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2. In supporting tasks, is Al used in materials/sources (e.g., working with data)?

3. In executive and other tasks, is Al used through office software (such as
Copilot, ChatGPT)?

4. In regulatory and executive tasks, is Al used in job/assignment information
(such as provided work orders and instructions)?

If so (per subtopic)...

1. To what extent does the operator influence the application of Al?

2. To what extent is the impact of Al on job autonomy known—regarding pace,
method, order and workload in work execution?

3. To what extent is it known how the Al works (its algorithm)?

4. Is Al necessary to perform the work (autonomously)?

Redesigning processes and roles yields insights not only on job-quality
requirements but also on training and education needs, and on the supply and
demand of (new) employees—i.e., employment.

How to Shape Organisational Choices about Gen Al

The work organisation is the arrangement of operational employees and managers
to realise organisational goals. This entails a division of labour in which tasks must
be grouped and aligned within a chosen organisational structure—such as
bureaucratic, flow-based, functional, project-based organisations or task-oriented
platforms (operating online or otherwise). The ultimate form of a work organisation
depends on how production or service processes are configured and how labour is
distributed among people, and between people and technology such as GenAl.

To ‘generate’ new work organisations, designers require instruments:

» For strategic choices on applying Al: various canvas methods (e.qg., the Al
Strategy Canvas, Introducing the Al Strategy Canvas - Amsterdam Data
Academy).

» To explore effects of Al on job quality and employment: TIM.

* To determine job quality: the WEBA method.

* For redesign solutions of organisation and roles: the WEBA method,
supplemented with a module on Al aspects of work.

Al Strategy Canvas
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Following the success of the ‘canvas’ approach to business models (Osterwalder,
2004), various Al-canvas approaches have appeared, such as the ‘Al Strategy
Canvas’ by the Amsterdam Data Academy (Figure 1). These rightly assert that Al is
not only a technological challenge but also a strategic one. The Al Strategy Canvas
supports strategic thinking and action on Al and comprises nine blocks across three
zones: left column (inputs, enablers), middle column (core strategy, risks), and right
column (stakeholders, adoption, impact). Answering the questions (cf. the
right-hand prompts) sharpens what Al should deliver and what is needed to realise
it.

Al Strategy Canvas

Key Technology Value Pri Hion ||| Core Strategy (Middle Column)

What Al tools, models, ‘What value doas Al Who benefits from this par
and infrastructure are create for fhe business strategy or is affected
needed? or saciety? by it?

Stakeholders & Change (Right Column)

Key Data Use Cases Change & Adoption
What data sources are ‘What are the most Haw will you build [ 5, NP
required? Are they relevant Al applications? buy in and drive
avallable and compliant? acceptance?

Input & Enablers (Left Column)

Key Resources Governance & Risk Impact & KPls

What skills, people and How will you ensure How will you measure
parthers are essential? ethical, compliant, Al success? .
and safe Al? Foundation (Bottom Row)

Bron: Amsterdam Data Academy; https://amsterdamdataacademy comfintroducing-the-ai-strategy-canvas/

Figure 1. Al Strategy Canvas
Exploring the Effects of Al on Job Quality and Employment

The central idea of TIM (Figure 2) is that technology has consequences—or offers
possibilities—for new or improved products and services; and that this in turn
affects work organisation, workflow design and human capital (Oeij et al., 2021). In
terms of human capital, think of impacts on task packages, required competences
and working conditions. Technology is not deterministic: the selection of GenAl and
other technologies, and the manner of application in the organisation, is a human
decision. Current policy trends emphasise that technology should support and
empower people in their work, rather than steer and control them through
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algorithmic management. This ‘human-centricity’ improves job quality and aligns
with the EU Al Act and privacy legislation (GDPR) (EC, 2025; Oeij et al., 2025). From
TNO we therefore recommend human-centric innovation (Tjin-A-Tsoi, 2025a,

2025Db).
Product/
Organisation Human

feedback

Figure 2. Technologie Impact Methode (TIM)

In the ‘technology’ block (Figure 2), the focus is on the GenAl variants inventoried
from step 1 on strategy. The ‘product/service’ block concerns desired improvements
to products, services and production means in the work process using GenAl. The
‘organisation of work’ block focuses—especially with GenAl—on the division of tasks
between people and Al, and on grouping tasks within roles and, where applicable,
teams and departments. Finally, the ‘human capital’ block covers the quantitative
and qualitative aspects of staffing, such as the number of employees and the
demand for qualifications and competences arising from GenAl. The outcome of this
joint dialogue between management and involved employees is a preference for a
GenAl technology applied to products, services or processes, with insights into work
organisation and personnel consequences.

Determining Job Quality (WEBA)

Using the WEBA method, job quality can be assessed for roles by evaluating seven
characteristic conditions of work: job completeness (coherent task package);
absence of short-cycle tasks (repetitive and monotonous work); level of difficulty
(task variety); autonomy (discretion); opportunities for contact (social support);
organising tasks (functional support); and information provision (unambiguous
instructions). Be aware that this Lowlands Sociotechnical approach of job quality
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originated from designing the operational organisation layout instead of a
psychological job design approach and looks at some different dimensions
(Warhurst et al., 2017). A qualitative expert profile for the example role of ‘order
picker’ (Figure 3) is based on interviews and workplace observations that examine
whether disruptions occur in the work and the extent to which the role-holder can
resolve them (Vaas, 2023); it also considers workload risks and learning
opportunities. Where disruptions prove ‘unresolvable’, various issues may exist: too
little discretion, high work-intensity/stress risks, too few learning opportunities.

s

Assessment Unsatisfactory Limited satisfactory Satisfactory

1.Job completeness

2.Non-short cycle time

dSKS

3.Cognitive complexity

4.Autonomy

5.Interaction network

6.0rganising tasks

7.Information

Figure 3: Profile of a role using the WEBA method
Redesign Solutions for Organisation and Roles

For identifying and formulating redesign solutions, the WEBA method is also
available, supplemented with the module on Al aspects of work (see the question
block above). Redesign of organisational processes and roles builds on
sociotechnical thinking (Kuipers et al., 2018). The existing configuration of the
production or service process is analysed to locate ‘unresolvable’ disruptions in the
work of a role. One then examines whether the disruption can be resolved by
re-allocating tasks—between organisational levels, between job packages, and
between roles performed by people and by systems—here, in applications involving
GenAl. As illustrated by the example in Figure 3, this can involve adding tasks that
increase autonomy (decision authority), organising tasks (functional support) and
job completeness (more variety). A recurrent regulation problem for order pickers is
that GenAl prescribes work instructions from which the worker cannot deviate,
potentially causing high work intensification and a lack of autonomy. The regulation
loop (Figure 4) helps reveal how work execution proceeds within a role. The bold
dashed line separates the management structure (above) from the production
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structure (below) and indicates the regulatory options in the role: regulation sits
above the dashed line. A handy rule of thumb is that adding tasks above the dashed
line will generally enlarge discretion (autonomy). In this example, being able to
create work instructions oneself using the planning software could help compensate
for intensification and lack of autonomy.

STANDARDS (NORMS)
Information on quantity and quality of
work assignment

Adaptation of the MANAGERIAL (REGULATORY) TASK
standard, re-
execute the action

Mo acceptance,

Apply standard . ;
initiate new action

________________________________________

Management structura

Productie structure

1

1

i NPUT THROUGHPUT OUTPUT

i Materials; information Frocessing materials; Product/ service Acceptance
: PREPARATORY TASK information ASSESSING WORK /Proceed

! EXECUTING TASK RESULT

1

1

Sources and means
SUPPORTING TASK

WORK ENVIRONMENT /
............... > INTERACTION NETWORK
Mobilising support External control capacity
SUPPORTING TASK

Figure 4. Regulation loop (Control circle)

The approach is to perform a role analysis of the existing situation and of the future
situation with GenAl, by drafting role descriptions for both and jointly assessing
them, then comparing the assessments for (possible) disruptions (regulation
problems). The role of GenAl in particular must be evaluated. This includes forming
estimates regarding intended productivity improvements, potential effects on task
execution (shorter time, higher output) and effects on role fulfilment (disruptions,
workload, learning opportunities).

Concluding Remarks
The four steps outlined provide insights into:

 strategic choices concerning GenAl technology;
* the consequences of GenAl for the organisation and the work;
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» the consequences for job quality and potential regulation problems;
« solution directions for redesigning organisation and roles.

This exercise yields insight into whether the GenAl application offers more
advantages than disadvantages in generating a work organisation with GenAl. That
insight will likely be an estimation rather than a precise calculation to the decimal
place—that is acceptable, because taking a reasoned risk is part and parcel of
innovative entrepreneurship, including the feasibility and generation of new work
organisations.
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