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THE FOUR SUB-FIELDS OF A CHIEF 
HYBRID INTELLIGENCE OFFICER

1. People: 
a) Human-AI collaboration mindset, 

(FERC: Frame – Explore – Refine –
Commit)

b) HI Change-management
c) Human vs AI skills recognition

2. Policy: 
a) Organisational Compliance
b) HI Vision
c) HI organization Roadmap

3. Platform: 
a) Model comparison
b) Agent architecture

4. Project/process: 
a) HI accelerated innovation
b) Use case library
c) Prompt/chatbot optimization
d) Vibe coding
e) Workflow assistant design

People

Policy

Platform

Projects CHIO
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AI 2027 – A REALISTIC SCENARIO?

https://ai-2027.com/

https://www.youtube.com/watch?v=4EVN9CqbgjY&t=2s
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THE KLARNA EFFECT – HOLD YOUR FIRE 

https://garymarcus.substack.com/p/ai-layoffs-productivity-and-the-klarna

link
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COMPANIES RUSHING TO BE ”AI FIRST”

link

link
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THE AI-FIRST BACKLASHES

link
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ADVARSEL INDEN VI STARTER MED VIBE CODING

https://fortune.com/2025/07/23/ai-coding-tool-replit-
wiped-database-called-it-a-catastrophic-failure/

https://www.anthropic.com/research/small-samples-poison

Small sample LLM poisoning!!!
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THE HUMAN RENAISSANCE SCENARIO

https://www.youtube.com/watch?v=-Qmc_y-keVE
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ORGANISATIONAL HYBRID INTELLIGENCE…

 Hybrid intelligence is a continous
process of innovation aimed at 

enhancing employee value creation and 
organisational value capture through

increasingly synergetic human-AI 
interactions

Every HI project increases employee
willingness and capability to catalyze further

transformation
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HYBRID INTELLIGENCE IS…

1. Explicit human-AI complimentarity

2. A human-AI collaboration mindset

3. A workflow-empowering virtual assistant

4. Am employee-centric, continually learning and innovating 
organisation

5. A business model

6. A human-premium market place

7. A sustainable model for humanity
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HVAD ER VÆRDI?

Hvad er jeres USP?
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HI PRINCIPLE #1

Perceived Value Is Socially Constructed and (negatively) influenced by 
AI Involvement

Even when quality is held constant, human perceptions dramatically 
affect how we value AI-generated vs. human-generated products. 
Across goods and services, people routinely devalue AI-involved outputs, 
especially in creativity, care, and judgment domains. This valuation gap will 
widen further in the wake of AI backlash—making human involvement a 
scarcity premium.

How AI is used matters as much as what it produces.

function

Human premium

AI devaluation

Automation 
dominated

HI-branding 
dominated

HI-performance 
dominated

Luxury HI 
branding

AI-low cost
option HI commodities
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Prediction-judgment:
GenAI (ChatGPT) can assist on anything

Full automation

• Large amount of 
structured, labeled data, 

• infeasible  human 
computation/processing

No automation

• Evaluation/decision 
requiring large amount of 
tacit/contextual 
knowledge. 

• Infeasible to 
explicitize/document

Shared task

• Equally shared task 
contribution

Human dominated Machine dominated

• Mainly human 
contribution

• Human contribution + 
machine validation

• Machine pre-
processing / 
suggestions

• Mainly machine 
contribution

• Automated 
suggestions + human 
verification

predictionjudgment

• Get increased GenAI assistance by moving tasks to the 
right, explicitly formulating their contextual requirements.

• Failures usually involve lack of context or failure to adapt
to ”genAI-structure”
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WORKFLOW ASSITANTS, - BEYOND CHATGPT

Automation AND human control
https://medium.com/data-driven-fiction/gpt-battlefield-with-palantir-aip-the-beginning-of-data-
driven-warfare-3484cd85d799

Core Features of This Interactive AI System
Conversational Interface – Like a GenAI 

assistant, it understands and interacts naturally.
Autonomous Execution – Like AI agents, it 

completes complex multi-step tasks.
Data Intelligence – Analyzes, predicts, and 

recommends actions based on integrated
datasets.

Multi-System Integration – Can plug into
enterprise databases, CRMs, ERPs, security 
systems, and custom APIs.

Decision-Augmenting & Workflow-
Orchestrating – Supports human decisions while
autonomously executing low-level tasks.
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A DANISH HI-WORKFLOW ASSISTANT CASE

Customer action plan suggestions Customer activity dashboard Scheduling, agenda, followups

Organisational characteristics:
1. Commitment to 100% digitalization
2. Custom workflow environment incl. 

own CRM
3. Extensive SOP description culture
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V
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PICK A RANDOM WORKFLOW
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THE FUTURE HI-POWERED WORKFLOW
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VIBE CODE THE FIRST INTERACTIVE DEMO
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ROADMAP THE HI JOURNEY
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GROUP REFLECTION ON THE CASE
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HI-BUSINESS MODEL INNOVATION - HOW CAN WE USE
(GEN)AI TO MOVE EMPLOYEES UP THE VALUE CHAIN?

1. Mass customization, 
eg Stitchfix

2. Automate and 
elevate, eg Ikea

Disentangling Prediction
from Judgement

• 3 million active customers
• Combination of data-driven “safe 

bets” + personal stylist selections
• Trick:

• Digitalize (prediction) 
everything but the final 
judgment.
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BUSINESS MODEL CANVAS – CURRENT
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BUSINESS MODEL CANVAS – HI FUTURE
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HUMAN RESOURCES AND CHANGE 
MANAGEMENT Kotter (1996) single shot Change management

Establish Urgency: Create a compelling need for change. 
Form Coalition: Assemble influential leaders. 
Develop Vision: Craft a clear strategic vision. 
Communicate Vision: Share it widely and consistently. 
Empower Action: Remove obstacles and encourage risk-
taking. 
Generate Wins: Secure and celebrate quick, visible successes. 
Consolidate Gains: Build on momentum and refine processes. 
Anchor Change: Embed new behaviors into the culture.

Senge’s Learning organization (1990)
Systems Thinking: Understand the organization as a 
complex system where every part is interconnected, 
enabling holistic problem solving. 
Personal Mastery: Encourage continuous self-improvemen
and individual learning to foster excellence and clarity in 
personal vision. 
Mental Models: Challenge and reflect upon internal 
assumptions and biases to promote openness to new 
perspectives. 
Shared Vision: Develop a collective vision that inspires 
commitment and aligns individual aspirations with the 
organization's goals. 
Team Learning: Cultivate collaborative dialogue and 
collective problem solving to harness the power of group 
insights and creativity.
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COCA COLA’S LEARNING ORGANIZATION
TRANSFORMATION (2017-PRESENT)

https://www.shrm.org/executive-network/insights/people-strategy/journey-to-become-
learning-organization

•Vision & Leadership:
• Transitioning into a continuous learning 

organization under CEO James 
Quincey.

•Core 'Growth Behaviors':
• Emphasis on being curious, 

empowered, agile, and inclusive.
•Approach & Implementation:

• Adopted a design-thinking process 
involving leaders and employees.

• Embedded new behaviors into 
performance evaluations and daily 
practices.

• Promoted a "fail fast, learn fast" 
mindset.

•Outcomes & Challenges:
• Reduced bureaucratic habits and 

boosted innovation cycles.
• Overcame deep-rooted routines by 

securing early wins and rewarding 
learning.
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KEY RECOMMENDATIONS FOR BUILDING A LEARNING 
ORGANIZATION

•Leadership Commitment: Leaders set the tone by admitting mistakes, asking
questions, and seeking feedback to model a growth mindset. 
•Strategic Tie-In: Link change initiatives to key business challenges with focused
pilots that deliver measurable outcomes. 
•Safe Learning Environment: Cultivate an atmosphere where employees feel secure
to speak up, experiment, and learn from failures, with transparency rewarded. 
•Employee Involvement: Engage cross-functional teams in designing change
processes, ensuring practical solutions and stronger buy-in. 
•Supporting Systems: Implement systems like knowledge-sharing platforms, 
mentoring, and regular training to institutionalize learning. 
•Adaptive Process: Employ continuous monitoring and feedback cycles (e.g., PDCA) 
to assess progress and adjust strategies as needed. 
•Reward Alignment: Integrate growth behaviors into performance reviews and 
incentives to reinforce collaboration and innovation. 
•Patience & Persistence: Recognize transformation as a long-term journey by 
celebrating small wins and sustaining momentum over time.
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 How can we transform insights
from learning organization

transformations to our GenAI 
transformations?
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THE HI MICRO LOOP (SHORT+LONG TERM)
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CORE HI IDEA – USE GENAI TO CREATE A SENSE OF PARTNERSHIP WITH 
THE ORGANIZATION!

Employees
• Increased Loyalty and Retention
• Enhanced Job Satisfaction
• Stronger Advocacy and Employer Branding
• Improved Problem-Solving and Innovation
• Increased Productivity and Performance
• Better Collaboration and Teamwork
• Shared Ownership and Accountability
• Reduced Workplace Conflict
• Enhanced Learning and Growth Opportunities
• Resilience During Challenges
• Alignment with Organizational Goals
• Higher Employee Well-Being
• Attracting and Retaining Top Talent

Established advantages of Creating a Sense of 
Partnership Between Organization and …

Customers
• Increased Loyalty and Retention
• Enhanced Customer Satisfaction
• Stronger Advocacy and Word-of-Mouth
• Better Problem-Solving
• Increased Spending
• Innovation through Collaboration
• Shared Risk and Responsibility

Janet Rafner, Ryan Guloy, Catherine Chiodo, Eden Wen, Jacob 
Sherson, From Interaction to Collaboration: How Hybrid 
Intelligence Enhances Chatbot Feedback, submitted to CHI LBW, 
2025
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The people-centric 4P hybrid intelligence transformation framework

Sense of 
partnership

Psychological 
safety AI self-efficacy Growth 

mindset

Sherson et al, A 4P hybrid intelligent development and 
organisational change framework, accepted for HHAI25, public link
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PRE-POST TESTING THE HI EMPLOYEE SCALE

Sense of partnership
- Tiltrække talent
- Attraktiv for 

medarbejdere
- Blive i banken
- Anbefale banken
Score from 2.6 ->3.6 
(35% increase)

AI growth:
Kendskab til AI, AI løser problemer, AI øger innovation, 
Flere læringsmuligheder, Professionel udvikling
Score from 5.6 ->6.6 (22 % increase

Survey: 19 HI questions
Workshop:
1. Training in Microsoft 

Copilot (mail summaries, 
meeting notes, PPT, Excel…)

2. Brainstorming use cases for 
daily work

3. Personal training plans
4. Discussion of trust, learning, 

innovation, and governance
Follow-up period: 2 months of 
applying Copilot and working 
with ideas/training plans.
Post-survey: same 19 HI 
questions
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HI MANIFESTO
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YOUR JOURNEY…

Operational Dashboard tracking the 
performance and impact of individual GenAI 
use cases—including adoption, ROI, task 
efficiency, and quality improvements.
Use Case Library 
gate-based AI project resource allocation 
framework
Workflow Assistant Deployment
Use Case Pilot Incubation Sprints (rapid 
prototypes with KPIs)
HI Business Process 
Reengineering (automation & human-AI co-
creation)
Scaling Playbook (replicating successful 
pilots enterprise-wide)
End-user driven customGPT/agent ideation
Workflow assistant ideation
Systematic GPT end-user rating process
Gate-based GenAI project management
Multi-agent ideation with end users
integrated multi-agent applications
Enterprise-wide RAG assistant deployment of 
core documents
Enterprise-wide RAG assistant deployment of 
entire org knowledge base
HI vision driven task automation

Technical Health Dashboard evaluating 
system-level readiness and performance, 
covering tool usage, API uptime, model 
accuracy, latency, and infrastructure 
scalability.
Basic AI Tools: ChatGPT, copilots, 
productivity copilots
Model Selection & LLM 
Comparison (vendor scouting, evaluation 
frameworks)
(Open Source) Application Testing & “Tech 
Opportunity Radar” with multi-vendor 
horizon scanning
API Connections to LLMs (secure 
integration with enterprise data)
Custom Front-End Development for GenAI 
apps
Development Environment 
Comparison (cloud vs on-prem, 
sandboxing, governance)
LLM routing based on task and cost
Scalable retrieval-augmentedgeneration
(RAG) architecture
Role-based access control for GPT tools

People
Engagement Dashboard measuring employee mindset, 
capability growth, and participation in GenAI adoption, 
including literacy levels, psychological safety, and co-
creation activity.
FERC (Frame-Explore-Refine-Commit) human-AI co-
creation mindset
GenAI training modules for employees
Inspiration Sessions & Demos
HI Transformation Motto & Branding aligned with exising
values
HI transformation Communication Plan (newsletters, 
intranet, town hall)
AI Ambassador Program (change champions in each unit)
Skills mapping for future AI-enhanced roles
Employee Co-Creation Hackathons
End user Engagement Channels (team sites, FAQs, 
prompt libraries)
Tailored Role-Based Initiatives
(Role-Based) Prompt Engineering Training
GenAI Onboarding Curriculum (intro, intermediate, 
advanced)
Demo Sessions (advanced use cases)
Change Management Support (manager toolkits, 
helpdesks, adoption programs)
Prompt library establishment
Prompt library curation and awareness raising
Program to support growth mindset & psychological safety 
in AI use
AI co creation toolkits (how employees contribute to AI

Strategic Dashboard monitoring progress toward the 
organization’s HI vision and roadmap, including 
governance compliance, transformation KPIs, and ethical 
benchmarks.
Chief HI officer, responsible for steering cross-P (Projects, 
Platforms, People, Policies) HI maturity
Compliance checklist for AI use
Launch a “safe to use” tool whitelist for sandbox or low-risk 
use
Publish a clear response plan for AI incidents (e.g.misuse, 
hallucination)
Executive GenAI Vision Briefing
Vision & Strategy Roadmap for HI/GenAI Transformation
KPIs, MWBs &/or OKRs for growing firm specific (human) 
capital
Governance Structures & Policies (risk, compliance, 
ethics)
Responsible AI & Compliance Checklist Workshops
External Communication of HI Vision (branding & 
partnerships)
HI Business Model Reengineering (increasing employee 
value creation)
HI Center of Excellence/Enablement Setup (cross-
functional governance)
Executive HI Coaching & Strategy ideation
Regular ethics and bias risk assessments embedded in 
project reviews
Share your HI principles externally to build stakeholder 
trust
Commitment to reinvest saved time into quality 
improvements
GenAI Innovation Fund, Resource allocation (e.g., 
subscriptions for experimentation) + Time allocation 
(exploration).
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JOIN OUR JOURNEY –
NEWS LETTER

Launched very soon…
• Learn about HI
• Get access to video resources
• Get first invitation to seminars and events
• Shared student projects
• Join the HI community
• Upload your HI research
• Upload your HI use case
• Collaborate
• …

Parntners
• +50 academics
• +100 companies
• 2 municipalities
• Profesional networks like Danske HR
TBC
• Multinationals like Adobe, Accenture
• +50 university network
• Unions (HK, 3F)
• Danish Nationalbank
• CAISA
• Consultancies: Implement, Involved, Gejst...


