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Booxk DESCRIPTION

The COVID-19 pandemic accelerated adoption of new forms of working
and new working arrangements largely enabled by technology. The Future
of Work is a projection of how work, working, workers and the workplace
will evolve in the years ahead from the perspective of different actors in
society, influenced by technological, socio-economic, political and demo-
graphic changes. This open access Pivot is a timely exploration of some of
the challenges and prospects for the future of work from two main per-
spectives: how work is changing and how to prepare for work in the future.
An evidence-based assessment of these topics offers some critical perspec-
tives that challenge old assumptions and opens up emerging trends and
possibilities for work in the future. Part of the Palgrave Studies in Digital
Business & Enabling Technologies series, this book is an essential refer-
ence resource for academics of Business, Human Resource Management,
Organisational Psychology and Industrial Relations, as well as practitio-
ners and policy makers.
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Abstract The Future of Work is a projection of how work, working,
workers and the workplace will evolve in the years ahead from the perspec-
tive of different actors in society, influenced by technological, socio-
economic, political and demographic changes. In addition to defining the
Future of Work, this chapter discusses some of the main trends, themes
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and concepts in the Future of Work literature before discussing the differ-
ent topics covered in the remainder of the book. The chapter concludes
with a call for greater inter- and multidisciplinary research, evidence to
validate assumptions and hypotheses underlying extant Future of Work
research and policy, greater use of futures methodologies and a future of
research agenda that is even in its coverage of workspaces, population and
employment cohorts, regions, sectors, and organisation types.

Keywords Future of Work e Technology e Digital technologies
Digital transformation e Artificial Intelligence

1.1 INTRODUCTION

The Future of Work is not a new idea; however, following the Covid-19 pan-
demic, it has become not only a major discourse in all aspects of life but a
central pillar of government policy worldwide. The pandemic has main-
streamed a plethora of terms (see Table 1.2) for how we work in a post-Covid
world—hybrid working, remote working and co-working are just some of
artefacts that have travelled from the Future of Work to the now of work.
The Future of Work is both a short-term and long-term concern, and
while central to industrial strategy, it is by no means limited to this domain.
This is particularly evidenced in the European Union where the Future of
Work plays a central role in the updated European Industrial Strategy and the
European Pillar of Social Rights Action Plan, and is a field of action for the
European Research Area and its policy agenda (European Commission,
2022). At the time of writing, the European Commission has invested .
€1.9 billion in areas related to the Future of Work, including research and
innovation, economic competitiveness and social protection measures
(European Commission, 2022). It should not be a surprise therefore that the
Future of Work is of significant interest to scholars. Despite this interest, it
would seem to be something everybody understands but nobody can explain.
This chapter seeks to provide greater clarity on what the Future of Work
is or might be. The remainder of the chapter begins with a discussion on the
definition of the Future of Work and proposes a working definition for the
purposes of this book. This is followed by a brief overview of key trends,
themes and concepts on the Future of Work before providing an overview
of the topics discussed in the remaining chapters of this book. We conclude
with a discussion on some potential future avenues for research and high-
light the need for inter- and multidisciplinary research, evidence to validate
the many assumptions and hypotheses underlying extant Future of Work
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research and policy, greater use of futures methodologies and a future of
research agenda that is even in its coverage of population and employment
cohorts, regions, sectors, workspaces and organisation types.

1.2 Wxart Is THE FUTURE OF WORK?

The term “Future of Work” in itself poses at least three significant chal-
lenges for researchers, practitioners and policymakers alike. Firstly, the study
of the future requires boundaries. Predicting the future in the social sphere
is particularly difficult as there are no strong laws (as in the sciences), and
identifying and aggregating relevant information is complicated by its dis-
persal across different people and organisations (Chen et al., 2003). In par-
ticular, one needs to be careful not to fall foul of the so-called futures fallacies
(Dorr, 2017). Thus, any future projection should not:

e assume a simple and steady extension of past trends (linear projec-
tion fallacy);

e consider only one single aspect of change while holding “all else
equal” (ceteris paribus tallacy); and

e cnvision possible futures as static objects rather than as a dynamic
process, an ongoing procession of changes (the arrival fallacy)
(Dorr, 2017).

The second challenge relates to what we mean when we say “work.” A
quick review of the literature will reveal that when we talk about the
Future of Work it may be related to a particular activity (what), the process
of working (how), the worker (who) and the workplace (where), or any
combination of these. Thirdly, the Future of Work can be viewed from a
variety of perspectives from macro to micro, from a society, industry, firm
or an individual level (Stoepfgeshoft, 2018).

When dealing with the future, it is always a movable feast. The Future
of Work is not new but rather is the latest iteration of an established phe-
nomenon where the current wave of interest is largely driven by the impact
of Covid-19 on accelerating technology adoption and new flexible work
arrangements. To paraphrase Webster (2006), there is both change and
persistence.

Given its prominence in the public discourse, it is unsurprising that
increasingly scholars are arriving at the conclusion that there is no clear
understanding about what the Future of Work is (Stoepfgeshoft, 2018;
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Santana & Cobo, 2020). The scholarly literature is remarkably scarce on
precise definitions of the Future of Work. Instead, the literature on the
Future of Work is defined by characteristics or narratives. This is even a
feature of reviews of Future of Work research. For example, Balliester and
Elsheikhi (2018) define the Future of Work along five dimensions in which
changes brought about by megatrends such as technology, climate change,
globalisation and demography impact the world of work, namely (1) the
future of jobs; (2) the quality of jobs; (3) wage and income inequality; (4)
social protection systems; and (5) social dialogue and industrial relations.
Mitchell et al. (2022) do not define the Future of Work but categorise the
most influential research into four key research streams: (1) workplace
relations, (2) workplace change, (3) diversity and (4) personal skills.
Similarly, in their review, Kolade and Owoseni (2022) do not define the
Future of Work but rather identify three underlying theoretical perspec-
tives from the literature, namely (1) socio-technical systems theory, (2)
skill-biased technological change and (3) political economy of automation
and digital transformation.

This is not to say that there are no definitions but perhaps one must
look elsewhere, for example, to practice. Gartner (2022) defines the
Future of Work as “[...] the changes in how work will get done over the
next decade, influenced by technological, generational and social shifts.”
The Society for Human Resource Management (SHRM) defines the
Future of Work as “a projection of how work, workers and the workplace
will evolve in the years ahead” (SHRM, 2022). In the same vein, Deloitte
defines the Future of Work as “encompass(ing) changes in work, the
workforce, and the workplace” (Schwartz et al., 2019). While Gartner
(2022) puts a specific, albeit moving, time horizon of ten years, both
Gartner (2022) and SHRM (2022) include a consideration of a time still
to come unlike Schwartz et al. (2019). However, while Gartner’s defini-
tion focuses exclusively on how work (the what) will be done in the future,
the SHRM and Deloitte definitions are wider including how workers (the
who) and the workplace (the where) will evolve. Moreover, Gartner rec-
ognises that the Future of Work is impacted by the outside world and
accommodates these shifts. None of these definitions recognise that the
Future of Work may be inflected by the actor perspective. As such, for the
purposes of this book, we propose the following definition of the Future
of Work which accommodates these existing definitions as well as impor-
tant dimensions recognised in scholarly literature, namely technological,
socio-economic, political and demographic changes (Balliester &
Elsheikhi, 2018; Anner et al., 2019; Santana & Cobo, 2020; Mitchell
etal., 2022):
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The Future of Work is a projection of how work, working, workers and the
workplace will evolve in the years ahead from the perspective of different
actors in society, influenced by technological, socio-economic, political, and
demographic changes.

1.3 Key TrexDS, THEMES AND CONCEPTS
IN THE FUTURE OF WORK

Based on our discussion on the definitions of the Future of Work, it is clear
that extant thinking is heavily inflected by a number of predominant
trends, themes, concepts and technologies which can be viewed at differ-
ent levels of granularity. At a high level, technology, climate change, glo-
balisation and demographic changes are common megatrends cited in the
literature (Balliester & Elsheikhi, 2018). At a more granular level, the
focus breaks out into a wide range of trends—the impact of restructuring
on efficiency including supply chain optimisation and outsourcing, ageing
populations, increased migration and mobility, greater emphasis on work-
life balance and wellness, amongst others. More recently, of course, the
role and impact of Covid-19, and indeed, future pandemics, has become
more prominent and is likely to remain part of the discourse for some time.

In a recent article, Paul Deane (2021) said: “when thinking about the
future, we often overemphasise the role of technology and underestimate
where technology fits in a social context.” This has undoubtedly been true
in the case of the Future of Work. The predominant theme of literature,
from the academy, industry and policymakers, has focussed on the implica-
tions of greater digitalisation, automation and analytics on the Future of
Work. Unsurprisingly, much of this discourse focuses on advancements in
Artificial Intelligence (AI) and associated labour-market and societal
effects, although more often than not the distinction between narrow
task-focussed Al and more wide-ranging artificial general intelligence
(AGI) is ignored.

Academia is neither ignorant of these trends nor deaf to concerns. In
their recent review of the 32 most influential publications in the field,
Mitchell et al. (2022) categorise the research into four themes. These are
further subdivided into 11 sub-themes—workplace relations (well-being,
job insecurity, grievance process, mentoring); workplace changes (evolu-
tion of the workplace, telecommuting); diversity (workplace diversity,
gender diversity, age discrimination) and personal skills (people skills and
storytelling). Echoing Dorr (2017), it is important to remember that
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Future of Work research merely provides “snapshots of an inherently
dynamic process.” Santana and Cobo (2020) discuss the thematic evolu-
tion of Future of Work research over four periods from 1959 to 2019
based on a systematic mapping of 2286 documents, which is largely con-
sistent with Mitchell et al. (2022). These are summarised in Table 1.1.
While it is clear that specific perspectives, fears, insights and recommenda-
tions are of their age, there are also persistent themes (e.g., telework) and
themes that go in and out of vogue (e.g., employment).

In addition to thematically analysing the evolution of Future of Work
research, Santana and Cobo (2020) further categorise themes into four
dimensions—technological, social, economic and political /institutional.
Technologies such as automation, digitalisation, platformisation and Al
are both creating new forms of work (e.g., gig working) and enabling flex-
ible work arrangements (e.g., hybrid, remote and shared working)
(Santana & Cobo, 2020). Furthermore, Al is introducing new forms of
management through algorithmic management, which in turn require
new types of skills to train, monitor and optimise such tools. Key terms
and concepts in the Future of Work are presented in Table 1.2.

Table 1.1 Evolution of key themes in Future of Work research 1959-2019
(adapted from Santana & Cobo, 2020)

Period Motor Themes Emerging and Specialised Themes
1959-1997 e Employment
e Organisational Change
e Experiences (incl.
reemployment and layofts)
1998-2008 e Telework e Wage (In)equality (incl. discrimination,
® New Organisational Forms technological change and skills)
2009-2014 e Telework e Migrant and Older Workers
e Electronic Human Resource e Talent Management
Management * Job Satisfaction
® Wage (In)equality e Innovation
2015-2019 e Wage (In)equality e Employment

e Telework
o Satisfaction
e Talent Management

e Careers

e Innovation

e Organisational Commitment

e Older Workers

e Corporate Social Responsibility
e Automation

e Leadership

e Vulnerable Workers
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Table 1.2 Key terms and concepts in the Future of Work

Term

Definition

Activity-based
Working

Algorithm

Algorithmic
Management

Artificial
Intelligence (AI)
Artificial General
Intelligence (AGI)

Augmented

Reality (AR)

Co-working

Extended Reality
(XR)

Gig Work(ing)

Gig Economy

In activity-based working, “workers do not have assigned
workstations, but instead share an office space offering different types
of non-assigned work settings, which are intended to be used for
different types of activities” (Hoendervanger et al., 2016).

An algorithm is a set of rules that must be followed when solving a
particular problem (Oxford English Dictionary, 2022).

Software algorithms that assume managerial functions and
surrounding institutional devices that support algorithms in practice
(Lee et al., 2015). Algorithmic management relies heavily on data
collection and surveillance of workers to enable automated or
semi-automated decision-making (Mateescu & Nguyen, 2019).
The capability of a machine to engage in cognitive activities
performed by a human brain (UNCTAD, 2021).

Systems that possess a reasonable degree of self-understanding and
autonomous self-control and have the ability to solve a variety of
complex problems in a variety of contexts and to learn to solve new
problems that they didn’t know about at the time of their creation
(Goertzel & Pennachin, 2007).

A type of virtual reality in which synthetic stimuli are superimposed
on real-world objects usually to make information that is otherwise
imperceptible to human senses perceptible (Department of Defense,
1998).

Co-working refers to the co-localisation of a group of individuals
with more or less heterogeneous backgrounds in the same work
environment (Kojo & Nenonen, 2016). Co-working spaces involve
three primary concepts: telecentres, serviced offices and co-working
spaces (Kojo & Nenonen, 2017).

Extended Reality (XR) refers to applications that blend the digital
and the physical worlds in different ways: both by situating virtual
worlds into physical environments by means of augmented and
mixed reality technologies, and by exploiting smart things and
devices in the physical environment connected to the virtual world,
in a pervasive computing perspective (Croatti & Ricci, 2020).
Externalised paid work organised around “gigs” (i.c., projects or
tasks) that workers engage in on a term-limited basis without a
formal appointment within a particular organisation (Caza et al.,
2022).

The intermediation of labour typically via an online platform that
matches workers with those who require work to be done on a per
service basis (Lynn et al., 2022; Schwellnus et al., 2019).

(continued)
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Table 1.2 (continued)
Term Definition
Hoffices Coined by futurist Faith Popcorn to describe a home-office, it can
also refer to a self-organising network that brings together people
who wish to co-create temporary workplaces, often in each other’s
homes (Rossitto et al., 2017).
Hybrid Working A work arrangement in which employees combine working from an

Machine Learning
(ML)

Metaverse

Mirror Worlds

Mixed Reality
(MR)

Narrow Artificial
Intelligence
Platformisation

Remote Working

Shared Working

Telecommuting

Telepresence

employing organisation’s worksite and some other location.

A computational method that makes use of experience in the form of
input data to achieve a desired task without being literally
programmed (i.c., “hard coded”) to produce a particular outcome
(El Naga & Murphy, 2015).

Initially conceptualised as a world where virtual and reality interact
and create value through various social activities (Stephenson, 1992),
the term is also used to refer to a topology for multiple virtual worlds
(Dionisio et al., 2013).

Mirror worlds are digital creations that mimic the physical and social
structures of the real world in a virtual reality setting (Anderson &
Rainie, 2022).

A subclass of virtual reality-related technologies that involve the
merging of real and virtual worlds (Milgram & Kishino, 1994).
Software programmes that demonstrate intelligence in one or
another specialised area (Goertzel & Pennachin, 2007).

The penetration of infrastructures, economic processes and
governmental frameworks of digital platforms in different economic
sectors and spheres of life, as well as the reorganisation of cultural
practices and imaginations around these platforms (Poell et al.,
2019).

A work arrangement in which the employee resides and works at a
location beyond the local commuting area of the employing
organisation’s worksite (Allen et al., 2015).

Shared working, also referred to as job sharing or work sharing, is an
employment arrangement where two people, or sometimes more, are
retained on a part-time or reduced-time basis to perform a job
normally fulfilled by one person working full-time (Mohamed,
2012).

Working some portion of time away from the conventional
workplace, often from home, and communicating by way of
computer-based technology (Allen et al., 2015).

A situation where a person is objectively present in a real
environment that is physically separate from the person in space

(Schloerb, 1995).

(continued)



1 INTRODUCING THE FUTURE OF WORK: KEY TRENDS, CONCEPTS... 9

Table 1.2 (continued)

Term Definition

Teleworking A work practice that involves members of an organisation
substituting a portion of their typical work hours (ranging from a few
hours per week to nearly full-time) to work away from a central
workplace—typically principally from home—using technology to
interact with others as needed to conduct work task (Allen et al.,
2015).

Virtual Reality Also known as virtual environment and virtual world, an
environment represented by models and simulations. This
environment is interactive, allowing the participant to look and
navigate about the environment, enhancing the immersion effect
(Department of Defense, 1998).

The transformative effect of technologies, and specifically digital tech-
nologies, on how society operates and how social actors interact with each
other is well-documented and much-discussed (Martin, 2008; Reis et al.,
2018; Lynn et al., 2022). The technological impact on work has a knock-
on effect on individuals and citizens. There are real and serious concerns
about how new forms of work and working arrangements affect the social
dimension of the Future of Work (Santana & Cobo, 2020) and social
cohesion more generally (Anner et al., 2019). While benefitting some
parts of society, innovations such as remote working and gig working may
exacerbate other social problems and anxieties such as work-life conflict
and burnout, as well as other outcomes including career development and
progression and job satisfaction (Santana & Cobo, 2020). Weil (2014) has
argued that innovations such as the gig economy can result in “fissured
workplaces” where the bulk of employees are no longer central to the
operation of the company due to outsourcing, franchising, and supply
chain optimisation. Furthermore, the adoption of algorithmic manage-
ment and other analytical techniques for employee surveillance while
improving efficiency, performance and productivity may have adverse
effects on employee voice and individual autonomy (Anner et al., 2019;
Figueroa, 2018). Weil (2014), Anner et al. (2019), ILO (2017) and oth-
ers argue that such advancements may, if not checked, result in a decline
in wages and working conditions, while increasing levels of precarity and
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vulnerability experienced by workers. In contrast, Willcocks (2020), while
suggesting that there will be considerable workforce and skill disruption
due to technological advancements, suggests that claims on net job loss
are exaggerated. Indeed, he argues that not only do extant studies fail to
factor in dramatic increases in the amount of work to be done, they also
fail to consider ageing populations, productivity gaps and skills shortages.
Increasingly, this view is finding increasing support from several leading
academics (Bessen et al., 2020; Malone et al., 2020).

The social and economic dimensions of work are inexplicably linked.
When discussing the economic dimension of the Future of Work, the
impact is different whether taking the perspective of the economy, sector,
the firm or the individual worker. While technological advancements and
increased efficiency, performance and productivity have a significant posi-
tive impact for economies and firms, the extant Future of Work literature
highlights some major risks related to employment, wage inequality and
job polarisation (Anner et al., 2019). As discussed, the impact of automa-
tion, robotics and Al on job numbers and wages is a significant topic of
debate. Undoubtedly, some jobs will be replaced and some tasks auto-
mated, but equally new jobs and tasks will be created and to some extent
Al will augment human capabilities (Bessen, 2018; Malone et al., 2020).
Some commentators highlight some of the serious risks that a more glo-
balised, gig- and remote working future might present to ensuring decent
working conditions, minimum standards for workers and social cohesion
(Anner et al., 2019). For example, Balliester and Elsheikhi (2018) note
that the combination of labour-market changes and technological trends
represent at least eight risks to existing working conditions. These include
flexibility in hours and location, short-term and casual contracts, longer
working hours, low pay and payment uncertainty, reduced occupational
safety and health policies, dissolution of workers’ organisation and bar-
gaining power, erosion and absence of legal protection, and informality
(Balliester & Elsheikhi, 2018).

“The future is already here, it’s just not evenly distributed,” a quote
ascribed to the American science-fiction writer, William Gibson, foreshad-
ows a key aspect of the discourse on the Future of Work and particularly
the unevenness of the potential impact of technology on work (see, for
example, Bessen, 2018 and Malone et al., 2020). Managing the adoption,
and associated disruption, of these transformative technologies requires
policymakers, political institutions and organisations to develop new
organisational forms, policies and regulations to support and incentivise
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socially responsible adoption and use (Santana & Cobo, 2020; Willcocks,
2020), but also to retrain and transition workers to new occupations
(Bessen, 2018; Malone et al., 2020; Mindell & Reynolds, 2022). This
requires a significant multi-stakeholder effort and investment not only to
train and upskill the workforce of the future and avoid potential skills
inequities but to reduce adverse effects from disruption to longstanding
societal norms and expectations. It may require not only a re-imagination
of work but education, social protection, regulations and the role of insti-
tutions in the design and safeguarding the Future of Work. Given the deli-
cate balance between social and economic policy, and the wide range of
stakeholders affected by the Future of Work, governments need to consult
and liaise with all stakeholders. This should not be limited to employers
and labour organisations but should include the public, community organ-
isations, education providers, data protection authorities and civil liberties
advocates as early and transparently as possible so that suitable governance
mechanisms are put in place to provide not only input but oversight on
Future of Work initiatives.

1.4  PERSPECTIVES ON THE FUTURE OF WORK

The nine remaining chapters in this book provide perspectives and insights
that advance our understanding and help make sense of the Future of
Work. They demonstrate that while there has been substantial intellectual
effort in the conceptualisation of the Future of Work, we are still at an
early stage in theorisation, exploratory and explanatory research, and more
importantly actionable outcomes for practice. They are presented as
follows.

Chapters 2 and 3 are dedicated to the impact of the increasing adoption
of digital technologies in the workplace on employees’ well-being and
professions, respectively. More specifically, Chap. 2 focuses on new ways of
working (NWW) which are defined as work practices that are enabled by
complex information systems and virtualised organisational formations.
The authors adopt self-determination theory (SDT) as a lens to explore
the impact of NWW on three employees’ universal needs, namely auton-
omy, competence and relatedness and the actual and potential implica-
tions for employees’ well-being. The findings of this review suggest that
relatedness is set to play a critical role in supporting the needs for auton-
omy and competence in increasingly digital workplaces.
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Chapter 3 responds to an ongoing and growing debate on how profes-
sional roles are impacted and somewhat threatened by technology. This
chapter looks at two professions that have been listed by the World
Economic Forum (2018) among the most “at risk,” namely accounting
and law, and how they may be impacted by the shift from process and
knowledge-oriented activities as a result of the adoption of Al and data
analytics. The authors point out that professionals do not always face
“standard” situations that can be solved using predetermined rules. On
the contrary, most cases require individual professionals to make decisions
based on their own judgement; this cannot and should not be replaced by
an algorithm. The authors argue that while advancements in digital tech-
nologies can supplement and support human judgement, professionals
must continue to apply autonomy and reflexive considerations to form
independent judgments.

Chapter 4 turns the attention to the so-called gig-economy and related
flexible and contingent forms of working that are enabled by digital plat-
forms. More specifically, this chapter delves into how “gig-work” organ-
isations have developed digitally enabled control systems that leverage Al
and Machine Learning (ML) to manage their workforce. While the use of
algorithmic management provides clear benefits for digital platforms in
terms of higher efficiency and lower risks and labour costs, it also creates
challenges for management practices, legislators and policymakers, as well
as for workers. These challenges are discussed in more detail in the chap-
ter, but they essentially point to the fact that the perceived independence
from managerial control that is typical of gig work does not necessarily
result in increased autonomy for workers and that closer attention needs
to be paid to a number of aspects of gig work, such as the lack of various
forms of support, that may detrimental for both gig workers and
organisations.

Trust is arguably the cornerstone of any work relationship and the
foundation of any social interaction. The increasing use of digital tech-
nologies, particularly those systems that leverage advancements in Al and
ML, is likely to change the trust dynamics between employees and the
organisation. This is the topic of Chap. 5, which is built on the argument
that common practices of advocating the benefits and strengths of new
technology are unlikely to be effective in building/protecting employees’
trust as they fall short when it comes to supporting perceptions of organ-
isational character or capability. The authors identify and discuss various
challenges posed by the use of smart technology in the workplace (e.g.,
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automation of leadership) and highlight a number of pathways to maxi-
mise the benefits of smart technology without undermining organisa-
tional trust.

Chapter 6 is dedicated to the role of leadership in the Future of Work.
Leadership heavily relies on a leader’s social presence which consists of
three dimensions, namely co-presence, behavioural engagement and psy-
chological involvement. While there is an extensive body of research
exploring the factors that affect any of these three dimensions, little is
known about how leadership dynamics change in a virtual and distributed
workplace. The authors present a review of academic literature on leader-
ship and the Future of Work and highlight and discuss four underexplored
areas which represent avenues for future research, namely leadership in the
context of virtual teams, leader-follower relationships in a digital work-
place, the development of human and social capital in the digital world,
and leadership in the platform-mediated economy. The authors point out
the need for organisations’ leaders to pay closer attention to both the
range of digital technologies available and how these can be used to
achieve organisational goals.

One of the main consequences of increasing globalisation is the grow-
ing diversity of the workforce in terms of race, ethnicity, gender, age, reli-
gion, culture, nationality and language. In addition to this, the use of
digital technologies has facilitated the implementation of virtual and dis-
tributed teams implying that many organisations no longer have a domi-
nant, traditional or homogenous pool of workers, nor do they have
universal structures or approaches to work and working time. This poses
both opportunities and challenges for organisations and these are pre-
sented and discussed in Chap. 7. The authors argue that the combination
of'a more diverse workforce, organisational leaders who are more aware of
detrimental discriminatory attitudes and behaviour, and digital technolo-
gies that can transform the nature of work provides organisations with a
unique opportunity to rethink their definition of success and what roles
individual workers can play within the organisation to help organisations
succeed.

The adoption of digital technologies not only changes how and where
people work but also the skills required to play an active role in the digital
economy and how these skills are acquired and developed. Chapters 8 and
9 discuss the learning aspects of the Future of Work. Chapter 8 delves into
key skills required for the Future of Work and explores how these skills can
be developed and co-created through formal yet flexible higher education
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and the potential impact this may have on the higher education system.
The authors first outline the growing demand and pressure coming from
the evolution of work and how this is affecting the higher education sys-
tem and then highlight the need for universities to move away from a
technical focus on skill development to a more holistic view of human-
centred development. To conclude, the authors argue that higher educa-
tion institutions should focus on providing students with innate capabilities
and strategic awareness which will help them to identify and ask the right
questions, to think critically, to explore silences and inequities, and to seek
their own wisdom. In so doing, universities will prepare students for the
various “futures of work” that they may be facing rather than a predeter-
mined Future of Work that is based on current fixed disciplinary knowl-
edge and predetermined career trajectories.

Chapter 9 discusses the role of digital technologies in the context of
human resource development, specifically their role in learning and devel-
opment (L&D). In this chapter, the authors highlight how, despite the
growing attention received over the last few years and particularly during
the Covid-19 pandemic, digital learning is still defined in a rather general
all-encompassing way in the L&D literature. They provide an overview of
L&D technology-based applications that would fall under this definition
(e.g., Al, augmented and virtual reality, analytics, learning management
systems, etc.) and describe their current use in this field. The authors then
discuss how the drive for shorter, faster and less costly training and learn-
ing methods may undermine learning quality if digital learning methods
are not designed with learning pedagogy in mind and call out the need for
further research on synchronous and informal digital learning capabilities
and effectiveness before conclusions can be reached concerning the effec-
tiveness of digital learning in the context of human resource development.

Finally, Chap. 10 is dedicated to ethical considerations for the Future of
Work. It considers how the adoption of digital technologies generates a
new set of ethical questions regarding their contribution to workers’ per-
sonal flourishing and to the good of society. In this chapter the authors
argue that there is a need for an agent-centred approach to ethics, based
on goods, norms and virtues, to analyse the ethical implications of digital
technologies on the Future of Work.



1 INTRODUCING THE FUTURE OF WORK: KEY TRENDS, CONCEPTS... 15

1.5 CONCLUSIONS AND FUTURE AVENUES FOR RESEARCH

This chapter introduces some of the challenges with Future of Work
research, not least the lack of common definition in the scholarly litera-
ture. To address this gap, we define the Future of Work as “a projection of
how work, working, workers, and the workplace will evolve in the years
ahead from the perspective of different actors in society, influenced by
technological, socio-economic, political and demographic changes.”
While we summarise the key trends, themes and concepts in the literature,
this is largely from a social science perspective. Given that technology, and
specifically digitalisation, automation, robotics and Al, is the predominant
theme in the Future of Work discourses, we call for more inter- and mul-
tidisciplinary collaboration so that a more nuanced discourse on the impact
of specific technologies or types of technologies on both jobs and tasks
emerges. In particular, with the exception of a relatively small number of
authors (see, for example, Malone et al., 2020 and Selenko et al., 2022),
the differences between narrow Al and artificial general intelligence are
under-appreciated and consequently under-researched.

The increased acceptance of new forms of working including remote
working, hybrid working and other forms of teleworking during the
Covid-19 pandemic has led to a renewed interest in where work is per-
formed and how this may impact the design of workspaces. During the
pandemic, work was increasingly performed in spaces beyond the com-
muting distance to the employer’s work site, typically in their homes.
However, there were notable increases in workers not only working
remotely in holiday accommodation but also co-working spaces. In some
instances, these co-working spaces were other workers’ homes although
not necessarily workers of the same employer (Rossitto et al., 2017). This
so-called hoffice network phenomenon, in itself, may provide significant
opportunities for future research. Contemporaneously, there has been a
surge in interest in how extended reality (XR) technologies in all its vari-
ous forms can be applied to work. Technologies such as virtual reality
(VR), augmented reality (AR), mixed reality (MR), telepresence and mir-
ror worlds have the potential to transform how we conceptualise workers
and workspaces but also how we train, reskill and transition workers (see,
for example, Anderson & Rainie, 2022). We encourage researchers to
consider how these new technologies and workspaces impact how workers
conceptualise where and how they perform work and the implications for
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workspace design, social interactions, management and organisational
forms, amongst others.

Given the size and scope of the book, each chapter provides only a
selected snapshot of a given topic. Notwithstanding this, each chapter
identifies a potentially rich vein of research to validate or invalidate the
hypotheses and arguments made to support a given academic or policy
position. This does not mean one should be bound to the arguments of
today and the timeline of the future. While there is an increasingly mature
set of tools in social sciences for conceptualising the future, these are often
not employed in scholarly research on the Future of Work or rather social
science research, to echo Bainbridge (2003), is constrained by method-
ological rigour or value commitments. Thus, we call for not only greater
use of futures methodologies but also research across more specific and
longer-term time horizons. For policymakers, in particular, this will enable
greater consideration of actionable interventions that can be taken within
a more realistic timeframe.

Future of work literature, like much scholarly research, is often led by
the more developed countries often focussing on the larger and more
advanced commercial entities worldwide. This is particularly the case when
discussing technological innovation and disruption. Small and medium-
sized enterprises represent approximately 90% of businesses and more than
50% of employment worldwide and even higher in rural areas (World
Bank, 2021). The Future of Work will impact different regions, sectors
and organisation types in different ways and at different time scales.
Similarly, the changes brought about by the Future of Work will impact
different demographics and population cohorts, directly and indirectly, at
different times. Successful adoption of new forms of work, workplaces or
working arrangements is likely to depend on the worker’s mindset at a
given time. Accordingly, we call on researchers to ensure that Future of
Work research is equally distributed across population demographics and
cohorts, regions, sectors and organisation types.

Earlier in this chapter, we described the Future of Work as a movable
feast characterised by persistence and change. For each generation, there
is a new generation of Future of Work research, and for each Future of
Work scholar, to borrow from Chambers (2010), a “cornucopia of
potentials.”



1 INTRODUCING THE FUTURE OF WORK: KEY TRENDS, CONCEPTS... 17

REFERENCES

Allen, T. D., Golden, T. D., & Shockley, K. M. (2015). How effective is telecom-
muting? Assessing the status of our scientific findings. Psychological Science in
the Public Interest, 16(2), 40—68.

Anderson, J., & Rainie, L. (2022). The Metaverse in 2040. Pew Research Center.

Anner, M., Pons-Vignon, N., & Rani, U. (2019). For a future of work with dig-
nity: A critique of the World Bank Development Report, the changing nature
of work. Global Labour Journal, 10(1), 2-19.

Bainbridge, W. S. (2003). The future in the social sciences. Futures, 35(6),633-650.

Balliester, T., & Elsheikhi, A. (2018). The future of work: A literature review. ILO
Research Department Working Paper, 29, 1-54.

Bessen, J. (2018). Artificial intelligence and jobs: The role of demand. In The eco-
nomics of artificial intelligence: An agendn (pp. 291-307). University of
Chicago Press.

Bessen, J., Goos, M., Salomons, A., & van den Berge, W. (2020). Automation: A
guide for policymakers. Economic Studies at Brookings Institution.

Caza, B. B., Reid, E. M., Ashford, S. J., & Granger, S. (2022). Working on my
own: Measuring the challenges of gig work. Human Relations, 75(11),
2122-2159.

Chambers, R. (2010). Paradigms, poverty and adaptive pluralism. IDS Working
Papers, 2010(344), 1-57.

Chen, K. Y., Fine, L. R., & Huberman, B. A. (2003). Predicting the future.
Information Systems Frontiers, 5(1), 47-61.

Croatti, A., & Ricci, A. (2020). From virtual worlds to mirror worlds: A model
and platform for building agent-based extended realities. In Multi-agent systems
and agreement technologies (pp. 459-474). Springer.

Deane, P. (2021). Just why is it so havd to predict the future? RTE Brainstorm.
https:/ /www.rte.ie /brainstorm /2019 /0715 /1062197 -just-why-is-it-so-
hard-to-predict-the-future /

Department of Defense. (1998). DoD modeling and simulation glossary. United
States Department of Defense.

Dionisio, J., Burns, W., ITI, & Gilbert, R. (2013). 3D virtual worlds and the meta-
verse: Current status and future possibilities. ACM Computing Surveys (CSUR),
45(3), 1-38.

Dorr, A. (2017). Common errors in reasoning about the future: Three informal
fallacies. Technological Forecasting and Social Change, 116, 322-330.

El Naqa, I., & Murphy, M. J. (2015). What is machine learning? In Machine learn-
ing in radiation oncology (pp. 3-11). Springer.

European Commission. (2022). The Future of Work. https://research-and-
innovation.ec.europa.cu/research-area/industry,/future-work_en


https://www.rte.ie/brainstorm/2019/0715/1062197-just-why-is-it-so-hard-to-predict-the-future/
https://www.rte.ie/brainstorm/2019/0715/1062197-just-why-is-it-so-hard-to-predict-the-future/
https://research-and-innovation.ec.europa.eu/research-area/industry/future-work_en
https://research-and-innovation.ec.europa.eu/research-area/industry/future-work_en

18 T LYNNETAL.

Figueroa, V. (2018). Data and its impacts on workers and citizens. Medium.com,
29 August.

Gartner. (2022). Future of Work. Gartner Human Resource Glossary. https://
www.gartner.com/en/human-resources/glossary/future-of-work

Goertzel, B., & Pennachin, C. (2007). Artificial general intelligence (Vol.
2). Springer.

Hoendervanger, J. G., De Been, 1., Van Yperen, N. W.; Mobach, M. P., & Albers,
C.J. (2016). Flexibility in use: Switching behaviour and satisfaction in activity-
based work environments. Journal of Corporate Real Estate.

International Labour Organization (ILO). (2017). Inception report for the global
commission on the Future of Work.

Kojo, I., & Nenonen, S. (2016). Typologies for co-working spaces in Finland—
What and how? Facilities.

Kojo, I., & Nenonen, S. (2017). Evolution of co-working places: drivers and pos-
sibilities. Intelligent buildings international, 9(3), 164-175.

Kolade, O., & Owoseni, A. (2022). Employment 5.0: The work of the future and
the Future of Work. Technology in Society, 102086.

Lee, M. K., Kusbit, D., Metsky, E., & Dabbish, L. (2015, April). Working with
machines: The impact of algorithmic and data-driven management on human
workers. In Proceedings of the 33rd annual ACM conference on human factors in
computing systems (pp. 1603-1612). Association for Computing Machinery.

Lynn, T., Rosati, P., Conway, E., Curran, D., Fox, G., & O’Gorman, C. (2022).
Digital towns: Accelerating and measuring the digital transformation of rural
societies and economies (p. 213). Springer Nature.

Malone, T. W.,; Rus, D., & Laubacher, R. (2020). Artificial intelligence and the
future of work. A report prepared by MIT Task Force on the work of the
future. Research Brief, 17, 1-39.

Martin, A. (2008). Digital literacy and the “digital society”. Digital Literacies:
Concepts, Policies and Practices, 30(2008), 151-176.

Mateescu, A., & Nguyen, A. (2019). Algorithmic management in the workplace.
Data & Society, 1-15.

Milgram, P., & Kishino, F. (1994). A taxonomy of mixed reality visual displays.
IEICE Transactions on Information and Systems, 77(12), 1321-1329.

Mindell, D. A., & Reynolds, E. (2022). The Work of the Future: Building Better
Jobs in an Age of Intelligent Machines. MIT Press.

Mitchell, R., Shen, Y., & Snell, L. (2022). The future of work: A systematic litera-
ture review. Accounting and Finance, 62(2), 2667-2686.

Mohamed, M. (2012). Ergonomics of bridge employment. Work, 4I(Suppl.
1), 307-312.

Oxford English Dictionary. (2022). Algorithm. Oxford University Press. https: //
www.oxfordlearnersdictionaries.com/definition /english /algorithm


https://www.gartner.com/en/human-resources/glossary/future-of-work
https://www.gartner.com/en/human-resources/glossary/future-of-work
https://www.oxfordlearnersdictionaries.com/definition/english/algorithm
https://www.oxfordlearnersdictionaries.com/definition/english/algorithm

1 INTRODUCING THE FUTURE OF WORK: KEY TRENDS, CONCEPTS... 19

Poell, T., Nieborg, D., & Van Dijck, J. (2019). Platformisation. Internet. Policy
Review, 8(4), 1-13.

Reis, J., Amorim, M., Melio, N., & Matos, . (2018, March). Digital transforma-
tion: A literature review and guidelines for future research. In World conference
on information systems and technologies (pp. 411-421). Springer.

Rossitto, C., Lampinen, A., & Franzén, C. G. (2017). Hoffice: Social innovation
through sustainable nomadic communities. International Reports on Socio-
Informatics (IRSI), 14(3), 49-55.

Santana, M., & Cobo, M. J. (2020). What is the future of work? A science map-
ping analysis. European Management Journal, 38(6), 846-862.

Schloerb, D. W. (1995). A quantitative measure of telepresence. Presence
Teleoperators and Virtual Environments, 41), 64-80.

Schwartz, J., Hatfield, S., Jones, R., & Anderson, S. (2019). What is the future of
work? Redefining work, workforces, and workplaces. Deloitte.

Schwellnus, C., Geva, A., & Pak Mathilde, V. R. (2019). Gig economy platforms:
Boon or bane? Organisation for Economic Co-operation and Development,
Economics Department Working Papers, 1550.

Selenko, E., Bankins, S., Shoss, M., Warburton, J., & Restubog, S. L. D. (2022).
Artificial intelligence and the Future of Work: A functional-identity perspective.
Current Directions in Psychological Science, 31(3), 272-279.

Sherman, W. R., & Craig, A. B. (2018). Understanding virtual reality: Interface,
application, and design. Morgan Kaufmann.

Society for Human Resource Management (SHRM). (2022). What is meant by
“the future of work”? https://www.shrm.org/resourcesandtools/tools-and-
samples/hr-qa/pages/what-is-meant-by-the-future-of-work.aspx

Stephenson, N. (1992). Snow crash. Bantam Books.

Stoepfgeshoft, S. (2018). The Future of Work: Work for the future. ISM Journal
of International Business, 2(2).

UNCTAD. (2021). Technology and innovation report 2021. United Nations
Publications. https: //unctad.org,/page/technology-and-innovation-report-2021

Webster, F. (20006). Theories of the information society. Routledge.

Weil, D. (2014). The fissured workplace. In The fissured workplace. Harvard
University Press.

Willcocks, L. (2020). Robo-Apocalypse cancelled? Reframing the automation and
future of work debate. Journal of Information Technology, 35(4), 286-302.
World Bank. (2021). Small and Medium Enterprises (SMEs) finance. https://

www.worldbank.org/en/topic/smefinance

World Economic Forum. (2018). The future of jobs report. World Economic Forum.


https://www.shrm.org/resourcesandtools/tools-and-samples/hr-qa/pages/what-is-meant-by-the-future-of-work.aspx
https://www.shrm.org/resourcesandtools/tools-and-samples/hr-qa/pages/what-is-meant-by-the-future-of-work.aspx
https://unctad.org/page/technology-and-innovation-report-2021
https://www.worldbank.org/en/topic/smefinance
https://www.worldbank.org/en/topic/smefinance

20 T .LYNNETAL.

Open Access This chapter is licensed under the terms of the Creative Commons
Attribution 4.0 International License (http://creativecommons.org/licenses/
by/4.0/), which permits use, sharing, adaptation, distribution and reproduction
in any medium or format, as long as you give appropriate credit to the original
author(s) and the source, provide a link to the Creative Commons licence and
indicate if changes were made.

The images or other third party material in this chapter are included in the
chapter’s Creative Commons licence, unless indicated otherwise in a credit line to
the material. If material is not included in the chapter’s Creative Commons licence
and your intended use is not permitted by statutory regulation or exceeds the
permitted use, you will need to obtain permission directly from the copy-
right holder.


http://creativecommons.org/licenses/by/4.0/
http://creativecommons.org/licenses/by/4.0/

®

Check for
updates

CHAPTER 2

Assessing the Impact of New Ways
of Working on Individual and Organisational
Well-Being
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Abstract This chapter uses self-determination theory (SDT) as an organ-
ising framework to consider the impact of new ways of working (NWW)
on employee well-being. We focus on the universal needs at the centre of
SDT, namely autonomy, competence and relatedness, and explore how
each has been impacted by NWW and the ramifications for employees’
well-being. Our chapter concludes with a framework encapsulating
enablers and inhibitors of employee well-being in the context of NWW.
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2.1 INTRODUCTION

New ways of working (NWW) encompass work practices that include “tele-
working, nomadic working, hot-desking, working at co-working spaces,
virtual working or mobile working” that are enabled by “complex informa-
tion systems and virtualised organisational formations (e.g., network enter-
prises or internet platforms)” (Aroles et al., 2021, p. 1). In consultancy
terms, NWW are often referred to as “bricks, bytes, and behaviour changes”,
involving the integrated management of spatiotemporal, technological and
organisational cultural changes (Kingma, 2019). NWW extend the notion
of work away from traditional organisational structures and permanent
employment to include, for example, crowdwork and online labour plat-
forms (Howcroft & Bergvall-Kéireborn, 2019). NWW are also characterised
by both temporal and spatial flexibility. For temporal flexibility, employers
may introduce flexibility in working hours to meet customer or employee
demands (Spreitzer et al., 2017). Spatial flexibility ranges from situations
where employees work at home or another location one or more days each
week to those where employees work remotely all the time and may even
work in a different geographic location to that of their employing organisa-
tion. New spatial working arrangements, such as coworking spaces, maker-
spaces, hackerspaces and fablabs (Brakel-Ahmed et al., 2020), have also
emerged. These working arrangements are enabled by the extensive use of
mobile and network information technologies such as the internet, smart-
phones and cloud computing, together with applications, such as Zoom and
Microsoft Teams, that enable individuals to meet in virtual spaces. In addi-
tion, firms are increasingly relying on digital technologies to configure the
way in which work is accomplished with performance now increasingly
monitored through advances in algorithmic management' (Parent-
Rocheleau & Parker, 2021; Wang et al., 2020).

This chapter focuses on aspects of NWW that appear to have the most
impact on employee well-being. Grant et al. (2007, p. 52) define work-
related well-being as “the overall quality of an employee’s experience and
functioning at work” and suggest it comprises three main facets: psycho-
logical, physical and social functioning. We use self-determination theory
(SDT) as an organising framework through which to explore NWW and
well-being. SDT encompasses a focus on both intrinsic and extrinsic
sources of motivation that impact both cognitive and social development

ISee Chap. 4 for a more detailed discussion.
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at work, including factors that facilitate or undermine people’s sense of
well-being and their performance (Deci & Ryan, 2012). We examine the
universal needs at the centre of SDT, namely autonomy, competence and
relatedness, and consider how they may mediate the impact of NWW on
employee well-being. We then present a model which identifies the main
enablers and inhibitors of well-being in the context of NWW. In conclu-
sion, we examine how the Covid-19 pandemic has imposed NWW in an
unanticipated way on very large numbers of employees (Kniffin et al.,
2021) and the implications for both individual and organisational
well-being.

2.2  Niew WAayvs oF WORKING AND AUTONOMY

Autonomy is a core concept in SDT where it is viewed as a basic psycho-
logical need defined as self-governance or rule by the self and identified as
crucial to well-being (Ryan & Deci, 2000). Studies that have explored the
relationship between autonomy and NWW present conflicting evidence of
its impact on employee well-being. For example, remote gig workers man-
aged through algorithmic management processes report high levels of
autonomy, task variety and complexity, but they may have little choice
except to work from home and to work unsociable hours to meet client
demands. As a result, they experience feelings of social isolation, over-
work, sleep deprivation and exhaustion, all of which have a negative impact
on well-being (Wood et al., 2018).

Another study of knowledge workers (Spivack & Woodside, 2019)
indicated that autonomy in choice of work location was associated with
different outcomes depending on a wide range of individual-level factors
including gender, age, levels of intrinsic motivation, and family and home
circumstances. In this study of academics in a university in the USA, per-
ceptions of work location autonomy were also dependent on whether aca-
demics perceived they benefitted from higher productivity and/or
well-being outcomes. A recent study showed that the provision of flexible
working practices increased trust in management, leading to a decrease in
job-related anxiety. Job autonomy moderated the relationship between
flexible working practices and trust in management, with this relationship
being stronger when perceived autonomy was high (Yunus &
Mostafa, 2021).

A variety of negative well-being outcomes including stress, burnout,
exhaustion and increased workload (Karimikia et al., 2021) have been
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linked to the extensive use of Information and Communications
Technology (ICT) which is core to NWW. Again, the evidence is complex
in regard to the relationship between employee autonomy, ICT use and
employee well-being. Some studies have shown that autonomy mitigates
the impact of ICT use on negative employee outcomes (e.g., Chelsey,
2014), but a recent meta-analytic review (Karimikia et al., 2021) found
that high levels of autonomy among employees exacerbated work stress
among employees using ICT.

Explanations for this finding lie in the ways in which ICT systems are
designed. Such systems may enforce a particular way of working or
decision-making which is at odds with the methods that employees with
high levels of autonomy prefer. As the technological capability of ICT
systems increases, they may more frequently be used to monitor and con-
trol employee performance. When this occurs, ICT systems may empha-
sise aspects of work that can be quantified, rather than the perhaps more
interesting or meaningful aspects of the job (Schaftheitle et al., 2020). This
focus may restrict choices that employees make in the methods they use or
the tasks they undertake, particularly where those tasks are rewarded
financially, with a negative impact on autonomy (Parent-Rocheleau &
Parker, 2021). ICT use may also invade autonomy in personal lives. The
boundaries between work and non-work may blur as ICT has a pervasive
capacity to invade personal time and space so that employees find them-
selves working outside their normal working hours, thus reducing auton-
omy in their personal lives, with negative effects on their well-being,
including work-family conflict, emotional exhaustion and poor sleep qual-
ity (e.g., Wang et al., 2020).

Given this evidence, it is perhaps not surprising that the term “auton-
omy paradox” (Mazmanian et al., 2013) is used to describe how, in situa-
tions of remote working, professionals’ reliance on mobile devices both
increases and diminishes their autonomy. These devices provide flexibility
and control in the short-term, but simultaneously intensify professionals’
availability to management, thus reducing their ability to disconnect from
work. This notion of paradox can also be applied to flexible working
arrangements more generally, with flexible working understood as fluctu-
ating and constantly being shaped. To retain and enhance autonomy and
well-being in NWW, organisations need to ensure that both they and their
employees respect the boundaries between work and non-work, thus
ensuring that employees retain control over their non-work lives and avoid
problems with work-home conflict. Measures include ensuring that emails
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or phone calls are not sent or answered outside standard working hours.
Organisations also need to invest in learning and development so that
employees are equipped to make informed choices over the methods they
use in undertaking work tasks.

2.3 New WAays oF WORKING AND COMPETENCE

Within SDT, competence involves the experience of mastery and being
effective in one’s activities (Ryan & Deci, 2000). Satistying the three uni-
versal needs has been found to support work motivation and well-being
(Van den Broeck et al., 2016), but there is some evidence that satisfying
the need for competence may be the most important in the triad for sup-
porting employee well-being. For instance, in research undertaken during
the Covid-19 pandemic among people mandated to work remotely, com-
petence was most strongly predictive of well-being over autonomy and
relatedness (Cantarero et al., 2021). When individuals do not feel capable
and effective, they can not only feel demotivated, but their well-being is
also seriously at risk (Deci & Ryan, 2012). The interactions between indi-
viduals and their environments provide them with feedback through the
completion of tasks—but there is also a significant relational element to
feedback that may be hampered in NWW designs.

There are numerous ways in which NWW pose a risk to fulfilment of
the need for competence that are rooted in relational dimensions of the
workplace, where remote employees are cut off from the naturally occur-
ring, formal and informal relationships that form a key dimension of their
work. The risk to competence is not inevitable, but, without careful plan-
ning and deliberate attempts to mitigate it, employees could find their
need for competence thwarted. SDT research points to feedback as a criti-
cal driver of competence. In a major meta-analytical study, positive feed-
back was found to enhance intrinsic motivation (Deci et al., 1999), while
other research has linked meaningful feedback that highlights an individ-
ual’s mastery of a task to a sense of competence (Hagger et al., 2015).
Deci (1971) also emphasised the role of unexpected positive encourage-
ment and feedback in driving intrinsic motivation and well-being. This
type of feedback helps people to feel more competent, which is one of the
key needs for personal growth. In fully remote working contexts, workers
can be cut off from this valuable informal feedback. In the case of remote
workers and particularly gig workers, there will be less access to infrastruc-
tural supports, such as career mentors or role models and diminished
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networking, career and skill development opportunities (Ashford et al.,
2018), all critical to the development of work-related skills and knowledge
sharing.

Drawing on both SDT and social cognitive theory, we know that indi-
viduals derive a sense of competence through their informal interactions
with—and observations of—others. Competence relies heavily on social
benchmarks in the workplace and valuable learning occurs through the
observation of others’ successes and failures (Bledow et al., 2017). Role
modelling, social comparison and vicarious experience are relational drivers
of competence (Manz & Sims Jr, 1981), all of which are less accessible to
individuals who work remotely. Coworking and hybrid options at least offer
some opportunity for an individual to access relevant social comparatives
that can support competence through access to informal learning, peer
observation and “mentoring in the moment” (Johnson & Smith, 2019).

Finally, when considering competence satisfaction in NWW models, it
would be remiss to overlook the roles of both digital and trust compe-
tency in reducing the potential negative impact on overall competence
because of greater relational isolation. In their Digital Resilience
Competency Framework, Grant and Clarke (2020) identify factors that
support positive remote working experiences that promote rather than
inhibit employee well-being, productivity and engagement. They identify
key requirements including digital skills, trust-building skills, self-care
skills, and social and emotional skills.

This points to several ways by which competency needs can be met in
NWW. First, digital competency was found to protect workers who worked
remotely during the Covid-19 pandemic. Individual competencies related
to technology allow employees to be more productive and less stressed
under remote working conditions (Tramontano et al., 2021). Second,
being able to self-regulate and manage one’s time, working independently
as well as coping with disruptions, also support performance and well-
being in remote contexts (Grant et al., 2013). Finally, relational skills are
key to navigating remote working and protecting a sense of competence.
In particular, trust competency refers to the ability of individuals to build
trusting relationships at work (Tramontano et al., 2021). One challenge
to effective remote work is the inability of managers to trust employees to
get on with the job (Kniffin et al., 2021), and this lack of trust can risk
employees feeling less competent. Being able to build trust across digital
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platforms will enhance competence while the most ‘well-adjusted remote
workers’ in Tramontano et al.’s (2021) study, who reported high levels of
engagement and productivity, were characterised by high levels of
trust skills.

2.4  Niew WAYS OF WORKING AND RELATEDNESS

Relatedness refers to an individual’s need to seek out mutual and mean-
ingful connections and to experience a sense of community or a belong-
ingness with others (Deci & Ryan, 2000). Loneliness, on the other hand,
is “the psychological pain of perceived relational deficiencies in the work-
place” (Wright & Silard, 2021, p. 1074 ). The experience of belonginess or
loneliness may vary according to individual differences; at one extreme
sociotropy represents an excessive desire for close interpersonal relation-
ships and social attention, while at the other extreme, social anbedonin
represents a marked disinterest in such relationships and attention (Wright
& Silard, 2021). Social anhedonics are unlikely to experience loneliness at
work because their desire for social relationships is minimal. However,
individuals at the sociotropic extreme are susceptible to loneliness because
their needs and expectations for relatedness at work may be excessively
high. Deci and Ryan (2000, p. 71) point out that while “proximal rela-
tional supports may not be necessary for intrinsic motivation; a secure
relational base does seem important”. High levels of relatedness exist in
work environments characterised by genuine interest, care and friendship
amongst employees (Slemp et al., 2021; Van den Broeck et al., 2016).
Research suggests that even routine workplace conversations, such as
informal chats and “watercooler moments”, can be critical in creating a
sense of community and enhancing both mental and physical well-being
(Mogilner et al., 2018). Walton et al.’s (2012) experimental research also
suggests that mere belonging (i.e., even minimal cues of social connection)
can lead people to develop shared goals and motivations.

Van den Broeck et al. (2016, p. 1199) suggest that the need for related-
ness is “less immediately essential for some outcomes than the needs for
autonomy and competence”. For example, some people may enjoy work-
ing alone, meaning that the work itself may not satisty their need for relat-
edness. Some studies suggest that professionals who engage in complex
tasks requiring little interaction are happier and more productive when
working remotely (Allen et al., 2014). Other evidence suggests that
remote working can lead to small and positive impacts on work-life bal-
ance and employee well-being for those working remotely for less than 2.5
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days per week, but anything beyond that can be harmful to workplace
relationships (Gajendran & Harrison, 2007). Consistent with this view, it
is suggested that a greater reliance on technology at work can lead to lone-
liness and burnout (Moss, 2018), particularly when individuals are work-
ing remotely (Charalampous et al., 2019; Wang et al., 2021). In a recent
study on virtual working during the Covid-19 pandemic, Wang et al.
(2021) identified a number of virtual work characteristics that were linked
to workers’ performance and well-being via challenges including loneli-
ness. They found that social support was linked to fewer challenges during
remote working and that job autonomy in particular was negatively related
to loneliness. Further evidence suggests that remote workers may experi-
ence barriers to communication leading to them feeling ‘out of the loop’
because they do not see how their work fits with their wider team’s or
organisation’s goals (Gajendran & Harrison, 2007).

One of the characteristics of work in the gig economy is that it is often
carried out alone, where gig workers feel like “perpetual strangers” to
other similar workers or to the clients of their work (Kunda et al.;, 2002,
p. 250). To meet their need for relatedness, many remote and gig workers
work in publicly accessible spaces such as coffee shops or public libraries,
which can lack privacy and offer limited opportunities for social engage-
ment. The emergence and growth of coworking spaces in recent years has
given rise to an alternative work setting that creates a more relational work
setting (e.g., community, social networks), as well as infrastructural sup-
ports (e.g., Wi-Fi, I'T security) (Garrett et al., 2017). Evidence suggests
that workers opt to engage in coworking not so much for the space, but
because it offers a greater sense of community and creates a social experi-
ence that corresponds to their need to belong (Garrett et al., 2017).
Having such a sense of community has been associated with increased
psychological health and well-being (e.g., Prezza & Costantini, 1998).

To encourage a greater sense of relatedness in NWW, managers and
organisations will need to engage in more supportive management prac-
tices by communicating with workers using motivational language, show-
ing a genuine concern for workers’ well-being, building trust among
distributed teams and sharing information (Wang et al., 2021). In addi-
tion, remote workers should engage in informal communication with
other colleagues, including use of work-related social networking plat-
forms (e.g., Slack), to socialise informally to enhance their job satisfaction
and to reduce loneliness. Given the relational constraints faced by gig
workers, Ashford et al. (2018) suggest the need for such workers to craft
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a relational support system that will provide a buffer against the stressors
and strains of gig work and to develop relational agility—that is an ability
to form, maintain and discontinue relationships productively. They sug-
gest that these supports will not only enable gig workers to survive but will
allow them to positively thrive in their work.

2.5 MANAGING NEw Ways OF WORKING USING
A SELE-DETERMINATION PERSPECTIVE

Our chapter has examined the impact of NWW on individual and organ-
isational well-being. Using SDT as our organising framework has high-
lighted the relationships and interdependencies between autonomy,
competence and relatedness in shaping the work experiences of employees
engaged in NWW. Contrary to the view that relatedness is less essential for
work outcomes (Van den Broeck et al., 2016), our review suggests that it
is set to become an important bedrock that will support the needs for
autonomy and competence in the new world of work. Figure 2.1

AUTONOMY COMPETENCE RELATEDNESS

4 N[
- Competitive Climate (-)
- Reduced Feedback (-)
- Reduced Social Exchange (-)
- Diminished Role Modelling (-)
- Less Informal Mentoring (-)
- Mastery Climate (+)

= J

- e N

Potential Enablers & Inhibitors

-Employee Monitoring (-) -Reduced L&D (-) -Social Isolation (-)
-Invasion of Home Life (-) -Reduced Visibility (-) -Less Social Support (-)
-Flexible work (+) -Professional Isolation (-) -Less Informal Chat (-)
-Respect of WL Boundary (+) -Challenging Work (+) -Virtual Social Interaction (+)
-Social &Emotional Skills (+)
. - /
-Trust & Trust Competency (+) \
-Digital Competency (+)
-Self-regulation (+)
-Increased Workload (-)
-Reduced Participation in Decision Making (-)
. / \

Fig. 2.1 SDT framework of enablers and inhibitors for NWW employee
well-being
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summarises the main enablers and inhibitors of well-being using the SDT
framework and indicates the ways in which organisations can enhance
well-being in NWW via the autonomy, competence and relatedness dimen-
sions that underpin SDT.

We propose that the development of competence and relatedness will
be more likely in organisations with a mastery rather than a performance
culture (Wright & Silard, 2021). This is because such environments will
support cooperation, knowledge sharing and learning, unlike performance
cultures which will emphasise competition and social comparison. Our
model highlights the complementarities that exist across all three dimen-
sions, signalling the potential for these practices to have powerful syner-
gies to maximise well-being.

2.6  CONCLUSION

Our chapter has highlighted the complexity of understanding the impact
of NWW on well-being, a complexity heightened by the impact of
Covid-19. The rapid transformation in work practices that accompanied
Covid-19 was made possible by the increased digitisation and automation
of workplaces and the widespread adoption of machine learning, data ana-
lytics and robotics (Nigel, 2020). For many workers this has led to a dete-
rioration in working conditions with an intensification of work, increased
monitoring, control and job insecurity (Hoddar, 2020). At the same time,
there is evidence of workers responding to these challenges. For some, this
means quitting their jobs and exploring more meaningful work options,
resulting in labour shortages for many firms (Aroles et al., 2021). Others
are engaging with NWW, for example through coworking arrangements,
to enhance self-determination through “spatial self-management”
(Endrissat & Leclercq-Vandelannoitte, 2021). In whatever ways technol-
ogy is used to shape the continued emergence of NWW, there will be a
need to integrate supports for autonomy, competence and relatedness if
employee well-being is to be sustained.

REFERENCES

Allen, T. D., Cho, E., & Meier, L. L. (2014). Work—family boundary dynamics.
Annual Review of Organizational Psychology and Organizational Behaviour,
1(1),99-121.



2 ASSESSING THE IMPACT OF NEW WAYS OF WORKING ON INDIVIDUAL... 31

Aroles, J., Cecez-Kecmanovic, D., Dale, K., Kingma, S., & Mitev, N. (2021). New
Ways of Working (NWW): Workplace transformation in the digital age.
Information and Organization, 31(4), 1-11.

Ashford, S. J., Caza, B. B., & Reid, E. M. (2018). From surviving to thriving in
the gig economy: A research agenda for individuals in the new world of work.
Research in Organizational Behavior, 38, 23—41.

Bledow, R., Carette, B., Kiihnel, J., & Bister, D. (2017). Learning from others’
failures: The effectiveness of failure stories for managerial learning. Academy of
Management Learning & Education, 16(1), 39-53.

Brakel-Ahmed, F., Cnossen, B., & Schlegelmilch, J. (2020). Discovering work-
spaces: Towards a typology of collective workspaces. In F. Mntanari,
E. Mattarelli, & A. C. Scapolan (Eds.), Collaborative spaces at work: Innovation,
creativity and relations (pp. 37—49). Routledge.

Cantarero, K., van Tilburg, W. A.; & Smoktunowicz, E. (2021). Affirming basic
psychological needs promotes mental well-being during the COVID-19 out-
break. Social Psychological and Personality Science, 12(5), 821-828.

Charalampous, M., Grant, C. A., Tramontano, C., & Michailidis, E. (2019).
Systematically reviewing remote e-workers’ well-being at work: A multidimen-
sional approach. European Journal of Work and Organizational Psychology,
28(1), 51-73.

Chelsey, N. (2014). Information and communication technology use, work inten-
sification and employee stress and distress. Work, Employment and Society,
28(4), 589-610.

Deci, E. L. (1971). Effects of externally mediated rewards on intrinsic motivation.
Journal of Personality and Social Psychology, 18(1), 105.

Deci, E. L., Koestner, R., & Ryan, R. M. (1999). A meta-analytic review of experi-
ments examining the effects of extrinsic rewards on intrinsic motivation.
Psychological Bulletin, 125(6), 627.

Deci, E. L., & Ryan, R. M. (2000). The ‘what” and ‘why’ of goal pursuits: Human
needsand the self-determination of behavior. Psychological Inquiry, 11,227-268.

Deci, E. L., & Ryan, R. M. (2012). Self-determination theory. In P. A. M. Van
Lange, A. W. Kruglanski, & E. T. Higgins (Eds.), Handbook of theories of social
psychology (Vol. 1, pp. 416-437). Sage.

Endrissat, N.; & Leclercq-Vandelannoitte, A. (2021). From sites to vibes:
Technology and the spatial production of coworking spaces. Information and
Organization, 31. https://doi.org,/10.1016/j.infoandorg.2021.100353

Gajendran, R. S., & Harrison, D. A. (2007). The good, the bad, and the unknown
about telecommuting: Meta-analysis of psychological mediators and individual
consequences. Journal of Applied Psychology, 92(6), 1524-1541.

Garrett, L. E., Spreitzer, G. M., & Bacevice, P. A. (2017). Co-constructing a sense
of community at work: The emergence of community in coworking spaces.
Organization Studies, 38(6), 821-842.


https://doi.org/10.1016/j.infoandorg.2021.100353

32 K. MONKS ET AL.

Grant, A., Christianson, M., & Price, R. (2007). Happiness, health or relation-
ships? Managerial practices and employee well-being trade-ofts. Academy of
Management Executive, 21(1), 51-63.

Grant, C., & Clarke, C. (2020). Digital resilience: A competency framework for
agile workers. In Agile working and well-being in the digital age (pp. 117-130).
Palgrave Macmillan.

Grant, C. A., Wallace, L. M., & Spurgeon, P. C. (2013). An exploration of the
psychological factors affecting remote e-worker’s job effectiveness, well-being
and work-life balance. Employee Relations, 35, 527-546.

Hagger, M. S., Koch, S., & Chatzisarantis, N. L. (2015). The effect of causality
orientations and positive competence-enhancing feedback on intrinsic motiva-
tion: A test of additive and interactive effects. Personality and Individual
Differences, 72, 107-111.

Hoddar, A. (2020). New technology, work and employment in the era of
COVID-19: Reflecting on legacies of research. New Technology, Work and
Employment, 35, 262-275.

Howcroft, D., & Bergvall-Kireborn, B. (2019). A typology of crowdwork plat-
forms. Work, Employment and Society, 33, 21-38.

Johnson, B., & Smith, D. G. (2019). Real mentorship starts with company cul-
ture, not formal programs. Harvard Business Review. Retrieved October 28,
2021, from https://hbr.org/2019 /12 /real-mentorship-starts-with-company-
culture-not-formal-programs

Karimikia, H., Singh, H., & Joseph, D. (2021). Negative outcomes of ICT use at
work: Meta-analytic evidence and the role of job autonomy. Internet Research,
31(1), 159-190. https://doi.org,/10.1108 /INTR-09-2019-0385

Kingma, S. (2019). New Ways of Working (NWW): Work space and cultural
changeinvirtualizing organizations. Culture and Organization, 25(5),383—406.

Kniffin, K. M., et al. (2021). COVID-19 and the workplace: Implications, issues,
and insights for future research and action. American Psychologist, 76(1), 63-77.

Kunda, G., Barley, S. R.; & Evans, J. (2002). Why do contractors contract? The
experience of highly skilled technical professionals in a contingent labour mar-
ket. Industrial and Labor Relations Review, 55(2), 234-261.

Manz, C. C., & Sims, H. P., Jr. (1981). Vicarious learning: The influence of mod-
eling on organizational behavior. Academy of Management Review,
6(1),105-113.

Mazmanian, M., Orlikowski, W., & Yates, J. (2013). The autonomy paradox: The
implications of mobile email devices for knowledge professionals. Organization
Science, 24(5), 1337-1357.

Mogilner, C., Whillans, A., & Norton, M. I. (2018). Time, money, and subjective
wellbeing. In E. Diener, S. Oishi, & L. Tay (Eds.), Handbook of well-beinyg
(Noba Scholar handbook series: Subjective well-being). DEF Publishers.


https://hbr.org/2019/12/real-mentorship-starts-with-company-culture-not-formal-programs
https://hbr.org/2019/12/real-mentorship-starts-with-company-culture-not-formal-programs
https://doi.org/10.1108/INTR-09-2019-0385

2 ASSESSING THE IMPACT OF NEW WAYS OF WORKING ON INDIVIDUAL... 33

Moss, J. (2018). Helping remote workers avoid loneliness and burnout. Harvard
Business Review on Health.

Nigel, L. (2020). The influence of the COVID-19 on the digital transformation of
work. International Journal of Sociology and Social Policy, 40, 861-865.

Parent-Rocheleau, X., & Parker, S. (2021). Algorithms as work designers: How
algorithmic management influences the design of jobs. Human Resource
Management Review. https://doi.org,/10.1016/j.hrmr2021.100838

Prezza, M., & Costantini, S. (1998). Sense of community and life satisfaction:
Investigation in three different territorial contexts. Journal of Community &
Applied Social Psychology, 8, 181-194.

Ryan, R. M., & Deci, E. L. (2000). Self-determination theory and the facilitation
of intrinsic motivation, social development, and well-being. American
Psychologist, 55(1), 68.

Schatheitle, S. D., Weibel, A., Ebert, I. L., Kasper, G., Schank, C., & Leicht-
Deobald, U. (2020). No stone left unturned? Towards a framework for the
impact of datafication technologies on organizational control. Academy of
Management Discoveries, 6(3), 455-487.

Slemp, G., Lee, M. A., & Mossman, L. H. (2021). Interventions to support
autonomy, competence, and relatedness needs in organizations: A systematic
review with recommendations for research and practice. Journal of Occupational
and Organizational Psychology, 942), 427-457.

Spivack, A., & Woodside, A. (2019). Applying complexity theory for modelling
human resource outcomes: Antecedent configurations indicating perceived
location autonomy and work environment choice. Journal of Business Research,
102,109-119.

Spreitzer, G., Cameron, L., & Garrett, L. (2017). Alternative work arrangements:
Two images of the new world of work. Annual Review of Organizational
Psychology and Organizational Behaviour, 4, 473-499.

Tramontano, C., Grant, C., & Clarke, C. (2021). Development and validation of
the e-work self-efficacy scale to assess digital competencies in remote working.
Computers in Human Behavior Reports, 4, 100129.

Van den Broeck, A., Ferris, D. L., Chang, C. H., & Rosen, C. C. (2016). A review
of self-determination theory’s basic psychological needs at work. Jouwrnal of
Management, 42, 1195-1229.

Walton, G. M., Cohen, G. L., Cwir, D., & Spencer, S. J. (2012). Mere belonging:
The power of social connections. Journal of Personality and Social Psychology,
102(3), 513-532.

Wang, B., Liu, Y., & Parker, S. (2020). How does the use of information com-
munication technology affect individuals? A work design perspective. Academy
of Management Annals, 142), 695-725.


https://doi.org/10.1016/j.hrmr2021.100838

34 K MONKSET AL.

Wang, B., Liu, Y., Qian, J., & Parker, S. K. (2021). Achieving effective remote
working during the COVID-19 pandemic: A work design perspective. Applied
Psychology, 70(1), 16-59.

Wood, A., Graham, V., & Lehdonvirta, V. (2018). Good gig bad gig: Autonomy
and algorithmic control in the global gig economy. Work, Employment and
Society, 33(1), 56-75.

Wright, S.; & Silard, A. (2021). Unravelling the antecedents of loneliness in the
workplace. Human Relations, 747), 1060-1081.

Yunus, S., & Mostafa, A. (2021). Flexible working practices and job-related anxi-
ety: Examining the roles of trust in management and job autonomy. Economic
and Industrial Democracy. https: //doi.org/10.1177 /0143831X21995259

Open Access This chapter is licensed under the terms of the Creative Commons
Attribution 4.0 International License (http://creativecommons.org/licenses/
by/4.0/), which permits use, sharing, adaptation, distribution and reproduction
in any medium or format, as long as you give appropriate credit to the original
author(s) and the source, provide a link to the Creative Commons licence and
indicate if changes were made.

The images or other third party material in this chapter are included in the
chapter’s Creative Commons licence, unless indicated otherwise in a credit line to
the material. If material is not included in the chapter’s Creative Commons licence
and your intended use is not permitted by statutory regulation or exceeds the
permitted use, you will need to obtain permission directly from the copy-
right holder.


https://doi.org/10.1177/0143831X21995259
http://creativecommons.org/licenses/by/4.0/
http://creativecommons.org/licenses/by/4.0/

®

Check for
updates

CHAPTER 3

Al Data Analytics and the Professions

Brid Murphy and Orla Feeney

Abstract Advances in artificial intelligence (AI) and data analytics are
having a transformative effect on how work is performed. Research sug-
gests that such technologies will wholly displace some professions while
fundamentally changing where professionals expend time and effort in
their day-to-day roles. The legal and accounting professions in particular
are being transformed by Al and data analytics. This chapter discusses the
nature of professions, the shift in use of Al and data analytics from process-
oriented activities to knowledge-oriented activities, and how the legal and
accounting professions are responding.
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3.1 INTRODUCTION

Much has been written in recent years about the threat posed by technology
to traditional professional roles, with some alarming assertions that many
professional roles are set to be replaced by a dizzying array of digital
technologies. The reality is much more nuanced. Indeed, many aspects of
the work of professionals will be subject to major change in the coming
years in keeping with the broader digital transformation of society. We can
be certain that these developments, incorporating technological innova-
tions and new ways of working, will have a profound effect on the institu-
tional arrangements and social processes of those working within the
professions. This chapter explores how communities of organisations
within the field of professional services, and specifically lawyers and
accountants, are responding to the changes posed by the proliferation of
digital technology. Following a discussion on the nature of ‘professions’
and how they have evolved in response to economic, technological and
social changes, we discuss how artificial intelligence (Al) and data analytics
are impacting two professions, law and accounting. This provides a basis
for re-imagining the Future of Work in the professions in the context of
current and future challenges.

3.2  PrOrESSIONS: AN OVERVIEW

It is broadly accepted that modern professions are recognised as organised
groups of individuals who do different things (task differentiation or spe-
cialisation), in different workplaces, for different clients (client differentia-
tion). Professional practices may be understood as “embodied, materially
mediated arrays of human activity centrally organised around shared prac-
tical understanding” (Schatzki, 2001, p. 2). In turn, Professionalism is
more difficult to describe but should not be perceived simply as “the soft-
ware that goes with the hardware of an actual profession” (Burns, 2019,
p. 50). Professionalism focuses on the conduct, qualitics and behaviours
that characterise a profession. It acknowledges that professional practitio-
ners often find themselves in ambiguous, ill-defined, unprecedented situ-
ations for which existing theories and models of practice may not
immediately guide them and where significant judgement is required
(Schon, 1983).

To appropriately understand the impact of current technological
challenges, it is first necessary to examine the characteristics of professions.
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Professions may be described as occupational groupings organised around
an identifiable proprietary corpus of theoretical or abstract knowledge or
technique. The work professionals do is “esoteric, complex and discretion-
ary in character” (Freidson, 1994, p. 200), focused on the provision of
customised, knowledge-based services to a client base, where the profes-
sionals maintain control over client selection. Professional association
enhances the status, authority and credibility of members and the collec-
tive professions. Without this association, the designation is devalued and
the purpose of having a professional status is defeated (Eraut, 1994).
Extensive levels of individual autonomy are prevalent within professional
practice, coupled with relatively low levels of managerial authority and
intervention (Empson et al., 2015). This involves judgement, reflexivity,
flexibility and creativity in the application of the specialist corpus of knowl-
edge (Blomgren & Waks, 2015). Individual professionals are also deemed
capable of self-regulation, controlling themselves by co-operative, collec-
tive means. Professions and professionals exhibit a shared concrete and
unique culture, which incorporates a rhetoric involving a series of values,
norms, meanings, symbols, attitudes, perspectives and behaviours com-
mon to members of the particular profession (Brock et al., 2014). Hager
and Hodkinson (2011) discuss the concept of a tacit ladder, where novices
may ultimately progress from lower rungs to become accomplished expert
professionals at the top, through immersion into established and skilful
participation within a community of practice.

Research by the World Economic Forum (WEF) (2018, 2020) suggests
that clusters within professions will be wholly displaced and others will
spend increased time “on tasks related to communicating and interacting”
rather than on tasks that were previously conceived as core information-
generating tasks (WEEF, 2018, p. 15). The overall viability of some profes-
sions is currently under threat: two such professions highlighted are law and
accounting. The recent democratisation of information and knowledge has
led to some non-law businesses offering legal services. The profession’s
chief response to date has been to deconstruct its tasks and to engage non-
professionals, for example paralegals, who have a lower cost base to com-
plete more routine tasks or to outsource to offshore lower costs providers
(Susskind, 2013). Similarly, as technology has facilitated the distribution of
accounting information allowing non-specialists to complete accounting
tasks, some have suggested that further technological developments might
lead to accountant roles becoming entirely redundant (Frey & Osborne,
2017). Yet, we have seen an increase in accounting roles, with accounting
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professionals spending more time interpreting and communicating rather
than preparing a growing volume of data. This trend however masks the fact
that many accounting professionals have had to augment their training and
transition to new roles (Bessen, 2018).

It is clear that technological advances have forced re-examination of the
production, supply and “servicification” of professional expertise (Baldwin,
2016). The traditional template of professions is progressively unbundling
and reforming in new ways (Boussard, 2018). Such changes will propel
professions to change more radically than ever before as they respond to
the challenges posed by technological innovations (Susskind, 2021;
Susskind & Susskind, 2015).

3.3  THE ENDURING TECHNOLOGICAL REVOLUTION

IBM’s first mainframe computer in 1952 signalled the beginning of
technological advances which have impacted all of society. Roles and
functions across almost all areas of the workforce have adapted in response
to each stage of technological advancement (Bessen, 2018). However, the
velocity of these developments has increased exponentially and the
escalating fusion of technologies has become a key driver of change in
professional roles and practices. Al and data analytics have particularly
captured the attention of academics and practitioners in the past two
decades. Both legal and accounting professionals increasingly seek to
harness their potential in order to enhance the value of their professional
contribution. Other technologies have, of course, affected aspects of work
within the fields of law and accounting. For example, blockchain has the
capacity to democratise access to legal services through smart contracts
and robotic process automation (RPA) has automated many of the
repetitive transaction process-oriented tasks traditionally carried out by
humans (Cooper et al., 2019). However, it is Al and analytics which are
having a profound impact on each of these professions.

3.3.1 Artificial Intelligence

Al is a vast field encompassing the systemising of activities traditionally
associated with human intelligence such as planning, learning, reasoning,
logic, problem solving, knowledge representation, perception, manipula-
tion, and even social intelligence and creativity (Frey & Osborne, 2017).
Russell and Norvig (2010) distil the various definitions of Al into four
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Systems that think like humans

For example, how to automate activities
traditionally associated with human

thinking  such as  decision-making,
problem solving, learning (Bellman
1978)

Systems that think rationally

For example, how to use computational
models to make it possible to perceive,
reason and act (Winston 1992)

Systems that act like humans

For example, how to make computers do
things which, at the moment, people are

Systems that act rationally

For example, how to design intelligent
agents (Poole et al 1998)

better at (Rich and Knight 1991)

Fig. 3.1 Goals of artificial intelligence (adapted from Russell & Norvig, 2010)

categories which really represent the key goals of Al, as depicted in
Fig. 3.1.

Al applications in the top two boxes are concerned with thought
process and reasoning while those in the bottom boxes address behaviour.
Al applications on the left seek to emulate human performance while
those on the right endeavour to produce ideal outcomes. The difference
between human (on the left) and rational (on the right) in Russell and
Norvig’s (2010) typology is really a distinction between imperfect and
perfect. Al applications in the left boxes are simply seeking to do things as
well as humans can do, using natural language processing, knowledge
representation, automated reasoning and machine learning. These Al
aspects resonate with the professional—how applications using machine
learning, deep learning and data mining can be used to solve the kinds of
problems traditionally solved by humans, and moreover, how they improve
themselves each time they solve a problem. Early versions of Al
concentrated on simulating human intelligence, focusing on one task at a
time. It was predicated on the prescriptive programming of specific inputs
and was incapable of “thinking” beyond specific processing. Machine
learning marked the start of significant progress in replicating human
intelligence, allowing machines to automatically learn from past data
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without the need to be explicitly programmed. These systems learn to do
their jobs and advance based on experience, much like a human professional.

3.3.2  Data Analytics

Data is a corporate asset (Brown et al., 2011) and effective management
and analytics of data has become critical to establishing and maintaining
competitive advantage (Bughin et al., 2011). Data analytics presents
opportunities to access increasing volumes of new information from a vari-
ety of sources. The term “small data” refers to data which are small enough
in terms of volume to be readily accessible and comprehensible for human
comprehension while the shift towards “big data” reflects the voluminous
information flows emerging from today’s data-driven society. Arguably,
analytics itself has not changed significantly—statistics, regression, classifi-
cation models and hypothesis testing have been around for decades. What
has changed is the exponential growth in available data together with a
huge increase in computing power available to process it (Liebowitz,
2020). Many organisations have expanded the scope of their information
systems from traditional internal data processing to automated data cap-
ture connecting businesses to suppliers, affiliates, consumers and clients
on a real-time basis. The much expanded availability of data is propelling
companies to use large-scale analytics to make decisions (Merendino et al.,
2018), innovate (Wu et al., 2020) and navigate crises (Henke et al., 2020).
If they are to retain their privileged professional position, lawyers and
accountants must navigate this expanded data ecosystem, requiring them
to bridge the gap between themselves and the I'T department, specifically,
the data scientist, the emerging custodian of the growing wealth of organ-
isational data.

The ability of AI and machine learning to automate work, combined
with the growing prevalence of big data and the use of smart big data
analytics, elevates the true potential of digital technology to replace human
endeavour (Loebbecke & Picot, 2015). Together, they are already erod-
ing aspects of professional work and changing the nature and content of
professional jobs, through both automation and innovation.
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3.4  TaE ImracT orF Al AND DATA ANALYTICS
ON THE LEGAL AND ACCOUNTING PROFESSIONS

Technology was initially utilised in process-oriented activities, but its
growing prevalence in the knowledge sector is forcing professionals to
rethink how they engage with their roles (Chiu et al., 2016). The extent
of the impact of some technological advances and their associated implica-
tions for the two highlighted professions—legal and accounting—is now
examined.

3.4.1 Legal Profession

Many large clients are challenging the status quo of large legal firms,
establishing their own inhouse legal departments or selecting alternative
providers, including Big 4 professional services firms who provide multi-
disciplinary services. These providers are evolving at a pace faster than
many law firms and placing an increasing reliance on technology to pro-
vide a more efficient and cheaper service, core considerations for many
consumers of legal services. In addition, the law is, in some instances,
being operated by individual lay consumers. These alternative operations
are often based on analyses of big data repositories of publicly available
legal provisions and precedents, most of which can be accessed online at
no or little cost. They allow the efficient handling of unstructured legal
information and the situating of legal issues in the context of pertinent
precedent (Alarie et al., 2017). These include Docracy and Neolata Logic
which comprise open collections of legal agreements and Westlaw, a data-
base of searchable content including case law, news, legal journals, com-
mentary, current awareness alerts and materials specific to jurisdictions. Al
systems are also well established within the legal profession. Expert Al
systems which had previously been the domain of legal professionals have
now become available to non-specialists, largely operating on a commer-
cial footing. These enable non-specialists to examine complex issues and
model possible outcomes. International law firm Allen & Overy provides
a diagnostic expert system tool which can contend with complex multi-
jurisdictional issues. Elsewhere, CaseCrunch allows users to predict legal
decisions based on case precedent. Both of these have outperformed many
experienced human legal specialist challengers. Such tools can broaden
expertise, empower users and provide greater access to justice and more
value to clients (Alarie et al., 2017).
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However, the legal profession has proved relatively cautious in adopting
technology. This is not wholly unexpected, given the importance of the
law to the functioning of society. The pervasiveness of big data and Al
capabilities could have serious implications should ‘herding’ behaviours
evidenced in the financial sector prior to the crash of 2008 become the
norm within the legal domain (Ayres & Mitts, 2015). Big data systems
have a propensity to increasingly rely on “self-reinforcing informational
cascades” (Devins et al., 2017, p. 361). Yet, the law is not objectively
based on black and white rules or on scientific assumptions. Given that
society is constantly evolving and that regulations are continuously being
updated in differing spheres, the law too must continuously and substan-
tively evolve. It must remain open to interpretation as its application may
vary in different contexts. Suggestions that the law can be a centralised big
data repository do not permit this variation or adaptivity. Given their pos-
sibilities to replicate human intelligence, it is more difficult to assess the
repercussions of reliance on Al tools and techniques. Al is undoubtedly
continuing to advance the evolution of the law and the manner in which
legal services are provided, by substituting existing processes to change
the way legal knowledge is produced and consumed. It remains to be seen
whether it may actually revolutionise it (Alarie et al., 2017)—for example
lead to personalisation of law i.e. the tailoring of law to individual
circumstances.

3.4.2  Accounting Profession

The accounting profession encapsulates a multitude of roles involving the
provision of financial-focused information to inform decision-making.
These roles fall into two main categories—accountants in business and
accountants in practice. Accountants in business have historically embraced
change and enhanced their skill sets in response to changes in technology
(Bromwich & Bhimani, 1989, 2009). Today, a variety of “off the shelf”
software packages are available to smaller organisations with which they
can record and report accounting transactions for their businesses—for
example Quikbooks, Sage, etc.—while larger entities work with software
developers to build customised systems which integrate the various oper-
ating components of the organisation—for example SAP, Oracle, etc.
Accountants have been dealing with increasing volumes of data for
decades. Data analytics simply offers further opportunities in this area.
Potential benefits include greater efficiencies around managing datasets,
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more sophisticated exception reporting in relation to controls and risks,
and improved decision-making resulting from enhanced predictive model-
ling (ICAEW, 2014). Big data also provides a host of opportunities for
accountants in practice. Firms are increasingly investing in audit-related
technology, which is a game changer in terms of how audits of the future
will be conducted. The capacity of data analytics facilitates auditor assess-
ment of entire populations of transactions, effectively putting an end to
sampling and the audit risk associated with it (Earley, 2015).

Al knowledge-based systems have been used in accounting since the
1990s. The pattern recognition ability of data mining combined with the
predictive power of machine learning is used in cost estimation, forecast-
ing, pricing and financial analysis (Karaca, 2021; Nielsen, 2020; Paksiova
& Oriskoova, 2020). Al systems are used by accountants in practice to
enhance judgement accuracy. Key benefits include the reduction of over-
auditing, improved management of audit risk and achieving more accurate
audit conclusions more quickly (Brazel & Agoglia, 2007). In this way, Al
applications may lead to enhanced trust in the audit process (Alles & Gray,
2020). AI also supports the progression towards more continuous, real-
time auditing with increased forward-looking information (Moll &
Yigitbasioglu, 2019).

It is clear that the accounting profession has embraced technology.
With regard to data analytics and Al some caution however is urged. It is
acknowledged that while big data may act as a catalyst for transitioning
accountants’ roles, many accounting tasks are not easily automatable
(Richins et al., 2017). Accumulating data is easy. Arguably, analysing data
is also relatively easy. Effectively incorporating this data into an organisa-
tion’s internal accounting procedures and practices requires proactive
effort. This also necessitates education at a professional level in developing
a stronger skill set in the techniques and technologies of big data in com-
bination with the accountant’s natural analytical skills (Chua & Lawson,
2015). In turn, Al undoubtedly enables accounting professionals to focus
on higher level and more lucrative analysis, increasing efficiencies, improv-
ing judgement quality and reducing human error (Mosteanu & Faccia,
2020). However, the use of algorithms to make decisions does pose some
questions about the extent to which accounting professionals versus the
algorithms can be held accountable for ultimate outcomes in business or
on audits (Court, 2015).
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3.5 RE-IMAGINING THE FUTURE OF WORK
OF PROFESSIONALS

Professions play a key role in the implementation and operation of digital
technologies in increasingly complex organisational settings. As they
engage with these tools and techniques, they must be mindful that they
are facilitating the programming of autonomous working tools and tech-
niques to take over certain areas of activity and simultaneously creating
new routines and work processes (Leitner-Hanetseder et al., 2021).
However, digital technology brings with it serious challenges. But instead
of framing these challenges as “inadequacies” or “failings”, it may be more
helpful to conceptualise digital technology as a disruption—a shift within
the organisational field which each profession must acknowledge and
respond to. Furthermore, new technology types are bringing about often
subtle but far-reaching changes in the roles, identities and workflows of
professionals within their given organisational field.

3.5.1 Technological Disruption

Let’s revisit some of the key characteristics of professions outlined in Sect.
3.2 and consider their importance in the context of the disruptive technol-
ogy discussed in Sect. 3.3. Professionals possess a body of proprietary
knowledge or skill, and their power resides in their continued possession
of that knowledge or skill as well as their control over who acquires it
through admittance and continuing association with the profession. In
addition, their status, authority and credibility are tied into a type of qual-
ity assurance which engenders a sense of trust and protects the public
interest. What happens to this sense of trust in a profession increasingly
enacted through AI? Al technology learns how to do its job better based
on experience without the need to be repeatedly reprogrammed. It
behaves independently of human oversight, responding to its environ-
ment and interacting with other technologies—learning, evolving and
ultimately becoming further removed from its initial human design. It is
questionable as to whether consumers of professional services will retain
the same trust in a profession if the work is being carried out by technol-
ogy that is becoming increasingly intelligent, autonomous and removed
from human effort. If trust is to remain a cornerstone of what it means to
be a professional, surely this will impose limits on the extent to which
technologies such as Al can pervade professional services.
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Staying with some of the key characteristics discussed in Sect. 3.2,
professionals use judgement, flexibility and creativity in applying their
specialist knowledge to specific and unique concerns and contexts. Yes, we
have an exponential increase in data flows emerging from today’s data-
driven society, and certainly, technological solutions are critical in
effectively capturing, mining and analysing the right data for every
situation. But professionals offer advice and guidance having internalised
their particular clients” determinants of a successful outcome. In this way,
data is just one of several inputs into a decision-making process. Data
analytics can certainly facilitate the nuanced and complex interrogation of
data and machine learning can make predictions by categorising and
sorting data and picking out patterns. But turning these analyses into
professional advice and guidance requires the reflexive consideration of a
combination of creative, intellectual and practical factors. This demands
flexibility, reflexivity and judgement, which, so far, remain beyond the
scope of technological solutions.

3.5.2  The Professional’s Evolving Organisational Field

We cannot deny that professions are changing. The landscape within
which professionals function is transforming, and while the issues dis-
cussed in the previous section might impose some parameters on the
extent of change, technology is of course driving an ongoing redefining of
the norms, values and beliefs to which professionals subscribe. This chap-
ter allowed us to explore how organisational field members’ (i.e., profes-
sionals) behaviours and roles are evolving in a gradual, almost unconscious
way (Wooten & Hoffman, 2016).

We have seen throughout this chapter that changes within professions
reflect broader changes in the business environment. Professions have tra-
ditionally traded on lofty attributes such as integrity, honesty and respect.
However, the business models around these professionals have been forced
to evolve, giving way to a more commercial focus dominated by an increas-
ingly competitive professional services market which is as compelled as any
industry to reduce its cost base and protect profit margins. This brings
with it an obligation to ensure that regulation keeps pace with technologi-
cal development (Kend & Nguyen, 2020). This changing professional ser-
vices marketplace is evident, for example, in the growth in non-law
businesses providing legal services and numerous ‘off the shelf” account-
ing software packages. Technology is facilitating the automation and
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commoditisation of more routinised procedural tasks—disrupting current
practices and at the same time creating new areas of competency. Those
professionals who have taken a proactive approach and embraced new
technologies at this level have thrived, and their increasing ability to deal
with data and automate routine services has enabled them to widen their
offerings, for example the shift of large accountancy firms to professional
services firms (Shaffer et al., 2020). Within the legal sector, the shift is
more gradual.

As discussed earlier in this chapter, novice professionals learn the
fundamental aspects of their role carrying out basic routine tasks before
ultimately progressing up the “tacit ladder” as they broaden their knowledge
base and expand their skill set (Hager & Hodkinson, 2011, p. 64). If these
routine tasks become increasingly automated, it begs the question “where
do novice professionals learn the basics?” Perhaps they are playing a role in
this automation process, creating in themselves a new area of technological
competency which can be built on as their professional careers progress.

3.6  CHALLENGES AHEAD

Technology is becoming increasingly important and is driving the
transformation and reconfiguration of knowledge, processes and offerings
within professions. New specialist roles are emerging, including data cura-
tor and data analyst roles, to contend with the expanding data ecosystem,
to harness content and to create pioneering solutions (Moll & Yigitbasioglu,
2019; WEF, 2018). Professionals face increasing pressure to develop com-
petencies to bridge the gap between themselves and data analysts (Leitner-
Hanetseder et al., 2021). This raises questions as to which further aspects
of human work will and/or should be transferred to machines and which
aspects will and/or should remain human-centric (Feeney, 2021; Walsh
et al., 2019). It is important to remember that much of modern profes-
sional practice may not be facilitated by predetermined rules and decision
trees but involves the ethics, identities and qualities of the individual pro-
fessionals who deal with unique, uncertain, complex and ever-changing
circumstances which necessitate a capacity to make creative professional
judgements (Schon, 1983). Therefore, while human judgement will
undoubtedly be further supplemented by technological advancement, it
should not be replaced by an algorithm. Professions must be vigilant in
developing the required skills, practices, competences and processes to
remain relevant and add value (Moll & Yigitbasioglu, 2019). Individual
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professionals must continue to apply autonomy and reflexive consider-
ation of practical, creative, and intellectual perspectives, as well as retain
the capacity to form independent judgements which encompass changing
particulars and contexts. They must remain accountable for the conse-
quences, intended or otherwise, of their decisions (Court, 2015; Murphy
& Rocchi, 2020). The key cornerstones of what it is to be a professional—
that proprietary body of knowledge, trust, serving the public interest—
have endured since the inception of professions hundreds of years ago and
will continue to endure. Disruptive digital technologies simply represent
the next stage in the lifecycle of professions. Professions must focus their
renewed model around the changing environment, perhaps taking a leaf
out of the tech companies’ books. Tech companies are changing and
adapting every day. Change in professional environments comes much
more slowly, which is too slow for the world as it is now. What is currently
a redefining of their role may be something more drastic in decades to
come if relatively modest changes are not made now.
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