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Abstract

In this report, we consider the theoretical essence of the concept of "change" and, more
specifically, the types of classifications and organizational models that provide the necessary
information about change management, its process in the organization, and the possibilities for
its successful implementation. Given the dynamism of the time in which we live, any
organization, in order to develop, must change in a timely manner and consider change as a
necessary condition for achieving future competitive results. Undoubtedly, artificial
intelligence (Al) and its role, through which a number of activities in an organizational plan are
optimized, determining higher independence and strategic business value, are gaining more and
more importance. In this regard, the challenges to the integration of artificial intelligence in the
work process are analyzed, with the emphasis placed on the systematization of specific
management practices related to the appropriate vision of the change necessary for the
successful implementation and maintenance of artificial intelligence technology.

Keywords: change management, artificial intelligence

1. Introduction

In periods of instability, dynamism, and a high degree of unpredictability, the need for a
complete transformation of the business to be sufficiently competitive and flexible in relation
to its surrounding environment is increasingly emerging. Undoubtedly, the implementation of
intelligent systems such as artificial intelligence technology causes challenges requiring good
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management and quick response regarding the specific situation. Therefore, it is necessary to
focus attention on change management, incl. the change management models, through which
the in-depth and successful approach regarding the implementation and maintenance of
artificial intelligence technology in the work process is most often realized.

The object of the current development is the organizational change and specific models for
its implementation.

The subject of the development are the challenges facing the implementation of artificial
intelligence technology.

The goal we set ourselves is to fix specific management aspects regarding the
implementation of organizational change and the successful implementation of artificial
intelligence.

2. Theoretical aspects and management models in implementing
organizational change

The essence and nature of change as a category in economic science have been the subject
of scientific research since the beginning of the 20th century. (Emilova, Asenov, & Dilkov,
Basics of Management, 2019) The authors' (Huczynski & Buchanan, 1991, p. 532) claims boil
down to viewing it as "a phenomenon that is all too common and affects all people. Never
before in the history of mankind have there been so many and so frequent changes."Analyzing
modern theories in the field of change as a social phenomenon (Emilova, Asenov, & Dilkov,
Basics of Management, 2019), we cannot fail to mention the name of Unfurd Dutch Holland
(Holland, 2000, p. 22). His numerous publications find great practical application in many
companies that, for one reason or another, have changed their activities.

According to this author, it's the 1980s a decade of discovery of change. For change
management, you can spoke in the 1990s, because that's when organizations realized that they
should exercise control over the phenomenon and not wander off helplessly in an environment
that is a constant stream of change. After 2000 year, the author considers it most appropriate to
name the time change management because organizations are finally accepting the fact that
change is the rule, not the exception.

Other researchers assume that "all organizations are more or less in a continuous state of
changes.” (Armstrong, 1993, p. 211) i.e., change is a constant phenomenon and they do not
relate its intensity to time. (Emilova, Asenov, & Dilkov, Basics of Management, 2019)

Regardless of the differences in years, these authors consider the change to be widespread.
This makes it a phenomenon that will always be an object of scientific interest. The most
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widespread is organizational change. (Emilova, Asenov, & Dilkov, Basics of Management,
2019)

Organizational change is the way, the means to maximally approach the current state of a
given organization to the desired one. (Santalainen, Voutilainen, Porenne, & Nissinen, 1988, p.
228) This statement is reached by considering the organization as a system consisting of
mutually dependent subsystems interacting with the external environment. D. Shopov's
(Shopov & Atanasova, 1998, p. 347) opinion is a continuation of these thoughts. He defines the
concept not simply as "moving the organization from one state to another, but as a process of
adapting the person and work groups to the new environment where they can function more
effectively.”

In this regard, it is necessary to classify the changes in the organization, which enables us
to analyze them and thus manage them effectively. Various classifications have been described
in the literature. (Emilova, Asenov, & Dilkov, Basics of Management, 2019)

According to Nadler and Tushman (Nadler & Tushman, pp. 79-81), organizational change
has two dimensions:

» The first dimension is according to the scope — partial or strategic;
» The second dimension is according to the type of reaction to changes in the external
environment — anticipatory (anticipatory) or subsequent (reactive).

Depending on the nature of the problem to be resolved, K. Kamenov singles out structural,
behavioral and technological change. Each of these changes is implemented through different
approaches. (See table 1) (Kamenov., 1995, p. 21)

Table 1: Types of changes

Criteria Approaches to organizational change

simplification of work;
enrichment of the activity;
grouping of activities.

1. Structural change

increase in motivation;
changes in qualification.

2. Behavioral change

3. Technological change computerization;
automation;

mass production.

SN NI NN N NN

Source: Adap. according to K. Kamenov. Change Management. (1995) Abagar, Veliko Tarnovo, p. 21.

The classification developed by Shopov and Atanasova is based on different criteria.
(Shopov & Atanasova, 1998, p. 346) (see table 2)
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Table 2: Types of changes in the organization

Criteria Types of changes in the organization

1. According to the object v' changes in the production and
technological system  of  the
organization;

v/ changes in human resources
2. According to the time v within one year
horizon v" from one to three years
v over a period of three years
3. According to the reasons v/ changes in the requirements of the
environment;
v changes within the organization.
4. According to the humber of v one structural unit in the organization;
structural units covered by v several structural units;

the change v all structural units.
Source: Shopov, D., M. Atanasova. (1998) Human Resource Management. Trakia M, S.

Of the presented classifications, the three main alternative approaches to change —
structural, behavioral and technological — are of interest for the present study.

When it comes to technological change in a specific plan, most often we mean human-
machine interaction. In this sense, it is necessary to seek to achieve the necessary compliance
in the changes being made. In connection with technological changes, changes are also required
in a number of areas. More important are:

v changes in work design — the overall process becomes much more integrated and work
cannot be defined individually and in isolation.

v changes in training methods — this process requires changing the previous forms and
methods of training, which were aimed at individual or group qualification, and moving to
forms and methods providing team qualification.

v changes in the incentive system — working in a team requires a change in the incentive
system. From piece rate payment to qualification payment.

v change in the management style — when modern technologies are introduced, there is
greater independence in the activities of the workers. Increasing worker autonomy changes
the nature of the manager's work. Activity is shifting from monitoring and control to training
and consulting.

The degree and scope of any change in behavior and structure depend on the degree of
technological change. In this sense, technological change is decisive for companies and
organizations. There is no doubt that changes in one area lead to changes in another. Changes
must always be seen in a mutual relationship and conditionality. (Kamenov, 2013)
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In this line of thought, some of the most well-known and practically verified theories for
implementing organizational change are of interest. (Petrova, 2011)

Lewin's three-step model

According to Kurt Lewin's model, the change process takes place in three stages:

» First stage: creating readiness for change or overcoming the old established equilibrium
state (Unfreezing);

» Second stage: transition or movement to a new equilibrium state (Moving);

» Third stage: setting or fixing a new equilibrium state (Freezing).

Creating readiness for change means weakening those forces that keep the organization in
the status quo. The transition or movement to a new state of equilibrium implies the creation
and learning of new ways of behaving and ways of regulating them. During the third stage, the
changes must be stabilized and integrated into the individual as part of the whole organization.

According to some authors, the originality of this model allows it to be used as a model for
managing organizational change. (Emilova, Asenov, & Dilkov, 2019)

The Bullock and Batten model

Tracing chronologically the models of organizational change, we cannot fail to point out the
integrative model. It was created by Bullock and Batten in 1985. According to this model,
planned change includes the following phases: of intelligence (the organization outlines the
problem, appoints an internal or external consultant to solve it), of planning (data analysis,
diagnosis, solution option), of action (the solution is implemented and evaluated and modified,
if necessary, successful solution models are transferred to other objects in the organization),
and of integration. (Emilova, Asenov, & Dilkov, 2019)

The opinion of the authors D. Donnelly, D. Gibson, D. lvancevic (Donnelly, Gibson, &
Ivanchevich, 1997, p. 407) is different from the one presented. They proposed a model for
managing organizational change and included five logically interrelated and sequential stages:
First stage: establishing the need for change;

Second stage: diagnosis of the problem;

Third stage: alternative methods of change, determination of restrictive conditions;

Fourth stage: strategy for change;

Fifth stage: application and evaluation.

In this model, change is seen as a continuous process. Organizational development is
considered to be a method of facilitating change and effecting changes in organizational
structure and processes, people, and technology.

The authors acknowledge the fact that the model does not imply a final solution. It
emphasizes the fact that managers work in a dynamic environment where the only sure thing is
change. (Emilova, Asenov, & Dilkov, 2019)

The Prosci model

YV V VYV
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Every change is aimed at improving the organization in some way — reducing costs,
increasing revenue, solving problems, using opportunities, optimizing information flow, and
much more. The Prosci change management model is a triangular system made up of three
important elements needed during change.

» Leadership/ Sponsorship: providing governance, strategy, and direction. This corner is
responsible for providing leadership and management to the project or initiative. This
includes: the project team, the change management team, managers, executives, and
employees.

» Project management: the left corner of the model focuses on the “technical™ side of a project
or initiative - designing and developing specific changes to processes, systems, tools,
organizational structures and job roles.

» Change management: is aimed at managing the human side of change. The tools, processes,
techniques and principles that make up this corner are aimed at helping affected employees
move from their current state to their future state. (Petrova, 2011)

Not taking a comprehensive approach to change management — personal, social,
organizational, professional — leads to problems in implementing beneficial change. John
Cotter and Dan Cohen (Kotter & Cohen, 2003) propose a broad-scale approach to change
management to enable personal and organizational success in the transition to change. They
associate successful change with the see-feel-change model. They point out that the path to
change triggered by feelings and experiences is a better approach. Their model for changing
organizational culture involves eight steps.

» Increasing the sense of urgency.

» Formation of a management team. Demonstrating enthusiasm and reducing frustration.

» Properly constructed vision. An intelligibly developed, dramatically compelling vision
ensures a reduction in anxiety and misinterpretations.

» Accepting through constant and clear communication. Maintaining constant
communication, formal and informal, helps reduce anxiety, accept anger, pessimism goes
away. Sharing the evoked new feelings paves the way for understanding them.

» Empowering action. Participating in problems and their solutions builds self-confidence
and restores optimistic attitudes.

» Creating short-term winning. They break through emotional defenses and suggest emotional
growth.

» Perseverance and patience. A process of adaptation and transformation.

» Sustainability to change. Behavioral change.

The planned change of organizations and companies can be implemented in different ways

and through the use of different strategies. (Kamenov, 2013)
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Given the growing digital transformation, change in technology is inevitable, i.e., for
organizations to remain competitive enough in the market, they are required to successfully
implement smart technologies, such as artificial intelligence, that complement human ingenuity
and drive higher organizational effectiveness. In this regard, the presented models for
implementing organizational change are relevant enough in terms of modern business practice
and its development, as they offer a set of comprehensive, systematic approaches that
predetermine the good preparation of the human factor, and this is in most cases the best approach
to overcome the challenges and accelerate the process of implementation of artificial intelligence
technology.

3. Challenges to introducing artificial intelligence technology

Artificial intelligence is emerging as the defining technology of our age. Mckinsey reports
that artificial intelligence is expected to add $13 trillion to the global economy by 2030, about
16% of the total global share. (Risks and challenges of artificial intelligence for business)

"Despite its name, there is nothing ‘artificial” about this technology,"” according to Fei-Fei
Li, a professor of computer science at Stanford in an opinion piece in the New York Times earlier
this year. "It is made by humans, intended to behave like humans and affects humans." And, we’d
add, artificial intelligence simply doesn’t work without humans. (Al and Change Management -
How to help a company embrace Al)

Artificial intelligence can help your organization streamline processes, enhance decision
making, and increase productivity, all while enabling your teams to focus more on strategic, high-
value activities. But these and other benefits may remain unrealized unless you support
implementation with the right approach to artificial intelligence change management and
adoption. (Change management for artificial intelligence adoption)

Artificial intelligence - powered products can and will continue to provide a significant
competitive business advantage for enterprises. Investing in artificial intelligence - powered
technology like virtual assistants, automated data processing tools, and even call transcription
software can put a company steps ahead of the competition.

For companies to fully realize the productivity and efficiency gains that artificial intelligence
promises, all users and stakeholders need to be on board with the changes. If leaders implement
effective organizational change management practices, they will see the benefits of artificial
intelligence throughout the entire enterprise with little resistance and great reward. (Al Success
Relies on Strong Organizational Change Management)
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In this context, human-machine interaction and their mutual cooperation is becoming
increasingly important, i.e., to manage change effectively, it is necessary to know challenges that
are a barrier to the use of artificial intelligence and its potential. Some of them are:

v/ Data availability: In most organizations, data is isolated, siloed, inconsistent and has poor
quality. Such data poses a significant challenge for businesses looking to derive value from
artificial intelligence.

v Lack of talent: Organizations seeking to harness the benefits of artificial intelligence can
face a shortage of internal and potential employees with the skills and experience needed to
fully realize the potential of artificial intelligence.

v Cost and implementation time: From both a time and economic perspective, the cost of
implementing an artificial intelligence solution is a key factor in deciding to undertake these
types of projects.

v Security and compliance: One of the biggest challenges for artificial intelligence in
businesses is the amount of data collected and ensuring data collected is secured.

v Organizational support: When deploying new technologies, organizational support plays an
important role in their successful deployment and implementation.

v Transparency: Understanding how artificial intelligence determines diagnosis and
prediction is paramount, especially in making business decisions.

v Job redundancy: Artificial intelligence helps reduce costs and pressure for businesses, and
can also make some tasks redundant. (7 Common Atrtificial Intelligence (Al) Challenges In
Businesses)

In support of what has been said so far, of interest is a survey by PMI that found that only
14% of business leaders say that change failures can be attributed to the company's inability to
cope with technology. The remaining 86% of failures are related to the following challenges:
(5 Change Management Models)
v'improperly defined objectives (17%);

v unfamiliar scope (17%);

v" lack of effective communication (20%);

v’ poor project management skills (32%). (see figure 1)
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Figure 1: Reasons Why Organizational Change

H inability to cope with
technology

B improperly defined
objectives

W lack of effective
communication

B unfamiliar scope

M poor project management
skills

Source: PMI

One of the biggest challenges to successfully implementing artificial intelligence in the
workplace is employee resistance and fear of change. (Al in the workplace: How to manage
change?)

In order to control the process of change and prevent resistance forces against change, the
root causes of resistance to change must be investigated. The following can be mentioned as
more important:

v narrow personal interests — usually some employees resist change for fear of losing
something they value. Individuals fear loss of power, income, freedom to make decisions,
friendships, and prestige. Company interests and the interests of colleagues remain in the
background.

v" misunderstanding and lack of trust — when people do not fully understand why a change
Is happening and why it is inevitable, they will resist.

v’ different assessments — people see change differently. Its objectives, the potential
consequences of its introduction and its impact on staff can be assessed differently. Those
who are the initiators of the change see more the positive results of it, while those affected
by the change see more the high cost of the change.

v low tolerance for change — people usually resist change because they fear that they will
not be able to achieve the necessary qualifications in the new situation. This will naturally
affect the assessment of their ability. Even often, individuals may well understand the need
for change, but they are not emotionally ready to adapt. (Kamenov, 2013)

126

info@icmbf.org www.icmbf.org




[l ICMBF

6th International Conference on Advanced Research in Adtisterdan, Nethetlands
MANAGEMENT, BUSINESS and FINANCE 23 - 25 June, 2023

From the above, it is clear that in order to successfully overcome the challenges regarding
the implementation of artificial intelligence, the manager and his managerial approach to action
becomes increasingly important, which must on the one hand create trust through the safe
implementation of artificial intelligence in the work environment and on the other hand help to
reduce resistance and fear of change among employees.

4,  The successful implementation of artificial intelligence and its
cooperation with humans — organizational aspects

Any artificial intelligence or digital transformation initiative will introduce change in the
workplace, and the success of the implementation depends on a solid change management
approach. Change management is a systematic approach to transforming an organization's
goals, processes or technologies. And this is another area where social intelligence is a critical
and essential discipline for today's leaders. Effective change management requires leaders who
can build relationships of trust that inspire and engage people and align their efforts to achieve
desired organizational outcomes. (Change Management Tips for Successful Al
Implementation)

According to a study by IBM Global Business Services, only 41% of change management
projects are successful. According to this same study, the main reasons for project failure are
so-called "soft" factors, such as employee attitudes to change, lack of support from senior
management, corporate culture, honest and timely communication, effective training programs,
etc. (Managing change in the organization)

On this basis, the manager and his role as a leader, unifier, which is widely advocated in the
model of organizational change of the researcher Prosci, becomes increasingly important.

Leadership as a phenomenon has long occupied scientific thought. And despite the efforts
of researchers, an exact definition of what leadership is cannot be given. This definition will
always bear the particularities of the purposes for which it is summoned. (Emilova, Leadership
- a driving force in management, 2017)

Practically speaking, it is the leader who must show understanding to the different points of
view regarding organizational change by building the necessary trust in the management,
through social intelligence, i.e., it must have a clear and coherent vision to help drive change in
the successful implementation of artificial intelligence technology.

Social leadership is a relatively new concept that refers to the emotional and empathic
leadership style of employers who focus on connection, collaboration and communication with
their employees. This type of leadership understands the importance of building strong team
relationships and creating a positive work environment. (What is social leadership and why is
it so important? )
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According to Warren Bennis and Burt Nannus (Kreiner, 1998) (Karabelova, 2001), leaders
possess essential abilities in the following areas:

Attention management — Leaders know how to engage the attention of everyone they work
with. They know how to convince others that they can achieve their goals and realize their
dreams. In this sense, the leader is a visionary

Ability to communicate — This can be accomplished both through the power of words and
through personal example

Trust management — Understood as consistency of goals and in their relationships with
colleagues and other people.

Self-Management — Leaders know their strengths and weaknesses. The ability to know
yourself is defined as "emotional wisdom". A leader does not need the approval of others
because they believe they are doing what is good for others. They don't judge people, they work
to change them.

From what has been said so far, it seems that effective managerial skill and leadership is a
factor on which the success of organizational change depends, but in order to achieve the
greatest effectiveness in the long term, the factors affecting the personality and its preliminary
preparation for change must be considered.

In this regard, the approach to changing organizational culture proposed in Kotter and
Cohen's model, where emphasis is placed on the path to change triggered by feelings and
experiences, is becoming increasingly important.

From this it follows that more and more essential importance should be given to the so-called
"soft" management factors. In the "soft" version of Human resource management (HRM),
people are seen as a source of competitive advantage based on their commitment and high
quality (of skills, performance, etc.). The soft approach to Human resource (HR) management
emphasizes the need to win commitment (the hearts and souls) of people, through inclusion,
communications and high trust, relying on the key role of organizational culture. (Atanasova,
2015)

The transition to artificial intelligence is a major change for organizations, and change
management plays a critical role in ensuring that the transition is successful. By understanding
the impact of artificial intelligence on the workforce, developing a change management plan,
engaging stakeholders, implementing change, and improving the process, organizations can
ensure that the transition to artificial intelligence is effective and efficient. (Al and Change
Management: Navigating the Future of Work)

The overall goal is to create a new relationship between humans and machines, in which
humans and artificial intelligence systems work together productively and highlight their
respective strengths. (Modules for Change Management when introducing Al Systems in
Companies)
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On this basis, we can note some management approaches that condition not only the
organizational but also the personal transition on the way to change management and its
success. (see fig. 2)

Figure 2: Change management in the implementation of artificial intelligence technology

Security
Management

Investments in
Awareness of

training

the need for
programs for — change among
employees

better job
performance

Emotional
support and
increase in
motivation

Good
communication
and feedback

Source: Author's

¢+ Awareness of the need for change among employees.
Creating an appropriate climate of trust and greater transparency about the impact of
artificial intelligence on the work process and the possible benefits of its implementation.

¢+ Security Management.
Ability to participate in change planning and presentation of expectations from the change
process, i.e., here it is necessary to engage the personal goals of the staff with the goals of the

organization.
+ Emotional support and increase in motivation.
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Creating favorable conditions based on mentoring that significantly eases daily
organizational activities and increases productivity among employees.
% Good communication and feedback.

Adequate, timely and effective communication at every organizational level helps the
adaptation of the staff to the new activities they will implement, creating the feeling among the
staff that they are a key condition in this entire process of change.
< Investments in training programs for better job performance.

Effective training and development implements solutions related to the rational application
of artificial intelligence, which most often conditions confidence among human potential in
terms of their qualities and skills.

Undoubtedly, the role of leadership based on the above-mentioned approaches contributes
to the successful integration of artificial intelligence and its unconditional acceptance by human
potential, i.e., on the basis of the indicated management approaches, a favorable joint interaction
between the potential of man and that of artificial intelligence is formed, which in most cases
enables the technological change in the implementation and maintenance of artificial
intelligence technology and its effectiveness in the activity of modern organizations.

5. Methods

In the current report, the methodological toolkit is aimed at combining research approaches
such as descriptive, targeted, structural, etc. approaches on the basis of which the study itself is
developed. In this context, when setting research questions, combinations of general methods
are also used, such as analysis and synthesis of information, content analysis, logical method,
abstraction and concretization, induction, deduction, graphical and tabular presentation of
information, etc. By using the research methods of induction and deduction, the necessary
knowledge about change and its dynamics in relation to the subject and the object of research
is obtained. And through the method of generalization, the realization of a number of solutions
predetermining the successful integration of artificial intelligence is reached.

6. Results

Every organization, in order to successfully develop its economic activity, must necessarily
change and accept change as a condition for higher competitiveness.

The carried out definitional analysis of the concept of "change", the considered
organizational models for implementing change make it possible to predetermine the better
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management approach when implementing organizational change and improving the
development of the organization.

Undoubtedly, the role of technology — artificial intelligence is decisive for the improvement
and automation of a number of activities in an organizational aspect, which enables the strategic
value of the business and its future sustainability. The more important challenges that could
stand in the way of realizing organizational change and successfully implementing artificial
intelligence are presented.

In keeping with the change, concrete practices are established from a managerial point of
view, which contribute to overcoming the challenges and their timely management,
guaranteeing the personal and organizational transition to artificial intelligence.

7. Conclusion

It is noteworthy that in the scientific literature on management, change management and
artificial intelligence are still analyzed under a different nature. The systematization and
generalization of real developments and their approbation in practice will predetermine
enrichment both in the scientific literature and in solving practical problems in the
organizational-management aspect. In modern management, the management of change and
transition for the successful implementation of artificial intelligence is of particular topical
importance.

From the above, we can summarize the following.

Theoretical aspects and actual models verified in practice for implementing organizational
change are presented.

Key challenges to the implementation of artificial intelligence technology in an
organizational aspect are analyzed, focusing on the role of leadership and specific management
approaches, with the help of which the process of organizational change and the successful
transition to artificial intelligence is realized.
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