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Employees may feel that their contributions will be devalued or over-
looked in favor of AI9s efociency and data-driven perspectives.

Overconodence in AI Systems: On the other hand, some individuals, 
particularly in tech-forward organizations, may place too much trust 
in AI9s capabilities, viewing it as the solution to all problems. This over-
reliance on AI can create resistance to human input, especially when AI 
perspectives are positioned as inherently superior to human judgment. 
In such cases, decision-makers may dismiss the human context, intuition, 
and creativity necessary for nuanced decision-making.

Cultural Bias Toward Traditional Leadership: Many organizations have 
deeply ingrained leadership cultures that favor traditional human-driven 
decision-making models. These organizations may resist AI because it 
challenges long-held beliefs about leadership, expertise, and authority. 
The introduction of AI can be seen as undermining the roles and respon-

sibilities of leaders who have relied on human-centered decision-making 
throughout their careers.

Lack of Understanding of AI Capabilities: Resistance often arises from 
a lack of understanding about what AI can and cannot do. Employees 
may view AI systems as <black boxes,= where the decision-making process 
is unclear, leading to distrust when AI recommendations connict with 
human perspectives. This concern is compounded by the rapidly evolving 
nature of AI technology. As AI systems continuously improve, their capa-

bilities and limitations shift, making it difocult for teams to stay informed. 
Therefore, fostering AI literacy within organizations is critical. Leaders 
must communicate that AI is not static; it evolves, and so too must the 
understanding of how to integrate it into decision-making processes. 
Without this, resistance will persist as employees grapple with the uncer-
tainty and dynamic nature of AI.

Strategies for Overcoming Resistance

Successfully implementing the Both/And approach requires leaders to 
employ targeted strategies that address these sources of resistance. By 
fostering a culture of collaboration, education, and transparency, leaders 
can help their organizations embrace the potential of AI while retaining 
the strengths of human expertise.

Fostering a Culture of Trust and Collaboration

The orst step in overcoming resistance is to foster a culture of trust between 
human teams and AI systems. This step involves framing AI not as a com-

petitor but as a collaborative partner that enhances human decision-making 
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rather than replacing it. Leaders must communicate that AI is a tool 
designed to augment human capabilities, and its role is to provide addi-
tional perspectives, not to render human contributions irrelevant.

Creating opportunities for human3AI collaboration can be instrumental 
in building this trust. Leaders should encourage cross-functional teams 
to work alongside AI systems in real-world decision-making scenarios. 
As human employees see how AI complements their expertise, they will 
become more open to its use. This also allows leaders to showcase how 
the Both/And approach leads to more well-rounded and effective deci-
sions, combining the strengths of both human and AI expertise.

Offering Targeted Education and Development

Education and development are critical for reducing resistance, par-
ticularly when misunderstandings about AI9s capabilities or the value of 
human expertise arise. Leaders must intentionally focus on fostering both 
AI literacy and the development of human capabilities. This dual attention 
ensures employees understand the role of AI while also appreciating the 
unique strengths and limitations humans bring to the collaboration.

AI-focused training should be tailored to meet the needs of different roles 
across the organization. For nontechnical employees, programs can pro-

vide an overview of AI9s applications in decision-making and operations, 
addressing its beneots, limitations, and ethical implications. For technical 
teams, training should dive deeper into algorithms, data sources, and inte-

gration processes, equipping them to deploy AI responsibly and effectively.

Equally, leaders must prioritize understanding the development of human 
expertise. Providing opportunities for employees to develop these capa-

bilities and ensuring inclusive environments where all voices can be 
heard empowers teams to fully contribute. This intentional focus on both 
AI literacy and human development builds a workforce that is conodent, 
innovative, and ready to excel in an AI-empowered organization.

Demonstrating Quick Wins and Success Stories

One of the most effective ways to overcome resistance is to demonstrate 
the tangible beneots of the Both/And approach. Leaders should focus on 
delivering <quick wins= where AI-human collaboration has led to success-

ful outcomes. By sharing these success stories4whether through internal 
case studies or external examples4leaders can provide concrete evi-
dence that the Both/And approach leads to better results than either AI or 
human expertise alone.
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For instance, if a leadership team successfully uses AI to optimize 
resource allocation while human experts provide context around cus-

tomer needs, the organization can highlight this success as an example 
of the approach9s efocacy. Leaders should emphasize how AI9s data-
driven perspectives enhanced human judgment, leading to improved 
decision-making.

Addressing the Fear of Job Displacement

To alleviate the fear of job displacement, leaders must emphasize that 
the Both/And approach is not about eliminating human roles but about 
transforming them. AI can take over repetitive, data-heavy tasks, freeing 
up human employees to focus on higher-level, strategic work that requires 
creativity, critical thinking, and empathy. Leaders should communicate 
how AI integration can enhance the value of human contributions rather 
than diminish them.

In addition, organizations should provide opportunities for reskilling and 
upskilling, helping employees transition into roles that take full advantage 
of the human3AI collaboration. By investing in employee development, 
leaders send a clear message that human expertise remains indispensable 
and that AI is simply a tool for amplifying human potential. As aptly put 
in a recent article titled <AI Won9t Replace Humans4But Humans with AI 
Will Replace Humans Without AI.=32

Establishing Ethical Guidelines and Oversight

Resistance can also be driven by concerns about the ethical implications 
of AI-driven decisions. Employees and stakeholders may worry that AI sys-

tems will perpetuate biases, make unethical choices, or operate without 
transparency. Leaders can address these concerns by establishing clear 
ethical guidelines for AI usage, ensuring that AI systems are held account-
able to the same standards of fairness, equity, and transparency as human 
decision-makers.

Ethical oversight committees can be established to review AI outputs 
and ensure they align with the organization9s ethical values. By integrat-
ing ethical intelligence into the Both/And approach, leaders can create a 
culture where AI is viewed not as a threat but as a responsible partner in 
achieving organizational goals.

32 www.hbr.org/2023/08/ai-wont-replace-humans-but-humans-with-ai-will- 
replace-humans-without-ai
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60 AI-Powered Leadership

Visualization of the Both/And Approach Using Six Steps

As we conclude our exploration of the Both/And approach, let9s distill 
the key principles into a practical, actionable visualization. The follow-

ing six-step process (Figure 1.6) encapsulates the essence of integrating 
human expertise with AI capabilities, providing leaders with a road map 
for navigating the complexities of decision-making in the AI era. You may 
want to tailor it to ot your organizational needs:
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FIGURE 1.6 A visualization of the Both/And approach

1. Deone the Problem: Begin by clearly articulating the challenge at 
hand, leveraging both human insight and AI-driven data analysis to 
frame the issue comprehensively. This step might include training your 
AI tools appropriately, vetting the data to be used for the analysis to 
ensure that any bias is mitigated or removed.

2. Generate Perspectives: Gather inputs from both AI systems and 
human experts, ensuring a rich tapestry of data-driven analytics and 
experiential knowledge. This step requires a dialogue between AI and 
experts to focus AI analytical strengths through ethical intelligence.
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3. Collaborative Discussion: Facilitate a dialogue between cross-func-

tional teams, including AI specialists and domain experts, to interpret 
and contextualize the perspectives generated.

4. Scenario Testing: Use AI simulations alongside human-crafted sce-

narios to test potential solutions, embracing both computational power 
and creative problem-solving. The results from this step again require a 
dialogue between AI and human experts. 

5. Make the Decision: Integrate AI recommendations with human judg-

ment to reach a balanced decision that leverages the strengths of both.

6. Monitor and Improve: Establish ongoing feedback loops that combine 
AI-driven metrics with human observations to continuously reone and 
adapt the approach.

CASE STUDY

Tesla’s Model 3 Production Challenge

To illustrate the practical application of this framework, let9s revisit Tesla9s 
experience with the Model 3 production ramp-up, viewing it through the 
lens of our six-step Both/And approach.

1. Deone the Problem: Tesla9s leadership, including Elon Musk, identioed 
the challenge of scaling Model 3 production to meet unprecedented 
demand. The problem deonition combined AI-driven market analysis 
with human strategic vision, highlighting the need for rapid, efocient 
production scaling.

2. Generate Perspectives: AI systems provided data on optimal produc-

tion line conogurations and robotic efociencies. Simultaneously, human 
engineers and factory workers contributed perspectives on practical 
limitations and unforeseen complications in the automated systems.

3. Collaborative Discussion: Cross-functional teams of engineers, AI 
specialists, and production managers convened to interpret the mixed 
inputs. They debated the merits of full automation versus a hybrid 
approach, weighing AI efociency against human adaptability.

4. Scenario Testing: Tesla conducted simulations of various production 
line conogurations, using AI to model outcomes while incorporating 
human-designed scenarios that accounted for real-world variables 
often overlooked by pure data models.

5. Make the Decision: Informed by both AI projections and human 
expertise, Tesla9s leadership decided to reintroduce human workers 
into key areas of the production line, creating a balanced system that 
leveraged both robotic precision and human problem-solving skills.
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6. Monitor and Improve: Tesla established a continuous feedback loop, 
using AI to track production metrics while relying on human observa-

tions to identify areas for improvement. This ongoing process allowed 
for real-time adjustments, optimizing the balance between automation 
and human intervention.

By applying the Both/And approach, Tesla was able to overcome its initial 
over-reliance on automation and create a more resilient, nexible produc-

tion system. This case demonstrates how the integration of AI capabilities 
with human expertise can lead to more robust solutions, even in the face 
of complex challenges.

The Both/And approach framework provides a structured yet nexible way 
for leaders to harness the collective power of human and artiocial intel-
ligence. As organizations continue to navigate the evolving landscape of 
AI integration, this approach offers a beacon for balanced, ethical, and 
effective leadership in the digital age.

Conclusion

How do we build a future-proof leadership model with the Both/And 
approach? As we come to the culmination of our exploration of the Both/
And approach, it is crucial to consider the long-term impact this leader-
ship model will have on organizations and leaders in an AI-driven world. 
The Both/And approach doesn9t just solve immediate challenges; it lays 
the foundation for a leadership model that is adaptable, resilient, and 
future proof. By integrating human and AI expertise, organizations can 
harness the best of both worlds and navigate an increasingly complex 
business landscape.
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