
CFR Early Insight #41
AI in Retail Organizations

Center for Retailing (CFR) at the Stockholm School of Economics has a mission to 
provide high-level academic education and to conduct world-class research on 

retailing in close collaboration with the Swedish retail industry. CFR Early Insight 
is a breakfast seminar series through which CFR faculty members share insights 
from ongoing research projects. The series provides a platform for employees at 

our partner companies to meet and discuss current challenges in retailing.



November 16, 2022



November 30, 2022



Conclusions, November 16, 2022

1. In the short run, AI will provide evolutionary 
benefits; in the long run, it is likely to be 
revolutionary. Currently supply-side applications 
of AI are likely to be most impactful in retail, but 
over time AI will likely transform business 
models, organizations and markets. 

2. Successful implementation of AI requires 
accurate data management processes, the ability 
to ask the right questions, as well as an 
understanding of how managerial decision 
making will change with the implementation of 
AI. 

3. Academic retail research has focused mostly on 
demand-side rather than supply-side 
applications and digital rather than physical 
implementation. Thus, there is still much to be 
learned about the impact of AI in retailing. 



2022

In the short run, AI will provide evolutionary benefits; in the 
long run, it is likely to be revolutionary. Currently supply-
side applications of AI are likely to be most impactful in 
retail, but over time AI will likely transform business 
models, organizations and markets. 







Algorithmic Management
workers and employees interacting with AI 
executing managerial control functions

Adapted from Hillebrand et al (2025)



Human-AI collaboration (HAIC)
managers and knowledge workers collaborating 
with AI on decision-making

Adapted from Hillebrand et al (2025)



Review of 270 research articles published between 2018 and 2024 in leading journals: entrepreneurship, general 
management, human resource management, information systems, innovation, international business, marketing, 
organizational psychology, organizational studies, public sector management, social sciences, and strategy, focusing 
on:

• Contemporary AI, meaning AI solutions with the ability to learn and act autonomously 

• Managerial tasks, meaning planning, organizing, leading, controlling, and deciding issues that impact 
organizational goal attainment significantly



How managing with AI will transform organizations

Hillebrand et al (2025)



IMD AI Maturity Ranking 2025Top 300 companies listed in the 2024 Forbes 2000 list

IMD AI Maturity Ranking 2025
Top 300 companies listed in the 
2024 Forbes 2000 list

#5 Amazon
#11 Alibaba Group

https://www.imd.org/artificial-intelligence-maturity-index/results-2025/


2026

In the short run, AI will provide evolutionary benefits; in the 
long run, it is likely to be revolutionary. 

We are now seeing initial signs of AI transforming business 
models, organizations and markets, but also that retail is 
lagging.



2022

Successful implementation of AI requires accurate data 
management processes, the ability to ask the right 
questions, as well as an understanding of how managerial 
decision making will change with the implementation of AI. 



Retail seems to be lagging

• In Europe, 12% of retail companies have 
implemented AI agents vs. 55% in tech

• AI is seen as part of IT sourcing

• Legacy systems and standalone applications make 
infrastructures unsuitable for AI

• Not asking the right questions:

Where can we use AI vs. What are our needs and 
challenges?



Pitfalls for AI in retailing

• Not looking “beyond the hype”

• Over-confidence and over-reliance on analytics

• Putting customer trust on the line 

• Not every problem requires or benefits from AI 

• Not investing enough in capabilities related to AI

(i) people, 

(ii) systems,

(iii) processes, and 

(iv) organization

Adapted from Dekimpe (2020)



By early 2024, Klarna had launched an OpenAI-powered customer service chatbot that the 
company said can do the work equivalent to 800 full-time agents.

…
“As cost unfortunately seems to have been a too predominant evaluation factor when 
organizing this, what you end up having is lower quality,” Siemiatkowski told Bloomberg in 

May. “Really investing in the quality of the human support is the way of the future for us.”

https://www.bloomberg.com/news/articles/2025-05-08/klarna-turns-from-ai-to-real-person-customer-service?srnd=ai-startups-investing


Bringing employees along

De Nieve et al (2026)



Source: Fortune

https://fortune.com/2024/05/20/satya-nadella-microsoft-culture-growth-mindset-learn-it-alls-know-it-alls/
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Paradoxes in learning with AI

• Paradox of Expertise 

• AI’s helpfulness for lower-level thinking skills might weaken higher-level thinking

• Paradox of Innovation 

• AI’s helpfulness for lower-level tasks might also discourage higher-level creative thinking

• Paradox of Equity 

• AI disproportionately gains experts and hampers novices

• Productive struggle – where the magic happens

Valcea, Hamdani, and Wang (2024)



Source: MIT Sloan

https://mitsloan.mit.edu/ideas-made-to-matter/working-definitions/what-is-jagged-ai-frontier
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Working with AI, some individual level findings

• People with lower AI literacy are generally more receptive to AI (Tully et al 2026),

• High literacy might not compensate for low domain literacy  - again paradoxes of learning!

• People evaluate their own contributions to co-produced outputs higher than those of others (Celiktutan et al 
2024)

• Risks of “cognitive offloading”, but with consequences on others (Niederhoffer et al. 2025; 2026)

• When considering AI as a tool, people base their acceptance on its practical utility, similar to how they evaluate 
other technological tools designed to assist in performing tasks and achieving objectives (e.g., cost-benefit 
analysis) (Li et al 2026)

• When considering AI as an agent, people assess its acceptability based on its ability to think, plan, and act, much 
like how they would evaluate human agents (e.g., complex assessment of trust, control, and ethical implications (Li 
et al 2026)

-> Intentionality when it comes to both augmentation and automation



Paradox of AI Use and Productivity: Workslop

AI generated work content that masquerades as good work but lacks the substance to 
meaningfully advance a given task 

-> Wasted time & Negative emotions

Potential Cures:

• Culture: rather than mandating AI use in general, focus on building a sense of trust. Foster everyday practices of 
collaboration like giving feedback, asking questions, and making space for dialogue. 

• Practice: create agency with AI by building clear expectations and norms for when and how to use it. Create 
review processes that reinforce, not offload, human judgment.

• Accountability: Organizations need fluency in both technology and relationships. Potentially a new role for AI 
collaboration architects that can locate friction, tailor AI integrations to employee motivations and workflows and 
connect AI strategies to specific outcomes.

Niederhoffer et al (2026)



2026

Successful implementation of AI requires a learning 
organization with both AI and domain literacy.  

AI implementation/ transformation should start in needs 
and challenges as promoting AI use without intention can 
lower productivity and trust within the organization.



2022

Academic retail research has focused mostly on demand-
side rather than supply-side applications and digital rather 
than physical implementation. Thus, there is still much to be 
learned about the impact of AI in retailing. 



AI in Journal of Retailing 

January 2023 – April 2026

21 articles of which 10 articles with Artificial 
Intelligence part of the contribution (48%)

• Supply-side contributions focus on demand 
forecasting and in-store applications, but only one 
with AI as core part of the contribution (20%)

• Combined contributions focus on in-store 
applications, both with AI as core part of the 
contribution and both conceptual (100%)

Focus of Articles

Demand Supply Combined Method



AI in Physical Implementation  



Ongoing at CFR: Role Transformations at the Organizational Frontline

• Broadening the scope of a role beyond the initial job description or 
performing existing tasks in a new way. 

• E.g., taking on more responsibilities and diversifying one's tasks within the 
organization 

ROLE EXPANSION

• Extending the reach or application of a particular role into new areas or 
domains. 

• E.g., taking on/creating new tasks that were previously not required for the 
role

ROLE EXTENSION

• Diminishing the scope of a role from the initial job description or removing 
existing task

• E.g., automation replacing tasks that were previously required for the roleROLE DIMINUTION

Walker, Pemer, and Rosengren, in review



Ongoing at CFR: AI in retail purchasing processes

• Qualitative study, currently 24 interviews (more ongoing)

• AI adoption in retail purchasing is uneven but accelerating, with clear clustering around five key areas:

 

(1) demand forecasting and assortment planning, 

(2) automated purchasing and replenishment, 

(3) supplier selection and negotiation, 

(4) contract and operational procurement management, and 

(5) source-to-pay automation. 



Ongoing at CFR: Data analytics and the finance function 
– An exploration in the retail sector

• How organizations navigate the transition towards analytics-driven planning, forecasting, reporting, and 
performance management focusing on the finance function

• Focus not on technology per se, but professional roles and collaborations within organizations

• Longitudinal case-study of implementation of new AI solution over 18 months

• Cross-sectional interview study across Nordic retail organizations 



Other ongoing CFR Research Projects

Demand side

• AI and consumer privacy (Aleksandra Mikhailova)

• AI for managing customer experience (Lily Gao, Alexander Mafael)

Combined/Other

• AI in higher education (Lily Gao, Wiley Wakeman, Christopher Rosenqvist)

• Infrastructures for AI product visibility (Alexander Mafael)



2026

Academic retail research focuses mostly on demand-side 
rather than supply-side applications. 

Supply-side contributions tend to focus on implementation 
in physical stores. There is still much to be learned about the 
impact of AI in retailing organizations.



Conclusions, May 6, 2026

1. In the short run, AI will provide evolutionary 
benefits; in the long run, it is likely to be 
revolutionary.  We are now seeing initial signs of 
AI transforming business models, organizations 
and markets, but also that retail is lagging.

2. Successful implementation of AI requires a 
learning organization with both AI and domain 
literacy. AI implementation/ transformation 
should start in needs and challenges as 
promoting AI use without intention can lower 
productivity and trust within the organization. 

3. Academic retail research focuses mostly on 
demand-side rather than supply-side 
applications. Supply-side contributions tend to 
focus on implementation in physical stores. 
There is still much to be learned about the 
impact of AI in retailing organizations.



Next CFR Early Insights 
September 30 Circular Packaging
November 18 TBD

Thoughts, comments, ideas: karl.strelis@hhs.se
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