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Abstract

Introducing artificial intelligence (Al) technologies, especially Generative Al (GenAl) in projects may
significantly influence the trust among project team members. Even though the GenAl tools usage usually
increase the trust; by facilitating information sharing and coordination, it may also generate trust-related
challenges during the project execution. The authors conducted a case study in an Irish company from the
energy sector to identify the main factors of trust-related issues in projects and to study how the responsible
usage of GenAl may contribute to building trust inside the project teams. Strategic orientation, an internal
policy development on GenAl usage and undertaking building trust actions, mainly associated to project
management have been identified as the main characteristics of the GenAl responsible usage.

Keywords: generative artificial intelligence, building trust, case study, competences, strategy and internal
policy, project management

Introduction

During the last years, the usage of Artificial Intelligence (Al) technologies in different business sectors has
increased with an unprecedent speed and assured relevant positive economic outcomes. The industries with
high Al adoption rates had five times faster labor productivity growth than the industries with a reduce Al
adoption (PwC, 2024a). More than 80% of the interviewed CEOs from companies starting adopting Al
(PwC, 2024b) consider that the productivity increase doesn’t mean only to do the work faster, but also
better, in an innovative manner, assuring high added value to customers. But the usage of Al and especially
Generative Al (GenAl) tools was also accompanied with numerous negative comments, in relation to the
security, privacy, non-discriminatory, intellectual property and ethics principles that were not entirely
fulfilled (Bodea & Vintila, 2023). IT tools adoption was never accompanied by so many controversies as
GenAl. These negative reactions affected not only the trust in Al technologies and how the Al tools were
adopted and used, but also the trust among the work participants.

Introducing Al in projects may significantly influence the trust among project team members and project
team dynamics. Trust, the cornerstone of effective communication, collaboration, and the development of
transactive memory systems is crucial for enhancing team performance (De Leoz & Khazanchi, 2015).
While technology can improve these aspects by facilitating better information sharing and coordination, it
may also determine challenges, such as: increased complexity and potential over-reliance on technological
tools, leading to decreased interpersonal interactions and trust issues among team members (Yang et al,
2021). Beside trust among the project team members, there is the trust that team members have in Al
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technologies (Alhaji et al, 2020). This latest form of trust influences how people are using Al tools (Siau &
Wang, 2018).

The trust has its own dynamics, mainly expressed by the concept of building trust, that is a gradually
development (increase) of trust and by the concept of trust erosion, that means the trust decrease. Trust
dynamics is a result of several factors, some of them being technology-related (reliability, safety, data
security and privacy, results interpretability, etc.) and others are human-related, such as: value alignment,
preferences, perceptions etc. (Alhaji et al, 2020; Siau & Wang, 2018). The responsible GenAl usage
represents a means to build trust in projects.

Responsible GenAl usage refers to how GenAl tools may be used in an ethical, legal, and trustworthy
manner. The main result of a responsible usage of GenAl is the increase transparency and trust. Several
principles were defined for achieving responsible usage of GenAl (Spisak et al, 2023), such as: assuring
reliability and safety, privacy and security, inclusiveness, accountability, and fairness. In relation to the
responsible Al usage with Microsoft Copilot, more recommendations were defined (Microsoft, 2024), for
example: technology understanding, learning about Al and how to test and review the GenAl
responses/results, the resource usage, especially data repositories, and the users’ engagement in following
the Microsoft’s privacy policies.

The objective of the research conducted by the authors is to investigate how trust may be built within project
teams, with the aim of providing insights for guiding the effective integration of GenAl tools in the project
environments. The research is not about explaining the trust on GenAl tools, but the trust on how project
members are using these tools and understanding how this tools’ use behavior impact the project team
performance. Even if the social and technical aspects are interrelated in the socio-technical systems (Cherns,
1987), due to the intensive adoption of IT and other technologies for performing the project work, this
research is focused on the social dimension and not on the technical one.

The authors conducted a case study in an Irish company from the energy sector to identify the main factors
of trust-related issues in projects and to study how the responsible usage of GenAl contribute to building
trust in project teams. Strategic orientation, internal policy development on the GenAl usage and
undertaking building trust actions, especially on the project management were identified as main
characteristics of the GenAl responsible usage. Considering that the trust not just a factor, but a critical
pillar of projects’ success, the research has not only a theoretical contribution, but also a practical impact
in the project management domain.

The paper is structured as follows: after the introduction, the main findings from the literature review on
trust are presented, together with the identified research gap and research questions. In the next section, the
methodological approach is introduced and justified. In the Results and discussion section, comments are
included about the research contributions to theory and practice. The paper ends with the Conclusion
section, presenting the next steps for further studying the topic of trust in projects with GenAl tools usage.

Literature review

Trust is one of the pillars of project success. For this reason, trust has been extensively studied in the project
management domain, to understand how it appears and increase or decrease in different contexts, including
IT tools adoption and usage in projects (Serva et al, 2005). By extensive IT tools usage in projects, including
Al/GenAl tools, the study of trust become multidisciplinary, including the social characteristics, but also
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the technical ones. It is important to differentiate the concept of trust in GenAl tools’ performance and the
trust in the adequate usage of tools in projects.

GenAl refers to artificial intelligence systems that can create new content, such as images, text, or music,
based on patterns and data they have been trained on. These systems, like generative adversarial networks
(GANSs), operate by learning the underlying structure of the data they are exposed to and then generating
new content that fits that structure (Huang & Le, 2021). GenAl, mainly through generative adversarial
networks (GANS), has shown significant potential in project management. By leveraging Al models capable
of creating new content based on existing patterns and data, project managers may benefit from the
enhanced decision-making processes, predictive analytics, and optimised resource allocation Huang & Le
(2021). In project scheduling, Al-based approaches have been identified as valuable tools for solving
complex scheduling problems and optimising project timelines (Noronha & Sarma, 1991). Additionally,
Al models have been successfully applied in predicting the risk delays in construction projects, showcasing
their ability to handle dynamic and uncertain tasks inherent in project management (Yaseen et al., 2020).

Trust on Al/GenAl can be explained by shared moral values, reasoning, and emotions (Yokoi & Nakayachi,
2020). The interaction between individuals and Al, including developers and end-users, significantly shapes
trust levels (Dorton & Harper, 2022). Nevertheless, challenges exist in establishing trust in artificial
intelligence systems, as they present unique obstacles compared to traditional systems (Stanton & Jensen,
2021). Stakeholder trust is vital for the societal acceptance of Al; however, the literature on Trust in Al
needs to be more cohesive, making it difficult to effectively inform policy and practice (Lockey et al.,
2021). Trustworthy Al is considered fundamental for societal and economic progress, underscoring the
importance of establishing Trust in Al development, deployment, and utilisation (Thiebes et al., 2020).

In the context of this paper, the social perspective of trust is very important, considering that the research
conducted by the author investigates how to build trust among human team members, when GenAl tools
are used. Building trust among project team members is crucial for fostering collaboration and achieving
project success. Several effective techniques have been identified in the literature. Firstly, it is suggested
that team members should engage in team-building activities, including travelling to remote sites, to
establish lasting Trust (Olson & Olson, 2000). Traditional team-building exercises, the development of
team skills, and a focus on specialised capabilities such as trust-building are essential for creating a positive
team climate (Lee et al, 2010). Advanced technologies can also enhance trust among team members,
particularly in contexts where trust is vital (Kipkosgei et al, 2020).

Relationships between trust and project management competences has been extensively presented in the
literature. Project management competences are considered as being critical for project success and the
project management competence development and retention become essential for organizations (Ekrot et.
al, 2016). One of the most important competences for building trust is personal communication, fostering
collaboration, inspiring action, setting expectations, and achieving organizational goals (Koester & Lusting,
2012). Transparent and open communication cultivates trust between leaders and their teams. When leaders
communicate openly and honestly, employees feel valued and respected. Trust allows for increased
engagement, loyalty, and a sense of psychological safety, enabling individuals to express their ideas and
concerns freely (Hartman, 2002; Tyagi et al, 2022). Effective communication builds trust inside project
teams being in sharing knowledge, leading to better project performance (Jarvenpad & Leidner, 1999; Haq
et al., 2022). Transformational leadership, characterised by consistently honouring agreements, can also
build trust among team members (Gillespie & Mann, 2004). Cultural adaptation and quality communication
are also highlighted as factors that can help establish interpersonal trust among virtual team members
(Chang et al., 2012).
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Application of Al technologies may introduce complexities concerning responsibility, algorithm bias, data
privacy, and the absence of adequate regulations (Bhavani & Thuraisingam, 2022). For managing project
environment complexity, cognitive skills are required, such as: conceptual thinking, analytical thinking,
and creativity (ICB4, 2023). The success of projects relies also on translating ethical principles into
actionable project deliverables, that is also based on morale values but also cognitive skills (Miller, 2022).

Al, especially GenAl tools usage may reduce the trust level among the work participants (Yang et al, 2021;
Lockey et al., 2021). The responsible usage of GenAl concept was introduced to guide the ethical and legal
GenAl usage in organizations. According to Wade & Yokoi (2024), the following actions should be
implemented for achieving the responsible usage of GenAl: the translation of high-level principles into
practical guidance, by keep cohesion of the teams and facilitating open dialogs), integrating ethical
considerations not only in the usage stage, but also into GenAl tool design and development processes,
GenAl solution calibration to specific conditions and learning promotion in the organization.

By reviewing the literature on building trust inside the environments where GenAl tools are adopted and
applied, the limited study of this topic in the project management context was identified as research gap.
The authors decided to fill out by investigating how trust may be negatively affected by GenAl usage and
how trust may be built within project teams, by following the principles of responsible usage of GenAl.

The associated research questions to this research objective are the following:

RQ1: How the GenAl tools usage in project management generates trust issues in project teams?
RQ2: Which are the main perceptions that affect the trust among in project team members when GenAl
is used?

RQ3: What strategies and actions are more effective for assuring a responsible GenAl tools usage in
project management?

To answer to these questions, the authors adopted the case study as the research methodological approach
The methodology details are presented in the next section.

Research methodology

To answer to the research questions associated to the research objective, an exploratory case study was
designed and conducted. According to Yin (2018), case studies are ideal for investigating contemporary
phenomena within their real-life context, especially when the boundaries between phenomenon and context
are not clear. This method allows for an in-depth, multi-faceted exploration of complex issues, making it
suitable for our research on trust dynamics influenced by GenAl usage inside the project teams. By using
an exploratory case study, we can capture diverse perspectives and provide a comprehensive understanding
of the impacts, supported by qualitative data from project managers and team members.

The context of the research is assured by an energy company, one of the leading Liquefied Natural Gas
(LNG) distributors in Ireland. The company has 160 employees, who are working mainly in projects. Most
projects are internal ones, for business improvement and IT infrastructure development. This organisation,
with its diverse software solutions utilising GenAl, provides an ideal environment for addressing the
research objective. There is no internal policy yet regarding the usage of GenAl tools, but the need to define
and adopt regulations in this regard is being discussed.
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Data was collected via an open-ended questionnaire distributed to project managers and project team
members of the company. Table 1 presents the list of questions included in the questionnaire, and the
relationships of questions with the research questions.

Table 1: Questions list (without questions related to socio-demog

Question Relation with
RQs

Q1 | What is the extent of GenAl tools usage in the organisation, as you perceive, or Contextual
you are informed?

Q2 | Does GenAl tools usage erode the trust inside project teams? If yes, how? RQ1

Q3 | How the GenAl tools’ usage may affects the level of competencies and how it RQ1
impacts the trust inside the team?

Q4 | Does the Gen Al tools’ usage create negative perceptions on the quality of the RQ2
work in projects? If yes, how?

Q5 | Inwhat extent do you want to be informed that a specific deliverable/process RQ2

was created/performed using GenAl tools? Might this information change your
perception about the quality/reliability of that deliverable/process?

Q6 | How do you feel when the project team members are using GenAl tools? Do you RQ2
consider that the quality of their work might be affected?
Q7 | How your project manager’s confidence in your deliverables is changing RQ2

because you are using GenAl? (If you are the project manager, please answer
this in relation to the person you are reporting)

Q8 | What proactive strategies for preventing trust erosion/reduction inside project RQ3
teams do you recommend?

Q9 | Should the organisation have an official policy on using GenAl tools, and what RQ3
would it include?

Q10 | Inwhat extent the GenAl usage in project management might be a matter of RQ3

organisation’s internal policies, or of state regulation?

As it can be seen, the perceptions about the impact on the level of trust of the GenAl usage were considered
as being very important and for this reason four questions related to different perceptions categories were
included in the questionnaire.

The questionnaire was distributed in March 2024 to thirty employees of the company, who are project
managers, project team members, functional managers, with project management experience, and currently
are using or expected to use GenAl tools, such as ChatGPT, Google's Gemini, and integrated solutions
within different IT platforms, such MS Copilot. The questionnaire was sent online, inviting selected
individuals to answer to the questions and send back the filled questionnaires. To explore a phenomenon
like trust, data collection was anonymised to encourage unrestricted opinions.

However, respondents must provide some socio-demographic data, including age group, activity area,
gender, and the job title. Twelve completed questionnaires were received. The validation phase proved
consistent and completeness of answers and balanced structure of the respondents, based on their socio-
demographic profiles that assure not structural biases in the respondents’ opinions. Table 2 shows the socio-
demographic profile of the respondents.
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Table 2: The respondents’ socio-demographic profile
Respondent Gender Age group (G1:  Activity area (BI- Job title (Pm-project
code (M-male,  21-30, G2: 31- Business manager, Fm-functional

F-female) 40, G3: 41-50, improvement, IT, O-  manager, Ptm-project
G4: 51-60) Operations, S-Sales) team member)

R1 M G2 Bl Pm
R2 M G2 IT Pm
R3 M G3 IT Pm
Fm (with PM
R4 F G3 ) experience)
Fm (with limited PM
R5 F G3 S experience)
Fm (with limited PM
R6 M G4 ) experience)
R7 F G3 Bl Ptm
R8 M Gl IT Ptm
R9 M G2 IT Ptm
R10 M G3 IT Ptm
R11 F G3 IT Ptm
R12 M G3 IT Ptm

After data collection, data analysis was performed in an iterative manner. Thematic analysis was applied as
data analysis method, that involves the identification of codes, categories, and themes. The coding process
required a good understanding of the answers and identification of the main ideas expressed by the
respondents, considering the purpose and objectives of the research (Creswell, 2009). Certain information
in the answers may be considered as not being relevant for the research objectives, therefore it will not be
coded. Codes are associated to the text during an interpretative process to narrow down and synthesize the
original information without losing its meaning.

A code encapsulates similar ideas or concepts, leading to data summarization by referring to a specific
category of information. The codes are grouped in categories and the categories are further grouped into
themes or sometimes sub-themes, depending on their content and relevance to the purpose of the research.
Table 3 presents the results of the thematic analysis undergone by the authors, in collaboration with the
respondents who were asked to provide explanations about their answers, when needed.

Table 3: The summarﬁ of the thematic analﬁsis results

Inadequate usage of GenAl | testing (no), review/checking (no), clarifications (no),
regulations (no), control (reduced)
Negative impact on project | laziness, quality (decrease), workload/effort (increase), info

Factors of work and project leaking, privacy/confidentiality, communication (reduced),
trust-related | organization interactions (reduced), confusion
issues in Competence deficit de-professionalization, lack of competences
projects Negative perceptions fear (losing job), appreciation (unjustified), credibility

(reduced), prestige (reduced), prejudices, suspicious
(authorship)
Reluctance to use GenAl conservative, learning motivation (not present)
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Similarity with other IT
tools

IT tool (common), added value (common)

Increase awareness on the
positive impact

performance (increase), workload/effort (decrease), quality
(increase)

Enforcing project control

double checking of the work results

Making cultural changes

transparency, engagement, expertise (as value)

Strategies for
building trust

Internal policy development

alignment (with European/ international ones), alignment
(with tools characteristics), prejudices, focus (transparency,
inclusivity, accessibility, ethics, data security, privacy,

in projects - - i
permissions), periodic review/update
Responsibilities for the security officer (mainly), all government roles
internal policy
Developing versus adopting | regulations (not needed), regulations (needed)
existing regulations
Fostering collaboration and | workshops, communication (enforced)
info sharing
Increase competences IT-related competences, Al literacy, cognitive skills (critical
. through learning thinking, strategic thinking, holistic thinking,
Actions for . ? . L . .
building trust mpoyatwe/creaﬂve thlnklng,_ Int}arpretatlve/ analytical
in projects thinking), personal communication (openness, transparent),

ethics, honesty, reliability, adaptability, continuous learning
motivation, competences (on PM processes)
open discussions (about Al-related issues), forums, trainings

Assuring the alignment with
internal policy

As it can be seen, three main themes were identified, with associated categories, that varies as numbers
from three to six. The next section of the paper presents these analysis results.

Results and discussion

The thematic analysis of the responses yielded the following major themes: factors of the trust-related issues
in projects, strategies for building trust in projects and actions for building trust in projects. These themes
will be presented below with comments and quotes. Before doing that, it is important to start the section
with a general comment regarding the answers to the first question, about the GenAl tools usage extent in
the organization. The answers provided by the participants to the first contextual question of the
questionnaire were very different, from “a large usage extent” until “less than 5% of the project personnel
are using GenAl tools”. Some respondents confessed that they have no idea about the extent of GenAl
usage in the organization.

Everyone on the team should have a basic understanding of how and when GenAl is being used. This
fosters trust and avoids misunderstandings about authorship, or the level of human effort involved. As
a manager, knowing a proposal was partially generated by Al doesn't necessarily mean distrusting it.
However, awareness allows you to assess the content with a critical eye and ensure proper human
oversight has been applied. (R2)

These answers may be correlated with the perception of some confusion about project work and project
organization (project roles responsibilities and constraints). Also, it is a connection between these answers
with the unanimity in acknowledge the need for a formal internal policy, to increase transparency regarding
when and how the GenAl tools to be better applied in projects.
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Factors of the trust-related issues in projects

Tables 4 and 5 present the main factors of trust-related issues that were identified by the respondents. The
negative perceptions were identified as the most important factor because they were referred very often by
the respondents. For this reason, the quotes related to this factor were included in a separate table (table 5)
and not in table 4, where all other quotes are presented.

Table 4: Factors of the trust-related issues in Ero'iects with iuotes

Inadequate usage
of GenAl

The person responsible for using the GenAl tools does not check/test any work that has been
created through those tools. Even if GenAl is used in an automated process, issues arises if
nobody is checking the workflow. (R9)

No questions/confirmation asked by the work supervisor (R8)

I consider it is always a need for double-check the Al's work to make sure it's right, which
could really slow things down and mess with trust among the team. (R12)

Negative impact
on project work
and project
organization

Trusting Al would depend on the human that it is using. If person is always diligent, | would
have more but if human tends to be lazy, | would be less likely to trust content. (R4)

The usage of different Al tools creates confusion about who did what on a project. If something
goes wrong, it could be hard to figure out if it was a person’s mistake or the Al's. That sounds
like it could cause some trust issues in the team. (R12)

Competence
deficit

GenAl is nor able to replace human expertise. Competences are needed for correct GenAl
usage. If the competences to assess the Al generated reports are missing, the trust is

diminished. (R2)

The usage of GenAl tools enhances the need for Al-specific knowledge. The emphasis on
understanding and managing Al technologies becomes important, affecting how we trust and
rely on each other's capabilities in a project setting (R11)

Al tools sound like they could make our work better and faster, especially for boring stuff that
no one wants to do. But when using Al a lot this might make us forget how to do some of these
things ourselves. (R12)

If they are not entering sensitive company data into uncontracted Al sites such as Chat-GPT
then | have no issue with anyone using AL in fact I'd have more issues with people not using
the technology on offer to better themselves and the company. (R3)

Using GenAl to assist is no different to using any other tool that would make me more
productive and would still be relying on me to review before releasing any work. (R10)

Reluctance to use
GenAl

Similarity  with
other IT tools

This theme explores the challenges arising from the indistinguishable nature of Al-generated responses,
focusing on maintaining transparency and integrity in communications. The codes associated with this
theme reflect the importance of ethical considerations and the need for transparent verification processes to
maintain trust. Human oversight is critical for ensuring the accuracy and appropriateness of Al-generated
outputs. Transparency about Al usage is highlighted as essential for maintaining trust within teams. As one
respondent noted:

Accepting and using unedited GenAl generated content reflects low responsibility and ownership.
It implies that the managers are not critically reviewing the content and they don’t properly
considered the impact of this content. (R2)

The competence deficit was identified as a major factor in trust-related issues that arise during the project
execution. The respondents considered that only the competent persons should be allowed to use GenAl
tools in order trust level to be kept. There is a myth that due to the GenAl tool usage, quality of the work
might be assured without competences. Research revealed that different categories of competences become
even more important when GenAl tools are used (Bodea et al, 2024).
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This theme also included codes, such as: Operational Standards and Adaptation, and Technology Uptake.
The codes for Operational Standards include Oversight, Quality Control, Efficiency, and Improvement,
highlighting the necessity of maintaining high standards and continuous improvement in workflow
efficiency. Adaptation and Technology Uptake are represented by codes such as Adaptation, Ownership,
and Responsibility, reflecting the need for team members to take ownership and responsibility in adapting
to new technologies. GenAl can enhance efficiency by handling routine tasks and freeing time for higher-
value activities. Continuous human involvement in verifying and complementing Al-generated content is
crucial to maintaining quality and trust. Emphasising the need for training, one respondent remarked:

In theory, GenAl should remove the manual and menial tasks, such as taking minutes, summarising
next steps, and keeping track of actions versus deadlines. (R1)

The negative perceptions are very important in relation to the trust dynamics. For this reason, several
guestions were included in the questionnaire and many comments were received from the respondents.

Table 5: Neiative ierceitions about the GenAl usaie in iro'iects with iuotes

Negative The fear that GenAl tool might replace people. (R7)

perceptions GenAl tools obscure individual contributions. If errors occur and are mistakenly attributed to
human team members instead of the Al system, this could lead to trust issues. (R11)

The team could feel less confident about someone using generative Al to carry out tasks. Your
teammates might feel that they cannot trust your work because issues might occur in future.
(R9)

| have doubts that GenAl to be able to imitate my style of communication. But they may not
realize it is GenAl and not human interaction. This could effectively undermine a person’s
professional credibility and expertise if the wrong actions are taken. At the same time, there are
persons who want to be seen as excelling in the profession and expect the credit so will default
to GenAl to get them ahead of others or even cover over their potential incompetence. (R6)
GenAl could lead people to think that they have more expertise than they have. (R10)

It would change my perception slightly in terms of how much value the deliverable has. The
perception is not as much effort went into crafting it. Mistakes/omissions would also be signs
that it it not good enough (where if a human made these they would be forgiven). (R1)

This theme focuses on how using GenAl affects managerial perspectives and the broader organisational
attitude towards Al, including awareness and its impact on perceptions. The managers' confidence in Al-
assisted work depends on the quality and accuracy of the final output.

Strategies for building trust in projects
One important approach in building trust in projects is to increase the awareness on the positive impact of

GenAl usage (see table 6). Awareness about the benefits that GenAl might bring in projects is crucial for
maintaining trust and properly evaluating the work quality.
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Table 6: Strateiies for buildini trust in iroiects with iuotes

Increase awareness on
the positive impact

Using Al is about working smarter, not replacing hard work. If the final report is
high-quality and delivers valuable insights, | see the advantages of use it. (R2)

We should also focus on enhancing GenAl literacy among all team members to ensure
everyone understands the potential and limitations of Al technologies. (R11)

If team member was good before start using GenAl then he/she will be better. GenAl
improves everyone's work. (R10)

GenAl tools have the potential to significantly improve the quality and efficiency of
our work, assuming they are used correctly. They can automate routine tasks and save
time for more complex and creative projects, improving overall productivity. (R11)

Enforcing project
control

It is needed to be open, honest and to understand the results of GenAl. Clarity is key
and not to be over reliant on virtual assistants to complete reports, especially if critical
in nature. There should be an executive summary highlighting section with GenAl usage.
(R6)

It’s important to know when Al is being used for work stuff because it changes how I
feel about the work being done. If | know Al is involved, | might not trust it the same
way as when a person does it and | will control more. (R12)

Making cultural
changes

Embracing new technologies demonstrates willingness to learn and adapt and should
be encouraged. (R2)

Valuing expertise, assuring transparency, open communication and collaboration will
prevent trust erosion. (R2)

One respondent has noted:

Awareness and adoption of GenAl tools are growing, and these tools can offer significant advantages
regarding data handling and process efficiency. (R1)

The line of actions included in table 6, especially the cultural changes can take for a long time, this is way
the strategic approach is needed. An important part of the strategic approach is the development of a
formal internal policy for regulating the GenAl usage. (table 7).

Table 7: Formal internal iolici dimensions for buildini trust in irolects with iuotes

Internal policy
development

Internal policies should primarily govern the usage of GenAl in project management.
Tailoring these policies to the specific organizational needs and culture will may maximize
the benefits of Al tools while maintaining control and oversight over their usage. (R11)
The policy should promote the following principles: Transparency, Inclusivity and
Accessibility, Human-Centric Approach, Ethical Usage of Al, Security and Privacy,
Continuous Learning and Adaptation. The policy would encompass all areas from what
tools can and cannot be used, when it should and shouldn't be used, disclosure of when it
was used, what data it is using, how was it vetted / validated, that a basic level of training
was done before using it. (R10)

Guidelines for flagging Al-generated content and ensure everyone understands the tool's
limitations should be introduced. (R2)

Responsibilities  for

the internal policy

If you are using Al tools you should only use those that have been approved by your
security officer. (R9)

Developing  versus
adopting existing
public regulations

Usage of GenAl tools should be fully controlled in the Organization, in line with any
Gov/EU regulations. GenAl tools should be periodically audited and whitelisted/approved
for internal usage in the organization. (R2)
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There are regulations already defined and adopted at international The organization’s
internal policies would need to be reviewed to make sure that they comply especially on
some important aspects, such as: security, mitigation of biases, data intellectual property
etc. (R10)

All the respondents agreed about the need for formal policies to be defined and implemented in the
company. The extent of regulatory oversight required to govern the usage of GenAl within organisations,
highlighting the balance between internal policies and external regulations. The theme reflects the necessity
of clear, well-defined policies to ensure ethical compliance, security, and transparency in Al usage.
Respondents highlighted the importance of regular updates to keep pace with technological advancements
while advocating for establishing transparent, well-defined policies. Aligning internal guidelines with
broader state regulations is crucial to prevent misuse and maintain trust.

Actions for building trust in projects

Table 8 presents the main actions foreseen by the respondents for building trust in projects.

Table 8: Actions for buildini trust with iuotes

Fostering Project team members should establish guidelines for flagging Al-generated content and
collaboration and info | ensure everyone understands the tool's limitations. (R2)
sharing Increasing transparency about how Al tools are used within projects is essential in

building trust. (R11)

Increase competences | When using GenAl, project team members can dedicate more time to strategic planning,
through learning risk management, and overseeing the bigger picture. Strategic thinking and the ability
to make sound decisions based on Al-generated insights will become even more crucial.
To maintain trust, clear communication about how and when GenAl is being used is
essential. Critical thinking and editing skills come into play when employee refines the
draft, ensuring clarity, conciseness, and alignment with our project goals. (R2)

Assuring the Policies and workshops are important tools. | would add what was mentioned previously:
alignment with Open Communication, Focus on Expertise, Transparency and Focus on Collaboration.
internal policy These four practices should be proactively used to prevent trust erosion. (R2)

These actions define what are the needs for responsible usage of GenAl in the company’s projects. One
respondent expressed the meaning of responsible usage of GenAl for the company as follow:

It is a need to create an environment where: there is open communication about GenAl usage, its
limitations, and its benefits; the team members understand the importance of "human check™ and
critical thinking when working with Al-generated content and we leverage GenAl to streamline tasks
and free up time for higher-value activities. By fostering this approach, | believe we can leverage the
strengths of both human and artificial intelligence to deliver exceptional work outcomes. (R2)

This is a practical approach in defining the responsible usage of GenAl, that is different from other
definitions (Microsoft, 2024; Wade & Yokoi, 2024), which are mainly defined from a conceptual
perspective.

The answers to research questions

The respondents’ comments about the factors of trust-related issues in projects (table 4) provide answers to
the first research question (RQ1), i.e., how the GenAl tools usage in project management generates trust

153



Issues in Information Systems
Volume 25, Issue 4, pp. 143-157, 2024

issues in the project teams. The inadequate GenAl tools usage, with an inadequate content testing and
review/checking and with a reduced control may leave the errors unidentified. If this is happening, the
person using that tool is usually blamed for the errors, her/his image is negatively affected, and the project
manager is losing trust in that person’s work performance. And all these happend only because there were
not assured a proper level of results testing/review and control. For this reason, the reluctance to use GenAl
increases, even if in some cases these tools bring relevant benefits in projects.

The comments included in table 5 provide answers to the second research question (RQ2). The usage of
GenAl tools may induce fear about job loss. Some respondents admitted that they are afraid not to be
replaced by the Al/GenAl tools. This fear usually leads to a reduce communication with other project team
members, isolation, and, consequently, a low level of trust. Some respondents consider that GenAl usage
may hide the individual contribution in the project, creating the context for an unfair evaluation of their
work performance. This may also lead to a reduction of the level of trust.

The answers to the third research question (What strategies and actions are more effective for assuring
a responsible GenAl tools usage in project management?) may be found in tables 6-8. The research
allows to identify some of the characteristic of responsible GenAl usage, such as: transparency, inclusivity
and accessibility, human-centric approach, ethical usage of Al, data security and privacy. The responsible
GenAl usage must be promoted and put into action in a formal internal policy, that should encompass all
areas from what tools can and cannot be used, when it should and shouldn't be used, disclosure of when it
was used, what data it is using, and how to be validated.

As key categories of actions for building trust among project team members when GenAl tools are used,
the following were identified: actions for fostering collaboration and information sharing inside the term,
actions for increasing the competences of project personnel through learning and, finally, actions for
assuring the alignment with the internal policy on GenAl usage.

Conclusions
The paper presents a case study on building trust by the means of responsible usage of generative Artificial
Intelligence in projects. The relevant dimensions identified during the research are the factors of the trust-
related issues in projects and the strategies and actions for building trust in projects.

The research has theoretical and practical contributions on the addressed topic. One important theoretical
contribution of the research is the importance of social aspects in building trust when GenAl is used. Even
if the technical characteristics of the GenAl tools are important, what is relevant for a trustful usage of these
tools is the way that these tools are used and how the users behave in performing their tasks. The awareness
about what are the benefits but also the risks associated with the GenAl tools usage and the need for assuring
transparency and compliance with the legal and ethical requirements.

Another important result of the research is the importance of human competences in the context of social-
technical systems, as projects with extended IT infrastructure are. In the efficient usage of GenAl tools a
large variety of competences are involved, such as: strategic thinking, abilities to make sound decisions
based on Al-generated insights, communication about how and when GenAl is being used, critical thinking
etc. The respondents considered that only the competent persons should be allowed to use GenAl tools in
order trust level to be kept. There is a myth that due to the GenAl tool usage, quality of the work might be
assured without competences. But the study respondents consider that different categories of competences
become even more important when GenAl tools are used. Continuous learning and adaptation must be
considered as basic principles for a responsible GenAl usage.
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During the research, some general characteristic of responsible GenAl usage were identified, such as:
transparency, inclusivity and accessibility, human-centric approach, ethical usage of Al, data security and
privacy. The responsible GenAl usage must be defined in a formal internal policy, that should encompass
all areas from what tools can and cannot be used, when it should and shouldn't be used, disclosure of when
it was used, what data it is using, and how to be validated.

A practical contribution of the research is related to the identification of concrete actions to be performed
for building trust among project team members when GenAl tools are used. The most relevant actions are
fostering collaboration and information sharing inside the term, increase the competences of project
personnel through learning and, finally, assuring the alignment with the internal policy on GenAl usage.

The authors consider conducting another case study in the same company, in five years’ time, to study the
new situation in GenAl usage and to identify how the personnel’s’ opinions changed accordingly to that.

As future research on the topic of Al/GenAl usage, the authors intend studying the impact of Al/GenAl
usage on project organization (the emergence of new roles in project teams, changes in information flow
etc.) and on stakeholders’ engagement and assessing the need for project management standardization due
to the Al/GenAl usage in projects.
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