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THE NEW ERA OF CORPORATE LEARNING & DEVELOPMENT: FOREWORD 

L&D’s Strategic Role in the Age of AI

Learning and Development is enter-
ing one of the most transformative 
moments in its history. The rapid rise 

of AI as a workplace capability is rede-
fining how people learn, how leaders 
lead, and how organizations build the 
skills required for the future. What began 
as experimentation with generative AI 
tools has evolved into a new era. AI now 
acts as a capability amplifier, enabling 
personalization, accelerating skill acqui-
sition, and reshaping how learning eco-
systems operate.

Across industries, organizations are 
rethinking what it means to support 
employee growth. They are shifting from 
static programs to dynamic, adaptive 
learning systems that respond to real-
time needs. Yet despite this momentum, 
many L&D teams still struggle to trans-
late AI enthusiasm into measurable 
business impact.

Research from IELA surveys reveals a 
clear pattern: as AI adoption accelerates, 
organizations are evolving their maturity, 
operating models, and leadership capa-
bilities to keep pace. The momentum is 
unmistakable. L&D teams are moving 
from experimentation toward intentional, 
integrated AI-enabled learning systems, 
turning early curiosity into meaning-
ful progress. What once felt like a gap 
between ambition and execution is now 
narrowing as organizations gain clarity 
and capability in how they use AI to build 
their future workforce.

Many organizations are beginning their 
learning transformation by reexamining 
their purpose and sharpening their vision 
for what learning can become. Instead of 
simply deploying tools, more L&D leaders 
are redefining the learner experience, 
focusing on the capabilities they want to 
strengthen and the business outcomes 
that matter most. With a clear vision, L&D 
becomes a strategic engine that guides 
decision-making.

Additionally, AI is transforming how orga-
nizations understand and develop skills. 
For the first time, companies can connect 
learning, performance, and capability 
needs in real time. Skills are becoming 
the language of the business, and AI is 
making that possible through adap-
tive learning pathways and predictive 
insights. However, this shift also intro-
duces new challenges, like understand-
ing workforce anxieties and managing 
declining employee engagement. In a 
time of layoffs, restructuring, and eco-
nomic volatility, delivering meaningful 
learning experiences requires empathy, 
communication, and trust.

The role of leadership is changing too. As 
AI transforms work, leaders need to bal-
ance rapid technological advances with 
human-centered decision-making. They 
must guide teams through uncertainty, 
embrace new mindsets, and recognize 
where human judgment complements 
machine intelligence. Emotional intel-
ligence and communication are now 
essential leadership skills, not just soft 
skills, but strategic ones. AI highlights 
the importance of these skills instead of 
replacing them.

Ultimately, the future of L&D will not be 
defined by tools, but by the organiza-
tions that approach learning with inten-
tionality, operational maturity, and a 
deep understanding of human potential. 
Those that succeed will treat AI as a force 

that amplifies the power of great learn-
ing design and clear strategy. 

IELA is proud to present “The New Era of 
Corporate L&D,” a publication that builds 
on our previous research and explores the 
vital connection between AI, strategy, and 
workforce development. Leading learning 
experts, researchers, associations, and 
practitioners share insights on how AI is 
transforming capability development, 
leadership readiness, training operations, 
and the future of the L&D function.
Featured topics include:

•	 AI as a Capability Amplifier: Rede-
fining Personalized Learning and 
Development

•	 Bridging the Gap: Enhancing Mul-
tigenerational Communication in 
Today’s Workplace

•	 The Real Promise of AI for L&D
•	 How AI Roleplays Drive Real Skill 

Development
•	 The Future of Learning and Develop-

ment Is Business-First
•	 Training Operations: The Missing 

Link in L&D Strategy
•	 The Skills-Informed Organization Is 

Impossible Without AI
•	 Rethinking AI Literacy in Corporate L&D

The pace of change in L&D is acceler-
ating, and this is the moment for orga-
nizations to prepare. The shift toward 
AI-enabled, skills-based, business-first 
learning is already underway. Those 
who understand how to integrate AI 
responsibly, personalize development at 
scale, and strengthen leadership for an 
AI-driven world will shape the next era of 
workforce transformation.

This publication offers practical guid-
ance, research-backed insights, and 
forward-looking strategies to help orga-
nizations navigate this new landscape 
with clarity and confidence. The future of 
L&D is here, and it is more strategic and 
human-centered than ever before. 

 Megan Kashtan
Senior Research 

Analyst/Editor, IELA
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THE NEW ERA OF CORPORATE LEARNING & DEVELOPMENT: METHODOLOGY & DEMOGRAPHICS / KEY FINDNIG

Methodology & Demographics
Example respondent job titles: 

Chief Learning Officer
SVP, Learning and Organizational Development
Vice President
Sr. Director L&D
Sr. Director Learning
Sr Director, Employee Experience, Diversity & Inclusion
Director of Learning & Development
Director of Learning
Director, Talent Management
Executive Director
North America Director, Workforce Development
Sr. Manager, L&D Delivery
Learning and Development Manager
Strategic Learning Partner, Enterprise Portfolio
Training Manager

To understand how Learning & De-
velopment leaders are adjusting 
their strategies for the future, IELA 
conducted two comprehensive 

surveys over the past year. The first sur-
vey, conducted between April and June 
2025, analyzed drivers of cultural change 
as well as the current state and impact 
of AI implementation, forming the basis of 
our June 2025 Market Study: The Future of 
Corporate Learning & Development. The 
second, more recent survey was con-
ducted from October to November 2025 
and aimed to identify any changes over 
the past six months and explore emerging 
trends for 2026. This report focuses largely 
on the progression of trends between the 
two surveys and will refer to the April 2025 
study as IELA’s 2025 survey and to the Oc-
tober 2025 study as IELA’s 2026 survey. 

Key Findings
Culture change is accelerating across organi-
zations. The percentage of respondents report-
ing an organizational culture change increased 
from 61% to 67%, with leaders citing restructures, 
post-acquisition integration, and shifts in learn-
ing roles as major drivers.

The share of respondents embedding learning into 
the flow of work increased from 39% to 59%, reflect-
ing a shift toward just-in-time skill development.

AI readiness and literacy are now front-line pri-
orities. Corporate AI training adoption rose from 
17% to 52%, and embedding AI into ongoing de-
velopment increased from 17% to 31%.

Internal mobility is declining as a strategic pri-
ority. Organizational focus on mobility, upskill-
ing, and reskilling to support movement fell 
from 43% to 28%, likely due to restructures and 
economic uncertainty.

L&D teams now consider AI features highly im-
portant when selecting a vendor, with an aver-
age rating of 8/10.

Organizations operating at the Strategic Stage 
of LearnOps maturity jumped from 35% to 52%, 
with 7% reaching the Predictive Stage.

Organizations reporting a culture of continuous 
learning increased sharply from 26% to 45%.

Reported gains in AI-driven operational effi-
ciency increased from 13% to 41%, and success 
in insights/decision-making rose from 4% to 
21%.However, perceived AI effectiveness for em-
ployee engagement declined (26% to 17%) amid 
broader drops in engagement.

1. 

2. 

3. 

4. 

5. 

6. 

7.

8.
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THE NEW ERA OF CORPORATE LEARNING & DEVELOPMENT: MARKET STUDY 

The L&D Function in Transformation
The past year has brought a sig-

nificant shift in how organizations 
approach strategy, and the L&D 

function is no exception. AI adoption 
is the clear driver of most of these 
changes, with its ever-evolving capa-
bilities sparking shifts in how organiza-
tions operate key business functions. 
L&D professionals have moved quickly 
to update learning materials and 
rethink operations, both to enhance 
the effectiveness of learning programs 
and to ensure that employees are 
AI-ready. At the same time, economic 
volatility and layoffs are impacting 
employee engagement, and the work-
force feels pressure to continue to 
adapt quickly but faces anxiety about 
job security. 

These developments are transform-
ing the L&D landscape and catapult-
ing L&D into a new era. Organizations 
are shifting from viewing learning as 
a supportive function to seeing it as a 
key driver of business success. The L&D 
team now leads cultural change and 
improves organizational adaptability 
in response to AI’s impact on the work-
place. According to IELA’s 2025 survey 
on the future of corporate learning 
and development, 61% of respondents 
said their organization was adopt-
ing a culture change; this increased 
to 67% in the survey for 2026. Instead 
of working in isolation and needing to 
justify its value, L&D is now part of the 
overall organizational strategy from 
the beginning. In the AI era, this means 
preparing learning professionals to 
promote AI literacy throughout the 
organization and to integrate AI into all 
learning activities and experiences. 

Additional statistics gleaned from 
IELA’s research also illuminate the shift-
ing learning culture. The percentage of 
respondents actively preparing their 
workforce for the future rose from 35% 
to 41%. Those who reported having a 
true culture of continuous learning 

jumped from 26% to 45%, a notable 
shift that reflects growing organiza-
tional commitment to skill-building. 
At the same time, learning is slowly 
becoming more of a priority. In 2025, 
57% said learning was encouraged 
but not always prioritized; in 2026, that 
number dropped to 52%. Even more 
telling, the share of respondents who 
said their organization had minimal 
focus on learning fell from 9% to zero, 
signaling that nearly all organizations 
are at least paying attention to work-
force development.

Another notable trend is the increas-
ing adoption of learning in the flow of 
work. The percentage of organizations 
reporting that they embrace learning 
as part of day-to-day work grew from 
39% in 2025 to 59% in 2026. This shift 
reflects a broader understanding that 
formal training alone is no longer suffi-
cient; employees need access to just-
in-time learning that can be applied 
immediately to their tasks. By embed-
ding learning into everyday workflows, 
organizations are making develop-
ment more relevant, actionable, and 

effective, while also helping employees 
build skills without disrupting produc-
tivity. This approach aligns closely with 
the move toward L&D as a strategic 
business partner.

Organizational Culture in Flux

The rapid pace of cultural change 
within organizations is shaping the L&D 
landscape. When asked whether they 
were currently experiencing a culture 
shift, 67% of respondents said yes, and 
their explanations reveal just how var-
ied and profound these transitions are.

Some teams are managing major 
reorganizations, including shifts from 
contractor-heavy models to fully 
staffed internal teams. Others are 
reexamining the role and identity of 
learning designers, aiming to foster 
cultures that are more collaborative 
and aligned with new ways of work-
ing. Several respondents mentioned 
executive turnover, post-acquisition 
culture blending, and large-scale 
global realignment efforts as sources 
of ongoing change.

Continue reading on page 6 →

HOW WOULD YOU DESCRIBE YOUR ORGANIZATION’S APPROACH TO 
LEARNING AND DEVELOPMENT? 

  0%                10%               20%                 30%               40%               50%               60%                70%               80%            90%

Learning Is Encouraged But Not 
Always Prioritized

We Have A Company Culture Of 
Continuous Learning

We Are Actively Preparing Our 
Workforce For The Future

We Offer Well-Established  
Learning & Development Programs 

For Interested Employees

We Upskill & Reskill Employees 
To Enable Internal Mobility

We Embrace 
Psychological Safety

Other

Learning Is Occasional & 
Mostly Compliance-Driven 

After Onboarding
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THE NEW ERA OF CORPORATE LEARNING & DEVELOPMENT: MARKET STUDY 

Continue reading on page 7 →

WHAT IS YOUR COMPANY’S LEARNOPS MATURITY LEVEL?  

  0%                10%               20%                 30%               40%               50%               60%                70%               80%            90%

Strategic Stage: We Are Evolving 
Into A Trusted Business Partner

Managed Stage: We Have 
Basic Governance And More  

Consistent Operations

Reactive Stage: We Act As 
Order-Takers

Predictive Stage: We 
Are Leveraging AI & 
Predictive Analytics

← Continued from page 5

A few noted that culture is “always 
evolving,” but for many, the scale of 
change today feels especially signif-
icant. One respondent described the 
focus as “building learning into the 
fabric of our work,” signaling a push 
to embed development more deeply 
throughout the organization.

Taken together, these responses sug-
gest that L&D leaders are doing their 
work amid shifting ground, managing 
not just programs and technologies, 
but the cultural recalibration required 
to support new strategies, structures, 
and expectations.

A Surprising Drop in Focus on 
Internal Mobility

The one area moving in the opposite 
direction is internal mobility. The per-
centage of organizations emphasiz-
ing upskilling and reskilling to support 
internal movement dropped sharply, 
from 43% to 28%. Several factors may 
be driving this trend. Economic uncer-
tainty and ongoing waves of restruc-
turing appear to be shifting attention 
away from mobility pathways and 
toward workforce stability. In many 
organizations, the priority has become 
retaining essential talent, protecting 
critical roles, and maintaining produc-
tivity, rather than enabling transitions, 
promotions, or lateral moves. It may 
also reflect the early impact of AI, as 
companies pause to reassess which 
roles are evolving, which are at risk, and 
where new capabilities will be most 
needed before investing in internal 
movement again.

Psychological Safety: Belief Outpaces 
Implementation

While nearly nine out of ten respon-
dents agree that psychological safety 
is essential for learning, development, 
and growth, far fewer say their orga-
nizations are truly embracing it. In fact, 
the percentage of leaders who report 
having a culture that supports psycho-
logical safety actually declined year to 
year, from 26% to 21%. This gap suggests 
a growing recognition of the impor-

tance of psychological safety, but 
also the reality that organizations are 
struggling to operationalize it. Com-
peting priorities, pressure to move 
fast, and the uncertainty brought on 
by AI-driven change may all be mak-
ing it harder for teams to create the 
trust and openness needed for effec-
tive learning. The result is a tension 
between what leaders believe and 
what their cultures currently support.

From the Managed Stage to the 
Strategic Stage 

In IELA’s 2025 survey on the future of 
corporate learning and develop-
ment, 52% of respondents reported 
that their company’s LearnOps 
maturity level was at the Managed 
Stage, while only 35% had advanced 
to the Strategic Stage. At that time, 
L&D was still largely functioning as a 
supportive partner, organized, con-
sistent, and aligned with business 
needs, but not yet embedded in core 
decision-making.

Our updated survey for 2026 tells 
a very different story. The percent-
age of organizations operating at 
the Managed Stage dropped sig-
nificantly to 34%, while those in the 
Strategic Stage surged to 52%. Even 
more noteworthy, 7% of respondents 
reported reaching the Predictive 
Stage, where learning functions use 
predictive analytics and AI-driven 
insights to guide workforce decisions 
before capability gaps emerge.

This upward shift reflects a broader 
movement: L&D is now actively shap-
ing business strategy. Organizations 

are looking to L&D to anticipate future 
skill needs and partner with the business 
in navigating AI-driven transforma-
tion. The rise in Strategic and Predictive 
maturity levels shows that L&D teams 
are becoming not just implementers, 
but orchestrators, utilizing technology 
and business alignment to help chart 
their organization’s path forward.

The Next Wave of AI in Learning

IELA’s research offers an in-depth look 
at how AI is driving major workplace 
changes. By the end of 2025, we’re well 
into the “AI Revolution.” We have incor-
porated generative AI into our daily 
routines and are becoming familiar 
with autonomous systems and agen-
tic AI. As organizations adapt to these 
changes, they are shifting from testing 
AI to actively implementing AI-enabled 
workflows. AI tools are now a funda-
mental part of how people work. 

This shift has transformed how L&D 
professionals engage with AI. During 
2023 and 2024, as AI tools were emerg-
ing, the emphasis was on utilizing them 
to enhance employee learning expe-
riences. There was extensive discus-
sion about employing generative AI for 
content creation. Now, use cases are 
becoming more advanced, shifting to 
providing real-time feedback, coach-
ing, and personalized learning. 

AI Literacy

In our 2025 survey of L&D profession-
als on the future of corporate learning, 
compared with the pre-2026 version, 
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Continue reading on page 8 →

HOW ARE YOU PREPARING EMPLOYEES FOR THE AGE OF AI AND THE 
CHANGES THAT IT BRINGS? 

  0%                10%               20%                 30%               40%               50%               60%                70%               80%            90%

We Encourage Self-Learning 
& Offer Access To Online 

Resources & Courses

We Have An AI Policy In Place

We Rolled out Corporate 
AI Training

We Added Safeguards For The 
Responsible Use Of AI & IP

We Removed Barriers To Use AI

We Embedded AI Training 
Into Ongoing Professional 

Developmen Initiatives

Other

None Of The Above

← Continued from page 6

there were notable differences in AI 
usage. While the statistics stayed rela-
tively static in certain selected catego-
ries, “We encourage self-learning and 
offer access to online resources and 
courses,” and “We have an AI policy in 
place”, there were significant changes 
in other categories that are important 
to note. 

Mainly, the data indicates that there 
is a much greater focus on ensur-
ing employees are equipped with the 
knowledge it takes to properly lever-
age AI within their roles. First, the per-
centage of respondents who said 
they encourage self-learning and 
offer access to online resources and 
courses rose from 57% to 66%. Addi-
tionally, the percentage of respon-
dents who embedded AI training into 

ongoing professional development ini-
tiatives increased from 17% to 31%. Most 
notably, there was a significant shift in 
the percentage of respondents who 
had rolled out corporate AI training, ris-
ing from 17% to 52%. 

As AI becomes more integrated into 
daily life, these increases are under-
standable. Since AI is now part of nearly 
everything we do, companies that 
don’t train their employees on AI will 
quickly fall behind. Leaders are seizing 
the chance to implement AI training 
before it’s too late. 

AI-Driven Learning

L&D leaders continue to focus on 
ensuring AI literacy among employ-
ees and integrating AI into learning 

programs for improved effectiveness 
and ROI. When asked about their top 
priorities regarding AI in the next twelve 
months, the top three responses were 
supporting company-wide AI read-
iness (59%), leveraging AI to enhance 
personalized employee development 
and career planning (55%), and devel-
oping an AI strategy for L&D (38%). 

Interestingly, the percentage of 
respondents prioritizing building an 
AI strategy for L&D dropped from 48% 
in our mid-2025 survey to 38%, while 
the percentage supporting compa-
ny-wide AI-readiness increased from 
43% to 59%. These trends suggest that 
learning leaders may have moved 
beyond the initial stage of develop-
ing an AI strategy to focusing on more 
advanced aspects. For example, there 
was a significant rise in those prioritiz-
ing the use of AI to enhance person-
alized employee development and 
career pathing, from 30% in 2025 to 
55% in 2026. Learning professionals are 
progressing from early content cre-
ation and course development to cre-
ating truly customizable, personalized 
learning paths.

Respondents’ explanations of where 
they were six months ago compared 
to today align well with this data. Over-
all, they reported being further along, 
having made some progress, or being 
slightly more advanced than they were 
half a year ago. Some of this progress 
includes establishing or developing 
internal AI-powered learning tools. 
L&D departments are transitioning 
from initial implementation to further 
developing more targeted AI-powered 
learning methodologies. Additionally, 
AI is a top consideration when learning 
professionals evaluate vendors. On a 
scale of 1-10, the average importance 
rating for AI features when choosing a 
solution provider was 8. 

The Effects of AI Implementation 

There are clearly shifts happening in 
the adoption of AI, but what effects are 
they having? In IELA’s 2025 survey, 46% 

WHAT RESULTS HAVE YOU MEASURED FROM PROVIDING CORPORATE AI TRAINING?

  0%                10%               20%                 30%               40%               50%               60%                70%               80%            90%

It Has Boosted Productivity

It Has Increased Ethical Use

It Has Decreased Resistance 
To Change

We Haven’t Measured Any 
Impact So Far

N/A

Other

http://INTELLIGENTENTERPRISELEADERS.COm    34


IELA CONTENT

INTELLIGENTENTERPRISELEADERS.COM  •  8

THE NEW ERA OF CORPORATE LEARNING & DEVELOPMENT: MARKET STUDY 

Continue reading on page 9 →

← Continued from page 7

of respondents had not yet measured 
success from their AI efforts. By the 
survey for 2026, this number dropped 
to 38%. Although this is not a large 
change, it is still meaningful and shows 
that more L&D professionals are effec-
tively assessing the impact of AI. For 
those who have evaluated AI success, 
the ways in which success was mea-
sured also changed. 

While in 2025, only 13% of respondents 
reported measurable success from 
leveraging AI for operational efficiency, 
in the survey for 2026, that number 
increased to 41%. AI’s effectiveness for 
decision-making and insights also 
grew significantly, from 4% to 21%. 

Key Economic Considerations

Despite the benefits observed from 
AI implementation, the survey also 
revealed that AI’s effectiveness in 
promoting employee engagement 
declined, dropping from 26% to 17%. 
Several potential explanations exist. 
First, overall employee engagement 
appears to be decreasing. Gallup’s 
State of the Global Workforce 2025 
report indicated that global employee 
engagement fell from 23% in 2024 to 
21%. In the United States, engagement 
decreased to 31%, with 17% actively dis-
engaged. IELA’s data, acknowledging 
that it specifically measured AI’s impact 
on employee engagement rather than 
engagement levels in general, suggests 
that employee engagement may have 
declined even further in 2025. 

Considering the ongoing economic 
and labor market uncertainties, it is 
understandable that employee dis-
engagement is rising as workers worry 
about their job security and future 
prospects. The increasing number of 
layoffs creates a climate of fear within 
the workforce. Employees who see col-
leagues affected by layoffs or worry 
about their own roles experience higher 
stress levels, which then decreases 
engagement. Additionally, the global 
debate about the impact of artificial 
intelligence on employment further 
heightens these concerns. It follows 

that AI-powered employee engage-
ment efforts may face challenges, with 
both engagement declining and fears 
about AI’s effects intensifying. 

All of this data demonstrates that the 
L&D function is in a transition phase 
with AI. It’s shifting from experimen-
tation to implementation, with many 
companies moving from initial AI test-
ing to integrating it into workflows. As 
AI becomes increasingly central to 
the workplace, L&D leaders will need to 
keep adapting to ensure learning pro-
grams support this ongoing shift. 

Beyond these shifting priorities, the data 
suggests that L&D teams are becoming 
more intentional and selective in where 
they deploy AI. Early experimentation, 
typically centered on content gener-
ation, automation, and efficiency, has 
begun to evolve into targeted use cases 
tied to long-term workforce strategy. The 
sharp rise in interest around personal-
ized development and career planning 
reflects this evolution. L&D leaders are 
recognizing that AI’s highest value lies 
not merely in speeding up existing work, 
but in enabling new forms of learning 
that weren’t feasible before, such as skills 
forecasting and adaptive pathways.

These capabilities signal a move from 
using AI as an operational tool to using 
it as a strategic capability-builder 
within the organization.

There is also evidence that L&D is start-
ing to integrate AI into the broader tal-
ent ecosystem. As organizations begin 
linking AI-enabled learning tools with 
performance management, workforce 
planning, and leadership develop-
ment, learning becomes more inter-
twined with business strategy. This 
closely aligns with the larger trend of 
L&D moving from a support role to a 
strategic partner. Learning profession-
als are no longer just implementing AI; 
they’re also aligning it with long-term 
capability needs, succession plan-
ning, and organizational design. This 
integration points to a future where AI 
isn’t simply embedded within learning 
programs, but where learning itself 
becomes a core lever for navigating 
AI-driven transformation.

Another key insight from the data is the 
increasing recognition that AI matu-
rity is more than just a technological 
journey; it’s a cultural one. The rise in 
company-wide AI readiness as a top 
priority indicates that organizations 
are dealing with the human aspects of 
adaptation, such as change manage-
ment, communication, and trust. As AI 
becomes more integrated into work-
flows, employees need clarity about 
how it affects their roles, development 
opportunities, and job security. L&D is 
increasingly seen as the department 
responsible for leading this cultural 
shift, equipping teams with the mind-
sets and skills necessary to work con-
fidently alongside AI. This emphasizes 
L&D’s role not just as a skills provider 
but also as a driver of organizational 
resilience and adaptability.

Finally, the increased emphasis on 
evaluating AI’s impact, paired with 
clear gains in operational efficiency 
and insights, shows that L&D is begin-
ning to mature in how it measures 
value. The days of experimenting 
without structure are fading. Instead, 
teams are setting clearer objectives, 
building assessment frameworks, 
and using data to understand what’s 
working and what’s not. This focus 
on measurement will be critical as 
organizations expand their AI invest-
ments. It will enable L&D leaders to 
make stronger business cases and 
demonstrate the tangible benefits of 
AI-enabled learning. As this maturity 
continues to grow, we can expect AI 
initiatives to become more aligned 
with broader enterprise goals.

Leadership Skills for an AI-Driven 
Workforce

As AI becomes deeply embedded in 
organizational workflows, leadership 
capabilities are emerging as a critical 
success factor. In an AI-enabled world, 
technology-ready, human-centered 
leadership is more important than 
ever. Leaders are now responsible for 
guiding teams through rapid techno-
logical change, ensuring transparency 
around how AI is used, and fostering 
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WHAT COMPETENCIES ARE L&D LEADERS LACKING TO BE FUTURE-READY? 

  0%                10%               20%                 30%               40%               50%               60%                70%               80%            90%

Data Literacy

Business Acumen

Agile Mindset

Curiosity

Other

Clarity

← Continued from page 8

trust in systems that can feel disrup-
tive. They must navigate the balance 
between automation and human 
judgment, helping employees build 
confidence and adapt skills in an envi-
ronment where work is increasingly 
augmented by machines.

The data shows leadership is becom-
ing more equipped to face the future. 
When asked which skills L&D lead-
ers themselves are lacking to be fully 
future-ready, respondents reported 
notable decreases across several cat-
egories: business acumen fell from 61% 
to 48%, data literacy declined from 61% 
to 52%, and curiosity dropped sharply 
from 52% to just 14%. These declines 
suggest progress, as fewer leaders 
reporting a deficit indicates growing 
confidence or improved capabilities. 

However, it’s important to remain 
aware of these skills and to contin-
uously cultivate them. As AI literacy 
rises and AI-driven systems take on 
more routine analysis, there could be 
less awareness of the skill gaps that 
remain, with people assuming that 
access to AI tools reduces the need 
for traditional capabilities like data flu-
ency or strategic business insight. Yet 
these are precisely the skills leaders will 
need most in an AI-led environment. 
AI does not replace the ability to inter-
pret data, connect insights to business 
objectives, or make informed strate-
gic decisions; it amplifies the need for 
those capabilities. 

At the same time, the majority of 
respondents say they are prioritizing 
the development of leadership skills 
needed to navigate the age of AI, with 
a strong emphasis on “human skills.” 
Organizations increasingly recognize 
that leadership differentiation in the AI 
era will hinge less on technical mastery 
and more on capabilities like emo-
tional intelligence, communication, 
adaptability, ethical judgment, and the 
ability to lead teams through ambigu-
ity. As AI takes on more analytical and 
operational tasks, human-centered 
leadership becomes the strategic dif-
ferentiator, especially in high-uncer-
tainty environments where trust, trans-
parency, and stability are essential.

Taken together, these findings show 
that leadership development is 
becoming a core part of an orga-
nization’s AI strategy rather than an 
add-on. The shift from Managed to 
Strategic LearnOps maturity rein-
forces this point: as L&D becomes 
a more integral player in shaping 
workforce transformation, leadership 
skills, particularly those that enable 
informed decision-making, are foun-
dational to ensuring that AI adoption 
creates value rather than confusion, 
and that employees feel supported 
rather than displaced.

Conclusion: L&D at the Center of the 
Next Era of Work

The 2026 data makes one thing 
unmistakably clear: L&D is becoming 
the operating system for how orga-
nizations adapt. As AI reshapes every 
aspect of work, L&D is stepping into a 
more strategic role, guiding skill devel-
opment, culture, leadership, and orga-
nizational alignment.

The shifts in LearnOps maturity, the 
rapid rise of learning in the flow of work, 
the expansion of AI literacy initiatives, 
and the deepening integration of AI 
into learning programs all point to an 
L&D function that is maturing quickly. 
At the same time, challenges remain: 
internal mobility is contracting, and 
psychological safety is proving harder 
to operationalize.

But the overall story is one of accel-
erated progress. Organizations are 
investing more intentionally in con-
tinuous learning cultures, preparing 
employees for AI-enabled roles, and 
turning to L&D to guide them through 
uncertainty. Learning teams are gain-
ing confidence in analytics, AI strategy, 
personalization, and change manage-
ment. They are becoming orchestra-
tors of organizational readiness.

Looking ahead, L&D will play a decisive 
role in shaping the next era of work. The 
opportunity, and the responsibility, is 
to continue evolving from program 
creators to strategic partners who 
influence workforce transformation 
at the highest levels. As AI continues 
to advance and business conditions 
remain volatile, the organizations that 
thrive will be those that treat learning 
as a core strategic lever. And L&D lead-
ers will be the ones positioned to turn 
that ambition into reality.
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Building Creative, Curious, 
Future-Ready Learning with AI
In what ways can L&D professionals use 
AI to spark creativity and innovation in 
program design, rather than just effi-
ciency and automation?

AI removes technical barriers that used 
to limit the solutions learning teams 
could consider, whether due to budget, 
time, or lack of technical skill. An exam-
ple: VML set out to become the #1 user 
of WPP Open (our proprietary AI operat-
ing system) across the WPP network. At 
a moment when many L&D teams are 
thinking about AI awareness, we needed 
behavior change on a global scale for 
26,000 people. A small part of the VML 
population was using WPP Open, and 
almost no one was using it every day. 
They needed step-by-step training that 
didn’t exist yet.

Watching the chat during live, hands-on 
demos helped us realize something. If 
we could build self-paced walkthroughs 
for everyday tasks that everyone in an 
agency has to do, like analyzing data to 
gain insights, taking meeting notes, and 
creating follow-up emails, we could create 
a foundation for organic experimentation.

To build these walkthroughs, we needed 
an expensive enterprise solution or we 
could create a pixel-perfect replica of 
WPP Open using commercial eLearning 
software with JavaScript enhancements. 
We didn’t know JavaScript, but we knew 
WPP Open could teach us.

We built five fully interactive walk-
throughs using only the consumer tools 
we’d already invested in, plus the cod-
ing that AI helped us learn and exe-
cute. Within eight weeks of launch, VML 
became the #1 user of WPP Open across 
the network, a position we still hold. We 
turned a $3,000 investment in eLearning 
tools into a solution that helps protect a 
$300 million investment in AI.

How can L&D teams balance the use of 
AI-generated content with maintaining 

accuracy, inclusivity, and organiza-
tional voice?

A 2023 Harvard Business School/BCG 
study showed AI elevates low performers 
(43% improvement) more than top per-
formers (17% improvement). This means 
inexperienced or overextended teams 
can produce good work, but good AI con-
tent lacks the character and informed 
perspective that makes truly great learn-
ing. An example is VML’s “Hi” series. Hi 
teaches the human skills that make us 
irreplaceable while showing leaders how 
to use AI to create time for more human 
work. AI doesn’t generate Hi’s content, but 
we use it to create practice opportunities 
at scale through simulations. 

How can organizations use AI to identify 
emerging skill gaps and build more adap-
tive, future-ready learning ecosystems?

Organizations are using AI to predict 
needed skills by analyzing performance 
data. But AI only finds patterns in what you’re 
already measuring, and what matters for 
future readiness doesn’t show up there.

In his January 2025 World Economic 
Forum interview, Adam Grant said, “The 
future does not belong to the fact collec-
tors; it actually belongs to the dot con-
nectors.” How do you measure whether 
someone can synthesize across unre-
lated information? Or know when to 
push back on a request that won’t solve 
the actual problem? These capabilities 
determine whether learning creates 
change or checks boxes.

AI’s gift to us is making iteration faster. We 
can build simulations, track who practices 
and whether their behavior changes, then 
adjust based on what we learn. The most 
effective L&D teams will be those that can 
run experiments and interpret signals. If 
you’re organized around annual planning 
and vendor management, AI won’t fix 
that. The shift is working more like product 
designers—building, measuring, learning, 

iterating—than curriculum developers 
executing a plan.

What role can L&D play in helping 
employees develop the curiosity, agil-
ity, and digital confidence needed to 
thrive in an AI-driven workplace?

Instead of training people on “how to be 
curious,” build opportunities to practice 
curiosity in low-stakes environments. 
Give them a problem they care about 
solving and space to experiment. One 
pattern we’ve seen: managers will prac-
tice difficult conversations with AI simu-
lations dozens of times when they won’t 
practice them in workshops. When peo-
ple can fail privately and try again imme-
diately, they engage differently.

The bigger shift is helping people think 
like scientists: forming hypotheses, run-
ning experiments, and updating beliefs 
based on evidence. Most training says, 
“Here’s the right way.” What we need 
more of is “Here are three approaches 
that might work. Go try them and come 
back with what you learned.” L&D’s role 
isn’t to build curiosity, agility, and digital 
confidence directly. It’s to design systems 
where those qualities become necessary 
for success, then give people enough 
support and safety to develop them 
through practice.

Interview with
Kelly Stuart-Johnson

Global Head of Learning, VML

Kelly Stuart Johnson is Global Head of 
Learning at VML, a global creative power-
house serving 26,000 employees in 50+ 
markets. Named 2025 CLO of the Year by 
Better Work Media Group and winner of 
Brandon Hall’s Gold Award for Best Learning 
Leader, she is responsible for breakthrough 
programs like “Open Everydai,” which pro-
tected a $300 million AI investment with a 
$3,000 internally-developed solution.
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AI as a Capability Amplifier: 
Redefining Personalized Learning and Development

How are you currently using AI to tailor 
learning paths or recommend content for 
employees?

At Partners, we’ve been very intentional 
in using AI not just as a content curator, but 
as a capability amplifier. Our system draws 
from role architecture, skill inventories, perfor-
mance conversations, and even engagement 
feedback to design learning journeys unique 
to each employee. For example, if a manager 
identifies “developing team resilience” as a 
goal, the AI engine recommends micro-learn-
ing, coaching guides, and peer scenarios 
that match their specific context, all mapped 
back to our capability model. It also adapts as 
employees progress. If someone completes a 
module on emotional regulation, the AI might 
next surface a learning challenge or reflective 
exercise tied to their team’s current engage-
ment themes. It’s less about pushing content 
and more about pulling relevance. We’re mov-
ing from a catalog mentality to an ecosystem 
mindset; where data, learning, and perfor-
mance all live in the same conversation.

What opportunities does personalization 
through AI open up for L&D teams?

Personalization fundamentally shifts the 
role of L&D from being a producer of programs 
to an orchestrator of experiences. AI lets us 
scale what used to be reserved for executive 
coaching, contextual learning, moment-
based feedback, and goal-linked growth. It 
also allows for real-time agility. When market 
trends shift or member expectations evolve, 
the AI model can instantly surface new devel-
opment paths aligned to those emerging 
needs. That’s how learning becomes a com-
petitive advantage, not a lagging response. 
For our L&D team, personalization through 
AI has opened capacity. We spend less time 
maintaining content libraries and more time 
enabling leaders to coach, reflect, and rein-
force learning on the job. It transforms L&D 
from transactional to transformational. 

How are you measuring the impact of 
AI-driven personalization on learning out-
comes or engagement?

We measure in three categories: engage-
ment, application, and enablement.
•	 Engagement captures activity, time spent, 

return visits, social sharing, and completion 
rates. It helps us understand what resonates.

•	 Application evaluates behavioral change 
through post-learning reflection prompts, 
pulse surveys, and manager feedback loops.

•	 Enablement connects learning to perfor-
mance outcomes, like improved service 
metrics, faster onboarding, or reduced 
regrettable attrition.

We’ve learned that personalization drives higher 
stickiness. Employees spend more time in their 
learning path when it feels relevant and respon-
sive to their growth. But the real metric isn’t how 
many courses are completed, it’s whether those 
insights show up in team meetings, perfor-
mance check-ins, and business results.

How do you ensure AI-powered recommen-
dations align with both employee goals and 
business priorities?

Alignment comes from architecture. Every 
recommendation generated by AI must trace 
back to our organizational capability model, 
which defines what great performance looks like 
at Partners. We start with the business strategy, 
what the credit union must deliver to members, 
and cascade that into leadership and functional 
capabilities. Then we tag our learning assets to 
those capabilities, ensuring every recommen-
dation is not just personalized, but purposeful. If 
someone wants to grow in “leading change,” the 
AI engine pulls content tied to that capability, not 
just general leadership topics. It’s how we keep 
employee aspiration aligned with enterprise exe-
cution, the sweet spot of organizational learning.

How can leaders and managers complement 
AI-personalized learning with coaching and 
feedback?

AI can recommend what to learn next; 
managers bring the why and how. The greatest 
unlock happens when a leader uses those AI 
prompts to start real conversations:
•	 “What stood out to you in that module?”
•	 “How might you apply that on your next 

project?”

•	 “What did you learn that we can use as a 
team?”

This is where AI meets humanity. Managers make 
personalization meaningful through coaching 
and feedback loops that connect learning to 
lived experience. In a sense, AI builds the map, but 
leaders help employees travel it. We coach man-
agers at Partners to use these insights as cata-
lysts for connection, not control. The goal isn’t to 
manage learning, but to magnify it.

How do you see AI-driven personalization 
evolving over the next few years?

We’re moving toward adaptive learning 
ecosystems platforms that don’t just recom-
mend content, but evolve dynamically based 
on behavior, collaboration data, and even 
wellness metrics. Imagine a system that knows 
when a learner is overloaded and pauses rec-
ommendations, or that nudges reflection when 
engagement dips.

The future of personalization isn’t just 
smarter algorithms; it’s more empathetic intel-
ligence. It will blend cognitive science, behav-
ioral data, and human context to deliver not 
just learning, but growth in the moment that 
matters most. We’ll also see tighter integration 
between AI and internal talent systems, using 
predictive analytics to identify emerging skill 
gaps and recommending learning long before 
performance drops. That’s when AI moves from 
reactive to proactive, from learning to foresight.

What advice would you give to organizations 
just beginning to explore AI-based learning 
personalization?

Start small but design for scale. Begin with 
one high-impact moment, like onboarding, 
manager readiness, or career mobility, and let 
AI personalize that experience. Use it to learn 
how your data behaves, where your systems 
intersect, and how employees respond. Invest 
as much in trust as in technology. AI in learning 
works best when employees believe it serves 
their growth, not just company goals. Trans-
parency about how recommendations are 
made builds that confidence. And finally, don’t 
chase tools, chase outcomes. The real power 
of AI is unlocked when it helps people perform 
better, feel more connected, and see a future 
for themselves in the organization.

Interview with
Adam Hickman Ph.D.
Vice President, Learning, Organizational 
and Employee Development, Partners 
Affiliate of Walt Disney
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How AI Roleplays Drive Real 
Skill Development

Interview with
 Philippe Riveron 

Chairman & Global Alliances/ 
Co-Founder, Edflex

What exactly is an AI Roleplay, and why 
should L&D care?

At Edflex, we strongly believe in a blended 
learning approach where digital formats 
like videos, podcasts, and courses come 
together with live, instructor-led experi-
ences. AI Roleplays take that blend to the 
next level by empowering learners to prac-
tice real-world conversations like pitching 
a client, handling feedback, leading a 
meeting, or managing difficult conversa-
tions with instant, human-like responses. 
This is where learners reach levels 5 and 6 
of Bloom’s taxonomy, turning knowledge 
into real, demonstrated skill.

Why are AI Roleplays such a break-
through for corporate learning?

AI Roleplays finally solve the gap 
between “I get it” and “I can do it.” Most 

training stops at knowledge transfer, but 
AI Roleplays push learners to apply that 
knowledge in context. It’s active, adap-
tive, and measurable. Organizations can 
train thousands at once, see how skills 
evolve, and connect learning directly to 
performance metrics. It’s not just a more 
fun way to learn, but it’s transformative 
for ROI and culture.

There’s a lot of noise in the AI training 
space. What sets Edflex apart?

We’re not here to build another shiny 
AI gadget. We’re using AI to reimagine 
how people practice their work. At Edflex, 
the magic happens where pedagogy 
meets innovation so that each scenario 
feels authentic, like learners are actually 
in the moment, not just clicking through 
mandatory content.  

What’s next for Edflex and AI in learning?

The next big thing is around customi-
zation. Our AI Roleplays are evolving to 
reflect each client’s culture, solutions, 
and way of work so that every scenario 
feels authentic and relevant. We’re also 
adding more instructor-led features 
to strengthen the blended learning 
experience in a trusted, secure envi-
ronment. Every scenario is grounded in 
solid pedagogy and curated from our 
expert-verified content to keep our AI 
solution safe, credible, and focused on 
real skill growth.

A personalized
learning experience
for every learner
100,000 Resources. 25 Formats. 
35 Languages. 100 AI Roleplays.

Discover Edflex
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Can AI Coaching Truly Build 
Empathy and Emotional Intelligence?

How can we leverage AI to boost Empa-
thy and Emotional Intelligence in the 
workplace? 

I think when we look at AI, it’s akin to a 
LEGO block. Powerful, sometimes over-
whelming, and something to plug into 
in the worlds of learning, development, 
HR, or business. I think it’s important to 
focus on that process. When doing work, 
whether we realize it or not, AI is increas-
ingly part of that process. Be authentic 
about where and what knowledge is 
being delivered to the learner.

Do you think that an AI coach could 
help someone develop better empathy 
and emotional intelligence?

I think AI has a really interesting role, but I 
don’t want to oversimplify it. I don’t want 
to overhype it. For example, someone 
said to me, “Well, you can become a 
better speaker with an AI tutor.” I’ve been 

working on that all my life, and I’ve seen 
people spend a fortune trying to become 
better speakers, but they often fail 
because they lack a strong self-concept, 
because they had a parent who broke 
them down along the way, or because 
they’re not mentally prepared for it. So, I 
want to clarify that the coaching com-
ponent doesn’t necessarily imply behav-
ioral change. If I want to change, AI can 
certainly assist that process, but it won’t 
make me want to change or manipu-
late me into changing if I’m not naturally 
motivated to do so.

How do we ensure we strike the right 
balance between human intuition and 
AI-driven insight when we’re develop-
ing empathy or soft skills?

It’s a tough one. It’s really difficult, partly 
because we can’t fully understand the 
scope of human programming related to 
empathetic levels within AI. I have friends 
who work at companies focused on how 
to make learners feel motivated and 
respected and on how to present things 
effectively. They have that. I would love to 
see their empathetic algorithms. When 
we work with emotional algorithms in AI, 
we tend to get better at recognizing our 
own empathetic algorithms. For instance, 
what’s the algorithm for telling someone 
to stop, or asking why they’re doing that? 
Or saying, “tell me more,” or “that’s inter-
esting, but that’s not really what we’re 
talking about,” you know? So, I think this is 
where we’ll see significant growth, which I 
would call the front end of AI. 

I had this conversation with some folks 
from a religious group, and they showed 
a lot of interest in AI. I told them that what 
they need is this front end—so they can 
have AI integrated in a way that aligns 
with their values as a religion, possi-
bly using biblical metaphors or other 

methods that reflect their empathetic 
perspectives and beliefs. This approach 
would work whether someone is part of 
a religion, a fraternity, a sorority, or even 
just a passionate music fan. I know peo-
ple who, as soon as I mention Sponge-
Bob, get excited—I’m a producer, and 
they immediately relate everything to 
SpongeBob. I think if I tailored messages 
around SpongeBob, it might even help 
change their behavior. Do you see what 
I’m getting at? These are algorithms, cre-
ated by people or by AI, and the question 
is, how do we look at them? I actually 
think we need to give the end user tools 
to frame it the way they want, within a 
larger structure.

How does AI-driven personalized 
learning fit into this?

There’s extensive research that goes 
back a long way, not just ten years but a 
century or more, which ultimately says, 
“you want to teach me what I want to 
know.” Suppose I just moved to New York, 
and you were teaching me what to do 
there. You could say Elliott used to work 
here or there, or attended this kind of 
school, and AI can use that data to per-
sonalize how I learn. And it can go even 
further. For example, I grew up in Mexico 
and Egypt. At what point does AI intro-
duce some metaphors for me in Egyp-
tian or in Spanish? Because I have to tell 
you, I learn best in my native language, 
but officially, they want me to learn in my 
work language. Nothing is better than 
having a confused learner, then switch-
ing to their preferred language and see-
ing their eyes light up as they suddenly 
process it differently. 

Interview with
 Elliott Masie

Author, Producer, and President of 
The MASIE Center

Elliott Masie is one of the life long innovators 
in the EdTech and eLearning space. He is the 
Chair of MASIE Learning Foundation and also 
a Tony Nominated Broadway Producer.

http://INTELLIGENTENTERPRISELEADERS.COm    34


SPONSORED & IELA CONTENT

INTELLIGENTENTERPRISELEADERS.COM  •  14

THE NEW ERA OF CORPORATE LEARNING & DEVELOPMENT: AI ROLEPLAY/COACHING  

AI Literacy in Action: Building Trust, Skills, and 
Culture for the AI-Enabled Workplace

Interview with
Naveen Murarka

AI Faculty and Subject Matter Expert, 
American Management Association

What does true AI literacy look like in 
today’s workplace, beyond just 
knowing how to use tools like ChatGPT 
or Copilot?

AI literacy is evolving beyond what AI 
tool we use.  While that is a start, orga-
nizations must move beyond how AI 
works to how individuals work effec-
tively with AI as part of day-to-day 
literacy, focusing on 1) trust and 2) 
decision-making.  AI relies on its data 
inputs, and therefore, organizations 
need to build trust and confidence 
that data inputs are clean and cor-
rect, enabling AI to introduce efficien-
cies, insights, or new product offerings.  
Equally important is decision-mak-
ing and knowing when, why, and how 
to incorporate AI, which is integral 
to establishing an AI-forward com-

pany.  The impact on the organization 
of AI-driven solutions rests on devel-
oping well-thought-out approaches, 
including when to challenge, accept, 
or adapt these AI outputs.  The organi-
zations that will become AI literate are 
those that promote hands-on tools 
experience while facilitating trust and 
decision-making through open com-
munication between leaders, manag-
ers, and individual contributors.

How can teams learn to distinguish 
between productive AI use and “AI 
noise” that adds complexity with-
out value?

First, as an individual at any level, those 
who are successful define Key Perfor-

Continue reading on page 15 →

Naveen Murarka is an AI Specialist 
focused on technology, engineering, 
and strategic business solutions. He has 
helped global organizations translate 
emerging AI capabilities into practical 
applications that drive measurable busi-
ness value. Naveen brings a unique per-
spective that bridges the technical and 
the human sides of AI adoption—helping 
leaders navigate change, build trust, and 
apply AI responsibly.
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mance Indicators (KPIs) to establish 
clear success criteria for their organi-
zation, down to the simplest workflow.  
There must be a continuous review of 
those KPIs to enable pivots from existing 
paths that aren’t producing the desired 
results, ensuring the targeted AI use 
is beneficial and productive.   Pulling 
from the Agile development mindset, 
we need to focus on the value created 
and the impact on the business orga-
nization over and beyond a checkbox 
indicating that we are using an AI tool.  
For most companies, we must rely on 
our critical thinking skills, defining a sys-
tematic framework for integration of 
AI tools, and supporting smaller quick 
wins using pilots and smaller efforts to 
introduce an AI data-driven approach 
delivering value.

What strategies can leaders use to 
ensure that, as AI reshapes roles and 
workflows, employees continue to feel 
valued and empowered in their 
human strengths?

As we look at various generations, there 
is one generation that has witnessed the 
introduction of the calculator, computer, 
internet, smartphone, and now AI.  There 
are certainly those who may be scared 
about what this new technology, at what 
might be considered the most impactful 
scale, will bring, but ultimately, just as in 
previous technical advancements, the 
human drive continues to motivate us 
as individuals.  Leaders need to use their 
soft skills to frame AI as an enabler and 
use AI to everyone’s advantage.  This 
advantage can come in many forms, 
including creativity, critical thinking, and 
empathy, beyond the baseline technical 
capabilities offered by AI.

In an age of constant AI change, how 
can leaders cultivate a culture of 
continuous learning and adaptability 
across the organization?

AI continues to advance daily with the 
quickest global adoption of a technol-
ogy capability than any other innova-
tion in recent years.  The key is to apply 
an iterative, continuous learning mind-

set to include consistent training in all 
forms (microlearning, courses, peer-
to-peer sessions, industry exchanges, 
and more).  More importantly, failure 
needs to be looked at as an opportu-
nity to identify what doesn’t work with 
lessons pulled from that to continue 
towards supporting development.  
Clearly articulating the potential risks 
and establishing risk plans reduces 
fears and provides opportunities for 
adaptability across the organization, 
including those that might be seen as 
risk-averse.

What does responsible AI leadership 
look like when it comes to data quality, 
ownership, and governance, and how 
can leaders make those concepts 
tangible for their teams?

Leaders must move this conversa-
tion from technical AI use to driving 
organizational culture towards inno-
vation through accountability.   We 
must establish this mindset at all levels 
throughout the organization and must 
lead by example.  As an example, AI 
runs on data, and everyone must safe-
guard their data inputs to ensure data 
is current, relevant, and accurate with 
a philosophy of data quality.  When 
leadership prioritizes and continuously 
emphasizes this type of approach, 
team members will assume individual 
accountability, translating to responsi-
ble innovation and part of daily actions.  
Organizations that incorporate inno-
vation and empowerment into their 
governance strategies can anticipate 
more rapid progress.  

How can transparent communication 
and upskilling efforts help reduce 
anxiety about AI’s impact on roles and 
career paths?

Transparent communication and 
upskilling can reduce anxiety by replac-
ing fear with clarity and opportunity.  
Communication enables all members 
throughout the organization to move 
forward on their AI adoption journey 
together, celebrating successes while 
learning from any setbacks.  Leaders 
can provide clarity through communi-
cation about the organization’s vision 

and couple that with upskilling efforts.  
Job opportunities will continuously 
change, but unless you are at a lead-
ing technology firm, there is still time to 
upskill and adapt your skills to stay rel-
evant and provide value, much like in 
previous technology advances.  Estab-
lishing key AI literacy growth plans within 
the organization, coupled with organi-
zational training and hands-on AI tool 
use, enables individuals to feel empow-
ered to solve new business problems 
quickly and efficiently.  Transparency 
and learning create that AI-literate cul-
ture where AI is viewed as a partner in 
their progress.

As AI continues to evolve, how can 
organizations ensure AI literacy keeps 
pace with technological change rather 
than falling behind it?

Organizations must adapt their culture 
to embrace the technology enhance-
ments seen from AI.  We must ensure 
AI literacy is integrated in all facets of 
the organization that touch employees 
in areas that make sense to include 
onboarding, performance frameworks, 
and continuous training.  Several addi-
tional implementation examples, such 
as peer-to-peer learning, communi-
ties of practice, strategic leadership 
office hours, and others, accelerate 
the organization’s culture shift to pro-
mote AI literacy.  Ultimately, it is about 
establishing a framework and metrics 
that teams can execute against con-
sistently to support that continuous 
learning goal.

About AMA

For over 100 years, American Manage-
ment Association (AMA) has helped 
millions of professionals, through its 
world-class training and development 
programs, bring about positive change 
in their performance to improve busi-
ness results. Learn more: amanet.org

← Continued from page 14
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Designing Your Organization’s 
AI Literacy Roadmap

How is AI reshaping what it means to 
be an effective leader in today’s 
organizations?

Well, there are about three or four key dif-
ferences for leaders in this world. One is 
the general rules and behaviors around 
using AI, because it’s so easy to grab a 
chatbot, ask it questions, and walk into 
a meeting with information that may or 
may not be accurate. So, I think leaders 
need to establish the ground rules for 
how we will gather data. Where will we 
get our information from? Will we trust 
it or not? Will we develop internal tools 
ourselves? Most companies are now 
creating quite extensive internal tools to 
prevent people from going online and 
bringing in data that might be incorrect. 

The second is creating an environment 
where people can reinvent their jobs or 
their work. The big ROI of AI isn’t just about 
reading your emails a little faster or mak-
ing a chart from a spreadsheet. It’s about 
rethinking your workflow and maybe 
even building an agent to automate your 
personal tasks, then examining workflows 
across multiple jobs and automating 
much larger areas like customer expe-
rience, employee experience, recruiting, 
learning, and more. Only what we call 
“super managers” or “super leaders” pro-
mote that kind of experimentation. 

The third point is respecting the fears 
and concerns people have about AI. 
Most research indicates that employee 
engagement is very low right now – 
people have heard all the stories about 
layoffs and AI replacing their jobs. They 
want to learn about AI and use it, but they 
aren’t software engineers. Therefore, it’s 
really up to the leader to create an envi-
ronment where people aren’t afraid of AI, 
but instead feel like they are working for a 
company that supports it. 

The fourth step is just getting your hands 
dirty as a leader. You, as a leader, have 
to understand new technology yourself 
because it’s so transformational in many 
areas of business and work. 

When we talk about AI literacy, what 
does that really mean inside organiza-
tions — and what core skills or mindsets 
should it include?

Everyone who uses AI needs to under-
stand that just because it provides a con-
fident answer, it doesn’t mean it’s correct. 
You must apply a scientific approach to 
questioning the answers to ensure they 
are accurate. If you’re a software engineer 
working on these systems, you’ll spend a lot 
of time on data quality, ownership, and gov-
ernance. Data quality has a huge impact 
on AI – even a small amount of polluted 
data can affect many queries people ask. 

So, that’s one technical skill. The second is 
understanding the depth and extensive 
capabilities of AI, rather than just using 
it as a search tool. Most people really 
under-utilize AI. Experimenting and learn-
ing from others how to build prompts and 
develop use cases that are quite compre-
hensive is the second skill, and that takes 
time. This isn’t something you can learn 
from a single course. Aside from that, it’s 
the skill of curiosity. These are non-deter-

ministic systems, and the more curious 
people are, the more interesting applica-
tions they will come up with. 

What are the most effective ways to 
help employees build AI fluency and 
confidence in using these tools in their 
everyday work?

There are three or four levels of training. 
The first involves fundamentals, where 
you probably need to take a course that 
simply explains the system, what it is, 
which version we’re using, what we built, 
and what’s available to you. It also covers 
how to get access to it and what infor-
mation you should expect to find—and 
what you shouldn’t. 

There’s use case development, and I 
think companies will need to decide on 
their own which use cases to promote or 
where to get that information. The third 
is providing people with hands-on prac-
tice. Then, there’s teaching people how 
to build things — like how do you build 
an agent or create a GPT? There’s also 
essential education based on your job 
and career. What will be the best oppor-
tunities to transform your role and career 
given what’s happening in your area? 

As AI continues to evolve at such a rapid 
pace, how can organizations ensure 
their people and their skills keep up?

Ideally, the way it should work is that the 
company should have a standardized 
toolset so employees aren’t browsing 
the internet for any tools they can find. 
Instead, the company should roll out ver-
sions of that toolset and teach employ-
ees what’s new every week or two. That’s 
the approach we use. I know many large 
companies prefer that you do not put 

Continue reading on page 17→

Interview with
Josh Bersin

Global Industry Analyst
and CEO, The Josh Bersin Company
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any internal data into an AI system unless 
it’s supported by the company. These 
kinds of rules need to be established.

With AI taking on a larger role in deci-
sion-making, how can leaders main-
tain psychologically safe, human-cen-
tered workplaces that still value empa-
thy and emotional intelligence?

I don’t believe that stuff will disappear. I 
see AI as a tool. It’s not taking over your 
job. It’s replacing a large part of your 
routine tasks, but it’s not replacing your 
thinking, emotions, relationships, design, 
creativity, or problem-solving skills. It’s 
there to assist you. That’s why we call it 
the super worker effect. If you’re a sales-
person, all these AI chatbots designed to 
be sales development reps have mostly 
failed. They don’t really work. Human 
relationships remain more important. In 
recruiting, the human element—relation-
ships, team alignment, skills, develop-
ment, and coaching—still plays a key role. 

However, as we discover what AI can 
do, we’ll be jettisoning a lot of tasks we 
now see as routine or boring. For exam-
ple, if you’re a sales manager or even 
an HR person and you need to analyze 
employee data on sales or revenue 
bonuses, you no longer have to spend 
an entire day doing it. You’ve saved a 
day, and that doesn’t make you any less 

human. You still need to decide what 
to do with the information and how the 
employees will respond to your decisions. 

Every company is different. I prefer com-
panies to enable their employees to reskill 
before resorting to layoffs. The problem with 
letting people go early is the psychological, 
unproductive fear that everyone remaining 
has survivor’s syndrome, realizing half their 
department just got laid off. As a result, they 
enter survival mode. The other thing is, and 
we’ve done studies on this, the main ROI of AI 
is not cutting costs – it’s increasing revenue. 
It’s about creating better customer experi-
ences and improving customer service. 

How do you see AI literacy evolving over 
the next few years as AI tools become 
more agentic and autonomous?

It’s kind of like people learning how to use 
the iPhone, or learning how to use web 
browsers, or learning how to use anything 
else that’s new. There will be people that 
will ignore it, and they will just not learn it. 
And then there will be people who are 
hyper into it, and they will move. They will 
become high performers in every new 
technology. Those who are hands-on, cre-
ative, experimental, and curious will thrive. 
You don’t have to be technical to use it 
because it speaks your language. But you 
have to be a learner. 800 million people a 
day use ChatGPT, so I think we’re going to 
be in a world where AI literacy is standard. 

What advice would you give to orga-
nizations that are just starting to build 
out their AI literacy strategy, and where 
should they start?

The number one thing isn’t so much the 
literacy part, but establishing a stan-
dard platform for people to use so there’s 
something to teach them. Then, I think 
there must be 10,000 courses on the inter-
net on the basic fundamentals of AI, and 
depending on the platform, all of the ven-
dors are building courses of their own that 
teach people how to use their tools. But you 
can’t teach people how to build a cabinet 
until they build a cabinet. So you’re not 
going to be able to do it until you’ve done 
it. A lot of literacy building is giving people 
projects – it’s a lot of experimentation and 
sharing. That culture grows if you build it, 
and you won’t have to do as much training, 
because people are teaching each other. 

So a lot of the literacy building is giving 
people projects, hackathons, prompt-a-
thons, sharing ideas, cajoling people to 
try new things, giving them an afternoon 
to play around, doing things in meetings, 
and showing people other things that 
you’ve done. It’s a lot of experimentation 
and sharing, and that culture grows. If 
you build that kind of culture, you don’t 
have to do as much training, because 
people are teaching each other. 

← Continued from page 16

http://INTELLIGENTENTERPRISELEADERS.COm    34
https://www.intelligententerpriseleaders.com/ai-intelligent-automation/webinars/ai-meets-eq-how-leaders-are-practicing-the-human-side-of-performance


IELA CONTENT

INTELLIGENTENTERPRISELEADERS.COM  •  18

THE NEW ERA OF CORPORATE LEARNING & DEVELOPMENT: AI LITERACY

Rethinking AI Literacy in Corporate L&D

If you’re feeling woefully behind on 
embracing artificial intelligence (AI) in 
your organization, you are not doomed. 

Using AI in employee training is still rela-
tively nascent because it’s still a “new” need. 
According to our research, only 35% of orga-
nizations have fully embraced AI in general. 

But as AI continues to reshape the work-
place, more organizations are making 
efforts to upskill their workforce in prepa-
ration to apply AI to day-to-day workflows. 
The problem is, many are making the same 
mistake: they are approaching AI training as 
a subset of digital skills or data literacy. While 
these are important for many roles, they are 
shortsighted for the broader AI conversation. 

AI literacy is a multidimensional construct 
that includes critical thinking, ethical rea-
soning and the ability to collaborate with 
AI systems effectively. In other words, it’s 
about preparing employees to think with 
AI, not just passively work with it. AI systems, 
especially generative AI, are probabilistic, 
context-sensitive, and often opaque. They 
require users to engage in judgment, not 
just execution.

This means employees must learn to ask 
better questions, evaluate AI-generated 
outputs critically, and understand when 

to trust or override its recommendations. 
These are cognitive and metacognitive skills, 
not technical ones. They require a shift in 
employee mindset from seeing AI as a black 
box to be mastered (otherwise our jobs are 
at risk), to a collaborator whose strengths 
and limitations must be understood.

AI Literacy ≠ IT Training

A common misconception is that AI training 
is a close relative of IT training. While tech-
nical teams certainly need deep expertise, 
the broader workforce needs something 
different: functional fluency. This includes 
understanding what AI can and cannot 
do, how it fits into business processes and, 
most importantly, how to use it responsibly. 
Because an uncomfortable truism of AI is 
that it bears zero of the consequences for 
its bad outputs — the employee shoulders 
that burden.

For example, a marketing analyst doesn’t 
really need to know how to fine-tune a lan-
guage model, but they do need to under-
stand how generative AI can support cam-
paign ideation, automate content creation 
or analyze customer sentiments. Similarly, 
a compliance officer must grasp how AI 
decisions are made to assess regulatory 
risks, even if they never read a line of code. 
But most importantly, when to use (and not 
use) these tools is a judgment that must be 
made in the flesh rather than in the cloud.

Chasing AI Literacy in L&D

A robust AI literacy framework should include:

•	 Conceptual understanding: What is AI? 
How does it work? What are its limitations?

•	 Critical thinking: How do we evalu-
ate AI outputs? What biases might be 
embedded in the results we get?

•	 Ethical awareness: What are the impli-
cations of using AI in decision-making?

•	 Collaborative competence: How do we 
integrate AI into workflows and teams?

•	 Change readiness: How do we foster 
adaptability in the face of continuous 
AI evolution?

L&D training programs also must be con-
textualized and embedded in real-world 
scenarios, tailored to specific functions of 
the broader business. This improves per-
ceived relevance and helps employees see 
AI as a practical enabler of work rather than 
an abstract concept that magically spits 
out text.

Finally, organizations must model the mind-
set they wish to instill. This means leaders 
should demonstrate curiosity, experi-
mentation, and transparency in their own 
use of AI. Our data has shown that when 
stakeholders are behind AI transformation, 
employees largely follow suit. However, the 
flip side of that scenario also holds true: bad 
attitudes at the top tend to mirror the vibes 
on the ground floor. 

Takeaways on AI Literacy

AI literacy is an imperative that must be 
thoughtfully defined and operationalized 
by L&D. As AI becomes embedded in more 
functions, the ability to leverage it effectively 
will differentiate high-performing organiza-
tions from the rest. That’s not conjecture, 
our data backs this up: 50% of top-perform-
ing businesses were actively using AI. Fur-
ther, these high performers tended to use it 
in more places to support training, and the 
learners inside these organizations tend to 
have a significantly more positive general 
attitude about AI and be more receptive 
to engaging with it in multiple forms for the 
purpose of training. 

Business advantage will come from a work-
force that is confident, curious and capable 
of thinking critically about how AI fits (and 
doesn’t fit) into their work. In this sense, AI 
literacy is not the end goal, but a foundation 
to build upon in the coming years. 

By Tom Whelan Ph.D.
Director of Corporate Research, 

Training Industry, Inc.

Tom Whelan, Ph.D., is the director of cor-
porate research at Training Industry, Inc. 
He studied industrial-organizational psy-
chology at North Carolina State University 
and has consulted with both corporate 
and government organizations on learn-
ing and assessment initiatives.
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Bridging the Gap: Enhancing Multigenerational 
Communication in Today’s Workplace 

By Eric Jackson
Head of Global Sales, 
Becker Professional Education

Today’s organizations face the challenge 
of connecting four distinct generations 
at once, each bringing unique commu-

nication preferences, standards, and norms. 
While this diversity is valuable, it can create fric-
tion that hinders collaboration and progress. 

Effective communication across generations is 
essential for business success. Instead of rigid 
rules and topdown mandates, we recommend 
focusing on building emotional intelligence 
(EQ) which allows your team to recognize and 
manage emotions, understand others’ feelings, 
and navigate relationships effectively. In a mul-
tigenerational workplace, strong EQ allows indi-
viduals to connect beyond surface differences 
to improve collaboration and communication 
throughout the organization. 

The Five Domains of Emotional Intelligence 
for Better Communication 

EQ consists of five key domains. Each plays a 
distinct, necessary role in bridging genera-
tional divides. 

1. Self-Awareness 
Self-awareness is the ability to recognize 
and understand your own emotions, drives, 
strengths, and limitations and how these inner 
states can impact others. Hallmarks include 
self-confidence, realistic self-assessment, and 
candid acceptance of personal weaknesses. 

How it helps: Self-awareness helps employees 
see that communication may be shaped by 
habits or generational norms, and how these 
might affect colleagues from different back-
grounds. By being honest with oneself and open 
to feedback, individuals can identify potential 
sources of conflict before they escalate. 

Take action: Boost self-awareness by encour-
aging a daily five-minute reflection or journal-
ing routine for yourself and your team. This can 
include noting situations that trigger an emo-

tional response and how that response may 
have affected others on the team, especially 
those from different generations. 

2. Self-Management 
Self-management is the art of controlling 
emotions and impulses and acting with integ-
rity. Those skilled in self-management keep 
disruptive emotions in check, think before 
reacting, and remain calm under stress. 

How it helps: When generational tensions 
arise, self-management allows employees 
to pause, reflect, and respond thoughtfully 
rather than reactively. This creates space for 
constructive dialogue and sets a tone of pro-
fessionalism and respect. 

Take action: Have your team focus on giving 
others space to speak in meetings or group 
discussions, focusing on not interrupting or 
overtalking (whether they agree or disagree 
with the speaker). 

3. Self-Motivation 
Self-motivation is the drive to improve and 
achieve, spurred by internal passion rather than 
external rewards. Motivated individuals are opti-
mistic, committed, and resilient, even when fac-
ing setbacks or changing circumstances. 

How it helps: Self-motivated employees 
bridge differences in technology, workflow, or 
recognition by proactively overcoming com-
munication barriers and fostering collabora-
tion toward shared goals. 

Take action: Help your team members set 
personal or team SMART goals (Specific, Mea-
surable, Attainable, Relevant, TimeBound). 
Even if the goals aren’t focused on communi-
cation, this practice creates a sense of prog-
ress and helps keep the team motivated. 

4. Empathy 
Empathy is the ability to understand others’ 
feelings and perspectives, recognize subtle 
social cues, and respond appropriately. It’s 
essential for managing relationships and 
making thoughtful, inclusive decisions. 

How it helps: Empathy creates a shared 
understanding to build trust across gener-
ations. For instance, it encourages patience 
with team members who need more time to 
adopt new technology and sensitivity to the 
need for flexible scheduling. 

Take action: Try a simple “active listening” 
exercise in meetings: after one person shares 
an idea or concern, have another partic-
ipant reflect back what they heard and how 
they believe that person feels. Rotate roles to 
encourage everyone to participate. 

5. Social Skills 
Social skills include clear communication, rap-
port-building, conflict management, and fos-
tering teamwork. Individuals who excel in this 
area effectively manage relationships, under-
stand group dynamics, and influence others 
for the team’s benefit. 

How it helps: In multigenerational teams, indi-
viduals with strong social skills can facilitate 
open discussions, help translate expecta-
tions between groups, and ensure all voices 
are heard. They are change agents who help 
teams navigate shifting demands and collab-
orate toward success. 

Take action: Host monthly team-building ses-
sions or practice conflict resolution techniques 
together to provide a safe space to develop 
trust, practice respectful communication, and 
build skills for navigating conflicts productively. 

By enhancing these five domains within 
your organization, you empower stronger 
cross-generational communication with 
respect and understanding—a crucial founda-
tion for collaborative, high performing teams. 

At Becker, we help thousands of organizations 
upskill and train their teams. To see how we 
can support your team’s growth, explore The 
Learning Compass— especially page 25 for 
details on personal development courses like 
Leading Through Emotional Intelligence.
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The Real Promise of AI for L&D
Many companies are excited about AI for 
L&D. From your perspective, what’s the 
real opportunity versus the hype?

The view I’ve continued to believe and 
espouse is that adding tech to L&D only 
makes sense after you get the learning sci-
ence right first. Tech-enabled bad design is 
still bad design. There’s a lot of hype about 
how Generative AI will automate much of 
the content production we currently per-
form. Yet content production is one of the 
problems we face: doing more content 
dump faster is still content dump. A per-
sistent superstition is that information will 
lead to behavior change, yet the evidence 
is clear that achieving new outcomes 
requires repeated, spaced, meaningful 
practice (and more). Until we get that right, 
no tech is going to help.

Once we do get design right, tech can 
assist. But no tech understands context, 
so we still need to embed the core deci-
sions learners need to make into com-
pelling practice. Generative AI can help 
dream up scenarios, but you’ll want to 
own the core decisions and check AI out-
puts for accuracy.

How is leadership development evolving, 
and what skill gaps should L&D leaders be 
focusing on?

Leadership development is, as my col-
league Matthew Richter notes, largely 
flawed for several reasons. It’s full of “feel-
good” things people like, but most of it 
isn’t effective. I can’t really say where it’s 
going, but I can say it should be more spe-
cific, contextually grounded, and devel-
oped according to learning science. We 
should be identifying key skills, assessing 
folks against them, and providing ongoing 
development where needed. We should 
develop core evidence-based skills such as 
listening well, connecting with people emo-
tionally, leading meetings, and identifying 
and addressing bias.

Where do you see the biggest gaps 
between how organizations design learn-
ing today and how people actually learn?

The main gap is the belief that we’re log-
ical and that when presented with new 
information, we’ll change our ways. But as 
humans, that’s not how we work. Research 
shows we’re highly contextual and require 
spaced practice, feedback, and supportive 
environments to systematically change 
behavior. Yet most corporate learning 
focuses on information presentation. It’s 
cheaper and looks like what we experi-
enced in school, but it’s horribly ineffective. 
We need emotional engagement, mod-
el-based concepts, contextually spread 
examples, and meaningful practice with 
feedback spaced over time. 

How can L&D teams build effective learn-
ing programs while contending with 
budgetary and time constraints?

Ideally, we’d educate stakeholders and get 
resources to do what’s needed. We also 
need to work smarter, to stop throwing 
courses at everything and look for cheaper 
alternatives. Look to community first (where 
others take responsibility), then job aids 
(where information is in the world), and 
reserve courses for what truly needs to be 
in the head.

In the short term, we may need stealth 
practices: rewriting multiple-choice ques-
tions into relevant mini-scenarios, writing 
content as models and examples, and cre-
ating emotionally engaging intros. Then, 
measure the impact and use that evidence 
to make the case for more. But we must 
understand how people really think, work, 
and learn before applying these measures.

What are some dos and don’ts for applying 
generative AI within learning programs?

Generative AI isn’t revolutionary; it uses 
slightly improved algorithms at scale. It has 

problems with the ethics of its training data, 
environmental concerns, regular mistakes, 
and questionable business models. Other 
than that, it’s fine! I’ve been a big AI sup-
porter and would welcome it except for the 
hype. Be wary.

Used well, it can be a great thinking part-
ner, surfacing domain ideas experts missed 
or helping you consider scenarios and 
wording you hadn’t thought of. But it needs 
checking, whether by the SME on domain 
accuracy or by you on learning design. It will 
reliably argue for myths unless you correct 
it. Never trust it implicitly or completely.

What trends and opportunities do you 
hope to see revolutionizing the space 
in 2026?

I hope to see the cognitive and learning sci-
ences revolutionize what we’re doing. We 
have great technologies—virtual worlds, AR, 
AI—but design must come first (“if you get 
the design right, there are lots of ways to 
implement it; if you don’t, it doesn’t matter 
how you implement it”). I’d also like better 
underlying architecture, such as content 
models for flexible delivery, and a broader 
focus on supporting people not just in 
learning, but in doing. We have the tech—
now we need the knowledge and the will. 
Fingers crossed.

Interview with
 Clark Quinn Ph.D.

Author, Speaker, 
Executive Director, Quinnovation 

Clark Quinn, Ph.D., is an internation-
ally known keynote speaker, author of 7 
books, and consultant via Quinnovation 
to corporations, government, education, 
and not-for-profits, with a track record of 
innovation. He also serves as Co-Director 
of the Learning Development Accelerator 
and Advisor to Elevator 9.
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Driving Adoption and Agility With L&D

From your perspective, what role should L&D 
play in helping organizations navigate constant 
change without overwhelming employees?

L&D should serve as the organization’s 
air-traffic controller for change – mapping 
audiences, understanding impacts, and 
sequencing launches so teams don’t exceed 
their “change load.” That requires being inten-
tional about what rolls out when and focusing on 
the outcomes that matter most. It also means 
shifting from large, one-time training events to 
minimum viable learning: short, job-embedded 
guides, checklists, and brief learning bursts that 
support work in real time. When managers are 
equipped with talk tracks, coaching prompts, 
and team practice plans, learning becomes 
part of the flow of work. Strong feedback loops, 
from pulse checks to help-desk data, allow 
quick iteration and help keep the learning library 
small, timely, and trusted.

AI adoption is creating rapid change across 
roles and workflows. How can L&D teams 
help employees build confidence rather 
than anxiety as AI tools roll out?

The most effective way to reduce anxiety 
is to start with clarity: what the AI tool will and 
won’t do. L&D can then create safe, guided 
practice environments – sandboxes where 
employees can experiment and gradually 
move from “shadow mode” to “co-pilot” to 
“auto-pilot.” Simple, role-based playbooks 
and prompt libraries give employees an easy 
on-ramp, while an AI Champion network and 
daily office hours provide fast support. At the 
same time, building AI literacy in ethics, pri-
vacy, and verification helps employees use 
tools responsibly. Normalizing quality checks, 
such as verifying sources and reviewing out-

puts for accuracy, ensures confidence grows 
alongside capability.

When major organizational shifts happen 
– new systems, restructures, new customer 
expectations –  what are the most common 
mistakes you see leaders make in the learn-
ing and change-management process?

One common mistake is assuming a single 
“big bang” training moment can drive lasting 
change. Without spaced practice, reinforce-
ment, and manager coaching, attendance 
rises but adoption doesn’t. Leaders also 
sometimes launch training before processes 
or systems have stabilized, creating confusion 
and undermining trust. Another pitfall is fail-
ing to coordinate sequencing across teams; 
when multiple changes hit at once, priorities 
blur and messages conflict. And without a 
clear plan for retiring the old way of working, 
people often revert back. The most significant 
miss, though, is skipping frontline co-design 
- resulting in solutions that don’t reflect real 
workflows or customer needs.

How can L&D leaders partner with HR, IT, and 
business leaders to embed change readi-
ness into the culture?

Embedding readiness begins with shared 
ownership. L&D can help create a cross-func-
tional change council that aligns roadmaps, 
reviews team-level change load, and ensures 
every initiative includes a learning and enable-
ment workstream. Integrating L&D into IT 
release cycles and business planning pro-
cesses makes learning part of how work gets 
delivered, not an add-on. A unified “Way We 
Change” playbook – with readiness check-
lists, templates, comms standards, and man-
ager kits –  ensures everyone operates from 
the same approach. And when HR, IT, and L&D 
share telemetry, ticket trends, and quality met-
rics, it becomes easier to identify where support 
is needed and where adoption is strongest.

How do you measure whether change-re-
lated learning efforts are working? What 
indicators signal that employees are not just 
trained, but truly adopting new behaviors?

Meaningful measurement looks beyond 
training completions to whether people are 
using the new way of working with confidence 
and quality. Early indicators include whether 
the right audiences were reached and whether 

the content felt useful in the moment. Adoption 
metrics –  such as time to first successful task, 
depth of feature usage, and support patterns 
–  help show how quickly employees are get-
ting value. Over time, behavior shifts show up 
through workflow proficiency, reduced errors, 
and stronger quality audits. Ultimately, the 
best signals come from business outcomes: 
improved cycle time, fewer defects, better cus-
tomer experience, or increased productivity 
tied directly to the change.

AI can personalize learning and simulate 
real-world change scenarios. Where do you 
see the biggest opportunities for AI-pow-
ered training in future change initiatives?

AI enables personalized, adaptive path-
ways that meet learners at their exact level 
of need. It can identify patterns in errors and 
tailor practice accordingly, while conversa-
tional simulators allow employees to rehearse 
customer or manager scenarios with imme-
diate, targeted feedback. On-the-job copilots 
can surface step-by-step guidance in real 
time and automatically check work against 
policies, reducing errors and accelerating 
proficiency. AI can also help maintain learn-
ing content, generating summaries, updating 
versions, and supporting translation as pro-
cesses evolve. When thoughtfully deployed 
with human oversight, AI can dramatically 
shorten the distance between learning, appli-
cation, and measurable performance.

Looking ahead, what does a future-ready 
L&D function look like in a world where tech-
nology, customer expectations, and skill 
requirements are shifting faster than ever?

The future L&D function operates like a 
modern product organization –  using dis-
covery, roadmaps, sprints, and telemetry 
to continuously refine learning experiences. 
Its tech ecosystem blends skills intelligence, 
workflow-embedded guidance, analytics, and 
content systems grounded in open standards 
and strong model governance. The talent mix 
expands to include learning engineers, data 
analysts, UX writers, and business-embedded 
partners who co-design with frontline teams. 
Content becomes smaller, more curated, and 
versioned with clear ownership and SLAs. And 
above all, a manager-first enablement mind-
set creates a team culture that makes contin-
uous learning part of everyday work.

Interview with
 Arkesh Mishra 

Head of People, Walmart US Tech,
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Training Operations: 
The Missing Link in L&D Strategy

By Stephan Pineau
CEO, Training Orchestra

There’s no question that AI 
is reshaping how learners 
access knowledge and build 

skills. But when those skills need to 
be applied with confidence and 
accuracy – organizations still turn 
to instructor-led (ILT) and virtual 
Instructor-led training (vILT).

Human-led learning remains the 
most effective way to build the 
capabilities that drive performance. 
And as reliance on ILT and blended 
programs grows, so does the com-
plexity required to deliver them well.

Training Is Essential – and 
Increasingly Complex

Behind every successful ILT pro-
gram is an extensive layer of work: 
coordinating instructors, man-
aging resources and capacities, 
securing rooms and virtual tools, 
and adjusting schedules across 

geographies – often with constant 
last-minute changes.

Every L&D leader knows the feeling: 
the missing instructor, the dou-
ble-booked room, the resched-
uled session that ripples across 
the calendar. 

This complexity isn’t administra-
tive; it’s operational. And when 
training operations break down, 
even the strongest training pro-
gram can’t deliver the outcomes 
organizations expect.

From Administration to 
Orchestration

To keep pace, leading organizations 
are shifting from manual adminis-
tration to orchestrating the entire 
training operations ecosystem with 
a unified view of:

•	 Instructor expertise and availability
•	 Sessions, scheduling, and global 

demand
•	 Resources, constraints, and utilization
•	 Data and costs 

When these elements are con-
nected, training becomes scalable 
and far more strategic. 

This is where modern Training Man-
agement Systems (TMS) become 
essential for centralizing moving 
parts, so teams can shift from 
manual coordination to proactive 
planning. And deliver ILT faster and 
more efficiently, while accelerating 
skill transfer at enterprise scale. 

Building the Foundation for the 
Future: Data & AI

One of the most important advan-
tages of modern training operations 
platforms is the data foundation. 
Centralized operational data helps 
organizations understand utilization, 
predict demand, optimize resources, 
and continuously improve.

And as organizations prepare for 
the future, this data becomes even 
more valuable – enabling leaders 
to use AI on top of this deep data 
to identify patterns, anticipate 
demand, and uncover efficiency 
opportunities that were impossible 
to see before.

A New Priority for Learning Leaders

Training has always relied on people. 
What’s changing is how successful 
organizations support the complex 
work required to deliver it at scale. 

Learn how Training Orchestra helps 
organizations orchestrate ILT at 
scale and build an operational foun-
dation for lasting business impact.

Stephan Pineau is the CEO of Training 
Orchestra, helping organizations improve 
the efficiency and scale of Instructor-Led 
and virtual training by optimizing and 
automating training operations with 
Training Management System technology.
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Maintaining Control and Quality in Training Programs in the AI Era

How can L&D leaders maintain control and 
quality of their training programs in the AI era?

AI presents a major opportunity for L&D 
to rethink how we operate. For decades, L&D 
teams have been small groups supporting 
enormous organizational needs, which pushed 
us into a top-down model: large systems, huge 
content libraries, and a constant struggle to 
generate interest in what we produced.

AI changes that completely. If we try to use 
AI simply to fill content gaps or replicate the old 
model, we’re playing a losing game. Instead, we 
need to step back and ask: What are we actu-
ally here to do? At our core, L&D exists to improve 
performance, address capability breakdowns, 
and close skills gaps—things we’ve traditionally 
struggled to reach because of limited resources.

Quality comes from focusing on real busi-
ness problems. By spending more time on 
analysis and ensuring every intervention is 
laser-focused on performance, capability, 
or skill requirements, we create solutions that 
truly matter. If a program doesn’t address a 
real challenge, it becomes just another piece 
of content in an already overwhelming sea of 
content. In the AI era, quality is defined by rele-
vance and impact, not volume.

How can L&D balance technology-driven 
learning with preserving the human con-
nection in instructor-led training?

It all starts with understanding the problem 
you’re solving. When you don’t define the prob-
lem, you end up debating modalities—class-
room vs. digital—without any real rationale.

When you understand the issue through 
both data and evidence (what’s happening, 
why it’s happening, and what’s preventing 
people from performing), the right modal-
ity becomes clear. The Five Moments of Need 
framework shows that the closer learning is to 
the moment of apply, the more impact it has. 
By contrast, “just in case” classroom training is 
often the least effective because it’s removed 
from the work and poorly timed.

That doesn’t mean we eliminate instruc-
tor-led training. We use it for what humans do 

best—high-value interactions, collaboration, 
and connection. When I was at Disney, we’d send 
executives to multi-day leadership programs. 
Almost every time, they’d say the most valuable 
part was the networking, not the content. That’s 
the human connection worth preserving.

We should use digital tools and AI to get 
as close as possible to the work for knowledge 
transfer, and reserve in-person sessions for expe-
riences that truly require people to be together.

What is the single most important AI skill L&D 
professionals need to develop to stay ahead?

AI literacy is now table stakes in L&D. It’s not 
enough to dabble—L&D professionals need to 
understand how to build and deploy AI agents. 
If Josh Bersin is correct and up to 63% of opera-
tional L&D work can be automated, we should 
be using AI to remove administrative burden 
so we can focus on high-value work.

The most important human skill becomes 
consulting and analysis: understanding busi-
ness problems, identifying performance gaps, 
and designing targeted interventions. We 
should then ask AI: How can you take the busy 
work off my plate so I can focus on this?

If L&D doesn’t skill itself up in AI, we risk being 
overwhelmed by operational tasks instead of 
contributing strategically.

How is AI being used to increase collabora-
tion within the L&D function?

360Learning is a great example of this, 
because their platform is built around collabora-
tive learning. The key is to anchor collaboration to 
real business problems—not generic content.

Here’s how AI enhances collaboration:
1.	 Skills mapping shows precisely what 

each role requires and where gaps exist.
2.	 AI generates a first draft of solutions or 

content targeted at specific gaps.
3.	 Subject matter experts validate and 

refine those solutions.
4.	 Learners collaborate around applying 

that knowledge in context.
This means everyone has fingerprints on the 
learning solution—SMEs, learners, managers—
not just L&D. AI removes L&D as the bottleneck 
and creates a more dynamic, participatory 
learning ecosystem.

Generic collaboration around generic 
content is useless. Collaboration becomes 
powerful only when it’s tied to actual skills 
gaps and performance needs.

Skills-based learning is a major topic in L&D. 
What does it actually mean in practice, and 
what benefits does it bring?
Traditional L&D is topic-based—communica-
tion skills, presentation skills, time manage-
ment, and so on. Skills-based learning flips 
that completely.

It starts with the individual and their role:
•	 What skills are required for your job?
•	 What level of proficiency is needed?
•	 Where are your gaps?
•	 What’s the shortest path to close them?
Employees only have 10–15 minutes a day to 
develop. With a skills-based model, that time is 
spent directly addressing a specific capability 
they need in their role, not browsing through 
generic content libraries.

For organizations, skills mapping provides 
visibility into the current level of capability 
across the entire workforce. You can see which 
critical skills exist, which are missing, and 
where you’re vulnerable. AI makes this even 
more powerful—skills maps become dynamic 
and adjust automatically as roles evolve.

Traditional L&D is like navigating an ide-
alized map. Skills-based learning shows the 
real terrain—potholes, obstacles, and all—and 
guides employees through it.

What strategies help organizations sustain 
a skills-based learning strategy long-term?

The hardest part is the beginning—map-
ping roles, conducting assessments, and cre-
ating accurate skills data. For large organiza-
tions, this can be significant upfront effort.

But once the foundation is in place, the 
model sustains itself because conversations 
change. Instead of vague recommendations 
(“You should take an Excel course”), managers 
can say:
•	 “Here’s where you are.”
•	 “Here’s where you need to be.”
•	 “Here’s the specific skill you need to work 

on next.”
This brings clarity and accountability that 

never existed before. In the old model, people 
could attend a course and choose not to apply 
it, with little accountability. Skills-based learning 
removes that opt-out. Progress becomes visible.

It’s a new organizational muscle. High per-
formers thrive quickly, while others grow into it 
gradually. But the structure—specificity, trans-
parency, and alignment to real work—keeps 
the strategy alive.

Interview with
David James 
Podcast Host, Speaker, and 
CEO, 360Learning
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Businesses often view learning and 
development (L&D) as a cost center 
rather than a strategic partner for 

improved business performance. But that 
mindset must change. True transforma-
tion can only occur when organizations 
adopt a business-first approach to L&D, 
where every training initiative can demon-
strate impact on business performance.

The Problem: L&D Exists in a Silo

A siloed approach to L&D presents a crit-
ical risk. L&D teams often track comple-
tions and assessment scores, but rarely 
connect learning to larger organizational 
goals. More training won’t solve this issue. 
The solution lies in establishing stronger 
connections between training content, 
the skills your people need, and business 
goals. It’s about delivering targeted, stra-
tegic learning that improves the metrics 
most important to the organization. 

Redefining Business-First L&D

A business-first approach begins with 
one question: What does our company 
want to achieve? Whether the answer is to 
increase revenue, improve the customer 
experience, or something else, your L&D 
strategy should demonstrate an ability to 
continuously improve employee perfor-
mance to achieve company performance 

goals. Success requires close collabora-
tion between learning leaders and opera-
tional teams. When learning becomes an 
engine for achieving performance goals, 
organizations view L&D as a profit multi-
plier rather than a cost center. 

From Vision to Reality: The Schoox 
Learning Impact Suite

For years, we’ve helped organizations 
connect learning to business outcomes 
through skill-based development, which is 
why we’re particularly familiar with the chal-
lenges and limitations of traditional learn-
ing approaches. Manually mapping skills 
to jobs, identifying L&D needs, and creating 
training content for large frontline work-
forces is a monumental task that requires 
large teams and even larger budgets. 

We built the Schoox Learning Impact Suite to 
make business-first L&D achievable at scale. 
With AI as the connective tissue, our platform 
empowers L&D teams to deploy strategic, 
targeted training programs and measure 
their impact on performance objectives. 

With AI-native tools like skills mapping 
and clustering, training gap analysis, and 
micro-assessments, L&D leaders can 
accomplish tasks that once took months 
in minutes. The Learning Impact Suite is 
specifically engineered to keep a “human 
in the loop” by automating work such as 
sifting through thousands of courses to 
find relevant content, while ensuring critical 
human checkpoints to edit, add, or delete 
AI-generated outputs along the way. 

The Learning Impact Suite helps L&D lead-
ers accomplish four critical tasks:

1.	 Identify the most relevant skills for 
every job.

2.	 Map how those skills impact business 
metrics to reveal where better training 
can have the greatest effect.

3.	 Quantify the business impact of 
improving those skills, for example, 
by demonstrating how a food safety 
course can reduce waste. 

4.	 Generate training plans with pur-
pose-built content to help employees 
build specific skills. 

Our AI models don’t rely on vague pro-
jections. Instead, they provide practical, 
data-informed performance improve-
ments based on business goals. For 
instance, improvements in menu knowl-
edge and upselling skills can increase 
average check sizes at one restaurant 
location and compound when rolled out 
to hundreds of servers across the enter-
prise. The result is a more transparent 
conversation between L&D and business 
leadership about the value of improving 
the skills of existing team members. 

The Future: Smarter, Faster, and More 
Connected Learning

The Schoox Learning Impact Suite rep-
resents a significant leap toward our mis-
sion to change how enterprises train their 
frontline workforces and develop their 
people. The next step is to equip these 
organizations to create a powerful feed-
back loop: better training leads to better 
performance, which generates better 
data and leads to more impactful training. 

Over time, this creates a virtuous improve-
ment cycle—training becomes more 
targeted, business and employee perfor-
mance improve, and new data refines the 
process. It’s a flywheel effect that allows 
organizations to generate and fine-tune 
learning content at incredible speed. Com-
panies that embrace this level of automa-
tion will move faster, adapt better, and out-
perform competitors who rely on outdated 
approaches to learning and development. 

Unlocking Human Potential

When we founded Schoox, our goal was 
to help organizations leverage learning 
differently by connecting it to something 
bigger than checkboxes and compli-
ance. Today, with innovations like the 
Learning Impact Suite, that vision is 
finally within reach.

The Future of Learning and Development is Business-First

By Lefteris Ntouanoglou
CEO and Founder, Schoox

Lefteris founded Schoox to disrupt the 
learning and talent development market 
by creating a mobile-first, learner-driven 
solution. As President and CEO, he has 
guided the company’s rapid growth and 
continuous innovation. A seasoned tech-
nology leader, he holds a PhD in Diffrac-
tive Optics and an MBA, combining deep 
technical expertise with strategic vision.
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Rethinking Learning Innovation, Business Impact, 
and the Role of AI in L&D

How can L&D leaders determine 
whether they even need an LMS?

In the book I’ve co-authored with Michelle 
Ockers, The L&D Leader, we talk about 
three core principles. The first is abso-
lutely key here: tuning in.

“Tuning in” means understanding what’s 
a priority for the business and for indi-
viduals. One example is Coles, the retail 
chain in Australia. They had an LMS, but 
frontline employees couldn’t access it in 
any meaningful way—no desk, no com-
puter. Through tuning in, they realized 
that mobile access was essential. The 
phone became the route into learning.

But in some companies, phones are not 
allowed on the shop floor. So the principle 
is: your environment, culture, permissions, 
and norms matter. What works for a bank 
won’t work for a retailer. Tuning in helps 
you decide whether an LMS helps your 
unique organization take one step closer 
to better performance or gets in the way.

What about evaluating vendors? How 
do leaders ensure the technology they 
pick actually supports business impact?

One of the biggest issues is that L&D often 
doesn’t look for business impact. They 
look for learning efficiency. LMS vendors 
can absolutely help you become more 
efficient—push out more stuff, save 
money, and manage things. But if you 
approach technology facing “learning 
first,” you’re signaling to the business that 
you’re a cost center.

A business-first mindset is essential. So, 
when evaluating vendors, you want to ask:
•	 Do they understand our business reality?

•	 Are they focused only on features, or 
on our broader learning ecosystem?

•	 Do they make it simple for individu-
als to access what they need in the 
moment they need it?

It starts with our own mindset. We have to 
decide that business value, not learning 
activity, is the priority.

Turning to AI-enabled learning—are 
there best practices for evaluating its 
effectiveness?

I’ve been in L&D long enough to remem-
ber when the Internet arrived, when social 
media arrived, when mobile arrived. We 
always asked: “What is Internet learning?” 
“What is mobile learning?” Now it’s “What 
is AI learning?”

The real question is: How does this tech-
nology help people change behavior?

Learning science tells us what works: 
practice, reflection, spaced repetition, 
relevance, coaching. AI gives us oppor-
tunities to scale all of that. We can’t scale 
coaching as humans, but AI can help us 
do that. We can’t scale perfectly timed, 
personalized reflection prompts, but AI 
can. If we see ourselves as “producers 
of content,” AI will just help us produce 
more content. But if we see ourselves 
as “enablers of learning,” AI opens up 
entirely new capabilities. Ultimately, 
effectiveness will come down to how we, 
the learning professionals, choose to use 
the tools.

You had a strong reaction to gamifi-
cation—what’s your take on its role in 
behavior change?

My silence usually tells you that the evi-
dence for gamification driving business 
results is thin. Games can be fun—I’m on 
day 560-something of Duolingo Span-
ish! I don’t want to lose my streak. But do I 

speak Spanish? No. I can recognize more 
words, but that’s about it.

Gamification works when it taps into rel-
evance and learning science—when it 
motivates someone because the con-
tent truly matters to their job or career. 
But the “game” alone doesn’t correlate 
with impact.

What do high-performing L&D teams 
do differently when it comes to rele-
vance and listening to learners?

The highest-performing teams tune in 
deeply to their learners. They talk to them. 
They involve them in design. They cull 
content that isn’t relevant anymore. They 
remove things from libraries that people 
say are confusing.

Relevance is the number one factor in 
engagement, not design. Design can 
be beautiful, but if it’s not relevant, I’m 
not going to use it. You can give me a 
PDF with bullet points. If it helps me solve 
today’s problem, you’re my hero.

What are the biggest mistakes L&D 
leaders make when measuring impact?

They focus on learning value rather than 
business value. Business value is co-cre-
ated. It’s messy. It means working with 
line managers, identifying real perfor-
mance problems, and improving step 
by step. During COVID, everyone rolled 
up their sleeves to solve the same busi-
ness problem. No one asked, “Why is L&D 
here?” That’s what business alignment 
looks like.

Interview with
Laura Overton
Author, Speaker, Learning Changemaker
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Designing Learning That Truly Changes Behavior
How can L&D teams better design 
learning programs so that people 
actually learn and retain information — 
not just get through a course?

I think the big challenge right now is 
that a lot of people in our field have had 
“creating content” as their primary job — 
e-learning, written content, slide decks, 
and so on. And now, with the advent of 
AI, content is getting fast and relatively 
inexpensive to create. So, the question 
becomes: What is the continued role for 
learning designers?

For me, the big issue going forward is 
understanding the efficacy of what we’re 
putting out there. When we talk about 
real skill development, we have to ask: 
What else needs to be present besides 
good learning content?

A huge piece of that is practice design: 
how can we create better and more 
opportunities for people to actually 
practice the skills or tasks they need to 
do? Historically, as an industry, we’ve 
been weak here because so much 
emphasis was on getting introductory 
material out there.

Now that the price point for content cre-
ation comes way down through AI tools, 
my earnest wish is that we finally invest in 
the things we never had time or resources 
for: primarily, high-quality practice.

With all this in mind, do you think AI 
is replacing entry-level instructional 
designers, or is it just changing their role?

I don’t know for sure — I haven’t seen 
solid data yet — but I have to believe 
that in some places it is replacing 
them. And that is a real concern. We’re 
going to see this in almost every indus-
try, where from a short-term business 
perspective, the temptation to replace 
entry-level people with AI is huge. But 
long-term, it’s problematic.

Right now, the vast majority of genuinely 
productive AI scenarios involve some-
one who already knows how to do their 
job using AI to do things faster. Coding is 
a great example: you still need a skilled 
coder to take AI output that’s maybe 80% 
correct and do the last 20%. That last 20% 
is high-level judgment.

Same with instructional design. You can 
ask: Do I recognize what’s good or bad 
about this lesson plan the AI created for 
me? That requires expertise and psycho-
logical stamina, frankly. Not everyone 
has the ability or temperament for deep, 
attentive review work. So, if we cut off 
the entry-level pipeline, where do future 
experts come from? That’s the concern.

For those whose roles aren’t replaced, 
how do you see their work changing 
with generative AI?

There are a few scenarios. One is: I 
already know how to do my job, so now I’ll 
do it faster and more efficiently. The opti-
mistic version is that this frees up time to 
do the things we never had time to do 
— better versions of projects, follow-up 
materials, evaluation, and research. But 
the concern is that instead, organizations 
will say, “Well, we don’t need a team of 
four anymore; one person with AI can do 
it.” Then we’re just doing the same things 
faster with fewer people, not doing more 
things better.

How do you determine what behavioral 
changes learners actually need to make, 
and how do you measure whether those 
changes were successful?

This is fascinating because people think 
they know the behaviors they’re target-
ing, and then when you try to pin them 
down, it gets fuzzy. Take “customer focus.” 
What does that actually mean in behav-
ioral terms? Is it greeting the customer? 
Tone of voice? Explaining what happens 
next? Any of those could be it.

Skills like problem solving, customer sat-
isfaction, or even responding to a cus-
tomer call aren’t single skills; they’re a 
whole slew of different skills combined. 
Technical skills, interpersonal skills, pro-
cedural knowledge — it all merges.

I often use something I call the photo or 
video test: If I took a photo of someone 
demonstrating this skill, what would I see 
them doing? If we can’t describe observ-
able behaviors, we can’t design for them.

So moving from knowledge transfer to 
real behavioral change — is the prac-
tice component the key ingredient?

Practice and feedback are the most 
crucial things. Most learning technology 
assumes the base unit of learning is a 
piece of content — text, video, or image. 
But if you’re serious about skill building, 
the base unit should be a learner action 
with feedback. Right now, the most typ-
ical feedback mechanism is “correct/
incorrect” on a multiple-choice question. 
That’s extremely limited.

To build expertise, people need expo-
sure to case examples, they need to try 
things, and they need feedback — ideally, 
realistic, contextualized feedback. Other-
wise, they can practice something many 
times and just get very efficient at doing 
it wrong.

Interview with
Julie Dirksen

Author, Speaker, and Learning 
Strategy Consultant
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The Evidence-Based Principles That Turn Learning 
into Lasting Behavior

What principles of cognitive science or 
behavioral psychology do you think L&D 
teams often overlook when designing 
for real-world skill application?

The challenge isn’t that L&D teams over-
look specific principles. It’s that they’re not 
applying learning science at all. In my book, 
The L&D Leader, co-authored with Laura 
Overton, we use research from the Learn-
ing Performance Benchmark to highlight a 
stark gap: by 2023, only 32% of L&D teams 
were actively applying new ideas from 
learning science to their practice.

Understanding how people learn is funda-
mental to effective L&D practice, yet most 
teams continue to rely primarily on expe-
rience and intuition. Research into learn-
ing spans neuroscience, cognitive sci-
ence, behavioral science, and social sci-
ence, with each offering evidence-based 
insights that can improve how we design 
for real-world application. These fields 
help us understand attention, memory, 
motivation, knowledge construction, and 
the importance of environment and cul-
ture in workplace learning.

The call to action is clear: develop suffi-
cient knowledge of learning science to 

make informed decisions. This doesn’t 
mean becoming cognitive scientists, but 
it does mean engaging with researchers 
and practitioners who translate research 
into practice. Question research claims, 
consider your context, and approach 
learning science with curiosity and crit-
ical thinking. Leaning into the scientific 
evidence of how memory works and 
how behaviors and habits develop is our 
unique differentiator as L&D professionals.

How can learning experiences be struc-
tured to move employees from aware-
ness and understanding to consistent 
behavioral follow-through on the job?

As explored in The L&D Leader, the shift 
from knowing to doing requires inten-
tional design across two interconnected 
areas: enabling learning that extends 
beyond the courses and content, and 
engaging the influencers who support 
behavioral change in the workplace.

For enabling learning, focus on four key 
approaches: supporting performance at 
the point of need, designing for engage-
ment using learning science and sto-
rytelling, embedding mechanisms for 
ongoing behavioral reinforcement such 
as nudges through a mobile app, and 
encouraging connection, e.g., through 
communities of practice. These form an 
interconnected system that addresses 
real workplace needs.

Equally critical is engaging influencers. 
Line managers are the most influential 
voice in determining whether people 
engage with and apply learning, yet 
they’re often unsupported. When man-
agers have the resources, skills, and con-
fidence to help team members apply 
their learning, new behaviors are much 
more likely to take root. 

Beyond managers, activate your learn-
ing ecosystem by identifying champions 
who care about your outcomes. They can 
come from anywhere, from project man-

agers to employees who want to make 
a difference. Even sceptics can become 
powerful advocates when you listen to 
their concerns and address them.

The pattern is clear: behavioral fol-
low-through requires manager involve-
ment, workplace champions, opportu-
nities to practice embedded in real work, 
and ongoing support that extends well 
beyond the initial learning event.

What signals or metrics do you look for 
to know that a learning program is not 
just informative, but transformative?

Transformation starts when you collab-
orate with business leaders to agree on 
what success looks like. Marie Daniels, 
working with a global eye care company, 
demonstrated this by creating metrics 
dashboards that listed business indica-
tors already tracked by the organization. 
She’d ask senior leaders, “What impact 
do you want this initiative to have?” and 
together they’d select the most mean-
ingful metrics to monitor together.

Beyond formal metrics, watch for behav-
ioral signals in how people engage with 
the program. Are managers proactively 
discussing application with their teams? 
Are participants sharing how they’re 
using what they learned in their daily 
work? Do stakeholders seek updates on 
progress rather than waiting for reports? 
These conversations reveal whether 
behavior change is taking root and you’re 
on the path to business value.

The clearest signal of transformation is 
when the conversation shifts from “How 
many people completed the training?” to 
“What changed in how work gets done?” 
When stakeholders start connecting 
learning initiatives to outcomes that mat-
ter to the business (such as productivity, 
quality, customer satisfaction, retention), 
you know you’ve moved beyond informa-
tive delivery to genuine impact.

Interview with
Michelle Ockers

Author, Podcast Host, Chief Learning 
Strategist, Learning Uncut

Michelle Ockers is co-author of The 
L&D Leader: Principles and practice for 
delivering business value and host of 
the Learning Uncut podcast, where she 
explores how L&D professionals create 
meaningful organisational impact.

http://INTELLIGENTENTERPRISELEADERS.COm    34


IELA CONTENT

INTELLIGENTENTERPRISELEADERS.COM  •  28

THE NEW ERA OF CORPORATE LEARNING & DEVELOPMENT: SKILLS-BASED LEARNING

The Skills-Informed Organization 
Is Impossible Without AI

For years, companies have talked about 
becoming “skills-based.” It sounds stra-
tegic. It signals innovation. It looks great 

in an annual report. But here is the truth most 
organizations avoid. A skills-informed organi-
zation is impossible without AI. Not difficult. Not 
aspirational. Impossible.

Because skills do not sit still. Work does not 
sit still. People do not sit still. And most compa-
nies are still managing talent with models built 
for a world where stability was the norm and 
job descriptions rarely changed.

AI is not the disruption. AI is the infrastruc-
ture that makes skills visibility, validation, and 
velocity finally achievable at enterprise scale. 
And that gives L&D a once-in-a-generation 
chance to redefine its value.

The Old System Cannot Support the 
New Reality

Traditional L&D systems operate like 
Career 1.0 and Career 2.0 worlds—build con-
tent, push pathways, guide people up ladders. 
But today’s workforce is operating in Career 
3.0 and 4.0 patterns: spiral, transitory, multi-
modal, identity-driven.

LinkedIn data shows that job skill sets have 
already changed by about 25 percent since 
2015 and are expected to shift by at least 65 
percent by 2030. McKinsey reports the half-life of 
many technical skills is now under three years.

Static systems cannot manage dynamic 
environments. And here’s the deeper problem: 
most organizations are trying to build skills strat-
egies using data that is incomplete, outdated, 
or inaccurate. They know job titles and perfor-
mance ratings. They do not know real capability.

You cannot build a skills-informed organi-
zation without clean, connected, continuously 
refreshed talent data.

AI Can Make Skills and Experience Visible 
in Real Time

In one large enterprise I supported, the 
challenge was not skill scarcity. It was skill 
blindness. They had thousands of employees 
with strong capabilities, but no system to see 
them, no method to validate them, and no 
strategy to redeploy them.

When we introduced an AI layer to ana-

lyze work artifacts, project histories, learning 
signals, behavioral indicators, and knowl-
edge domains, an entirely different picture 
emerged. Untapped expertise surfaced. 
Transferable strengths became obvious. 
Capability clusters: hidden for years, they 
finally came into view.

And this matters. Skills are only one part of 
the equation. Real talent intelligence comes 
from understanding three things:

•	 Skills
•	 Knowledge areas
•	 Experience patterns
AI is the only way to synthesize that data 

at scale, with context and accuracy. Without it, 
organizations are guessing.

AI Can Strengthen Validation and Reduce 
Guesswork

Another enterprise attempted to validate 
manual skills across four business units. It took 
nine months, hundreds of hours, and delivered 
inconsistent results.

Once digital AI-assisted validation was 
introduced, it could perform portfolio scans, 
work-product evaluation, peer signals, and 
examine project contribution patterns; the 
timeline dropped to weeks, and accuracy 
improved dramatically.

The ripple effects were immediate:
•	 Learning became targeted instead of 

generic
•	 Mobility decisions became more confident
•	 Employees finally understood their 

transferable value
•	 Workforce planning shifted from reac-

tive to strategic
AI did not just accelerate the process. AI 

made the process possible.

AI Can Accelerate Skill Acquisition and 
Learning Precision

This is where L&D’s opportunity expands. AI 
collapses the distance between learning and 
performance:

•	 Personalized pathways based on real 
skill gaps

•	 Just-in-time guidance inside the workflow
•	 Simulations that build durable skills like 

decision-making and communication

•	 Copilots that reinforce new behaviors 
in real time

•	 Feedback loops that make learning 
continuous rather than episodic

In a recent pilot with a product organiza-
tion, embedding an AI thinking companion 
improved speed-to-skill by 34 percent. Not 
because the people changed, but because 
the friction around learning disappeared.

Workers did not hunt for content. Content 
met them at the moment of need.

The Human Side: Agility as the Language of 
Modern Work

AI enables the skills system. Agility enables 
the human system. Employees no longer 
move in linear patterns. They evolve in cycles 
that blend skills, learning, identity, and lived 
experience. L&D must build capability systems 
that support:

•	 Transferability
•	 Optionality
•	 Identity expansion
•	 Skill compounding
•	 Real-time adaptation
AI amplifies this, but humans bring the 

judgment, empathy, creativity, and narrative 
intelligence that make capability meaningful.

What L&D Must Do Next
L&D’s mandate is shifting. It is no longer to 

deliver content. It is to build the infrastructure for 
capability at scale. Three moves matter most.

1.	 Build a dynamic talent intelligence 
layer powered by AI. Combine skills, 
knowledge, experience, and work sig-
nals into one living model.

2.	 Redesign learning as a responsive 
ecosystem. Stop building courses; 
start building adaptive pathways tied 
to real work.

3.	 Develop AI fluency, not tool depen-
dence. People do not need more tools. 
They need the ability to think with AI, learn 
through AI, and perform alongside AI.

The skills-informed organization will not 
emerge by accident. It will emerge from lead-
ers who use AI to make talent visible, learn-
ing precise, and careers adaptive. This is the 
moment for L&D to lead.

By Kason Morris
Global Director, Future of Work 

and Skills Based Organization (SBO 
Strategy), Merck

A Future-of-Work Lens for L&D Leaders
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Where AI and XR Converge: 
The Future of Adaptive, Immersive Learning

Where do you see AI intersecting with AR/VR 
for learning—for example, real-time feed-
back, adaptive simulations, or AI-generated 
environments?

The melding of XR with AI is already in full swing, 
which is creating more personalized and 
immersive learning experiences. For example, 
we at Edstutia enable learners to dive into VR 
on our virtual platform and then utilize AI-en-
gineered avatars to create highly personalized 
roleplaying scenarios. A learner can practice 
de-escalating a difficult situation or conver-
sation in an authentic environment (such as a 
boardroom) by debating with an avatar that 
has a personality and an attitude in addition to 
custom demographics. Because roleplays are 
based on prompts and contextual parameters, 
it is not a typical scripted or branched scenario. 
This kind of interaction is much more realistic, 
and when paired with practice and coaching, 
this type of learning prepares the learner for the 
unknown, leading to better problem-solving 
and communication skills. 

Another great example is learning new lan-
guages in VR with AI bots who act as mentors 

to guide learners in real time. With VR, learn-
ers can be transported all over the world to 
refine their language and skills in authentic 
environments. Using adaptive learning tools 
on progressive platforms such as Docebo or 
ClearCompany will of course evolve in step 
with the learner and how well they are grasp-
ing the material. Translate this to a profes-
sional environment and imagine being able 
to prepare employees for new global assign-
ments to fully understand cultural nuances 
and smoothly assimilate because they have 
the benefit of experiencing things through 
immersion beforehand.

As AR/VR technologies become more acces-
sible, what barriers still slow adoption in enter-
prise L&D, and what’s most likely to change in 
the next 12–18 months?

From my experience, the biggest barriers to 
technology adoption are two-fold: 1) fear of 
change or the unknown, and 2) misunder-
standing of what emerging technologies can 
and cannot do for L&D. 

Learning leaders are used to using certain 
methods, modes, and platforms. Sure, online 
learning has become mainstream as a deliv-
ery format and is both cost effective and con-
venient. But what is often missing are engag-
ing learning modes such as collaboration, 
demonstration, and experiential. Online learn-
ing is usually still one-way communication 
with pre-recorded videos and basic quizzes 
that test recall more than deep understand-
ing. That is not progressive, nor does it result in 
optimal outcomes. This is where technologies 
such as VR and AI come in. They open up so 
many possibilities and options to truly engage 
learners with personalized learning experi-
ences that are relevant and sticky. 

In order to get L&D professionals on board 
with new tech, they need to become students 
themselves and learn as much as possible to 
update their toolkits. From my personal expe-
rience, this needs to be paired with change 
management techniques to help people not 
only unlearn and relearn, but to have agency 
in the entire adoption process. 

Dr. Yogini Joglekar and I recently wrote a book 
that addresses this exact topic. We learned 
through countless client meetings and con-
versations that in order for learning leaders 
to change their behavior, they first need to 
change their mindsets about what’s possi-
ble for the future of learning. “There Is No Box: 
Rewiring Your Mindset About Learning” is avail-
able on Amazon.

There are also some great courses and pro-
grams offered at leading universities such as 
MIT and Purdue that focus on the application 
of AI and data science. These programs are 
pretty extensive and help people understand 
what AI can and cannot do. Knowledge like this 
is really helpful to inform what kinds of learning 
systems and tools to adopt and what kind of 
learner data you want to capture.

What I envision happening over the next cou-
ple of years is not only more and faster inte-
gration of AI into L&D, but the convergence 
of multiple technologies including VR, cloud/
edge computing, robotics, 5G, and the Inter-
net of Things. Knowing that this is what stands 
before us, the best thing learning profession-
als can do is plan for the long term and set 
themselves and their systems up to be flexible 
versus hastily investing in shiny new things. 

How are companies creating meaningful 
learning experiences in virtual spaces—
beyond just “digital classrooms”? What 
design principles actually make these envi-
ronments engaging?

The beauty of virtual reality is that learning 
goes from a one- or two-dimensional inter-
face with passive or one-way acquisition of 
knowledge to a 3D, fully immersive experi-
ence. Because VR allows for more realistic 
hands-on application and ‘learning by doing’, 
the environments and interactions are much 
more engaging and meaningful for learners. 
Combining experiential learning with emerg-
ing technologies such as VR and AI allows 
for a personalized, adaptive learning journey 
that reinforces retention and bridges the gap 
between theory and real-world application.

By Dr. Christine Janssen
Founder and CEO, Edstutia

Dr. Christine Janssen is the Founder and 
CEO of Edstutia, an award-winning vir-
tual learning platform designed for adult 
learners in both higher education and in 
the workplace. By leveraging the power of 
virtual reality (VR) and artificial intelligence 
(AI), the Edstutia platform takes experiential 
learning to a whole new level for optimal 
engagement and outcomes. Prior to Eds-
tutia, Dr. Janssen was a Clinical Associate 
Professor and the Director of Entrepreneur-
ship for twelve years in the Gabelli School of 
Business at Fordham University.
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Performance Improvement in the Age of AI: 
Solving Tomorrow’s Organizational Challenges Today

Technology is transforming the work-
place faster than at any point in history. 
Artificial intelligence, automation, and 

data analytics are no longer distant possi-
bilities, they are embedded in nearly every 
process, from recruitment and onboard-
ing to customer engagement and supply 
chain management. Yet, while the tools have 
advanced rapidly, many organizations are still 
struggling to harness their potential effectively.

The challenge is not simply technologi-
cal, it’s performance based. The question is 
no longer “Can we implement AI?” Instead, 
it is “Can we use AI to meaningfully improve 
performance?” This is where the field of 
Human Performance Improvement (HPI) 
becomes indispensable.

AI is changing the nature of work at 
every level. Routine tasks are being auto-
mated, decision-making is increasingly 
data-driven, and employees are expected 
to adapt continuously to new systems and 
workflows. The organizations that thrive in 
this environment are not necessarily those 
with the most advanced technology, but 
those that know how to align human capa-
bility, organizational processes, and tech-
nology toward shared goals.

The workplace of the AI era demands 
adaptability, collaboration, and evi-
dence-based problem solving. Employees 
need to understand not only what technol-
ogy can do, but why and how it should be 
applied to drive measurable results. That 
alignment between strategy, systems, and 
human capability lies at the heart of perfor-
mance improvement.

Performance improvement provides the 
bridge between technological innovation 
and organizational effectiveness. It helps 
leaders move beyond surface-level fixes 
to identify the root causes of challenges, 
whether those stem from unclear expecta-
tions, lack of feedback, inadequate training, 
or misaligned incentives.

In the context of AI adoption, this approach 
is critical. Many organizations rush to deploy AI 
tools without fully understanding the perfor-
mance ecosystem they are entering. Without 
clear problem definition, metrics, and evalu-
ation strategies, these initiatives can lead to 
wasted investment, employee frustration, and 
inconsistent results.

Performance improvement frameworks, 
like those championed by the International 
Society for Performance Improvement (ISPI), 
offer a systematic approach to ensuring 
technology supports, rather than disrupts, 
human and organizational success. They 
enable professionals to analyze gaps, design 
evidence-based interventions, and evaluate 
results against measurable outcomes.

Recognizing the need to connect tech-
nological capability with human and orga-
nizational performance, ISPI developed the 
AI for Performance Improvement (AI4PI) 
framework, an innovative model that inte-
grates the principles of HPI with emerging 
practices in artificial intelligence.

The AI4PI framework helps practitioners 
move through a logical, evidence-based 
sequence of activities: framing AI problems 
accurately, assessing feasibility, managing 
risks, orchestrating model deployment, and 
evaluating impact. Each stage aligns with 
ISPI’s long-standing standards of perfor-
mance improvement, ensuring that every 
AI initiative is ethical, data-informed, and 
results-oriented.

By combining systems thinking, data lit-
eracy, and performance analysis, AI4PI posi-
tions AI not as a standalone tool, but as an 
enabler of improved decision-making, effi-
ciency, and learning. It provides organiza-
tions with a structure to adopt AI responsibly 
and with clear business outcomes in mind.

To make the framework actionable, ISPI 
created the AI4PI Learning Journey—a mod-
ular learning experience that guides partic-
ipants through each step of integrating AI 
into performance improvement practice. 
The Learning Journey includes microle-
arning modules, case studies, and applied 
scenarios that help professionals translate 
theory into workplace impact.

For those seeking formal recognition, 

ISPI offers the Certified AI for Performance 
Improvement Technician (CAIT) certification 
pathway. This credential validates the learn-
er’s ability to apply AI4PI methods to real-
world challenges, bridging the gap between 
technical literacy and performance consult-
ing expertise.

What makes the AI4PI Learning Journey 
and CAIT certification unique is their align-
ment with ISPI’s Standards of Performance 
Improvement. Rather than teaching AI in 
isolation, these programs emphasize why 
and how AI should be implemented to close 
performance gaps, improve outcomes, and 
uphold ethical practice. Together, they rep-
resent one of the first professional pathways 
dedicated to AI literacy through the lens of 
performance improvement.

As AI reshapes the workplace, the most 
valuable skills are becoming distinctly 
human: critical thinking, ethical reasoning, 
empathy, creativity, and systems thinking. 
Performance improvement provides a struc-
tured pathway to nurture these skills while 
aligning them with organizational strategy.

When HPI principles guide AI adoption, 
technology becomes a catalyst for trans-
formation rather than a source of disruption. 
This synergy, where humans and intelligent 
systems co-create performance solutions, 
is the essence of ISPI’s AI4PI vision.

As organizations navigate this era of rapid 
technological change, embracing perfor-
mance improvement is no longer optional, it is 
essential. The convergence of AI and HPI rep-
resents one of the most exciting frontiers for 
professionals committed to evidence-based, 
ethical, and results-driven practice.

Through the AI4PI framework, Learning 
Journey, and CAIT certification, ISPI is pro-
viding the roadmap to help individuals and 
organizations adapt, innovate, and thrive. 
By uniting AI literacy with the rigor of perfor-
mance improvement, ISPI is helping organi-
zations not only adapt to the future of work 
but lead it.

In the age of AI, performance improve-
ment remains our most powerful tool for 
helping people and organizations do their 
best work.

By Kasi Guillot, Ed.D.
ISPI Board Member - Director of Academic 
Programs and Performance Improvement 
Initiatives (PI2) for Community Outreach, Editor 
in Chief – Performance Improvement Journal
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Too often, artificial intelligence is 
used to distract and divide people. To 
replace the very humans who created 
all that data. Or spy on people at work 
and basically turn people into robots. 
That’s why people hate A.I. But there’s a 
better way. Our tech company uses A.I. 
to help humans become more human 
at work. We use A.I. to increase EQ. And 
when EQ rises, everything else rises: 
trust, team loyalty, and performance.

What steps are you seeing successful 
companies taking today to boost 
engagement? 

Certainly, with the many partners Thrive 
Global is working with, what we’re seeing, 
first, is a mindset shift. Leaders at suc-
cessful companies realize that well-be-
ing isn’t a warm and fuzzy benefit for a 
perk, but rather an essential strategic 
priority that’s directly tied to business 
metrics. It’s a competitive advantage 
– if your company isn’t using it, one 
of your competitors likely is. And next, 
what these leaders want are tools to 
embed well-being directly into the fab-
ric of company culture and the work-
flow itself. You can’t boost engagement 
among employees who are burned 
out. So embedding well-being into the 
workflow becomes both a productivity 
and an engagement multiplier. At the 
same time, we know that the more per-
sonalized nudges and Microsteps are, 
the more successful they will be. And 
through hyper-personalization, this is 
something that AI is uniquely positioned 
to do. So I’m optimistic not just about AI 
to improve productivity in the workplace, 
but also well-being in the workplace.   

What role do microhabits play in 
driving long-term behavioral change 
among employees? 
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We’re hearing more about a growing 
crisis around employee emotional 
well-being. From your perspective, 
what’s driving this, and how is it show-
ing up inside organizations today?

Change is hard on humans. And peo-
ple face major change now, at every 
turn. Politics is insane. People are 
scared economically. A.I. is breathing 
down everyone’s neck. It takes a toll. 
On top of that, it is hard to manage 
a company that is becoming a “3D” 
workplace: diverse socially, divided 
politically and distributed over multi-
ple locations. And today’s managers? 
They’re screwed. They don’t have tools 
to handle this stuff. Annual surveys 
aren’t enough. DEI is out. We need new 
technology tools to help today’s man-
agers build winning teams – under 
these conditions. That’s what I have 
been working on at RAPPORT.CO.

How does fostering psychological 
safety and supporting employee 
well-being contribute to building a 
stronger culture of learning across 
an organization?

It’s hard to learn when you don’t feel 
safe. It’s hard to flourish when you 
don’t feel seen. For thousands of years, 
humans were basically tribal: my group 
versus yours. Now people who look dif-
ferent, pray different, vote different, live 
different are expected to work together. 
A diverse team should be able to out-
perform a non-diverse team. The chal-
lenge is how to recruit great talent and 
ensure high-performance collabora-
tion across lines of difference.

AI is transforming so many aspects 
of work. How can AI be used respon-
sibly to actually improve employee 
well-being?

We know that behavior change is dif-
ficult. But it’s absolutely possible when 
it’s done right. And the core of that is 
starting small. That’s why Thrive Glob-
al’s behavior change platform is based 
on Microsteps, which are incremental, 
too-small-to-fail daily steps people 
can take that cumulatively become 
healthier habits. As the science on 
behavior change clearly shows, this is 
the way to maximize the effectiveness 
of behavior change. 

And so we have hundreds and hun-
dreds of Microsteps on all five behav-
iors and we give them to employees 
by meeting them where they are, on 
Teams, on Slack, on the web or on 
mobile. With our Thrive AI Health Coach, 
we’ll be able to give employees Micro-
steps in real time as they need them. 

And we reinforce Microsteps with the 
power of storytelling and community. 
Storytelling is one of the most powerful 
behavior change tools. It’s stories that 
truly move us — stories of people over-
coming obstacles, building healthy 
habits, or just making small changes 
that over time will have a big impact. 
When we see others who have done 
what we want to do, that’s a story that 
we can relate to. That’s why we also 
highlight and celebrate new role mod-
els of success.  

In what ways are you currently 
seeing employees successfully 
leverage AI to enhance their on-
the-job performance?  

A lot of times, it can be as simple as a 
typing hack. “Please write a marketing 
plan, geared towards selling to Gen Z 

Spotlight Panel
Van Jones
CNN Host, Emmy Award-
winning Producer, and Co-
Founder, Rapport
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Arianna Huffington
Founder and CEO, 
Thrive Global

Mark Cuban 
Businessman &  
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training that is accessible in the flow 
of work. The key is shifting from long, 
one-size-fits-all courses to adaptive, 
personalized learning experiences 
that target the exact skills required for 
job performance. Leveraging AI, orga-
nizations can map business goals to 
frontline roles, automatically generate 
micro-lessons, and reinforce learning 
over time. This approach makes training 
meaningful and measurable—boosting 
engagement, reducing turnover, and 
closing skills gaps faster. When learning 
aligns with real-world tasks and out-
comes, it becomes an engine for per-
formance, not just compliance.

How can companies use learning 
analytics to better understand and 
improve the skills of their frontline 
teams? 

AI and learning analytics are trans-
forming workforce development from 
tracking completions to building real 
capability. Modern systems now per-
sonalize learning for every employee—
combining purpose-built training with 
ongoing reinforcement, assessments, 
and coaching that strengthen skills 
over time. For frontline teams, AI tai-
lors experiences to individual roles, 
learning styles, and performance 
data—making training more relevant, 
engaging, and fun through gamifica-
tion and progress tracking. The result 
isn’t just better-trained employees—it’s 
measurable business impact. Com-
panies see faster onboarding, higher 
retention, and improved productivity 
because employees are continuously 
developing the skills that drive busi-
ness success.

How can learning experiences be 
designed to keep professionals 
engaged and motivated over time?

Professionals often view ongoing 
learning as a requirement rather than 

consumers, who live in the city of Pitts-
burgh and have purchased the follow-
ing products already.” It won’t give you 
a perfect response. But it will give you 
the outline of something, and you can 
customize it for your company. 

What are you personally most 
excited about with AI and its impact 
on the future of work? 

The fact that the technology  will con-
tinue to improve and that any worker 
in any position, if they learn how to use 
AI, can benefit.

What are some of the most common 
challenges you see organizations 
facing with frontline training today, 
and what’s holding many of them 
back from real progress? 

Most organizations are stuck in a cycle 
of buying thousands of training courses 
that fail to move the needle on busi-
ness performance. The skills employ-
ees need are evolving faster than 
traditional content can keep up, and 
learning teams can’t create or curate 
enough training to match the pace of 
change. The result: workers aren’t gain-
ing the skills that matter most. What’s 
needed is a smarter, outcome-driven 
approach. With AI, organizations can 
now generate and personalize learning 
tied to real business goals—develop-
ing exactly the skills that drive growth, 
retention, and productivity, transition-
ing beyond training for compliance to 
measurable business impact.

Frontline employees often have 
limited time and access to learning. 
How can organizations make train-
ing more engaging, accessible, and 
meaningful for this audience? 

Most frontline employees learn dif-
ferently—they need quick, relevant 
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an opportunity, but engagement 
and motivation increase when expe-
riences are relevant, adaptive, and 
well-supported. 

Start by offering personalized learn-
ing pathways tailored to each indi-
vidual’s role, experience, and goals, 
ensuring skills development aligns with 
both personal ambitions and orga-
nizational needs. Incorporate diverse 
learning modalities—like live webcasts, 
on-demand courses, and in-person 
sessions—to accommodate different 
preferences and busy schedules. 

Most importantly, provide support for 
your team as they go through learn-
ing. For learning experiences to feel 
more like an opportunity to grow, it’s 
necessary to provide learners with 
continuous insights into their prog-
ress. While personalization is essen-
tial, avoid isolation by fostering com-
munity through structured coaching, 
cohort-based programs, facilitated 
group sessions, and interactive dis-
cussion boards. This approach posi-
tions learning as a meaningful 
opportunity for professional growth, 
creating a culture where continuous 
development is celebrated and sup-
ported across the organization.

How can L&D teams better connect 
certification and credentialing to real 
career growth?

Professional certifications gain signif-
icance when professionals can con-
nect the credential to career advance-
ment and when employers can clearly 
interpret the capabilities those cre-
dentials represent. L&D teams can 
bridge this gap by creating visibility, 
alignment, and momentum around 
certification programs. 

Consider mapping credentials to 
specific job roles, career milestones, 
and promotion pathways to show 
how each certification supports 
upward mobility. Leverage key met-
rics such as pass rates, retention, 
and role readiness to quantify the 
value of certification, such as how 
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certified employees advance more 
quickly. Positioning credentials as 
integral to a continuous learning 
journey through exam prep, creden-
tialing and specialization, and CPE 
reinforces their importance while 
employee programs with coaching, 
accountability, and dedicated study 
time further drive success. 

Finally, communicating the value 
of certification to both learners and 
managers, celebrating milestones, 
and connecting exam competencies 
to real-world tasks and organizational 
goals ensures that certification is seen 
as a powerful tool for professional and 
organizational growth.

What successful strategies have 
you seen top organizations use to 
address their skills challenges?

The most effective organizations aren’t 
just identifying skill gaps, they’re also 

making sure they can enable effective 
skill transfer.

Skills take the strongest hold when 
knowledge moves from an expert to a 
learner through high-quality instruc-
tion, practice, coaching and feedback. 
That’s why ILT and vILT remain essen-
tial for technical, customer-facing, 
and leadership capabilities, among 
many others.

Where high performing organiza-
tions stand out is how they opera-
tionalize that transfer. They make 
instructor expertise visible, balance 
workloads thoughtfully, and ensure 
the right experts are matched to 
each course.

To do this efficiently at scale, many 
are moving beyond spreadsheets and 
manual processes to modern train-
ing management technology as the 
engine behind their skills transfer – to 
centralize scheduling, instructor skills, 
and resource coordination.

With stronger operational visibility, 
they can deliver ILT faster, more con-
sistently, and with greater impact, 
turning skills strategies into real 
repeatable learning experiences.
 

Where do you see AI having the big-
gest impact on transforming learning 
strategies in the coming year?

What’s often overlooked in the AI con-
versation is its potential to strengthen 
the behind-the-scenes intelligence of 
training. While much attention goes to 
personalized content, a real opportu-
nity is in how AI can help L&D under-
stand and anticipate the operational 
realities of ILT, vILT, and blended learn-
ing strategies – predicting demand, 
spotting patterns, and revealing where 
instructor capacity is stretched too 
thin, to name a few.

But AI can only do this when the under-
lying operational data is centralized, 
accurate, and structured.

Organizations that use modern train-
ing management technology already 
have this foundation – clear data on 
instructors, sessions, resources, and 
utilization. With that visibility in place, 
AI can surface insights that were pre-
viously hidden and support far better 
planning and decision-making.

In short, AI amplifies the value of cen-
tralized training operations data, help-
ing L&D make smarter, more strategic 
choices about the human-led learning 
experiences that matter most.

Stephan Pineau
CEO, Training Orchestra
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Editorial Calendar 
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• Market Study: The New Era of Corporate Learning 
• & Development
• Webinar: Beyond the Hype: Building Smarter, Resilient 
• Supply Chains with AI

January
• Webinar: AI Meets EQ: How Leaders Are Practicing the 
• Human Side of Performance

April
• Agentic AI Exchange 
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