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By aligning human capability with intelligent
systems, embedding Al into the rhythms of daily
work, and empowering people with the judgment,
confidence, and structure to use it well,
organizations can unlock the transformative
potential of Al instead of merely deploying it.

[ Bl

’.)A—l— 27-33 Rue du Colonel Pierre Avia
G 75015 Paris — France
LEARNING www.goat-learning.com

L I


http://www.goat-learning.com/

Every organization has felt the paradox.

Al deployments are accelerating.

Tools are being rolled out across teams.
Dashboards glow with early productivity
spikes.

And yet... the real value remains
inconsistent, uneven, or simply invisible.

One team doubles output.

Another produces errors no one knows how
to diagnose.

Some employees rely on Al compulsively;
others avoid it entirely.

Managers struggle to coach.

Leaders struggle to steer.

L&D is asked to “make Al work” — without
being handed the levers that actually
matter.

This paradox is not technological.

It is human, organizational, and cultural.
And if we want to maximize Al’s potential,
L&D must become the function that rewires
how people learn, work, and make
decisions in an Al-powered world.

Al Potential Starts With
Capability — and Capability
Starts With L&D

Al potential is not unlocked by prompts or
pilots.
It is unlocked by people.

The organizations that get the most out of
Al aren’t the ones with the most advanced
models.

They are the ones with the strongest
human capabilities:

e advanced Al literacy
e critical thinking and oversight

e ability to challenge Al outputs

o workflow intelligence

e judgment under uncertainty

e ethical awareness

e skill in orchestrating human-Al
collaboration

For L&D, maximizing Al potential means
shifting focus from delivering content to
building durable capabilities that scale
across the organization.

It means designing learning ecosystems
where people:

e practice with Al, not just learn
about it

e develop role-specific fluency

e understand when to rely on Al —
and when not to

e Dbuild the confidence to experiment
safely

e learn continuously as tools evolve

Capability beats access.

Capability beats enthusiasm.
Capability beats technology.

And building capability is L&D’s core job.

Al Potential Requires Integration
— Not Islands of Innovation

Al can’t reach its potential when it remains
a side tool, a cool experiment, or an
isolated assistant.

To create real impact, Al must be
integrated into the workflow, the decision
path, and the learning ecosystem.

This is where L&D becomes architect rather
than provider.
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L&D must collaborate with operations,
product, HR, and IT to:

e identify the tasks where Al truly
accelerates performance

e map workflows and embed learning
moments inside them

e ensure people receive guidance at
the exact moment they use Al

e align tools with business priorities

e eliminate fragmented systems that
undermine adoption

e support cross-functional
coordination

Al does not transform work.
Integrated Al transforms work.

And only L&D can design the human
infrastructure that makes integration
sustainable.

Leadership Determines 70% of Al’s
Value — and L&D Must Prepare
Leaders for That Role

The research is unambiguous:
Al’s value depends far more on leaders
than on models.

When leaders learn to use Al, teams follow.
When leaders set clear expectations,
performance stabilizes.

When leaders reward experimentation,
adoption grows.

When leaders fail to support Al use, the
entire system fractures.

But most leaders are not ready.

Share of employees who are...

@ With clear leadership support on GenAl use

...Regular users of Al

Without clear leadership support on GenAl use

82%

55%

...Very positive about
GenAl impact on job

enjoyment
1oy 15%

62 %

...Very positive about
GenAl impact on their

career propects
prop 13%
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Al at Work, 2025 (n=3,537); BCG analysis

Note: Regular users = people that use Al several times a week or daily.

M 1

G ,-)AT 27-33 Rue du Colonel Pierre Avia
75015 Paris — France

LEARNING
L _

www.goat-learning.com


http://www.goat-learning.com/
Paul de la Follye de Joux
3


Share of respondents who report doing these activities with the time saved by GenAl

Finish work earlier and with better quality

Increase satisfaction and well-being

They lack:

e Al literacy at a level that lets them
model good practice

e routines to integrate Al into their
own work

o frameworks to evaluate
Al-supported performance

e narratives to explain Al’s role
without raising anxiety

e confidence to coach teams on
responsible use

For L&D, this means that maximizing Al
potential requires leadership development
that goes beyond communication skills or
strategic thinking.

Leaders must learn to be Al-enabled
leaders.

And L&D must guide them there.

Maximizing Al Potential Demands

a New Learning Architecture

Al is dynamic. Messy. Fast.
Perform more task
Work on strategic tasks
Experiment with GenAl
Pursue professional development

Connect with their coworkers

Pursue activities outside of work

It evolves weekly.
Learning must evolve with it.

Traditional training cycles — months of
design, scheduled sessions, static content

— cannot keep up.

Maximizing Al’s potential calls for a
learning architecture built around:

Continuous enablement

Short, frequent bursts of learning that
match the pace of technological change.

Practice-based learning

Simulations, case-based reasoning, guided
experimentation.

Learning in the flow of work

Al tutors, just-in-time nudges, contextual
checklists.

Al at Work, 2025 (n=7,492 people using GenAl for work); BCG analysis
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Adaptive pathways

Systems that evolve skills
recommendations based on actual
performance data.

Real usage analytics

Insights from how people use Al — not how
they complete modules.

Behavior + performance measurement

Tracking not just adoption, but quality,
judgment, and impact.

This is where L&D must become more
analytical, more operational, more
integrated — and more ambitious.

The Human Side Is the Real
Limiter — Not the Technology

Al doesn’t eliminate fear. It triggers it.

Fear of being replaced.

Fear of making mistakes faster with Al than
without it.

Fear of being compared to colleagues who
adopt faster.
Fear of being left behind.

If we ignore this emotional layer, Al can
only reach a fraction of its potential.

Maximizing Al potential requires:

e psychological safety

e open conversation about risks

e space for trial and error

o failure-tolerant cultures

e clarity on what Al will and will not
change

e rituals that normalize learning

L&D is uniquely equipped to build this
emotional infrastructure.

Because L&D is not only about knowledge.
It is about confidence, identity, and shared
culture.

Al Potential Is Not a Promise. It Is
a Practice.

Organizations don’t maximize Al by
deploying it.
They maximize Al by learning it.

By building capabilities that accelerate
human performance.

By designing integrated ecosystems where
Al becomes part of how work gets done.
By developing leaders who model
responsible, confident usage.

By shaping cultures where experimentation
feels safe.

By making learning continuous, contextual,
and data-driven.

Al is not the future of work.
Al + Learning is the future of work.

And L&D sits at the center of that equation
— not as a support function, but as the
strategic force that turns potential into
transformation.

To maximize Al’s potential, we don’t need
more technology.

We need better humans, better habits,
better leadership, and better learning

systems.

L&D is where all of that begins.
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Al potential isn’t unlocked by deployment—it’s unlocked by learning.
If you’re exploring how L&D can turn Al from promise into practice, reach out to us at
emilie@goat-learning.com.

Organizations don’t maximize Al through technology—they do it through capability.
Contact us at emilie@goat-learning.com to discuss how learning can become the engine of
Al-driven transformation.

The real limit to Al’s value isn’t the model—it’s leadership readiness.
If you’re rethinking how leaders can shape consistent, responsible Al use, let’s talk at
emilie@goat-learning.com.

Al reaches its full potential only where people feel confident to experiment and learn.
Reach out at emilie@goat-learning.com to explore how learning can build the human
foundations Al depends on.

A propos de GOAT LEARNING®

GOAT LEARNING® est une société de conseil, d’intégration et d’outsourcing spécialisée dans
les solutions EdTech et Learning. Forte de plus de 15 ans d’expérience du marché et de
collaborations avec des groupes Global 500 et SBF120, elle accompagne les entreprises dans la
conception, la sélection, le déploiement et I’optimisation de leurs écosystemes de formation.
Positionnée comme Trusted Advisor, GOAT LEARNING® conjugue expertise technologique,
compréhension fine des enjeux Learning & Development et exigence d’exécution pour
transformer les investissements learning en leviers concrets d’upskilling, de développement des
skills, d’engagement des apprenants et de performance durable. Son approche s’inscrit
pleinement dans les dynamiques de Skills Based Organization, afin d’aider les entreprises &
mieux aligner leurs stratégies talents, leurs priorités business et leurs dispositifs de formation.
Grdce d un écosysteme réunissant plus de 24 partenariats stratégiques et 250+ fournisseurs de
contenus, technologies et services, GOAT LEARNING® poursuit une ambition simple : faire de la
formation un actif stratégique, mesurable et créateur de valeur pour I’entreprise.

About GOAT LEARNING®

GOAT LEARNING® is a consulting, integration, and outsourcing firm specialized in EdTech and
Learning solutions. Backed by more than 15 years of market experience and collaborations
with Global 500 and SBF120 companies, it supports organizations in the design, selection,
deployment, and optimization of their learning ecosystems. Positioned as a Trusted Advisor,
GOAT LEARNING® combines technology expertise, a sharp understanding of Learning &
Development challenges, and strong execution capabilities to turn learning investments into
tangible drivers of upskilling, skills development, learner engagement, and sustainable
performance. Its approach is fully aligned with Skills Based Organization dynamics, helping
companies better connect their talent strategies, business priorities, and learning initiatives.
Through an ecosystem of more than 24 strategic partnerships and 250+ content, technology,
and service providers, GOAT LEARNING® pursues a simple ambition: to make learning a
strategic, measurable, and value-creating asset for the business.
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