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By redesigning work around human-Al
collaboration, equipping people with the literacy
and judgment to use intelligent systems
responsibly, and embedding learning directly into
transformed workflows, organizations can turn Al
integration into a scalable engine of capability and
collective performance.
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It starts the same way almost everywhere.

A new Al platform is rolled out.
Teams test prompts.

Managers experiment with copilots.
Dashboards light up with early gains.
Everything looks promising — until the
questions begin.

Who is responsible for the outputs?

Why does adoption vary so widely across
teams?

What if employees rely on Al too much — or
not enough?

Which skills matter now?

How do we train people for workflows that
didn’t exist last quarter?

That’s the moment organizations
understand that integrating Al is not a
technical deployment.

It’s a human transformation.

And that transformation sits squarely in the
hands of L&D.

Integration Starts With Clarity —
And L&D Is the Interpreter-in-
Chief

The biggest barrier to Al adoption isn’t
technical capability.
It’s confusion.

Employees wonder what Al will change,
what it won’t, and how it will reshape their
roles.

Managers fear being exposed for not
understanding the tools they’re supposed
to lead with.

Leaders announce Al ambitions without
detailing the behaviors required to realize
them.

This ambiguity creates a vacuum that L&D
must fill.

Learning teams become translators:

o explaining what Al actually does in
each workflow,

e clarifying which skills now
differentiate performance,

e identifying what “good” looks like in
Al-supported work,

e turning abstract transformation into
concrete expectations.

Integration begins with shared
understanding.

And L&D is the only function positioned to
build it.

Integration Requires New Skills —
Not Just New Tools

Al changes the anatomy of work.

Tasks shift. Decisions redistribute. Roles
expand.

Suddenly, an organization needs a new
layer of capability:

e Al literacy beyond the basics

e judgment in human-in-the-loop
systems

e skills for oversight, validation, and
error detection

o workflow intelligence

e ethical reasoning and responsible

use

e collaboration between humans and
Al agents

e adaptive thinking under continuous
change

These skills don’t emerge organically.
They must be taught, practiced, reinforced,
and embedded into routines.

Which means L&D must redesign
capability-building around real work, not
around generic concepts.
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Al skills are contextual.

They are behavioral.

They must be developed inside the
workflow, not in a distant learning
environment.

For L&D, this is a profound shift:

from teaching tools to shaping an entirely
new operating model for human
performance.

Integration Depends on Managers
— And They Need Help Too

Managers sit at the collision point between
old ways of working and new Al-enabled
workflows.

They are expected to:

model Al usage,

coach employees,

identify misuse or over-reliance,
maintain trust,

redesign tasks,

evaluate performance differently.

Most don’t feel ready.

L&D must therefore make managers the
first learning audience, not the last.

Managers need:

hands-on exposure to Al tools,
frameworks for evaluating
Al-augmented work,

coaching skills for Al-related
uncertainty,

Share of employees who are...

@ With clear leadership support on GenAl use

...Regular users of Al

...Very positive about

41%

GenAl impact on job

enjoyment

...Very positive about

15%

GenAl impact on their

career propects

13%

82%

Without clear leadership support on GenAl use

Al at Work, 2025 (n=3,537); BCG analysis

Note: Regular users = people that use Al several times a week or daily.
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e guidance on how to communicate And without learning, Al adoption
about Al without sparking anxiety, collapses.
e clarity on their own evolving
responsibilities. L&D must create environments where
teams can explore Al safely:
Managers are the force multipliers of

integration.

When they are confident, teams move.
When they hesitate, everything stalls.

Integration Fails Without

sandbox spaces for trying, failing,
and refining

norm-setting on what “safe-to-fail”
means

explicit permission to challenge Al
outputs

e demonstrations of both strengths

Psychological Safety — A Domain and limitations

L&D Must Engineer e stories of real use cases — not hype
e peer learning networks for sharing
Al triggers emotional reactions: fear of experiences

obsolescence, fear of being judged, fear of
using the tools incorrectly.

Without psychological safety,
experimentation stops. It is the foundation of effective Al
Without experimentation, learning stops. integration.

Safety is not a cultural bonus.

Employees see Al agents as...

25%

...Avaluable tool that
can support and
collaborate with
human workers

+46pp
71%

16%

...A potential threat to

certain human jobs or -1 4pp
responsibilities

2%

Employees who heard about Al agents,
but unsure of what they actually do*

Employees who understand Al agents
well and can explain how they work**
Al at Work, 2025 (n=10,635); BCG analysis

*n=3,459
**n=1,436
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Integration Requires New
Learning Ecosystems — Not More
Courses

As Al becomes embedded across tools and
workflows, learning must become
embedded too.

This demands a new ecosystem:

e real-time support inside the flow of
work

e Al-powered recommendations
based on skill gaps

e adaptive pathways that evolve with
workflows

e automated practice environments

e live dashboards showing
competency and adoption

e content that updates at the speed
of organizational change

In this ecosystem, L&D becomes an
orchestrator — not a content factory.

The goal shifts from “delivering learning” to
building continuous capability systems
that evolve with the organization.

Integration Is a Leadership Act —
and L&D Must Guide Leaders
Through It

Leaders often underestimate the
complexity of Al integration.

They see tools, not transformation.
They assume adoption will follow
announcement.

In reality, leaders must:

e set a clear narrative about why Al
matters

e define where human judgment
remains essential

e support the time required to learn

e reward experimentation

e ensure governance is in place

e model transparency, curiosity, and
restraint

e align Al strategy with talent
strategy

L&D must help leaders embody this new
posture — not just by informing them, but
by coaching them into new behaviors.

Without leadership integration, workforce
integration is impossible.

Al Integration Is a Learning
Strategy, Not a Tech Strategy

Integrating Al is not about prompts,
platforms, or pilots.

It is about preparing humans, redesigning
workflows, strengthening culture, and
building capabilities that allow the
organization to evolve continuously.

And that is the domain of L&D.

When learning teams step into this role —
confidently, strategically, systemically — Al
becomes more than a technological leap.

It becomes a catalyst for a smarter, faster,
more empowered organization.

L&D is not supporting the Al
transformation.
L&D is the Al transformation.

Because integrating Al is not about
machines.

It is about people — and L&D is how people
change.
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Integrating Al is not a technical rollout—it’s a human transformation.
If you’re navigating that shift, reach out to us at emilie@goat-learning.com to start the

conversation.

Al integration only works when learning, workflows, and culture evolve together.
Contact us at emilie@goat-learning.com to discuss how L&D can orchestrate that

transformation at scale.

Managers are the real drivers of Al integration—and they need support.
If you’re rethinking how to equip managers for Al-enabled work, let’s talk at emilie@goat-

learning.com.

Al integration is a learning strategy, not a tech strategy.

Reach out at emilie@goat-learning.com to explore how learning can become the operating
system of Al-enabled work.

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 écosystéemes 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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