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By building data-driven learning ecosystems,
embedding measurement directly into workflows,
and teaching people how to use Al with precision

and judgment, organizations can turn Al
performance from a vague promise into a visible,
traceable, and strategic advantage.
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Every organization deploying Al has had the
same moment:

a leadership meeting where productivity
“feels” higher... but no one can prove it.

Drafts are faster.

Emails are cleaner.
Reports are smoother.
Tasks close more quickly.

But when someone asks the simple
question — “How much value is Al actually
creating?” — silence takes over.

Because while Al adoption is exploding, Al
measurement is not.

Organizations can feel the acceleration, but
cannot quantify its impact.

And L&D sits right in the middle of that
tension, asked to upskill the workforce
while also demonstrating the ROI of
learning and the ROl of Al — at the same
time.

This is the quiet crisis of Al performance:
without measurement, there is no value.
Without L&D, there is no measurement.

Al Creates Value Through People
— and That’s Exactly Why It’s
Hard to Measure

Al does not create value in isolation.

It creates value when people know how to
use it, challenge it, refine it, and apply it to
real work.

Which means Al performance is inseparable
from human capability.

And this is where L&D becomes
indispensable.

To track Al performance, learning teams
must measure:

e how employees use Al in real tasks

e how quality improves (or doesn’t)

e how much time is saved per
workflow

e how error rates shift

e how teams integrate Al into
decision-making

e how confidence and competence
evolve

e how often human oversight
prevents Al mistakes

How is your organization tracking value creation from Al?

Not tracking yet @ Operational only

32%

@ Financial only

@ Operational and financial

60%

BCG Al Radar 2025 Survey (n=1,803)
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These metrics reveal where Al delivers
value — and where it quietly introduces
risk.

Al performance is not just a technical
result.

It is a behavioral outcome.

And only L&D has the mandate, systems,
and cultural reach to measure behavior at
scale.

New Role for L&D: From Learning
Provider to Al Value Architect

Traditional L&D measured learning through
completions, satisfaction, and usage.
It was enough — until Al arrived.

Al requires a new discipline: learning
analytics fused with workflow analytics.

L&D must now:

e collect real usage data on Al
adoption

e analyze patterns of prompting and
agent interaction

e identify skill gaps influencing Al
output quality

e track the difference between “using
Al” and “using Al well”

e measure capability, not content

e differentiate speed from
performance

e quantify avoided risks (misuse,
errors, hallucinations)

e connect behavior change to
business results

This shift turns L&D into a strategic
intelligence function — one that helps the
organization understand not just training
impact, but Al impact.

Leading companies extract greater value by focusing their Al investments

40
%

Al use cases prioritized

B Leading companies

B Other companies

®

More ROI for Al anticipated

BCG Build for the Future 2024 Global Study (merged with Digital Acceleration Index), (n=1,000)
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In the Al erqa, learning is not a support
function.
It is a performance diagnostics engine.

Tracking Al Without Tracking
People Is Impossible — and Risky

Al performance depends on human
decision-making.

But many organizations try to measure Al
outputs without measuring the human
factors around them.

The result?
Blind spots, inflated expectations, and
misinterpreted ROI.

To track real Al value, L&D must help the
organization collect multi-layer metrics:

Capability metrics

e Al literacy

e prompting quality

e agent orchestration skills
e critical thinking

Behavior metrics

e frequency and context of Al use

e corrections, overrides, and
escalations

e collaboration patterns (human + Al)

Performance metrics
e time saved
e quality improvements
e consistency gains
e process acceleration

Risk metrics

e error types
e hallucination exposure

e compliance breaches
e shadow Al practices

L&D becomes the architect of safe, ethical,
measurable Al use — not because of tools,
but because of its unique role in
understanding how people learn, behave,
and adapt.

Managers Are the Hidden Levers
of Al Performance

Most organizations overlook a critical truth:
Al performance depends on managers far
more than on models.

Managers decide:

e what “good” Al usage looks like

e how to integrate Al into workflows

e whether employees feel safe to
experiment

e how quickly errors are spotted and
corrected

e what performance is celebrated or
discouraged

But most managers are unprepared to
evaluate Al-augmented performance.

They don’t know how to inspect Al outputs,
assess human oversight, or differentiate
between productivity and over-reliance.

This creates a huge opportunity for L&D:

e train managers in Al-era
performance criteria

e equip them with behavioral
indicators

e give them frameworks to track
capability development

e teach them how to coach and
debrief Al usage

e help them build team-level
dashboards
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Managers become the multipliers of Al
value — if L&D equips them correctly.

Tracking Al Value Requires More
Than Data — It Requires a Culture

Even with dashboards, metrics, and
analytics, organizations struggle to track Al
value unless the culture supports it.

A culture of performance measurement
requires:

e transparency about what Al does
and doesn’t do

e shared definitions of quality

e psychological safety to report Al
errors

e openness about limitations

e consistency in how performance is
evaluated

e collective ownership of learning and
improvement

L&D plays a central cultural role:

it normalizes experimentation, builds trust,
reduces fear, and turns learning into a
shared practice instead of an individual
act.

If culture doesn’t shift, Al value remains
invisible.

The New Frontier: Al That
Measures Itself — and What That
Means for L&D

As Al agents become more autonomous,
they will increasingly:

e track their own task completion
e report their own errors

e |log decisions and reasoning

e monitor workflow performance

e generate analytics for teams and
managers

This doesn’t remove L&D from the equation.
It elevates it.

Because L&D will need to:

e design human oversight systems

e teach teams how to interpret
Al-generated metrics

e prevent misuse or misinterpretation

e translate Al analytics into
performance insights

e quide leaders in evaluating
organizational impact

Al will generate the data.
L&D will make the data meaningful.

If You Can Track It, You Can
Improve It. If You Can’t, You
Can’t.

In the next decade, the organizations that
win will be the ones that can measure Al —
not just deploy it.

And the function that makes this possible is
L&D.

By mastering Al performance analytics,
redesigning capability systems, upskilling
managers, and creating cultures where
learning and data reinforce each other, L&D
becomes the strategic partner that turns Al
from hype into value.

Al adoption is easy.
Al measurement is hard.

Al value is transformative.

And L&D is the key to unlocking it.
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Al value can’t be proven without understanding how people actually use it.
If you’re exploring how L&D can make Al performance visible and measurable, reach out to us
at emilie@goat-learning.com.

In the Al era, learning data becomes performance intelligence.

Contact us at emilie@goat-learning.com to discuss how L&D can evolve into a value-tracking
function for Al-enabled work.

Al performance improves at the speed of managerial clarity.
If you’re rethinking how managers evaluate Al-augmented performance, let’s talk at
emilie@goat-learning.com.

If you can’t track it, you can’t improve it—and Al is no exception.

Reach out at emilie@goat-learning.com to explore how measurement, learning, and culture
can work together to unlock real Al value.

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 écosystémes 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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