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By reinventing learning as a dynamic,
workflow-embedded performance system,
empowering L&D to navigate accelerating

demands with adaptive intelligence, and turning
organizational capability into a shared
responsibility, organizations can transform
pressure from a constraint into a catalyst for
stronger, faster, more resilient development.
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There’s a widening gap inside organizations
today.

On unglamorous calendars and overloaded
inboxes, you can see it clearly.

Teams are being asked to learn faster.
Managers are being asked to lead
differently.

Skills are expiring at record speed.

And L&D is being asked to “fix it” —
without more time, more people, or more
clarity.

In many organizations, L&D now carries a
paradox:

too strategic to ignore, too stretched to
succeed, too essential to fail.

The pressure is real.

But it’s also revealing something deeper:
L&D is no longer a support function.

It’s a capability engine — and engines need
rebuilding when the terrain changes.

The Acceleration Trap: When
Transformation Outruns Capacity

Work no longer transforms by waves.
It transforms by pulses — smaller, faster,
relentless.

New tools.

New workflows.

New Al copilots.

New expectations for productivity,
communication, collaboration.

By the time L&D ships a learning pathway,
the work has already changed shape.

This is why the traditional L&D playbook
cracks under pressure:

e Content takes too long.
e Skills evolve too fast.
e Demands arrive too unpredictably.

e Business cycles shift mid-program.

The pressure isn’t caused by L&D.
It’s caused by an ecosystem that moves
faster than L&D is designed to operate.

What’s needed now is not more output —
but adaptive enablement.

Learning teams must pivot from planning
to sensing, from delivering to orchestrating,
from building content to enabling capability
in real time.

The Al Surge: A Wave of
Expectation Without a Playbook

Al has created more pressure for L&D in
two years than most innovations did in
twenty.

Suddenly, everyone needs:

e Al literacy

e Data fluency

e Ethical judgment

e Prompting skills

e Scenario-based decision-making
e  Workflow reinvention

e Managerial coaching capability

And they need it now.

Yet L&D often receives unclear signals:
“Teach Al, but don’t overpromise.”

“Build capability, but fast.”

“Make everyone confident, but minimize
risk.”

“Adopt Al tools yourselves, but don’t make
mistakes.”

This double bind expands the pressure:
L&D must understand Al deeply enough to
teach it, while adopting it fast enough to
keep up.
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It’s not just a learning challenge.
It’s an identity shift — from content creator
to Al-enabled performance architect.

The Human Pressure: Anxiety,
Fatigue, and the Collapse of
Learning Space

Employees today work inside a permanent
sprint.

Work expands; attention contracts.
Priorities multiply; time evaporates.

The result is a new structural problem:
learning debt — the widening gap between
what people need to know and what they
have time to learn.

This puts L&D under dual pressure:

e The workforce needs more support
than ever.

e But the workforce has less
availability than ever.

Add to this the emotional weight of Al:
fear of obsolescence, uncertainty about
expectations, declining psychological
safety.

In this environment, L&D carries a new
responsibility:

protecting the human experience of
learning.

Not just teaching skills, but rebuilding
confidence.

Share of respondents who think their job will certainly or
probably disappear entirely in the next ten years

All respondents

Al at Work, 2025 (n=10,365); BCG analysis

Employees in companies
focusing on tool roll-out*

+12pp

Employees in companies
redesigning workflows with Al**

*Company is doing Deploy only (roll-out of off-the-shelf Al tools)(n=2,551).

**Company is doing some Reshape (end-to-end workflow redesign) or Invent (new business models emerging from Al).

Company might also be doing Deploy (n=6,450).
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Half of respondents say their company is redesigning end-to-end

Support adoption of GenAl tools and
foster productivity (e.g., rolling out
ChatGPT, Microsoft Copilot, or Mistral

*of respondents say their company is

Not just designing courses, but designing
calm.

Not just delivering information, but
restoring agency.

The Leadership Paradox: High
Expectations, Low Alignment

Leaders demand outcomes — productivity,
readiness, transformation — but often
struggle to articulate the capability
narrative behind them.

When priorities shift weekly, L&D becomes
a buffer zone, translating ambiguity into
action plans.

When strategies accelerate without
guidance, L&D becomes a strategic
interpreter.

When leaders adopt Al faster than their
teams, L&D becomes the mediator.

Leadership pressure becomes L&D pressure.

And yet, L&D cannot meet expectations
without leaders who:

e treat learning as infrastructure, not
a cost

e give time for development, not
leftover moments

e model continuous upskilling

e communicate clearly about change

e empower managers to reinforce
learning

When leadership shifts, L&D breathes.
When leadership hesitates, L&D absorbs the
shock.

The Model Must Change — From
Production to Enablement

The real pressure comes from a mismatch
of operating models.

workflows

Deploy

LeChat)

deploying GenAl tools

Sources, Al at Work, 2025 (n=10,635); BCG analysis.

Redesign end-to-end workflows and
processes to reimagine functions (e.g.,
reshaping the HR function by injecting Al
into critical processes)

Invent

22%

powered services)

According to BCG studies, companies that create the most
F————— value with Al focus 80% of their investment on Reshape and —

Invent, in a few core processes
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Most L&D teams still work like content
factories.

But organizations now require capability
engines.

This demands a transformation in how L&D
works:

e Less curriculum, more workflow
integration

e Less planning, more sensing

e Less content ownership, more
orchestration of ecosystems

e Less time spent producing, more
time enabling managers and teams

e Less focus on learning volume,
more focus on capability outcomes

The pressure is not a failure signal.
It is a redesign signal.

L&D is being pushed toward the future role
it was always meant to play:

the cognitive and behavioral infrastructure
of the organization.

The Opportunity Behind the
Pressure

Pressure exposes weak systems — but it
also reveals possibility.

L&D has never been closer to the center of
strategy.

Never been more necessary for business
performance.

Never been more connected to culture,
leadership, and transformation.

The job is harder.
But the mandate is greater.

And the influence is finally equal to the
responsibility.

What L&D builds now — the systems, the
tools, the relationships, the mindsets — will
shape the organization’s ability to adapt
for the next decade.

Pressure Isn’t the Problem. It’s
the Prompt.

L&D is under pressure because the
organization needs it more than ever.
The speed of change, the rise of Al, the
emotional complexity, the leadership
ambiguity — all of it converges on one
function capable of turning chaos into
capability.

L&D is not breaking.
L&D is being reforged.

The future will belong to the teams who
embrace this moment not as overload, but
as elevation.

Who redesign their operating model.

Who protect the space to learn.

Who enable people to grow through
uncertainty.

Who treat pressure as a catalyst, not a
constraint.

Because in a world that won’t slow down,
the teams who build learning into the core

of work aren’t just surviving.

They’re shaping what comes next.
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When L&D is under pressure, it’s usually because the organization needs it more than ever.
If you’re navigating this tension, reach out to us at emilie@goat-learning.com to talk through
what comes next.

Today’s pressure isn’t a failure signal—it’s a redesign signal.
Contact us at emilie@goat-learning.com to discuss how L&D operating models can evolve to
match the pace of change.

In a world that won’t slow down, learning still needs space to exist.
If you’re rethinking how L&D can protect focus, confidence, and capability, let’s talk at
emilie@goat-learning.com.

L&D is no longer a support function—it’s the capability engine of the organization.
Reach out at emilie@goat-learning.com to explore how that role can be sustained, scaled, and
supported under pressure.

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 a
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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