[ 1

From goat to GOAT serie — July 2026 G ")AT

LEARNING

Learning in the Flow of Work: Where Capability Meets Reality
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By designing learning experiences that live inside
workflows, guided by Al, shaped by real
performance needs, and supported by managers,
organizations can turn daily work into a continuous
engine of capability, adaptability, and strategic
advantage.
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Most employees today live in a paradox.

Their work evolves weekly.
Their tools update monthly.
Their responsibilities shift quarterly.

But their learning?

It still happens somewhere else — in a
course, a workshop, a platform, a slot in
the calendar few people can realistically
protect.

Meanwhile, the pressure builds.

People juggle deadlines.

Workloads expand.

Teams drown in cognitive overload.

Skill expectations rise faster than humans
can keep up.

This is the moment where traditional
learning models crack.

And it’s the moment where learning in the
flow of work stops being a trend and
becomes a survival mechanism.

The organizations that thrive will be the
ones that fuse work and learning into a

single, seamless experience — and L&D is
the function responsible for engineering this
shift.

The First Shift: Learning Moves
From “Elsewhere” Into the
Workflow

For decades, L&D has been built around
events — sessions, modules, programs.
But the rhythm of work has outpaced this
model. People simply don’t have spare
cognitive bandwidth.

Learning in the flow of work begins with a
simple premise:

If employees cannot leave work to learn,
learning must enter the work.

This requires L&D to rethink not only where
learning happens, but how:

e micro-interventions delivered at
the exact moment of need

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

Perform more task

Finish work earlier and with better quality
Work on strategic tasks

Experiment with GenAl

Pursue professional development
Connect with their coworkers

Increase satisfaction and well-being

Pursue activities outside of work

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

Time savings
reallocated to
34 very diverse tasks
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¢ learning triggers embedded in tools
employees already use

e Al copilots that guide, explain,
correct, and scaffold performance

e contextual search and on-demand
simulations

e adaptive prompts that appear
inside the workflow

Instead of interrupting work, learning
becomes part of it.

For L&D teams, this is not a UX change —
it’s a philosophical one.

It shifts the goal from “consuming content”
to “improving performance in real time.”

Skill Development Becomes
Dynamic, Not Static

Organizations are hitting a structural skill
crisis:

skill half-life is collapsing, roles evolve
continuously, and employees rarely have
time to train proactively.

Learning in the flow of work fixes this by
making skill acquisition:

e responsive, based on what
employees actually do

e continuous, with bursts of learning
that evolve with tasks

e adaptive, adjusting to errors, gaps,
and strengths

e role-specific, tied to actual tools
and workflows

o visible, with measurable application
rather than completions

This is where Al becomes transformative.

Al systems can detect skill gaps from
behavior, recommend targeted
interventions, and provide micro-feedback
at the exact moment an employee needs it.

For L&D, this means shifting from
curriculum designers to capability
engineers — building systems that help
skills emerge naturally from work.

Al Agents Turn Workflows Into
Learning Ecosystems

The next generation of learning in the flow
of work is powered by Al agents that:

e monitor tasks and identify where
support is needed

e generate micro-lessons based on
real mistakes

e suggest resources directly aligned
to current work

e offer conversational coaching in the
moment

e track how skills evolve over time

e surface insights to managers and
L&D

Learning is no longer a parallel process.
It becomes a real-time system of
augmentation, embedded directly in the
organization’s operational stack.

For L&D, this opens a new strategic frontier:
orchestrating not just content, but
intelligent ecosystems where the boundary
between learning and working dissolves.

Managers Become Performance
Multipliers — If L&D Arms Them
Properly

Learning in the flow of work relies heavily
on managers.

Employees observe how their managers use
Al tools, solve problems, and structure
tasks.

They look to them for permission to
experiment, for guidance when things go
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wrong, for context when tools disrupt
routines.

But most managers are overwhelmed —
they are drowning in complexity, new
technologies, and unclear expectations.

L&D must therefore turn managers into
learning catalysts, equipping them with:

e frameworks to coach Al-enabled
performance

e tools to identify skill gaps in the
moment

e simple routines to embed learning
inside teamwork

e clarity on how to model healthy,
transparent use of Al

e dashboards that show real skill
progression

In flow-of-work environments, managers
don’t “support learning.”
They activate it.

The Human Impact: Lower
Anxiety, Higher Confidence,
Faster Adoption

Flow-of-work learning reduces the
emotional cost of development.

Employees no longer fear being behind —
the guidance is right there.

They no longer struggle alone — the Al
coach appears when needed.

They no longer fail silently — feedback
arrives before the mistake compounds.
They no longer depend on memory —
systems scaffold their actions.

This approach restores confidence.

It rebuilds psychological safety.

It accelerates adoption.

It reduces the distance between intention
and action.

Learning becomes lighter, more natural,
almost invisible — exactly what modern
work requires.

Learning in the Flow of Work Isn’t
the Future. It’s the Fix.

The old learning model was built for a
world of predictable jobs, stable workflows,
and slow technological shifts.

That world is gone.
Modern organizations need learning that is:

e continuous,

e contextual,

e intelligent,

e adaptive,

e measurable,

e and deeply intertwined with
performance.

Learning in the flow of work delivers all of
this — but only if L&D steps into its new
role:

from training provider to workflow
architect,

from content creator to capability enabler,
from program manager to designer of
intelligent learning ecosystems.

Work will keep accelerating.
Al will keep reshaping roles.
Skills will keep evolving.

Learning must move with them — not
behind them.

This is the moment for L&D to redesign
itself around the way people actually work.
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Not tomorrow.

Now.

Half of respondents say their company is redesigning end-to-end

Deploy

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

*of respondents say their company is
deploying GenAl tools

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

workflows

Reshape Invent

22%

Redesign end-to-end workflows and Build and innovate new business models
processes to reimagine functions (e.g., and products to drive growth (e.g.,
reshaping the HR function by injecting Al creating new revenue streams with Al-
into critical processes) powered services)

According to BCG studies, companies that create the most
——— value with Al focus 80% of their investment on Reshape and ———
Invent, in a few core processes

If people can’t leave work to learn, learning has to enter the work.
If you’re exploring how to embed learning directly into everyday workflows, reach out to us at

emilie@goat-learning.com.

Learning in the flow of work shifts the focus from content to performance.
Contact us at emilie@goat-learning.com to discuss how this approach can accelerate

capability where work actually happens.

In flow-of-work environments, managers don’t support learning—they activate it.
If you’re rethinking how managers can enable learning in real time, let’s talk at emilie@goat-

learning.com.

When learning is embedded in work, confidence replaces overload.
Reach out at emilie@goat-learning.com to explore how in-the-flow learning can reduce

anxiety while improving performance.
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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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