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By aligning learning with real performance levers,
empowering L&D to shape capability, and
embedding development into everyday workflows,
organizations turn learning from activity into
measurable business impact.
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There’s a moment every L&D leader knows
too well.

The team has worked for months. The
program is polished. The launch goes
smoothly. People turn up, they smile, they
say it was “useful.” Then comes the
meeting with the CFO.

“So... what did it change?”

Silence.

Charts showing completion rates don’t
help. Smiley-face surveys don’t help. A
beautiful learning experience doesn’t help.

The tension is clear: learning has evolved,
the business has evolved, but the way we
prove the value of learning hasn’t kept
pace.

And today, organizations can’t afford that
gap anymore. Not with the pace of
transformation. Not with the pressure on
margins. Not with Al redrawing workflows
every quarter.

The L&D teams that thrive now are those
that connect learning directly to business

performance—and can show it.

Here’s what that shift really looks like.

The Age of Decorative Learning Is
Over

For years, learning lived on the sidelines.
A catalogue of courses, a few annual
initiatives, some feel-good leadership
programs. It made people knowledgeable,
sometimes inspired. But business leaders
rarely saw a straight line from “learning
completed” to “performance improved.”

That era is gone.

Organizations today face complex
transformations: rapid skill shifts, new
operating models, Al adoption, constant
restructuring. When everything moves this
fast, learning becomes more than an HR
function—it becomes a performance
system.

And that changes everything for L&D
teams.

Learning is no longer judged on elegance or
engagement. It’s judged on whether it helps
the business:

¢ move faster,
e reduce errors,
e serve customers better,

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)

-

GIAT

—

43 Rue du Colonel Pierre Avia
75015 Paris — France

LEARNING

L

_


http://www.goat-learning.com/
Paul de la Follye de Joux
2


e innovate sooner,
e or keep people who would
otherwise leave.

The challenge is simple: if learning can’t
show it accelerates execution, it gets
sidelined. If it can show it, it becomes
indispensable.

Strategy First, Learning Second

Most L&D teams still start with programs.
The leading teams start with business
priorities.

They ask:

What is the company trying to achieve this
quarter?

What behaviors slow us down?

Which capabilities unlock the next stage of
growth?

This shift sounds obvious. It isn’t.

Because it forces L&D to abandon the
comfort of “what people want to learn” for
the discipline of “what the business needs
to improve.”

It also means L&D must speak a different
language. No more learning objectives.
Only business objectives. No more content
maps. Only capability maps.

When L&D works this way, it becomes a
strategic engine—helping the organization
build what it cannot buy, borrow or
automate fast enough.

For L&D professionals, this requires new
skills: business acumen, systems thinking,
understanding of workflows, and a sharper
ability to priorities.

It’s not harder. It’s higher stakes.

Impact Happens in the Workflow,
Not the Classroom

The biggest lie in corporate learning is this:
“We taught it, so they will do it.”

They won’t.

Not unless learning meets them where
performance actually happens: in the flow
of work.

Modern L&D is shifting from delivering
learning moments to designing learning
systems—ones that embed into everyday
tasks. Micro-nudges during a sales call. A
short scenario when someone opens a new
tool. A manager prompt during a team
meeting. A two-minute debrief after a
customer interaction.

This is not “shorter training.”
It is “learning where decisions live.”

The impact for L&D is profound:

e Instructional design becomes
workflow design.

e Content creation becomes behavior
engineering.

e Courses become ecosystems.

e Learning culture becomes learning
infrastructure.

Programs matter. But transfer matters
more.

And transfer only happens when the
learning is inseparable from the work.

Measurement Must Move
Upstream

A radical idea is finally entering L&D:
Start with the result you want to measure.
Then build the learning backwards.
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Not the other way around.
This means L&D must define:

e the baseline (what’s happening
today),

e the target (what “better” looks
like),

e the behavior that drives the target,

e the capability that drives the
behavior,

e and the learning that builds the
capability.

This logic chain transforms L&D from an
activity to a performance lever.

And it unlocks a truth the business has been
waiting for: learning can be quantified. In
cycle time reduced. In fewer customer
escalations. In faster onboarding. In sales
velocity. In error reduction. In cost saved. In
productivity gained.

The message to CLOs and learning
strategists is clear:

The business doesn’t need you to measure
everything—just what moves the needle.

The Human Side of Performance:
L&D’s Hidden Advantage

While technology accelerates change,
people slow it down—or accelerate it too.
And that’s where L&D has a superpower no
other function controls.

Because every transformation ultimately
requires:

e confidence,

e clarity,

e communication,

e collaboration,

e emotional intelligence,
e adaptability,

e and the ability to work well with
uncertainty.

Al will amplify work, but it won’t replace
the human dynamics that make
organizations function. It won’t resolve
team friction. It won’t reduce fear. It won’t
build trust. It won’t turn managers into
better coaches.

L&D can.

And when L&D develops these human
capabilities, business outcomes follow—
faster than any technical training ever
could.

If L&D wants to show impact, this is one of
the richest sources to tap.

Leadership: The Ultimate
Multiplier

Performance doesn’t improve because
learning was delivered.

Performance improves because leaders
make space for it.

When leaders:

o simplify priorities,

e remove friction,

e reinforce new behaviors,

e ask better questions,

e and model what “good” looks like...

...learning spreads, sticks, and scales.

When they don’t, even the best programs
die on contact.

For L&D teams, engaging leaders is not a
“nice to have.” It is the fastest way to
multiply the impact of any initiative.
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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

Leadership enablement is the highest-ROI
learning product most companies never
build.

L&D Must Become Performance
Architecture

The L&D function of the next decade will
not be defined by catalogues, platforms or
methodologies.

It will be defined by its ability to shape how
organizations perform.

The mandate is clear:

e Start from the business.

e Design for behavior.

e Deliver in the flow of work.

e Prove outcomes.

e Strengthen human capability.
e Engage leaders.

e Build a system, not a schedule.

This is not more work.
It is more focused work.

The organizations that win will be those
where L&D is not a passenger in the
transformation—but the engine.

And the teams that lead this shift won’t
just support the business.

They will accelerate it, shape it, and
sometimes even save it.

Because when learning performs, the
business performs.

And when L&D becomes the architect of
that performance, the question is no longer:

“What did we train?”
But:
“What did we change?”

workflows

Deploy

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

LeChat) 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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When learning doesn’t change performance, the business stops listening.
If you’re rethinking how L&D can demonstrate real operational impact, reach out to us at
emilie@goat-learning.com.

High-performing L&D starts with business priorities—not programs.
Contact us at emilie@goat-learning.com to discuss how learning can be aligned with the
outcomes that matter most to your organization.

Learning only performs when it shows up where decisions are made.
If you’re exploring how to embed learning into real workflows, let’s talk at emilie@goat-

learning.com.

Leadership is the fastest way to multiply learning impact.
Reach out at emilie@goat-learning.com to explore how leadership behaviors can turn learning
into measurable performance gains.

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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