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By equipping people with real Al fluency, giving
them access to reliable and integrated tools, and
aligning leadership around clear expectations and
behaviors, organizations can transform Al from an
improvisation exercise into a disciplined,
value-generating practice.
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Walk into any organization today and you’ll And the function best positioned to make Al
hear the same story. truly work is L&D.

Al'is “rolled out.” Proper Training: Al Only Performs

Tool itched on.
OIS are switched on as Well as People Understand It
People experiment.

Dashboards show early spikes in usage. . L .
Al literacy has overtaken digital literacy as

the new foundational capability.

But most employees only receive
surface-level exposure: a generic
introduction, a handful of prompts, and the
assumption that they’ll “figure it out.”

And yet, beneath the surface, the reality is
much messier.

Some teams rely on Al compulsively. Others
ignore it.

Some get great results. Others make errors
they don’t fully understand.

Some managers encourage exploration.
Others quietly panic.

That’s not training. That’s wishful thinking.
Al competence requires:

¢ understanding what the system can
and cannot do,

e knowing how to validate outputs,

¢ learning to detect errors or
hallucinations,

e mastering prompting as a
structured skill,

Adoption is high.
Mastery is low.
Consistency is nonexistent.

This is the silent truth of Al integration: the
problem isn’t the technology — it’s
everything around it.

At least five hours of instruction, in-person sessions, and coaching are key components of

effective training

At least five hours In-person Coaching
% of regular users* % of regular users % of regular users
depending on training depending on in- depending on coach
volume person training or not access
+19pp +12pp +14pp

% 84 %
67% [ 70%
18%
No training M 5-10 hours Not in-person training No coach
M 1-5 hours W >10 hours M In-person training M Access to a coach

These three components also significantly boost employees’ confidence
in Al and improve the quality of Al enabled work outputs

*Used Al every day or several days a week. Al at Work, 2025 (n=10,635); BCG analysis

Note: How to read the chart: 79% of respondents who received more than five hours of training are regular Al users with 67% of those who received less than
five hours training.
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e using Al ethically and responsibly,

e practicing in realistic scenarios,

e repeating those practices as tools
evolve.

For L&D, this means moving beyond “Al
101” and designing training that is:

e contextualized to real workflows,

e practice-rich and feedback-driven,

e Dbuilt around simulations and
experimentation,

e adjusted for roles, risks, and
cognitive load.

Al mastery is behavioral, not conceptual.
It grows through doing — and L&D must
engineer the doing.

The Right Tools: Al Is Only Useful
When the Ecosystem Works

Most organizations underestimate the
importance of the toolset.

They roll out powerful Al models into
incoherent ecosystems: multiple platforms,
fragmented workflows, outdated systems,
shadow tools, and no shared standards.

The result?
Al becomes inconsistent, unreliable, or
simply abandoned.

The right tools mean:

e unified, interoperable Al
environments,

e copilots integrated directly in
business applications,

e agents that automate entire
workflows,

e learning platforms that use Al to
adapt pathways and identify gaps,

e secure, governed tools — not rogue
applications.

And for L&D, this shift is even more
profound.

Learning teams must now:

e guide tool selection based on
capability needs,

e design learning pathways around
the tools employees actually use,

e integrate Al into the learning
ecosystem itself (search, coaching,
practice, assessment),

e provide just-in-time guidance inside
workflows,

e use analytics to track adoption and
performance.

The right tools don’t just enable better
work.
They enable better learning.

Strong Leadership Support: Al
Thrives When Leadership Learns
First

The biggest misconception about Al
integration is that employees resist it.

In reality, employees are willing — but
leaders are often unprepared.

When leaders don’t model Al usage, teams
hesitate.

When leaders don’t set guardrails, errors
multiply.

When leaders don’t clarify expectations, Al
becomes chaotic.

When leaders don’t allocate time for
learning, adoption plateaus.
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..Very positive about
GenAl impact on job
enjoyment

..Very positive about
GenAl impact on their
career propects

..Regular users of Al

Share of employees who are...

@ With clear leadership support on GenAl use Without clear leadership support on GenAl use

41%

13%

82 %

= I
a
I Be

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

Note: Regular users = people that use Al several times a week or daily.

Strong leadership support means:

learning the tools before asking
others to use them,

defining what “good Al-assisted
work” looks like,

creating psychological safety for
experimentation,

articulating why Al matters for
strategy and performance,
updating KPIs and performance
models,

ensuring governance and
accountability.

L&D cannot succeed without leadership
alignment.
And leadership cannot lead without L&D.

This partnership must become explicit,
deliberate, and continuous.

The Human Side: Anxiety,
Confidence, and the Need for Safe
Practice

Al adoption isn’t only cognitive — it’s
emotional.

Employees fear:

e being replaced,

e making mistakes they can’t detect,

e being judged for “using Al too
much”,

e or for “not using Al enough”.

Without addressing these concerns, no
amount of tooling or training will work.
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L&D plays a uniquely human role:

e building safe environments for trial
and error,

e showing both the strengths and
limitations of Al,

e normalizing feedback and iteration,

e helping teams develop healthy
mental models of Al,

e reducing cognitive overload through
clear guidance.

Confidence is not a by-product of skill.

It is a competency L&D must explicitly
build.

The New L&D Playbook:
Orchestrating Al-Enabled
Capability

To improve Al usage sustainably, L&D must
reinvent itself as a capability engine, not a
content provider.

This new playbook includes:

a. Continuous Al upskilling

Al changes weekly.

Training must follow the rhythm of the tools
— not the calendar.

b. Learning in the flow of work

Guidance must happen inside tasks, not
outside them.

c. Data-driven learning analytics

Al usage patterns reveal capability gaps
before teams feel them.

d. Manager enablement

Managers must know how to coach Al
behaviors, not just enforce adoption.

e. Governance through learning

Ethical, safe, responsible Al use must be
taught — not assumed.

When L&D anchors Al in skills, behaviors,
and workflows, usage becomes intentional
instead of accidental.

Better Al Use Comes From Better
Human Systems

Organizations often hope that Al will make
people better.

But the truth is simpler: people must
become better for Al to deliver value.

Better through training.

Better through tools that make sense.
Better through leadership that guides,
models, and supports.

Better through learning ecosystems that
evolve as fast as the technology.

When L&D leads this transformation, Al
becomes more than a productivity booster.
It becomes a capability multiplier — one
that elevates the entire workforce.

Al doesn’t improve on its own.
People improve Al.
And L&D improves people.
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High Al adoption doesn’t automatically lead to high Al impact.
If you’re looking to turn experimentation into consistent, value-driven use, reach out to us at
emilie@goat-learning.com.

Al only delivers value when skills, tools, and behaviors are aligned.
Contact us at emilie@goat-learning.com to discuss how L&D can orchestrate more disciplined,

effective Al use across the organization.

Al works best in organizations where leaders learn first.
If you’re exploring how leadership behaviors shape Al adoption and quality of use, let’s talk at
emilie@goat-learning.com.

Better Al use starts with confidence, not pressure.
Reach out at emilie@goat-learning.com to explore how safe practice environments and

targeted learning can improve both Al quality and trust.

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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