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The pace and direction of
progress will depend on
how effectively we invest
in human learning. Every
positive scenario for an Al-
enabled future is built on
human development. Every
negative one stems from
neglectingit.”

Omar Abbosh

Chief Executive Officer Pearson
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Foreword

My firsttwo years at Pearson have rushed by like an
inspiring and challenging whirlwind. I've learned a lot
aboutlearning.

I’'ve travelled the world, talking to policymakers,
businessleaders, educators andlearners of all ages,
absorbing theirhopes, theirconcerns, and their
priorities. And | can’t think of a single conversation that
hasn’t touched uponthe growingimpact of Alonwork
andlearning.

Formany, Al sparks excitement. It promises
breakthroughsin productivity, science, and human
wellbeing. Forothers, it brings greatuncertainty. The
double-edged sword of excitement and uncertainty
isnormalinatime of rapid change. But the more/|
explore these technologies, one truthbecomes clear:
the pace and direction of progress willdepend on
how effectively we investin humanlearning. Every
positive scenario foran Al-enabled future is built on
human development. Every negative one stems from
neglectingit.

This creates aresponsibility forall of us who lead
today’sworkforce, and one that we embrace at
Pearson. Leaders everywhere are seeking clarity
andreal actionsteps. Thisreportis designed to help.
It offers aclear-eyedview of both the challenges
andthe opportunities aheadin helping workers
betterimplement and use Al. We believe thisisnot a
choice between people and technology. We believe
inthe partnership betweenthem. When designed
responsibly andwithahumanlens, Alcanbe a
powerful force forgood.

D.E.E.P. Learning Framework

Supporting Information

Thereal promise of Alliesinenhancing human
potentialand, essentially, making people better
atwhat they do. As generative and agentic Al tools
become more commonplace, knowledge workers—
those whoseroles primarily focus on thinking,
problem-solving, and applying expertise—are on the
frontline of change. Productivity intheseroles has
beenunderpressure foryears. Aloffersachance to
turnthataround.

But successrequires anew approach. Organizations
mustinvert the old model of “deploy technology, then
have people adapttothe system.” Instead, learning
and augmentation must happentogether, from

the start. Ourmodeling shows what’s at stake: Al-
powered augmentation could add between

US$4.8 trillionand US$6.6 trillion to the US economy
by 2034.Thisis around15% of current US GDP
atthelowerrange.

Achieving thiswon’t be easy. That’s why thisreport
serves as apractical guide, groundedinresearch,
expertinsight, andreal-world experience. OurD.E.E.P.
learning framework sets out how toimplement
augmentation at the task level, embedlearninginthe
flow of work, measure progress, and elevate learning
as a strategic priority. Thisislearning science applied
to therealities of today’s workplace.

One thingis certain: organizations cannot afford tolet
the gap betweentechnology and workforce readiness
widen. They need a strategy for Al-powered work that
empowers people through upskilling and lifelong
learning. Workers, inturn, must embrace adaptability
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and curiosity. Fewjobs will remain static; success will
dependoncollaborationacross boundaries.

At Pearson, we believe the true prize of Alis notjust
workplace efficiency. Whenwe implement Al wisely,
we canimprove the wealth, health and happiness
outcomes of hundreds of millions of people
worldwide. Importantly, thatrequires arenewed
focus onlearning. When we bring
learning to the forefront of this
once-in-a-generationchange,
we cantruly help people thrive
andrealize thelife they’ve
alwaysimagined.

Omar Abbosh

Chief Executive Officer
Pearson
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“Our modeling shows what’s at stake: Al-
powered augmentation could add between
$4.8 trillion and $6.6 trillion to the US economy
by 2034 —representing around 15% of its
current size, at the lowerrange.”
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Al and the
augmented
knowledge
worker

Automationisinevitable.
Making people more
productive is the real prize.

D.E.E.P. Learning Framework Supporting Information

Injustthreeyears, artificial intelligence (Al) has
reached overone billionusers globally, making it the
most rapidly adopted major technology in human
history.

But will Almake companies and economies more
productive? Predictions vary, with one report calling
Al “the next productivity frontier”? and identifying
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A new focus on learning is the imperative.

potentially enormous gains; on the otherhand, a
Nobel Prize winning economist cautions “don’t
believe the Alhype,”® noting the absence of data to
support “extraordinary” productivity benefits. And
that highlights a salient point: as with previous new
technologies, it takes time for hard,

reliable datato emerge.

Figure 1a. UK whole economy output per hour worked, 1972-2024, annual % change
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Source: UK National Statistics. Lineartrendline added by authors.
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As Michael Osborne, Professor of Machine Learning
at the University of Oxford, tells us, “The gains
generated by Al are really hard to measure with our
traditional productivity metrics, and new innovation
always has atimelag toadoption. In fact, we might
evensee alJ-curve effect—ashort-term suppression
of productivity—as organizations try out pilots, see
some walk-backs, and have tore-allocate their
investments.”

Certainly, the recent empirical evidence s far from
convincing on Al’'s much-vaunted productivity
impacts. The UKhas seen annual labor productivity
growth slump from an average of 3.3 percentin the
early1990sto 2.2 percentinthe early2000s* to-0.7
percentinrecentyears.® Therecent evidence forthe
US, usually regarded as the frontiereconomy inthe
creation and diffusion of Altechnologies, is similarly
disappointing. Consider, forexample, that average
US labor productivity growth, although often erratic,
has declined significantly from the highs experienced
inthe early 2000s (see Figure 1b). And this at a

time of unprecedented growth in new, powerful Al
technologies.

Yet thereis asilverliningin the US data, which shows a
surgeinlaborproductivity in the mid- to late-1990s,
aperiod that coincided with significantIT investment
anddigital transformation across many industries.
The messageis that technology investment does
matterfor productivity, althoughit may take time
toseetheimpact. Aswe demonstratein thisreport,
with theright principles and actions forworkforce
and organizational adoption, there is every reason

to expectasimilarif not greatertrajectory forthe
economicimpact of Al.

Figure1b. Average percent changein US labor productivity,
three-year moving average, 1949-2023
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Automation and augmentation

Meanwhile, CEOs and organizational
leaders must make investment decisions
today, when the future returns from Al
investments are shrouded inuncertainty.

Animmediate problemis whetherto view theimpact
of Al primarily through the lens of automation—
replacing certain human tasks with machines,
orthrough augmentation—Al that helps human
workers to perform theirroles better. In popular
discussions these are often framed as competing
strategies, with automation often, but not always,
involving some displacement of labor.

Yet the distinctionis not clear-cut. Tom Davenport,
Distinguished Professor of Information Technology
and Management at Babson College, explains
thatit’snot acase of opting forone orthe other,

11

Organizationsreally need the
benefits of both automation and
augmentation. Automationis
very good at productivity and
efficiency, butit’s not very good
atinnovation, or at figuring out
whether systems are working
well, identifying when you need

toretrainamodel, etc.”

D.E.E.P. Learning Framework
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Mark Esposito, the renowned social scientist at

the Berkman Klein Center forInternet and Society
atHarvard University, frames the difference
economically: “Automation offers quick, measurable
economicreturns.” That’swhy it’s so favored by
finance departments, and by people who want

to show quick benefits to prove a successful

pilot project, orto secure furtherinvestment.
Esposito explains: “Automation canreduce labor
costs, recover some of the technology costs,
andultimately, it can optimize an activity that
youwere already doing.” In contrast, he clarifies,
“‘Augmentationis an economic multiplier. It’s
aboutlonger-term, more transformational returns.
Augmentation can fundamentally change the ability
of humansto ask and apply questions; it brings
awhole new level of value and productivity.”

The promise of growthis the prize. Andrew Ng,
Founderof Deeplearning.Al, putsitsuccinctly,

1

Ten percent cost savingsis
nice, but that’s not what excites
businesses the most. It takes
reengineering the workflows
to get to significant growth.”

Mind the Learning Gap Report 7

Put simply, the great promise of productivity
from Alinvestmentliesinmaking people betterat
what they do with the aid of machine technology.
Thisis thereal path to sustainable productivity
gains: to build on, accelerate, and enhance
humanknowledge, expertise, and experience.

See Charting aPathforan Augmented Future at the end of this
report forthe actions we believe seniorleaders need to take.

/



Foreword The Augmented Workforce D.E.E.P. Learning Framework Supporting Information Mind the Learning Gap Report

Identifying the
augmented
knowledge
worker

While most types of work can benefit from Al
augmentation, ourresearch focuses explicitly
onknowledge work. There are severalreasons
forthis. First, there has already been significant
use of Al-related technologiesinroutine manual
work—think of Alrobotics in manufacturing
andlogistics, forexample. Second, frontier
technologies such as generative Aland agentic
Allargely focus on knowledge-related or
creative tasks that were previously difficult
formachines to perform. Mostimportantly,
however, knowledge—its creation, diffusion, and
usage—lies at the core of long-term productivity
growth (technically called total factor
productivity growth)inadvanced economies,
spurringinnovationin products, production
methods, and ways of doing business.

[See sidebaronpage10: “The size of the prize: How much
could Alworkeraugmentationaddto the USeconomy?”]

What does this augmented knowledge workerlook like? Augmentation goes far beyond organizations
equipping theirworkers with the latest Al apps ortools, providing a chatbot assistant or offering training
inthe rudiments of Al. If organizations commit to enablingit, we see several ways that people will use
Alto enhance theirworkin the future:

Knowledge codification & dissemination: Leveraging Al to capture and share
expertise across digitaland human teams.

Datagathering & ideation: Employing Al to streamline research and challenge
conventional thinking.

Multi-agent collaboration: Orchestrating complex tasks with digital agents,
while applying humanjudgment.

Rapid & continuous learning: Using Aland data tolearnin the flow of work,
accelerate proficiency and continuous improvement.

S o, & I

O. Personalized coaching: Treating Al as a personalized performance coach that builds
persistentmemory acrosslocations androles of strengths and growth areas.

Seamless human-Al teamwork: Operating fluidly across human and digital teams
tounlock new efficiencies and growth

Do
Yo)e

The augmented knowledge workeris also central to unlocking the broader macro-economic growth
benefits of Alinvestments—conspicuously absent to date. Our detailed modeling of over 300 knowledge-
intensive occupationsinthe US shows that, underarange of scenarios, Al-powered worker augmentation
could add between US$4.8 trillionand US$6.6 trillion to the US economy by 2034,
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The Augmented Knowledge Worker

Capabilities and enablers that drive human potential and productivity

E ive E | —
xecutive Enablers \Nofkercapab’/ltie

Responsible Al 2?;2:‘"(’;;’33/3
by design i~
vaemangce, transparency Codify & share Accelerate Reskilling pathways and norms,
privacy, and bias controls ' Khiowledaa: research & fosteringresilience, adaptability,
embedded in workfows. Capturear% . ideation: critical thinking and discernment.
disseminate expertise UseAlto challenge
across teams. thinking and spark
innovation.
Team The Orchestrate A .
- i . ent orchestration
Value-creation strategy seamlessly Augmented multi-agent li tg
Elevate learning as a C-Suite . . workflows: Iiteracy
priority and use Al to drive growth with Al: Knowled ge Worker OWS: Teach the workforce to configure

Fluid collaboration Collaborate with and coordinate Al
. . agents and
across human and Capabilities & Enablers digital agents, integrate feedback signals in

digital teams. for the Al-Augmented R day-to-day tasks.
Enterprise

by defining clear, measurable
outcomes thatensure real
enterpriseimpact.

Personalized Learn
coaching: Cont:jn:ously
- Al as a performance and fast: _ .
Human cente_red coach, that builds Al-powered, Cross dorpam
workflow design persistent memory personalized learning collaboration

Empathy, creativity, and usability in of strengths. inthe flow of work. Structures andincentives for
Al-supported processes, enabling multidisciplinary teaming,
humans to do more valuable work. promoting collaboration across
boundaries.

lllustrative examples of

Macro-Economic Impact what Al could enable for These examples show potential capabilities of Al-augmented
Al—powered augmentation could knowledge workers. knovgeddgeworkers.Thebyarelexploratory andintendedto

- spark ideas, not prescribe solutions, as organizations remain
add between $4.8-$6.6 trillion

in the early stages of this transformation.

to the US economy by 2034.



Foreword

The Augmented Workforce

Sidebar

D.E.E.P. Learning Framework

Supporting Information

The size of the prize

How much could Al worker
augmentation add to the
US economy?

Al-powered augmentation, properly implemented,
can help nationaleconomies escape the low
productivity trap and boostlong-term economic
growth. Tounderstand whatis at stake for national
economies, we modeled the potential future gains
tothe US economy from faster Alaugmentation of
knowledge work under several different scenarios.
Ouranalysis provides a uniqueinsightinto the impact
of Alaugmentation through the lens of specially
constructed occupational productivity estimates.

Methodology

Mind the Learning Gap Report

Our proprietary analysis estimates how artificial
intelligence could boost the productivity and economic
contribution of a cohort of knowledge workersin the
United States. Knowledge workers are professionals
whose jobs primarily involve thinking, problem-solving,
and applying expertise rather than manual labor. By
understanding how many of these workers exist, what
economic value they create, and how much Al could
enhance their productivity, we can estimate the potential
economic gains from Al augmentation.

Animmediate problem, however, is that data on
occupations—lawyers, accountants, engineers, etc.—is
not generally available. Our approach overcomes this
challenge by deriving estimates for occupational
productivity using data onindustry gross-value added
(GVA, a close approximation of GDP) perworker, the
industry distribution of occupation employment, and
relative wage rates across occupations. Armed with a
unique dataset of productivity for more than 300
knowledge-intensive occupations, we can then apply
data onaugmentation probabilities and evidence from
the literature on Al productivity impacts to estimate the
potential economic gains from Alaugmentation by 2034.

Asummary of the detailed stepsis set outinthe
Supporting Information section. Inessence, the coreidea
is that the economic impact of Alaugmentation will be
determined by three key factors: the estimated current
productivity of knowledge workers (GVA per worker); the
extent to which Alaugmentationincreases productivity
(from the academic and practitioner literature on Al and
productivity); and the degree to which different

occupations are augmentable by Al. We used
augmentability scores from Pearson’s Faethm database,
which tracks emerging and trending skills and job
categories, for 264 occupations, to identify the likely
extent of augmentation for each occupation by 2034. We
used proxies for a small number of occupations (40) for
which Faethm data was unavailable.

To give aworked example, if the estimated current GVA of
anaccountantis around US$350,000 per year, with an
augmentability of 19% and an estimated productivity
uplift from Al of 7%, then the projectedincrease in GVA
peraccountantis US$4,655 (in 2024 prices). These
occupational estimates are then combined with 2034
employment projections foraccountants to estimate the
potentialincrease ineconomy-wide GVA from Al
augmented accountants by 2034. A similar processis
followed for the other 303 occupations we examined.
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Sidebar: “The Slze of the Prize: How much could Al worker augmentation add to the US economy?”

- D )

Our analysis shows that Al-powered augmentation of knowledge workers Figure 2. Estimated impact of Al worker augmentation on US

could deliver significant economic gains to the US economy by 2034 (see economy (GVA) by 2034, (US$, 2024 prices)
Figure 2). Under a conservative scenario, where the productivity elasticity
(impact from Alaugmentation)is 7%, Al augmentation of knowledge workers
could add an estimated US$4.8 trillion to the US economy by 2034.

This would be equivalent to 15% of the current size of the US economy.
Amoderate scenario based on a productivity elasticity of 10% would grow
the US economy by US$5.4 trillion. An optimistic, high adoption scenario
would magnify these gains still further, to around US$6.6 trillion by 2034.

Assumptions and caveats N

None of these estimates should be regarded as a forecast of the future
economic contribution of Al through knowledge-worker augmentation.
These are modeled projections based on data and a set of assumptions
about what might happenin the future. For example, the Alaugmentability of
workers could end up being higher orlower, depending on national and
corporate policies around Alinvestment, education and training, and Al
infrastructure. If augmentability turned out to be lower thanis assumed here,
then the economic gains would fall. It is also important to note that Conservative Moderate Optimistic
occupational productivity can be hard to estimate for certain occupations
and sectors—for example, teachers in non-market sectors such as education
or public-sectorworkers providing governmental services. We have not B Us$ tn gain % change
explicitly modeled automation leading to the displacement of workers from
existing roles. While such strategies can boost short-term profitability for

enterprises, they may increase or decrease GDP depending on what Note: The percentage change shows the potentialincrease in GVA that augmentation
happens to the displaced workers. canbringto ourcohort of knowledge workers by 2034
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Unlocking the promise of \
augmentation through learning

Regrettably, the economic prize of Al-augmented Thisinversion of learningis at afarremove from
economic growthis farfromassured. Insufficient what we seeinmany Learning and Development

investment, limited organizational diffusion,
and a tendency toward box-ticking Al training
initiatives overdeeperreskilling all block faster
progress. More crucially, however, effective Al
augmentationrequires organizations toinvert
the traditional technology-reskilling paradigm,

organizations today. Thereisurgency here: the

“learning gap” continues to widen, asinvestments

intechnology accelerate ahead of investments
inworkforce adaptation. How can organizations

startto make this new learning paradigm areality?

What are the necessary steps and accelerators?

where new technologies—think electrification OurD.E.E.P. framework provides a detailed guide
of assembly lines, orthe advent of the Internet— tothejourney.

involve major technology investments first,
withworkerre-skilling coming later. In contrast,
effective Alaugmentationrequires aprocess of
learning where knowledge workers and new Al
systems move inlockstep fromthe start.

Giventheintangible nature of their activities, Diagnose Embed

knowledge workers are best positioned to and define learning
“identify...the tasks most suited to augmentation, your task seamlesslyin
using theirexperience, expertise and judgment augmentation plan the flow of work
totest strengths andlimits.” Bothmachines
and knowledge workers canlearnfrom each
otherinthe flow of work. Agentic bots can

Prioritize Evaluate

“work-shadow” experienced workers to learn learningasa skills and

strategic measure
investment progress to
ensure impact

specialized tasks, while even experts can benefit
fromnew analyticalinsights provided by powerful
knowledge agents. With Alagents freeingup
workertime, the locus of knowledge work will
swing decisively towards new roles requiring
critical thinking, judgment, and creativity.
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Implications for Leaders

Champion a task-based
approach to augmentation
that leverages the
expertise of frontline
experts to identify where
Al can best augment work
and unlock new value.

Implications for Leaders

Elevate learning and
developmenttoa
board-level priority,
focusinginvestments on
building skills ecosystems
that drive long-term
organizational growth and
adaptability.

The Augmented Workforce

D.E.E.P. Learning Framework

Supporting Information
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D.E.E.P. Learning Framework
Aroadmap to unlocking Al productivity through learning

e Conduct task-based
analysis

o Identify your expert
enthusiasts

o Build youraugmentation
squads

« |dentify androll out use
cases

» Redefinetherole of L&D to
become capability curators

e Prioritize learning
investments around skills,
notroles

o Build ameasurable and
trackable skills ecosystem

e Incentivize and motivate
continuous, iterative learning

Diagnose

and define your
task augmentation
plan

Prioritize
learning as a

strategic
investment

Embed

learning
seamlesslyin
the flow of work

Evaluate

skillsand measure
progressto
ensure impact

e Create and maintaina
culture of learning

e Embedlearninginthe
flow of work

e Enable sociallearning

e Emphasize durable
skills

o Build ausable skills data
infrastructure

¢ Investinambient methods
of skills assessment

e Use Al to measure, improve
and personalize learning

e Testand develop skillsin
authentic conditions

Implications for Leaders

Foster a culture of
continuous, personalized
learning, championed by
leaders, ensuring
development occurs
seamlessly within daily
workflows and adapts to
evolving needs.

Implications for Leaders

Investinrobust,
connected skills data and
Al-powered assessment
tools to track, validate, and
personalize development
toward an Al-augmented
workforce.
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Diagnose:

Define

your task
augmentation
plan

Defining an Alaugmentation strategy involves
multiple steps and phases of work as Al is
introduced into the system. The focus ultimately
isonunderstanding the current workforce: the
processes they work within, the roles they hold,
the tasks they perform, and the new skills they
needto applyinlight of generative and agentic
Al. The evolution of tasks, and theroles that tasks
addupto, sit at the heart of the transformation.

Supporting Information

Evenorganizations that take Al seriously, at best,
focus onproviding theirknowledge workers with Al
tools, and giving them generic Al training (what Al
does, prompting tips, responsible usage, etc.). This
isallgood andimportant. At this point, unfortunately,
most companies sitbackand hope that the
employees willthen change the way they work, use
the tools optimally, andimprove productivity. That’s
notan Alaugmentation strategy, andit’s unlikely to
yieldresults. Instead, the crucial starting point must
be totake acloserlookat the business outcomes

Mind the Learning Gap Report

that canbe most effectively achieved through Al
augmentation, and the follow-on changesinthe
tasks that knowledge workers are performing to
achieve them. As David Garza, President of Mexico’s
Tecnoldgico de Monterrey Education Group, says,
“GiventhatAlishere, let’s be thinking Al first, and
let’s also be thinkingwhat the outcomes are that

we could achieve. And what are those measurable
aspectsthatwe canidentify that, yes, thereisause
case here where the cost-benefitisworthit.”
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Diagnose

Conduct task-based analysis

Most of our expertinterviewees and the academic
literature argue that we need a detailed “task-based”
understanding of precisely which activities machines
willdo, and which activities people will do, foreach
role. Forknowledge-workroles this poses some
additional challenges, as Eleanor Cooper, CEO of
Pathstream, a performance enablement solution for
frontline teams, observes, “Over the course of history
we have been gradually increasing the complexity of
whathumans are expectedtodo.” Inthe Alera, nojob
is fully human or fully automated. Mostjobs become
hybrid. Forthe Al-augmented worker, tasks are
distributed dynamically betweenhumans and Al tools.

Traditional, task-basedjob descriptions were written
asif work were stable. Roles were defined, documents
were filed, and people performed thoseroles forlong
periods of time. The arrival of Almeans the division

of laboris continually shifting. Tasks that were fully
humanlast yearare semi-automated this yearand may
be

fully automated next year. Thisdemands anewkind

of task analysis thatfocuses onthe boundary
ratherthan the bucket:

m  Whatdoesthe Altooldo by default?
m  Whenmustthe human override orverify it?

m  Whoisultimately accountable for
the outcome?

m Howdoesthe augmentation partnership
evolve as Almodelsimprove?

m  Whatisthe subsequent higher-value work
that the human might do with the free time
generated by Alaugmentation?

Supporting Information

The old task-analysis question—“What
does thisworkerdo?”—becomes: “What
should thisworkerdoin collaboration
with anintelligent system?”

Thisis the conceptual pivot organizations are
only beginning to make. Aldoes not simply
reshape tasks;itreshapes ourunderstanding

of work, responsibility, and human agency.
Companies that fail to articulate this new
understanding will design jobs that are efficient
but hollow; productive but dehumanizing. Mark
Esposito describes how, “if there are tasks where
you feellike you'dlove to have more support, that
couldbe agood candidate foraugmentation,
because they’re also tasks that you don’twant to
fully delegate to technology because you want
tokeep themashuman-centric.” Companies
that succeed will treat task-based analysis

not as anengineering discipline but ahuman
one—one that names, preserves, and elevates
the tasks that make work genuinely human.

Once Alhandles many of the repetitive tasks
thatitis well designed for, the distinctive
humanvalue liesin capabilities, notjust

task execution. The center of gravity

moves from doing to discerning. Durable
capabilities willinclude things like meta-
cognition, problem framing, systems
thinking, judiciousness, and the ability to
supervise Aland detect failure nodes.

N\
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Diagnose

Mark Williamson, KPMG’s UK Head of People
Consulting, has the view that

1

People will be absolutely
fundamental to the value
we provide to the market.
You’ve got to pair human
expertise and ingenuity
with Al to get the most
out of it. If you do this
responsibly, andit gets
to high-value, rewarding
work, that really
accelerates whatyou’re
trying to achieve overall
and provides measurable
impact.”

So, what are someimmediate actions
organizations cantake to super-charge their
Alaugmentation strategy?

e —
———————

ARR————

R

Supporting Information

—_——
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The Augmented Workforce

Supporting Information

Diagnose

Identify your expert enthusiasts

Knowing that task analysis needs to
morph, we need to ask the question: How
will this happen? Who will conduct the
task analysis? It’s not currently anyone’s
job. Everybody is already busy, and only
the person who actually does the job can
truly figure out where and how to use Al to
improve it.

Whentools areintroduced, afocus onthe frontline
workermeans that companies canidentify
individuals who Sandra Loughlin, Chief Learning
Scientist at EPAM Systems, calls “Al enthusiasts.”
One cannotintroduce atooland then expect
everyone touseitimmediately aftertraining.
Rather, says Loughlin, companies should expect
that only enthusiasts andinnovatorsineachrole will
naturally and willingly experiment and use the tool
inthe context of theirwork. These workers, says
Loughlin, experiment, fail, try creative solutions
and eventually learnhow to use the Al to actually
augment their tasks (and which tasks to augment).
This step “cannot be leap-frogged,” Loughlin
notes. “It’s the only way to build the basis foruse-
case specific training which should then be rolled
out broadly and expected todriveimpact.”

Michael Osborne notes that acommon mistake
companies makeisto “parachute” intechnologists
from a central data-science department (orworse,
from outside the company), toimplement an Al
solutionforaparticularrole. That approachis

Mind the Learning Gap Report 17

inadequate because, as noted, only the frontline
workerwho actually does the job understands the
real-life context and complexities of the daily tasks
they perform. They are best placed to experiment
andunderstand the augmentation opportunities,
and must be acentral part of the process.

Several experts we interviewed talked about at
leasttwo different groupings of expert enthusiasts.
Some are expertsidentified and assigned early on
because of theirrecognized experience and tacit
knowledge that gives them fluency with using the
toolinimpactful ways. Others will be workers whose
expertise cannot be anticipated becauseit will arise
fromtheinteractionwith the tooland theresulting
evolution of whatis possible with Alaugmentation.
Companies should be quick toidentify these “new
experts” andleverage themto driveinnovation
andlearning. David Garza suggests organizations
involve, “teams of what | call ‘shakers, specialized
teams fully dedicated to disruption, to say well,

we are here to see how we canleverage the use

of Alinthe organization... that’swhere I've seen
many of the good use cases come fromearly on.”
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Build your augmentation squads

Expert enthusiasts willbe at the core of whatwe
call “augmentation squads.” These groups will
alsoinclude:

m Technologistswhointroduce appropriate
tools and ways of using them.

m  Operationalmanagerswho observe andrecord,
andalsoleverage Al to gleanfirst-hand knowledge
of people’sinteractions with the tools.

m LearningandDevelopment (L&D) professionals
who translate observationsinto training.

Those L&D professionals take onincreased
importanceinanaugmentation environment.
They are nolonger simply responding to training
requests. Inan Al-augmented environment, they
act as capability architects who: map evolving Al-
driven workflows to humanroles and competencies;
forecast capability gapsnotyetvisible to the
business; and design ecosystems (not just
courses) that keep workers adaptable amidrapid
change. Ultimately, this moves L&D fromreactive
supporttoamore strategicrole. At Cognizant,
Chief Learning Officer Thirumala Arohi tells us,

“It’s the job of the learning department to
notjust be the shapers and architects of the
future ways of learning and learning models
but they must also architect experiences
that connect talent development

and learning programs to business
outcomes, ensuring the workforce is

ready for tomorrow’s challenges.”
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Together,members of the Alaugmentation
squad move beyond the implicit assumptions of
algorithms, adding critical contextand nuance
that the Al system could neverknow. The squads
enable bespoke tailoring of the technology to
berelevant to the use case athand. Forexample,
what’s the problemwe’re solving? Where is the
value to berealized? The technologists willwork
hand-in-hand with the data owners and workers
to gettherelevantinputs. Otherwise, as Michael
Osborne putsit,it’s “rubbishin, rubbish out.”

Overtime, Al itself willincreasingly assist with this
task-analysis process. Manual observationand
datacollectionislabor-intensive and often limited
toanarrowslice of roles. Itrequiresinterviews,
workshops, and manually coded observations,
makingit difficult to scale across the enterprise.
Alisbeginning to change that, reducing the

time and cost of this discovery process.

Identify and roll out use cases

From the work with enthusiasts and augmentation
squads will arise use cases that theninform training
approaches. Thisis happeningright now at Jobs for
the Future (JFF), forexample. Maria Flynn, President
& CEO of JFF, tellsus that theiremployees and
executives are beingbothintentional anditerative
withuse case development, investinginleveraging
asetof powerusersto dobetatesting, focused
onwhat the expert enthusiasts find useful.

Some use cases canimprove productivity quickly,
but others will see theirvalue grow overtime. Leaders,
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especiallyin L&D functions, should seek out use cases
thatboostknowledge andlong-term productivity.

SandralLoughlinrecommends thatleaders “observe
the people who are on theirown using the tooland
coming up withnew use cases, being creative, trying
stuff out. Find out who your enthusiasts are and use
themto getideas. Thenyoucangettorealimpactful
training, which willbe very concrete, tactical, and
valuable.” Some of these use cases may not deliver
quick hits to the bottomline, but they will be crucial to
developing new capabilities and innovations for the
future and, by identifying the employeesresponsible,
will provide new expert enthusiasts who can continue
to championtheinnovation possible with Al.

Asuse cases aredocumented andvalidated, L&D
is tasked with the development androllout of

use case training. Thisis where the insights and
lessons fromindividual experts are multiplied to
achieve organization-wide value andimpact.

In sum, this task-based approach
reinforces the importance of
bottom-up diffusion, supported by
atop-down framework for guidance.
Bottom-up: the frontline knowledge
workersrigorously explore and
discover how Al willaugment theirjobs
inreal life. Top-down: a guiding
strategy led from the top, turns those
individual lessons into broad-based
learning programs and, ultimately,
transformed practices and
productivity gains.



Embed:

Instill effective
learning inthe
flow of work

Eventhe most advancedindustries and
organizations are still at the experimental
stage with Alaugmentation. The time required
toidentify task-specific, use-specificandrole-
specific changesisunpredictable, and only
then will future skills demand become

clearer. But while that strategy evolves, one
thingis already apparent: organizations
cannot afford to wait to strengthen how their
peoplelearn. Building a strong foundation
forlearning now willnot only prepare

workers for the coming changes, it will make
the transition faster, smoother,and more
successfulwhenthe strategyisready.
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JacquiCanney, ServiceNow’s Chief People and
AlEnablement Officer,champions this approach,
“Learningis the engine of Al enablement. If we want
our peopletonotjustuseAl, but to shape howit’s
used, we need to embed continuous learninginto the
fabric of everyrole. At ServiceNow, we’re not treating
Alliteracy as optional. We're treating it as aleadership
skill,agrowth path, and abusinessimperative.”

Inthisurgent context, currentapproaches to Al
upskilling are generallyinadequate. All too often,
whenreporting toinvestors, many boardrooms are
satisfied with ticking the box that Al training has been
delivered to Xnumber of workers. Yet such training

is often cursory, focusing onintroducing tools along
with abeginner’s explanation of how to use them. This
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doesnotcome close to ensuring that those workers
are actually learning for the coming Al erain a way that
shapes knowledge and behaviors and that ensures a
workforce has the flexibility needed to adapt quickly.

What’s emergingis anew kind of “learning gap.”
Employeesneedtobothunderstand atransformative
technology and adapt theirskillsinresponse
toitsimpactontheirroles. Fortunately, there

are “noregrets” investments that organizations

can make now in theirworkforces to build the
experiences, culture, andlearninginfrastructure
required forsuccessful upskillinginthe Al era.
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Create and maintain a culture of learning

As Alreshapes the workplace, cycles of upskilling
andreskilling willbecome routine. A culture that
embraceslearning as an organizational value willbe
essential. As Mark Williamson says, “Unless you have
alearning culture that you are proactively building
withinyour organization, you’re not going to be

able to achieve thatrapid and constant skilling and
reskilling that you’'re goingtoneedtodo. Youcan
putinasmany programs as youwantand provide the
tech, butunlessyou’ve got that pull from people who
really want to develop their skills around it, you’'re not
goingto get close toachievingwhatyoucould.”

Research consistently demonstrates how workplace
social dynamics, including the amount of support
employeesreceive, canstrongly affect how
effectively they apply what they’ve learned. “Work
environment social support factors canenhance
trainee self-efficacy, promote alearning goal
orientation, andincrease trainee motivation, which
inturn canresultindesired outcomesincluding
improved productivity, job satisfaction,and a higher
likelihood of using trained skillsonthe job.”

There are many strategies that organizations can
leverage to build a culture of learning. Starting at
the top, whenleaders visibly model curiosity and
experimentation, they normalize learning. Maria
Flynn offers acompelling example, “I've been
sharing how I've beenusing Alin my day-to-day
work. | offerexamples about what worked and
didn’twork. I’'m being supportive of employees
doingthe training, testing and iterating, and
sharingwith each other.” Leaders have acritical

roletoplayinsetting theright tone onthe
importance and priority of experimentation.

Policies must also evolve to make learning time
visible and protected. Joshua Wohle, CEO of
Mindstone, suggests that when companiesrun
synchronous formal training (such as anhour
perweek for four weeks) they should keep that
hourblocked onemployees’ calendarsforthe

rest of the yearas “experimentation time.” This
“publicly signals to the rest of the organization
thatit’s OKto take that hourevery week tojust

try something new using Al.” Similarly, integrating

Al experimentationinto organizational goals or
Objectives and Key Results (OKRs) reinforces its
importance. Erin Rifkin, Managing Director of Cloud
Learning Services at Google, notes that this ensures
that companies are “systematically encouraging
andrewarding employees forembracing Al.”

Fostering a culture of learning also means empowering
internal champions, who are often more junior
employeesthat caninfluence organizational culture,
bottomup. Sudeep Kunnumal, Chief HR Officer
atTata Consultancy Services (TCS), describes an
innovative program called “reverse mentoring,” where
seniorleaders are paired with youngeremployees

as they upskillon Al. According to Sudeep, “Our
seniorleaders have a ‘human copilot’ and these are
the GenZemployees who are Al natives, and they
havereally made aphenomenal difference.” This has
alsoenabledleadersto see great talent at alllevels
withinthe organizationand understand “how you can
sponsor [early careeremployees] to be successful.”
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Embed learningin the flow of work

Alhas the potential to finally make real what learning
theorists have hoped fordecades: learning that
ispersonalized, embeddedinreal work tasks,

and dynamically responsive to performance
data.Inthisway, Al will also be critical in solving
thelearning gap organizations now face.

Instead of pulling employees away from their tasks
forgeneric training, Al-enabled systems could allow
learning to happen continuously, precisely whenitis
needed, tailored to the individual’s experience and
performance, and capable of delivering personalized
learning at a scale that was previouslyimpossible.

Forexample, instead of “one-size-fits-all”
modules, employees canreceive:

m Just-rightdifficulty levels.

m Targetedremediationbasedon
misconceptions or gaps.

m Accelerated pathways forthose who
already know the material.

m Refreshernudgesexactly whenknowledge
decayislikelytooccur.

This aligns with a vision that several expert
interviewees described: Every employee can
have accessto apersonalized tutor orcoach.
Sandraloughlinimagines “a personalized tutor
who's ‘sitting with you.” Someone who knows
exactly whoyou are, knows your skills, knows
whatyou’'re working onright now, and can make
those connectionsinaway that’'sreal.”

Similarly, Jayney Howson, SeniorVice
President of Global L&D at ServiceNow says,

1

Theideais that employees
have an always-on
personal professor or

an Al companion who is
recommending, based on
their behavior, the training
that they needtodointhe
moment.”

JeanaJorgensen, Corporate Vice President of
Worldwide Learning at Microsoft, describes
creating anagent that has contextual
knowledge and a personality modeled
aftertheirtopleadersthat salesteam
members canreferto wheneverthey have
questions. She says this tool helps employees
“feellike they’relearning directly from
Microsoftleaders. Thishas created greater
psychological safety inaway we didn’t
anticipate.”
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Otherlearning techniques that Al could
enableinclude:

m Surfacing micro-lessons exactly when
ataskisbeingperformed.

m Offering contextualtips, examples, and
warnings based onreal-time system data.

m Automatically detectingwhere anemployee
might struggle—before a mistake occurs.

m Integratinglearning prompts directlyinto
softwareinterfaces, dashboards,
orcommunicationtools.

Feedback, anothercritical component of learning, has
historically beenhard to scale. With Al tools, individual
feedback thatis actionable, applicable, and based
onholistic data gathered across awiderange of
activitiesis now possible. Sandra Loughlinnotes that,

1

Alis extremely helpfulin
essentially closing the gap
between knowledge, practice,
and feedback .. Al creates the
opportunity forus to go and
ask amore knowledgeable

other for feedback”
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Finding time tolearnat workis a key challenge, but
with Al, anindividual’s daily work becomes both
thelearning contentand thelearning platform.
Ratherthan pulling employees out of work tolearn,
Al allowslearningto happeninthe moment.

James Cook, Senior Partner for Workforce
Productivity at IBM, describes how learning could
be provided through anemployee’s Al assistant.
Inadditionto completing a certain task, the
assistant could be mindful of the unique skills

the human employee needs. Forexample, “the
assistant could be saying, ‘by the way James, I'm
doingY foryou. Younow need to know X, and
here’s alittle bit of tutoring foryou'...If the assistant
itself cansay ‘here’s the skillinglneed to give
you, thatreallyislearningin the flow of work.”

This vision aligns with common organizational goals
forlearning that oftentarget ‘less time away from
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the desk.” As DrPhilippa Hardman, Creatorand
Founderof DOMS™ the Al-enhanced learning design
framework and host of the Al & Learning Design
Bootcamp, describes

1

learning in the flow of work
appeals to executives because
the biggest cost of workplace
learningisn’t content, expertise,
or tech—it’s time not working.
Shift even 5% of training

into the flow of work and the
savings from less time away
from the desk are massive. The
efficiency gainis simple: people
don’t stop working to learn—
work and learning become

essentially indistinguishable.”

Some Allearning tools already exist; many others
are being developed; stillmore powerful ones are
beingimaginedforthe future. If an organizationis
not already piloting or scaling such tools, there’s an
imperative for the L&D team to take action. When
paired with astronglearning culture and well-trained
managers, these capabilities can significantly
accelerate skills development and help ensure
that Alupskilling efforts deliverlastingimpact.



Foreword The Augmented Workforce

Embed
Enable social learning

Not alllearningis formal. Much of the learning that
happens within organizationsresults from employees
sharing theirknowledge, experiences, andlessons
with one another. As Jayney Howson says, “Especially
forthe base-level Alwork, Alknowledge s ‘caught,
not taught’ and people willjust hear other people
talking aboutitand see otherpeople doingit.”

At ServiceNow, theiraimis to “orchestrate those
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conversations.” To achieve this, organizations should
investin systems that allow internal experts to share
theirknowledge with others. ServiceNow runs
“Colabs,” which are peer-to-peerlearning sessions
run by subject matter experts within the business.
Erin Rifkin detailed aninitiative at Google called
“Aidus” where the organization “incentivizes people
to build amarketplace of Altools that they usein
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theirday-to-dayjob and enable people to showcase
andleverage them, and give feedback. ... It creates
opportunities forlearning and co-developing.”

Mark Williamson agrees: “Learning from others and
learning togetheris alot of how it really works for
peopleinterms of learningin the flow of work.” By
designing environments that support knowledge
exchange, organizations make learning a socialnorm.

As JosephlLin, Al Transformation Lead at Goodnotes,
describes, Alupskillingislargely about social
influence, consistent messaging, and opportunities
forsharing. “We’ve created a series of internal
trainings that we call AlFoundations, which allow
teams to share use cases andreinforce best practices
based onourinternaltooling and context. It's become
ahotticket to secure an AlFoundation speaker

slot, because that means you willbecome avisible
figure of the Al transformation within the company.

If yourexampleisreally cool, otherteams will start to
reachoutandsay ‘Ohwow, | didn’tknow that | could
have adashboard thatlookslike that,” or ‘I didn’t
realize you could customize automated follow ups
that way!” Using human networking to put ahuman
face onto all of thisis how you get things going.”
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Emphasize durable skills

Inan environment where tools evolve rapidly, tasks
shift dynamically, androles continuously change,
the decisive advantage belongs to workerswho
understand how they learn, how they adapt, and
how to work effectively in partnership with Al.

Technical skills alone aren’t enough. Organizations
must also foster core human capabilities. Our
experts highlighted anumber of these. Michael
Osborne listed off “creativity, social intelligence;
skillsrelated to leadership, teamwork, negotiation,
emotionalintelligence, and creative problem solving
(inpartnership with Al)” as key “human skills” that all
workers need toimprove. Jayney Howson likewise
mentioned “curiosity, agency, accountability,

agility, critical thinking, human connection, and
communication.” Anewly important skill highlighted
by Maria Flynnis that of “discernment, or the ability
to tellwhetheranAloutputis good orhowit needs
tobe changed”. These skills take time to build, but
leveraging Al-enabled learning tools, as we described
above, canaid this endeavor by providing authentic
opportunities to develop, practice, andreceive
feedback onthese skills, allin the flow of work.

Perhaps the most critical capability foremployees
is Learning to Learn, whichinvolves consciously
planning how one approaches building new skills
and knowledge (as discussedinour2025report
Lostin Transition: Fixing the “Learn to Earn” Skills
Gap). Itcombines behavioral strategies that make
learning efficient with metacognitive strategies
that help employeesreflect onandregulate their
learning processes. When employees understand
what strategies are effective forlearning, and
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implement themin theirdaily practices, they
become more agile andresilientin the face of
ongoingtechnologicalchange. At the same time,
aninterestin Al cansignal broader curiosity and
facility inlearning. As Joseph Linshares, “Welook for
Alpowerusers because generative Alis only three
yearsold, so anyone whois caught upis probably
quite a self-motivated, quick learner. Therefore,

we just ask directly, how do you keep up with Al?”

There are several practices organizations can
implementwhich encourage Learning to Learn skills.
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Organizations should:

m Offeremployeesagency and ownership overtheir
learning pathways by supporting employee-driven
development plans andletting them set theirown
learning goals based on careertrajectory.

m Build opportunities forreflectioninto daily
workflows by incorporating routine moments for
employeestoreview what they learned and how
theylearnedit.

m Trainmanagersaslearning coachessotheycan
guide goal-setting, track progress, and help
employeesrefine learning strategies.

m Equip managerswith Al-enhancedinsights
thatreveal patternsinemployeelearning and
performance to strengthen development
conversations.

m DeployAlnudgesthat prompt employees toward
effective learning habits as theylearnin the flow
of work.

In arapidly changing, Al-enabled
workplace, organizations gain
adecisive edge by cultivating
employees’ human skills. These skills

can make employees more flexible
in a fast-evolving skills landscape;
and also make them more effective
co-workers with their continually
evolving Al-machine colleagues.



https://plc.pearson.com/en-GB/news-and-insights/lost-in-transition
https://plc.pearson.com/en-GB/news-and-insights/lost-in-transition

~ 4 o _4 '
- —
Foreword The Augmented Workforce D.E.E.P. Learning Framework Supporting Information Mind the Learning Gap Report 25

A

Evaluate:

Measure
Progress
toward an Al-
Augmented
workforce

imperative, but a strategic one: “Thereasonyou toimplement training and upskilling initiatives to
needto collect skills data(amongst otherdata more effectively close the learning gap. By measuring
sources around people)is so thatyou canactually outcomes, organizations can determine which

The shift to an Al-powered workforce— optimize people forthe business strategy. People interventions are working, optimize those efforts, and
are the engine of yourbusiness strategy, soif you refine orrethink approaches that are falling short.

where human and machine specialists
continually evolve andintermesh—
demands amore finely-grained
understanding of worker skillsets.

don’t have theright people, you can’trealize where
you’re trying to go. Likewise, if you don’t know what
skillsyou haveinthe organization, thenyou’re just
wasting money and time by guessworkin talent
activitiesand L&D programs. Unfortunately, this

is exactly what companies are doing today.”

Sowhat canorganizations do to take stock of
their existing workforce skillsand track progress
to Al-augmented work? Ourresearch highlights
several practical actions, from getting better
control of datato the use of Al technology itself.

Inaworkplace continuously reshaped by Al, having a
deepunderstanding of what employees know and can
doisessential. Itis the foundation forthe “Diagnose”
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Build a usable skills data infrastructure

Much dataabout employee skills and activities
remains dispersed, inaccessible, or out-of-date.
“Generally, organizations aren’tas good at collecting
human data as they are around creating deal data or
product data,” says ServiceNow’s Jayney Howson.
This makesithard to getaview of the knowledge
workerintheround, what Howson describes as
“‘connected humandata.” Forexample, a sales
executive might have training dataresidingina
learning database, qualificationsinan HR database,
andsales performance datainanenterprise resource
planning (ERP) system. Getting that data connected
createswhat Howson calls a “talent signature” for
the worker, which canthen be used to direct the right
learning resources to the individual. While this has
traditionally been a challenge, emerging technology
isbeginningto alleviate this persistent pain point.

Thankfully, modern enterprise data systems
canstreamline much of the work of getting all

of the datainone place. One approachis data
consolidation through data warehouses, which
canthenbe accessed centrally. However, when
datais dispersedacross multiple legacy systems
indifferent formats, such centralizationcanbe
costly andtime-consuming. Anincreasingly
popularapproachisthe use of “data fabrics” which
use Al capabilities to extract and analyze the data
inits existing location without movingitaround.
Such fabrics have real potential for organizations,
bringing the prospect of generatingup-to-

date talentsignatures astep closertoreality.

Mark Williamsonis optimistic around the data
possibilities. “In this new world, you’ve generally

got the data within the organizationto be able

to demonstrate those things, but of courseiit’s
making the causallinkages between anew skill
andwhat effect that’shad onabusiness outcome.
Use of Alto measure that can help. If we're getting
aproperunderstanding of thelearning and

Mind the Learning Gap Report 26

reskilling that we're puttinginto the funnel, does
that equate to whatwe are seeingcome out?It’s
about measuringinthe here and now, improving,
then evaluatingwhat’s been achieved through
that. That’s the virtuous cycle we’re aiming for.”




Foreword The Augmented Workforce

Evaluate

D.E.E.P. Learning Framework

Supporting Information

Invest in ambient methods of skills assessment, made possible by Al

Altechnology cando much more than data gathering.
It canalso upendtraditional approaches to skills
assessment.|BM’s James Cook points to ambient
methods of Al-enabled assessment as a potential
game changer. Traditional methods of skills
assessmenttypically relied onperiodic testing or
self-evaluation of skills through questionnaires and
forms. Animmediate problem with self-evaluation
isthat workers may lackinsight into their skills,
particularly infast-moving areas such as technology.
Anotherproblemis timeliness: assessments are
almost out of date as soon as they are performed.
Ambient assessment uses Alto infer the skills that
workers have from their behavior, work artifacts and
actions, enabling a more organic approach to skills
measurement. Cook explains further: “Formany
yearswe’ve beenusing Al to do skillsinference.

We pullover 20 million files onaregularbasis to be

able todeduce that ‘James has a particular skill to
thislevel because he’slearnt certain things, he’s
worked onthis project, he’s publishedinvarious
places,andsoon. The Alis pretty accurate andit’s
gettingevenmore accurate.” Once skillsinference
isavailable, the breadth of skills datawidens, giving
organizations more insightinto what employees know
and cando. Once available, skillscan be badged
and credentialed, making this data more valuable
foremployees. Skills data also serves alearning
purpose. Al canuse triggers to identify whether skills
thresholds have beenreached ornot, and provide
nudges to suggest further training where needed.

Use Al to measure, improve and
personalize learning

Altechnology also offers the transformative prospect
of almost-continuous assessment, essential for
individuals and organizationsin aworld of blurring
skillsboundaries androles. Already there are many
examples of Alcoaches andlearning assistants

that providereal-time feedback and guidance to
learners. Alinterview coaches help simulate job
interview environments, testing fortone, clarity, and
technicalknowledge. Sales coaches canadvise on
conversation cues, personalrapport, and product
knowledge. Inindustrial environments, Al coaches can
help with essential skills such as situational awareness,
reactiontime and compliance with safety rules. Al-
embedded software systems can observe coding
skillsand advise on problem-solving techniques and
coding efficiency. Jayney Howson explains how such
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Alcoachescanhelpreinforcelearning and personal
development: “Let’s say amanageris coming up for
theirquarterly growth conversation. The Alcompanion
willremind the managerand openup a simulated
environment—we callit a playground—where the
manager canroleplay that conversation with their
supervisorandtest theirskillsinthe moment.”

Anotherbenefit of Al-enabled assessmentis that
itcan give precise feedback onskills progress and
proficiency. As Jeana Jorgensen explains, “With Al,
you canengageinongoingrole play and practice,
anditwill score yourlevel of aptitude. You canthenbe
assessed, and whenyou score 90% ormore, you have
passedthatlevel of proficiency.” Thisis amuchhigher
level of specificity than employees typically receive
when getting feedback frommanagers or peers.

Continuous assessment supports organizations as
wellas employees by creating a powerful feedback
loop. Adrian Clamp, Global Head of Strategy and
Investment at KPMG Consulting, describes how, at
KPMG, “modern Al-drivenlearningisn’tjust about
delivering content—it's designed to continuously
assessyourprogress, identifying how quickly you
master concepts and tailoring the experience
toyourpace. Thismeans fasterunderstanding,
smarterfeedback, and atruly personalizedlearning
journey.” When employees are trained inusing Al
toolsinthe context of theirrealwork, and those
same work behaviors are used to assess progress,
organizations gainamuch clearer picture of
whetherlearning approaches are working orneed
tobe adjusted, and what progress employees

are making. Learn, improve, measure, repeat.
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Test and develop skills in authentic conditions

It canbe argued thatnothing beatsreal-world work
fortrue testing of skills: compared to the classroom,
itthrows up unexpected events and complications,
noise and ambiguity, oftenin pressure-cooker
environments. But such strategies canbe daunting
forlearners andrisky for organizations, so the next
best thingis testingin highly realistic real-world
situations. Google’s Erin Rikfin explains further:

11

Because skills are evolving

so quickly, we need better
ways to assess those skills
and validate theminareal-
world scenario of how people

actually use those skills.”

Google’sapproachhas beento create “Skills
Badges” which are generated by learningina “real-
world scenario of atechnicaluse case—it mightbe
using Google GeminiorNotebookLM. After training,
the engineerworks through the tech without any
tips or tricks to test their skills. We think this ability
tovalidate skillsinahands-onway, ratherthan
throughjust questions and answers, is going to
become more and more critical to organizations.”

Testingin authentic conditionsis also an efficient
way to understand the realities of present skill levels
and to compare that with future skills demands.

Mark Williamson describes theimportance of
remaining vigilant about how skills are evolving, “The
future worldinvolves preparing fornew emerging
rolesandroles that we’'ve not evenimaginedyet. It’s

notonly whatlneedtobe ableto donow, butwhat are

the types of things I willneed to be able to do going

forward, around those new rolesin data stewardship,

digital governance, human-centered services, etc.”
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Evaluating progress toward an Al-
augmented workforce requires far more than
tracking course completions or attendance
rates. It demands a system thatintegrates
rich, connected skills data, infers skills
dynamically through behavior and output,

and embeds learning and feedback in
authentic environments. But measurement
is only usefulif it drives action. The true
value comes from how well organizations
align their newly understood capabilities
with evolving business priorities and enable
people to thrive inredefinedroles.
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Prioritize:

Position

learning as
a strategic
Investment

Now that your organization has successfully
reimagined the tasks, identified the
required skills, and set in motion effective,
measurable upskillinginitiativesin the
flow of work, what should you do with your
newly skilled, Al-augmented knowledge
workers? And more importantly, how do
you keep the momentum going?
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Several things are clear evenin the
current state of uncertainty. Learning
and upskilling are going to be continuous
requirements, and an organization’s
competitive edge willbe centered on
the adaptability of its human workers.

But continuouslearningin the face of work
redefinitionis acomplexpsychologicaland
sociological challenge that goes beyond traditional
skillinginitiatives. Employees need support with
transitioninginto theirnewly definedroles, and
must have opportunities for career mobility to
leverage theirnew skills. These processesrequire
strategic prioritization and strong leadership at the
company level forupskilling to be successful.

James Cook deliberately provokes: “Skillingis too
importantto belefttoHR...It'saboard-level topic.”
Joshua Wohle believes that learningis beginning

to beviewed as a strategicimperativeinthe board
room: “Acrucialmomentis whenthe CEO and
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COOrrealize they need to shift their thinking on
learning.” He argues that “the executive suite has,
forsometime, largely viewedlearning simply as a
retentiontool. They’'d payitlip service, butdidn’t
seeitasabusinessdriver.” But there’s no escaping
the escalatingimportance of learning. “Now it
matters. Learning and Development budgets should
be atop priority..which means the departments
themselves need to adapt to today’s needs.”

The growingimportance of learning brought on

by the advance of Alisinescapable. The topicis
prominent and pervasive in any conference, initiative,
ordiscussiononAl. Butas much as policymakers,
businessleaders and academicsagree onthe
under-investment and low prioritization of learning,
changeis slow, and we see little guidance onwhere
organizations should channel theirefforts and
investments. In this context, we highlight the need

to prioritize the transformation of Learning and
Development departments and the creation of a skills
ecosystemthatincentivizes continuouslearning.
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Redefine therole of L&D to become capability

curators that shape Al-augmentation

Alis catalyzing a profound rethinking of the role

of Learning and Development (L&D) from content
distributors to curators of capability. L&D is
responsible for developing the ability to map,
measure, and maintain visibility into the skills of the
workforce. This alsorequires helping the business
realignincentives and structures so that employees
are actually motivated tolearn. Toaccomplish this,
employeesneedclearinsightinto the gap between
the skills they have and the skills they need, especially

as those requirements shift with the introduction of Al.

As Alreshapesroles and skills demands, leadership
must rapidly learnto treat L&D as a crucial strategic
investment. This means serious C-level attention and
resourcing thatis commensurate withitsimportance.
As JoshuaWohle putsit, ‘L&D was never seen as
anROlunit. And that created a situation where
budgetswere allocated accordingly and training,
comparatively speaking, has always been atiny
investment compared to the rest of the business.”
Adrian Clamp even argues that the shape of the
workforce and the skills of the organization should
be owned by the CEO as one of the top three to five
priorities, “Learninginthe enterprise has evolved to
become astrategicimperative. It’snolongerjust
the responsibility of HR — butis now central to how
the enterprise thrives, ensuring the organization has
the talent and skills to compete and grow. Today, the
shape of the workforce and the need tore-skillinthe
age of Alisaboard-level priority, deeply connected
to business strategy, not the responsibility of the
Chief Learning Officeralone.” There’s a growing

realization that the Al erademands a profound
transformationin the roles andresponsibilities
assignedto Learningand Development.

GiventhatAlis the driving force behind these
changes, Al skillsamongHR and L&D professionals
areanimportant place to start: “Ourbiggestlesson
learnedis that the most effective Al transformations
start by building HR’s capability first,” declares
Stephanie Kneisler, Vice President of Strategic
Enablementand Engagement at ServiceNow.
Herpointis that the people preparing others
towork with Al should understand how to work

with Althemselves. “We’ve put extraordinary
expectations onHR to redesign work, reskill talent,
and shepherd people through constant change. If HR
professionals aren’t Al-fluentand anchoredintalent
strategy and change management best practices,
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they’re being asked tolead atransformation
they haven'tbeen equippedto navigate.”

Those Al skills must be combined with a shift away
from content creation toward actual facilitation

of learning. EPAM’s Sandra Loughlin sees the
advent of Al as astimulant foraradical expansion
in L&D responsibilities, including: “measuring and
documenting the skills of people (not justfroma
specific training program); motivating people to
learn; providing transparency to the evolving skills
landscape (both supply and demand); building
opportunities forinformallearning (whichis how
most people learn most things); and evaluating the
pipeline of learning skills outside the organization.”

Thelistis daunting but clear-eyed, and Loughlin
acknowledges how farwe are today from hervision of
the future. So, how can we move toward that future?
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Prioritize learning investments around skills,
not staticroles

Shiftingjob requirements are the antithesis of traditional, static roles.
Yet, shiftingjob requirements are what we know to expect more of.
So,it’'sregrettable that most organizations structure theirworkforce
and learning plans around staticroles. Skills, onthe otherhand, act
asreliable building blocks that canbe moved across shiftingjob
requirements. Afocus on skills targets what people need to do, rather
than the title they hold, allowing more adaptability and a clearer
connection between people and business objectives. As Sandra
Loughlin putsit: “If you don’t know the skills of your people, it’s
impossible foryou to make good decisions about mobility, learning,
and many othertalent activities.”

Skills-focused learning also allows greater
agility for aligning with customerneeds.

As Thirumala Arohidescribes, “Cognizant
develops skill clusters andlearning programs
through multiple lenses—one of thembeing
ourview on Growth and Emerging Skills,
anotherone dedicated to client-specific
needs.” He gives anexample: “If aclient
prioritizesrobotics but definesit differently
thanwe do, we adapt by creating tailored
learning programs that align with theirvision,
ensuring we delivervalue ontheirterms.”

The onus for shifting the focus fromroles
to skills primarily lies with organizations,
not workers. For employees to embrace
an emphasis on skills, skills must be at the
center of real decisions and incentives
regarding hiring, promotion, and
development. James Cook describes what
thislooks like at IBM: “We took a big step
forward a number of years ago by saying
you can’t get promoted unless you have the
following Skills Badges.” This kind of skill-
based decision-makingis only possible
when organizations build the infrastructure
that makes skills development tangible,
verifiable, and actionable.
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Build a measurable and trackable skills ecosystem

Afocusonskillsrequires measurable data, allowing
organizations to track progress, match people to
opportunities, and personalize development. For
upskilling to translate into impact, skills must be
recognized, verified, andvisible. Credentialing plays a
criticalrole here. When organizations formally validate
the skillsemployees develop, they create trustin the
outcomes of theirlearninginitiatives and confidence
indeploying people based onthose newly acquired
capabilities. IBM’s James Cook applies this concept
toincentivize the workforce, based on skills, through
theirbadging system: “We’ve gone even further,
taking the skills metadata behind the badgesto
develop a skillsecosystem.”

Fromthe employee’s perspective, verified
evidence of skills, particularly skillsrelated to
new Al technologies, isincreasingly valuable.

They need to demonstrate proficiencyin sought-
aftercompetenciesinwaysthatare portable
andrecognized beyond a single employer. Cook
describes avirtuous cycle betweenworkers and
employers: “The clients say “ldon’t want the CVs of
the peopleyou’re proposing formy team. Iwantto see
theirbadges.” And the employees say, “If Iwant to be
onthatproject, Ineedto get thisbadge and show off
thatlhaveit.””

How does an organization begin this pivot towards
askills-based approach? Asensible first stepis to
investinthelanguage andinfrastructure to store and
update data on employee skills. Emerging tools such
as digital skills profiles, skills wallets, orinternal talent
marketplaces offer particular promise here. These
tools serve asliving repositories of what employees
candoandenable smarter, more agile decisions
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aboutinternal mobility, project assignments, and
workforce planning. As Cognizant’s Thirumala
Arohiputsit, “Visibility into employee skills gives
organizations powerfulinsightsinto where interests
diverge from currentroles. Continuous listeningis
essential: When employeesinvestin skillsunrelated to
theirprojects, it signals a desire to pivot and explore
new career paths. By leveraging these analytics,
organizations cantake two proactive approaches—
either guide employees towardinternal mobility and
future career growth orhelp thembuild adjacent skills
aligned with their current work, opening pathways for
progressionandlong-termsuccess.”
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Incentivize and motivate your workforce for
continuous, iterative learning

Thereis no question that the integration of to do something, but only experts are able toinstruct Ultimately, thereis much to gain from successful
Alinto the workplace isimmensely complex Alonhow to complete a task. This combination Alupskillingif employees are broughtalong on
andunpredictable, demandingtime and of expertise + Alis where the real magic happens thejourney. Philippa Hardman reminds us that
prioritization. Infact, itimplies a continual process and where substantiveimpact from Aloccurs.”

of prioritization and re-prioritization, as leaders,

workers and Al agents iteratively define new, Much of it comes down to organizational transparency ‘ ‘

andwhetheremployees feel supported. Employees
must understand the “why” behind the learning, feel

betterpathsto achieving organizational goals.

Even the most advanced agents

The key to success, now andinthe future,isto motivated toredefine theirworkplace identities, and

prioritize a culture of continuous, iterative learning, be incentivized to take on more of the high-value work don’t match a skilled human

championed by leadership, butalso accepted that Alhas freed themup to do. Pathstream’s Eleanor working alone. Agents bring scale,

by workers, with afocus onhow using Al creates Coopernotesthat, “The only way toreally convince .

opportunity formore valuable human work. Philippa people to take on more cognitively effortful tasks all nOtJUdgment- Thereal advantage

Hardman states that, “When | work with L&D the time is to make that work at least feel as thoughit’s isn’tthe agent_it’s the expert

professionals, they often start from aplace of fear more fulfilling. You have expertise and you're applying . . .

- terrified that Al will take theirjob. Very quickly they itinaway that’s helping other people solve problems. who de8|gns, operatlonallzes, and

realize how much Alneeds them. Anyone can ask Al Sothe work s harder, but canalso positively feed the maintainsit to push performance
human desire for a sense of personal and professional limits.”

progress, confidence, agency, andimpact.” She
pointsoutthatthereisa
clearreturnoninvestment
forcompanies who
investinmotivating and The sheer complexity and uncertainty involved in actingupon
equipping employees to the recommendations outlined above highlight the essential role
SUCC?ed atmore complex of wise prioritization. This is true for leaders and managers, and
andhighervalue work— as an organization-wide capability. Prioritization is not a one-off

articularly forfrontline .. .
P yroriron activity. As each of the actions we have presented evolves and
teams, where individual

metrics, like First Call

progresses, we can expect re-prioritization of attention and

Resolution and Customer investments in people, processes, and technologies. This is the
Satisfaction scores, make fast-evolving organizational learning journey we are embarking
the return oninvestment upon. Expectit to be marked by changing realities and surprises.

especially quantifiable.
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Charting a path to
the augmented future

Building the Al-augmented knowledge
workforce will be along, complex,

and iterative journey. It requires the
careful balance of top-down guidance
fromleadership with the bottom-up
diffusion of real-life experience from
workers. Meanwhile, the use of Al tools
by knowledge workers has already
kicked off, and is accelerating at pace.
Organizational leaders must therefore
act quickly and decisively to lay the
right groundwork for the future. All
leadership roles will play their part.

Chief Human Resources Officers and Chief
Learning Officers will nurture and care fora
complex, multi-yearundertaking, beginning
with the development of use-case lessons and
training, all the way up to new role-level design
andtraining. Moreover, as anew hybrid human-
digital workforceis born, we can expectleaders
tomanage a continuously evolving process

of learning andrearchitecting of tasks and
roles, along with consequent adjustments to
performance measurement andincentives.

But otherleadership roles willneed to change,
as well. Chief Technology Officers must be

prepared to adapt, pivot, and grow Al pilots

and systems based onemerginglessons and
priorities along the augmentation journey.

They should also connect withlessons from Al
developments and trends outside the company.

Chief Executive Officers will provide the
strategic visionand also vocal andvisible
commitment to exploring how Al willaugment
the workforce. Thisincludes setting realistic
expectations and framing the entire endeavor
as asharedjourney of discovery. Leaders must
therefore take ahuman-centered approach

to Alaugmentation, engaging honestly and
regularly withworkers aboutimplications, and
helping workers understand how these tools
canaccelerate theirgrowth and potential. When
the purpose of upskilling is framed around
empowerment, it builds trust and motivation.

Above all, leaders must be willing to make the
sustainedinvestments that the augmented
future truly requires. Alaugmentationis, atits
core, atest of organizationalimagination. Used
narrowly, it can compress costs but hollow out

capability. Used wisely, it can become a multiplier

of human judgment, creativity, and capability.

Mind the Learning Gap Report
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Overview of
methodology

Assessing the potential future
impact of Alaugmentation on
the US economy

Our approach to modeling the
economic impact of Alaugmentation
involved six key steps, as follows:

Supporting Information
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Step 1: Knowledge
workeridentificationand
classification:

We identified knowledge workers using the
O*NETDatabase, which provides detailed
role descriptions as well as experience and
qualifications requirements for over 900
occupationsin the United States. We filtered
these foroccupationsinJobZones4and 5,
whichrepresent knowledge workerroles
requiring bachelordegrees orhigherand
extensive preparationin the way of training
and on-the-job experience. Afterdata
cleansing and allowing for duplicates and
missing values, we had 304 occupations
suitable forfinal analysis.

Step 2: Estimate gross-
value added (GVA) per
worker by industry:

We combined employment data from
the Bureau of Labor Statistics (BLS)
with data onindustry GVA from the
Bureau of Economic Analysis (BEA) to
estimate GVA perworker by industry.
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Step 3: Estimate occupational
GVAperworker:

Ourapproach posits that GVA per occupation
is primarily afunction of two factors. Oneis
theindustryinwhichthe occupationresides.
To give an extreme example, the occupational
productivity (GVA perperson)of a CEOinthe
oiland gasindustry will be significantly higher
than the productivity of a CEOinthe arts sector,
largely by dint of the much greatereconomic
value generatedinthe former. We therefore
adjust the estimates of GVA perworkerto
account forthe occupational distribution
across differentindustries. The second factor
is simply the nature of therole. Forexample,
regardless of industry, we would expect a

CEO to have significantly higher productivity
than aproduction engineer. Economic theory
indicates that wage ratesinthelong-run should
approximately correspond to the marginal
productivity of workers. We therefore adjust
the estimates of occupation productivity to
accountforrelative wage differentials across
occupations. This allows us to betterreflect
eachoccupation’s true economic contribution
(measuredin GVA perworker).

A4

—
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Step 4: Determine
productivity elasticities:

Tounderstand the likelyimpact of Al
technologies on productivity, we reviewed

avariety of academic andindustry research >

studies to determinerealistic productivity

improvements from the use of Al tools. Most

existing studies focus on a small subset of

knowledge workers or specific functions

and sectors. We adjusted ourranges to

conservatively reflect the likelihood that Step 5: Determine Al augmentabi“ty:
productivityimpacts may be loweracross
the broaderknowledge economy.

N4

Knowledge worker occupations can be expected to differ significantly
intheir potential to be augmented by Al. We used augmentability scores
fromPearson’s Faethm database, which tracks emerging and trending
skillsandjob categories, for 264 occupations to identify the likely extent
of augmentation foreach occupation by 2034. We used proxies fora small
number of occupations (40) for which Faethm data was unavailable. The
impact of these occupations was discounted to reflect the additional
assumptions we had to make around their potential augmentability.

Step 6: Estimate economic gains
from Alaugmentation:

We calculated the potential gains to GVA by 2034 using /
our estimated occupational productivity, employment

projections, augmentability scores, and productivity
impacts. Different scenarios were developed, based
onlow-, medium- and high-productivityimpacts of Al
technology obtained fromtheliterature.
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Thisreportisjust the beginning.

The future depends on how we invest in people and learning,
making human development the foundation of progress.
Let’s close the learning gap together, embedding learning at
the heart to unlock productivity, innovation, and wellbeing.

Close the learning gap with us.
Learn more: Pearson.com/ai-learning-gap


http://Pearson.com/ai-learning-gap
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