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Two simultaneous disruptions. One function. 
No time to sequence them.
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AI is doing two distinct things to L&D 
at once, and most organizations are 
only responding to one of them.
The first disruption has nothing to do with L&D directly. AI is 
restructuring work itself-redefining what is done by humans, 
what is automated, and what is performed jointly by people and 
the agents they build, enable, and govern. This is the era of 
Intelligent Work. It is already under way. The boundary between 
human and machine contribution is shifting, sector by sector, 
role by role, task by task. The implications for what the workforce 
needs to know, judge, and be capable of are profound-and 
largely independent of anything L&D has historically owned.

The second disruption lands directly on the function. L&D itself is 
being overhauled: the tools it uses, the modalities it deploys, the 
content it creates, the way it measures impact, and the 
operating model it runs on are all in motion simultaneously. AI is 
not just changing what L&D needs to build-it is changing how 
L&D builds it.

The organizations that will navigate this well are those that hold 
both disruptions in view at the same time-responding to the 
restructuring of work with a transformed capability agenda, and 
responding to the restructuring of L&D with a transformed 
operating model. This document addresses both. It sets out the 
case for urgency, the destination, the required conditions, the 
architecture, and what it takes to lead this from within the 
function.



The Provocation:
Why This Cannot Wait
Sounding the Alarm
Despite widespread recognition around the transformative 
changes needed to realize the future of learning, most 
organizations are not moving aggressively-either because 
they don’t know how, or don’t have the right mindset for 
undertaking it, or both. 

Our 2026 Learning Transformation Benchmark (NIIT with St. 
Charles Consulting Group, senior L&D leaders across eight 
industries) revealed three metrics of concern.

75% of L&D functions still treat learning as separate 
from work-a significant issue if the separation 
between learning and work is to be substantially 
reduced.

75%

27% of organizations are what we call Deliberate 
System Architects-those who build the architecture 
before they accelerate. The remaining 73% are stalled 
in a stable but unproductive pattern.

27%

53% of respondents ranked AI-driven L&D as a 
number one priority, but only 28% believe they have 
the systems to deliver it.

53%



That last data point defines what we call the Priority-Execution 
Gap Index: the measured distance between what an organization 
says it wants to do and what it is actually equipped to do. The 
largest gap we have measured runs at twenty-five points-on 
AI-enabled learning in the flow of work. It is the most ambitious 
ambition in the enterprise and the least-built infrastructure.

The impact of AI on the work has also been assessed as being 
even more significant than originally projected. In just two years, 
McKinsey has almost doubled its forecast for automation, from 
30% to 57% of jobs (McKinsey Global Institute, 2025). That is not a 
forecast revision. It is a recognition that the speed and scope of 
AI’s impact on work have shifted into a different category entirely.



The Global Skills Landscape
The structural pressure is universal but plays out differently 
across geographies. In advanced economies, the challenge 
is reinvention at scale. The US faces acute mismatches in AI, 
data engineering, and applied technology with demand 
outpacing supply, while significant portions of the workforce 
hold skills the market is actively repricing downward. EU 
economies face compounding pressures: aging workforces, 
structural unemployment in legacy industries, and a 
fast-evolving regulatory environment. The EU AI Act alone will 
redefine compliance and governance requirements across 
every regulated sector.

In emerging economies, the picture is more nuanced than 
conventional framing suggests. The EY Global AI Sentiment 
Survey classifies India as a Pioneer Market for AI adoption, 
alongside China, the UAE, and Saudi Arabia-markets where 
94% of people report using AI. India is not behind; it is moving 
fast. That is exactly where risk concentrates: adoption is 
outrunning institutional readiness, and the skills being built at 
scale today risk being calibrated to a version of work that AI 
will substantially absorb within a decade. The challenge is 
not whether to engage with AI; it is whether organizations 
have the architecture to build the right capabilities at the 
pace the market demands.



A Sea Change Around Skills and 
Capabilities

Between 70–80% of enterprise L&D spending currently 
targets declarative knowledge (the things people 
need to know) and procedural tasks (the steps 
people need to perform).

70%

AI can absorb roughly 95% of the former and 80% 
of the latter. 95%

The two categories AI is not automating-judgment 
and relational capability-absorb only about 15% of L&D 
investment between them. 

15%

In an Intelligent Work environment, that ratio needs to 
reverse. The organizations most disciplined around 
declarative knowledge and procedural tasks are now those 
whose investment portfolios are most exposed and at risk. 
This is what we call the Capability Inversion.



The Great Skills Repricing
AI reprices skills the way a sudden change in exchange rates 
reprices a currency. Some lose value overnight; others that had 
no premium are suddenly worth a great deal. We call this the 
Great Skills Repricing, and it is driven by four distinct mechanics:

the rate at which
new skills emerge 
and become 
mainstream.

SKILL
VELOCITY

the rate at which 
both emergence 
and obsolescence 
are themselves 
speeding up.

SKILL
ACCELERATION

how fast an existing 
skill becomes 
obsolete.

SKILL
DECAY

what a skill is 
worth in the labor 
market right now.

SKILL
CURRENCY



Tasks that signalled competence five years ago now signal 
almost nothing. Judgment under uncertainty, AI output 
verification, applied systems thinking, and agentic workflow 
design command salary premiums for which no settled 
hiring pipeline yet exists. Three industries make the 
mechanic concrete. In pharma, AI is absorbing regulatory 
writing, MLR review, and protocol drafting-the work that 
anchored a career path. In financial services, the 
procedural edifice of compliance and risk is being remade 
in real time, with the premium shifting to judgment on edge 
cases. In professional services, the delivery pyramid is 
under structural review. Old skills are being repriced down; 
new ones, often as yet unnamed, are being repriced up.

With AI, the organizations most disciplined about 
formalizing the old categories are the ones whose 
investment portfolios are now most exposed. And that is 
where we see the greatest opportunity: doubling down on 
those human skills that AI cannot replace, and the 
AI-enablement and coordination skills that will continue 
to be in high demand.



Common Impediments to Overcome
Thriving in an AI-based future of work requires systemic commitment and the courage to 
invest in transformation before it is too late. Four barriers consistently obstruct progress:

Being an early adopter of select AI solutions 
generates initial momentum but is not 
enough. Solutions must be scaled as part of a 
comprehensive, coordinated transformation 
across the entire enterprise. Innovation stalls 
when growth cannot be supported.

Moving at full-throttle towards 
immediate wins deters evaluation and 
adjustment, resulting in costly pauses or 
restarts. Acceleration creates fragility, 
not advantage.

Piloting without
scaling

The impact of AI solutions can only be realized 
if they are integrated across the entire 
development ecosystem-processes, 
supporting resources, and talent technology 
platforms. AI solutions consistently outpace 
governance.

Bolt-on rather
than integrated
architecture

Speed at the expense
of stability

Given AI’s effect on the work and 
workforce, L&D must assert its role as the 
critical transformation enabler. Its 
success must be measured by growth, 
performance, and business results-not 
learning activity or hours completed.

Activity measurement
rather than business
impact



AI has already changed the work. The 
skills and capabilities being built at scale 
today risk being aligned to a version of 
work that AI will substantially absorb 
within a decade. Hasty but limited 
adoption is outrunning institutional 
readiness-and organizations that have 
the intent but not yet the commitment to 
transform are losing ground every 
quarter.

The time for
definitive action
is now.



The Destination:
What L&D Must Become
The picture of AI’s impact on the work and workforce can 
be understandably intimidating. But we see this less as a 
problem to solve for and more as an opportunity to take 
advantage of. Organizations have long faced forces that 
change the nature of work, and have responded with 
upskilling, cross-skilling, and reskilling to recalibrate the 
workforce. AI is fundamentally the same dynamic-albeit at 
greater scale and speed. Rather than focusing on what 
capabilities AI might replace, we hone in on what people 
need to be able to do, and the conditions that need to be 
in place to orchestrate AI and maximize its benefits.



The Importance of Humanity and 
L&D’s Dual Mandate
Even before the rise of AI, leading L&D functions were doubling 
down on uniquely human capabilities that are enduring and 
foundational to effective individual, team, and organizational 
performance. These include-but are not limited to-curiosity, 
empathy, resilience, social and emotional intelligence, critical 
thinking, collaboration, storytelling, and judgment.

The Microsoft 2026 Work Trend Index makes this empirically 
clear:

That is the operative phrase. AI handles the procedural; 
judgment over the outcome stays human. Judgment is not a 
soft skill. It is the disciplined practice of knowing when to trust 
the machine, when to verify, override, escalate, or 
govern-paired with the human capabilities that have become 
more valuable precisely because they are not yet automated.

of AI users say they treat AI output as a 
starting point and that they “stay responsible 
for the thinking.”

86%



Accordingly, we see two imperatives that 
define L&D’s destination:

Judgment Development
A fundamentally new responsibility:

creating the conditions through which 
professional judgment and informed 
decision-making forms and can be applied 
across a human and AI workforce. This is not 
training-human capabilities can only be taught 
to an extent-but cultivation through enabling 
observation, experience, application, feedback, 
and reflection.



Both imperatives go well beyond delivering learning efficiently. They are 
about supporting work performed jointly by humans and the agents they 
build and govern with a focus on driving dynamism, agility, growth, and 
performance.

Capability Orchestration
The design, implementation, and governance of the mechanisms 
that build, deploy, and sustain organizational capability at 
enterprise scale in alignment with business priorities. This includes 
a skills and capability architecture, proficiency standards, 
performance expectations, AI-augmented development, 
knowledge management, and collaboration. It is L&D’s 
infrastructure role-ensuring the organization can produce the 
capability supply to meet strategic demand. Crucially, this also 
encompasses a broader definition of learning: formal programs, 
embedded development, peer and social learning, 
experience-based learning, and the integration of capability 
building directly into the flow of work.



The Required Operating Conditions: 
The 4E Discipline
To operationalize the Capability and Judgment mandate, we 
apply the 4E Discipline of Intelligent Work-four conditions that 
must hold simultaneously and connect the learning architecture 
to business outcomes:

The 4Es are the connective tissue that frames the infrastructure 
required for an AI-ready enterprise. The 27% of organizations that are 
compounding advantage have all four conditions running consistently 
across their learning architecture.

Contextual performance 
support at the point of 
need-grounding and 
anchoring development 
against what people need 
to know and be able to do, 
precisely when they need it.

ENABLEMENT

Credible measurement of 
development’s effectiveness 
and impact-extending beyond 
activity and output reports to 
decision- grade signal that 
demonstrates enablement of 
business outcomes. The 
completion dashboard must be 
replaced by a capability ledger.

EVIDENCE

Observable standards for 
what good work looks 
like-capabilities and 
proficiency levels that 
calibrate the development 
environment and define 
targeted performance.

EXPECTATIONS

Protection and enablement 
of the organization’s time, 
space, and capacity to 
learn-integrating 
development with work 
amid accelerating change 
to sustain agility, growth, 
and performance.

ENDURANCE



The Architecture:
Building the System
We’ve made the case for change and depicted the 
destination and discipline. The how is based on seven core 
structural components that establish the necessary system, a 
maturity path to evolve each dimension, and a roadmap for 
enterprise-wide transformation.

The Seven Dimensions
Sequenced as a build order, these seven dimensions 
represent the structural responsibilities-across the 
development infrastructure and learner-facing 
experiences-that L&D must establish, maintain, and sustain. 
They encompass the full range of how capability is built: 
formal programs and AI-enabled personalized journeys, 
embedded learning in the flow of work, peer and social 
learning, and experience-based development-all governed 
as an integrated system.



Capability Architecture: Foundational to the rest. Defines clear and 
observable capability requirements, associated proficiency 
standards, and performance expectations.

Development Ecosystem / Learner Experience: AI-enabled 
personalized learning journeys and the full blend of development 
modalities to build capabilities and fuel performance-from formal 
programs through to in-work experience.

Learning Technology and Data / Learning and Workforce 
Intelligence: The technology stack that defines capability gaps and 
needs, directs targeted and adaptive development, and captures 
proficiency gain and experience.

Evidence and Decision Signal / Learning Effectiveness and Impact:
The construct to capture how L&D is enabling business outcomes and 
driving growth and performance, to facilitate continued investment 
and inform strategic decision-making.

Learning Governance: Ownership, oversight, and coordination for 
learning standards, journeys, offerings, resources, AI-generated 
content, and enterprise-wide decision-making.

Learning Culture: Creating a growth mindset, embracing a 
comprehensive definition of learning, establishing expectations and 
commitments, and prioritizing development through empowerment 
and enablement.

Talent Integration / Workforce Readiness: Aligning development with 
the talent lifecycle-informed by workforce planning, shaping workforce 
readiness and deployment, and integrating with performance 
management-to enable the workforce to meet business priorities.



The Maturity Path
Organizations will have different starting and ending points for their 
overall transformation, as well as varying target states across each 
of the seven dimensions. The Maturity Path depicts five stages of 
evolution, defining what is structurally present and absent at each 
stage. These represent descriptions of how development systems 
perform in the presence of AI:

The stages provide a critical lens for understanding where the 
organization sits now and how deep to go to advance relative 
maturity across each of the seven dimensions.

Program-Driven
Learning is defined as content delivery and events.

Architecture-Aware: 
The infrastructure mandate is recognized but not yet operationalized.

Infrastructure-Connected:
The learning ecosystem is operational and effectiveness and 
impact is measured.

Strategically-Governed
Evidence earns investment, and judgment is systematic.

Capability Compounding
Advantage compounds and development self-reinforces.



The Three Horizons:
A Roadmap for Transformation
The Three Horizons depict the time-based sequence for building 
out and maturing the seven dimensions:

Start the pivot from the existing operating model. 
Stand up the first agent team, reset measurement 
away from activity towards capability, and engage 
AI orchestration. The goal is to establish the 
structural foundation before accelerating.

Dismantle & Declare (Now)

Horizon

1

Horizon

2

Horizon

3

Integrate AI across the full development lifecycle 
and connect learning and workforce intelligence. 
The development ecosystem begins operating as 
a coherent system rather than a collection of 
programs.

Architect & Activate (6 months)

AI-informed development and coaching operating 
continuously. Per-outcome economics become 
visible. The L&D function begins operating as a 
capability product with live sensing, adaptive 
delivery, and self-reinforcing advantage.

Sense, Adapt & Compound (18 months)

This is the roadmap for an organization to prioritize, invest in, and 
build across the seven dimensions, with schematics and outcomes 
being activated within each horizon.



The Operating Model:
What It Looks Like in Practice
The Seven Dimensions define what must be built. The Maturity 
Path defines how far to go. The Three Horizons define when. What 
none of those answer is what the system looks like when it is 
running-what an organization actually experiences when it has 
made the transition from a collection of programs to a 
functioning capability infrastructure. That is what this section 
describes.

We envisage a new operating model built around five integrated 
components. Together they turn L&D from a function that 
schedules and delivers learning into an infrastructure for 
Capability Orchestration and Judgment-continuously sensing 
what the organization needs, directing development to where it 
matters, and generating the evidence to earn continued 
investment and strategic influence.



Intelligent Sensing
The system begins with continuous reading of work 
signals-detecting capability gaps before they are formally 
requested, identifying shifts in role expectations as AI changes what 
tasks require, and surfacing emerging skill demand ahead of the 
performance curve. This replaces the periodic training-needs 
analysis, which by definition arrives late: it measures a gap that 
already exists rather than anticipating the one forming. Intelligent 
Sensing is the engine of Endurance in the 4E framework-it gives the 
organization the lead time to develop capability before it is needed, 
not after it is absent.

The sensing layer draws from multiple signals simultaneously: 
performance data, workforce planning inputs, role evolution signals 
from the market, AI agent outputs flagging where human 
verification is most frequently required, and direct input from 
managers and business leaders on where performance is falling 
short of expectation. When these signals are integrated, the 
capability gap ceases to be a periodic survey result and becomes 
a live organizational read.

01



The Human-Led, AI-Optimized
Orchestration Layer
Strategy, design, governance, and decision rights live here, and 
they stay human. This is where Expectations are set and held: the 
standards for what good capability looks like, the proficiency levels 
that define progression, the priorities that determine where 
development investment goes. AI agents execute within this 
layer-curating content, personalizing pathways, generating 
practice scenarios, flagging readiness-but they operate under 
named guardrails, against defined standards, with human 
oversight of the outcomes that matter.

The orchestration layer is where L&D leadership exercises its most 
important new capability: knowing when to trust the machine, when 
to override it, and when to govern it. This is Judgment in 
practice-not as an abstract value, but as a daily operational 
discipline applied to the AI-augmented function itself.

02



The Simulation Engine
If Intelligent Sensing identifies what capability is needed and the 
Orchestration Layer sets the standard for what good looks like, 
the Simulation Engine is where that capability is actually 
rehearsed. It is the practice surface of the operating model and it 
addresses one of the most persistent failures of traditional L&D: 
the gap between knowing and doing.

AI enables this at a scale and specificity that was not previously 
possible. Realistic scenarios can be spun up on demand and 
calibrated to role, seniority, and the specific judgment call being 
developed: conduct and ethics simulations in regulated 
industries; high-stakes conversation rehearsal for commercial 
and leadership roles; system and process practice in operational 
environments; AI output verification exercises for any role that 
works alongside agents. The critical feature is safety-judgment is 
rehearsed under conditions that are realistic enough to build 
genuine capability but consequence-free enough to allow failure, 
reflection, and iteration. That is the developmental environment 
that classroom and eLearning have never been able to replicate 
at scale. The Simulation Engine is the engine of Enablement in the 
4E framework.

03



The AI-Enabled Performance Coach
This is the relationship layer of the operating model-the 
component that connects with every individual in the workforce. 
A single AI-enabled coach reads performance signals, motivation 
patterns, and organizational context for each person, then 
delivers adaptive development pathways, in-the-flow nudges at 
the moment of need, and continuous readiness scoring against 
the capability standards set by the Orchestration Layer.

The significance of this component is what it replaces and what it 
generates. It replaces the completion dashboard-the 
activity-based measurement system that tells L&D how many 
people attended, completed, or passed, but says nothing about 
whether capability actually changed. In its place is a capability 
ledger: a live, per-person record of proficiency gain, readiness 
trajectory, and development progress mapped against the 
standards that matter to the business. This is Evidence in the 4E 
framework-decision-grade signal, not activity report.

The Performance Coach is also the mechanism through which 
Judgment Development occurs at scale. It surfaces the moments 
of genuine decision-making in each person’s work, connects 
those moments to the relevant simulation or experience-based 
development, and tracks whether the quality of judgment is 
improving over time. At enterprise scale, this capability did not 
previously exist.

04



How the Components Connect
The four components are not independent modules-they form a 
closed loop. Intelligent Sensing identifies where capability gaps 
are forming and feeds that signal to the Orchestration Layer. The 
Orchestration Layer sets the standards, prioritizes the response, 
and directs the Simulation Engine and Performance Coach to act. 
The Simulation Engine builds the capability through deliberate, 
safe, AI-calibrated practice. The Performance Coach tracks the 
development at the individual level, generates the capability 
ledger, and feeds its readiness data back into the Sensing 
layer-completing the loop and enabling the system to 
continuously recalibrate.

What this produces is something L&D has not previously been 
able to offer the business: a development infrastructure that gets 
more accurate over time. Each cycle of sensing, directing, 
practicing, and evidencing improves the system’s calibration-not 
as a project with a completion date, but as a continuously 
self-improving capability platform. This is what Capability 
Compounding, the fifth stage of the Maturity Path, looks like in 
operational terms.



From programs to infrastructure.
Most L&D functions today operate as a catalog of programs: 
a course exists, it is scheduled, people attend, completion is 
recorded. The operating model described above is not an 
improved version of that. It is a different thing entirely-a 
continuously running system that senses, directs, practices, 
evidences, and recalibrates. The distinction matters 
because the gap between the two is not closed by adding 
better technology to the existing model. It requires the 
courage to dismantle the catalog and build the 
infrastructure in its place.



What We
Would Say to
a C-Suite
Leader



To the Chief Learning Officer
Your function is about to be redefined from the outside if you 
don’t redefine it from the inside. The 75% of L&D functions that 
still treat learning as separate from work are not just 
behind-they are building the wrong thing. The case for 
learning investment has always been hard to make at board 
level. The 4E framework-and specifically the Evidence 
condition-is your instrument for changing that. Replace 
activity reporting with a capability ledger: the shift from “how 
many people completed the course” to “how has the 
capability of the workforce changed and what has that 
enabled” is the difference between being a cost centre and 
being a strategic function. The roles already being hired in 
your organization-Capability Strategist, Evidence Designer, AI 
Orchestrator-are yours to shape or to cede.



To the Chief People Officer / CHRO
The skills economy is still very real, but the skill is being 
repriced. Velocity, acceleration, decay, and currency are the 
four mechanics. What this means practically: the talent 
architecture you inherited-built around job titles, fixed role 
profiles, and periodic training interventions-will not hold. 
Workforce planning that does not account for skill velocity is 
planning against a static model in a dynamic market. The 
organizations winning the capability race are treating 
development and internal mobility as one connected system, 
fed by the same skills intelligence: matching people to 
opportunities on skill adjacency and currency trajectory, not 
job-title proximity. The Priority-Execution Gap Index-25 points 
between AI-learning ambition and readiness is not a learning 
problem. It is a people strategy problem. You own it.



To the Chief Executive Officer
The choice in the next eighteen months is not whether your 
organization will have an AI-powered capability ecosystem-it 
will. The choice is whether it sits bolted on top of an inherited 
operating model nobody had the courage to rebuild, or 
becomes the infrastructure your business runs on, built before 
your competitors do.

In five years, half the senior people reading this will not have 
their current job title. All of them will have a bigger 
one-Capability Strategist, AI Orchestrator, Evidence Designer, 
Experience Architect. Those roles are being hired for in your 
companies, this week. The economy has already changed. It 
is the architecture’s turn.



Engaging with NIIT and St. Charles 
Consulting Group
The skills economy is here, and the skills are being repriced. 
Capability and Judgment have replaced knowledge and 
procedure as what L&D builds. The 4Es are the connective tissue; 
the Seven Dimensions are the system; the Maturity Path and the 
Three Horizons are how the transformation is sequenced and 
delivered.

Engage with the NIIT/St. Charles Nucleus Program to access the 
diagnostics, frameworks, and advisory resources that underpin 
the AI-Ready L&D Enterprise-including the Priority-Execution Gap 
diagnostic, the Seven Dimensions maturity assessment, and the 
Three Horizons transformation roadmap.

Frameworks referenced in this document:

The 4E Discipline of Intelligent Work, the Seven Dimensions, the 
Capability Inversion, the Great Skills Repricing, the 
Priority-Execution Gap Index, the Maturity Path, and the Three 
Horizons are proprietary IP of NIIT and its wholly owned subsidiary 
St. Charles Consulting Group, 2026.
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