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What keeps you up?

• The L&D role in the era of AI: What do 
you see happening that concerns and/or 
excites you?

• Positioning yourself: How are you 
meeting the moment of change you 
anticipate or observe?

• This time is worthwhile if: 
____________



© 2026 EmployeeEXP© 2026 EmployeeEXP



© 2026 EmployeeEXP© 2026 EmployeeEXP

Insights



© 2026 EmployeeEXP© 2026 EmployeeEXP

Insights



© 2026 EmployeeEXP© 2026 EmployeeEXP

AIEC
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Breaking the Pattern

Common approach: 
Identify a challenge → apply AI training solution → measure outcomes

Today:

• What condition are we building?
• How do we know if it is real?
• What changes with L&D at the Table?
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Describes role specific situations vs. 
organizational condition

Activity: Improve learning & development programs Outcome: Every sales solution we deliver is aligned 
with customer needs and internal parameters.

Adapted from Mercer AI webinar series

What We Ask For?

Describes a state you would ask 
a genie for
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Policy vs. Outcome

Did we follow the rules? 

Sales training module. Check 
whether the AI tool is on the 
approved list. AI generates 
content approved by a human.

Does it work for the people?

Sales training module. You ask:

• Is training the right intervention? 

• Is human work improving—
impact on workflow? 

• Where did a human make it 
better?

Measuring Success: Did we deliver the 
program? Did people complete it? Was 
AI used appropriately?

Measuring Success: Did the learning 
intervention produce the intended 
condition/outcome? 

Policy Thinking Outcome Thinking
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Decision Condition
Common AI adoption strategies 
Start with the technology and ask how to bring people along
We have a win rate problem. We have to “fix” closing skills (Decision) → AI Coaching tool (Strategy) 
→ CRM integration, training module (Implementation) → Human reviews AI output (Ethics check) → 
74% usage of the module at 90 days (Adoption metrics)

The argument
Premature certainty assumes the answer. Ethical thinking asks the question first.
- What condition do reps need to operate in (Ethical question) → 
- Every sales solution we deliver is aligned with customer needs and internal parameters 

(Condition defined) → 
- Address promise-to-delivery workflow before coaching on persuasion (Strategy) → 
- Pricing guardrails, proposal and handoff standards, cross functional alignment 

(Implementation) → 
- At 90 days and at 12 months win rates improve by 18% and customer attrition drops by 13% 

(Observable reality)
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Promise-to-Delivery Integrity
Every sales solution we deliver is aligned with customer needs and internal parameters

Signal

Align

Measure & Feedback

Set Guardrails

Execute

- Conversion quality
- Re-work service issues
- Customer retention

- Declining closing rates
- Prospect confusion or 

rework

- Sales behavior
- Pricing clarity

- Implementation gaps

- Sales conversations
- Prospect interactions
- Implementation

- Discovery expectation
- Pricing boundaries
- Handoff standards

- What we can deliver
- Acceptable margins

- Over promising

Diagnose

Track 
Outcomes

Performance 
Gap

Map 
Alignment

Apply in 
Real time

Design for 
Better 

Decisions

System 
Truth 

Upstream

Sales + Service

Cross functional Leadership

Sales + FinanceSales + Finance

All functions

Shared Accountability
Analyze chatter patterns: 

language

Bottlenecks: misalignment across 
data (CRM’s, finance, etc.)

Propose nudges: margin 
guardrails

Aggregate & tag exceptions: 
proposals

Analyze chatter patterns: 
excessive promises

Detect patterns: commitments 
throughout flow Honestly see reality?

Functional blame?

Truth in promises?Integrity, exceptions become norms?

Judgment under pressure?

Tracking what matters?
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AI Implementation Realities

False condition

Can someone satisfy this metric 
without their work changing? 

What false looks like

• Completion rates
• Adoption dashboards
• AI usage mandates

What real looks like

• Behavior you can observe
• Work that looks different
• Judgment you can hear in a 

conversation

Atrophy risk

Does this condition require people 
to build judgment or just use a 

tool?

What false looks like

• AI generates the first draft every 
time

• Humans approve without adequate 
evaluation

What real looks like

• Humans can do the foundational 
work independently 

• They know when to trust the output 
and when to push back

Human in the loop

Does the human reviewing AI 
output have what they need to 

review it?

What false looks like

• Sign-off with insufficient time, 
context, or authority to push back.

What real looks like

• The human in the loop is genuinely 
capable of catching what the system 
cannot
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L&D in the Mix

False condition

A condition satisfied without culture 
change is a false premise.

An organization mandates AI as measured 
by use metrics, including personal use, is 
not building capability, it produces data 
on clicks and searches.

L&D question: Can someone satisfy this 
condition without any real change? 

Atrophy risk

AI reliably produces the first draft. People 
stop doing the thinking that builds 
judgment over time.

Massachusetts Lawyer Sanctioned for AI-
Generated Fictitious Case Citations
“The case highlights some of the real risks 
of using AI in the legal profession, 
emphasizing that attorneys must exercise 
due diligence and be transparent when 
relying on AI-generated content.”

L&D question: Are we building the judgment 
that makes AI-assisted work better or just 

faster?

Human in the loop

Organizations declare humans in the loop 
to demonstrate governance. In practice, 
humans reviewing AI output may lack 
time, context, or authority to meaningfully 
evaluate it.

Being in the loop on paper is not being in 
the loop in fact.

L&D question: What is required of the human 
in the loop to adequately verify input and 

output?
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Talent Sensitivity
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Let’s work the Cases

• "Continuously improve organizational design to align with long-term strategy.“

• "Operating more efficiently while positioning the company for sustainable growth.“

• "Processes that once required heavy human involvement are now automated or 
require significantly less labor.”

• "Technology is changing workflows so that processes now require only limited 
human oversight."

• "We have to evolve and upskill at a rate faster than our external environment…we 
need to be a different kind of organization before the environment forces us to be.“

• "Training gives employees a bridge to work in a different way, getting past the 
hesitation of doing things the way they've always been done.“

• "This is a continued need for humans, who need to continually upskill to do higher 
value work." 
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Working the Cases

- Work independently to address your case questions

- Work with your table group to review and consolidate your 
responses.

- Large group – identify one person from your group to share 
your findings.
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One action you will take in the next 30 days. 

How you will measure success.
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