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Introduction

Al has taken the learning world by storm. But for many, it remains limited to
faster, cheaper, scalable content creation. What if that's just the beginning?

This ebook invites learning and development (L&D) leaders to step into
a broader vision: using Al not just to build training, but to fundamentally
redefine how we measure success, evolve instructional design, and
personalize the learrier experience.

The insights in this ebook are drawn from a dynamic conversation between \&1‘__.‘.:._‘.'.::;\
Josh Penzel, the former vice president of Al solutions at ELB Learning®, and \::l.. .'J“'“"-._"\
Maya Mikel, Al product manager at Docebo. heir discussion explored not ,.:..::

only the future of learning technology but also the strategic shifts required of SiThebiny
L&D teams to stay ahead. LT %, % %t
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Let’'s unpack what it means to go beyond content and measure what matters. \:::} ® S aten, M, Nt
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https://www.youtube.com/watch?v=EUrhU_6R8Mk&list=PLAnqKvNWDXbB_oAbdv4NGp9tD1RrPO-qf&index=28&t=985s

The Limits of Traditional Measurement

We've long depended on the Kirkpatrick Model’s four levels
of evaluation: reaction, learning, behavior, and results. But
this model, while foundational, doesn’t fully align with the
outcomes we seek in modern learning environments.

sults

Studies show that even if learners pass a quiz, it doesn’t
necessarily mean they will change their behavior or drive
results.
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Surprisingly, the strongest Behavior
correlation found was between

reaction and behavior. If learners

enjoy the experience, they're more arnin

likely to apply what they learn. -

This insight pushes us to rethink what we're measuring,
and why. Assessments alone aren’t enough. We must begin
capturing the how of learning; the journey, not just the Reaction

checkpoint.

© ELB Learning. All rights reserved.



The New Metrics

From Knowledge to Behavior
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Sl O 7. Sequence of answer changes
Traditional SCORM-based tracking ;
gives us completion rates, score :
and time spent. But today’s tools ] ?
offer a far richer landscape of & - - ---> ‘D e per selection
behavioral data. Now, you ¢
track:
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From a sir multiple-response quiz,
we can extract:
© Complexity of item language
© Pedagogical intent
© Thinking patterns through timing and order

© Bias detection and item fairness

These behavioral traces tell us more about
confidence, hesitation, and engagement than a
static score ever co

Knowledge alone doesn’t
prove understanding.
3ehavior does.



The Seven Roles of Al in Learning

Al is not a monolithic solution. It

assumes different roles throughout Al Tutor
the learning experience, each

designed to support, guide, simulate, Al Mentor
assess, or enhance the learner.

These roles redefine how we design Al Tool
instruction, engage learners

most critically—measure success. Al Simulator

Each role generates unigue

Al Teammate

behavioral data that supports

personalization and connects

learning to impact. Let’s explore

Al Student
them one by one, including real use
cases and the new kinds of metrics Al Coach

W AN N Y

they make possible:

© ELB Learning. All rights reserved.



4 5 6

Al Simulator Al Teammate Al Student

Purpose Purpose e Purpose
Recreates real-world scenarios that adapt Functions as a collaborative partner for task Allows the learner to teach Al, turning teaching
based on learner decisions. completion or roleplay. INto a test of mastery.
Use Case Use Case ) Use Case
Safety compliance simulations that evolve Practicing customer service handoffs or Explaining product features to a simulated Al
with user input. escalation processes. intern.
Metrics etrics Metrics
© Scenario completion time. ) Number of successful collaborative © Accuracy of the Al's responses post-
- . . outcomes. instruction.
© Decision-making paths and branching
logic. © Quality of back-and-forth interaction. © Clarity and logic in learner explanations.
© Success rates across complexity © Turn-taking dynamics and efficiency. © Learner’s improvement in subsequent
levels. attempts.

This role completely flips traditional
assessment! Learners aren't just being
tested; they're teaching, and the Al’s
success becomes a proxy for their depth of
understanding.

© ELB Learning. All rights reserved.



From Courseware to Continuous Learning

The old model of course > quiz >
certificate is vanishing. In its place is a
continuous learning ecosystem where
every moment is a data point, every
interaction a teaching opportunity.

Rather than starting and ending with a single training
event, learning becomes embedded, ong d
personalized.

To design for this, we must:

© Embed learning into workflows usii ols,
simulations, and performanc pport tools that
learners access inreal time.

© Design adaptive learning paths that evolve
dynamic based on learner behavior and
preferences, not pre-set tracks.

© Enable continuous feedback loops so that
learners receive immediate coaching, reflection
prompts, and next-step recommendations, often
from Al mentors or tutors.

© ELB Learning. All rights reserved.

This model blurs the lines betw
from real-world tasks. Tools use
capturing data from both to infori

™

Illl\ P

T

ynd doin

irtual roleplays become indistinguishable

¢ the same tools used on the job. And Al is

ing.
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Skills emerge as the thread
connecting it all, from hiring and
onboarding to in-role development
and career progression. Each
interaction, from a quiz to a
coaching conversation, becomes
part of the learner’s evolving profile.
This profile allows Al systems

to personalize experiences with
increasing precision.

les such as the tutor, simulator,
and teammate become modular
components. Organizations can
deploy them in any combination
across touchpoints, integrating
seamlessly into the learner’s day-
to-day reality. This modularity
enables L&D teams to design
experiences that are not only
scalable and data-rich but also
deeply personal and relevant.
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From Insights to Action
Redesigning L&D Roles

This transformation isn’t just technical, it’s
professional. The rise of Al in learning demands
that instructional designers evolve into learning
data strategists. Professionals who not only
understand learning theory but can also wield
behavioral data to drive real business outcomes.

That means:

© Speaking the language of data and

analytics.
© Asking better questions about w!
stakeholders actually want to achieve.

© Moving from course creators to capability
builder:

Understanding how behavior changes over time
and how tools like mentors, simulators, and
coaches influence performance positions L&D at
the center of workfcice transformation.

© ELB Learning. All rights reserved.

It also means reframing conversations:

nstead of: “Do you neec
a course?” hink: “What
behavior change do we
want to see?”

Instead of: “What
content should we
include?” Think: “Wha
metric will prove this
wor! 1N

Stakeholders often don'’t have the frameworks to
make th distinctions. It's L&D’s responsibility
to vide this insight and guide decision-makers
‘oward more efficient, effective, and measurable
solutions.

By positioning themselves as behavioral scientists
and data storytellers, L. &D leaders can shape
conversations about ROI, talent strategy, and
business enablement. No longer a support

function, they become architects of growth and
performa
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Tactical Steps to Get Started Now
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Start Using Generative A
Ihoughtiully

Start small and experiment. Use Al tools to analyze call transcripts, course feedback,
or skill gaps. Simulate virtual mentors. Create Al students that must be taught by
learners , and use their “learning” outcomes as a performance measure.

If you really think about it, you can do this right now! Even if all you have is you
LMS exports and a generative Al tool. Start with low-risk pilots. Observe patter
Document feedback. Improve iteratively.

You don'’t need a perfect systel begin. You just need intentionality and momentum.
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Conclusion
Learning Success, Reimagined

The future of learning isn’t just content- As learning and development p ‘
rich—it’s context-aware, behavior-driven, professionals, you are already O
and powered by intelligent systems that experts in human behavior.
continuously adapt. Every touchpoint, Now, with the power of Al,
every decision, every moment a learner you can scale that expertise,
spends engaging with Al-enabled designing ecosystems that
experiences generates insight. These are are personalized, measurable,
no longer isolated events—they're part of and aligned to real business k
a continuous loop of growth, reflection, outcomes.
and transformation.
The shiftis here. The tools are
Success in this new eraisn’t defined by ready. What's needed now is F
checkboxes or scores. It's revealed in leadership.
how learners apply what they know, how
quickly they adapt, and how confidently It's time to rethink learning from
they collaborate. Metrics like time to the ground up; one behavior, one
mastery, quality of decision-making, and interaction, one Al role at a time.
engagement over time become the new
currency of learning effectiveness. — . ’

© ELB Learning. All rights reserved.


https://blog.elblearning.com/meet-your-next-teammate-ai



