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Introduction
AI 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 AI not just to build training, but to fundamentally 
redefine how we measure success, evolve instructional design, and 
personalize the learner experience.

The insights in this ebook are drawn from a dynamic conversation between 
Josh Penzel, the former vice president of AI solutions at ELB Learning®, and 
Maya Mikel, AI product manager at Docebo. Their discussion explored not 
only the future of learning technology but also the strategic shifts required of 
L&D teams to stay ahead.

Let’s unpack what it means to go beyond content and measure what matters.
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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.

Studies show that even if learners pass a quiz, it doesn’t 
necessarily mean they will change their behavior or drive 
results. 

Surprisingly, the strongest 
correlation found was between 
reaction and behavior. If learners 
enjoy the experience, they’re more 
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 
checkpoint.

Results

Behavior

Learning

Reaction
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The New Metrics 
From Knowledge to Behavior

Traditional SCORM-based tracking 
gives us completion rates, scores, 
and time spent. But today’s tools 
offer a far richer landscape of 
behavioral data. Now, you can 
track:

From a simple multiple-response quiz, 
we can extract:

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

Complexity of item language

Pedagogical intent

Thinking patterns through timing and order

Bias detection and item fairness

Clickstream patterns

Sequence of answer changes

Time per selection

Bookmark usage

Interaction depth

Knowledge alone doesn’t 
prove understanding. 
Behavior does.
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Data-Driven Learning Design
Designing for AI-enhanced learning means designing with 
dynamic data in mind. This goes beyond SCORM tracking into 
rich, multidimensional insights.

Pedagogical data reveals how learning objectives map to 
actual behaviors.

Linguistic data analyzes language from learner 
responses, enabling bias detection and alignment with 
learning intent.

Interaction data gives us clicks, pauses, retries, and path 
changes, which show how learning happens.

More importantly, learner behavior becomes a proxy for learning 
efficacy. It reveals how learners engage, struggle, or succeed.

With AI, even unstructured data, like heatmaps, video 
recordings, and audio transcripts, can be parsed for insight. We 
are no longer limited by the structured quiz. We can interpret 
patterns from real-time engagement.

This shift demands future-forward thinking. What data do we 
wish we had in six months? Now is the time to design for it, 
starting with content that tracks more than answers.
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The Seven Roles of AI in Learning

AI is not a monolithic solution. It 
assumes different roles throughout 
the learning experience, each 
designed to support, guide, simulate, 
assess, or enhance the learner. 
These roles redefine how we design 
instruction, engage learners, and—
most critically—measure success.

Each role generates unique 
behavioral data that supports 
personalization and connects 
learning to impact. Let’s explore 
them one by one, including real use 
cases and the new kinds of metrics 
they make possible:

AI

AI Tutor

AI Mentor

AI Tool

AI Simulator

AI Teammate

AI Student

AI Coach
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AI Tutor
Purpose 

Delivers personalized content and adapts to 
the learner’s pace and needs.

Use Case 

Tailoring onboarding journeys for new sales 
reps.

Metrics

Time to reach specific learning 
objectives.

Change in performance over time.

Sequence of concepts mastered.

AI Mentor
Purpose

Offers real-time guidance and targeted 
feedback as learners progress.

Use Case

Coaching during soft-skills simulations or 
scenario-based tasks.

Metrics

Frequency and timing of feedback 
interactions.

Learner improvement following 
feedback.

Engagement with suggestions.

AI Tool
Purpose

Acts as a real-time assistant within a learner’s 
workflow.

Use Case

Providing writing or decision-making support 
embedded in a CRM.

Metrics

Usage rates and frequency.

Time saved performing tasks.

Correlation between tool usage and 
task success.

321
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AI Simulator
Purpose

Recreates real-world scenarios that adapt 
based on learner decisions.

Use Case

Safety compliance simulations that evolve 
with user input.

Metrics

Scenario completion time.

Decision-making paths and branching 
logic.

Success rates across complexity 
levels.

AI Teammate
Purpose 

Functions as a collaborative partner for task 
completion or roleplay.

Use Case 

Practicing customer service handoffs or 
escalation processes.

Metrics

Number of successful collaborative 
outcomes.

Quality of back-and-forth interaction.

Turn-taking dynamics and efficiency.

AI Student
Purpose 

Allows the learner to teach AI, turning teaching 
into a test of mastery.

Use Case 

Explaining product features to a simulated AI 
intern.

Metrics

Accuracy of the AI’s responses post-
instruction.

Clarity and logic in learner explanations.

Learner’s improvement in subsequent 
attempts.

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

654
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These roles aren’t theoretical; 
they’re already being 
implemented across industries. 
What’s revolutionary is not 
just their function, but their 
interoperability. Together, 
they form a flexible, modular 
foundation for building 
continuous, personalized, and 
data-rich learning ecosystems.

As L&D teams begin to design 
with these roles in mind, the 
impact extends far beyond 
training and reshapes how 
organizations build capability, 
measure growth, and drive real-
world performance.

AI Coach
Purpose 

Guides metacognition by helping learners 
reflect, plan, and grow.

Use Case 

Post-project reflection with growth-oriented 
prompts.

Metrics

Depth and quality of self-assessment.

Follow through on action plans.

Evidence of increased confidence or 
clarity.

Unlike the mentor, which gives feedback in 
the moment, the coach helps learners reflect 
about their thinking, often using frameworks 
to help establish mental models.

7
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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, ongoing, and 
personalized.

To design for this, we must:

Embed learning into workflows using AI tools, 
simulations, and performance support tools that 
learners access in real time.

Design adaptive learning paths that evolve 
dynamically 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 AI mentors or tutors.

This model blurs the lines between learning and doing. Virtual roleplays become indistinguishable 
from real-world tasks. Tools used during training are the same tools used on the job. And AI is 
capturing data from both to inform future learning.

AI

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 AI systems 
to personalize experiences with 
increasing precision.

AI roles 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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Hyper-Personalization through 
Learner Profiles
As organizations adopt AI-driven learning 
ecosystems, one of the most powerful outcomes 
is the creation of rich, dynamic learner profiles. 
Every learner interaction, from how they navigate 
a simulation to how they respond in a roleplay, 
generates behavioral data. That data fuels an 
ever-evolving profile that reflects skill levels, 
preferences, cognitive patterns, and performance 
trends.

These profiles serve as the engine of hyper-
personalization.

Learners receive content suited to their 
strengths and needs. 

AI mentors adjust difficulty or feedback in 
real time.

Learning pathways branch based on pace, 
engagement, or knowledge.

Importantly, personalization through 
AI doesn’t just enhance efficiency—it 
fosters inclusion. Learners with varying 
linguistic backgrounds, accessibility 
needs, or neurodiverse learning styles 
benefit from systems that adapt to 
them, not the other way around.

From asynchronous modules to live 
coaching sessions, every part of 
the experience contributes to this 
evolving profile. Over time, the learner 
profile becomes a central node, not 
just for delivering training, but for 
making organizational decisions about 
talent, readiness, and development.
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From Insights to Action
Redesigning L&D Roles

This transformation isn’t just technical, it’s 
professional. The rise of AI 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 what 
stakeholders actually want to achieve.

Moving from course creators to capability 
builders.

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

It also means reframing conversations: Stakeholders often don’t have the frameworks to 
make these distinctions. It’s L&D’s responsibility 
to provide this insight and guide decision-makers 
toward 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 
performance.

Instead of: “Do you need 
a course?” Think: “What 
behavior change do we 
want to see?”

Instead of: “What 
content should we 
include?” Think: “What 
metric will prove this 
worked?”
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Tactical Steps to Get Started Now
This vision is ambitious, but the starting points 
are clear and achievable. You need clarity, 
intentionality, and a mindset shift. L&D teams can 
begin activating this transformation by focusing 
on three main areas: Get Strategic 

with Data
Start with what you have. Audit your current data: What 
are you capturing today? Does it capture completion 
rates, scores, and feedback? Analyze what’s missing. 
Is it behavioral trends, learning preferences, or tool 
usage? Move beyond SCORM to xAPI, where possible, 
to capture richer interaction data. Organize knowledge 
repositories in ways that AI systems can process, 
especially if you plan to use retrieval-augmented 
generation (RAG) in future implementations.

Structured, tagged, and accessible data is the bedrock 
of AI-powered personalization and continuous 
improvement.1
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2
Shift Your Mindset and Role

Tactical Steps to Get Started Now

Instructional design today is no longer about content delivery—it’s about shaping performance 
through experience. That requires behavioral insight, measurement fluency, and design thinking. 
L&D professionals are to create descriptive rubrics and document feedback logic so AI systems 
can replicate human coaching. If your team isn’t fluent in data, it’s time to upskill. If you are, dive 
deeper into analytics and experimentation.

Ask sharper questions of your stakeholders:

What decisions are we trying to influence?

What behaviors must change?

What does success look like, and how will we measure it?

These questions frame L&D as a strategic consultant rather than an order-taker.
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3 Start Using Generative AI 
Thoughtfully

Tactical Steps to Get Started Now

Start small and experiment. Use AI tools to analyze call transcripts, course feedback, 
or skill gaps. Simulate virtual mentors. Create AI 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 your 
LMS exports and a generative AI tool. Start with low-risk pilots. Observe patterns. 
Document feedback. Improve iteratively.

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

The future of learning isn’t just content-
rich—it’s context-aware, behavior-driven, 
and powered by intelligent systems that 
continuously adapt. Every touchpoint, 
every decision, every moment a learner 
spends engaging with AI-enabled 
experiences generates insight. These are 
no longer isolated events—they’re part of 
a continuous loop of growth, reflection, 
and transformation.

Success in this new era isn’t defined by 
checkboxes or scores. It’s revealed in 
how learners apply what they know, how 
quickly they adapt, and how confidently 
they collaborate. Metrics like time to 
mastery, quality of decision-making, and 
engagement over time become the new 
currency of learning effectiveness.

As learning and development 
professionals, you are already 
experts in human behavior. 
Now, with the power of AI, 
you can scale that expertise, 
designing ecosystems that 
are personalized, measurable, 
and aligned to real business 
outcomes.

The shift is here. The tools are 
ready. What’s needed now is 
leadership.

It’s time to rethink learning from 
the ground up; one behavior, one 
interaction, one AI role at a time.
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Ready to take the first step?
AI success isn’t just about tools—it’s about transformation. 
At ELB Learning®, we help organizations harness AI to build 
capability, drive change, and deliver measurable business 
results.

Our AI transformation services go beyond experimentation to 
operationalize AI at scale. We start by aligning your people and 
culture, establishing the right mindset through AI readiness 
assessments and stakeholder alignment. Then we build 
skillsets with targeted, role-based training that empowers 
your teams to use AI tools confidently and effectively. Finally, 
we help you deploy the toolset—identifying, integrating, and 
measuring AI solutions that fit your workflows and goals.

Whether you’re just beginning your AI journey or scaling 
advanced use cases across departments, we help you 
connect learning to real impact. From improving onboarding 
and performance to building AI-powered simulations and 
personalized learning paths, we partner with you to build 
systems that work—for your people and your bottom line.

Get AI-Ready
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