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Hype and reality: the emerging 
impact of AI on digital learning 

The promise is great but not without challenges 

Artificial intelligence dominates commentary about work. Whilst ChatGPT and similar products are powerful 

tools with great potential for learning, they are not the whole story. AI, in many forms, has been a driving force of 

digital learning for many years. What is new, however, is the potential to augment, transform and disrupt the 

provision of workplace learning.  

Amongst the noise, there is universal pressure for a clear plan. But what should that plan include? Where are the 

achievable opportunities? How can the risks be avoided? 

In this paper we will cover: 

• The drivers for uptake of and barriers to AI adoption  
• Implications and opportunities for the learning cycle and personal learning at scale 
• The emerging solutions toolkit for eLearning design  
• How L&D teams should respond 
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Why is this important? 
AI offers the opportunity for efficiency and genuine 
transformation 
For many years, artificial intelligence has been changing the face of workplace learning. Handling structured 

and unstructured data at scale has allowed skills analytics services to benchmark skill levels, forecast skill 

demand and match workers to development opportunities. Adaptive learning providers have applied AI 

technologies to personalised learning programmes, targeting content to the right learner at the right 

moment.  Meaningful curation of seemingly endless volumes of content has been made possible.  

A new generation of AI technologies, large language models among them, promise to accelerate the 

augmentation of learning value and to transform it. The ability to rapidly create synthetic media assets, such 

as video avatars, and automate learning content authoring takes digital learning design efficiency to new 

levels. Similarly, analysing the learning value within existing courses and content libraries creates 

opportunities to explore skills development not practically possible with human editorial effort.  

Generative AI tools are bringing work scenarios to life as conversational experiences. Learners can rehearse 

and practice their skills with an intelligent chat bot and receive real time feedback on their performance. The 

creation of such ‘safe spaces at scale’ adds fresh value to existing content solutions.  

Further on the horizon, genuinely personal development products and services which learn about learners as 

they progress can take personalised learning real at scale. Along with the emerging personal assistants as 

new interfaces on learning and productivity tools these developments can power performance guidance as 

we work and learn. 

Expectations might be too high too soon 
Bill Gates said “We always overestimate the change that will occur in the next two years and underestimate the 

change that will occur in the next ten. Don't let yourself be lulled into inaction.” He could have been describing 

the atmosphere of expectation in the digital learning industry. Our research shows that 69% of respondents 
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believe the level of hype around AI is justified1. It also shows that 38% anticipate a great deal of impact in the 

next twelve months with the same proportion expecting quite a lot. Expectations are very high. 

In larger enterprises’ budget cycles, approval processes and navigating IT strategy are some of the practical 

barriers to overcome before new technologies can be implemented, let alone flourish. Whilst smaller 

businesses may be able to take swifter decisions, getting the right tools into the right hands with clear 

metrics in place is not easy for smaller L&D functions with limited IT support.  

Current drivers of AI adoption2, as described in the chart below, are focused on efficiency, optimisation and 

costs of existing learning approaches. Even if these can be realised swiftly, transformational benefits lie 

further out. 

 

FOCUS-ON: AI in Learning 

 
1 FOCUS-ON: AI in Learning 2023 
2 FOCUS-ON: AI in Learning 2023 

Reducing bias and increase equity

Cultural focus on being analytics and intelligence led

Supporting more intelligent decision making about learning…

Reducing L&D operating costs

Optimising learning design and development

Optimising learning delivery

Enabling greater L&D operational productivity

Providing greater personalisation

Improving learning effectiveness (depth of learning)

Enhancing learning  efficiency (speed of learning)

0% 20% 40% 60% 80% 100%

What is driving your adoption of AI for learning in your 
organisation?

Major driver Minor driver Not a driver
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The potential to unlock personal value is great 
Throughout the learning cycle, shown below, the opportunity to gather granular data about performance 

context and needs is coupled with properly personal development planning in real time, freed from a static 

review moment.  

Personal assistance and guidance holds the promise of supporting learners through personalised 

programmes as they apply skills in their work, and sustaining development with intelligent recommendations 

and ongoing feedback. The potential for analytics to move beyond the description of performance change 

into predicting it - skills attainment for example - and prescribing next steps to reach those new goals brings 

the realisation of demonstrating business value into view.  

AI Adds Intelligence and Insight to the PLASMA Cycle 
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Efficiency at scale is a valuable prize. The release of generative AI tools such as ChatGPT to consumers 

first has set hopes of efficacy and flexibility high, creating benchmarks for corporate learning products. 

Equally, concerns of hallucinations, falsehoods and unpredictable responses have prompted anxiety. Clarity 

about use cases and boundaries of features is vital to set appropriate expectations in the workplace.  
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What should you do? 
Understand your barriers to adoption 
To make the most of the potential, a clear view of the challenges and issues organisations face is critical. At 

this early stage in development of AI technologies, these are many and varied (see diagram below). Cultural 

factors should not be overlooked. Many workforces are change weary from transformation initiatives and 

external factors such as COVID-19 recovery. Learning technology leaders face new policy and strategy 

territory with heightened expectation and anxiety.  

A necessary foundation for realising AI value is data readiness. 61% are concerned about data privacy and 

security3. The reality for many organisations is that data is held in multiple systems which integrate poorly. It 

may also be incomplete and unmanaged. Investing in data quality and interoperability is a prerequisite for 

the transformational benefits of AI systems. 

Barriers to AI Adoption 
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Here vendors can help steer a course. The best will help to guide you through policy decisions and 

integration challenges with their own technology architecture and data expertise. Openness about where 
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and how proprietary technologies and third-party services are used will be an important consideration 

around data and security risks. They will also have a stable and ready data environment to support your 

plans.  

There may be substantial barriers to overcome; that last sentence of the Bill Gates quote is worth holding in 

mind, however. Doing nothing also carries great risk of lost opportunity. 

Experiment to understand value in your context  
As with any technology, the benefits of AI will vary depending on context. Adopting the methods of the 

product management world is instructive in designing experiments to gather useful data. 

A good experiment will tackle a problem in a way that improves your knowledge of how the technology and 

tools actually work for you (and how they do not), what end users make of them and how far quantifiable 

business needs are met. In combination, these describe potential product value, as in the diagram below.  

Product Management Mindset 
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Early evidence suggests the digital learning market is partly focusing on solving problems in the content 

creation and experience areas, adding value to existing solutions. How far this extends insight into fresh 

sources of business value remains to be seen.   
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Arguably, the most valuable insight gathered from testing new products is the understanding it provides 

about your capabilities and readiness to apply them. Getting to grips with new tools, even on a small scale, 

will show which skills need development, how ready your data sources are and how ready people are for new 

learning experiences. Generative AI products are ideal for such rapid prototyping. 

Grasp the opportunities of the emerging solutions toolkit  
Our analysis highlights an approaching set of powerful tools for eLearning designers. The efficiency 

opportunity of prompt-based authoring is at the heart of much development, along with synthetic media 

creation. The scope for automating subject research and mapping enterprise-wide topic domains could 

equally transform earlier consultation and exploration stages of projects.  

The Emerging AI eLearning Toolkit 
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As the components of the toolkit emerge, elements of workflow automation are being developed. This will 

start to supplement efficiency gains with operational and performance data, mirroring more mature digital 

content sectors.  
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Evaluate the market with care  
It might be tempting to find AI shaped problems to satisfy the perceived need for an innovation story. But 

presenting a real and current problem to solve when approaching potential suppliers will help filter your 

options and measure value. Consider resource heavy or slow processes, generic or untargeted content or 

unreliable and variable design inputs as areas which might offer solid tests for new AI solutions. 

The best suppliers will engage in a constructive conversation to identify where real benefits can be 

delivered. It is crucial to evaluate the AI credentials of suppliers; look at how they support long term product 

development and how they balance risk and opportunity for customers and end users. 

AI Supplier Evaluation Focus 

• Evidence for innovation claims versus enhancements and efficiency to 
existing products 

• AI and innovation pedigree and experience 

• Software and data engineering team strength and growth 

• Commitment to a sustained roadmap of enhancements 

• Third party technologies will power many services – which are used 
and why? 

• Policies and processes to ensure security, privacy and safety 

• Monitoring activity to manage those policies and processes 

• Controls and opt-outs available for future releases 

• Learning design depth in addition to technology delivery 
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Develop the right capabilities 
The far-reaching potential of AI technologies and the barriers to their implementation require a fresh focus 

on existing capabilities and the addition of new ones for successful implementation. L&D teams with strong 

digital foundations and evidence-based decision making habits are at an advantage.  

A refreshed focus on quality assurance to monitor the outcome of automated processes will be needed to 

ensure relevance. Balancing human intervention and the application of learning design expertise will be 

crucial to avoiding generic outputs. A new set of AI literacies need to be developed alongside emerging 

data and digital fluency. Data sources need to be understood. Decision making principles to steer if and 

how AI is applied will help engender trust, and a new risk management capability will be needed to 

safeguard it. There is much to attend to. 

Capabilities and Ways of Working for AI Success 
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Perhaps most pressing of all are effective relationships with IT decision makers and those who influence 
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them. To make the most of the potential, a clear view of how this generation of learning tools can guide and 

support people though coming changes in their workplaces is a genuine source of advantage.  

Summary 
At what is still an early stage of AI adoption in corporate L&D, there is great potential to deliver on long 

standing promises of digital learning. Genuinely personal relevance and utility at scale is a possibility in more 

tangible ways. Augmenting the existing value of digital learning and generating efficiencies in content 

design and development processes is a natural place to establish the use of these new tools and methods. 

There is real value at hand but it will change our status quo. Realising the transformational benefits of AI will 

take time and effort, with few shortcuts. A recalibration of existing expectations is needed to allow for a 

clearer view of the possibilities in the context of each business and the decisions needed to achieve them. 
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Recommended Fosway reading 
For further Fosway analysis relating to this topic, please see the following papers or resources. 

• Digital Learning Realities 2023 

• 2023 Fosway 9-Grid™ – Digital Learning 

• PLASMA Learning Cycle  

Accelerate and De-risk 
To talk to us about our research on learning and talent systems, or to discuss what it might specifically mean 

for your organisation please contact us directly. 

We will use our independent expertise to provide you with the guidance you need to accelerate and de-risk 

your decisions.  We have a wealth of experience, tools, research and profiles at our disposal.  We don’t have 

any products to sell and we have no vested interest to bias your outcomes.  We concentrate on pragmatic, 

independent advice. 

Accuracy of Information and Warranties 
The analysis and recommendations made in this document are based on the information currently available 

to Fosway and from sources believed to be reliable.  

Fosway disclaims all warranties as to the accuracy, completeness or adequacy of such information. Fosway 

will have no liability for errors, omissions or inadequacies in the information contained herein or for 

interpretations hereof.  

Opinions expressed herein are subject to change without notice. All content is copyright Fosway limited 

unless otherwise identified. All rights reserved.
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About Fosway Group 
Fosway Group is Europe’s #1 HR Analyst focused on Next 

Gen HR, Talent and Learning. Founded in 1996, we are known 

for our unique European research, our independence and our 

integrity.  

For over 25 years, we have been analysing the realities of the 

market, and providing insights on the future of HR, Talent and 

Learning. Fosway analysts work extensively with our corporate 

clients to understand the inside story of the challenges they 

are facing, and their real experiences with next gen strategies, 

systems and suppliers. Our independent vendor analysis also 

provides a vital resource when making decisions on innovation 

and technology.  

And just like the Roman road we draw our name from, you’ll 

find that we’re unusually direct. We don’t have a vested 

interest in your supplier or consulting choices. So, whether 

you’re looking for independent research, specific advice or a 

critical friend to cut through the market hype, we can tell you 

what you need to know to succeed.  

Example clients include: Alstom, Aviva, Boots UK, BP, BT, 

Centrica, Deutsche Bank, Faurecia, HSBC, International SOS, 

Lloyds Banking Group, Novartis, PwC, Rolls-Royce, Royal 

Bank of Scotland, Sanofi, Shell, Swiss Re, Telefonica, 

Thomson Reuters, Toyota Europe, and Vodafone. 

Talk to us today at:  

Email: info@fosway.com  

Telephone: +44 (0) 207 917 1870 

Web: www.fosway.com  

About Infopro Learning 
Infopro Learning is an award-winning workforce transformation 

company that unlocks the potential of people - employees, 

clients, and partners. Unlocking the potential of people unleashes 

higher levels of performance, resulting in outcomes aligned with 

your company’s strategic objectives. Infopro Learning helps you 

grow, manage change effectively, and ultimately - transform. 

People are a primary source of an organization’s competitive 

advantage. Over the last 25 years, Infopro Learning has built 

services and solutions around training, upskilling, and developing 

people. 

As a global leader in talent development and managed learning 

services, Infopro Learning offers a full- service of solutions that 

support the entire lifecycle of learning, including strategy, 

curriculum design, content development, training delivery, 

learning administration, and talent sourcing. Their digital 

platforms and global infrastructure enable accelerated realization 

of the outcomes associated with full-service solutions. 

Infopro Learning offers its “unlock” series of innovative leadership 

and talent development programs designed as a blended 

learning journey for individual contributors as well as first time, 

mid-level, and executive leaders. Infopro Learning’s specialized 

learning solutions are outcomes based and helps organizations 

improve performance in areas of product adoption, customer 

education, sales, customer service, IT/ Tech & onboarding.   

Contact Us 

Visit: www.infoprolearning.com  

Call: (609) 606 9984  

Write: info@infoprolearning.com 

 

 


