From Knowing
to Becoming.

How Micro-Experiments and
Al Are Redesigning Leadership
Development




Great careers used Klopieron |
to hinge on ability,

and now they
depend on agility.
— Adam Grant

Agility /
Adaptive

I : e Learning
The Agility Imperative: Information is a

commodity. In an era where expertise can
become obsolete overnight, leadership is no
longer defined by what you know, but by how
quickly you can learn, adapt, and exercise
judgment in novel situations.




I - El The 70-20-10 Reality:
T h e K n OWI n g The vast majority of leadership
= bility is f d th h
Doing Decay o nejob expeence,
formal instruction.

The failure of event-based
learning to survive the
cognitive and emotional
pressure of daily work.

Flow of Work The Knowing-
(Micro-Experiments) " o Doing Gap

The Execution Failure:
Only 12% of organizations
Traditional successfully deliver
L&D Event learning in the flow of work
(Bersin, 2022).

Behavioral Capability & Knowledge

Traditional
L&D Event

Time Back on Job
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The Cost of Stagnation

The Team

Cynicism. When leaders espouse
new frameworks but default to old
behaviors under pressure, teams
discount developmental rhetoric.

The Leader

Stagnation and loss of self-
efficacy. Without mastery
experiences, leaders lose
confidence in their capacity to
grow.

The Organization

Financial Waste. The root cause
of training failure is the lack of
systemic conditions to enable
changed behavior on the job.
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The Pivot: From Goals to Micro-Experiments

The Traditional Goal

Example: | will delegate more
effectively.

Characteristics: Abstract,
aspirational, demands willpower at
the exact moment old patterns fire.

Psychological Frame: Performance
Orientation (Judged by success or
failure).

The foundational shift .
for behavioral change

Example: In tomorrow's meeting,
instead of assigning next steps, | will
ask the team to propose owners and
observe my comfort level.

Characteristics: Small, observable,
intentional test in a real work
situation.

Psychological Frame: Learning
Orientation (Invites curiosity; failure
provides data, not defeat).
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The Engine of Growth (Kolb Modernized)

Micro-experiments keep the experiential learning wheel turning in the flow
of work, preventing development from stalling after Insight.

1. Insight

(Abstract Conceptualization)
Grasping a new leadership framework.

2. Action

(Active Experimentation)
Conducting the micro-experiment
in daily work.

4. Reflection

(Reflective Observation)
Making sense of the data.

3. Experience
(Concrete Experience)
Observing the emotional
and structural fallout.
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The Missing Link: Enter Al as Translator

The hardest step in development is translating abstract insight into context-specific action.

( Insight-to-Action Prism

Abstract Input: The Al Scaffold Bounded Experiment:
| need to empower Context-specific test
my team. ready for execution.
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The Operating System: Al in the Flow of Work

Modern platforms embed asynchronous support exactly when cognitive load is
high, moving learning out of the classroom and into the calendar.

/ ©. OHD Day in the Life of a Leader
Just-in-Time Actual Calendar Asynchronous
Al Nudge Event Reflection Prompt

9:45 AM 10:00 AM 10:45 AM
Prep for 10 AM 1:1. Team Meeting How did the 5-second
Remember your micro-experiment: (High Cognitive Load & Pressure) pause impact the team’s

Wait 5 seconds before

ownership?
answering questions.
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The Social Dimension: Cohort Sensemaking

Al does not replace the human cohort; it ensures cohort time is spent on deep
sensemaking rather than initial problem formulation.

Humans Handle
Sensemaking

Relational depth,
emotional attunement,
cohort coaching, and
normalizing the
discomfort of
behavioral change.

Al Handles
Structure

Problem formulation,
translating abstract
insights into bounded
experiments, and
scaling continuous
nudges.
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The Cultural Prerequisite

The Micro-Experiment System

The Bedrock: Micro-experiments
cannot survive in cultures that demand
certainty or punish imperfection.
Risking a new behavior requires the
belief that interpersonal risk-taking is
safe (Edmondson, 2019).

The Precedent: Moving from a “know-it-all”
performance culture to a "learn-it-all”
growth mindset is the prerequisite for
continuous adaptation. Leaders must
normalize sharing the results of failed
experiments.
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Synthesis: The Human-Al Continuous Learning System

Primary Vehicle

Bounded Event (Workshop)

Flow of Work (Daily Practice)

Core Objective

Knowledge Transfer

Behavioral Experimentation

Change Mechanism

Willpower & Goal Setting

Curiosity & Hypothesis Testing

Role of Al

Faster Content Generation

Insight-to-Action Translation

Access Model

Concentrated at the Executive Top

Democratized across the Messy Middle




Democratizing Development at Scale

Al scales the scaffolding that allows organizations to build capability broadly,
shifting development from a luxury to a baseline infrastructure.

Historically: Executive Coaching g
(High Cost, Low Volume)

The Future: Al-Scaffolded
Experiential Learning for
Frontline/Mid-Level Managers
(Scalable Architecture)

Historically, deep personalized experiential learning was constrained by the economics of 1:1
coaching. Al breaks the cost barrier, empowering the “messy middle” and effectively
developing leaders at all levels simultaneously.
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The Ultimate Trajectory

From isolated actions to a fundamental shift in identity.

The goal is not 20 isolated skills, but the
cultivation of a Learning Identity—becoming a

leader for whom adaptive, reflective

experimentation is the default orientation.
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/ Know
|| (Understanding

the framework)

Feel

(Emotional resonance
of the gap)

Do

(The isolated
micro-experiment)

Become

(The formation of
a Learning Identity)
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Implementation Blueprint

5 Evidence-Based Pillars for Building Continuous Learning Systems

Center
Experimentation

Make behavioral
experimentation the
non-negotiable core of
development, not an
afterthought.

Deploy Al
as Translator

Al-Powered |> 3¢
Transiation |

Abstract Context-
Insight Specific
Action

Use Al to bridge the gap
between abstract insight
and context-specific action

Embed in
the Flow

Daily Work
Environment

Move learning out of the
classroom and make daily
work the site of growth.

Build Cohort
Accountability

Leverage peer triads to
facilitate sensemaking

and normaiize discomfort.

Cultivate
Safe Culture
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Foundation rewards g

learning over perfection

Align performance
management to reward
learning agility, not just
perfect execution.
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AI's most powerful function is not
replacing human capability, but

scaffolding the micro-experiments
that help us build it.

The future of leadership belongs to organizations
that build continuous learning systems.




