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Al didn’t break assessment. It exposed what was already broken.

| FLAGGED: HIGH PROBABILITY |

The Perceived Crisis The Underlying Reality

In 2022, generative Al suddenly bypassed timed essays and Legacy methods were never pedagogically optimal; they were
multiple-choice tests. Institutions scrambled for restrictive merely scalable. They sacrificed deep learning and professional
detection tools—treating the symptoms while ignoring the transfer for standardization because authentic assessment was
structural flaw. historically too expensive to deploy at scale.
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The Validity Disruption Wave

The Validity Triangle
Multiple Choice

Does it measure intended skills? / :
Lost when Al generates the product. A /[ PN Does it drive productive learning?

Lost when Al bypasses
effortful practice.

Take-Home
~ Authentic
Human

Capability

/ r ' »
Construct > o N Authenticity

Validity Authenticity
Does it mirror real-world application?

Rarely captured in standardized testing.
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The Hidden Tax of Legacy Assessment

4.2 Hours

Faculty Burden: Extra time spent
per course by U.S. faculty managing
Al-related assessment concerns,
diverted from actual mentoring.

Employer Costs: Annual increase
in employer screening costs in the
U.S. due to degree inflation and
loss of credential signal integrity.

L&D Budgets: Increase in per-learner
assessment costs for corporate L&D
programs attempting to patch

legacy testing models.

Learner Toll: Proportion of
undergraduate students expressing
anxiety and uncertainty about
ambiguous Al compliance policies.
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The Economics of Authenticity

A

Human
Oral Exam

I| The cost per student for an
‘| Al voice agent to conduct |:

a rigorous, structured
oral examination.

_ rd
Multiple Al-Enabled
Choice C Oral Exam
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Authenticity & Validity (Low to High)

Al has broken the economics of inadequate assessment, bringing
historically elite evaluation methods to institutional scale.
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The Assessment Paradigm Pivot

Dimension Legacy Al-Resilient
(Assessment OF Learning) (Assessment FOR Learning)

Focus Final Product Evaluation Learning Process & lteration

Timin Episodic / Terminal Continuous / Longitudinal
9 (High Stakes) (Low Stakes)

Standardized &

Decontextualized Situated & Authentic

Format

Integrated / Augmented

Al Stance Restrictive / Proctored e
Capability
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Shift 1: Process-Oriented Evaluation

Measuring how learners approach tasks, not just the output. .
The Final Product

(Highly vulnerable
Enabled via digital writing platforms, code : .-
development logs, and algorithmic process analysis. ‘\

to Al automation).
e
‘/ﬁé}:{ﬂ

it
.

L

‘[ Increase in documented revision rates at Purdue :
University’s Online Writing Lab when requiring
annotated revision histories. j

The Process: Version
control, time-stamped
logs, research behaviors,
productive struggle.

| Better code quality in Salesforce new hires ,
assessed via process-based software development |:
logging rather than code completion tests.
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Shift 2: Scalable Al Oral Examinations

Requiring real-time articulation, reasoning, and methodological defense.

Validated
Competency
Credential

Student Input / Al Adaptive Student Real-
Work Submitted Probing Time Defense

Higher pass rates on cumulative exams at

. . Georgia State Univ. after implementing
Enabled Via Viva voCe on 10-minute Al oral statistics defenses. 83%

demand' |ayered human of students preferred this method.
verification, and adaptive
Reduction in assessment admin costs at

dlffICU Ity questioning. Deloitte, coupled with significantly stronger

prediction of on-the-job analyst
performance.
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Shift 3: Al Personas for Situated Skills

Measuring clinical, interpersonal, and coaching capabilities via realistic stakeholder simulation.

Mechanisms

Enabled via difficult conversation scenarios, cultural
competency simulations, and ethical reasoning under
pressure.

€ f

Fewer clinical communication

} O errors by ASU Nursing students
O interacting with real patients after

utilizing Al patient personas.

k

l

IBM found strong correlations
between manager scores from Al
direct-report coaching simulations

Va | | d |ty and real 360-degree feedback

collected six months later.
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Shift 4: Continuous Behavioral Assessment

Accumulating competency evidence across multiple authentic contexts over time.

Legacy: High-Stakes
Terminal Exams

Al-Resilient: Longitudinal
Competency Evidence

L} L]
Mechanisms
L)

Enabled via contribution analytics,
adaptive micro-assessments, and
tracking on-the-job performance
signals.

Academia Proof

High Satisfaction

Univ. of Michigan Ross MBA courses saw higher

student satisfaction and clearer competency
tracking by replacing final presentations with
continuous peer/collaboration analysis.
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Corporate Proof

Superior Transfer

Microsoft cloud engineers certified via
continuous behavioral modeling perform
significantly better on real-world migrations
than those passing standard knowledge tests.
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Process
Tracking

Authentic
Capability
Profile

) These four shifts are not isolated tools. Combined, they
Continuous create a multi-modal assessment ecosystem virtually Al Personas
Behavioral Data impossible to bypass without actual learning taking place.

Takeaway: Moving from single-point vulnerability to structural resilience.
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Blueprint Layer 1: Designing for Transfer

Aligning assessment exclusively with what graduates and professionals
must actually do.

| | Real World
Whole-Task Context &

— Complexity - :
Professional
Tasks i ' Standards

|

|

iDesign Principlesj Case in Point
The University of Queensland engineered capstones
around real industry sustainability challenges. Al tools
support the work, but cannot substitute for the complex
integration and communication being assessed.

Privilege authentic tasks, variable contexts, and
professional standards over decontextualized

memorization.
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Blueprint Layer 2: Institutional Infrastructure

Treating assessment as an organizational capability,
not an individual instructor’s burden.

I "M»Faculty/L&D
T Development

Centralized design centers, psychometric quality | [ ~ &Execution
assurance, and ongoing faculty learning in Al integration. : /

Tlnfrastructure Requirements:

ur

ICorporate Proof Point BoxI

o Decrease in cost-per-learner at Accenture
2 2 /0 (while increasing job-prediction validity) by
centralizing assessment expertise.

rAcademia Proof Point BoxI

Northwestern Univ. established a Center for Assessment
Innovation, yielding demonstrably higher student
learning gains on independent measures.
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Blueprint Layer 3: Cultural Transformation

Procedural justice is vital. We must shift from assessment of learning to
assessment for learning.

Ambiguous High ' Transparent | | Psychologlcal
Integrity Anxnety Expectations Safety

Deep
Transfer

iCulturaI Principlesjj ICorporate ImpactI IAcademic ImpactI

Explicit rationale documentation, 600/ Higher learner satisfaction 8 9 0/ Students at Stanford d.school who
co-creation with learners, and 0 and 40% better completion O understood and supported new
emphasizing feedback over rates at PWC when assessment changes Al-resilient assessment methods following
terminal ranking. were paired with robust transparency. explicit assessment literacy instruction. e

www.innovativehumancapital.com


http://www.innovativehumancapital.com

Human Capital
dM Innovationg

THE FUTURE OF CAPABILITY

Al has not broken our ability to
assess complex capabilities—
it has finally made assessing
them possible at scale.

Organizations that thoughtfully leverage Al while remaining
grounded in learning science will cultivate authentic
expertise, adaptive problem-solving, and lifelong capability.
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