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The intersection of artificial intelligence and leadership development represents a pivotal 
moment for organizations worldwide. Brandon Hall Group’s research reveals a significant 
opportunity gap between current adoption rates and future potential. While organizations 
recognize AI’s transformative potential in leadership development, many are still navigating 
the complexities of implementation.

This action plan serves as a guide for organizations ready to embrace AI-enabled leadership 
development, providing practical strategies for successful integration while maintaining the 
essential human elements of leadership growth.

Introduction

Brandon Hall Group™ research indicates that traditional approaches to leadership development 
are struggling to meet current organizational needs, particularly in terms of scale and 
personalization. The research shows that only 35% of organizations currently utilize AI for 
leadership development, creating a substantial opportunity for early adopters. This gap is 
particularly significant given that:

The combination of low adoption rates and high strategic importance creates an opportunity to 
gain a competitive advantage through thoughtful implementation of AI-driven solutions.

The Strategic Imperative

of organizations identify 
developing leaders at all 

levels as a top priority

emphasize the need for 
improved high-potential 

identification

focus on enhancing 
succession planning 

capabilities

Source: Brandon Hall GroupTM Study, Igniting the Leadership Spark

71% 63% 61%
71+29+x 63+37+x 61+39+x
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•	 Scale leadership development programs across all organizational levels
•	 Provide more personalized development experiences
•	 Improve the measurement and effectiveness of leadership initiatives
•	 Accelerate the development of high-potential leaders

The research indicates that organizations face increasing pressure to:
Market Dynamics 

Understanding the present landscape is crucial:

Call to Action

These pressures are amplified by the need to do more with limited resources while ensuring 
consistent quality across leadership development programs.

This distribution suggests that organizations must act decisively to stay competitive in leadership 
development capabilities. The research highlights several critical areas requiring immediate 
attention:

•	 Development of AI literacy among L&D teams and leadership
•	 Creation of clear implementation roadmaps
•	 Establishment of governance frameworks for AI usage
•	 Integration of AI solutions with existing leadership development programs

•	 35% of organizations are currently using AI for personalized learning recommendations

•	 49% plan to implement AI but haven’t yet started

•	 Only 5% have decided against AI implementation

•	 8% remain unsure about how to proceed
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Learning organizations are currently focusing their AI implementation efforts in several key 
areas:

Current State

These adoption patterns suggest that organizations are prioritizing areas where AI can most 
readily demonstrate value and impact.

But there are several obstacles, the research shows:

•	 Knowledge gaps regarding AI capabilities and applications
•	 Integration challenges with existing systems
•	 Concerns about AI-driven assessment accuracy
•	 Balance between AI and human interaction

Organizations are particularly struggling with more advanced applications, with only:

•	 24% implementing skill assessments
•	 22% utilizing simulations
•	 16% employing virtual coaching

•	 Personalized learning recommendations (35% adoption)

•	 Content and course development (35% adoption)

•	 Skill assessment and gap analysis (24% adoption)

•	 Scenario-based simulations (22% adoption)

•	 Virtual coaching and feedback (16% adoption)
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Brandon Hall Group’s research suggests that successful AI integration in leadership 
development requires a carefully structured approach. The framework must address both 
technical and organizational readiness while ensuring sustainable adoption.

The initial phase focuses on establishing the necessary groundwork for successful AI 
implementation. Organizations must begin with an evaluation of current capabilities including:

•	 Assessment of current leadership development capabilities
•	 Identification of specific AI opportunity areas
•	 Evaluation of technical infrastructure readiness
•	 Analysis of team capabilities and training needs

The research shows that organizations that conduct thorough assessments are better 
positioned to achieve successful implementation outcomes.

The second phase focuses on executing initial AI initiatives with a high probability of success. 
Research indicates that successful organizations typically begin with:

•	 Implementation of personalized learning recommendations
•	 Deployment of AI-driven content curation systems
•	 Development of measurement frameworks
•	 Testing with select leadership groups

This approach allows organizations to demonstrate value while building institutional 
knowledge about AI implementation.

Before implementing AI solutions, organizations must build essential capabilities:

•	 Development of AI literacy programs for L&D teams
•	 Creation of governance structures for AI implementation
•	 Establishment of data management protocols
•	 Building of change management capabilities

Implementation Framework

Phase 1: Foundation Building 

Phase 2: Initial Implementation 

Capability Development 
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As organizations gain experience, they can move to more sophisticated applications. The 
research suggests prioritizing:

•	 Virtual coaching implementations
•	 AI-powered assessment and analytics
•	 Full leadership development lifecycle integration
•	 Cross-organizational scaling of successful initiatives

Each advancement should build upon previous successes while maintaining alignment with 
organizational goals.

Phase 3: Advanced Integration 

Strategic Components
Brandon Hall Group’s findings emphasize the importance of addressing multiple interconnected 
elements for successful AI integration.

The foundation of successful AI implementation requires robust technical capabilities. 
Organizations must carefully evaluate and develop:

•	 Technical capability assessments
•	 Integration requirements with existing systems
•	 Data management and security protocols
•	 Scalability planning

The research indicates that organizations often underestimate the importance of building 
this strong technical foundation. Success requires significant investment in human capital 
development. Organizations must focus on developing:

•	 AI literacy across L&D teams
•	 Change management expertise
•	 User adoption capabilities
•	 Technical support skills

These capabilities must be continuously updated as AI technology evolves.

Technology Infrastructure 
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Legal and Ethical Considerations
Brandon Hall Group’s research emphasizes the critical importance of establishing robust 
frameworks for responsible AI use in leadership development. Key considerations include:

•	 Clear policies for AI use in assessment
•	 Transparency in AI-driven decisions
•	 Appeals processes for AI recommendations
•	 Regular bias auditing procedures

The research indicates that organizations that establish clear ethical frameworks early in their 
implementation process achieve better long-term outcomes. Privacy and security considerations 
are paramount:

•	 Privacy regulation compliance measures
•	 Data security protocols
•	 Governance frameworks
•	 Clear data usage policies

Future Trends and Predictions
Brandon Hall Group’s research provides valuable insights into emerging trends that will 
shape the future of AI in leadership development. Understanding these trends is crucial for 
organizations to make informed decisions about their AI implementation strategies.

For example, the research indicates a strong movement toward increasingly sophisticated 
personalization capabilities. 
 
Organizations are pursuing:

•	 AI-driven learning pathways that adapt in real-time
•	 Predictive analytics for development needs
•	 Personalized content creation and curation
•	 Individual-specific feedback mechanisms

These advancements represent a significant shift from traditional one-size-fits-all approaches to 
leadership development.
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The evolution of analytics capabilities is transforming how organizations measure and predict 
leadership development outcomes. Key developments include:

•	 Real-time measurement of development impact
•	 Predictive modeling for succession planning
•	 Performance analytics integration
•	 Enhanced ROI tracking methodologies

The research suggests that organizations implementing these capabilities are seeing 
significantly improved outcomes in their leadership development programs.

Integration of new technologies is expanding the possibilities for leadership development. 
Leading organizations are exploring:

•	 Virtual and augmented reality applications
•	 Advanced natural language processing tools
•	 Enhanced simulation capabilities
•	 AI-powered coaching platforms

Advanced Analytics 

Emerging Technologies

Impact Measurement
Brandon Hall Group’s findings emphasize the importance of comprehensive measurement 
frameworks to evaluate AI-enabled leadership development initiatives.

Organizations must develop robust measurement systems. Essential metrics include:

•	 Program completion and engagement rates
•	 Skills acquisition and application metrics
•	 Leadership pipeline strength indicators
•	 ROI measurements

These metrics should be tracked consistently and analyzed for trends and patterns.

Quantitative Metrics
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Beyond numerical metrics, organizations must assess qualitative impacts. Critical areas for 
evaluation include:

•	 Leader satisfaction and engagement levels
•	 Leadership decision quality improvements
•	 Team performance enhancements
•	 Cultural impact assessments

Combining quantitative and qualitative measures provides the most complete picture of program 
effectiveness.

Qualitative Measures 

Ensuring Sustainable Success
Long-term success requires ongoing attention to several key factors identified in the research. 
Key focus areas include:

•	 Regular AI system updates and improvements
•	 Ongoing L&D team capability development
•	 Adaptation to emerging technologies
•	 Regular effectiveness reviews and adjustments

Sustained success requires comprehensive stakeholder involvement. Essential elements 
include:

•	 Regular communication with leadership
•	 Systematic feedback collection and implementation
•	 Executive sponsorship maintenance
•	 Ongoing change management support

Stakeholder Engagement 
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Recommendations and Conclusion
Brandon Hall Group’s research points to several critical paths forward for organizations seeking 
to implement AI in their leadership development programs. The findings emphasize that success 
requires a carefully orchestrated approach that balances technological innovation with practical 
implementation considerations. 

Successful implementation requires a strong commitment to ethical considerations and inclusive 
development approaches, coupled with flexibility in implementation plans. The research reveals 
that organizations achieving the best results are those that prioritize fairness, transparency and 
accessibility in their AI-enabled leadership development programs while maintaining the ability 
to adapt their approaches as new capabilities emerge and best practices evolve. This includes 
regular monitoring for bias, clear communication about AI usage, and ensuring that development 
opportunities remain accessible to all potential leaders.

The successful integration of AI in leadership development represents a significant opportunity 
for organizations to transform how they develop their future leaders. Those organizations 
that approach this transformation thoughtfully, with careful attention to foundation-building, 
governance, ethics, and continuous improvement, will be best positioned to realize the full 
potential of AI-enabled leadership development. 



2025 Brandon Hall Group™. Not Licensed for Distribution.							                          11

Authors and Contributors

Claude Werder (claude.werder@brandonhall.com) contributed to this report. He is 
Senior Vice President and Principal Analyst at Brandon Hall Group™. Claude contributes 
insights in all areas of human capital management and shapes and refines content for 
research reports, blogs and virtual and live events. 

Michael Rochelle (michael.rochelle@brandonhall.com) contributed to this report. He 
is Chief Strategy Officer and Principal Analyst at Brandon Hall Group™. Michael has 
more than 30 years’ experience in HR, IT, sales, marketing, business development, 
and strategic and financial planning in Fortune 500 and venture-backed start-up 
organizations.  

Mike Cooke (mike.cooke@brandonhall.com) is CEO and Principal Analyst at Brandon 
Hall Group™. Mike has more than 20 years’ experience in human capital management 
and the research, software and technology industries. Before running Brandon Hall 
Group™, Mike was co-founder of AC Growth, a research and consulting firm, and VP 
and General Manager of Field Operations at Bersin & Associates, a global analyst and 
consulting services firm in all areas of HCM.

Rachel Cooke (rachel.cooke@brandonhall.com) the Chief Operating Officer and 
Principal Analyst at Brandon Hall Group™. As the COO, Rachel oversees client and 
member advisory services, design strategies, annual awards programs, conferences, 
and project management functions. 

Ger Fajardo (geraldine.fajardo@brandonhall.com) designed this report. Ger is an art 
director who has 8 years of working experience in the design industry. She specializes 
in branding, illustration, motion graphics, and photography. As a graphic designer at 
Brandon Hall Group™, she handles all design-related tasks. 
 

mailto:claude.werder%40brandonhall.com?subject=
mailto:michael.rochelle%40brandonhall.com?subject=
mailto:mike.cooke%40brandonhall.com?subject=
mailto:rachel.cooke%40brandonhall.com?subject=
http://geraldine.fajardo@brandonhall.com


2025 Brandon Hall Group™. Not Licensed for Distribution.							                          12

About Brandon Hall Group™

With more than 10,000 clients globally and more than 30 years of delivering world-class research 
and advisory services, Brandon Hall Group™ is focused on developing research that drives 
performance in emerging and large organizations, and provides strategic insights for executives 
and practitioners responsible for growth and business results.

SOME WAYS 
WE CAN HELP

Membership 
Individual and Enterprise Membership 

options: Includes research assets, 
advisory support, a client success 

plan and more.

Excellence Awards
Four annual programs 
recognize the best 
organizations that have 
successfully deployed programs 
to achieve measurable results.

Professional Certifications
Self-paced certification 
programs. Virtual group 
sessions for companies. 
In-person conferences 
and summits.

SMARTCHOICE® PREFERRED 
PROVIDER PROGRAM

Uniquely places HCM service and 
technology companies at the top of 
organizations’ consideration list of 
vendors. It adds an unmatched level 
of credibility based on BHG’s thirty-
plus years of experience in evaluating 
and selecting the best solution 
providers for leading organizations 
around the world.

ENTERPRISE EXCELLENCE 
CERTIFICATION PROGRAM

Recognizes the best HCM programs 
that transform their organization and 
achieves breakthrough results. This 
designation is a step above the HCM 
Excellence Awards® which focuses 
on one program within a company. 
Enterprise Excellence is a hybrid of 
award winners who are also members.

AGENCY!
BY BRANDON HALL GROUP™

Provides comprehensive marketing 
solutions for human capital 
management solution providers. 
We offer strategic services to 
establish a strong foundation for 
your marketing efforts. 

Organizational
Excellence
Program

Organizational
Excellence
Program

Organizational
Excellence
Program

Advisory Offerings
Custom research projects, 
including surveys, 
focus group interviews 

and organizational 
needs assessments for 

transformation, technology 
selection and strategy.


