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Case Study

Accelerating Enterprise Al
Readiness via Corporate
Upskilling

The Client

A mid-sized enterprise technology firm was preparing to scale Al across customer-facing solutions and internal

operations. The organization had strong cloud foundations, but Al delivery efforts were fragmented, limited to

a small set of experts, and teams lacked shared standards for secure deployment, governance, and

operationalization at scale.

The Challenge

As Al demand increased, the organization faced
barriers that commonly stall enterprise Al programs:

* Limited expertise in private Al and secure Al
deployment models

* Heavy dependence on a few senior specialists for
architecture decisions

* Uneven understanding of Al governance,
compliance, and responsible Al

* Uncertainty around infrastructure choices for Al
workloads

* Al proofs-of-concept not translating into
production-ready initiatives

* Pressure to deliver Al-enabled solutions faster,
without increasing risk

About
Cogent University

Backed by 15+ years of recruitment
experience, Cogent University designs
role-focused programs grounded in
what hiring managers and business
leaders truly expect. With 1650+
professionals trained and 3500+ offers

facilitated across our ecosystem, we

bring deep insight into skills validation,
capability benchmarking, and market
readiness. Our structured, outcome-
driven approach ensures organizations
build scalable talent pipelines,
strengthen execution capability, and
accelerate transformation with
measurable impact.

Leadership concluded that hiring alone wouldn’t solve the problem. They needed a structured, scalable

learning model that builds capability by role, not “one-size-fits-all.”
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The Approach

Cogent University implemented a cohort-based, role-
based upskilling program to ensure consistent team
capability. Cohort learning was selected for its proven
advantages in fostering alignment, accountability, and
adoption.

Program Design Principles

Role-based learning paths so each function learns
what it needs to execute effectively (a best practice in
enterprise learning programs).

Cohort delivery, improving engagement, and shared
execution standards.

Hands-on labs + deployment simulations to bridge
“learning - doing.”

Capstones tied to real workflows to convert training
into measurable outcomes

Pre/post skill benchmarking + reporting to track

capability lift (a common corporate upskilling
measurement approach).

Role-Based Tracks

Structured programs with instructor-led sessions,
labs, and projects.

Al-Ready Cloud Engineering
Secure Al Delivery
Productionizing GenA

Al Governance & Operating Model
Product Enablement
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Program Structure

Phase 1: Assessment & Benchmarking

Cogent University assessed readiness gaps by
role, aligning them with the transformation
roadmap to create a prioritized skills matrix and
cohort plan. This benchmarking measures
upskilling ROI.

Phase 2: Cohort Bootcamp Rollout

Bootcamps were delivered in cohorts to ensure
consistent learning, shared accountability, and
reduced execution drift across teams.

Phase 3: Applied Learning

Participants worked on guided, real-workflow
use cases (e.g., internal copilots, automation,
secure Al deployment) for leadership evaluation
and funding.

Phase 4: Implementation Support
Post-bootcamp office hours and advisory
support converted capstones into deployable
pilots, focusing the program on execution, not
just training.

Business Impact

Within the first 90 days, the organization
achieved:

* 38% improvement in Al project readiness

e  72% reduction in Al deployment blockers
caused by infrastructure uncertainty

* 75+ professionals trained across 5 business
units

* 4.6/5 average satisfaction score
* 3internal Al pilots launched within 12 weeks

¢ Reduced reliance on a small group of
specialists for Al architecture decisions

Result: The organization moved from
fragmented experimentation to a repeatable,
execution-ready Al delivery model.
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