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The arrival of artificial intelligence created a seismic rupture in the foundations of education 
services organizations, reshaping our operational and existential DNA. Teams moved quickly 
to automate content creation, scale training libraries, and reduce manual effort. Efficiency 
improved, costs dropped, and learning operations accelerated. Yet as education services 
enter 2026, those gains alone are no longer enough.

The industry now faces a more complex question: can education services prove that 
learning drives adoption, retention, and revenue? Faster content and lower costs don’t 
automatically translate into customer success. In many organizations, learning is measured 
by activity rather than outcomes, reinforcing its perception as a cost center.

This ebook explores why education services must pivot from an automation-first mindset 
to a transformation-first model. You’ll learn how AI Economics™ shifts the focus from 
efficiency to accountability, why foundational data is the make-or-break factor for ROI, and 
how education services can evolve into a strategic growth engine. We’ll also examine the 
trends shaping 2026, including AI-driven personalization, outcome-based credentials, and 
embedding education directly into the product lifecycle.

If you’re responsible for education, enablement, or customer outcomes, this guide will help 
you make smart decisions about how to operationalize AI, prove value, and drive durable 
business impact.

Overview

https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://www.tsia.com/ai-economics?utm_source=ebook&utm_medium=pdf&utm_campaign=eboiok_stateofes_2026&utm_term=es&utm_content=ebook
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AI. For Technology Services.

TSIA Intelligence is TSIA’s new AI-powered assistant. It delivers instant, actionable 
insights from TSIA’s exclusive, industry-validated research. Built only for Technology 
Services, it helps you make smarter decisions.

Trusted Answers, Not Generic AI: Based on TSIA’s proprietary data—not the open web.

Instant Value: Summarizes reports, answers questions, and visualizes data in seconds.

Built for Tech Services: Specialized insights tailored to your industry challenges.

What it is

Why it matters

Generic AI gives general answers. TSIA’s AI gives the right ones.

Experience TSIA Intelligence today—
for free—in the TSIA Portal.

Ask a question

https://portal.tsia.com/intelligence?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://portal.tsia.com/intelligence?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://portal.tsia.com/intelligence?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
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The End of Services or 
the ERA of Services?

Why? The last mile of AI adoption—vertical requirements, messy data, 
legacy systems, security—demands a powerful services layer.

AI isn't eliminating services—it's launching the most 
service-intensive era tech has ever seen.

The three truths

3  �Incumbents have an advantage 
over startups if they retool existing services

1  �Serviceless AI is a myth 
not software, or tech alone, define profitability

2  �Pricing must shift 
to value and outcomes

Download the  
AI Economics Declaration
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Looking Forward: 
Education Services in 2026

Education Services 
in the AI Era

Education services sit at a critical inflection point. AI has raised expectations for both 
speed and sophistication, while customers face growing product complexity and shorter 
tolerance for slow time-to-value. At the same time, executives increasingly demand proof 
that every function contributes to growth.

This tension exposes a harsh reality. Efficiency without outcomes erodes credibility. When 
education services can’t connect learning to adoption, renewal, or expansion, it becomes 
harder to defend investment. AI amplifies this risk by flooding organizations with more 
content, but not necessarily more impact.

In 2026, the organizations that pull ahead won’t be the ones producing the most courses. 
They’ll be the ones who redesign education services to focus on transformation, 
measurable outcomes, and lifecycle alignment. That shift changes how learning is built, 
sold, measured, and monetized across the customer journey.

Historically, education services focused on delivering training and measuring engagement. 
Completion rates, attendance, and satisfaction scores provided visibility into activity, 
but not directly into business impact. Learning lived adjacent to customer success, not 
embedded within it.

AI changes that equation. Products are more complex, releases move faster, and 
customers need to reach proficiency quickly to realize value. Education services can no 
longer operate as a standalone content engine. It must function as an integrated driver of 
adoption, retention, and expansion across the new DARE lifecycle for AI-era engagement.

In the AI era, education services are defined by outcomes instead of outputs. The goal 
shifts to reducing time-to-competency, improving knowledge application, and reinforcing 
customer health. That requires tighter alignment with product, customer success, and 
support teams, along with shared definitions of success.

When executed well, education services are among the strongest contributors to long-term 
revenue performance. This repositioning moves learning from a reactive support role into a 
proactive growth engine.

https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://www.tsia.com/webinars/state-of-education-services-2026?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
 https://www.tsia.com/blog/laer-to-dare-ai-new-customer-engagement-model ?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
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The Value Paradox: 
When Efficiency Fails To 
Prove Impact

Automation-First vs. 
Transformation-First 
Education Services

AI delivered undeniable efficiency gains. Content production accelerated, manual work 
declined, and training teams scaled faster than ever before. These wins mattered, 
especially during early adoption.

The problem is that efficiency no longer equals value. Many teams still rely on internal 
productivity metrics such as time saved, number of courses created, or speed to publish. 
While useful for operational reporting, these metrics don’t show whether learning improves 
adoption or reduces churn.

This creates the paradox of value in education services. More learning is delivered, yet less 
value is proven. As AI increases product complexity, the gap between learning activity and 
business outcomes widens.

An automation-first approach treats AI primarily as a productivity tool. The focus 
stays on content speed, volume, and internal efficiency. ROI is framed around 
cost savings and time reduction, which reinforces the perception of education 
services as a cost center.

A transformation-first approach reframes AI as a strategic differentiator. Success 
is measured by time-to-competency, adoption velocity, and customer impact. AI 
supports personalization, competency mapping, and insight generation, not just 
content creation.

This model optimizes for customer success and retention instead of internal 
throughput. It positions education services as essential to revenue performance 
rather than optional support. The distinction isn’t subtle. It determines whether 
learning is defended or questioned during budget reviews.

Resolving this paradox requires a shift from automation-first 
to transformation-first. Output still matters, but outcomes 
matter more. Education services must prioritize measurable 
impact over internal efficiency alone.

Organizations that make this shift treat learning outcomes as 
business ROI. That mindset change sets the foundation for 
everything that follows.

https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://www.tsia.com/webinars/ai-economics-tsia-perspective-on-profitable-ai-business-models?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://portal.tsia.com/portal/article/2AjfAXzADH0lx9s9r7ICsB/introducing-the-tsia-research-journey-ai-driven-learning-paths?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
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The Top Challenges Holding 
Education Services Back
Despite AI’s promise, structural barriers limit progress for many teams. Three challenges 
surface consistently across the industry:

Each challenge reinforces the others. Addressing them requires disciplined execution and 
a focus on data integrity.

Foundational Data Crisis Value-Proof Crisis

Commercial Gap

The lack of accurate and 
accessible data hindering 
AI-driven personalization.

The struggle to demonstrate 
the business impact of 
education services.

The disconnect between 
sales teams and the value 
of education services.

The value-proof crisis

The commercial gap

The foundational data crisis

Education services often struggle to demonstrate how learning contributes 
to adoption, retention, or renewals. When value is assumed instead of proven, 
executive support weakens.

Education is frequently sold as an optional add-on. This leads to inconsistent 
consumption and delayed time-to-value, increasing churn risk.

Fragmented learner data and poor system integration prevent teams from 
connecting learning activity to customer outcomes. Without reliable data, 
AI initiatives stall, and quantifiable business ROI remains out of reach.

https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://portal.tsia.com/portal/research-journey/1rBtsph6Gv1B53woslvPmU/ai-driven-learning-paths-role-based-training-for-better-outcomes?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
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Why Foundational Data Determines 
Education Services ROI

The Trends Shaping Education 
Services in 2026

Education services can’t scale AI, prove value, or defend investment without integrated data. 
Yet many organizations still operate with inconsistent learner records, unclear role definitions, 
and disconnected platforms.

This fragmentation creates blind spots. Teams can’t reliably answer who is being trained, what 
skills they’ve acquired, or whether learning influences adoption or demand for support. The 
issue isn’t a technical inconvenience. It’s a fundamental commercial risk.

When learning platforms integrate with CRM and customer success systems, education 
services can tie learning to renewal, expansion, and health metrics. This data layer enables AI-
driven personalization, competency tracking, and defensible ROI.

Treating data as a commercial asset transforms reporting from activity-based to outcome-
based. It’s the foundation of transformation-first education services.

Several trends define how education services evolve in 2026:

Together, these trends reposition education services as a strategic capability rather than an 
operational function.

Transformation-first design

AI-driven personalization and competency mapping

Outcome-based credentials and consumption strategy

Leading teams redesign education around business outcomes, embedding 
learning into go-to-market and customer success strategies.

AI moves beyond automation to guide learners based on role, proficiency, and 
behavior, accelerating mastery and freeing instructors to focus on higher-value work.

Certifications, micro-credentials, and validated mastery replace simple 
completion metrics, which reinforce accountability and customer value.

Transformation-First Approach

Formalizing Consumption Strategy

AI-Driven Personalization
Focuses on aligning education with 
GTM objectives and leveraging AI for 
foundational repair.

Proactively prompts content consumption 
and offers micro-credentials.

Utilizes AI for hyper-personalized 
learning paths and instant feedback.

https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://portal.tsia.com/portal/survey-insight/3mQyNBcZ8x3wDYHex6cedj/transforming-content-creation-in-learning-ecosystems-through-ai?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
 https://www.tsia.com/webinars/ai-blueprint-for-education-services ?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
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Monetizing Education Without 
Slowing Adoption
Education leaders often worry that monetization conflicts with adoption. Charge too early, 
and consumption drops. Give everything away, and learning stays a cost center.

Successful teams resolve this by separating access from mastery. Free education removes 
friction early in the customer journey, accelerating time-to-first-value. Monetized offerings 
focus on outcomes customers are willing to pay for, such as advanced certifications and 
validated competencies.

This approach aligns learning with renewal and expansion while preserving adoption 
momentum. Monetization reinforces value rather than restricts it.

Making Education Non-Negotiable 
in the Sales Motion
Education doesn’t drive outcomes if customers don’t consume it. Treating learning as 
optional shifts risk to the customer and increases churn.

Leading organizations embed education services directly into the sales motion. Learning 
becomes insurance against poor adoption rather than discretionary spending. Attach rates 
rise, time-to-competency shrinks, and customer health improves.

When education is positioned as essential, its impact becomes visible across revenue 
metrics. That visibility cements its role as a growth driver.

Recommendations for 
Education Services in 2026
To operationalize a transformation-first model, focus on these steps:

Redefine success metrics

Monetize mastery, not access

Use AI strategically

Fix foundational data

Align across the lifecycle

Replace activity-based KPIs with measures tied to time-to-
competency, adoption, and renewal impact.

Use free education to accelerate adoption and paid credentials to 
defend value and expansion.

Treat AI as a driver of insight, personalization, and accountability, 
not just content automation.

Integrate learning platforms with CRM and customer success 
systems to enable outcome measurement and AI personalization.

Embed education services into LAER motions, ensuring learning 
supports sales, onboarding, and renewal.

1
2
3
4
5

https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
 https://portal.tsia.com/portal/webinar/3WxmJaQSyQm9FYFS57z6kI/2026s-test-designing-education-for-customers-or-ai ?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://portal.tsia.com/portal/webinar/2MfmE2rY38Usyeft4i2vXB/invisible-but-available-the-portable-academy-for-the-ai-era-of-learning?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://portal.tsia.com/portal/podcast/2x8lcxLgcSgCUCUHuhmeQw/99-from-cost-center-to-value-driver-the-new-es-reality?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
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Education Services in 2026: 
The Path Forward
Education services in 2026 stand at the intersection of learning, customer success, 
and revenue. AI delivered efficiency, but efficiency alone no longer sustains credibility. 
Transformation-first execution, anchored in data and outcomes, defines the next phase.

When education services demonstrate their impact on adoption, retention, and expansion, they 
stop competing for budget and start shaping the growth strategy. That shift requires discipline, 
alignment, and a willingness to rethink long-standing assumptions.

TSIA provides a complete body of research on Education Services, AI Economics™, and 
customer lifecycle alignment. If your organization needs support turning learning into 
measurable business impact, you can access best practices, frameworks, and advisory 
services through a TSIA membership.

https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://portal.tsia.com/portal/report/6A3gqZ1bGV02p6XTb0cBx/state-of-education-services-2026?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://www.tsia.com/?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://www.tsia.com/ai-economics?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://www.tsia.com/ai-economics?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
https://www.tsia.com/research-area/education-services?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
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TSIA’s Complete Ecosystem

Proprietary, data-driven comparisons against peer companies.

An Expert Inquiry is a direct engagement 
with a TSIA Research Executive to answer 
a specific business question or validate 
a strategy. Inquiries are addressed via a 
curated email response or a 30-minute call, 
depending on the complexity of the issue.

•	 Research Reports (deep analysis)
•	 State of the Industry Reports (annual, free)
•	 Framework Papers (visual best-practice models)
•	 Articles (thought leadership)
•	 DataViews (benchmark stats, always paid)
•	 Webinars & Podcasts (free, expert-led)
•	 Industry Stories (real-world applications)

Formats include:

The first AI built exclusively for technology services. 
Provides trusted answers in seconds, complementing 
the expertise of human researchers.

A rich library of proprietary research and tools.

Performance Optimizer (self-serve or researcher-led): Measures 
maturity, identifies gaps, and compares against industry averages.

DataViews & Key Metrics: Bite-sized benchmarks (e.g., 
renewal rates, adoption ratios) available in the TSIA Portal.

Benchmarking

Expert Inquiry

TSIA Intelligence (AI)

TSIA Portal: Research & Insights

 Advisory Services
Advisory Blocks:  
1–4 hour hyper-focused, virtual sessions solving a specific challenge.

Workshops:  
Half to full-day engagements for team enablement 
and transformation planning.

Speaking Engagements:  
Keynotes, executive briefings, or panels delivered by TSIA experts.

Interactive Strategy Reviews (ISRs): 
Researcher reviews strategy docs and hosts a 2-hour 
interactive session with recommendations.

https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
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Role of TSIA Researchers & Experts

Contact us

Community & Peer Learning

Executive-Hosted Forum:
An invite-only experience for TSIA Advisory 
Board executives to think deeply, connect 

meaningfully, and act decisively on the future 
of technology services.

STAR Awards:
Recognition of member success stories.

Content Creators:
Develop all research, 

frameworks, and models.

Inquiry Responders:
Deliver fast, curated answers 

and benchmark validation.

Community Anchors:
Contribute to boards and discussions, 

shaping peer learning.

Conference Leaders:
Present keynotes, facilitate 

boards, and run panels.

Advisory Partners:
Lead Advisory Blocks, ISRs, workshops, 

and speaking engagements.

AI + Human Synergy 
(TSIA Intelligence):

Provides instant answers, while 
researchers add context, nuance, 

and strategic guidance.

Advisory Boards:
Peer councils by Research Area.

Conferences:
Keynotes, breakouts, and networking with 

thousands of executives.

https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofts_2026&utm_term=technology_services&utm_content=ebook
https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook


Have questions? Let us know.  |  2524  |  

Free Individual Enterprise
Explore TSIA’s ecosystem with limited 
access to research and AI tools—ideal 
for getting familiar before you commit.

Get full, self-serve access to all 
research areas, TSIA Intelligence, and 
benchmarking—built for SMB leaders 
and solo professionals ready to level up.

Access organization-wide research, expert advice, and advanced 
benchmarking to drive large-scale service transformation.

Unlimited TSIA Intelligence

Unlimited TSIA Intelligence
Single User

Unlimited Users

AI Inquiry: Specialized AI Q&A for 
technology services.

AI Inquiry: Specialized AI Q&A for technology services.

AI Content Assistant: Instant 
summaries and deep dives into 
reports, videos, and more.

AI Content Assistant: Instant summaries and deep dives into reports, 
videos, and more.

Limited Access to TSIA research

Access to all TSIA Research Areas 
Content including reports, on-
demand content, webinars, data, 
and personalized study results

Everything in Individual plus:

Performance Optimizer 
Benchmarks free version

TSIA World Industry 
Conference discounts

Full Expert-led Benchmarking with Performance Optimizer

Expert Inquiry: Personalized 1-on-1 guidance calls with TSIA researchers

Get in touch

Questions? Our team is here to guide you toward 
the right TSIA solution for your needs.

Contact us

Advisory Services

Annual Industry Briefings

Speaking Engagements

Interactive Strategy Reviews

TSIA World Industry Conference vouchers

TSIA Board Summit Executive Event invites

Be recognized among peers and customers with STAR Awards

Member Success Planning

Limited TSIA Intelligence

3 AI Inquiries: Specialized AI 
Q&A for technology services.

3 AI Content Assistant Uses: 
Instant summaries and deep dives 
into reports, videos, and more.

Best for you Best for your company

https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofts_2026&utm_term=technology_services&utm_content=ebook
https://www.tsia.com/contact-us?utm_source=ebook&utm_medium=pdf&utm_campaign=ebook_stateofes_2026&utm_term=es&utm_content=ebook
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