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Executive Summary 
AI assistants designed to find answers, handle tasks, and 
“supercharge every team” are spreading rapidly across 
organizations. These tools help employees retrieve 
information, automate tasks, and move faster. In the short 
term, they boost productivity. But they do little to build 
knowledge, deepen understanding, or develop real capability. 

The result is surface-level efficiency without meaningful 
progress. Employees feel supported, but they do not grow. 
Many become less mentally agile, less confident, and less 
able to solve problems independently. Curiosity fades. 
Expertise stalls. Business KPIs barely move. 

This paper challenges the belief that AI-assisted output leads 
to sustainable growth. It invites business and learning 
leaders to rethink their AI strategy. Not to reject quick wins, 
but to pursue compounding benefits that truly improve 
performance. 

Based on six years of research and development with 
MAGMA Mentor, grounded in cognitive science, and 
validated by real-world deployments at companies like 
Caterpillar, Medtronic, Michelin, BOBST, Nestlé, and the 
Swiss Armed Forces, this paper outlines a practical strategy 
for using AI not just to assist employees, but to develop them. 

By focusing on retention, mastery, and measurable 
outcomes, organizations can use AI to strengthen thinking 
instead of replacing it. That is the shift from short-term 
speed to lasting human growth. 
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Why AI Assistants Fall Short 
AI assistants can retrieve information, summarize meetings, and automate tasks. These 
are helpful tools for moment-by-moment productivity. But they stop there. 

When employees rely too heavily on assistants, their cognitive muscles weaken. Research 
by Oakley et al. (2025) shows that constant outsourcing of basic thinking can reduce the 
mental clarity, confidence, and flexibility required for problem-solving and creativity. 

The pattern is now familiar. Companies launch AI tools with enthusiasm. Engagement 
rises briefly. But learning stalls. Certification rates plateau. Sales performance and safety 
scores remain unchanged. 

Assistants can help employees work faster. But speed alone doesn’t translate into growth. 
Without stronger understanding, sharper thinking, and retained knowledge, performance 
doesn’t scale. 
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The Science Case for AI Mentors 
Unlike assistants, mentors are designed to develop people. 

Modern learning sciences have identified several principles that consistently turn exposure 
into true expertise. These principles aren’t trends. They are backed by decades of research 
in cognitive psychology and neuroscience. Effective AI mentors are built to bring 
successful learning into action. 

MAGMA Mentor integrates these principles using proprietary AI models. The system 
predicts each learner’s evolving knowledge state and selects the content or question most 
likely to reinforce understanding or correct misconceptions. Each interaction is designed 
to strengthen memory, deepen understanding, and build lasting mastery. 

Instead of offering the same experience to everyone, MAGMA Mentor personalizes the 
learning process. It learns how each person learns and it adapts the timing, difficulty, and 
content to accelerate progress. 

The result is not just better retention. It is clearer thinking, stronger problem-solving, and 
measurable improvements in performance across individuals and teams. 

Principle Why It Matters

Active Retrieval Practicing recall improves retention and 
confidence better than passive review.

Spaced Practice Reviewing at the optimal intervals builds lasting 
understanding.

Interleaving Mixing related topics improves decision-making 
and transfer.

Elaboration Connecting new ideas to what you already know 
creates stronger mental models.
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From Goal to Impact 
AI only delivers value when it connects what people learn to what the business needs. 
MAGMA Mentor follows a four-step process that turns company goals into measurable 
performance improvements. Each step uses AI where it creates leverage, without removing 
human oversight. 

 Outcome Alignment  
 
We begin with a joint session involving business and learning leaders. Key 
materials such as presentations, documentation, videos, and SOPs are 
collected and analyzed. AI models identify the most important concepts 
linked to business goals. 

Output: KPIs mapped to essential skills and knowledge areas. 

Content Generation  
 
AI generates microlearning content based on provided materials. Human 
experts then review and refine the content. In an external audit by TÉLUQ, 
fewer than 1% of items required adjustments. 

Output: A curated set of microlearning questions and summaries. 

Personalized Learning  
 
Our AI models estimate each learner’s knowledge and confidence. The 
system schedules the most effective content at the right moment to reinforce 
mastery and prevent forgetting. 

Output: Daily 5-minute sessions on mobile or web, adapted to each learner. 

Measurement and Optimization  
 
Dashboards track progress on mastery and business-relevant indicators such 
as time to proficiency or operational performance. These insights guide both 
learners and stakeholders. 

Output: Clear impact reports aligned with business objectives. 
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Real‑World Use Cases 
MAGMA Mentor is trusted by global organizations to turn learning into performance. 
From frontline onboarding to leadership development, these use cases show how AI 
mentors deliver measurable business impact across industries. 
 

Sales teams at Medtronic needed to master 
complex medical products to better 
support clinicians and respond confidently 
to their concerns. 

MAGMA Mentor helped embed key 
product knowledge through short, 
adaptive learning sessions. 

Mastery jumped from 18% to 84% across 
200 employees.  

“They are more confident and better 
prepared to engage with customers,” says 
Luminita Stanescu, Training Manager. 

Leadership development programs at 
Nestlé needed to improve retention and 
day-to-day application. 

MAGMA Mentor complemented in-
person training with mobile follow-ups, 
reflective questions, and personalized 
nudges to deepen understanding. 

Participants retained more, applied 
leadership principles more consistently, 
and transitioned more smoothly into real-
world practice. 

BOBST technicians needed to operate 
complex machinery with precision.  

MAGMA Mentor delivered targeted, 
high-impact reinforcement. 

Improved readiness and reduced 
maintenance time. 

Michelin teams across Europe and the US 
needed to apply a new e-retail strategy. 

MAGMA Mentor supported the rollout 
with personalized microlearning to embed 
key marketing and digital sales concepts. 

“We saw clear benefits for our company 
and our employees,” says Celine Messiha, 
Competency Manager. 

Swiss military personnel needed to retain 
critical knowledge on security, fire safety, 
and quality standards. 

MAGMA Mentor provided knowledge 
reinforcement on the ground. 

Achieved a 93% usability score and strong 
learner engagement across roles. 
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Winning with AI in Learning 
AI can transform learning, but only if it helps people build the knowledge that drives 
business results. The best strategies do not start with features. They start with focus: What 
do you want to improve, and how will you measure its impact? 

MAGMA Mentor is built to make this simple. You do not need to design every detail. 
You need a clear direction. The right system takes care of the rest. 

Start with the right focus 
What are you trying to improve? 
Sales per rep, faster onboarding, technical mastery, innovation ability, 
operational consistency? 

Where do knowledge gaps slow you down? 
Complex tools, evolving products, safety-critical procedures, regulatory risk? 

How will you know it’s working? 
Predictive AI models track mastery in real time. These scores reflect deep 
understanding and correlate with performance outcomes. 

What works in practice 
MAGMA Mentor adapts to your context. Whether it complements in-person training or 
delivers a full standalone experience, the fundamentals stay the same. 

Make learning personal 
The system adjusts to each learner’s pace, confidence, and knowledge gaps. 

Keep it short and consistent 
Just a few minutes a day is enough when learning is targeted and timely. 

Track what matters 
Mastery dashboards show real progress for individuals and teams. 

AI in learning should not be a technology project. It should be a business lever. 

When used well, it aligns with your company’s goals, supports your people, and 
demonstrates its value without adding complexity. 
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Pitfalls and Myths to Avoid 
Not all AI learning tools deliver value. Many sound promising but fail to develop solid 
knowledge or improve performance. These are three common myths that lead to wasted 
time, attention, and budget. 

❌   Myth: If people can ask, they don’t need to know 

✅   Reality: Internal knowledge drives performance 

Looking things up may help with tasks in the moment, but it does not build lasting 
mastery. Teams that rely on external answers lose the clarity and confidence needed to 
solve hard problems, collaborate creatively, and make decisions under pressure. 

❌   Myth: Usage means progress 

✅   Reality: Activity is not impact 

Attendance, clicks, and time spent do not prove that anyone is learning. What matters is 
what people retain and apply. Only mastery and performance show whether learning is 
really working. 

❌   Myth: AI assistants are learning tools 

✅   Reality: Support is not development 

Assistants provide answers. Mentors develop people. If the goal is growth, the AI must 
help learners retain knowledge, strengthen understanding, and improve over time. 
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Conclusion  
Growth does not come from assistance. It comes from learning. 

High‑performing organizations focus on building deep capability. They help people learn 
effectively and consistently, then turn that learning into measurable gains in performance. 

AI can realize this goal. The true value lies not in completing tasks for employees, but in 
helping them build knowledge, navigate complexity, and make sound decisions with clarity 
and confidence. 

AI assistants deliver short‑term convenience by finding answers and automating tasks. 
AI mentors deliver long‑term strength by turning information into mastery. 

Choose what matters most to your organization: quick wins or lasting capability. 
Sustainable success belongs to those who invest in mastery. 

About MAGMA Learning 

Founded in 2019 by Oxford PhD Maxime Gabella, MAGMA Learning 
brings together AI researchers, computer scientists, and cognitive 

psychologists to help people remember, master, and perform. 

Our neural networks personalize the learning process and measure 
mastery in real time. This approach is grounded in peer-reviewed 

science and has been field-tested with global clients across industries. 

MAGMA Mentor is available via a browser or as an iOS and Android 
app, and is fully compliant with enterprise security standards. 

Get in touch at contact@magmalearning.com to request a demo, 
explore a pilot, or learn more about our research partnerships. 
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