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Ezecutive Summary

Across 6,636 sources this week, the institutional-level evidence points
to a strategic dilemma your AT policy is likely to resolve in the wrong
direction: 90% of faculty now report Al is weakening student learning

[2], while a peer-reviewed RCT in Nature finds Al tutoring outper- [2] 90% Of Faculty Say AI Is Weaken-

forms in-class active learning on the same outcomes [6]. Both claims ing Student Learning

(6] AI tutoring outperforms in-class

are credible. Neither is what your detection contract is solving for. active learning

The strategic challenge

Institutions are spending millions on Al detectors that are demon-

strably flawed [9] and now generating litigation — Adelphi is being [9] Colleges pay millions for AT detec-
tors that are flawed

B . [4] Adelphi accused a student of using
themselves report they want Al guidance, not policy [19], and faculty Al to plagiarize

sued by a student it accused of Al plagiarism [4]. Meanwhile, students

are absorbing the cost of a misframed assessment debate that leader- [19] Students are asking for AI guid-
ance, not just policy

ship has not resolved [3]. The decision in front of you is not "permit
[3] Academic Staff Are Paying The

or prohibit.” It is whether your institution will outsource its academic- Price For The Misframed GenAl
integrity judgment to a vendor whose product is failing in court, or Assessment Debate
invest the same dollars in authentic-assessment redesign [8]. [8] Beyond Detection: Redesigning

Authentic Assessment

What this briefing provides

Policy framework options with implementation evidence from the 2026

HEPIT student survey [18] and the Stanford AI Index [20]; documented [18] Student Generative Artificial
Intelligence Survey 2026

failure patterns from peer institutions already in litigation; and the
[20] The 2026 AI Index Report

resource-allocation tradeoff between detection licensing, faculty devel-
opment, and assessment redesign your CFO will want priced before
the next assessment cycle.
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Critical Tension

Leadership Brief: Your Al Policy Is Probably Solving the Wrong

Problem

The Strategic Dilemma

The central tension in institutional Al governance this week is not
whether to permit generative AI but whose claim to believe about
what it does to learning. A three-level meta-analysis finds genuine
learning-outcome gains from GenAl integration [12], and a Nature-
published RCT reports Al tutoring outperforming in-class active
learning [6]. At the same time, 90% of surveyed faculty say Al is
weakening student learning [2]. Both can be true: outcomes on nar-
row tasks rise while the cognitive scaffolding behind those outcomes
erodes. That is the dilemma — optimizing for efficiency and
scalability versus preserving and fostering deep cognitive
processes — and your policy almost certainly picks one without ad-
mitting it.

This is not a problem more data resolves. It is a values problem
masquerading as a measurement problem. The HEPI 2026 student

survey shows Al use is now near-universal, structural, and embedded

in students’ core work [18], which means the question ”should we allow

this” is already answered by facts on the ground. What remains is
what your institution is willing to spend — in faculty time, in assess-
ment redesign, in slower throughput — to keep cognition in the loop.
The accelerative pressure of quarterly model updates against multi-
year curriculum cycles is the operative asymmetry [5]; efficiency wins
by default unless leadership names the cost.

Why Peer Institutions Aren’t Helping

Sector benchmarking is unusually treacherous right now because peers
are pursuing contradictory strategies and calling them all "responsi-
ble A1 Some campuses are spending millions on detection software
that independent reporting documents as flawed [9], with Adelphi now
facing litigation after a student was accused on the basis of detector
output [4]. Others are pivoting away from policing entirely toward
authentic-assessment redesign [8], and academic-staff voices are flag-
ging that the misframed assessment debate is being paid for in faculty
workload [3].

Copying a peer’s policy imports their unstated bet. A detection-

[12] Exploring the effect of GenAl on
learning outcomes in higher educa-
tion: A three-level meta-analysis

(6] AI tutoring outperforms in-class
active learning: an RCT ...

(2] 90% Of Faculty Say AI Is Weak-
ening Student Learning: How ... -
Forbes

(18] Student Generative Artificial
Intelligence Survey 2026 - HEPI

[5] After shock

[9] Colleges pay millions for AI detec-
tors that are flawed - CalMatters

[4] Adelphi accused a student of using
Al to plagiarize. He ... - Newsday

[8] Beyond Detection: Redesigning
Authentic Assessment in an Al ... -
MDPI

[3] Academic Staff Are Paying The
Price For The Misframed ...
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heavy regime imports false-positive litigation risk and a deteriorating
relationship with students who report wanting guidance rather than

enforcement [19]. A laissez-faire ”Al-native” regime imports the fail-
ure mode that one critic names directly: getting better at the wrong
things [21].

What Complicates Navigation

The deliberative record is structurally skewed. Across the 6636 sources

surveyed this week, student voices appear in roughly 3.76% of cover-
age; parents, critics, and vendors each appear at roughly 0.29%. Ven-
dor scarcity in the discourse is misleading — vendors are not absent
from decisions, they are absent from scrutiny. The terms of your Al
deployment are increasingly set inside enterprise license agreements,

model cards, and acceptable-use clauses that no faculty senate ratified.

That is governance migrating to procurement.

Two specific blind spots follow. First, the dominant institutional

metaphor — Al as "tool” — frames adoption as a question of skill and

access, which is the framing that vendors prefer and that aligns with
efficiency arguments. It obscures the alternative framings now well-
supported in the literature: Al as cognitive environment that reshapes
what students choose to think about [14], AT as relational object with
documented affective hooks [25], and Al as labor restructurer for the
academic workforce [15].

Second, the near-absence of student voice in policy-shaping cov-
erage means institutions are designing governance for a population
whose actual usage patterns — documented as far more varied and
ambivalent than the cheating discourse implies [23] — they are not
consulting. A policy built on the 0.29% critic share and the invisi-
ble vendor share is a policy whose center of gravity sits outside your
campus.

Actionable Recommendations

Leadership Briefing: Stop Buying the Easy Answer

Five recommendations for presidents, provosts, CIOs, and CAOs al-
locating AI budget and policy authority this cycle. Drawn from this
week’s 6,636 sources across the Al-and-education beat. The through-
line: every cheap institutional shortcut on AI policy is now visibly
failing in court, in classrooms, and in the press. The expensive answer
— pedagogical capacity — is the one with evidence behind it.

[19] Students are asking for AI guid-
ance, not just policy

[21] The AI-Native University Must
Guard Against Getting Better at ...

[14] From Cognitive Necessity to
Cognitive Choice: Higher Education
Assessment and Learning in the Age
of Generative Al

[25] This Is Not a Game: The Addic-
tive Allure of Digital Companions
[15] L’TA générative ne détruira pas
votre emploi mais elle va ...

[23] The Myriad Complex Ways
Young People Use Al - Inside Higher
Ed
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1. Stop procuring AI detection software. The legal and
pedagogical exposure exceeds the deterrent value.

The common institutional approach is to license a detector (Tur-
nitin AI, GPTZero, Copyleaks), publish a syndicated academic-
integrity policy that cites detector output as evidence, and consider
the problem managed. This is failing on two fronts simultaneously.
California’s community colleges and CSU campuses have spent mil-
lions on detectors that researchers and the vendors’ own disclosures
concede are unreliable, with disproportionate false-positive rates
against multilingual writers [9]. Adelphi is now defending a lawsuit
from a student it accused of Al plagiarism on detector evidence the
family disputes [4]. Expect more.

The hidden complexity leadership misses: a detector finding is not

evidence under any normal evidentiary standard, but campus integrity

boards have been treating it as such. When that gets litigated, the
institution — not the vendor, whose EULA disclaims accuracy —
carries the loss.

Recommended alternative: cancel or non-renew detector contracts;
replace with assessment redesign budget (see #3).

Implementation framework:

e Phase 1 (Months 1-2): Audit current detector spend across schools

and OGC review of any active integrity case using detector evi-
dence.

o Phase 2 (Months 3-4): Issue a system-wide standard barring detec-

tor output as sole or primary evidence in integrity proceedings.

o Phase 3 (next assessment cycle): Redirect license dollars to faculty

release time for assessment redesign.

Required resources: General Counsel hours plus reallocation of ex-
isting detector budget — typically $40K-$300K per campus. Success
metrics: Reduction in integrity cases overturned on appeal; reduction
in detector-based referrals; faculty survey on confidence in process.
Risk mitigation: Trustees who hear "we stopped policing cheating”
will need a counter-narrative grounded in the assessment redesign
work.

[9] Colleges pay millions for Al detec-
tors that are flawed

[4] Adelphi accused a student of using
AT to plagiarize. He...
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2. Reframe the assessment problem as a curriculum
problem, and put it on faculty time — not policy com-
mittee time.

The reflexive move is to charter an AI Task Force, produce a
syllabus-statement template, and call it governance. The evidence
from this week is that the entire framing is wrong. Australian higher-
ed analysis names it directly: the GenAl assessment debate has been
misframed as a student-conduct issue, and academic staff are absorb-
ing the cost of that misframing through unpaid redesign labor and
rising integrity caseloads [3]. Ninety percent of faculty in a recent sur-
vey report Al is weakening student learning [2] — a signal not that Al
is uniquely destructive but that current assessment formats no longer
measure what we claim they measure.

The published path forward is concrete: shift toward authentic,
process-visible, oral-defensible assessment [8], [7], and treat the re-
design as a real cognitive shift in what higher education evaluates [14].

Implementation framework:

o Phase 1 (Months 1-2): Identify 8-12 high-enrollment courses per
college where assessment is most exposed to GenAl substitution.
Fund department chairs to map current outcomes.

o Phase 2 (Months 3-4): Course release (1 course or equivalent
stipend) for redesigning faculty, paired with an instructional de-
signer — the role universities are actively hiring [10].

o Phase 3 (semester end): Pilot redesigned sections; collect compara-
ble learning evidence against control sections.

Required resources: ~$8K-$15K per redesigned course (release plus
designer time). For a mid-size university, $250K-$500K per year is
realistic. Success metrics: Faculty-reported confidence that assess-
ments measure intended outcomes; integrity case volume; student
perception of fairness. Risk mitigation: Avoid the centralization trap
— discipline-specific redesign is non-fungible, and CTL-led top-down
templates have a poor track record.

3. Build AI guidance with students, not for them. They

are already telling you what they need.

The standard governance answer is a student-conduct code update

with an Al clause. Students have said in print this is the wrong instru-

ment: they want pedagogical guidance from instructors about how to

[3] Academic Staff Are Paying The
Price For The Misframed GenAl
Assessment Debate

[2] 90% Of Faculty Say AI Is Weaken-
ing Student Learning

[8] Beyond Detection: Redesigning
Authentic Assessment in an Al..

[7] Authentic Assessment in the Age
of Al

[14] From Cognitive Necessity to
Cognitive Choice

[10] Details - Instructional Designer
Campaign - University of Florida
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use Al in this assignment, not a policy statement that treats them as
risks to be contained [19]. The HEPI 2026 survey shows Al use is now
near-universal among UK undergraduates [18], and US reporting docu-
ments that students are using these tools for far more than coursework
— including mental-health adjacent uses [23], [25].

Implementation framework:

o Phase 1: Stand up a paid student advisory group (not a volunteer
"voice” panel) reporting to the provost, with explicit charge over Al

guidance documents.

e Phase 2: Require every syllabus to carry course-level Al guidance
— what is permitted, what disclosure is expected, what the instruc-
tor will do instead of running a detector. Provide three template
gradients (restricted / structured / open use).

e Phase 3: Quarterly reconciliation of student-reported confusion
against syllabus language.

Required resources: ~$30K-$60K stipends for student advisors;
CTL editorial support. Success metrics: Reduction in student help-
desk and ombuds queries about Al rules; syllabus compliance rate;
advisory-group retention.

4. Treat vendor procurement as governance, not IT.

The Stanford Al Index documents the speed at which model capa-
bility and the surrounding industry are restructuring [20], [5]. Two-
semester curriculum cycles cannot absorb quarterly model updates
without a deliberate buffer. Worse, default enterprise licenses route
real pedagogical decisions — what student data trains what model,
what affective-recognition or surveillance features are on by default,
what an instructor sees about a student — into vendor EULAs no
faculty senate ever ratified. K—12 surveillance vendors are already pro-
ducing documented harms [17]; the higher-ed equivalents are arriving.

Recommended alternative: every enterprise Al procurement above
a threshold ($50K is reasonable) requires a one-page pedagogical im-
pact statement reviewed by faculty senate Al committee — not just
CIO sign-off. Mandate contractual rights to: turn off features, audit
training-data uses of institutional content, and exit without data lock.

Implementation framework:

e Phase 1: Inventory active Al-touching contracts (LMS, proctoring,

[19] Students are asking for AI guid-
ance, not just policy

[18] Student Generative Artificial
Intelligence Survey 2026

[23] The Myriad Complex Ways
Young People Use Al

[25] This Is Not a Game: The Addic-
tive Allure of Digital Companions

[20] The 2026 AI Index Report
[5] HAI__AI-Index-Report-2024

[17] Programas de IA para monitorear
a estudiantes tienen riesgos
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tutoring, advising, library, research).

e Phase 2: Insert standard contract riders on data, feature toggles,
and exit.

e Phase 3: Faculty-senate review point in the procurement workflow.

Required resources: Procurement counsel time; one shared-governance

committee seat. Success metrics: % of Al contracts with negotiated
riders; number of feature defaults changed; reduction in shadow-IT Al

tools.

5. Fund the boring infrastructure that makes the other
four work.

AT tutoring outperforms passive lecture in controlled trials [6], but
uptake depends on mundane faculty-facing supports — training, ex-
emplars, time — which the UTAUT2/TAM literature identifies as the
binding constraints [13]. Recent meta-analytic work suggests learning-
outcome gains from GenAl are real but uneven and contingent on
instructional design [12]. Critical Al literacy — for students and fac-
ulty — is the throughput condition [1], [21].

Required resources: A standing 1-2% of instructional budget for
AT literacy and faculty development, protected from year-to-year cuts.
Success metrics: Faculty literacy assessment scores; student literacy
module completion; instructor-designed (not vendor-marketed) Al
assignments per department.

The temporal mismatch — quarterly vendor updates vs. multi-
year curriculum cycles — is the governance problem of the decade [5].
The institutions that will navigate it are the ones that stop buying
detection and start funding judgment.

Supporting Evidence

The Evidence Behind This Week’s Strategy Choices

Evidence Landscape

This week’s analysis draws on 6,636 sources across the Al-and-
society corpus, with 2,490 in the higher-education category. The
evidence available to leadership is uneven in quality. Strong: a reg-

istered controlled trial showing Al tutoring outperforms in-class active

[6] AI tutoring outperforms in-class
active learning: an RCT

[13] Faculty Adoption of AI-Assisted
Teaching Tools in Chinese Higher
Education

[12] Exploring the effect of GenAl on
learning outcomes in higher education
[1] 24 Critical AI Literacy Questions
Every Teacher Should Ask Students
[21] The AI-Native University Must
Guard Against Getting Better at...

(5] After shock


https://www.nature.com/articles/s41598-025-97652-6
https://www.nature.com/articles/s41598-025-97652-6
https://www.nature.com/articles/s41598-025-97652-6
https://www.frontiersin.org/journals/artificial-intelligence/articles/10.3389/frai.2026.1847439/full
https://www.frontiersin.org/journals/artificial-intelligence/articles/10.3389/frai.2026.1847439/full
https://www.frontiersin.org/journals/artificial-intelligence/articles/10.3389/frai.2026.1847439/full
https://www.frontiersin.org/journals/artificial-intelligence/articles/10.3389/frai.2026.1847439/full
https://www.frontiersin.org/journals/psychology/articles/10.3389/fpsyg.2026.1758670/full
https://www.frontiersin.org/journals/psychology/articles/10.3389/fpsyg.2026.1758670/full
https://www.frontiersin.org/journals/psychology/articles/10.3389/fpsyg.2026.1758670/full
https://www.educatorstechnology.com/2026/04/critical-ai-literacy-questions.html
https://humanistxyz.substack.com/p/the-ai-native-university-must-guard
https://www.educatorstechnology.com/2026/04/critical-ai-literacy-questions.html
https://www.educatorstechnology.com/2026/04/critical-ai-literacy-questions.html
https://humanistxyz.substack.com/p/the-ai-native-university-must-guard
https://humanistxyz.substack.com/p/the-ai-native-university-must-guard

learning on specific outcomes [6]; a three-level meta-analysis on GenAl
and learning outcomes [12]; the HEPI 2026 student survey, now in its
third year and the closest thing the sector has to longitudinal student-
behavior data [18]; and the Stanford AI Index [20]. Weak: most of
what circulates as "faculty say” or ”students report” — including

the widely shared 90% figure [2] — rests on convenience samples and
self-reports, not measured learning outcomes.

What the evidence can tell you: directional effects on specific tasks,
adoption velocity, detector failure rates. What it cannot tell you: long-
run effects on professional formation, four-year cognitive trajectories,
or what happens to the institutions themselves when the credentialing
function gets unbundled from the teaching function.

Stakeholder Perspective Gaps

The provenance of the evidence base skews toward instructors,
vendors, and policy researchers. Adjunct and contingent faculty —
who teach the majority of credit hours at most institutions — are
nearly invisible in the literature, yet they bear the assessment-redesign
burden disproportionately [3]. Students appear as survey respondents
but rarely as co-designers, even as they explicitly request guidance
over policy [19]. Disability services, Title IX, and accessibility offices
are almost entirely absent from the strategic conversation despite
being directly implicated [16]. Strategy built without these voices will
face implementation friction your steering committee did not price in.

Documented Failure Patterns

Three categories of documented failure are now well-attested and
should be treated as institutional risk, not edge cases. Detector failure:
institutions are spending millions on Al-detection products with false-
positive rates that have already produced lawsuits, including one
against Adelphi [4] and a system-level investigation by CalMatters
[9]. Surveillance failure: AT monitoring systems deployed in K-12 —
and increasingly piloted in HE residential life — produce documented
privacy harms [17]. Pedagogical drift: the warning that Al-native
universities will get measurably better at things that no longer matter
[21].

The pattern across all three: institutions procured a technical solu-
tion to what was actually a pedagogical or governance problem.

Power and Framing Analysis

The dominant frame in vendor and trade-press coverage is the
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"tool” metaphor — Al as a neutral instrument whose effects depend
on user choice. This framing systematically obscures who sets the de-
faults, who owns the training data, and who absorbs the cost when the
tool fails. When a detector is wrong, the student is presumed guilty
until proven innocent [11]. When a tutoring system performs well in
an RCT, the credit accrues to the platform, not the instructional de-
signers who scaffolded the prompt environment [10]. The "tool” frame
also lets vendors negotiate as software providers while functionally

setting curriculum.

Research Gaps Affecting Strategy

Leadership is making five-year capital and personnel decisions with
two-year evidence. Missing: cohort studies on cognitive development
under sustained AT use [22]; economic analyses of authentic-assessment
redesign at scale [8]; evidence on what happens to institutional reputa-
tion when graduates’ Al fluency is assumed rather than demonstrated.
The temporal mismatch between quarterly model releases and multi-
year curriculum cycles is itself a strategic problem — [5] named this
acceleration dynamic before it had a name in higher ed.

Secondary Tensions

Beyond the primary detection-versus-pedagogy tension, three sec-
ondary contradictions warrant board-level attention: equity (AT tu-
toring narrows some gaps and widens others, depending on access
conditions described in the time-constraint research [24]); assessment
validity versus throughput (authentic assessment is defensible but ex-
pensive [7]); and student wellbeing versus engagement metrics, where
companion-Al use patterns complicate any simple ”Al literacy” inter-
vention [23]. These cannot be optimized jointly. Strategy is a choice
about which to prioritize — making that choice explicit is the first

governance act.
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