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Executive Summary

Leadership Brief: Your AI Policy Is Being Drafted by Vendors
You Didn’t Hire

The strategic problem this week is not what your faculty think about
AI—it is who authored the evidence base you will use to govern it. Of
the 4,400 sources our analysis swept, the citable substance skews heav-
ily toward vendor-produced documentation: OpenAI’s own account of
[6], Microsoft’s [2], and Google’s notice that [8]. When the deployment [6] Cómo se desarrollan ChatGPT y

nuestros modelos fundamentales
[2] Copilot adoption guide for IT
admins
[8] Le meilleur de l’IA de Google
est désormais inclus dans les abon-
nements ...

schedule is written by the seller, the governance question is already
half-answered before shared governance convenes.

That is the move to watch. The independent evidence is thin but
sharp where it exists: AI detection tools remain unreliable, and [16]—a

[16] teachers are using them anywaydocumented failure pattern that becomes an academic-integrity liabil-
ity the moment your policy endorses a tool it cannot defend at a hear-
ing. Quebec’s higher-education ministry has published a [14] precisely [14] Intégration responsable de

l’intelligence artificielle dans les
...

because ad-hoc adoption outruns policy. The structural asymmetry
is temporal: models update quarterly while your curriculum and as-
sessment cycles run two semesters and your accreditation review runs
years—[4] named this mismatch decades before it had a product page. [4] Future Shock

This briefing provides what your team needs to close that gap:
policy-framework options with implementation evidence, the docu-
mented failure patterns—unreliable detection, silent bundling that
expands data exposure without a procurement decision—and the
resource implications of governing a tool set whose terms are set else-
where. The recommendation is not to move faster. It is to stop treat-
ing vendor onboarding documentation as institutional strategy, and
to name where a licensing default has quietly become a pedagogical
policy.

https://help.openai.com/es-419/articles/7842364-c%C3%B3mo-se-desarrollan-chatgpt-y-nuestros-modelos-fundacionales
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://support.google.com/a/answer/15756885?hl=fr-US
https://help.openai.com/es-419/articles/7842364-c%C3%B3mo-se-desarrollan-chatgpt-y-nuestros-modelos-fundacionales
https://help.openai.com/es-419/articles/7842364-c%C3%B3mo-se-desarrollan-chatgpt-y-nuestros-modelos-fundacionales
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://support.google.com/a/answer/15756885?hl=fr-US
https://support.google.com/a/answer/15756885?hl=fr-US
https://support.google.com/a/answer/15756885?hl=fr-US
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
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Critical Tension

The Strategic Dilemma

The governance problem your cabinet keeps re-litigating is not really
about ChatGPT detection or an acceptable-use addendum. It is a
structural choice between optimizing for efficiency and scalability
versus preserving and fostering deep cognitive processes —
and no procurement decision resolves it, because the two goals pull
the institution in opposite directions at the same budget line. Every
vendor pitch that lands in your inbox promises the first. Microsoft’s
own adoption materials frame Copilot rollout as an enablement and
throughput exercise, measured in seats provisioned and time saved [2]. [2] Microsoft 365 Copilot adoption

guide and overview for IT adminsNothing in that framing has a field for whether students still learn to
reason.

This is why the dilemma is genuinely hard and not a data prob-
lem. More usage analytics, more pilot cohorts, more dashboards will
tell you how much faster work gets done — the efficiency variable is
instrumented by design. The cognitive variable is not, and the par-
ties best positioned to instrument it have no commercial reason to.
Québec’s guidance on responsible AI integration treats this as an in-
stitutional judgment that cannot be delegated to a platform’s default
settings [7]. The acceleration is asymmetric: models ship on a quar- [7] Intégration responsable de

l’intelligence artificielle dans les
établissements

terly cadence while your curriculum moves on a two-semester assess-
ment cycle and a multi-year accreditation review. You are governing a
fast variable with slow instruments — the mismatch [4] named decades [4] After Shock
before the current tools existed.

Why Peer Institutions Aren’t Helping

Benchmarking against peers offers false comfort here because the
sector is not converging. Across roughly 4,400 sources, institutional
practice runs from enthusiastic Copilot licensing to outright prohibi-
tion, and the most visible ”solution” — AI detection — is documented
as failing. Detection tools are unreliable, and schools deploy them
anyway, producing false accusations that fall hardest on the students
least able to contest them [16]. Copying a peer’s detection-plus-honor- [16] AI detection tools are unreliable.

Teachers are using them anywaycode policy means importing that failure mode into your own Title
IX-adjacent conduct process and your faculty’s classroom authority.

The deeper hazard in policy-borrowing is that adoption is not
evenly distributed. Mexico’s national ENIAG survey shows usage and
perception varying sharply by demographic and access [17]. A policy [17] Usos y percepciones sobre la

Inteligencia Artificial

https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-guide.pdf
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.gob.mx/cms/uploads/attachment/file/1071411/Dossier_Resultados_ENIAG2025_SEP_.pdf
https://www.gob.mx/cms/uploads/attachment/file/1071411/Dossier_Resultados_ENIAG2025_SEP_.pdf
https://www.gob.mx/cms/uploads/attachment/file/1071411/Dossier_Resultados_ENIAG2025_SEP_.pdf
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calibrated to a well-resourced peer’s student body will misfire against
a different enrollment profile — an equity liability that surfaces dur-
ing your next assessment cycle, not during the vote that approved the
policy.

What Complicates Navigation

The framing of this decision is dominated by the actors with the least
stake in the cognitive question. In the evidence this week, the vendor
voice and the critic voice appear at 0.29% each. That symmetry is
the tell: the people selling scalability and the people questioning it
are equally faint in the record — but the vendor’s framing arrives
pre-installed in your software defaults, while the critic’s has to be
commissioned. The student voice sits at 3.76%, and the parent voice
at 0.29%. The population whose ”deep cognitive processes” the policy
claims to protect is barely audible in the deliberation about them.

What decisions miss without those voices is concrete. Students are
the only witnesses to how a tool actually reshapes their study behav-
ior, yet they enter governance as a compliance surface, not a source
of evidence — even OpenAI’s own researcher guidance addresses the
individual user’s workflow, never the institution’s obligation to that
user’s learning [1]. Parents at 0.29% means the affordability and ac- [1] ChatGPT for Academic Re-

searcherscess questions that drive enrollment decisions arrive too late to shape
the policy that constrains them.

Then there is the word doing the most quiet work: ”tool.” Call-
ing AI a tool implies neutrality — that outcomes depend entirely on
faculty judgment in deployment. But a tool with quarterly-updated
defaults, opaque training, and a vendor incentive toward the effi-
ciency pole is not neutral; it arrives pre-committed to one side of your
strategic dilemma. Naming it a tool lets the institution outsource a
pedagogical judgment to a EULA and call it faculty discretion. The
governance move worth watching is not which vendor you pick. It is
whether shared governance retains authorship of the cognitive ques-
tion at all, or ratifies a default someone else already set.

Actionable Recommendations

Leadership Briefing: Governing the Gap Between Procurement
and Pedagogy

Total sources reviewed this week: 4,400.

https://help.openai.com/en/articles/20001406
https://help.openai.com/en/articles/20001406
https://help.openai.com/en/articles/20001406
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The decisions in front of leadership this cycle are not really about
whether to ”adopt AI.” The vendors have already made that decision
for you — Google now folds its models into existing Workspace sub-
scriptions [8], and Microsoft ships Copilot inside the license tiers your [8] Le meilleur de l’IA de Google

est désormais inclus dans les abon-
nements ...

institution already pays for [9]. The real decision is who governs the
[9] Microsoft 365 Copilot - Service
Descriptions | Microsoft Learn

terms of use once the tools are already inside the building. Below are
five recommendations built around where institutions predictably lose
control of that question.

1. Write policy for a moving target, not a fixed one
The common institutional approach — convene a task force, issue

an AI policy memo, and file it — fails because the artifact is obsolete
before the assessment cycle closes. Microsoft’s own rollout documen-
tation treats deployment as a continuous minimum-requirements pro-
cess, not a one-time switch [15], and the underlying models are revised [15] Rollout Microsoft 365 Copilot to

your organizationon a cadence the vendors control and do not synchronize to your aca-
demic calendar [6]. The hidden complexity is temporal: a two-semester [6] Cómo se desarrollan ChatGPT y

nuestros modelos fundacionalescurriculum cycle is governing a product that changes quarterly. [4]
[4] After shock

named this mismatch decades ago — institutions absorb accelerating
change through structures designed for stability, and the lag is the
risk.

Recommended alternative: adopt a standing policy instrument — a
short charter plus a review trigger — rather than a static document.

Implementation framework:

• Phase 1 (Month 1–2): Draft a one-page use charter tied to princi-
ples (disclosure, data handling, assessment integrity), not to named
products.

• Phase 2 (Month 3–4): Establish a review trigger — any material
vendor model change or licensing shift forces a 30-day governance
review.

• Phase 3 (Semester end): Publish a change log so faculty and stu-
dents can see what shifted and when.

Required resources: 0.25 FTE governance coordinator; existing
shared-governance committee time. Success metrics: time-from-
vendor-change-to-policy-review under 30 days; a maintained public
change log. Risk mitigation: watch for the charter calcifying into a
product manual — if it names specific tools, it will expire with them.

https://support.google.com/a/answer/15756885?hl=fr-US
https://support.google.com/a/answer/15756885?hl=fr-US
https://support.google.com/a/answer/15756885?hl=fr-US
https://support.google.com/a/answer/15756885?hl=fr-US
https://learn.microsoft.com/es-es/office365/servicedescriptions/office-365-platform-service-description/microsoft-365-copilot
https://learn.microsoft.com/es-es/office365/servicedescriptions/office-365-platform-service-description/microsoft-365-copilot
https://learn.microsoft.com/es-es/office365/servicedescriptions/office-365-platform-service-description/microsoft-365-copilot
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-minimum-requirements-rollout
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-minimum-requirements-rollout
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-minimum-requirements-rollout
https://help.openai.com/es-419/articles/7842364-c%C3%B3mo-se-desarrollan-chatgpt-y-nuestros-modelos-fundacionales
https://help.openai.com/es-419/articles/7842364-c%C3%B3mo-se-desarrollan-chatgpt-y-nuestros-modelos-fundacionales
https://help.openai.com/es-419/articles/7842364-c%C3%B3mo-se-desarrollan-chatgpt-y-nuestros-modelos-fundacionales
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2. Stop trying to police AI with detection tools
The obvious first move — buy an AI-detection product and in-

struct faculty to enforce it — is documented to fail. Detection tools
are unreliable, and teachers are using them anyway, producing false
accusations that fall hardest on the students least able to contest them
[16]. The hidden complexity is that a detection-first posture converts [16] AI detection tools are unreliable.

Teachers are using them anyway :
NPR

a pedagogical judgment into a technical verdict — and then launders
the institution’s academic-integrity liability through a vendor whose
accuracy claims you cannot audit.

Recommended alternative: shift resources from detection to assess-
ment redesign and disclosure norms.

Implementation framework:

• Phase 1 (Month 1–2): Freeze new detection-tool procurement;
audit current false-positive complaints through the integrity office.

• Phase 2 (Month 3–4): Fund department-level assessment-redesign
stipends targeting the courses most exposed to automation.

• Phase 3 (Semester end): Require a disclosure statement standard
across syllabi in place of detection enforcement.

Required resources: redirect existing detection-license spend into
redesign stipends; integrity-office staff time. Success metrics: reduc-
tion in contested integrity cases; number of courses with redesigned,
disclosure-based assessments. Risk mitigation: faculty will ask ”so how
do I know?” — the honest answer is that you shift the burden to task
design, not surveillance. Say that plainly.

3. Fund adoption, not just licenses
Leadership routinely treats a signed enterprise agreement as the

finish line. It is not. Microsoft’s own materials devote an entire
adoption-and-enablement track to the gap between purchasing Copi-
lot and anyone actually using it well [2], and the business FAQ makes [2] Microsoft 365 Copilot adoption

guide and overview for IT adminsclear that data-handling and configuration decisions land on the insti-
tution, not the vendor [13]. The hidden complexity: the license cost [13] Preguntas más frecuentes sobre

Microsoft 365 Copilot Empresais the visible number; the enablement cost — training, configuration,
data governance — is the real one, and it is unbudgeted.

Recommended alternative: budget enablement as a line item pro-
portional to license spend, and route it through faculty development,
not IT alone.

https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/es-es/microsoft-365/copilot/copilot-business-faq
https://learn.microsoft.com/es-es/microsoft-365/copilot/copilot-business-faq
https://learn.microsoft.com/es-es/microsoft-365/copilot/copilot-business-faq
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Implementation framework:

• Phase 1 (Month 1–2): Inventory what the institution already pays
for that includes AI features by default.

• Phase 2 (Month 3–4): Stand up discipline-specific faculty work-
shops using vendor enablement resources as a floor, not a ceiling
[10]. [10] Microsoft 365 Copilot guía de

adopción e incorporación para ...
• Phase 3 (Semester end): Survey faculty on whether tools changed

their teaching or just their tooling. Required resources: enablement
budget at ~15–20% of annual license spend; faculty-development
center capacity. Success metrics: active-use rates by department;
faculty-reported pedagogical change, not seat counts. Risk mitiga-
tion: watch for IT owning ”adoption” and defining success as logins.
Logins are not learning.

4. Build student voice into the data-governance deci-
sion, not around it

The failed approach is consulting students after the configuration
is locked. National survey work shows student use and perception of
AI is uneven and stratified — Mexico’s ENIAG 2025 documents wide
variation in how students actually encounter and understand these
tools [17]. The hidden complexity is that default vendor configurations [17] Usos y percepciones sobre la

Inteligencia Artificial ...encode assumptions about who the ”standard” student is, and acces-
sibility is where that assumption breaks — the same generative tools
can personalize learning for students with disabilities [12] or entrench [12] Personalización del aprendizaje

para estudiantes con discapacidades ...a one-size default that excludes them.

Recommended alternative: put students — including disability-
services and first-generation representatives — on the data-governance
and configuration review, not just an advisory panel.

Implementation framework:

• Phase 1 (Month 1–2): Add student seats to the body that reviews
data-handling and default settings.

• Phase 2 (Month 3–4): Run an accessibility-and-equity audit of
default configurations against actual enrollment demographics.

• Phase 3 (Semester end): Publish what the audit changed. Required
resources: student stipends; disability-services staff time. Success
metrics: documented configuration changes traceable to student

https://learn.microsoft.com/es-es/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/es-es/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/es-es/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://www.gob.mx/cms/uploads/attachment/file/1071411/Dossier_Resultados_ENIAG2025_SEP_.pdf
https://www.gob.mx/cms/uploads/attachment/file/1071411/Dossier_Resultados_ENIAG2025_SEP_.pdf
https://www.gob.mx/cms/uploads/attachment/file/1071411/Dossier_Resultados_ENIAG2025_SEP_.pdf
https://learn.microsoft.com/es-es/training/modules/personalize-learning-students-disabilities-using-ai/
https://learn.microsoft.com/es-es/training/modules/personalize-learning-students-disabilities-using-ai/
https://learn.microsoft.com/es-es/training/modules/personalize-learning-students-disabilities-using-ai/
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input; accessibility conformance in default settings. Risk mitigation:
token consultation is worse than none — if students cannot change
a setting, do not stage the meeting.

5. Treat procurement as the real policy, and negotiate
it that way

The obvious posture — accept the bundled default because ”it’s
already included” — cedes governance to the EULA. When Google
includes its models in existing subscriptions [8], and coding-assistant [8] Le meilleur de l’IA de Google

est désormais inclus dans les abon-
nements ...

pricing tiers are set unilaterally by the vendor [11], the terms of your
[11] Modelos y precios para GitHub
Copilot

institution’s AI use are being written in contracts your faculty senate
never sees. Québec’s guidance frames responsible integration as an
institutional obligation with named accountability, not a procurement
afterthought [14]. [14] Intégration responsable de

l’intelligence artificielle dans les
...Recommended alternative: route AI-bearing contract renewals

through academic governance, with data-residency and opt-out terms
as non-negotiables.

Implementation framework:

• Phase 1 (Month 1–2): Flag every renewal that now carries embed-
ded AI features.

• Phase 2 (Month 3–4): Require data-handling, retention, and opt-
out language review before signature.

• Phase 3 (Semester end): Report to the senate on terms accepted
and terms declined. Required resources: general counsel review
time; procurement liaison to governance. Success metrics: per-
centage of AI-bearing contracts reviewed pre-signature; number of
default terms renegotiated. Risk mitigation: ”it’s free/included”
is the tell that the cost is being paid in data and control. Name it
when you see it.

The through-line: every one of these failures is a moment where an
institution lets a vendor or a tool make a judgment that belongs to
faculty, students, or governance. Leadership’s job this cycle is not to
have an opinion about AI. It is to keep the pen.

https://support.google.com/a/answer/15756885?hl=fr-US
https://support.google.com/a/answer/15756885?hl=fr-US
https://support.google.com/a/answer/15756885?hl=fr-US
https://support.google.com/a/answer/15756885?hl=fr-US
https://docs.github.com/es/copilot/reference/copilot-billing/models-and-pricing
https://docs.github.com/es/copilot/reference/copilot-billing/models-and-pricing
https://docs.github.com/es/copilot/reference/copilot-billing/models-and-pricing
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
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Supporting Evidence

Evidence Landscape

The 4,400 sources analyzed this week share a structural feature lead-
ership should register before it underwrites any strategy: the citable
material skews heavily toward vendor and platform documentation
rather than independent evaluation. The most retrievable, highest-
quality sources are Microsoft’s Copilot adoption guides [2], OpenAI’s [2] Microsoft 365 Copilot adoption

guide and overview for IT adminsmodel-development explainers [6], GitHub’s pricing and model refer-
[6] Cómo se desarrollan ChatGPT y
nuestros modelos fundacionalesences [11], and Google’s Gemini Code Assist overviews [5].
[11] Modelos y precios para GitHub
Copilot
[5] Gemini Code Assist overview |
Google for Developers

This matters for governance. Vendor documentation tells you what
a tool is supposed to do and how to roll it out [15] — it does not tell

[15] Rollout Microsoft 365 Copilot to
your organization

you what happens when the tool meets your assessment cycle, your
IRB, or your accreditation self-study. The rare independent voice
in the citable set is worth more than its share of the record: NPR’s
reporting that AI detection tools are unreliable and that teachers use
them anyway [16] is the single most decision-relevant document here, [16] AI detection tools are unreliable.

Teachers are using them anywayprecisely because no vendor produced it.

Stakeholder Perspective Gaps

The evidence architecture logs zero formally mapped missing-perspective
gaps this week — which is itself the finding, not a clean bill of health.
A corpus that is 4,400 documents deep but registers no catalogued
absence of student, faculty-labor, or disability-services voices is a cor-
pus whose gaps have gone unmeasured, not closed. The one source
addressing learners with disabilities is again a vendor training module
[12]. When the parties most affected by a deployment decision ap- [12] Personalización del aprendizaje

para estudiantes con discapacidades ...pear only through the deploying vendor’s framing, policy legitimacy
erodes quietly — shared governance cannot ratify what it never heard
articulated in its own terms.

Documented Failure Patterns

No failure patterns were formally catalogued this week (count: zero),
and leadership should read that absence as a data-collection limit
rather than as evidence of a safe field. The one documented failure
that surfaced through independent reporting is instructive precisely
because it is the kind vendor documentation never volunteers: AI
writing-detection tools are unreliable, and educators deploy them
against students anyway [16]. [16] AI detection tools are unreliable.

Teachers are using them anyway

https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://help.openai.com/es-419/articles/7842364-c%C3%B3mo-se-desarrollan-chatgpt-y-nuestros-modelos-fundacionales
https://help.openai.com/es-419/articles/7842364-c%C3%B3mo-se-desarrollan-chatgpt-y-nuestros-modelos-fundacionales
https://help.openai.com/es-419/articles/7842364-c%C3%B3mo-se-desarrollan-chatgpt-y-nuestros-modelos-fundacionales
https://docs.github.com/es/copilot/reference/copilot-billing/models-and-pricing
https://developers.google.com/gemini-code-assist/docs/overview
https://docs.github.com/es/copilot/reference/copilot-billing/models-and-pricing
https://docs.github.com/es/copilot/reference/copilot-billing/models-and-pricing
https://developers.google.com/gemini-code-assist/docs/overview
https://developers.google.com/gemini-code-assist/docs/overview
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-minimum-requirements-rollout
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-minimum-requirements-rollout
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-minimum-requirements-rollout
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://learn.microsoft.com/es-es/training/modules/personalize-learning-students-disabilities-using-ai/
https://learn.microsoft.com/es-es/training/modules/personalize-learning-students-disabilities-using-ai/
https://learn.microsoft.com/es-es/training/modules/personalize-learning-students-disabilities-using-ai/
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
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That is not a technical bug — it is an institutional failure of
risk management, in which an unvalidated instrument becomes de
facto academic-integrity policy without ever passing through review.
Québec’s guidance on responsible AI integration in higher-education
institutions [14] exists because the failure mode is predictable; the gap [14] Intégration responsable de

l’intelligence artificielle dans les
...

is enforcement, not awareness.

Power and Framing Analysis

With no formal power-dynamics data this week, the framing evidence
is in the citation distribution itself: the vocabulary of adoption, en-
ablement, and rollout is authored almost entirely by the four firms
selling the product [10]. The dominant ”tool” metaphor does specific [10] Microsoft 365 Copilot guía de

adopción e incorporación para ...work: it casts an ongoing licensing dependency as a discrete instru-
ment you pick up and put down, obscuring that the terms of peda-
gogical judgment increasingly live inside a EULA your faculty never
negotiated. Credit for gains accrues to the platform; blame for misuse
falls to the individual instructor or student.

Research Gaps Affecting Strategy

What leadership needs and this evidence base cannot supply: inde-
pendent outcome data on learning, retention, and equity effects at the
institution level. Mexico’s ENIAG survey of AI uses and perceptions
[17] documents adoption breadth but not causal effect on outcomes. [17] Usos y percepciones sobre la

Inteligencia Artificial ...You are being asked to make multi-year, credit-hour-bearing com-
mitments against evidence that is overwhelmingly about deployment
mechanics, not educational consequence — decision-making under gen-
uine uncertainty, which argues for reversible pilots over enterprise-wide
commitments.

Secondary Tensions

Beyond the detection-reliability problem sits a temporal mismatch
leadership cannot trade away: vendor models update on quarterly
cadences while curricula and assessment plans run on two-semester
cycles, a structural asynchrony [4] names precisely. Governance built [4] Future Shock
for the slower rhythm cannot ratify tools that change under it. The
competing values — procurement efficiency against academic freedom,
standardization against disability-specific personalization [3] — do [3] Descripción general de Gemini

Code Assist - Google Developersnot resolve into a single optimum. They require ongoing adjudication,
which is a governance commitment, not a purchasing decision.

https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
https://learn.microsoft.com/es-es/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/es-es/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://learn.microsoft.com/es-es/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://www.gob.mx/cms/uploads/attachment/file/1071411/Dossier_Resultados_ENIAG2025_SEP_.pdf
https://www.gob.mx/cms/uploads/attachment/file/1071411/Dossier_Resultados_ENIAG2025_SEP_.pdf
https://www.gob.mx/cms/uploads/attachment/file/1071411/Dossier_Resultados_ENIAG2025_SEP_.pdf
https://developers.google.com/gemini-code-assist/docs/overview?hl=es-419
https://developers.google.com/gemini-code-assist/docs/overview?hl=es-419
https://developers.google.com/gemini-code-assist/docs/overview?hl=es-419


10

References

1. ChatGPT for Academic Researchers

2. Copilot adoption guide for IT admins

3. Descripción general de Gemini Code Assist - Google Developers

4. Future Shock

5. Gemini Code Assist overview | Google for Developers

6. Cómo se desarrollan ChatGPT y nuestros modelos fundamentales

7. Intégration responsable de l’intelligence artificielle dans les étab-
lissements

8. Le meilleur de l’IA de Google est désormais inclus dans les abon-
nements ...

9. Microsoft 365 Copilot - Service Descriptions | Microsoft Learn

10. Microsoft 365 Copilot guía de adopción e incorporación para ...

11. Modelos y precios para GitHub Copilot

12. Personalización del aprendizaje para estudiantes con discapaci-
dades ...

13. Preguntas más frecuentes sobre Microsoft 365 Copilot Empresa

14. Intégration responsable de l’intelligence artificielle dans les ...

15. Rollout Microsoft 365 Copilot to your organization

16. teachers are using them anyway

17. Usos y percepciones sobre la Inteligencia Artificial

https://help.openai.com/en/articles/20001406
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://developers.google.com/gemini-code-assist/docs/overview?hl=es-419
https://developers.google.com/gemini-code-assist/docs/overview
https://help.openai.com/es-419/articles/7842364-c%C3%B3mo-se-desarrollan-chatgpt-y-nuestros-modelos-fundacionales
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-guide.pdf
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-guide.pdf
https://support.google.com/a/answer/15756885?hl=fr-US
https://support.google.com/a/answer/15756885?hl=fr-US
https://learn.microsoft.com/es-es/office365/servicedescriptions/office-365-platform-service-description/microsoft-365-copilot
https://learn.microsoft.com/es-es/microsoft-365/copilot/microsoft-365-copilot-enablement-resources
https://docs.github.com/es/copilot/reference/copilot-billing/models-and-pricing
https://learn.microsoft.com/es-es/training/modules/personalize-learning-students-disabilities-using-ai/
https://learn.microsoft.com/es-es/training/modules/personalize-learning-students-disabilities-using-ai/
https://learn.microsoft.com/es-es/microsoft-365/copilot/copilot-business-faq
https://cdn-contenu.quebec.ca/cdn-contenu/education/Numerique/enseignement-superieur/integration-responsable-ia-etablissements-es-guide.pdf
https://learn.microsoft.com/en-us/microsoft-365/copilot/microsoft-365-copilot-minimum-requirements-rollout
https://www.npr.org/2025/12/16/nx-s1-5492397/ai-schools-teachers-students
https://www.gob.mx/cms/uploads/attachment/file/1071411/Dossier_Resultados_ENIAG2025_SEP_.pdf

	Executive Summary
	Leadership Brief: Your AI Policy Is Being Drafted by Vendors You Didn't Hire
	Critical Tension
	The Strategic Dilemma
	Why Peer Institutions Aren't Helping
	What Complicates Navigation
	Actionable Recommendations
	Leadership Briefing: Governing the Gap Between Procurement and Pedagogy
	Supporting Evidence
	Evidence Landscape
	Stakeholder Perspective Gaps
	Documented Failure Patterns
	Power and Framing Analysis
	Research Gaps Affecting Strategy
	Secondary Tensions
	References

