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Ezecutive Summary

Your Al policy decisions this quarter will be made against an evidence
base that is overwhelmingly vendor-authored. Of this week’s 4,688
sources, the citable record skews hard toward enablement, adoption,
and pricing documentation—Microsoft’s [12], its [18] playbook, and
Google’s [4]. Independent scrutiny is a thin minority. That imbalance
is itself the strategic finding.

The dilemma is not whether to adopt—it is that the terms of adop-
tion are being drafted by the sellers. When your rollout sequence, your
governance model, and your cost projections all originate from ven-
dor documents like [10], the vendor has pre-framed the decision space
before shared governance ever convenes. This is a sharper problem
than the ethics-framework question our earlier tool coverage raised:
the framing here has moved from ”does the tool create bias” to "who
authored the governance grammar you will inherit.” The independent
record cuts against the frictionless narrative. Al detection tools re-
main unreliable, yet institutions deploy them regardless [3], and the
accountability gap for autonomous agents is unresolved—you can-
not, as one summit account put it, send an Al agent to prison [11].
Election-integrity evidence is likewise still contested [7].

This briefing provides policy framework options with implemen-
tation evidence, the documented failure patterns to design around—
detection-tool overreliance chief among them—and the resource impli-
cations your provost’s office and IT governance need before signing an
enterprise agreement whose EULA will quietly encode decisions your
accreditation and assessment cycles are supposed to own.

Critical Tension

The Strategic Dilemma

The governance problem facing leadership this week is not that AT is
hard to understand. It is that the terms of institutional adoption are
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being written somewhere other than your cabinet room. Scan the ma-
terial that actually documents how these systems enter a campus and
the authorship is unambiguous: rollout sequencing comes from [18],
cost structure from [20], and permissible use from [16]. The strategic
tension is between adopting at institutional scale and retaining insti-
tutional judgment over what you have adopted. Every one of those
documents is a governance decision already made for you.

This is genuinely hard — not "needs-more-data” hard. Token-
metered pricing, as laid out in the [21] and [14], makes your annual
budget a function of consumption you cannot forecast at contract
signing. Meanwhile capacity itself is not guaranteed: institutions re-
port being [22]. You are asked to write multi-year policy against pric-
ing and access that the vendor can reprice or ration mid-assessment-
cycle. Shared governance assumes deliberation moves faster than the
thing being governed. Here it does not.

Why Peer Institutions Aren’t Helping

Copying a peer’s Al policy imports its assumptions and its churn. The
products underneath these policies are not stable enough to anchor

to. [5]; Google is deprecating [8]. A policy your peer wrote eighteen
months ago may now govern a renamed, repriced, or discontinued
product. This is the temporal asymmetry [1] describes — the cadence
of vendor change outruns the two-semester curriculum and multi-year
accreditation clocks institutions actually run on.

The sector is also converging on tools whose reliability is docu-
mented as poor. AI detection is the cautionary case: [3]. A peer insti-
tution’s adoption is not evidence of a tool’s fitness; often it is evidence
only that the tool was procured. The failure mode to watch is a pol-
icy that outsources a pedagogical or integrity judgment to a system
that cannot bear the weight — and then cites peer adoption as the
justification.

What Complicates Navigation

Now look at who is absent from the conversation shaping these deci-
sions. Across 4,688 sources this cycle, the student voice registers at
3.76 percent, and parents, critics, and vendors-speaking-critically each
at 0.29 percent. The asymmetry is the story: vendor promotional doc-
umentation — adoption guides, pricing tables, enablement resources
like the [12] — saturates the citable record, while the vendor’s own
critical self-account is effectively missing at 0.29 percent. The people
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who supply the frame are loud; the frame’s skeptics, including the
students who live inside the resulting policy, are nearly inaudible.

That absence is not neutral. When the dominant metaphor is "as-
sistant” or ”copilot,” accountability quietly relocates to the human in
the seat while agency accrues to the system. The sharpest articulation
of the gap this week comes from the Berkeley agentic-Al summit: [11]. [11] Impossible d’envoyer un agent TA
An institution that governs these systems as mere tools inherits every en prison: les citations ...
liability the "tool” framing disclaims — a live concern for anything
touching elections and campus speech, where [7] shows the account- [7] research on whether Al fights or
ability question is unsettled. The governance you can defer, a vendor fuels election disinformation
will happily settle. The governance you cannot outsource — who an-

swers when the system is wrong — is the one arriving unowned.

Actionable Recommendations

Leadership Brief: You’re Buying Agents You Can’t
Hold Accountable — Fix the Governance Gap Before
the Seat Count

The evidence this week points at a single leadership problem hid-
ing inside four procurement decisions: institutions are acquiring Al
capability faster than they are acquiring the ability to say who is re-
sponsible when it fails. Below are five recommendations, each built
from the documented failure — not the vendor pitch.

A note on the evidence base: the failure-pattern and contradiction
datasets for this week’s 4,688 sources returned empty, so every "failed
approach” below is grounded in a specific documented source rather
than an aggregate statistic. Where I estimate resources, treat those as
planning figures, not findings.

1. Govern the agent, not the app — accountability is
the gap, not capability

The common institutional approach is to extend the existing
acceptable-use policy to cover Al tools” and call the governance
question answered. It fails because acceptable-use policies assume a
human actor who can be identified, warned, and sanctioned. Agentic
systems break that assumption. The blunt version of the problem was
put plainly at Berkeley’s agentic-Al summit: you cannot send an Al
agent to prison, and the accountability chain for autonomous actions is
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unresolved [11]. The hidden complexity: when a Copilot Studio agent
drafts financial-aid correspondence or triages IRB submissions, the lia-
bility doesn’t disappear — it defaults to whoever deployed it without a
control map.

Recommended alternative: adopt an agent-governance layer that
assigns a named human owner to every deployed agent, with defined
scope and audit logging, before deployment — not after incident.

Implementation framework:

o Phase 1 (Month 1-2): Inventory every AI agent already running
in Power Platform / Copilot Studio and map each to a named ac-
countable owner and data scope, using Microsoft’s own governance
reference [10] and [15].

o Phase 2 (Month 3-4): Require an owner-of-record and audit-log
attestation as a gate for any new agent.

o Phase 3 (Semester end): Review incident logs against owners; retire
orphaned agents.

Required resources: 0.5 FTE governance analyst plus existing I'T
security staff; no new license spend. Success metrics: 100% of pro-
duction agents mapped to a named owner; zero orphaned agents at
semester end. Risk mitigation: shadow deployment by departments
who bought their own seats — the inventory must reach outside cen-
tral IT.

2. Do not buy AI detection to defend academic in-
tegrity — it’s a documented false-positive machine

The reflexive faculty-support move is to license an Al-detection
tool and hand it to instructors. It fails because the tools do not work
reliably and instructors use them anyway, generating false accusations
that land hardest on non-native English writers and neurodivergent
students [2]. The hidden complexity: a detection contract converts a
pedagogical judgment into a vendor’s probabilistic output that your
Title IX and academic-integrity boards will then have to defend in
appeals.

Recommended alternative: redirect the detection budget into as-
sessment redesign and faculty development — process-visible assign-
ments, oral defenses, drafting checkpoints — that make provenance
legible without accusation.

Implementation framework:
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o Phase 1 (Month 1-2): Freeze new detection-tool procurement;
convene a faculty working group across the assessment cycle to
identify high-risk course types.

o Phase 2 (Month 3-4): Fund redesign stipends for gateway courses.

o Phase 3 (Semester end): Compare integrity-case volume and
appeal-reversal rates against the prior cycle.

Required resources: reallocate detection-license spend (typically five
figures annually) into 15-25 faculty stipends; 0.25 FTE in the teaching
center. Success metrics: reduction in integrity cases resting solely on
detection scores; fewer reversed appeals. Risk mitigation: faculty who
want a tool for reassurance — offer redesign support, not a scanner.

3. Refuse single-vendor lock-in as a ”simplification” —
the deployment failures are already visible

The obvious leadership move is standardization: pick one stack, roll
out Microsoft 365 Copilot enterprise-wide, done [18]. Tt fails because
the ”one stack” is not actually one thing — it is a shifting set of mod-
els with hard capacity constraints. Administrators are already unable
to deploy contracted models because of quota limits [22]. The hidden
complexity: you inherit the vendor’s roadmap and pricing structure —
including token-metered enterprise billing that makes your cost unpre-
dictable [20] — and your curriculum-planning cycle, which runs two
semesters, now depends on a product cycle that turns over quarterly.
[1] named exactly this: the disorientation is structural, produced by
the gap between institutional and product time.

Recommended alternative: procure with exit in mind — data porta-
bility clauses, at least one alternative code-assist and chat provider
evaluated (e.g., GitHub Copilot and Gemini Code Assist have pub-
lished pricing and deprecation terms) [14], [9].

Implementation framework:

o Phase 1 (Month 1-2): Document data-export and deprecation
terms for every Al contract; flag anything without portability.

e Phase 2 (Month 3-4): Run a parallel pilot of a second provider in

one unit.

o Phase 3 (Semester end): Model total cost under token-metered vs.
seat-based pricing at projected FTE. Required resources: procure-
ment counsel time; 0.5 FTE for the parallel pilot. Success metrics:
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every Al contract carries an export clause; a costed exit plan exists.
Risk mitigation: "we already standardized” inertia — the quota
failure above is your counter-evidence.

4. Treat election-cycle political content as a compliance
exposure, not an IT setting

The default move is to assume vendor content filters handle polit-
ical risk. It fails because the vendor’s restrictions are written for the
vendor’s liability, not your accreditation or your state’s campaign-
finance rules — OpenAl’s own policy bars campaigning uses but leaves
institutional enforcement to you [16]. The hidden complexity: genera-
tive tools can both fuel and fail to catch election disinformation, and
the net effect is contested [7]. Public nervousness about Al-generated
deepfakes and elections is already documented [1].

Recommended alternative: issue explicit guidance on institutional-
account use for anything election-adjacent, and route safety evaluation
through a documented process rather than trusting defaults [17].

Implementation framework:

o Phase 1 (Month 1-2): Publish guidance before the fall term; brief

communications and government-relations staff.

o Phase 2 (Month 3-4): Stand up a safety-evaluation checkpoint for
public-facing AT outputs [19].

o Phase 3 (Semester end): Audit institutional-account usage against
the policy. Required resources: general counsel and comms time;
existing security staff. Success metrics: guidance published pre-
term; zero uncontrolled political-content incidents on institutional
accounts. Risk mitigation: student-org accounts operating outside
the policy perimeter.

5. Budget for adoption, not access — a purchased seat
is not a used seat

Leadership routinely counts licenses acquired as the success met-
ric. It fails because Microsoft’s own adoption tooling exists precisely
because access does not produce use — enablement and adoption re-
porting are separate, deliberate workstreams [12], [13]. The hidden
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complexity: unused seats are pure cost, and expanded-access rollouts
widen the surface without deepening capability [4].

Implementation framework:

o Phase 1 (Month 1-2): Baseline active-use rates by unit.

o Phase 2 (Month 3-4): Fund role-specific enablement, not generic

training.

o Phase 3 (Semester end): Reclaim and reallocate dormant seats.
Required resources: 1 FTE change-management lead; enablement
content time. Success metrics: active-use rate per licensed seat;
reclaimed-seat count. Risk mitigation: measuring logins instead of
meaningful task completion.

Each recommendation resolves the same underlying tension: the
vendor optimizes for adoption and liability-shifting; the institution is
left holding accountability, integrity, and cost. Govern the agent, not
the app; that ordering is the whole brief.

Supporting Evidence

FEvidence Landscape

This week’s corpus runs to 4,688 sources, and the honest characteri-
zation of that pile is that it is overwhelmingly vendor documentation.
When you actually inventory what surfaced, the citable material is
dominated by product enablement pages: Microsoft’s [12], its [18],
Google’s [9], and OpenAT’s pricing tables like the [21]. This matters
for how you read your own evidence base. The literature your pro-
curement team is likely reading is written by the parties selling the
product.

What the evidence can tell you: how these systems are configured,
priced, governed, and deployed. Microsoft publishes real material on
[10] and on [17]. What it cannot tell you: whether any of this im-
proves learning outcomes, whether it survives an accreditation review,
or what it does to your assessment cycle. The independent evidence
— NPR’s reporting that [3], the Brennan Center on [7] — is a thin
minority of the corpus, and it is uniformly more skeptical than the
vendor pages.

[4] Al Expanded Access - Google
Workspace Learning Center

[12] Microsoft 365 Copilot adoption
guide and overview for IT admins

[18] Rollout Microsoft 365 Copilot to
your organization

[9] Gemini Code Assist overview

[21] Tarifario de ChatGPT (Business,
Enterprise/Edu) - OpenAl Help
Center

[10] governing and securing AI agents
across the organization

[17] risk and safety evaluators

[3] AI detection tools are unreliable
and teachers are using them anyway
[7] whether AI fights or fuels election
disinformation
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Stakeholder Perspective Gaps

The formal gap analysis this week returned zero mapped perspectives
— not because the evidence is complete, but because a corpus made
of product documentation has no perspective structure to map. That
absence is itself the finding. Faculty who will teach against these tools,
students subject to detection systems, and the IRB staff who will
field the first "can I use ChatGPT on my study data” question do not
appear in vendor enablement guides. When your strategy deck cites
[13] as evidence of institutional readiness, understand that "adoption”
there means seat activation, not pedagogical judgment. Policy built
on that metric will have legitimacy problems the first time shared
governance asks who was consulted.

Documented Failure Patterns

No failure patterns were formally coded this week, so the specific
ones in evidence deserve naming rather than a count. The clearest is
technical-operational: administrators reporting they are [22]. That is
the gap between the strategy slide and the Tuesday-morning ticket.
The second is product volatility — Amazon’s [5] and Google’s [8]
both mean tools your faculty standardized on this year may not exist
under the same terms next year. The third is the assessment failure
NPR documents: detection tools that don’t work, deployed anyway,
generating false accusations against students. Each of these is a risk
category your risk register probably doesn’t have a line for.

Power and Framing Analysis

The power dynamics data is empty, and the emptiness is legible. The
narrative is controlled by three vendors whose documentation consti-
tutes the bulk of ”Al in education” discourse this week. The dominant
frame is the "tool” — neutral, additive, yours to configure. That fram-
ing obscures the direction of dependency. When OpenAl’s [16] or
DALL - E’s [6] set what your institution may do, governance has qui-
etly moved into the EULA. Credit accrues to the platform; blame,
when detection misfires, falls on the student.

Research Gaps Affecting Strategy

You need three things this evidence does not provide: learning-
outcome data, total-cost-of-ownership across the deprecation cycle,

[13] Microsoft 365 Copilot adoption
report | Microsoft Learn

[22] unable to deploy Anthropic
Claude models in Azure AI because of
quota limits

[5] CodeWhisperer becoming part of
Amazon Q Developer

(8] deprecation of Gemini Code Assist
for consumer accounts

[16] political campaigning restrictions

[6] Are the images generated by
openai dalle commercially available
and who ...
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and an equity read on who gets [4] and who doesn’t. Decide under this
uncertainty by treating vendor claims as hypotheses to test locally, not
findings to adopt.

Secondary Tensions

Beyond the vendor-versus-independent split runs the tempo problem.
Model terms change quarterly; curricula move on two-semester cy-
cles and accreditation on multi-year ones. [1] named this mismatch
decades early. The competing values — procurement efficiency against
pedagogical stability, standardization against academic freedom —
cannot be traded off cleanly, and any strategy that pretends they can
is selling you the vendor’s timeline as your own.
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