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Ezecutive Summary

The strategic problem with this week’s evidence is not what it says

but who wrote it. Across 4,946 sources, the decision-grade material a

provost’s office would actually consult is overwhelmingly vendor docu-

mentation: Microsoft’s own [15], Google’s [1] rollout notes, OpenAl’s [15] Microsoft Copilot adoption report

guidance on [11] when students pass off generated work. These are (1] AT Expanded Access
[11] §C6émo pueden responder los

deployment manuals, not independent assessments. The absence you
educadores cuando los ...

should log in the minutes is structural: there is no independent-critic
or student-outcome literature of comparable authority in the record.
The people documenting the tool are the people selling it.

The strategic challenge. You are being asked to write durable
policy against a product surface that is deliberately non-durable.
This week the same vendor ecosystem confirmed that [10] — models [10] GPT-40 and GPT-4.1 were
institutions may have already named in syllabi, IRB protocols, and deprecated
procurement contracts. That is the tension shared governance cannot
easily metabolize: model lifecycles run on quarterly deprecation clocks
while curriculum runs on two-semester approval cycles and multi-
year accreditation review. The acceleration is not incidental; it is
the product cadence [8] named — change arriving faster than the [8] Future Shock
institution’s capacity to ratify it. A policy that names a model, a

vendor, or a capability is obsolete before the assessment cycle closes.

What this briefing provides. Policy-framework options that
bind to capabilities and data-handling terms rather than product
names; the documented failure pattern to avoid — writing Al policy
from vendor onboarding guides like the [6] and mistaking enablement [6] Rollout Microsoft Copilot to your
copy for evidence; and the resource implication your CIO and faculty organization
senate need before signing: someone independent of the vendor must

own the review.
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Crritical Tension
Governance at the Speed of Deprecation

The Strategic Dilemma

The tension leadership actually has to price is optimizing for effi-
ciency and scalability versus preserving and fostering deep
cognitive processes — and the two exemplars driving this week’s
evidence sit on opposite sides of it. On one side, the productivity case:
Microsoft’s own documentation frames Copilot as a scalability play,
pushing analytics generation into natural-language prompts across

the enterprise [5] and building out an IT-admin adoption apparatus
designed to move an institution to full rollout [14]. On the other, the
pedagogical case: OpenAl’s guidance to educators on students submit-
ting Al-generated work as their own is, structurally, an admission that
the same efficiency tooling erodes the cognitive labor the credit-hour is

supposed to certify [11].

This is not solvable by "more data,” because the contradiction is
not empirical — it is a values allocation. An enterprise-license decision
made in the CIO’s office optimizes for FTE efficiency and vendor-
managed scale; an assessment-integrity decision made in the faculty
senate optimizes for the cognitive processes a degree attests to. Both
are correct within their own mandate. Buy the site license and you
have quietly ratified the efficiency side of a tradeoff that shared gov-
ernance never voted on. That is what makes this a genuinely hard
governance problem rather than a procurement one.

Why Peer Institutions Aren’t Helping

The sector’s approaches are contradictory at the root because vendors
ship on a cycle that no accreditation or assessment cycle can track.
GPT-40 and GPT-4.1 were deprecated with enough abruptness that
developers surfaced it as an open question on Microsoft’s own forums
[10], and APT users are openly asking whether the model they built

a course integration on will survive the year [13]. A peer institution’s
2025 Al policy was written against a model that no longer exists.

This is the temporal asymmetry Alvin Toffler named half a cen-
tury ago: the rate of change outruns the institution’s capacity to
absorb it, and the adaptive response becomes premature obsolescence
of your own decisions [8]. Copying a peer’s policy imports their vendor
lock-in, their deprecation exposure, and their unstated efficiency-

[5] Copilot for Power BI overview

[14] Microsoft Copilot adoption and
onboarding guide for IT admins

[11] ;Cémo pueden responder los
educadores cuando los estudiantes
presentan contenido generado por TA?

[10] GPT 40 and GPT 4.1 were
deprecated today

[13] is GPT 4.1 gonna be removed in
API usage?

(8] Future Shock
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vs-cognition settlement — without the local governance record that
would let you defend it under an accreditation review. The hidden
risk in benchmarking against peers is that you inherit a snapshot of a
moving target and call it a standard.

What Complicates Navigation

Look at who is in the room when these framings get set. Across the
4,946 sources this week, the voices that should discipline an insti-
tutional AT decision are nearly absent: students appear at 3.76%,
and parents, critics, and vendors each register at 0.29%. Read that
carefully — the vendor’s documentation saturates the evidence base
(nearly every citable artifact here is a Microsoft, Google, or OpenAl
help page), while the vendor’s accountable voice is 0.29%. The terms
of the decision are being written by the party with the least repre-
sentation as an answerable actor and the most representation as an
authoritative source.

The 3.76% student figure is the one leadership should sit with. The
population whose cognitive development the ”deep cognitive processes”
side of the tension is meant to protect is barely audible in the dis-
course shaping the policy. Decisions made without them default to the
efficiency framing, because that is the framing the documentation is
written in — and enterprise adoption guides do not model the student

as a learner, they model the student as a seat to be enabled [2].

Watch the metaphor doing the work. Every vendor artifact frames
the system as a "tool” — a productivity instrument, a code reviewer,
an assistant [9]. "Tool” is a claim, not a description: it presumes an
operator with a stable purpose, which is precisely what the depre-
cation cycle removes. When the tool redefines itself quarterly and
manages its own onboarding funnel into your institution, "tool” ob-
scures that the governance relationship runs the other direction. Name
that before the site license names it for you.

Actionable Recommendations

Across the 4,946 sources surveyed this week, the evidence base a lead-
ership reader would actually consult on Al is striking for what it és:
not independent research, but vendor documentation. Microsoft’s
Copilot rollout guides, Google’s Workspace enablement pages, Ope-
nAD’s help-center articles. That is the delta from our earlier argument
that Al adoption is chiefly a matter of building ethical frameworks
(AI Tools, 27 April 2025). The framework question hasn’t gone away

[2] Aumentar la productividad con
Microsoft Copilot

[9] Gemini Code Assist overview
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— but it is now downstream of a procurement environment where the
people documenting ”best practice” are the people selling the product.
That is the tension these recommendations address.

1. Write model-agnostic policy, because the models you
name will be deprecated before your assessment cycle
closes

The common approach — drafting an ”AT policy” that names ap-
proved tools and versions — fails because the underlying models turn
over faster than any governance body can meet. GPT-40 and GPT-
4.1 were deprecated inside the same platforms institutions had just
standardized on [10], and faculty were left asking whether APT access
would vanish mid-project [13]. Release notes now function as a rolling
deprecation schedule [16]. The hidden complexity: your two-semester
curriculum cycle and your accreditation self-study run on calendars
measured in years; the vendor’s product calendar runs in weeks. This
is the acceleration mismatch [8] names — the institution absorbing
change faster than its governance structures can metabolize it.

Recommended alternative: govern capabilities and data flows, not
product names. Policy language should regulate what data may enter
any generative system and what human review any Al output requires,
independent of which model is live.

Implementation framework:

o Phase 1 (Month 1-2): Inventory every Al-touching contract and its
data-handling terms; identify which are auto-updating.

o Phase 2 (Month 3-4): Rewrite policy around data classification and
review requirements, with a standing (not annual) review trigger

tied to vendor deprecation notices.

o Phase 3 (Semester end): Pilot the capability-based policy in one
high-use unit before campus rollout.

Required resources: 0.25 FTE governance staff plus counsel review;
no new licensing spend. Success metrics: zero policy revisions required
when a model is deprecated; time-to-response on a deprecation notice
under two weeks. Risk mitigation: watch for departments that have
quietly built graded coursework on a specific model API.

[10] GPT 40 and GPT 4.1 were
deprecated today - Microsoft Q&A

[13] is GPT 4.1 gonna be removed in
API usage? - Microsoft Q&A

[16] Notas de lanzamiento de modelos
- OpenAl Help Center

(8] Future Shock
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2. Stop outsourcing academic-integrity judgment to
detection, and fund the pedagogical adaptation instead

The reflexive move when students submit Al-generated work as
their own is to buy detection. It fails on two counts: detectors are un-
reliable enough to generate false accusations, and the vendor whose
model produced the text is the same vendor advising you on how to
respond. OpenAl’s own guidance to educators explicitly declines to
promise reliable detection and pushes toward assignment redesign and
conversation instead [11]. The hidden complexity: a detection-first
policy converts a teaching problem into a Title IX—adjacent adjudi-
cation problem, and shifts the burden onto the students least able to
contest a false positive.

Recommended alternative: fund faculty release time for assessment
redesign — the actual pedagogical work — rather than a detection
subscription that will not survive its own false-positive rate.

Implementation framework:

o Phase 1 (Month 1-2): Convene a faculty working group (with the
teaching center, not IT procurement) to audit which assignments
are genuinely at risk.

o Phase 2 (Month 3-4): Fund a cohort of redesign stipends; docu-
ment what ”"authentic” assessment looks like discipline by discipline.

o Phase 3 (Semester end): Publish a shared rubric and revise the
academic-integrity code to distinguish permitted from prohibited Al
use per course.

Required resources: stipend pool for 15-25 faculty; teaching-center
facilitation time. Success metrics: reduction in contested integrity
cases; faculty-reported confidence in their assignment design. Risk
mitigation: if the working group defaults back to ”just buy a detec-
tor,” the redesign has failed — restart with a different chair.

3. Read the adoption metrics your vendor hands you as
marketing, then build your own

Microsoft supplies IT admins a complete adoption apparatus —
enablement resources [14], an adoption report template [15], rollout
minimums [6], and a ”"boost productivity” training module [2]. Google
offers the parallel structure for Workspace [1]. The common approach
— reporting these dashboards to the board as evidence of ROI — fails
because the vendor defines both the metric (seats activated, prompts

[11] ;Cémo pueden responder los
educadores cuando los estudiantes
presentan contenido generado por TA
como si fuera propio

[14] Microsoft Copilot adoption and
onboarding guide for IT admins

[15] Microsoft Copilot adoption report
| Microsoft Learn

(6] Rollout Microsoft Copilot to your
organization

[2] Aumentar la productividad con
Microsoft Copilot

(1] AI Expanded Access - Google
‘Workspace Learning Center
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issued) and the success threshold. Activation is not learning out-

come; it is billing justification. The concentration of who gets to define

"success” here is structurally the move [8] describes: the party with [8] Manufacturing Consent
commercial interest shaping the decision space in which everyone else

operates.

Recommended alternative: pair every vendor-supplied usage metric
with an institution-defined outcome metric before renewal.

Implementation framework:

o Phase 1 (Month 1-2): Separate "adoption” (vendor metric) from

"value” (your metric) in all reporting.

o Phase 2 (Month 3-4): Define two or three outcome measures tied
to actual institutional goals — time saved that was redeployed, not

merely seats lit up.

o Phase 3 (Semester end): Bring both metric sets to the renewal

negotiation.

Required resources: institutional-research analyst time; no new
spend. Success metrics: renewal decisions justified by institution-
defined value, not vendor activation counts. Risk mitigation: if pro-
curement can only produce the vendor’s dashboard at renewal, you

have already lost the negotiation.

4. Treat data governance and copyright exposure as the
licensing precondition, not the afterthought

Institutions tend to green-light generative tools on functionality
and price, then discover the data and IP questions during an inci-
dent. AWS’s own prescriptive guidance flags that generative systems
create novel security surfaces around the data fed into them [3], and [3] Consideraciones de seguridad para
even the vendor documentation for image generation cannot cleanly los datos en la IA generativa
resolve who owns — or is liable for — a DALL - E output [12]. For a [12] How to ensure privacy and copy-
research institution, this intersects directly with IRB-governed data rights for images generated via Dall-e

and sponsored-research IP terms.

Recommended alternative: no Al tool touches institutional data
until data classification and IP indemnification are settled in the con-

tract.

Implementation framework:

o Phase 1 (Month 1-2): Map which data classes (FERPA-protected,
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IRB-restricted, grant-encumbered) are at risk of entering AT sys-
tems.

o Phase 2 (Month 3-4): Require indemnification and data-residency
terms in all new Al contracts.

o Phase 3 (Semester end): Train research administrators on the
boundary between permitted and prohibited data inputs.

Required resources: counsel and research-compliance time. Success
metrics: zero protected-data ingestions; contracts carrying explicit TP
terms. Risk mitigation: shadow Al use by grant teams under deadline

pressure.

5. Make accessibility a procurement requirement, and
let it decide close calls

When budgets tighten, accessibility becomes the feature that gets
deferred. But personalization for students with disabilities is one of
the few AI use cases with concrete, documented pedagogical grounding
[17]. Building this into procurement criteria turns a compliance obliga-
tion into a differentiator — and gives leadership a defensible tiebreaker

when two tools are otherwise comparable.

Implementation framework:

o Phase 1 (Month 1-2): Add accessibility and disability-services
input to the AI procurement rubric.

o Phase 2 (Month 3-4): Pilot with disability-services staff and af-
fected students — the student voice that adoption dashboards never

capture.

o Phase 3 (Semester end): Report accessibility outcomes alongside

the value metrics from Recommendation 3.

Required resources: disability-services staff time; student compensa-
tion for pilot participation. Success metrics: documented accommoda-
tion improvements; student-reported usability. Risk mitigation: pilots
that consult staff but never the students the tool is meant to serve.

The through-line: every recommendation moves a decision that
vendors are currently making by default — which model, which met-
ric, which data, which student — back inside institutional governance

where it belongs.

[17] Personnaliser ’apprentissage pour
les étudiants handicapés a 'aide de
I'TA
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Supporting Evidence

Evidence Landscape

This week’s corpus is large and lopsided. Of 4,946 sources analyzed,
the densest argumentative clusters sit in education (1,091 findings),
social aspects (971), AT literacy (906), and AI tools (884) — but the
citable material underneath is overwhelmingly vendor documentation.
The concrete sources available to ground a strategy decision are things
like [5], [14], and [9]. These are deployment manuals, not evaluations.

That distinction matters for a leadership reader. The evidence base
can tell you how to roll out a product — [6] and [7] are operationally
precise. It cannot tell you whether the rollout serves your institution’s
assessment cycle, your accreditation posture, or your students. The
one source in the set written from a pedagogical rather than prod-
uct stance — OpenAl’s guidance on [11] — is itself authored by the
vendor whose product creates the problem it addresses.

Stakeholder Perspective Gaps

The gap analysis this week returned zero mapped missing-perspective
records — not because every voice is present, but because the corpus
is too vendor-saturated to surface an absence as a measurable quan-
tity. That is its own finding. When your evidence floor is composed of
adoption guides and code-review roadmaps, faculty governance voices,
IRB perspectives, and student experience don’t register as "missing
data” — they were never in scope to begin with. A strategy built on
this floor will look complete while structurally excluding the people
who teach and learn under it. Legitimacy problems arrive later, at the
assessment-policy and shared-governance stage, when the decision is
already sunk.

Documented Failure Patterns

No failure patterns were formally mapped this week (count: zero)

— but the citable set contains a failure mode leadership should read
directly. Two of the available sources document that [10], with a par-
allel thread asking whether [13]. The [16] confirm the churn is rou-
tine. This is the operative risk pattern: not an ethical scandal, but

a supply-chain deprecation clock running at a pace your curriculum
cannot match. [8] named this acceleration asymmetry decades ago —
the institution moves in two-semester cycles; the vendor deprecates in

[5] Copilot for Power BI overview
[14] Microsoft Copilot adoption and
onboarding guide for IT admins

[9] Gemini Code Assist overview

(6] Rollout Microsoft Copilot to your
organization

[7] Deploy the Microsoft Copilot App

[11] ;Cbémo pueden responder los
educadores cuando los estudiantes
presentan contenido generado por TA
como si fuera propio

[10] GPT 40 and GPT 4.1 were
deprecated today

[13] GPT 4.1 is gonna be removed in
APIT usage

[16] Notas de lanzamiento de modelos
[8] Future Shock
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quarters. A course built around a model API is exposed to a vendor’s
release schedule, not your academic calendar.

Power and Framing Analysis

No power-dynamics data was returned, so read the citation set as

the power map. The narrative is authored almost entirely by three
vendors — Microsoft, Google, OpenAl — and the framing device is
uniform: Al as productivity tool. [2] and [1] both present the technol-
ogy as neutral capacity added to existing work. The ”tool” metaphor
obscures the governance transfer underneath: when adoption runs
through [18], the terms of data handling — see [3] — are set in the
EULA, not in your policy.

Research Gaps Affecting Strategy

What leadership needs and the evidence does not provide: indepen-
dent effect sizes. There is no non-vendor measurement here of whether
Copilot deployment improves learning outcomes, whether [4] improves
student code comprehension or merely completes it, or whether ac-
cessibility claims in [17] hold under actual accommodation review.
You are deciding under uncertainty the vendors have no incentive to
reduce.

Secondary Tensions

Beyond the deprecation-versus-curriculum tension, a quieter one:
adoption metrics substitute for outcome metrics. The [15] measures
usage, not value. An institution that ties its Al strategy to seat-license
activation will show high ”"adoption” while its assessment integrity
questions — the ones the [11] actually raises — remain unanswered.
Productivity and pedagogical integrity are competing values here, and
no dashboard trades them cleanly.
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