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Education in the Age of AI is a collection of independent volumes devoted to a shared problem: what must change in education now that artificial intelligence has become part of the environment in which teaching, learning, and assessment take place.

Each book addresses a specific domain—assessment, assignment design, academic integrity, institutional governance, among others—but all share the same underlying criterion: the point is not to incorporate technology because it is new, but to rigorously redesign those educational practices that cognitive automation has made insufficient.

The volumes are the result of more than six years of research on higher education and artificial intelligence, and more than four decades of university teaching. Each volume matured in its own time. Some emerged from specific research projects; others from recurring problems in the classroom; still others from institutional debates that required greater conceptual precision than the available frameworks could provide. What unifies them, beyond those diverse origins, is always the same question: what part of educational work remains nondelegable when an increasing portion of execution can be assisted externally?

They are being published together because each has reached the level of maturity the author considers necessary for it to be useful, and because the moment requires it. Artificial intelligence is already operating in classrooms, and education needs grounded responses, not improvisation. The urgency is not that of technological novelty, but that of education: every semester that passes without deliberate redesign is a semester in which real students learn less than they could, or believe they have learned more than they actually have.
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This Book Does Not Debate Whether AI Has Already Entered

That debate is over. Some institutions still keep it open in meeting rooms, planning documents, and the careful prose of internal communications. Yet while they debate whether artificial intelligence should be incorporated into academic work, AI has already been present for months—and in many cases for years—in their classrooms, on instructors’ desks, on students’ phones, and throughout the workflows of administrative teams. The question no longer has an object. The event has already occurred.

This book addresses something different and considerably more uncomfortable: what an educational institution does when it has not governed that reality. What happens to its practices, its standards, and its actual authority when AI operates across the institution without explicit institutional direction. And, above all, what the institution can do now.

The answer is not technical. It does not depend on which platform is selected, which language model is adopted, or which functions are enabled in a management system. Those are peripheral decisions. The answer concerns leadership: who defines the standards, how those standards are sustained, who is accountable when things go wrong, and what kind of leadership is required to guide a transformation that neither asks permission nor waits for the institution to be ready.

This book emerged from observing a pattern that recurs with remarkable regularity in institutions of very different sizes, orientations, and geographic contexts. Educational institutions do not fail in the face of AI because they lack technological resources or because their instructors resist change. They fail because they confuse reacting with governing. They respond to external pressures—allegations of misconduct, demands for modernization, comparisons with other institutions—without first building a solid internal standard. They issue policies no one reads, conduct training no one applies, and declare principles that never become concrete practice.

The result is not neutral. It is not simply an institution that “has not yet incorporated AI.” It is an institution with fragmented standards, instructors without guidance, students navigating a system of implicit and contradictory rules, and leaders arriving late to conflicts that could have been anticipated. That result has a name: silent institutional deterioration. And it is considerably more costly than the effort required to govern well from the outset.

The accumulated research on AI governance in higher education presents a picture consistent with this description. A comparative analysis of AI policies at 343 leading universities in five countries—Australia, Canada, China, the United Kingdom, and the United States—found that institutional responses range from outright prohibition to unrestricted instructor discretion, with a striking absence of intermediate governance frameworks that distinguish types of use, define responsibilities, and establish review mechanisms (Ghimire & Edwards, 2024). The same study identified policy fragmentation not as a resource problem but as a governance problem: institutions tend to react to incidents rather than anticipate conditions.

EDUCAUSE, the leading higher education technology organization in North America, reported in 2025 that only 39% of surveyed institutions had AI-related acceptable-use policies—an increase from 23% in 2024, but still far from systematic institutional governance (EDUCAUSE, 2025). More significantly, only 9% of respondents believed their cybersecurity and privacy policies were adequate to address the specific risks introduced by AI. The gap between the speed of adoption and the speed of institutional governance is not closing. It is widening.

The American Association of University Professors reported in 2025 that although 90% of surveyed institutions had introduced AI-related initiatives, those initiatives had not translated into clear policies or implementation frameworks (AAUP, 2025). The tension between an abundance of initiatives and the absence of real direction is precisely the problem this book seeks to address.

UNESCO has insisted that the governance of AI in education cannot be reduced to technical regulation. It requires ethical frameworks centered on the rights of learners and educators, active participation by faculty as agents rather than passive recipients of decisions made elsewhere, and genuine understanding of the pedagogical implications of each policy decision (UNESCO, 2025). The OECD, for its part, has documented that by 2024 no country in its area had implemented high-impact regulations specific to the use of AI in education and that most available guidance remained nonbinding, shifting the burden of decision making to institutions and, within them, to individual classrooms (OECD, 2023). That shift is not a solution. It is a transfer of responsibility without the tools needed to exercise it.

Azevedo (2025), in a review of institutional AI policy frameworks in higher education published in New Directions for Adult and Continuing Education, argues that effective institutional governance requires formal oversight structures, periodic audits of AI use across the campus, and the integration of specialized expertise into institutional leadership. The problem is not merely regulatory. It is organizational. Institutions need to know who is responsible for what, with what information, and with what authority to decide.

Two Australian universities—Queensland University of Technology and Macquarie University—have documented their experience in building institutional frameworks for the responsible use of AI in research and teaching (Sefton & Sutherland, 2025). Their experience does not show that the problem is simple. It shows that the problem is manageable when institutions begin with clear principles—honesty, transparency, and responsibility—and translate them into specific, revisable policies connected to training and internal communication. The key was not the perfection of the initial framework. It was its operability and its capacity to be sustained over time.

This book is written from a position that is neither technological optimism nor institutional pessimism. It is a position of pedagogical realism.

AI does not automatically improve education. Nor does it inevitably destroy it. It amplifies what already exists within an institution: its standards or lack of standards, its capacity for direction or its improvisation, its coherence or its fragmentation. An institution that governed well before AI and incorporates it with judgment will emerge stronger. An institution that already operated in a disjointed manner and allows AI to spread without direction will see its earlier problems intensify at a speed it did not anticipate.

The central question of this book is therefore not how to use AI. It is how to govern it. The distinction is not semantic. To use is to adopt a tool. To govern is to define what that tool is for within a specific educational project, which conditions must be met for its use to be pedagogically legitimate, who is responsible when something fails, and how the institution corrects course when practice departs from its standards.

An institution capable of answering those questions does not need to be perfect. It needs to be governable.

This is the sixth volume in the Education in the Age of AI collection. Like the other books in the collection, it can be read independently. Its arguments, however, begin from the conceptual horizon established in Volume 1—Artificial Intelligence in Education: Understanding, Assessment, and Professional Preparation in the Age of AI—and assume its fundamental distinctions: genuine understanding versus plausible output, legitimate delegation versus improper delegation, nondelegable elements, process traceability as evidence of process, and the shift from the algorithmic paradigm toward augmented modeling as a new axis of professional preparation.

Those concepts are not developed again here in depth. They are applied. The domain of application that defines this book is institutional leadership—not the classroom, not the individual instructor, and not the student deciding whether to use AI to write an assignment, but the institution that must define what is acceptable, what is desirable, what is unacceptable, and how that definition is sustained over time.

Readers looking for a list of recommended tools will not find it here. Nor will readers find an enthusiastic defense of digital innovation. What they will find is an honest analysis of why institutions fail in predictable ways when confronting AI, a concrete proposal for diagnosing the actual state of adoption in each institution, and a set of standards and tools for building governance frameworks that work—not on paper, but in practice.

Because in this matter, as in every serious dimension of educational leadership, the difference between what is declared and what is done is the difference that matters.
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The Problem Is Not Technological

There is a question that leadership teams in educational institutions have learned to evade elegantly over the past two years. They are asked, “What is your institution doing about AI?” They respond: we are working on it, we are evaluating options, we are monitoring developments closely, we are in the process of defining our approach.

Those answers are not lies. Most are accurate descriptions of a state of uncertainty that the institution has chosen to sustain as an indefinitely provisional position. What they do not say is that this uncertainty is not neutral. It preserves nothing. It does not wait for the right moment. It produces concrete effects that accumulate week by week in classrooms, in grading standards, in students’ decisions about what they may delegate and what must remain their own work, and in instructors’ actual authority to guide that process.

This book is not written for institutions still asking whether AI is relevant to higher education. That debate is settled. It is written for institutions that already know they must respond but do not yet know exactly how. It is for leadership teams that recognize the problem but still lack the standards needed to address it with the clarity it requires. It is for instructors who have spent two or three years improvising individual responses to a situation that requires an institutional response. And it is for academic leaders who see disorder accumulating and need tools with which to begin organizing it.

The Diagnostic Error Behind the Wrong Responses

Most educational institutions that have responded to AI in some way have done so from an incorrect diagnosis: they have treated AI as a technological problem.

If the problem is technological, then the correct response is technological: adopt platforms, hire systems experts, implement detectors, and upgrade infrastructure. If the problem is technological, the competence to solve it lies in educational technology, digital innovation, or information systems units. If the problem is technological, the solution can be outsourced, externalized, or delegated to someone who understands technology.

None of that is correct.

The problem artificial intelligence presents to higher education is not technological. It is a problem of leadership: who defines what counts as genuine intellectual work when execution can be assisted externally, who establishes what kind of evidence of understanding is sufficient to certify competence, who decides which parts of the educational process are constitutively nondelegable, and according to which pedagogical standards.

The distinction matters because it determines who has the authority to decide and what kind of expertise that decision requires. An information systems unit can evaluate tools and manage technical contracts. It cannot determine what counts as understanding in a degree program, what an assessment should demonstrate, or which intellectual operations students must perform for themselves. Those decisions belong to educational leadership. They require disciplinary judgment, pedagogical criteria, institutional responsibility, and an explicit conception of the education the institution intends to provide.

The Specific Problem Addressed in This Book

This book asks a concrete question: how should an educational institution govern the presence of AI throughout its operations?

Governing is not using. It is not adopting tools, publishing documents, or organizing workshops. Governing means defining with judgment where the institution is going educationally, which uses are compatible with that direction, which are not, who has the authority and responsibility to decide, how implementation will be monitored, and how decisions will be revised when their effects differ from what was intended.

An institution that governs AI is not a technocratic institution, nor one that has resolved every dilemma. It is an institution with standards clear enough to guide decisions, responsibilities explicit enough to prevent problems from being passed downward indefinitely, and mechanisms flexible enough to correct course when practice reveals that an initial decision was inadequate.

That kind of governance is not a future aspiration. It is a present urgency. Every week that passes without it is not a week in which the institution waits. It is a week in which AI operates without shared standards, responsibilities are distributed implicitly, and local practices become entrenched in ways that will later be more difficult to change.

What Readers Will Find in These Pages

This book is organized into six parts that move from diagnosis toward action.

Part I describes the institutional problem precisely: why omission preserves nothing, why the challenge concerns leadership rather than technology, and the predictable ways institutions fail when they react without governing.

Part II develops tools for institutional diagnosis: how to determine honestly where the institution stands, what is actually happening in classrooms and administrative units, and which risks, capacities, and tensions must be made visible before policy is written.

Part III addresses the design of institutional frameworks for use: what must be regulated, according to which standards, how to build policies that function in practice, and how to redesign academic integrity, privacy, intellectual responsibility, and accountability for an AI-rich environment.

Part IV examines how to educate the institution: faculty development as a sustained process rather than a one-time event, institutional communication as a function of governance rather than public relations, and educational leadership capable of building shared criteria without eliminating legitimate disciplinary differences.

Part V introduces the indicators and review cycles that make AI governance a real process rather than a declaration of intent: how to measure what matters, distinguish activity from impact, identify implementation failures, and correct decisions before they harden into ineffective routines.

Part VI, finally, works through cases: five patterns of institutional response that the available evidence makes it possible to describe with precision, each with its mechanisms, its foreseeable results, and the lessons it offers for institutions at different starting points.

What This Book Does Not Do

This book does not offer a catalog of AI tools recommended for educational institutions. Such catalogs exist elsewhere, change quickly, and do not address the problem examined here. Choosing tools without first defining institutional purpose is not governance. It is procurement without direction.

Nor does it offer a ready-made
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