Campus Al Framework

A Model for Responsible Al in Higher Education Institutions

CAMPUS Al FRAMEWORK
A mode] of responsible Al for insfifutions who lead by example.
Institutional Pillars for Al
Mission-Aligned Structures for Al Readiness and Practice

CAMPUS MISSION & VISION & Al STRATEGIC COMPASS

Guiding Af(gﬁmeﬂf, Ethics, and Impact Across the Framework

Al PRINCIPLES IDENTIFICATION, SELECTION, AND PRIORITIZATION OF Al INITIATIVES
RUBRIC MEASURES FLOW PROCESS
» Strategic Fit « £Pls [Outputs) * Assess, Priorifize &

» Ethics, Legal & Compliance « DKRs [Qutcomes) Approve
* Plon

Al POLICIES/GUIDELINES

GRC: GOVERNANCE, RISK and COMPLIANCE

. . « Financial Viabilit
(Includes Bias, Privacy, Transparency) 4

s Track
» Operational Efficiency & » Reflect

Al ENGAGEMENT & COLLABORATION Innavation
«Al Community of Practice: Inclusive Engagement & Feedback
#Al literacy & Cilizenship: Fostering Ethical, Informed Al Citizens
#Parinerships & External Collaboration: Leveraging External Stakehaolders

« Stakeholder Impact
INSTITUTIONAL CAPABILITY ASSESSMENT

* Readiness: Governance, trust, competency, initial capacity
+ Maturity: Adoption, integrafion, evalving skill, scalable capacity

DOMAINS

CAMPUS READINESS

Ensuring alignment, capability & cullural readiness

. T hing. L ing & Student Su + R h & I
s Operations & Infrastructure + Student & Community Engagement

ROLES & RESPONSIBILITIES

*Stralegic Leadership * Operational Execulion * Enabling & Engagement

— —_—
IMPLEMENTATION & OPERATIONS Scelable for Al

*Organizafional Change & Adoption [culture, communication, fraining)

* Resourcing & Infrastructure (funding, stoffing, tocls, architecture) How fo Use This Framework

« Systems & Processes [dafa platforms, workflow optimization, autemation] Start with your . establish principles and p: Build readiness.
Use ompass to guide ethical, ic implementation
across domains.
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The Pillars build the foundation. The Compass guides the way.
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How the Framework is Structured

The Campus Al Framework consists of two interrelated components that
together guide institutions toward responsible Al leadership:

e The Pillars of Al: These define the critical institutional structures, values, and
capabilities campuses should strive to build and align over time. They
serve as the foundation — ensuring that Al development is anchored in
mission, ethics, governance, literacy, and operational readiness.

e The Al Strategic Compass: This is the decision-making tool embedded
within the framework. It provides a systematic process for evaluating,
prioritizing, and measuring Al initiatives through strategic, ethical,
operational, financial, and stakeholder lenses. The Compass ensures that


https://bit.ly/campusaiframework

every Al project supports institutional goals and is implemented
thoughtfully.

Together, the Pillars establish what institutions must build, while the Strategic
Compass guides how institutions make strategic choices and measure success
along the journey.

1. Purpose

The Campus Al Framework helps colleges and universities lead by example in Al
adoption, governance, and integration.

It provides mission-aligned structures for institutions to be ready, ethical, and
strategic with Al across teaching, research, operations, and community
engagement.

Essence: A blueprint to build trustworthy, scalable Al ecosystems rooted in
institutional mission.

2. Core Structure: Institutional Pillars for Al

Each pillar represents a critical building block for responsible Al readiness and

practice:
Pillar Focus

Campus Mission & Vision Anchor Al to your core purpose and
institutional future.

Al Principles Declare guiding values (ethics, fairness,
fransparency, innovation).

Al Policies/Guidelines Codify acceptable use, risk mitigation, and
responsibilities.

GRC: Governance, Risk, Embed accountability (bias, privacy,

Compliance fransparency).




Al Literacy & Citizenship Foster ethical, informed, and responsible

Al users and creators.

Practice

Al Community of

Enable inclusive engagement and
governance feedback loops.

Campus Readiness

Assess alignment, culture, and capability
before activation.

Roles & Responsibilities Clarify leadership, operational

execution, and engagement roles.

Operations

Implementation &

Resource, manage change, and
improve Al systems sustainably.

Unexpected insight: Institutions that treat Al like "just another tool" risk silent

mission drift. Treat Al like you would your academic integrity —

foundational.

3. Strategic Engine: Al Strategic Compass

The Al Strategic Compass powers the Framework by guiding institutions on how

to evaluate, prioritize, and measure Al initiafives.

Components
Element Description
Rubric Evaluate initiatives across Strategic Fit, Ethics &
Compliance, Financial Viability, Operational
Innovation, Stakeholder Impact.
Measures Success = Outputs (KPIs) + Outcomes (OKRs) +

Maturity + Readiness.

Flow Process

Screen — Score — Select — Plan — Track —
Reflect.



https://bit.ly/aicompass

Domains of Application:

e Teaching, Learning & Student Success

e Research & Innovation

e Operations & Infrastructure (IT, HR, Finance, Facilities, etc.)

e Student & Community Engagement (Student Affairs, Advancement,
Communications, etc.)

Concrete: Institutions tfrack both what they build (KPIs) and whether it
matters (OKRs).

4. Operational Model: How it Works Together

? Step 1: Ground Al in Mission
Everything starts from the campus' purpose and vision for its future.

? Step 2: Build Structures
Develop principles, policies, literacy programs, readiness assessments, and
communities of practice.

¢ Step 3: Evaluate with Compass
Use the rubric to screen initiatives, ensuring ethical, strategic, and
mission-aligned choices.

? Step 4: Implement Responsibly
Activate projects with assigned roles, clear KPIs/OKRs, change management,
and strong operational support.

? Step 5: Reflect, Learn, and Improve
Use outcome tracking and institutional learning cycles to evolve.

5. Maturity and Readiness

To ensure scalability and resilience, institutions assess two continuous
dimensions:

Measure What It Means




Maturity The capability to responsibly integrate and
sustain Al (e.g., governance, infrastructure,
cultural readiness).

Readiness The preparedness across people, processes, and
policies to activate Al ethically and successfully.

5-Level Maturity and Readiness Rubrics help guide institutions from ad-hoc pilots
to enterprise-aligned Al ecosystems.

6. Why This Framework is Needed Now

e Al disruption in higher ed is inevitable — strategic leadership is optional.
e Trust, reputation, and mission integrity are at stake.

e Regulatory expectations (privacy, bias, equity) are rising fast.

e Institutions that act early set the standards for responsible Al use.

7. How to Start

e Use the Campus Al Framework as your foundation.

e Apply the Al Strategic Compass to prioritize initiatives.

e Build literacy, readiness, and inclusive governance across your Campus.
e Track what you build, why it matters, and how you improve over fime.

Simple First Action:
<~ Host a campus conversation: “How should our mission shape our Al futuree”

8. About the Author

This framework and model were developed by Joe Sabado, drawing from 27+
years of experience in higher education strategy, operations, and leadership,
and refined using insights from leading Al governance frameworks and change
management models.

Final Thought



The Campus Al Framework is not just a model.
It's a movement toward higher education institutions becoming trustworthy
architects of the Al future.

From exploration — execution — ethical transformation.

Invitation to Collaborate

The Campus Al Framework is a living, evolving model shaped by insights from
the higher education community.

If you are interested in exploring the framework, offering feedback, or
collaborating on its development, | would welcome your engagement.

Contact: Joe Sabado - joepsabado@gmail.com

Website: CampusAlExchange.com

Together, we can strengthen how higher education leads in the age of Al —
with purpose, responsibility, and impact.
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