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A method for building AI literacy under uncertainty.
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Definition. Anchored Adaptation is a method for building AI literacy in institutions when no fixed
implementation  can  stay  current.  Rather  than  fixing  implementation  choices  in  advance,  the
institution commits to a disciplined cycle of experimentation and learning, held steady by a fixed
conceptual  anchor.  The  method  treats  institutional  uncertainty  as  material  to  be  worked,  not  a
problem to be solved once.

Anchored. Then: do, capture, iterate.

■ THE PREMISE

In a fast-moving field, any specific implementation of AI literacy (the tools, the policies, the trainings)
dates quickly. A strategy that fixes those implementation choices in advance is therefore mismatched
to the problem by design: it is built to settle a question that will not hold still. Anchored Adaptation
separates what should stay fixed from what should keep moving, and disciplines the movement so
that adaptation produces compounding knowledge rather than drift. AI literacy is the method's first
domain; the same logic applies wherever implementation outruns governance, and those applications
await their own evidence.

■ THE SHAPE OF  THE METHOD:  ONE COMMITMENT,  THEN A THREE-BEAT LOOP

Anchored. A stable conceptual framework defines what AI literacy means, in terms durable enough
to outlast specific tools. The institution commits to the anchor before anything moves; it holds while
everything downstream of it adapts, and it is what keeps the moving from becoming drift. The anchor
remains  stable  across  implementation  cycles  and  is  reviewed  separately,  on  a  slower,  explicit
cadence. (In the author's work, a five-component competency framework.)

1 Do. Implementation proceeds through small, real experiments rather than a single rollout. Each
cycle takes on a genuine teaching, research, or operational problem, small enough to finish and real
enough to matter. The field gives no fixed answer to copy, so the institution stops waiting for one and
starts running cycles.

2 Capture.   Every  cycle  produces  durable,  reusable  evidence:  assessments,  documented  cases,
templates,  artifacts.  Capture  is  what  separates  adaptation  from  churn:  each  pass  leaves  the
institution measurably better informed.

3 Iterate. Each pass closes with a decision to scale, revise, or stop, made on current evidence and
given a revisit date. Then the loop runs again, starting further along than the last pass. The cadence
of re-deciding is the method.

■ WHAT IT  IS  NOT

Anchored Adaptation is not the absence of commitment. The institution commits firmly to the anchor
and to a dated decision in every cycle; what it refuses to freeze is the implementation. Nor is it open-
ended experimentation: without the anchor and the evidence discipline, adaptation becomes drift.

■ THE HUMAN DIMENSION

Because the experiments are coached rather than mandated, the method also functions as change
management. It builds the clarity, capacity, and culture that determine whether adaptation takes hold,
one engagement at a time, from the bottom up.
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■ L INEAGE

Anchored  Adaptation  draws  on  several  traditions  that  manage  uncertainty  by  holding  something
steady while everything else moves. Deming's PDSA learning cycle, developed from Shewhart's work,
held the discipline of prediction and study. Mintzberg and Waters's umbrella strategy held leadership-
defined boundaries while action emerged within them. Agile held a cadence of frequent delivery and
regular  reflection.  Bryk  and  colleagues'  improvement  science  held  a  problem-specific  aim,  its
measures,  and a working theory of  improvement.  Adaptive management,  the closest predecessor,
joined  recurrent  decisions,  monitoring,  and  learning  under  uncertainty.  Anchored  Adaptation's
proposed contribution is a combination and an institutional specification: it holds the definition of the
capability  itself  stable,  and binds  each cycle's  evidence to  a  documented,  reversible  institutional
decision with a revisit date. The name resembles the Cognition and Technology Group at Vanderbilt's
anchored  instruction,  but  the  constructs  differ:  anchored  instruction  situates  learning  in  a  rich
problem  context;  Anchored  Adaptation  holds  a  capability  definition  stable  while  implementation
changes.

■ ORIGIN

Anchored  Adaptation  was  developed  by  Leo  S.  Lo  and  first  operationalized  at  the  University  of
Virginia, including through the AI Literacy and Action Lab.
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License.  CC BY-NC-ND 4.0.  This  definition  may  be  shared  with  attribution,  for  non-commercial  use,  without
modification; it is licensed no-derivatives to preserve a single version of record. This license does not grant rights
in  any  trademark or  service  mark.  The author  claims rights  in  the  name “Anchored Adaptation”  as  a  source
identifier for his consulting, programs, and instruments.

Version note. Version 1.0 is the first public release and the definition of record. Revisions will be numbered from
this release, and each revision will state what changed.
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