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Building Al literacy at your institution when no fixed plan can stay current.
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The idea in one line. Anchor what should stay fixed, iterate what should keep moving, and make every cycle
produce evidence. You commit to a framework and to a decision each cycle; what you refuse to freeze is the
implementation. In its shortest form: anchor, then do, capture, iterate. The six steps unpack that loop for an
institution.

This playbook addresses two readers: the leader who can charge the work and the unit that will convene it.

THE SIX STEPS

1. Set the anchor. Adopt or adapt one framework that defines Al literacy in durable, tool-independent terms
(candidates on page 5). Endorse it in writing before any rollout, or take it to the leader who can, so every project
starts from the same reference.

2. Charge the convener. Name one unit that can work across schools, for example the library. Multiple units can
share the work, as long as one is accountable for the cadence and the evidence. The charge can come from a
provost, a dean, or any leader with authority over the convening unit; a dean can start the work and bring it to
the provost as evidence accumulates. In a centralized institution the charge carries delegated authority; in a
decentralized one it carries convening power, and the work moves by invitation. The charge names the role, the
cadence, and who receives the evidence.

3. Run small, real experiments (do). Start where there is energy. Find people with genuine teaching, research,
or operational problems and guide them through solving those problems with Al, using the anchor's
components, so participants build literacy by doing. Coaches sharpen their own literacy by teaching, so capacity
compounds on both sides. Your first coaches can be the convener's staff, who guide the process rather than the
tools; recruit coaches from other areas as the work grows. Mix tempos: semester-long course work alongside
short sprints.

4. Capture every cycle (capture). Every engagement leaves a durable artifact, such as an assessment, a
documented case, a reusable template, or a student portfolio piece, and a decision record: the choice made, the
evidence behind it, and a date to revisit it. Capture is the institution's memory.

5. Feed decisions, then re-decide (iterate). The evidence goes to the leader who owns the budget in question,
who scales, funds, or stops on a set cadence. A semester cadence works; pick one and keep it. Expect the first
decision within one semester. When evidence is thin, decide anyway and shorten the revisit date.

6. Debrief the people. After each cycle, ask every participant what they can now do that they could not before,
and where they got stuck. The answers become your recruiting material for the next cycle and your early
warning system for the whole effort.



WHAT SHOULD STAY FIXED

Some things belong in writing and should not move. Where law, contract, or accreditation sets the terms, write
the fixed document and treat it as part of the anchor: data security and FERPA obligations, procurement
language, the academic integrity policy that must survive an appeal, the evidence your accreditor requires. Fix
these deliberately. Iterate what the field is still deciding: pedagogy, tool choice, assessment design.

WHAT YOU NEED TO START

A written charge and a named convener. A few willing participants and modest flexible funding. A shared folder
and a review date already on the calendar. No large staff or deep Al expertise required. A first semester typically
costs a few faculty stipends and a fraction of one unit's staff time, funded from existing budget lines.

WHAT TO AVOID

e Letting the anchor drift to match whatever the current tools do.
e Records with no revisit date; that is storage, not memory.
¢ Pilots that end without reaching a decision.

e Treating this as a tools problem when it is a judgment-and-culture problem.

HOW YOU KNOW IT'S WORKING

Literacy gains against the anchor's components, measured as simply as you need to start. Artifacts per
engagement. Participants who return for a second cycle. And decisions now made on evidence the work
produced rather than on assertion.



| WHO DOES WHAT

The method is a handshake. Leadership anchors and decides; the convener runs the loop. Neither role works

alone: decisions without evidence are assertion, and evidence without a decision-maker is filing.

Step

1. Set the
anchor

Leadership

Endorses the framework in writing

Convener

Recommends candidates, drafts the adaptation

2. Charge the
convener

Signs the charge: role, cadence, evidence
recipient

Accepts the role and assigns its people

3. Run
experiments

Clears blockers the convener escalates: access,
approvals, a resistant unit

Recruits participants, matches each cycle with a
coach

4. Capture every
cycle

Reads the records

Requires the artifact and record from every
engagement

5. Feed
decisions

Decides: scale, fund, or stop; sets the revisit date

Presents the evidence, one page per decision,
with a recommendation

6. Debrief the
people

Reviews the debrief pattern each term: who
grew, who's stuck, who returns

Runs the debriefs, compiles the pattern

THE FIRST SEMESTER

Weeks 1-2. Leadership endorses the anchor and signs the charge. The convener books the week 15 review now,
so the semester ends with a decision by design rather than by hope.

Weeks 3-5. The convener recruits two to five participants with real problems and matches each with a coach,
usually its own staff at the start. Recruit whoever is ready this time; from then on, recruit a term ahead.

Weeks 6-13. Cycles run. Each engagement works its problem through the anchor's components. Artifacts and
records accumulate in the shared folder.

Week 14. The convener assembles the evidence, one page per pending decision.

Week 15. The review. The charging leader scales, funds, or stops each item, and every decision leaves with a

revisit date.

SHARE WHAT YOU LEARN

Findings that stay on one campus scale at the speed of that campus. Published artifacts and decision records let

institutions learn from cycles they never ran, so the network iterates faster than any single campus can. Share

findings and templates with attribution; share student work only with consent. Borrow freely from those who do

the same.




I COMMON OBJECTIONS, ANSWERED

“We already have an Al task force.”
Good. A task force is a candidate convener, if it gets a written charge, a cadence, and the capture discipline.
What most task forces lack is not people but a decision rhythm; this method supplies one.

“We're fully centralized. Bottom-up won't work here.”

The method doesn't require bottom-up. In a centralized institution the charge carries delegated authority and
participation can be directed. What stays constant is the loop: real problems, captured evidence, scheduled
decisions.

“We have no budget for this.”
A first semester runs on a few stipends and reallocated staff time. If even that is impossible, start with one cycle
and one coach; the method scales down further than most initiatives can.

“What do | tell my board?”

Boards now ask about Al readiness, and few know what a good answer sounds like. The method gives you a
legible one: here is what stays fixed, here is what we are testing, and here is when we re-decide. That answer
stays true while the tools keep changing, which is what a board most needs to hear.

“Our faculty are split, some eager, some opposed.”

Expected, and workable, because the method does not need consensus to start: a first semester runs on two or
three willing participants, not a faculty vote. Some opposition is principled, about labor, consent, or what Al
does to student thinking, and captured results will not resolve it. Invite those colleagues to critique the evidence
instead. A skeptic's argument gets stronger with literacy regardless of their position, and evidence that has
survived its critics is worth more than evidence that never met any.

“Shouldn't we wait until the tools settle?”
The tools will not settle on any timeline useful for planning. Waiting is a fixed strategy with an empty anchor.
The method exists precisely so an institution can act now without betting on any tool's future.

“This sounds faculty-focused. What about students?”

Students are the point; faculty are the fastest route to most of them, since one redesigned course reaches
everyone enrolled. Run direct student cycles as well: an internship program, a summer sprint, or a project team
solving a real problem for an outside partner. Those produce something course cycles cannot, which is evidence
from employers about what your graduates can actually do. Assess both against the same anchor, so student
gains and faculty capacity sit on one scale.



I TERMS, AS THIS METHOD USES THEM

Anchor. The one framework, endorsed in writing, that defines Al literacy in durable terms. It holds while
everything downstream adapts.

Cycle. One coached engagement, from real problem to captured evidence. The unit of work.

Capture. The requirement that every cycle leaves a durable artifact and a decision record. What separates
learning from activity.

Decision record. Three fields: the choice made, the evidence behind it, and a date to revisit it.

Cadence. The fixed rhythm on which leadership decides and re-decides. The method's replacement for a fixed
plan.

Convener. The charged unit that runs the loop. It coordinates; it does not mandate.

FRAMEWORKS THAT CAN SERVE AS AN ANCHOR
e UNESCO. (2024). Al competency framework for students; Al competency framework for teachers. UNESCO.

e Long, D., & Magerko, B. (2020). What is Al literacy? Competencies and design considerations. In Proceedings
of the 2020 CHI conference on human factors in computing systems (pp. 1-16). ACM.

e Lo, L.S.(2025). Al literacy for all: A universal framework [Preprint]. University of New Mexico Digital
Repository. The anchor this method was developed with. https://digitalrepository.unm.edu/ulls fsp/213/

Any framework qualifies if it defines Al literacy in terms that outlast specific tools.
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