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How This Works
This canvas does not start blank. You did the hard part this morning. Transfer first, then sharpen: your honest sentence goes into Block 1, your frontier into Block 2, and your Track C handoff (the highest-leverage decision and its owner, or its ownerlessness) seeds Block 3. Fill the blocks in order; the most common failure in institutional AI work is a tool in search of a problem, and the order is the defense.
Tonight you draft Blocks 1 to 6 only. Coalition, resources, barriers, and your commitment are tomorrow at 10:00, with the night to think in between. Two to four lines per block; the constraint is a feature. Where the canvas is heading, in one breath: in the next 90 days we will [approach] so that [people served] experience [the change], and we will know because [evidence].
Block 1: Starting Point
What it asks: Where are we, honestly, right now? One sentence, carried from this morning's synthesis.
Prompts: Use your Step 2 sentence from the diagnostic. Has anything you heard since (case studies, demos, industry panel) changed it?
Quality bar: The trusted-peer version, not the press-release version. If it could appear in a campus newsletter unedited, it is probably not honest enough.
	 
 


Block 2: The Frontier
What it asks: The one dimension and opportunity where will, conditions, and authority align in the next 90 days. This is your plan's scope boundary: everything else on the canvas serves this frontier.
Prompts: Carried from the diagnostic. Is this still the frontier after today's sessions? Is it one frontier, or have you smuggled in three?
Quality bar: Singular and bounded. A direction (improve fluency) is not a frontier (build and run the first cohort-based pathway for a named population). Your plan advances your existing momentum, whether launching something new or breaking through a barrier on work already underway.
	 
 


Block 3: The Problem
What it asks: The specific problem, felt by specific people, that this frontier addresses. Three lines maximum: what is happening, who feels it, what it costs.
Prompts: Who experiences this problem on a Tuesday afternoon, and what does it look like when they do? What evidence do we have that it is real and not assumed?
Track C: most problems in this room are decision problems or fragmentation problems. Name the decision no one is making, or the fragmentation creating risk (shadow tools, duplicated spend, ungoverned data flows). Your WS1 handoff named the highest-leverage decision and its owner; it goes here.
Quality bar: Named populations and observable symptoms. A problem statement that mentions a tool has skipped a step.
	 
 
 


Block 4: The Change We Seek
What it asks: What will be true for the people served if this works, expressed in your institution's mission terms, not a peer's playbook.
Prompts: Complete: if this works, by [date] our [people served] will [observable change]. Why does this change matter to our mission, our students, our identity?
Track C: state the change in enablement terms. What will units be able to do safely and quickly that they cannot today? A change that only reduces risk without enabling anything has half a value proposition. Connect to academic mission: who upstream benefits when this plumbing works?
Quality bar: Observable and mission-anchored. The change describes humans doing or experiencing something different, not a system existing.
	 
 
 


Block 5: The Approach
What it asks: The smallest credible version of the work: what you will actually do in 90 days, with the human role and the AI role both named.
Prompts: What is the smallest version that would produce real evidence? What does AI do in this approach, and what do humans do that AI cannot (relationships, empathy, contextual judgment)? What are we deliberately not doing in these 90 days?
Quality bar: Scoped to your actual capacity rating from this morning, not your aspirational one. A not-doing list is required; an approach without exclusions is unscoped.
	 
 
 


We are deliberately NOT doing:
	 
 


Block 6: Evidence of Progress
What it asks: How you will know it is working: two or three indicators measurable within 90 days, plus the longer-term outcome they lead toward. Evidence over announcements.
Prompts: What would we accept as evidence that this is working? That it is not? What is the cheapest honest measure, and who already collects it? What will we report to our Transformational Leadership Circle at day 90?
Track C: useful indicator families: cycle time (request to answer on tool approval); coverage (share of AI tools in use that are known and reviewed); adoption of the sanctioned path versus shadow alternatives; one operational metric from a pilot use case (hours, quality, speed).
Quality bar: Outcomes and behaviors, not activities. Every indicator names who measures it and when. At least one indicator must be capable of disconfirming the plan.
	 
 
 
 


Tonight: Pressure-Test Your Draft
The evening reflection and tomorrow's breakfast sharing are this draft's first peer review. Test Blocks 3 to 6 against three questions:
1. What surprised you about AI's current capabilities today, and does your approach still assume yesterday's limits?
1. What challenged your assumptions about your institution's readiness, and is your approach still scoped to the institution you actually have?
1. What is the one AI initiative you are now certain you need to address, and is it the one on this page? If not, why not?
Revision is evidence of learning, not failure. Bring this sheet, revised or confirmed, to Working Session 3 tomorrow at 10:00 (facilitated by Joe Abraham), where you will build the right half: coalition, resources, barriers, riskiest assumptions, your 90-day cadence, and the commitment you will present to the full community before lunch.
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