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Your district just received three emails…

A teacher asks if they can use ChatGPT to write IEP accommodations.

A principal wants to purchase an AI lesson-planning tool.

A parent asks whether AI is grading their child's writing.

Does your district have policy for any of these?



Today’s session isn’t about AI.

It’s about making sound decisions when questions 
about AI questions arise…and they will.

1. Why AI Needs Governance

2. The Policy Pitfalls

3. Building the Framework



AI in Education

The AI Revolution is here. 

But actually, it’s less of a revolution and more of an evolution. 

*spencereducation.com



Before we freak out…
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• Reactive - tools that respond to specific inputs or situations without learning from past experiences (e.g. 
Alexa, Roomba, Siri). **This is morphing with updates and advanced tech.

• Predictive - tools that analyze historical data and experiences to predict future events or behaviors (e.g. 
Netflix, credit-scoring, Amazon Music).

• Generative - tools that generate new content or outputs often creating something novel from learned 
patterns (e.g. ChatGPT, Gemini, Dall-E).

Three Types of AI in Our Daily Lives

https://www.ibm.com/topics/speech-recognition
https://www.ibm.com/topics/speech-recognition


Why 2026 Is Different 

AI agents moving into workflow

AI in scientific discovery

AI in governance & defense

Rapid model iteration (60-90 days)

http://www.youtube.com/watch?v=r4-hXO7MLVU


*teachai.org

Potential Educational Benefits





How to play:

With the people sitting around you…

1. Read the scenarios (A-J) and work with your group to identify 

which of the 10 AI pitfalls matches each scenario illustrated.



Pitfall #1
Policy That Ages Faster Than It’s Approved

Policy names specific AI tools

Reactive amendments every few months

Overly prescriptive language
 

Becomes obsolete quickly

Creates governance instability

Signals lack of systems thinking

 

Is our policy principle-based 
or product-based?



A district writes a highly rigid, 15-page AI policy document that 

explicitly names "ChatGPT 4.0 and Google Bard." Six months 

later, the policy is completely obsolete because those tools have 

changed names and new systems have emerged.

Which pitfall did they fall into?

What did they forget to keep in mind?



Pitfall #2
Innovation Without an Owner

IT piloting tools

Curriculum testing tools

No central oversight

 

Fragmented implementation

Inconsistent expectations

No accountability structure

 

Who owns AI governance 
in our district?

 



A middle school math department approves a pilot for a new AI 

math app, while the curriculum team independently buys a 

different AI writing assistant. Neither department knows what 

the other is doing, leading to fragmented expectations and zero 

central oversight.

Which pitfall did they fall into?

What did they forget to keep in mind?



Pitfall #3
Procurement without Pedagogical Alignment

Vendor-driven enthusiasm

Purchasing before defining need

No evaluation rubric

 

Misaligned with NJSLS

Wasted funds

No measurable impact

 

What instructional problem 
are we solving?

 

 



A school district purchases an expensive, district-wide license 

for an AI lesson-planning tool because it looks flashy, but they 

never check if it aligns with their state standards or core 

teaching methodologies.

Which pitfall did they fall into?

What did they forget to keep in mind?



Pitfall #4
Uploading Protected Student Data into AI Systems

IEP summaries pasted into AI tools

Discipline reports drafted in public AI

Chrome extensions collecting writing data

FERPA violations

Third-party data retention

Loss of district data control

Do staff know what is 
non-uploadable?



A teacher wants to save time and pastes three complete, 

confidential student IEP summaries into a public, free AI 

chatbot to generate lesson accommodations.

Which pitfall did they fall into?

What did they forget to keep in mind?



Pitfall #5
AI Drafting High-Stakes Documents

AI-generated IEP goals

AI-assisted evaluation narratives

AI drafting disciplinary recommendations

Bias

Hallucinations

Due process vulnerability

Where must human 
authorship remain intact?



A principal uses an AI tool to write a sensitive, high-stakes 

disciplinary letter to a staff member regarding a complex issue, 

sending it out without reviewing it for tone or factual accuracy.

Which pitfall did they fall into?

What did they forget to keep in mind?



Pitfall #6
Over-Reliance on AI Detection Tools

False positives

Students accused without verification

Automatic disciplinary escalation

Public trust erosion

Legal vulnerability

Tool reliability issues

Do we understand the 
margin of error?



An English department introduces a strict policy that 

completely bans all AI tools and relies blindly on an online 

software program to automatically issue zeros and disciplinary 

referrals to students.

Which pitfall did they fall into?

What did they forget to keep in mind?



Pitfall #7
Designing Assessments AI Can Easily Complete

False positives

Students accused without verification

Automatic disciplinary escalation

False mastery signals

Inflated achievement data

Is assessment redesigned 
for an AI-present world?a



A history teacher assigns a standard five-paragraph essay on the 

causes of the American Revolution to be done entirely at home, 

resulting in 80% of the class turning in perfectly written, 

AI-generated essays.

Which pitfall did they fall into?

What did they forget to keep in mind?



Pitfall #8
Confusing Personalization with Automation

Adaptive tools replacing instructional judgment

Over-optimization of learning pathways

Dehumanization

Over-reliance on algorithmic decisions

Are we enhancing teachers 
or bypassing them?



A school rolls out an AI program that spits out generic, 

automated worksheets for students based on their test scores, 

calling it "deeply personalized learning," while reducing actual 

student-teacher interaction.

Which pitfall did they fall into?

What did they forget to keep in mind?



Pitfall #9
Treating AI as a Discipline Issue, not a Literacy Issue

Blanket bans

Punitive enforcement

No AI literacy instruction

Underground usage

Missed digital literacy opportunity

Are we teaching AI literacy  
or policing AI use?



A student uses AI to help brainstorm and generate work for a 

science project. The school immediately treats it as a massive 

cheating scandal and suspends the student, rather than 

teaching them the boundaries of ethical AI collaboration.

Which pitfall did they fall into?

What did they forget to keep in mind?



Pitfall #10
Failing to Prepare the Board and the Community

Board blindsided by AI controversy

Parent panic

Media escalation

Reputational damage

Political amplification

Have we proactively briefed 
stakeholders?



A school board meeting turns chaotic when parents and local 

media show up furious after learning that the high school is 

experimenting with AI-driven grading software, having never 

been informed beforehand.

Which pitfall did they fall into?

What did they forget to keep in mind?





Source: ChatGPT



Source: ChatGPT
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Source: ChatGPT



Hallucinations

can reinforce bias.

Chatbots don’t just occasionally hallucinate information, they also…

do so with certainty.

create the illusion of expertise.

validate misinformation.

communicate in a sycophantic way.

And for users, adults and students alike, this creates significant challenges.



The 80/20 Rule (or Pareto Principle)

Source: ChatGPT



Policy Development Process

Source: TeachAI



School Districts must examine uses, training and policy. 

https://tech.ed.gov/files/2024/10/ED-OET-EdLeaders-AI-Toolkit-10.24.24.pdf

Policy & Regulations



School Districts must examine uses, training and policy. 

https://www.nj.gov/education/innovation/ai/

Policy & Regulations



www.teachai.org/cs

Foundational Policy Ideas for AI in Education

Policy & Regulations

http://www.teachai.org/cs
https://drive.google.com/drive/folders/1dX7XKtMbjzpKDU5YkW7moxlroF2eGb98?usp=sharing


www.teachai.org/policy

Policy & Regulations



Slidedeck Link

Policy & Regulations

https://drive.google.com/file/d/1f46mp9-eGCGycuSsSJRT5iStlimpJlf7/view?usp=sharing


NEA: Report of the NEA Task Force on Artificial Intelligence in Education

Our report and statement cover ideas that are essential to the question of AI in education, namely:

1. Students and educators must remain at the center of education

2. Evidence-based AI technology must enhance the educational experience

3. Ethical development/use of AI technology and strong data protection practices

4. Equitable access to and use of AI tools is ensured

5. Ongoing education with and about AI: AI literacy and agency

Policy & Regulations

https://www.nea.org/resource-library/artificial-intelligence-education


Three main ways this is being addressed:

1. In Board of Education policy - “baked into” Acceptable Use policies or as a standalone policy. 
2. A student pledge for appropriate use coupled with a code of conduct.
3. A combination of all of the above.

Policy & Regulations



Action Planning



"AI won't replace us, 

but instead, 

humans using AI 

will outperform those 

without it." 

Professor Karim Lakhani - 

Harvard Business School
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