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The Antifragile Al

Adoption Framework

A practical decision model for higher education leaders to adopt
Al in ways that reduce burnout, increase capacity, and become
stronger under pressure, not just survive technology disruption.

Are we adopting Al to solve real institutional
pressure points, or because the tools seem
exciting or urgent?

Instead of asking “What Al tools are out there?’, ask “Where does our system break
under stress, and how might Al help us gain from that stress?”

@ Fragile:

Start with tools; pilot them in isolation; hope they fix
something.

o Antifragile: Start with pressure zones (grading burnout,
advising overload, engagement, writing feedback
bottlenecks) and choose Al only if it measurably
reduces that strain.

TAKEAWAY

Identifying pressure first ensures Al reduces pain. Institutions
grow stronger under stress instead of reacting to trends.

Does this Al tool have clear, safe failure
boundaries?

If it goes wrong, who is harmed, and how far could the damage spread?

e Fragile:

High-stakes domains where errors become political or
punitive (plagiarism detection, retention, enrollment)

o Antifragile: Low-stakes or capacity-building domains (formative
student writing, faculty workload reduction,research
feedback support).

TAKEAWAY

Al is safest where mistakes are reversible and human review
remains central. If failure could trigger inequity, escalation,
or a crisis, it is not an appropriate pilot domain.

Learn More

Does this Al replace tedium or replace thinking?

Strong institutions use Al to remove repetitive labor and free faculty capacity, not
to substitute critical thought or academic relationships.

e Fragile:

Outsources human judgment and student thinking
(black-box grading, no educator oversight chatbots
that generate assignments for students).

o Antifragile: Enhances human capacity (feedback loops, writing
support, research assistance, tutoring scaffolds,
instructional development tools).

TAKEAWAY

Al that elevates educators and deepens student learning
strengthens the system. When Al replaces thinking, skill
development erodes; when it removes tedium, people become more
capable.

How cheaply and safely can we test this Al?

Can we learn fast with minimal risk, cost, and disruption?
e Fragile: Large purchases, campus-wide rollouts, or multi-
year commitments without evidence

o Antifragile: Low-cost pilots with short timelines (e.g., 12 weeks),
small voluntary cohorts, clear success metrics, and
documented post-mortems.

TAKEAWAY

Cheap experiments limit downside and maximize learning.
Optionality lets institutions adjust, scale, or abandon tools
based on real outcomes, not assumptions.

Let's rethink what originality and the writing process mean in the age of Al. Visit packback.co or email curious@packback.co.
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Are we running multiple diverse pilots, or betting
on a single tool or use case?

Don't run one pilot, run several small ones.
e Fragile: A single pilot becomes the proof point for Al adoption,
creating political risk and narrow learning.

o Antifragile: Multiple small pilots in different contexts (for example,
writing feedback, administrative automation, student
engagement, instructional development) generate
varied data and insights.

TAKEAWAY

Pilot diversity spreads risk and multiplies learning. You scale
what works for your faculty and students, in the appropriate
contexts, instead of forcing one solution across the institution.

Is success defined by improvement in capacity and
outcomes, or just usage metrics?

Are we measuring hours saved, learning gains, and responsiveness, or simply
counting logins and licenses?

@ Fragile:

masks whether the tool actually reduced workload,
improved instruction, or solved the problem the
implementation was aiming to address.

o Antifragile: Success is defined by tangible results: hours saved,
student retention grade improvement, communication
responsiveness, and faculty satisfaction indicators.

TAKEAWAY

When institutions chase adoption, they confuse activity with
value. Al earns its place only when it meaningfully reduces
strain and improves outcomes; otherwise, it becomes another
burden

If this pilot works, does scaling it create more
capacity, or more dependency and burden?

Antifragility exists not just in the pilot, but in how the success spreads. A win that
creates more workload, compliance, or dependency isn't a real win.

@ Fragile: Success leads to increased training demands, heavier
administrative oversight, or new compliance steps,
turning a promising pilot into an institutional burden.

O Antifragile: Scaling widens access while reducing central load,
increases faculty autonomy, and creates multiple
pathways to success so the institution isn't reliant on
one tool or one team.

TAKEAWAY

A pilot is only as strong as its ability to grow without strain.
Antifragile scaling expands capacity, distributes ownership,
and builds redundancy so that success strengthens the whole
institution, not just the pilot site.

Learn More

Usage becomes the goal (logins, activation counts), which

Who owns the implementation narrative and
shields stakeholders from fallout?

If complaints or confusion arise, who stands in front, not behind, the implementation?
e Fragile: Narrative ownership falls on individual instructors or
department chairs, who absorb student concerns,
faculty senate questions, and public scrutiny.

o Antifragile: Institutional leadership publicly sponsors the
implementation, sets expectations, manages
communication, and protects faculty; departments
implement and provide real feedback.

TAKEAWAY

When leadership owns the narrative, Al implementation feels
safe and legitimate. Faculty can experiment without fear, and
institutions learn without political blowback.

Does this Al reduce policy friction and help
faculty navigate it with clarity, or does it
create new compliance burdens?

The right tools shouldn't require rewriting the rulebook; they should illuminate
how to operate confidently within it.

@ Fragile: Tools that create new prohibitions, trigger additional
legal reviews, or expand compliance discussions before
they deliver value. They create ambiguity and fear,
leaving faculty unsure how to stay within policy.

o Antifragile: Tools that fit existing institutional frameworks, reduce
administrative friction, and serve as practical guides within
current guardrails like showing faculty not just what's
allowed, but how to work effectively inside the boundaries.

TAKEAWAY

Responsible-use Al should make policy actionable. When a tool
reinforces existing norms and provides a clear “recommended
path” for faculty, it increases confidence and compliance instead
of adding governance burden.

Does this Al raise the floor for all faculty, or only
make your most advanced instructors even better?

Institutions need tools that expand capability broadly, not just amplify expert performance.
e Fragile: Tools that rely on expert intuition, advanced pedagogy, or
extra time, benefiting already high-performing faculty
while widening equity gaps in adoption.

o Antifragile: Tools that support newer or overextended instructors,
accelerate confidence and competence, and make

effective teaching easier to deliver across the institution.
TAKEAWAY

Anti-fragility is distributive: the system strengthens when the
least supported faculty gain capacity. Tools that only raise the
ceiling create fragility; tools that lift the floor build resilience.

Let's rethink what originality and the writing process mean in the age of Al. Visit packback.co or email curious@packback.co.






