
Building an Applied AI 
Institute from the Ground Up Shane Green

Start With the “Why?”
• Hook Statement: “AI is moving faster than higher education 

typically adapts — that’s why we built an institute focused on 
applied AI, not just research.”

• Stress the Opportunity: Workforce demand, student 
expectations, and institutional relevance

• Position UVU as forward-looking and pragmatic.

Foundational First Steps 
(What Needs To Happen First)
• Leadership and Buy-In: Establish a steering committee (like yours) to 

align strategy across academic, IT, and industry stakeholders.
• Vision and Mission: Keep it simple: applied learning, workforce 

alignment, and responsible AI.
• Infrastructure: Secure compute resources, cloud partnerships, and 

governance frameworks early — tech is the foundation.

Balancing the Three Pillars
• Academics: Build applied curricula and interdisciplinary courses
• Faculty: Offer opt-in workshops, professional development, and 

low-barrier pathways into AI.
• Staff: Focus on practical AI tools (data analysis, productivity 

apps) that reduce friction in their daily work.

Evaluating AI Applications and Agents
• Create a Review Rubric: Accuracy, transparency, privacy compliance, and 

pedagogical value
• Run pilot tests before broad adoption.
• Involve faculty, IT, and students in evaluation committees.

Training in a Fast-Moving Tool Landscape
• Focus on Principles, Not Just Tools: Prompt design, ethical use, and evaluation 

of output
• Use a “Train-the-Trainer” Model: Identify champions in each department.
• Offer Micro-Trainings: Provide one-hour sessions rather than semester-long 

programs.

Privacy and Innovation Balance
• Establish Guardrails: Approved tools, data use policies, and clear 

faculty/student guidelines
• Collaborate with IT security and legal teams from the beginning.
• Innovate Within Guardrails: Pilot with anonymized datasets and 

partnerships that respect FERPA/GDPR.

Handling Faculty Resistance
• Acknowledge Skepticism: “AI won’t replace good teaching — it will augment it.”
• Provide Evidence: Student projects, improved research workflows, and early 

faculty champions.
• Create Safe Experimentation Spaces: Pilot programs and sandbox tools
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