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Digital transformation and artificial intelligence have 
become key terms in higher education government
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What is really important about 
digital transformation? 
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Technology?
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For any sector, digital 
transformation involves the use 
of technology to create new ways 
of optimizing processes and the 
operating model, aiming to 
significantly enhance their reach 
and impact

However, digital transformation is 
misunderstood when it is seen 
only as a technological factor
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The most important thing in digital transformation is people

https://bit.ly/3fHMlL5

https://bit.ly/3fHMlL5


The challenge behind digital transformation [1]
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“We are responding to a challenge: a digital 
transformation that is not only about equipment and 
skills, but also about changes in mindset”

Antonio Rodríguez de las Heras



The real challenge for universities

Rethinking digital transformation: 
from digitising processes to governing 
AI-enabled sociotechnical ecosystems 
with meaningful human oversight
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Leveraging artificial intelligence to achieve educational excellence
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AI in Higher Education: A critical issue

• Rapid technological advancement. The swift evolution of AI 
technologies, such as ChatGPT, has significantly impacted educational 
paradigms, necessitating prompt adaptation by higher education 
institutions

• The automatic generation of educational content in digital format 
(text, image, video, presentations, audio, etc.) is a reality 

• These contents have quality enough to be used as teaching materials 
or as results of a teaching activity, without the possibility (in most 
cases) of detecting their origin with sufficient certainty [2]

AI Governance Strategies: A University Perspective 10

Im
ag

e 
ge

n
er

at
e

d
 w

it
h

 L
im

eW
ir

e
h

tt
p

s:
//

lim
e

w
ir

e
.c

o
m

/p
o

st
/4

6
4

eb
8

6
b

-8
29

b
-4

50
1

-b
9

e2
-4

e4
9

fa
1

7a
d

1b

https://limewire.com/post/464eb86b-829b-4501-b9e2-4e49fa17ad1b
https://limewire.com/post/464eb86b-829b-4501-b9e2-4e49fa17ad1b
https://limewire.com/post/464eb86b-829b-4501-b9e2-4e49fa17ad1b
https://limewire.com/post/464eb86b-829b-4501-b9e2-4e49fa17ad1b
https://limewire.com/post/464eb86b-829b-4501-b9e2-4e49fa17ad1b
https://limewire.com/post/464eb86b-829b-4501-b9e2-4e49fa17ad1b
https://limewire.com/post/464eb86b-829b-4501-b9e2-4e49fa17ad1b
https://limewire.com/post/464eb86b-829b-4501-b9e2-4e49fa17ad1b
https://limewire.com/post/464eb86b-829b-4501-b9e2-4e49fa17ad1b


AI in Higher Education: A critical issue

• Changing students’ expectations. Modern students anticipate 
personalised, flexible, and tech-integrated learning experiences, aligning 
with the capabilities offered by AI-driven educational tools

• Workforce demands. The job market increasingly requires AI literacy and 
digital competencies, pressing universities to integrate AI into curricula to 
prepare graduates effectively

• Educational myths. Education is not immune to exaggerations and 
inaccuracies about the potential of AI, giving rise to its myths and 
projections, derived from the catastrophic or excessively benevolent 
perspectives shared in popular wisdom or technological solutionism [3]
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From ChatGPT to GenAI: A paradigm shift in Higher Education
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The AI Landscape in 2026: A New Reality for Universities

• 2023–2026: The accelerated AI era. From generative text to multimodal 
agents, autonomous AI is reshaping every sector at unprecedented speed

• 86–92% of students use AI regularly. 79% of faculty actively engage with AI 
tools (Digital Education Council - https://d66z.short.gy/OuX3gq). However, only 
39% of institutions have a formal AI policy (IREX)

• Generative AI is not just another tool. It creates content, writes code, runs 
analyses, and synthesises knowledge. It is accessible to anyone with internet 
access

• Universities are no longer observers. Teaching, research, and administration 
are all AI-touchable, but they are also AI-vulnerable without proper governance
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Why governance matters

• AI is transforming teaching, 

research, and administration

• Universities must balance 

innovation with responsibility

• Need for strategic 

coordination: ethical, legal, 

operational
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Open issues in AI government in universities
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A vision rooted in ethics and opportunity
• Fear vs. empowerment

• AI is often seen as a threat,  but it also presents 
an opportunity to transform education for good

• Not just tools, but mindsets

• AI adoption requires rethinking roles: from 
teacher as transmitter to curator, facilitator, 
and guide

• Institutional responsibility

• Universities must lead with values: equity, 
transparency, and human-centred design

• Responsible innovation

• Promoting AI literacy, ethical awareness, and 
digital governance from the outset

AI Governance Strategies: A University Perspective 18



Safe AI in Education Manifesto [5, 6]

The Manifesto for Safe AI in Education proposes fundamental 
principles that ensure that AI is implemented in educational 
settings in a manner that is ethical, safe, and aligned with the 
fundamental goals of education

These principles are based on the belief that AI should always 
be at the service of people, enhancing human capabilities 
rather than replacing them
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All the university main 
stakeholders must be 
trained for the correct 

and critical use of 
artificial intelligence
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Operational principles of critical literacy [8]

Critical literacy in AI 
is not merely about 
knowing how to use 
tools, but about 
using them 
judiciously within 
the framework of 
academic values 
and practices 
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The importance of communities of practice and the 
sharing of good practices
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Technology is 
neither good nor 
bad, nor neutral

“
Melvin Kranzberg [12]



Dichotomy between dependence on third parties 
and open proposals
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Chronology of the large language models that have existed (with a size of more than 10,000 million parameters) in recent years (open source LLMs 
are marked in yellow). Source: [13]

Timeline of LLMs
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In-house intelligent applications - learning assistants
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In-house intelligent applications - learning assistants
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In-house intelligent applications - learning assistants
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In-house intelligent applications - learning assistants
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In-house intelligent applications - learning assistants
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In-house intelligent applications 
- learning assistants
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A framework for the governance of AI in universities [16]

• Principles for AI governance

• Principle of legality, AI Act & GDPR compliance

• Principle of neutrality, bias mitigation across processes

• Principle of transparency, explainability, and open 
communication 

• Principle of promotion of innovation, promoting safe 
experimentation
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A framework for the governance of AI in universities [16]
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A framework for the governance of AI in universities [16]

• Structures for AI governance at universities

• Considering the presented principles and the universities’ own digital transformation 
needs, the issues to be addressed for the AI governance should be in line with the ISO 
38500 IT Governance standard [28] principles

• Responsibility, individuals, and groups within the organization must understand and accept 
their responsibilities with respect to the use of AI

• Strategy, the organization has a clear strategy for incorporating AI-based solutions

• Acquisition, AI service providers are required to follow the same principles as the 
institution, with clear and transparent decision-making

• Performance, technological issues related to the ability to address problems and propose 
AI-based solutions

• Conformance, legislation, and regulations compliance of the whole knowledge generation 
process

• Human behaviour, strict observance of ethical principles in the use of AI, is always oriented 
towards the well-being of people, and training in the proper use of AI-based solutions
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A framework for the governance of AI in universities [16]

• The involvement of existing structures in the university with new attributions or the creation 
of such structures if they do not exist

• AI commission. It is the central decision-making body for AI

• Ethics committee. It should take on the responsibility of observing the aspects of human 
behaviour, overseeing the ethical issues raised by AI, not only in research projects but also in 
projects for the implementation of solutions that universities wish to incorporate into their digital 
ecosystem

• Data Protection Officer. AI-based applications are large consumers of data and, as such, are 
subject to this regulation and are therefore subject to supervision by the Data Protection Officer

• AI technical services. They should oversee the implementation of many of the AI solutions, or at 
least coordinate them with the suppliers

• Expert Group. A multidisciplinary group of people, external to those responsible for the 
implementation of AI and experts in different fields such as the more technical principles of AI, in 
the application of AI solutions to human problems, in the laws that regulate and limit the uses of 
AI, in ethical and social aspects of AI, in university governance and the use of AI in universities, etc. 
Its task is to issue guidelines and reports at the request of the AI commission

AI Governance Strategies: A University Perspective 40



A framework for the governance of AI in universities [16]

Structures for 

AI governance 

for universities
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Conclusions
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The question is not whether universities will 
change, but how wisely they will do so
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Universities as agents of transformation

Making AI part of university governance is necessary to 
set the scenario for universities to continue to lead in 

this AI-driven era, ensuring that they remain at the 
forefront of educational innovation while safeguarding 

their fundamental principles [17]



AI governance must be strategic
(aligned with the institutional digital 
mission), participatory, and ethical
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The goal is to build an AI-augmented academic 
culture, not just AI-powered systems



Call to action, from vision to reality: 
What we must do now
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Let us not just use AI, let us teach it,
question it, and lead through it
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• Invest in governance structures, training, and ethical foresight
• Promote a culture of critical engagement with AI across disciplines
• Collaborate across institutions to share frameworks and best practices
• Act with purpose, the choices made now will define the future of education
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