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The Compliance
Industrial Complex

2005 Retention dips → Build a tracker

2012 Quality concerns → Create observation framework

2019 EIF changes → Rewrite every document

Layer after layer. Every one well-intentioned.
Every one choking the system.
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"
Most colleges are using AI to write
documents nobody reads, faster.

That's not transformation.
That's just more efficient mediocrity.
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The Wrong Question vs The Right 
One

What can AI do?

Leads to faster documents,
better-formatted templates,
more polished compliance.

What can AI stop us 
having to do?

Leads to removed processes,
recovered time, space for
the work that actually matters.

A Curriculum Manager's Week

Data pulls & formatting

3-4 hrs

Action plans & QIPs

2-3 hrs

Reports for SLT / 
governors

2 hrs

Actual teaching & 
learning focus

?
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A Real Example: Self-Assessment

W I T H O U T  A I

Weeks
of curriculum areas pulling data
from different systems

Formatting narratives
that describe what the numbers already show

Review processes
where SLT ask questions answerable
by looking at the data directly

W I T H  A I

Minutes
AI produces first-draft area review
from real college data

Flags anomalies automatically
identifies trends across years

The point isn't the document.
It's the conversation that happens next.

AI doesn't replace the thinking. It removes the barriers to thinking.
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Two Kinds of AI
And most of the sector is only using one of them.

General AI

ChatGPT  /  Claude  /  Gemini

Trained on the internet's idea of education. 
Knows what Ofsted used to want. Generates 
plausible content fast.

A very sophisticated photocopier
of existing practice.

RAG AI

Your Data  /  Your Context  /  Your Truth

Connected to your retention data, student voice, 
achievement gaps, destinations. Grounded in 
your evidence.

Not a shortcut.
A critical friend.
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Same Question. Different AI. Different 
Answer.

"How can we improve retention on Level 2 programmes?"

General AI responds:

"Consider early intervention strategies, regular 
tutorials, enhanced learning support, peer 
mentoring programmes, and improved induction 
processes."

Fine. True. Useless.

RAG AI responds:

72% of L2 withdrawals occurred wks 6-10

83% had attendance below 75% in wks 3-5

40% lower withdrawal with work placement

Actionable. Specific. Yours.

One gives you templates. The other gives you truth.
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Hallucination 

Misinformation / Disinformation ?







BIAS 



AI Doesn't Build Culture
But it can clear the ground so culture can grow.

M E E T I N G S
Team meetings: 45 mins going through 
spreadsheets everyone's seen

Conversations shift to students, pedagogy, 
what's actually working

L E A D E R S H I P Managers spend weekends writing SARs
Time spent reading critically, challenging 
analysis, asking better questions

D E V E L O P M E N T CPD requests: 'How do I fill in this template?' CPD requests: 'How do I teach this better?'

You don't grow a garden by adding more things to it.
Sometimes you grow it by removing what's choking the plants already there.
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This Is Not Cognitive Offload

Cognitive Offload

"Let the machine think for me"

Staff deskilled. Judgement atrophied.
Dependency created. Quality hollow.

Cognitive Liberation

"Remove the noise so I can focus"

Bureaucratic barriers removed.
Practitioners freed to think, teach,

and lead with expertise.

The difference between AI that weakens your people and AI that empowers them.
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But None of This Works
If People Don't Feel Safe

28%
of UK adults feel confident
using AI in daily life
— despite 97% awareness

56%
of employers rate their
AI knowledge as beginner
or novice

61%
of employers have no
staff currently working
with AI at all

The Vicious Cycle
Low confidence + low skills + fear of judgement = staff 
won't challenge AI outputs, won't experiment, won't 
adopt.

They either avoid AI entirely or use it uncritically. Both 
are dangerous.

What the Research Says

MIT/Infosys (2025): 83% of leaders say psychological 
safety measurably improves AI success.

Organisations that encourage experimentation move 
3x more AI projects to production.

AI won't stick if people don't feel safe using it.
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The Monday Morning Question

"If we could remove 30% of the admin processes
in this college overnight, what would our staff
do with that time?"

"We'd worry about compliance" You have a trust problem. No amount of AI fixes that.

"They'd probably just do less"
You have a culture problem. Your people have 
disengaged.

"They'd teach better" Now you know what your AI strategy should be.
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"
AI won't save FE.
But it might just give FE the space
to remember what it's supposed
to be about.

FEA-I  |  Instant Knowledge. Better Results.
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