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From Scribe to System: Scaling Institutional Expertise

BIG Question:
What if every repetitive, knowledge-intensive task you do could
work the same way?

Challenge # technology

Challenge = Where to start + building useful workflows

CSU Veterinary

7 Health System


Presenter Notes
Presentation Notes
2 Min: [Transition]

You've just seen how CoVet is transforming clinical documentation at the Vet Hospital—turning chaos into structured, reusable outputs.
Dr. Torres-Henderson just showed us a concrete example […]
But here's the bigger question:
What if every repetitive, knowledge-intensive task you do could work the same way?
The challenge isn't the technology. It's knowing where to start and how to build workflows that actually stick.
I've been here 21 years, and I know some of you have too. We've built incredible expertise, but it's locked in our heads and inboxes.
For the next 20 minutes, I want to show you a practical framework for turning your decades of institutional knowledge into durable, scalable systems—and why YOU are the only ones who can make this work.
Your knowledge isn't being replaced—it's being SCALED. This framework shows you how
We'll move quickly through a 3-phase framework, then look at two real examples, and I'll give you resources to dig deeper.



3D Framework for Al In Higher Ed

DEFINE DEVELOP DEPLOY

Specific Problem Capture Context Generate Content

Q

Expert Review

Outputs Desired Clean & Structure

Data Risk Levels Build Tools Distribute
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1 min: 3D framework overview

This isn't about becoming an AI expert overnight. It's about applying a systematic approach.

Think of this as a roadmap: DEFINE the problem with your expertise, DEVELOP the context and tools, DEPLOY with you still in control.

Each phase has three steps. Let's walk through them


DEFINE: Where your expertise shines

1. Specific Problem

* What repetitive task drains your time but requires YOUR knowledge?
* Not "communication is hard” = "New policy announcement needs 5

different versions for different audiences” Institutional Knowledge is the
* The more specific, the better the solution Foundation.

2. Outputs Desired
Al savvy colleagues can't

° 11 b . f?
VVhat does “done ook like: . . . build systems without clarity
« Who needs what format? (Email vs talking points vs FAQ) on these three elements

* What quality standards must be met? k /

3. Data Risk Levels

* What information is involved? (Public, Internal, Proprietary)
* Determines what tools to use (MS CoPilot, RamGPT or external)
* Veterans know this instinctively- document it explicitly
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4 min

Phase 1 is where veterans absolutely shine. You know the problems, the sensitive data, what good outcomes look like

Example: When you know that Financial Aid needs different language than Academic Affairs for the same policy change

The key is getting specific. 'Make my job easier' doesn't help. 'I spend 3 hours every semester creating course substitution approval emails for 7 different scenarios' - NOW we have something to work with.

And you already know the data sensitivity. You don't have to learn compliance—you've been doing it for years. Just make it explicit for the system


DEVELOP: Building Knowledge Infrastructure

4. Capture Context

 Document the knowledge that lives in your & your colleagues’ heads

 Examples, edge cases, exceptions, preferences 4 \

» Multiple methods for capturing This is legacy building.

5. Clean & Structure You're not just solving

. . . . . today’s problem - you're
 Make information Al ready (+ data security considerations) creatiné s;rl)stems tha); ouutlast

 Templates, decision trees, approval workflows you
* Think: If | were training someone new, what would they need? K /

6. Build Tools

* Create custom GPTs, prompt templates, automated workflows
* Partner here if you're not Al savvy (Building literacy)
* TJest with real scenarios- your judgement validates the outputs
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4 min

This is where partnership happens. If you're not comfortable with AI yet, team up with someone who is.
But here's what matters: YOU provide the context. The 15 years of exceptions you know. The time someone tried X and it failed because of Y.
Frame this as legacy work: When you retire or move to a new role, this knowledge doesn't walk out the door with you.
Think about how many times you've answered the same question with slight variations. What if those variations were captured in a system that could generate the right answer every time?


Al Generates

TDEPLOY:\You Stay in Control

/. Generate Content

» Let Al capture the first draft based on your context
» Consistency at scale — same quality, every time
» Handles the repetitive heavy lifting

8. Expert Review You Validate

* This is non-negotiable. You are the quality gatekeeper - ™
* Check for accuracy, tone, completeness, institutional fit ‘ . o

. . The ‘human-in-the-loop isn't
* Refine the system based on what needs correction o weakness.

it's the entire point.

9. Distribute
» Deploy the approved output to the right audiences Al scales your judgement,
» Track what works, what doesn't not replaces it
» |terate and improve the workflow K /
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This is where people get nervous, so let me be clear: You NEVER lose control.
AI generates a draft. You review it with all your expertise. You approve or correct it. The system learns from your corrections.
Think of it like this: Instead of starting from a blank page every time, you're editing from 80% complete. Your knowledge got it to 80%, and your review gets it to 100%.
AI works middle to middle,  not end to end.
Over time, the 80% gets better because the system learns from your corrections. But you're always the final decision-maker.


WebFocus to Power Bl Migration

The Chaos
Migration in 3 mos. ¢« Non-CSU specific
150+ report users tutorials online
panicking * Fielding constant
Starting over Iin guestions
learning » Users building
Data views not anxiety, data team
identical drowning

Develop

Capture: Webfocus - Power Bl translation
matrix, Old - New views, common reports

Structure: searchable data dictionary, tech
methods to convert to average user

Build: Custom GPT on CSU data structure +
Power Bl best practices

CSU Veterinary
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Define

Problem: Scale support for 150 users
learning new system

Outputs: CSU specific guides, data location
mapper, FAQs, common task tutorials

Data Risk: Internal process documentation,
but not proprietary other than data locations

Deploy
Generate: an interactive chatbot that
produces how-to's based on user queries

Review: Data warehouse team validates
technical accuracy

Distribute: Self-service hub, guides, learning
paths
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Presentation Notes
3 min: Change communication
Who's heard about the WebFocus to Power BI migration?
If you're on the data warehouse team, you know what's coming. If you're a report user, you might be feeling some anxiety.
This is the perfect storm: forced change, steep learning curve, limited support resources. Common to academia

Here's what typically happens: You have a small group of people on the in the university who deeply understand both systems and CSU's data structure.
You have a large number of users who finally got comfortable with WebFocus - some of them took YEARS to feel confident
Microsoft's training? Technically excellent, but non-specific to our data and permissions. 'Here's how to build a bar chart' doesn't help when you can't find where specific financial data moved to.
And the questions 
The data warehouse team answers the same question 15 times in 15 different email threads. Knowledge isn't being captured or reusedcome in waves: 'Where's the table I used to use?' 'How do I filter like I used to?' 'This video assumes I know things I don't know
DEFINE:
The data warehouse team knows exactly what the problems are. They've been answering these questions for weeks already. The outputs needed: Not generic Power BI tutorials - CSU-specific guides that say 'You used to do X in WebFocus, here's how to do it in Power BI with OUR data.'
DEVELOP:
This is where institutional knowledge gets captured. The data warehouse team knows: 
Where every table moved
The common reports people build (enrollment by college, retention dashboards, etc.)
The 20 questions everyone asks
The mistakes people always make
Instead of this knowledge living in 4 people's heads and 200 email threads, it gets structured.
Build a custom GPT that knows CSU's data warehouse structure AND Power BI functionality.

DEPLOY:
Now when someone asks 'I used to pull enrollment data from X view in WebFocus, where is it now?' - they get an instant, accurate answer with step-by-step instructions.
The data warehouse team creates video scripts for the 10 most common tasks. AI helps draft them, team reviews for accuracy.
Someone says 'I need to build my annual program review report' - the GPT knows what data that requires and generates a learning path specific to that task.
The expert review is critical: The data warehouse team and their partners validate every guide, every data location, every instruction. But they do it ONCE, not 150 times.

The institutional knowledge piece:
The data warehouse team's deep knowledge of CSU's structure - that's irreplaceable. How our data is organized, why certain things are where they are, the quirks of our systems.
AI can't figure that out. But once they document it, AI can help 150 people access it simultaneously.

Specific Examples:
Example 1: Data Location Translation User types: "Where is STDNT_ENRL_TERM table?" GPT responds: "The STDNT_ENRL_TERM view from WebFocus is now located in the Student schema as [new location]. Here's how to connect to it in Power BI: [specific steps]. Common fields you probably used: [list with new names if changed].”
Example 2: Task-Based Learning User: "I need to recreate my fall enrollment dashboard" GPT: "Your fall enrollment dashboard likely used these data sources: [lists them with new locations]. Here's a learning path: 1) Connect to data (5-min video), 2) Create basic table (10-min guide), 3) Add filters for fall term (3-min guide), 4) Format as dashboard (15-min video). Estimated time: 45 minutes."
Example 3: Troubleshooting User: "My filter isn't working like it did in WebFocus" GPT: "In WebFocus you likely used [method]. Power BI handles this differently. Here's the equivalent: [steps]. Common mistake: [thing people always mess up]. Here's a 2-minute video showing the correct approach."
�




DVM Program Accreditation Self-Study

The Chaos
* Duein 18 months <« Last min. scramble
* 11 standards, 200+ to map info to
substandards standards
* Distributed analysis <« 1000+ pg report to
« 12+ contributors compile & edit for
* |nconsistent consistency
documentation o Site visit prep
Develop

Capture: Interview transcripts with key
people, historical information, relevant data

Structure: evidence matrix, templates,
review checklists

Build: Custom GPT with AVMA standards +
your context in source documents

CSU Veterinary
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Define

Problem: continuous evidence gathering,
standard mapping

Outputs: Evidence inventory, standard
mapped questions, gap analysis, Q&A Prep

Data Risk: Institutional Data = MS CoPlilot +
RamGPT

Deploy
Generate: Evidence summaries mapped to
standards, associated tables

Review: Faculty experts validate accuracy,
completeness for their areas

Distribute: Living document, Methods,
Briefs, Web-updates, Prep materials
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3 min: Program Accreditation
Okay, this one is more complex, but if you've been through accreditation, you know the pain… Traditional approach: It's quiet for 5-6 years, then suddenly panic mode for 12-18 months.
The framework approach: Continuous, manageable, always ready.
Let's say you're the Clinical Skills Assessment coordinator. Throughout the year, you track student performance, generate reports. Normally, you'd do this work, file it somewhere, and hope you can find it in 2 years when the self-study team asks for it.
With this system: As you generate each report, it gets tagged and mapped to the relevant standards automatically. When self-study time comes, you're not hunting—you're reviewing and refining.
Here’s the institutional knowledge piece- You know that Standard 9 always gets scrutinized. You know which clinical rotations have had issues in past reviews. That context gets built into the system so the AI flags high-priority areas.
Evidence Collection & Mapping Instead of waiting until month 16 to start mapping, you tag evidence as it's created
The GPT knows Standard 6.2 requires X, Y, Z - it flags when you upload a curriculum committee report: 'This relates to Standards 6.2 and 8.1’

Consistency Across Contributors 12 people writing sections in 12 different styles? Your GPT creates drafts in consistent college voice; You review for accuracy and program-specific nuances- the GPT handles the standardization

Gap Analysis Run a gap check 6 months before submission: 'We have strong evidence for Standards 1-9, but Standard 10.3.2 needs more documentation’
Proactive, not reactive

Site Visit Preparation Evaluators ask: 'How do you assess clinical competency progression?' Your GPT pulls relevant sections across 200 pages instantly
Create Q&A scenarios based on past site visit reports from other programs

Institutional Memory Your knowledge of where evidence lives, what historical issues were, which faculty own which areas—that's captured
Next accreditation cycle (7 years), the new coordinator isn't starting from zero



Take this framework with you:

e, ] Scan for the resource folder:

v Detailed 3D Framework breakdown
Checklists for DEFINE, DEVELOP,
DEPLOY

v Deep-dive use case examples

v Starter templates
Problem definition worksheet
Context capture template
Expert review checklist
Sample prompts

Aimee.Oke@colostate.edu QueStiOnS?
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So here's what I want you to take away from this- AI is not going replace you. Your knowledge is not obsolete. In fact, you've never been MORE valuable. But we have a choice: Keep that knowledge locked up, only accessible when someone emails you directly, or scale it across the institution
I know not everyone here is comfortable with AI. That's completely fine and expected. But look around this room. Some of you have 20 years of institutional knowledge. Some of you pick up new tech in an afternoon. You need each other. The AI-savvy person can't build a useful system without understanding the actual problem and process. The veteran can't scale their impact without the technical implementation.
This is how we make CSU world-class - by combining what we already have

The action:
Don't try to boil the ocean. Pick ONE thing
Maybe it's those 15 emails you send every semester explaining the same policy with slight variations.
Maybe it's that report you manually compile every month that takes 6 hours.
Maybe it's the onboarding process you walk every new hire through.
Start there. Use the framework. Build one system. Then build the next.

Addressing resistance:�I know change is hard, but the alternative is staying overwhelmed, spending your time on repetitive tasks, watching your expertise disappear when you retire. This framework gives you control over how AI enters your work. YOU decide what to systematize. YOU stay as the expert reviewer. YOU build the systems on your terms.

The vision: Imagine six months from now: The question you used to answer 50 times a semester? It's systematized. You answer it once, the system handles the variations. That report that took 6 hours? Now takes 30 minutes of expert review. That new colleague learning your role? They have structured guides built from your knowledge instead of piecing it together from random emails. You're doing strategic work, building better systems, instead of drowning in the repetitive stuff.

Closing:
We have an incredible opportunity here. CSU has so much institutional knowledge - decades of expertise walking these halls every day. Let's stop letting that knowledge stay trapped. Let's build systems that make us more effective, more efficient, and frankly, more satisfied with our work.

https://colostate-my.sharepoint.com/:f:/g/personal/abuelow_colostate_edu/EqtEZJz1ttVFkQD7_cC7bYwB8NQSZQtnV0l8-9cXmAdl3w?e=GqUt99

	Essential Tools for Daily Workflow
	Introduction – Nutrition Service and the Daily Challenge
	The Dilemma – Accuracy vs. Efficiency
	Veterinary AI Scribe Tool
	Example
	Example: Summarize medical records
	Tools to help improve outcomes- client education
	Talking to the tool
	Prepare for appointments…
	Accurate documentation of conversations
	Tool used… transcription of phone conversation
	Result…
	Improve Communication = Improved Patient Care
	AI transcription tools aren’t just for efficiency.�They elevate clarity, collaboration, and focus across professions.�
	AI Tools in Everyday Professions
	Thank you!
	Beyond the Scribe: Workflows
	From Scribe to System: Scaling Institutional Expertise
	3D Framework for AI in Higher Ed
	DEFINE: Where your expertise shines
	DEVELOP: Building Knowledge Infrastructure
	DEPLOY: You Stay in Control
	WebFocus to Power BI Migration
	DVM Program Accreditation Self-Study
	Take this framework with you:



