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Stepping into uncertainty

informed and aware
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not a technology project

AI integration is…
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AI integration is…

a change management project



RIT Rochester Institute of Technology 8

brianwpiper.com

The human-in-the-loop sandwich

HUMAN

Strategic direction · audience & deaf-community insight · data · storytelling

AI

Research · drafting · optimization · scaling · analysis · automation

HUMAN

Review · brand & accessibility QA · approval · judgment 
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Three mindset shifts

01 The landscape is shifting.
AI is adapting and evolving very fast.

02 Become an AI collaborator.
Stop spectating, work alongside it.

03 Be more human, not less.
Your craft and expertise are the edge.
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S H I F T  0 1

The landscape is shifting faster than 
your strategy.
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How people find you is evolving

SEO
Rank on Google

→ AEO
Answer engines

→ GEO
Generative AI

→ AO
Agent optimization

Next: A2A.
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What that means for your team

Structured, well-tagged, clustered content built on clear pillars 

wins, for AI and for accessibility.

• The same structure that helps a screen reader helps an answer engine.

• Plain language and clear headings make content easier to find and 
easier to use.

• Preparing for a machine-driven future means making content more 
human, not less.
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T H E  H O N E S T  Q U E S T I O N

Should we even be doing this?

The risks of adopting AI — and the risks of not.
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Risks of adopting AI

• Accuracy & hallucination

• Bias in outputs

• Brand-voice erosion

• Accessibility pitfalls (bad auto-
captions, weak alt text)

• Over-reliance — treating drafts 
as final

• IP, data, & security exposure

Risks of NOT adopting AI

• Slipping in how people 
discover your content

• Slower production while 
expectations rise

• Retention

• Competitive lag against peers

• Missed opportunities

• Stagnation
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Replacing humans with AI is a losing 
strategy.

Supercharging humans with AI is the 
winning one.
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A cautionary tale

Klarna

Replaced ~700 customer-service employees with AI.

Quality declined. Customers revolted.

Now rehiring humans.
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The backlash — head-on

Where it's right

• Slop & inauthenticity

• Hidden automation

• Job-replacement fears

• Environmental cost

• “AI for its own sake”

Where it's overblown

• AI as invisible assist

• Research & drafting help

• Repurposing at scale

• Behind-the-scenes ops

• Faster, with humans in charge
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So, when is it advisable?

AUDIENCE-FACING VOICE

Human-led + transparent

Where AI touches what your 

audiences read, hear, or see, keep 

humans heavily in the loop, and be 

open about it.

BEHIND THE SCENES

Lower-risk leverage

Research, drafting, repurposing, alt-

text drafts, data analysis, gap 

analysis, personas, admin. Use it 

freely to amplify the team.
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AI Progression

Prompts

CRIT, RACE, RAPPEL, etc

→ Custom

GPTs, Gems, Skills

→ Agents

Chaining skills, MCPs

→ Autonomous

Decision-making agent teams
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Public Custom GPTs
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Stop spectating. 
Start collaborating.

"How can AI

help me do this?"

Context

Role

Interview

Task

— Geoff Woods, The AI-Driven Leader
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The CRIT framework

C Context
Lay the groundwork. What's the situation?

R Role
Assign the AI a specific expertise.

I Interview
Have AI ask you questions first.

T Task
Specify the output you need.
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Getting started - Build reusable assistants
Custom GPTs · Gems · Projects · Skills — one good setup, used again and again

Brand-voice social posts Alt text at scale

Media-pitch drafts Content-calendar builder

Video script & storyboard 
starters

SEO titles & meta descriptions
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Scaling by automating

1 Record one long-form video

↓

2 Auto-transcript

↓

3 Custom GPTs draft blog · LinkedIn · Insta · FB · newsletter

↓

4 Human review in a sheet

↓

5 Schedule & post

The human-in-the-loop sandwich, in motion.



RIT Rochester Institute of Technology 27

brianwpiper.com

Content performance & optimization

Look at your data.

Let AI look at your data.
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Your best content isn't the content you 

haven't created yet.

It's the content you haven't distributed 

well enough.
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4 R’s of Content Optimization

Repurpose

One piece into 10+ 
formats

Retarget

Adapt for different 
segments

Redistribute

Every channel, 
including AI

Retire

Audit & sunset what 
hurts you



RIT Rochester Institute of Technology 33

brianwpiper.com

TH E PAR T ONL Y  Y O U CAN OW N

What does AI mean for accessibility —
and for us?
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How AI can help accessibility

• Caption & transcript drafts

• Alt text generated at scale

• Plain-language & reading-level rewriting

• Audio-description drafts

• Multi-format production so each audience gets 
what it needs

• Better structure - good for screen readers AND 
answer engines
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The challenges of AI + accessibility

• Auto-captions still fumble names, jargon, technical terms. 
“Good enough” isn't accessible-enough.

• AI sign-language avatars are contested on quality, authenticity, 
and the risk of displacing Deaf talent and interpreters.

• Models can be biased against Deaf/HoH speech and accented 
English.

• Beware “accessibility theater.” Checking a box vs. real access.

This is exactly where the human-in-the-loop sandwich matters most.



RIT Rochester Institute of Technology 36

brianwpiper.com

Your unique perspective

Most teams bolt accessibility on at the end. You design from it.

• Creating content that's genuinely accessible, human, and trustworthy 

• Set the standard and continue to be a model for higher ed.

• “Be more human, not less”
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S H I F T  0 3

The future belongs to the most human 

humans.

The best way to prepare for a machine-driven future is to make 
your content more human, not less.
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Steps for AI integration

1

Awareness / 
Alignment

→ 2

Governance

→ 3

Piloting

→ 4

Scaling

→ 5

Culture Shift
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The three-tier governance model

AI Council
Leadership & strategic direction

AI Champions
Team leads driving implementation

Communities of Practice
All interested - learning & sharing
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It works when you enable people

ASU

550+
initiatives in year one

AI Innovation Challenge + communities of 

practice + custom workshops and tools.

Moderna

750
custom GPTs in two months

All 6,000 employees enabled + trained; 40% 

of weekly active users built their own GPTs.
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Where this team starts

• Pick one repurposing pipeline to pilot

• Stand up a shared prompt & custom-GPT library

• Identify AI Champions

• Document/capture your processes

• Start an accessible-AI standard the team owns



AI can do a lot of things.

It's up to us to decide what it should do.
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