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INDUSTRY SOLUTIONS

Operational Al for

Education

A workflow-first guide to identifying, governing, and measuring

Al across education operations.

A practical reference for education leaders deciding where Al is worth building and where it is not.

~$7.8M

verified scholarship
wins

<400

active students
generating those wins

80%+

edited essays that
convert to wins

Client-reported proof from a scholarship access engagement.

WORKFLOW SELECTION
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Start with the workflow, not the technology.

A student sees one institution. A surprising amount of service is won or lost in the handoffs behind that
view: between the front desk, the student record, current policy, and the systems that report on all of it.
When those handoffs depend on manual interpretation, a student can stall in a queue long after they
believe their part is done, and the cost of recovery grows the longer the gap stays hidden.

Four recurring patterns appear across education operations:

Incomplete files get a second review

A missing transcript, sighature, or prerequisite
is found only after the application reaches
another desk. The file goes backward, and the
student gets another request for something
they thought was already handled.

Milestones hide until they become
exceptions

Placements, approvals, and program
requirements live in spreadsheets and inboxes.
Teams discover the risk when the deadline is
close and recovery is harder.

How a governed workflow responds

Routine questions occupy specialist
queues

Staff repeatedly find the same policy
paragraph and restate it for a slightly different
case. The uncommon questions wait behind
the common ones.

Reporting season creates its own
institution

Teams reconcile definitions, trace source
fields, and chase corrections. The submission
gets built, but the evidence for how it was built
is scattered.

The workflow keeps moving while accountable staff remain in control.

O=

Monitors one
defined workflow

Drafts from
approved source
records

Cites the evidence
behind each field

5_

O=

Routes decisions
and exceptions to
the right owner

A governed Operational Al workflow follows the same operating loop.

-

N

\
Drafts Cites You approve Writes back Logs
from the source record | every line to a source a person signs off into your systems who approved what
J
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What a governed education workflow

lllustrative workflow example: an application file made reviewable without a second
request to the student

[ ANATOMY OF A GOVERNED WORKFLOW application-completeness agent - file A-2231

(\/ SYSTEM OF RECORD) (\/ EVERY LINE CITED)

TRIGGER
Student information system - file A-2231 - new transcript uploaded

Application filed under a requirement it does not satisfy.

One form still missing. Review has not started.

File A-2231 - gap list 1ITEMLEFT
FILE REVIEW: GAP LIST

Transcript filed under the wrong requirement cited: program requirement list reroute
Prerequisite not yet matched to a course cited: transcript, requirement rule needs match

Enrollment form missing signature cited: submitted form set 1 item to student

Status reviewable after 1item

. STAFF DECISION
- confirm - edit - hold, all logged

‘ WRITE-BACK

File A-2231 marked ready for review - missing-item request staged - approved by staff - timestamped

. EXCEPTION

No clear rule for whether a transfer credit satisfies the prerequisite? The draft is held, and the gap goes to
staff as a question.

(\/ HUMAN IN THE LOOP) (\/ ASKS, NEVER GUESSES> (\/ MEASURED TO A BASELINE)

Success metric: Time to a complete, reviewable application file, without a second request
to the student.
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02 - WHAT METACTO BUILDS 6

The same architecture,
across the work that moves a student.

Each workflow is deliberately narrow: it monitors one repeated process, uses approved records,
cites its sources, and routes decisions to an accountable owner.

o ) Builds the gap list from the file,
Appllcat[on File stages the missing-item request, File A-2231 - 1 item to complete Time to complete applicatic_)n
Completion marks the file reviewable. file

Reads the permitted case details,
proposes the primary owner, 42 requests - owners assigned Time to the right owner
keeps priority and next step.

Student Request
Routing

Drafts the reply from current
Policy-Grounded Drafts policy and attaches the passage  Residency Q - cited to Policy v4
it used.

Response time & correction
rate

Assembles milestones, prior tasks, and open
items into a one-page brief before the

> 14 briefs - ready Advisor preparation time
meeting.

Advising Prep

Finds the dependency nearing its deadline,
shows the latest evidence, prepares the 6 at risk - flagged Age of unresolved milestones
follow-up.

Program Milestone
Watch

Reportlp_g ‘ Trages every affected flgurg back to Term submission - 3 breaks Reporting prep & late
Reconciliation its field and exposes the mismatch. corrections

) Locates the record, checks holds and
Records & Transcript permissions, stages fulfillment for staff

31 requests - 2 on hold Fulfillment time
Requests release.

Any workflow that recurs across students, programs, or campuses and carries material effort, service
delay, or compliance risk may be a candidate. Before funding a build, evaluate the workflow against the
Five Conditions of a Fundable Al Workflow:

THE FIVE CONDITIONS OF A FUNDABLE Al WORKFLOW

Workflow
repeatability

Implementation

Business impact
path

Source readiness Decision
owhershin
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03 - INSIDE YOUR STACK 6°D

Operational Al should work inside the systems
you already run.

Operational Al should not create another place for staff to check or another portal for
students to learn. It should read and write at the record level within approved systems,
using role-based access, explicit approval gates, and controlled write-back.

Common system categories and representative examples

ADVISING, LMS & CASE DOCUMENTS, TRANSCRIPTS &
STUDENT & PROGRAM RECORDS MANAGEMENT SIGNATURES
Ellucian Banner Canvas / Blackboard DocuSign / Adobe Sign
files, status, holds courses, progress forms, agreements
Workday Student EAB Navigate / Starfish SharePoint / Box
records, milestones advising, alerts policies, forms, files
PowerSchool ServiceNow / TeamDynamix Parchment / Clearinghouse
K-12 records request queues transcripts
Slate Salesforce Education Cloud
admissions files, documents cases, routing

Examples only. Feasibility depends on APl access, permissions, data quality, and write-back requirements.

Governance & risk controls

Production Al requires explicit boundaries: what the system may read, what it may draft, who must approve,
where the result is written, and how every action is recorded.

Your records [ \ Your team

D policies - records - files approves
staff decide

Permissions Your systems

a only what the user can > S ﬂ' written back, not re-
? see keyed
The agent
v Your rules ) ) Audit log
O — approvals - exceptions drafts - cites every line @ who approved what
Po X —
\ J

(O Workflow-first ) CO Human-approved ) (0 Measured to a baseline) Approved environments. Role-based access.
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Establish value before you build.

The business case should begin with the workflow baseline, not a generic
estimate of Al ROL.

Value shows up at the workflow level

Each workflow targets a specific operational lever: capacity, speed, service quality, or risk control.

APPLICATION FILES Fewer second requests. Faster time to a complete file.

STUDENT REQUESTS Time to the right owner reduced, fewer bounces between offices.
ADVISING PREP Advisor hours returned to students, not to system-hopping.
MILESTONES Risk caught before the deadline, while recovery is still possible.
REPORTING Corrections and audit exposure reduced.

The stakes are concrete, per event

In the illustrative example, one application is held only because a form the student believed was
already submitted is missing. The important question is not whether Al can build a checklist. It is
whether the workflow surfaces the gap before the student stops responding and the enroliment
is lost.

How the value case is built

During Opportunity Mapping, Metacto baselines the selected workflow using measures such as
cycle time, manual effort, exception rate, rework, and student follow-up. That baseline supports
a build-or-no-build decision before implementation budget is committed and remains in place
after launch.

A credible production workflow has to work for each stakeholder.

~ CFO /Board Sponsor: Measurable (» President/Provost/COO:
economics Operational leverage
An explicit baseline, value model, and More capacity returned to students, earlier
measurement plan before investment. risk visibility, and fewer stalled cases.

e Registrar / Enroliment / Student © IT | Security: Access & governance
Services: Process control Role-based access, source citations, audit
Clear ownership, review gates, and logs, and controlled write-back into existing
exception handling without removing staff systems.

from accountable decisions.
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Proof: Governed Al in
scholarship access operations.

In an engagement with a scholarship access platform, Metacto first structured a manual,
spreadsheet-driven operation into a purpose-built platform, then layered a governed
agentic workflow on top to automate its most manual, highest-volume work. Details below
are anonymized from a real client engagement.

Engagement: a manual operation structured into a platform, then a governed discovery and matching
workflow shipped, with client-reported outcomes below.

CLIENT FUNCTION FOCUS AREA PRIMARY

Scholarship access Scholarship discovery, Governed agentic USERS

platform (EdTech) matching, and application workflows and human Students, parents,
support review coaches, admins

The Operational Challenge

The company built its reputation on scholarship expertise and a proven coaching method, but the
business ran on manual tools that capped visibility, scale, and speed. Discovery meant searching the
web by hand and reading eligibility rules, and data was copied into trackers by hand.

The goal was not to bolt a chatbot onto the product. It was to make the most manual workflow
executable inside the platform itself: governed, cited, and measurable.

The Opportunity

Metacto structured the operation, then automated discovery, the most manual and highest-volume work in the
business.

Discovery was selected because it was:

( High volume ) C Highly repetitive ) ( Time intensive ) ( Rules based )

Already supported by
data

Platform Results

(o)
$7 8M <400 3,000 80%+
o . . .
Active students Applications Essays convert
verified private scholarship wins generating those verified started edited essays that
wins scholarship convert to wins

applications started on
the platform

N J

Figures are client-reported and reflect outcomes after platform access. Any organization starts with its own process, records, baseline, and acceptance criteria.
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Proof: Governed Al In

PROOF

scholarship access operations.

From a request to reviewable records

One request, such as finding scholarships for a new cohort in a geography, runs the full process:
search, extract, enrich, structure, and stage reviewable opportunities for admins. The agents act on the
platform's own data model, so each result lands as a real record with eligibility, deadlines, award
amounts, and essay prompts attached, and anything uncertain is flagged for review.

The Request

Cohort or geography target Orchestrator
Student type and field of study Scholarship search
Demographic targeting
Platform data model and APIs
Existing scholarship records Scholarship creation

From Qualifying to Winning

Orchestrated Agents

Enrichment and augmentation

Qualification extraction

Reviewable Records
Structured scholarship records
Eligibility rules and deadlines
Award amounts and essay prompts
Uncertainty flagged for review

Admin approve and publish

Discovery worked well enough that Metacto added a second agent for student-to-scholarship matching. It goes beyond whether a
student qualifies and predicts which scholarships they have a strong chance of winning, and explains why. That shifts the question
from "do you qualify?" to "you can win these, and here is why," so students and coaches focus where it pays off.

Discovery (live) Matching (live) Drafting (next)

Governed Al by Design

Application support (next)

01 Citations

Every field, number, and answer ties back to a
source that reviewers can trust.

02 Review Gates

External actions are held for human approval.
The system stages drafts and recommends
next steps. Admins verify, edit, or hold before
anything reaches students.

03 Audit Trail

Activity is actor-attributed and traceable: what
Al suggested, what a human approved, and
what moved.

$18M > $28M

One education partner's cohort scholarship outcomes after
platform access, an approximately $10M increase.

PARTNER-REPORTED - PENDING APPROVAL

metacto.com

04 Improves Over Time

Approved work improves future runs. Usage is
tracked by role, workflow, and surface for
visibility into adoption, value, and cost.

"My results weren't diluted with technology. Our secret sauce
isn't the technology, but being tech-enabled lets me see what's
going on. That transparency builds trust."

Founder, scholarship access platform
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06 - CONCLUSION

Build the first workflow worth funding.

Operational Al in education should begin with one repeated workflow where a student's time, a staff
hour, or a compliance obligation still depends on manual interpretation and handoffs. Select the
workflow with the clearest economics, build it around the real process, govern it, and expand from

measured results.

What a first build has to answer

01

Where is value leaking?

|dentify the manual reviews and handoffs
where student time, staff capacity, or risk is
repeatedly affected.

03

What context and controls does it require?

Define the records, systems, permissions,
rules, approvals, and exception paths
required for reliable operation.

02

Which workflow is most fundable?

Select the candidate with the strongest
combination of business impact,
repeatability, source readiness, decision
ownership, and implementation path.

04

How will value be measured?

Establish the baseline, success metric, and
value model that will determine whether the
build is worth funding.

Estimate the opportunity with your own numbers

Use a small set of operating inputs to create a preliminary annual estimate. Metacto validates the
assumptions against your actual baseline during Opportunity Mapping.

Annual opportunity = at-risk students x value per student x recoverable share + staff capacity value

RETENTION & CAPACITY

OPPORTUNITY - YOUR INPUTS

WORKED EXAMPLE ILLUSTRATIVE

Students at risk of stalling per year
(across programs and cohorts)

Value per retained student
(tuition, fee, or LTV, your figure)

Recoverable share

(kept engaged, vs. baseline) 7

Staff capacity value
(recovered hours x loaded cost)

lllustrative gross annual opportunity

($) -

Students at risk of stalling per year

900
across programs and cohorts
Value per retained student $3.000
your figure '
Recoverable share 15%
kept engaged with timely support °
Staff capacity value
720 hrs x $80 loaded $57,600
lllustrative gross annual opportunity ~ $460K / yr

approximate opportunity

lllustrative gross opportunity before implementation and operating costs. Value per retained student is deliberately institution-defined. Validate that benefit
categories do not overlap before adding them together. The same approach applies to request routing, advising prep, milestones, and reporting.

metacto.com
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Is this workflow ready for

Select one workflow and rate it from 1 to 5 against each condition. A total of 21 or above, with no factor below 3,

signals a workflow ready for Opportunity Mapping.

Business impact materially affects student time, staff capacity, or risk /5
Workflow repeatability the same core steps recur in a repeatable sequence |5
Source readiness the records exist in systems you can integrate |5
Decision ownership one accountable role that signs off today |5
Implementation path a clean destination for the approved record /5

Your total

21 to 25 - Ready to map

With no factor below 3, bring it to
Opportunity Mapping. The numbers are
likely there.

or ownership work first.

Is this the right fit?

GOOD FIT

You run recurring service workflows like application files,
request routing, advising prep, and milestones

Student time or staff capacity is lost in manual review and
handoffs

Your policies, records, and files exist in systems you can
integrate

A registrar, enrollment lead, advisor, or program owner can
stay in the approval loop

You want a production system that runs on real student work

15 to 20 - Needs discovery

Worth mapping. Expect some source

Below 15 - Prepare first

Line up the records and the approval
owner, then score again.

NOT A FIT
You want a generic chatbot or a one-off prototype

There is no source of truth for your policies,
records, and files

No one owns the workflow or the outcome it
affects

You are not ready to measure impact against a
baseline

You expect the model to make admissions,
grading, aid, or discipline decisions

Map Education Al Opportunities.

Tell us about the workflow creating the most friction.
We will help you determine where Al could return
staff capacity, speed the student’s path, or reduce
risk, and whether the workflow is worth building.




