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Executive summary

K-12 organizations are moving from experimentation with general-purpose chatbots toward Al environments
that can support real institutional work. That transition requires more than a model. It requires a controlled
architecture for identity, knowledge, applications, inference, human review, updates, and evaluation. This
paper describes a practical private-Al design intended to preserve organizational control while still allowing
flexible use of local and optional cloud models.

1. The shift from access to infrastructure

The first phase of generative Al adoption was largely about access: giving individuals a capable chat interface and
learning what it could do. The next phase is about infrastructure—connecting Al to trusted organizational
knowledge, repeatable workflows, governance, and measurable operational expectations.

For schools and districts, this distinction matters because Al use can intersect with student information, employee
work, policy, instructional materials, special education, communications, and other high-context activities. The U.S.
Department of Education’s education-leader Al toolkit emphasizes deliberate, safe, ethical integration rather than
unmanaged adoption. NIST’s Al Risk Management Framework similarly treats Al risk as something to be managed
throughout design, deployment, use, and evaluation.

2. What “private Al” should mean in practice

Private Al is not simply “a language model running on a small computer.” A useful private Al environment
separates several concerns so each can evolve without forcing the organization to start over.

What it controls Why separation matters

Identity & access Users, roles, groups, authentication leferent. people need different tools and knowledge
boundaries.
Guided workflows, instructions, task A purpose-built workflow is more consistent than asking

Applications . .
PP logic users to invent every prompt.
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Institutional knowledge remains portable across models and

Knowledge Documents, retrieval, source context o
applications.
Models Local and selected external inference Model choice can change without replacing the whole
system.
. I Al becomes maintainable infrastructure rather than a one-
Operations Monitoring, updates, backups, logs S .
time installation.
. . . o Changes can be measured before they are broadly
Evaluation Test cases, versions, review criteria

released.

3. Local-first does not have to mean local-only

A practical architecture can use local models for privacy-sensitive, routine, or offline-capable work while allowing
selected cloud models for tasks that require capabilities beyond the local tier. The important design choice is that
the organization—not a hidden application default—controls when and why an external service is used.

Local models Optional cloud models

Useful for controlled inference, predictable data Useful when a task benefits from a larger or specialized
boundaries, offline continuity, and cost management. model and policy allows the data flow.

Routing rules Portable knowledge

Applications can make the choice explicit based on task, Retrieval and document stores remain independent of any
content sensitivity, user role, or administrator policy. single model provider.

4. Trusted knowledge is a first-class system

Organizations often gain more value from Al when the model can work with approved local information. In K-12
settings, that may include policies, handbooks, curriculum resources, state guidance, district procedures,
professional-development materials, and approved templates.

e Knowledge sources should be curated and named so users know what the system is drawing from.

e Retrieval should return relevant context rather than blindly placing an entire document collection into every
request.

e Source citations and document traceability should be designed into workflows where users need to verify Al
output.

e Knowledge updates should be versioned so the organization can explain what information was available at a
given point in time.

5. Purpose-built applications reduce prompt burden

A blank chat box places too much responsibility on the user. Guided applications can encode the questions that
need to be asked, the references that should be consulted, the output structure that is expected, and the points at
which a human must review or approve the work.

IEP review & refinement Standards alignment
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Guide a professional through structured review of an IEP Compare learning materials, lesson plans, or assessments

against approved criteria and references. with trusted standards and district expectations.
District knowledge Leadership workflows

Answer operational questions from approved policies and Support recurring communications, planning, summaries,
procedures with traceable source context. and administrative tasks with consistent structure.

6. Governance becomes an architectural feature

Privacy and governance are strongest when they are enforced by system design rather than left entirely to user
memory. FERPA, for example, protects the privacy of student education records and places conditions on
disclosure of personally identifiable information. A private Al environment does not automatically create legal
compliance, but it can give a district more control over where information is stored, which tools can access it, and
how data flows are configured.

e Use identity, roles, and groups to separate capabilities and knowledge access.

¢ Define local-only workflows for information that should not be sent to an external model service.

e Keep consequential decisions with qualified humans; Al should assist review and drafting rather than become
the final authority.

e Document model, prompt, knowledge, and application versions so changes can be traced.

e Establish repeatable testing before and after updates, especially for high-consequence workflows.

7. Evaluation should be repeatable

Al quality cannot be reduced to “the demo looked good.” A practical test program should use repeatable scenarios
that probe retrieval, accuracy, source use, instruction following, long-context behavior, concurrency, resource
pressure, and failure modes. The goal is not to prove that a model is perfect. The goal is to understand where it
performs reliably, where it requires scaffolding, and where a human must remain in control.

Evaluation dimension Example question

Grounding Did the system use the supplied district or policy source rather than inventing a rule?
Instruction following Did the application follow the required workflow and output format?
Citation behavior Can the user trace important claims back to the supplied source?

Does the system remain stable under expected concurrent use and document

Resource behavior .
processing?

Change control Can a model, prompt, or knowledge update be compared with the prior version?

Human review Is the workflow explicit about what the user must verify or decide?

8. Offline capability changes the trust model

A private Al environment should continue to provide core functionality even when external services are
unavailable. That requires separating the runtime system from the distribution system. Software releases, models,
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knowledge packs, configuration, and update bundles can be distributed as signed, versioned artifacts while the
local appliance remains able to operate without a continuous internet dependency.

9. A practical adoption path

N

No o

Choose one or two high-value workflows with clear users, knowledge sources, and human reviewers.
Map the information boundary: what can remain local, what may use an external model, and what should
never enter the workflow.

Build the knowledge layer and a guided application before optimizing model size.

Establish a test set and baseline behavior before pilot use.

Pilot with a small user group, collect failure cases, and revise prompts, retrieval, and workflow logic.
Scale hardware and concurrency only after the workload is understood.

Treat updates as controlled releases with rollback, documentation, and re-testing.

About the company

Al Server Home is an independent technology-development company focused on private Al infrastructure,
local Al deployment, and purpose-built Al applications. In K-12 education, Al Server Home works in
partnership with Leadership Al Plus, combining technology development and engineering with education-
market expertise, relationships, sales, and implementation support.

Technical collaboration with Intel

Al Server Home is working with Intel technologies and Intel engineering resources to evaluate practical local-
Al deployment patterns, including efficient model serving, hardware sizing, reproducible installation, and
OpenVINO/OpenVINO Model Server integration. References to this collaboration describe ongoing technical
work and do not imply certification or endorsement of a specific product configuration.
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Bottom line

The strategic advantage of private Al is not that every computation happens locally. It is that the organization
can define the boundary: its users, its knowledge, its workflows, its model choices, its review process, and its
deployment strategy.
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