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AI Mobilization Framework Distributed 
Leadership For System-Wide Innovation

EXECUTIVE OVERVIEW
The California Community Colleges system requires immediate strategic mobilization to integrate artificial 
intelligence across 116 colleges serving 2.1 million students and employing 88,000 professionals. This briefing 
outlines a distributed leadership framework designed to accelerate AI adoption at startup velocity while 
maintaining educational excellence and equity commitments. The proposed model deploys interconnected 
leadership roles that create innovation capacity at every system level, enabling rapid transformation within 
existing governance structures while building permanent institutional capability for continuous adaptation.

STRATEGIC CONTEXT AND IMPERATIVES
California’s economic competitiveness increasingly depends on workforce preparation for an AI-enabled 
economy, positioning community colleges as critical infrastructure for both individual student success and 
statewide economic development. The current challenge extends beyond technology adoption to fundamental 
organizational transformation that compresses traditional higher education timelines from years to months 
while preserving the academic rigor and student-centered mission that defines community college excellence.

This framework addresses this challenge through a distributed leadership model that leverages existing regional 
consortia infrastructure while creating new roles specifically designed for rapid innovation deployment. 
This approach recognizes that sustainable transformation requires cultural change management alongside 
technological advancement, ensuring that AI integration serves educational mission rather than replacing it.

DISTRIBUTED LEADERSHIP ARCHITECTURE
The framework utilizes interconnected leadership roles that operate simultaneously across multiple 
organizational levels, with representation for all constituency groups, to create comprehensive innovation 
capacity throughout the system. 

Thirteen AI Fellows positioned at the Chancellor’s Office serve as strategic project managers and thought 
leaders managing Vision 2030 aligned system-level projects, conducting discipline or industry-specific 
research, and providing direct support to regional consortia AI task forces. They drive AI initiatives across 
seven focus areas: (1) Assessment & Learning Analytics; (2) Infrastructure & API Integration; (3) Professional 
Development & Training; (4) Research & Innovation; (5) Teaching & Learning; (6) Student Supports & Services; 
and (7) Workforce and Economic Development. Each Fellow leads three to four projects, with eight workforce-
focused Fellows partnering with regional consortia to create localized innovation hubs that respond to 
specific workforce development needs while maintaining system-wide strategic alignment.

The 110 AI ChangeMakers operate as influential practitioners within campus environments, driving 
positive change across the same seven focus areas and within numerous communities of practice. These 
ChangeMakers support AI Fellows to implement core AI initiatives such as AI Literacy and the Common 
Cloud platform development, enabling the system to scale innovation and mobilize local expertise that 
compress traditional higher education timelines from years to months. Distributed across all 116 colleges, 
ChangeMakers can simulate multiple local innovation nodes that operate simultaneously, generating rapid 
system-wide learning through parallel experimentation.
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STUDENT PARTNERSHIP AND ADVOCACY INTEGRATION
Broad student representation assembled through Student Senate collaboration, as well as campus-based 
organizations, provides authentic student voice in AI evaluation, adoption, and deployment decisions, 
ensuring that innovation serves student success rather than organizational convenience. Students participate 
as full partners with protected space to disagree with technological approaches, suggest alternatives, 
and advocate for student-centered implementation without academic penalty. Their feedback, which is a 
pressing and high priority need, will directly influence innovation scaling decisions, creating accountability 
mechanisms that ensure technological advancement enhances rather than diminishes educational equity, 
accessibility, and student agency.

MOBILIZATION METHODOLOGY AND EXPECTED OUTCOMES
The combination of grassroots innovation and system-level coordination ensures that AI development 
responds to actual user needs rather than theoretical possibilities. This distributive leadership model creates 
timely, constituent-informed, and scalable solutions that colleges can adopt rapidly, reducing financial costs 
and partnership engagement redundancies, while accelerating the diffusion of successful innovations across 
the entire system.

Regional consortia function as innovation laboratories where local workforce needs drive AI application 
development, with successful innovations becoming available system-wide through knowledge sharing 
protocols. This approach ensures appropriate adaptation to diverse economic contexts across California’s 
geography while maintaining system coherence and strategic alignment with Vision 2030 objectives.

The framework operates through rapid innovation cycles that move promising technologies from pilot testing 
to system-wide implementation within 18 months or less, demonstrating that large public institutions can 
achieve startup-speed transformation when properly organized and culturally aligned.

AD SUMMAM - IN CONCLUSION
This distributed leadership approach ensures that transformation serves the Vision 2030 goals of providing 
accessible, high-quality education that prepares students for economic success while strengthening 
communities through workforce development and educational opportunity. This framework mobilizes our 
system for innovation through four interconnected pillars: (1) cultivating a culture that engages existing 
talent and recruits innovators within a belief system that actualizes Vision 2030; (2) modeling behaviors that 
facilitate the speed and mindset of innovation; (3) identifying, demonstrating, adopting and scaling technical 
infrastructure and partnerships that support rapid adoption and change; and (4) deploying distributed 
leadership composed of small, empowered communities of champions across all constituency groups.

These champions operate with a bias for action and consultative authority to innovate and emerge as leaders 
both locally and systemwide. They think big, earn trust, dive deep, and create psychologically safe spaces 
to disagree while delivering results that remain student, faculty and community centered. Implementation 
represents fundamental institutional evolution that preserves community college values while enabling 
unprecedented organizational agility and responsiveness to student and community needs.

Prepared by:
Don Daves-Rougeaux, Senior Advisor to the Chancellor, Workforce, Strategic Partnerships & Gen AI

July, 2025


	AI Mobilization Framework Distributed Leadership For System-Wide Innovation
	EXECUTIVE OVERVIEW
	STRATEGIC CONTEXT AND IMPERATIVES
	DISTRIBUTED LEADERSHIP ARCHITECTURE
	STUDENT PARTNERSHIP AND ADVOCACY INTEGRATION
	MOBILIZATION METHODOLOGY AND EXPECTED OUTCOMES
	AD SUMMAM - IN CONCLUSION




