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Al cannot deliver value without
trusted, integrated, and governed
data.

Artificial Intelligence is rapidly moving from experimentation to expectation across Australian
education. Schools, universities, and education providers are under increasing pressure to improve
student outcomes, personalise learning, and operate more efficiently using data.

However, while interest in Al is high, successful implementation remains limited.

Many institutions assume that because Al tools are accessible, they can be implemented quickly
across the school. In practice, this is rarely the case.

Teachers experience inconsistent outputs and limited practical value.
Administrators face growing concerns around data quality, governance, and compliance.

IT teams are constrained by fragmented systems that were not designed to support Al.

This creates a fundamental challenge:
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THE PROBLEM THE SHIFT THE OUTCOME
Fragmented Al requires Near-real-time,
systems, — | trusted data - governed
delayed intelligence
insights
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This paper outlines:

&

01 Why Al initiatives in education often stall

02 The real operational pain points for teachers and leadership
03  The risks of fragmented and ungoverned data

04 What a modern education data foundation looks like

05 How institutions can move toward secure, scalable, Al-ready environments
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From reporting on the past to
real-time decision making

Education organisations are no longer just reporting on the past. They are expected to identify risk
early, personalise learning, and operate with transparency - all in near-real-time.

YESTERDAY « REPORTING ON THE PAST

Term 1 Term 2 Term 3 Term 4

Quarterly reports « Manual reconciliation « Delayed Action

TODAY « REAL-TIME DECISION MAKING
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At-risk flag Pathway Update

Expectations have changed

 Identify at-risk students early
» Personalise learning pathways
« Improve operational efficiency
« Provide transparency to stakeholders
« Meet growing regulatory requirements

Forecast

But the reality inside most schools

Teachers navigate multiple systems with no
unified view of the student. Al tools lack
context and require manual validation. What
should save time often creates additional
workload.

'Schools are trying to implement Al to
environments that were never designed for it'
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Fragmented data environments

Most education institutions run across multiple disconnected systems, rarely intergated in a
meaningful way. The result is no single version of the truth.

TODAY'S TYPICAL ENVIRONMENT
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Timetables
Resources
FOR TEACHERS FOR ADMINISTRATORS THE NET RESULT
» No single, trusted view of e Multiple versions of Increased reliance on
student performance the truth spreadsheets, slower
e Al outputs that vary « Manual, delayed decision-making, and
depending on data source reporting reduced ability to
» Low confidence in « Limited ability to act operationalise Al.
automated insights proactively
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Opportunity, and risk, in equal
measure

Al amplifies both the strengths and the weaknesses of your data environment.
Benefits depend entirely on quality, accessibility, and governance.

1 OPPORTUNITIES /I RISKS WITHOUT
" FOUNDATIONS

01 Early identification of learning gaps 01 Inaccurate or biased outputs

02 Personalised student support 02 Data privacy beaches

03 Automated administrative workflows 03 Lack of explainability and trust

Improved for ing and plannin .
o S RIS Emel 2l 9 04 Increased compliance exposure

05 Enhanced teacher and leadership 05 Low adoption by educators

insights

A non-negotiable foundation

Education is one of the most regulated sectors in Australia. Al adoption layers additional
obligations on top - transparency, auditability, and responsible use of student data.

Al-specific obligations ~ ————— Transparency « Auditability « Ethical Frameworks
Data sovereignty & residency Location « Cross Border Controls
State Education policies Jurisdictional rules « Child safety
Australian Privacy Principals Collection « Use » Disclosure
Privacy Act 1988 Foundational obligation

ENGINEERED INTO THE PLATFORM - NOT BOLTED ON

'Governance cannot be an afterthought - it must be
engineered into the platform from the beginning.'

B
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Why schools cannot ‘just’
implement Al

A common assumption is that internal IT teams can deploy Al solutions independently.
Three barriers explain why this rarely succeeds.
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INTEGRATION A7 GOVERNANCE ON-GOING
Loy COMPLEXITY & ENGINEERING L OPERATION

Al requires seamless Embedding Aiis not a one-time
data flow across compliance, access deployment. It requires
systems. Many control, and continuous monitoring,
schools can lack ‘on- auditability can require refinement, and

staff’ teams to design specialised expertise alignment with

and maintain. beyond tradtional IT. institutional processes.
IN PRACTICE Successful Al adoption requires a partner who can engineer integration,

governance, and operations together - not in isolation.
That is where most internal-only efforts stall.

A modern education data
foundation

To support Al and advanced analytics, institutions need a connected, governed data environment,
built in deliberate layers, each one enabling the next.

01 Al Enablement Layer
Safe deployment of Al tools, embedded into workflows PRINCIPLE 1

I Each layer depends
Analytics Layer on the one below

02

Dashboards, self-service insights, decision support Al at the top is only as reliable as
| the integration at the bottom. Skip
! a layer and the stack collapses.

03 Governance Framework
Ownership ¢ access « usage rules « audit-

ready |
I PRINCIPLE 2
04 Unified Data Model Governance runs
Single, trusted view of students, staff, operations through every layer

I Ownership, access, and

. auditability are not a stage - they
05 Integration Layer are embedded from integration
Connect ETL to source systems through to Al enablement.
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From fragmentation to intelligence

Transitioning to an Al-ready environment does not require a full system overhaul. A structured,
phased approach delivers value at every step.

()L

Access Define Target Prioritise Use Implement In Enable Al
Current State Architecture Cases Phases Safely
Systems e Strategy Outcomes o Early wins On top of governed
Data flows « Gaps Institutional policies Operational efficiency Build adoption Data
Why phased works What to avoid

Early wins build momentum and adoption.
Each phase de-risks the next and
protects the institution from betting
everything on a single implementation.

Big-bang replacements. Tool-first
procurement without a data strategy.

Al deployed on top of ungoverned data -
which almost always produces inconsistent

or unsafe outputs.

Why foundations matter more
than tools

Many institutions focus on tools. But without integration, data quality, governance,
and clear ownership, even the most advanced tools fail to deliver meaningful outcomes.

‘ Al Tools

Data Quality

WHAT SUCCESSFUL INSTITUTIONS SHARE

* They treat data as a strategic asset

» They invest in foundations first

» They align technology with operational
needs
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Case Study: Hale School

Hale School partnered with Boon Solutions to evolve it's
data environment and support Al-enabled outcomes -
not just improving reporting, but a shift toward near-real- I I A L E

time, informed decision making. COHOGL

§ Hale School D show histo A

BEFORE

* Rich but dispersed data across
systems

* Limited accessibility for Hale-GPT
teachers ; e i

* Need for practical, secure Al

e
approach g e— . )

How is ry acadernic performance tracking?

AFTER -

« Improved visibility of student ' - tar Coutis
performance |

o Reduced administrative burden

* Near-real-time actionable
insights

» A scalable foundation for future
Al

HEADLINE METRICS

THE SOLUTION Near-real-time Scalable

* Integrated data platform on Student visibility Foundation for Al
Microsoft Azure

+ Governed analytics layer

« Al-powered assistant delivering .ge
near-real-time insights Reduced UnIfIEd
Administrative load Source of truth



https://www.boon.com.au/case-study/education/hale-school-ai-in-education/
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Move from fragmented systems
and delayed reporting
to connected, secure, and real-

time intelligence.

@ == sy T0)
Improve Reduce Enable Build

student operational responsible long-term
outcomes complexity Al adoption capability

Boon Solutions is an ISO 27001 certified Systems Integrator, and data, analytics, and Al consultancy.
We help education organisations:

» Integrate complex data environments

» Establish trusted, governed data foundations

» Enable scalable and responsible Al

Securely, and at scale.

HEAD OFFICE NEXT STEPS
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Perth WA 6000, Australia
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