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Nemko Digital Webinar Report - Al Trust
iIn Education: Integrating Trust from the
Start - Al in Education use-case

Executive Summary

On October 30, 2025, Nemko Digital and Meridian Ventures convened industry leaders,
technology innovators, and education professionals to address one of the most pressing
challenges in Al adoption: how to build trust into artificial intelligence systems from
inception rather than as an afterthought. This webinar moved beyond theoretical
frameworks to demonstrate practical implementation through a compelling real-world
case study in the education sector.

The session revealed a fundamental shift in how organizations must approach Al
development. With regulatory deadlines approaching—most notably the EU Al Act's
August 2, 2026 conformity requirement for high-risk systems—the window for reactive
compliance is closing. Organizations that embed trust, transparency, and accountability
into their Al systems from the outset will not only meet regulatory requirements but will
establish competitive differentiation in markets where stakeholders increasingly demand
verified, responsible technology.

The collaboration between Nemko Digital's Al trust expertise and Meridian Ventures'
implementation experience provided attendees with both strategic vision and tactical
guidance, demonstrating that compliance and innovation are complementary forces
when approached with the right methodology.
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Why Al Trust Matters Now

The webinar opened with a critical observation: the age of Al has introduced
complexity that traditional safety and compliance frameworks cannot adequately
address. While organizations have long managed product safety and regulatory
compliance, Al systems introduce novel challenges around transparency,
explainability, bias, privacy, and human oversight that require fundamentally new
approaches.

The Seven Pillars of Al Trust

Nemko Digital's framework is built on seven foundational pillars that provide
comprehensive coverage of Al trust requirements:

1. Technical Robustness and Safety — Ensuring systems perform reliably under
diverse conditions and fail safely when they do encounter errors

2. Transparency — Making Al decision-making processes understandable to
stakeholders

3. Privacy and Data Governance — Protecting sensitive information and ensuring
lawful data processing

4. Diversity, Non-discrimination, and Fairness — Preventing algorithmic bias and
ensuring equitable outcomes

5. Societal and Environmental Well-being — Considering broader impacts beyond
immediate business objectives

6. Accountability — Establishing clear responsibility for Al system outcomes

7. Human Agency and Oversight — Ensuring meaningful human control over
automated decisions

These pillars are not abstract ideals but practical requirements that increasingly
appear in regulations like the EU Al Act, industry standards like ISO 42001, and
organizational ethics principles.

The Education Sector: A High-Stakes Environment

The education sector exemplifies why Al trust is not optional. Al systems in
education can shape learner access, placement, progress, and even exam
integrity—all areas designated as high-risk under the EU Al Act. The consequences
of Al failures in this context extend beyond operational disruptions to fundamental
questions of fairness, opportunity, and dignity.
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Common pain points identified by education leaders include:

e Data protection concerns: How do we protect student data and maintain GDPR
compliance?

e Teacher empowerment: How do we keep educators empowered to override Al
recommendations?
Critical thinking: How will we measure critical-thinking skills as Al use grows?
High-risk compliance: How do we manage high-risk use cases under the EU Al
Act?

e Outcome validation: How do we prove Al improves learning outcomes rather than
just creating hype?

These concerns reflect a sector grappling with the tension between Al's
transformative potential and the imperative to protect vulnerable populations.

The Case Study: SAE University's Al Admissions
Assistant

The heart of the webinar was a detailed examination of how Meridian Ventures,
guided by Nemko Digital's Al trust framework, developed an Al-powered
admissions assistant for SAE University—a global institution with 47 campuses
spanning multiple continents.

The Challenge

SAE University faced a challenge familiar to many institutions: an admissions team
overwhelmed by inquiries arriving through multiple channels—WhatsApp, web
forms, walk-ins—with no unified system to manage relationships or provide
consistent, accurate information. The consequences were significant:

e High drop-off rates as prospective students received delayed or inconsistent
responses
Staff burnout from repetitive inquiries
Lost opportunities to build meaningful relationships with prospects
No visibility into prospect interests, concerns, or likelihood of enroliment
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The intuitive solution—deploying a ChatGPT wrapper on the website—would have
been inadequate and potentially dangerous. A single incorrect answer about tuition,
visa procedures, or admission policies could destroy a prospective student's trust
and interest.

The Solution: Hermes, an Institutional Brain

Rather than a generic chatbot, Meridian Ventures built "Hermes," a sophisticated
RAG-powered (Retrieval-Augmented Generation) system that functions as an
institutional brain. The system was designed with trust as a foundational
requirement, incorporating multiple layers of safeguards:

1. Knowledge Containment and Accuracy

Hermes was trained exclusively on SAE's verified information, including both
explicit documentation (policies, procedures, tuition structures) and tacit knowledge
from the admissions team about how to handle nuanced situations. This approach
prevents hallucination and ensures responses are grounded in institutional truth.

Result: Over 90% accuracy in responses, compared to 60-65% for similarly
fine-tuned models that hadn't undergone this rigorous trust-focused development
process.

2. Transparency and User Awareness

From the first interaction, Hermes identifies itself as an Al agent, ensuring users
understand they are not communicating with a human. This transparency is not
merely a legal requirement but a trust-building mechanism that sets appropriate
expectations.

3. Human Oversight Dashboard

The university's admissions team has access to a comprehensive dashboard that
provides:

e Real-time accuracy monitoring: Tracking how often the Al provides correct
responses

e Fallback response tracking: Identifying when the system cannot answer
confidently
Latency metrics: Ensuring response times meet user expectations
Knowledge management interface: Allowing staff to update documentation and
immediately see the impact on Al performance
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This dashboard transforms human oversight from a theoretical principle into a
practical reality, giving the university meaningful control over the system.

4. Intelligent Escalation

Hermes is designed to recognize when human intervention is necessary. Rather
than attempting to answer every question, the system intelligently routes complex
or sensitive inquiries to human staff, ensuring that the Al augments rather than
replaces human judgment.

5. Al-Native CRM Integration

Beyond answering questions, Hermes collects contextual information about each
prospect and automatically feeds it into a custom CRM. The system includes:

e | ead categorization scoring based on the university's admission criteria
e Automated reporting that gives staff deeper insights into each prospect
e Engagement tracking to identify high-potential students

The Architecture: Five Pillars of an Al-Powered University

Mr. Rodriguez presented a comprehensive vision of how Al can transform
institutional operations through five integrated pillars:

1. Intelligent Escalation — Al-Human Handoff System: Recognizing complexity and
bringing in human expertise at the right moment

2. Knowledge Base — Institutional Intelligence: Complete university knowledge
covering programs, policies, and requirements

3. System Integration — Unified Campus Platform: Connecting all university
systems (Student Information System, Learning Management System, CRM)

4. Smart Routing — Intelligent Triage System: Connecting students to the correct
university resources instantly

5. Al Command Center — Student Support Hub: Managing all student interactions
24/7 across chat, voice, email, and complementary channels

This architecture demonstrates that trust-first Al is not about limiting capability but
about building systems that are more sophisticated, more reliable, and more
valuable.
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The Results: Beyond Expectations

The impact of Hermes has been transformative across multiple dimensions:
Operational Efficiency:

e Significant reduction in staff workload for routine inquiries
e Faster response times for prospective students
e Reduced drop-off rates in the admissions funnel

User Adoption:

e Increased engagement from prospective students who feel more comfortable
asking questions

e Unexpected adoption by current students seeking information about university
policies

e Staff members using Hermes to quickly access institutional knowledge

Trust and Confidence: As Mr. Rodriguez noted, "l think it's really important that you
go to bed knowing that the system is not going to hallucinate, that it's not going to
provide inaccurate responses, that the data is being analyzed in a secure way."
This peace of mind—for both the organization and end users—is the ultimate
validation of the trust-first approach.

The most telling indicator of success is the organic expansion of use cases. What
began as a tool for prospective students has become a trusted resource for the
entire university community, demonstrating that systems built on transparency and
accountability naturally expand their value proposition.

The Methodology: Al Trust as a Service

A critical insight from the webinar was that Al trust cannot be achieved through a
one-time audit or checklist. Dr. van der Laan presented Nemko Digital's "Al Trust as
a Service" model, which embeds trust expertise directly into the agile development
process.

The Challenge: Bridging the Developer-Governance Gap
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Research reveals that 25% of developers perceive Al governance initiatives as
having a negative impact on their work. This perception gap represents a significant
organizational risk. When developers view governance as an external constraint
rather than an enabler, they may resist, circumvent, or deprioritize trust
requirements.

The root cause is often a translation problem. High-level principles like "ensure
fairness" or "maintain transparency" are too abstract for developers to
operationalize. Without concrete guidance, these principles become sources of
frustration rather than actionable engineering tasks.

The Solution: Embedded Expertise and Continuous
Guidance

Nemko Digital's model addresses this challenge through continuous, embedded
support:

Initial Quickscan (Short Project):

e Assessment of Al product or plan in relation to regulatory landscape
e I|dentification of applicability and requirements
e Development of priorities and roadmap

Al Trust as a Service (Monthly Subscription):

e Regulatory radar: Continuous monitoring of evolving regulations across
jurisdictions
Embedded expert: Dedicated Al trust advisor integrated into development team
Sprint-level priorities: Al trust objectives defined for each program increment and
sprint

e Scalable support: Ad hoc expertise available when needed
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The Journey: Five Phases of Al Trust Development

The methodology structures Al trust development across five phases, each with
specific deliverables and focus areas:

Phase 1: Al Trust Requirements

Regulatory context analysis

Success factor identification

Potential risk assessment
Non-negotiable requirement definition

Phase 2: Al Trust Design

Standards and frameworks selection (e.g., ISO 42001, NIST Al RMF)
Product feature specification

Process and governance design

Quality norm establishment

Phase 3: Al Trust Development

User story refinement with trust requirements
Feature prioritization based on risk

Testing strategy and red teaming

Risk mitigation implementation

Evidence gathering for compliance

Phase 4: Al Trust Deployment

Deployer guidance and documentation
User enablement and training
Conformity assessment preparation
Launch readiness verification

Phase 5: Al Trust in Operation

Regulatory monitoring and updates
Al Trust performance tracking
Periodic audits and assessments
Post-market monitoring
Continuous improvement
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The Integration: Making Trust Tangible

The key to this methodology's success is its integration with existing development
practices:

Periodic Al Trust Expert Meetings: Regular touchpoints where trust advisors and
development teams align on priorities and address emerging challenges.

Al Trust Feedback in Sprint Reviews: Trust considerations are explicitly discussed
in sprint retrospectives and planning sessions, ensuring they remain visible and
actionable.

Continuous Dev Team Self-Improvement: Rather than creating dependency, the
model empowers development teams to internalize trust principles and increasingly
self-manage trust requirements.

Evolving Priorities: Trust focus areas shift as the project matures—from impact
assessment and data governance in early stages to accuracy testing, technical
documentation, and post-market monitoring in later phases.

As Dr. van der Laan explained, "Developers are typically very curious, and they
want to know, and as soon as you give them a challenge that is well-defined,
they're eager to solve it." The methodology transforms Al trust from an abstract
burden into a concrete engineering challenge that developers can embrace.

Key Insights from Audience Engagement

Poll Results: Primary Concerns During Al Development

A live poll revealed the distribution of concerns among attendees:

Concern Percentage Implication

Compliance 30% Regulatory requirements are top-of-mind,
reflecting the approaching EU Al Act deadlines
and increasing global regulatory activity
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Al Quality 30% Organizations recognize that accuracy, reliability,
and performance are foundational to trust and
adoption

Control 15% Human oversight and accountability remain
critical concerns, particularly in high-stakes
applications

Adoption 15% User acceptance and organizational change
management are recognized barriers

Scalability ~10% Integration with existing systems and ability to

scale remain practical concerns

The equal weighting of compliance and quality is particularly significant. It suggests
that organizations understand these are not competing priorities but
complementary requirements—you cannot achieve sustainable compliance without
quality, and quality without compliance leaves organizations exposed to regulatory
risk.

Questions and Answers: Practical Guidance

Q: We work across multiple jurisdictions. How can we be compliant in all these
regions?

Dr. van der Laan's response emphasized finding common denominators while
respecting local differences. The EU Al Act often provides a strong baseline,
particularly for education, but organizations must validate against local law,
especially regarding ethical priorities and data protection requirements. Nemko
Digital's global monitoring capability helps organizations navigate this complexity by
tracking regulatory developments across jurisdictions.

Q: Can you provide us with a framework to be compliant?
The response highlighted that frameworks come from three sources:

1. Regulations (e.g., EU Al Act, GDPR, CCPA)
2. Industry standards (e.g., ISO 42001, NIST Al Risk Management Framework)
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3. Organizational principles (ethics and values specific to the organization)

Purpose-driven organizations increasingly formulate their own principles that may
be more stringent than regulatory requirements, establishing "red lines" that reflect
their brand and mission.

Q: How is adoption going with the SAE University solution?

Mr. Rodriguez reported that adoption has surpassed expectations, with unexpected
user groups (current students, admissions staff) finding value in the system. This
organic expansion validates the trust-first approach—when systems are
transparent, reliable, and genuinely useful, adoption becomes natural rather than
forced.

Strategic Takeaways and Recommendations

1. Shift from Reactive to Proactive Al Governance

The Old Model: Develop first, validate later, remediate when problems arise.
The New Imperative: Integrate trust from the initial requirements phase.

Organizations that continue with reactive approaches will face costly rework,
delayed time-to-market, and potential regulatory penalties. The August 2, 2026 EU
Al Act deadline for high-risk system conformity assessment is not distant—it
requires action now.

Recommendation: Conduct an Al portfolio review to identify high-risk systems and
prioritize trust integration efforts based on regulatory exposure and business
criticality.

2. Translate Governance Principles into Engineering Tasks

The Challenge: Abstract principles create frustration and resistance among
developers.
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The Solution: Embed Al trust expertise within development teams to translate
high-level requirements into concrete, sprint-level tasks.

Organizations should invest in training or partnerships that bridge the gap between
governance and development communities. When developers understand not just
what to do but why and how, governance becomes an enabler rather than a
constraint.

Recommendation: Pilot an embedded Al trust expert model with one high-priority
project to demonstrate value before scaling across the organization.

3. Build Human Oversight into System Architecture

The Principle: Human agency and oversight is both a regulatory requirement and a
trust-building mechanism.

The Implementation: Design dashboards, monitoring systems, and intervention
mechanisms that give humans meaningful control.

The SAE University case demonstrates that human oversight is not about limiting
Al capability but about augmenting it with human judgment. Real-time performance
monitoring, knowledge management interfaces, and intelligent escalation are not
compliance theater—they are features that make systems more reliable and
trustworthy.

Recommendation: For every Al system, define specific mechanisms for human
oversight and document how humans can intervene when necessary.

4. Reframe Compliance as Competitive Differentiation

The Mindset Shift: Compliance is not a cost center but a strategic asset.
The Market Reality: Stakeholders increasingly demand verified, responsible Al.

Organizations that can demonstrate conformity with standards like ISO 42001, that
can articulate their Al governance frameworks, and that can show evidence of
trust-building measures will win in markets where trust is a differentiator. This is
particularly true in sectors like education, healthcare, and finance where the stakes
of Al failures are high.
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Recommendation: Develop external communication strategies that highlight Al trust
capabilities as a competitive advantage in RFPs, marketing materials, and
stakeholder communications.

5. Invest in Multi-Jurisdictional Regulatory Intelligence

The Challenge: Al regulations are evolving rapidly and inconsistently across
jurisdictions.

The Risk: Organizations that rely on point-in-time compliance assessments will fall
behind.

Continuous regulatory monitoring is essential. Organizations need either internal
capabilities or partnerships that provide ongoing intelligence about regulatory
developments in all markets where they operate.

Recommendation: Establish a regulatory radar function—either internally or
through partnership—that continuously monitors Al regulations and translates
changes into actionable requirements.

6. Prioritize Trust in High-Risk Use Cases

The Regulatory Reality: Not all Al systems face the same scrutiny.

The Strategic Focus: High-risk systems (as defined by the EU Al Act) require
immediate attention.

In education, high-risk use cases include:

e Access, admission, and assignment decisions

e Evaluation of learning outcomes that drive next steps
e Streaming decisions (placement into learning tracks)
e Exam proctoring and academic integrity monitoring

Organizations should conduct risk categorization exercises to identify which
systems fall into high-risk categories and prioritize trust-building efforts accordingly.

Recommendation: Create a risk-categorized inventory of all Al systems and
establish governance processes proportional to risk level.
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7. Build Trust Through Small, Deliberate Actions

The Insight: Trust is not built through grand declarations but through consistent,
visible actions.

The Application: Every interaction, every interface element, every system behavior
is an opportunity to build or erode trust.

Examples from the SAE case:

The Al agent identifies itself as such in the greeting

The dashboard makes performance metrics visible in real-time
The system explicitly indicates when it cannot answer confidently
Users can see how their information is being used

Recommendation: Conduct a "trust audit" of existing Al systems, identifying every
user touchpoint and asking: "Does this interaction build or erode trust?"

8. Prepare for the August 2, 2026 Deadline

The Requirement: All high-risk Al systems operating in the EU must undergo
conformity assessment by August 2, 2026.

The Timeline: Organizations need to start now to be ready.

Conformity assessment is not a quick process. It requires comprehensive
documentation, evidence of compliance with technical requirements, and often
third-party validation. Organizations that wait until 2026 will face bottlenecks as
assessment bodies become overwhelmed.

Recommendation: Develop a conformity assessment roadmap for all high-risk
systems, working backward from the August 2026 deadline to establish milestones
for documentation, testing, and assessment.

The Value Proposition: Why This Matters

This webinar delivered value across multiple dimensions:
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For Education Leaders: Practical guidance on navigating Al trust in a highly
regulated, high-stakes environment, with a proven case study demonstrating that
trust-first Al delivers measurable outcomes.

For Technology Providers: A methodology for integrating Al trust into development
processes without sacrificing agility or innovation, turning compliance from a
constraint into a differentiator.

For Compliance and Risk Professionals: Frameworks and tools for translating
regulatory requirements into actionable engineering tasks, bridging the gap
between governance and development.

For Executives: Strategic insights into how Al trust can be positioned as a
competitive advantage, with clear ROl in terms of reduced risk, improved adoption,
and market differentiation.

For Developers: Evidence that Al trust, when properly integrated, is not a burden
but a well-defined engineering challenge that improves system quality and team
confidence.

Next Steps: The Executive Al Trust Requirements
Session

Nemko Digital is offering a limited opportunity for organizations to accelerate their
Al trust journey through an Executive Al Trust Requirements Session. This
90-minute engagement provides:

1. Al Product Review: Focused assessment of your Al product or plan in relation to
the EU regulatory landscape

2. Executive Requirements Session: Facilitated working session with senior Al Trust
advisors

3. Tailored Summary Report: 8-12 slide strategic document with insights and
priorities

Engagement Terms:

e Standard value: €2,800
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e \Webinar participant rate: €850
e Complimentary for two organizations (1,000+ employees) that provide the
strongest motivation within 48 hours

This offer represents a concrete pathway from awareness to action, providing
personalized guidance tailored to your specific organizational context and Al
ambitions.

Concluding Perspective: Trust as the Foundation of Al
Innovation

The webinar concluded with a message that resonates beyond the education
sector: in the age of autonomous systems, trust is not optional—it is the foundation
upon which sustainable Al innovation must be built.

The collaboration between Nemko Digital and Meridian Ventures demonstrates that
compliance and innovation are not opposing forces but complementary drivers of
progress. The SAE University case study proves that when organizations commit to
embedding trust from the outset, they unlock outcomes that extend far beyond
regulatory compliance.

Three essential commitments define the path forward:

First, adopt a proactive stance. Trust must be a design principle, not a
post-development checklist. Organizations that integrate Al trust from the initial
requirements phase will avoid costly rework, reduce time-to-market, and build
solutions that are robust from day one.

Second, empower development teams. By translating high-level principles into
actionable engineering tasks and embedding trust expertise within agile workflows,
organizations can transform governance from a perceived constraint into a source
of team confidence and continuous improvement.

Third, prioritize human oversight. The most sophisticated Al systems are those that
recognize the irreplaceable value of human judgment. Implementing real-time
monitoring, transparent performance metrics, and mechanisms for human
intervention ensures that technology remains a tool in service of human goals.
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The regulatory landscape is evolving rapidly. Organizations that act now to
establish robust Al governance frameworks will not only meet compliance
requirements but will position themselves as leaders in an increasingly
trust-conscious market. The stakes are particularly high in sectors like education,
healthcare, and finance, where the consequences of Al failures extend beyond
financial loss to fundamental questions of fairness, dignity, and opportunity.

As the speakers emphasized throughout the session, the organizations that will
thrive in the Al economy are those that understand a fundamental principle: trust
must be earned, not assumed. It is built through small, deliberate
actions—transparent communication, rigorous testing, human oversight, and
continuous monitoring. It is verified through evidence, not assertions. And it is
sustained through a commitment to accountability that extends across the entire
lifecycle of Al systems.

The future belongs to those who integrate trust from the start. Excellence, as
Nemko Digital's tagline suggests, must be verified. And in the realm of Al,
verification begins with a commitment to building systems that are worthy of the
trust they seek.

Additional Resources

Stay Connected:

e Follow Nemko Digital on LinkedIn for ongoing insights on Al trust, governance,
and regulatory developments

e Access the webinar slides (available for private use only via the link provided to
attendees)

Learn More:

e Executive Al Trust Requirements Session:
digital.nemko.com/ai-trust-strategy-session

e Nemko Digital Al Trust Services: Comprehensive support from requirements
through operation


https://digital.nemko.com/ai-trust-strategy-session
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About Nemko Digital: Established in 2024 as part of the Nemko Group (founded
1933), Nemko Digital consolidates Al Trust services with a mission of "Providing
Trust in a Digital World." With 28 locations on 3 continents, over 850 employees
worldwide, and services in 150+ countries, Nemko brings decades of certification
expertise to the emerging field of Al governance.

This Executive Report was prepared by Nemko Digital to provide comprehensive
documentation of the October 30, 2025 webinar on Al Trust in Education. For
questions or follow-up, please contact the Nemko Digital team.
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