AI ACCESS GUIDE   |   Staff Provisioning Decision Tool
AI access decisions should start with the role, not the tool. The question is always whether a given tool helps someone deliver more of what their job requires, or risks value drift.
PART 1: ORG-LEVEL ROLE CLASSIFICATION
Complete this table at the role level before any individual provisioning decisions are made. The goal is to define what value each job family delivers and identify the most appropriate AI approach for that delivery. For direct service roles without individual devices, the most effective AI use is often not individual access at all; it is AI features embedded in the operating software those staff already use. Review this table when job descriptions are updated.

	Role / Job Family
	Value delivered to clients / participants
	Value delivered to the organization
	Core work that must stay human
	AI approach

	Direct service / front-line staff
	Instruction, relational presence, safety, direct support
	Service delivery, client retention, community trust
	Reading clients, safety judgment, individual relationship and encouragement
	0

	Client / participant services and reception
	Welcoming, responsive service, accurate information
	Client experience, retention, operational flow
	Judgment on client situations, tone in sensitive interactions
	0 / 1

	Administrative / operations
	Reliable service, accurate records
	Operational efficiency, data integrity
	Judgment on client and staff situations, sensitive communications
	1

	Program directors / managers
	Program quality, community responsiveness
	Staff development, program strategy, organizational learning
	Community knowledge, staff assessment, program judgment
	2

	Communications / marketing
	Connection, awareness, authentic voice
	Brand integrity, community presence
	Messaging judgment, relationship knowledge, authentic voice ownership
	2

	Finance / data
	Accurate, fair financial service
	Financial integrity, analysis, compliance
	Interpretation of financial context, compliance judgment
	2

	Senior leadership
	Strategic direction, organizational trust
	Mission alignment, culture, key decisions
	Leadership judgment, community relationships, strategic discernment
	2

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



Rows in italics are illustrative starting points. Update them to reflect actual job descriptions and your organizational context before use.
PART 2: ACCESS TIERS

	TIER 0  Shared access
Staff without individually provisioned devices
Shared terminal + shared AI assistant access + AI features in operating software
Centrally managed. No individual provisioning.
	TIER 1  Individual license
Staff with an individually provisioned device or login
Personal AI assistant access via approved platform + AI features in operating software
Automatic with device provisioning.
	TIER 2  Approved with justification
Staff with documented use cases requiring additional tools
Additional approved AI tools beyond Tier 1
Supervisor approval + training required.



Note on Tier 0: For direct service delivery roles, AI embedded in purpose-built operating software (e.g., CRM, case management, scheduling, or member management systems) is often better aligned with the work than individual AI assistants. Centrally managed AI features allow the organization to ensure appropriate guardrails, data handling, and workflow fit. Decisions about which AI features to enable in operating tools are org-level decisions, not individual provisioning decisions.
PART 3: INDIVIDUAL PROVISIONING DECISION FLOW

1.  Does this role appear in the org-level classification in Part 1?
NO  →  Complete Part 1 for this role family before proceeding.
YES  →  Note the recommended AI approach from Part 1 and continue to Step 2.

2.  Does this staff member have an individually provisioned device or login?
NO  →  Tier 0 applies. Ensure shared terminal access and operating software AI features are appropriately configured. No individual provisioning needed. Stop here.
YES  →  Tier 1 applies automatically. Continue to Step 3.

3.  Supervisor: reflect on the role definition.
Before identifying a tool, the supervisor should be able to answer: What value does this person deliver to clients and to the organization? What does their job description say the work is? AI use should be directly tied to that delivery. If the requested access cannot be connected to the role's defined purpose, stop here.
Key question: Does this tool help the person deliver more of what their role requires, or does it risk doing that work for them?
NO  →  Do not provision Tier 2. Revisit the role definition and use case together.
YES  →  Is Tier 1 sufficient? If yes, no further action. If no, continue to Step 4.

4.  Is there a specific, documented use case aligned with the role definition?
NO  →  Do not provision Tier 2. Use case must be defined before access is granted.
YES  →  Continue to Step 5.

5.  Has the staff member completed required AI policy and literacy training?
NO  →  Complete training first, then return to Step 6.
YES  →  Continue to Step 6.

6.  Does the requested tool involve client PII, personnel records, or confidential organizational data?
YES  →  Route to IT for security review before provisioning.
NO  →  Proceed. Complete the approval record and submit to IT.

PART 4: APPROVED TOOLS REFERENCE

	Tool
	Tier
	Use it for
	Not for

	AI features in operating software (e.g., CRM, case management, scheduling platforms)
	0
	Client check-in, scheduling, program reporting, and operational workflows where AI is integrated into the platform.
	Accessing client data outside the approved software environment; individual research or content tasks.

	Shared AI assistant access (shared terminal)
	0
	General Q&A, quick drafting assistance on shared workstations.
	Inputs containing client PII, personnel information, or confidential data. Sessions are not private.

	Individual AI assistant (e.g., Microsoft Copilot Chat)
	1
	Personal drafting assistance, brainstorming, document summarization.
	Client data, personnel matters, or decisions requiring professional judgment.

	Integrated AI suite (e.g., Microsoft Copilot for M365)
	2
	Drafting in Word/Outlook, data analysis in Excel, meeting summaries in Teams.
	Substitute for direct stakeholder communication or independent analysis.

	General AI assistant (e.g., Claude, ChatGPT)
	2
	Extended content creation, grant writing, program development, research synthesis.
	Drafting communications requiring personal relationship knowledge; client-facing decisions.

	Design AI (e.g., Canva AI, Adobe Firefly)
	2
	Marketing assets, program materials, social content.
	Imagery involving real clients, staff, or identifiable community members.



Note: Tools not listed here are not approved. Requests for unlisted tools must be reviewed by the supervisor and IT before any use.
PART 5: TIER 2 APPROVAL RECORD

	Staff member
	

	Role / Department
	

	Tool requested
	

	Role-defined value this staff member delivers
	

	How this use aligns with that value
	

	Specific use case
	

	Training completed
	

	Supervisor name
	

	Supervisor signature
	

	Date
	



Submit completed form to IT. Retain a copy for the department's records.
[Organization Name]	Confidential — Internal Use Only
