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Session Overview

5 minutes



Session Objectives

1. Cultivate Cross-Functional Alignment and Shared Understanding

2. Apply a Practical Framework for Strategic Trade-offs

3. Leverage AI and Scenario Planning to Support Human Judgment

4. Foster Transparent, Evidence-Based Stakeholder Communication



Introduction and Context

• Who We Are

• Our Shared Mission

CIC campuses with unique missional 
emphases

Different approaches to endowment role, cost 
flexibility, faculty tenure system, student 
experience, auxiliary services, etc.

United by student-centeredness and 
educational primacy



Designing the Sandcastle Bot

CIC CAO Task Force Meeting: January 2026 in Washington, 
D.C.

• Dr. Brad Fuster proposed a "build-your-own-university" concept

• Dr. Karen Lee suggested using BoodleBox to "vibe code" a bot

• Vice President Titi Ufomata invited Dr. Gregor Thuswaldner into the 
collaboration

The Collaborative Build Process with Boodle Box

• Zach Kinzler, Head of Human AI Solutions, provided tech support

• Karen created a "sandcastle" metaphor and used ChatGPT Plus for 
simulation elements

• Brad contributed higher education expertise to "Knowledge Bank"

• Karen, Brad, and Gregor tested and refined the simulation



Sandcastle Bot: AI Financial Simulation Tool

Institutional Understanding

• Building understanding of institutional finances

• Bridging academic and financial decision-making

Strategic Applications

• Cabinet-level strategic discussions

• Peer-to-peer institutional comparisons

• Strategic planning support for Chief Academic Officers

• Exploring budget levers and financial scenarios

• Testing institutional decisions in a risk-free environment

Faculty Development

• Financial literacy education

• Department chair training and planning



Sandcastle Simulation Scorecard







Human Agents: What we bring to the table



Demonstration: Sample 
Scenarios

10 minutes



Live Demo



Sample Scenarios

The Demographic Cliff. A projected 15% drop in regional high school 

graduates hits your state. Your VP of Enrollment comes to your office and 

projects a 10% miss on the incoming class target. You face a stark choice: Do 

you shrink the college (and execute those painful program cuts immediately to 

balance the budget), or do you lower your admissions standards and increase 

your tuition discount rate just to maintain headcount?

The Athletics Trap. Panicked by the demographic data, a vocal faction on 

your Board of Trustees bypasses the strategic plan. They propose adding five 

new varsity sports (e.g., lacrosse, e-sports, bowling) to put "heads in beds." 

They argue it’s a quick, surefire fix for enrollment. As the Chief Academic 

Officer, how do you respond to the Board regarding the hidden academic and 

financial costs of this strategy?



How to Find the Bot

5 minutes



Accessing the Sandcastle Boodle Bot

1. Navigate to box.boodle.ai; sign-in or create a free account

OR

2. Click 
https://box.boodle.ai/a/@SandcastleUniversityFacilitatorV2

OR

3. Scan the QR code 

http://box.boodle.ai
https://box.boodle.ai/a/@SandcastleUniversityFacilitatorV2


Select ‘+ Start New Chat’ to Begin



Guided Prompts

30 minutes



Hands-On Activity: Table Groups

Scan to get your handout:

Your table has been assigned one of three universities:

Lazy River University — well-resourced, comfortable cushions

Marchon University — mission-driven, margin-conscious

Payne University — resilient, under real pressure

What to do:

1. Read your university's profile 

2. Enter the Scorecard selections into the Sandcastle Bot

3. Enter the IPEDS data into the bot

4. Run the scenario prompt at the bottom of your profile

5. Be ready to share one insight with the room



Key Takeaways: Group Share 
Out

30 minutes



Key Takeaways: Table Discussions

What are your key (concrete) takeaways from this simulation?
Appoint a table representative to report out as we “pass the mike.”

1. What did your fictitious university reveal about the pressures facing real 

institutions like yours?

2. Which financial lever had the most impact in the simulation — and why?

3. What conversation would you want to have with your CFO based on what 

you saw?



High Level Data Summaries

10 minutes



Takeaways from High-Level Data 
Summaries● General spread of data from universities

● Other key data points of interest





Thank you for attending 
this session!
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