
 

AI Governance Maturity Matrix 

Level 
Description of 
Maturity 

What It Looks Like in 
Practice 

Key Focus for Leaders Next Steps to Advance 

1. Initial 
AI use is 
uncoordinated; 
awareness limited. 

Small teams or vendors 
experimenting with AI tools 
without governance or 
privacy checks. 

Recognise emerging AI use; 
identify data risks and 
regulatory obligations. 

Identify AI projects; appoint 
interim accountability; start 
an AI Register. 

2. Emerging 
AI use recognised; 
oversight forming. 

Basic documentation 
begins; Privacy or IG staff 
consulted informally. 

Set direction and tone for 
responsible AI; define who 
is accountable. 

Draft an AI Use Guideline; 
link to privacy and records 
frameworks; provide initial 
training. 

3.Defined 
AI governance 
aligned to existing 
frameworks. 

Roles defined; risk and 
privacy checks built into 
project approval. 

Ensure cross-functional 
input; include AI in IG or 
Risk Committee reporting. 

Approve formal AI Policy; 
align AI and IG registers; 
review systems regularly. 

4. Managed 
AI oversight 
operating 
consistently. 

Monitoring, testing, and 
issue logs in place; 
assurance integrated with IG 
and ERM. 

Use data and risk reports 
for informed decisions; 
promote transparency and 
accountability. 

Introduce assurance 
reviews; benchmark against 
ISO 42001 and NIST RMF; 
broaden training. 

5. Optimised 
Responsible AI 
embedded 
enterprise-wide. 

Continuous improvement 
culture; regular audits and 
external assurance; public 
transparency. 

Model ethical leadership; 
maintain governance 
maturity and stakeholder 
trust. 

Refresh frameworks 
annually; share lessons 
externally; embed AI in 
organisational strategy. 
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