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INTRODUCTION

Artificial Intelligence (Al) is transforming how organisations operate, innovate, and create value across all
sectors, reshaping decision-making, service delivery, internal operations, and strategic planning. As Al
adoption accelerates, organisations of all types face similar challenges: understanding their current
capabilities, identifying gaps, and developing a structured path toward responsible and effective Al use.

The Al Maturity Framework supports this need by offering a comprehensive, systematic approach to
assessing an organisation’s readiness for Al. It provides a shared language and model that helps entities
understand where they stand today and what steps are needed to advance their capabilities.

The framework is structured around six core pillars - Strategy & Value, People & Culture, Technology &
Infrastructure, Al Operations & Ecosystem, Al Governance, Ethics & Risk, and Data - each broken into
categories describing specific capabilities required to develop, deploy, and govern Al systems responsibly.
Each category includes four progressive maturity levels (Basic, Ready, Dynamic, and Advanced) that
describe how practices evolve as organisations strengthen their Al capabilities.

The accompanying Self-Positioning Guide is designed for organisations to assess their own Al maturity. It
is a reflective exercise in which organisations review maturity descriptors, rate their capabilities, and
synthesise pillar-level insights to understand their current readiness. This self-directed process helps
organisations identify priority areas for development and shape a roadmap that aligns with their goals and
values.

Overall, the Al Maturity Framework equips organisations of any type and size with a structured, evidence-
based tool for guiding responsible and effective Al adoption. It enables leadership teams, technical experts,
and operational staff to build a shared understanding of their current position and collaboratively plan the
next steps in their Al journey.

The Al Maturity Framework was developed within the "Al-Ready Flemish Public Administration" project
funded by the European Commission Directorate-General for Structural Reform Support (SG REFORM) and
implemented by UNESCO, supporting the Al Expertise Centre of Digital Flanders. The Al EC supports the
adoption of Al across the Flemish Government.

OVERVIEW OF THE FRAMEWORK

The Al Maturity Framework serves as a structured approach for assessing an organization’s capabilities
and facilitating comprehensive planning for improvement. It synthesizes the foundational requirements for
developing, deploying, managing, and governing Al systems responsibly, and supports organisations in
planning their advancement over time. The framework does not prescribe a specific target maturity level.
Instead, it helps organisations understand where they are, where they aim to be, and what steps are
required to get there.

Structure: Pillars, Categories, and Maturity Levels

The framework is organised into six core Pillars, each focusing on a major capability area required for
effective and trustworthy Al use. Within these pillars are Categories that describe the specific elements of
capability - ranging from Al vision and strategy to data readiness, ethics, governance, and organisational
change management. This structure allows users to examine their organisation both holistically and in a
targeted, granular manner.
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The six pillars

« Strategy & Value — establishing Al vision, alignment with organisational goals, planning, use case
identification, and innovation.

« People & Culture - ensuring the right skills, leadership, structures, and cultural conditions for Al
success.

« Technology & Infrastructure — enabling development environments, compute resources, technical
architectures, and platforms.

« Al Operations & Ecosystem — covering deployment, monitoring, interoperability, partnerships, and
reuse.

« Al Governance, Ethics & Risk — ensuring accountability, legal compliance, ethical safeguards, and risk
mitigation.

« Data (Al-Specific Focus) — focusing on data identification, preparation, access, synthetic data, and
domain understanding.

These pillars and categories are described in detail in Section 3, including their respective maturity level
definitions.

; Data
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The framework uses four progressive maturity levels to characterize an organization’s evolution, from
initial, ad-hoc efforts to advanced, optimized practices.

The levels

« Level 1: Basic — This represents an initial state where processes are often undocumented, inconsistent,
reactive, or heavily reliant on individual efforts. At this level, there is typically limited awareness or
capability concerning Al.

« Level 2: Ready — Characterized as a managed state, this level means processes are documented and
generally followed, perhaps at a project or team level. Basic capabilities and standards are established
and repeatable, indicating a defined intent and growing awareness within the organisation.

« Level 3: Dynamic — At this defined and measured state, processes are standardized, integrated, and
consistently applied across relevant parts of the organisation. Performance is quantitatively measured
and actively managed, with practices becoming proactive rather than reactive.

« Level 4: Advanced - This optimized state signifies that processes are continuously improved based on
quantitative insights and feedback loops. The focus is on optimization, innovation, and proactive
refinement, with capabilities deeply embedded and strategically leveraged throughout the organization.
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INTRODUCTION

3. SELF-POSITIONING GUIDE

This Section provides organisations with a practical, step-by-step process for conducting a maturity
assessment using the categories and maturity levels. The Self-Positioning Guide is intended to support
reflective, evidence-based assessment and facilitate structured planning for capability development. The
guide can be used by individual teams or through a facilitated cross-organisational workshop. The most
effective assessments draw on diverse perspectives - strategic, operational, technical, legal, and domain-
specific - to ensure a complete understanding of current Al capabilities.

Steps for Using the Self-Positioning Guide
The self-assessment process involves the following steps, which organisations can adapt to their context
and capacity:

Step 1 - Understand the Framework and Maturity Levels

Before beginning the assessment, participants should review the six pillars, the categories within each
pillar, and the maturity level definitions. A shared understanding of the terminology, purpose, and expected
development trajectory helps ensure consistent interpretation across assessors.

Step 2 - Conduct Category-Level Assessments
For each category, assessors review the maturity descriptions and determine which level best reflects
current practice. Assessments should:

» Be based on observable evidence (processes, documentation, examples).
« Reflect the organization’s typical practice, not isolated best or worst cases.
« Include notes on strengths, weaknesses, and desired future states.

The Self-Assessment fields provided at the end of each category guide this process.

Step 3 - Identify Gaps and Capability Priorities
Once all category assessments are complete, organisations review results to identify:
« Areas of strength
« Capability gaps
« Desired maturity level
« Actions needed to progress to the desired level

Step 4 - Synthesize Results to Determine Pillar Maturity
Using the Pillar-Level Summary Sheets provided at the end of each pillar section, organisations aggregate
category results to determine an overall maturity rating for each pillar.
This process includes:
« Reviewing each category’s maturity level
« Considering potential critical categories (those that may cap overall pillar maturity)
« Determining the most representative maturity level for the pillar
« Documenting justification and observations

Step 5 - Finalize Al Maturity Assessment and Define Action Points

Once all pillar-level assessments have been completed, organisations consolidate the results into the
Overall Organisational Al Maturity Overview. This provides a holistic view of the organization’s Al readiness
and forms the basis for prioritizing action points.



INTRODUCTION

The overview brings together the maturity levels of all six pillars and includes space for qualitative
reflections that support strategic decision-making. This final step ensures that the assessment moves
beyond a set of scores to become a strategic tool. By summarizing maturity levels, highlighting
organisational strengths, identifying priority risks, and outlining both immediate and long-term actions,
organisations can use the overview to guide Al capacity planning in a coordinated and responsible manner.

Self-Positioning in Pillars and Categories
The core of the self-assessment consists of evaluating each category using:

« A description explaining what the capability involves

« Animportance statement explaining why it matters

« Maturity level definitions for Basic, Ready, Dynamic, and Advanced

« Self-Assessment fields, including evidence, strengths, gaps, desired level, and required actions

This structure is applied consistently across all pillars and categories, ensuring comparability and ease of
use.

Each pillar concludes with a Pillar-Level Summary Sheet that consolidates category scores, captures key
strengths and gaps, and determines overall pillar maturity.

Finally, organisations complete the Overall Organisational Al Maturity Overview, which synthesizes pillar-
level ratings into a holistic perspective on Al readiness.

This structured approach ensures the assessment is comprehensive, consistent, and actionable - providing
a solid foundation for building organisational Al capability

10
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PILLAR 1: STRATEGY & VALUE

CATEGORY 1.1: Al VISION & AMBITION

Description: This category assesses how clearly
the organization defines the intended role and
impact of Al in achieving its mission. A well-
articulated Al vision provides direction, alignment,
and motivation for Al initiatives.

Importance: An organization's Al vision sets the
foundation for all Al activities. Without a clear
vision, Al initiatives can become disjointed,
tactical, and fail to deliver strategic value. The
vision should articulate how Al will transform the
organization's operations and services.

MATURITY LEVELS:

» Basic: No defined Al vision exists, or only
vague ideas. Al is mentioned without specific
goals or is pursued opportunistically without
clear direction.

o Ready:A high-level Al vision is documented
and understood by key stakeholders. The
organization has articulated some specific
ways Al could benefit its mission, though
connections to strategic objectives may be
limited.

o Dynamic: The Al vision is clearly defined,
communicated organization wide, and linked
to measurable objectives. Specific Al-enabled
capabilities are identified with expected
outcomes. Leaders across departments
understand and support the vision.

« Advanced:The Al vision is integrated into the
core organizational strategy and regularly
reviewed. It evolves based on results and
changing technological landscape. The vision
influences budgeting, resource allocation, and
prioritization decisions. It has become part of
how the organization defines its future state.

SELF-ASSESSMENT

1. Current Maturity Level (select one):

7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:

13



PILLAR 1: STRATEGY & VALUE

CATEGORY 1.2: STRATEGIC ALIGNMENT

Description: This category examines the degree to
which Al initiatives are planned and executed in
support of core organizational strategies and
goals, rather than as siloed technical projects.

Importance: Strategic alignment ensures Al
investments create value in areas most important
to the organization. Without alignment, Al projects
may succeed technically but fail to advance
strategic priorities or create meaningful impact.

MATURITY LEVELS:

« Basic: Al initiatives are ad-hoc, with little
connection to organizational goals. Projects
are often technology-driven rather than needs-
driven, and may be pursued based on
individual interests rather than strategic fit.

« Ready: Al projects are assessed for alignment
with strategic goals, but inconsistently. Some
effort is made to connect Al initiatives to
business needs, though the process may be
informal or vary across the organization.

o Dynamic: A formal process ensures all
significant Al initiatives directly support
defined strategic priorities. Business cases
include explicit links to strategic objectives.
Alignment is tracked and reported. Non-
aligned initiatives are deprioritized or
redesigned.

» Advanced: Al capabilities proactively shape
and enable new strategic goals. The
organization  regularly  evaluates  how
emerging Al technologies might create new
strategic ~ opportunities.  Alignment s
continuously optimized, with resources
dynamically allocated to maximize strategic
impact.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:

14



PILLAR 1: STRATEGY & VALUE

CATEGORY 1.3: ROADMAP & PLANNING

Description: This category evaluates the existence SELF-ASSESSMENT

and quality of concrete plans outlining steps,
resources, and timelines for Al adoption across
the organization.

Importance: A well-structured Al roadmap
translates vision into actionable plans, helping to
sequence investments, prepare for dependencies,
and manage expectations. It provides a
framework for measuring progress and adjusting
course as needed.

MATURITY LEVELS:

« Basic: No Al roadmap exists; planning is
short-term and project-specific. Al initiatives
are approached in isolation, with minimal
coordination. Timelines and resource needs
are poorly defined.

o Ready: An initial Al roadmap with key
milestones is documented but may lack detail
or resources. The organization has identified
a sequence of Al initiatives but may not have
fully defined the enablers, dependencies, or
specific resource requirements.

« Dynamic: A detailed, resourced Al roadmap
exists, is actively managed, and integrated
with organizational planning cycles. It
includes capability building, data preparation,
and foundational technology investments.
Dependencies are identified and managed.
Progress is tracked and the roadmap is
updated regularly.

e Advanced: The Al roadmap is dynamic,
continuously updated based on performance
data, changing priorities, and foresight
analysis. It includes contingency planning for
different scenarios. The roadmap balances
short-term wins with long-term capability
building and is used to proactively identify and
address potential obstacles..

1. Current Maturity Level (select one):
Basic
Ready
Dynamic
Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
Basic
Ready
Dynamic
Advanced

6. Actions Needed to Progress to the Desired
Level:

15



PILLAR 1: STRATEGY & VALUE

CATEGORY 1.4: VALUE IDENTIFICATION &

MEASUREMENT

Description: This category assesses the
processes for identifying high impact Al use cases
and systematically tracking the benefits and
return on investment of Al initiatives.

Importance: Rigorous value identification and
measurement enables organizations to select the
most impactful Al investments and demonstrate
returns, building confidence and support for
continued investment. It also provides feedback
to refine future initiatives.

MATURITY LEVELS:
e« Basic: Al use cases are chosen
opportunistically; value is assumed or

anecdotal. There's limited evaluation of
potential benefits or prioritization based on
value. Success metrics are vague or not
defined.

« Ready: A process exists to identify potential
Al use cases; basic value metrics (e.g., cost

savings) are defined but inconsistently
tracked. The organization attempts to
estimate benefits but may not have

systematic ways to measure or validate them
after implementation.

o Dynamic: Standardized methodology for
evaluating Al use case potential (feasibility,
impact); value realization is systematically
measured against predefined KPIs. Business
cases include quantifiable metrics. Regular
reviews assess value delivery against
projections and identify  optimization
opportunities.

o Advanced: Value measurement is
sophisticated (including strategic/intangible
benefits), integrated into business cases, and
used to optimize the Al portfolio continuously.
Advanced techniques like A/B testing validate
impacts. Value tracking influences resource
allocation and future investment decisions.
The organization can quantify Al's
contribution to strategic objectives.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:

16



PILLAR 1: STRATEGY & VALUE

CATEGORY 1.5: INNOVATION &

EXPERIMENTATION

Description: This category examines the
mechanisms and cultural support for exploring
novel Al applications, including pilot projects and
proof-of-concepts.

Importance: Innovation and experimentation
enable organizations to learn about Al
capabilities, test hypotheses at low cost, and
identify promising opportunities before
committing significant resources. They build
organizational learning and reduce risk of larger
investments.

MATURITY LEVELS:

« Basic: Little or no experimentation with Al.
The organization may be reluctant to invest in
unproven concepts. Learning about Al is
limited to reading or conferences rather than
hands-on testing.

o Ready: Ad-hoc Al pilot projects are conducted;
lessons learned are informal. Some teams
may experiment with Al technologies but
without systematic processes for sharing
findings or scaling successful pilots.

« Dynamic: A structured process exists for Al
experimentation (e.g., sandbox environments,
pilot funding); results are documented and
inform roadmap decisions.  Successful
experiments have clear paths to scaling. The
organization allocates specific resources for

innovation.
o Advanced: Proactive scouting for Al
innovations;  dedicated resources and

processes for rapid experimentation and
scaling; culture encourages calculated risk-
taking. Innovation activities are linked to
strategic priorities. The organization partners
with external entities (academia, startups) to
access emerging ideas. Failed experiments
are valued for learning.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:

17



PILLAR 1: STRATEGY & VALUE

PILLAR-LEVEL SUMMARY SELF-POSITIONING

Basic Ready Dynamic Advanced  Targeted level

Al Vision &
Ambition O O O O
Strategic Alighment O O O O
Roadmap &
Planning O [ L O
Value Identification
& Measurement O O O O
Innovation &

[l O O O

Experimentation

Critical Category in This Pillar:
None identified / or specify if Pillar 3 has critical categories based on your adjusted framework.

Pillar-Level Maturity Determination:

Overall Pillar Maturity Level:

Rationale (brief explanation):

Key Strengths Across the Pillar:

Key Gaps Across the Pillar:

Priority Actions for Improving Pillar Maturity:

18
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PILLAR 2: PEOPLE & CULTURE

CATEGORY 2.1: TALENT & SKILLS

Description: This category evaluates the
organization's ability to define necessary Al roles,
attract qualified personnel, and develop the
workforce's Al competencies (both technical and
non-technical).

Importance: Al success depends heavily on having
the right skills and expertise available.
Organizations need both specialized technical
talent and widespread Al literacy to effectively
implement and benefit from Al initiatives.

MATURITY LEVELS:

o Basic: Al skills are scarce, roles undefined;
reliance on external consultants or individual
enthusiasts. The organization has not
systematically identified required Al skills or
established development paths. Al expertise is
isolated.

» Ready: Key Al roles are defined; initial efforts
to hire or train for specific Al skills are
underway. The organization recognizes skill
gaps and has begun to address them, though
approaches may be reactive or inconsistent.

« Dynamic: Strategic workforce planning for Al
roles; formal training programs and career
paths exist; competency gaps are actively
managed. Skills inventories are maintained
and regularly updated. Development programs
address both technical and non-technical Al-
related skills.

o Advanced: Continuous Al skill development
integrated into HR processes; internal mobility
and cross-skilling are fostered; recognized
internally/externally for Al talent. The
organization has become an employer of
choice for Al professionals. Learning is
embedded in work processes. Skills
development anticipates future needs.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
Basic
Ready
Dynamic
Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
Basic
Ready
Dynamic
Advanced

6. Actions Needed to Progress to the Desired
Level:

20



PILLAR 2: PEOPLE & CULTURE

CATEGORY 2.1: TALENT & SKILLS

Description: This category evaluates the
organization's ability to define necessary Al roles,
attract qualified personnel, and develop the
workforce's Al competencies (both technical and
non-technical).

Importance: Al success depends heavily on
having the right skills and expertise available.
Organizations need both specialized technical
talent and widespread Al literacy to effectively
implement and benefit from Al initiatives.

MATURITY LEVELS:

o Basic: Al skills are scarce, roles undefined;
reliance on external consultants or individual
enthusiasts. The organization has not
systematically identified required Al skills or
established development paths. Al expertise
is isolated.

» Ready: Key Al roles are defined; initial efforts
to hire or train for specific Al skills are
underway. The organization recognizes skill
gaps and has begun to address them, though
approaches may be reactive or inconsistent.

» Dynamic: Strategic workforce planning for Al
roles; formal training programs and career
paths exist; competency gaps are actively
managed. Skills inventories are maintained
and regularly updated. Development programs
address both technical and non-technical Al-
related skills.

« Advanced: Continuous Al skill development
integrated into HR processes; internal mobility
and cross-skilling are fostered; recognized
internally/externally for Al talent. The
organization has become an employer of
choice for Al professionals. Learning is
embedded in work processes. Skills
development anticipates future needs.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
Basic
Ready
Dynamic
Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
Basic
Ready
Dynamic
Advanced

6. Actions Needed to Progress to the Desired
Level:

21



PILLAR 2: PEOPLE & CULTURE

CATEGORY 2.2: ORGANIZATIONAL

STRUCTURE

Description: This category examines how the
entity organizes its Al efforts — defining roles (e.g.,
Al specialists, data scientists), responsibilities,
and team configurations (like Centers of
Excellence or embedded teams).

Importance: Effective organizational structures
provide clear accountability for Al initiatives,
ensure appropriate expertise is available where
needed, and facilitate knowledge sharing and
consistency across the organization.

MATURITY LEVELS:

« Basic: No specific structure for Al; efforts are
siloed within existing departments. Al
responsibilities are not clearly assigned,
creating gaps and overlaps. Knowledge
sharing is limited or non-existent.

o Ready: Informal Al working groups or a
designated point person exists. The
organization has begun to create structures
for coordination but may lack formal
mandates or resources. Collaboration around
Al is emerging but inconsistent.

« Dynamic: Formal Al team(s) or a Center of
Excellence established with clear mandates
and reporting lines. Roles and responsibilities
are well-defined. Structures enable both
specialized expertise and business
integration. Governance bodies oversee
cross-organizational Al initiatives.

« Advanced: Flexible, adaptive Al organizational
models (e.g., federated, hub-and-spoke) are
implemented and optimized based on needs;
strong cross-functional collaboration.
Structures evolve based on maturity and
changing requirements. Interaction between
centralized expertise and  distributed
implementation is seamless.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
Basic
Ready
Dynamic
Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
Basic
Ready
Dynamic
Advanced

6. Actions Needed to Progress to the Desired
Level:

22



PILLAR 2: PEOPLE & CULTURE

CATEGORY 2.3: LEADERSHIP &

SPONSORSHIP

Description: This category assesses the level of
active support, commitment, and advocacy from
senior leadership for Al initiatives.

Importance: Leadership commitment is crucial for
securing resources, removing obstacles, driving
change, and signaling organizational priorities.
Without strong leadership support, Al initiatives
often struggle to gain traction and sustain
momentum.

MATURITY LEVELS:

« Basic: Leadership awareness of Al is low; no
clear sponsorship. Executives may see Al as
primarily a technical matter rather than a
strategic one. Support is passive or absent.

o Ready: Some leaders express interest or
sponsor specific Al projects reactively. There
may be isolated champions but not
organization-wide support. Leaders approve
resources but may not actively promote Al
adoption.

« Dynamic: Visible executive sponsorship for
the overall Al strategy; leaders actively
communicate the importance of Al
Leadership regularly reviews progress of Al
initiatives and holds teams accountable.
Leaders model data-driven decision-making.

e Advanced: Leadership champions Al
transformation, allocates strategic resources,
removes barriers, and holds the organization
accountable for Al goals. Leaders have a
sophisticated understanding of Al's potential
and limitations. They anticipate resistance and
proactively address cultural challenges. Al
leadership extends beyond the C-suite to all
management levels.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:

23



PILLAR 2: PEOPLE & CULTURE

CATEGORY 2.2: ORGANIZATIONAL

STRUCTURE

Description: This category examines how the
entity organizes its Al efforts — defining roles (e.g.,
Al specialists, data scientists), responsibilities,
and team configurations (like Centers of
Excellence or embedded teams).

Importance: Effective organizational structures
provide clear accountability for Al initiatives,
ensure appropriate expertise is available where
needed, and facilitate knowledge sharing and
consistency across the organization.

MATURITY LEVELS:

« Basic: No specific structure for Al; efforts are
siloed within existing departments. Al
responsibilities are not clearly assigned,
creating gaps and overlaps. Knowledge
sharing is limited or non-existent.

o Ready: Informal Al working groups or a
designated point person exists. The
organization has begun to create structures
for coordination but may lack formal
mandates or resources. Collaboration around
Al is emerging but inconsistent.

« Dynamic: Formal Al team(s) or a Center of
Excellence established with

« clear mandates and reporting lines. Roles and
responsibilities are well-defined.

« Structures enable both specialized expertise
and business integration. Governance bodies
oversee cross-organizational Al initiatives.

« Advanced: Flexible, adaptive Al organizational
models (e.g., federated, hub-and-spoke) are
implemented and optimized based on needs;
strong cross-functional collaboration.
Structures evolve based on maturity and
changing requirements. Interaction between
centralized expertise and  distributed
implementation is seamless.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
Basic
Ready
Dynamic
Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
Basic
Ready
Dynamic
Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 2: PEOPLE & CULTURE

PILLAR-LEVEL SUMMARY SELF-POSITIONING

Basic Ready Dynamic Advanced  Targeted level

Talent & Skills O O O ]

Organizational

Structure . . . L
Leadership &
Sponsorship O O 0 ]
Change
Management & |:| ] |:| ]
Adoption
Al Literacy &

erasy O O O O

Awareness

Critical Category in This Pillar:
None identified / or specify if Pillar 3 has critical categories based on your adjusted framework.

Pillar-Level Maturity Determination:

Overall Pillar Maturity Level:

Rationale (brief explanation):

Key Strengths Across the Pillar:

Key Gaps Across the Pillar:

Priority Actions for Improving Pillar Maturity:
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PILLAR 3:TECHNOLOGY & INFRASTRUCTURE

CATEGORY 3.1: Al DEVELOPMENT

PLATFORMS & TOOLS

Description: This category evaluates the
availability, suitability,
software and tools for the entire Al lifecycle (data
preparation, model building, training, testing,

deployment).

Importance: Appropriate development platforms
and tools enable Al practitioners to work
efficiently, collaborate effectively, and create high-
quality, maintainable Al solutions. They provide
structure and consistency to Al development
activities.

MATURITY LEVELS:

« Basic: Reliance on individual developer tools
or basic analytics software; no standardized
Al platform. Tools may be chosen ad-hoc by
individual practitioners. Limited collaboration
capabilities. Workflow automation is minimal.

o Ready: Some common Al
libraries/frameworks are used; exploration of
cloud Al services or specific platforms begins.
The organization is identifying preferred tools
and beginning to standardize. Basic version
control may exist, but full lifecycle
management is limited.

o Dynamic: Standardized Al development
platform(s) are adopted and supported,
providing core functionalities (data prep,

modeling,  versioning).  Tools  support
collaboration and knowledge sharing.
Governance requirements are addressed.

Training and support resources exist.

o Advanced: Integrated, enterprise-grade Al/ML
platform supporting the full lifecycle; tools are
optimized for productivity, collaboration, and
governance; exploration of cutting-edge tools.
Platforms integrate  with  broader IT
landscape. Self-service capabilities exist
where appropriate. Platform evolves based on
user feedback and emerging needs.

and effective use of

1. Current Maturity Level (select one):
Basic
Ready
Dynamic
Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
Basic
Ready
Dynamic
Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 3:TECHNOLOGY & INFRASTRUCTURE

CATEGORY 3.2: CLOUD & COMPUTE

INFRASTRUCTURE

Description: This category assesses access to
adequate, scalable computing power (CPU, GPU),
storage, and network resources, often leveraging
cloud services, to support Al workloads.

Importance: Al models, particularly deep learning
approaches, require significant computing
resources. Appropriate infrastructure enables
experimentation, efficient training of complex
models, and scalable deployment of Al solutions.

MATURITY LEVELS:

o Basic: Infrastructure limitations hinder Al
experimentation; reliance on local machines.
Computing resources are insufficient for
serious Al development. Cloud services may
be unavailable or restricted.

» Ready: Basic cloud services (storage, some
compute) are used for Al projects; scalability
is limited or managed manually. Some GPU
resources may be available but access is
constrained or inconsistent.

o Dynamic: Scalable cloud infrastructure
specifically configured for Al workloads
(including GPUs/TPUs where needed) is
available and managed. Resource allocation
processes are defined. Cost monitoring
exists. Security requirements are addressed.

e Advanced: Optimized, hybrid/multi-cloud
strategy for Al; infrastructure provisioning is
automated and elastic; cost and performance
are actively managed. Infrastructure decisions
balance performance, cost, and sustainability.
Specialized hardware accelerators are
available where beneficial. Infrastructure
adapts to changing workload patterns.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 3:TECHNOLOGY & INFRASTRUCTURE

CATEGORY 3.3: Al-SPECIFIC

ARCHITECTURES

Description: This category examines the design of
IT systems and infrastructure (e.g., using APIs,
microservices) to readily accommodate and
integrate Al components

Importance: Al-friendly architectures enable
faster integration of Al capabilities into
operational systems, greater flexibility to evolve Al
components, and more efficient data flows to and
from Al models.

MATURITY LEVELS:

o Basic: Monolithic systems make Al
integration difficult. Systems are rigid and
closed. Data access requires custom
extraction processes. Deploying Al models
into production is cumbersome.

o Ready: Some systems expose data via APIs;
initial consideration of Al in new system
designs. The organization is beginning to
adopt more modular approaches, though
legacy constraints remain significant.

o Dynamic: Architectural patterns (e.g.,
microservices, event-driven) facilitating Al
integration are adopted; standard interfaces
for Al services exist. Reference architectures
guide new developments. Al components can
be deployed and updated independently.

o Advanced: Enterprise architecture explicitly
designed for Al integration; reusable Al
components and services are built and
leveraged;  realtime  data streaming
architectures support Al. Systems are design
for flexibility and experimentation.
Architecture enables continuous learning and
adaptation of Al systems.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 3:TECHNOLOGY & INFRASTRUCTURE

CATEGORY 3.4: DATA SCIENCE

ENVIRONMENT

Description: This category evaluates the provision
of well-equipped, secure, and collaborative
environments where data scientists and Al teams
can work effectively.

Importance: Productive data science
environments accelerate development, facilitate
collaboration, enable reproducibility, and help
attract and retain talent. They reduce time spent
on setup and environment management.

MATURITY LEVELS:

« Basic: Data scientists use isolated desktop
tools; limited collaboration or access to
resources. Development environments are
individually maintained. Sharing code or
results is difficult.

o Ready: Shared file systems or basic
collaborative tools are used; access to some
data sources is provided. Teams have
mechanisms to share code and results,
though workflows may still be largely manual.

« Dynamic: Standardized, secure, collaborative
data science environment/workbench (cloud-
based or on-prem) with access to necessary
tools, data, and compute. Environments
support version control, experiment tracking,
and collaboration. Security requirements are
addressed.

« Advanced: Highly optimized, integrated data
science platform promoting collaboration,
reproducibility, and efficiency; seamless
integration with data sources and MLOps
pipelines. Self-service capabilities enable
rapid onboarding. Environments support
specialized needs (e.g., deep learning, NLP).
Usage analytics drive continuous
improvement.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 3:TECHNOLOGY & INFRASTRUCTURE

PILLAR-LEVEL SUMMARY SELF-POSITIONING

Category Basic Ready Dynamic Advanced  Targeted level

Al Development
Platforms & Tools 0 O l O

Cloud & Compute
Infrastructure U U L] O

Al-Specific
Architectures 0 O ] O

Data Science

Environment D [ [ [

Critical Category in This Pillar:
None identified / or specify if Pillar 3 has critical categories based on your adjusted framework.

Pillar-Level Maturity Determination:

Overall Pillar Maturity Level:

Rationale (brief explanation):

Key Strengths Across the Pillar:

Key Gaps Across the Pillar:

Priority Actions for Improving Pillar Maturity:
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PILLAR 4: Al OPERATIONS & ECOSYSTEM

CATEGORY 4.1: MODEL DEPLOYMENT &
MANAGEMENT (MLOPS)

Description: This category assesses mature
practices for reliably and repeatably deploying,
monitoring, versioning, and retraining Al models in
production environments.

Importance: MLOps practices bring software
engineering discipline to Al development,
ensuring models are deployed reliably, monitored
effectively, and can evolve to maintain
performance. They are essential for scaling Al
beyond pilot projects.

MATURITY LEVELS:

o Basic: Model deployment is manual,
infrequent, and ad-hoc; no versioning or
monitoring. The transition from development
to production is high-friction. Processes are
undefined and error-prone.

« Ready: Basic scripts or manual processes
exist for deployment; some model versioning
is practiced. The organization recognizes the
need for more systematic approaches but
implementation is incomplete.

« Dynamic: Automated CI/CD pipelines for ML
models are implemented; standardized
processes for deployment, monitoring, and
rollback exist. Models are versioned and
tracked. Testing frameworks validate model
behavior before deployment.

« Advanced: Mature MLOps practices are fully
integrated; automated retraining, A/B testing,
comprehensive monitoring, and governance
are standard; focus on efficiency and
reliability. The full lifecycle from development
to retirement is managed. Deployment
strategies minimize disruption and enable
safe experimentation.

SELF-ASSESSMENT

1. Current Maturity Level (select one):

[] Basic
["] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T) Ready
[7] Dynamic
[T) Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 4: Al OPERATIONS & ECOSYSTEM

CATEGORY 4.2: PERFORMANCE
MONITORING & OPTIMIZATION

Description: This category evaluates continuously
tracking the operational performance, accuracy,
and fairness of deployed Al systems and making
necessary adjustments.

Importance: Al models can degrade over time as
data patterns change. Effective monitoring
ensures models remain accurate, fair, and
performant, enabling timely intervention when
issues arise.

MATURITY LEVELS:

« Basic: No monitoring of deployed Al models.
Performance issues are detected only through
user complaints or obvious failures. No
mechanisms exist to measure ongoing
accuracy or detect drift.

« Ready: Basic technical monitoring (uptime,
errors) is in place; performance checked
manually and infrequently. Some awareness
of the need to verify model accuracy exists,
but processes are ad-hoc.

o Dynamic: Automated monitoring of key Al
performance metrics (accuracy, drift, fairness,
latency) with alerting mechanisms.
Thresholds are defined for intervention.
Regular reporting on model performance is
available to stakeholders.

« Advanced: Continuous, holistic monitoring of
Al model performance and business impact;
automated feedback loops for model
retraining and optimization; proactive issue
detection. Sophisticated approaches detect
subtle changes in data distributions or model
behavior.  Performance insights drive
continuous improvement.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
[T] Basic
[T] Ready
[ Dynamic
] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
[ Dynamic
[T] Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 4: Al OPERATIONS & ECOSYSTEM

CATEGORY 4.3: INTEGRATION &

INTEROPERABILITY

Description: This category examines ensuring Al
systems can effectively exchange data and
function within the existing IT landscape and
business processes.

Importance: Effective integration ensures Al
systems can access required data, deliver outputs
to where they're needed, and operate as seamless
components of broader business processes and
technical systems.

MATURITY LEVELS:

« Basic: Al models operate in isolation or require
manual data transfer. Integration is minimal or
highly customized. Al outputs may be manually
interpreted and entered into operational
systems.

« Ready: Point-to-point integrations are built for
specific Al applications. Some automation
exists but may be brittle. The organization
recognizes the need for more standardized
approaches.

« Dynamic: Standardized APIs and integration
patterns are used for connecting Al systems
with business processes and IT systems.
Integration is part of the design process for Al

solutions.  Technical  standards  guide
implementation.
e Advanced: Seamless integration via an

enterprise service bus, event streams, or API
gateway; Al services are easily discoverable
and consumable across the organization.
Integration is automated and monitored.
Business processes are designed to leverage
Al capabilities natively. Real-time data flows
allow Al to be woven throughout operations.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 4: Al OPERATIONS & ECOSYSTEM

CATEGORY 4.4: EXTERNAL
COLLABORATION & PARTNERSHIPS

Description: This category assesses leveraging
knowledge, resources, and talent from outside the
entity (e.g., academia, research institutions, other
government bodies, industry).

Importance: External collaboration accelerates
learning, provides access to specialized expertise,
extends resource capabilities, and brings fresh
perspectives. It can be especially valuable for
public sector organizations with limited internal Al
capabilities.

MATURITY LEVELS:

« Basic: No external Al collaborations. The
organization operates in isolation, missing
opportunities to learn from or leverage
external expertise or resources.

« Ready: Informal contacts or participation in
general events; occasional ad hoc
collaborations. The organization engages with
external entities but without strategic focus or
sustained relationships.

« Dynamic: Strategic  partnerships  with
academia, research institutions, or other
government bodies for specific Al projects or
knowledge exchange. Partnerships have
defined goals and governance. Benefits flow
in both directions.

« Advanced: Active participation and leadership
in Al ecosystems; systematic process for
identifying, managing, and leveraging external
partnerships; co-innovation initiatives. The
organization has a reputation as a valuable
partner. Partnerships advance strategic goals
and create mutual value. Contributing to
National Standardization Body Al technical
committees and/or participating to Al related
regulatory discussions.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[ Dynamic
] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
[] Basic
[T] Ready
[T Dynamic
[T Advanced

6. Actions Needed to Progress to the Desired

Level:
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PILLAR 4: Al OPERATIONS & ECOSYSTEM

CATEGORY 4.5: REUSABILITY & SHARED

COMPONENTS

Description: This category evaluates identifying
and promoting the use of common Al platforms,
tools, datasets, or model components across
different projects or entities to improve efficiency.

Importance: Reusable components accelerate
development, reduce duplication of effort,
promote consistency, and enable smaller projects
to benefit from capabilities that would be
uneconomical to develop independently.

MATURITY LEVELS:

« Basic: Every Al project starts from scratch.
There's no awareness of or mechanism for
reuse across projects. Knowledge and
components remain siloed within teams.

« Ready: Awareness of potential for reuse;
some code or components shared informally.
The organization recognizes opportunities but
lacks systematic approaches to enabling or
promoting reuse.

« Dynamic: Processes and platforms exist to
share and reuse Al models, data pipelines,
features, or tools across teams/projects.
Reusable components are documented and
discoverable. Governance processes address
ownership and maintenance.

« Advanced: Enterprise-wide strategy for
building and leveraging reusable Al assets;
active curation and promotion of shared
components; measured impact of reuse.
Architectural decisions consider reusability.
Incentives encourage both contribution and
use of shared components.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 4: Al OPERATIONS & ECOSYSTEM

PILLAR-LEVEL SUMMARY SELF-POSITIONING

Category Basic Ready Dynamic Advanced  Targeted level

Model Deployment

& Management O O O |
(MLOps)

Performance

Monitoring & O O O O

Optimization

Integration &

Interoperability O O 0 O
External

Collaboration & I O n H
Partnerships

Reusability &

Shared 0 O] m [

Components

Critical Category in This Pillar:
None identified / or specify if Pillar 3 has critical categories based on your adjusted framework.

Pillar-Level Maturity Determination:

Overall Pillar Maturity Level:

Rationale (brief explanation):

Key Strengths Across the Pillar:

Key Gaps Across the Pillar:

Priority Actions for Improving Pillar Maturity:
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PILLAR 5: Al GOVERNANCE, ETHICS & RISK

CATEGORY 5.1: Al GOVERNANCE

FRAMEWORK

Description: This category examines establishing
clear rules, policies, decision-making processes,
roles, and accountability structures specifically for
Al initiatives. .

Importance: Strong governance ensures Al
initiatives are developed responsibly, align with
organizational values and compliance
requirements, and appropriately  balance
innovation with risk management.

MATURITY LEVELS:

« Basic: No specific governance for Al; relies on
general IT governance. Al initiatives proceed
without specialized oversight, potentially
creating unmanaged risks.

o Ready: Initial Al policies or guidelines are
drafted; roles/responsibilities are informally
assigned for specific projects. The
organization recognizes the need for Al-
specific governance but implementation is
partial.

» Dynamic: Formal Al governance framework
established with defined policies, processes,
roles (e.g, Al review board), and
accountability structures. Decision rights are
clear. Governance processes are integrated
into the Al lifecycle.

« Advanced: Al governance is integrated across
the Al lifecycle, regularly reviewed and
updated; proactive monitoring of policy
adherence; contributes to external standards.
Governance adapts to emerging risks and
opportunities. The organization can
demonstrate a mature, risk-based approach to
Al governance.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 5: Al GOVERNANCE, ETHICS & RISK

CATEGORY 5.2: ETHICAL PRINCIPLES &

GUIDELINES

Description: This category assesses defining,
adopting, and operationalizing ethical standards
(e.g., fairness, non-discrimination, transparency,
human oversight) for Al development and
deployment.

Importance: Ethical guidelines are drawn from
international frameworks and ensure that Al
systems align with societal values and agreed
ethical standards. They provide practical
guidance for addressing ethical dilemmas and
aim to protect citizens and users against harmful
impacts.  Applying ethical principles and
guidelines  builds  trust with users and
stakeholders.

MATURITY LEVELS:

o Basic: Little awareness of Al ethics. The
development and use Al do not start from a
citizen-centric vision. Ethical considerations
are not explicitly addressed in Al development.
The focus is primarily on technical
functionality rather than societal impact.

o Ready: General ethical principles are
acknowledged; some discussion occurs for
high-risk projects. The organization has started
to recognize ethical dimensions but may lack
structured processes to address them.

« Dynamic: The organisation established a clear
framework of ethical principles. Ethical
considerations are part of standard review
processes, including practices such as bias
testing, explainability checks, and ethical
impact assessments. Responsibility for ethics
is formally assigned, metrics are tracked, and
design and deployment decisions are
supported by  structured stakeholder
engagement.

o Advanced: Ethical principles are fully
embedded in the organization’s culture,
strategy, and throughout the Al lifecycle. The
organisation refines its guidelines based on
quantitative insights, evolving regulations, and
societal expectations. There is internal
monitoring via feedback loops and external
stakeholders are engaged in ethical oversight.
The organisation demonstrates leadership in
responsible Al practices and sees trust as a
strategic differentiator.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
Basic
Ready
Dynamic
Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
Basic
Ready
Dynamic
Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 5: Al GOVERNANCE, ETHICS & RISK

CATEGORY 5.3: RISK ASSESSMENT &

MITIGATION

Description: This  category  evaluates
systematically  identifying,  analyzing, and
managing potential risks associated with Al
systems (e.g., bias amplification, security
vulnerabilities, privacy infringements, societal
impacts).

Importance: Proactive risk management prevents
harmful outcomes, protects users and the
organization, and enables innovation by creating

frameworks for responsibly exploring new
capabilities.
MATURITY LEVELS:

« Basic: Al risks are not formally considered.
Risk awareness is low. The organization may
assume that general risk management is
sufficient for Al-specific risks.

« Ready: Basic risk identification occurs for
some Al projects, often reactively. Some
awareness of Al-specific risks exists, but
assessment may be superficial or
inconsistent.

« Dynamic: Standardized process for Al risk
assessment (including bias, fairness, security)
aligned with frameworks (e.g., UNESCO RAM);
mitigation plans are developed. Risk
assessment is integrated into the Al
development  lifecycle.  Different  risk
categories are recognized.

« Advanced: Proactive and continuous Al risk
management integrated with enterprise risk
management; quantitative risk analysis where
possible; automated monitoring for risk
indicators. Risk appetite is defined for
different Al applications. Emerging risks are
anticipated. Risk management evolves based
on experience and external developments.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 5: Al GOVERNANCE, ETHICS & RISK

CATEGORY 5.4: COMPLIANCE & LEGAL

Description: This category assesses ensuring Al
systems and their use comply with all relevant
laws and regulations (e.g., EU Al Act, GDPR,
sector-specific rules).

Importance: Compliance ensures Al systems
meet legal requirements, avoiding penalties and
reputational damage. It also provides a baseline
for responsible Al development that protects
individuals' rights and organizational interests.

MATURITY LEVELS:

« Basic: Assumed compliance based on general
regulations. Limited awareness of Al-specific
legal requirements. Compliance verification is
reactive or absent.

« Ready: Awareness of specific Al-related legal
requirements (e.g., GDPR, Al Act); compliance
checked manually for key projects. The
organization has identified relevant
regulations but may lack systematic
processes to ensure compliance.

« Dynamic: Processes established to ensure
and document Al compliance, and there are
established processes to integrate different
sets of expertise into compliance checks and
existing legal review processes. Legal
expertise is consulted during technical
development and deployment. Compliance
requirements are integrated into development
methodologies. Documentation practices
support compliance verification.

« Advanced: Proactive monitoring of the
regulatory landscape; automated compliance
checks integrated into MLOps; regular audits;
active engagement with regulators and
awareness of upcoming and emerging
legislation around Al. Compliance is seen as
an enabler rather than just a constraint but as
a way to establish trust.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
Basic
Ready
Dynamic
Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
Basic
Ready
Dynamic
Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 5: Al GOVERNANCE, ETHICS & RISK

CATEGORY 5.5: TRANSPARENCY &

EXPLAINABILITY

Description: This category evaluates
implementing techniques and processes to make
Al decision-making processes understandable to
relevant stakeholders (developers, users, auditors,
citizens).

Importance: Explainability builds trust with users,
enables effective oversight, facilitates debugging,
and supports compliance with emerging
transparency requirements. It allows humans to
appropriately rely on Al systems.

MATURITY LEVELS:

« Basic: Al models are treated as black boxes.
There's little effort to explain how decisions
are made. Documentation is minimal. Users
are expected to trust outputs without
explanation.

« Ready: Basic model documentation exists;
some awareness of explainability needs. The
organization recognizes the importance of
transparency but may lack technical
approaches to achieve it.

« Dynamic: Explainability techniques (e.g.,
SHAP, LIME) are applied where appropriate;
documentation standards include
explanations for relevant stakeholders.
Appropriate levels of transparency are defined
for different use cases and audiences.

« Advanced: Context-appropriate transparency
is standard practice; explanations are tailored
to different audiences (developers, users,
citizens); research into improving
explainability. The organization balances
transparency with other considerations (e.g.,
performance, security). User feedback refines
explanation approaches.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired

Level:
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PILLAR 5: Al GOVERNANCE, ETHICS & RISK

PILLAR-LEVEL SUMMARY SELF-POSITIONING

Category Basic Ready

Al Governance

Framework [ [
Ethical Principles &
Guidelines [ [
Risk Assessment &
Mitigation [ [
Compliance & Legal N O
Transparency &

L] Ll

Explainability

Critical Category in This Pillar:

Dynamic

Advanced

Targeted level

None identified / or specify if Pillar 3 has critical categories based on your adjusted framework.

Pillar-Level Maturity Determination:

Overall Pillar Maturity Level:

Rationale (brief explanation):

Key Strengths Across the Pillar:

Key Gaps Across the Pillar:

Priority Actions for Improving Pillar Maturity:
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PILLAR 6: DATA
(Al-SPECIFIC FOCUS)




PILLAR 6: DATA (Al-SPECIFIC FOCUS)

CATEGORY 6.1: Al USE CASE DATA

IDENTIFICATION

Description: This category assesses the ability to
pinpoint and acquire the specific datasets needed
for a particular Al project or application.

Importance: Successful Al development depends
on having the right data. Effective identification
processes ensure teams can find and access the
specific data needed for their use cases, reducing
delays and improving outcomes.

MATURITY LEVELS:

« Basic: Difficulty identifying or accessing data
needed for Al. Data discovery is manual and
time-consuming. Sources may be unknown or
inaccessible. Projects proceed with whatever
data is convenient rather than optimal.

« Ready: Data needs for specific Al projects are
identified, but sourcing can be ad-hoc and
challenging. The organization has some
processes to identify required data, though
they may be inconsistent or incomplete.

« Dynamic: Systematic process for identifying,
evaluating, and sourcing internal/external
data relevant to planned Al use -cases,
leveraging data catalogs. Data requirements
are defined early in project planning.
Alternative data sources are considered when
primary sources are unavailable.

« Advanced: Proactive identification of
strategic data assets for future Al
opportunities; established data
acquisition/sharing partnerships. The
organization anticipates data needs and
positions itself to meet them. External data
sources are continuously evaluated. Data
acquisition is aligned with strategic Al
priorities.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired

Level:
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PILLAR 6: DATA (Al-SPECIFIC FOCUS)

CATEGORY 6.2: DATA READINESS FOR Al

Description: This category evaluates assessing
and preparing data to meet the specific
requirements of Al models, including quality
checks, volume assessment, cleaning,
transformation, feature engineering, and data
labelling.

Importance: Data readiness directly impacts
model performance. High-quality, well-prepared
data enables more accurate, fair, and reliable Al
models, while poor data leads to flawed outputs
regardless of algorithmic sophistication.

MATURITY LEVELS:

« Basic: Data used as-is; minimal cleaning or
preparation specifically for Al. Data quality
issues are addressed reactively when models

fail. Preparation is manual and
undocumented.
« Ready: Basic data cleaning and

transformation performed for Al projects;
quality issues often discovered late. Some
standard preparation steps are followed, but
approaches vary across projects.

o Dynamic: Standardized data preparation
pipelines for Al, including quality checks,
feature engineering, and labelling; data
suitability is assessed early. Processes
address common issues like missing values,
outliers, and formatting. Data preparation is
documented and reproducible.

o Advanced: Automated, reusable data
preparation pipelines; sophisticated feature
engineering; active learning for labelling; data
quality/suitability continuously monitored for
Al needs. The organization continuously
improves preparation techniques based on
model performance feedback. Advanced
approaches like data augmentation are used
where beneficial.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
Basic
Ready
Dynamic
Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
Basic
Ready
Dynamic
Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 6: DATA (Al-SPECIFIC FOCUS)

CATEGORY 6.3: DATA ACCESS FOR

Al TEAMS

Description: This category assesses ensuring that
Al development teams and operational systems
have secure, efficient, and compliant access to
the required data.

Importance: Efficient data access enables Al
teams to develop and deploy models without
unnecessary delays or workarounds. Proper
access controls ensure compliance with security
and privacy requirements while enabling
legitimate use.

MATURITY LEVELS:

« Basic: Accessing data is slow, manual, and
bureaucratic. Access requests require
multiple approvals or custom extractions. Al
teams may resort to workarounds or use
suboptimal data sources due to access
barriers.

« Ready: Procedures exist for requesting data
access, but may be inefficient; access granted
to copies or extracts. Basic controls are in
place, though processes may be cumbersome
or inconsistent.

o Dynamic: Streamlined, policy-compliant
processes for Al teams/systems to access
necessary data; use of data platforms or
virtualized access. Access is appropriate to
sensitivity levels. Request processes are clear
and well-documented.

o Advanced: Secure, self-service data access
mechanisms (within policy boundaries) for Al
teams; fine-grained access control;
automated provisioning based on project
needs. Access patterns are monitored and
analyzed to improve processes. Access
controls balance security with efficiency.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 6: DATA (Al-SPECIFIC FOCUS)

CATEGORY 6.4: SYNTHETIC DATA

GENERATION & USE

Description: This category evaluates the
capability to create artificial data for training or
testing Al models, especially when real data is
scarce or sensitive. .

Importance: Synthetic data can overcome
limitations of real data, including privacy
constraints, imbalanced datasets, or scarce
examples of edge cases. It enables testing in
simulated scenarios and can accelerate
development when acquiring real data would be
time-consuming.

MATURITY LEVELS:

« Basic: No use of synthetic data. The
organization relies exclusively on real data,
potentially limiting Al capabilities in areas
where data is scarce, sensitive, or imbalanced.

« Ready: Awareness or initial experimentation
with synthetic data generation tools for
specific problems (e.g., balancing datasets).
The organization recognizes potential benefits
but lacks systematic approaches.

« Dynamic: Capability to generate and validate
synthetic data for specific use cases (e.g.,
privacy preservation, augmenting limited data).
Techniques are selected based on data
characteristics. The quality and usefulness of
synthetic data is evaluated.

« Advanced: Strategic use of synthetic data
integrated into data strategy; robust validation
processes; exploring advanced generation
techniques (e.g., GANs for complex data). The
organization leverages synthetic data to
address multiple challenges and continuously
improves generation techniques.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired
Level:
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PILLAR 6: DATA (Al-SPECIFIC FOCUS)

CATEGORY 6.5: DOMAIN-SPECIFIC DATA

UNDERSTANDING

Description: This category assesses possessing
the necessary subject matter expertise to interpret
the data correctly and ensure its appropriate use
within the context of the Al application.

Importance: Domain understanding ensures data
is interpreted correctly, appropriate features are
developed, and model outputs make sense in
context. It helps avoid misuse or misinterpretation
of data that could lead to flawed models despite
technical excellence.

MATURITY LEVELS:

« Basic: Al teams lack understanding of the
data's business context. Technical staff work
in isolation from domain  experts.
Assumptions about data meaning may be
incorrect or oversimplified.

« Ready: Subject matter experts (SMEs) are
consulted sporadically during Al projects.
Some effort is made to understand data
context, though collaboration is ad-hoc and
knowledge transfer is limited.

+ Dynamic: Close collaboration between Al
teams and SMEs throughout the lifecycle;
data documentation includes business
context. Knowledge transfer is systematic.
Domain experts actively participate in model
design and evaluation.

« Advanced: Al teams possess strong domain
knowledge or have embedded SMEs; data
understanding is systematically captured and
leveraged (e.g., feature stores with business
definitions). Domain context shapes the entire
Al development process. Techniques like
knowledge graphs may formalize domain
understanding.

SELF-ASSESSMENT

1. Current Maturity Level (select one):
7] Basic
[T] Ready
[] Dynamic
[] Advanced

2. Evidence Supporting the Assessment (e.g.,
documents, processes, examples):

3. Strengths in This Category:

4. Gaps or Challenges Identified:

5. Desired Future Maturity Level:
7] Basic
[T] Ready
["] Dynamic
(] Advanced

6. Actions Needed to Progress to the Desired

Level:
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PILLAR 6: DATA (AI-SPECIFIC FOCUS)

PILLAR-LEVEL SUMMARY SELF-POSITIONING

Category Basic Ready Dynamic Advanced  Targeted level

Al Use Case Data
Identification ] O Ll ]

Data Readiness for

Al O m O m

Data Access for Al

Teams O O O O

Synthetic Data
Generation & Use O O [ O

Domain-Specific

Data O O O O
Understanding

Critical Category in This Pillar:
None identified / or specify if Pillar 3 has critical categories based on your adjusted framework.

Pillar-Level Maturity Determination:

Overall Pillar Maturity Level:

Rationale (brief explanation):

Key Strengths Across the Pillar:

Key Gaps Across the Pillar:

Priority Actions for Improving Pillar Maturity:




OVERALL
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AL Al MATURITY
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PILLAR 4: Al OPERATIONS & ECOSYSTEM

Maturity level Notes

Strategy & Value

People & Culture

Technology &
Infrastructure

Al Operations &
Ecosystem

Al Governance, Ethics
& Risk

Data (Al-Specific
Focus)

Overall Maturity Determination (optional average or narrative assessment): None identified / or
specify if Pillar 4 has critical categories based on your adjusted framework.

Key Strengths Across the Organisation:

Key Risks or Gaps Requiring Priority Action:

Suggested Areas for Inmediate Action (0-12 months):

Longer-Term Capacity Development Priorities:
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The Al Maturity Framework is a self-positioning guide for public administrations to
assess their organisation’s readiness for Al implementation. It provides a shared
language that helps entities understand where they stand today and what steps are
needed to advance their capabilities.

The framework includes a model and an accompanying self-positioning guide. It is a
reflective exercise in which organisations review maturity descriptors, rate their
capabilities, and synthesise pillar-level insights to understand their current readiness.

The Al Maturity Framework was developed within the "Al-Ready Flemish Public
Administration" project funded by the European Commission Directorate-General for
Structural Reform Support (SG REFORM) and implemented by UNESCO, supporting the
Al Expertise Centre of Digital Flanders, in Flanders, Belgium. The Al Expertise Centrum
supports the adoption of Al across the Flemish Government.

unesco
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the European Union
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75352 Paris 07 SP France
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