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Maturity measures governability, not
tool count.
An enterprise can own many security products and still be unable to defend a single AI governance
decision. Maturity is the ability to know, govern, prove and keep proving.

01 Adoption is uneven
One team may have strong model controls while another has no agent inventory. A useful model reveals
that imbalance instead of averaging it away.

02 One score hides the gap
A single enterprise number rewards broad claims. Leaders need to see the weakest relationship that
prevents a defensible conclusion.

03 Maturity must be evidenced
A higher level should require stronger demonstrated capability for a declared scope, not more policies,
dashboards or purchases.

THE AISPG VIEW

AISPG™ frames maturity along the Assurance Chain: the more of its AI posture an enterprise can trace
from signal to control to evidence to assurance, the more mature its governance is.
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Mature in places, exposed in
between.
Real enterprises are rarely at one level. These asymmetries are common, and each one limits what
leadership can safely claim.

01 / MODELS

Model approval and versioning are well
controlled, but agents built on those models
were never inventoried or assigned owners.

02 / CLOUD

Cloud policies are extensive and mature, yet
the evidence that they reach AI workloads is
manual and months old.

03 / RISK

A risk committee approves AI policies that no
system can verify operationally once a use case
is live.

04 / CHANGE

Controls were validated once at launch, but
nothing reopens that conclusion when the
model, data or permissions change.

THE REFRAME

Do not ask what level the enterprise has reached. Ask which weakest relationship stops it from defending
its most consequential AI decision today.
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Six states of AI governance maturity.
A conceptual reference progression. Each state describes evidence-supported capability for a stated
scope, not a certification or a guarantee of favorable posture.

01 Fragmented
Local practices and incomplete inventory; scope-wide claims cannot be supported.

02 Inventoried
Material AI entities, accountable owners and key dependencies are known for the scope.

03 Controlled
Objectives, decision rights and controls are defined and operating for the scope.

04 Evidenced
Current, attributable evidence supports control operation; gaps are visible.

05 Assured
Material control claims are validated, with explicit confidence and validity conditions.

06 Adaptive
Material change triggers reassessment and bounded response, with accountable authority.

DESIGN PRINCIPLE

States can differ by layer, use case or environment. An enterprise-wide claim must disclose its material
limitations rather than average them away.
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Why each step depends on the one
before.
Progress is cumulative. Skipping a step produces confident reports that cannot survive a hard
question from a board, an auditor or a regulator.

01 INVENTORY
Inventory without ownership is incomplete visibility.

02 POLICY
Policy without applicable, operating controls is not operational governance.

03 CONTROLS
Controls without current evidence cannot support a reliable conclusion.

04 EVIDENCE
Evidence without assurance cannot support a high-confidence conclusion.

05 POSTURE
A conclusion that is not re-examined when material state changes slowly becomes fiction.

DESIGN PRINCIPLE

Unknowns should shrink as maturity grows, but they must never be hidden. A maturity result that reports
no uncertainty is usually reporting too little.
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Assessing one AI service: an
illustrative path.
Hypothetical example: an enterprise reviews the maturity of one customer-facing AI service. The
steps below are illustrative, not the result of a production assessment.

1 01 / DECLARE THE SCOPE

Name the service, its models and agents, its data, its owners and the period being assessed.

2 02 / ASSESS EACH DIMENSION

Look separately at inventory, ownership, controls, evidence, assurance, exceptions and response.

3 03 / FIND THE WEAKEST LINK

Identify the relationship that most limits a defensible conclusion, rather than an average.

4 04 / SET A CONSEQUENCE-BASED TARGET

Aim higher where autonomy and impact are higher; experiments need not match production.

ILLUSTRATIVE ONLY

This is a teaching scenario, not a customer claim, control test, attestation, benchmark or record of AISPG
production activity.
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Six questions for boards and
executive teams.
These questions turn maturity from a label into an investment and risk conversation.

01 Which of our AI uses carries the most consequence, and what maturity does it actually demonstrate?

02 Where does a single maturity score hide a weak layer, team or environment?

03 Which step are we skipping: inventory, ownership, controls, evidence or assurance?

04 What would it take to defend our most important AI decision to a regulator next quarter?

05 Which improvements need better ownership and evidence rather than another tool?

06 Is our target maturity tied to consequence, or applied uniformly everywhere?

START WITH ONE REAL SERVICE

Choose one consequential AI service. Assess it honestly across each dimension, name its weakest
relationship and agree the next step that would make its governance defensible.
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Context. Sources. Further inquiry.
AISPG's interpretation is independent. The following authoritative publications are external context,
not endorsement, adoption, certification or validation of AISPG.

REFERENCE  /  01

NIST AI Risk Management Framework 1.0
NIST, 2023. Voluntary risk-governance framework with Govern, Map, Measure and Manage functions.

https://airc.nist.gov/airmf-resources/airmf/

REFERENCE  /  02

NIST Generative AI Profile
NIST AI 600-1, 2024. A cross-sectoral profile relating generative AI risk to the AI RMF.

https://doi.org/10.6028/NIST.AI.600-1

REFERENCE  /  03

ISO/IEC 42001:2023
International standard specifying requirements for an AI management system.

https://www.iso.org/standard/42001

REFERENCE  /  04

NIST Cybersecurity Framework 2.0
NIST, 2024. Includes organizational profiles and tiers for describing cybersecurity risk governance.

https://doi.org/10.6028/NIST.CSWP.29
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