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Al Maturity Model

Find key gaps in current state

§

@ Current maturity @ Target maturity
1 2 3
Planning Experimenting  Stabilization Scaling
L] L
®
L
L ]
L ° @
engineering
Al data L]

5
Leading

Al Roadmap

Plan to deliver and improve

Arse etemalvends  TIOCITe He e
. ——

Define initial Al policies
Establish build vs. buy
framework

Select vendors for intial
Al use cases

Assess data readiness
for initial Al use cases

*:

prioritze Al portfolio practices
Introduce product Launch an initial
management practices Al product
Establish Al target
operating mode! Setup process to manage
:'mnum Al parinerships
Set up process to evaluate Define business champions.
Al workforce impact o drive Al literacy
Launch an Al literacy Set up monitoring of
program employee readiness for Al
Set enforcement processes i‘“mw
Define
governance approach Define decision rights for A Mmmmm.
Set up a sandbox Define Al reference Establish MLOps/
environment architecture ModelOps practice
Define library of Create an Al vendor and Setup an Al
design patterns. application strategy observability
] Bxdend a: Al data
Gan 1o evolve data Evolve data capabilties for  Adapt metadata
“hn A Practices for Al

Use Al literacy programs.
for Al governance

Pilot Al governance tooling
Design and embed Al
UVUX best practices
Stand up Al platform
engineering

Implement data
observability for Al

Capabilities
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Jobs to be done




Al Maturity Assessment: Current vs.

@ Current maturity % Target maturity

1 2 3 4
Planning Experimenting  Stabilization Scaling
strategy [ ] Y
o %
@ Y
o %
M govern
governance
G o 2
engineering

Al data o Y

Source: Gartner
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Al Roadmap at a Glance

4—Initial activities Advanced activities=—p

Al strategy

Al governance

Al engineering

Al data

Define the Al vision

Measure Al maturity
Prioritize initial Al use
cases

Define value for initial Al
use cases

Create an Al
resourcing plan

Set up an Al community
of practice

Create an initial Al
workforce plan

Set up process for review
of roles and job redesign

Identify top Al risks and
mitigation

Define initial Al policies
Establish build vs. buy

framework

Select vendors for initial
Al use cases

Assess data readiness
for initial Al use cases

Implement data
readiness plan
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Analyze external trends

Initiate the Al strategy

Run initial Al pilots

Track value of initial
use cases

Appoint an Al leader

Set up an initial Al
team/center of excellence

Create an Al change
management plan

Create initial Al awareness
campaigns

Establish Al ethical
principles

Gain buy-in for Al
governance approach

Set up a sandbox
environment

Define library of
design patterns

Build data analytics for Al

Gain buy-in to evolve data
capabilities for Al

Communicate the
Al strategy

Set adoption goals for
Al roadmap

Establish process to
prioritize Al portfolio

Introduce product
management practices

Establish Al target
operating model

Form initial external
Al partnerships

Set up process to evaluate
Al workforce impact

Launch an Al literacy
program

Set enforcement processes

Define decision rights for Al
Define Al reference
architecture

Create an Al vendor and
application strategy

Extend data governance
to support Al

Evolve data capabilities for
Al

Identify priorities for
Al portfolio

Measure Al strategy
success

Implement Al FinOps
practices

Launch an initial
Al product

Set up process to manage
Al partnerships

Define business champions
to drive Al literacy

Set up monitoring of
employee readiness for Al

Set up cross-functional
Al governance hoard

Define target governance
Al operating model

Establish MLOps/
ModelOps practice

Set up an Al
observability system

Establish an Al data
quality framework

Adapt metadata
Practices for Al

Establish process to
refine Al strategy

Set up Al value monitoring
system

Establish an
Al product portfolio

Use Al literacy programs
for Al governance

Pilot Al governance tooling
Design and embed Al
UI/UX best practices

Stand up Al platform
engineering

Implement data
observability for Al



Deep Dive Into the
Seven Pillars
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Al Strategy: Maturity

Business-embedded
Business-aligned
Technical

Al Strategy
Non-existent
Al Strategy
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Adaptive
Al Strategy



Al Strategy: lllustrative Roadmap

i Month 1 Month2 Month3 Month4 Month5 Month6 Month7  Month8 Month9 Month10 Month11 Month12

Define the
Al vision

) Measure Al |

maturity

) Analyze external

trends

Initiate the Al
strategy

Communicate the
Al strategy Al strategy

Set adoption goals for
Al roadmap

Identify priorities for Al
portfolio

Measure Al strategy success

N Establish process to refine
the Al strategy
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Al Strategy: Al Ambition

External Customer-Facing
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Everyday Al Game-Changing Al
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Internal Operations



Al Strategy: Vizient’s Al Ambition Example

Productivity Pursuers (2023)
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Client
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Coding Real-Time ®
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Source: Adapted From Vizient
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Bottom-up experimentation across different
capability areas that deliver immediate
returns fosters learning and enterprise

ambition.

Learning from experiments leads to greater
employee and business leader confidence

and trust in piloting Al in other areas.

“Use cases are almost never where you
think they will be. Before we invest big,
we want teams to experiment big.”

Chuck DeVries, SVP, Technology
Officer, Vizient

Al First/Everywhere (2024)
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Al Value: Maturity

Portfolio
- management
Al Portfolio
Emerging

Al portfolio
No cohesive
Al portfolio
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Al Value: lllustrative
2N

ey Month1 Month2 Month3  Month4
Prioritize Initial
Al use cases

L Define value for initial
Al use cases

Roadmap

Month 5

\—} Run initial Al pilots
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Month 6 Month 7 Month 8 Month 9 Month10 Month11 Month12

Track value of initial

» use cases
) Establish process to
prioritize Al portfolio
P Implement Al FinOps practices
> Set up Al value monitoring
system
> Introduce product

management practices

\—} Launch an initial Al product

> Establish an
Al product portfolio




Al Value: Systematic Use Case Prioritization

r

Value

@ AML reporting
° Banking regulatory
Banking process ° compliance
Debt recovery redesign
assistant °
Treasury management
assistant
Marginal Gains
Feasibility >

Source: Gartner
Note: AML = anti-money-laundering; KYC = know your customer; KYB = know your business
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Al Organization: Maturity

_ Integrated, Sociotechnical
specialized and
- strategic
of systems
Emerging

Best efforts with ~ °Perating models

existing operating
model
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Al Organization: lllustrative Roadmap

I'!I_E_Ifl Month 1 Month 2 Month 3 Month 4 Month 5 Month 6 Month 7 Month 8 Month 9 Month10 Month11 Month12

Create an Al resourcing plan

> Set up an Al community
of practice
o Appoint an Al leader
> Set up up an initial Al
team/center of excellence
) Establish Al target operating model
» Form initial external Al partnerships

> Set up process to manage Al
partnerships
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Al Organization: Roles of the Center of Excellence

Persuade Enforce

&3
—
o
Al Center of
Excellence

» Fund pilots

« Detall staff

* Run trainings
« Offer contests

« Establish standard practices
« Select universal vendor list
« Mandate projects

« Develop registry

Inform Innovate
« Make a list of ideas - Make a new product
 Discuss approaches or service
 Attend conferences « Deliver business impact
* Invite participants « Counter conventional thinking

« Cycle through
new approaches
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Al Organization: Vizient Example

Vizient's Organizing Construct for Driving GenAl Adoption and Learning

Across the Workforce

llustrative

Business area staff Wl IT staff

VizTech (corp. IT)
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Data and digital business

Business areas

Spend management

)
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< [ | GenAl community of practice
T Y T Y 1T
Bl Al product line (Centaur team)

(e.g., LLMs, plugins, prompt management)

)

a

Other foundational platforms & infrastructure
(e.g., cloud & infrastructure, data management)

)

vizient



Al People and Culture: Maturity

_ Personalized and
Optimum learning
_ Organization-wide and culture
programs by
_ Global basics with persona
pockets of

_ excellence
No literacy program

/ lone voices
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Al People and Culture: lllustrative Roadmap
mJe)

o0 Month 1 Month2  Month3  Month4  Month3 Monthé Month7  Month8 Month9 Month10 Month11 Month12

Create an initial Al workforce plan

> Set up process for review of roles
and job redesign

) Create an Al change management plan

> Set up process to evaluate Al workforce
impact

b Create initial Al awareness campaigns

) Launch an Al literacy program

> Define business champions to
drive Al literacy

> Set up monitoring of employee
readiness for Al

21 ©2025 Gartner, Inc. and/or its affiliates. All rights reserved. 823050



Al People and Culture: Al Literacy

Persona Groups and Required Al Literacy Skills Levels

Q Minimal O Basic O Intermediate . Strong

Al
foundations

Al
engineering

Al
governance

Business leaders

Business operation
and execution

Business staff

Al leaders and
experts

Engineers and
operators

Data and
technology leaders

(© (@ €0 (@) ®) &3
cC-0CCoO
«cC0GGG
CC00-6C

D
D
D
o
9
9

Source: Gartner
821222 C
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Al People and Culture: Al Literacy Example

MinterEllison’s Al Literacy Program Partnership

Sy &

Chief digital Chief talent
officer officer

T

Digital provided Al expertise, The two teams worked HR provided best practice

including on how it impacts so well together that learning and development

professional services and excellentideas were formed techniques and course design

how toolsets play out in the collectively, regardless of and integrated this learning into

company’s environment. where the competency would existing development programs.
usually sit.

Source: Adapted from MinterEllison

824547 C MinterEllison.
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Al Governance: Maturity

Level 3

Level 2 Balancing central
vs. edge

Level 1 Al governance

Best efforts
Al governance
No Al governance

or standards

24  ©2025 Gartner, Inc. and/or its affiliates. All rights reserved. 823050

Level 5
Sl Adaptive
Al governance
Proactive

Al governance



Al Governance: lllustrative Roadmap

Month 1 Month 2 Month 3 Month 4 Month 5 Month 6 Month 7 Month 8 Month 9 Month10 Month11 Month12

Identify top Al risks and
mitigation

— Define initial Al policies —

—> Establish Al ethical principles  —

— Set enforcement processes

v ek 4 Pilot Al governance tooling
Al governance ) governance approach

} Define decision rights for

Al governance

‘ ) Set up cross-functional

Al governance hoard

|—} Define target Al governance operating model

4 Use Al literacy programs for Al governance
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Al Governance: Key Elements

moral considerations processes for responsible and capabilities of Al
for Al development Al management, oversight systems aligned with
and deployment and deployment governance standards

Benefits
achieved
5 e 4z
I o
i Al governance Ethics Responsible Al policies Al technology
' platforms Guiding principles and Frameworks and Technical aspects

Attributes of
governance
platforms
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Al Governance: IBM Example

Risk-Based Triage Criteria for Focal Points

Purpose Limitation l
» Where will it be used and by whom? Are any
high-risk individuals or geographies involved? O Py o
+ Is there a potential use beyond the intended
use that may need further review? . . . .
Anchored in IBM’s Al Ethics l ®
* Does it align with IBM values and principles? If No to One
» Does it have a beneficial use? . . . - ‘I:::o(':‘:r;?)int Must
. . Escalate to Al
Regulatory Compliance and Internal Standards l Ethics Board
» Does it comply with the applicable industry
and jurisdictional regulations? ®
- What were the results of the data clearance review? ® (]
Alignment With Use Case Guidance l
+ Has a similar use case been
approved by the board? o0
 Does this use case raise any risks @
from previously reviewed use cases?

If Yes to All Criteria:
Focal Point can approve based
on established guidelines.

27 ©2025 Gartner, Inc. and/or its affiliates. All rights reserved. 823050
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Al Engineering: Maturity

innovative
Fusion/collaborative Al ErgnzEg
Al engineering
Level 2 :
Al engineering

Ad-hoc frameworks

Al engineering

28 ©2025 Gartner, Inc. and/or its affiliates. All rights reserved. 823050



Al Engineering: lllustrative Roadmap

ﬁ Month 1 Month 2 Month 3 Month 4 Month 5 Month 6 Month 7 Month 8 Month 9 Month10 Month11 Month12

Establish build vs. buy
framework

) Set up a sandbox
environment
| ; Develop a library
of design patterns

| ) Define Al reference
architecture

| ) Establish MLOps/

ModelOps practice

Al engineering

—_— Set up an Al observability system

—— ) Design and embed Al UI/UX best practices

—>) Stand up Al platform engineering

) Select vendors for initial Al

use cases

> Create an Al vendor
and application strategy

29 ©2025 Gartner, Inc. and/or its affiliates. All rights reserved. 823050



Al Engineering: Verizon’s Reusable Design Patterns

] Usecases [ ] Prioritized use cases |[_ ] []| Common capabilities

After 12+ months of experimentation, Design patterns are defined based on
Verizon prioritized 150+ GenAl use Generate content < use case outcomes or outputs, not
cases down to 20 based on their ' Use case: Generate inputs. For example,
strategic importance, ROI, technical *O 000 marketing collateral Content Generation Pattern:
feasibility and risk. OO0 fc Use case: Generate Guidance on the workflows and
OO0O0.c E”D employee collateral technology components required for
uses cases that generate content as
I:I D I:I D D I:I I:I D text, image, audio, video, tailored for
OO0 OO coc Verizon requirements.
O OooOooO
0|00

“Surveying our different use cases has quickly taught us that most use cases are
not unique snowflakes.”

|
- Anil Kumar, VP Data Engineering & Industrialization, Verizon Verlzon

Source: Adapted from Verizon
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Al Data: Maturity

ecosystems
access to Al data
Level 2 o
Data optimized for
Al

o management
Limited Al data g
development and
utilization

31 o©2025 Gartner, Inc. and/or its affiliates. All rights reserved. 823050



Al Data: lllustrative Roadmap

oll
110 Month 1 Month 2 Month 3 Month 4 Month 5 Month 6 Month 7 Month 8 Month 9 Month10 Month11 Month12

Assess data readiness for
initial Al use cases

— ) Implement data readiness plan

> Gain buy-in to evolve data
capabilities for Al

\—D Evolve data capabilities for Al

p  Extend data governance to support Al

»  Establish an Al data quality framework

> Adapt metadata practices for Al

> Build data analytics for Al

4 Implement data observability for Al

32 ©2025 Gartner, Inc. and/or its affiliates. All rights reserved. 823050



Al Data: Govern, Align & Qualify

» Accessibility « Trust, fairness and

» Structure diversity

« Semantics « Annotation and labeling
» Accuracy and quality e« Lineage and graphs

:

- Consistency assessment

« Validation and verification

» Continuous regression testing
and auditing

+ Inference and derivation

» Observability metrics

» Monitoring and detection

+ Al standards and governance

+ Data sharing

» Regulatory and compliance

» Accountability and responsibility

» Documentation and transparency
» Complaints and feedback handling
« User training and certification

/

.

A <

contextually continuously

33 ©2025 Gartner, Inc. and/or its affiliates. All rights reserved. 823050



Al Data: More Advanced in Al Data = More Value

CEO’s assessment of investments based on Al-driven business results — By Al data
Top 2 Box (6= Moderately above CEO expectations to 7= Far above CEO expectations)

= More advanced in Al data [n=178-183] = Less advanced in Al data [n=174-183]
100%
. A
50% 43% A A A A A
0%
Increase human Excel in Generate Optimize asset Reduce cost Reduce risk and
capital customer revenue utilization loss

effectiveness experience

Q13: How would your CEO rate the performance of your organization’s investments in Al technologies toward the realization of the following business outcomes?
E03) Which best describes your organization’s Al data?

Source: 2024 Gartner Al Mandates for the Enterprise Survey

ID:

A\ High Significance difference between comparison groups
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How Everything Fits Together

Strategy
— Assess Al
__.ﬁ | Develop Al ~ Maturity @e . Develop Al
“ ./ | Ambition = J Strategy

Define Al
Create initial Roadmap
‘ Use Case
Portfolio

Execution

Improve capabilities
with Al tools

35 o©2025 Gartner, Inc. and/or its affiliates. All rights reserved. 823050


https://www.gartner.com/document-reader/document/5938007
https://www.gartner.com/document-reader/document/5938007
https://www.gartner.com/document-reader/document/5938007

Ask the speaker

£

Ask the speaker
Gartner -

<

Ask the spe

Gartner
Webinars

Gartner equips leaders like you with

indispensable Insights, advice, and

tools to help you achieve your mission
cnitical priorities

Ask your question here

RESTRICTED DISTRIBUTION
36 ©2025 Gartner, Inc. and/or its affiliates. All rights reserved.

Gartner



Gartner

Gartner Conferences
2025

Access more research-backed
insights to master your role and
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GenAl Planning
Workbook

For more Al impact, fortify four key pillars of
your Al strategy: Vision, value-realization, risk
and adoption plans.

of Al

Source: Gartner 2422900
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Gartner Business Behavior
Technol com
SYMPOSIUM Xpo. Outcomes echnology Out oe Outcomes
Pacing Yourself in the Al Races S "% Insights GenAl can unleash a
Employee Al improvement s : spectrum of emotions
productivity { benefits 30% : GenAl triggers a new data paradigm e [
S M roum i [he peak and 50% Q@ Business model e e ‘ . i
in the trough at the same time : 20% Frightened Lt "\ Connected
Peak Threatened Safe
Hype Gartner By 2026, more than 80% of software Angry Joyful
N e vendors will have embedded GenAl
° fIT leaders report that Predicts = :
SR LA L f R ! capabilities in their enterprise applications =" Insights — —
Trough , T72% § employees struggle to
Disillusionment & integrate Al into daily work Be intentional about
> Taonager behavioral outcomes

technology

®
GenAl foundation models T R I s M A ic Al
gentic

are incredibly powerful ; ‘
3 " 3 Trust, Risk, Security Management
and incredibly immature KSR R R

GenAl deep productivity zones

Match job complexity and job experience
to unlock Al productivity

Al agents will take
action on your behalf

ClOs expect Al will come Al tech sandwich - - .
from these sources: Alis hardening gesssiad o>
; o the softsciences /7 4 *

"""  Insights —

Your race is to deliver Al outcomes -

Cost estimates for GenAl ‘mbedded / Turn human insights N :
Sy St e (43% | Embedded Al Clmmne into business value g
can be off by 500% - 1000% . BYOA!
\ 22% Packaged TRISM )
) of ClOs are A BYOAI You need human behavior experts

57% | tasked with leading enterprise Software vendors I ——————
£ Al/GenAl strategy and vision e ':'s:iggép"‘i::by Siiiiiriaa Bt of ponsass —— = ‘
J upto as Yy GenAl spend in 2023 oo :

incorporate Gen Al $300K - 2.9M your tech sandwich?

3 M
ol '

Get the guidance you need to set the right Al pace and safely achieve your business,
technology, and behavioral goals at scale.
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» LIVE 00:32:32 / 01:00:00

This session allows the audience to clap in real time.
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« LIVE Tue Nov 15, 11:00 AM - 12:00 PM EST (1 Hour)

The Future of Cloud in 2027: From Technology to Business
Innovation
As cloud computing evolves from technology enabler to business disruptor, IT leaders must ensure they
understand their organization’s business strategy. Only then can they seek opportunities to leverage new and
emerging cloud capabilities to accelerate that strategy. This free webinar reveals Gartner’s top predictions for
where cloud computing will be by 2027, and explores how these predictions will shape your cloud value
proposition.

« Explore what cloud computing will look like in 2027

« Discover how multi-cloud and cloud native can affect organizations’ cloud efforts

= Ensure a successful cloud journey for your organization

Return to this web page to watch this webinar. Contact us at gartnerwebinars@gartner.com with questions
about viewing this webinar.
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