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Framework overview 
The TorBay AI Guardrails Maturity Framework helps organizations understand where they stand today 
and what is required to build stronger AI governance over time. 
Use this guide to assess your current AI governance maturity, identify the most important gaps, and 
prioritize practical next steps. It is designed to help leaders make better decisions, strengthen 
accountability, and prepare their organizations for growth, audit scrutiny, and regulatory change. 
 

Who this is for 
Leaders responsible for AI adoption, risk, 
governance, compliance, and operational 
readiness. 

What you'll get 
A practical way to assess maturity, identify gaps, and 
define the next steps for building stronger AI 
guardrails. 

 
As AI becomes embedded in business operations, organizations need more than speed — they need 
the right guardrails to scale responsibly. Strong governance does not slow innovation; it makes it 
sustainable. 
 

This vendor-neutral framework applies to any organization deploying AI tools, models, or automated 
decision systems—from startups using off-the-shelf LLMs to enterprises building custom AI 
infrastructure. 

 

Framework components 
• Maturity stages — A five-stage path from limited awareness to optimized governance 
• Seven dimensions — The core governance areas that shape AI maturity 
• Assessment indicators — Practical signals for determining your current stage 
• Recommendations — Priority actions for advancing maturity 
• How TorBay AI can help — Advisory and implementation support aligned to each stage 

 

Intended audience 
This guide is designed for leaders responsible for AI adoption, risk, and operational readiness. It is 
especially relevant for: 

• Startups — adopting LLMs or AI tools for the first time 
• SMBs — expanding AI across business operations 
• Mid-size and enterprise organizations — coordinating multiple AI systems, teams, and risk 

exposures 
• Boards and leadership teams — seeking clear visibility into AI risk and readiness 
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AI governance maturity stages 
Each stage reflects a meaningful shift in how an organization governs and operates AI.  
Most organizations begin at Stage 1 or 2;  
sustainable, trustworthy AI capabilities typically require Stage 3 or higher. 
 
 

Stage 1 
Unaware 

The organization uses AI tools or models without formal governance, risk review, or 
ethical oversight. Adoption is driven by individual teams or vendors, with little central 
visibility. • No AI policy or ownership • No inventory of AI systems • No awareness of 
regulatory obligations • Risk remains invisible to leadership 

 
 

Stage 2 
Aware 

Leadership recognizes the need for AI governance, and early discussions are 
underway. Some teams have begun documenting AI use, but the overall approach 
remains inconsistent. • AI inventory started but incomplete • Risk discussed informally • 
Basic privacy awareness exists • No enforcement or accountability yet 

 
 

Stage 3 
Defined 

A formal AI governance framework is in place and communicated across the 
organization. Roles, responsibilities, and policies are defined, and baseline controls 
are established. • Written AI policy approved by leadership • AI inventory maintained • 
Risk assessment process defined • Employee training launched 

 
 

Stage 4 
Managed 

Governance is actively enforced, monitored, and measured. The organization 
conducts regular audits, tracks model performance and bias, and tests its incident 
response capability. • Regular compliance audits conducted • Bias and drift monitoring in 
place • Incident response tested and refined • AI risk integrated into enterprise risk 
management 

 
 

Stage 5 
Optimized 

Responsible AI is embedded in the organization’s culture, not treated only as a 
compliance requirement. Guardrails are continuously improved, lessons are shared, 
and the organization sets the standard for AI governance in its sector. • Human-in-the-
loop by design • Continuous improvement cycles • AI ethics embedded in product 
development • External recognition or certification achieved 
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AI governance maturity at a glance 
The table below shows how seven core governance dimensions align with the five maturity stages. Use 
it to evaluate your organization across each area. Your overall maturity is defined by the lowest stage at 
which capabilities are consistently in place. 
 
 
 

Dimension 1 Unaware 2 Aware 3 Defined 4 Managed 5 Optimized 

Policy & 
governance 

No AI policy 
exists 

Draft policy, not 
enforced 

Documented & 
communicated 

Enforced with 
accountability 

Continuously reviewed & 
updated 

Risk 
assessment 

No risk 
process 

Ad-hoc, 
informal 
reviews 

Structured risk 
framework Regular risk audits Real-time risk monitoring 

Data 
practices 

No data 
controls 

Basic access 
controls 

Data classification 
in place 

Privacy-by-design 
embedded 

Automated compliance 
checks 

Model 
oversight 

No model 
tracking 

Manual logging 
only 

Version control & 
auditing 

Bias & drift 
monitoring 

Full model lifecycle 
governance 

Human 
oversight 

No review 
process 

Occasional 
human review 

Defined review 
checkpoints 

Escalation paths 
documented Human-in-the-loop by design 

Incident 
response 

No plan 
exists 

Informal 
response only Written IR plan Tested response 

procedures 
Continuous improvement 

cycle 

Employee 
training 

No AI 
training Awareness only Role-based AI 

training 
Regular upskilling 

& testing Culture of responsible AI 

 
Most organizations do not operate at the same stage across every dimension.  
For example, you may be at Stage 3 in data practices but Stage 1 in incident response. 
Identifying those gaps is where focused improvement begins.  
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Using the framework 
Step 1 — Assess your current state 
Assess your organization against each of the seven dimensions using the maturity table. Be candid: the 
value of the exercise comes from accuracy, not aspiration. Include input from IT, legal or compliance, 
and senior leadership. 
 

Step 2 — Identify your baseline 
Your overall maturity is determined by your lowest-scoring dimension. If you score Stage 4 in six 
dimensions but Stage 1 in incident response, you are effectively a Stage 1 organization because a 
single AI incident can undermine progress elsewhere. 
 

Step 3 — Prioritize the gaps 
Do not try to advance every dimension at once. Identify the two or three areas with the largest gap 
between your current state and your required risk posture and focus there first. 
 

Step 4 — Build the roadmap 
For each priority dimension, define the actions, owners, and timelines needed to advance by one stage. 
A 90-day guardrails roadmap is a practical starting point: ambitious enough to drive progress and 
focused enough to maintain accountability. 
 

Step 5 — Reassess every six months 
AI governance is not a one-time exercise. As your systems evolve, regulations change, and your 
business grows, your maturity requirements will shift. Establish a reassessment cadence from the 
outset. 
 
 
 

TorBay AI recommends that organizations at Stage 1 or 2 complete a facilitated assessment 
before attempting to build their guardrails program independently. 
 
The cost of a weak foundation is far higher than the cost of expert guidance. 
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How TorBay AI supports your journey 
For organizations that want support beyond this guide, TorBay AI offers advisory and implementation 
services aligned to different stages of maturity. The options below are intended to show how 
organizations typically move from assessment to action. 
 
 
 

Guardrails Assessment 
Best for: Stages 1–2 
A focused starting point for organizations that 
need a clear baseline, a view of current risks, 
and a practical 90-day plan for improvement. 
Deliverable: Maturity assessment report and 90-
day roadmap 

 

Guardrails Program 
Best for: Stages 2–3 
Designed for organizations ready to put a 
practical governance structure in place, with 
clearer ownership, stronger controls, and a 
more repeatable approach to AI oversight. 
Deliverable: Implementable AI governance 
framework 

 

AI Strategy & Implementation 
Best for: Stages 3–5 
For organizations ready to scale AI, this 
engagement combines strategy and 
implementation support, so solutions are built 
with governance in place from the beginning. 
Deliverable: Production-ready AI solutions with 
governance embedded 

 

Ongoing Advisory Retainer 
Best for: All stages 
An ongoing option for organizations that want 
continued guidance as regulations evolve, 
governance matures, and new AI risks emerge. 
Deliverable: Ongoing advisory support and 
governance assurance 

 
 
 
 

Use this framework to assess your maturity, focus your priorities, and build 
AI guardrails with confidence. 

Ready to take the next step? Book a no-obligation AI Guardrails discovery call with TorBay AI to assess 
your current state and clarify your roadmap. 

torbayai.com | info@torbayai.com 
5201 Great America Pkwy, Suite 320, Santa Clara CA 95054 
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