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Maturity model for adopting generative AI on AWS

Haofei Feng, Xin Chen, Chris Dorrington, Sam Edwards, Melanie Li, Bin Liu, and Romain Vivier, 
Amazon Web Services

Generative AI is a subset of AI models that have been trained on large amounts of data and can 
generate new content, including text, images, music, and video. The models can use pretrained
foundation models, custom models, and augmented or proprietary datasets. The impact of 
generative AI spans industries. It can enhance creativity, improve productivity, and enable new 
business models. If your organization wants generative AI to enhance operations, drive innovation, 
and deliver business growth, a structured, phased approach is crucial for navigating the adoption 
journey.

According to a CIO article, 88% of AI pilots fail to reach production. This leads to what is termed
pilot fatigue. The article says that "Companies are simply weary of spending more time, money, 
and energy to support pilots that do not progress into production quickly or at all." This fatigue 
can stifle innovation and discourage further experimentation with generative AI. Additionally, 
according to a McKinsey report, organizations are grappling with significant data quality and 
integration challenges in their AI implementations.

This strategy document provides a structured framework to help organizations implement 
generative AI solutions. This framework is designed to help you navigate the complexities of 
technology adoption and make sure that you do not overlook critical steps or best practices. Use 
the recommendations in this guide to comprehensively understand your generative AI maturity. 
By assessing the maturity level, you can identify focus areas for each level and launch an end-
to-end generative AI adoption journey. This framework explores four maturity levels, from initial 
awareness to full-scale transformation. It outlines key activities and essential practices for each 
level.

Intended audience

This article is intended for executives, directors of technology, business leaders, data scientists, 
generative AI and AI/ML specialists, IT professionals, and decision-makers who want to create value 
by adopting generative AI in their organizations.

Intended audience 1
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Target business objectives

Through systematic progression through the generative AI maturity levels, organizations can 
achieve the following key business outcomes:

• Strategic business process innovation through validated generative AI use cases

• Operational excellence through robust, production-ready AI solutions

• Enterprise-wide efficiency through standardized, reusable AI components

• Competitive advantage through strategic transformation and scalable AI capabilities

Target business objectives 2



AWS Prescriptive Guidance Maturity model for adopting generative AI on AWS

Overview of the generative AI maturity model

Organizations can use the framework of the maturity model to effectively integrate generative 
AI capabilities and avoid common implementation pitfalls and implementation gaps. Through 
a detailed maturity assessment, you can gain clarity on where your organization stands in 
its AI journey and pinpoint specific areas that require attention. The progression spans four 
distinct levels, beginning with basic understanding and culminating in complete organizational 
transformation. Each level contains focused action items and strategic guidelines to drive success.

This section contains the following topics:

• Levels in the generative AI maturity model

• Aspects of generative AI maturity

Levels in the generative AI maturity model

The generative AI maturity model is structured across four primary levels. Each level represents an 
organization's progress toward using generative AI capabilities. This model can help organizations 
understand where they currently stand and guide them toward the next steps in their generative AI 
journey. The following diagram shows the four levels of the generative AI maturity model and key 
activities for each level.

The following are the four levels in the generative AI maturity model:

• Level 1: Envision

• Level 2: Experiment

• Level 3: Launch

• Level 4: Scale

Maturity levels 3
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The labels for each maturity level reflect the impact of generative AI adoption within the 
organization. As you identify your organization's position at a given level, you can gain insights 
into the opportunities in the next level of maturity. Lower levels generally encompass more tactical 
generative AI use cases, and the higher levels tend to be more strategic and transformative in 
nature.

Many organizations will find that characteristics of multiple maturity levels apply across their 
teams and use cases. This is because no single level is inherently superior or inferior - the 
appropriate maturity level is contextual to the organization's goals and readiness.

Note

This generative AI maturity model is not intended to classify an organization or its 
generative AI capabilities as solely beginner or transformative. Rather, each aspect of 
generative AI adoption should be considered independently. The characteristics of each 
maturity level represent a continuum within that specific aspect, but are not necessarily 
correlated to the same level across other aspects.

The following table provides an overview of the four levels.

Category Level 1: 
Envision

Level 2: 
Experiment

Level 3: Launch Level 4: Scaling

Description Organizat 
ions explore 
generative AI 
concepts, build 
awareness, 
and identify 
potential use 
cases.

Organizat 
ions validate 
generative 
AI's potential 
through 
structured 
pilot projects 
and proofs 
of concepts, 
while building 
core technical 
capabilities and 
foundational 

Organizat 
ions systemati 
cally deploy 
production-
ready generativ 
e AI solutions 
with robust 
governance, 
monitoring, 
and support 
mechanism 
s to deliver 
consistent value 
and operation 

Organizat 
ions establish 
enterprise-
wide generativ 
e AI capabilit 
ies through 
reusable 
component 
s, standardi 
zed patterns, 
and self-serv 
ice platforms 
to accelerate 
adoption while 

Maturity levels 4
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frameworks for 
implementation.

al excellence 
while maintaini 
ng security and 
compliance 
standards.

maintaining 
automated 
governance 
and fostering 
innovation.

Focus Build awareness 
and understan 
ding of 
generative AI 
technologies, 
explore potential 
applications, and 
identify areas 
where AI can 
add value to the 
business

Validate 
business 
values through 
structured 
pilot programs 
and build core 
competencies

Deploy 
production-
ready solutions 
that deliver 
measurable 
business value 
through robust 
launch processes 
, comprehen 
sive governanc 
e frameworks, 
and performan 
ce monitoring

Create reusable 
components 
and patterns 
that accelerat 
e generative AI 
adoption across 
the enterprise

Maturity levels 5
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Criteria • Gain a basic 
understanding 
of generative 
AI concepts

• No formal 
projects or 
resource 
allocation

• Gain 
awareness 
of industry 
trends 
and value 
opportunities

• Run pilot 
projects and 
proofs of 
concepts

• Form small 
teams to 
explore 
generative AI 
capabilities

• Establish 
foundational 
and governanc 
e frameworks

• Release a few 
generative AI 
applications 
into productio 
n

• Implement 
risk, 
governance, 
and responsib 
le AI policies 
for generative 
AI applications

• Establish 
operational 
and support 
teams

• Broadly adopt 
generative AI 
across various 
departmen 
ts in the 
organization

• Release many 
generative AI 
applications 
into productio 
n

• Prioritize 
investments in 
generative AI 
infrastructure 
and tools

• Formalize 
the operating 
model and 
responsible, 
accountab 
le, consulted 
, informed 
(RACI) matrix

Maturity levels 6
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Key activities • Attend AI 
awareness 
training, 
workshops, 
and conferenc 
es

• Engage with 
AI subject 
matter experts 
and consultan 
ts

• Explore 
potential 
use cases 
and business 
benefits

• Evaluate 
cultural 
readiness

• Evaluate 
generative AI 
governance

• Build 
knowledge

• Define and 
refine business 
use cases for 
pilot projects

• Develop 
proofs of 
concepts

• Evaluate 
and select 
appropriate 
generative AI 
models and 
tooling

• Measure 
business 
benefits 
realization

• Build internal 
capabilities 
and technical 
expertise

• Initialize an 
operating 
model

• Create 
solution 
architecture 
governance

• Create a 
productio 
n-ready 
implement 
ation strategy

• Establish 
monitorin 
g and 
performan 
ce tracking 
mechanisms

• Implement 
risk and 
governance 
management

• Integrate an IT 
Infrastructure 
Library (ITIL) 
framework

• Set up the 
operation 

• Formalize the 
generative 
AI operating 
model and 
RACI matrix

• Create 
reusable 
generative 
AI capabilit 
ies and 
components

• Standardize 
generative 
AI use case 
patterns

• Establish an 
organizat 
ion-wide 
collaborative 
development 
framework

• Evolve  AI 
capabilit 
ies into an 
internal 
development 
platform (IDP) 
or software 
as a service 
(SaaS)

Maturity levels 7
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and support 
structure

• Share and 
democratize 
knowledge

 

To further explain and understand the maturity model, it's important to understand how 
organizations typically progress in their generative AI adoption journey. This progression reflects 
not only how organizations use generative AI capabilities, but also what motivates them to 
advance their adoption. In the early levels, many users might not have formalized AI processes 
at all. Rather, they see their tools as an improved collection of capabilities from various internal 
sources. As organizations mature, these capabilities become more consistently managed and 
standardized. Eventually, as the capabilities become more refined and discoverable and as users 
naturally opt into using AI capabilities, organizations typically shift away from external motivations 
such as mandates or incentives. Ideally, they even start to invest their own efforts into wider AI 
innovation and development.

Aspects of generative AI maturity

The successful adoption of generative AI requires a holistic understanding of multiple 
organizational dimensions. This section examines four key aspects that organizations must 
consider and develop throughout their maturity journey: the fundamental pillars that support 
AI adoption, the focus areas that guide strategic priorities, the key activities that drive 
implementation, and the transformation strategy that guides the organization's maturity 
advancement. Together, these aspects provide a comprehensive framework for assessing and 
advancing generative AI capabilities. Organizations can use this framework to identify gaps, 
prioritize investments, and create actionable plans for progression through the maturity levels. 
Each aspect has been chosen based on extensive field experience with enterprise AI adoption. They 
reflect the critical elements that distinguish successful implementations from unsuccessful ones.

This section contains the following topics:

• Pillars of adoption

• Focus areas

• Key activities

• Transformation strategy
Maturity aspects 8
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Pillars of adoption

Each maturity level is evaluated across the following pillars of adoption:

• Business – Strategic alignment and measurable impact on business goals

• People – Talent development, skill-building, and cross-functional collaboration

• Governance – Establishment of risk management, compliance, and ethical guidelines

• Platform – Investment in scalable infrastructure and platforms for generative AI capabilities

• Security – Protecting data, privacy, and the deployment of generative AI models

• Operations – Managing generative AI solution lifecycles, optimizing deployments, implementing 
feedback mechanisms, and monitoring performance

These pillars align with and extend the AWS Cloud Adoption Framework (AWS CAF) to address 
generative AI needs. The recommendations in this strategy document add AI-specific elements to 
each pillar, such as ethical AI implementation, model lifecycle management, and AI infrastructure 
requirements. This alignment helps organizations use existing AWS CAF best practices while 
addressing unique AI adoption challenges.

Focus areas

The focus areas for each maturity level help organizations prioritize activities and investments. The 
following are the four focus areas:

• Innovation and feasibility – Exploring and validating innovative generative AI use cases and the 
availability and quality of required datasets

• Integration and efficiency – Integrating generative AI into existing business processes

• Scalability and optimization – Scaling generative AI applications and continuously improving 
performance

• Transformation and leadership – Using generative AI to drive strategic shifts and gain a 
competitive edge

Key activities

Organizations can use the key activities in the generative AI maturity model to navigate their 
journey and successfully define and implement their generative AI strategy. The activities progress 

Pillars of adoption 9
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from initial exploration and understanding of generative AI technologies, to experimenting with 
prototypes, integrating AI solutions into business processes, scaling them across the organization, 
and then establishing governance for continuous improvement and strategic transformation. Key 
activities fall into one of the following categories:

• Exploration and awareness – Develop foundational knowledge of generative AI technologies 
and identify strategic opportunities for adoption

• Experimentation and validation – Facilitate and conduct pilot projects and prototypes to assess 
technical feasibility and business value

• Integration and implementation – Embed generative AI capabilities into existing business 
processes and deploy solutions into production environments

• Scaling and optimization – Integrate generative AI applications across the organization and 
continuously improve their performance and efficiency

• Governance and leadership – Establish frameworks and best practices for managing generative 
AI initiatives and using them for strategic transformation

Transformation strategy

The transformation strategy at each level focuses on guiding organizations through incremental 
improvements. This includes developing a generative AI roadmap and a data strategy, aligning with 
business goals, investing in talent and tools, and implementing governance frameworks.

Transformation strategy 10
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Generative AI maturity model level 1: Envision

This foundational level serves as a critical starting point where organizations explore generative 
AI concepts, build organizational awareness, and identify potential use cases that align with their 
business objectives. By establishing this essential groundwork, companies can develop a clear 
vision for their AI journey while addressing key considerations across business, people, governance, 
platform, security, and operational dimensions.

This section includes the following topics:

• Focus and criteria

• Key activities

• Transformation strategy to reach the next level

Focus and criteria

The goal at this level is to build a foundational understanding and awareness of generative AI 
technologies and emerging industry trends related to this technology. This includes assessing 
potential applications and identifying areas where generative AI could benefit the business. This 
level focuses on educating stakeholders about generative AI and beginning to explore use cases 
and conduct risk and cultural readiness assessment.

The following are the criteria for being at this level:

• The organization has demonstrated basic knowledge of generative AI fundamentals.

• The organization has documented awareness of industry generative AI applications and 
opportunities.

• The organization has an emerging understanding of its cultural readiness for AI.

• The organization has performed an initial exploration of potential use cases and benefits.

• The organization has given preliminary consideration to governance and security requirements.

Key activities

The following table shows the key activities for each pillar of adoption.

Focus and criteria 11
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Pillar of adoption Activities

Business • Understand how generative AI can solve 
specific business problems.

• Map initial generative AI use cases to 
business objectives, such as improving 
customer engagement or automating 
content creation.

• Identify high-value data sources in relation 
to selected use cases.

People • Conduct internal training sessions and 
knowledge-sharing workshops.

• Identify AI champions within the organizat 
ion to lead the exploration of generative AI 
opportunities.

• Evaluate your organization's culture and 
change management readiness for generativ 
e AI adoption.

• Assess the current technological skill gaps 
in your organization, and determine the 
required investments for generative AI 
adoption.

• Design educational initiatives to help 
senior executives understand AI's strategic 
potential, technological capabilities, 
transformative business impact, and the 
importance of data in generative AI projects.

Key activities 12
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• Attend industry forums and conferences to 
learn from the AI adoption experiences of 
other companies.

• Organize internal hackathons to encourage 
experimentation and foster innovation.

Governance • Explore ethical and regulatory considera 
tions for generative AI adoption, such as 
privacy and data sovereignty.

• Develop an initial set of guidelines for 
responsible AI use in the organization.

Platform • Explore the requirements for adopting 
generative AI to align with your organizat 
ion's standards.

• Explore AI/ML models and tooling, such as
Amazon Bedrock for accessing foundation 
models and Amazon SageMaker AI, for quick 
experimentation.

• Assess and catalog existing internal and 
external data sources. Evaluate the data 
infrastructure and quality to determine 
generative AI feasibility and potential 
implementation requirements.

Key activities 13
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Security • Understand the security implications and 
tasks associated with adopting generative AI 
in the organization, such as:

• Data privacy and protection risks, which 
includes potential exposure of sensitive 
information through training data, 
prompts, and model outputs

• Access control and authentication 
challenges, which encompasses the 
complexities of user verification and role-
based permissions in AI systems

• Model security vulnerabilities, which 
includes susceptibility to prompt injection 
attacks and the potential for generating 
unsafe or inappropriate content

Operations • Understand the operational challenges 
associated with adopting generative AI in 
the organization, such as:

• Plan for performance monitoring needs 
for your AI solutions.

• Consider governance and versioning 
requirements.

• Understand what is required for incident 
response procedures.

Transformation strategy

To progress to the next maturity level, consider the following aspects:

• Establish cross-functional generative AI squads – Form cross-functional generative AI squads 
that have clear roles and responsibilities. Squads should include IT representatives, business 
representatives, security and governance stakeholders, and generative AI SMEs who can lead 
experimentation efforts. This group will form the foundation for a more formally defined center 
of excellence (CoE) later, as you scale your generative AI efforts.

Transformation strategy 14
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• Identify and prioritize use cases – Develop a use case matrix that helps you prioritize projects 
based on feasibility, business impact, and alignment with strategic goals. For proofs of concepts 
(PoCs), create a short list of the top use cases.

• Allocate resources for pilot projects – Secure budget and personnel for running small-scale 
PoCs.

• Develop generative AI skills – Upskill staff on specific tools and technologies, such as Amazon 
Bedrock, SageMaker AI, Amazon Q Business, Amazon Q Developer, prompt engineering, Retrieval 
Augmented Generation (RAG), and agentic AI and workflows.

• Complete preliminary governance – Establish preliminary governance that guides the use of 
generative AI. It should cover compliance, risk management, and ethical considerations.

• Cultural readiness – Begin planning organizational change management for company-wide 
generative AI adoption.

• Identify success metrics – For each PoC, define the success criteria and the business and 
technical metrics.

By taking these actions, organizations can expect to:

• Gain practical experience with generative AI technologies.

• Validate the feasibility and potential impact of specific use cases.

• Build internal capabilities and expertise in generative AI.

• Identify potential challenges and risks associated with generative AI adoption.

• Improve the readiness of generative AI adoption in order advance to the next level.

Transformation strategy 15
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Generative AI maturity model level 2: Experiment

Building upon the foundational awareness established in the previous level, the Experiment level 
marks a crucial transition from theoretical exploration to practical implementation of generative 
AI technologies. At this level, organizations move beyond conceptual understanding to engage 
in hands-on PoC projects and pilot programs. These PoC and pilot projects are designed to 
validate business value and build core competencies. This level is characterized by structured 
experimentation, where organizations form dedicated teams, establish governance frameworks, 
and begin developing internal technical expertise. Through carefully controlled pilot projects, 
organizations can test their hypotheses about generative AI's potential while minimizing risks and 
maximizing learning opportunities. This sets the stage for broader implementation and scaling of 
successful initiatives.

This section includes the following topics:

• Focus and criteria

• Key activities

• Transformation strategy to reach the next level

Focus and criteria

At this level, organizations transition from exploration to hands-on PoC experimentation and 
pilot projects with generative AI technologies. The focus is on validating business value through 
structured pilot programs and building core competencies. This level emphasizes practical 
learning, building internal capabilities and technical expertise, and establishing foundational and 
governance frameworks.

The following are the criteria for being at this level:

• The organization has active pilot projects and proofs of concept in progress.

• Dedicated, cross-functional teams are assigned to generative AI initiatives.

• A structured internal training program is established.

• The organizations has selected and validated AI models and tools.

• The organization has defined its initial governance and data frameworks.

Focus and criteria 16
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Key activities

The following table shows the key activities for each pillar of adoption.

Pillar of adoption Activities

Business • Define and prioritize strategic use cases 
based on business value and feasibility.

• For PoCs, establish success metrics and 
frameworks for measuring the return on 
investment (ROI).

• Create value assessment scorecards for each 
PoC.

• Limit the scope of PoCs to a manageable 
scale with clear success metrics.

• For each PoC, measure the ROI and evaluate 
whether it achieved the success criteria.

People • Implement structured training programs in 
prompt engineering, RAG, and model fine-
tuning.

• Create generative AI certification paths and 
career progression frameworks.

• Hire generative AI and data science experts.

• Partner with external specialists, such as 
the AWS Generative AI Innovation Center or 
AWSProfessional Services, to co-build a PoC, 
provide support, and transfer knowledge.

Key activities 17
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• Establish AI certification paths and career-pr 
ogression frameworks.

Governance • Develop preliminary frameworks that 
encompass data governance for generativ 
e AI, such as the quality of content used for 
vector search.

• Establish model evaluation criteria and 
quality controls.

• Set up risk assessment protocols for 
generative AI projects.

• Set up guidelines for the ethical and 
responsible use of generative AI. Train 
developers, data scientists, and generative 
AI specialists to comply with these guideline 
s.

Key activities 18
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Platform • Set up the foundation infrastructure for the 
PoC, such as an AWS landing zone and the
permissions that developers need.

• Set up an environment for generative AI 
experimentation and PoC development, 
such as an Amazon Bedrock playground or 
an Amazon SageMaker AI JupyterLab space
or notebook instance.

• Implement a RAG approach or an agentic 
workflow that developers can easily use. 
For a RAG approach, consider Amazon 
Bedrock Knowledge Bases, and for an 
agentic workflow, consider Amazon Bedrock 
Agents.

• Set up frameworks or pipelines that manage 
prompts, models, and prompt evaluatio 
ns. These resources should help developers 
quickly evaluate the results and performan 
ce of the PoC application.

• Implement early-stage data-integration 
efforts, including structured and unstructu 
red data pipelines. Set up vector databases 
for RAG experiments.

• Evaluate foundation models based on 
cost, performance, and use case suitabili 
ty. You can use Amazon Bedrock, Amazon 
SageMaker AI, and Amazon SageMaker AI 
JumpStart.

Key activities 19

https://docs.aws.amazon.com/prescriptive-guidance/latest/migration-aws-environment/understanding-landing-zones.html
https://docs.aws.amazon.com/IAM/latest/UserGuide/access_policies.html
https://docs.aws.amazon.com/bedrock/latest/userguide/playgrounds.html
https://docs.aws.amazon.com/sagemaker/latest/dg/studio-updated-jl.html
https://docs.aws.amazon.com/sagemaker/latest/dg/nbi.html
https://docs.aws.amazon.com/bedrock/latest/userguide/knowledge-base.html
https://docs.aws.amazon.com/bedrock/latest/userguide/knowledge-base.html
https://docs.aws.amazon.com/bedrock/latest/userguide/agents.html
https://docs.aws.amazon.com/bedrock/latest/userguide/agents.html
https://docs.aws.amazon.com/sagemaker/latest/dg/studio-jumpstart.html
https://docs.aws.amazon.com/sagemaker/latest/dg/studio-jumpstart.html


AWS Prescriptive Guidance Maturity model for adopting generative AI on AWS

Security • Implement data access controls for training 
generative AI models, and make sure that 
they adhere to compliance requireme 
nts. Amazon Q Business can simplify the 
implementation of RAG by enabling fine-
grained controls that allow generative AI 
workloads to retrieve only the data that the 
user is authorized to access.

• Develop a strategy for protecting personally 
identifiable information (PII) in datasets that 
are used to train models.

Operations • Create documentation and support 
processes for the following:

• PoC implementations and learnings

• Basic platform configurations and security 
controls

• Testing and evaluation procedures

• Hand-over processes for successful PoCs 
that are moving to production

Transformation strategy

Organizations can transition to next maturity level by doing the following:

• Create production-grade infrastructure to support generative AI – Use AWS services to 
implement CI/CD pipelines, standardized deployment patterns, and proper scaling mechanisms 
for production deployments.

• Implement governance – Establish production-grade governance frameworks to manage 
ongoing generative AI usage and model updates.

• Implement observability – Implement observability, monitoring, and logging practices that 
are specifically adapted for generative AI workloads. This includes model performance metrics, 
usage patterns, and response quality assessment.

Transformation strategy 20
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• Focus on compliance – Make sure that you comply with industry standards and regulations for 
data privacy and security.

• Build dedicated AI teams – Set up a team that creates and maintains standardized paths to 
production for generative AI solutions.

• Implement operational excellence – Create an incident response and escalation process. 
Establish service-level agreements (SLAs) and performance metrics. Implement cost optimization 
strategies.

By taking these actions, organizations can:

• Validate that generative AI applications are stable, reliable, and continuously deliver value to the 
organization.

• Support the growth of generative AI solutions as demand and usage increase across various 
departments.

• Manage risks, maintain oversight, and align AI initiatives with regulatory standards as they 
become an integral part of business operations.

• Provide continuous monitoring, improvement, and support for generative AI solutions. This 
reduces the reliance on ad-hoc or temporary project teams.

• Prepare the organization to move from isolated projects to a strategic and cohesive approach, 
where AI becomes a core enabler of business processes. The organization is ready for further 
scale and broader adoption.
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Generative AI maturity model level 3: Launch

At this level, organizations transition from proof-of-concept initiatives to the methodical 
deployment of select, proven generative AI solutions into production environments. This level 
represents a pivotal shift away from experimentation to focus on robust governance protocols, 
real-time monitoring systems, and dedicated support infrastructures. Companies focus on 
launching a few production-grade applications that demonstrate clear business impact. This level 
emphasizes operational rigor - implementing comprehensive launch frameworks, establishing clear 
governance guidelines, and maintaining strong security standards. Releasing reliable generative AI 
solutions that deliver quantifiable results prepares the organization for broader adoption.

This section includes the following topics:

• Focus and criteria

• Key activities

• Transformation strategy to reach the next level

Focus and criteria

At this level, organizations systematically deploy generative AI solutions into production 
environments and implement robust governance, monitoring, and support mechanisms. These 
mechanisms deliver consistent value and operational excellence while maintaining security and 
compliance standards. The focus shifts from experimental generative AI applications to deploying 
production-ready solutions that deliver measurable business value through robust launch 
processes, comprehensive governance frameworks, and systematic performance monitoring. This 
level focuses on deploying a select number of production-ready generative AI solutions that serve 
as foundational implementations for launch frameworks and governance mechanisms.

The following are the criteria for being at this level:

• Production-ready generative AI solutions are delivering measurable business outcomes.

• The organization has implemented baseline security, governance, and responsible AI frameworks.

• Operational controls are established and include automated monitoring and alerting systems.

• The organization has defined a human-in-the-loop process for AI decisions.

• For cross-functional AI teams, preliminary roles and operational responsibilities have been 
defined.
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Key activities

The following table shows the key activities for each pillar of adoption.

Pillar of adoption Activities

Business • Sign off on a first version of a RACI matrix 
for generative AI operations.

• Identify key roles that are needed for 
platform architecture, development, and 
support.

• Measure operational efficiency and business 
value through comprehensive dashboards.

• Track and optimize operational costs and 
resource utilization.

People • Create generative AI platform teams or 
squads for architecture, development, and 
maintenance.

• Implement an always available, tiered 
support structure and training programs.

Governance • Obtain formal architecture endorseme 
nts from an enterprise architecture review 
board.

• Establish a responsible AI policy framework 
and secure stakeholder approvals.

• Create a cross-functional oversight 
committee for AI implementation reviews.
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• For generative AI solutions, maintain 
documentation for governance approvals 
, risk assessments, standardized design 
patterns, and technical specifications.

Platform • Implement automated CI/CD pipelines for 
generative AI solutions.

• Deploy infrastructure as code (IaC) to 
manage AWS resources.

• Document design patterns and technical 
specifications for generative AI solutions.

• Maintain CMDB records for generative AI 
platform components.

Security • Implement robust security controls for 
generative AI solutions and their data 
pipelines.

• Implement a preliminary policy for 
responsible AI.

• Optimize scalable infrastructure to support 
real-time data ingestion, vector search, and 
fine-tuning.

• Conduct regular security assessments and 
audits.

• Deploy Amazon Bedrock Guardrails to 
standardize safety and privacy controls 
across generative AI applications.
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Operations • Establish SLA frameworks and performance 
metrics.

• Monitor model performance and guardrail 
violations. Set up alerts.

• Create operational dashboards that have 
automated alerting systems.

• Follow ITIL processes for change 
management and asset management.

• Established a centralized knowledge 
repository that contains operational 
runbooks, playbooks, FAQs, and troublesh 
ooting guides.

• Establish data observability practices. 
Track data lineage, provenance, and quality 
metrics to identify gaps before scaling.

• Establish tiered support levels that have 
clear escalation paths.

• Implement regular performance reviews and 
analyze customer feedback.

Transformation strategy

To scale generative AI initiatives, organizations should:

• Formalize the generative AI operating model – Formalize the RACI matrix across the 
organization.
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• Enhance the generative AI platform – Conduct assessment of existing generative AI 
implementations to identify reusable patterns and components. Evaluate whether the 
technology stack is ready to scale. Start to envision and design modular architecture that has 
centralized prompt management, automated evaluation frameworks, and standardized patterns 
for efficient scaling of generative AI solutions.

• Expand use cases – Integrate AI capabilities across multiple departments and explore new 
applications.

• Improve the developer experience – Transform the existing platform into a self-service internal 
platform. This platform is a comprehensive environment that provides standardized tools, 
workflows, and governance for AI development across the enterprise.

• Share knowledge – Establish inner-source practices and create a component marketplace for 
sharing reusable AI assets across teams. Inner-source practices is the strategy of applying an open 
source development approach within an organization.

• Set up operational scaling – Enhance your support infrastructure with automated incident 
response and capacity planning. This prepares the infrastructure to scale for enterprise-wide 
adoption of generative AI.

• Invest in advanced analytics – Use advanced analytics tools in the cloud, such as Amazon 
CloudWatch for metrics and Amazon Quick for visualization, to use data analytics for continuous 
improvement.

• Review the data governance model – Assess whether your data governance model currently 
supports self-service capabilities while maintaining standardized policies and access controls. 
An overly restrictive or centralized approach might hinder your ability to scale data initiatives 
beyond the core team, especially across diverse business units.

By taking these actions, organizations can:

• Scale generative AI initiatives across the organization for broad impact.

• Continue to enhance the platform while identifying opportunities to improve productivity and 
reusability.

• Improve the developer experience and reduce cognitive loads.

• Foster a data-driven culture.

• Attract top talent by positioning the organization as a generative AI leader.
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Generative AI maturity model level 4: Scale

Level 4 of the generative AI maturity model, the Scale level, transitions from operational excellence 
to scalable innovation. Organizations begin to move beyond individual production deployments 
to create a robust ecosystem of reusable components, standardized patterns, and automated 
workflows. This ecosystem helps organizations to accelerate generative AI adoption across 
multiple departments while maintaining robust governance and cost optimization. By establishing 
scalable architectures and self-service capabilities, this maturity levels empowers enterprises to 
efficiently deploy numerous generative AI applications, which ultimately drive organization-wide 
transformation and sustainable innovation.

This section includes the following topics:

• Focus and criteria

• Key activities

Focus and criteria

At this level, organizations transition from operational excellence to scalable innovation, focusing 
on creating reusable components and patterns that accelerate generative AI adoption across the 
enterprise. The emphasis shifts from individual production deployments to building capabilities 
that enables self-service capabilities, standardized patterns, and automated workflows while 
optimizing costs and maintaining governance at scale. Unlike Level 3 which focuses on select 
production workloads, Level 4 enables rapid deployment of a large number of generative AI 
applications through standardized and reusable components, achieving enterprise-wide efficiency 
and productivity gains.

The following are the criteria for being at this level:

• Multiple departments have adopted widespread use of generative AI.

• The organization has established an enterprise-wide generative AI infrastructure and tooling 
ecosystem.

• An operating model and RACI matrix are defined and implemented.

• An available library includes standardized, reusable AI components, patterns, and applications. 
Self-service capabilities make the library accessible across the organization.

• Automated governance mechanisms operate at an enterprise-wide scale.
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• The organization has evidence of sustained innovation practices and outcomes.

Key activities

The following table shows the key activities for each pillar of adoption.

Pillar of adoption Activities

Business • Align generative AI projects with long-term 
business goals. Focus on revenue growth, 
cost reduction, and customer satisfaction.

• Drive enterprise-wide generative AI 
adoption through reusable components and 
standardized patterns that deliver value.

• Finalize the generative AI operating model 
and RACI matrix for scaled operations.

• Establish specialized squads for platform 
architecture, development, and maintenan 
ce.

• Create standardized governance and 
approval workflows.

• Implement advanced analytics and 
monitoring for continuous improvement.

• Establish a proactive approach to identify 
the next innovative and high value use 
cases for AI. Consider internal use cases that 
improve productivity and external use cases 
that focus on products.
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• Evaluate complex decision-making 
automation opportunities

• Assess personalization and product 
enhancement possibilities

People • Cross-train staff to use generative AI tools 
and foster a culture of continuous learning 
and innovation.

• Within the center of excellence, develop 
mentorship programs that transfer 
knowledge from generative AI experts to 
other team members.

• Use an inner-source or crowd-source model 
to help accelerate the development of the 
generative AI reusable components.

• Run AI certification programs through a 
center of excellence.

Governance • Establish enterprise-wide AI governance and 
ethics frameworks that cover data usage, 
model fairness, and transparency.

• Scale responsible AI practices through 
standardized frameworks and automated 
guardrails.

• Establish contribution guidelines and quality 
standards.
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Platform • Develop reusable AI components, such as 
microservices architectures and automated 
pipelines for evaluating solutions with 
human oversight.

• Create standardized solution templates 
such as RAG implementations and agentic 
workflows.

• Establish a standardized blueprint to 
integrate with third-party tools, using 
industry standards such as Model Context 
Protocol (MCP).

• Implement self-service capabilities through 
an internal portal, such as an API-first 
integration architecture and a component 
marketplace.

Security • Implement enterprise-grade security 
controls and automated compliance verificat 
ion.

Operations • Build process and guidelines to support an 
inner-source or crowd-source development 
model.

• Deploy comprehensive observability 
frameworks.

• Create dashboards that help you monitor 
performance.

• Implement automated systems to collect 
feedback.
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Continuing the maturity journey

For organizations that have successfully achieved Level 4 in the generative AI maturity model, you 
can continue to advance to even higher levels of sophistication. Doing so requires a comprehensive 
strategy that extends beyond technical implementation. This progression demands strategic 
initiatives that embed generative AI deeply into the organization's DNA, combining organizational 
vision, cultural transformation, and technical excellence. To transcend four maturity levels, 
organizations must strengthen their internal capabilities, forge strategic partnerships, and invest in 
cutting-edge research and development. This comprehensive advancement strategy, coupled with 
a strong emphasis on talent development, enables enterprises to move beyond scaled operations 
toward transformative AI leadership. This unlocks greater operational efficiency and sustainable 
competitive advantages.

Consider the following actions to progress beyond the maturity model:

• Embed generative AI in the organization's strategic vision – Position generative AI as a core 
component of the company's mission and vision. Make sure that you use its capabilities to drive 
strategic initiatives and maintain a competitive advantage.

• Foster a culture of continuous innovation – Encourage employees to explore new applications 
of generative AI, and reward experimentation that aligns with business goals.

• Collaborate with industry partners and academia – Engage in research partnerships, and 
collaborate with external experts to stay at the forefront of AI innovation.

• Invest in cutting-edge generative AI research and development – Dedicate resources to 
exploring new methodologies, such as multi-modal AI and advanced reinforcement learning, that 
can push the boundaries of generative AI.

• Attract and retain top generative AI talent – Focus on building a strong talent pipeline by 
offering attractive incentives, professional development opportunities, and a collaborative 
environment.

By continuing to scale generative AI solutions across the organization, enterprises can achieve the 
following benefits:

• Broad impact across business units – Generative AI solutions become embedded in daily 
operations across multiple departments, which enhances productivity and drives efficiency.

• Enhanced decision-making – With real-time insights and predictive capabilities from generative 
AI, organizations can make faster, data-driven decisions.
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• Strategic competitive advantage – By using generative AI for innovation and optimization, 
organizations can differentiate themselves from competitors and open new revenue streams.

• Mature generative AI platform/blueprints and optimized resource management – By 
automating processes and improving management of generative solutions, you can reduce 
operational costs and improve scalability.
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Next steps

The generative AI maturity model provides a structured approach for organizations to navigate 
their generative AI adoption journey on AWS. Understanding the different maturity levels and 
activities helps organizations assess their readiness and take informed steps toward realizing the 
full potential of generative AI. This framework helps organizations develop tailored strategies that 
align with their unique business objectives so that generative AI becomes a key driver of growth 
and innovation.

It's important to recognize that the adoption of generative AI is not a one-size-fits-all process. Each 
organization's journey is unique, and it's influenced by factors such as industry, business objectives, 
and existing technological capabilities. However, this strategy document serves as a valuable guide. 
It offers a framework for organizations to evaluate their readiness, identify gaps, and implement 
the necessary measures to successfully use the transformative potential of generative AI.

As organizations embark on their generative AI adoption journey, they should remain agile and 
adaptable. Continuously reassess your maturity level and adjust your strategies accordingly. The 
rapid pace of innovation in the field of AI necessitates a commitment to continuous learning, skill 
development, and the adoption of best practices.

By following this guidance and using AWS AI/ML services, organizations can unlock new 
opportunities, drive efficiency, and achieve sustained competitive advantage in an increasingly AI-
driven world.

Resources

The following resources can help you learn more about adopting generative AI.

AWS service documentation

• Amazon Bedrock

• Amazon Bedrock Guardrails

• Amazon Q Business

• Amazon Q Developer

• Amazon SageMaker AI
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AWS Prescriptive Guidance

• Accelerating software development lifecycles on AWS with generative AI

• Generative AI workload assessment

• Retrieval Augmented Generation options and architectures on AWS

• Transforming application development and maintenance operating models on AWS with 
generative AI

Other resources

• The state of AI: How organizations are rewiring to capture value (McKinsey report)

• 88% of AI pilots fail to reach production — but that's not all on IT (CIO article)
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