SOVEREIGNTY MATURITY LADDER
Enterprise Transformation Assessment

Organization: GlobalTech Manufacturing Inc. (FICTIONAL EXAMPLE)
Assessment Date: December 15, 2025
Assessor: J. Rodriguez, CIO
Target State: Level 4 by Q4 2026

OVERVIEW
The Sovereignty Maturity Ladder provides a structured framework for assessing and improving your enterprise’s ability to operate, govern, and survive independently of external system failures. Each level builds on the previous, creating a progression from reactive dependency to proactive sovereignty.

MATURITY LEVELS
LEVEL 1: REACTIVE
“We’ll figure it out when something breaks.”
	Dimension
	Characteristics

	Cloud Strategy
	Single-provider dependency; no documented exit path

	Identity
	Single IdP with no fallback; untested recovery

	AI Governance
	No model registry; unknown AI deployments

	Resilience
	DR plan exists only on paper; never tested

	Financial
	Resilience treated as cost center; no ROI tracking

	Evidence
	Decisions undocumented; governance is verbal


Typical Outcomes: - Extended outages (4+ hours) - Regulatory findings during audits - Career-ending incidents for CIO - Customer attrition after major incidents

LEVEL 2: AWARE
“We know what we don’t know.”
	Dimension
	Characteristics

	Cloud Strategy
	Dependencies mapped; concentration risk identified

	Identity
	Fallback IdP identified but not implemented

	AI Governance
	Inventory started; some models registered

	Resilience
	DR procedures documented; annual testing

	Financial
	Outage costs estimated; business case drafted

	Evidence
	Key decisions documented; gaps identified


Typical Outcomes: - Reduced surprise during outages - Clearer understanding of exposure - Initial executive awareness - Foundation for improvement roadmap

LEVEL 3: MANAGED
“We have plans and we test them.”
	Dimension
	Characteristics

	Cloud Strategy
	Multi-cloud capability for Tier 1 systems; exit strategy documented

	Identity
	Fallback IdP implemented; tested quarterly

	AI Governance
	Complete model registry; autonomy ceilings assigned; kill-switches documented

	Resilience
	Quarterly DR drills; documented results; gaps tracked

	Financial
	Resilience ROI calculated; budget allocated; tracked

	Evidence
	ADRs for all major decisions; governance artifacts producible in 24 hours


Typical Outcomes: - Outages measured in minutes, not hours - Regulatory confidence - Board-level visibility - Competitive differentiation emerging

LEVEL 4: OPTIMIZED
“Sovereignty is how we operate every day.”
	Dimension
	Characteristics

	Cloud Strategy
	Active/active multi-cloud; tested failover <15 minutes; vendor exit exercised

	Identity
	Automated failover; multiple fallback paths; <5 minute recovery

	AI Governance
	AI Council operational; continuous drift monitoring; automated guardrails

	Resilience
	Monthly simulations; chaos engineering; resilience metrics in executive dashboards

	Financial
	Resilience embedded in all technology investments; tracked as strategic asset

	Evidence
	Continuous compliance; real-time governance dashboards; regulator-ready


Typical Outcomes: - Operations continue through major provider outages - Regulatory leader in industry - Board confidence in technology leadership - Insurance premium reductions - Competitive moat established

LEVEL 5: SOVEREIGN
“We survive what we cannot control.”
	Dimension
	Characteristics

	Cloud Strategy
	Workload portability proven; autonomous operation capability tested

	Identity
	Full identity independence; can operate without any external IdP

	AI Governance
	Self-governing AI with automatic boundary enforcement; industry-leading practices

	Resilience
	Absorbs correlated multi-provider failures; resilience as product differentiator

	Financial
	Sovereignty generates measurable competitive advantage and revenue

	Evidence
	Real-time governance; continuous audit readiness; industry benchmark


Typical Outcomes: - Industry resilience leader - Premium pricing power from operational reliability - Regulatory safe harbor status - Acquisition target for sovereignty capabilities

MATURITY ASSESSMENT
Instructions
For each dimension, assess your current state honestly. Score each dimension from 1-5 based on the level descriptions above.
Current State Assessment
	Dimension
	Current Level
	Evidence
	Target Level
	Gap

	Cloud Strategy
	2
	Dependencies mapped but single-cloud dominant
	4
	2

	Identity
	3
	Okta fallback implemented, tested quarterly
	4
	1

	AI Governance
	2
	Registry started, 60% of models documented
	4
	2

	Resilience
	2
	DR tested annually, last test 8 months ago
	4
	2

	Financial
	2
	Outage costs estimated, no formal tracking
	3
	1

	Evidence
	2
	Some ADRs exist, gaps in documentation
	4
	2


Overall Maturity Score
Average Score: (2+3+2+2+2+2) / 6 = 2.2

Current Maturity Level: LEVEL 2 — AWARE

GAP ANALYSIS
Priority Gaps (Score Difference ≥2)
	Dimension
	Current
	Target
	Priority Actions

	Cloud Strategy
	2
	4
	Implement Azure failover for Tier 1; test quarterly; document exit

	AI Governance
	2
	4
	Complete registry; assign all L0-L5 ceilings; establish AI Council

	Resilience
	2
	4
	Move to quarterly DR; implement chaos engineering; dashboard

	Evidence
	2
	4
	Complete ADR backlog; implement governance dashboard


Secondary Gaps (Score Difference = 1)
	Dimension
	Current
	Target
	Priority Actions

	Identity
	3
	4
	Automate failover; add second fallback path

	Financial
	2
	3
	Formalize ROI tracking; embed in investment process



TRANSFORMATION ROADMAP
Phase 1: Foundation (Months 1-6)
Objective: Achieve Level 3 across all dimensions
	Quarter
	Focus Area
	Key Deliverables
	Investment

	Q1
	Discovery & Planning
	Complete all inventories; gap analysis; roadmap approval
	$150K

	Q2
	Core Capabilities
	AI registry complete; quarterly DR established; ADR backlog cleared
	$400K


Level 3 Checkpoint Criteria: - [ ] All AI models registered with owners - [ ] DR tested within last 90 days - [ ] ADRs exist for all major decisions (last 2 years) - [ ] Fallback IdP tested and operational
Phase 2: Optimization (Months 7-12)
Objective: Achieve Level 4 in Identity, Resilience, Evidence
	Quarter
	Focus Area
	Key Deliverables
	Investment

	Q3
	Automation & Integration
	Automated identity failover; governance dashboard; monthly simulations
	$600K

	Q4
	Advanced Capabilities
	Chaos engineering; continuous compliance; real-time monitoring
	$450K


Level 4 Checkpoint Criteria: - [ ] Identity failover <5 minutes automated - [ ] Monthly DR simulations conducted - [ ] Real-time governance dashboard operational - [ ] Board-ready evidence producible in <4 hours
Phase 3: Leadership (Months 13-18)
Objective: Achieve Level 4 across all dimensions; Level 5 readiness
	Quarter
	Focus Area
	Key Deliverables
	Investment

	Q5
	Full Sovereignty
	Active/active multi-cloud; AI Council operational; resilience as differentiator
	$500K

	Q6
	Industry Leadership
	External audit; benchmark publication; regulatory engagement
	$200K



MEASUREMENT FRAMEWORK
Leading Indicators (Monthly)
	Metric
	Current
	Level 3 Target
	Level 4 Target

	% AI models registered
	60%
	100%
	100%

	Days since last DR test
	240
	<90
	<30

	% critical systems with failover
	15%
	50%
	90%

	ADR coverage (major decisions)
	40%
	90%
	100%


Lagging Indicators (Quarterly)
	Metric
	Current
	Level 3 Target
	Level 4 Target

	Mean time to recover (MTTR)
	4.2 hours
	<1 hour
	<15 minutes

	Outage-related revenue loss
	$5.1M/year
	<$1M/year
	<$250K/year

	Governance audit findings
	12
	<5
	0

	Regulator response time
	3 weeks
	<1 week
	<24 hours



EXECUTIVE SUMMARY
Current State
Maturity Level 2 — AWARE
We understand our dependencies and risks but lack the operational capabilities to respond effectively. Our enterprise remains vulnerable to extended outages and regulatory scrutiny.
Target State
Maturity Level 4 — OPTIMIZED by Q4 2026
Sovereignty becomes embedded in daily operations. We can survive major provider outages with minimal business impact and demonstrate governance leadership to regulators and customers.
Investment Required
$2.3M over 18 months
Expected Outcomes
· MTTR reduced from 4.2 hours to <15 minutes
· Annual outage losses reduced by >$4M
· Regulatory confidence established
· Competitive differentiation achieved
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