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EXECUTIVE SUMMARY

Executive Summary
The AI Maturity Index (AMI) is a diagnostic framework designed to help organizations understand where they stand

on the continuum from manual operations to fully AI-native business models. It provides a common language for

discussing AI readiness, a structured methodology for identifying transformation opportunities, and a clear roadmap

for moving from one level to the next.

Most companies dramatically overestimate their AI maturity. They confuse tool adoption with transformation. Having a

ChatGPT Enterprise license does not make you AI-native any more than owning a gym membership makes you an

athlete. The gap between "we use AI tools" and "our operating model is built around AI" is where the real competitive

advantage lives.

This framework measures that gap, quantifies the revenue at stake, and provides a concrete path to close it. The core

thesis is simple: AI-native companies generate 3–5x more revenue per employee than their traditionally-operated

peers. The companies that figure this out first will have an insurmountable advantage. The ones that don’t will be

acquired or left behind.
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FRAMEWORK

The Five Levels of AI Maturity
The AI Maturity Index uses a five-level scale from 0 to 100. Each level represents a fundamentally different

relationship between the organization and AI technology. The levels are not simply about tool adoption — they reflect

changes in process design, organizational structure, decision-making, and competitive positioning.

LEVEL 1 LEVEL 2 LEVEL 3 LEVEL 4 LEVEL 5

Manual Automated Augmented AI-Integrated AI-Native

Score: 0–20 Score: 21–40 Score: 41–60 Score: 61–80 Score: 81–100
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LEVEL 1 | SCORE 0–20

Level 1: Manual
The Defining Characteristic: The business runs on human effort and institutional memory. Every process depends

on someone knowing how to do it, and most of that knowledge lives in people’s heads rather than in documented

systems.

What This Looks Like in Practice

Companies at Level 1 operate primarily through manual effort and tribal knowledge. Spreadsheets serve as the

default system for everything from financial tracking to project management. Email is the primary coordination tool.

There is no CRM, or the CRM exists but is poorly adopted with incomplete data. Reporting happens in ad hoc

spreadsheets that someone manually updates, often with inconsistent data. Decisions are made by gut feel and

personal experience rather than data-driven analysis.

Documentation is sparse or nonexistent. When a key employee leaves, their knowledge goes with them. Processes

are reinvented every time because no one wrote down how things were done the last time. Hiring is the primary

strategy for handling growth — more work means more people, linearly.

Key Indicators

Data Infrastructure Siloed in spreadsheets, email, and individual hard drives. No single source of truth.

Process Documentation Minimal. Most processes are undocumented and rely on individual knowledge.

Tool Stack Basic: Email, spreadsheets, perhaps a simple project management tool with low adoption.

AI Usage None, or occasional ad hoc use by individual employees without organizational awareness.

Decision-Making Gut-driven. Limited data available, and what exists is unreliable or outdated.

Revenue Per Employee Significantly below industry benchmarks. High labor cost as a percentage of revenue.

The Cost of Staying Here

Level 1 organizations hemorrhage efficiency. They’re paying for knowledge work that could be automated, making

decisions with incomplete information, and scaling linearly when they should be scaling exponentially. Every new hire

adds overhead in coordination, communication, and management. The revenue ceiling is directly tied to headcount.

What It Takes to Reach Level 2
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The jump from Level 1 to Level 2 is primarily about infrastructure and documentation. The organization needs a

foundational data system (CRM, ERP, or equivalent), documented core processes, and basic workflow automation.

This typically requires 60–90 days of focused effort and represents a 15–25% improvement in operational efficiency.



STIBNITE  |  AI-Native Growth Advisory  |  stibnite.co Page 6

LEVEL 2 | SCORE 21–40

Level 2: Automated
The Defining Characteristic: Basic automation exists, but it’s fragile, duct-taped together, and usually maintained by

one person who has become the single point of failure for the organization’s operational infrastructure.

What This Looks Like in Practice

Level 2 companies have invested in some technology and automation, but the implementation is uneven and often

held together by a patchwork of tools that don’t communicate with each other well. Individual employees may be

using ChatGPT, Claude, or other AI tools on their own, but there is no organizational strategy around AI adoption.

Key Indicators

Data Infrastructure CRM adopted but data quality is inconsistent. Some systems connected, many siloed.

Process Documentation Partial. Core processes documented but frequently outdated.

Tool Stack CRM + basic integrations (Zapier, etc.). Fragile automation. Point-to-point connections.

AI Usage Ad hoc, individual. No strategy, no standardization, no measurement.

Decision-Making Data-informed but not data-driven. Dashboards exist but are often distrusted.

Revenue Per Employee At or slightly below industry average. Some efficiency gains from automation.

What It Takes to Reach Level 3

Moving from Level 2 to Level 3 requires intentionality. The organization needs an AI strategy, standardized tools,

team training, and connected data. This typically takes 90–120 days and yields a 20–35% productivity

improvement in targeted workflows.
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LEVEL 3 | SCORE 41–60

Level 3: Augmented
The Defining Characteristic: AI tools are intentionally deployed in specific workflows with a clear strategy. The team

is trained and AI adoption is measured. But AI is still additive — it’s helping people do their existing jobs faster, not

fundamentally changing how work gets done.

Key Indicators

Data Infrastructure Clean, connected data systems. Single source of truth for core business data.

Process Documentation Comprehensive. Processes documented and regularly updated.

Tool Stack Intentional AI tool stack. Standardized across the organization.

AI Usage Strategic and widespread. Team trained. Usage measured. ROI tracked.

Decision-Making Data-driven with AI-generated insights informing decisions regularly.

Revenue Per Employee Above industry average. Measurable productivity gains from AI adoption.

The Trap at Level 3

Level 3 is comfortable, and that’s the danger. Companies feel like they’re "doing AI" and the productivity gains are

real enough to validate the investment. But Level 3 is optimization of the existing model, not transformation. The

companies that stop here will be overtaken by competitors who push to Level 4 — because the gap between

augmented and integrated is where the exponential advantages begin.

What It Takes to Reach Level 4

The jump from Level 3 to Level 4 is the hardest transition because it requires organizational change, not just

technology change. Workflows need to be redesigned from scratch with AI as foundational. This takes 4–6 months

and delivers 40–60% efficiency gains.



STIBNITE  |  AI-Native Growth Advisory  |  stibnite.co Page 8

LEVEL 4 | SCORE 61–80

Level 4: AI-Integrated
The Defining Characteristic: AI is embedded in core business processes, not bolted on. Workflows are designed

around AI capabilities. The organizational structure reflects AI leverage — smaller teams producing disproportionate

output.

Key Indicators

Data Infrastructure Integrated data platform. Real-time data flows feeding AI systems continuously.

Process Documentation AI-first process maps. Workflows designed around AI capabilities.

Tool Stack Custom AI pipelines and orchestration. Purpose-built systems, not just SaaS tools.

AI Usage Embedded in operations. AI governance in place. Continuous optimization.

Decision-Making AI-driven analysis as standard input. Human judgment applied to AI-prepared options.

Revenue Per Employee 2–3x industry average. Actively measured and optimized as a core KPI.

What It Takes to Reach Level 5

The jump from Level 4 to Level 5 is less about implementation and more about identity. The company needs to make

AI-native operations its competitive moat. Proprietary AI workflows become intellectual property. This is a 6–12

month evolution and represents the frontier of organizational design.



STIBNITE  |  AI-Native Growth Advisory  |  stibnite.co Page 9

LEVEL 5 | SCORE 81–100

Level 5: AI-Native
The Defining Characteristic: The company’s operating model is built around AI from the ground up. AI isn’t a tool or

even an integration — it’s infrastructure. Every process assumes AI. The competitive moat is the AI operating system

itself.

Level 5 companies don’t think about "using AI" any more than a modern company thinks about "using electricity." It’s

the substrate everything runs on. These organizations have proprietary AI workflows that constitute genuine

competitive advantages. Revenue per employee is 3–5x the industry average.

Key Indicators

Data Infrastructure Proprietary data systems with continuous learning loops. Data is a strategic asset.

Process Documentation Living systems, not documents. Processes auto-optimize based on performance data.

Tool Stack Custom AI operating system. Proprietary pipelines that are a competitive moat.

AI Usage Ubiquitous. AI is infrastructure, not tooling. AI literacy is a hiring requirement.

Decision-Making AI-generated options with human strategic oversight. Continuous feedback loops.

Revenue Per Employee 3–5x industry average. Revenue scales independently of headcount.
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METHODOLOGY

Scoring Methodology
The AI Maturity Index score is calculated across eight dimensions, each weighted by its relative importance to AI

transformation success. Each dimension is scored on a 1–5 scale, and the weighted composite produces the final

0–100 score.

DIMENSION WEI

GHT

WHAT IT MEASURES

Data Infrastructure 20% Quality, accessibility, and connectedness of organizational data. The foundation

everything else depends on.

Process Maturity 15% How well processes are documented, standardized, and designed for AI

integration.

Team AI Literacy 15% Organization-wide understanding of AI capabilities and limitations. Prompt

engineering skill.

Leadership Alignment 15% Executive buy-in, strategic vision for AI, willingness to change organizational

structure.

AI Tool Adoption 10% Breadth and depth of AI tool usage across the organization. Strategy behind tool

selection.

Automation Maturity 10% Sophistication of existing automation. Reliability, maintainability, and coverage.

Measurement & Analytics 10% Ability to measure AI impact. KPI tracking. ROI analysis. Data-driven decision

culture.

Organizational Adaptability 5% Culture of change. Speed of adoption. Willingness to restructure.

Experimentation mindset.

Why These Weights

Data Infrastructure carries the highest weight (20%) because every other dimension depends on it. Leadership

Alignment, Team AI Literacy, and Process Maturity share the next tier (15% each) because transformation fails

without all three. Tool Adoption and Automation Maturity carry 10% each because tools are commodities — what

matters is how they’re deployed. Organizational Adaptability carries the lowest weight (5%) because it’s an

accelerator, not a foundation.
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Formula

Composite Score = ((Weighted Sum – 1) / 4) × 100

Where: Weighted Sum = (Data Infrastructure × 0.20) + (Process Maturity × 0.15) + (AI Tool Adoption × 0.10) + (Team AI Literacy ×

0.15) + (Leadership Alignment × 0.15) + (Automation Maturity × 0.10) + (Measurement & Analytics × 0.10) + (Organizational

Adaptability × 0.05)
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SCORING RUBRICS

Dimension Scoring Rubrics
Each of the eight dimensions is scored from 1 to 5 using the rubrics below. These rubrics are designed to be objective

and observable — the assessment should produce the same score regardless of who conducts it.

1. Data Infrastructure (Weight: 20%)

SCO

RE

CRITERIA

1 Data lives in spreadsheets, email, and individual files. No CRM or poorly adopted. No single source of truth.

2 CRM exists with moderate adoption. Some systems connected. Data quality requires manual cleanup.

3 Core systems connected. Single source of truth for key metrics. Data quality reliable for AI inputs.

4 Integrated data platform with real-time flows. AI systems receive continuous, clean data. Governance enforced.

5 Proprietary data systems with continuous learning loops. Automated quality monitoring. Data feedback loops improve

AI.

2. Process Maturity (Weight: 15%)

SCO

RE

CRITERIA

1 Processes undocumented. Tribal knowledge drives execution. Different people perform the same task differently.

2 Core processes partially documented. Documentation is often outdated. Some standardization but inconsistent.

3 Comprehensive documentation. Processes standardized and regularly reviewed. SOPs for all core functions.

4 Processes designed with AI integration points. Workflows map where AI adds value vs. human judgment.

5 Self-optimizing processes. AI monitors performance and suggests improvements. Continuous iteration is default.
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3. AI Tool Adoption (Weight: 10%)

SCO

RE

CRITERIA

1 No AI tools in use. Organization may be unaware of relevant AI capabilities.

2 Individual, ad hoc AI tool usage. No organizational standard. Personal subscriptions only.

3 Standardized AI tool stack. Enterprise subscriptions. Defined use cases with measured adoption.

4 Custom AI pipelines built on standard tools. Orchestration layers connecting multiple AI systems.

5 Proprietary AI systems and custom integrations. Tools are infrastructure, not point solutions.

4. Team AI Literacy (Weight: 15%)

SCO

RE

CRITERIA

1 Team has minimal understanding of AI capabilities. Fear or skepticism about AI replacing jobs.

2 Basic awareness. Some team members experimenting. No formal training or shared knowledge.

3 Formal training completed. Team understands core AI tools for defined tasks. Shared prompt libraries.

4 Team designs AI-augmented workflows. Prompt engineering is expected. Team proposes AI applications.

5 AI fluency is a hiring requirement. Team builds and maintains AI systems. Continuous learning embedded.

5. Leadership Alignment (Weight: 15%)

SCO

RE

CRITERIA

1 Leadership is skeptical or indifferent to AI. No budget allocated. No strategic priority.

2 Leadership is curious but uncommitted. Small experiments allowed. No organizational mandate.
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3 AI is a stated strategic priority. Budget allocated. Executive sponsor assigned. Clear objectives.

4 Leadership actively champions AI transformation. Willing to restructure teams. AI metrics in board reporting.

5 AI-native is the organizational identity. Leadership models AI usage. Hiring/strategy all AI-first.

6. Automation Maturity (Weight: 10%)

SCO

RE

CRITERIA

1 No automation. All workflows are manual. Copy-paste between systems is common.

2 Basic automation via simple tools (Zapier, IFTTT). Fragile. Single point of failure.

3 Robust automation for core workflows. Error handling in place. Multiple maintainers.

4 Intelligent automation with AI decision points. Workflows adapt based on context. Monitoring/alerting.

5 Self-healing automation. Systems detect and correct failures. Continuous optimization. Competitive moat.

7. Measurement & Analytics (Weight: 10%)

SCO

RE

CRITERIA

1 No consistent measurement. Revenue and basic financials only. No operational KPIs tracked.

2 Basic dashboards exist but data is often stale or inaccurate. Manual reporting. Limited attribution.

3 Real-time dashboards for core KPIs. AI productivity gains measured. Regular reporting cadence.

4 Comprehensive analytics: AI ROI, revenue per employee trends, process efficiency metrics.

5 Predictive analytics. AI-driven forecasting. Continuous A/B testing. Self-improving measurement.

8. Organizational Adaptability (Weight: 5%)
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SCO

RE

CRITERIA

1 Resistant to change. Long approval cycles. Innovation is discouraged or deprioritized.

2 Open to change but slow. Pilot programs take months. Change champions lack authority.

3 Culture supports experimentation. Fail-fast mentality. Changes implemented in weeks.

4 Rapid adoption is the norm. Team actively seeks improvements. Cross-functional collaboration natural.

5 Change is the default state. Continuous improvement embedded. Team anticipates and drives transformation.
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IMPACT

Revenue Impact Model
Each level transition delivers measurable business impact. These ranges are based on observed outcomes across AI

transformation engagements and published industry benchmarks.

TRANSITION TIMELINE EFFICIENCY GAIN REV/EMPLOYEE INVESTMENT

L1 → L2 60–90 days 15–25% +10–20% $15K–$50K

L2 → L3 90–120 days 20–35% +20–40% $30K–$80K

L3 → L4 4–6 months 40–60% +50–100% $50K–$150K

L4 → L5 6–12 months 60–80% +100–300% $100K–$300K

Note: Investment ranges assume external advisory support and tool costs. The efficiency gains compound — a company that

moves from Level 1 to Level 4 over 12–18 months will see cumulative efficiency improvements of 75–120%.
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APPLICATION

How to Use This Framework
For Self-Assessment

Score your organization honestly across all eight dimensions. The most common mistake is overscoring —

companies consistently rate themselves 1–2 levels higher than an external assessment would reveal. When in doubt,

score lower.

For Transformation Planning

Use the level definitions and transition requirements to build a phased transformation roadmap. Don’t try to jump from

Level 1 to Level 4 — each level builds on the one before it. Focus on highest-weighted dimensions first.

For Benchmarking

Compare your score to revenue-per-employee benchmarks for your industry. The framework is most powerful as a

relative measure: where are you vs. competitors, and what’s the revenue gap?

For Board Communication

Report structured AI progress: "We’re at Level 2.4 on the AI Maturity Index. Our 12-month target is Level 3.5,

representing a projected 30% improvement in revenue per employee."

NEXT STEPS

Next Steps
Step 1: Take the AI Maturity Assessment. Our free online calculator scores your organization across all eight

dimensions and shows you the revenue gap between your current state and AI-native potential.

Step 2: Book an AI Opportunity Audit. A deep-dive assessment where we map your current processes, identify AI

integration opportunities, and build a prioritized transformation roadmap with quantified ROI projections.

Step 3: Execute the Transformation. Whether you need full implementation, managed AI operations, or strategic

advisory, we’ll match you with the right engagement model for your organization.
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