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As AI moves into core systems and handles more sensitive 

data, sovereignty and data governance are becoming board -

level concerns.

New Zealand’s AI strategy encourages the use of global models, but 

that introduces real questions around jurisdiction, service continuity, 

and regulatory control.

In practice, many organisations  will need a tiered setup –  running 

some models locally, tuning others in - country, and using global 

models where it makes sense –  to balance performance with 

compliance and data protection.
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AI sovereignty is about local 
control, risk management, 
and alignment with national 
values, not isolation.
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AI Sovereignty: Four Areas to Consider 
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Māori AI Sovereignty: Cultural Data Control

Decision Rights and Consent

Cultural IP Protection

Kaitiakitanga in Controls
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Operationalising  Sovereignty: Hybrid AI Strategies

Hybrid AI 
Architecture

Sovereign Cloud 
Options

Resilience & 
Portability
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Strategic Mandates for 
Technology Leaders 
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1. Rethinking the Role of Technology

Workload Classification

0
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Portability & Exit Strategies
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Vendor Oversight
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2. Building Local Capability as Part of Infrastructure

AgenticOps Teams

Embedded Expertise

Trust & Transparency
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3. Following a Structured Framework 

IMMEDIATE MEDIUM TERM LONG TERM
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Ecosystm Opinion
Geopolitical pressures, export controls, and concentration among a few providers 
make dependency not just a compliance concern but also a continuity risk. Equally 
important are local model tuning and governance, with stakeholders demanding 
trust, transparency, and alignment with New Zealand values.

Tech leaders should focus on classifying AI workloads and data according to risk and 

implementing a hybrid deployment strategy. Governance and controls need to limit shadow 

AI while still allowing access to global AI capabilities where appropriate.

https://ciosummit.co.nz/awards/?__hstc=256149716.23edca51c392bfd355faf45117c3066d.1759486399073.1763373786619.1763719126908.39&__hssc=&hsCtaTracking=0c9393ba-4b25-4f76-8bb2-0fa5840d6784%7Cbf55c84e-2a82-442e-971c-6225eff9f277
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