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Start here
Organisations are becoming increasingly efficient at removing work without understanding 
the Capability and judgement that work used to create. The Frontier Capability Organisation 
asks whether Capability, trust, intelligence, participation, Opportunity, stewardship and 
Renewal can be designed as one connected system rather than left as hidden by-products of 
jobs, projects and individual careers.

Begin with the Executive Overview and the Allotment metaphor. Use the worked individual 
and organisational journeys to make the proposition tangible. Then choose the architecture 
paper whose public question matches the problem you need to investigate.

Choose your route
 Understand the proposition: Executive Overview, the Capability Infrastructure response 

and the Allotment.
 See the consequences: Capability and judgement debt, the individual journey and the 

organisational response.
 Find your architecture: use the WP06.1-WP06.12 question map in section 12.
 Challenge the proposition: examine the evidence posture, MVP questions and 

interdisciplinary reviewer framework.
 Act without pretending certainty: bring a consequential Capability problem and test a 

bounded Journey, Domain or experiment.
Reader promise. WP06.0 is an invitation and map, not a compressed substitute for the 
twelve architecture papers. It shows why the suite exists, what it could make possible and 
what must still be proven.

WP06.0  |  START HERE

Introducing the Frontier
Capability Organisation
Why it exists, why Capability demands a new organisational 
response, what it could make possible, and what must still be 
proven

THE MEMORABLE PROBLEM
Organisations are becoming increasingly efficient at removing work without understanding 
the Capability and judgement that work used to create.
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THE PREMISE
The next organisational advantage will not come from deploying one more technology. It 
will come from building the enduring Capability Infrastructure to sense change, develop and 
mobilise Capability, exercise trustworthy judgement, create Opportunity and renew faster 
than the world changes.

Architecture primer, proposition and reading guide - v2.1 FINAL - interdisciplinary foundation 
integrated - Simon Owen | 21 September 2026
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Executive overview
The AI conversation has moved from tools and experiments towards governance, judgement and 
operating models. Yet few organisations are confronting the size of the Capability build beneath all 
of them: the continuing work required to form, maintain, transfer, mobilise and renew human and 
organisational Capability while technology removes or reshapes the tasks through which 
experience used to develop.

The Frontier Capability Organisation, or FCO, is a response to that challenge. An FCO deliberately 
develops its ability to sense change, connect expertise, form Capability, create Opportunity, act 
with trustworthy judgement and renew itself. Empower Your World, or EYW, is the developing 
Capability Infrastructure, platform architecture and participation ecosystem intended to help make 
that possible.

People are unlikely to buy “an FCO”. They may buy, sponsor or join a solution to a problem they 
already recognise: AI Adoption, workforce transition, early-talent formation, internal mobility, 
Capability visibility, professional renewal, innovation scaling, embedded governance or strategic 
resilience. The FCO is the larger operating model that can connect those solutions rather than 
leave them as isolated interventions.

EYW is therefore not a single product for a single customer. It is an ecosystem in which 
participants, contributors, stewards, sponsors, partners, customers, funders and investors create 
and receive different forms of value. Those value exchanges and commercial hypotheses must be 
validated rather than assumed.

The deeper argument of this paper is that organisations are not facing a temporary adoption 
gap. They are facing a recurring renewal challenge. Technologies, markets, professions and 
expectations will continue to change. The strategic question is whether organisations can 
repeatedly create the human, organisational and human-Agent Capability required to respond 
without consuming the very learning, judgement, relationships and trust on which their future 
depends.

That question cannot be answered from one professional viewpoint. As the architecture 
developed, it repeatedly crossed the boundaries of learning, technology, organisational 
design, psychology, economics, service management, governance, community, measurement 
and strategy. No single discipline was sufficient because each illuminated a different part of 
the same system. This is one of the most important findings behind the FCO proposition.

WP06.0 is therefore an invitation before it is a specification. It introduces the problem, makes 
the central ideas tangible, shows why existing approaches remain necessary but incomplete, 
and provides routes into the deeper WP06 architecture papers. The future FCO White Paper 
will make the wider argument. The WP06 suite explains how the proposition might actually 
work.

THE QUESTION
What if Capability could be treated as renewable infrastructure rather than a hidden by-product 
of jobs, training, projects and individual careers?
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1. The problem and the Capability Infrastructure response

Earlier question Emerging question FCO response

Which AI tools should we 
license?

How should work, accountability 
and human-Agent collaboration 
change?

Connect technology to 
Capability, trust, operating 
model and value.

Which experiments should we 
run?

How do experiments become 
supported organisational 
Capability?

Create transitions from bounded 
learning to services and 
Domains.

How do we govern AI?
How do governance, privacy, 
security and risk enable early 
action?

Embed stewards while retaining 
independent authority.

How do we train people?
How do we continuously form, 
transfer and mobilise Capability?

Connect learning to work, 
Community, Evidence and 
Opportunity.

How do we improve adoption?
How do we absorb repeated 
waves of change?

Build Capability Infrastructure 
rather than a one-time 
programme.

CAPABILITY INFRASTRUCTURE
The connected human, organisational, semantic, trust, intelligence, Community, Domain and 
technical conditions through which Capability can be formed, found, applied, shared, assured 
and renewed.
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Figure 1. The Frontier Capability Allotment: a living metaphor for distributed growth, stewardship, experimentation, Community and 
Renewal.
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2. Why the Allotment matters
2.1 The underlying Capability Renewal theory
The architecture is grounded in a simple but demanding proposition: human and human-
Agent systems remain capable when Agency, Relationship, Practice, Representation, 
Governance and Regeneration form a healthy, adaptive loop. Agency enables participation. 
Participation creates relationships. Relationships provide access to consequential practice. 
Practice creates evidence and representations. Representation permits challenge and 
governance. Governance shapes what is entrusted, protected, adapted, retired and renewed. 
Regeneration then expands or constrains the agency available to future participants.

The loop does not claim that every activity must contain every process or that Community is 
the universal answer. It provides a common lens for locating dependencies and break points. 
Community is one social configuration through which learning, trust, opportunity, leadership, 
stewardship and renewal can interact. Other institutions and operating arrangements may 
perform the same functions.

The system is empowering only when it progressively distributes Capability, Agency and 
Benefit while reinvesting sufficient value for future participants. A system may be productive 
and even self-renewing while still concentrating authority, burden or benefit. FCO design 
therefore examines who becomes more able, who gains meaningful power to influence 
outcomes and who receives the economic, social, reputational and developmental value 
created.

Process Plain-English question

Agency Can people and Agents act meaningfully within legitimate boundaries?

Relationship Can trust, access, feedback and collaboration form?

Practice Can judgement and competence develop through consequential activity?

Representation Can learning, evidence, decisions and failure remain visible and challengeable?

Governance Can permission, quality, protection, consequence and remedy remain legitimate?

Regeneration Can the system develop successors, adapt and retire what no longer serves?

The Allotment gives a non-technical picture of the proposition. Different plots have different 
purposes. People bring different experience. Shared rules protect the commons. Experiments 
happen in bounded beds. Observers notice weather and changing conditions. Knowledge, 
tools and produce are exchanged. Leadership is distributed. The work does not finish after 
one harvest; the whole system prepares for another season.

The metaphor also has limits. Capability does not grow automatically, organisations have 
formal authority and legal obligations, and not every contribution is voluntary. The detailed 
architecture exists to make those boundaries explicit.

3. Capability and judgement debt
3.2 Productive performance and renewable capability
Productive Capability Density describes how much valuable capability can be enacted within a 
defined system relative to size, cost or complexity. Renewable Capability Density describes 
whether capability, judgement, stewardship and successor-development ability are distributed 
enough for continuity and adaptation. The distinction matters because an organisation may 
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become exceptionally productive while becoming more dependent on a small, exhausted or 
irreplaceable core.

Capability Debt is the future constraint and remediation cost created when capability 
formation, practice, relationship, entrustment, memory, stewardship, succession, adaptation 
or judgement is postponed or consumed. The FCO does not reject efficiency. It asks whether 
present efficiency is financed by invisible future fragility.

Early-career tasks often help people recognise exceptions, experience consequences, receive 
correction and build professional mental models. Removing a task without replacing its 
developmental value can create Capability and judgement debt.

Short-term movement Hidden future risk FCO response

AI completes entry-level 
research and drafting.

Fewer routes to learn how 
Evidence is found and 
challenged.

Design review and supervised 
practice into human-Agent 
work.

Routine analysis is automated.
Pattern recognition develops 
less often.

Expose edge cases, 
consequences and judgement 
checkpoints.

Fewer junior roles are created.
The future pipeline of 
experienced practitioners 
narrows.

Create Emerging Talent 
routes, real work, mentoring 
and progression.

Senior experts absorb AI 
outputs directly.

Knowledge and Opportunity 
concentrate.

Use Community, sponsorship 
and distributed stewardship.

Efficiency is measured 
immediately.

Capability loss appears later.
Track formation, transfer, 
succession and Renewal.

3.1 Students and entry to work
Students and first-time entrants face changing roles and reduced access to some traditional 
learning tasks. The goal is not to make every student job-ready for one forecast role. It is to 
help people build the Capability, judgement, relationships and Future Confidence to enter a 
changing world of work and continue renewing within it.



EMPOWER YOUR WORLD  |  WP06.0

WP06.0  |  Introducing the Frontier Capability Organisation  |  v2.1 CANDIDATE  |  6

4. Bring it to life
4.1 One person over eighteen months

Moment
Without FCO 
characteristics

With FCO characteristics

Month 0
Alex sees a profession 
changing but cannot judge 
what to learn.

A Domain shows pathways, 
expected judgement and 
Opportunity.

Month 1
Generic content and job 
descriptions provide the route.

Alex observes Community and 
chooses a bounded pathway.

Month 3 Learning remains theoretical.
A supervised experiment 
creates practice and 
contextual Evidence.

Month 6
There is no way to help before 
becoming an expert.

Alex improves an asset, helps 
another entrant and builds 
trust.

Month 9
A CV and interview compress 
the Evidence.

A sponsor offers a bounded 
project to deepen Capability.

Month 18
Alex remains a consumer of 
development.

Alex supports newcomers and 
helps renew the pathway.

4.2 One organisation responds to change

Event Conventional tendency FCO response

A new AI Capability appears Scattered experiments begin.
The Observatory frames 
outcomes, risk, Capability and 
affected people.

A team proposes a test Approval arrives after shaping.
Participants and embedded 
stewards shape a bounded 
experiment.

The experiment works
The result is praised but support 
remains informal.

Evidence covers value, burden, 
trust and scale conditions.

Demand grows
Enthusiasts become an 
unsupported help desk.

Sponsorship becomes Capacity, 
ownership and authority.

Work changes
Efficiency is recorded; displaced 
learning is hidden.

The workflow includes practice 
and judgement checkpoints.
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Event Conventional tendency FCO response

Conditions change again A new programme begins.
Learning is retained and the 
ecosystem renews.



EMPOWER YOUR WORLD  |  WP06.0

WP06.0  |  Introducing the Frontier Capability Organisation  |  v2.1 CANDIDATE  |  9

Figure 2. The Frontier Capability Organisation: the metaphor translated into an organisational context.
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5. Why people and organisations engage
Participant type Recognised need Potential value exchange

Student or early talent
A credible route from 
education into changing work.

Learning, practice, mentoring 
and Opportunity; institutions 
or sponsors may fund access.

Career switcher or individual 
learner

Direction, confidence, 
Evidence and a route into a 
new Domain.

Participation, Contribution and 
progression; individual or 
sponsored payment may 
apply.

Practitioner
Real problems, credible peers, 
reusable assets and 
professional growth.

Expertise, mentoring, assets 
and stewardship exchanged 
for learning, reach and 
Opportunity.

Employer
Capability resilience, internal 
mobility, safer adoption and 
performance.

Pays for diagnostics, 
experiments, pathways, 
Domains or platform services.

Education provider
Stronger connection among 
curriculum, practice and work.

Co-designs pathways and 
projects; may license or 
sponsor infrastructure.

Professional body
Current practice, standards, 
Community and continuing 
development.

Co-stewards Domains and 
contributes authority, content 
and practitioner reach.

Partner
A stronger Capability and 
operating-model layer around 
technology or services.

Contributes expertise, delivery 
or platform components in 
return for shared value.

Government or public body
Workforce transition, 
responsible AI, resilience and 
sovereign Capability.

Funds public-value 
infrastructure, sector 
initiatives or access.

Funder or investor
A large, persistent problem 
with potential network and 
Domain effects.

Provides staged capital in 
return for validated impact or 
commercial value.

ADOPTION PRINCIPLE
People do not buy an FCO. They buy, sponsor or join a credible response to a problem they 
already recognise. FCO characteristics emerge as those responses become connected, 
supported and renewable.
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6. What an organisation may gain

Value surface What may improve
Where evidence may 
appear

Revenue and growth
New offerings, markets and 
mobilisation.

Time to market, adoption, 
pipeline and revenue.

Cost and productivity
Less reinvention and fewer 
bottlenecks.

Cycle time, cost to serve, 
rework and throughput.

Intangible value
IP, reusable assets, memory 
and relationships.

IP records, valuation 
narratives and due diligence.

Workforce and talent
Attraction, retention, mobility 
and succession.

Acceptance, attrition, moves, 
proficiency and bench depth.

Capability resilience
Faster formation, transfer and 
refresh.

Coverage, dependency 
reduction and successor 
readiness.

Risk and compliance
Earlier risk visibility and 
stronger Evidence.

Audit findings, incidents, 
exceptions and remediation.

Strategic adaptability
Faster absorption of shocks 
and change.

Redeployment speed, scenario 
response and Renewal.
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7. The future we are trying to create
The opportunity is larger than an enterprise AI platform. Capability Infrastructure could 
connect education, work, professional practice, Communities, organisations and public policy 
without forcing them into one monolithic system.

Level What could become possible

Individual
Routes into work, career transition, 
Contribution and lifelong Renewal.

Employer
Capability visibility, safer adoption, mobility 
and adaptability.

Education provider
Connection among learning, real practice and 
employer need.

Profession
Living pathways connecting standards, 
practice and Community.

Region or sector
Shared Capability development around 
economic or public-value priorities.

Government
Workforce transition, responsible AI, resilience 
and sovereign Capability.

Society
More people able to participate in change 
rather than only experience its consequences.

7.1 A Domain ecosystem, not an AI boundary
AI Adoption is one early proving Domain. The same architecture could support Leadership, 
Cybersecurity, Career Development, Project and Product Delivery, Community Building, 
professional practice and future human or societal Domains, subject to qualification, 
stewardship, trust and value.

8. Why Capability is an interdisciplinary challenge
The architecture began with a practical question about AI adoption and gradually exposed a 
much larger problem. Capability is created through work, learning, relationships, tools, 
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authority, evidence, opportunity and judgement. It is shaped by organisational structures, 
economic incentives, social conditions, technical systems and the passage of time. Change 
one part and effects appear elsewhere.

This is why the FCO has required unusually broad inquiry. The work has drawn deeply on 
organisational design, Capability Management, learning and development, Enterprise 
Architecture, operating models, change and transformation, knowledge management, 
systems thinking, value theory and community building. It has also needed substantial 
engagement with strategy, service management, psychology, economics, AI, data, 
governance, measurement, inclusion and future-of-work questions.

The breadth is not evidence that the architecture lacks focus. It is evidence that Capability 
itself is a whole-system concern. Existing disciplines hold essential pieces of the answer, but 
the relationships among those pieces are often left implicit, fragmented across functions or 
rediscovered during each transformation.

CORE FINDING
No single profession currently owns the Capability challenge. The FCO is an integrating 
architecture that connects established disciplines around the creation, mobilisation, exchange, 
stewardship and renewal of Capability.

8.1 Necessary, but not sufficient

If Capability were only... The obvious disciplinary home
What would remain 
disconnected

A learning problem Learning and Development
Work, authority, opportunity, 
economics, trust and organisational 
renewal.

A technology problem IT and Enterprise Architecture
Human formation, motivation, 
identity, relationship, judgement 
and legitimacy.

A people problem
HR and Organisational 
Development

Platform, semantics, workflow, 
governance, markets and 
ecosystem interactions.

A strategy problem
Strategy and management 
consulting

Everyday practice, Community, 
Evidence, capability formation and 
operational renewal.

A service problem Service Management
Capability pipelines, participation, 
human development, ecosystem 
value and future adaptability.

An economics problem Economics and finance
Agency, trust, flourishing, 
professional judgement, 
stewardship and inclusion.

8.2 What the interdisciplinary finding changes
 Capability challenges can be misdiagnosed as isolated training, technology, process or 

organisational problems when the underlying failure spans the whole system.
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 Local optimisation can improve immediate performance while weakening future Capability, 
for example by removing developmental work, concentrating expertise or failing to 
capture and propagate learning.

 Capability leadership must cross professional boundaries and create shared language 
without erasing legitimate differences in evidence, authority or accountability.

 The architecture must be reviewed by a council of disciplines and by people living the 
journeys, not validated only by its originating community.

 The full disciplinary landscape belongs in Appendix B so that readers can see what has 
been integrated, where deeper expertise is required and who should be invited to 
challenge the work.

THE INVITATION TO REVIEWERS
Do not ask only whether the FCO is persuasive within your own discipline. Ask what your 
discipline sees that the architecture has missed, simplified or misunderstood, and what 
becomes visible when your perspective is connected with the others.

9. Why existing approaches are necessary but not sufficient

Existing approach What it does well
What remains 
disconnected

Learning platforms
Distribute content and track 
completion.

Real work, Evidence, 
Opportunity, judgement and 
Renewal.

Talent and HR systems
Manage roles, profiles and 
workforce processes.

Living Capability, consent, 
Community and portability.

Knowledge management
Capture and retrieve 
information.

Question framing, practice, 
interpretation and Learning.

Communities of Practice
Connect peers and share 
practice.

Formal pathways, 
sponsorship, Domains, 
Evidence and economics.

AI assistants and Agents
Accelerate tasks, analysis and 
interaction.

Human formation, 
accountability and Capability 
debt.

Governance and GRC
Set policy, controls and 
assurance.

Early participation, guidance 
and Capability building.

Consulting and change 
methods

Provide expertise and 
mobilisation.

Persistent local Capability, 
Community ownership and 
succession.

Skills taxonomies and 
marketplaces

Create labels and match 
demand and supply.

Judgement, relationships, 
Evidence, pathways and trust 
rights.
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INTEGRATION PROPOSITION
The FCO proposition is not that one more platform replaces these systems. It is that 
Capability Infrastructure connects the parts needed to turn change into renewable human 
and organisational Capability.

10. Evidence, scepticism and validation
SCEPTICAL READER
You should be sceptical. Many frameworks promise transformation. The EYW MVP exists to 
test these ideas against reality, not assume they are true.

Evidence source Supports Does not prove

Power Rangers lived case
A low-overhead movement 
can build distributed 
Capability and Community.

That the full architecture 
transfers unchanged.

Impact of AI journey
A developed argument 
connecting task change, 
judgement and FCO need.

That judgement debt has been 
solved.

External Validation Register

Converging signals around 
operating models, memory, 
judgement and Capability 
Infrastructure.

That every signal is causal or 
specific to EYW.

Existing architecture A coherent conceptual system.
Usability, adoption, feasibility 
or economics.

Current Journey assets
Early tests of comprehension 
and participation.

Large-scale demand or 
repeatable commercial value.
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10.1 MVP questions

Validation area Core question

Problem
Do people and organisations recognise the 
problem?

Journey
Can a person move from uncertainty to 
pathway, practice and Contribution?

Community
Do support and propagation emerge without 
unsustainable burden?

Capability
Can Evidence be useful without becoming a 
person score?

Opportunity
Does participation create legitimate projects or 
progression?

Domain
Can practitioners create coherent Definitions 
and relationships?

Organisation
Can an experiment become supported 
Capability?

Technical
Can a secure minimum platform support the 
journeys?

Economic
Can specialist work, infrastructure and 
participation be sustained?

MVP PURPOSE
The MVP exists to discover where the architecture is correct, incomplete or wrong. It is not a 
demonstration designed only to confirm the founder’s beliefs.
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11. The FCO and EYW in plain English
FCO DEFINITION
A Frontier Capability Organisation deliberately improves its ability to sense change, form 
and mobilise Capability, connect people and intelligence, create Opportunity, act with 
trustworthy judgement and renew itself faster than its environment changes.

EYW is the developing Capability Intelligence Platform, Capability Infrastructure architecture, 
body of practice and participation ecosystem intended to help make the FCO premise 
actionable.

Concept Plain-English meaning

Capability

The contextual ability to create valued 
outcomes through knowledge, judgement, 
experience, relationships, tools, Agency and 
practice.

Capability Intelligence

A governed understanding of Capability, need, 
Evidence, pathways, relationships, context and 
change that supports better Capability 
Decisions.

Community
A purpose-connected propagation environment 
through which learning, trust, Opportunity, 
leadership, stewardship and Renewal interact.

Domain
An interrelated capability context with its own 
value, language, pathways, measures and 
stewardship.

Observatory
The Capability to sense Signals, frame 
Questions, identify patterns, interpret Evidence 
and support judgement.

Renewal
Governed change that preserves and expands 
future Capability, leadership, Opportunity and 
adaptability.
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11.1 How the architecture moves
Sense → Frame → Interpret → Direct → Form → Mobilise → Propagate → Create value → Renew.
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Figure 3. FCO Crosswalk: the same principles translated from allotment to organisation.



EMPOWER YOUR WORLD  |  WP06.0

WP06.0  |  Introducing the Frontier Capability Organisation  |  v2.1 CANDIDATE  |  17

12. The architecture set
Paper Question answered

WP06.1 Capability Intelligence Platform 
Definition

What is the platform, and what can it not do?

WP06.2 Trust, Security, Jurisdiction and Data 
Governance

How are rights, privacy, Authority and 
remedy protected?

WP06.3 Universal Information and 
Relationship Architecture

What are the core concepts, and how do 
they relate?

WP06.4 Observatory, Intelligence and 
Judgement Architecture

How does uncertainty become judgement, 
Learning and Renewal?

WP06.5 Personas, Participation and End-to-
End Journey Architecture

How can participation create meaningful, 
reciprocal and renewable value?

WP06.6 Adoption, Transition and Capability 
Propagation Architecture

How can Capability spread and renew 
beyond its founders?

WP06.7 Domain Activation, Domain Mesh 
and Lifecycle Architecture

How can distinct Domains connect without 
becoming a hierarchy?

WP06.8 Frontier Capability Operating Model
How does a Frontier Capability Organisation 
operate?

WP06.9 Requirements, Controls, Acceptance 
and Compliance Architecture

How can an FCO keep promises that can be 
checked?

WP06.10 Capability Infrastructure 
Architecture

How can architectural commitments remain 
true in running technology?

WP06.11 Methods, Measurement and 
Assurance Architecture

How do we know whether we are becoming 
more capable without reducing people to 
scores?

WP06.12 Capability Ecosystem, Value 
Exchange and Economics Architecture

How can value circulate without consuming 
the capability that creates it?
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13. Why this could become significant
If validated, each new Domain, partner, Community, pathway and Evidence asset may 
increase ecosystem usefulness. That potential scale is why specialist participation, public-
value governance and patient funding matter early.

Source of defensibility Why it compounds

Semantics
A shared language connects Capability, 
Evidence, journeys, Domains and value.

Trust
Permission, accountability, challenge and 
remedy require credible operation.

Participation and Community
Healthy relationships and stewardship cannot 
simply be purchased.

Domain ecosystem
Each Domain adds pathways, standards, 
assets and practitioners.

Capability Intelligence
Signals, Questions, interpretations and 
Learning accumulate with context.

Operating know-how
Judgement about starting, scaling and 
renewing is learned through use.

Integrated whole
Features can be copied; the whole system is 
harder to reproduce.
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14. What may be built, offered and learned
Possible proposition Potential value What must be validated

Open Community and public 
knowledge

Access, belonging, shared 
learning and Contribution.

Sustained participation, 
stewardship burden and safe 
openness.

Individual Journeys and 
Pathways

Direction, practice, Evidence, 
Opportunity and Future 
Confidence.

Outcome value, access, 
fairness and willingness to pay 
or sponsor.

Organisation Capability 
diagnostics

A shared view of Capability 
risk and transition priorities.

Decision usefulness, trust, 
attribution and repeatability.

FCO transition experiments
A bounded test of Community, 
operating-model and 
stewardship mechanisms.

Sponsor commitment, 
measurable value and 
transfer.

Domain Packs and 
stewardship services

Credible Definitions, 
pathways, methods and 
relationships.

Domain legitimacy, 
governance, economics and 
interoperability.

Platform services
Secure Journeys, Evidence, 
Community, Observatory and 
Domain capabilities.

Usability, security, integration, 
scale and viable pricing.

Partner and professional-body 
participation

Standards, practitioner 
Contribution, reach and 
shared value.

Incentives, authority, IP, 
quality and alignment.

Public and sovereign 
initiatives

Workforce transition, 
responsible AI and sector 
Capability.

Public value, inclusion, 
sovereignty and policy fit.
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15. What it will take to build
AI can accelerate research, analysis, prototyping and development. It cannot remove the 
need for accountable practitioners with deep expertise and lived operational experience.

Capability needed Contribution

Product, platform, AI and data engineering Build reliable, evaluated and scalable services.

Security, privacy, risk and trust
Protect people, organisations, Evidence and 
infrastructure.

Semantic and information architecture Maintain coherence, provenance and meaning.

Domain specialists
Make pathways, standards and practice 
credible.

Education, learning, Community and 
participation

Create formation, belonging, propagation and 
Renewal.

Operating-model and change expertise
Connect experiments to roles, Capacity and 
services.

Research, methods and assurance
Test hypotheses and prevent Claims exceeding 
Evidence.

Finance, commercial and ecosystem design Fund the work and sustain the ecosystem.

INVESTMENT PRINCIPLE
Funding should increase Capability, Evidence, trust, infrastructure and participation without 
distorting the mission, capturing the ecosystem or forcing premature scale.

16. Closing invitation
The immediate proposition is not “buy an FCO”. It is: bring a consequential Capability 
problem, select a bounded Journey or Domain, test the architecture with the people affected, 
and learn whether the approach creates enough human, organisational and economic value to 
continue.

The next step is to invite people, organisations, educators, professional bodies, partners and 
funders to test problems, Journeys, Domains and propositions, then build only what earns the 
right to continue.
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CLOSING POSITION
The FCO is an invitation to test whether Capability, trust, Community, intelligence, 
Opportunity, stewardship and Renewal can be designed as one connected system, and 
whether doing so can help people and organisations shape a better future rather than 
merely react to it.

Appendix A. Buyer and participation hypotheses
This appendix makes the customer-discovery hypotheses visible without implying proven 
demand. It is intentionally concise. Detailed value exchange, economics and buyer evidence 
belong in WP06.12.

Persona Likely first concern
Plausible first 
proposition

Principal validation 
gap

Individual or career 
switcher

What can I actually do 
next?

Journey, Community, 
practice and Opportunity 
route.

Outcome value and fair 
access.

Student or early talent
Will employers recognise 
this?

Education-to-work 
Journey and sponsored 
project.

Recognition, safeguarding 
and employer 
participation.

Practitioner
Will this help real work 
without more admin?

Domain, Community, 
assets and mentoring.

Weekly experience and 
time burden.

L&D, Talent or HR leader
Can this improve 
formation and mobility?

Capability diagnostic and 
pathway pilot.

Systems, privacy and 
workforce governance.

AI, Digital or 
Transformation executive

How do experiments 
become transformation?

AI Domain or bounded 
FCO transition 
experiment.

Narrow use case and 
measurable value.

Security, Privacy, Risk or 
Compliance leader

Does openness bypass 
accountability?

Embedded stewardship 
and safe-experiment 
patterns.

Decision rights and 
independence.

Education provider
Can learning connect 
credibly to work?

Employer-linked pathway 
and practitioner 
Community.

Assessment, 
safeguarding and 
integration.

Professional body
Can professional 
Capability renew faster?

Jointly stewarded Domain 
Pack.

Authority, quality, IP and 
economics.
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Persona Likely first concern
Plausible first 
proposition

Principal validation 
gap

Strategic partner
Does EYW complement or 
compete?

Co-developed Domain, 
platform or 
implementation offer.

Partner economics and 
capture safeguards.

Investor or strategic 
funder

Is the scope investable 
and defensible?

Milestone-linked MVP or 
Domain funding.

Product focus, team, 
evidence and economics.

Government or sovereign 
fund

Can this create 
trustworthy public value?

Sector, workforce or 
responsible-AI Capability 
initiative.

Inclusion, sovereignty, 
procurement and 
durability.

PERSONA CONCLUSION
The strongest early paid proposition is likely to be a bounded response to an urgent 
Capability problem, not a complete platform sale. The strongest unpaid or sponsored 
participation proposition is likely to be a credible Journey, Community or Domain that 
creates practical learning and Opportunity.
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Appendix B. Intellectual foundations and disciplinary landscape
This appendix makes visible the breadth and depth of inquiry behind EYW, FCO and the emerging FCC thinking. It is both a record of the 
architecture journey and a practical guide for assembling the people needed to challenge it. The depth scores indicate how far the 
architecture has needed to engage with each domain. They do not claim academic or professional mastery.

Figure 4. The interdisciplinary nature of the Capability challenge: knowledge domains, perspectives, engagement depth and reviewer 
landscape.
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B.1 Reading the depth assessment

Depth Meaning Interpretation

10 Foundational
The architecture cannot coherently 
exist without sustained engagement 
with this domain.

9 Very deep
The domain shapes multiple papers, 
mechanisms and boundary 
conditions.

8 Deep
The domain is critical to design, 
implementation, legitimacy or 
success.

7 Significant
The domain strongly influences 
outcomes and must be represented 
in review.

6 Moderate
The domain provides important 
supporting knowledge and boundary 
tests.

5 Contextual foundation
The architecture requires awareness 
and informed challenge but has not 
yet gone deeply.

B.2 Core foundations

Knowledge domain Depth Why engagement was required

Organisational Design 10
The FCO is a proposed organisational 
form and system of work.

Capability Management 10
Capability formation, mobilisation, 
propagation and renewal are the 
central subject.

Learning & Development 10
Practice, pathways, reflection, 
transfer and lifelong renewal 
underpin Capability.

Enterprise Architecture 10

The suite integrates principles, 
semantics, trust, information, 
platforms, controls and operating 
models.

Operating Model Design 10
Roles, authority, rhythms, Capacity, 
decisions and accountabilities must 
work together.

Change & Transformation 10
The architecture addresses repeated 
transition rather than one-off 
implementation.

Knowledge Management 10
Memory, representation, reuse, 
provenance and knowledge flow are 
core infrastructure.
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Knowledge domain Depth Why engagement was required

Systems Thinking 10
Feedback, dependencies, delays, 
emergence and unintended 
consequences shape the model.

Value Theory 10
Legitimate value, burden, benefit, 
exchange and reinvestment are first-
class concerns.

Community Building 9
Trust, contribution, propagation, 
belonging and stewardship often 
operate socially.

B.3 Strategic and executive

Knowledge domain Depth Why engagement was required

Strategy 9
Purpose, choice, fit, investment and 
renewal connect Capability to 
direction.

Business Architecture 9
Capabilities, value streams, 
organisation and information must 
align.

Portfolio Management 8
Investment and attention move 
across experiments, horizons and 
domains.

Product Operating Models 8
Persistent ownership and outcomes 
inform the move beyond projects.

Service Management 8
Value co-creation, transition, 
support, reliability and continual 
improvement matter.

Governance 9
Decision rights, legitimacy, 
challenge, remedy and stewardship 
shape every layer.

Leadership Theory 8
Distributed leadership, sponsorship, 
succession and stewardship matter.

Decision Science 8
Evidence, uncertainty, bias, 
judgement and consequences 
require explicit treatment.

Risk Management 8
Early risk participation, 
proportionate control and assurance 
enable safe action.

Organisational Psychology 8
Motivation, identity, behaviour, 
power, trust and groups affect 
Capability.
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B.4 Human development

Knowledge domain Depth Why engagement was required

Adult Learning 9
Capability forms through context, 
consequential practice, reflection 
and feedback.

Behavioural Change 9
Adoption depends on conditions, 
confidence, incentives, habits and 
social proof.

Coaching & Mentoring 8
Guided practice and developmental 
relationships accelerate judgement.

Talent Development 8
Pathways, mobility, succession and 
Opportunity connect people and 
need.

Career Development 8
Capability identity and movement 
matter beyond fixed roles.

Human Motivation 8
Participation must create meaningful 
and legitimate value.

Human Potential 9
The architecture seeks to reveal and 
enable Capability rather than classify 
labour.

Human Flourishing 8
Wellbeing, agency, belonging, 
purpose and sustainable contribution 
matter.

Identity & Purpose 7
Work, contribution, community and 
change shape personal meaning.

Lifelong Learning 9
Capability requires repeated renewal 
across changing lives and contexts.

B.5 Economics and markets

Knowledge domain Depth Why engagement was required

Economics 8
Scarcity, allocation, incentives, cost, 
return and externalities shape 
feasibility.

Network Economics 8
Participation and connection may 
increase value and concentration 
risk.

Ecosystem Design 9
Multiple actors create, exchange, 
receive and reinvest different forms 
of value.

Incentive Design 8
Rewards must support healthy 
behaviour without displacing 
purpose or trust.
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Knowledge domain Depth Why engagement was required

Exchange Theory 9
Reciprocity, contribution, access, 
Opportunity and circulation are 
central.

Social Capital 8
Relationships, trust and reputation 
affect access and mobilisation.

Reputation Systems 7
Recognition can support trust but 
may create gaming and exclusion.

Platform Economics 7
Shared infrastructure, multi-sided 
participation and capture risk affect 
sustainability.

Value Creation Theory 9
Capability must connect to outcomes 
without collapsing value into money.

Sustainability Models 8
The system must return enough 
value into future Capability and 
stewardship.

B.6 Technology and AI

Knowledge domain Depth Why engagement was required

AI Adoption 10
AI disruption and adoption were the 
original problem context.

Human-Agent Collaboration 10
Work, judgement, accountability and 
learning span humans and Agents.

Data Architecture 8
Capability Intelligence needs 
governed data, lineage and context.

Information Architecture 9
Meaning, navigation, representation 
and findability are central.

Knowledge Graphs 7
Typed relationships can connect 
Capability, Evidence, people and 
Domains.

Intelligence Systems 9
The Observatory converts signals 
and questions into interpretation and 
learning.

Observability 8
System health, drift, burden and 
renewal require visibility.

Platform Architecture 8
Secure, composable services must 
support Journeys, Communities and 
Domains.

Trust & Safety 8
Participation requires safeguards, 
contestability and legitimate 
boundaries.
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Knowledge domain Depth Why engagement was required

Security & Governance 8
Identity, access, privacy, jurisdiction 
and accountability are foundational.

B.7 Measurement and science

Knowledge domain Depth Why engagement was required

Measurement Theory 9
Capability and value cannot be 
reduced to simplistic scores.

Assurance 9
Claims, Evidence, controls and 
review must remain proportional and 
challengeable.

Evaluation Methodology 8
Interventions need credible outcome 
and impact evaluation.

Evidence-Based Practice 8
Decisions should use explicit 
Evidence while retaining uncertainty.

Research Design 8
Hypotheses, tests, counterexamples 
and learning guide development.

Scientific Method 7
Falsifiability and disciplined 
observation counter confirmation 
bias.

Systems Measurement 8
Measures must account for 
interactions, delays and indirect 
effects.

Maturity Models 8
Progressions may guide 
development but can create false 
certainty.

Metrics & Indicators 8
Leading, lagging and balancing 
indicators reveal health and harm.

Falsification Methods 7
The architecture must invite 
Evidence that could show it is wrong.

B.8 Social and community

Knowledge domain Depth Why engagement was required

Sociology 7
Institutions, norms, power, networks 
and roles shape participation.

Community Psychology 7
Belonging, empowerment and 
collective efficacy affect Capability.

Inclusion & Accessibility 7
Capability Infrastructure must 
reduce barriers and avoid encoding 
exclusion.
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Knowledge domain Depth Why engagement was required

Neurodiversity 6
Different cognitive styles challenge 
standardised assumptions about 
talent.

Education 7
Curriculum, assessment, transition 
and practice connect learning and 
participation.

Social Mobility 6
Access to relationships, Evidence 
and Opportunity affects progression.

Civic Participation 6
Capability can support contribution 
beyond employment.

Volunteerism 6
Purpose-led contribution reveals 
non-market value and stewardship.

Collective Intelligence 8
Groups and networks can sense, 
interpret and solve beyond 
individuals.

Social Networks 7
Connection patterns influence 
knowledge, Opportunity and 
resilience.

B.9 Future society

Knowledge domain Depth Why engagement was required

Future of Work 9
Automation, role change and human-
Agent work are driving conditions.

Retirement & Later Life 6
Capability, purpose and contribution 
continue beyond employment.

Human Purpose 8
If work changes, meaning and 
contribution need wider foundations.

UBI & Post-Work Economics 6
Reduced dependence on 
employment raises participation and 
purpose questions.

Civilisational Systems 7
FCC extends Capability thinking to 
institutions and society.

Workforce Evolution 8
Roles, professions, transitions and 
pipelines continue changing.

Human Development Across a 
Lifetime

8
Capability accumulates, changes, 
decays and renews across life 
stages.

Capability-Based Society Models 8
FCC asks what changes when 
Capability and contribution become 
organising principles.
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B.10 Perspectives assessed

Perspective Representative lenses
Question the architecture 
must answer

Individual human
Learner; practitioner; contributor; 
mentor; explorer; career changer; 
retiree

Can a person understand, build, 
Evidence, apply and renew 
Capability with agency, dignity and 
fair access?

Team
Capability team; delivery team; 
product team; Community team

Can people coordinate, learn and 
deliver without concentrating 
knowledge or exhausting a few 
experts?

Organisation
Executive; manager; employee; 
architect; HR; transformation lead; 
CIO/COO

Can the organisation align strategy, 
work, authority, technology, trust, 
learning and value?

Ecosystem
Customer; supplier; sponsor; 
partner; steward; investor; regulator

Can actors exchange value 
legitimately while preserving the 
commons and future Capability?

Society
Education; workforce; Community; 
inclusion; wellbeing; future 
generations

Who gains agency and benefit, who 
bears burden, and what is preserved 
for those who follow?

Human + AI
Human; Agent; human-Agent team; 
human-Agent organisation

How are judgement, accountability, 
learning, authority and value 
distributed?

B.11 Reviewer and stress-test framework
The architecture needs a council of disciplines rather than one “perfect reviewer”. Each 
reviewer should test the work within their expertise and at the boundary where their discipline 
meets others.

Review cohort Perspectives to include Primary challenge

Essential

Enterprise Architecture; 
Organisational Design; 
Organisational Psychology; 
HR/Talent; L&D; Change; Product 
Operating Model; Strategy

Does the organisational proposition 
cohere and translate into credible 
human and strategic practice?

Highly valuable

Economics; Systems Thinking; 
Community Building; Knowledge 
Management; Service Management; 
Data/AI Governance

Are feedback loops, incentives, 
services, knowledge, trust and 
ecosystem dynamics credible?

High-value diversity

Education; Neuroscience; 
Neurodiversity; Behavioural Science; 
Social Enterprise; Public Sector 
Transformation

Which assumptions fail outside 
conventional enterprise contexts, 
and who could be excluded?

Implementation reality
Product; Engineering; Security; Data; 
Finance; Operations; Legal; 
Procurement

Can the proposition be built, funded, 
governed, secured, procured and 
operated?

Lived experience Learners; practitioners; managers; Does the architecture describe real 
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Review cohort Perspectives to include Primary challenge

Community stewards; career 
changers; customers; partners

needs, motivations, burdens and 
journeys?

B.12 How this appendix should be used
 Assemble review panels deliberately so that familiar architectural and technology 

perspectives do not dominate.
 Treat the scores as an engagement map, not a claim of mastery or a substitute for specialist 

review.
 Ask specialists to identify concepts that have been simplified, misapplied or separated from 

their original evidence base.
 Test boundary conditions where human value, technology, economics, governance and 

power collide.
 Record productive disagreements. Cross-disciplinary tension may reveal real trade-offs 

rather than editorial problems.
 Use findings to route readers into the relevant WP06 paper and to shape the future FCO 

White Paper.

FINAL OBSERVATION
The breadth of disciplines is not a decorative claim about ambition. It records what the 
architecture has actually had to connect in order to describe the Capability challenge coherently. 
The FCO does not replace those disciplines. It creates a shared architecture through which their 
insights, responsibilities and tensions can interact.
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