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Start here
A Frontier Capability Organisation is not created by publishing an architecture. It becomes 
real through recurring choices about Direction, Capability formation, Capacity, culture, 
Authority, mobilisation, judgement, service operation, Learning and Renewal.

Hold these ideas first
 Capability before headcount; Capacity before commitment.
 Preparation, assurance, authorisation, execution, review and appeal remain distinct.
 Operating rhythms must produce Decisions, not meeting theatre.
 Agent Capability does not create Authority; every delegation needs ownership, 

supervision, fallback and revocation.
 Productive and Renewable Capability Density are reviewed together, never collapsed into 

an employee or FCO score.

A worked route through the architecture
Follow one consequential capability problem through QuestionFrames, portfolio choice, 
formation-route selection, Capacity and Reserve review, bounded mobilisation, accountable 
Decision, Action, consequence, Learning and Renewal. Identify which forum produces each 
Decision product and where challenge or escalation remains possible.

How to read this paper
 ORIENT: understand the public question and the architectural boundary.
 UNDERSTAND: follow the worked route, distinctions and failure conditions.
 EXPLORE: inspect the canonical structures, roles, relationships, lifecycle and controls.
 REFERENCE: use definitions, invariants, provenance and validation material for precision.

Status note. The frozen source architecture remains authoritative. These pages add 
orientation and explanation without silently replacing controlled definitions, decisions or 
accepted visuals.

WP06.8

Frontier Capability Operating Model
Capability Capacity, culture, mobilisation, intelligence and Renewal in an AI-
native organisation

CANONICAL POSITION
A Frontier Capability Organisation deliberately forms, acquires, mobilises, governs and 
renews human, organisational, Community, ecosystem and Agent Capability while 
preserving Agency, trust and future Capacity.

v2.0 frozen canonical architecture
Simon Owen | 21 September 2026
Internal strategic architecture
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Attribute Value

Document WP06.8 Frontier Capability Operating Model

Version v2.0

Status
Frozen canonical architecture baseline - full-depth 
Research Foundation integration

Owner Simon Owen

Series position WP06.8 of WP06.0-WP06.12

Purpose
Capability Capacity, culture, mobilisation, intelligence 
and Renewal in an AI-native organisation

Formatting
FS-017 applied; visible labelled headers; 10 pt minimum 
body and table text

Baseline date 21 September 2026

Supersedes v1.0 frozen baseline and v1.1 integration candidate

Change control Future changes require practitioner validation, 
implementation Evidence, a downstream proof 
obligation or a material contradiction.

Canonical rebuild Full-depth integration of the v1.0 frozen baseline, RS05-
derived v1.1 material and cross-suite semantic ownership. 
New concepts are integrated within the relevant architecture 
sections rather than retained as addenda.

Freeze decision WP06 v2.0 Canonical Architecture Validation Review 
passed Phases A-F; frozen on 21 September 2026.
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Executive summary
The Observatory provides distributed intelligence; the operating model turns that intelligence 
into governed organisational practice. WP06.8 defines enduring organisational roles, Decision 
rights, forums, operating rhythms, Capacity governance, Human-Agent operation and 
Renewal. It does not own the human participation experience or the transition mechanisms 
through which the model first emerges.

CORE THESIS
Capability grows when it flows, judgement improves when it is challenged, and the system 
succeeds when more people can participate, contribute and renew Capability over time 
without coercion, surveillance or extraction.

1. Purpose and ownership boundary
WP06.8 owns Owned elsewhere

Formal roles, mandates and Decision rights.
Transition leadership and sponsorship 
progression → WP06.6.

Review forums and operating rhythms. Human Meaning and lived Journeys → WP06.5.

Capacity, allocation, Reserve and mobilisation. Trust constitution → WP06.2.

Service institutionalisation and organisational 
accountability.

Domain semantics and lifecycle → WP06.7.

Operating health and structural Renewal. Methods and thresholds → WP06.11.

Human-Agent operational accountability. Technical implementation → WP06.10.

2. Core operating habits
Habit Operating question Observatory relationship

Direction What change and Value matter?
Direction shapes 
QuestionFrames; Questions 
update Direction.

Capability Visibility
What Capability exists, forms, is 
fragile or constrained?

Signals, Evidence, profiles, 
patterns and confidence.

Frontier Exposure
What possibilities, risks and 
practices emerge?

Source portfolios, Frontier 
Watch and EVR.
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Habit Operating question Observatory relationship

Ecosystem Connection
How does Capability and 
intelligence flow?

Community Contribution, 
standards and partners.

Judgement and Decision
How are choices made under 
uncertainty?

Assessments, options, trade-offs 
and challenge.

Renewal
Can Capability, stewardship and 
participation regenerate?

Learning, memory, reviews and 
recommendations.

3. Operating principles
 Human Agency before control.
 Capability before headcount.
 Formation before assertion.
 Capacity before commitment.
 Culture before compliance.
 Authority before Action.
 Delegation before automation.
 Evidence before Claims.
 Challenge before confidence.
 Pull before coercion.
 Mobilisation before utilisation.
 Renewal before extraction.
 Trust before scale.

4. Capability operating system
Operating layer Primary mechanisms

Demand and Investment
North Star, Capability Ambition, QuestionFrames, 
portfolio and Opportunity.

Formation and Acquisition
Practice, mentoring, experience, research, 
Exchange, Build, Buy, Borrow, Partner, Automate 
and Redesign.

Capability and Capacity
Evidence, confidence, supply, constraints, Gap, 
Allocation, Reserve and Forecast.

Culture, Pull and Agency
Belonging, reciprocity, Contribution, accessibility, 
Authority, access and safety.

Mobilisation
Human, Community, partner and Agent 
assignments, hand-offs, delegation, orchestration 
and fallback.
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Operating layer Primary mechanisms

Judgement, Decision and Action
Options, trade-offs, participation, Decision rights, 
rationale, safeguards and review.

Outcome, Impact and Value
Beneficiaries, burdens, Evidence, distribution and 
leakage.

Learning, memory and Renewal
Retrospectives, Learning Records, organisational 
memory, Change Proposals and Renewal 
Reviews.

5. Capability formation and acquisition portfolio
Capability may be formed internally, acquired through hiring or partnership, borrowed 
temporarily, exchanged through Community, supported through Agents, created through 
work redesign or made unnecessary by changing the Demand. The routes are comparable but 
not equivalent.

Route Potential advantage Potential dependency

Build
Contextual depth, ownership 
and resilience.

Time, mentors and protected 
Capacity.

Buy
Speed and specialised 
Capability.

Labour market and retention.

Borrow
Temporary access to scarce 
expertise.

Continuity and transfer.

Exchange
Reciprocal Capability 
movement.

Trust, rights and discoverability.

Partner Shared Capability and risk.
Commercial dependence and 
boundary clarity.

Automate Capacity and consistency.
Agent reliability, exception and 
knowledge loss.

Redesign
Removes unnecessary work or 
changes Capability need.

Operating-model and role 
transition.

Retire Demand
Avoids investing in no-longer-
valued Capability.

Correct judgement about future 
need.
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6. Capacity model
6.1 Capability state and Capacity crosswalk
Capability state and Capacity are related but not interchangeable. Capability disposition 
describes credible potential. Capability configuration describes the context-specific 
arrangement required for action. Enactment is the consequential episode in which a 
configuration acts. Renewable capability concerns continuity, transfer, adaptation and 
regeneration.

The Capacity chain answers a different question: how much relevant capability is potential, 
available, accessible, agency-enabled and mobilisable at a point in time, and how much 
remains credible through disruption. Operating reviews use both views so that a large pool of 
nominal competence is not mistaken for an operationally viable or renewable capability 
system.

Capability view Capacity view Operating implication

Disposition Potential Capacity
Potential requires evidence and 
conditions before it can be planned as 
supply.

Configuration
Accessible and Agency-Enabled 
Capacity

Necessary actors, relationships, tools, 
permissions and safeguards must be 
reachable.

Enactment Mobilisable Capacity
The configuration must be assembled 
and able to act in time.

Renewable capability Resilient and Future Capacity
Continuity, successors, adaptation 
and reserve must be credible across 
time.

Potential, Available, Accessible, Agency-Enabled and Mobilisable Capacity form a same-instant 
non-increasing filter chain. Resilient Capacity is evaluated across time and disruption. Future 
Capacity is a projection. Hybrid Capacity is emergent, not arithmetic.

Capacity concept Operating question

Potential
What contribution could exist under defined 
conditions?

Available What is currently available?

Accessible What can this context legitimately reach?

Agency-Enabled What may act with Authority and support?

Mobilisable
What can be assembled with dependencies and 
safeguards?

Reserve What must remain uncommitted for resilience?

Resilient What remains credible through disruption?

Future What is likely at the relevant horizon?
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Capacity concept Operating question

Hybrid
What emerges from designed human-Agent 
interaction?

7. Frontier Capability Culture
Cultural principle Operating expression

Capability grows when it flows
Share reasoning, practice and reusable 
knowledge where permitted.

We rise by uplifting others
Create Opportunity and support others to 
contribute.

Give more than you take, over time
Practise reciprocity without transaction 
accounting.

Leave the path wider
Improve access, documentation, pathways and 
stewardship.

Contribution is Learning
Teaching, reviewing and mentoring deepen 
judgement.

Share credit; retain accountability
Recognition distributes while Decision 
accountability remains explicit.

Ask for help early Uncertainty and support-seeking are legitimate.

Challenge with care Evidence-aware dissent protects Decision quality.

Renew what you consume
Protect mentoring, Emerging Talent, Reserve and 
succession.

Fair Contribution
Recognise, resource and pay work appropriately; 
culture cannot justify extraction.

8. Formal operating roles
Role Accountability

Accountable Sponsor
Protects purpose, conditions, resources and 
escalation.

Capability Portfolio Owner
Balances Demand, Investment, gaps and 
Renewal.
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Role Accountability

Decision Authority
Makes or approves bounded Decisions and 
retains accountability.

Operating Steward
Maintains operating coherence and review 
rhythms.

Domain Proposer
Assembles Definition, Contract and activation 
Evidence.

Domain Steward
Curates value, taxonomy, Pathways, Assets and 
relationships.

Journey Steward Coordinates cross-Domain Journey coherence.

Embedded Steward
Guides practice while retaining formal 
independence.

Community Steward Maintains participation conditions and succession.

Agent Owner
Owns function, delegation, supervision, fallback 
and revocation.

Independent Reviewer
Reviews high-consequence trust, Evidence and 
method concerns.

9. Decision-right architecture
Preparation, consultation, assurance, authorisation, execution, review and appeal remain 
distinct even when one person temporarily performs several roles.

Decision class Preparation Assurance Authorisation

Capability investment
Portfolio owner and 
affected practitioners.

Finance, methods and 
trust as needed.

Named portfolio 
Authority.

Experiment activation Lead and participants.
Embedded stewards 
and control owners.

Sponsor or delegated 
Authority.

Domain activation
Proposers and 
prospective stewards.

Trust, semantics, 
methods and 
neighbouring Domains.

Platform Governance.

Agent delegation
Work owner and Agent 
owner.

Security, privacy, 
technical and 
operations.

Defined 
DelegationGrant 
Authority.
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Decision class Preparation Assurance Authorisation

Structural transition
Stewards and affected 
parties.

Dependency, continuity 
and remedy review.

Platform Governance or 
named Authority.

High-consequence Decision records include options, rationale, Evidence, confidence, affected 
parties, dissent, safeguards, review date and consequences. The operating model also records 
when a Decision is deferred or not made.

10. Intelligence stewardship roles and rhythms
Forum / rhythm Primary focus

Continuous Mobilisation Control Allocation, incidents, overrides and hand-offs.

Weekly Capacity and Mobilisation Review Near-term constraints, Reserve and safeguards.

Monthly Capability Portfolio Review
Investment, Formation, Acquisition, gaps and 
dependencies.

Monthly Human-Agent Operations Review
Reliability, supervision, cost, exception and 
cultural effects.

Monthly Signal and Question Review
QuestionFrames, source coverage, weak Signals 
and attention.

Quarterly Strategic Capability Review
Demand, Direction, critical Capability and Future 
Capacity.

Quarterly Culture and Pull Review
Opportunity, reciprocity, burden, belonging and 
trust.

Quarterly Judgement and Learning Review
Decision process, consequence, Learning reuse 
and memory.

Quarterly Renewal Review
Emerging Talent, Pathways, succession and 
transfer.

Quarterly Community and Ecosystem Review
Contribution, stewardship, dependencies and 
Value distribution.

Annual Operating Model Review
Principles, roles, forums, systems, culture and 
constitutional fit.



EMPOWER YOUR WORLD  |  WP06.8

WP06.8  |  Frontier Capability Operating Model  |  v2.0  |  1

11. Human-Agent operating model
11.1 Human-Agent work redesign and judgement debt
Automation and Agent introduction are treated as operating-model redesign, not only 
technical substitution. The design compares alternative human-Agent configurations and 
assesses value, Agency, relationships, developmental practice, representation, governance 
and regeneration. Some automatable tasks remain important because they create judgement, 
expose exceptions or provide progression routes.

Judgement Debt arises where Agentic activity expands faster than human capacity to 
interpret, challenge and govern it. Practice Debt arises where work removal eliminates the 
route through which future experts form. The operating model therefore funds review 
capacity, alternative practice, succession, provenance, fallback and capability renewal 
alongside productivity change.

 Agent Capability does not create Authority.
 Every Agent has identity, owner, function, bounded DelegationGrant, supervision, fallback 

and revocation.
 Assistance, recommendation, delegated Action and autonomous Decision classes remain 

distinct.
 Human-Agent work preserves authorship, challenge, accountability and developmental 

Opportunity.
 Automation Decisions review dependency, exception burden, knowledge transfer and 

Renewal effects.
 Judgement remains attributable; Agent outputs remain Evidence or Recommendations 

unless policy explicitly permits more.

12. Embedded stewardship in operation
Formal stewards participate close enough to understand context and guide choices. 
Independence, escalation and stop rights remain real. The operating model allocates Capacity 
for stewardship rather than relying on goodwill. Advice, assurance and authorisation are 
separate activities with different Evidence and accountability.

13. Domain operating-model integration
The operating model provides the conditions through which Domains are proposed, 
stewarded, challenged, activated, restricted, renewed and transitioned. Nobody owns the 
human Capability represented by a Domain.

Role Domain responsibility

Accountable Sponsor
Protects resources and escalation without owning 
Domain truth.

Domain Proposer Assembles Definition, Contract and Evidence.

Domain Steward
Curates value, taxonomy, Pathways, Assets and 
relationships.

Journey Steward
Coordinates cross-Domain coherence without 
Authority over Domains.
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Role Domain responsibility

Neighbouring Steward
Challenges overlap, boundaries and 
dependencies.

Platform Governance
Authorises activation, restriction and structural 
transition.

Affected participants
Contribute Evidence, challenge Claims and 
exercise remedy.

Rhythm Domain focus

Domain activation review
Qualification, Contract, trust, legitimacy and 
Mesh effects.

Domain Health and dormancy review
Distinct value, stewardship, participation and 
challenge.

Critical dependency review Impact of supplying Domains changing state.

Domain Renewal and transition review Continue, Renew, Split, Merge, Absorb or Retire.

Compatibility review
Platform, Contract, Pack, shared-object and 
framework versions.

14. Organisational memory and Renewal
The operating model turns project and operational experience into reusable memory through 
retrospectives, Learning Records, reference artefacts, QuestionFrames and Renewal 
Decisions. Renewal is the governed ability to change Capability priorities, Pathways, roles, 
Communities, Domains, technology, funding and controls in response to Evidence.

15. Operating-model health
15.1 Productive and Renewable Capability Density
Operating-model health distinguishes Productive Capability Density from Renewable 
Capability Density. Productive density concerns how much valuable capability can be enacted 
relative to system size, cost or complexity. Renewable density concerns whether capability, 
judgement, stewardship and successor-development ability are distributed sufficiently for 
continuity and adaptation.

The two dimensions are reviewed together. High productive density with low renewable 
density is high-performing but brittle. High renewable density with insufficient productive 
effectiveness is developmental but not yet adequate. Decisions consider value, consequence, 
resilience and reinvestment rather than maximising either dimension in isolation.

Health is reviewed through observable system conditions, never a universal FCO or employee 
score.
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Dimension Question

Direction Are priorities and trade-offs explicit?

Capability visibility Are needs, supply, gaps and uncertainty visible?

Formation Are credible routes producing Capability?

Capacity resilience
Can commitments survive absence and 
disruption?

Culture and Pull
Do people experience Meaning, Agency and fair 
burden?

Mobilisation
Can Capability assemble without hidden 
dependency?

Decision quality
Are Authority, rationale, challenge and review 
visible?

Learning reuse Does memory alter later judgement?

Embedded stewardship
Is guidance early while independence remains 
real?

Human-Agent operation
Are delegation, intervention and development 
protected?

Renewal
Does Learning alter future Capability and 
Opportunity?

Trust integrity
Are challenge, remedy and context boundaries 
working?

16. Transformation path
Stage Operating Capability

1 Capability Visibility
Common definitions, Demand, Observation, 
Evidence and confidence.

2 Formation and Acquisition Opportunity, Pathways and route choices.

3 Capacity Management
Supply, constraints, Reserve, Allocation and 
Forecast.

4 Culture, Pull and Agency
Reciprocity, participation, belonging, Authority 
and access.
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Stage Operating Capability

5 Mobilisation
Assignments, Exchange, partners, delegation and 
orchestration.

6 Judgement and Decision
QuestionFrames, challenge, options, Authority 
and review.

7 Human-Agent Operation
Supervision, hybrid Capacity, override and 
Learning.

8 Observatory and Memory
Signal-to-Learning loops and organisational 
memory.

9 Frontier Capability Organisation
Integrated Value, trust, ecosystem and Renewal 
governance.

The stages are a progression of operating Capability, not a universal maturity score or 
mandatory implementation plan. An organisation may develop several stages concurrently 
and revisit earlier foundations.

17. Failure modes and corrections
Healthy condition Failure mode Correction

Capacity before commitment
Overloaded volunteers and 
experts.

Reprioritise, protect Reserve 
and fund responsibility.

Distributed Capability Key-person dependency.
Documentation, pairing and 
succession.

Challenge before confidence
Executive certainty and 
Evidence theatre.

Independent review and visible 
alternatives.

Embedded stewardship
Late gatekeeping or captured 
assurance.

Early guidance with retained 
independence.

Shared-Win Culture Hero culture and extraction.
Recognition, fair burden and 
wider Opportunity.

Human-Agent accountability
Automation without owner or 
intervention.

Explicit delegation, fallback and 
review.

Renewal
Programme churn or 
preservation without value.

Change future Capability or 
retire the structure.
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18. Decision deadlock, vacancy and continuity stress test
Stress-test concern Frozen baseline resolution

Direction versus assurance deadlock Where strategic urgency and assurance 
concerns conflict, the Decision product 
records options, unresolved risk, affected 
parties, temporary constraints, escalation 
Authority and review date.

Cross-Domain deadlock Where Domains dispute boundary, 
dependency, Capacity or priority, no party 
gains Authority through persistence. The 
issue moves to the named cross-Domain 
forum with dissent preserved.

Human-Agent deadlock Where an Agent recommendation conflicts 
with accountable human judgement, the 
Agent does not escalate its own Authority. 
Hold, human review, override and incident 
routes apply.

Role vacancy Every enduring role and forum requires 
deputy, succession, quorum and service-
continuity treatment. Absence of a named 
person does not erase the accountability.

Founder continuity The operating model must survive departure 
of the founder or primary Sponsor through 
distributed knowledge, explicit Decision 
rights, maintained records, stewardship 
succession and renewable Capacity.

Decision latency If a forum repeatedly cannot decide within 
the consequence window, the failure is 
treated as operating-model debt and triggers 
a change to Authority, cadence, Capacity or 
escalation.

19. Implementation and validation agenda
 Pilot one operating rhythm around a consequential Capability problem.
 Test separation of preparation, assurance and authorisation.
 Measure hidden burden, Reserve and dependency rather than throughput alone.
 Test an embedded-steward model with allocated Capacity and escalation.
 Run one Domain activation and one structural-transition simulation.
 Test Human-Agent delegation, emergency stop and fallback under failure.
 Review whether forums change Investment, Pathways, roles or Renewal.
 Test whether formalisation preserves grassroots Agency and Community Learning.
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20. Architectural conclusion
FINAL ARCHITECTURAL POSITION
A Frontier Capability Operating Model is not a hierarchy or transformation programme. It is 
the enduring system of Direction, Capability formation, Capacity, culture, Authority, 
mobilisation, judgement, operation, Learning and Renewal through which an organisation 
becomes continually more able to shape change responsibly.

21. Operating forum Decision products
The original operating-model paper established rich review rhythms. The validation makes the 
expected products of those forums explicit so that cadence does not become meeting theatre.

Forum Minimum Decision product

Capacity and Mobilisation Review
Allocation change, protected Reserve, escalation, 
pause or confirmed no-change with rationale.

Capability Portfolio Review
Investment, route choice, sequencing, 
dependency or retired Demand.

Signal and Question Review
QuestionFrame priority, source commission, 
closure or escalation.

Culture and Pull Review
Opportunity, participation, burden, recognition or 
trust intervention.

Judgement and Learning Review
Decision reopening, Learning Record, Method 
change or memory promotion.

Domain Review
Activation, restriction, health action or structural 
transition.

Human-Agent Operations Review
Delegation, supervision, fallback, Capacity or 
retirement change.

Annual Operating Model Review
Role, forum, system, constitutional or funding 
Change Proposal.

22. Service-operating boundary
As experiments become relied-upon organisational Capability, service operation becomes a 
first-class responsibility rather than an afterthought.

 Name service ownership, users, support route, service level and failure mode.
 Separate Community support from accountable production support.
 Fund incident, change, continuity, security and supplier management Capacity.
 Preserve experimentation routes without allowing production dependency to remain 

informal.
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 Review whether operational reliability is consuming mentoring, Renewal or Community 
Capacity.

23. SME-facing operating-model critique
Lens Challenge

Chief Operating Officer
Can the model make and sustain commitments 
under constraint?

Organisational-design specialist
Are roles and Decision rights clear without 
creating a new hierarchy?

Workforce and talent leader
Do Formation, mobility, succession and fair 
Opportunity connect?

Enterprise and solution architect
Are operating and technical responsibilities 
aligned?

Risk, security and privacy executive
Can embedded stewardship guide early while 
retaining independence?

Finance and portfolio leader
Are Demand, Investment, Capacity, Reserve and 
Value connected?

AI operations lead
Are Agent ownership, delegation, fallback and 
developmental effects governed?

Cross-paper invariants
 Participation Context is the primary security, ownership and policy boundary.
 Capability, Agency, Authority, Mobilisation, Decision and Action remain distinct.
 Demand → Investment → Capability → Agency → Mobilisation → Decision → Action → 

Outcome → Impact → Value → Learning → Renewal is the canonical value chain.
 Observation, Signal, Pattern, Interpretation, Hypothesis, Claim and Decision remain 

distinct.
 Confidence is explainable and context-specific; it is not consensus, certainty or a universal 

score.
 Human or Agent Capability never creates Authority by itself.
 Personal Ambition and Development Intent do not become organisational workforce 

intelligence.
 Participation, activity, attendance, popularity and Contribution are not proof of Capability, 

motivation, alignment or Value.
 No high-consequence metric or Claim is activated without an approved Method Pack.
 Outcome is not Impact; Impact is not Value; positive outcomes do not override trust or 

Renewal.
 Challenge, appeal, override, remedy and recovery exist before scale.
 Capability and Opportunity must propagate together.
 Open belonging does not imply unrestricted access, Authority or assured competence.
 Renewal preserves and expands future Capability.
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