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How to use this framework
This document combines an executive architecture with sufficient operating and 
technical detail for evaluation. It is intended to shape mandate, governance, portfolio 
and implementation decisions; it is not a system requirements specification.

Section Decision supported

1. National mandate From disconnected projects to durable national capabilities

2. Why national programs stall The failure is often structural—not technological

3. National outcomes model Translate ambition into measurable public value

4. Whole-of-government governance Federated execution with common guardrails

5. National digital foundations Shared capabilities that institutions can safely reuse

6. Sovereignty by design Control data, operations, change and critical dependencies

7. Interoperability and data governance Make exchange a governed national capability

8. Institutional enablement Build a strong center and capable institutions

9. Portfolio and funding model Fund national capabilities—not isolated outputs

10. National measurement system Measure compounding capability and public outcomes

11. Multi-year roadmap Sequence foundations, adoption and institutionalization

12. Execution architecture Use adaptable platforms beneath sovereign governance
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01

National mandate
From disconnected projects to durable national capabilities

National transformation succeeds when institutions can act independently while sharing trusted 
foundations, common standards and a coherent route from policy to execution.

Leadership question: What decision, owner and evidence are required before this element can scale?
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02

Why national programs stall
The failure is often structural—not technological

Fragmented mandates, project funding, duplicated platforms, unclear data authority and uneven 
institutional capability prevent national investments from compounding.

Leadership question: What decision, owner and evidence are required before this element can scale?
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03

National outcomes model
Translate ambition into measurable public value

A national portfolio should connect policy outcomes to institutional missions, priority journeys, 
shared capabilities and measurable indicators. Technology is an enabler inside this chain—not the 
outcome.

Leadership question: What decision, owner and evidence are required before this element can scale?
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04

Whole-of-government governance
Federated execution with common guardrails

A central authority stewards standards and shared assets while institutions remain accountable for 
service outcomes. Portfolio, architecture, data and assurance functions create a common decision 
system.

Leadership question: What decision, owner and evidence are required before this element can scale?
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05

National digital foundations
Shared capabilities that institutions can safely reuse

Common identity, payments, notifications, interoperability, consent and trusted registries reduce 
duplication and create consistent controls—without centralizing every service.

Leadership question: What decision, owner and evidence are required before this element can scale?
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06

Sovereignty by design
Control data, operations, change and critical dependencies

Digital sovereignty is operational: clear ownership, deployable architecture, controlled access, 
auditable change, local capability and tested continuity. Procurement alone cannot provide it.

Leadership question: What decision, owner and evidence are required before this element can scale?
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07

Interoperability and data governance
Make exchange a governed national capability

A national exchange model requires shared semantics, API standards, authoritative sources, 
consent rules, classification and traceability. Each data domain needs an accountable owner.

Leadership question: What decision, owner and evidence are required before this element can scale?
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08

Institutional enablement
Build a strong center and capable institutions

The center should provide standards, reusable platforms and specialist support. Institutions need 
empowered owners, product teams and the ability to configure and improve services locally.

Leadership question: What decision, owner and evidence are required before this element can scale?
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09

Portfolio and funding model
Fund national capabilities—not isolated outputs

Classify initiatives as national foundations, cross-government journeys or institutional products. 
Release funding in stages against adoption, interoperability, risk and outcome evidence.

Leadership question: What decision, owner and evidence are required before this element can scale?
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10

National measurement system
Measure compounding capability and public outcomes

Combine outcome indicators with adoption, reuse, service performance, sovereignty, resilience 
and institutional maturity. Publish definitions and baselines to preserve trust.

Leadership question: What decision, owner and evidence are required before this element can scale?
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11

Multi-year roadmap
Sequence foundations, adoption and institutionalization

Establish mandate and standards, prove shared foundations, expand priority journeys, then 
institutionalize portfolio learning and continuous modernization.

Leadership question: What decision, owner and evidence are required before this element can scale?
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12

Execution architecture
Use adaptable platforms beneath sovereign governance

National programs may use configurable workflow and case-management platforms such as 
ATMET within institutional or shared environments. Product choices must follow national 
architecture, security, data and procurement controls.

Leadership question: What decision, owner and evidence are required before this element can scale?


