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This publication establishes the foundational principles of Operational Capability
Intelligence (OCI).

It is intended to encourage discussion and collaboration across education, workforce
development, organisational capability and transition, providing a framework for
understanding human capability alongside qualifications, experience and opportunity.
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This publication has been written for:

Educators 
Employers 
Policymakers 
Workforce professionals 
Defence and transition organisations 
Researchers 
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Operational Capability Intelligence (OCI) is a framework for understanding
human capability.

This doctrine introduces the principles that underpin OCI and explains why
capability should be considered alongside qualifications, experience and formal
achievement when making decisions about people.

Its purpose is not to replace existing methods of assessment, but to complement
them by providing a structured way of recognising capability that may otherwise
remain unseen.

The ideas presented in this publication are intended to encourage discussion
across education, workforce development, organisational capability and
transition. They are offered as a practical framework that can be refined through
application, collaboration and continued learning.

At its heart, Operational Capability Intelligence is founded on a simple belief:

Capability exists before it is recognised.

The challenge is not whether people possess capability.

The challenge is whether our systems are able to recognise it.
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Foreword
For much of my career, I worked in environments where understanding people mattered.
Not simply what they had achieved, but what they were capable of achieving.

During my time in the Armed Forces, and later within industry, I repeatedly encountered
talented individuals whose potential extended far beyond the qualifications they held or the
job titles they occupied. Some progressed because somebody recognised that potential.

Many others did not, despite possessing the capability to succeed.

Over time, I began to notice a recurring pattern.

We have become exceptionally good at measuring what people have already done.
Qualifications, certifications, experience and performance all provide valuable evidence of
achievement. They are important, necessary and deserve recognition.

Yet they tell only part of the story.

Capability often exists long before it is formally recognised. It develops through experience,
judgement, resilience, curiosity and the ability to adapt to unfamiliar situations. These
qualities are not always visible within conventional systems of assessment, yet they
frequently determine success in education, employment and leadership.

This observation became the foundation of a simple question:

What if we became as good at understanding capability as we are at measuring
achievement?

Operational Capability Intelligence (OCI) is my attempt to answer that question.
It is not presented as a finished solution, nor as a replacement for existing frameworks. Rather,
it is offered as a practical way of thinking differently about how capability is recognised,
understood and developed.

My hope is that this doctrine encourages conversation between educators, employers,
policymakers, researchers and practitioners. If it helps organisations make better decisions or
helps even one individual discover capability that might otherwise have remained unseen,
then it will have achieved its purpose.

Capability exists before it is recognised.

Operational Capability Intelligence exists to reduce the distance between the two.
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We Measure Achievement Exeptionally Well

Modern society has developed sophisticated ways of recognising achievement.
From school examinations and university degrees to professional qualifications,
certifications and workplace performance, we have created systems that provide structure,
consistency and confidence in how knowledge and competence are assessed.

These systems are valuable.

They enable employers to recruit with confidence, educators to measure learning and
individuals to demonstrate what they have accomplished. Qualifications remain one of the
most effective ways of recognising formal achievement and should continue to play a
central role in education and employment.

The ability to measure achievement has transformed opportunities for millions of people. It
has created common standards, encouraged lifelong learning and established clear
pathways for professional development across almost every sector.

This doctrine does not challenge the value of those achievements.
Instead, it asks a different question.

What happens when capability exists before
achievement has had the opportunity to be

recognised?

That question forms the starting point for Operational Capability Intelligence.
It is not an argument against qualifications.

It is an argument for recognising that qualifications are only one part of understanding
human capability.



Achievement and capability are closely related, but they are not the same.

Achievement reflects what an individual has already demonstrated through recognised
education, training, experience or performance. It provides evidence of what has been
accomplished and forms an essential part of understanding an individual's journey.
Capability is different.

Capability reflects an individual's potential to apply knowledge, skills, behaviours and
judgement in new or changing situations. It encompasses qualities such as adaptability,
resilience, critical thinking, leadership, creativity and the capacity to continue learning.
Achievement is often visible.

Capability is often emerging.

One is evidenced through what has already happened.

The other is revealed through what could reasonably happen next.

Neither should be viewed as more important than the other.

Achievement provides confidence.

Capability provides possibility.

When considered together they offer a richer and more complete understanding of an
individual than either can provide alone.

Operational Capability Intelligence is founded upon the principle that understanding people
requires both perspectives.

It does not seek to replace measures of achievement.

It seeks to complement them by making capability more visible, measurable and
actionable.
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Achievement and Capability
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The Hidden Capability Problem

Every day, individuals demonstrate capabilities that are never formally recognised.

Some develop exceptional leadership through volunteering, caring responsibilities or
community involvement.
Others acquire technical expertise through personal projects, self-directed learning or
practical experience outside traditional education.

Many service personnel leave the Armed Forces having developed resilience, decision-
making and leadership under demanding operational conditions, yet struggle to explain
those capabilities in language recognised by civilian employers.

Similarly, young people may possess significant potential that remains hidden because they
have not yet found an environment in which they can demonstrate it.

None of these individuals lack capability.

What they often lack is a system capable of recognising it.

When capability remains unseen, opportunities can be missed.
Individuals may be overlooked for employment, excluded from development opportunities
or underestimated because conventional measures fail to capture the full picture.
This is not a failure of people.
It is often a limitation of the systems used to understand them.
Operational Capability Intelligence seeks to reduce that limitation by providing a structured
approach to recognising capability alongside achievement, enabling organisations and
individuals to make better informed decisions.
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Why This Matters Now

The world of work is changing.

Technology is evolving rapidly. Careers are becoming less linear. Individuals are expected to
adapt more frequently, learn continuously and move between roles, industries and
professions throughout their working lives.

At the same time, organisations face increasing pressure to identify talent, develop
capability and build resilient workforces in an environment where skills requirements
continue to evolve.

These challenges cannot always be addressed by looking solely at past achievement.

Increasingly, organisations need to understand an individual's capacity to learn, adapt,
solve problems and contribute in unfamiliar situations.

Equally, individuals need greater confidence in understanding the capabilities they already
possess and how those capabilities can transfer into new opportunities.

This is particularly relevant during periods of transition.

“Whether moving from education into employment, changing careers, returning to work
after a break or leaving military service, transition is about more than securing the next role.

It is about recognising existing capability, understanding future potential and making
informed decisions with confidence”.

Operational Capability Intelligence does not remove uncertainty from these transitions.
It helps reduce uncertainty by making capability more visible, more understandable and
more actionable.

Better understanding begins with recognising capability.

Better decisions begin with better understanding.
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Introducing Operational Capability Intelligence

Operational Capability Intelligence (OCI) is a framework for understanding human
capability.

It provides a structured approach to recognising, understanding and developing capability
alongside achievement, enabling better decisions for individuals, organisations and society.
At its core, OCI begins with a simple observation.

People are more than the qualifications they hold, the roles they perform or the experiences
recorded on a curriculum vitae.

Every individual possesses a combination of knowledge, skills, behaviours, judgement and
potential that continues to develop throughout life.

Some aspects of that capability are visible.

Others remain hidden until circumstances provide an opportunity for them to emerge.
Operational Capability Intelligence exists to reduce the distance between capability and
recognition.

It does this by helping individuals understand what they can do, helping organisations
recognise workforce capability more effectively and supporting better decisions about
learning, development, readiness and opportunity.

OCI does not attempt to predict who somebody will become.

Instead, it seeks to reduce uncertainty by improving our understanding of who they are
today, what capability they already possess and where that capability could reasonably
lead.

It is a philosophy before it is a methodology.
A framework before it is a technology.
An approach to understanding people before it is a platform.
Technology can support Operational Capability Intelligence.

Technology does not define it.
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The Three Principles of Operational Capability Intelligence

Operational Capability Intelligence is founded upon three core principles.
Together they provide the philosophical foundation of the framework and establish how
capability should be understood, recognised and applied.
These principles are intended to complement existing approaches to education, workforce
development and organisational decision-making, not replace them.
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Principle One

Capability Exists Before It Is Recognised

Capability is not created by assessment.

It exists before assessment takes place.

Individuals continually develop knowledge, judgement,
behaviours and practical skills through education, work, life
experience and personal growth. Formal recognition may come
later, but capability often exists long before it is documented.
The role of Operational Capability Intelligence is not to create
capability.

It is to help recognise, understand and make it visible.



Good decisions depend upon good understanding.

Whether recruiting, developing, educating or supporting
transition, meaningful decisions should be based upon a
comprehensive understanding of an individual's capability
rather than relying solely upon visible achievements or
conventional indicators.

Operational Capability Intelligence seeks to reduce uncertainty
by improving understanding before action is taken.
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Principle Two

Understanding Should Precede Decision

Better decisions begin with better
understanding.
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Principle Three

Capability Should Lead to Opportunity

The purpose of recognising capability is not simply to describe
people more accurately.

It is to help create opportunities.

When capability becomes visible, individuals are better able to
pursue meaningful development, organisations are better
equipped to identify talent, and society benefits from making
fuller use of human potential.

Recognition should therefore become the beginning of
opportunity, not the end of assessment. Together, these
principles establish the philosophy of Operational Capability
Intelligence.

Every application of OCI, whether through education, workforce
development, organisational capability or transition, should
remain consistent with them.

Technology may evolve.

Methodologies may improve.

Products will change.

These principles should endure.
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What Operational Capability Intelligence Is Not

Operational Capability Intelligence is intended to complement existing approaches to
understanding people.

It should not be interpreted as a replacement for qualifications, professional standards,
performance management or established assessment frameworks.

OCI recognises the importance of these systems and seeks to strengthen decision-making
by providing additional understanding where capability may not yet be fully visible.

Operational Capability Intelligence is not a predictive model.

It does not claim to determine an individual's future, calculate destiny or guarantee success
within a particular role or profession.

Human development remains influenced by opportunity, motivation, environment, health,
circumstance and personal choice.

OCI cannot remove uncertainty.

It can only reduce uncertainty through better understanding.

Neither is Operational Capability Intelligence intended to categorise or label people.
Its purpose is to broaden understanding rather than narrow it, recognising that capability
continues to evolve throughout an individual's life.

Ultimately, Operational Capability Intelligence is not about replacing human judgement.
It exists to support it.

Understanding remains a human responsibility.

OCI simply provides a better foundation upon which that understanding can be built.
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From Philosophy to Practice

Operational Capability Intelligence is first and foremost a philosophy for understanding
human capability.

Like any philosophy, its value is realised through practical application.

The principles described within this doctrine can be applied across many different
environments, including education, workforce development, organisational capability,
leadership, career transition and lifelong learning.

Regardless of the setting, the objective remains the same:

To make capability more visible, more understandable and more
actionable.

Within PathwayAI, these principles are currently applied through a growing ecosystem of
practical tools.

InsightCP applies Operational Capability Intelligence at an organisational level,
helping employers and workforce leaders develop greater visibility of workforce
capability to support learning, development and operational readiness.

GapMap applies the same principles at an individual level, helping people understand
their existing capabilities, identify development opportunities and make informed
decisions about their future.

GapMap MATE extends this approach to military transition, supporting Service Leavers
in recognising transferable capability, exploring civilian pathways and preparing for life
beyond military service. As the first specialist transition application of OCI, it
establishes principles that can be adapted to support individuals navigating other
complex transitions, including those entering employment for the first time, returning
to work or facing barriers to opportunity.

These applications do not define Operational Capability Intelligence.
They demonstrate one way in which its principles can be put into practice.
As the framework continues to evolve, Operational Capability Intelligence may find
application in many other sectors and disciplines.
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The philosophy remains
constant.

Its applications are limited only
by our willingness to

understand people differently. 
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Closing Reflection

Throughout history, progress has often begun with a change in perspective.

New ideas rarely emerge because people suddenly become more capable.

They emerge because we begin to understand capability differently.

Operational Capability Intelligence is founded on a simple belief.

People are more capable than our systems sometimes allow us to see.

Qualifications, experience and achievement will always remain essential measures of what
people have accomplished.

They deserve recognition.

But achievement is only part of the story.

Behind every qualification is a person.

Behind every career is a journey.

Behind every opportunity is capability waiting to be recognised.

If we can become better at understanding capability alongside achievement, we will make
better decisions.

For individuals.

For organisations.

For society.

That is the purpose of Operational Capability Intelligence.

Not to replace what already works.

But to help us see what has too often remained unseen.

Because capability exists before it is recognised.

The future depends upon how well we learn to recognise it.



Operational Capability Intelligence | Doctrine 001

An Invitation

Operational Capability Intelligence is not presented as a finished destination.

It is presented as the beginning of a conversation.

The framework described within this doctrine has been shaped through practical experience
across military service, workforce development, education and organisational capability. It
represents one perspective on how human capability can be understood more completely.

Like all useful frameworks, Operational Capability Intelligence will continue to evolve.

Its strength will not come from remaining unchanged, but from being tested, challenged
and refined through responsible application.

The future of OCI does not belong to a single organisation or profession.

Its potential lies wherever people seek to make better decisions about learning,
development, capability and opportunity.
This publication is therefore an invitation.

An invitation to educators to explore new ways of recognising potential.

An invitation to employers to look beyond conventional indicators of talent.

An invitation to policymakers to consider how capability might be understood alongside
achievement.

An invitation to researchers and practitioners to test, challenge and improve the ideas
presented here.

Most importantly...

It is an invitation to see people differently
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“Better decisions begin with better understanding”
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