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THE CHALLENGE 

Technology Is Advancing Faster Than Organizations Can Adapt 

Artificial intelligence, high-performance computing, simulation, cloud, quantum computing, digital twins, engineering 

data, and increasingly intelligent and connected engineering systems are opening possibilities that were unthinkable only 

a few years ago. Yet many organizations still struggle to turn these possibilities into lasting value. 

Technology evolves rapidly. Organizational capability often develops more slowly. The 

resulting gap is not simply a technology gap; it is a capability gap. 

Organizations rarely struggle only because advanced technologies are unavailable. They struggle because the integrated 

capabilities required to turn those technologies into sustained value—people, skills, processes, data, governance, 

leadership, and collaboration—have not yet developed. 

THE APOLLO LESSON 

The Apollo program was not successful because NASA possessed extraordinary technology alone. It succeeded 

because hundreds of thousands of people, organizations, disciplines, suppliers, researchers, and leaders were 

coordinated into an integrated capability system. 

Two organizations can invest in similar technologies and achieve dramatically different outcomes. The difference lies 

increasingly in what they are capable of doing with the technology—and how quickly they can develop the next 

capability. 

Technology creates possibilities. Capability turns those possibilities into lasting value. 

The executive question is therefore changing: 

What must our organization become capable of doing—and how do we continuously develop 

that capability? 

That is the question Capability Leadership addresses. 

In practice, leaders must ask not only which technology to adopt, but how to evaluate it, when to introduce it, with whom to develop it, 

how to communicate its purpose, and how to help people engage, learn, and create value. 
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THE FRAMEWORK 

From Technology Leadership to Capability Leadership 

Technology Leadership remains indispensable: it identifies emerging possibilities, guides technology choices, and 

connects innovation with strategic intent. But technology leadership alone cannot close the Capability Gap. 

Capability Leadership is the discipline of deliberately developing, connecting, assessing, 
measuring, and continuously renewing the capabilities required to achieve meaningful 

outcomes. 

It shifts the leadership focus from technology adoption alone to the organizational and ecosystem capabilities that make 

technology useful, repeatable, and valuable. 

Capability Leadership The overarching discipline of deliberately developing, connecting, 

assessing, measuring, and renewing capability. 

Engineering Capability Leadership The application of Capability Leadership to engineering 

organizations and engineering transformation. 

Customer Capability Leadership The customer-value and provider perspective: helping customers 

develop the capabilities required to realize sustained technology 

value. 

Industry Capability Leadership The ecosystem and industry perspective: connecting 

complementary capabilities across organizational boundaries. 

Four mutually reinforcing elements 

• Technology Leadership 

• Organizational Capability 

• Outcome and Customer Value 

• Continuous Evolution 

A broader management discipline 

Capability Leadership builds on established ideas from strategic management and organizational theory, including 

learning organizations, dynamic capabilities, maturity models, and the balancing of execution and innovation. Its 

distinctive contribution is to connect these perspectives into an explicit leadership discipline: make capability visible, 

align it with strategic intent, develop it deliberately, measure its evolution, connect capabilities across organizational 

boundaries, and continuously renew the system as circumstances change. 

The organizing principle is simple: capability becomes the bridge between technological 

possibility and lasting value. 

The result is not another time-limited transformation program. It is a leadership discipline for making organizations and 

ecosystems more capable—and for making that capability continuously renewable. 
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FROM ORGANIZATION TO ECOSYSTEM 

No Organization Can Build Every Capability Alone 

Capability does not exist only inside organizational boundaries. Modern engineering advances through collaboration 

among technology providers, engineering organizations, customers, universities, research institutions, professional 

societies, education and transformation partners, communities, and individual professionals. Each contributes capabilities 

that others may not possess. 

THE LINUX LESSON 

No single organization created the complete capability of the Linux ecosystem. Thousands of developers, maintainers, 

companies, and communities contributed specialized capabilities connected by common interfaces, shared knowledge, 

and continuous improvement. 

Complex capability can emerge from the connections between specialized contributors. 

Organizations should therefore ask not only which capabilities they must build internally, but also which they should 

access, develop, or orchestrate with others—and how these complementary capabilities can be integrated around shared 

outcomes. 

Where transformation efforts break down 

• Capability is treated as a technology project rather than an organizational discipline. 

• Ownership and accountability for capability development remain unclear. 

• Incentives stay tied to the old operating model. 

• People are expected to adopt new technologies without sufficient time to learn. 

• Individual initiatives are not connected into a larger capability system. 

• The organization tries to build everything internally instead of deliberately combining internal and external capabilities. 

From transformation projects to continuous capability 

Organizations progress through stages of increasing capability: 

Assessment  →  Alignment  →  Capability Development  →  Integration  →  Continuous 

Evolution 

At the final stage, learning is institutionalized, new capabilities continue to emerge, and Capability Leadership becomes 

embedded in the organization and its relationships with the wider ecosystem. 

Have we become more capable because of it—and are we becoming better at developing the 

next capability? 
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THE BOOK'S PRACTICAL MESSAGE 

From Framework to Action 

An executive framework ultimately has to answer practical questions: Where do we begin? How do we assess our current 

capabilities? How do we evaluate a new technology? When is the right time to introduce it? With whom should we 

develop it? And how do we communicate the opportunity so that people can engage, learn, and contribute? The book 

deliberately does not prescribe one implementation model. Every organization starts from a different level of maturity, 

every industry faces different engineering challenges, and every technology provider serves customers with different 

priorities. 

What changes for leaders? 

• Make Capability Leadership an executive priority—with vision, communication, aligned investment, commitment, and 

accountability. 

• Assess organizational capability to identify strengths, expose gaps, prioritize opportunities, and make progress visible. 

• Build capability through continuous learning, including executive and engineering education, AI literacy, leadership 

development, certification, mentoring, and communities of practice. 

• Connect technology and organizational development rather than treating them as separate agendas. 

• Measure capability and outcomes—not technology deployment alone. 

• Develop partnerships and ecosystems where complementary capabilities can be combined and renewed. 

What ultimately matters? 

Technology creates possibilities. 
People create innovation. 

Organizations create capability. 
Communities create transformation. 

Technology Leadership identifies possibilities. Capability Leadership develops and renews capability. Engineering 

Capability Leadership applies the discipline to engineering organizations; Customer Capability Leadership 

focuses on sustained customer value; Industry Capability Leadership connects capabilities across ecosystems. 

The long-term competitive advantage is therefore not simply today's technology. It is tomorrow's ability to learn, adapt, 

and develop new capability. 

Being first to adopt a technology does not necessarily mean being first to create value from it. Advantage comes from developing the 

capability to apply technology at the right time, in the right way, with the right people and partners. 

 

THE INVITATION 

Capability Leadership invites leaders to look at engineering transformation differently—not only through the lens of 

technology, projects, or organizational change, but through the lens of capability: what people and organizations must 

become able to do, how they can develop that ability, and how they can sustain and renew it. 

• What can we do today? 

• What must we become capable of doing tomorrow? 

• Which capabilities must we develop ourselves? 

• Which must we develop with others? 

• How do we create an organization—and an ecosystem—that can continuously develop capability as the world changes? 

The ultimate capability is the capability to continuously develop capability. 


