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PUBLICATION IDENTITY

About This Publication

Publication Think Delus Research Series — Volume 1

Title Beyond the Pilot: Building Institutional Intelligence for African Government
Classification Public Research Publication

Status 1.0.0-RC2 — Release Candidate

Conceptual Basis Applied exploration of a proposed concept

Framework Status TDIF under development — subject to peer critique and empirical testing
Audience Government leaders, regulators, development partners, researchers
Invitation Critique Welcome

Think Delus welcomes constructive critique, implementation experience, empirical testing, and
scholarly discussion to improve future editions.
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Advancing Discussion, Not Concluding It

The Think Delus Research Series explores questions at the intersection of governance,
institutional capability, evidence, technology, and public value.

Each publication is intended to advance discussion rather than conclude it. Research is published when it
is sufficiently rigorous to contribute — not when it is considered complete.

Every publication is open to critique, refinement, and empirical testing. We invite researchers, practitioners,
policymakers, and institutions to challenge our assumptions, test our proposals, and contribute evidence
that strengthens future editions.

This page recurs in every volume. It is the institutional voice of Think Delus — calm, rigorous,

and open to revision.

ABOUT THE SERIES 3



THINK DELUS BEYOND THE PILOT - VOL. 1

—  SCOPE

What This Paper Is — And Is Not

What This Paper Is What This Paper Is Not
7/ An applied exploration of a proposed X A universal governance framework
concept

X A replacement for existing public
7/ A synthesis of governance, evidence, and administration theory

institutional learning X A completed academic theory

v/ Aninvitation to discussion and

. ) X A technology product specification
experimentation

o . . X A claim that existing disciplines are obsolete
v/ A contribution to policy dialogue
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From Information to Decision Quality

Modern institutions generate more information than they can convert into trustworthy
decisions. This paper proposes a closed-loop governance framework — Institutional
Intelligence — to transform operational evidence into sustained decision-making
capability.

Memory is not decision-making capability. It is only the raw material.

The framework is demonstrated through East African public-sector cases and positioned as an applied
research contribution to the Think Delus Research Series.

1. Governance failures, not technology 2. Fragile institutional memory

Digital initiatives fail primarily because of Learning must be systematized to survive
governance, ownership, and evidence gaps — not personnel change. Memory departs with senior
the technology itself. staff.

3. Governance before scale

The minimal condition for sustained institutional
capability. Scale after poor governance produces
liability.

Institutions should establish evidence rules, ownership, and graduation criteria before

expanding digital initiatives. Scale after poor governance produces liability, not capability.

EXECUTIVE SUMMARY 5
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The Problem

Governments produce budgets, audits, Hansards, procurement records, committee
reports, and ministerial briefings. The information is substantial. The conversion into
improved decisions over time is weak.

Symptoms include recurring policy failure across electoral cycles, pilots that do not survive scale,
institutional memory departing with senior staff, and evidence contested through authority rather than
adjudicated process.

Recurring policy failure Pilots that don't survive scale
Programmes fail, then restart under new names Success in controlled conditions does not
without learning from prior attempts. translate to institutional operation.
Memory loss Evidence by authority

Institutional knowledge departs with senior staff — Claims are settled by hierarchy, not by
no system captures it. adjudicated evidence process.

THE PROBLEM 6
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SECTION 2
Existing Disciplines

Organisational learning, knowledge management, systems thinking, evidence-based management,
cybernetics, decision science, and governance theory have each advanced understanding of bounded
aspects of this problem.

Important distinction: While these disciplines provide valuable insights, questions at their
intersection remain comparatively underexplored: what counts as institutional evidence, how
evidence becomes governable, how learning becomes institutional rather than individual, and how
uncertainty should be represented at the point of decision.

EXISTING DISCIPLINES
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The Proposed Concept

We use the term Institutional Intelligence to describe the demonstrated capacity of an

institution to transform operational evidence into governed institutional learning that
improves decision quality over time.

The purpose of the Think Delus Institutional Intelligence Framework is to provide institutions with a better
way to learn from evidence than they possess today.

The framework has three layers: Foundational Principles, Standards, and Tools. It is intended to be portable,
testable, evolvable, and disciplined.

@ Governed Learning Decision Quality

PROPOSED CONCEPT 8
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Mindset Comparison

Digital transformation often imports project-management logic into institutional
contexts.

PROJECT THINKING INSTITUTIONAL THINKING

Deliver the system Improve the institution
Measure outputs Measure outcomes

Finish the pilot Build capability

Vendor owns knowledge Institution owns knowledge
Success = deployment Success = sustained adoption

MINDSET COMPARISON 9
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— SECTION b5

Why Institutions Do Not Scale Technology

Digital initiatives fail because of incentives, procurement rules, ownership models, politics, skills gaps,
leadership churn, and trust deficits. Technical arguments that ignore these factors produce pilots that
collapse exactly when the pilot ends.

Key insight: The collapse point is predictable — it occurs at the transition from project funding to
operational budget, from vendor support to institutional ownership, from pilot team to permanent
staff.

WHY INSTITUTIONS DON'T SCALE 10
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The Six Failure Modes

These patterns recur across donor-funded environments, political transitions, and
procurement-driven systems.

1. Technology-first thinking 2. Ownership ambiguity

Leading with tools rather than institutional No single entity accountable when the pilot ends.
problems.

3. Evidence gaps 4. Pilot dependency

Dashboards without lineage, audit trails, or Treating the pilot as proof instead of the test.
admissibility.

5. Governance after deployment 6. Success without succession

Bolting oversight onto systems not designed for it. The pilot team leaves and knowledge disappears.

This is the most expensive failure mode — and the
most common in donor-funded environments.

FAILURE MODES 11
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Institutional Memory Is Not Institutional Intelligence

Institutional Intelligence requires preserving knowledge beyond individual people.

Governance produces memory. Memory produces evidence. Evidence produces decisions.
Decisions produce learning. Learning closes the loop.

MEMORY VS. INTELLIGENCE
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— SECTION 8

The African Policy Context

— African Union Digital Transformation Strategy (2020-2030)

— African Union Continental Artificial Intelligence Strategy (2024)

— UNDP Digital Public Infrastructure in Africa (2024/2026)

— African Development Bank Digital Transformation Action Plan 2024-2028

— Kenya Draft National Data Governance Policy (May 2026)

Important distinction: These are policy intent documents rather than operational evidence. They
are used as directional markers, not proof of implemented outcomes.

POLICY CONTEXT 13
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SECTION 9

Verified Case Evidence

Huduma Namba [ Maisha Namba (Kenya) — A national identity initiative halted by court order after
significant expenditure. The replacement programme restructured procurement, ownership, and data
governance. This is the strongest verifiable East African case of public-sector digital failure driven by
governance-after-deployment and ownership ambiguity.

e ameas efified | Public record

A Regional Port Authority (East Africa) — Digitization of customs and cargo-tracking faced ownership
ambiguity between IT, operations, and regulatory compliance teams. Evidence was not structured for audit
or decision-making, and the pilot team’s departure left no institutional memory.

N B Generic reference — details withheld pending consent

CASE EVIDENCE 14
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Evidential Basis of Major Claims
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Every major claim in this publication appears with structured provenance. This matrix is
the recurring standard across the Think Delus Research Series.

CLAIM

Government Al initiatives remain
pilots

Skills gaps stall scaling

Stage-gate funding improves
graduation

Data lineage prerequisite for
public Al

Governance must be locally
owned

Digital advancement lower in two
regional quintiles

Audit-ready evidence
requirements emerging

EVIDENCE MATRIX

LEVEL

High

Med-
High

Medium

Medium

Medium

Medium

Med-
High

SOURCE

OECD 2025

OECD 2025; East
African ministries

World Bank 2026

World Bank; African
cases

OECD; UNDP DPI; AU Al

World Bank GTMI
2022/2025

AU Al Strategy; Kenya
Draft Policy

GEOGRAPHY

Global

Africa

Global

Global

Global

Africa

Continental

CONFIDENCE
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Institutional Intelligence Maturity Model

Institutional Intelligence is assessed not by technical deployment but by the maturity of
governed learning.

1. Ad-hoc  Evidence handled informally; decisions rely on authority or anecdote

2. Defined  Evidence processes documented but inconsistently applied

— 3. Governed Ewdgncg flows through oversight with ownership and
audit trails
D e s hollcy, operations, and
Institutionalized  resource allocation
. Institutional capability continuousl
G 5 Adaptive R eriod ovidonce.
improves from governed evidence

Observation: Most African institutions occupy Level 1 or 2. The path to Level 5 is governed, not
budget-driven.

MATURITY MODEL 16
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Implications

If the analysis in this publication is correct, the consequences extend beyond
technology strategy to governance, finance, development cooperation, and research.

For Governments For Regulators

Evidence infrastructure is as important as Audit frameworks must evolve from financial
transport or energy infrastructure. Procurement compliance to evidence quality. Licensing should
rules must change before digital tools are reward governed learning, not merely

acquired, not after. deployment milestones.

For Development Partners For Technology Vendors

Funding should be tied to governance graduation Implementation proposals should include
criteria, not pilot completion. Exit strategies should evidence architecture, not only software.
guarantee institutional memory. Knowledge transfer should be a contractual

deliverable with liability.

IMPLICATIONS 17
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For Researchers

Quantitative measures of institutional learning remain underdeveloped. Cross-disciplinary methods are
needed at the intersection of governance, knowledge management, and decision science. African
institutions offer natural experiments for testing governance interventions under resource constraint.

The implications are not confined to technology strategy. They extend to how institutions are

funded, regulated, procured, and studied.

IMPLICATIONS 18



Governance before scale.

Establish evidence rules, ownership, and graduation criteria before
expanding. Scale after poor governance produces liability, not capability.

GOVERNING PRINCIPLE | TDVL-P-001
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Institutional Intelligence Cycle

This diagram is the signature visual of the Think Delus Research Series. It will recur with
controlled evolution in future volumes.

Problem

E\Qdence

Measuré
7
4,
/7

7
7

The loop closes. Institutions only learn if they measure; otherwise learning is anecdotal.

INSTITUTIONAL INTELLIGENCE CYCLE

1

20
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Institutional Commitments

Boards think in commitments, not recommendations.

1. Define ownership before deployment.

2. Publish graduation criteria before pilots begin.

3. Treat evidence as an operational asset.

4. Audit outcomes, not just algorithms.

COMMITMENTS 21
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— REFLECTION

Questions for the Reader

— What evidence does your institution routinely generate but fail to reuse?
— Which decisions in your organization cannot currently be traced back to governed evidence?
— If your most experienced staff left tomorrow, what institutional capability would disappear with them?

— Which governance mechanisms increase trust in your institution's decisions, and which merely increase
process?

— What would it take for your institution to learn systematically from both success and failure?

QUESTIONS FOR THE READER 22



The question for African
institutions is no longer
whether to adopt digital
technology. It is whether they
can build the institutional
capability to govern it, trust it,
and sustain it long after the
pilot team has left.
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