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Government IT leaders face competing mandates: "modernize with Al" while "strengthening digital
sovereignty" and "reducing vendor dependency." The problem isn't lack of metrics. Agencies are
drowning in Al KPIs. The real problem is that measurement frameworks built for mainframe-era
systems can't price what sovereignty actually costs.

Traditional ROl models can quantify cloud compute savings or FTE reduction from automation. But they
break down on the questions that really matter:

e When does a $2M sovereign Al infrastructure investment deliver better value than a $200K
hyperscale cloud contract?

¢ How do you quantify operational risk of LLM dependency versus productivity gains?

o Atwhatthreshold does Al process automation become mission-critical enough to require sovereign
controls?

You can't measure jurisdictional control in the same framework you use to measure server utilization.

This isn't theoretical. California's 2026 digital sovereignty initiatives are creating real enforcement
mechanisms: DROP platform, restructured CalPrivacy funding, sovereign Digital ID infrastructure. State
ClOs need to justify sovereignty investments to budget committees using frameworks that don't exist yet.

From 30 years assessing enterprise IT across federal agencies, defense organizations, and state
governments, I've seen this pattern before. New technology adoption outpaces measurement discipline,
leading to either reckless deployment or paralyzed risk-aversion.

The threshold question that matters:
When does this Al investment cross from strategic experiment to mission-critical dependency requiring

sovereign controls?

That's the measurement framework government IT needs. Not more dashboards. Better decision logic.



