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AO MASTER DIAGNOSTIC - EXECUTIVE REPORT

UK Government Digital

A digital state under construction,
read systemically.

UK Public Sector Digital Reform — Government Digital Service (GDS), Department for Science, Innovation
& Technology (DSIT)

Blueprint for Modern Digital Government (Jan 2025, CP 1252) - Digital and Data Benefits Framework (Feb
2026) - Roadmap for Modern Digital Government (campaign.gov.uk, 2026)

AO Master Diagnostic — Maturity radar (0—10), Systemic health (1-5), Practice modules, Adaptive risks
24 June 2026 - Uster, Switzerland

Pierre Neis — Menschgeist - agile-organization.com

EXECUTIVE HEADLINE

The UK has produced one of the clearest public statements of digital transformation intent of any government: a
long-term vision, a six-point reform plan, a quantified benefits framework, and a live roadmap with quarterly
tracking. Read against the AO lens, this is a textbook diagnosis-ahead-of-system programme: the analysis layer
is unusually mature, the platform layer is partially built and well sponsored, but the operating model — fragmented
across departments, ALBs, local authorities and NHS trusts — is the binding constraint. The next value cycle is
not another strategy document. It is structural surgery on how the public sector buys, funds, measures and learns.

79 - 68

£45bn 50% £26bn

% net satisfaction with digital estimated annual benefits at scale of public services digitised; digital annual public sector tech buying
government services — decade- (£6.3bn civil service + ~£23.7bn spend ~30% below benchmarks power, fragmented across local
long decline wider public sector Al + service / contracts

data gains)
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01 - SITUATION IN EVIDENCE

What the three documents actually say

CHALLENGE SOLUTION OUTCOME AMBITION

Progress over 15 years has been uneven, A long-term vision (five outcomes), a six- Easier lives, faster growth, firmer

not fast or systemic enough. point reform plan (join up services; foundations, smarter organisations, higher
Institutionalised fragmentation (44+ harness Al for public good; strengthen productivity. Quantified by GDS at £6.3bn
government accounts; up to 15 services to digital & data public infrastructure; elevate civil-service savings (Copilot trial: 26
claim free school meals), persistent legacy leadership and talent; fund for outcomes min/day saved per user across 20,000
(high-risk critical systems +26% and procure for growth; commit to staff), ~£23.7bn wider public-sector Al
2023 - 2024), under-digitisation (only ~50% transparency and accountability), executed potential (E13.6bn health, £7.5bn

of services digitised), siloed data, by a new digital centre of government education, £2.6bn police), plus benefits
inconsistent leadership, skills shortfall, rebranded as Government Digital Service across service transformation, data,
diffuse buying power, outdated funding. Net ~ (GDS), and a published roadmap with capability, and cyber.

satisfaction has fallen from 79% to 68% quarterly progress updates.

over a decade.

Five vectors from the 2026 documents that frame the next horizon

A national digital identity GOV.UK One Login is being scaled as common infrastructure across departments, paired with a Digital ID
layer consultation — the single most leveraged component of the plan.

A digital and data benefits The Feb 2026 GDS guidance turns digital benefit cases into HMT Green Book—compatible economic
framework appraisals: productivity, channel shift, failure-demand, paper reduction, contractor spend, training, cyber-
loss avoidance. Departments now have a shared monetisation grammar.

Al as a public-good Al adoption unit, agentic deployment into services, Copilot at scale (~2 weeks/year per user freed), and
operating system explicit framing of responsibility, trust and accountability — not just productivity.

Fund for outcomes, Shift from capital-intensive programme funding to revenue/subscription funding of persistent product
procure for growth teams; the most structurally important — and politically hardest — move in the plan.

Work in the open, shiptoa  Quarterly progress reports, kickstarter products (incl. a GOV.UK App), collaborations with local
roadmap government and the Government Commercial Function — visibility as a governance instrument.

"Most critically, we are encumbered by the siloed structure of government and incentives that act against modern
approaches. When value is measured only within organisational boundaries, it is hard to invest in technology and
services that create value beyond them."

— Blueprint for Modern Digital Government, Section 1 - The case for change.
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02 - AO MATURITY RADAR

Eight dimensions, scored 0-10 against the AO reference model

The radar reads the programme through the AO frame: structure (platform, data, process), behaviour (leadership,
learning, adaptation) and outcome (value, citizen). Scores reflect what the three documents currently evidence — not
what individual teams may have achieved off-page. The benchmark tick marks an AO reference level for a G7
government 18 months into a serious cross-sector digital reform.

Strategic clarity Strategic clarity — 8.7
Platform & infrastructure ] | 7.0
Data & Al readiness I | 5.5
Citizen Platform & .

outcomes astructure Operating model coherence [ | 3.8
i Talent & leadership [ ] | 45
| Citizen outcomes I | 5.2
Funding & procurement [ ] | 4.2
i Measurement & transparency [ NGNGB | 6.0

Talent & Data & Al

leadership AN . readiness

Operating model

AO scoring - 0 = absent - 10 = exemplary
Filled hex = current evidence - Dashed = 18-month AO
benchmark

Reading the radar

Diagnosis dominates. Strategic clarity (8.7) and measurement & transparency (6.0) are exceptionally strong: the
Blueprint, the Benefits Framework and the live Roadmap together form a more honest, more quantified self-assessment
than most G7 peers publish. The case for change is unambiguous.

Platform is mid-band but rising. GOV.UK, One Login, Notify and Pay (7.0) are world-class as components, but
coverage is partial — only ~50% of services digitised and 30% under benchmark spend. The platform exists; its surface
area does not yet match the vision.

The system constraints sit on the human and structural axes. Operating model coherence (3.8), funding &
procurement (4.2) and talent & leadership (4.5) are the binding constraints — institutionalised fragmentation, 44+
accounts, locally-contracted £26bn buying power, missing digital leaders on executive committees, and uncompetitive
remuneration. Without movement here, the platform will keep producing islands of excellence that do not compound.

Pierre Neis - Menschgeist - agile-organization.com 03



AO MASTER DIAGNOSTIC EXECUTIVE REPORT UK GOVERNMENT DIGITAL - 2025-2026

03 - SYSTEMIC HEALTH CHECK

Twelve signals across structure, behaviour and learning loops

A 1-5 scale tuned for live-system dynamics: 1 = fragile / blocking, 3 = functioning but uneven, 5 = self-reinforcing and
resilient. The check distinguishes between what the centre declares, what departments are doing, and what citizens
experience.

STRUCTURE

Common digital public infrastructure (One Login, Pay, Notify, GOV.UK) 0000
Cross-organisation service journeys (end-to-end, not departmental) ( N J

Legacy and cyber resilience posture [ X}

Data sharing & semantic interoperability across silos [ N ]
BEHAVIOUR

Ministerial sponsorship and narrative clarity 00000
Digital leaders on executive committees of departments / ALBs ( N J
Persistent product teams (vs. one-off programmes) ( N J
Centralised buying power exercised against the £26bn estate o

LEARNING LOOPS

Cross-government Al literacy programme — coverage and depth ( N J
Benefits realisation tracked post-go-live (not only ex-ante) o0
Transparent performance data — quarterly progress, working in the open 0000
Reuse of code, services and patterns across the public sector o0

The pattern is recognisable. Narrative and transparency are at 4-5; the structural carriers of those narratives (operating
model, persistent teams, exercised buying power, executive-level digital leadership) cluster at 2. This is the diagnosis-
ahead-of-system profile the documents themselves warn about when they describe "institutionalised fragmentation" and
"shipping the org chart". Capability the system cannot absorb does not convert to citizen outcome.
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04 - PRACTICE MODULES

Where the value lives — and where it leaks

AO practice modules read each operational domain through three questions: what is installed, what is adopted, what is
compounding. Numbers below are taken directly from GDS's own Digital and Data Benefits Framework.

DOMAIN INSTALLED ADOPTED COMPOUNDING AO COMMENT
Al in public Copilot trial across Live; +26 min/day £6.3bn potential Highest-leverage near-term move.
service 20,000 civil servants; Al per user (CS) - £23.7bn Needs a diffusion model — today
adoption unit being set up wider public benefits scale as the sum of individuals,
sector not as collective intelligence.
Identity & access GOV.UK One Login Scaling Foundational The single most leveraged component

Service
transformation

Data & semantics

Talent &
profession

Funding

Procurement

Cyber & resilience

replacing 44+ legacy
accounts

Cross-department service
redesign; GOV.UK App;
kickstarters

National Data Library
proposed; data-sharing
legislation in place

Digital, Data and
Technology profession;
new pay deal scope

Benefits Framework
(HMT Green Book—
compatible)

Government Commercial
Function collaboration;
frameworks

Resilience strategy;
critical-systems register

Partial; ~50% of
services digitised

Slow; agreements
take months/years

Stalled growth;
talent churn

In rollout

Local contracting
persists

Active

Channel-shift
benefits
framework live

Limited

Below private-
sector
benchmarks

Programme
model still
dominant

£26bn buying

power un-pooled

+26% high-risk
systems
2023 2024

of the plan. Pair with the Digital ID
consultation to lock the political
mandate.

Move from "digitising transactions one
at a time" to end-to-end journeys; the
parent-applying-to-15-services example
must become the headline KPI.

Legal friction has been reduced;
operational friction has not. Anchor a
shared semantic layer (data products)
before the next Al wave compounds the
silos.

Without integrated cross-public-sector
workforce strategy, every other reform
underdelivers. This is the people-side
equivalent of legacy debt.

The shift from capital-programme
funding to revenue funding of persistent
product teams is the structural reform
that compounds every other benefit.

Centralise demand signal, decentralise
delivery. Today the inverse holds.

Resilience debt is still accumulating
faster than remediation. The benefits
framework now monetises avoided
cyber loss — use it to crowd in funding.

Where the value leaks

Hours - capacity: Copilot's ~2 weeks/year per user only matter if redeployed, not absorbed into baseline — no reallocation model is
described. Transactions - journeys: half-digitised, fully-fragmented; every new service that does not retire a paper or duplicate account
becomes a future migration cost. Transparency — accountability: quarterly progress reports are necessary but not sufficient — the
centre must publish a shared scorecard with teeth, not just narrative updates.
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05 - ADAPTIVE RISKS

EXECUTIVE REPORT UK GOVERNMENT DIGITAL - 2025-2026

Six risks the strategy alone cannot solve

RISK LEVEL WHY IT MATTERS NOW

Fragmentation lock-in High The Blueprint identifies institutionalised fragmentation as the root cause. The risk is

Al literacy & agentic High

governance debt

that the digital centre treats it as a coordination problem when it is a structural one —
value measured inside organisational boundaries will continue to defeat cross-cutting
investment.

Copilot at 20,000 staff is impressive; an Al-literate civil service of ~500,000 is the
actual target. No diffusion mechanism, no community of practice, no agent governance
charter is yet visible.

Funding-model inertia High The shift from programme funding to product funding requires HMT, Cabinet Office
and departmental DGs to change behaviour together. Without it, the Benefits
Framework will produce better business cases for the same broken funding loop.

Talent attrition outpacing Medium Remuneration uncompetitive, no integrated cross-public-sector workforce strategy.

growth Every percentage point of churn deepens contractor dependence and lengthens the
legacy tail.

Quarterly-progress fatigue Medium Working in the open is a strength while the news is positive. The AO experience: open-
by-default loses political cover at month 18 if structural indicators have not moved.
Define the small set of "non-negotiable” indicators now, before they pick you.

Cyber & legacy compounding Medium Highest-risk legacy +26% YoY. Al on top of unpatched legacy is not modernisation — it

06 - AO RECOMMENDATIONS

is risk concentration. Resilience must move from sub-objective to gating condition for
new investment.

Six moves for the next 180 days

01 - Convert the six-point plan into a
six-metric scorecard

02 - Mandate an Operating-Model
Surgery track

03 - Ship an Al-literacy and agent
governance charter

04 - Replace "savings" with
"redeployed capacity"

05 - Pool the £26bn buying signal

06 - Tie funding reform to the
Spending Review

One public dashboard with non-negotiable indicators per pillar — service satisfaction, %
services end-to-end, legacy-risk burn-down, % spend on persistent product teams, Al-
augmented FTEs, common-component adoption. Replaces narrative quarterlies with a
scoreboard.

Pick three to five cross-organisation journeys (free school meals, business start-up, end-of-life
admin, healthcare prescriptions, blue-light data sharing) and fund the journey owner, not the
participating departments. The centre's catalytic role becomes operational.

Three tiers: fluency (all 500k+ public servants), practice (key role-clusters per process), build
(champions for agentic workflows). Pair with a public Agent Governance Charter — who can
build, deploy, retire, what data they may touch, what outcomes they own.

Every benefits case under the GDS Framework must name where freed hours / £ go. This is
the AO move that converts cost-down stories into capacity-for-mission stories — and the only
narrative that survives a spending review unscathed.

Centralise demand for common components and Al foundation models; decentralise delivery to
departments. Use the Government Commercial Function partnership as the first proof-point —
common-component framework with a price benchmark before year-end.

Land a small number of department exemplars on persistent product-team funding inside the
next SR window. Without a fiscal precedent, the funding pillar of the six-point plan will read
aspirationally for another decade.
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VERDICT

UK Government Digital is, in AO terms, an A on diagnosis, B on platform, C on operating model, D on
funding. The diagnosis grade is uncommon in the public sector — most governments would not publish the State
of Digital Government Review as written. It buys political mandate that the system has not yet earned through
delivery.

The next chapter is not a seventh strategy document. It is the operational, organisational and fiscal work that turns the
six-point plan into a six-metric scoreboard: persistent product teams funded against outcomes, common components
used by default, a digital-literate civil service of half a million, and a centre that pools demand without absorbing delivery.
The Blueprint is right that "this plan is only the starting point". The AO reading is that the starting point is over — the next
twelve months are the test.

The asymmetry to lean on: the UK already has the rarest ingredient — a coherent, public, self-aware diagnosis with
quarterly accountability. Most reform programmes never get this far. The job now is to make the system worthy of its own
diagnosis.
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