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1. Executive Summary
The United Kingdom government announced in 2025 its intention to make the United Kingdom an Artificial Intelligence Super Power.  With the Government, working together with the UK atomic Energy Authority (UKAEA), in partnership with a private industry partner with an aim to develop the biggest UK AI centre to rival others globally .  The aim being that the Centre would not only contribute to the UK’s position within this field, but would also facilitate the upskilling and performance of industries.  Aside from this, there is also the potential to provide environmental energy efficient opportunities, create a National Data Library and provide opportunities for clear career pathways within this field for the first time supporting home grown skills, taken right back to early education and curriculum development.  (Department for Innovation and Technology, 2025).a
The (then) Prime Minister Kier Starmer also stated that he wished to use AI within government departments to reduce bureaucracy, the burden of administration tasks on Civil Servants freeing them up to be able to provide services to the public. (Department for Innovation and Technology, 2025).b
The burden of bureaucracy is not unique to the UK Civil Service but may be seen globally (German, A, Dr, 2024 p 25 -28), where nations such as Rusia (formerly the USSR), Ukraine and Even Japan, experience similar frustrations, with one exception where Japan, looks further afield for resolutions, exploring private business skill sets and talent banks to borrow staff and specialisms to help develop it infrastructure and processes with pride and efficiency.
Therefore, the aim of this document explores the potential to introduce Artificial Intelligence (automation) within the Drivers Vehicle License Agency’s Drivers Medical Department, which has in recent years been heavily criticised for its processing time and therefore impact of inefficiencies on both the individual, wider public and economy.

2. Introduction and Scope
The DVLA receives in excess of 900,000 drivers licence applications to its Drivers Medical Unit each year (Lightwood, Simon, 13 Feb 2026, House of Commons).  The application and management of drivers licences (DL’s), for those who have existing health conditions or acquire them is undertaken by staff within the Drivers Medical Team at DVLA.  Their processes are mostly manual, time consuming, with scope for human error, fraud and loss and are undertaken during core business hours (0700hrs to 1800hrs Monday to Friday, excluding Bank Holidays), a system and process of work that was first set up during the 1970’s when the agency was created, and it operated with very basic computerised systems and manual records (Lewis, J, 2022).
Unfortunately the work undertaken by the department was criticised heavily during the 2020 – 2022 pandemic when backlog in applications reached a peak with an increased impact on applicants adversely affecting their quality of life or indeed earning potential UK Parliament Committees, (2023)a To ensure that the business area going forward is efficient and effective, meeting the demands of the public it is essential that working practices are reviewed. National Audit Office (2022),  Harland (2022).  

3. Analysis
Prior to the introduction of change it is important to understand the history and culture of the organisation and its individuals (First seek to understand, then to be understood, (Covey, S, 2020 p 273) this will enable any leader or leadership team the opportunity to know more about the staff, culture and rationale for current processes.
The Driver and Vehicle Licensing Agency (DVLA),  was created in 1965 and is responsible for the drivers records of over 53 million driver records and approximately 47 million vehicle records DVLA (2025).   Previously managed on paper records created and maintained by low skilled administrators who later went on to develop their knowledge and skill set within the culture of the DVLA and wider Civil service community . Currently much of the processes within drivers medical and other departments are still undertaken manually or with the assistance of basic information systems (Harland, 2022).  These processes carry the risk of document loss, GDPR breaches, theft and fraud and misdirection through the mail systems.    In fact it was not until 2004 that the DVLA first introduced Electronic Vehicle licensing (DVLA,2025).  Unfortunately this issue was highlighted during the covid pandemic of 2020 – 2022 where business continuity became a significant concern with long delays and public criticism (National Audit Office (NAO), 2022)
In response, in 2022, the DVLA introduced the first phase of its automation system for automated applications for standard driving licences. The system had the ability to read text and handwriting and was expected to achieve over 80%, however was found to achieve and maintain over 90% accuracy.  Benefits to this process were less administration time, staff cost reduction and ability to run the processes 24/7, 365 days per year with a small team of administrators Harland (2022).
The Drivers Medical Department makes up 10% of the Agency staff (650 personnel) comprising of 38 doctors, 9 nurses and the remainder administrators, Jenkins, N, DR (2020), with costs exceeding 22 million pounds, 20 million of which is due to administrative roles there is clearly an opportunity to improve performance and reduce the cost to public purse.
Introduction of this is going to be challenging due to the human cost, training implications and potential public confidence.  Any leadership taking this forward would need to consider Adair’s model (I, We and It), ensuring that they balance the needs of the task, individual and group appropriately (Armstrong, M, 2020 p 695) being conscious of their own unconscious bias towards individuals, groups or indeed task, arguably with the skill set of both a Transformational and Transactional manager (focused on getting the job done, leading, yet facilitating others to grow and make decisions, ideally with elements of a Charismatic (personality and inspirational qualities) and Visionary (holding a clear vision of what the future entails for them, the staff and the organisation) too (Armstrong, M 2026) as a manager too strong in any one of those areas, and not strong enough in the others will have less success in balancing the needs of the individual project and process as this project is time driven, open to public scrutiny, answerable to department and Government and has a wider impact on the local economic communities.
Management and implementation of the process will need to be handled appropriately given the potential ramifications for existing and potential staff in an area of high employment within the agency and the desired characteristics of the leadership team or individual to take this forward would need to be carefully considered as would engagements with Human Resources Department, the wider Civil Service and indeed the local economy stakeholders and key networks as some but not all staff affected by these changes may wish to move on to other opportunities and might benefit from both internal and external development opportunities where provisions may already exist or need to be sourced.  
Despite the potential cost to the individual, undoubtedly the benefits to the organisation are staff cost savings, improved accuracy and efficiency, greater public confidence. DVLA(2025).  It is imperative that the organisation consider development, structure, target inter relations, consult the personnel policy, be aware of internal and external existing and emerging technologies and management methods.  That they develop a system of priorities, to rush this process without appropriate consideration or consultation could prove costly in terms of function and staff confidence and challenges.  It is important that the needs of the organisation, public service and individual are balanced.  That there is a system of priorities inclusive of Personnel management, specialisation, training and development, creation of a corporate culture, professionalism, performance and evaluation and incentives (German, A Dr, 2024, pp 221-25)  That education of staff and skills remain key, with the formation and development of digital competencies for public services German, A Dr, 2024, p130).  Furthermore, it is imperative that any manager or management structure implementing any change to Artificial intelligence  accept that these processes are now becoming part of the modern world and it is essential to embrace them (with some caution), and support staff through those changes.  It is essential that engagement is undertaken with staff via Guildhalls, bulletins, training sessions and engagement with HR and Staff associations, that existing talent is identified and training needs analysis undertaken especially as current research undertaken by Oxford College (2023), over 27% of workers say that they lack sufficient digital skills required for their existing roles, and three in five workers say that their employer has never provided them with training to improve their digital skills and that this has affected them negatively within the workplace (Armstrong, M p 34) and confidence is key to the successful implementation and operation of this process.
The impact is a reduction or redeployment of existing staff to more public facing roles, roles in other areas or exit from the organisation, upskilling or introduction of specially trained staff required to work with the robotic (Artificial Intelligence system) attraction of talent and creation of a department that is operating with current and futuristic skills ready to remain a sector lead and provide an efficient service to the public Wallawski (2025) very much in keeping with other organisations both public and private and supports the current Government vision to set the UK up as an AI powerhouse and model of good practice and that any AI system needs to remain Fair, Transparent, with Human Oversight and have Robust Privacy facilities (Strode, D, 2026, p 221).

4. Recommendations 
Appointment of an experienced and multitalented Project manager, and project team who are adept at supporting organisational goals, staff support and communication.
Stakeholder engagement
1. Stakeholder engagement: Doctors, existing staff, Senior management team, department of transport, Commercial, Information Governance, Legal, Human Resources, Fraud, Contracts, Drivers Medical Department, Head of Drivers records and Head of Cyber Security, Information technology department.  Automation provider, Finance Dept. For Culture Media and Sport (2025)
2. Report to be provided to the Senior Management team on findings of stakeholder engagement and agreement of project Moss (2021)
3. Staff support model – Ensure that PCS, HR and Staff support facilities are in place CIPD (2025)
4. Design of product –  engagement with provider on basis of further development of software and AI package tailored to use within Drivers Medical remit – given initial product has been trialled within driver licence applications with an aim for this product to be available for implementation within 6-9 months EM law (nd)
5. Small scale testing alongside existing practices – 30% of current work to be processed via this medium in an initial three month trial  period following which a review of its effectiveness will be undertaken, optimising if appropriate and further six month trial period followed by further review (ongoing check and test of effectiveness and reliability will be conducted on 5% of the 30% work being undertaken by human intervention weekly to ensure legal compliance and maintain business confidence).
6. Project Staff – volunteers to be recruited from existing role, invited to apply for 2 positions to take this pilot working going forward – selection will be completed on the role profile with opportunities to undertake mentorship / upskill and training. CIPD(2025)
7. Full review to be undertaken prior to the end of 12 month implementation with a report being produced to the Senior Management Team inclusive of need to maintain AI audits for the Information Commissioners Office (nd)
8. Consideration of taking pilot wider across the department.
9. Consultation process between existing staff and managers and project team, legal and communications team.  It is essential that they are sighted and kept informed of proposed changes and decisions that may affect them. This may be undertaken by face to face engagement, questionnaires, meetings in respect of wider staff, guildhalls and online briefings (Weare, Kevin, 2026, pp 2-31)
10. Identification of existing talent pool and knowledge (Understand staff) (Covey S 2020 p 273), (Weare, Kevin, 2026, pp 2-31) 
11. Identification of staff with appetite to retrain or redeploy, Understand staff) (Covey S 2020 p 273), (Weare, Kevin, 2026, pp 2-31) 
12. Engagement with existing AI facilities and project team – identification of good practice and processes followed with that teams existing staff, Human Resources engagements and engagements with staff associations where good and bad practice was identified to ensure compliance with employment law, support structures and Civil Service Code (Harland, s, 2026)
13. Establishment of Communication process to keep wider agency informed to prevent misinformation (Government People Group,2024)
14. Public Press strategy to be implemented and managed (Department for Science Information and Technology, 2026)
15. Consider offsetting environmental impact of AI process with environmental actions (Tree planting – good news stories) UN Environment programme (2025)
16. Provide support to those staff and potential future staff who may be affected by changes, in way of partnership engagement for training opportunities and redeployment both within and without the agency, robust use of signposting to HR support networks and systems such as Care first (Government People Group, 2024)
17. Ensure that staff training and support is included in all internal and external documents and is delivered in a timely manner ensuring compliance Article 4 of the AI Act 2025.
18. Engagement with HR specialist and SMT and legal department in respect of Voluntary and Mandatory Redundancy schemes ensuring that packages, incentives and support is available prior to implementation.

5. Conclusion
To summarise, the Department has already successfully introduced a system which can work 24/7 365 days a year to undertake the initial review of drivers license applications.  The purpose of this proposal is to further develop this business practice to being used within the Drivers Medical Unit, an area which is subject to great public scrutiny given its poor performance in delivery of service.  By introducing an automated service, it will hope to reduce the time taken from application to review, enable existing staff to undertake other work within that area or other areas of business and improve service delivery .  There will be an initial cost to the organisation in adapting the original automated system and AI provision, and likely to be unsettlement of staff within that area but if managed well, introduced in phases, with opportunities to check, test, review and revisit, whilst supporting staff in upskilling or career progression then it is likely to increase confidence in the organisation and its performance both within the organisation, sector and with the public, ensuring that the  best possible service delivery is obtained with a clear appetite for constant improvement and development.  Introduction within the area of drivers medical is at first likely to be expensive due to the movement from one system to another, however, in the longer term costs will be offset against the adaptation of existing AI package, recruitment of internal staff and upskilling and the increase in accuracy, timeliness and performance enabling staff to be redeployed elsewhere or develop skill sets suited for the next era of public sector work knowledgeable of automation, Artificial Intelligence and service delivery OCED (2019).  Much of this process has already been applied during the implementation of AI into DL applications workstream, and good practice and lessons learned should be taken forward and further developed during this process.  How this business change is handled is key to supporting staff, business continuity, public confidence and the implementation and reception of further AI infrastructure across this and other agencies in the future.
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