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[bookmark: _Toc197274413]Executive Summary
The modern business environment operates under VUCA conditions. (Volatile, Unpredictable, Complex and Ambiguous).  The ability for an organisation to maintain competitive advantage, whether public or private is critical for success.  In case of this report, a public service organisation such as the Police are no exception in striving for performance excellence and delivering value through their Mission, Vison and Values.  Thames Valley Police (TVP) seeks excellence whilst delivering value for service through the prevention and detection of crime.  Leadership becomes critical in times of change and organisational evolution.  Technology advancements through Artificial Intelligence (AI) now provide the clearest optics in achieving efficiency advantages.  The evaluation from the macro environment encourages greater workforce sensitivity.in the face of the perceived AI threat.  This report seeks to focus on the importance of the greatest assets, people.  Strategic changes in structures, systems and strategy directly effect changes for the workforce and required skills. The ethical adoption of AI is critical for a harmonious workforce, reducing the scope of resistance and fear.   The adoption of a different organisational structure utilising a ‘Matrix’ style, enables the opportunity for greater agility, flexibility and communication whilst delivering ethical AI implementation. The implementation strategy over a three-stage horizon harnesses the ‘here and now’ whilst planning for horizon two for innovation and a confident symbiotic workforce. The leadership of change management becomes one of the foundations towards successful implementation, adopting Kotters model and McKinsey’s 7S, create the pathway for the first stage adoption towards safe technological change in work force planning, with an AI integrated Digital Learning Management System (DLMS) and Internal Talent Marketplace solution (ITM), capable of amplifying skills development and linking internal opportunities for an intrinsically motivated workforce of the future.
[bookmark: _Toc197274414]Introduction
This AI implementation plan is focused on a UK public sector police service, Thames Valley Police (TVP) who seek excellence through value of service delivery, whilst valuing and respecting the workforce through change and innovation. (TVP, 2025b).  TVP have a diverse workforce of approximately nine thousand officers and staff.  The workforce occupies both generalist and specialist skill roles. The organisation is designed on a traditional functional hierarchy structure, (TVP, 2025a) a positive attribute according to (Whittington et al., 2020) as there is clarity of role and ownership, but argues that functional structures are disadvantaged in being able to respond to agile and long-term strategic issues due to narrowed functional mindsets. Combined with legacy ICT systems, inhibit efficiency, to support an effective modern workforce.
The foundation for AI implementation is organisational readiness.  The arrangement of structure and leadership provide the basis of working towards a confident symbiotic future workforce, adapting to ambitious government AI horizons. Effective change management and ethical workforce preparedness will provide the confidence for workforce efficiency and competitive advantage, whilst seeking to advance technological solutions.  TVP’s omission of a personalised DLMS and ITM, provide the opportunity in developing recommendations towards an AI integrated work force management solution.  Enabling these platforms will create the drivers for future advancements.  The goal of successful business implementation is reliant upon proactive environmental scanning, aiming to future proof its advantage and people within a VUCA environment (Taylor and Woodhams, 2022). 
[bookmark: _Toc197274415]PESTEL
[bookmark: _Toc197274416]Political
The UK’s government policy prioritises investment in technology, with a strengthening view on AI to proactively enhance public service delivery. With commitments of over £20 million to AI initiatives in 2018, aiming to foster collaboration between the public sector and private industry (Gov.uk, 2018).  This commitment is reinforced in the opportunities action plan for AI implementation, outlining the urgency for greater AI adoption and innovation, particularly through partnership working (Gov.uk, 2025).
These horizon plans are closely aligned with the policing digital strategy, which encourages technological innovation, whilst recognising the risks associated with underinvestment (NPCC, 2020).  Value for money and efficiency are key drivers within the National Police Chiefs’ Council’s strategy for AI,(NPCC, 2024) reflecting a wider public sector view on delivering productive services within budgetary constraints.
[bookmark: _Toc197274417]Economical 
The public sector’s stability is closely tied to the resilience of the wider UK economy. AI adoption is projected to drive significant economic growth, with government forecasts indicating a rise in GDP to 1.3% in 2026 from 1% in 2025, (Gov.uk, 2025) Longer-term projections suggesting AI and machine learning could contribute towards 3% GDP by 2025 according to (Sharpe et al.,2024) as shown in Figure 1.0.
[image: ]
Figure 1.0: Cumulative Impact on GDP, source,TBI analysis using LFS and O NET data.

Analysis by (Sharpe et al., 2024), as cited by (CIPD, 2025), outlines several scenarios for AI’s impact on employment and the economy.  The most likely scenario, the ‘tailwind’, anticipates rapid AI adoption resulting in substantial economic growth throughout 2030-40, with only moderate effects on overall workforce numbers due to automation. (Figure 2.0).
[image: ]
Figure 2.0 - Unemployment Impact x 1000 of workers, source  TBI analysis using LFS & O NET data.


UK Government policy is focused on maximising economic benefits of AI while mitigating risks, through investments in infrastructure, skills, and public-private partnerships. The AI opportunities action plan and related government strategies present the case for concentrated policy direction, targeted funding, and procurement, ensuring AI deployment delivers public value, (Gov.uk, 2025).
[bookmark: _Toc197274418]AI is expected to increase efficiency and productivity within the public sector, potentially saving up to £41 billion annually, or 1.5% of GDP, if implemented at scale. Overall, the economic outlook for AI public sector adoption is positive, with strong government commitment for growth and workforce adaptation. (Atkinson and Browne, 2024).
Societal  
AI adoption in society remains a contested issue, some scholars have predicted a significant impact on workplace employment, (Frey and Osborne, 2017) provide comparative data from the US indicating that 47% workforce is identified at risk of computerisation, resulting in higher unemployment potential (Figure 3.0).
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Figure 3.0 - C. Frey, M. Osborne (2017) Technological Forecasting & Social Change.
Findings by (Frey and Osborne, 2017) suggests that in the advancement of technology where low skill working positions are displaced, workforce reliance will require re-skilling to acquire creative or social competencies that avoid digital impacted positions.  The proposition that 40% of work could be done by AI, only a few of these transactions could be totally replaced by AI, revising figures that AI could save approximately 19.8 % of employees work within the public sector (Atkinson and Browne, 2024).
Findings by (Gerlich, 2024) highlight societal concern, indicating; ethical governance, data privacy, and employment displacement are of significant concern to workforce members. Suggestions by (Lawler and Mohrman, 2003) indicate implementation strategies generally fail due to non-engagement from the workforce and poor workforce people management and communication, therefore public trust and confidence hinge upon approaches towards ethical governance according to (Stahl et al., 2023).
[bookmark: _Toc197274419]Technology 
According to (Sharpe et al., 2024) the UK has a highly skilled workforce environment to utilise AI effectively.  The implementation of AI remains at the forefront of advanced technologies, (Panetta, 2018).  The impact and speed of digital AI adoption is a reminder for policing to engage in improvements and innovation promptly or risk losing opportunities to adapt and modernise. (NPCC, 2020).  An organisations inability to adapt, will ultimately lead to ineffective competition due to higher costings (Taylor and Woodhams, 2022). Indicating that technology is now responsible for the massive transformation in competitive business.
[bookmark: _Toc197274420]Environmental 
Environmental sustainability impact on electric and water demands for AI data centre cooling is increasing, (Luers, 2024). The global AI electricity use is estimated to be less than 1:10000, however whilst this global estimate is low, local environmental impact can be higher. An example from Ireland in 2022, illustrates data centre consumption with 17% of total electricity consumption.  Luers suggests a tenfold increase in data centres by 2026. This prediction is corroborated with evidence of new data centres in Wales, the biggest in Europe, with investment of over £12 billion and creation of approximately 12’000 employee opportunities. (Gov.uk, 2025). 
[bookmark: _Toc197274421]Legal
Legal considerations regarding AI in policing is subject to continuous scrutiny. Suggestions by (Maiti, Kayal and Vujko, 2025) highlight real concerns in ethical management and leadership, including data protection, privacy, employment disruption, manipulation and ethical decision-making.  The importance of AI management and governance is recognised through regulation, including General Data Protection Regulations, GDPR. (Gov.UK, 2016) and the Data Protection Act 2018 (Gov.UK, 2018).  The avoidance of breaches of personal data using generative AI is paramount according to (ICAEW, 2025).  Within the policing environment principles of responsible governance are captured under the AI Covenant, (NPCC, 2023), several additional frameworks exist to support ethical and legal compliance, including international AI management principles, (OECD, 2025), alongside UN AI Global compact (United Nations, 2025).
[bookmark: _Toc197274422]Analysis 
[bookmark: _Toc197274423] Change management

Transformational change according to (Armstrong, 2016), recognises significant change towards workplace structures and alternation to functions that effect processes and behaviours. The implementation of change is described by (Pettigrew and Whipp, 1991) as hard to hold on to gains made, whilst dealing with an ‘iterative, cumulative and reformulation in use process’. Implementing transformational change according to (Cummins and Worley, 2009) will observe noticeable and fundamental changes in structure and processes. (Adair, 2009) supports greater flexibility in response to innovative organisational change through flatter organisational structures. 
The contextual intricacies of a change programme are viewed using the framework ‘Change Kaleidoscope’ (Figure 4.0), positioned to examine questions of time required to make a change, the magnitude of change required, identification of resource and capabilities that must be preserved and considered homogeneous makeup of the workforce departments, including management capacity and capability to enact change. (Balogun, et al, 2016).
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Figure 4.0 - Change kaleidoscope, adapted from Whittington, (2020) (Exploring strategy, pg. 469)

Utilising the macro horizon analysis and the evidence base for adopting AI, the process of deciding modernised structures, processes and procedures can begin, (Armstrong, 2016). In this case, an emergent strategy is defining the shape of incremental transformational change (Taylor and Woodhams, 2022).  A considered model to harness this transition according to (Armstrong, 2016) is the (Kotter, 1995) eight stages change model.  This is a well-known change model, providing a solid framework, (Taylor and Woodhams, 2022) highlight the need for effective communication and bringing people with you, although (Hughes, 2010) disputes its success based on the lack of evidence-based findings of its practical applied successes. The mechanism to enact change can also be viewed from a managing change model by (Lewin, 1951) ‘Unfreezing’, ‘Changing’, ‘Refreezing’. A familiar model based upon, allowing openness for change in a current situation, altering responses based on new information and then refreezing and reinforcing the change with those actors, (Armstrong, 2016).  Although, according to (Hamel and Zanini, 2014) this approach is not productive in a fast changing and evolving world, where the ‘frozen’ aspects could quickly become irrelevant.
The considered AI change programme can also be assisted through the framework of McKinsey’s 7s. (Figure 5.0).  Providing focus on the value of seven elements being jointly important for successful implementation (Whittington et al., 2020).
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Figure 5.0: Image adapted from Whittington, (2020) exploring strategy The McKinsey 7’s.
This framework provides context for effective development, management and visibility of workforce skills and opportunities match to the Work Force Management (WFM) systems, utilising the Digital Learning Management Systems (DLMS) communicating with the Internal Talent Market system (ITM), (Cowgill, 2023) suggests this is similar concept to LinkedIn social platform, linking people to opportunities and businesses to people (LinkedIn, 2025). The delivery of service through an effective Human Resource Management (HRM) in a digital capacity creates efficiency opportunities with savings though implementation of AI in a Digital HRM. (Ulrich, 2019).
The McKinsey's 7’s framework supports important aspects of organisational superior performance according to (Whittington et al., 2020).  In positioning for agility in a digital transformational environment Whittington suggests that a Matrix organisational structure can mobilise flexibility (Figure 6.0). The structure, moving from a decentralised mechanistic position increasing speedy innovation.  Conversely, Whittington outlines that utilising such structures under strict performance and planning conditions may inhibit agility. However, the UN AI global compact, 2025 state that creation of a responsible operational AI team, with cross functional governance and representation is key in establishing a responsible structure. (United Nations, 2025). 
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Figure 6.0: Author interpretation of Matrix structure. 
[bookmark: _Toc197274424]Systems
According to National Policing Digital Strategy, (NPCC, 2020) significant pressures against policing require the adoption of new methods to achieve greater effectiveness within constraints of funding challenges.  The effective support of staff and officers through greater efficiencies and streamlined processes is achievable through AI adoption (NPCC, 2024).  The digital strategy advocates the removal of bureaucracy and manual repetitive processes and increasing digital literacy, enhancing a digitally enabled workforce. The (NPCC, 2020) suggest the continued focus on attracting more talent should be pursued. 
[bookmark: _Toc197274425]Skills and workforce staff
Pillar three in the National Policing Digital Strategy supports the investment in the workforce, from frontline officers, staff, and leaders, with focus upon knowledge and skills development. (NPCC,2020).  The skills of the workforce are central to the 2030 digital ambition, with focus on leaders and users alike. (NPCC, 2020). The UN Global Compact for AI (2025) suggest readiness of the workforce is critical, with focus upon digital literacy, ensuring a people centred transition.  The mitigation of employment displacement should be key whilst training staff in new skills.





[bookmark: _Toc197274426]Symbiotic workforce  
The increasing anxiety around AI implementation into workplace environments and impacts on the human workforce are increasing according to (Wilson and Daugherty, 2019) therefore bringing the context of a symbiotic workforce to the front. Wilson suggests that to create an effective symbiotic workforce, the human needs to be central to the AI process to develop and exploit the intrinsic motivations of workers. (Wilson and Daugherty, 2019) argues that the shift is now from automation to collaboration with technology and the workforce, but ethical transparency within the workforce is critical, a sceptical workforce that fears AI due to job loss or deskilling will create significant challenges. 










[bookmark: _Toc197274427]Ethical AI implementation
According to (Taylor and Woodhams, 2022) citing (CIPD, 2021) ethical values can be personal, professional or public values.  Including integrity, inclusivity, privacy, equality. These aspects can directly impact the cultural behaviours, attitudes, values and beliefs. Attention is drawn by (Schein, 2017) of culture being a shared product of shared learning. The ambitious and innovative movement towards AI must be balanced through an approach of considered ethics and sustainability according to (Maiti, Kayal and Vujko, 2025).  Areas where transparency is important according to (Díaz-Rodríguez et al., 2023) are; inclusivity and fairness, driving forces for ethical practice and implementation of AI.  The strive for enhanced productivity and efficiencies according to (Hardt, Price and Srebro, 2016) creates an environment for reflection on how complex ethical challenges can be addressed, increased attention towards bias and fairness of AI systems and the potential for adverse interaction relating to gender, race and socioeconomic conditions.  Conversely, vast amounts of literature around ethical insight of AI are in existence, however, (Maiti, Kayal and Vujko, 2025) cite (Schwartz et al., 2022) who argue that the practical application and frameworks are not fully considered with implementation, particularly around bias fairness and societal impact. 
[bookmark: _Toc197274428]Leadership
Empowering leadership is not favourable for supporting AI implementation or dealing with resistance to change (Frick et al., 2021).  A situational leadership approach may offer an alternative pathway to support and motivate the workforce.  The accelerating progression of AI presents leadership challenges and the need for agility and adaptation to address changing environments (GBS, 2025).  Leaders should understand their employees' commitment and competence levels and adjust their leadership style, accordingly, ranging from directive to supportive behaviours (Northouse, 2016).  Situational leadership can be used at the beginning and implementation of projects where decisions, support, and leadership are critical, adjusting to followers' progression or regression as necessary (Northouse, 2016).
[bookmark: _Toc197274429]Horizon Strategy
A three-horizon strategy framework (Figure 7.0) suggests an approach through time by viewing three different horizons. (Whittington et al., 2020) suggests horizon one is a defence position for current activity with expectation of long-term in effectiveness. Horizon two is a focus on emerging business activities, and horizon three being the view of uncertain conditions, this being about risk, research and trial and error. Whittington suggests avoiding short term focus but observing the three horizons holistically. 
[image: ]
Figure 7.0: Image: ITC, (2008) Three Horizons framework; (ITC, 2008)
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	Strengths
	Weaknesses

	Ambitious and recognised use of AI through Robotics initiatives in the MASH. Established AI maturity. (Blueprism, 2025).
	Budget constraints for public sector areas, including policing (TVP to save £11m in 2026). (Roberts, 2025).

	UK Government support for initiatives and creative development in the public sector. (Gov.uk, 2025).
	TVP has a traditional hierarchy setup, with separated digital functions. (TVP, 2025a).

	Promising coordination from the NPCC in supporting AI adoption through established governance frameworks. (NPCC, 2023a).
	Police operate with legacy learning systems that do not engage users effectively due to siloed approach. (NPCC, 2020).

	Opportunities
	Threats

	Opportunity for restructure and adoption of AI to reduce bureaucracy, increase efficiencies. (Straub, 2024).
	Functional structure may miss critical opportunities to engage AI modernisation through narrow focus. (Whittington et al, 2020).

	Modernised SHRM with L&D could focus attention and resources on AI adoption.
	Poor engagement and leadership with SHRM and L&D may result in poor execution of AI initiatives, harming morale.

	Digital Learning Management System (DLMS) could track an individual’s journey from conception to exit with connection to an ITM, allowing efficient and modern WFP visibility. 
	Failure to adopt and adapt towards AI risks leaving policing operations and skills development in the past, impacting performance efficiencies.


[bookmark: _Hlk197162996]Figure 8.0 - SWOT analysis by author.
[bookmark: _Toc197274431]Conclusion
[bookmark: _Int_xL2nQccv]The organisational business environment of both public and private sectors is striving for competitive advantage, attempting to maximise efficiency whilst minimising costs.  The current macro environment provides a positive outlook towards a technological AI outlook.  The advancing digital climate provides organisations with the opportunity to reflect on their legacy systems use, and how they can be enhanced to positively engage, support and motivate workforce members in a symbiotic workplace whilst accepting the challenges and fears that may exist.  The construct of good strategic change management and ethical leadership is critical towards successful technological implementation in VUCA business environments.  Whilst environments and costings may change, a strong tailwind supports innovative advancements towards AI, embracing International, National and Local ethical implementation principles. 







[bookmark: _Toc197274432]Recommendations

	1
	Development of an AI capable ITM and DLMS to harness workforce skills within the lifecycle model with full integration of SHRM. Creating holistic WFP visibility and influence to support a learning and skills environment that will transition over the three strategic horizons.
[image: ]
[bookmark: _Hlk197249383]Fig 9: Author interpretation of AI SHRM utilising digital WFP solution.
	The costs of this recommendation will vary but will depend on technology selected (bespoke or COTS) the data processing and workforce staff training with ongoing maintenance. Costs will include, cloud computing services, the model of AI development required and joining with legacy ICT systems. The expectation of costs around alteration for regulatory, legal, and compliance including redundancy forecasts should be considered. (Trotolo, Hayat and Hayat, 2025) suggest approx. £1.3 million using crude costs around these considerations.  

	2
	Implementation of a Matrix structure to harness key team stakeholders for ethical AI development, Governance and Leadership. (Scott, 2025)
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Figure 9.0 - Author interpretation of AI SHRM utilising digital WFP solution.
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