
 
 

University of Birmingham

AI in Local Government
Fenning, Kevin

License:
Creative Commons: Attribution-NonCommercial (CC BY-NC)

Document Version
Publisher's PDF, also known as Version of record

Citation for published version (Harvard):
Fenning, K 2026, AI in Local Government: Adoption, Benefits and Challenges. The Local Policy Innovation
Partnership Hub.

Link to publication on Research at Birmingham portal

General rights
Unless a licence is specified above, all rights (including copyright and moral rights) in this document are retained by the authors and/or the
copyright holders. The express permission of the copyright holder must be obtained for any use of this material other than for purposes
permitted by law.

•Users may freely distribute the URL that is used to identify this publication.
•Users may download and/or print one copy of the publication from the University of Birmingham research portal for the purpose of private
study or non-commercial research.
•User may use extracts from the document in line with the concept of ‘fair dealing’ under the Copyright, Designs and Patents Act 1988 (?)
•Users may not further distribute the material nor use it for the purposes of commercial gain.

Where a licence is displayed above, please note the terms and conditions of the licence govern your use of this document.

When citing, please reference the published version.
Take down policy
While the University of Birmingham exercises care and attention in making items available there are rare occasions when an item has been
uploaded in error or has been deemed to be commercially or otherwise sensitive.

If you believe that this is the case for this document, please contact UBIRA@lists.bham.ac.uk providing details and we will remove access to
the work immediately and investigate.

Download date: 09. Aug. 2026

https://research.birmingham.ac.uk/en/publications/be818678-a2d9-45e4-8841-add2238ed0fc


 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

Kevin Fenning 

Evidence First 

April 2026 

AI IN LOCAL GOVERNMENT: ADOPTION, 
BENEFITS AND CHALLENGES 

   
LOCAL POLICY INNOVATION PARTNERSHIP HUB 



 

1 

 

  

Contents 

ACKNOWLEDGEMENTS ................................................................................................ 2 

EXECUTIVE SUMMARY .................................................................................................. 3 

1. INTRODUCTION ..................................................................................................... 6 

2. THE CONTEXT OF AI ADOPTION IN LOCAL GOVERNMENT .......................................... 8 

3. USES OF AI IN LOCAL GOVERNMENT ......................................................................15 

4. EMERGING BENEFITS OF AI IN LOCAL GOVERNMENT ...............................................24 

5. CHALLENGES AND BARRIERS ................................................................................35 

6. LOOKING FORWARD: FUTURE CHALLENGES AND OPPORTUNITIES ..........................46 

7. CONCLUSIONS: WHAT THIS MEANS FOR LOCAL GOVERNMENT AND OTHER 
STAKEHOLDERS ..........................................................................................................53 

APPENDIX 1: CASE STUDY REVIEW METHODOLOGY .......................................................56 

APPENDIX 2: REFERENCES...........................................................................................59 

 

  



 

2 

 

Acknowledgements 
The authors of this paper are extremely grateful for the time given by numerous stakeholders, to 
discuss their experience of the issues presented in this report. Their insights have proven 
invaluable in understanding the full range of issues associated with AI usage in local government. 

We would therefore like to thank colleagues from the following organisations who have supported 
this research work: 

• Barnet Council 

• Connected Places Catapult 

• Demos 

• Government Office for Science (GO-Science) 

• Health Determinants Research Collaboration (HDRC) Gateshead 

• Local Government Association (LGA) 

• Local Government Intelligence Unit (LGIU) 

• London Office of Technology & Innovation (LOTI) 

• Manchester City Council 

• Ministry of Housing, Communities & Local Government (MHCLG) 

• Newcastle University 

• North Yorkshire Council 

• NW Employers 

• Overcut Strategy 

• Productivity Institute 

• PUBLIC 

• Richmond upon Thames Council & Wandsworth Council 

• Socitm 

• Swindon Borough Council 

• West Midlands Combined Authority 

• West Yorkshire Combined Authority 

• Wigan Council 

 



 

3 

 

Executive Summary  
This report reviews current adoption and usage of artificial intelligence (AI) by local authorities, 
the emerging benefits and challenges, and takes stock of future considerations for the sector in 
using the technology.  

Local authority usage of artificial intelligence (AI) is increasing. Many councils consider 
themselves to be at a relatively early stage of adoption, but there is also evidence of increasingly 
sophisticated implementation. The promise of AI is that it can help address the many challenges 
facing local authorities arising from the longstanding financial pressures they face, coupled with 
rising service demand from residents.  

We have reviewed 101 AI case studies and engaged with 35 individuals from 22 organisations 
across local government, central government, membership organisations, and academic and 
private sector experts. We find that: 

• The most prevalent uses of AI are based on applications such as note-taking, transcription, 
and translation. 

• Beyond these mainstream tools, councils are utilising a broad range of applications, 
including: chatbots (both text and voice-based) for service information and triage, sensor and 
AI-enabled systems for monitoring and operational efficiency, predictive analytics to forecast 
service need and limited examples of robotics. 

• Most usage is therefore focussed on administrative activities – both on a whole-council basis 
and within service areas – and customer service. However, there is a ‘long tail’ of service-
specific niche applications, often utilising more sophisticated AI-based approaches. 

• There is a lack of robust quantitative evidence on the impact of AI usage in local government. 
Nonetheless, there are a number of case studies which provide some measure of impact, 
and which are supported by the qualitative evidence of case studies and consultee feedback. 
Available evidence suggests that there are significant efficiency gains arising in cases such 
as note-taking and transcription where AI outputs are typically ‘good enough’ and can easily 
be reviewed by officers, reducing the potential for errors. Where these efficiency gains 
interface with service-users, the feedback from residents is usually positive.  

• In some cases, these efficiency gains can be translated into cost savings, but only when there 
is an external cost that can easily be cut (e.g. an outsourced translation service). There is no 
evidence of impact on local authority job numbers, though some limited suggestion that 
future hiring may slow in areas where AI solutions are most effective.  

Despite these benefits, councils face several challenges in implementing AI at scale: 

• Funding remains a key challenge, especially as invest-to-save opportunities are limited 
without plans to reduce staffing levels. Lack of firm evidence of impact can make it difficult 
to justify investment. 

• Lack of skills and knowledge is a challenge at both leadership level and across organisations. 
Senior leaders may be enthusiastic but lack practical knowledge of implementation. 
Specialist staff are limited, unevenly distributed across councils, and increasingly stretched 
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as demand expands. Staff understanding of AI varies widely. This raises risks of inconsistent 
use, poor quality outputs, and shadow adoption of unapproved tools. 

• The technology itself is changing rapidly and future developments are uncertain. Effective 
procurement of digital systems is a longstanding challenge for local government. At the same 
time, vendor additions of AI into existing products create a risk that AI will be forced upon 
councils.  

• The need to navigate challenges associated with cyber-risk, that may be increased due to AI. 
The sensitive nature of many aspects of local authority work means that cybersecurity is 
particularly important.  

• There remain weaknesses in the technology – including bias and hallucinations – that mean 
that careful supervision, often described as ‘human-in-the-loop’, remains essential, and can 
limit practical application where supervision is too costly or the consequence of errors is too 
severe. 

These challenges create the risk of systemic underinvestment. Going forward, councils will need 
to navigate uncertainty by taking a flexible approach which: 

• Targets use cases where value is clearest: Starting with processes where AI reliably 
supports productivity and quality (e.g. transcription, drafting, translation), and expanding 
where governance and evidence justify it. 

• Builds familiarity and capability across leadership and staff: Council teams need to 
understand strengths, weaknesses, and appropriate uses of AI, to reduce risk and maximise 
opportunity. Teams will continue to need the expertise and knowledge to effectively check AI 
outputs.  

• Embeds strong governance and an ethical approach: Clear policies, approval routes, data 
controls, and quality assurance, informed by a robust ethical framework that ensures 
‘human-in-the-loop’ for key decisions 

• Avoids lock-in: Maintaining flexibility by limiting long-term procurements where possible and 
designing for interoperability. 

• Measures impact: Developing practical approaches to tracking usage, time savings, quality 
improvements, resident outcomes, and costs, in order to strengthen business cases and 
prioritisation. 

Councils should also anticipate changes in engagement with citizens. AI may empower residents 
to engage more effectively with services, but could also increase vexatious or high-volume 
interactions (such as complaints, or objections to planning proposals). Authorities may need to 
consider both policy and operational responses, including the careful use of AI to help manage 
demand. 

There is an important role for the local government sector and Government to play in supporting 
responsible adoption of AI, and avoiding councils separately ‘reinventing the wheel’.  

Organisations such as the Local Government Association (LGA), Socitm, and the London Office 
of Technology & Innovation (LOTI) are already supporting the sector, with central Government 
support from GDS Local and MHCLG’s Local AI project.  
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To maximise the benefits of AI adoption, support will be needed for: 

• Horizon scanning and monitoring changes in AI to keep abreast of practical techniques and 
technologies for councils. 

• Providing updated guidance and templates that help councils adopt best-practice 
approaches to governance, deployment, and risk management.  

• Identifying priority shared use cases and developing reusable solutions that can be 
shared across local authorities. 

• Building infrastructure for sharing and maintaining solutions, so that solutions can be 
updated over time.  

• Providing specialist expertise to support local initiatives, especially where the results can 
be shared.  

• Funding high-quality evaluation to build the evidence base for investment decisions, 
enabling local authorities to invest with confidence. 
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1. Introduction 
This research report explores the current status of artificial intelligence (AI) usage in local 
government. It has been conducted as part of the Fellowship programme of the Local Policy 
Innovation Partnership (LPIP) Hub which is funded by the Economic & Social Research Council 
(ESRC), Arts & Humanities Research Council (AHRC), and Innovate UK. The LPIP Hub is led by the 
City-Region Economic Development Institute (City-REDI) at the University of Birmingham. 

The purpose of this work is to provide a timely stocktake of progress towards greater use of AI 
within local government in the UK. In particular, this work has aimed to review: 

• How AI is being used by local government. 

• Benefits that are being achieved, and the extent to which benefits can be quantified. 

• Challenges associated with adopting AI and / or achieving purported benefits of AI usage. 

• Future opportunities and challenges – including implications for the local government 
workforce. 

AI is a fast-evolving space, and this work aims to provide a rapid review of emerging evidence and 
perspectives.  

The Research Process 
The research work for this report has been undertaken between October 2025 and February 2026. 
The research has consisted of: 
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• Stakeholder interviews with 35 individuals from 22 organisations. This has involved a mixture 
of local government representatives and representatives of other organisations with a 
complementary perspective on the issues, including: central government, government 
agencies, membership organisations, and academic and private sector experts.  

• Reviewing extant research studies with a focus on artificial intelligence usage in local 
government, as well as other relevant studies with perspectives from wider public sector 
applications and other relevant sectors. 

• Reviewing extant, published case studies on AI in local government. 

Structure of this Report 
The remainder of this report is structured as follows: 

• Section 2 analyses the context in which local government is adopting AI, including the local 
government financial and strategic context, wider national government policy, popular 
understanding and opinion of AI, and an environment of fast-paced technological change. 

• Section 3 reviews how local government is using AI at the moment.  

• Section 4 explores emerging benefits and the extent to which these are being quantified.  

• Section 5 reviews challenges and barriers to adoption. 

• Section 6 looks forward to future challenges and opportunities, particularly with regard to 
the impact on staffing. 

• Section 7 considers the implications for councils, the local government sector, and 
government in supporting responsible long-term adoption of AI. 

• Appendix 1 describes the methodological approach to the case study analysis. 

• Appendix 2 lists the references used for this research.  
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2. The Context of AI Adoption in Local Government 
In this section we consider the context in which local government is adopting AI, focussing on 
four key elements: 

• Local government challenges and opportunities in terms of funding and rising need, as well 
as – in many places - changing structures and / or devolution which may create opportunities 
for scaling deployment.  

• National government efforts to develop policy for AI and integrate AI into its operations. 

• Public opinion and concerns about AI usage which may influence local government 
adoption.  

• Driving all of the above are rapid changes in the underlying technology of AI and the market 
context of its implementation.  

Local Government Challenges and Opportunities 
Local government faces rising demand for services, driven by an ageing population and 
requirement to respond to new duties determined by central government. Examples of these 
pressures include: 
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• Rising demand for local authority-funded social care support. New requests for care were 4% 
higher in 2023/24 compared with the previous year, and 8% higher than in 2019/20.1 

• Between 2019/20 and 2023/24, the local authority costs of supporting looked‑after children 
in residential care nearly doubled to £3.1 billion, partly reflecting a 10% increase in numbers 
of looked-after children, but also reflecting large increases in the cost of care.2 

• Local authority spending on home to school transport increased by 70% in real terms 
between 2015/16 and 2023/24, rising from £1.4 billion to £2.3 billion over this period.3 

• Spending on homelessness services by local authorities increased in real terms from £1.1 
billion in 2010/11 to £2.4 billion in 2022/23, an increase of 113%.4 

 

One estimate of local government expenditure challenges suggests that by 2029 local services in 
England will require almost £16 billion more in spending compared with 2020.5 

Since 2010, local government core funding has declined by 9% in real terms, and 18% in real 
terms per person.6 In deprived areas, funding per person has declined even more steeply, by 26% 
in the top decile of most deprived areas of the country, compared with 11% in the top decile of 
least deprived areas.7 Local government full time equivalent (FTE) employment has fallen from 
1.6m in 2009 to 900,000 in 2025.8 

This picture has started to change. Funding has increased since 2021/22, though current overall 
spending remains significantly below 2010 levels.9 The most recent funding settlement for local 
government will see core local government spending power rise by £10.6bn by 2028/29 
compared to 2025/26 funding levels.10 This is a 15.6% increase, though on a per-person basis 
funding will rise by 7.4%.11  

Local government in England is also undergoing significant levels of structural change. Two-tier 
areas are being asked by Government to develop local government reorganisation (LGR) 

 
1 Care Quality Commission (2025) The state of health care and adult social care in England 2024/25 
2 NAO (2025) Managing Children’s Residential Care 
3 NAO (2025) Home to School Transport 
4 NAO (2024) The effectiveness of government in tackling homelessness 
5 PWC & County Councils Network (2021) Future of Local Government 
6 IFS (2024) How have English councils’ funding and spending changed? 2010 to 2024. Figures cited are 
for period from 2010/11 to 2024/25 
7 IFS (2024) How have English councils’ funding and spending changed? 2010 to 2024. Figures cited are 
for period from 2010/11 to 2024/25 
8 2009 figure taken from LGA Community Wellbeing Board (2023) Workforce capacity in local government. 
Latest figure taken from LGA (2025) Local government workforce data 
9 IFS (2024) How have English councils’ funding and spending changed? 2010 to 2024. Figures cited are 
for period from 2010/11 to 2024/25 
10 IFS (2025) Government confirms big redistribution of funding to more urban and more deprived 
councils in England 
11 IFS (2025) Government confirms big redistribution of funding to more urban and more deprived 
councils in England 
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proposals to simplify structures, which is expected to lead to fewer, larger unitary authorities.12 
Alongside LGR, the Government is continuing to pursue English devolution: transferring powers 
and budgets from Whitehall to larger Strategic Authorities, many of which have mayors. The 
objective of Government is to ‘complete the map’ of devolution across England to create a clearer 
route for areas to gain deeper powers over policy areas such as transport, housing and planning, 
skills, and economic development.13  

This context is relevant to local government use of AI in the following ways: 

• To the extent that AI can increase efficiency and support better service delivery, AI has the 
potential to help address the significant capacity challenge that local government faces. 
Some early work on the potential benefits of AI for the sector suggests that up to 40% of public 
sector tasks could be automated by AI, saving a fifth of public sector workers’ time, and 
creating the opportunity for £41bn in savings14 by reducing the number of public sector 
workers.15 Against a background of financial challenges and rising demand for services, the 
potential for automation will remain highly attractive. 

• Local authorities deliver highly sensitive services that impact the lives of vulnerable people 
and communities. The application of AI must therefore be informed by an ethical approach 
that minimises the risk of harm.  

• Restructuring of local government may provide opportunities to streamline existing systems 
and introduce new AI approaches. It may also, by increasing the scale of authorities, provide 
the opportunity for more specialist expertise within local government related to AI.  

Emerging National Policy and Guidance 
UK national government policy frames AI as a vital economic opportunity and a public-sector 
reform lever. The Government’s AI Opportunities Action Plan states that the public sector should 
‘rapidly pilot and scale AI products and services…[which]…will drive better experiences and 
outcomes for citizens and boost productivity.16 In launching the plan, the Prime Minister 
described AI as ‘the defining opportunity of our generation’.17  

This strategic positioning has been supported by broader policy and guidance including: 

• The Blueprint for modern digital government, which describes AI as ‘a paradigm shift, bringing 
substantial new opportunities that we must explore, understand and embrace – 
responsibly’18, signalling that AI adoption is intended to sit within (and depend on) broader 
digital and data transformation.  

 
12 House of Commons Library (2026) Local government reorganisation 2026 
13 MHCLG (2024) English Devolution White Paper 
14 Across the public sector as a whole – including local authorities, but also central government etc. 
15 Tony Blair Institute (2024) The Potential Impact of AI on the Public-Sector Workforce 
16 DSIT (2025) AI Opportunities Action Plan 
17 Gov.uk (2025) PM speech on AI Opportunities Action Plan: 13 January 2025 
18 DSIT & GDS (2025) A blueprint for modern digital government 
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• A voluntary Code of Practice for the Cyber Security of AI19, which sets out principles for 
working with AI including emphasising the need for training, enabling human responsibility 
and oversight, and the need for communication with end users and affected parties – all 
principles which are also relevant for local government too.  

• An AI Playbook for Government with guidance on how to approach using AI solutions.20  

• A Data and AI Ethics Framework that supports the responsible implementation of AI 
solutions.21  

Alongside these specific AI developments are recent announcements such as the proposals for 
a new School of Government, which includes a focus on better use of technology including AI.22 

For local government this means that there is a supportive national policy environment for the 
implementation of AI, that explicitly references its application by local authorities. National level 
guidance can also be helpful in considering best practice approaches locally. 

These elements of national guidance have been complemented by work undertaken on a cross-
local government sector basis. This includes: 

• The Local Government Association’s work on AI, which includes leading an AI Network to 
share best practice, undertaking State of the Sector surveys to understand AI adoption, and 
sharing best-practice case studies.  

• Socitm’s AI case study library and guidance on AI usage and sample AI terms of reference 
documents.  

• The London Office of Technology & Innovation (LOTI) has produced guidance on the use of 
generative AI which is also relevant to local government outside of London. 

These resources and networks are an important part of the sector’s response to the challenge 
and opportunity of AI.  

Public opinion of AI 
Public attitudes to AI will be an important facet of adoption and essential to ensure public trust 
to new, AI-based approaches. One recent survey suggests that less than half (40%) of the UK 
public trust the public sector to use AI responsibly, with 41% of respondents agreeing that ‘AI is 
dangerous and should not be used in the public sector’ compared with 29% that felt AI should be 
widely adopted.23 52% of respondents to this survey think the public should be consulted before 

 
19 DSIT (2025) Code of Practice for the Cyber Security of AI 
20 GDS & DSIT (2025) Artificial Intelligence Playbook for the UK Government 
21 GDS (2025) Data and AI Ethics Framework 
22 Gov.uk (2026) “Move fast, fix things” – Darren Jones sets out plan to rewire Whitehall and incentivise 
innovation in the civil service 
23 Nesta (2025) Less than half of the UK public trust the public sector to use AI responsibly, survey finds. 
Note: survey of 2,000 adults. 
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AI is introduced in the public sector, while only 20% want these decisions left to expert 
professionals.24 

There is some evidence that engagement with AI can help soften attitudes, as the same source 
reports that ‘a series of deliberative workshops about Magic Notes, an AI transcription and 
summarisation technology developed by UK company Beam, found overwhelming support for 
social workers using the technology… after consultation, 74% thought that the benefits of the AI 
tool outweighed the risks’.25 This suggests that engaging with the public on the benefits of specific 
use cases can help raise levels of support.  

Concerns about public sector use of AI sit alongside broader anxieties about the implementation 
of AI, including concerns about jobs losses across the economy, the risk of misinformation and 
deepfakes: 

• One recent survey found that 56% of respondents agreed that ‘the advance of AI threatens 
the current structure of society’.26 

• Another found that over half (51%) of the public are concerned about the impact of AI and 
new technologies on their job, rising to 62% for workers aged 25-34.27 

• A separate poll found that 74% of respondents were ‘very’ or ‘fairly’ concerned that AI could 
be used to spread misinformation and undermine public trust.28    

The use of AI in local government is operating against a backdrop of concerns about the role and 
implications of AI use in society. Therefore, engaging residents and service users on sensitive 
uses of AI will be important for councils, a point we return to in Section 3. 

Technological progress and market developments 
Perhaps the most significant context for AI use in local government is the fast pace of change in 
the technology itself. One measure of the pace of change is the experience of ChatGPT, which 
launched in November 2022 and now has 900 million weekly users worldwide.29 As well as its 
core text-based mode, ChatGPT has expanded over that period to encompass image and video 
generation30, voice-chat, and dedicated tools for coding – progress which has been matched by 
other competitors such as Google’s Gemini and Anthropic’s Claude. ChatGPT’s models have also 
been integrated into Microsoft Copilot.  

In early 2025, Chinese AI company DeepSeek released its R1 model which was notable for 
providing similar performance to established sector leaders, but at a (reported) fraction of the 

 
24 Nesta (2025) Less than half of the UK public trust the public sector to use AI responsibly, survey finds 
25 Nesta (2025) Less than half of the UK public trust the public sector to use AI responsibly, survey finds 
26 Ipsos (2025) Ipsos UK Public opinion towards AI – July 2025 
27 TUC (2025) TUC calls for “step change” in UK approach to AI as poll finds majority of public are 
concerned over jobs 
28 Verian (2026) Despite widespread concerns, nearly seven in ten Britons use AI for at least one purpose  
29 Techcrunch (2026) ChatGPT reaches 900M weekly active users 
30 Note: in March 2026, ChatGPT announced it would discontinue its Sora video creation app. 
Nonetheless, other platforms are continuing to offer this functionality. 
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training costs and on an open-source basis.31 This was an important development in 
demonstrating that rapid progress could be made on AI costs, as well as strengthening the sense 
of geopolitical competition driving the ‘AI race’. 

In late 2025 and 2026, attention turned to the large capital investments being made on data 
centres and computational power by key protagonists in the AI sector. The scale of investments 
has led to concerns that the sector may be experiencing a ‘bubble’, the bursting of which might 
have negative repercussions for the development and adoption of AI.32  

These concerns have been heightened by questions about the lack of firm evidence for impacts 
on productivity, with one widely reported recent study stating that over 80% of firms had observed 
no impact from AI on either employment or productivity.33 Conversely, many large companies 
making large redundancies have cited AI as a driving factor.34 However, there is scepticism that 
at least in some cases AI is acting as a fig leaf for other reasons for cutting staff numbers, and 
moreover that job losses stemming from AI adoption are not significant, which would also 
suggest that the impact on productivity has been limited to date.35  

Despite these concerns, the technology has continued to advance. Over the past year there has 
been increasing discussion of ‘agentic AI’, in which AI tools are able to operate more 
autonomously and take multi-step actions to complete objectives. One early example of this is 
Moltbot / OpenClaw, which garnered media attention in early 2026 as AI bots created their own 
social media platform, Moltbook.36 The tool itself has been widely criticised for creating security 
vulnerabilities for users. Nonetheless, with the OpenClaw founder joining OpenAI - maker of 
ChatGPT - in February 202637, this is an indication that the industry will pursue more agentic AI 
solutions capable of working more independently than current tools.  

Therefore, whilst there are risks that the sector is overheating due to ever larger investment 
commitments, there has also been a significant level of technological advancement in the past 
3-4 years, and continued signs of progress. We return to this point in Section 6.  

 
31 BBC News (2026) Is China quietly winning the AI race? 
32 BBC News (2025) Bank of England warns of AI bubble risk 
33 Yotzov, I. et al (2026) Firm Data on AI 
34 For example, in September 2025, Salesforce announced it was reducing staffing from 9,000 to 5,000, 
with 4,000 job cuts due to the use of AI reducing the number of staff needed (CNBC (2025) Salesforce 
CEO confirms 4,000 layoffs ‘because I need less heads’ with AI). More recently, the Fintech company 
Block also announced 4,000 job cuts in February 2026 on the basis that ‘artificial intelligence (AI) 
fundamentally changes what it means to build and run a company’ (BBC News (2026) Jack Dorsey's Block 
cuts thousands of jobs as it embraces AI).   
35 Oxford Economics (2026) Evidence of an AI-driven shakeup of job markets is patchy 
36 BBC News (2026) What is the 'social media network for AI' Moltbook? 
37 Techcrunch (2026) OpenClaw creator Peter Steinberger joins OpenAI 
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Summary 
Local authority adoption of AI is happening in a broader context which includes: 

• An ongoing financial and capacity challenge in councils which is starting to be reversed 
through higher central government spending, though many challenges remain.  

• In England, local government reorganisation (LGR) and devolution raises the prospect of 
fewer, larger local government units, which may support AI adoption if it can help increase 
specialist capacity. 

• The sensitive nature of much of local government’s work around social care, means that 
adoption of AI must be mindful of ethical considerations. 

• National government has taken a supportive position towards AI adoption in the public 
sector, whilst also leading on considering approaches for doing this safely and ethically. The 
local government sector is also leading on developing best-practice approaches and 
guidance for using AI responsibly.  

• Public opinion remains an important variable in the introduction of AI in public sector 
settings. There is evidence of concern about AI usage in the public sector, partly reflecting 
wider concerns about AI’s impact on employment and misinformation. However, there is 
also some evidence that engaging with the public on how and why AI is being used can lead 
to high levels of support.  

• Underpinning all of this is continued high rates of technological change in AI itself. Whilst 
local authorities need to be mindful of some of the hyperbole coming from the sector, there 
remains the prospect of significant progress in systems over the coming years.  
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3. Uses of AI in Local Government 
In this section, we review how AI is being used in the context of local government, as well as the 
systems, governance and training being established to make use of the technology.  

Defining ‘artificial intelligence’ 
Artificial intelligence (AI) is an umbrella term that covers a wide range of applications which use 
algorithmic approaches. It can be a problematic term because AI, whilst having strong 
performance at certain tasks, does not have general intelligence in the same way that humans 
do. The term can therefore give a false sense of certainty around the results it provides. It can also 
obscure some of the specific human choices around what data is used, and how outputs are 
presented.  

However, for the purposes of this report, the most problematic issue with this catch-all term is 
that it obscures that different applications of AI have differing levels of maturity, uptake and 
usage.  

As above, the use of generative AI and large language models (LLMs) have increased significantly 
over the past few years. However, AI is also being used in a number of other ways:  

• Combined with sensor technology (both audio and visual) to measure, understand and 
respond to real-world challenges. 

• Voice models with speech recognition for engagement / customer calls. 

• Predictive analytics that uses data to anticipate service demand / need. 
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• AI combined with robotics to respond to practical challenges. 

In this report we consider the different ways in which AI manifests itself in practice within local 
government, recognising that there are a wide variety of AI applications. 

Reviewing usage of AI in Local Government 
The Local Government Association (LGA) has carried out two sectoral surveys on the use of AI, in 
early 2024 and again in early 2025.38 The below chart shows the difference in responses to the 
question over the course of the year.  

Whilst most councils still consider themselves to be at the beginning of their journey in using AI, 
there is a pronounced decrease in the number of councils who are not currently using AI. There 
are also small increases in the number of councils considering themselves to be developing their 
capacity, and those who consider themselves innovative. The overall response level to the survey 
also increased from 74 in 2024 to 104 in 2025, which might also indicate increasing usage and 
maturity across the sector.   

 

For this report, we have reviewed 101 AI published case studies from local government.39 These 
are all case studies reported from 2023 onwards. They contain a mixture of implemented and 

 
38 LGA (2024) Local government: State of the sector: AI Research report, 2024 and LGA (2025) State of the 
sector: Artificial intelligence – 2025 update 
39 More detail on the analysis of these case studies can be found in Appendix 1 
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pilot / planned case studies. They are mostly case studies of AI use, though some are case studies 
of staff training programmes or resident engagement, which we have reviewed as examples of 
other ways in which local government is responding to the challenge of AI. Whilst this is not an 
exhaustive list of use cases, it provides an opportunity to examine what local government and 
partners are saying in public about how they are using AI, and provides an opportunity to look 
beyond individual case studies to look at the dynamics of activity across the sector. 

We have examined these case studies from the perspective of: 

• What AI is being used for 

• What technology is being used 

• What kinds of benefits are being claimed / anticipated 

• Whether these benefits are being quantified or monetised 

The graph below illustrates the use of AI by local authority function. The three largest areas of 
usage are: 

• Customer service (20 instances): notably use of chatbots (both text-based and voice-based) 
to respond to customer queries and increase the efficiency of officer time by ensuring that 
they are responding to more specialist queries.  

• General service usage (17 instances): where AI (typically through Microsoft Copilot) is being 
used broadly across the service to improve efficiency, and also reflecting examples of AI 
training programmes and strategies.  

• Social care (17 instances): notably in terms of usage by staff to transcribe notes and speed 
up report writing to free up officer time.  
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The use of AI in transport-related applications is also relatively high, with 12 case study instances 
relating to transport management. In the case of transport-related applications, there are a large 
number of different use types and technology types being reported. For example, AI is being used 
or trialled to:  

• help prioritise bus movements by controlling traffic lights40 

• spot motorists not wearing seatbelts and / or using mobile phones while driving41 

• test and respond to changes in traffic patterns resulting from roadworks42 

• guide robots to fix cracks in the road43 

Beyond these uses there were wide examples of usage in other areas of local government, 
including: 

• AI to review planning applications as well as local plan submissions44 

• AI to help with the completion of education, health and care plans (EHCPs)45 

• using AI to forecast service expenditure more accurately46 

• creating synthetic environmental performance certificates (EPCs) to better assess progress 
towards net zero goals47 

• producing more accurate scans of cultural artifacts48 

The graph below illustrates the numbers of case study observations in terms of the types of AI 
system being used.  

 
40 Glasgow City Council (2025) Glasgow set to trial AI technology to speed up bus journey times  
41 BBC News (2024) AI camera rolled out to monitor driving offences 
42 Vivacity (2025) Nottingham City Council Uses AI-Powered Data to Improve Bus Journey Times and 
Traffic Flow 
43 LGA (2025) Hertfordshire County Council: AI road maintenance robot 
44 For example: LGA (2025) Greater Cambridge Shared Planning: AI-Driven Summarisation for Local Plan 
Consultations 
45 BBC News (2025) Council trialling AI for special needs reports 
46 Gov.uk (2025) Ealing Council: Adult Social Care Annual Financial Expenditure Forecast 
47 For example: Gov.uk (2025) Warwickshire County Council: Domestic EPC Estimates 
48 LGA (2025) Tunbridge Wells Borough Council: The Amelia Scott, Collecting Tomorrow 
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The single largest category is generative AI, covering use of LLMs such as Microsoft Copilot for 
note-taking, translation, transcription, report drafting, and other uses. We found 30 instances of 
case studies of this nature. Microsoft Copilot is the single most-named technology in the case 
studies, being mentioned 14 times.49 ChatGPT and Claude were also mentioned three times in 
total, with Magic Notes, a specialist transcribing AI for social care, being specifically mentioned 
five times.  

This echoed the findings of the stakeholder engagement, with lots of stakeholders particularly 
mentioning the importance of Copilot, and also Magic Notes within the context of social care. 

‘One of the biggest suppliers we’ve seen is Microsoft Copilot, because most local governments 
already use Microsoft products — Teams is the main communication tool for many of them. 
Copilot is essentially an add‑on, which makes procurement of generative AI much easier. That’s 
why its use is so widespread’.50 

‘AI in the local government sector basically means Copilot. That's happened because most 
councils were already using Microsoft products anyway for document management or for teams. 
Many of them use Teams and so it was just very easy for them to add Copilot onto their existing 
[subscription]… Magic Notes is another big AI player to be aware of in the local authority sector… 
The main use case there is in social care children, adult social care settings, taking notes, and 
storing, structuring, and classifying those notes’.51 

 
49 Note that there were many gaps in case studies about the type of technology being used, with only 62 of 
the 101 case studies stating a specific technology or technologies. 
50 Quote taken from stakeholder interview. Quote edited for clarity. 
51 Quote taken from stakeholder interview. Quote edited for clarity. 
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The second largest category is the use of AI in combination with sensor technology to measure 
and understand real-world data, with 15 instances of these case studies found. This includes 
both audio and video data. Specific uses or planned uses include: 

• use of audio data to identify when people in care are in difficulty – e.g. as a result of a fall, or 
in some kind of distress52 

• use of facial recognition to support responses to crime53 

• identifying fly tipping and generating data which support prosecutions54 

• spotting road defects55 

• using audio sensors to identify anti-social behaviour56 

Chatbots were another important category, with ten text-based chatbots, and seven voice-based 
chatbots identified. These are used typically to deal with customer service queries, either from a 
whole council perspective or to manage specific service requests (e.g. queries about bin / 
recycling collections).  

In some cases, chatbots are used to contact residents, as in the case of Richmond and 
Wandsworth where voice chatbots have been used to contact residents who are on the waiting 
list for support, to check on their status.57 The same technology has also been used to check 
resident use of care devices. These proactive calls reduce the amount of human time needed to 
check in with residents and update information.  

Another use of chatbots identified was internal chatbots to share expert knowledge within the 
council. One such example noted in the stakeholder engagement was a bot used to support 
business case writing within the council: 

‘A popular application I’ve seen is using AI agents for business case reviews. I’ve seen two or three 
councils do this. They train a smaller agent on what a good business case should contain: things 
like long‑term finance, three to five year impacts on the organisation, which part of the 
transformation agenda it links to, and whether it properly describes what senior managers would 
expect to see. 

You feed your business case into it, and it comes back saying: ‘You’re missing these six things — 
have you considered this?’ 

The best one I’ve seen also had personas built in: a director, an IT architect, a customer, and so 
on. Each persona would give you advice from their point of view — ‘Have you considered this?’, 
‘What about that?’ 

 
52 For example: Lilli (2025) First local authority in Wales uses AI technology to help reduce hospital 
admissions 
53 Localgov (2025) Council backs facial recognition surveillance system 
54 Peterborough Today (2023) AI cameras to crack down on fly-tipping as incidents increase year-on-year 
in Peterborough 
55 For example: BBC News (2025) AI to be used to spot potholes and aid repairs 
56 North (2024) North to make Westminster smarter and safer through £1.2 million contract award 
57 Tovie AI (2025) Transforming Richmond & Wandsworth Public Services with Tovie AI Voice Bots 
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The idea was that boards were overloaded with business cases. They’d receive a business case, 
read it, send it back for revisions, and this could go on for a while. The aim of the AI tool was to cut 
all that out — to help the business case arrive already finished’.58 

Several case studies demonstrated examples where multiple forms of AI were being used 
simultaneously, for example using sensor data on bus movements combined with predictive 
analytics models in order to better manage traffic flow.59  

Process automation of back-end functions remains an important area of AI investment for 
councils that predates the current wave of LLM-based AI tools. Case studies reviewed include 
examples of using automation to speed up payroll processing60, as well as better linking data to 
support improved decision-making. 

Two case studies involved early uses of robotics with AI. One is the use of robots to identify cracks 
in the road and provide repairs, preventing further damage.61 Another example is the use of robots 
to identify prevalence of ragwort in agricultural fields, an invasive species that can be harmful to 
cattle if digested.62 These early examples provide an indication of how the confluence of AI and 
robot technology may develop.  

Governance, ethics, accountability and training 
Alongside the examples of AI usage, our case study review and engagement identified several 
examples of how local government is putting in place governance, policies and training to support 
local authority staff to use AI in the correct way. This includes grappling with the ethical 
challenges raised by AI usage.  

A number of authorities have already established dedicated AI governance boards or ethics 
panels to oversee development and use. Examples include:  

• Barnsley Council created a multi‑disciplinary ethics board, issued an updated 
information‑governance policy requiring human review of all AI‑generated content, and set 
enhanced rules for high‑risk settings such as children’s social care.63  

• Buckinghamshire Council put an AI Governance Board in place before deploying Copilot, 
meeting fortnightly to manage risk, review use cases and ensure human accountability for all 
AI‑supported decisions.64 

 
58 Quote taken from stakeholder interview. Quote edited for clarity. 
59 Tees Valley Combined Authority (2025) UK-First Digital Project Sees Success in Slashing Delays on 
Region’s Roads 
60 Zellis (2025) London Borough of Harrow shrinks payroll processing by 50% with Zellis 
61 LGA (2025) Hertfordshire County Council: AI road maintenance robot 
62 Dorset Council (2025) AI project to weed out Dorset’s ragwort 
63 LGA (2025) Barnsley Council: Pioneering use of Microsoft Copilot 
64 LGA (2025) Buckinghamshire Council: Early adoption of Microsoft Copilot 
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• Derby City Council established an AI Compliance and Ethics Board and has worked to embed 
‘governance as configuration’ directly into its AI platform so that data‑protection rules, 
fairness controls and escalation mechanisms operate automatically in the background.65  

Councils are also putting in place specialist AI posts. During the course of this research, Liverpool 
City Region Combined Authority appointed a Chief AI Officer to lead a newly created AI taskforce 
with a focus on the ethical application of AI.66 Greater Manchester Combined Authority (GMCA) 
has advertised for an AI Knowledge Curator position.67  

At officer level, local authorities are putting in place training and apprenticeship programmes to 
ensure that they have sufficient skills to use and implement AI. A number of case studies involve 
putting in place AI academies to train staff through level 3 and level 4 apprenticeships: 

• Essex County Council, Thurrock Council, and the University of Essex – working through the 
Essex Centre for Data Analytics – are training around 70 staff in total.68 

• Newark & Sherwood District Council has launched an AI and Data Academy to build staff 
skills in AI and data, starting with a pilot cohort and then scaling up to a 50-person cohort.69  

• Nottingham City Council reports training 40 staff on a 13-month AI for Business Value Level 4 
apprenticeship, funded by apprenticeship levy transfers from Capital One, a financial 
services provider with a UK office local to Nottingham.70 

• South Gloucestershire Council has expanded its Transformation/Data & Business Academy 
offer to include apprenticeship-based pathways, and is targeting 60 learners following a 
successful pilot.71 

A related development is that Newham Council - in partnership with the University of East 
London, and the London Office of Innovation and Technology (LOTI) - has established the UK 
Centre for Artificial Intelligence for the public sector, with the aim of pioneering AI research, 
training and solutions for the public sector.72 

Local authorities are also engaging residents and undertaking public events to gauge citizen 
views and ensure that AI developments benefit from a consultative approach: 

• Camden Council developed its Data Charter through co-creation with residents in 2021, and 
through a later review in 2023, focussing on making data use more understandable and 
accessible for the public through clearer communications and more inclusive formats. As AI 
has become more relevant to this discussion, it has become an increasing focus of the work 

 
65 ICS.AI (2025) Derby City Council: From AI Pilots to the UK's First Unified AI Operating Model 
66 Chief Data Officer Magazine (2025) Liverpool City Names Tiffany St James its First Chief AI Officer 
67 https://artificialintelligencejobs.co.uk/view-job/artificial-intelligence-ai-knowledge-curator-
9faa12cec8eb  
68 Multiverse (2025) Essex Centre for Data Analytics begins AI journey with apprenticeship levy-funded 
training academy 
69 Multiverse (2025) Newark and Sherwood District Council launches AI training for 50 employees 
70 IT Brief (2025) Nottingham City Council launches AI academy to boost staff skills 
71 Multiverse (2025) South Gloucestershire Council expands training in latest upskilling and digitisation 
drive 
72 LGA (2025) Newham Council: Establishing the UK Centre for Artificial Intelligence for the public sector 

https://artificialintelligencejobs.co.uk/view-job/artificial-intelligence-ai-knowledge-curator-9faa12cec8eb
https://artificialintelligencejobs.co.uk/view-job/artificial-intelligence-ai-knowledge-curator-9faa12cec8eb
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on the Data Charter, engaging with residents to get their views on how the Council should use 
AI.73 

• Liverpool City Region Combined Authority convened a Residents’ Assembly with 59 
participants to develop a Community Charter on Data and AI, using deliberative public 
engagement to agree principles for responsible use.74 The charter aims to improve services 
by enabling the development of AI tools for public benefit, from tracking disease outbreaks to 
planning transport and tackling misinformation on social media. 

• Manchester City Council set up a People’s Panel for AI to involve residents - particularly those 
who are digitally excluded or from marginalised communities - in shaping how AI is used in 
frontline services, supported by community roadshows to build baseline AI understanding 
and bring people into the engagement process.75 

 

Summary 
This section has reviewed how local authorities are using, and planning to use, AI. We can see 
that: 

• Usage of AI is widespread and growing. Most councils consider themselves to be at an early 
stage of maturity in using AI, but there are a small and growing number of local authorities 
using AI in increasingly sophisticated ways.  

• Usage is particularly prevalent in terms of LLM-based applications such as Microsoft 
Copilot, which enjoys particularly heavy use given that it is part of the Microsoft suite of 
software that most local authorities already have access to. Beyond this, note-taking and 
transcription software is also being used by many local authorities. 

• However, beyond these tools we can see a range of other uses, including applications of 
sensor technology and AI, chatbots (both text and voice), and some examples of robotics 
and AI.  

• Similarly, while many of the case studies relate to customer service, general council 
administration and operations, social care, and transport, there is a ‘long tail’ of uses being 
pursued by local authorities demonstrating a wide variety of applications. 

• AI investments are being complemented by a wide array of governance developments, 
training, resident engagement, strategies and charters, and new posts within organisations. 
Local authorities are engaging on the ethical challenges of AI within council teams, and 
through engagement with citizens.  

  

 
73 The Alan Turing Institute (2024) Developing a data charter with Camden Council 
74 Liverpool City Region Combined Authority (2025) First-of-its-kind AI Charter to drive responsible data 
sharing in Liverpool City Region 
75 LGA (2025) Manchester City Council: People’s Panel for AI: Building skills, confidence and residents’ 
voices 
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4. Emerging Benefits of AI in Local Government 
Given the challenges facing local government (see Section 2), the potential for AI to generate 
improvements in cost-effectiveness and outcomes is a major driver of adoption of these 
technologies by local government. 

In reviewing the literature, case studies, and engaging with stakeholders, several key categories 
of potential benefit were identified: 

• Service efficiency: increasing the efficiency of service delivery so that staff time is better 
utilised or more services can be delivered for the same investment of staff time. 

• Service quality improvement: improving the quality of the service received by residents and 
local government ‘customers’. 

• Achieving strategic objectives: helping councils to meet a wide range of service objectives 
which do not necessarily directly impact on resident satisfaction or efficiency improvements, 
but may improve strategic decision-making (e.g. through better information or modelling) or 
through achieving wider social objectives. 

• Staff satisfaction: improving levels of local government staff satisfaction by reducing the 
need for less interesting or highly repetitive tasks.  

• Cost reductions: reducing the cost of delivering the same or equivalent service. 
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• Revenue generation: increasing revenue for local government, including through better 
enforcement or collection of existing revenue streams. 

Note that these benefits are not necessarily mutually exclusive. For example, an improvement to 
service efficiency might also generate an improvement in the quality of service, and / or might 
also increase staff satisfaction if streamlining of service delivery reduces the incidence of less 
enjoyable tasks.  

The graph below illustrates the range of benefits claimed (or anticipated) across the 101 case 
studies we reviewed. The most significant single category was service delivery efficiency gain, 
reported in 60 of the case studies. Service quality improvements – defined as those 
improvements that would be experienced by customers – were claimed in 42 of the case studies. 

Another important category of benefits was around achieving strategic objectives, which 
accounted for 38 of the observed case studies. These instances were distinct from efficiency 
gains and / or service quality improvements due to their directness to impact, and in terms of 
being quite diverse in nature. For example, this included better modelling of potential flood 
impact, modelling of homelessness risk, and improving transport data for decision-making.  

Improved staff satisfaction (reported in 15 instances) and cash cost savings (reported in 12 
instances) were also claimed in some case studies. Income generation was only claimed in one 
case study that we reviewed. 

 

Note: Benefits are those claimed (or anticipated) in the case study. The authors have not independently 
verified claims. Multiple benefits are observed for some case studies. More detail on approach can be 
found in Appendix 1. 

As well as the benefits being claimed, the case study analysis has reviewed whether benefits 
could and are being quantified or monetised. The graphs below show that 44 of the case studies 
claimed some form of quantified benefit, whilst only 14 of the case studies had estimated the 
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monetary implications of benefits. This demonstrates that while there are significant claims of 
positive benefits being achieved, further work is needed to develop robust evidence of impact. 

  

In the following sections we explore examples of and evidence for these different types of benefit. 

Improving service efficiency 
In many cases, the reported benefits of AI are articulated in terms of improvements to service 
efficiency and / or reducing the time taken to complete specific tasks. The Local Government 
Association’s (LGA) most recent survey showed that this was the main reported potential benefit 
of using AI. 74% of councils stated that ‘service efficiencies’ were a potential benefit, whilst 70% 
stated that ‘staff productivity’ was a potential benefit.76  

In the same survey, 36% and 33% of respondents stated that they had realised benefits 
associated with service efficiencies and staff productivity respectively. In contrast, 23% stated 
that negligible benefits had been achieved with regard to service efficiencies, and 40% stated 
that they didn’t know to what extent benefits had been achieved in this area.77 Similarly, 27% of 
respondents said that there had been negligible benefits for staff productivity, with 39% of 
respondents unsure as to whether and to what extent benefits had been achieved.78 

Nonetheless, many of the claimed quantified benefits found in the case study review relate to 
efficiencies in local authority work:  

• Buckinghamshire Council used Microsoft Copilot to:  

o Transcribe & summarise customer service calls, claiming a time saving of approximately 
2 minutes per call, equal to a 33% reduction in time required.79 

o Speed up executive assistant tasks (reports, meeting minutes, etc.), cutting task time by 
20% or approximately 60–90 minutes saved per day. This estimate was generated by 
measuring impact on a cohort of six EAs.80  

• Birmingham City Council through its ‘Foundry’ initiative used AI to:  

 
76 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
77 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
78 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
79 LGA (2025) Buckinghamshire Council: Early adoption of Microsoft Copilot 
80 LGA (2025) Buckinghamshire Council: Early adoption of Microsoft Copilot 
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o Perform automated document redaction, enabling redaction to be undertaken in 90 
seconds compared to 10 minutes of human effort per document, requiring 85% less staff 
time per document, with a success rate of 95%.81  

o Implement an AI mailbox indexing bot that indexes 55% of emails, freeing 5,500+ staff 
hours.82 

• Ealing Council reported that 86% of Microsoft Copilot users saved at least 30 minutes per 
day, and up to 25% of users saved 90 minutes or more per day.83  

• Greater Cambridge Shared Planning (Cambridge City Council and South Cambridgeshire 
District Council) used an AI model to summarise consultation representations, cutting a task 
from 18.5 officer hours to just 16 minutes.84 

• Oxfordshire County Council provided all members of staff with access to Microsoft Copilot, 
claiming 25,200 hours saved as a result. The returns to this investment during the pilot phase 
were estimated at £3.3 million of net present value. 

• Somerset Council reported Microsoft Copilot users saving approximately two to four hours 
per week, which was estimated to provide a return on investment of four to ten times the 
licence cost.85  

• Two case studies from different councils identify quantified benefits of using Magic Notes to 
support social care work: 

o Kingston Council used Magic Notes to automate drafting case notes / assessments, 
reporting 50–60% average time reduction.86  

o Swindon Borough Council trialled Magic Notes across 184 frontline meetings using two 
reporting templates specifically developed for the council and reported a 63% reduction 
in admin time.87  

Stakeholders we spoke to reported similar examples: 

‘So for the last year we've been piloting some work…on EHCP report writing, which is causing 
huge backlogs, a huge wait for families in terms of plans for special educational needs… So we've 
seen about a 50% reduction in the time taken and that's quite conservative. We know that will 
improve’.88 

‘In adult social care there's several kind of different studies that come up with around 50% to 60% 
time saving on the administrative side of things…[which leads to]…being able to get through the 

 
81 LGA (2025) Birmingham City Council: the Foundry 
82 LGA (2025) Birmingham City Council: the Foundry 
83 Costa, A. / LOTI (2024) Learnings and Reflections from GenAI Trial at Ealing Council 
84 LGA (2025) Greater Cambridge Shared Planning: AI-Driven Summarisation for Local Plan Consultations 
85 LGA (2025) Somerset Council: Using Microsoft Copilot to improve productivity 
86 LGA (2025) Kingston Council: Using AI in Adult Social Care administration 
87 Think Digital Partners (2024) In the Spotlight: Swindon Borough Council 
88 Interview with local authority officer. Quote edited for clarity. 
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backlog quicker, being able to do faster handovers and time savings around triage and 
identification of where to start’.89  

One commonality in all of these examples is that the outputs of AI can be relatively easily verified 
– for example through a simple read-through by an officer to check that a transcription matches 
what has been said in a meeting they have attended. Where more extensive verification is 
required, the efficiency of using AI is likely to be lower. 

Improving service quality 
As well as service efficiencies, the research found a number of examples where AI was supporting 
an improved customer experience. The LGA’s 2025 survey of the sector found that only 18% of 
respondents had realised service user benefits, compared with 25% claiming negligible benefits, 
while 57% of respondents weren’t sure if benefits had been achieved in this area or not.90  

Stakeholder engagement and case studies reviewed offered a more optimistic picture of benefits 
being achieved for residents, with a number of quantified examples of Councils using AI 
successfully to improve the resident experience of interacting with the Council: 

• Birmingham City Council used voice automation/AI to reduce demands on staff, reducing call 
demand by 80% (main switchboard), 70% (planning), 50% (waste), 40% (highways), and 50% 
(environmental health).91 

• Hillingdon Council have used voice call automation to handle over 40% of calls, cutting cost 
per automated call to approximately 5% of a human-handled call and freeing capacity 
equivalent to 25 to 30 full-time staff within three months.92 

• Redbridge Council used an AI chatbot (‘Binbot’) for waste-related queries, achieving a 25% 
reduction in contact-centre calls (compared to the previous Christmas period) and reporting 
95% positive feedback rate.93 

• Somerset Council used AI voicebots to improve call handling, delivering up to 50% fewer 
abandoned calls, reducing routing time from 66 seconds to 35 seconds (a 47% 
improvement), improving customer satisfaction from 77% on day one to as high as 94% in the 
first week, and achieving 7–12 seconds average wait for caller identification.94 

• Telford & Wrekin Council used an AI assistant (“Ask Tom”) to handle customer enquiries, 
cutting call waiting times by 16.5% overall (and by 40% in revenues, 57% in neighbourhood 
services, 47% in highways), reducing peak waits by 50% (from 40 to 20 minutes), lowering 
overall call volumes by 35 – 45%, reducing hand-offs to human agents (69% fewer live-chat 

 
89 Interview with stakeholder. Quote edited for clarity. 
90 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
91 PWC (2025) Birmingham Council enhances efficiency with voice automation 
92 The MJ (2025) PwC and Hillingdon leading the way on AI for residents 
93 IBM (2025) London Borough of Redbridge: Cleaning up the streets with an AI-powered chatbot 
94 Kerv (2025) Becoming Unitary: How Somerset Council created a single digital front door for 5 separate 
authorities 
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requests; 60% fewer council-tax live chats to agents), and achieving 99.3% customer 
satisfaction (vs 91.2% for traditional channels).95 

Whilst the above focusses on time savings for customers in engaging with the Council, in our 
engagement with stakeholders, we heard several examples of how AI was improving the service 
beyond simply time savings. Most significantly, in the case of social care, use of AI to take notes 
allowed care workers to be more present with residents and less focussed on taking a note of the 
conversation. 

‘Social workers are under pressure to complete assessments with people, they'll have an 
appointment, they'll meet them in their home, but the head will be in the laptop and they'll be 
following forms on the laptop. You know, talking to someone but not really there in the moment 
because they're just focussed on: ‘I've got 30 minutes to complete this’. So the idea was that you 
take your phone in you, put your phone down, you have a genuine conversation and the phone is 
then automating the referrals, populating the forms, firing off the referrals for the individuals’.96  

Another local authority stakeholder had implemented an AI-supported system to review social 
care notes. These were held across different systems and did a poor job of showing a clear 
chronology of a user’s experience over years of engagement with the system. By using AI, different 
elements of data could be brought together in a usable chronology, ultimately supporting young 
people in receipt of care to better understand their own childhood experience, and potentially to 
get in touch with people they had known and had positive relationships with, even if contact had 
subsequently been lost.  

This last point indicates something which may be surprising about how in certain contexts AI may 
support better human relationships by strengthening networks between people.  

Achieving strategic objectives 
AI is also helping organisations achieve a range of broader strategic objectives which do not 
directly link to organisational efficiency or cost reduction – though they have the potential to lead 
to these benefits in the long-run.  

Many of the case studies classified this way were informational or predictive in nature, improving 
the evidence base that councils have to work with. This includes: 

• A tool to identify households at risk of rent arrears to provide earlier intervention to help 
prevent homelessness.97 

• A tool to identify young people at risk of becoming NEET (not in education, employment, or 
training).98 

• Piloting an approach to improve prediction of flash floods.99 

 
95 ICS.AI (2025) Transforming Local Government Services with AI - Telford & Wrekin Council 
96 Interview with local authority officer. Quote edited for clarity. 
97 Gov.uk (2025) Camden Council: RentSense 
98 Gov.uk (2025) Bristol City Council: Not In Education, Employment or Training Model 
99 LGA (2025) Northumberland County Council- FloodAI, using AI to detect flash floods 
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• Using sensor data to monitor traffic flows and pedestrian and cycle usage.100 

Many of these exemplify a ‘long tail’ of specific AI uses where councils have taken a particular 
interest or worked with a specialist partner to apply AI to a service challenge. Going forward, there 
may be significant benefit in considering how these individual use cases can be scaled up across 
the sector. Councils may have less direct incentive to develop these uses on their own, as most 
of the immediate benefits are social rather than improvements to organisational efficiency or 
cost. Therefore, finding ways to share and scale these ideas may be particularly beneficial in 
terms of wider social benefit. 

Improving staff satisfaction 
Alongside some of the benefits noted above, it is noticeable that staff satisfaction is often listed 
as a benefit of AI implementation. This is particularly the case where AI is automating repetitive 
tasks, therefore freeing up time to focus on more meaningful or skilled work.   

‘We have a duty worker. Her work is remote and she makes calls to clients… She's now using 
copilot to record the calls and then to summarise, and instead of her having to type in what 
happened through the call she just copies and paste into our client system and this is a game 
changer for her. So once people start using the technology they can see the benefits… I think most 
people are very enthusiastic and keen on [using AI] because they can see the benefits of cutting 
down on admin’.101 

‘They've found it to be accurate when it's taking and summarising the notes. I think they've also 
found when they have used it in meetings and conversations that it's not felt like an interference. 
And it's made conversations flow easier. Social workers can just focus on talking, not having to 
write notes all the time… So they've been able to get through some of that admin burden a lot 
quicker and they've they have found that quite positive I think’.102 

‘So the [AI policy tool] went down really well with the staff, which is where the AI looks at the policy 
manuals and you can find exactly what you want rather than trawling through it because you didn't 
get the right word, which is often what happens with a lot of these systems… [And] things like 
magic notes have gone down really well’.103 

There are similar statements in the case study review: 

• ‘Automating tasks…has increased efficiency and freed up officer time for more meaningful 
work, leading to increased job satisfaction’.104 

 
100 Vivacity (2025) Coventry City Council Uses VivaCity AI-powered Data to Evidence Modal Shift and 
Cycling Infrastructure Success 
101 Interview with local authority officer. Quote edited for clarity 
102 Interview with local authority officer. Quote edited for clarity 
103 Interview with local authority officer. Quote edited for clarity 
104 LGA (2025) Birmingham City Council: the Foundry 
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• ‘Feedback from carers and staff has been overwhelmingly positive, highlighting that the 
assessment process is now more interactive and person-centred, leading to a better 
experience’.105 

• ‘The performance improvement we have gained from an approach based on AI means that 
the council is more accessible to residents, council staff can focus on more challenging and 
rewarding work and we have new skills that make us self-sufficient’.106 

Clearly, these kind of case study statements are likely to be biased towards positive impacts, and 
it will be important to consider negative impacts and challenges for staff arising from AI. These 
are considered in more depth in the next section. Nonetheless, it is striking the level of positivity 
from both managerial and operational staff around certain use cases which have alleviated the 
burden of rote work. Indeed, this appears to have been an important factor in adoption and scale-
up of AI solutions in many instances. 

Cost reduction 
Given the often-precarious financial circumstances of local government, achieving cost-
reductions through AI usage is very attractive to local government leaders. The LGA’s most recent 
survey of the sector found that nearly half (49%) of respondents cited cost savings as a potential 
benefit of adopting AI.107   

Nonetheless, evidence of achievement of cost saving is mixed. The LGA’s survey found that 21% 
of respondents had achieved cost savings as a result of using AI, whilst 28% reported negligible 
benefits, and 51% were uncertain whether benefits had been achieved.108  

Our analysis of 101 AI case studies found 12 examples where cashable cost savings have been 
explicitly claimed or anticipated. However, some of these are anticipated savings, whilst in other 
cases it is not clear whether the savings are truly cashable, as opposed to monetised efficiency 
savings. Nonetheless, there are some clear examples of cost-saving, such as: 

• Hammersmith and Fulham Council have achieved £1m in savings through reduction in fraud 
relating to free public transport passes, social housing succession, and sub-letting of social 
housing.109 

• St. Helens Borough Council has introduced a tech-enabled care (TEC) Hub at its Brookfield 
Centre, a 30-bed care unit. One element of TEC has been implementing automated 
medication dispensers which automatically and safely remind patients to take their 
medication, ensuring accurate dosage at the right time. The Council estimates that for every 
20 patients utilising the dispensers, savings of up to £160,000 per annum could be realised 
by reducing domiciliary care costs.110 

 
105 Around Ealing (2025) How AI is making more time for human contact 
106 The MJ (2025) PwC and Hillingdon leading the way on AI for residents 
107 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
108 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
109 Hammersmith Today (2025) Council Says AI Has Boosted Coffers By Over £1 million 
110 LGA (2025) St Helens Borough Council – augmenting TEC with AI 
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• Swindon Borough Council automated the creation of Easy-Read documents to support better 
accessibility. Previously, a 5-10 page document could cost over £600. Using automation, 
costs have reduced to just 7-10 pence per document.111 

Cashable cost savings can be challenging to realise because: 

• AI itself costs councils money to use (see Section 5). 

• Many AI tools are aimed at creating productivity benefits (see above), but these working 
efficiencies do not automatically lead to cost reductions without reductions in staffing, or 
unless the usage of e.g. external contractors can be easily reduced. 

Cost savings are possible in instances where AI usage enables staff to do things that might have 
previously required external purchases – e.g. consultancy support or specialist tools. Cost 
savings can also be achieved where AI allows for better planning that reduces use of external 
services, or where improved prevention creates a long-term cost saving, though these are more 
hypothetical scenarios at this stage as there is limited evidence that this is happening.  

Aside from these, the main avenue for cost savings will be if local authorities cut staffing 
numbers. We have seen limited appetite for this from the stakeholders interviewed, though some 
interviewees felt that it was likely that AI in the first instance would lead to fewer entry level roles, 
and / or eliminating vacancies that had not yet been filled. 

‘We have three report writers whose job is to write Education, Health & Care (EHCP) plans. They 
work with professionals who conduct these assessments, and collate this information into a 
template. For our upcoming business case for the next three years, this is based on deleting one 
of these posts which has been unfilled / vacant, and for which we were having to rely on costly 
agency staff’.112  

Some stakeholders suggested that – as desirable as it would be for local authorities facing 
financial challenges – that it would be challenging for councils to achieve significant levels of 
cost-savings:  

‘Cashable savings is a really, really hard one. I think there are some areas where you can actually 
point to a direct cashable saving. So, for example, in translation we're seeing loads of examples 
there of like 99% savings… But in social care, where we know they've got [very high staff vacancy 
rates]… there are wider benefits here [rather than cash savings]’.113 

‘Do [local authorities] actually get a cashable saving? … They're operating in an environment 
where they face effectively limitless demand’.114 

There was also a recognition that as well as high demand for services, that existing service 
provision involved sometimes high levels of unpaid overtime contributed by staff, as well as the 
fact that not all existing policies were being followed, due to lack of time and capacity challenges. 
Therefore, some of the claimed efficiency savings were really enabling staff to have time to follow 

 
111 LGA (2025) Swindon Borough Council: Simply Readable, an AI easy-read solution 
112 Interview with local authority officer. Quote edited for clarity. 
113 Interview with stakeholder. Quote edited for clarity. 
114 Interview with stakeholder. Quote edited for clarity. 
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correct procedures and / or reduce overwork, rather than reducing workloads to the point where 
cost savings could be made.  

Revenue generation 
The LGA’s survey found that no councils reported income generation as a benefit of using AI, 
compared with 27% reporting ‘negligible benefits’ and 73% being unsure.115  

Only one example of active revenue generation was found in the case study review116, that of 
Westminster City Council, who identified a potential under-collection of business rates from 
digital bus-shelter advertising.117 This was happening because advertisers did not realise that the 
spaces were subject to business rates. Officers from the Council used a combination of Google 
Street View data cross-checked against the National Non-Domestic Rates (NNDR) database, 
finding only about 45% were listed - implying roughly £100k of missing value from just 10 shelters. 
A broader exercise identified around 260 unlisted shelters to investigate, with the team 
responsible estimating that the Council could recover over £500k in annual rateable value.  

However, while the team considered using AI to develop their solution, they ultimately decided 
to take a manual approach to reviewing each site, rather than building and testing an app. There 
may be potential in the future to automate this approach, given that all the tools used were digital 
in nature. The team notes the approach could scale across London (they estimate this might be 
worth £10m) and has started work on an app to automate identification, alongside exploring other 
assets like phone boxes. 

Improving measurement of benefits 
This section has explored a wide range of benefits that are being claimed for AI systems, or 
projected as potential future impacts. At present most benefits are being expressed in qualitative 
terms. Where benefits are quantified, there is little transparency about the methodologies used, 
and monetisation of benefits is limited, making it hard to understand if AI is generating a positive 
return on investment.   

At the same time, there is no doubt that in areas where AI is being applied successfully that it is 
having a profound impact, as evidenced by the sincere testimonials of local government 
colleagues engaged with as part of this work.  

Improving the measurement of impacts will be important to provide local government with a 
stronger basis for investment decision-making, including more precise choices about which AI 
solutions are more effective. We return to this point in Section 5 when considering the cost of AI 
solutions.  

 
115 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
116 Note that one other example – relating to digital archiving of cultural artifacts - was identified as having 
potential for future income generation. 
117 LOTI (2025) Rateable Advertising: From hunch to half a million (in weeks) 
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Summary 
This section has reviewed the emerging evidence of the benefits of using AI. We have found 
that: 

• Benefits are most clear in terms of efficiency savings, particularly in the case of using 
generative AI for note-taking, transcription, translation, and structured writing tasks. Where 
benefits are being measured there are many claims of significant time savings.  

• In the context of local authority services facing significant external demand, some of these 
efficiencies may manifest themselves in terms of staff having the time to effectively do a 
job that they were struggling to have time to do (effectively) before.  

• Customer service improvement is also being observed, through reductions in time to 
access information via councils, and as a byproduct of service efficiencies creating the 
environment for staff to be more ‘present’ with clients. 

• Cost savings have been noted in some instances, though with some of these it is unclear 
the extent to which cashable savings are being achieved. Examples of cashable savings 
have been observed, though these are hard to realise except in circumstances where the 
council has easy mechanisms to reduce spending (e.g. where services are purchased 
externally without long-term contracts).  

• Where expenditure is tied to staffing costs, this is less responsive to efficiency 
improvements in AI, though it is likely that the long-term impact may be slower or reduced 
hiring in affected occupations, as well as recalibrating existing roles. 

• Going forward, the sector will need stronger benefit measurement in order to justify the 
costs of investment in AI, and to make more judicious use of the technology where it is most 
impactful.  

  



 

35 

 

 

5. Challenges and Barriers 
This section reviews some of the emerging challenges and barriers that local authorities report in 
using AI. We find three broad categories of challenge: 

• Organisational challenges – relating to issues inherent to local authorities which make AI 
adoption difficult. 

• Implementation and skills challenges – relating to the awareness, knowledge and skills of 
staff within the organisation to use the technology. 

• Technological challenges – relating to limitations of the technology itself. 

Organisational challenges 

Funding for AI 
Procuring effective digital solutions is a longstanding challenge for the public sector in general, 
including local government. The biggest single challenge identified in the LGA’s most recent 
survey of the sector is lack of funding, with 62% of survey respondents identifying this as a 
barrier.118 

 
118 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
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‘There's always an issue with cost. Most local authorities [face financial challenges]. So if you 
want to do anything, there's cost. There's licence cost, there's cost to run it, there's cost to 
maintain it’.119 

‘On an individual basis [the cost of AI] probably doesn't sound a lot, but you have an organisation 
of a thousand people, you're not going to be able to give everyone a licence’.120 

‘Because we've had some money we've been able to invest in decent infrastructure but for some 
of these smaller councils they'd never be able to afford this. The cost of running it is not expensive, 
it's the time and effort and expertise’.121 

As noted in Section 4, the lack of clear evidence for AI effectiveness makes the challenge of 
investing in AI all the more pressing,  

‘We are finding that companies are coming in and promising you know 4 hours saved out of you 
know an 8 hour job or something along those lines. And we can't necessarily prove that yet. 
There's not yet enough people who have gone far enough ahead to feedback and say: yes, that is 
true, we have saved this. I think those case studies are starting to come out and I hope that over 
the next year there'll be more of them and I think that will help with some of these business cases 
in the future where you're able to show, well this tool was used here and it did in fact create some 
savings or improved some efficiencies’.122 

‘I think there's got to be a better approach to risk because particularly in financially constrained 
times, for an officer to have to write a business case saying we want to test AI, we want to pilot an 
AI solution, but we can't quite quantify what this is going to bring yet in terms of benefits… is very 
difficult… I think there's a risk that [local authorities] will probably wait and then purchase tools 
that are out there and tested in the market, but there'll be plugins to existing processes whereas I 
think there's potential to fundamentally rethink what service design service delivery looks like’.123 

Given these issues, there is a risk that local government will systematically underinvest in AI, 
reducing the potential benefits of the technology.  

‘A lot of local authorities are under investing - you don't take advantage of potential opportunities 
because you can't prove it. We've got to be responsible. If we can't prove that something's going 
to be a benefit then we're not going to pay for it’.124 

Some stakeholders suggested that authorities that had invested in, for example, giving all staff 
Microsoft Copilot licences, were likely to scale back when contracts came up to be renegotiated, 
reflecting issues with costs and evidencing impact.  

 
119 Interview with local authority officer. Quote edited for clarity. 
120 Interview with local authority officer. Quote edited for clarity. 
121 Interview with local authority officer. Quote edited for clarity. 
122 Interview with local authority officer. Quote edited for clarity. 
123 Interview with local authority officer. Quote edited for clarity. 
124 Interview with local authority officer. Quote edited for clarity. 
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Procuring AI systems 
When local government chooses to invest, it confronts a range of challenges which are 
longstanding in terms of procurement of IT systems125, namely: 

• Multiple legacy systems within the authority, which may lead to a lack of data and system 
join-up, preventing the full benefits of automation being achieved, or requiring workarounds 
to enable systems to connect with each other. It also means that AI roll-out sometimes 
happens in a siloed way, reflecting existing commissioning patterns across departments – 
e.g. a chatbot for housing, a chatbot for waste and recycling, etc. This can limit the usefulness 
of AI implementation. 

• A complex marketplace with many competing solutions, requiring a sophistication in 
procuring and managing solutions that local government, particularly smaller authorities, 
may lack.126 

Given the pace of change in AI technology, there is a risk for local authorities that they get locked 
in to a contractual situation which is suboptimal, which many authorities are aware of and 
actively trying to manage: 

‘We've been really careful with the renegotiation of a number of contracts over the last 18 months 
to ensure the Council has control in terms of where and how it moves data, because there's a risk 
that otherwise vendors will control the data flows’.127 

As problematic as multiple systems can be, there are also risks associated with local authorities 
trying to buy single, large systems, and the management of risks associated with these solutions: 

‘When [local authorities are] buying a big IT system, they don't know if it does what it's meant to 
do. They don't know if it's going to work through existing systems. You don't really know how much 
it's going to cost you to implement. And so you say, oh, there's a lot of risk here - let's put all the 
risk on supplier. And the reality is you don't really move the risk around. Really, [local authorities] 
own the risk and I think that's a big thing where people are presented with false choices’.128 

Stakeholders noted that some suppliers were effectively trying to get councils to pay for the 
development of a new supplier product: 

‘What we also see is sales people using AI as snake oil, basically. So they'll say: we can fix falls [in 
social care settings] for you with our magical algorithm. Give us £200,000 a year and all of your 
data, and we'll do it for you. There's no product there, it's untested. So basically we're giving you 
all of our data and all of our money to build something’.129 

 
125 A recent summary of these challenges is found in DLUHC (2024) Future Councils Pilot Report  
126 Ada Lovelace Institute (2024) Spending wisely: Redesigning the landscape for the procurement of AI in 
local government 
127 Interview with local authority officer. Quote edited for clarity. 
128 Interview with stakeholder. Quote edited for clarity. 
129 Interview with local authority officer. Quote edited for clarity. 
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There was also concern that AI would creep into existing non-AI products without the council 
having clear oversight of what this would mean, or how the products would operate reliably in the 
future – echoing, for example, the introduction of AI into Google search:  

‘I think there's a concern about AI arriving without us making a decision… I do think suppliers will 
upgrade applications and add AI functionality. And it's almost like you can't opt out… So there is 
that which concerns me because I think it's all just going to arrive’.130 

Despite these challenges, local government stakeholders also provided positive examples of 
where they were working with suppliers proactively, building solutions together and working 
iteratively through the implementation challenges that emerged. Officers stressed the need to 
manage these relationships carefully to ensure that they delivered what the council needed, as 
well as what the supplier was seeking to achieve in terms of developing new products. 

Looking forward, it will be important for Government and the sector as a whole to consider how 
it can better provide support to local authorities to buy AI solutions, and to do this in a way which 
protects the value of the data and expertise held by the sector. Resources like LOTI’s Innovation 
in Procurement Toolkit131 will be important to maximise outcomes from AI procurement. 

Managing risks associated with sensitive data 
The sensitive nature of a large portion of local government work, dealing as it does with vulnerable 
people and confidential information, means that AI needs to be used cautiously to avoid the risk 
of harm. This includes using systems where there are clear guarantees that sensitive data will be 
managed correctly, so that there is no risk of data leakage.  

There was a general sense from stakeholders engaged with that local government is used to 
considering these issues and so is well placed to deal with these challenges, particularly where 
additional governance has been established to consider issues associated with AI. This 
discussion with three officers from one authority captures a sense of the processes that can be 
involved in moving AI usage forwards within local authorities: 

[Officer 1] ‘In terms of how our governance works, we've got our Project Delivery Board and then 
we've got our Ethics Board. We take [proposals] to the Ethics Board before we move out of pilot 
so they can make an assessment on whether it's something we want to continue with… it's been 
really useful’. 

[Officer 2] ‘We also have the DPIA [Data Protection Impact Assessment] process. For every AI 
initiative, we have to fill out a DPIA as a statement of how we're going to use the data, how it's 
processed, etc. So that's always reviewed by our DPO [Data Protection Officer], and he'll raise any 
issues or even block it if he's got concerns’. 

[Officer 3] ‘Most of [our AI proposals] go to stage two of the DPIA, which is more advanced and 
has more detailed risk assessments and measures to ensure controls are in place. And then we 

 
130 Interview with local authority officer. Quote edited for clarity. 
131 https://loti.london/resources/innovation-in-procurement-toolkit/ 
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also have an Equality Impact Assessment that we complete for each initiative, to see on what 
impact the AI has on certain protected characteristics’.132  

Whilst these processes are valuable for considering the risks associated with AI implementation, 
there is also a recognition that a balance is needed between process and implementation, 
without which there is a risk that innovative approaches will not be tried or will take too long to 
roll out. 

‘There are a lot of hoops to go through if you want to try something new and it could act as a 
disincentive, so anything that makes that easier is helpful. People contact me about research 
projects all the time. I still have to do my internal DPIA, get it signed off. If they want data, that's 
tricky. You have to set all of the security stuff up, which is right, [but] it's a disincentive because 
you can't do anything quickly because no one employs a person to do that. I'm doing it around my 
day job. So if you want innovation, how you can make that easier?’133  

‘We spent about seven months [implementing a solution supported by an external partner], but it 
was actually only probably about 3 days effort… The amount of security is just painful. These kind 
of things are barriers to rapid deployment’.134 

Implementation and skills challenges 
A second category of challenges was felt to exist around the implementation of solutions. This 
ranged from the importance of strategic leadership and vision to support implementation, to the 
skills and capacity of specialists within the organisation to lead on appropriate solutions, to the 
skills and awareness of colleagues across the council.  

Leadership on AI 
Only 13% of respondents to the LGA’s survey stated that senior leadership buy-in was a barrier to 
deployment.135 Despite this, leadership knowledge, buy-in, and vision emerged as important 
issues for AI deployment in local government. Whilst our engagement focussed largely on 
authorities that were relatively advanced in terms of employment, some stakeholders raised the 
fact that there were still leadership anxieties about how to implement AI.  

‘I think there's a lot of trepidation around AI. There's still a big piece to demystify it. I think there 
are certain people - leaders, elected members - who don't really understand what it is or what it 
can do. There's a lot of fear around potential safety concerns as well. Whether this opens up 
vulnerabilities for cyber attack. So there's something in not only developing the technical 
capability and knowledge, but decision makers who are probably non-technical people 
developing their knowledge’.136 

 
132 Interview with local authority officers. Quotes edited for clarity. 
133 Interview with local authority officer. Quote edited for clarity. 
134 Interview with local authority officer. Quote edited for clarity. 
135 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
136 Interview with stakeholder. Quote edited for clarity. 



 

40 

 

Even where leadership is supportive, this doesn’t necessarily lead to significant levels of 
investment due to funding challenges. One stakeholder noted a disconnect between senior-level 
enthusiasm and practical investments in AI deployment: 

‘We’ve got a lot of like buy-in but it’s not really translating into a working budget for [AI]’.137 

Lack of senior level knowledge and vision was also a recurring challenge raised by consultees: 

‘We are relying on people like me, who have been in this game a bit too long, to grapple with and 
understand technology that [younger colleagues] are much better at, and to identify and set out 
how it should be used… We need to be better informed so that we can deploy this powerful tool 
in a way that empowers and enables our colleagues to reach their full potential’.138 

‘AI is the buzzword. People feel like they need to say we're doing something with AI just to show 
that they're keeping up with the latest developments, but they don't really know what they're trying 
to solve with AI. And if they don't know that, then they don't know  how is it actually built, how is it 
working, how is it giving responses?’.139  

AI skills for implementation 
The LGA’s most recent survey of the sector has found that 56% of local authority respondents 
classed a ‘lack of staff capabilities’ as a barrier to AI deployment, with ‘lack of staff capacity’ 
being cited by 52% of respondents.140 These were respectively the second and third highest 
issues listed as barriers by respondents to the survey.   

We heard from consultees that higher-level technical skills needed for implementation, and 
managing the introduction of AI were often limited within local government, partly due to 
competition from other sectors: 

‘[My experience is] usually you have one or two [people in local authorities] who know 
programming languages or AI technologies and the rest of the team doesn't have that much 
knowledge’.141 

‘There is this question about skills in local government. AI skills are in high demand within private 
sector organisations. They're willing to pay a lot more than the public sector can meet to get AI 
talent… We're in central London, so is IBM, so is Google, so is Amazon. We cannot compete with 
the with the salaries they're willing to offer, which limits the ability to go to the next level with it’.142 

There are also challenges in keeping skills up-to-date as technology changes: 

‘The challenge with the AI space is it just moves that quick. You know, I think even the technical 
people I speak to, they're struggling to keep ahead of it’.143 

 
137 Interview with local authority officer. Quote edited for clarity. 
138 Interview with local authority officer. Quote edited for clarity. 
139 Interview with local authority officer. Quote edited for clarity. 
140 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
141 Interview with stakeholder. Quote edited for clarity. 
142 Interview with stakeholder. Quote edited for clarity. 
143 Interview with stakeholder. Quote edited for clarity. 
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Despite these challenges, it was notable that local authorities are continuing to develop 
solutions themselves and even help scale these up across the sector. We heard from one 
authority that had developed a tool for call centre transcription, and other tools for reporting 
potholes. We also heard about another authority that had developed a document translation 
solution which they then made open source, enabling other local authorities to take advantage 
of this. Developing ways to leverage these skills which are spread thinly and unevenly across the 
sector will be essential to maximising opportunities for AI use.  

AI skills across the workforce 
Beyond implementation, there is a recognition that AI awareness and skills are essential to 
effective implementation and usage. Councils face a range of different challenges in rolling out 
AI tools. One is that the workforce can be unreceptive to AI, potentially because they are worried 
about their long-term job security, or because they are concerned that it will not do as good a job 
as humans.  

‘Change scares people. This is very natural because I've worked through change projects in the 
past and this is the reaction you expect. But I was still very surprised how much resistance I’ve 
seen from other professionals in relation to AI and new technology overall. I did expect that people 
would embrace it, but actually I've experienced the opposite’.144 

However, an opposite challenge is that staff may embrace AI too readily without fully 
understanding the risks or how the tools work. This can cause problems for local authorities if 
they are using AI tools without authorisation or the proper safeguards. Consultees told us of 
instances of personal client data being uploaded by individual staff on an unauthorised basis to 
LLMs, creating a risk that the data could be misused or become public.  

The result of these kinds of risks has been for councils to implement stronger governance and 
policy measures to prevent unauthorised usage, however a lack of knowledge amongst the 
workforce about what AI tools are, and the risks they carry, remains a concern for many local 
authorities. 53% of respondents to the LGA’s survey of local authorities stated that a ‘low level of 
broader workforce skills’ represented a ‘great or moderate’ risk.145 

Beyond the risk of inappropriate use, stakeholders told us they had concerns about how less 
experienced colleagues might rely excessively on AI without applying sufficient critical 
assessment of outputs. 

‘I have a bit of a love-hate relationship with AI because I don’t mind senior staff using AI when they 
have the knowledge and skills and expertise to review what it’s producing. But when junior 
members of staff are using it and they don’t understand [the outputs]… and don’t have the ability 
to say: no actually that’s just not right’.146 

This was also articulated as a long-term organisational concern, with consultees voicing worry 
that AI usage might erode important skills. 

 
144 Interview with local authority officer. Quote edited for clarity. 
145 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
146 Interview with local authority officer. Quote edited for clarity. 
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‘We really want to focus the AI tools on getting rid of the ‘slog’ [hard work], but not the skill. But 
what I’ve started to think about recently is: what if the skill is developed by doing the slog? Then 
we lose the ability to do it, and we also lose the ability to teach it. An example of that is map 
reading. You know, it's really hard to learn how to read a map, but if you do it, you get that skill. 
None of us can do that now… we have lost that skill. Maybe that's ok… But what other skills are 
we going to accept the loss of? So we also need to perhaps think about [how we safeguard and 
develop essential skills]’.147 

In this context it is unsurprising that local authorities – as we have seen in Section 3 - are investing 
significantly in developing AI skills across the workforce. Several authorities and stakeholders 
talked to us about the development of ‘champion’ cohorts that could support the practical usage 
of AI across councils. In some cases, these champions have access to, for example, the premium 
tier of Microsoft Copilot, or other similar tools, to test how these can be used before scaling 
across the whole of the council. The hope is that these cohorts will allow AI, and its benefits, to 
become more embedded within organisations.  

Lastly, whilst AI is an important upskilling challenge, there is also a recognition that this falls 
within a broader set of organisational challenges stemming from lack of digital skills in the 
workforce. 

‘We’re going to be needing fundamental digital and data literacy programs. There are some basics 
in terms of digital literacy that we need to support and for some people, thinking about AI is just 
not relevant for them in their roles. They still need to be working on how to use Outlook well, how 
to get the best out of Excel and there is a maturity journey for some of our professionals here’.148 

Technological challenges 
Many of the challenges experienced by local authorities reflect the innate characteristics of AI 
technology as it exists at present. This includes: 

• Bias in training data and outputs 

• Hallucinations and errors in outputs  

• Systems behaving unpredictably or inconsistently 

Bias is a particular challenge for local authorities with a public duty to act in an equal and fair 
manner. One recent study of AI usage in a local authority care context using identical but gender-
swapped care records found that ‘male summaries [using the LLMs] focus more on physical and 
mental health issues. Language used for men was more direct, with women’s needs downplayed 
more often than men’s’149 [emphasis added].  

Given that these models are being deployed extensively to support note-taking in care situations, 
it is vital for local authorities to be aware of and respond to the challenges this creates to ensure 
consistency of service for all groups. 

 
147 Interview with local authority officer. Quote edited for clarity. 
148 Interview with local authority officer. Quote edited for clarity 
149 Rickman, S. (2025) Evaluating gender bias in large language models in long-term care 
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It is also important to recognise that humans are subject to bias too, and they can also introduce 
inconsistencies that wouldn’t be seen in AI work due to subjective assessments. One example of 
this was noted by a consultee: 

‘When the bot completes the calls, you have consistency. You know exactly what the question 
was. When you have a person completing the call, what they record is subject to personal 
interpretation… [with AI] it has a transcript that can be interrogated at a later date if needed, and 
we know that every single client has been asked the same questions… When you have a person 
[doing the call], sometimes they forget something or they can add something. Also the bot can 
pull information from official documents, guidance, policies. So we know that the information 
provided to the client is correct’.150 

Another challenge for local authorities is the inconsistency of AI outputs and risk of 
hallucinations. In the course of this research project, there have been several high-profile 
examples – outside the UK local government sector - of where AI outputs have been taken at face 
value, with disastrous consequences. In one case, Deloitte had to partially refund payment for 
an Australian government report that contained multiple errors caused by misuse of AI.151 In 
another, the Chief Constable of the West Midlands Police was forced into retirement following a 
scandal relating to AI hallucinations in a report which informed the banning of Maccabi Tel Aviv 
fans from attending a match in Birmingham.152 

Whilst the most high-profile of these failures have occurred outside the sector, there remain 
concerns about bias and hallucination in AI tools being used by local government. One recent 
report has focussed the use of AI in social care and found ‘a great risk of inaccurate AI-generated 
information finding its way into official care records, which may entrench inequalities for people 
who draw on care’.153 

Issues raised in the report include incorrect interpretations of conversations (including 
hallucinating issues like suicide risk), inaccuracies in transcription, and challenges 
understanding some accents. Other issues include the use of more formal, less person-centred 
language. While these issues were picked up by social care workers reviewing the notes, the 
report raises the concern that without due care and attention, some of these errors might slip into 
the formal records.   

All of these issues point to an increasing need to ensure that there is a ‘human in the loop’ – that 
is: proper manual oversight of what AI is producing and full human sign-off of decisions to ensure 
that AI transcription does not lead to the wrong outcomes. There was a recognition that ‘human 
in the loop’ required more than just attentive staff, but also effective design of AI tools to focus 
staff time and expertise to help avoid these risks. 

 
150 Interview with local authority officer. Quote edited for clarity. 
151 Financial Times (2025) Deloitte issues refund for error-ridden Australian government report that used 
AI 
152 BBC News (2026) Watchdog investigates force over Israeli fan ban 
153 Ada Lovelace Institute (2026) Scribe and prejudice? Exploring the use of AI transcription tools in social 
care 
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‘Everyone talks about the human in the loop, but how do you force it? How do you avoid people 
getting lazy? We thought a lot about this [during a previous AI product development process]. 
Using our forms product, how do you make sure you're not digitising bad forms? How do you 
actually put nudges into the way in which you design it to say, do you actually need all of this 
information? Don’t slap AI over really bad processes’.154 

There was also a recognition amongst stakeholders that the acceptable threshold for human 
review might change as technology changes over time. 

‘We've been really clear at the moment: our AI policy states the human in the loop with all 
decision making. So AI doesn't inform any decisions. Humans need to do that verification check… 
I think the reality is going to shift as we go and we're keeping this as an annual check on our policy. 
We've just updated it this month, but we're going to probably update it again probably in the next 
six months. We recognise that [AI is likely to increasingly make low-level decisions] because we'll 
be so confident and some of the regulatory processes are basically black and white, so you don't 
really need a human in the loop in some of those cases’.155  

Beyond the challenges of AI noted above there was an acknowledgement that the best way to use 
AI was as one tool among many. One case study we reviewed found that the initial AI 
implementation, while promising, was outperformed by a simpler data science approach, which 
was more accurate for this specific task. In this case the AI model achieved 63% accuracy, whilst 
the data science approach achieved 95% accuracy.156  

As has already been noted above, the use of AI does not obviate the need to design processes 
effectively and eliminate redundant tasks.  

‘People would come to us and say ‘can I have a Copilot licence?’ [to help with minute-taking] The 
first question has always got to be: why are you writing up that meeting? Do you really need to? 
Does anyone ever look at the Minutes? Those kind of questions’.157 

 

 
154 Interview with stakeholder. Quote edited for clarity. 
155 Interview with local authority officer. Quote edited for clarity. 
156 LGA (2025) Warwickshire County Council: “Access to Food” – exploring LLMs for citizen needs 
157 Interview with local authority officer. Quote edited for clarity. 
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Summary 
Local authorities face a range of challenges in implementing AI in their operations. 

• Local authorities face long-term funding challenges that limit their ability to invest in AI 
solutions. Poor evidence of effectiveness of AI solutions is also a barrier to developing 
robust business cases. 

• Procuring AI is complex due to interoperability with existing data and systems, siloed 
commissioning, and a complex and fast-changing marketplace for solutions. Nonetheless, 
there is a risk that AI will creep into existing products as suppliers introduce it to their 
software. 

• Sensitive data requires robust governance, ethics, and management, but this can be 
resource-intensive and delay deployment. 

• Senior leaders within local authorities are often enthusiastic about the promise of AI, but 
lack knowledge about how to implement it. Specialist staff are relatively few in number, and 
face capacity challenges as AI usage expands. There are also significant differences in 
staffing between local authorities. 

• AI knowledge across the workforce varies highly, exposing local authorities to risks arising 
from lax usage of tools, including unauthorised usage. AI technology remains open to 
challenges of bias, hallucination, and inconsistency. There is a need to continue to support 
the workforce with upskilling and guardrails to ensure proper use of AI, including a ‘human 
in the loop’ on key decisions. 

• There is a risk that local authorities will systematically underinvest in AI as a result of these 
challenges.  
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6. Looking forward: future challenges and opportunities 
In this section we consider some of the challenges and opportunities that the local government 
sector is likely to face over the coming years in regards to AI. We consider specifically the 
implications of: 

• The pace and nature of technological change 

• How the sector will be impacted by AI usage by residents and other stakeholders 

• Opportunities for the sector to improve take-up and usefulness of AI 

Responding to technological change 
Recent work by the OECD explores a range of scenarios for AI technological development to 
2030158:  

• Progress Stalls: A scenario in which progress the rapid gains observed over recent years stop 
and AI progress plateaus. AI continues to provide speed in certain, specific applications, but 
issues of accuracy and hallucinations impact reliability, and human involvement in reviewing 
content remains essential. 

• Progress Slows: A scenario in which incremental gains deliver continued but slower 
progress. In 2030, AI systems have a deep knowledge base, excel at standard forms of 
structured reasoning, and can act as useful assistants for tasks that require them to use a 

 
158 OECD (2026) Exploring possible AI trajectories through 2030 
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computer, navigate the web or undertake limited interaction with people or services on behalf 
of the user, while relying on humans to set and review accuracy of tasks. 

• Progress Continues: A scenario in which continued rapid progress occurs, leading to AI 
systems that can perform many professional tasks in digital environments. While there 
remain issues with AI’s learning and understanding real-word situations, Deficits in AI 
system’s continual learning and generalisation to complex real-world environments, systems 
operate in an increasingly autonomous way. 

• Progress Accelerates: A scenario in which dramatic progress leads to AI systems as or more 
capable than humans across most or all dimensions, and able to operate largely 
autonomously.  

This is a useful framework for considering potential technological change over the medium term. 
The main variables for local authorities to grapple with are: 

• The ability of technological progress to address errors, hallucination, and bias seen in 
current models: The greater the reliability of tools, the more they can be deployed, and the 
less human supervision will be required. 

• The ability of systems to act autonomously and continuously while providing opportunities 
for human input: The more ‘frictions’ there are where human intervention is needed to 
support AI work to be effective, the less impactful the technology is likely to be.  

• Speed and volatility of change: Where technology change is rapid it will be harder for local 
authorities to make informed investment decisions. Where the relative performance of 
different AI models and products changes significantly this will also make it harder for local 
authorities to make confident purchasing decisions. 

At present, AI is a tool that can augment human effort, particularly on core tasks that AI excels in 
such as note-taking and transcription. However, as we have seen, humans are still critical to 
ensure that AI is accurate, and to take decisions. The challenge and the opportunity for local 
authorities going forward will be to increase the scope of automation without creating 
unreasonable risks of failure or harm.  

How can local authorities respond to uncertainty 
Given the varying scenarios above, local authorities are responding in different ways. Some 
authorities are trying to avoid lock-in – in both a contractual and a habitual sense - to particular 
technologies, to remain flexible to adapt as technologies change. One local authority consultee 
described this approach: 

‘AI is so rapid in how it changes so we try to take a long-term commitment to a use case, but a 
short term commitment to the technology. That's quite hard, because for example if you start 
using Magic Notes, you don't then want to let it go because it's really good at what it does’. 

This underscores the need for local authorities to continue to explore new opportunities and 
solutions even where AI technology is being successfully deployed. As we have seen in previous 
sections, developing staff familiarity and confidence in using AI approaches is important to help 
develop this flexibility across organisations.  
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Of course, as noted above, there is a risk that uncertainty leads to delays and underinvestment, 
rather than exploration. Some authorities were explicit about taking a wait-and-see approach. 

‘We are not opposed to using AI, but we are not running head first into it. We are evaluating 
potential use cases. We're trying to determine some of the costs and benefits, and how they 
improve the resident experience or the staff experience depending on what the proposed tool 
is’.159 

There remains some sentiment within the local government sector that AI is another over-hyped 
digital trend that may not be as transformative as it is currently heralded:   

‘We have sort of been here before in terms of major technological shifts. A decade ago, everyone 
was talking about big data. The promises of what that would mean for the sector, how it was going 
to change the world. We were going to have built predictive analytical models that were going to 
make significant savings, transform organisations, and make a significant difference to people's 
lives.  

That hasn't happened. We've definitely seen improvements. There's been productivity 
improvements. There's also been misses in terms of big data technology…  

The other side of the same coin, is the complex socio-economic problems [that local authorities 
deal with]. Working with families with multiple disadvantage and all the big, complex things that 
councils do at the sharpest end of their work probably won't be solved through some of these 
technical solutions and never will be’.160 

Sector impacts from wider AI usage 
An important dynamic in the development of AI is that it is a technology being used by both local 
authorities and residents, as well as wider actors. 

Some stakeholders noted situations whereby residents were increasingly using AI to interpret 
communications from local authorities, as well as using AI to better articulate themselves in their 
communications with councils. This included using AI to understand communications from 
councils that used difficult terminology, or in instances where residents did not have good English 
language skills. In conversations with stakeholders, this raised the question about whether 
increasing use of AI as an intermediary would help or hinder communication. 

Some consultees also noted troubling cases where AI was being used to support large-scale 
vexatious communications with the local authority, in instances such as planning objections, 
complaints, or freedom of information requests161.  

‘We've definitely heard [examples of] things like bulk FOIs created by created and submitted by 
AI to councils. Councils flooded with hundreds of FOIs that they legally have a duty to respond to. 
Same thing with complaints. We've also heard of bulk AI generated planning objections… That 

 
159 Interview with local authority officer. Quote edited for clarity. 
160 Interview with stakeholder. Quote edited for clarity. 
161 See also: Fenning, K (2026) Mitigating AI misuse in public submissions 
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really just clogs up the system, or has the risk of clogging up the system because Councils have 
a statutory duty to go through all those things and respond. Obviously there are levers you can 
pull if you know if something is clearly malicious, but if it isn't clearly malicious then you've to 
respond in some way’.162  

‘People are using AI agents like ChatGPT to create FOI requests and send them in. …Where 
people use AI for FOIs to challenge things or to try and perhaps clog the system… we don't know 
at the moment and I don't think we have an approach to respond to that yet’.163 

Whilst there is clearly a risk that AI could be used vexatiously, creating unreasonable amounts of 
work for local authorities, it is important to take a more nuanced view and recognise that: 

• AI can also supports residents to better engage with councils, demystifying some elements 
of communication, and potentially allowing for better articulation of resident concerns, thus 
helping to empower residents in a positive way. 

• That misuse of AI may point to problems with the engagement systems themselves. Or, for 
example, if FOI requests are challenging to respond to, this may also reflect that data is not 
being collected or stored in a way that allows for prompt responses. 

• That in time AI may help to respond to some of these enquires (as it is already being used in 
part in the planning system) and therefore help alleviate the problem.  

Recent guidance issued by the Planning Inspectorate requires any submissions to the 
Inspectorate to flag where AI has been used in a substantive, and to be transparent in how AI has 
been used.164 This may provide a model for local authorities in dealing with the increasing 
demand on resources created by AI usage.  

Another risk of malicious AI usage raised by consultees was that of using deepfakes as part of 
cyberattacks: 

‘Obviously AI multiplies the level of risk [as it] creates more vectors of attack and more ways of 
putting big attacks together. There's obviously a lot of concern around deep fake videos and deep 
fake audio’.165 

This again points to an ongoing need to educate local authority staff about the risks and security 
challenges arising from AI. 

Opportunities for the sector 
One of the most positive findings of this work has been the level of proactive innovation by local 
authorities. At the same time, levels of AI usage appear to differ significantly between authorities. 
52% of respondents to the LGA’s survey on AI usage stated that their authority was ‘at the 
beginning of its journey in terms of working with AI’, although only 5% of respondents were not 

 
162 Interview with stakeholder. Quote edited for clarity. 
163 Interview with local authority officer. Quote edited for clarity. 
164 Planning Inspectorate (2026) Use of artificial intelligence in casework evidence 
165 Interview with stakeholder. Quote edited for clarity. 
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using AI at all.166 27% of respondent authorities were developing AI tools in-house, compared with 
70% who were not.167 

This unevenness partly represents skills gaps, as discussed in Section 5, but also the differing 
nature and resources available to different councils. One opportunity, therefore, is that local 
government reorganisation (LGR), in leading to fewer, larger local authorities, may result in more 
councils with the resources to lead on AI. Indeed, the process of LGR may create opportunities 
for introducing new AI approaches as new councils seek to streamline legacy systems from 
multiple authorities. LGR may also make it easier to review existing processes from the 
perspective of utilising AI to create efficiencies.  

Another opportunity is improving the infrastructure of the sector to: 

• Identify good applications and opportunities for AI usage 

• Scale applications so that more councils can utilise approaches which have already been 
developed, and sustaining these over time 

• Share knowledge on best practice 

There are some examples already where local government is open-sourcing solutions so that 
other councils can use these: 

‘A good example is Somerset have built a summarisation tool for EHCPs and they have shared 
their code. So they are giving others the opportunity to use it. And I think there could be more of 
that. If that could be encouraged centrally in some way and done in a safe way where it's 
moderated then that could have some real benefits’.168 

Other consultees talked about ongoing projects they are undertaking in partnership with other 
local authorities, with the aim that the final product not be council-specific so it can be used 
across the sector. This kind of work is not without challenges given the differences between 
council systems. However, the principle of creating solutions which can be shared is an 
important one, as it is the best route to ensuring that solutions can scale rapidly across the sector. 

The sector has been bolstered by work within central government in collaboration with the sector. 
The Government Digital Service Local (GDS Local) launched in November 2025.169 It builds on 
engagement work with the local government sector and piloted products such as ‘Minute’, a 
government-developed tool to speed up administrative tasks.170 Previous similar work includes 
‘Extract’, which extracts data from paper planning records which can be used to reduce the 
proportion of invalid applications.171 Non-AI examples, such as LocalGovDrupal, an open-source 

 
166 LGA (2025) State of the Sector: AI – Update - Research report, 2025 
167 LGA (2025) State of the Sector: AI – Update - Research report, 2025. Note 3% of respondents were 
unsure whether or not their authority was developing AI tools in-house. 
168 Interview with local authority officer. Quote edited for clarity. 
169 Government Digital Service (2025) GDS Local goes live 
170 DSIT et al. (2025) AI experiments see “Humphrey” help townhalls cut costs and improve services 
171 i.AI 
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Content Management System (CMS) designed by and for the local government sector, with initial 
funding from MHCLG, is an important example of how this can work.172 

In conversations with consultees, there was no single view on how best to support the 
development, sharing, and scale-up across the sector. Nonetheless, there was general support 
for a central team that could support local authorities to trial new solutions (including providing 
funding where needed), and then would have the capacity to help provide these in a way that they 
could most easily be ‘plugged in’ to other authorities, managing and maintaining tools over time, 
without the burden of this falling on the originating authority. In some cases it will be best for 
development to occur centrally, as has happened with Minute and Extract, however it is vital that 
tools created centrally are developed in partnership with the sector to ensure that they work as 
required. 

In doing this, there is – quite reasonably - likely to be a focus on the most pressing common 
challenges facing local authorities, to avoid different councils ‘reinventing the wheel’. However, 
our research also suggests that there may be considerable value in scaling up successful 
solutions from the ‘long tail’ of AI applications – in instances where a small number of councils, 
or a single council, have applied AI successfully to niche challenge. 

 

 

 

 

 
172 https://localgovdrupal.org/  

https://localgovdrupal.org/
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Summary 
• The path and speed of development of AI technology remains unclear, creating uncertainty 

for local authorities.  

• Navigating this uncertainty requires identifying where AI can help improve performance and 
understanding how to manage the risks associated with AI systems.  

• Building staff and leadership familiarity with AI, and an awareness of its strengths and 
weaknesses – while having strong governance processes – will help support adaptability 
and uptake where benefits are clear. Avoiding ‘lock-in’ to long contracts is one tactic being 
adopted by councils.  

• There remains scepticism about the long-term promise of AI and the level of impact it will 
have on local authority operations, but there is also a risk of under-investment due to 
funding challenges and uncertainty. 

• Other challenges exist in the interface between residents and wider stakeholders, and local 
authorities. AI can empower citizens to take a more informed approach to their dealings 
with the council, but can also lead to an increase in vexatious interactions which can create 
time costs for councils. Local authorities should consider how to respond to these 
challenges, including using AI to do so. 

• Cybersecurity continues to be a major challenge for local authorities, with some risks 
heightened by the capabilities of AI.  

• Local government reorganisation (LGR) and devolution may provide opportunities to 
increase the scale and capacity of expertise in local authorities undergoing these 
processes. 

• There are opportunities for the sector to improve its adoption of AI through sharing and 
scaling solutions. The work of sector bodies and Government to support this will be vital, 
and examples of centrally developed solutions are emerging, though it will remain 
important for the centre and local authorities to work together. As well as focussing on ‘core’ 
applications of AI, applying scaling support and infrastructure to the ‘long tail’ of local 
government AI applications could be highly beneficial for councils as there is a large 
number of such low-adoption, but impactful cases.  

  



 

53 

 

 

7. Conclusions: What this means for local government 
and other stakeholders 

In this final section we briefly consider the implications of our findings for local government and 
other stakeholders, including the wider local government sector acting in partnership, national 
government, and the LPIP Hub.  

Local authorities 
Local authority leadership needs to have a vision for using AI which is grounded in the 
practicality of AI’s strengths and weaknesses, rather than either excessive caution or excessive 
optimism regarding what AI can do.  

For example, AI can be used effectively to take notes, but can make mistakes when unfamiliar 
terms are used, when recording audio quality is poor, or when trying to interpret certain accents. 
All AI outputs need to be reviewed. The quicker this review can be undertaken, the more 
significant are the efficiencies that can be unlocked. More broadly, there may be many instances 
where AI is not the best choice solution. 

Local authorities need to have clear policies that outline how AI is to be used, the governance 
for reviewing proposals and implementing specific uses, and how to ensure ethical principles are 
applied to usage of AI. There are already good templates available that can be drawn upon.  
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Local authorities should build approaches which ensure ‘human-in-the-loop’ to maintain 
quality. This will be critically important as AI technology matures and automation becomes more 
prevalent.  

Given the fast pace of change, councils should retain flexibility in their use of AI, avoiding long-
term procurements which may create unhelpful technological lock-in. 

Councils need to consider how they can best measure usage and impact of the AI technology 
they are employing. While this can be challenging, it is important given the need to better 
understand how AI is creating efficiencies and other performance improvements.  

The local government sector 
One of the biggest challenges for the sector is the risk of ‘re-inventing the wheel’. There are several 
sectoral initiatives that support sharing of best practice. These need to continue and develop, 
with a focus on: 

• Horizon scanning to understand the latest technological developments, their strengths and 
weaknesses, and how they can be used by local government.  

• Continuing to provide updated policy guidance and templates that local authorities can 
use. 

• Jointly identifying areas that are amenable to AI use and working towards shared solutions, 
drawing on central resources such as GDS Local.  

• Helping to develop the infrastructure to share solutions between authorities, including 
considering how solutions can be managed and maintained in a cost-effective way. 

Government 
Government is leading on AI implementation centrally, and is providing support to local 
government via GDS Local as well as the Local AI project recently established by MHCLG.  

Going forward, it will be important for Government to support sector efforts to develop new 
solutions and scale existing approaches. Specifically, Government can support by: 

• Providing specialist expertise to support local initiatives. 

• Providing training support to local government and financial support to pump prime 
approaches to using AI, on the basis that successful trials can be scaled up across the sector. 

• Support the development of infrastructure to share solutions, working with the sector to 
consider how approaches can be piloted, scaled-up, and maintained and improved over 
time.  

• Invest in developing the evidence base that supports local investment. There is a dearth 
of rigorous evaluation of the impact of existing tools. Government should support high quality 
studies that build confidence in the sector to invest where solutions genuinely create value.  
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It will be important that Government works with the sector rather than simply developing 
solutions for the sector. This will ensure that AI approaches take into account the specific delivery 
challenges facing local government.  

The LPIP Hub 
Given the expertise of the LPIP Hub, there are opportunities to support the responsible adoption 
and use of AI in ways which speak to the Hub’s mission. This includes: 

• Supporting the evaluation of impact of existing and new AI solutions, and developing 
evaluation frameworks which help local authorities looking to undertake this work.  

• Working with local government to consider how best to use AI in the context of local 
economic development and related policy. Whilst this research has not considered 
individual service areas in depth, we have seen few examples of this service being supported 
by AI. This could include using AI to:  

o support the development of strategies and research 

o support consultation with key stakeholders 

o undertake or augment data collection of novel datasets 

o analyse large volumes of data 

• Consider how to share knowledge through AI bots / personas built around sector-
specific information – e.g. the right way to develop business cases. Given capacity and 
expertise constraints in local government, developing ‘expert’ bots that have access to 
updated and curated information can be one way to support the dissemination of best 
practice across local government. A starting point can be existing research undertaken by the 
LPIP Hub.    
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Appendix 1: Case study review methodology 
As part of this research we reviewed 101 AI case studies in the public domain. In order to develop 
this list we reviewed existing sources of case studies, particularly from established sources such 
as the LGA, Socitm, and Gov.uk. Case studies were of varying types, consisting of a mix of:  

• formal case studies written by public bodies 

• case studies by providers about their own products 

• news reports 

• press releases 

• cabinet reports and internal local authority reports  

Clearly, these case studies use different formats and levels of detail, and have been written for 
different reasons. However, we suggest this is valid as a means of capturing specific examples of 
how AI is being used, and most case studies appear to have been written with the participation 
of the local authorities in question as evidenced by quotes from key officers and political leaders. 

This process led to a long-list of 169 cases, which were reviewed. From this a short list was 
developed by removing: 

• Any duplicate case studies / examples, where instances have been reported in more than one 
place. 

• Any case studies written prior to 2023, on the basis that these do not reflect the latest 
developments in AI usage. Note that the case study data and the implementation date may 
be different, however most case studies did not provide clarity about the dates for 
implementation, and so case study data has been used as a proxy  

• Any case studies that focus on councils supporting AI usage for economic development 
purposes that do not have a direct bearing on AI operations in local authorities. 

• Any case studies which did not clearly use or refer to AI technology (as opposed to other 
digital solutions). 

• Any case studies from outside local government. 

This yielded a list of 101 case studies which were explored in detail. With the exception of 
Northern Ireland, all regions and nations were represented.  

The case studies found related mostly to projects already in implementation, but some were pilot 
studies, and others were announcements of projects due to be implemented, but in sufficient 
detail that we considered it useful to capture these as part of this analysis.  
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For each case study we wanted to understand: 

• Whether benefits for each project were being quantified or monetised. 

• What the achieved or anticipated benefits of the project were. 

• What service area the solution applied to. 

• What kind of technology was being used. 

To do this, each case study was then classified in terms of: 

• Whether there was any quantification of benefits. We considered statements such as 
‘reducing staff time required for a task by 20%’ or ‘reducing customer service wait times by 
30%’ to be quantification. We counted quantification where it applied to existing projects, or 
where it was anticipated for forthcoming projects. 

• Whether there was any monetisation of benefits. We considered statements such as ‘a 
saving of £400,000 of staff time has been achieved’ or ‘the time saving through using AI is 
£500 per planning application’ to be monetisation. We counted monetisation where it applied 
to existing projects, or where it was anticipated for forthcoming projects. 

• Whether the case study referred to benefits in terms of: cost savings, efficiency 
improvements, customer service quality improvements, achieving strategic objectives, 
income generation, improvements in staff satisfaction. Other benefits noted within the 
case studies  were also captured – for example, improvements in planning, training of staff 
etc. We defined each of the benefits as follows: 

o Cost savings refers to any reduction in expenditure achieved or anticipated by the local 
authority as a result of implementing the solution. It does not include non-cashable 
efficiency improvements. 

o Efficiency improvements refers to any improvement in the productivity of local 
government operations. 
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o Customer service quality improvements refers to any improvement in the quality of 
service that residents / local businesses receive – e.g. reduced waiting times on customer 
service calls, or better social care received. 

o Achieving strategic objectives refers to any improvement that is not directly beneficial to 
residents or increasing service efficiency, but nonetheless supports the local authority to 
deliver a stronger service or meet a wider social objective. Examples include generating 
better data or modelling so as to be able to make better decisions, or better identification 
of traffic offences.  

o Income generation refers to any increase in income as a result of using an AI solution. 

o Improvements in staff satisfaction refers to where staff are reported to be positive about 
use of AI, for example where it has reduced the time taken on paperwork. 

We counted benefits whether these were quantified / monetised, or merely stated in the case 
study text. A limitation of this approach is that we have only counted stated / claimed 
benefits, which may undercount some of the benefits achieved. As above, we counted both 
achieved benefits and anticipated benefits. We were also not able to independently verify the 
benefits being achieved. Therefore, this analysis should be considered to refer to the benefits 
that local authorities are communicating about their use of AI, with more work needed to 
understand impact in a robust way. 

• The service area each case study referred to. Note that we have used general area 
categories rather than service descriptions used by the councils themselves. 

• The type of AI application being used, and the specific technology. Note that particularly 
in the case of technology type, there were many case studies (39 of 101) that did not mention 
specific applications.  

The service areas and use cases are discussed in Section 3. Whilst observed benefits are 
discussed in our analysis in Section 4. 
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Appendix 2: References 
Reports and Policy 

• Ada Lovelace Institute (2024) Spending wisely: Redesigning the landscape for the 
procurement of AI in local government  

• Ada Lovelace Institute (2026) Scribe and prejudice? Exploring the use of AI transcription tools 
in social care 

• Care Quality Commission (2025) The state of health care and adult social care in England 
2024/25 

• Department for Levelling Up, Housing & Communities (DLUHC) (2024) Future Councils Pilot 
Report  

• Department for Science, Innovation & Technology (DSIT) (2025) AI Opportunities Action Plan 

• Department for Science, Innovation & Technology (DSIT) (2025) Code of Practice for the Cyber 
Security of AI 

• Department for Science, Innovation & Technology (DSIT) & Government Digital Service (GDS) 
(2025) A blueprint for modern digital government 

• Government Digital Service (GDS) (2025) Data and AI Ethics Framework 

• Government Digital Service (GDS) (2025) & Department for Science, Innovation & Technology 
(DSIT) (2025) Artificial Intelligence Playbook for the UK Government 

• Institute for Fiscal Studies (IFS) (2024) How have English councils’ funding and spending 
changed? 2010 to 2024. Figures cited are for period from 2010/11 to 2024/25 

• Institute for Fiscal Studies (IFS)  (2025) Government confirms big redistribution of funding to 
more urban and more deprived councils in England 

• Ipsos (2025) Ipsos UK Public opinion towards AI – July 2025 

• Local Government Association (LGA) (2025) Local government workforce data 

• Local Government Association (LGA) (2025) State of the Sector: AI – Update - Research 
report, 2025 

• LGA (2024) Local government: State of the sector: AI Research report, 2024 

• Local Government Association (LGA) Community Wellbeing Board (2023) Workforce capacity 
in local government  

• MHCLG (2024) English Devolution White Paper 

• National Audit Office (NAO) (2024) The effectiveness of government in tackling homelessness  

• National Audit Office (NAO) (2025) Home to School Transport 

• National Audit Office (NAO) (2025) Managing Children’s Residential Care 

• OECD (2026) Exploring possible AI trajectories through 2030 
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• Planning Inspectorate (2026) Use of artificial intelligence in casework evidence 

• PWC & County Councils Network (2021) Future of Local Government 

• Rickman, S. (2025) Evaluating gender bias in large language models in long-term care 

• Tony Blair Institute (2024) The Potential Impact of AI on the Public-Sector Workforce 

• Yotzov, I. et al (2026) Firm Data on AI 

Case Studies referenced 
Local Government Association case studies: 

• LGA (2025) Barnsley Council: Pioneering use of Microsoft Copilot 

• LGA (2025) Birmingham City Council: the Foundry 

• LGA (2025) Buckinghamshire Council: Early adoption of Microsoft Copilot 

• LGA (2025) Greater Cambridge Shared Planning: AI-Driven Summarisation for Local Plan 
Consultations 

• LGA (2025) Hertfordshire County Council: AI road maintenance robot 

• LGA (2025) Kingston Council: Using AI in Adult Social Care administration 

• LGA (2025) Manchester City Council: People’s Panel for AI: Building skills, confidence and 
residents’ voices 

• LGA (2025) Newham Council: Establishing the UK Centre for Artificial Intelligence for the 
public sector 

• LGA (2025) Northumberland County Council- FloodAI, using AI to detect flash floods 

• LGA (2025) Somerset Council: Using Microsoft Copilot to improve productivity 

• LGA (2025) St Helens Borough Council – augmenting TEC with AI 

• LGA (2025) Swindon Borough Council: Simply Readable, an AI easy-read solution 

• LGA (2025) Tunbridge Wells Borough Council: The Amelia Scott, Collecting Tomorrow 

• LGA (2025) Warwickshire County Council: “Access to Food” – exploring LLMs for citizen needs 

Other case studies / articles referenced: 

• Alan Turing Institute (2024) Developing a data charter with Camden Council  

• Around Ealing (2025) How AI is making more time for human contact 

• BBC News (2026) Is China quietly winning the AI race? 

• BBC News (2026) Jack Dorsey's Block cuts thousands of jobs as it embraces AI 

• BBC News (2026) Watchdog investigates force over Israeli fan ban 

• BBC News (2026) What is the 'social media network for AI' Moltbook? 

• BBC News (2025) AI to be used to spot potholes and aid repairs  
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• BBC News (2025) Bank of England warns of AI bubble risk 

• BBC News (2025) Council trialling AI for special needs reports 

• BBC News (2024) AI camera rolled out to monitor driving offences 

• Chief Data Officer Magazine (2025) Liverpool City Names Tiffany St James its First Chief AI 
Officer  

• CNBC (2025) Salesforce CEO confirms 4,000 layoffs ‘because I need less heads’ with AI 

• Costa, A. / LOTI (2024) Learnings and Reflections from GenAI Trial at Ealing Council  

• Dorset Council (2025) AI project to weed out Dorset’s ragwort 

• Department for Science, Innovation & Technology (DSIT) et al. (2025) AI experiments see 
“Humphrey” help townhalls cut costs and improve services 

• Fenning, K (2026) Mitigating AI misuse in public submissions  

• Financial Times (2025) Deloitte issues refund for error-ridden Australian government report 
that used AI 

• Glasgow City Council (2025) Glasgow set to trial AI technology to speed up bus journey times 

• Gov.uk (2026) “Move fast, fix things” – Darren Jones sets out plan to rewire Whitehall and 
incentivise innovation in the civil service 

• Gov.uk (2025) Camden Council: RentSense 

• Gov.uk (2025) Ealing Council: Adult Social Care Annual Financial Expenditure Forecast 

• Gov.uk (2025) Bristol City Council: Not In Education, Employment or Training Model 

• Gov.uk (2025) PM speech on AI Opportunities Action Plan: 13 January 2025 

• Gov.uk (2025) Warwickshire County Council: Domestic EPC Estimates 

• Government Digital Service (2025) GDS Local goes live 

• Hammersmith Today (2025) Council Says AI Has Boosted Coffers By Over £1 million 

• IBM (2025) London Borough of Redbridge: Cleaning up the streets with an AI-powered chatbot 

• ICS.AI (2025) Transforming Local Government Services with AI - Telford & Wrekin Council 

• IT Brief (2025) Nottingham City Council launches AI academy to boost staff skills 

• Kerv (2025) Becoming Unitary: How Somerset Council created a single digital front door for 5 
separate authorities 

• Lilli (2025) First local authority in Wales uses AI technology to help reduce hospital 
admissions 

• Liverpool City Region Combined Authority (2025) First-of-its-kind AI Charter to drive 
responsible data sharing in Liverpool City Region 

• Localgov (2025) Council backs facial recognition surveillance system 
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• LOTI (2025) Rateable Advertising: From hunch to half a million (in weeks) 

• The MJ (2025) PwC and Hillingdon leading the way on AI for residents 

• Multiverse (2025) Essex Centre for Data Analytics begins AI journey with apprenticeship levy-
funded training academy 

• Multiverse (2025) Newark and Sherwood District Council launches AI training for 50 
employees 

• Multiverse (2025) South Gloucestershire Council expands training in latest upskilling and 
digitisation drive 

• Nesta (2025) Less than half of the UK public trust the public sector to use AI responsibly, 
survey finds 

• North (2024) North to make Westminster smarter and safer through £1.2 million contract 
award 

• Oxford Economics (2026) Evidence of an AI-driven shakeup of job markets is patchy 

• Peterborough Today (2023) AI cameras to crack down on fly-tipping as incidents increase 
year-on-year in Peterborough 

• PWC (2025) Birmingham Council enhances efficiency with voice automation 

• Techcrunch (2026) ChatGPT reaches 900M weekly active users 

• Techcrunch (2026) OpenClaw creator Peter Steinberger joins OpenAI 

• Tees Valley Combined Authority (2025) UK-First Digital Project Sees Success in Slashing 
Delays on Region’s Roads 

• Think Digital Partners (2024) In the Spotlight: Swindon Borough Council 

• Tovie AI (2025) Transforming Richmond & Wandsworth Public Services with Tovie AI Voice 
Bots 

• TUC (2025) TUC calls for “step change” in UK approach to AI as poll finds majority of public 
are concerned over jobs 

• Verian (2026) Despite widespread concerns, nearly seven in ten Britons use AI for at least one 
purpose 

• Vivacity (2025) Coventry City Council Uses VivaCity AI-powered Data to Evidence Modal Shift 
and Cycling Infrastructure Success 

• Vivacity (2025) Nottingham City Council Uses AI-Powered Data to Improve Bus Journey Times 
and Traffic Flow 

• Zellis (2025) London Borough of Harrow shrinks payroll processing by 50% with Zellis 

Toolkits / Resources 
• LOTI & PUBLIC (2020) Innovation in Procurement Toolkit 

• https://localgovdrupal.org/   

https://localgovdrupal.org/
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