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PREFACE

In a world where information is becoming
infinitely abundant, where value is questioned
and where placeless, faceless and frictionless
synthetic media dominates, Dark Matter’s
work provides two things that are becoming
markedly scarce: verifiable reality and
courageous judgment. The UK Al Revolution
documentary series is the distilled essence

of real-world inquiry and independent,
critical thinking.

Our mission is to deliver clarity in an
obfuscated landscape of technology

and evolving information. In producing this
documentary series, we ask the unfiltered
and uncensored questions required to
navigate our collective future. It forms part
of our continued investigation and body of
strategic foresight which underpins critical
conversations that can no longer be ignored.
We strive for a society that is prepared, not
blinded, by the spectacle of what’s next.
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THE UK Al REVOLUTION

A strategic mandate for the UK’s policy,
business and technology leaders

The Al revolution is not a distant threat
or a future promise; it is our present
economic and social reality, and it has
arrived at a speed that is outpacing both
national understanding and governance.
The impact could fundamentally redefine
the UK’s economic future, national
security and social contract. To date
however, enthusiasm has often obscured
crucial questions around accountability,
sustainability and sovereignty.

The UK Al Revolution documentary series
aims to provide a critical examination

of Al beyond industry hype, combining

the knowledge of experts, policy leaders
and technologists and explores the pivotal
moment for economic prosperity and
national sovereignty. As a nation we have
an opportunity to shape the future of Al,
but policymakers, leaders and technologists
have a duty to lead the charge. This guide
distils the series’ core themes into critical
strategic questions and suggests actionable
imperatives to allow for more considered

Al approaches.

The Readiness Gap:
Empirical Data from UK PLC

The Landscape: Market Value and the
Productivity Imperative

The UK’s Al market is a cornerstone

of future prosperity and the opportunity

to exploit this growth potential must not

be understated. In 2024, the Al sector
alone was valued by the UK Government

at £72.3 billion; its projected growth

is set to exceed £800 billion by 2035

- a rate 30 times faster than the rest

of the economy. The challenge is converting
this into measurable, tangible outcomes.

By enhancing efficiency, Al has the capacity
to tackle difficulties the UK has faced in

low productivity and rising public service
expenditure, with estimates suggesting
UK’s annual GDP growth rate could nearly
double to approximately 3% by 2035.

Yet, as Karl Havard, Al Infrastructure
Expert, noted in the documentary series,
the promises of technology are “not always
a reality”, referring to the costly missteps
taken in the Cloud First era. The UK’s Al
sectoris thriving; however, this growth

is accompanied by profound structural
risk. The nation’s strategic readiness to
harness Al responsibly, through sufficient
governance and infrastructure, is currently
at odds with the pace of innovation.

Our proprietary research reveals a systemic leadership deficit. These statistics quantify
the distance between the national Al vision and the operational reality on the ground,
underscoring the urgency of strategic intervention.

THE DISCONNECT  THE DATA

THE STRATEGIC GAP

STRA"’EGY VS While 40% cite strategic alignment
: as a primary factor in decision-

Al_lGNMENT making, 68% of the same
organisations have either no Al
strategy or are in initial discussion
phases.

GUVERNANCE 49.8% of organisations have no Al
governance structures in place or

FA"_URE report significant gaps in adequacy.
67% of organisations have not yet

DATA OUALITY considered data quality, stating

NEGLECT they have no Al projects or are only

in early development.

Strategy Void:

high-level policy objectives
cannot translate to actionable
procurement or transformation
without a defined organisational
strategy.

Accountability Risk:

nearly half the public sector is
operating without the structural
assurance required to manage
legal, ethical and safety risks.

Foundation Flawed:

there is a risk that future

Al decisions will be built

on unexamined and potentially
biased data, leading to inaccurate
outcomes.

The Al sector alone
was valued by the
UK Government at

€123
billion

“The promises
of technology

are not always
0 reality”

Karl Havard,
Al Infrastructure
Expert
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1. Digital Sovereignty:
The Build vs. Buy
Imperative

Many argue that the Cloud First era

taught the UK a costly lesson in strategic
dependence, something that is still being
reconciled and dealt with today.

By prioritising speed and ease over
sovereign control, many organisations
have developed proprietary, critical digital
infrastructure within hyperscale providers.
Whilst on the surface, public cloud providers
held the key to reduced costs, infinite scale
and speed, the reality is many have been
left vulnerable, with spiralling, unforeseen
costs, sprawling, complex IT estates and

a mix of public cloud and on-premises.
This is essential due to legacy technology,

sensitive data and latency to name but a few.

Additionally, the race to the public

cloud has had a profound erosion on
digital sovereignty, leaving national data
vulnerable to foreign jurisdiction, such

as the US Cloud Act. If we are to learn
from previous lessons, as Havard explains,
creating digital sovereignty “has to ensure
that the revenue generated from a UK
sovereign cloud stays within the UK.”

It is important that we view Al through
this lens. True sovereignty begins “where
our data lives and who gets access to it”.
The UK’s policy objective must therefore
be a calculated transition from being an
“Al taker” to an “Al maker.” This mandate
is now being driven through two critical
mechanisms:

¢ AIRR (Al Research Resource):
A national commitment to expanding
sovereign compute capacity by
at least 20x by 2030. This foundational
investment ensures the UK has the
non-negotiable independence required
to train frontier LLMs and support deep
tech research, free from geopolitical
pressure and supply chain instability.

¢ Al Growth Zones (AIGZs):
Championed by the Department for
Science, Innovation and Technology,
these zones are pragmatic, policy-led
accelerators. AIGZs are designed to
overcome planning bottlenecks, fast-
track critical data centre infrastructure
and link the national compute supply
to regional economic rejuvenation. By
offering priority access to clean energy
and streamlined regulation, these zones
should actively manage the visibility and
control of our future Al power grid.

2. Economic Growth:
The Scarcity

of Value and the

Use Case Challenge

One of the greatest current risks

in the Al Revolution is strategic waste.

We are witnessing a ‘paradox of promise’
where enthusiasm for this technology
outstrips the capability to validate and
deliver measurable economic value. Our
data paints a stark picture in which 27% of
organisations perceive anticipated benefits
from Al but have uncertainty

in their realisation. As Mark Butcher,
Director at Posetiv Cloud Ltd, explains,
leaders have been sold on the idea that
their businesses can be “utterly transformed
and modernised by adopting Al, but they
don’t really actually have a solid use case
for it or any measured outcomes.”

To avoid pursuing costly, complex
experiments, leaders must pivot their
focus from merely adopting the latest tool
to demanding disciplined, outcome-led
strategic investment. The next phase is
defined by rigour: stress-testing every use
case to ensure it provides demonstrable
business value and aligns with national and
industry competitive advantage.

Leaders have been
sold on the idea that
their businesses
can be “vtterly
transformed

and modernised
by adopting Al,
but they don't
actually have o
solid use case for
it or any measured
outcomes.”

Mark Butcher,
Director at Posetiv
Cloud Ltd

21%

of organisations
perceive anticipated
benefits from Al but
have uncertainty

in their realisation.
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3. Responsible Al:
Accountabillity,
Trust and Regulation

The UK government has made the decision
to pursue a pro-innovation, principles-
based regulatory approach. While
designed for agility, this flexible stance
risks being insufficient given the velocity
of change, potentially creating critical gaps
in accountability that could undermine
democratic integrity and social cohesion.
Our research suggests that governance

is currently happening much later in Al
adoption, with 49.8% of UK public bodies
surveyed reporting no adequate Al
governance structures.

Practical Governance Toolkit;

Three Immediate Steps

When a system fails or an error occurs,
the accountability chain can dissolve
very quickly if not inbuilt from the very
beginning. This is further supported by
Nicky Stewart, Senior Advisor at Open
Cloud Coalition, who explains

it is important for us to “a/lways understand
where that accountability chain is.”

The immediate challenge is institutional,
not technical. However, there are
responsible practices that UK PLC
could consider.

To close the immediate governance gap, organisations could focus on

establishing foundational controls:

¢ Mandate Algorithmic Impact Assessments (AlAs):
Implement a mandatory review process before deploying any Al system,
documenting its purpose, data sources, potential for bias and a human
escalation path for adverse decisions to establish anticipatory accountability.

e Establish a Data Quality Charter:

Proactively define, measure and audit data inputs used for training and
inference, requiring the veracity and completeness of training data to be
documented and signed off before project commencement.

e Define the Human in the Loop (HITL) Protocol:

Formally designate the human or team responsible for final decision-making
and system oversight. This ensures the accountability chain remains unbroken.

of UK public bodies
surveyed reporting
no adequate

Al governance
structures
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4. Sustainability:
The Energy Footprint

The growing computational demands

of Al and Large Language Models (LLMs)
pose a significant environmental challenge,
requiring substantial energy and water
use. This hidden cost of ‘intelligence’

is now an ecological and financial debt.
The consumption of a single LLM search,
for instance, can be 30 times higher than
a traditional search query. 40% of the
public sector organisations we surveyed
do not measure the carbon footprint

of their Al operations. Dr Paul Dongha,
co-author of ’Governing the Machine’,
highlights the opportunity for companies
to “start thinking about it now and take

What to look for;

ownership of your compute use, rather
than relying on big tech companies to
offset themselves.” This energy-intensive
trajectory should be managed and
measured with strategic foresight

and visibility.

The solution is not just about renewable
energy; it lies in strategic, joined-up
partnerships. Butcher stresses the
importance of the design of data centres,
with a need for them to become,

“an integrated part of society where
they’re adding value right from the start.”
At a governmental level, the commitment
to AIGZs must be leveraged to incorporate
next-generation technologies like direct
liquid cooling and heat reuse schemes.

Partnering for Sustainable Compute

For organisations seeking to reduce the environmental footprint of their Al
adoption, partner selection is paramount. When engaging compute providers,

here are some tips to consider:

Look beyond Power Usage Effectiveness (PUE) to also assess Carbon Usage
Effectiveness (CUE). Look for transparent, real-time data on the carbon intensity
of the power source being used for your specific workloads.

Consider partners who actively pipe waste heat into local district heating
networks, industrial sites or agricultural applications. This moves the data centre
from a liability to a contributor to the local economy.

Seek the use of modern, high-efficiency cooling methods like Direct Liquid
Cooling (DLC), which dramatically reduces water consumption and energy
demand compared to traditional air-cooling, especially for high-density Al

workloads (e.g., GPU clusters).

Seek assurance that hardware is responsibly managed beyond its primary
lifecycle, including robust refurbishment, re-use and recycling programs to
reduce reliance on the critically short supply of rare earth materials.

“Start thinking about
Alnow and take
ownership of your
compute Use, rather
than relying on big
tech companies

to offset themselves.”

of the public sector
organisations we
surveyed do not
measure the carbon
footprint of their

Al operations.
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5. Social Consensus:
Education and
Transition

Throughout the process of filming

The UK Al Revolution documentary series
it became hugely apparent that only

a small portion of the UK population truly
understands the technology. As Professor
Gopal Ramchurn, CEO at Responsible

Al UK, emphasises, “people are worried
about it doing bad things to us, not realising
it’s already in their hands, in their watches
and their TVs.” Industry research further
supports the point that millions

of UK adults lack the fundamental digital
skills required for the modern workplace
and IT/data skills remain the hardest

roles for firms to fill. UK Al progress
without broad social consensus is a risk.

The Al Literacy Imperative:

Driving Skills and Consensus

e Defining Foundational Literacy:

e Prioritising Human-Centric Skills:

An important transition must take place
through education to create an Al-literate
society, where non-technical skills like
critical thinking, ethical reasoning

and collaboration complement

machine efficiency.

The urgency of education extends beyond
the workplace; the conversation becomes
about public safety and trust. As hyper-
realistic deepfakes and sophisticated scams
become ubiquitous, the public’s ability to
discern truth from sophisticated machine-
generated deception is limited. Therefore,
proactively teaching the public how

to spot Al-driven fraud and transparently
communicating when and how Al is being
used in core services, whether in customer
support, decision-making or content
delivery is no longer just public bodies’
responsibility; it is the joint responsibility
of UK PLC.

To bridge the knowledge gap and secure a sustainable workforce, organisations
must champion an inclusive approach to skills development by:

Develop training goals to establish Al Literacy for all employees. This could
include understanding basic concepts, effective prompt engineering to extract
value from models and proficiency in the Al tools relevant to their daily work.

Actively upskill the existing workforce in non-technical capabilities that
Al cannot replicate including critical analysis, ethical awareness, creative
problem-solving and cross-functional communication. These are the skills
that drive strategic value from Al outputs.

“People are worried
about Al doing bad
things to us, not
realisingit's already
in their hands,

In their watches
and their TVs.”

Gopal Ramchurn,
CEO at Responsible
Al UK

As hyper-realistic
deepfakes and
sophisticated scams
become ubiquitous,
the public’s ability
to discern truth

from sophisticated
machine-generated
deceptionis limited.
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THE BOTTOM LINE

Key Takeaways and Imperatives
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This guide clearly highlights the developing opportunities and
risks in this Al revolution for all sectors, and emphasises the
need for a combined effort and approach from policymakers,
business leaders and technologists to allow the UK to both
define and secure its future.

The Bottom Line for Policymakers

Policymakers must establish a clear national strategy - one that is informed by previous
technological mishaps and one that proactively addresses societal risks and infrastructure
demands to exploit the growth opportunities.

Strategic Questions for Discussion

* How will we mandate procurement to “buy UK” for critical Al infrastructure to support
domestic Al businessesand talent, leveraging new mechanisms like the AIGZs?

* Beyond generalised goals, where are the clear, big productivity gains that the UK has an
edge in applying Al (e.g., deep tech, life sciences, creative industries)?

« What concrete reforms are being implemented now to embed Al literacy into the
education system and with UK citizens?

The Bottom Line for Business Leaders

Business leaders should be moving beyond the Al hype and considering how to implement
an informed Al strategy whilst maintaining integrity and prioritising measurable outcomes.

Strategic Questions for Discussion

* How are we mitigating the risk associated with foreign regulatory reach over our most
sensitive data and Al models to ensure business continuity and national security?

« What measurable outcomes and financial returns are we tracking for Al deployment
and are we avoiding costly adoption cases that lack a solid use case?

* What is our mechanism for workforce transition and re-skilling those whose
jobs are disrupted, moving them from repetitive tasks to strategic, augmented roles?

The Bottom Line for Technologists

Technologists are truly on the frontline when it comes to harnessing the opportunities
provided by Al and must integrate responsible and sustainable practices into designs.

Strategic Questions for Discussion

* What is our actionable roadmap for contributing to, or consuming from, a sovereign UK Al
stack (compute, data, models) to reduce dependency on hyperscalers?

« What measurable outcomes and financial returns are we tracking for Al deployment and
are we avoiding costly adoption cases that lack a solid use case?

* How can we move from a purely “technology-led” Al development to an “outcome-led”
approach that prioritises public and societal benefits?
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THE PATH FORWARD

Shaping the UK’s
Al Future, Together

The UK Al Revolution underscores the UK talent, ambition and
ingenuity to lead in the Al era. However, translating this potential
into genuine, shared prosperity requires a level of conscious
decision-making and collaboration across industries. This means
considering what might be difficult trade-offs: prioritising
sovereign control over the convenience of hyperscale, seeking
measurable outcomes over aspirational adoption, embedding
accountability ahead of deployment and turning

the environmental challenge into an opportunity.

We must foster a real dialogue that extends from government
to industry, to the UK citizen, empowering everyone with the
knowledge to make informed choices. It is our collective hope
and shared mission to encourage the critical discussion and
conscious action that will deliver a technological future that
society seeks to achieve.
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