Future
Governance
Forum

MISSION
GRITICAL 02

Governing in partnership with
business and trade unions

By Ram Puvinathan Published
and Grace Wyld October 2024



BAFGF

This paper was first published in October 2024
The contents and opinions expressed in
this paper are those of the authors only.

Company number, England & Wales: 14406854



Mission Critical 02 - Governing in partnership with Business and Trade Unions

Contents About

About The Future Governance Forum

About the authors and acknowledgements

Executive summary

Introduction

The promise of a mission-driven approach

Lead with purpose, govern in partnership

Engagement is the bedrock of a strong partnership

There is no one size fits all approach to partnership
between government, business and unions

Recommendation 1: Build joint ownership for
mission delivery through external Mission Councils

Recommendation 2: The government can drive strong
coordination of cross-departmental partnerships through

a hub within the Mission Delivery Unit

Recommendation 3: Recognise, scale and incentivise
best practice for a new era of dynamic capabilities
across the civil service

Recommendation 4: Bring stakeholder engagement into

the 21st century with modern digital engagement tools

Recommendation 5: Underpin engagement
with a data-driven test-and-learn culture

Conclusion: Partnership working as the
bedrock of a missions approach

Page 1

1

12

13

13

15

17

19

23

24

26



Page 2 About

About The Future
Governance Forum

The Future Governance Forum (FGF) is a progressive, non-profit and non-par-
tisan think tank. We aim to provide the intellectual and practical infrastructure
vital to national renewal and the revival of progressive government in the UK.

Our goal is to shape a comprehensive new operating model for the way the
country works, delivering effectively across national, devolved, regional and
local government. We bring together people and institutions with the expertise
to develop and implement new models of partnership, policy development

and service delivery.

Our current programmes of work explore:

«  Mission Critical: how can governments develop missions
as more than a signal of intent, but a theory and a practice
of government?

*  Impactful Devolution: how can government meaningfully
and permanently devolve power to regional and local level
in one of the most centralised countries in the world?

*  Rebuilding the Nation: how can we utilise innovative
models of public and private investment to deliver
future policy objectives?

By prioritising these questions we are thinking about new progressive models
of governance for the long term.

Get in touch: hello@futuregovernanceforum.co.uk
futuregovernanceforum.co.uk

@FutureGovForum
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Executive Summary

Mission-driven government promises a new model of governance; one
that orients growth around a more progressive social purpose. Labour’s
mission-driven government must be humble about its ability to achieve
this vision alone and act as an orchestrator, galvanising a wide ecosystem
of partners in pursuit of its bold, long-term goals'

This transition has never been more urgent. The new government must face
up to years of poor productivity, tight budgetary constraints and political
turmoil. Trust from citizens must be earned once again, while public and
media expectations must be tightly managed.

This means putting partnerships at the heart of a new alliance for growth
and prosperity. Businesses and workers, alongside other stakeholder groups,
must form a cornerstone of a mission-driven approach.

Entrepreneurs, businesses large and small, and workers across the country
are all essential to deliver economic growth. In partnership with each other
and with the government, they have the know-how, resources and insights
to tackle the UK’s long-term, economic and policy challenges.

We call for a new partnership with businesses and trade unions which both:

A. Embeds their insight and expertise at the core of policy design,
communications and delivery.

B. Utilises the levers of the state to guide their activities and resources
(financial and non financial) towards shared missions.

This report focuses on the first objective, setting out how we might establish
the right institutional structures and processes across central government
to coordinate partnerships and drive better engagement with businesses
and unions, as well as promote the long-term cultural change and ways of
working required for collaboration to thrive.

Our focus here is primarily on the role of, and capabilities in, Whitehall. The
centre has a key role in the short term to create the conditions for change, but
the reality is that the delivery of mission-driven partnerships will take place

1 Mazzucato, M. (2024). Mission Critical 01: Statecraft for the 21st century. Future Governance
Forum and UCL Institute for Innovation and Public Purpose. For more on the IIPP's work

on missions, see:

Mazzucato, M. (2021). Mission Economy: a moonshot guide to changing capitalism. Penguin, Allen
Lane, London.

Mazzucato, M. (2018). Mission Oriented Innovation Policy: Challenges and Opportunities. Industrial

and Corporate Change, 27 (5): 803-815.

Mazzucato, M. (2018). Mission-Oriented Research & Innovation in the European Union: A prob-
lem-solving approach to fuel innovation-led growth. Report for the European Commission, ISBN
978-92-79-79918-1

Mazzucato, M., Doyle, S. and Kuehn von Burgsdorff, L. (2024). Mission-oriented industrial strategy:
global insights. UCL Institute for Innovation and Public Purpose, [IPP Policy Report No. 2024/09.



https://www.futuregovernanceforum.co.uk/resource/mission-critical-01/
https://doi.org/10.1093/icc/dty034
https://doi.org/10.1093/icc/dty034
https://publications.europa.eu/en/publication-detail/-/publication/5b2811d1-16be-11e8-9253-01aa75ed71a1/language-en
https://publications.europa.eu/en/publication-detail/-/publication/5b2811d1-16be-11e8-9253-01aa75ed71a1/language-en
https://www.ucl.ac.uk/bartlett/public-purpose/publications/2024/jul/mission-oriented-industrial-strategy-global-insights
https://www.ucl.ac.uk/bartlett/public-purpose/publications/2024/jul/mission-oriented-industrial-strategy-global-insights
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across all tiers of government. Any machinery of government changes must
recognise this reality and create the space for local government leaders to
contribute to strategy setting, not just delivery.

The government has been proactive in seeking business and union input into
new mission areas. We've seen an Industrial Strategy Green Paper, Invest 2035,
published alongside a high profile International Investment Summit, and an
Employment Rights Bill introduced as part of Labour’s Plan to Make Work Pay.
Business task forces have been set up for Onshore Wind, the National Wealth
Fund, and Flood Resilience. Yet, business’s frustration with a pre-Budget doom
and gloom narrative and union backlash over cuts to the winter fuel payments
underline the tricky balance that the government needs to manage as it
delivers its ambitious programme. The upcoming Budget in October 2024
provides an opportunity to reinforce a positive tone with businesses and
workers. Building and sustaining a shared culture of collaboration, underpinned
by robust partnership structures, will be key to unlocking any decade of
national renewal.

Based on interviews with former civil servants, business leaders and unions,
alongside an assessment of best practices in the UK and internationally,

we have identified five recommendations for Whitehall to create the right
environment for effective partnerships with businesses and trade unions:

1. Build joint ownership for mission delivery through external Mission
Councils, aligned to Mission Boards, which:
A. Deliver action-oriented annual plans
B. Co-develop impactful solutions
C. Embed strong governance via statutory footing status
D. Have diverse membership, appointed transparently

2. Drive strong coordination of partnerships across and beyond government
through the Mission Delivery Unit, which should:
A. Actas a partnerships hub for external engagement
B. Raise the bar on best practice across government
C. Track and communicate the impact of collaboration

3. Recognise, scale and incentivise best practice for a new era of dynamic

capabilities across the civil service:

A. Incorporate engagement in day-to-day processes such as the submis-
sions process and the business case and spending review process

B. Make better use of existing resources within the Government
Communications Service

C. A Mission Secondments Programme to bring external talent
into Whitehall to support mission delivery

4. Bring stakeholder engagement into the 21st century with modern digital
engagement tools:
A. These should be piloted and promoted by The Mission Delivery Unit

5. Underpin engagement with a data-driven test-and-learn culture:
A. lterate partnership models based on learnings from continuous data
and insight collection
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Delivering the It is encouraging to see plans for a Business Partnership Framework outlined
government’s in the Industrial Strategy Green Paper, and that the framework aligns with
industrial strategy many of the ideas that have surfaced in our research. In this paper we explore

how the proposed model could be delivered.? For instance, a new approach
to business engagement and a business ‘academy’ as outlined in the green
paper should be delivered by a partnerships hub in the Mission Delivery
Unit (recommendation 2). Secondments from government to business,

as proposed in the green paper, should work both ways, with experts

from businesses and unions seconded into government to build dynamic
capabilities (recommendation 3). And a data led approach to gathering
timely advice and insight is at the heart of our proposal of a data-driven
test-and-learn culture (recommendation 5).

The power of cross There is huge potential for ideas and innovation in the relationships between

sector partnership sectors, including central government, local government, regional and
sub-regional government, public services, businesses, trade unions, civil society
organisations and community groups. It is in the connective tissue between
these actors where we can identify solutions to some of society’s biggest
and most complex challenges. Motivated by a positive message and a shared
mission for change, and in understanding one another’s points of leverage,
powers and constraints, sectors can work better together for the long term.

This paper explores just one aspect of that web: central government, business
and trade unions, and specifically what the centre should do now, in its early
days as a new government, to establish a culture of partnership through shared
structures, dynamic capabilities, and modern ways of working. This research
focused explicitly on what the centre of government can do, though we
approach all of this work in the knowledge that partnerships at the local

and sub-regional level will be critical to the delivery of missions. Relationships
between all layers of government, with civil society organisations, and

with citizens directly will be covered in other upcoming parts of the

Mission Ceritical series.

2 HM Government (2024) Invest 2035: The UK’s Modern Industrial Strategy



https://assets.publishing.service.gov.uk/media/670cde8692bb81fcdbe7b745/industrial-strategy-green-paper-final.pdf
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Introduction: the challenges we face

“l want to lead the most pro-growth, pro-business
Treasury our country has ever seen.”

Rachel Reeves,
Chancellor of the Exchequer, August 2024

Since coming to power in July 2024, the Labour government has reiterated

its long-standing pledge to deliver the economic and political conditions to

drive inclusive growth across the United Kingdom, underpinned by five core
missions for national renewal:

Secure the highest sustained growth in the G7

Make Britain a clean energy superpower

Build an NHS fit for the future

Make Britain’s streets safer

Break down the barriers to opportunity at every stage

GIENEAN NI

Mission-driven government promises a new model of governance, not just
a new term for referring to priorities. Mission-driven governments orientate
growth around a more progressive purpose, aligned with social and envi-
ronmental ambitions. But before we explore the promise of a mission-driven
approach, what are the challenges the new government faces in achieving
the first of their missions: the upward trend of sustained, economic growth?

Challenge 1: Improving productivity and delivering quality public services

The UK’s economic challenges are well-documented. Over the last 15 years it
has faced sluggish growths, a high debt to GDP ratio“, and a current account
deficit®. UK productivity is lower than many of our international partners,
leading to wage stagnation and plateauing living standards. In 2019, the

United States produced 28% more value added per hour than the UK, while
French and German workers were respectively 13% and 14% more productive®.
At the same time, our public services are performing worse than ever, with
crumbling schools and social housing, over-capacity prisons and over six million
people awaiting NHS treatment”.

3 ONS (2024). Gross Domestic Product (GDP) - Office for National Statistics. [online]

4 ONS (2024). UK government debt and deficit - Office for National Statistics. [online]

5 ONS (2024). Balance of payments, UK - Office for National Statistics. [online]

6 Van Reenen, J. and Yang, X. (2024) Cracking the Productivity Code: An international comparison

of UK productivity, p.6. POID Special Report.

7 British Medical Association (2024). NHS Backlog Data Analysis.



https://www.ons.gov.uk/economy/grossdomesticproductgdp
https://www.ons.gov.uk/economy/governmentpublicsectorandtaxes/publicspending/bulletins/ukgovernmentdebtanddeficitforeurostatmaast/december2023.
https://www.ons.gov.uk/economy/nationalaccounts/balanceofpayments/bulletins/balanceofpayments/januarytomarch2023.
https://cep.lse.ac.uk/pubs/download/special/cepsp41.pdf
https://cep.lse.ac.uk/pubs/download/special/cepsp41.pdf
https://www.bma.org.uk/advice-and-support/nhs-delivery-and-workforce/pressures/nhs-backlog-data-analysis
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Figure 1. Productivity (GDP per hour), 2023
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Daniel Harari, 'Economic Indicators, Number 02791, House of Commons Library, (16th August 2024.)

Labour’s pre-election manifesto argued that addressing the UK's low
productivity and driving sustained economic growth is ‘the only route’

to improving living standards across the country. Such an outcome cannot
be achieved without meaningfully engaging and partnering with the wide
ecosystem of businesses, trade unions, civil society and local government
to shape how industrial policy is designed and rolled out.®

Challenge 2:

Low investment across the economy

Core to this productivity puzzle has been chronic underinvestment from

both government and business. The UK has had the lowest rates of business
investment in the G7 since 2019 and performs worse than all OECD countries
except Poland, Luxembourg and Greece.® IPPR has estimated that Labour’s
manifesto plan, if implemented in full, would still result in an overall fall in
investment.'© Another estimate by the Capital Markets of Tomorrow Taskforce
suggests the UK needs £1 trillion in investment over the next decade to hit

3% annual growth."

The new government has so far sought to project ‘cautious competency’

and manage public expectations, repeatedly stressing spending constraints

in its first months.”? There have been positive steps, such as the flagship
announcements of the National Wealth Fund and GB Energy. The government
has promised planning regulation reform to accelerate housebuilding across
the country and recognised that investment in public transport is also essen-
tial for economic growth. Longer-term public investment in education, skills
and R&D will also be critical to attract private investment from businesses. The
Growth and Skills Levy is another welcome step in helping to futureproof the
workforce: the Al revolution and net zero transition will require major industrial
and workforce adjustments that will need long-term planning across govern-
ment, business and unions.

8 Mazzucato, M. (2024) Mission Critical 01: Statecraft for the 21st century. Future Governance
Forum and UCL Institute for Innovation and Public Purpose.

9 Van Reenen and Yang (2024), p12
10 Dibb, G. and Jung, C. (2024) Rock bottom: low investment in the UK economy, p.3. IPPR.

11 Capital Markets Industry Taskforce (2024) Delivering Over £100bn of New Capital into the UK
Economy Every Year Building World-Class Capital Markets Of Tomorrow, p.4. Teneo.

12 Reeves, R. (2024) Speech at Labour Party Conference. Labour Party.



https://www.futuregovernanceforum.co.uk/wp-content/uploads/2024/05/Mission-Critical-01-Statecraft-for-the-21st-century-1.pdf
https://ippr-org.files.svdcdn.com/production/Downloads/Rock_bottom_June24_2024-06-18-081624_arsv.pdf
https://capitalmarketsindustrytaskforce.com/wp-content/uploads/2024/09/Capital-Markets-Of-Tomorrow-report.pdf
https://capitalmarketsindustrytaskforce.com/wp-content/uploads/2024/09/Capital-Markets-Of-Tomorrow-report.pdf
https://labour.org.uk/updates/press-releases/rachel-reeves-speech-at-labour-party-conference-2024/
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Challenge 3:

Figure 2. UK Investment compared to G7
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George Dibb and Luke Murphy, ‘Now is the time to confront UK’s investment-phobia’, IPPR, (June 2023.)

Underpinning these commitments is the recent Industrial Strategy Green
Paper and the upcoming Budget. The latter will signal whether the Chancellor
is willing to diverge from recent Treasury orthodoxy and redefine debt
measurements to enable greater public investment. Equally important will

be replacing the doom and gloom narrative that has emerged around the

UK economy with a positive growth message that resets business and worker
confidence in the economy, building on the more optimistic tone expressed
by the Chancellor during her speech at Labour Party Conference 2024 and
the flurry of announcements at the International Investment Summit.

Boosting living standards and real wage growth

Weak income growth has been a feature of the UK economy since the 2008
financial crisis affecting rich and poor, old and young. Real incomes grew

by just 6% between 2009-10 and 2022-23."® Concerningly, current forecasts
predict a very poor outlook for household income growth across the new
Parliament without significant economic reform and implementing robust
protections for the poorest.

Labour has pledged to ‘make work pay’ and introduce a number of protections
for working people via an Employments Rights Bill, introduced to Parliament in
October 2024, including banning zero-hour contracts, ending fire-and-rehire
and removing discriminatory minimum wage age bands.® While businesses

13 Cribb, J. and Waters, T. (2024). Past 15 years have been worst for income growth in generations.
Institute for Fiscal Studies.

14 The Resolution Foundation estimates that ‘Between 2024-25 and 2029-30, the average annual
growth rate is projected to be 0.4 per cent and the total growth just 2 per cent.’

15 Labour Party (2024) A new deal for working people.



https://ifs.org.uk/news/past-15-years-have-been-worst-income-growth-generations
https://www.resolutionfoundation.org/publications/the-living-standards-outlook-2024/
https://labour.org.uk/updates/stories/a-new-deal-for-working-people/

Page 10

Challenge 4:

Introduction: the challenges we face

and unions have expressed goodwill so far towards these policies, creating

and sustaining the space for meaningful discussion trilaterally will be critical

to driving long-term buy-in and consensus building. Protections must

be specific to different industries to ensure success. High quality engagement
on legal and policy details across sectors, involving sectoral unions and
businesses, can deliver good outcomes for workers, increased competitiveness
and strengthen the overall health of the economy. Getting it wrong could
create perverse incentives and result in a loss of trust from both workers

and employers.

Reducing regional inequality and empowering local government

Geographical inequality in economic activity, employment and investment

has fuelled a ‘geography of discontent’'® The UK is the most centralised country
in the G7, and has the highest levels of regional economic inequality. Britain

is an outlier compared to similar economies in its stark regional and local
inequality; outside London, most major cities have growth rates lower than

the national average. Cities and towns are not achieving their agglomeration
growth potential due to constraints on transport, research and development
investment, housing and skills.”

The English Devolution Bill proposed in the King’s Speech promises to
empower regional and local leaders to unlock growth in their areas. It promises
statutory local growth plans for all mayoral combined authorities, aligned with
a national industrial strategy, and developed with local stakeholders including
businesses and trade unions. This is a welcome step: local leaders are better
placed to identify the needs of their communities than officials in Whitehall;
and local businesses and unions have strong identities and deep-rooted
relationships with their communities across the country. Their insight and reach
will be critical to ensuring policies are adopted successfully. Alongside this,
national government will need to deliver on those policy areas and initiatives
where it has retained control of the levers that will continue to promote the
economic potential of local communities. And all of this will not happen
overnight - the ‘devolution revolution’ is unrealistic without a significant
transformation in local government’s funding settlements and, indeed,

its revenue raising powers.'®

16 Westwood, A. and Kenny, M. (2024). How is regional inequality affecting the UK’s economic
performance? [online] Economics Observatory.

17 Lucas, B. and Hopkins, E. (2024) Impactful Devolution 01: A new framework for inclusive local
growth and national renewal. Future Governance Forum and Metro Dynamics.

18 Lucas and Hopkins, p.11 (2024)


https://www.economicsobservatory.com/how-is-regional-inequality-affecting-the-uks-economic-performance.
https://www.economicsobservatory.com/how-is-regional-inequality-affecting-the-uks-economic-performance.
https://www.futuregovernanceforum.co.uk/wp-content/uploads/2024/07/Impactful-Devolution-01-Executive-Summary-and-Summary-Recommendations.pdf
https://www.futuregovernanceforum.co.uk/wp-content/uploads/2024/07/Impactful-Devolution-01-Executive-Summary-and-Summary-Recommendations.pdf
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The promise of
a mission-driven
approach

Long-term uncertainty in industrial policy has overshadowed the UK’s
economic and social context. Since 2010, seven Chancellors and nine
Business Secretaries have proposed, scrapped and failed to deliver on 11
different economic strategies.?° A lack of predictability across key determi-
nants of business activity - fiscal and corporate taxation policies, regulation,
sector-specific strategies and governmental tenure - has fuelled short-term
behaviour amongst businesses and deterred meaningful investment.?

The UK’s new political leaders have defined a clear long-term mission to
achieve the highest growth in the G7. This mission defines an ambition around
an upward growth trend, but there is an opportunity for the other four missions,
social and environmental in nature, to be the mechanism for defining

the direction of growth. In other words, that growth should be equitable,
sustainable and fair in direction.

The mission model offers a new approach to tackle the UK’s structural
economic weaknesses by aligning government, businesses, unions and civil
society towards a common economic direction. It means breaking out of
traditional Whitehall boundaries and structures, but also thinking in terms

of what the whole country needs - not just what the government or the public
sector can achieve - and then mobilising the whole economy to achieve those
ambitions. The mission-driven model allows the state to build muscle in
innovation and partnership working, creating a system where expertise in

and outside of the civil service is put to use.

Growth cannot be achieved only through the pulling of levers in Westminster -
they will depend on the decisions and actions of thousands of different actors
across every tier of government, every industry and every part of the economy.
Businesses and unions cannot be passive actors in this exercise.

19 Coyle, D. and Muhtar, A. (2023) Levelling up policies and the failure to learn, p.406-427. Con-
temporary Social Science

20 Alvis, S., Dibb, G., Gasperin, S., and Murphy, L. (2023) Making markets in practice, p.9. IPPR.

21 Dyson, A. and Spencer, JP. (2023) Rebuilding the Nation 01: Progressive principles for effective
investment. Future Governance Forum.



https://www.tandfonline.com/doi/full/10.1080/21582041.2023.2197877
https://www.ippr.org/articles/making-markets-in-practice
https://www.futuregovernanceforum.co.uk/wp-content/uploads/2023/11/Rebuilding-the-Nation-01-%E2%80%93-Progressive-principles-for-effective-investment.pdf
https://www.futuregovernanceforum.co.uk/wp-content/uploads/2023/11/Rebuilding-the-Nation-01-%E2%80%93-Progressive-principles-for-effective-investment.pdf
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Lead with purpose, govern in partnership

Engagement is
the bedrock of a
strong partnership

Realising the potential of mission-driven government will require a significant
shift in behaviour, not only from Ministers and officials, but also businesses,
unions and civil society. Under a mission-oriented approach, the state

should be responsible for orchestrating that wider ecosystem and creating
an enabling environment to unleash the power of businesses and unions

to deliver on shared mission goals. As we explored in Mission Critical O1,
mission-driven government should lead with purpose but govern in
partnership.?? This includes:

- Setting strategic direction - Articulating shared goals in partnership
with a broad range of stakeholders to drive consensus and buy-in,
attract private investment and build public trust;

«  Providing stability for the long term - Implementing transparent structures
across Whitehall and local government to coordinate and sustain
meaningful engagement, and facilitate collaboration;

*  Procuring goods and services - Leveraging government’s £300bn+
of annual spending to support SMEs, drive innovation and promote
sustainable outcomes;

¢ Funding new innovations - Directing R&D investments towards mission
goals and priority sectors; and

« Investing in infrastructure - Making strategic investments in physical
and digital infrastructure, skills and health.

In exchange, businesses should be mutually invested in supporting long-term
social and economic goals by:

« Reinvesting: Actively reinvest into productive activities, such as R&D
and skills training for workers;

« Upholding good governance: Maintain robust and best practice
corporate governance processes;

- Being pro-worker: Collaborate effectively with unions and create
a fair and inclusive working environment;

« Being rooted in place: Contribute to the local economy in which
they are based; and

«  Collaborating: Willing to partner not just with government, but with
one another and with civil society in pursuit of joint goals.

Creating the right conditions for mutually productive partnerships between
government, business and unions will depend on designing and sustaining a
shared institutional environment and mission culture. At the heart of this vision
should be new models of business and union engagement.

Engagement is not in itself the end goal, it is a mechanism through which
you can encourage activity across industries and sectors towards a shared
vision, and to design and deliver better policy outcomes. If done properly

22 Mazzucato, M. (2024) Mission Critical 01: Statecraft for the 21st century. Future Governance
Forum and UCL Institute for Innovation and Public Purpos



https://www.futuregovernanceforum.co.uk/wp-content/uploads/2024/05/Mission-Critical-01-Statecraft-for-the-21st-century-1.pdf
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There is no one size
fits all approach to
partnership between
government, business
and unions

across all stakeholder groups, partnership and engagement will build shared
responsibility, accountability and public trust. And while the focus of our work
is on the role of central government, new structures and processes must be
joined-up with the wider devolution agenda and recognise the power of the
relationship between local government and local stakeholder communities
to deliver missions.

Businesses and unions are not homogenous groups; their engagement with
government is varied and shaped by their location, sectoral focus, size, and
pre-existing networks. Indeed, central government departments take very
different approaches too.

Large businesses often have established relationships with government
departments, managed by experienced public affairs teams, or with the
budgets for public affairs agencies. While 99% of businesses are SMEs and
startups, few engage regularly with the public sector primarily due to capacity,
which results in the government missing out on crucial insights on a large
section of the business sector. There are a number of groups which provide
good representation for SMEs, such as the Federation of Small Businesses
(FSB), the Startup Coalition and Tech UK.

Trade unions have often been sidelined from key policy discussions under
recent governments. Some large unions have had representation in certain
government forums focused on issues of worker rights, such as the Green
Jobs Taskforce, but are rarely involved in discussions on industrial strategy.
In addition, many of them have fewer resources than business, lacking the
capacity to engage in these conversations, even though they have useful
technical policy knowledge and experience. Engagement with unions is
sporadic and engagement on policy is predominantly focussed on times

of crisis, such as designing furlough during Covid.

The new government has been clear that this has been a missed opportunity
and unions will be more involved from now on. Unions have unique insights
and real-world experiences of the labour market that can inform industrial
strategy and mission delivery. Government should see the unions not just as
vehicles for collective bargaining, but as experts that can bring unigue insight
into the policy making and implementation process.

Partnership design must reflect this diversity and their specific needs, instead
of adopting any generic model. Our interviews stressed that prevailing models
of partnership and engagement are not fit for purpose for a government that
wants to achieve ambitious missions.

Without a plan and active management of relationships, there is a risk that
government, business and unions work at cross-purposes. Government often
organises regular showpiece summits and roundtables that can be effective
mechanisms of relationship building, but occasionally risk becoming more
about presentation than substantive debate. At the same time, companies
and unions often focus on their own narrow agenda - what they think the
government could or should do for them and their shareholders in the next
few years - and struggle to accept that politicians will need to trade these

off against wider political and longer-term objectives.
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Progress so far:
the creation of
Mission Boards

Lead with purpose, govern in partnership

By contrast, missions galvanise and build a coalition of the willing on a defined
public problem which they can innovate towards. This gives partnerships

a focus and orients them towards action, rather than access or lobbying.
Whilst there are a number of ways that government can engage stakeholders,
including through consultation, this paper focussed on the collaboration
necessary with businesses and trade unions to specifically achieve
mission-driven government.

The most significant administrative reform by the new government has been
the creation of ‘Mission Boards’ to coordinate and drive core strategy setting
across government, with each of the five missions owned and led by an
appropriate Secretary of State.

The Mission Boards represent an evolution of cabinet committees under
previous governments. They offer a new model to position the missions
above departmental silos, incentivising the cross-departmental collaboration
necessary to deliver missions by bringing together relevant Ministers to
co-develop and co-deliver measurable goals.

Take the ‘break down barriers to opportunity’ mission, for example, which
incorporates a broad range of policy portfolios including education and skills,
welfare, housing, childcare and employment. Defining key goals for the mission,
policy programmes, funding requirements and delivery models will require
some level of input from nearly every single central government department,
as well as a range of local government stakeholders and experts across
industry, academia and civil society.

As with any effective centralised institution, the Boards will also need

strong political backing from No10 and the Chancellor of the Exchequier,
transparent governance structures, well-resourced teams, and mutually
agreed performance metrics to assess progress. It is therefore welcome that
the Prime Minister has given his strong personal backing, and has committed
to periodically chairing the boards himself, sending a signal of priority and
purpose through the whole system, whilst also creating a transparent space
to manage inevitable competing interests between ministers and arbitrate
tricky trade-offs between departments.

Getting this right is key. The centre of government should focus on what only
it can uniquely do to create the right conditions for missions to succeed, but
strategy setting and mission delivery will need to be shared across different
tiers of government and an ecosystem of partners who are better placed to
deliver certain outcomes.

Mission Boards must therefore be accompanied by spaces that champion

and crowd in external voices to who can drive strategy setting and delivery.
There has been no shortage of task forces, councils, and working groups bring-
ing together government departments with businesses and occasionally unions
in recent years. They can be powerful mechanisms to attract experts on certain
high priority issues, but as interviewees noted these forums often end up being
experienced as talking shops without alignment to a continuous and iterative
policy making process, ultimately failing to impact real-world decision-making.
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Recommendation 1

So what can central government do to build on the positive signs we have so
far seen, to establish a culture of equal partnerships with business and trade
unions under the new approach of mission-driven government?

No terms of reference have yet been published about the Mission Boards, but
at present, the boards that have met have been composed of ministers alone.
If they are going to remain a space for ministers to make decisions, define goals
and establish delivery plans against those goals, something else is required

to formally ensure sufficient external accountability, expert input through
co-design, and external buy-in.

Build joint ownership for mission delivery
through external Mission Councils aligned to Mission Boards

Businesses and unions do not currently feel they have a meaningful voice in
contributing to design and delivery of national strategies. Establishing five
flagship, multi-stakeholder Mission Councils, chaired by the relevant Secretary
of State, would create action-oriented forums to guide the decision-making

of ministers on Mission Boards. These Mission Councils, like the proposed
Industrial Strategy Council, should be established on statutory footing and
include representation from HM Treasury, local and sub-regional government.

Businesses and unions need to feel joint ownership of the missions and be
given meaningful space to challenge and build consensus with government
stakeholders and each other across the mission lifecycle. Mission Councils
would act as a forum, helping to refine the objectives of each mission and
working through trade-offs considered by Mission Boards, offering businesses
and unions a genuine stake in the success of the missions. While focused on
specific mission needs, outputs from the Mission Councils would feed into the
work of the Industrial Strategy Council to ensure join-up and avoid duplication.

These should not be approached through a one size fits all model; instead
they should be outcome focussed and support a culture change to get
external voices involved in mission specific work, either on long term policy
or more immediate delivery requirements. They should:

» Setclear objectives - We propose multi-year Mission Councils guided
by action-oriented annual plans co-developed by members, and with
time-bound goals and shared responsibility for delivering them. These
plans and progress updates should be published through the mission
dashboards suggested in Recommendation 5 to drive transparency.

» Co-develop solutions - Businesses and unions need to feel co-ownership
of the Councils. At the start of the annual plans, members should collabo-
rate with government stakeholders to set 1-2 objectives for the year
that the group is responsible for delivering on within a mission area.

The members would then meet 2-3 times a year to update on progress
and share their outputs. In some cases, this could involve members
leveraging their networks to collect insights within their sectors through
smaller working groups and roundtables. Allocating a budget for these
activities to each Council, managed by the members, will promote
co-ownership and allow for creative approaches to mission collaboration.
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Case study:
The Low Pay
Commission

Lead with purpose, govern in partnership

Embed strong governance - The Councils should be put on statutory
footing with well-defined annual plans to signal credibility and build
confidence amongst different stakeholder groups. Each Council needs

a chair with the authority to execute on its recommendations and manage
competing interests, ideally the Secretary of State responsible for each
mission. The chair should be supported by a secretariat of civil servants
who identify appropriate participants, manage operational processes,
prepare and circulate session material and produce outcome reports.

Have diverse membership - Each Council must reflect the diversity

of players involved in mission areas to counterbalance the day-to-day
engagement of large players and fairly represent the breadth of stake-
holders involved in missions. They must balance size with ensuring parity
between stakeholder groups, including involving key individual sectoral
trade unions. Here, the participation of trade bodies can be effective to tap
into specialist communities, such as the Startup Coalition for innovators or
MakeUK for the manufacturing industry. Membership should be updated as
objectives evolve with each annual plan. It is key that Councils also involve
HMT, regulators and local government who can enable implementation.

Be established through transparent appointment processes - There needs
to be a transparent, but flexible process for appointments to ensure a fair
selection of members to Councils to avoid bias and ministerial overreach.

Shortly after winning the 1997 election, the Labour Government
introduced legislation for a National Minimum Wage (NMW). It
established the Low Pay Commission (LPC), an independent body
on statutory footing, to advise on changes to the NMW. In 2016,
the LPC’s remit was expanded to advise on the newly introduced
National Living Wage (NLW).2* A unique tripartite model for col-
laboration, the LPC is a rare success story in government forums,
enduring for over 25 years.

Its success can be attributed to the following design features:

A well-defined purpose - It has a highly focused objective of
producing recommendations to the government on the NMW
and NLW.

Balanced and expert membership - It is made up of nine com-
missioners including a chair, drawn from business, unions and
academics with backgrounds in labour markets. This balance
has helped to drive consensus and resolve disputes internally,
making it easier for the government to adopt recommendations.

23 Low Pay Commission, 2024. Terms of reference.


https://www.gov.uk/government/organisations/low-pay-commission/about/terms-of-reference
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Recommendation 2

Robust governance - By putting it on permanent statutory foot-
ing, the government lent the LPC credibility across the business
and union communities, whilst also creating a sense of ac-
countability. The LPC is also supported by a secretariat of eight
officials, who prepare annual progress updates and research
reports.

Evidence-led recommendations - The Commission draws upon
a broad range of data sources, including macroeconomic and
labour market data, consultation and interviews with workers
and employers, and the latest academic research.

The LPC offers a strong model for task-oriented Mission Councils
and a powerful example of cross-stakeholder coalition building.

The government can drive strong coordination of cross-departmental
partnerships through a hub within the Mission Delivery Unit

There is currently no single focal point for engagement and Whitehall
struggles to crowd in the right voices at the right time. The Mission Delivery
Unit should be designed as a coordinating function, with strong links across
government (a ‘hub and spoke’ model), focused on addressing blockers to
progress, empowering the wider service to work in deep partnership across
departments and beyond government, and to foster learning.

We have previously recommended a ‘Missions Unit” within the Cabinet

Office to drive coordination of missions across Whitehall and beyond.?* The
new government has since set up a ‘Mission Delivery Unit’ (MDU) within the
Cabinet Office, led by a new Second Permanent Secretary, that is responsible
for advising the Prime Minister and Chancellor of the Duchy of Lancaster on
delivery of the five missions.?®

The government has recently outlined ambitions to simplify routes to business
engagement and a targeted learning and development offer to improve
business engagement via a business ‘academy.?® The Mission Delivery Unit
can champion best practices to deliver this ambition.

Missions require collaboration across the whole of government and beyond,
including business and trade unions. This requires a workplace culture where
collaboration is rewarded in every team and department. But there is a role for
the centre, in the form of the Mission Delivery Unit, in facilitating, brokering and
incentivising that cross-departmental collaboration, beyond its more
traditional mode of setting targets and tracking progress. In short,

24 Mazzucato, M. (2024) Mission Critical 01: Statecraft for the 21st century. Future Governance
Forum and UCL Institute for Innovation and Public Purpose.

25 HM Government (2024) Head of Mission Delivery Unit appointed.

26 HM Government, p.53 (2024).


https://www.futuregovernanceforum.co.uk/wp-content/uploads/2024/05/Mission-Critical-01-Statecraft-for-the-21st-century-1.pdf
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A model for the
mission delivery unit

Lead with purpose, govern in partnership

partnerships can be coordinated from the centre, with the mandate to drive
outcomes across each mission, multiple government departments and the
external stakeholder ecosystem. In some cases, this may involve owning key
relationships and acting as a front door for SMEs and startups.

A. Being a hub for external engagement:

The unit should be responsible for actively identifying and building relation-
ships with external partners, and in some instances account managing key
stakeholders through dedicated stakeholder representatives. But it should,
as quickly as possible, signpost opportunities for engagement to relevant
officials within departments who can own day-to-day engagement (see
recommendation 3), to avoid being a bottleneck, and in the knowledge that
external partners want to engage directly with the people delivering on
their policy area.

This will allow the unit to focus on identifying and unblocking challenges to
collaboration for the whole of government, complementing rather

than replacing existing responsibilities that lie with mission teams hosted
within departments.

A single touchpoint at the centre provides transparency and the possibility
for smaller organisations without large public affairs teams to engage with
the government.

B. Raising the bar on best practice across government:

The team, under strong leadership, should send signals across Whitehall
that engagement is critical to the wider delivery of missions, as well as
operational delivery. The team should have a dual role of conducting some
engagement themselves, but also coordinating engagement across the
unit and in Whitehall, drawing on the experience of successful models of
stakeholder engagement in DExEU and the Cabinet Office. This unit would
seek to complement the role of the Prime Minister’s Business Advisor, as
well as relevant interlocutors for trade unions, local government and civil
society.

The team should promote best practices in stakeholder engagement
across Whitehall and deliver training to develop core skills and capabilities,
as a core part of the civil service curriculum. This is as relevant to the
delivery of missions as ‘Business as usual’ operational delivery.

The central team should be responsible for ensuring that each department
is held accountable for mapping, managing and effectively engaging with
its key stakeholders, while encouraging risk-taking and experimentation.

If the unit is to be a centre of excellence, it should be staffed by specialists
from government as well as external recruits from business, local govern-
ment and civil society, with diverse expertise in communications, stake-
holder engagement, participation, grant management, investments, and
experience of working across the Government Communications Service
and the Office for Investment.
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Case Study:

Office for
Investment

Recommendation 3

C. Tracking and communicating the impact of collaboration:

The unit should actively measure and evaluate the impact of engagement
activities to inform improvements developing best practice guides and
case studies on successful partnering.

The Office for Investment (Ofl) is a joint No10 and Department

for Business and Trade unit launched in November 2020 to improve
government’s service offering to high value investors where

more effective cross-government working could help secure
foreign investment.

The Ofl aims to deliver a concierge service for high value (£100
million+) investments in the UK, working also with local government
and devolved authorities around four key priority areas: net-zero,
regional growth, science and technology, and sovereign
investment partnerships.

The Harrington Review recommended the relatively small unit
should be strengthened to act as a one-stop-shop for investors
and help them connect with governmental stakeholders across
the UK.?” During the International Investment Summit in October
2024, it was announced that the Ofl would be bolstered with

a new Office for Investment Board chaired by the Minister for
Investment, with representation from HM Treasury, the Department
of Business and Trade and No10, to offer senior strategic oversight
to the organisation and drive join-up across government. Ofl would
further appoint an external advisory board from industry to offer
external expertise on unlocking barriers to investment.?®

Recognise, scale and incentivise best practice for a new era
of dynamic capabilities across the civil service

At present, Whitehall struggles to embed external expertise into its day to day
activities. The government should innovate towards new mechanisms for
incorporating engagement into day-to-day processes across Whitehall, such
as via the submissions process, business case and spending review process,
and via a ‘Mission Secondments Programme’ to bring external talent into
Whitehall on short ‘tours of service’ to support mission delivery.

While ministerial engagement is critical for credibility and trust in partnerships,
day-to-day development and management of business relationships will be led
by civil servants across Whitehall, arm’s length bodies and local government.
Public service talent must therefore be equipped with the right skills and
incentives to proactively identify and build productive partnerships.

27 Harrington, R. (2023) Independent review of foreign direct investment: final report. HM Treasury.

28 Office for Investment (2024). New investment minister to spearhead bolstered Office for Investment.



https://www.gov.uk/government/publications
https://www.gov.uk/government/news/new-investment-minister-to-spearhead-bolstered-office-for-investment
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Delivering any programme of transformative change requires the public sector
to have dynamic capabilities - the abilities required to assess and adjust on an
ongoing basis. Those capabilities exist at both an individual level (skills) and an
organisational level (structures, routines and culture). While there are pockets
of good practice across all levels of government, civil servants have not always
been encouraged by senior leadership or incentivised by reward and progres-
sion to embrace the risk and uncertainty attached to partnership working.?°

Civil servants need to be supported to bring a diversity of external expertise
into the policy making process. This will require sets of skills and practices
(co-design, participation) that are currently undervalued in Whitehall. The civil
service may draw inspiration from across local and regional governments
where new models of citizen engagement have been progressed.

The government should innovate towards new mechanisms for incorporating
engagement into day-to-day processes across Whitehall.

For instance, officials should be expected to show that stakeholder
engagement has taken place and what has been learned as part of policy
design and implementation, putting it onto an equal footing with other
parts of the policy making lifecycle. This could include changes to:

»  The submission process to ministers - Civil servants produce written
submissions to ministers to offer formal advice, or make requests for
approval and authorisations. Submission processes can vary between
departments and some standardisation across Whitehall will drive
better standards across missions. Where appropriate, these submission
documents should include a section on external engagement to drive
better standards and direct Ministers towards partnership conversations
where their profile can unblock barriers to change.

e The business case and spending review process - Development of funding
proposals to the Treasury should include more rigorous engagement with
stakeholders. External partners can identify where market failures exist
that government funding can address, as well as provide insight on key
considerations for delivery models. Improving the evidence base can drive
smarter spending decisions and better value for money. This is especially
true for R&D investments where quantifying benefits through traditional
cost-benefit evaluation methods can be challenging.3©

These are just two examples of practical mechanisms for embedding external
engagement in day to day practices. However, on their own there is a risk that
both of these mechanisms become a tick-box exercise. Such changes should
always sit alongside more substantial processes of socialising missions as a
new way of working.

29 According to the Civil Service People Survey 2023, only 42 per cent understand how they can
help deliver a ‘Modern Civil Service’ HM Government (2023) Civil Service People Survey 2023
results: highlights.

30 Willetts, D. (2024) Independent review of the DSIT business case and approvals process: final
report and recommendations. Department for Science, Innovation and Technology.
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https://www.gov.uk/government/publications/civil-service-people-survey-2023-results/civil-service-people-survey-2023-results-highlights
https://www.gov.uk/dsit
https://www.gov.uk/dsit
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A flagship ‘Missions
Secondment
Programme’

Government should establish a ‘Mission Secondments Programme’ to
bring external talent into Whitehall on short ‘tours of service’ to support
mission delivery.

In his 2023 review of the civil service, Francis Maude notes that ‘the Civil
Service would be stronger and more effective if there were much greater
interchange (of staff) with other sectors’3! Officials with an experience and
understanding of business activity will be the most effective brokers with
industry. Government has often found it challenging to compete with the
private sector for specialist and technical mid-level and senior talent, primarily
due to lower salaries and benefits.3? There have been recent exceptions, such
as the Al Safety Institute, a notable success of the last government which was
able to adjust pay bands to recruit and retain technical researchers. It is also
encouraging that the government has made the commitment to halve their
spend on consultancies, c.£3.4 billion in 2021-22, a critical step in rebuilding the
capabilities of the state.33 Over-reliance on consultancy undermines the ability
of the civil service to learn by doing and misses an opportunity for building
institutional memory.

Itis therefore welcome that the Industrial Strategy Green Paper pledges

to develop a secondments programme to support civil servants to spend
ayear in business. This can allow officials to develop new skills and better
understand key issues for businesses. The Percy Hobart Fellowship,

previously run by the Royal Navy and Royal Air Force, is a relevant example.
The programme seconded 50-100 commissioned officers across four cohorts
to spend 12-weeks with startups to understand innovation culture and agile
ways of working that they could apply within their day-to-day operations.3

While the learning opportunities for junior staff can be significant, it could be
challenging to send experienced officials outside of Whitehall at a time when
resources are constrained.

We therefore argue that the government should in parallel launch a high-profile
‘Mission Secondments Programme’ which would incorporate external, senior
expertise across the missions and combine public sector, private sector and
civil society insights and know-how to ensure sound advice is delivered across
Whitehall.?®> This could build state capacity and capabilities, bringing experts

in on specific topics and to build learning on ways of working in other
industries. The secondment model is already used by government in

two notable instances:

31 Maude, F. (2023) Independent review of governance and accountability in the civil service: final

report and recommendations. UK Government.

32 Clyne, R. (2023). Collapsing civil service pay undermines the government’s ability to deliver.
Institute for Government.

33 Tussell (2024). The Public Sector Consultancy Market: Will Labour Cut Costs?

34 Royal Air Force (2024). Royal Navy and Royal Air Force begin second year of The Percy Hobart
Fellowship to become ‘Innovative by Instinct’.

35 We are focused in this paper on the exchange of business and worker engagement expertise,
but any secondments programme should be extended to local government and civil society
expertise, as will be explored in future papers.


https://www.gov.uk/government/publications/review-of-governance-and-accountability 
https://www.gov.uk/government/publications/review-of-governance-and-accountability 
https://www.instituteforgovernment.org.uk/comment/civil-service-pay-governments-ability-deliver 
https://www.instituteforgovernment.org.uk/comment/civil-service-pay-governments-ability-deliver 
https://www.tussell.com/management-consultancy-market-snapshot-2024 
https://www.raf.mod.uk/news/articles/royal-navy-and-royal-air-force-begin-second-year-of-the-percy-hobart-fellowship-to-become-innovative-by-instinct 
https://www.raf.mod.uk/news/articles/royal-navy-and-royal-air-force-begin-second-year-of-the-percy-hobart-fellowship-to-become-innovative-by-instinct 
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The Government
Communications
Service
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The Government Digital and Data Profession launched a ‘Digital Second-
ments Programme’ in 2023 to bring technical talent into departments at
a Deputy Director or Senior Manager level for periods of up to 12 months,
strengthening capacity in an area where the government has historically
struggled to recruit experts.3®

UK Government Investments (UKGI), the Government’s corporate finance
arm, to bring private sector talent to work on governance of publicly
owned businesses. The programme brings corporate finance, legal and
professional services experts into government departments for nine to 18
month periods to advise on good governance of publicly owned businesses
and support on government’s corporate transactions. They had over 50
secondees join the organisation in 2023 from leaders including Barclays,
Lazard, and Slaughter and May. The programme allows the government
to benefit from best practice corporate expertise, while mid-career
professionals have an opportunity to gain first-hand experience working
in a complex policy environment. 7

A Mission Secondments Programme would offer placements for external
talent across each mission area to deliver well-defined, short-term projects
without duplicating business as usual work within a department. Each project
should have sponsorship and line management from a Senior Civil Service
official to ensure credibility and cross-organisational buy-in. Alongside
partnerships with large businesses, the opportunities should be advertised
through non-traditional channels to attract diverse pools of expertise from
unions, startups, academic networks and civil society. For example, the

Clean Power by 2030 mission might advertise a series of research and analysis
projects across energy companies, R&D campuses and startup incubators

to recruit specialists in energy generation technologies, who could embed
within civil service teams to advise on policy development.

Within the existing civil service workforce, the 7000 strong Government
Communications Service already plays a key role in building relationships
with external stakeholders.3® A number of these professionals are embedded
across Whitehall and arm’s length bodies with specific responsibility for
stakeholder management and external affairs. Interviewees reported that

in practice communications professionals are often alienated from the policy
development process with relationships being held across multiple individuals
within an organisation, and being engaged too late to effectively inform
effective partnership development.

This skilled, but often underused, resource could be empowered and deployed
across Whitehall to support partnership development within core mission
areas, acting as a single relationship manager and point of contact to key
partners, and entrusted by departments to actively identify and seek out
relevant external relationships. These teams would coordinate closely with

the partnerships hub in the Mission Delivery Unit to ensure engagement

is joined-up across mission areas and proactively share best practices

with different teams.

36 Government Digital & Data (2024). Digital Secondments Programme. Civil Service Careers.

37 UK Government Investments (2024). Secondment Programme - UK Government Investments
(UKGI).

38 Government Communication Service (GCS), 2024. What we do.
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Recommendation 4

Digital engagement
tools

Improved data
management

Bring stakeholder engagement into the 21st century
with modern digital engagement tools

Stakeholder engagement is currently a highly analogue and relationship-based
endeavour. Led by the Mission Delivery Unit, the government should pilot and
promote adoption of digital consultation tools and modern CRM (customer
relationship management) software across Whitehall, learning from the
private and wider public sector.

Organisations with existing relationships with the public sector or large public
affairs operations have the resources to regularly engage with officials across
government. Implemented properly, new digital tools can collapse regional

barriers and make engagement more accessible with unconventional parties.

Formal and informal consultation are powerful tools to collect insight

and data from a range of experts and stakeholder groups during key stages
of the legislative and policymaking lifecycle. New Al tools are making it easier
to sift through high volumes of responses, identify common trends and
prioritise expert views.

At the same time, new digital consultation tools can be used to establish
communities of experts and partners to drive regular input and feedback
during the policy development process. Local government has led the

way in trialling digital citizen engagement tools to involve communities in
placemaking. The PropTech Innovation Fund has supported 65 pilots involving
47 different Local Planning Authorities to trial technology platforms that
collect insight directly from citizens relating to planning procedures.?°

These same digital consultation tools could be used to orchestrate formal
and informal digital engagement with an array of stakeholders in each
mission sector, especially smaller organisations without the resources

to engage in-person, and organisations without physical proximity to
major government organisations.

Data management across government is outdated with officials often storing
contact details in spreadsheets and documents. Beyond the obvious cyberse-
curity risk - the Information Commissioner’s Office issued a warning in 2023
after multiple personal data breaches - this creates a highly inefficient process
and poor visibility of engagement across departments.“° This is important given
the high levels of ministerial and civil servant churn resulting in lost relationships
over the last few years.

Adoption of modern CRM software, a very common digital platform in most
large businesses, across Whitehall can help to better manage key stakeholders,
give visibility to officials across departments, streamline communications and
insight collection with external stakeholders, and avoid duplication of activity.

39 Local Digital (2024). PropTech Innovation Fund.

40 Information Commissioner’s Office (2024). Advisory note to public authorities.
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Case Study:
i.Al Consultation

Analyser

Recommendation 5
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The Mission Delivery Unit should pilot adoption of a CRM that can be scaled
across mission teams in government long-term, learning from best practices in
local government and the private sector.

Consultations can be a powerful, formal mechanism for
public bodies to collect stakeholder views when developing
policy and legislation.

However, the process can be highly costly and resource-intensive.
The UK government runs 700-800 consultations a year. While the
majority are small and highly targeted, many receive thousands

of written responses. A consultation with 30,000 responses needs
a team of 25 analysts and three months to analyse and assess.

The Incubator for Al (i.Al), a small team of technical experts,
was established in 2023 within the Cabinet Office to pilot
and scale Al solutions to improve public services.

i.Al alongside the No10 data science team has piloted a tool

with the Department for Health and Social Care to analyse public
responses to consultation processes in a faster and fairer manner
by using “Al and data science techniques to automatically extract
patterns and themes from the responses, and turn them into
dashboards for policy makers”.#

i.Al estimates that automation of the consultation process
could save up to £80 million in current costs for managing
the consultation analysis process. Streamlining analysis and
accelerating government responses can ensure stakeholders
feel heard during key engagement processes, ultimately
strengthening trust in government action.

Underpin engagement with a data-driven test-and-learn culture

At the heart of our vision for modern partnership is better collection and

use of data. Continuous capture and analysis of insight and intelligence
through day-to-day engagement, Mission Councils, partnership hubs,
secondments and digital tools will inform better policy design and delivery.
These new partnership models will take time to get right. A culture of testing,
learning and failing, underpinned by some transparency of evaluation,

would allow departments to make better decisions about their partnerships
and iterate appropriately.

Mission-delivery offers a new way of working and it should be assumed that
not all initiatives will be successful. New mission teams must be given the
permission to experiment, iterate and fail forward - a principle promoted

by the most innovative government agencies and businesses today.

4 Incubator for Artificial Intelligence (2024). i.Al Consultation Analyser.
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Yet, government evaluation practices remain inconsistent, poor, and

peripheral to core policymaking. As one interviewee reflected ‘Whitehall is

not agile in its engagement. It tends to persist even when things don’t work'.
Renewing and embedding a culture of monitoring, evaluation and learning
willtherefore be critical to understand what'’s working across each mission area
and where change is required.

But to ensure that stakeholder engagement is underpinned by a data-driven
test-and-learn culture, the Mission Delivery Unit, with support from the Evalua-
tion Taskforce, should develop annual Measurement & Evaluation plans for each
mission, in order to benchmark progress against each outcome and assess the
impact of specific policies, stakeholder engagement activities and partnerships
delivered by the Unit. Outcome data could be published annually on a mission
outcomes dashboard on GOV.UK to drive stronger accountability and deci-
sion-making across departmental teams. Crucially, these dashboards could
measure specific achievements and actions taken by partners, as well as those
by government to champion and raise visibility to success stories across indus-
try, and identify where greater government involvement is needed.*?

Case Study:

Evaluation

Taskforce and The Evaluation Taskforce (ETF) is a joint Cabinet Office-HM Treasury

Accelerator Fund Unit providing specialist support across Whitehall to put evaluation
evidence at the heart of government spending decisions. It was set
up following a review by the Prime Minister’s Implementation Unit
in 2019 which found that only 8% of UK government spending had
robust evaluation plans in place.

A centre of excellence, the ETF consists of a team of 15 experts
who support teams across government to foster a culture of
evaluation and experimentation by providing support and advice
to departments on how to design and deliver robust evaluation,
and supporting HM Treasury spending teams on assessing
evidence and evaluation plans within departmental spending plans.
The ETF has worked on 382 programmes with a value of £202
billion, alongside supporting 18 government departments to
develop and publish evaluation strategies.*

A mission-led government would promote a culture of evaluation
through the Spending Review and business case process, building
stronger analysis capabilities across departments. This also requires
partnering with external stakeholders who have unique access to
data and insight across the policy lifecycle, and creating the right
incentives for data sharing.

42 HM Government (2023). Evaluation Task Force.
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Conclusion: Partnership working as the
bedrock of a missions approach

There are over 5.6 million businesses in the UK operating in every sector.
Their resources, expertise and know-how are critical sources of insight for
designing impactful solutions to solve the long-term economic and public
policy challenges we face in the UK. These businesses employ 80% of the
workforce; over 27 million workers.** Many of these workers (22.4%) are also
represented by a diverse range of trade unions - a stakeholder group that
has often been overlooked in discussions of industrial strategy.*4

Mission delivery recognises that the government cannot deliver its objectives
alone but act as an orchestrator of willing partners across different tiers of
government, businesses, unions, civil society and more. For Whitehall, this
means focusing on the things that only the centre of government can do:
creating the conditions for change and giving the space for other partners

to drive innovative solutions to the challenges we're facing. As we have argued
previously at the FGF, it must embrace a more networked, experimental
mode of design and delivery, resisting the temptation to centralise and allow
the traditional Whitehall-knows-best model of government to predominate.

As we have argued, achieving this bold ambition requires the government
to build and sustain a shared culture of collaboration, underpinned by

a shared institutional infrastructure, that binds the public sector together
with businesses and workers towards mutual goals.

Through our research, we have established five recommendations for
changethat should be pursued by Whitehall to create the conditions for
long-term partnership across every stakeholder in government and industry:

1. Build joint ownership for mission delivery through external Mission
Councils, aligned to Mission Boards, which:
A. Deliver action-oriented annual plans
B. Co-develop impactful solutions
C. Embed strong governance via statutory footing status
D. Have diverse membership, appointed transparently

2. Drive strong coordination of partnerships across and beyond government
through the Mission Delivery Unit, which should:
A. Actas a partnerships hub for external engagement
B. Raise the bar on best practice across government
C. Track and communicate the impact of collaboration

43 Department for Business and Trade (2024). Business population estimates for the UK and
regions 2024: statistical release.

44 Department for Business and Trade (2024). Trade union statistics 2023.



https://www.gov.uk/government/statistics/business-population-estimates-2024/business-population-estimates-for-the-uk-and-regions-2024-statistical-release
https://www.gov.uk/government/statistics/business-population-estimates-2024/business-population-estimates-for-the-uk-and-regions-2024-statistical-release
https://www.gov.uk/government/statistics/trade-union-statistics-2023.
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3. Recognise, scale and incentivise best practice for a new era of dynamic

capabilities across the civil service:

A. Incorporate engagement in day-to-day processes such as the submis-
sions process and the business case and spending review process

B. Make better use of existing resources within the Government
Communications Service

C. A Mission Secondments Programme to bring external talent
into Whitehall to support mission delivery

4. Bring stakeholder engagement into the 21st century with modern digital
engagement tools:
A. These should be piloted and promoted by The Mission Delivery Unit

5. Underpin engagement with a data-driven test-and-learn culture:
A. lterate partnership models based on learnings from continuous data
and insight collection

The new government has been clear that it wants to govern in partnership and
build relationships that last multiple electoral terms. In order to make this a real-
ity, it will need a new approach, both to governing and to engagement. It needs
to do so in partnership and widen the net of responsibility, to share the risks and
the benefits of policy it enacts and delivers.
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