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Al-native Government

Nine structural shifts redefining
technology in government.

A Zensar point of view on GovTech solutions for
the US state and local government.
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Foreword

For more than two decades, governments worldwide have adopted
digital transformation with remarkable success. They have
modernized legacy systems, digitized citizen services, embraced
cloud platforms, strengthened cybersecurity, and expanded access

to digital channels.

These efforts have made public services faster, more accessible, and

more resilient.

Yet the next phase of transformation will be fundamentally different.
This shift is especially significant for state and local government in
the United States. State ClOs, county administrators, and city
technology leaders face mounting pressure to modernize legacy
infrastructure, meet rising citizen expectations, and close workforce
gaps, all while operating under fixed budgets and strict public
accountability requirements. The challenge is no longer simply
acquiring more technology; it is rethinking how government operates
in a world shaped by Al, rising citizen expectations, workforce
transformation, fiscal pressures, and an increasingly complex risk

landscape.

These forces are converging simultaneously. Together, they are
reshaping how state and local agencies deliver services, make
decisions, collaborate across departments, manage critical

infrastructure, and build public trust.

Al is undoubtedly accelerating this change, but Al is not the

destination. It is the catalyst.

The real transformation lies in the emergence of a new operating
model for government, one that is intelligent by design, adaptive by
default, trusted by citizens, and capable of continuously improving

the services it provides.

At Zensar, we believe the conversation must move beyond isolated Al
use cases and technology pilots. The more important question is not
where Al can be deployed. Rather, it is what government will look like
when intelligence is embedded across every service, every

operation, and every decision.

This paper presents our view on that future.

It explores nine structural shifts that we believe will define the next
decade of public services, not as independent government tech
trends but as interconnected changes that together lay the

foundations for an Al-native government.

While every jurisdiction will progress at its own pace, the direction is
increasingly clear. State and local governments that build trusted
digital foundations today will be best positioned to deliver more
resilient operations, better citizen experiences, stronger public trust,

and sustainable outcomes for the communities they serve tomorrow.

We hope this paper contributes to that conversation, not by
predicting the future with certainty, but by offering a practical lens for
public sector leaders evaluating GovTech solutions, helping them

better understand the transformation already underway.

The convergence that changes everything

For generations, governments have evolved through periods of
significant transformation, often driven by forces far beyond
technology. Industrialization reshaped cities and public
infrastructure. The internet transformed how information was
accessed and shared. Digital technologies moved public services
online, making interactions faster, more transparent, and more

accessible to citizens.

Today, state and local governments face another inflection point.

Unlike previous waves of modernization, this transformation is not
driven by a single technology or policy initiative. It is the result of
multiple structural forces converging, each reinforcing the others and
collectively reshaping how public institutions will operate in the years
ahead.

This convergence marks the beginning of a new operating era for

government.
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6 Government is not changing because of Artificial Intelligence alone.
It is changing because multiple structural forces are converging
to redefine how public institutions operate. ’

Five structural forces reshaping public services

Five structural forces reshaping public services

Rising citizen expectations

Citizens increasingly expect government services to match the
simplicity, responsiveness, and personalization they experience in
their daily digital lives. Whether applying for permits, renewing a
driver's license, accessing healthcare, paying property taxes, or
requesting public services, expectations have shifted from
department-centric interactions to seamless, outcome-oriented

experiences.

Government is no longer compared only to other government
agencies; it is compared with the best digital experiences citizens

encounter every day.

Workforce transformation

Public sector organizations face growing workforce challenges as
experienced employees retire, specialized digital skills become
harder to fill, and expectations for flexible, meaningful work continue

to evolve.

Future success will depend not only on attracting talent but also on
augmenting existing workforces with intelligent technologies that
enable public servants to focus on judgment, collaboration, and

citizen engagement rather than on repetitive administrative tasks.

Fiscal pressure and increasing demand

Governments are expected to deliver more services while managing
constrained budgets, aging infrastructure, expanding regulatory

responsibilities, and rising community expectations.

Traditional approaches that rely solely on adding people or funding
are increasingly unsustainable. Future operating models must
improve productivity, automate routine work, and enable better
resource allocation without compromising service quality or public

accountability.

Artificial intelligence becomes foundational

Al represents more than another technology platform.

Unlike previous technologies that primarily automated individual
tasks or digitized existing processes, Al has the potential to reshape
how decisions are made, knowledge is shared, services are delivered,

and operations are continuously improved.

Its greatest impact will not come from isolated use cases but from

being embedded across the entire government operating model.
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Trust, security, and digital sovereignty

As governments become increasingly digital and Al-driven,

maintaining public trust is more critical than ever.

Cyber threats continue to grow in sophistication, and state and local
agencies remain frequent targets. Citizens expect transparency in
automated decisions. Regulations, including state privacy laws, CJIS
requirements, and frameworks such as StateRAMP, increasingly
require explainability, accountability, privacy, and responsible data
governance. Governments must also ensure that critical data,
models, and digital capabilities remain aligned with organizational

and jurisdictional sovereignty requirements.

In the next decade, trust will be as important a design principle as

functionality.

These five forces are not independent challenges to be addressed
through separate technology programs. They interact continuously,
amplifying one another and accelerating change. Rising citizen
expectations increase demand for better services even as workforce
shortages constrain capacity. Fiscal pressures limit the ability to
expand operations through traditional means, while Al offers new
opportunities to improve productivity and decision-making. At the
same time, every digital advancement introduces new

responsibilities for security, governance, and public trust.

When these forces converge, they do more than accelerate modernization; they redefine how government must operate.

The question is no longer whether governments should adopt Al. The more fundamental question is:

How must government evolve to remain trusted, resilient, efficient, and citizen-centric in an Al-enabled world?

The answer lies not in isolated technology initiatives, but in reimagining the operating model of government itself.

That journey begins with understanding the transition from digital government to Al-native government.

WHY THIS MATTERS FOR US STATE AND LOCAL GOVERNMENT

From DMV wait times and unemployment insurance backlogs to aging mainframe systems and rising ransomware attacks on

municipalities, state and local agencies are under pressure to modernize faster than ever, with fewer resources and shrinking technical

talent pools. Closing that gap is exactly what Al-built GovTech solutions are designed to do.

From digital government to Al-native government

Over the past two decades, governments have invested significantly
in digital transformation. Services have moved online, infrastructure
has migrated to the cloud, data has become more accessible, and
citizen interactions have become increasingly digital. These
investments have delivered measurable improvements in efficiency,

accessibility, and service delivery.

Despite these advances, the government's underlying operating
model has remained largely unchanged. Most organizations continue
to operate through departmental structures, siloed applications,
fragmented data, and processes that require citizens to navigate

government complexity rather than adapting to their needs.

The next phase of transformation is fundamentally different.

Rather than digitizing existing ways of working, governments now
have an opportunity to redesign how work is performed, decisions
are made, agencies collaborate, and services are delivered.

This is what we call Al-native government: the next era of
government tech, in which intelligence is not bolted onto legacy

systems but built into the operating model itself.

An Al-native government does not merely deploy Al across existing
systems. It embeds intelligence into the fabric of government,
enabling data to flow securely across organizational boundaries,

services to be orchestrated to meet citizen needs, and operations to
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continuously learn and improve, and to build trust into every The transformation is therefore not about replacing people with

automated decision. technology. It is about enabling state and local governments to
become more adaptive, more responsive, and better equipped to

In this model, Al is no longer treated as a standalone capability or a address increasingly complex societal challenges.

collection of pilots. It becomes part of the operating model, working

alongside public servants to enhance decision-making, automate This shift can be understood as the evolution of government across

routine activities, strengthen resilience, and improve outcomes for five distinct eras.

citizens and communities.

The Evolution of Government

Government is evolving through five distinct eras. Each era builds on the last, but the shift to
Al-Native Government represents a fundamental leap—from digitizing services to redesigning
how government operates to deliver continuous outcomes for citizens and communities.

1. TRADITIONAL 2. DIGITAL 3. CONNECTED 4. INTELLIGENT 5. AI-NATIVE
GOVERNMENT GOVERNMENT GOVERNMENT GOVERNMENT GOVERNMENT

Administration and governance Digitizing services and Integrating systems and data Using data and Al-assisted Embedding intelligence across

centered around departments processes to improve access, 1o enable seamless collaboration insights to support better every layer of government to
and manual processes. efficiency, and transparency. across agencies and partners. decisions and outcomes. deliver adaptive, learning, and
continuous outcomes.
Egﬁ Departments F Online Services o@ APIs & Integration AR AlAssisted Insights G Adaptive
] a0l
) : D 3 e 2
Paper Processes Automation Shared Data Advanced Analytics %= Learning
8% Manual Decisions @ ERP/CRM Systems ™Y Cloud Piatforms @ Predictions @ Autonomous
(Human-Governed)

9{9\‘ N Digital Government digitized services.

( ) X j ) j
7 Al-Native Government redesigns how government operates.

The evolution of government, from traditional administration to Al-native government

® A new definition of success

Historically, governments measured success by completing to work more effectively; making better decisions with trusted
technology projects, from implementing a new ERP system and intelligence; strengthening resilience against evolving threats;
migrating to the cloud to digitizing paper-based services and and continuously improving government performance through
launching online portals. While these initiatives remain important, learning systems.

they are no longer sufficient.

_ i ; ; Technology is no longer the destination. It is the
In the Al-native era, success is measured differently. The focus shifts
; - foundation for a fundamentally new way of governing.
from technology deployment to operational outcomes: delivering

faster, more personalized citizen services; enabling public servants
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1-2. Citizen-centric government

Government will no longer be organized around departments. It

will be organized to deliver outcomes for citizens.

For decades, government services have mirrored organizational
structures rather than the needs of the people they serve. Citizens
often navigate multiple departments, repeat the same information,
and manage fragmented interactions simply because agencies

operate independently.
The next generation of public services will overturn this model.

Instead of expecting citizens to understand government, state and
local agencies will increasingly understand citizens' needs and
orchestrate services across departments behind a unified
experience. Whether starting a business, moving to a new city,
enrolling a child in school, or recovering from a natural disaster,
services will be delivered around life events rather than by

departmental responsibilities.
Two fundamental structural shifts drive this transformation.

1. Composable front door
The traditional government portal evolves into a unified digital front
door that intelligently connects services across departments, a

hallmark of modern GovTech solutions. Citizens interact once while

3-4. Intelligent government operations

Al will not replace public servants. It will redefine how

government work is performed.

Governments are facing increasing workloads while simultaneously
experiencing workforce shortages, growing service demands, and
tightening budgets. Simply expanding headcount is unlikely to meet

future demand.

Instead, government technology and operations will increasingly
become intelligent, predictive, and continuously improving. Rather
than automating isolated tasks, Al will be embedded across
operational processes, augmenting human expertise while reducing

the administrative burden.

3. Al-native managed services

Traditional managed services monitor systems and respond to
incidents. Al-native operations continuously analyze, predict,
optimize, and resolve issues before they impact service delivery.

Infrastructure, applications, networks, and digital workplaces become

agencies collaborate behind the scenes, reducing complexity and

creating seamless experiences.

2. Adaptive operating models

Future governments will modernize continuously rather than through
large-scale, multi-year transformation programs. Modular
architectures, APIs, cloud platforms, and intelligent orchestration
allow agencies to evolve incrementally without disrupting essential

public services.

Together, these capabilities create governments that are easier to
access, quicker to adapt, and better aligned with citizen

expectations.

A DAY IN AN AI-NATIVE GOVERNMENT

A resident reports a change of address once. Property tax
records, voter registration, utility accounts, school districts,
emergency services, and local licensing systems update
automatically across agencies through secure orchestration,

without requiring multiple applications or repeated data entry

increasingly autonomous, enabling higher availability and lower

operational costs.

4. Human + Al workforce

The future workforce combines human judgment with machine
intelligence. Al serves as a capacity multiplier, supporting policy
analysis, summarizing legislation, assisting caseworkers, improving
service desk productivity, generating knowledge, and enabling faster
decision-making. Human expertise remains central, while routine
work is increasingly delegated to intelligent systems. Together, these
capabilities enable governments to deliver more services without a

proportional increase in operational complexity.

A DAY IN AN AI-NATIVE GOVERNMENT

A caseworker begins each morning with Al-generated
summaries of priority cases, recommended actions, relevant
policies, and supporting documentation, freeing more time to
focus on citizen engagement rather than administrative

preparation
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5-6. Trusted digital foundations

Without trust, there is no Al-native government.

Public trust has always been fundamental to government. As Al
becomes embedded across public services, maintaining that trust
requires more than strong policies alone; it also requires trusted
technology. Governments must ensure that data remains secure, Al
decisions are explainable, and critical digital assets remain under

appropriate organizational and jurisdictional control.

Trust therefore becomes an architectural principle rather than an

afterthought.

5. Al trust layer

Governance, transparency, explainability, auditability, human
oversight, privacy, and regulatory compliance become embedded in
every Al-enabled process. Responsible Al is no longer a framework

that sits alongside technology; it becomes part of the technology.

7-8. Transforming mission outcomes

The greatest value of Al lies not in automating government, but
in improving societal outcomes.

Technology transformation should ultimately be measured by the
outcomes it enables for communities.

Al enables governments to move beyond administrative efficiency
towards proactive intervention, predictive decision-making, and
intelligent management of physical environments. This shifts how

governments fulfill their core missions.

7. Agentic public health

Healthcare systems are increasingly shifting from reactive treatment
to predictive population health. Al identifies emerging risks, supports
early intervention, improves resource allocation, and enables more
personalized public health strategies that enhance long-term

community wellbeing.

6. Public sector data factories

Data evolves from isolated agency assets into secure, governed,
Al-ready foundations. Rather than consolidating all datasets into a
single repository, governments establish trusted, federated data
environments that preserve sovereignty, enable cross-organizational
intelligence, and align with frameworks such as StateRAMP and NIST
guidance to meet compliance expectations for state and local
governments.

Together, these capabilities build the confidence required to scale Al

responsibly across government.

A DAY IN AN AI-NATIVE GOVERNMENT

A citizen challenges an automated eligibility decision.
Government staff can immediately explain how the
recommendation was generated, which data sources were
used, which policies were applied, and where human
oversight influenced the outcome.

8. Physical Al

Cities, transportation systems, utilities, campuses, buildings, and
critical infrastructure are becoming increasingly intelligent through
connected sensors, digital twins, robotics, and autonomous
optimization. Physical assets continuously monitor their
performance, predict maintenance requirements, and improve

operational efficiency.

Together, these capabilities extend intelligence beyond digital

systems into the physical environments where citizens live and work.

A DAY IN AN AI-NATIVE GOVERNMENT

A caseworker begins each morning with Al-generated
summaries of priority cases, recommended actions, relevant
policies, and supporting documentation, freeing more time to
focus on citizen engagement rather than administrative

preparation
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9. Government resilience

As Al becomes more capable, cyber threats become more

intelligent. So must government.

The future of cybersecurity will no longer be defined solely by
stronger perimeter defenses or faster incident response. Attackers
increasingly use Al to automate reconnaissance, generate
sophisticated phishing campaigns, identify vulnerabilities, and adapt
attacks in real time. Governments must respond with equally

intelligent defense capabilities.

9. Al-defended government

Cybersecurity is evolving from reactive monitoring towards
autonomous resilience. Al continuously detects anomalies, correlates
threats across environments, predicts emerging attack patterns,

automates routine responses, and provides security analysts with

Cyber resilience becomes an operational capability embedded
across every layer of government technology, rather than a
standalone security function. Protecting public trust increasingly

depends on safeguarding digital infrastructure.

A DAY IN AN AI-NATIVE GOVERNMENT

An attempted ransomware attack is detected before
encryption begins. Al detects abnormal behavior, isolates
affected systems, initiates automated containment, alerts
security teams with recommended actions, and restores
critical services while maintaining a complete audit trail for
compliance and investigation.

real-time intelligence.

The intelligent government operating model (IGOM)

The intelligent government is not the sum of nine independent initiatives. It is an integrated operating model where every capability

reinforces the others.

One common misconception about Al is that governments can modernize by implementing isolated Al use cases, such as deploying a chatbot

here, automating a workflow there, or introducing predictive analytics in a single department.

While these initiatives create value, they do not fundamentally change how government operates. The real transformation occurs when

intelligence is embedded across the entire operating model.

The Intelligent Government Operating Model (IGOM)

An integrated, Al-native operating model that delivers trusted outcomes for citizens and communities.
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‘ ‘ The future of government will not be defined by how much Al it deploys.

It will be defined by how intelligently every part of government works together.

The intelligent government operating model (IGOM)
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Citizen experiences become unified rather than departmental.
Trusted data continuously informs intelligent decisions. Al assists
public servants, optimizes operations, strengthens cybersecurity, and
learns from every interaction. Physical infrastructure becomes
connected and adaptive. Governance and trust are embedded at
every layer, ensuring that innovation never comes at the expense of

transparency or accountability.

In an Al-native government, every capability depends on another.
Better citizen experiences require integrated services. Intelligent
services depend on trusted data. Trusted data requires governance.
Autonomous operations demand resilient cybersecurity. Human-Al

collaboration relies on explainable, responsible Al.

Together, these capabilities create a continuously learning
government that becomes more efficient, resilient, and responsive

over time.

Unlike traditional transformation programs, where projects end after
implementation, an Al-native operating model continuously evolves
by learning from every transaction, service interaction, operational

event, and policy decision.

This is not merely digital government enhanced with Al. It represents

a fundamentally different way of governing.

The intelligent government operating model (IGOM)

The future of government will not be built through a single
transformation program. It will emerge from a series of
deliberate decisions that reshape how public institutions

operate, collaborate, and serve their communities.

Every government organization will begin this journey from a different
starting point. Some have modernized their infrastructure but still rely
on fragmented processes. Others have established robust digital
services yet struggle to unlock value from their data. Many are
piloting with Al while still seeking the governance, trust, and

operating models needed to scale responsibly.

There is no universal roadmap.

Nor should there be.

The path to becoming Al-native will vary across cities, counties,
states, educational institutions, healthcare organizations, and public
agencies. Priorities, regulations, funding models, and community

needs will always shape the pace of transformation.

However, the direction of travel remains consistent.

Governments will increasingly shift from isolated systems to
connected ecosystems, from reactive operations to predictive
services, from manual processes to intelligent automation, and from

technology-led modernization to outcome-driven transformation.

This evolution is not measured by the number of Al models deployed
or the number of digital projects completed. It is measured by

something far more meaningful: whether governments become

more responsive, resilient, transparent, and capable of delivering

better outcomes for the communities they serve.

The nine structural shifts outlined in this paper are not distant
predictions. Many are already emerging across leading public sector
organizations worldwide. Over the coming decade, they will become
increasingly interconnected, forming the foundation of a new

operating model for government.

The question facing today's public sector leaders is no longer
whether Al will influence government; it is whether government will
influence Al. The more pressing question is how governments will
shape that future guided by trust, responsibility, and keeping citizens

at the center of every decision.

"Digital Government transformed how citizens
access services. Al-native government will transform how

government serves society."
The future of government is not simply digital.

It is intelligent. Trusted. Adaptive. Human-centered.
It is Al-native.

© Zensar Technologies, 2026 | Page 9



Frequently asked questions

What is Al-native government?
Al-native government is an operating model in which Artificial Intelligence is embedded across every layer of government, including services,
operations, data, cybersecurity, and physical infrastructure, rather than deployed as isolated pilots. It is the natural next stage of technology in

government, following traditional, digital, connected, and intelligent government eras.

How is Al-native government different from traditional government tech modernization?
Traditional government tech modernization focuses on digitizing existing processes: moving paper forms online, migrating systems to the
cloud, or automating a single task. Al-native government goes further by redesigning how work is performed, how decisions are made, and

how agencies collaborate, using Al as the foundation of the operating model rather than an add-on

What GovTech solutions do state and local governments need to become Al-ready?

Becoming Al-ready typically requires four categories of GovTech solutions: a unified digital front door for citizen services; trusted, governed
data foundations; an Al trust layer for governance, explainability, and compliance; and Al-enabled cybersecurity and operations. Agencies do
not need to adopt all of these at once. Most start with the data foundation and governance layer, since intelligent services depend on

trusted data.

How can state and local government agencies get started with Al-native government?

Agencies typically start by assessing where they sit across the five eras of government- traditional, digital, connected, intelligent, or Al-native-
and then prioritizing the structural shift with the clearest near-term impact, such as a composable citizen front door or an Al trust layer for a
high-volume service. There is no single roadmap; the right starting point depends on each jurisdiction's infrastructure, funding, and regulatory

environment.

Is Al-native government only relevant to large state agencies, or can counties and cities benefit too?
Cities, counties, and smaller agencies stand to benefit as much as, and often more than, large state agencies, since they typically operate
with leaner budgets and smaller technical teams. Shared, federated data platforms and Al-native managed services allow smaller jurisdictions

to access the same level of intelligence and resilience as larger agencies without having to build and staff every capability internally.

About Zensar

Zensar is a technology consulting and services company that
partners with public sector organizations — including US state and
local government agencies — to modernize legacy systems, build
trusted data foundations, and deliver Al-native GovTech solutions

that improve outcomes for citizens and communities.

Zensar's public sector practice works alongside agency leaders,
ClOs, and program teams to plan and deliver technology for
government initiatives described in this paper, from citizen

experience platforms to Al-enabled cybersecurity and operations.

To learn more about Zensar's GovTech solutions for state and local government, visit our public sector page.


https://www.zensar.com/industries/public-sector

Zensar

An ¥»RPG Company

At Zensar, we're ‘experience-led everything.” We are committed to conceptualizing, designing,
engineering, marketing, and managing digital solutions and experiences for over 145+ leading
enterprises. Using our 3Es of experience, engineering, and engagement, we harness the power
of technology, creativity, and insight to deliver impact.

Part of the $4.8 billion RPG Group, we are headquartered in Pune, India. Our 10,000+ employees
work across 30+ locations worldwide, including Milpitas, Seattle, Princeton, Cape Town, London,

Zurich, Singapore, and Mexico City.

For more information, please contact: info@zensar.com | www.zensar.com





