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Executive Summary

The Palantir NHS contract, for the Federated Data Platform (FDP), presents significant

risks to Britain's long-term fiscal stability and its capacity to maintain sovereign control

over critical health data governance. Evidence suggests that the projected Â£1.1 billion

whole-life cost lacks clear fiscal justification due to unproven causation between the

software and reported operational gains, while Palantir's proprietary architecture creates

structural vendor lock-in. Furthermore, the extraterritorial reach of the US CLOUD Act and

functional dependence on proprietary software undermine de facto sovereign control,

despite NHS England's legal ownership of data and UK-based processing assurances.

Key Findings

Note on Source Quality: The findings in this report are synthesized from a weak tier

pool of sources, predominantly blogs, social media, and commentary, with no

peer-reviewed, government, educational, or preprint sources. Conclusions should

therefore be treated as provisional and are based primarily on commentary-tier material.

Fiscal Stability is Compromised by Unproven Benefits and Vendor
Lock-in

The projected Â£1.1 billion whole-life cost of the Federated Data Platform (FDP) is not

fiscally justified by definitively attributable operational gains, and the contract creates

significant vendor lock-in risks [6, 12]. While NHS England reports measurable

improvements, such as 110,078 additional procedures and 797,728 patients removed

from waiting lists, the Office for Statistics Regulation (OSR) instructed NHS England in

July 2025 to strengthen caveats around these benefit claims, citing concerns about

conflating correlation with causation [4, 5, 12]. Freedom of Information requests by

Foxglove revealed that nearly a third of NHS trusts using the FDP's Inpatient Care
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Coordination Solution performed fewer operations than before its implementation [12].

This suggests that reported operational gains may stem from concurrent NHS

administrative reforms or broader recovery efforts rather than a direct financial offset from

the proprietary software [1, 12].

Palantir's retention of intellectual property rights over its core Foundry software creates

structural vendor lock-in, constraining Britain's long-term fiscal capacity and governance

autonomy [2, 7, 9, 10, 12]. Although NHS England owns commissioned intellectual

property, such as the Canonical Data Model (CDM), Palantir retains exclusive rights to its

underlying Foundry platform [7, 10]. This architectural dependency means that migrating

away from the system would require rebuilding applications from scratch, incurring

significant switching costs [9]. The whole-life cost projection for the FDP program has

risen to Â£1.1 billion, with forecast benefits falling to Â£808 million [6, 12]. A dedicated

Â£24.9 million Foundry Transition and Exit Contract is in place to manage proprietary

migration, highlighting the anticipated costs of disengagement [2, 6, 12].

Sovereign Control Over Health Data is Undermined by Extraterritorial
Jurisdiction and Proprietary Architecture

Britain's capacity to maintain sovereign control over critical health data governance is

structurally undermined by the extraterritorial reach of the US CLOUD Act and functional

dependence on Palantir's proprietary software architecture [7, 10, 11, 13, 14, 15]. While

NHS England maintains de jure legal ownership as the data controller and that

processing occurs within UK data centers, this legal framework is challenged by US

federal law [7, 10, 11].

The US CLOUD Act grants American authorities the power to compel US-based

technology companies to disclose data regardless of its physical location if it is in their

"possession, custody, or control" [11, 13, 14]. This creates a direct conflict with UK data

protection laws, as contractual terms between the UK government and Palantir do not

override US federal law [11, 13, 14, 15]. This compulsion chain means Palantir could face

a double-bind: comply with a US order and risk UK GDPR penalties of up to Â£17.5

million or 4% of global annual turnover, or refuse and face US sanctions [7, 11, 15].

Non-disclosure provisions often accompany these orders, potentially preventing Palantir

from notifying affected patients or trusts that their data has been accessed [14]. The

Swiss Armed Forces, in a December 2024 risk assessment, concluded that data held by

Palantir could be accessed by American intelligence services and that such leaks "cannot

be technically prevented," characterizing this as an architectural problem leading to a loss
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of national sovereignty [11]. While the UK-US CLOUD Act Agreement (in force since

October 2022) aims to mitigate risks for specific criminal cases, it leaves other forms of

US legal process unaddressed [15]. There are no known precedents where US

authorities have successfully compelled Palantir to produce NHS patient records under

the CLOUD Act [16].

Furthermore, sovereign control is compromised by the NHS's functional dependence on

Palantir's proprietary Foundry architecture [2, 7, 9, 10, 12]. Although the NHS owns the

Canonical Data Model (CDM) and commissioned intellectual property rights, Palantir

retains ownership of its underlying Foundry product [7, 10]. This reliance creates

significant vendor lock-in risks, limiting the NHS's long-term ability to independently audit,

migrate, or replace its data infrastructure without losing functionality or incurring

prohibitive costs [2, 9, 12]. While the contract includes terms for data export and in-house

skills development, the proprietary nature of the software and semantic lock-in (where

data can be exported but alternative systems may struggle to interpret it reliably) present

practical barriers to immediate and seamless migration to alternative UK-based

infrastructure [3, 8, 9, 10, 12].

Implications

The Palantir NHS contract implies a long-term fiscal exposure for Britain, as the

substantial investment of Â£1.1 billion lacks clear, independently verified causal links to

the operational efficiencies claimed. This creates a risk of significant public funds being

spent without guaranteed returns, potentially diverting resources from other critical NHS

needs. Operationally, the reliance on proprietary software creates a dependency that

could limit the NHS's agility and increase future costs for upgrades or eventual migration.

For data governance, the contract introduces a structural vulnerability to Britain's

sovereign control over critical health data. Despite legal ownership and UK data

residency, the extraterritorial reach of the US CLOUD Act means that sensitive patient

data could, in theory, be compelled by US authorities, bypassing UK judicial oversight.

This creates a de facto loss of control, where the UK government cannot fully guarantee

the privacy and security of its citizens' health information against foreign legal mandates.

The upcoming February 2027 break clause in the contract represents a critical decision

point for the government to reassess these fiscal and sovereignty risks [2, 9, 10].

Limitations and Caveats
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This report draws from a narrow source pool, predominantly consisting of blogs, social

media, and commentary, with an absence of peer-reviewed studies, government reports,

or educational institution analyses. Consequently, the conclusions should be treated as

provisional. Direct quantitative data for the UK Palantir NHS contract is limited,

particularly regarding the specific percentage allocation of the Â£1.1 billion cost to

proprietary Palantir IP versus open-source or NHS-owned components. Furthermore,

there is no comparative fiscal or technical benchmark against specific named UK

competitors. While the theoretical legal risk of the US CLOUD Act is significant, there are

no known precedents of US authorities successfully compelling Palantir to produce NHS

patient records [16].
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