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There is no Plan B. Constraints apply. Form follows function.

Why This Document Exists
This charter is a recalibration. For the last decade, I have drifted from the framework that kept me grounded. External pressures — client demands, organisational politics, displacement, financial anxiety, and an unresolved tax situation that forced me to leave the UK — have eroded the discipline that used to define me. This document names the problem honestly and commits to a course correction.
It is not a motivational poster. It is a strategic document with measurable targets, honest self-assessment, and hard constraints that shape every decision. I will revisit it monthly and hold myself accountable against it.
There is no Plan B. The constraints are what they are — HMRC, jurisdiction, family, cash — and the strategy is shaped by them, not despite them. The plan is not a choice between options. It is the only viable path given the facts on the ground. Zaylee and Theo need me at my best. I will exceed my own expectations.

The Three Pillars
These have been my measure of a balanced life for twenty years. When all three are strong, everything else follows — relationships, confidence, clarity of thought, professional performance. When they degrade, everything compounds.

	FITNESS  Current: 3/10

	Honest Assessment
Blood pressure in crisis. Overweight.
Flexibility, strength, and stamina all significantly below where they should be.
Chronic stress from financial pressure and displacement compounding physical decline.
This is the pillar most likely to derail everything else if not addressed.
	12-Month Targets
‣ Blood pressure within normal range without medication
‣ Sustainable exercise routine: 4x/week minimum
‣ Weight reduction to healthy BMI
‣ Daily meditation or mindfulness practice established
‣ Stress management through structure, not avoidance



	EDUCATION  Current: 6/10

	Honest Assessment
The strongest pillar, but coasting.
17 professional certifications. BA (1997). Trinity College Dublin AI Ethics CPD.
Published AI Immigrants (70,000 words). SpecMCP established.
SDD book in progress with live pipeline at sddbook.com.
Created Distributed Equity License (distributedequity.org) — an open-source AI licensing framework with manifesto, protocol, and machine-readable licence. Genuine contribution to AI governance discourse.
No formal postgraduate qualification. No AI-specific delivery certs yet.
	12-Month Targets
‣ Terraform Associate certification
‣ AZ-104 and AZ-400 Azure certifications
‣ Research Masters programmes in Linguistics (Hungary)
‣ Complete SDD book (sddbook.com)
‣ Begin MLOps book (mlopsbook.com) — specialisation from DevOps into MLOps, the next consulting product line
‣ Polish and promote DEL — Creative Commons outreach, explore grant funding (Ford, Knight, Mozilla, Shuttleworth)
‣ Begin Hungarian language learning (daily Duolingo + tutor when income allows)
‣ Maintain thought leadership: articles, posts, speaking



	WEALTH  Current: 2/10

	Honest Assessment
Crisis. Running out of cash with no income.
Lost Cprime role two months ago after 11 years.
Six months of displacement and uncertainty.
Approximately €12,000 cash on hand. Parental loan available as backstop.
UK is a red light jurisdiction. See Appendix A.
This is the binding constraint — without income, everything else fails.
	12-Month Targets
‣ Secure DevOps engineering contract within 8 weeks
‣ All income through Irish company (Orsi as sole director)
‣ Build 3-month cash buffer
‣ Route family costs through Orsi where possible
‣ Monthly financial tracking and budget discipline
‣ Establish secondary income via SDD consulting/expert networks
‣ Build Kevin Ryan & Associates toward consultancy exit (5-year horizon)



There Is No Plan B
Constraints apply. Form follows function.
The previous version of this charter positioned me as a Forward Deployed Engineer. That thinking was sound in isolation — FDE is the fastest-growing role in tech, the evidence base from my career maps perfectly, and the market is exploding. But it collapsed when overlaid with jurisdictional reality.
FDE roles are predominantly permanent FTE positions. They exist primarily in the UK, Ireland, and the US. I am not eligible to work in the US. The UK is a red light due to HMRC. Ireland and the UK share closely integrated tax data, creating unacceptable risk of triggering pursuit on a cold case. FTE employment in any of these jurisdictions puts me on payroll, visible, taxable, and traceable. It also eliminates the ability to route income through Orsi.
The only viable path is DevOps and Platform Engineering contracting. Contract work, invoiced through the Irish company, predominantly remote from Budapest. This preserves jurisdictional separation, enables family income structuring, and leverages the skills and certifications I already hold. It is not a compromise. It is the strategy that the constraints demand.
The Evidence Base
Every major engagement in my career maps to DevOps, Platform Engineering, and developer experience transformation:

	Nestlé
	Embedded with global engineering teams. Built DevOps platform from zero serving thousands of developers. Transferred capability. Platform engineering at enterprise scale.

	Dematic
	Embedded with product engineering. CI/CD transformation delivering 98% reduction in time-to-solution. Built reusable pipeline architecture. Transferred ownership to internal teams.

	CERN
	Kubernetes and CI/CD architectural review for LHC control systems. Delivered recommendations that shipped to production infrastructure.

	NatWest
	AI-assisted development pilot and adoption strategy. Navigated regulatory and security constraints in a tier-one financial institution.

	BBC Worldwide
	Delivered production systems in a complex media environment. Embedded with digital product teams.

	Financial Times
	Embedded with engineering teams at a global media organisation. Delivered working solutions in production.

	SpecMCP
	Open-source developer experience tool. Spec-driven development framework. The methodology behind AI-native software engineering.

	AI Immigrants
	70,000-word book on AI governance. The thinking regulated enterprises need before they let AI into production.

	Distributed Equity License
	Open-source AI licensing framework (distributedequity.org). Machine-readable licence for the AI era with manifesto, protocol, and legal framework. Demonstrates applied AI ethics, not just theory.

	Certifications
	GitLab ×9, GitHub ×4, LaunchDarkly Platinum. Technical credibility across the developer tooling ecosystem.



Income Strategy
The immediate goal is income. The strategy has two tiers, ordered by priority.
Tier 1: DevOps / Platform Engineering Contract — Primary Target
A remote DevOps or Platform Engineering contract, invoiced through the Irish company. This is the survival bridge and the foundation for everything that follows. It does not need to be spectacular — it needs to cover monthly family costs and stabilise the financial position.
Hard constraints: Remote or flexible. Outside IR35 if UK-connected. Invoiced through Irish company. No direct UK payroll. No Irish payroll (shared data with HMRC). Rates sufficient to cover monthly requirements and begin rebuilding a buffer.
Certifications to pursue now: Terraform Associate. AZ-104 (Azure Administrator). AZ-400 (Azure DevOps Engineer). These are table-stakes for the current market and strengthen an already strong profile.
Tier 2: Kevin Ryan & Associates — Parallel, Growing
Expert network consulting (GLG, Guidepoint, Techspert) for AI governance advisory. SDD training and workshops sold through kevinryan.io. Short consulting engagements leveraging existing contacts and the DevOps Kanban LinkedIn group (5,500 members).
This tier runs from day one at low cost. It builds the brand, generates supplementary income, and creates the pipeline for the longer-term consultancy. The FDE aspiration lives here — as SDD consulting matures, it becomes the vehicle for forward-deployed AI-native work on my own terms, not as an employee in a constrained jurisdiction.
The publishing pipeline feeds directly into this: each book creates a product line. SDD generates consulting, training, and implementation support revenue around AI-native software engineering. The MLOps book (mlopsbook.com) does the same for ML operations — not so much a pivot as a specialisation from DevOps into MLOps, where rates for experienced practitioners are high.
Kevin Ryan & Associates is, at its core: AI-Native Engineering, MLOps, and AI Ethics. The long-term play is to build a recognisable boutique consultancy — books as published IP, methodology as product, enterprise client history as proof — and sell it. Cap Gemini, BCG, Deloitte, whoever is buying niche AI consultancies. A realistic exit horizon is five years.
Network Activation
I am not leveraging my existing network. This must change. Emergn, Alten Netherlands (sold Cprime, I went with the acquisition — I can work for them now), and direct contacts from 30 years of enterprise delivery. Proactive outreach starts this week.

The Phased Roadmap
Each phase unlocks the next. The sequence is deliberate and non-negotiable.

	Phase
	Name
	Detail
	Depends On

	1
	Foundations
	Tidy Irish company administration (one missed annual return, ~4 weeks to resolve). Orsi confirmed as sole director. This is the invoicing vehicle.
	Now

	2
	Income
	Secure a DevOps engineering contract. Remote, outside IR35, invoiced through Irish company. Covers monthly family costs.
	Phase 1

	3
	Legal Residency
	Apply for Hungarian digital nomad visa. May need parental loan to demonstrate required financial reserves in bank account.
	Phase 2

	4
	Optimise
	From a stable base, seek improved contract rates if initial role is modest. Begin SDD consulting and training as second income stream.
	Phase 3

	5
	EU Citizenship
	Apply for Hungarian passport. Eligible through marriage and two Hungarian children. Barriers: language assessment and financial reserves.
	Phase 4

	6
	Replan
	EU passport secured. UK bankruptcy becomes an option on my terms. FTE roles across entire EU accessible. Roadmap rebuilt based on circumstances.
	Phase 5



Immediate Priorities
Ordered by binding constraint. Wealth unlocks everything else.

	#
	Action
	Detail
	Timeline

	1
	Irish Company
	File missed annual return. Confirm Orsi as sole director. Get invoicing capability current.
	This week

	2
	CV & LinkedIn
	Reposition for DevOps/Platform Engineering contracting. Lead with Nestlé, Dematic, CERN, NatWest. Certs as primary credentials. AI governance as differentiator.
	This week

	3
	Contract Search
	Target DevOps, Platform Eng, and CI/CD contract roles. Remote-first. Apply through agencies and direct. Activate existing network: Emergn, Alten, direct contacts.
	Ongoing from week 1

	4
	Expert Networks
	GLG, Guidepoint, Techspert for AI governance consulting. Immediate supplementary income.
	Week 1–2

	5
	Certifications
	Terraform Associate. AZ-104. AZ-400. Study and schedule exams. Future Kevin will thank present Kevin.
	Weeks 1–4

	6
	Hungarian Language
	Daily Duolingo. Use Hungarian in daily life. Weekly tutor once income allows. This is the longest lead-time item.
	Daily from now

	7
	Health Baseline
	GP visit for BP assessment. Start daily walks. Begin meditation. Non-negotiable infrastructure.
	Week 1

	8
	Financial Tracking
	Set up monthly budget. Know the exact runway. Stop guessing. €12k + parental loan = bridge to contract.
	Week 1

	9
	kevinryan.io
	Website messaging aligned to DevOps/Platform Eng contracting + SDD consulting. AI governance as differentiator.
	Week 2

	10
	SDD Book
	Continue development at sddbook.com. Contract work feeds real-world case studies. This is the long-term cash cow.
	Active now

	11
	DEL Polish
	Review and tidy distributedequity.org. Fix known inconsistencies. Reach out to Creative Commons. Explore grant funding (Ford, Knight, Mozilla, Shuttleworth).
	Weeks 2–4

	12
	MLOps Book
	Secure mlopsbook.com domain infrastructure. Begin outlining. This is the next product line after SDD is established.
	Month 2+



Decision Principles
Rules for when things get ambiguous or the pressure mounts.
Wealth is the binding constraint. Without income, fitness degrades and education stalls. Prioritise earning. Everything else can run in parallel at low cost, but nothing works without financial stability.
There is no Plan B. The constraints are real and they shape the strategy. DevOps contracting through the Irish company from Budapest. This is not one option among many. It is the only viable path.
Jurisdictional discipline is non-negotiable. No UK payroll. No Irish payroll. No FTE in data-sharing jurisdictions. Outside IR35. Maximum six months UK presence. If this starts to become a risk, rotate Dublin, Budapest, and London. See Appendix A.
Signal over noise. Decisions made, not options considered. One clear action beats three half-started initiatives. Ship, don’t deliberate.
Lead with who you are. Stop suppressing the technical depth, the AI governance thinking, the SpecMCP work. The things that make you different are the things that make you valuable.
Action over perfection. The CV doesn’t need to be perfect to send. The LinkedIn doesn’t need to be perfect to publish. The book doesn’t need to be finished to talk about. Move.
Health is non-negotiable infrastructure. You cannot outwork a blood pressure crisis. Daily walks, meditation, and GP engagement are not optional extras — they’re load-bearing walls.
Contract first, consultancy alongside. The DevOps contract gives income and stability. Kevin Ryan & Associates builds in parallel through expert networks and existing contacts. The consultancy scales after the income floor is secured, not before.
Hungarian language is a strategic investment. It is the longest lead-time item on the roadmap and unlocks the EU passport that changes everything. Thirty minutes a day, starting now.
Provide value first. Open-source work, published thinking, free content. Build reputation through generosity. The consultancy funnel follows from demonstrated expertise, not from sales pitches. DEL, the books, the LinkedIn group — these are all value-first assets.
Every book is a business line. SDD is not just a book. MLOps is not just a book. Each one creates a consulting, training, and implementation support revenue stream. The publishing pipeline feeds directly into Kevin Ryan & Associates.

The Longer View
This charter addresses the immediate crisis. But the crisis is a waypoint, not a destination.
Year one: DevOps contract secured. Health recovered. Financial buffer rebuilt. Hungarian digital nomad visa obtained. Irish company current and operational. SDD book progressing with real-world case studies. Kevin Ryan & Associates generating supplementary income through expert networks and SDD training. DEL polished and promoted — Creative Commons relationship established.
Year two: Hungarian passport application in progress or secured. Contracting income stable or improved. SDD consultancy growing as a distinct service line. MLOps book in active development. Speaking and training. Masters programme evaluated. FDE-style engagements possible through consultancy vehicle.
Year three: EU citizen. UK situation resolved on my terms — bankruptcy or continued strategic limbo, whichever serves better. Boutique consultancy with recurring revenue. MLOps book published and generating its own consulting pipeline. Multiple income streams: consulting, training, advisory, publishing. Fitness and education pillars fully restored. Family home secured.
Year four: Kevin Ryan & Associates established as a recognised brand in AI-native engineering and MLOps. First associate hires or subcontractors. Revenue from multiple product lines: SDD, MLOps, AI governance. Beginning to build the asset value that makes an acquisition attractive.
Year five: Exit. The consultancy has published IP (books and methodologies), enterprise client relationships, and a team delivering niche expertise that a Cap Gemini, BCG, or Deloitte would acquire rather than build. Sell on terms that reflect the value created.

This document is a commitment. Not to perfection, but to honesty and forward motion. The last ten years saw a drift. This is the correction. The constraints are real but they are navigable. There is no Plan B because there doesn’t need to be one. Review monthly. Score honestly. Adjust and continue.

Kevin Ryan
February 2026


Appendix A: UK Jurisdictional Constraints
Classification: Private. This appendix contains sensitive personal information and should not be shared externally.

Background
I was subject to an HMRC inquiry relating to the K2 Employee Benefit Trust (EBT) scheme. I was earmarked as the lead case for crown court prosecution. This was an extremely stressful experience that dominated my life for several years.
I made the decision to leave the UK and cut off all communication with HMRC. Despite universal advice against this course of action, it proved to be the correct decision. HMRC needed to resolve their active caseload and moved on to other targets. I became a cold case.
Current Status
I have not lived in the UK for over seven years. HMRC issues an emergency tax assessment annually but has given up proactive pursuit. They do not appear to have officially recorded that I have left the country. I believe this suits them — forcing bankruptcy would likely crystallise a situation where the debt becomes unenforceable, which is worse for them than leaving it on the books as a theoretical asset.
Because I have been non-resident for over three years, I cannot voluntarily declare bankruptcy in England or Wales. HMRC cannot force me into bankruptcy without establishing jurisdiction, which they have not attempted. The situation is an indefinite legal limbo that currently serves both parties.
Hard Constraints
No UK employment or payroll. Any UK-based employment makes me visible to HMRC systems and risks reactivating the case.
Outside IR35 only. Any UK-connected contract work must be structured outside IR35, invoiced through the Irish company.
Maximum six months UK presence. Exceeding this risks establishing tax residency. If UK time accumulates, rotate between Dublin, Budapest, and London.
No Irish payroll. Ireland and the UK share closely integrated tax data. FTE employment in Ireland creates unacceptable risk of triggering cross-border data sharing that reactivates the HMRC case.
No FTE in data-sharing jurisdictions. This rules out FDE and other permanent roles in the UK, Ireland, and potentially other jurisdictions with HMRC data-sharing agreements.
Domicile Consideration
UK law distinguishes between residence and domicile. It is possible to be considered domiciled in England or Wales even after living abroad for many years. This is a grey area that cuts both ways — it could provide a future route to voluntary bankruptcy, but it could also give HMRC a jurisdictional hook. Professional legal advice is required before any engagement with the UK system.
Long-Term Resolution
The preferred long-term strategy is to secure a Hungarian passport (EU citizenship) before engaging with UK bankruptcy. The EU passport provides an independent citizenship base and freedom of movement that cannot be affected by UK proceedings. Once secured, bankruptcy can be pursued on my terms — return to England/Wales, re-establish residency for six months, file online, discharged after 12 months, debt written off.
However, permanent strategic limbo remains a valid option. If HMRC continues issuing emergency assessments without enforcement, and I never re-establish UK residency, the debt exists only on paper. Declaring bankruptcy only makes sense if I actively need something from the UK system.


Appendix B: Inheritance & Asset Protection
Classification: Private. This appendix contains sensitive family financial planning information. Requires discussion with parents and professional advice before action.

Strategic Context
My parents are UK-based. Any future inheritance represents the only material UK-connected financial event on the horizon. The HMRC situation means this requires careful planning to avoid creating a touchpoint where HMRC gains visibility or potential reach over inherited assets.
Principles
Wait. Do not engage with UK bankruptcy or any formal resolution of the HMRC situation until after any inheritance has been received and assets are secured outside UK jurisdiction.
Property over cash. Inherited capital should be used to purchase a family home outside the UK — a property that is Orsi and the children’s primary residence. A family home occupied by dependents in a foreign jurisdiction creates multiple layers of protection against any HMRC enforcement attempt.
Consider the grandchildren route. If parents leave directly to Zaylee and Theo, the money never touches me. HMRC has no claim on the children’s inheritance. This bypasses the problem entirely rather than shielding it after the fact. Trade-off: loss of direct control, but if the end goal is a family home, this may not matter.
Orsi as income channel. Routing family income through Orsi in Hungary achieves dual benefit: keeps earnings outside HMRC visibility, and Hungarian income tax is a flat 15%. With a third child, Orsi would qualify for lifetime personal income tax exemption, reducing the burden to social contributions only.
Required Actions
Discuss inheritance structuring with parents. This conversation has not yet happened and is sensitive. It needs to cover: direct bequest to grandchildren, trust options, and timing of any asset transfers.
Obtain professional legal advice on cross-border inheritance, UK insolvency implications, and Hungarian tax treatment of inherited assets. This should happen before any inheritance event, not after.
Confirm Hungarian tax residency rules for Orsi specifically — how contract income flowing through an Irish company into a Hungarian household is treated.
Key Risk
The most dangerous scenario is inheriting UK assets directly, in my own name, before the HMRC situation is resolved. This would briefly create a UK-connected financial event that could be seized. The entire strategy depends on ensuring this does not happen.


Appendix C: The Operational Roadmap
This appendix expands the six-phase roadmap with operational detail. Each phase has clear entry criteria, actions, and exit criteria.

Phase 1: Foundations (Now)
Entry: Decision made. Charter written.
File the missed Irish company annual return (~4 weeks). Confirm Orsi as sole director on all records. Ensure the company can issue invoices and receive payments. This is the vehicle through which all contract income flows.
Exit criteria: Irish company in good standing with CRO. Invoicing capability confirmed.
Phase 2: Income (Immediate Priority)
Entry: Irish company operational or on track.
Land a DevOps engineering contract. Remote, outside IR35, invoiced through the Irish company. Does not need to be a dream role. Needs to cover monthly family costs. Activate existing network: Emergn, Alten Netherlands, direct contacts from 30 years of delivery. Apply through agencies and direct channels. Pursue Terraform Associate, AZ-104, and AZ-400 in parallel.
Runway: €12,000 cash plus parental loan as backstop. Target: contract signed within 8 weeks.
Exit criteria: Contract signed. First invoice issued. Monthly costs covered.
Phase 3: Legal Residency
Entry: Income flowing.
Apply for Hungarian digital nomad visa. This formalises presence in Hungary and provides legal residency status. May need parental loan to demonstrate required financial reserves in a bank account in my name. Research requirements and begin application.
Exit criteria: Digital nomad visa granted. Legal Hungarian residency established.
Phase 4: Optimise
Entry: Income stable. Legal residency secured.
From a stable base with legal standing, seek improved contract rates if the initial role is modest. Begin SDD consulting and training as a genuine second income stream. Expert networks for AI governance. Activate the Kevin Ryan & Associates brand. Invest in weekly Hungarian language tutor.
Exit criteria: Income sufficient to build a cash buffer. SDD consulting generating revenue. Hungarian language progressing toward assessment readiness.
Phase 5: EU Citizenship
Entry: Financial reserves built. Hungarian language sufficient for assessment.
Apply for Hungarian passport. Eligible through marriage to Orsi and two Hungarian children (Zaylee and Theo). The language assessment is reportedly lenient in implementation — a personal assessment rather than a formal exam, where demonstrating genuine effort and basic conversational ability matters more than fluency. But having no Hungarian at all is a problem. The assessor needs to see integration.
Exit criteria: Hungarian passport issued. EU citizenship secured.
Phase 6: Replan
Entry: EU passport in hand.
The entire landscape changes. UK bankruptcy becomes an option on my terms if I want it. FTE roles anywhere in the EU become accessible without jurisdictional risk. FDE roles become viable again. The roadmap gets rebuilt based on circumstances at that point. The binding constraints that shaped this charter may no longer apply.
Exit criteria: New charter written from a position of strength.

— End of Document —
