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PURPOSE 
 
To provide the Committee with an update on progress against the 
Forensic Services Change Programme Plan. 
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1. BACKGROUND INFORMATION 
 
1.1 The Change Programme consists of specific key projects which are 

directly aligned to and underpin the successful delivery of our strategic 
outcomes: 
 

o Our People are empowered to provide excellent forensic 
services in a positive working environment. 

o We are sustainable, adaptable and resilient to future 
challenges. 

o We deliver high-quality, ethical services through innovative 
forensic science. 

o We work collaboratively with partners to serve the needs of 
the public & criminal justice in Scotland. 

 
1.2  The current change programme active projects are: 

  
o Operating Model – Implementation of Op Model Design 

including integration of Post-Mortem Toxicology.  
o Forensic Services Core Operating System (FS COS) & Data 

Migration Project. 
o Long Term Sustainable Model for Criminal Toxicology 
o FS Central Purchasing Solution 

 
1.3 Change programme activities also include: (a) oversight & reporting 

of benefits realisation associated with projects; (b) oversight of 
response to post implementation review activity and associated 
recommendations. 

 
1.4 Effective engagement with our people and collaboration with our 

partners remain critical success factors for our change programme. 
We will continue to build upon existing engagement strategies, as 
well as identifying new opportunities as we progress through the 
implementation phases of the various projects. 

 
1.5 An update on the development, delivery and prioritisation of our 

Research, Development and Innovation (RDI) strategy and 
associated activities is also included within the scope of this report. 

 

2.  FS CHANGE PROGRAMME  
 
2.1  Change Programme Road Map & Status  
 

• Our Change Programme current year road map (see appendix A) 
sets out the high-level delivery milestones and associated RAG status 
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of the projects comprising the FS Change Programme along with RDI 
strategy development.  

• The Change Programme is current tracking amber due to delay in 
delivery of some key milestone activity: 

 

 
 
 
2.2 Programme Delivery Headlines: 
 

• Long Term Sustainable Model Criminal Toxicology: Significant 
progress has been made within the project team around defining 
work packages and allocation of workstream owners however 
resource prioritisation discussions are ongoing with Police Scotland 
colleagues. Once discussions are concluded we will then be able to 
finalise the project plan and associated timelines for delivery of 
the full business case (FBC).    

• Operating Model: Phase 4 of our Operating Model implementation 
commenced in April 2025 and due to complete March 2026. This 
phase is focused on consolidation, with both our people and 
partners, of changes already implemented and will also plan for 
project closure and transition to business as usual.  The op model 
remains on track to deliver against the programme plan (See 
Appendix A).   

• FS COS & Data Migration: This project is now tracking red against 
the delivery timeline in the programme plan.  Following further 
consultation with Police Scotland procurement and digital division 
consultation a revised approach to procurement has been agreed.  
The revised approach has significantly impacted the original 
timeline and our ability to confirm the financial ask within the 
required timeframes, however we are confident that the revised 
approach leaves us best placed to secure the quality of product 
Forensic Services requires if we are to respond to current & future 
fluctuations in demand.  The revised timeline for FBC delivery was 
presented to the Forensic Services Change Programme Board on 

Serious Issues – Recovery plan required. 

Some Issues – Being closely monitored. 

On track to deliver as planned 
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14 July and is included within this report at Appendix B for 
consideration by the Committee.  

 
 
2.3 Project Updates: 
 
 
2.3.1 Operating Model 
 
 
  

We remain committed to implementation of our new operating model, as far 
as possible within financial constraints, seeking to minimise impact to our 
people as far as possible whilst maintaining service delivery.   
 

• Phase 4 of our operating model implementation will see continued focus on 
communication of results to partners along with the wider integration of drugs 
casework in the context of our new capability structure.  Intelligence reporting 
of DNA results is now established at our Dundee site and being rolled out to 
our Glasgow site in the coming weeks.  This aims to provide partners with an 
early indication of DNA results for non-complex casework to maximise early 
impact on the investigation process.  

• Building on the successful implementation of our electronic transmission of 
digital fingerprint images from our search & recovery lab teams, planning is 
now underway to develop our capacity for electronic transmission of digital 
fingerprint images directly from crime scenes. 

• We continue to undertake our delivery effectiveness reviews for key milestone 
activity delivered in previous phases of our operating model implementation.  
Recently completed reviews have covered the introduction of our new 
Capability Team Manager and Forensic Support Officer roles along with the 
transition of footwear intelligence reporting to our Tenprint / Livescan team.  
The reports and accompanying recommendations have been submitted to our 
Operating Model Project Board for consideration 22 July 2025.  Key themes 
and progress against recommendations will be covered in future Change 
Programme updates for the Committee. 
 

Operating Model – RAG status 
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2.3.2  FS COS & Data Migration 
 

 
 
 
 
 

 
 

FS COS & Data Migration RAG 
Status 

The Forensic Services Core Operating System (FS COS) Project will deliver 
a fully integrated & future-proofed single operating system, the migration 
of all data for in-scope systems and the decommissioning of un-supported 
legacy systems as required. 
 

• Appendix B contains the revised timeline for delivery of our full business 
case.  The original timeline has been subject to replan following further 
consultation with our Police Scotland procurement and digital division 
colleagues on our procurement approach. 

• Consolidation of functional and non-functional requirements for inclusion in 
the invitation to tender (ITT) is now complete and with our procurement 
colleagues for final sign off. 

• Priority activity at present is finalisation of the procurement evaluation 
strategy, which ensures a fair and transparent methodology for all 
submissions and secures the highest quality product for Forensic Services, 
delivering the flexibility and future adaptability we require from our core 
operating solution. 
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2.3.3 Criminal Toxicology – Long Term Sustainable Model 

 

 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
2.3.4 Central Purchasing Solution 
 
 
 
 

Criminal Toxicology – Long Term 
Sustainable Model RAG Status 

 
• Discussions continue with Police Scotland Estates colleagues around resource 

requirements, scheduling and prioritisation within existing workplans. 
• Initial Police Scotland Digital Division resource is now in place with work 

ongoing to scope future resource requirements and funding approach. 
• Progress made on project planning, workstream scoping and allocation of 

workstream leads.  Post confirmation of Estates support, the project plan will 
be refined and baselined with relevant leads and project governance. 

• We continue to work closely with Police Scotland colleagues on the Drugs 
Driving Pilots and the subsequent national roll out. The outputs of this 
activity will continue to inform demand profiling within the FBC 
 

Central Purchasing Solution 

Our Central Purchasing Project seeks to deliver an effective solution for 
improved strategic governance and management of procurement activities 
across SPA FS.   
 
Specifically, the project will deliver;  

• A significant amount of data analysis has been carried out to confirm scope, 
workstreams and associated benefits / cashable savings of the project. 

• Potential workstreams (listed below) and a detailed update will be presented 
to Forensic Services Senior Management team later this month.  The update 
will highlight the potential impact, associated recommendations and desired 
outcomes for each of the workstreams;  

o Staff (ordering and approvals) 
o Supplier / Contracts 
o Spend  
o Accreditation 
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2.3.5 RDI Strategy Design, Prioritisation & Delivery 
 
 
 
 
 
 
 
 

 
2.4 Benefits Realisation 
 
2.4.1 Within the final business case for our original 2026 change 

programme there were several projected outcomes stated.  These 
outcomes relate to our organisation, people, partners and our 
communities.  These programme outcomes have now been linked to 
specific benefits of the various projects set up as part of the original 
change programme, some of which have now been completed and 
closed.  

RDI Strategy RAG Status 

Our RDI Strategy, including stakeholder engagement & prioritisation 
process will ensure that the research & innovation that is planned & 
delivered meets strategic objectives across the Justice System. 
 
Our Research, Development & Innovation (RDI) Knowledge Exchange took place on 
13 May at Verity House, Haymarket, Edinburgh.   
 
Under an event theme of “Connecting Future Innovations with Justice Outcomes”  
a workshop approach explored key focus areas; future challenges for policing & 
safer communities, collaborative working with physical and digital forensics and 
maximising opportunities offered by AI innovation.  The event was well attended 
by a wide range of stakeholders, criminal justice partners and academic partners, 
with keynote presentations from ACC Steven Johnson and Professor Niamh Nic 
Daied from the Leverhulme Research Centre for Forensic Science. 
   
Outputs from the event have informed the initial drafts of our RDI strategy and 
delivery plan, which are currently being circulated amongst stakeholders for 
feedback and comment prior to final completion.  
 
The Value of Forensic Science project, assessing the value of forensic science across 
the justice ecosystem with a focus on violence Against Women & Girls and 
Acquisitive crime continues to progress.   A series of focus group sessions have 
been rolled out throughout April attended by key stakeholders and the project is 
now progressing into the data analysis phase. 
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2.4.2 As a result of the challenging financial landscape we were unable to 
secure the full funding as outlined in the FBC for our Operating Model 
project.  Whilst we have made significant progress in implementation 
of our operating model, work is now ongoing to review areas still to 
be delivered, as set out in the original business case.  This 
workstream will;  

• Determine gaps as we plan for project closure 
• Establish how gaps will be addressed   
• Articulate impact on realisation of associated benefits 

2.4.3 The tables below provide a high level view of progress against 
realisation of programme outcomes.  We are now formally working 
with the Police Scotland Chair of the Forensic Performance Operations 
Group (FPOG) to articulate and evidence the tangible impacts of 
improved service delivery for our partners and the communities we 
serve. 

 
     

Our Organisation 

Outcome Delivered to date Overall Progress 

Improved cost 
effectiveness and 
utilisation of existing 
capacity 

Set up of Tasking Unit 
(cost neutral) 

Introduction of new first 
line management role 
(cost neutral) 

Centralisation of manual 
DNA processing (cost 
saving - £53k reinvested 
in op model) 

 

Improved operational 
effectiveness. 

Reduction in case turn 
around times for volume 
acquisitive crime (down 
from 102 days in 2019 to 
44 days January 2025) 

Improved resilience to 
meet demand 

Plans in progress for 
phase 4 

Enhanced evidence 
recovery and reporting 
capabilities for serious 

New Labs established in 
Edinburgh & Aberdeen 
already positively 
impacting on casework 

Overall 
Progress 

60% 

Overall 
Progress 
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crime in Aberdeen and 
Edinburgh. 

Increased opportunity 
for research, 
development and 
innovation 

RDI Team established, 
RDI strategy & delivery 
plan with stakeholders for 
feedback  

 

Our People 

Outcome Delivered to date Overall Progress 

Improved staff 
wellbeing resulting 
from increased levels 
of management 
support 

Introduction of new 
capability team manager 
role 

Reduction in team sizes  

Non-operational element 
of manager role – greater 
emphasis on individual 
support 

 

Increased levels of 
empowerment, case 
ownership and greater 
sense of value (right 
person doing the right 
job at the right time.) 

Skill development of 
Examiner & Senior Analyst 
roles to provide 
intelligence reports at 
investigative stages 

Investment in digital 
workflows allowing 
examiners to focus on 
forensic analysis 

Introduction of Forensic 
Operation Lead role – 
more joined up approach 
to complex, multi 
discipline casework 

Improved career path 
opportunities resulting 
from revised 
organisational 
structure and role 
profiles. 

Opportunities created by 
consequential recruitment 
leading to 19 individuals 
becoming managers for 
the first time, 69 moving 
to a higher-grade position 
and 36 transitioning from 
a temporary to permanent 
contract 

Overall 
Progress 

60% 

Overall 
Progress 
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Opportunities to 
expand existing skills, 
knowledge and 
experience as a result 
of restructured teams 
and multi-skilling. 

Identification Officers in 
tenprints now reporting 
footwear intelligence.  
Phase 4 plans will further 
develop plans for 
multiskilling 

 
Our Partners 

Outcome Delivered to date Overall Progress 

Maximising the 
benefits of local 
delivery of serious 
crime 

New Labs established in 
Edinburgh & Aberdeen 
already positively 
impacting on casework 

Introduction of Forensic 
Operation Lead role – 
more joined up approach 
to complex, multi 
discipline casework 

 

Potential improvement 
in detection and 
prevention of crime as 
a result of faster 
delivery of intelligence 
results. 

Measurable impact to be 
confirmed with partners 

Improved compliance 
with COPFS target 
dates to enable faster 
justice. 

Compliance with COPFS 
target dates increased by 
10% on 2019 baseline of 
73% 

More effective use of 
police resource as a 
result of improved 
response times for 
non-serious crime 
scene attendance. 

Measurable impact to be 
confirmed with partners 

Enhanced service 
delivery in 
serious/complex cases 
by providing a 
dedicated senior 
scientific role. 

Creation of Forensic 
Operations Leads Role 

Measurable impact to be 
confirmed with partners 

Overall 
Progress 

Overall 
Progress 

30% 
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Enhanced service 
delivery resulting from 
management structure 
with overarching case 
accountability aligned 
to partner needs. 

Measurable impact to be 
confirmed with partners 

 
Our Communities 

Outcome Delivered to date Overall Progress 

Potential improved 
perception and 
increased confidence in 
the criminal justice 
system resulting from 
improved attendance 
at acquisitive crime 
scenes. 

Since introduction of the 
National Tasking Unit 90% 
of Scenes are now 
attended within 24 hours 

Measurable impact to be 
confirmed with partners 

 

Possibility for earlier 
detection and 
potentially prevention 
of the escalation in 
recidivist criminality 
resulting from faster 
delivery of intelligence 
results. 

Skill development of 
Examiner & Senior Analyst 
roles to provide 
intelligence reports at 
investigative stages 

Measurable impact to be 
confirmed with partners 

Potentially improved 
protection of innocent 
individuals as a result 
of faster justice 

Since introduction of the 
National Tasking Unit 90% 
of Scenes are now 
attended within 24 hours 

Compliance with COPFS 
target dates increased by 
10% on 2019 baseline of 
73% 

Reduction in case turn 
round times for volume 
acquisitive crime (down 
from 102 days in 2019 to 
44 days January 2025) 

Measurable impact to be 
confirmed with partners 

 

Overall 
Progress 

Overall 
Progress 

 

30% 
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3.     FINANCIAL IMPLICATIONS 
 
3.1   There are no additional financial implications associated with this 

paper at this time. A phased approach is being adopted to recruitment 
for the roles required to deliver our new operating model. This phased 
approach is aligned to implementation planning and mitigating as far 
as possible any impact to our current service delivery commitments 
as we transition to our new ways of working. 

  
4. PERSONNEL IMPLICATIONS 
 
4.1    As we move forward to implementation of the new operating model 

and associated staff transitions, we are committed to support staff in 
identifying individual career development opportunities and how to 
maximise the opportunities for skills expansion in the operating 
model structure. Training sessions have been offered across the 
organisation and 1-1 support available through line manager 
discussions.  

 
5. LEGAL IMPLICATIONS 
 
5.1   There are no legal implications in this report. 
 
6. REPUTATIONAL IMPLICATIONS 
 
6.1   There may be long-term reputational implications associated with this 

paper should Forensic Services not meet the expectations as set out 
in the Forensic Strategy. 

 
7. SOCIAL IMPLICATIONS 
 
7.1   There are no social implications in this report. 
 
8. COMMUNITY IMPACT 
 
8.1   There may be longer-term community impact implications associated 

with this paper should Forensic Services not meet the expectations 
as set out in the Forensic Strategy. 

 
9. EQUALITIES IMPLICATIONS 
 
9.1   There are no equality implications in this report. 
 
10. ENVIRONMENT IMPLICATIONS 
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10.1  There are no equality implications associated with this paper.  
Equality Human Rights Impact Assessments (EqHRIAs) have been 
prepared for all relevant projects and are provided for consultation to 
Trade Unions and Diversity Staff Associations 

 
 
 
 
 RECOMMENDATIONS 
 
Members are invited to note the progress of the Forensic Services 
Change Programme. 
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Appendix A Change Programme Road Map 

  

PROJECT Overall 
RAG 

2025/26 

APR MAY JUN JUL AUG SEP OCT NOV DEC JAN FEB MAR 

Operating Model – Structure & Workflow 
(green) & Post-Mortem Toxicology 
Integration (amber) 

       
 

 

   

 

Criminal Toxicology Long Term 
Sustainable Model 

  
 

          

FS COS & Data Migration 
     

 

   
 

 
 

 

FS Central Purchasing Solution           

 

 

 

Research, Development & Innovation 
Strategy 

          
 

 
 

 

Phase 4 – Workstream Delivery 

PM Tox Integration  

Full Business Case Development  

Solution 
identified 

Solution Delivered 

Final version delivered Implementation plans developed and actioned 

Full Business Case Development & secure funding source 

Planning for project closure 

Approval  
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Appendix B FS COS & Data Migration Timeline (Replan) 
 

 
 
 
 
 
 
 
 
 
 

Stage ID Stage Name Start Date End Date Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov
1 ITT preparation and PQQ 01 Apr 25 11 Dec 25
2 Tender response period 11 Dec 25 20 Feb 26
3 Initial tender evaluation 23 Feb 26 17 Apr 26
4 Negotiation rounds 20 Apr 26 03 Jul 26
5 Final tender evaluation 06 Jul 26 14 Aug 26
6 Contract recommendation 17 Aug 26 04 Sep 26
7 Submit funding bid 17 Aug 26 21 Aug 26
8 FBC approvals 06 Jul 26 09 Oct 26
9 Award contract 12 Oct 26 23 Nov 26

2025 2026
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