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To update members on progress on:

e Delivery of the benefits of Phase 1 of the Forensic 2026 strategy
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1. BACKGROUND

1.1. The Forensic Services 2026 Strategy (FS2026) was approved by the SPA
Board in May 2018. The approval of the Strategy has given the authority
to start the Programme work in addition to providing alignment and
direction for the business as usual plans which include the continuous
improvement activity.

1.2. Delivery of FS2026 is set out in three clearly defined phases;

e Phase 1, 2018-20: Increasing Capacity, Improving Utilisation and
Demonstrating Value

e Phase 2, 2020-23: Transitioning to an Enhanced Operating Model and
Enabling Infrastructure

e Phase 3, 2023-26: Investment and Innovation, introducing new
forensic science technique

1.3. This paper sets out the work which has been undertaken in Phase 1 of
the strategy and the progress that has been achieved with respect to
benefits realisation.

1.4. It should be noted that full quantification of benefits has not been
possible due to the limited resource that has been provided for the
Programme Management Office throughout this period.

2.FURTHER DETAIL ON THE REPORT TOPIC

2.1. The diagram below represents the high level benefits for Phase 1;

Key Benefits to our People

Increasing
Retaining and growing our Capacity, Improving
scientific talent, recognising Utilisation and

value of work our People do .
o Demonstrating

f."tl"l_‘l‘. Value

Key Benefits to the Justice System

Faster intelligence and
investigative services to drive
prevention and protection.
Continued high quality
evidential service provided.
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2.2 The activity within Phase 1 of delivery of the FS2026 strategy is prioritised
to specifically focus on;

e Increasing Capacity

e Improving Utilisation

e Demonstrating Value

2.3 Increasing Capacity and Improving Utilisation

2.3.1 Prior to the formal approval of the FS2026 strategy in May 2018 a series
of business cases were presented to the Forensic Services Committee (and
SPA Board) for investment in critical areas of Forensic Services where
significant backlogs of work had developed due to historic imbalance between
capacity and demand for services.

2.3.2 The investment provided included an increase in Full Time Equivalents
(FTE) into these critical areas, most notably Biology. In addition due to the
critical position within Biology £3M was made available to support the
outsourcing of casework for the duration of phase 1.

I ek

Biology — Backlog Reduction 16xFS 1xTM 1xO0OM £736k
Drugs - COE 2xFS £69k
Drugs — Backlog Reduction 3xFE 1xLFS £153k
Firearms — Backlog Reduction 1xFS £40k
Quality 1xQL 1xQMm £92k
MEL — Backlog Reduction 2xMERO 1xTM £179k
Toxicology — Drugs Driving 1xFS £40k
Biology Outsourcing £3,000k
TOTAL Phase 1 Investment £4,309k

2.3.3 The addition of the capacity set out to achieve a targeted reduction in
the number and age of cases within the caseload in each area;
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Target Av Age Target
Dec’19

Biology — Backlog Reduction 945 (Mar’20) 3 months

Drugs — Backlog Reduction 1,449 1 month
Firearms — Backlog Reduction 62 1 month
MEL — Backlog Reduction 552 1 month
Toxicology — Drugs Driving 176 2 months

2.3.4 In addition to the reduction in caseloads additional capacity was
required to develop a Drugs Driving Service, Drugs Centre of Excellence and
to build up associated Quality Management capacity within Forensic Services
to extend the SCOPE of accreditation within these areas.

2.3.5 Within Biology a detailed plan was developed that underpinned the
business case, this included the recruitment and training of additional
scientific staff alongside outsourcing of casework to create the capacity
required to undertake the training.

2.3.6 From the end of year data the number of cases within the Biology Local
Satellite Laboratories (LSL) has reduced to less than 800 which is significantly
better than the target of 945 cases. In addition the average of cases has
dropped to 2.2 months, an improvement of almost 50% on the same period
12 months ago. This improvement is despite an 8% increase in demand for
services throughout this period.

Biology LSL
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2.3.7 Inregard to the progress made within the Biology LSL caseload it should
be noted that this has been heavily impacted by the outsourcing activity which
will not be continued into phase 2. Whilst the capacity has improved to meet
the demand as set out in 2018, this demand has continued to increase since
then at approximately 8% per year. At the start of 2020/21 with some internal
efficiency improvements the capacity and demand are in balance, however if
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the demand for services continues to increase uncontrollably the caseload
within the Biology LSL will once again start to increase.

2.3.8 Within Drugs there have been a number of challenges during phase 1
that have had a significant impact on the ability of this area to deliver against
the targeted improvements. This has included significant technical challenges
with the instrumentation, in particular the Time of Flight (TOF) instruments
that were purchased which would have had the most significant impact on the
improved timeliness of delivery particularly in straightforward drugs
identification cases.

2.3.9 In addition the demand for drugs examinations has consistently
increased year on year to a total 33% increase when compared to demand
three years ago, this demand is well over and above the capacity that was
introduced in this area through both the Centre of Excellence (COE) and
backlog reduction combined.

2.3.10 From the end of year data there are just over 3000 cases within the
drugs area with an average age of 3.3 months. In comparison with the same
period last year this is a similar position both in terms of nhumbers and age of
cases, so whilst it is not possible to fully quantify the benefits that have been
made within this area it is clear that many have been realised in order that
the caseload has not increased in line with the demand.
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2.3.11 The backlog recovery work within the drugs area will remain ongoing
into phase 2 and it is clear the further benefits will be achieved within the
2020/21 period which will see significant reductions in caseload and reduce
the age of cases in line with the delivery of the real time drugs intelligence
project.

2.3.12 Within Firearms there has been investment in additional capacity in
conjunction with new management within this area that has had a real impact
on performance in this area. Whilst the caseload has not yet reduced to the
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full target of 62 there has been a significant reduction since Q2 with a quarter
on quarter downward trend which will continue into phase 2.

Firearms

Cases
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2.3.13 Most notably the age of the casework in this area has reduced by over
2 months since Q1 of 19/20. The backlog recovery work in this area will
continue into phase 2 where the full benefits of the investment will be realised
as ongoing work reaches completion.

2.3.14 Within Mark Enhancement (MEL) there has been investment in
increased capacity and also rationalisation from delivery at four sites to two
sites during phase 1. This new operating model was introduced with minimal
impact on staff and has resulted in far more effective case management. The
caseload in MEL has nearly halved during this period with a reduction in the
age of cases from 4 months in Q1 to 2.3 months in Q4.
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2.3.15 There is additional work to be undertaken in MEL during phase 2 to
further improve timeliness however much of the full improvement will be
delivered within the new operating model project which will change this area
of forensic delivery considerably.

2.3.15 Within Toxicology investment has been made to develop, validate and
implement a drugs driving toxicology service to support the implementation
of the new legislation in Scotland. This was completed on target and was a
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huge achievement for Forensic Services culminating in a recommendation for
accreditation by the United Kingdom Accreditation Service.

Toxicology
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2.3.16 In addition to the new drugs driving service significant process
improvement, investment in new technology and accommodation has resulted
in a reduction in the number of non drugs driving cases and an improvement
in the timeliness of provision of results. The impact of increasing demand for
drugs driving cases will be monitored into phase 2 alongside further
investment planned in this area of Forensic Services.

2.3.17 In addition to these specific areas around 20 operational improvement
projects have been ongoing within Forensic Services throughout this period in
particular the following;

Operational Improvement Summary
Project
Scene Examination Accreditation Preparation work has been

undertaken to achieve a successful
pre-accreditation visit to the
Edinburgh Laboratory

Centralised processing of DNA Significant method development and

reference samples validation work has been undertaken
to allow DNA reference samples to be
processed in the most cost effective
manner. To be implemented in
phase 2.

Paperless Tenprint Office Preparatory work has been
undertaken to allow the process of
taking Tenprints in custody to be a

fully electronic process. Full
implementation during phase 2.
Introduction of Time Recording Purchase of software, full

development of specification and
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implementation of hardware has
been completed, ready for
implementation in the early part of
phase 2, this will provide vital
information on how long different
activities take within casework and
on other activity.

Introduction of new Management Purchase and implementation of new

Reporting through the use of software allowing the introduction of

Advanced Analytics software improved and more robust
management information
Drugs Strategy A project to allow the reporting of

real time drugs intelligence to Police
Scotland which requires networking
of instruments, new software and
enhanced management information
through the use of heat mapping -
phased implementation across phase
2
2.4 Demonstrating Value

2.4.1 During phase 1 there has been a lot of activity across all projects to
ensure that the value of forensic science is maximised. Value can be broadly
looked at in two different ways, ensuring the value in how limited resources
are being utilised to support the justice system and then also in considering
how this value can be quantified.

2.4.2 Across a range of activities there has been work undertaken to minimise
failure demand - which can be summarised as work that is being undertaken
that does not add any value to the justice system, be that to provide evidence
to support a prosecution or to eliminate a potential suspect from an
investigation.

2.4.3 The work that has been completed in phase 1, and continues into phase
2 to further develop the role of the Forensic Services element of the Joint
National Forensic Gateway will continue to implement new practices that
ensure the most effective use of the limited resources within each specialist
area of Forensic Science. This will be further supported through the
introduction of the revised Memorandum of Understanding which will be
implemented in July 2020.

2.4.5 A workshop was undertaken in the autumn of 2018 which considered a
number of opportunities to consider and quantify the value of forensic science
within the justice system. This is a complex undertaking and an initial
proposal was presented to the Forensic Committee following this meeting.
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However this work will be progressed further in phase 2 to ensure that there
is @ more articulate understanding of the value of science in investigations and
prosecutions and further align this to the delivery of the strategic outcomes
of partners. This will be considered further through the refresh of the FS2026
strategy during 2020/21.

3. FINANCIAL IMPLICATIONS

3.1. There are no additional financial implications associated with this paper
other than those previously approved as part of the 18/19 and 19/20
budget.

4. PERSONNEL IMPLICATIONS

4.1. There are no direct personnel implications associated with this paper.
5. LEGAL IMPLICATIONS

5.1. There are no legal implications associated with this paper.

6. REPUTATIONAL IMPLICATIONS

6.1. There may be long term reputational implications associated with
this paper should the Forensic Services not meet the expectations as
set out in the Forensic 2026 Strategy.

6.2. The FS 2026 work is behind schedule due to a lack of resource which
could have a reputational impact in the short term and longer term
implications.

7. SOCIAL IMPLICATIONS
7.1. There are no direct social implications associated with this paper.
8. COMMUNITY IMPACT

8.1. There may be longer term community impact implications associated
with this paper should the Forensic Services not meet the expectations
as set out in the Forensic 2026 Strategy.
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9. EQUALITIES IMPLICATIONS

9.1. There are no equality implications associated with this paper.

10. ENVIRONMENT IMPLICATIONS

10.1. There are no environmental implications associated with this paper.

RECOMMENDATIONS
Members are requested to note:

e The benefits realised during phase one delivery of the Forensic
2026 strategy
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