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1. Purpose 

The purpose of this written submission is to provide the Justice Sub-Committee on Policing with updates 
from key operational areas of Police Scotland’s Criminal Justice Services Division (CJSD) and future plans 
of its Remodelling Programme towards the delivery of a sustainable, integrated and future proofed 
operating model for the provision of custody and criminal justice service across Scotland.  

This report focusses on progress made over the last year, benefits that have been realised and future plans 
in relation to our people, including those in our care, partners, processes and estate as part of ‘business 
as usual’ and wider remodelling programme activities. 

 

2. Key Operational Business Update 

National Custody Operating Model 

In February 2019 CJSD formally approved the introduction of a National Custody Operating Model which 
delivered an evidence based approach for determining what estate and capacity is reasonably required at 
any given time; and the creation of a set of Standard Resourcing Principles that provide a consistent yet 
flexible approach to resourcing custody centres across the entire country. The views of Scottish Police 
Federation and Trade Union representatives were considered both in the development of the model and 
in its review post implementation. 

This piece of work to establish an appropriate staffing model for custody was welcomed by Her Majesty’s 
Inspector of Constabulary in Scotland (HMICS) within an inspection report published in June 2019 on the 
'strategic arrangements for the delivery of police custody.   

Greater resilience within and support for our cadre of Custody Supervisors has been achieved by the 
creation of an additional Custody Sergeant post on each team at many of our CJ Hubs and busiest custody 
centres. This was possible due to the release of posts from earlier custody estate rationalisation projects.  
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These measures, combined with the introduction of CJPCSO Team Leader roles within our largest CJ Hubs, 
has begun to create capacity and opportunities for Sergeants to enable them to concentrate on the 
responsibilities introduced by the Criminal Justice (Scotland) Act 2016, particularly in relation to the 
remote authorisation of smaller, lower throughput Constable Led and Ancillary Custody Centres. 

Supervision of such locations is being enhanced through the roll out of remote monitoring technology 
which allows Custody Supervisors to observe and provide guidance and support to staff when necessary.  

Backfill 

A key benefit that the new model has delivered is a significant reduction in the level of Police Officer backfill 
for custody duties realised through a combination factors including estate rationalisation; uplift in 
establishment; and effective use of mobility clauses enabling staff to be redeployed to other locations 
rather than abstracting front line officers or resorting to overtime. 

During Q2 Financial Year 2019/2020, National backfill fell by 75% compared to the same period in 
2017/2018, however in some parts of the country reductions of over 97% were realised. Backfill reductions 
in the last quarter alone represent the equivalent of over 50,000 policing hours released for other frontline 
duties.  

Transfers 

Analysis has shown that the available estate does align with the vast majority of arrests and peak periods 
of demand across the country. At times however, there remains a need to transfer a small number of 
people from one custody centre to another.  

During financial year 2018/2019 there were a total of 4210 transfers which was down 2% compared to the 
previous year. In the months immediately following the introduction of the Criminal Justice (Scotland) Act 
transfers dropped significantly, however this was only a temporary trend. The number of people 
transferred as a proportion of total annual throughput is relatively small and only equated to 3.5% of all 
people brought into custody last year.  

While capacity at certain times is a factor, the majority of transfers undertaken are not for this reason and 
are in fact for healthcare, management of violence / risk and logistical purposes such as accommodating 
appearance at court in another part of the country or to facilitate an ongoing investigation. 

Since February 2019 Police Scotland have had access to an Estate Transfer service as part of the Scottish 
Court Custody and Prisoner Escort Service contract. These arrangements make provision for GeoAmey to 
undertake up to 40 transfers at weekends rather than abstracting Police Officers and custody staff to 
perform these movements. 

Health and Safety 

New processes which bring together representatives from CJSD, Scottish Police Federation, Trade Unions 
and Force Health & Safety advisers have been adopted which have successfully supported the joint 
investigation, review and resolution of several areas of mutual interest and concern including estates 
improvements, operational procedures, risk assessments and provision of personal protective equipment 
for staff. 
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Criminal Justice (Scotland) Act 2016  

Police Scotland is currently undertaking a post implementation review of the Criminal Justice (Scotland) 
Act 2016. 

The review is being conducted with support and input from key internal/external stakeholders examining 
the major aspects of the Act in order to assess the effectiveness and operational benefits/challenges 
associated with the legislative changes and make appropriate initial recommendations.  The initial report 
is expected to be published later this year.  

Continuous Professional Development 

Acknowledging that some time had elapsed since many of custody staff had attended any formal 
development events, CJSD created a Continuous Professional Development - Custody Update Course to 
deliver inputs on new procedures, emerging technology, lessons learned from the introduction of 
legislation; and opportunities to signpost people in custody to support agencies to tackle underlying causes 
of offending. 

Course content recognises themes for development that custody staff themselves have expressed and 
addresses the views of HMICS in a recent inspection report regarding the continuous professional 
development of people who work in the custody environment. General feedback from staff who have 
attended the Custody Update Course has been that it has reinforced the importance and value of their 
role. 

 

3. CJSD Remodelling Programme Update 

Criminal Justice Hubs 

The programme was initiated to deliver nine Criminal Justice Hubs (CJ Hubs), located in the areas of 
maximum prisoner throughput, which would become centres of excellence, responsible for the most 
vulnerable people who were brought into custody, with other criminal justice functions co-located where 
possible. This would reduce the impact on Local Policing, improve the quality of service provided to people 
in custody and support the delivery of the long term vision for CJSD.   

The investment would have improved prisoner processing, monitoring and washing facilities, increased 
partnership opportunities and brought innovation and improved technology into the custody arena.  

Following funding removal (Capital reallocation to support other Policing priorities) only one CJ Hub is fully 
operational (Kittybrewster in Aberdeen as it did not require capital investment) and Wi-Fi has been 
delivered to four sites. None of the other identified improvements have been progressed. 

Increase in Custody Staff Establishment 

The division has recruited 150 Omni-competent Criminal Justice Police Custody and Security Officers (CJ 
PCSO) and CJ PCSO Team Leader supervisors who, in addition to performing custody duties within CJ Hubs, 
can also be deployed to perform other related criminal justice functions. Recruitment was originally 
scheduled over a two year period however this was accelerated and was achieved in less than a year; and 
has enabled those Local Policing Officers seconded to custody to be returned. 
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Many existing PCSO chose to apply for these new Omni-competent posts and were successful. Their 
vacated posts were also filled as CJPCSO meaning almost half of custody staff now operate under a new CJ 
PCSO job description. 

As a consequence of where pay and grading boundaries have been redrawn as part of the Staff Pay and 
Reward Modernisation (SPRM) project, staff in new Omni-competent roles have been placed in a higher 
grade compared to colleagues who remained in legacy PCSO roles. The division is mindful of the impact 
that this has had on our staff and is working towards solutions to deliver a single national job description 
for all staff as part of wider organisational change considerations. 

In addition to Omni-competent custody and criminal justice duties these new staff are performing, many 
are now also undertaking key operational tasks (CJ Sampling and Operation Nexus) which frontline officers 
were in many instances abstracted to complete. During the first two quarters of this financial year, CJ PCSO 
staff have completed almost 6,300 hours of non-custody criminal justice duties and saved frontline officers 
over 3,700 hours by completing key tasks. 

Partnership Approach 

Whilst healthcare provision remains the primary focus for the CJSD Healthcare and Interventions team, 
most areas are now providing an effective service that has allowed capacity for a more pro-active focus 
alongside statutory and voluntary partner organisations on prevention, intervention and diversion. 

In respect of custody healthcare, our priority is to continue to work with partners from the NHS to establish 
sustainable nurse led healthcare models and suitable forensic pathways for examination of sexual offences 
suspects in the North of Scotland and island communities. 

The purpose of any custody based prevention and intervention initiative is to address the complex health 
and social needs that contribute to offending behaviours in an effort to stop the ‘revolving door’ that sees 
the same individuals repeatedly appearing in custody. To address these underlying issues that contribute 
to offending collaboratively, the CJSD Healthcare and Interventions team hosted a series of workshops 
across the country during the summer engaging with statutory partners and third sector agencies to assess 
demand and availability of resource and to identify effective methods of service delivery. 

Following these workshops it was identified that the provision of link workers based in custody centres, or 
with quick access availability to the centres, would provide the best means of engaging with persons in 
custody and facilitating their onward signposting to appropriate services including mental health, 
addictions, debt, housing and literacy, all of which were identified, via data analysis, as common factors in 
those coming into police custody. 

Link workers have been introduced within CJ Hubs at Kittybrewster in Aberdeen and Falkirk while 
recruitment for Inverness is ongoing. Due to significant funding restrictions affecting both the public and 
voluntary sectors it has not been possible to recruit more link workers at this time. 

Argyll and Bute ‘Local Approach to Custody’ 

In November 2019 a unique ‘local approach to custody’ that more closely aligns with custody and front 
counter demand will be introduced within Argyll and Bute. 

The new model, which has been the subject of consultation with staff and engagement with various 
stakeholders, significantly reduces Local Policing backfill for custody and front counter duties, upgrades 
and upskills existing staff; and with creation of new posts brings additional employment opportunities for 
local communities in the region. 
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Implementation includes the creation of ‘dayshift’ Ancillary Custody Centres at Campbeltown, 
Lochgilphead, Dunoon and Rothesay where CJSD staff will provide custody and front counter services 7 
days a week on a day shift basis from 7am – 6pm. These police stations remain fully operational and the 
custody facilities can still be activated out with the new hours when required. 

The new model is projected to reduce Police Officer backfill for custody and front counter duties by 20,000 
hours a year and allow officers to be deployed more flexibly and in ways that may better suit the needs of 
the community and how they choose to access policing services. 

 

4. Future Plans 
 

Organisational Change and Capital Investment 

CJSD have made significant progress through its ‘business as usual’ and wider remodelling programme 
activities which have supported the return of significant amounts of Police Officer time to frontline duties 
and improved outcomes for people in custody. Further reform, building on the benefits already realised, 
can be achieved through investment in capital funding that support our estate and partnership working; 
and investment in organisational change which focusses on our people. 

A number of reviews are presently underway in relation to custody shift patterns, the role of CJPCSO and 
Team Leaders; and the role of Custody Officers. The outcomes of these reviews will inform the 
development of a business case for organisational change including consultation on the introduction of 
national job descriptions and optimal shift pattern for custody staff.  

Approval of capital funding will enable the delivery of nine fully operational CJ Hubs however by exploring 
further capital investment opportunities, Police Scotland could transform the estate footprint and seek to 
develop purpose built CJ Hub ‘super centres’ in key locations across the country. This ambitious vision for 
the future would deliver a truly sustainable, integrated and future proofed operating model for the 
provision of custody and criminal justice service across Scotland for generations to come. 

Middle Office Remodelling (MOR) 
 
The remit of the MOR project is to deliver standardised, efficient processes and procedures, enabled by 
national IT solutions currently being developed through the Digitally Enabled Policing Project (DEPP).  Both 
project teams are working closely together and have identified opportunities for improvements with 
partners through Case Management, Records Management, Warrants, Road Traffic Collision Recording 
and Road Traffic Divisionary Courses (inclusive of Speed Awareness Courses). 
 
CJSD will retain responsibility for the delivery of criminal justice functions, whilst re-parenting Local 
Policing officers and staff into the function, improving task command and control. This will ensure truly 
standardised national procedures whilst creating the opportunity to maximise an Omni-competent work 
force leading to increases in efficiencies and effectiveness and the return of officers and staff to 
operational tasks. 
 

 

 


