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Justice Sub-Committee on Policing 
 

Audit Scotland’s Audit Report on the i6 programme 
 

Written submission from Police Scotland 
 

1 Introduction 
 
1.1 This paper, which provides an update of Police Scotland‟s i6 Programme, has been 

prepared by Police Scotland for the Scottish Parliament‟s Justice Sub-Committee on 
Policing ahead of the evidence session on 18 May 2017.  

 
2 Background and Programme Purpose 
 
2.1 The i6 Programme was conceived in 2011 as part of the ACPO(S) Business Change 

Programme. The intention of ACPO(S) was to facilitate the implementation of „National 
Common Policing Processes‟ to meet this end the Business Change Programme 
Board authorised the procurement of National Information Management Solution with 
an estimated value of between £40 million and £80 million over a ten year term. 

 
2.2 The i6 Full Business Case identified two broad objectives: 
 

 The development of national common policing processes  
 

 The acquisition of a modern, scalable, extensible, national ICT solution that 
allows for the recording, management and analysis of information which aligns 
to those processes and, through its design and its ability to be integrated with 
other police ICT systems, maximises data management efficiencies 

 
2.3 The overall business scope of the Programme covered six key policing areas:  
 

 Crime: (including the recording and investigation of crime, through to the 
management of victims) 

 Vulnerable Persons: (including child protection, adults at risk, domestic abuse 
and hate crime) 

 Criminal Justice: (including case reporting, warrants, deaths, direct measures 
and citations/countermands) 

 Custody: (supporting wider criminal justice processes as well as the care and 
welfare of persons in police custody) 

 Missing Persons 

 Productions and Property 
 
2.4 This represented and still represents approximately 80% of core operational areas 

lying at the heart of volume priority policing.  
 
2.5 The benefits anticipated from the i6 programme can be considered in three parts, as 

follows: 
 

 Strategic Benefits 
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 Operational Benefits 

 Cashable and Non-Non Cashable (typically timesaving) Benefits 
 

Strategic Benefits  
 

Below is a summary of the high level strategic outcomes of anticipated from the i6 
Programme: 
 

 Enhanced capability to reduce and detect crime and protect vulnerable persons 
 

 National common processes across core 24/7 operational policing activity for all 
staff 
 

 A single modern national IT solution designed to meet those processes 
 

 A strategic enabler providing organisational agility for the fundamental re-
structuring of key business functions 
 

 Full interoperability, of processes and technology, at Divisional, Regional and 
National level 
 

 National data standards for Scotland 
 

 £222.67m of potential efficiency savings over 10 years – of which £62.74m are 
cashable providing a full return on the technology investment 
 

 The release of 70 officers from back office functions to frontline operational 
duties  
 

 Improved support for performance reporting and management  
 

 Significantly reduced organisational and operational risk 
 

 Significantly reduced complexity, inefficiency and risks associated with the 
legacy ICT estate 
 

 Improved information sharing and partnership working 
 

 Providing a key strategic enabler to deliver the outcomes of the Criminal Justice 
(Scotland) Bill and wider criminal justice change 

 
Operational Benefits 

 
Below is a summary of the high level operational benefits/objective to be derived from 
the i6 Programme: 
 

 Single national database providing a “single version of the truth”  
 

 Intuitive and easy User Interface  
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 Informative descriptions, images, risk assessments, investigation plans and 
bulletins 
 

 Analytical tools and detailed mapping functionality 
 

 Alerts and overt/covert Flags 
 

 Automation, workflow and context-sensitive help 
 

 Powerful search capabilities 
 
Cashable & Non-Cashable Savings 

 
The table below provides an updated summary of the extent of potential cashable and 
non-cashable savings that could have been realised by the implementation of a fully 
integrated core operational policing solution over the 10 year period of the i6 FBC 
(v2.0). 

 

Cashable Savings £62.74M 

Non-Cashable (Return to Front Line Service) 
Savings 

£25.88M 

Non-Cashable Other Savings £134.05M 

Total £222.67M 

 
 

3 Procurement and Delivery Approach 
 
3.1 Due to the complexity associated with developing and delivering a national solution for 

eight separate Police Forces/ Authorities and the former SPSA, it was considered that 
a significant amount of negotiation was required to work with suppliers to identify a 
solution and associated contract capable of drawing together a national set of 
common policing processes. 

 
3.2 Through the delivery of i6 it was identified that circa 125 systems would require to be 

replaced and their associated data transferred across to the new solution. 
 

3.3 The „competitive dialogue‟ procurement procedure commenced in 2012 was 
specifically designed to support the development of a comprehensive and deliverable 
set of requirements, through engagement with suppliers in advance of finalising the 
detail of the tender requirements. 

 
3.4 The i6 team comprising domain experts from the legacy forces, facilitated by external 

consultants, documented 800 functional and technical requirements, 131 business 
rules, a series of scenarios to contextualise the requirements, and a comprehensive 
glossary of terms was developed in the circa twelve months prior to the publication of 
the OJEU notice.   
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3.5 The committee has been kept updated as to progress of the i6 programme over the 
course of its procurement and subsequent delivery phase, including the response to 
the eventual non-delivery of the solution and resulting contract termination. In 
summary however the key i6 procurement milestones were: 

 
1 Sep 2010 ACPOS National Information Management (IM) Project 

Strategic Outline Case (SOC) approved 
 

20 Jan 2011 ACPOS National IM Project Outline Business Case (OBC) 
approved 

  
24 Jan 2012 IM Project re-launched as i6 Programme 

 
4 Mar 2013 i6 Programme Full Business Case (FBC) approved by i6 

Programme Board 
 

28 Jun 2013 Formal Scottish Government and SPA approval and contract 
signed with Accenture 
 

July 2013 Contractual issues arise over precedence of requirements over 
Contractor Solution as a result of issues in relation to a lack of 
search functionality 
 

3 April 2014 Police Scotland and Accenture agree to the Contract Variation 
Agreement (CVA) 
 

15 June 2015 User Acceptance Testing (UAT) started 
 

15 Sep 2015 Accenture informed I6 Programme Board that go-live date (7 
Dec 2015) was not achievable. Accenture stated that a root 
cause analysis exercise would be carried and committed to a 
joint re-planning exercise reporting back to the Board in October 
2015 
 

18 Feb 2016 Summit Meeting held between Police Scotland, Scottish Police 
Authority (SPA) and Accenture chaired by Chair of the SPA. 
The outcomes were an Options Appraisal was to be prepared 
and further commercial meetings were to take place 
 

16 May 2016 Final Summit meeting - Options Appraisal Report presented and 
options pertaining to remediation and procurement of a custom 
COTS product were discounted. 
 

1 Jul 2016 Exit Agreement signed by Accenture and SPA 
 

26 August 
2016 

Final i6 Programme Board meeting, Programme closed. 

 



5 

4 i6 Reviews and Lessons Learnt 
 
4.1 The non-delivery of the i6 Programme has been the subject of immense scrutiny 

within Police Scotland, through Parliamentary Committees, the review by the Auditor 
General, and debate within the media. 

 
4.2 The following section provides updates in respet of specific thematic areas: 
 

Dispute with contractor 
 
To be involved in dispute with the Contractor over matters of contract interpretation 
and the nature of what was to be delivered technically at the agreed fixed price could 
not have been anticipated.  As soon as the dispute came to light (a few months into 
the contract) the Project Team worked with the Contractor to resolve the issues, but 
always in a manner that protected delivery of the Authority‟s Requirements and would 
not result in additional payments under the Contract.   
 
It should be noted that in applying „robust contract management principles‟ is 
considered to be good contract management practise, which Police Scotland would 
have been criticised for not implementing. Ultimately this approach enabled Police 
Scotland to hold the original fixed contract price position, through to termination of the 
contract with no detriment to the public purse.  
 
Business requirements  
 
The „competitive dialogue‟ procurement procedure set out in the Regulations was 
selected at the time for i6, in particular as this approach enabled the development of a 
comprehensive and deliverable set of requirements. The approach involved a 
significant period of additional investment in early supplier dialogue to ensure the 
requirements were both comprehensive and deliverable by suppliers. 
 
The i6 team comprising domain experts from the legacy forces, supported by external 
consultants, documented 800 functional and technical requirements, 131 business 
rules, a series of scenarios to contextualise the requirements, and a comprehensive 
glossary of terms was developed in the circa twelve months prior to the publication of 
the OJEU notice.   
 
Without this clear and detailed requirements specification SPA/Police Scotland could 
not have secured a fixed price contract from a supplier.   
 
Approach adopted for to delivery of i6 
 
As acknowledged in the Audit Scotland report, at the time the procurement of the i6 
solution commenced the „waterfall method‟ was common place for this type of 
contract.  It also mirrored the delivery principles of the industry IT Model Contract used 
extensively at this time. 
 
Notably, the i6 Programme Team did not prescribe the „waterfall method‟ or indeed 
any specific methodology in the tender documents.  All bidders were free during 
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dialogue negotiations to propose their own delivery approaches whether waterfall or 
agile or a combination of the two. No bidder proposed an agile approach. 
 
At the time (2011), it was perceived that the „waterfall method‟ was the only approach 
that would provide the economic certainty of a fixed price contract for a defined set of 
requirements.  Whereas it was also perceived, at the time, that an agile approach 
would require a resource / input based contract, which would make scope and cost 
control more challenging.  
 
Realtionship with contractor 
 
A general observation is that one party can perceive a relationship breakdown, while 
the other party‟s view is robust contract management to hold firm a contractual 
position.  
 
The contract variation took place so soon after significant periods of negotiations and 
the award of contract that some impact on level of trust and confidence in our supplier 
was to be expected.  That said following escalation commitments were made by all 
sides to work in a more collaborative and trusting manner, thereafter relationships 
normalised and were not seen to be a significant inhibitor to moving forwards. 
 
Opportunity Costs resulting from i6  
 
In addition to the challenges identifying the opportunity costs there was also a need to 
have regard to the limitation of liability provisions in the contract (based on a model 
form of Government ICT Model Contract) which states that neither party will be liable 
to the other party for any loss of profits, turnover, business opportunities or damage to 
goodwill (whether direct or indirect). This is standard in such contracts. 
 
Failure of i6  
 
The reason for failure was clearly set out in the Auditor General‟s report. The findings 
did not identify either a Police Scotland or SPA individual(s) contributing to the failure. 
 
Police Scotland and the Scottish Police Authority invested significantly in seeking out 
and adopting best practice relating to the delivery of large scale technology focused 
business change programmes.  
 
The Auditor General‟s report finds that „good practice was followed in planning and 
procuring the i6 programme‟, and makes specific reference to: 
 

 Establishment of a dedicated programme team 

 Following the recommendations of the Audit Scotland „Managing ICT Contracts‟ 
report 

 Fulfilling the role of „Intelligent Client‟ by appointing Deloitte, Eversheds and 
Exception as commercial, legal and technical advisors respectively. 

 Establishing a programme board with overall responsibility for scrutinising and 
challenging programme progress/ risk management 

 Appointing an SRO charged with ensuring the programme met its objectives 
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 Appointing a programme manager with responsibility for day to day 
management of the programme 

 The i6 Board was chaired by the then Deputy Chief Constable and consisted of 
senior representatives of the SPA, Police Scotland, the Scottish Government 
Chief Technology Officer and the Accenture Senior Management Team. 

 
A verbatim quote from the Cabinet Secretary for Justice (Michael Matheson) to 
Scottish Parliament Justice Sub-Committee on Policing on Thursday 8 December 
2016 states: 
 
Michael Matheson: “…….. When the predecessor committee considered the [i6] issue 
in February—if I recall correctly—it recognised that the failure in the delivery of i6 was 
not a failure on the part of Police Scotland but a result of the private sector company 
failing to deliver on the contract that it had committed to. It was a private sector failure 
rather than a public sector failure. The fact that there has been no detriment to the 
public purse is a reflection of the very tight contract and the oversight that Police 
Scotland and SPA applied to make sure that there would be no financial detriment to 
the public purse if Accenture failed to deliver. ………….” 
 
The risks associated with large ICT programmes was recognised with the i6 business 
case and resulted in „optism bias‟ being factored into financial and delivery modelling. 
In addition a robust risk management was adopted with all risks to delivery of the 
desired outcomes being logged and mitigated. 
 
In 2013 at the time of the proposed contract variation Police Scotland formally 
considered termination of the contract. The options at this time were considered 
objectively and on balance a decision was taken to find mutually acceptable way 
forwards. 
 
Operational failures resulting from i6 non-delivery 
 
To date there has been no operational failures due to the non-delivery of i6, however 
risks to the continuity of existing legacy systems will increase until these are refreshed 
or replaced.  
 
External advisors 
 
The decision to appoint the 3 professional advisors was taken as a result of the lack of 
experience or the expertise within what was then SPSA to undertake the procurement 
in-house. The engagement of the advisors also followed the recommendations of an 
Audit Scotland report „Managing ICT Contracts‟.  This decision was looked upon 
favourably by the Auditor General. 
 
Furthermore learning from other public sector organisation who were undertaking or 
had undertaken, programmes of work of a similar size and scale, had recommended 
this approach to transfer an element of risk and to fill skills gaps.  
 
The legal advisors, Eversheds, an international law firm, had significant experience in 
similar type of programmes and significantly contributed to both the commercial 
strategy and suitably adapted contract terms and conditions.   
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Similarly Deloitte LLP, again an international consultancy, provided high calibre 
commercial acumen. This proved pivotal in commercial dealings with suppliers, who 
also fielded their highest calibre commercial experts to negotiate a multi-million pound 
deal.  
 
Exception provide technical architecture services, including product acceptance 
testing capabilities. In this regard it was Exception that highlighted the major technical 
defects during User Acceptance Testing (UAT). These defects were in addition to the 
product not functioning at UAT as per requirements. 
 
Viability of a single, national IT system for policing 
 
Police Scotland examined in detail a range of Contingency Options in response to the 
non-delivery of i6. Evidence from this evaluation work served to inform a series of 
summit meetings, chaired by the SPA, in advance of the termination of the contract 
with Accenture.  
 
The contingency report considered the delivery of a single national Information 
Management (IM) solution to be viable, albeit the report recommended incremental 
delivery of the functional modules and the use of „enterprise standard‟ database and 
software development to ensure integration of the modules, making available key 
information and eliminating rekeying.  
 
Lessons learned 
 
Since the closure of the i6 programme the following reviews have been completed, 
with learning identified and recorded for use by those engaged in future projects.   
  

 Technical Audit of Accenture Development (by Scottish Government) 

 Internal Review of i6 Procurement and Design (by Organisational 
Development) 

 Internal Review of Training and Deployment Planning materials (by i6 
Programme) 

 
The objective of each review was to identify activities and approaches which will be 
key to assuring future outcomes. Importantly the reviews were approached with in a 
positive manner, capturing areas of good practise which should be repeated and other 
areas which could be enhanced. 
 
Key findings in respective reviews included: 
 
Supplier Technical Development Audit 

 Challenges with implementing the „Waterfall‟ approach and a need to future 
consideration to be given to the alternate „Agile‟ iterative approach 

 Benefits of the supplier adopting a standardised „development approach‟  

 Increased supplier adherence to quality management practices, with an 
emphasis on quality control frameworks. 

 Provision for independent technical assurance reviews at more regular 
intervals.  
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 Supplier focusing on the experience and skill levels of those involved to ensure 
that the requisite skills are in place to assure delivery 

 Ensuring compliance with agreed technical entry and exit criteria when moving 
between the phases of the project 

 
Review of Procurement and Design 

 The importance of effective business engagement and the need for appropriate 
investment in this area 

 The importance of realistic planning and resource allocation against distinct 
work streams, to ensure delivery against competing demands 

 
Review of Training and Deployment Planning 

 Cross Organisational Communications were identified as key to successful 
deployment 

 The need for early engagement within deployment areas and the need for 
effective governance locally to take ownership of implementation  

 Establishing a central logistics cell to manage training delivery was viewed as 
critical to the successful delivery of Divisional training plans. 

 
In addition a proportion of the i6 programme team and their associated skillsets have 
been retained, albeit presently working on other IT projects, to support corporate 
memory and support future delivery.  
 
Work is underway in the DTT and wider ICT Directorate to establish capability 
(commercial and technical) for managing the agile development resources, tools, and 
environments.  Police Scotland Digital Transformation team has already engaged the 
Scottish Government Digital Transformation team for support and to enhance 
capability for future projects and initiatives. 
 

5 Impact of i6 Non Delivery 
 
5.1 The non-delivery of the i6 Programme has had considerable impact upon Police 

Scotland‟s aspirations to improve our capacity and capability. In the main the 
anticipated strategic and operational benefits (as per section 1 above) anticipated from 
i6 have not been realised.  

 
5.2 Implementing new procedures or legislation in many cases requires technical changes 

across all eight sets of legacy systems, too often otherwise worthwhile improvements 
are rendered prohibitively expensive or too resource intensive to progress, as such 
development these systems has to be prioritised towards achieving critical business 
requirements. 

 
5.3 Operationally Police Scotland continues to operate using a myriad of legacy 

Information Management solutions. This perpetuates „information silos‟ where access 
to information is restricted geographically, is requires significant amounts of re-keying 
and wastes significant amounts of staff and officer time.  
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6 Response to i6 Non-delivery 
 

6.1 In lieu of i6 strategic and operational some considerable improvement has still been 
achieved through in-house developments. In this regard our ICT Department has, in 
addition to ensuring continuity of our legacy systems, developed and delivered a set of 
circa 30 in-house solutions, the most recent examples of which include the: 

  
 National Custody Solution 
 The National Custody Solution (NCS) „Phase One‟ was successfully implemented 

across Scotland between November 2016 and January 2017. This in-house 
development involved the design, development and testing of the solution, including 
the subsequent, training and deployment to almost 2000 users nationally.  

 
The NCS solution automates the management of prisoner processing, case and 
welfare. It has enabled and improved common standards of care and management of 
those held in custody across Police Scotland. NCS introduces national visibility of 
custody information assisting operational decision making, staff/officer deployment, 
management reporting and simplifies the prisoner transfer process. It also for the first 
time provides officers nationally, access to detailed background information relevant to 
the care of prisoners who have previously been in custody elsewhere.  
    
The NCS „Phase One‟ of the roll out was also an initial step in preparation for the 
implementation of the CJ(S)A 2016. NCS 'Phase Two' will see an  upgrade to NCS 
that will address the custody related legislative requirements of the CJ(S)A 2016. 
  
 National Stop and Search Application 
The National Stop and Search Application was developed in-house by Police Scotland 
and continues to be enhanced to reflect legislative and procedural developments in 
this area. More recent upgrades undertaken in 2015 and 2017 have delivered the 
necessary user requirements in support of Police Scotland‟s Stop and Search 
Improvement Plans. The enhancements have facilitated the improved recording and 
reporting of stop and search information and new legislative powers in accordance 
with the Code of Practice on the use of Stop and Search and Part 2 of the Criminal 
Justice (Scotland) Act 2016. 
 
The enhancements in June 2015 delivered improved input validation which in turn 
provided improved accuracy of the stop and search data and placed a significant 
focus on the recording of „grounds for search‟ in relation to those stopped and 
searched.  These improvements have been reviewed and publicly acknowledged as 
significant improvements by HMICS.   
 
The more recent enhancements has allowed for the recording of strip searching along 
with the printing of record to support the new stop and search information disclosure 
process.  The enhancements will provide valuable information and metrics which will 
inform the review of the Code of Practice led by the Independent Advisory Group on 
Stop and Search which will report to Scottish Government over the next year. 
 
National Vulnerable Persons Application 
The Vulnerable Persons Database (iVPD) completed divisional roll-out across 
Scotland in March 2014. Initially intended as an „interim‟ national solution to be 
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superseded by the i6 Programme, it remains a viable and robust national application. 
The application allows officers and staff to capture and assess risk identified across all 
vulnerable groups - Domestic Abuse, Getting it Right for Every Child (GIRFEC, 
including Child Protection), Adult Support & Protection, Hate Incidents and managing 
Youth Offending, whilst ensuring compliance with recommendations from „Bichard‟. 
  
The iVPD provides accessibility for all authorised staff to the history and chronology of 
vulnerable persons enhancing work practices and information sharing with partners in 
local authorities, health, voluntary agencies and others to improve outcomes for 
vulnerable people through early and effective intervention across Scotland.   
 
Integrated Data Access Solution 
The Integrated Data Access Project (iDAP) was deployed to circa 200 users for BETA 
Pilot from February to April 2017. Following the success of the pilot the roll out of the 
national solution targeted to commence in September 2017. 
 
The solution provides officers with a desktop application which provides a „Google-
like‟ ability to search legacy police information management systems and return 
relevant results. In doing so the application provides officers with previously 
unavailable visibility of all records held nationally relating to, in the first instance, 
Missing Persons, Vulnerable Persons and iVPD. Additional data sets will be 
introduced incrementally and will ultimately include Crime, Custody, Witness 
Statements, Standard Prosecution Reports and Road Traffic Collision Data.  Officers 
and staff will have a national visibility to aid their enquiries and investigations. 
 
Although access is „read only‟ the ability to provide officers with the ability to quickly 
search and access relevant information when researching enquiries and investigations 
is considered to be a significant development which will lead to considerable time 
savings. 

 
6.2 A programme of activity has also been identified to refresh the legacy server and 

database infrastructure supporting the 125 legacy systems sufficiently to ensure 
continuity of service.  

 
6.3 Through this programme legacy systems will continue to ensure that there is no 

detrimental impact on the operational activity of Police Scotland.  
 

Police Scotland have engaged in an extensive programme to review the strategic 
direction of our services and ensure that future investments are properly aligned to 
known and emerging policing demands. The resulting 2026 strategy has now been 
issued for public consultation.  

 
7 Conclusion 

 
7.1 The cancellation of the i6 project resulted in the failure to deliver multiple benefits – 

outlined at para 2.5 - that would have significantly helped the service operationally and 
in moving towards financial sustainability. 

 
7.2 The 2026 Strategy, the development of a professional strategic change delivery 

capability, a robust Transformation plan underpinned by rigorous financial control, 
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governance and management will – going forwards – provide the platform for 
providing the technology improvements urgently required by the service.  This will 
enable us to deliver the new capabilities we need to meet future threat, harm and risk 
and, most importantly, ensures we provide the better technology solutions, that are 
long overdue and are absolutely vital to support operational policing.  

 
 

Police Scotland 
17 May 2017 
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