


Despite being in its infancy, the 21st Century has already seen a handful of different governments, which have been littered with high profile controversies, most notably the Iraq War and the ongoing Brexit saga. However, the most prominent challenge throughout the last two decades has been the financial crash of 2007, and the inevitable recession which stemmed from it. 

The size of the country’s Gross Domestic Product (GDP) – the indicator of economic growth – steadily shrunk for over 12 months in 2008, and took five years to recover (Office for National Statistics, 2018). To alleviate these pressures and to reduce the deficit in the country’s accounts, the coalition government introduced a belt tightening exercise to reduce public spending and increase revenue, namely taxes. Austerity as it is referred to, has brought with it significant issues, with a rise in public discourse and claims that it has disproportionately affected poorer communities, most notably evidenced by the spike in suicides by  those who have experienced welfare reform (Mills, 2018). 

Although austerity brought about significant change to the way of life for many, given the fiscal measures introduced (Stuckler, 2017), nobody foresaw the current barriers which regulate our lives.  The very thought of rules requiring people to stay at home, to not see loved ones, to spend birthdays and Christmas alone is something that until March 2019 would have been preposterous, but the legislation announced by the Prime Minister of the UK, Boris Johnson, 12 months ago did just that. 

The Public Health (Control of Disease) Act 1984 (Home Office, 1984) and the Coronavirus Act 2020 (Home Office, 2020) mandated a national lockdown, bringing the country to a halt and regulating human interaction and behaviour in an unprecedented manner not seen since the Second World War. 

The global pandemic of Covid-19 is sadly continuing to bring about an ever-increasing tally of deaths, fast approaching the 2.8 million mark at the time of writing (BBC News, 2021). Aside from those who have perished as a result of the virus, there are scores of survivors with long term health conditions, with societies left decimated. The long-term health and social implications of the virus are almost unfathomable, but separate to these issues, further concerns have come to the fore which surround the controversial policing of the pandemic, and how the government govern what we do, and more importantly for this paper, the governance of the police forces themselves. 

The following pages will seek to understand what we mean when we talk of governance; where it comes from, and how it has evolved through time. More specifically, it will seek to understand the role of governance in modern day policing, and the main challenges facing it. 

The question of governance has never been so emotive, especially when we begin to think about policing’s involvement in the pandemic and the poison chalice of the four E’s approach of ‘Engage, Explain, Encourage, Enforce’ that forces were guided to adopt when policing the pandemic ( National Police Chiefs' Council and College of Policing, 2020).  Although 2020 saw overall crime rates fall by 12%, given the lockdown, the demand on policing remained significant and shows no sign of letting up (National Police Chiefs' Council, 2021). Furthermore, the pandemic has done little to eradicate the issue of austerity. Whilst the savage cuts made to public services over the last ten years have caused huge challenges, it was envisaged that economic hardship across the country would steadily improve (Jordan, 2019), but the virus has reversed the expected trend, with further austerity and taxation expected for years to come (Boxall, 2021).

Although the future of the policing seems brighter with the onset of ‘Operation Uplift,’ whereby in excess of 20,000 officers will be recruited (UK Governement, 2019), the future of those already deprived communities, the ones who already had little faith in the police, have fallen even further away. Studies clearly show that the virus, although not scientifically targeting poorer individuals, has disproportionately impacted the structures in society which have formed as a result of policies, politics, and governance systems formed over the last century. With low paid unskilled workers being unable to work from home in safety, and overcrowded housing estates populated with a larger proportion of people with pre-existing medical conditions being the obvious issues of note (Whitehead, et al., 2021). 

However, the pandemic – although causing significant scientific and logistical issues has brought about great opportunities to diversify the way in which we work, improve the efficiency of the delivery of services, and force the issue of partnership working to realise savings (Whitecombe, et al., 2021). All positive effects which have arguably seen a ‘one public service’ approach move closer than ever. A ‘needs must’ given that The Williams Report (2014) highlighted that public services were unable to cope with the pressures they were under and that without change and reform they would go past the point of saving. 

Although the context of austerity and other public services is important, the paper will concentrate on policing in the main, at least until it seeks to propose reform, where the divergence of public services and their governance structures will be a serious consideration. 

The issue and challenges of governance are not limited to policing, and for us, in Wales, the advent of devolution over the previous twenty years has borne the majority of governance discussions. However, police governance alone is becoming an ever-increasing area of study, and the academic research and documentation on the subject is vast. For the purposes of this paper, when governance is discussed it concerns the accountability structures in place that sit at and above the Chief Constables, the level of scrutiny which looks in at police forces, and the framework which sits around it. In short, the Police and Crime Panels, the Office of Police and Crime Commissioners, and the Commissioners themselves. 

I have identified two broad challenges to unpack and explore. Firstly, the sprawling costs and impact, or lack thereof, made by the Office of the Police and Crime Commissioners and the Police and Crime Panels, together with the lack of legitimate mandate provided through the election process when we reflect on diversity and voter turnout. Secondly, I will look at the toxic mix of politics, power, and personalities; a triple threat that undermines the current system. After which, I will address reform to the governance model for policing, with a nod to not only Welsh Government and Local Authority structures but International concepts. 

Whilst the context in which governance will be used throughout this paper has been established, it is still important to explore its origins. The word, by its appearance is inextricably linked to Government and governors, and to try to define it leads one to suggest synonyms of rules, decisions, and power (Institute on Governance , 2021). But what is the actual meaning of governance? And where does it derive from? 

As is the case for a large portion of the current dialect we speak in the western world, the term governance can be traced to Latin, and to the term ‘Gubernare,’ meaning ‘to steer,’ a clear indication of the importance of the concept. Although steering suggests comprehensive control over its subject matter, whether it be a vessel or a business, Marcus Cicero, one of the earliest Roman scholars, played down the impact and visibility of governance as he believed that such steering should be done quietly, and only when required (Cadbury, 2002). 

As has happened for an insurmountable number of concepts and theories developed centuries ago, time has provided progress and complexity. As explained by Elke Loeffler (2016) in her writing, the term governance was popularised when the World Bank reinvented the term in 1989, with international organisations now routinely publishing research and advice on good governance. 

In more recent years the concept has further evolved with the prevalence of partnership working. Nowadays governance is a much less linear, top-to-bottom concept, and has moved away from a singular organisation focus to an emphasis on working together to achieve common goals, something which is evident in Public Service Boards. This shift was, in part, borne from the Wellbeing of Future Generations Act 2015, legislation which requires public bodies to work together for the sake of communities and those that live there to improve people’s lives by working towards wellbeing goals measured against national indicators (Welsh Government , 2021). 

In policing spheres, the word has synonymously been linked with the terms accountability and scrutiny, and is ever present in  forces’ police and crime plans, with South Wales Police stating that governance arrangements “ensure appropriate accountability,” (2021).

[bookmark: _Hlk66357359]It is clear from analysis and exploration of the term governance that definitions and explanations for the concept differ, which is representative of the concept itself, changing from century to century, and from organisation to organisation. With changing definitions and concepts dramatically altering over the years, police governance has followed suit. 

Prior to the mid-19th Century, policing was a very local concept with governing conducted from local town halls, with an appropriate local body overseeing the constabulary. These aptly named Watch Committees had complete control over their relevant forces, and were not shy in relieving Chief officers of their duties and replacing them with their chosen candidates (William, 2003). A shift towards the centralisation of police forces then took place with the introduction of several policing bills, the most prominent and important for us to consider being the Police Act of 1964 which saw the creation of Police Authorities. 

Policing Authorities were created to carry out the function that was previously left in the hands of local government and formed a tripartite system of governance in conjunction with the Home Office and Chief Constables. The purpose of such a set up was to provide clear lines of responsibilities between all three parties. However, it did not take long for those clear lines to become blurred and the pull of power from Chief Constables towards Westminster was set in motion in the form of financial management initiatives, with statues such as the Police and Magistrates Court Act 1994 also watering down the importance of the authorities (Joyce, 2011).

Alongside the dwindling power share, the topic of governance continued to increase exponentially – a factor that Walsh and Conway (2011) link to the exponential growth in the police services remit. This is something that can be seen first-hand in the service when considering the concentration of funding to non-crime related initiatives. With Gwent Police’s placement of mental health practitioners and senior social workers within their Force Control Room to advise on the increasing demand surrounding young adults, and those experiencing poor episodes of mental health a great example. This initiative – although favourably highlighting the collaboration efforts made by both service providers – shows us that the expansion of the police service’s remit, may also justify the expansion of the governance structures, which will be explored in recommendations later in this paper. 

This widening and growth was seen not to align to that of the police authority who were seen to be left behind and become ineffective, and after nearly forty years, their presence, role, and reason for being was unclear. Their dwindling cause not helped further after two thirds of people surveyed did not know who to take issue with should they need to complain about their service, with half of those surveyed also admitting to mistrusting councils, from where the makeup of the authority was drawn (Home Office, 2021). Moreover, an in-depth investigation with a range of chief officers added insult to injury, with many commenting on the frosty adult and child style relationship which came to fruition over time (Caless, 2011). Highlighting that governance has a major part in shaping the professional nature of public offices. 

The lack of understanding on the presence and purpose of such authorities came to a head when the coalition government came to power in 2010 and enacted the Police Reform and Social Responsibility Act 2011 (Home Office, 2011), which created Police and Crime Panels and Commissioners in their place. The role of the Commissioners is to be the voice of the people, to hold forces to account and ensure that the needs of the people that reside in the force area are met, hence their role as recipients for all funding related to the activities of their force (Association of Police and Crime Commissioners, 2021). The panel are responsible for supporting and challenging Commissioners, with one of their most important responsibilities being the power of veto in respect of any proposed precept changes and proposed candidates for Chief Constable positions.

Nine years on, and inevitably delayed due to the ongoing pandemic, we are fast approaching an underwhelming third election cycle, which leads into the first challenge identified in this essay: the cost and impact of their introduction.

Policing authorities although much criticised were significantly cheaper, and although there is no apparent ceiling price on improved transparency and accountability, we must assess whether the additional costs would be best funnelled back into front line services, where the general public could benefit from the increase in their precept.

The introduction in 2012 of democratically elected individuals to hold police to account was underwhelming. A manifesto pledge that was seemingly rushed through and lacked any clear communication strategy, or if there was a strategy it was ill conceived, as the lack of engagement countrywide was reflected in voter turnout figures (Loveday, 2012). These figures clearly show that people did not understand what they were voting for, why they were voting for it, or arguably the most probable factor: they did not care for the concept in so far as they were not interested in politics. Unfortunately, in contemporary policing, politics has become an unavoidable and constant presence – an issue which will be addressed in more detail later in the paper. 

It is apparent from previous incarnations of police governance that change was needed. That change came at an initial cost of £75 million for the election cycle alone. Each vote is said to have cost the taxpayer £13.66, an eye-watering figure when we see that the general election immediately preceding 2012 cost on average £3.66 per vote (Berry, 2014). By way of further comparison, the lowest turnout in a general election was recorded in 1918 at 57.2%, peaking between 1922 and 1997 where it remained about 71%, before returning to 65.1% and 66.15% in 2010 and 2015 respectively (Parliament, UK, 2020) . Given the very nature of general elections and the plethora of reasons people could feel obliged to vote – with taxation and welfare reform being the most notable – figures of general elections would be expected to be higher than that of local council elections, and that of the Commissioners. However, the first PCC election gathered registered voter turnout at under 15%, a stark figure and one which has only been improved by merging the voting dates, which undoubtedly made it more convenient and has only masked whether turnout has truly increased.  It is clearly difficult for the interested parties to get voters to engage with a concept, but why?  

Rogers (2011) suggested that the resignation of Nick Herbert,  the minister behind the creation of the new role, immediately prior to the election, significantly undermined the process. Although a sensible conclusion, I question whether Herbert’s absence was even noted by many. Public interest and voter engagement was low before the election and has only increased due to coinciding it with local elections. Given this information, the presumption that most voters would have been aware who Herbert was is perhaps overestimated by Rogers.  

The most obvious issue effecting engagement is diversity, and the fact that policing is not representative of the public. BAME rates are improving but remain at unsatisfactory levels (Durose, 2013). The Metropolitan Police area is made up of over 8 million people, with a BAME rate of 40%, yet only 15 % of current officers belong to the relevant groups (UK Governement , 2021), a major disparity, and one which is a thorn in their side and has led to continuous calls of institutional racism. 
It is clear that a lack of diversity breeds discontent, as seen with the spotlight on the Metropolitan Service around stop and search figures, and on policing internationally when we consider the Black Lives Matter movement in the aftermath of the death of George Floyd. 
On review of the Police and Crime Commissioners currently in office throughout England and Wales, the findings show an even further disparity between white and BAME members, with just one being of Black, Asian, or Minority Ethnic group. That is just one person out of over forty at a rate of less than 3%, with the large majority being middle aged white males.  Whilst this is a slight improvement from the initial election, whereby no BAME individuals were elected, it is not close to being representative of the public. (UK Parliament, 2013). 
However, this is not just a police issue, and more concerningly the problem is seen across politics at a national, regional, and local level, with the figures for South East and West Wales making atrocious reading. Lending unfortunate credence to former labour councillor of 45 years, Brian Scully’s tongue-in-cheek quip that he, like many other councillors was ‘pale, stale and male,’ (Servini, 2015). 
Low voter turnout on initial viewing brings with it negative conations, and although it undoubtedly lessons the democratic mandate provided to a successful candidate it does not necessarily mean people do not want Commissioners, but they may feel indifferent about whichever individual has the job.  Therefore, voter turnout will only tell us part of the story and it is important to note deeper issues, which can cause real concern for those who have vested interest in the function of police governance, such as the second challenge identified; politics, power, and personality. 
I believe the mix of these three ingredients is dangerous and is casting doubt on not only the governance structure of policing, but also the sacred office of constable.  The imbalance of the three is a triple threat which needs to be addressed.
The earlier forms of governance such as Watch Committees and even Police Authorities were borne out of local, usually elected government, with authorities having some independent members on. As we have seen this is a similar set up to Police and Crime Panels. The coalition reforms were set to distance the Home Office from policing, and in turn distance politics from policing, but by having a single figurehead representative of a political party it has brought politics closer, with it now being inextricably linked. The role has created another avenue for politicians to diversify their careers, something which former Liberal Democrat leader, Nick Clegg seemed to be concerned about when he remarked that we would end up with recycled politicians with no one interested or voting (BBC News, 2014). It is the case that a large proportion of candidates and commissioners come from political backgrounds, with more than 50% of candidates involved in the initial election having been elected politicians beforehand (Parliament, UK, 2020). 
Although diplomacy and political nous is a positive skill in effective governance, I question whether politicising the role has led to the disinterest. North Wales Police and Crime Commissioner Arfon Jones has and continues to be an outspoken, decisive individual, having famously likened those voting for Brexit, as turkeys voting for Christmas. On his personal Twitter account, he describes himself as a leftie woke, social justice warrior, political activist and drugs reformer (2021). Although the transparency should be applauded, he is in the role of someone with unparalleled influence over the way policing in North Wales is approached. The threat is that other parts of the UK could be influenced in the same manner, by someone with a difficult political leaning, and if this repeats itself across the country, we have over 40 forces pushing and pulling in 40 different directions.
This politicising has led some to fear that the office will become a puppet of the owning party to further political agendas and manifesto pledges, which are often undeliverable, resulting in an ever increasing lack of faith, which although often seen in other realms of government agencies, now directly links to policing and the public confidence of it (Rogers, 2011).  It is this closeness which must be widened. It is all too common for politics and politicians to now involve themselves in police matters with local and national examples in recent weeks demonstrating this, none more so than the issues surrounding the murder trial of Anthony Williams whereby Helen Mary Jones AM retweeted inappropriate comments in relation to his trial. Followed by Harriet Harman MP calling for a review of his unduly lenient sentence, before Home Secretary Priti Patel demanding that the local public service board must carry out a domestic homicide review. Perhaps more concerning are the mutterings airing in light of the Sarah Everard vigil, with government sources suggesting Dame Cressida Dick – current Commissioner of the Metropolitan Police – is unlikely to see her current contract of employment extended due to clashes with Priti Patel and the mayor of London, Sadiq Khan (Swinford, et al., 2021). Although in this case, the arrest and subsequent charge of a serving officer has done nothing to improve the public image, the critics and behaviour of political players has and continues to have an impact on police governance, even when the force have been adjudged to have acted appropriately (Her Majesty's Inspectorate of Constabulary and Fire & Rescue Services, 2021). 
Writing shortly after the first  PCC election, Lister (2013) had concerns that the system could generate pressure on Commissioners to interfere with operational policing matters, and the high profile political fallout documented above will certainly force the hand of them to actively review and possibly question forces actions. Specifically, in regard to protests and incidents of violence against women. Whilst Raine and Keasey (2012) suggested that the move from police authorities to Police and Crime Commissioners would see the police become more publicly accountable – something which has clearly happened – they and others clearly foresaw that it would be the Commissioners themselves who would do the accounting, rather than the media and the government.

In a similar vein to the above argument concerning the intersection between politics and policing, the concerns surrounding the effect of an individual’s personality and the amount of power they hold are equally complex. The main worry surrounds those with extremist views, or how those with certain winged agendas would be fixated on tackling certain issues with an unhealthy focus, or even target and marginalise certain groups, coupled with the effect their personality could have on their working relationships. 

Although no extremists have come to power in a crime commissioners’ role it is still a valid argument given the shifting political landscape and how rhetoric, whether true or false, can establish a solid voter base and see individuals elected to office. The most obvious recent illustration of this being former President of the United States of America, Donald Trump, elected to the most powerful office in the world, amidst a campaign of manipulation, disinformation, and radicalisation (Benkler, et al., 2018). Exemplified by his unhealthy obsession and fixation on ‘the wall’ which demonised Mexicans, whilst negatively influencing American feelings towards migrants (Massey, 2018). 
However, there is undoubtedly times where the personality of the individuals can lead to great success. Positive relationships have been formed in Gwent Police between force and Commissioner and this voice is echoed around Wales with Chief Constable Carl Foulkes (2021) of North Wales Police explaining of late how understanding and supportive his Crime Commissioner was. Foulkes (2021) rested a strong level of importance on the skills of individuals in those privileged positions at Chief Officer level and executive level in the Commissioner’s Office. In particular, the individuals ability to challenge and concede at appropriate times and understand each other’s strengths and weaknesses so they can work unilaterally for the common goals set out in crime plans. 

Clearly, the emphasis on the importance of the individual’s personality is due to the fact that one elected person has sole responsibility, rather than an authority, board, or collective team being in charge. Is it true that the amount of power they hold should be cause for concern as well? The reforms in 2010 were described as the most radical in years and were set to redistribute and reorder the order of power (Rogers, 2011).  Although we are yet to find issues as deeply concerning as a dividing wall play out in the UK, Austen (2016) does highlight that Commissioners have become major drug policy actors. Perhaps most notable in this aspect is Durham Constabulary led by Ron Hogg  who were seen to take the law into their own hands and decriminalising cannabis use by funding programmes diverting those away from any formal justice procedure, and to courses aimed at reducing the individuals use of drugs (2016).

It is clear that reform is required. We cannot reclaim the cost of previous change, but the impact and marketability of Commissioners can be influenced for the future. At a basic level, a more co-ordinated campaign from police, local government, and the media can help to drive up voting figures (Baekgaard, et al., 2014), and go some way to ensuring the public are aware of Commissioners – a key to their success according to Chambers (2014). However, I fear that they may not be enough, and the issues of politics, personality, and power could even been exasperated should the mandate become stronger.  

To lower costs I would look at creating larger force areas and reducing the number of individuals at the top end of the governance structures. The disproportionate cost of different offices, with different amounts of staff in forces of a similar nature have done nothing to improve the apparent transparency issue which the reforms were meant to address (Casciani, 2013). It is these disparities, which make merging forces together – in an all Wales approach, similar to the system that Scotland have implemented – a serious consideration. Although this suggestion is not without its own pitfalls, given Loveday’s (2018) observation that a lack of local accountability exists in Scottish Policing. A feature which would be at odds with the community involvement that the Welsh Government (2021) is trying to achieve.

Lord Stevens (2013) in his damming report of policing, made a case for one Welsh force, with local government being involved in the appointment of local commanders. Essentially making the top of the tree smaller, with the roots going further into society. This approach, particularly the local commander element was echoed by Loveday (2018)  who suggested it would embed the notion of local engagement. Although a sound idea, I would go further. By expanding the top layer of governance to not only encapsulate police but the other emergency services along with local councils and the services in which they have primary remit. These bodies already share back office functions, and even in some instances, estates, with Abertillery Emergency Services Station becoming the first building to house fire, ambulance and police together. The cross party working of public services at an operational level is not only saving money but lives, as seen within Gwent Police with the innovative joint emergency unit which places police officers and paramedics in the same vehicle (Citizens in Policing, 2017). It may be a step too far to confess that changes in governance of the police would save lives, but it would undoubtedly save time and money, and could, most importantly garner more interest from the public. 

As for the political aspect, the inaugural election showed that there was a real taste for independent candidates, with 28% not affiliated to a political party, with 12 being elected (Berman, 2012). However, there is recent evidence which suggests that independent police and crime commissioners are less accountable than party politicians as they do not face the checks and balances of their party (Shelford, 2020). The number of independent candidates currently in the role is at an all time low, and has consistently fallen since 2012, suggesting there isn’t the appetite, and that people relate to political parties. 

[bookmark: _Hlk68685535]It is clear that local accountability is vital, and that accountability can only be managed by a democratic vote, and not having this aspect in the new system would risk falling into to a further pitfall suffered by Scottish counterparts, who are now seen to have a democratic deficit, given the main players in their governance structures are simply appointed, rather than elected (Loveday, 2018). Although there is a clear support for a political foundation to the governance of policing, there should, in light of over-involvement by the Home Office – an issue accentuated in recent days by the resignation of Andy Marsh, Chief Constable of Avon and Somerset – be a distancing from Westminster. Devolving policing to Wales may not excuse political interference but at the very least would make it easier for forces to align their work with that of the wellbeing goals laid out by the Welsh Assembly, and given other nations in the United Kingdom legislate for themselves, there is no rational argument for Wales to be unique (Thomas Commission, 2019).  However, opinion on the matter is split, unsurprisingly down the party lines (BBC News, 2013), with the tribal partisan climate of politics - where people side not with what was said, but who’s mouth it has come from (Lammy, 2020),  personifying the difficulty in over-involving politics in policing. 

The recommendations laid out above surrounding devolution, the merging of forces and services, with  Commissioners or similar Executive Officers leading a Welsh Public Service, may not create the perfect recipe for police governance, but it would at least garner more public support, a stronger mandate, and long term savings. An expectant criticism would be the cost of change, but in light of the pandemic and the ease in which the Government can create digital pounds to improve lives (Boxall, 2021), funding these improvements could be achieved. However, just as Chief Constables and Commissioners would unlikely favour mergers which would lessen their grip, Westminster is unlikely to accede more powers to Wales. 

As figures in charge of such an incredibly emotive subject as policing you would imagine that there would be much fanfare around the role of the Police and Crime Commissioners, their performance, and their re-election, which is fast approaching. This is not the case.  The current issues were best described by Conway (2011) in that they are “depressingly familiar.” Change is required to ensure that police governance is not regarded in this manner but seen as a leading light in forging a better police service, and a better Wales, for all. 
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