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To fully understand the challenges and effectiveness of the governance and accountability measures in British policing, it is important to explore the wider governance concepts and the context in which policing operates in 2022. Corporate governance is defined by Johnson, et al., (2008, p. 156) as being concerned with the structures, together with the systems of control by which managers are held accountable to those who have a legitimate stake in an organisation. In the private sector that is easily set out with a management chain and usually a board of oversight or governance. It is usually straightforward to identify those stakeholders or individuals with power and influence. Cadbury (2002) defines it as either the action or method of governing but drawing upon different definitions of corporate governance, he highlights that people are working within boundaries. He sets out that these are, “set by laws and regulations, by the providers of funds, by the shareholders in general meeting, by the constitutions of companies themselves and by public opinion” (Cadbury, 2002, p. 2).
There are key themes found in literature when considering governance, importantly demonstrating throughout, that is the relationship between those stakeholders and the systems and structures within which they operate as key. In policing and public sector organisations the systems and structures are complex and multi-faceted. The accountability and governance therefore equally so. Holdaway (2017, p. 88) describes it as a hybrid and fragmented structure, due to the reforms and layers of accountability. These are also changing as the wider landscape and operating environment changes. Mullins, (2019) explains that an understanding of the processes by which an organisation adapts are critical to the understanding of behaviours in an organisation. This will inevitably impact upon accountability. 
The accountability mechanisms in policing are best described as broad and convoluted, described by Dyfed-Powys Police and Crime Commissioner (PCC) Dafydd Llewellyn as a complex landscape in which he operates. He goes further to cite Jones & Jones, (2022) where in Wales the picture is far more complex and indeed confused with Wales on the ‘jagged edge’ (Llywelyn, 2022). The public scrutiny and accountability within policing is greater than ever before. With a backdrop of increased demand and financial constraints, policing is in a legitimacy crisis. This period sees challenges and changes which are, publicly played out, fast paced, and far reaching and they reflect societal changes. Technological advances in, grave mistrust from the public, politicisation of policing, austerity, and socio-economic issues. With the web of governance so complex, the challenge for policing and its partnerships, is in collectively, effectively, and efficiently meeting these demands. 
A series of incidents and damaged relationships has undermined police legitimacy even further. The murder of Sarah Everard, Stephen Lawrence and the McPherson enquiry, policing response to protests and the IOPC Operation Hotton to name a few. With evolving technology, matters can be played out online real time and police are often slow to respond to misinformation. The police in times of increased demands are seeking to restore legitimacy and trust, as the public quite rightly are questioning it. The Violence Against Women and Girls strategy (VAWG) the Police Race Action Plan, both introduced with a transparent narrative of acceptance there is work to be done. “…..But this year has been a watershed moment for society and policing in how much more needs to be done to radically reduce violence against women and girls.” (NPCC, 2021). These national strategies, whilst essential also add to the demands on the service, for example with additional vetting requirements. Windsor (2022) in his HMICFRS annual report raises the issue of resources versus demand and the expectations of the public:
The police service cannot meet all the demand it faces. Indeed, the entirety of the sources and nature of all policing demands aren’t yet comprehensively understood. Given that the police cannot meet all future demand – properly understood – the essential question is: what does the public want the police to do less of ? (Windsor, 2022).
Charman (2019) discusses the challenges of a changing political and economic policing landscape citing Hales and Higgins (2016) who identified four major national changes that impacted upon policing in recent years, remit, governance, values, and austerity. These are a useful framework when considering the challenges of governance in policing today. 

The remit of policing is no longer to just fight crime. Academic research consistently acknowledges the broad remit of police. The final report of the Strategic Review of policing in England and Wales (Barber, 2022) is clear in respect of the changing landscape in the remit of police, technological advances mean crime is more complex and advanced and not the traditional crime types which are down in number. The demands of mental health and missing persons all take significant policing hours and require a prevention and public health approach. “We are clear that the police are not just crime fighters: 83 per cent of calls to police Command and Control Centres do not result in a crime being recorded.” (Barber, 2022).
Charman (2019) sets out that demand is going in two directions which she states could be considered as a bifurcation of policing activities. In one direction towards a more complex and hidden area of low-volume, high-harm offences and in the other hand towards a high volume of non-crime related incidents. She also draws relevance to the duty to collaborate on all emergency services with the Police and Crime Act 2017, in the pursuit of efficiency and effectiveness.
The Policing in England and Wales Future Operating Environment 2040 also examines the challenges and changing landscape and is a useful look at future threats. (College of Policing, 2020). The challenges facing policing however are not unique with all public services struggling to meet demands in times of increased austerity, this makes collaboration difficult in the wider partnership context. There are statutory obligations on services to collaborate. Windsor (2022) is clear that the quality of the relationship between wider public and protective services must improve, he includes social services, health and education. Concluding that each must properly discharge its responsibilities, rather than “abdicate them at the expense of the one public service which will never say no” (Windsor, 2022, p. 38). 
In Wales the Well-being of Future Generations (Wales) Act 2015 places a duty on services to cooperate. It establishes a public services board (PSB) for each local authority area in Wales and sets out who else a board may work with. Following public consultation in July 2019, the government announced that it would bring forward legislation introducing a new Serious Violence Duty (“the duty”) on a range of specified authorities. This duty seeks to ensure that specified services work together to share information and allow them to target their interventions. It seeks to use existing partnership structures to plan, prevent and reduce serious violence within their local communities. The Crime and Disorder Act 1998 was amended so that Community Safety Partnerships have an explicit priority for serious violence. (Home Office, 2022). It is yet to be seen how the Community Safety Partnerships will evolve to meet this requirement and how police will form part of that structure, given they are not devolved. 
The local government structure is vast, with twenty-two unitary authorities introduced with the Local Government (Wales) Act 1994 and over 730 town and community councils in Wales alone (Welsh Government, 2021). In the UK justice and policing is a devolved policy area, in Northern Ireland and Scotland the devolved administrations are responsible for policing policy. In England, some powers and responsibilities are transferred to Mayors, whilst in Wales policing is not devolved. This adds to the complexities when tackling crime and harm that transcends boundaries. The pluralisation and transnationalism of modern policing are drawn upon to demonstrate the limitations and failure to respond quickly to what is easily described as a fast-moving landscape (Rowe, 2020, p. 29).
In England and Wales there are 43 police forces each with a Chief Constable, Scotland has a national police force. The 43-force model continues to spark discussion, described by the Home Affairs Select Committee as ‘broken’ (HASC, 2018). These differing structures and layers of accountability are confusing and could be argued lead to inefficiencies. 
“The current allocation of responsibilities in policing at a national, regional, and local level is broken, and in dire need of review. Policing structures remain unchanged since the 1960s, and whilst the creation of PCCs has enabled leadership and new partnerships within many force areas, collaboration between forces is still a problem in those areas where regional or national action is required” (Home Affairs Select Committee (HASC), 2018, p. 77).
Rowe, (2020) concludes that the constabulary boundaries need to be recast in the face of the complexities of national and local oversight. Stating that the networks of policing transcend constabulary boundaries making the conventional distinction between local and national sites of police governance untenable. The National Crime Agency and Regional Crime teams can do this effectively in tackling serious violence. 
The subject of a one Wales police force or collaboration of forces is not a new one. CC Dr Richard Lewis controversially after taking up his post as the CC of Dyfed-Powys Police went to the media with his view that a one Wales force was achievable in eight years. "Doing away with those borders means we can provide a more effective service. One chief constable rather than four. One deputy chief constable. Dare I say one commissioner instead of four." (BBC Wales, 2022).
Whilst policing is not devolved there are key areas that are; education, transport, health, social service, planning, these impact policing due to the necessity to work together. Many of the bodies that police cooperate with are devolved in Wales and as such this can cause conflict and confusion, this was evident during the Covid Pandemic where regulations set by Welsh Government were different to those centrally set. There is no specified role for the Welsh Government when it comes to policing, albeit it provides funding. There have been commissioned reports into justice in Wales and devolution, the most recent being the Commission on Justice in Wales. This report is clear that it recommends policing is devolved to Wales and in doing so gives the rationale as to the need for a joined-up approach, with the current governance and financial structures to be improved. It does not go as far as to recommend a single Welsh force, stating that is a decision for the future. (Commission on Justice in Wales, 2019).
Duckworth (2021) stated that the response to the Pandemic brought the debate surrounding police collaboration further forward and assists in making the case for a national police service in England and Wales.
Governance structures in policing changed in 2012 with the introduction of Police and Crime Commissioners (PCC). The Police Reform and Social Responsibility Act 2011 brought about this change. The Policing Protocol 2011 defines the framework for the relationship between the PCC and the chief constable. In Greater Manchester and London, the Mayor fulfils the role. Deemed by many as the most significant change in the architecture of policing governance in over 50 years. (Reiner, 2013). The introduction of PCC’s sought to put a local context into policing and to give the public a voice. Joyce, (2011) argues that such was the central control over policing it caused difficulties, one of which was centrally imposed targets, which placed the central concerns above the local needs. Between 2010 and 2020 there were no centrally imposed targets upon police. In 2020 Home Secretary Piri Patel announced the introduction of performance measures for police forces and published the Beating Crime Plan. (Home Office, 2021). This causes a risk of a return to the position of central concerns overtaking local considerations. 
Prior to the introduction of Commissioners, the governance arrangements set out by the 1964 Police Act with the tripartite structure of the Home Office, Police Authority and Chief Constable. Referring to the power of the Home Office before the changes Jones & Lister, (2019) state it was micro managed from the centre, it can be argued that it continues to be the case. 
2012 introduced the commissioners into an already complex pattern of governance (Jones & Lister, 2019). Rowe, 2020 refers to the changes as a quadripartite system of accountabilty. The Police and Crime panels replacing the Police Authority and the body to which the PCC is accountable. The panel is made up from local elected councillors and co-opted independent members, it is seen that their powers are limited. The Police Authorities received much criticism as unelected and relatively unknown by the communities. Raine & Keasey, (2012, p.123) argued that they had a very low public profile, in that not many of the public knew of their existance or what their role was. They go further to state that there was little accountability upon them and little reported in respect of their meetings or decisions they made. Police and Crime Panels (PCP) were introduced to hold the PCC to account, although it is argued that they have simply solved one problem by replacing it with another. The issue of Chief Constables being held to account by Police Authorities, now the issue of PCC being held to account by the PCP. (Loveday , 2018, p. 31).
They are described as “ill defined from the outset” (Caless & Owens, 2016, p. 213). In 2021 the Home Office published part one of a review into the role of PCCs.  In terms of strengthening the role of the PCP the review only recommendation is that the Home Office work with the Local Government Association (LGA) to develop a governance training package for the Police and Crime panels to improve scrutiny. (Patel, 2021).
The primary role of the PCC is to hold the Chief Constables to account, they are operationally independent as set out in the Policing Protocol. This is a term frequently referred to when researching governance in policing. The Policing Protocol 2011 paragraph 35 states: “The concept of operational independence is not defined in statute, and as HMIC has stated, by its nature, is fluid and context-driven.” 
Whilst there is direction in the protocol as to what is deemed operational there is risk of mission creep with grey areas. The chief officers are expected to be able to make operational decisions free from political influence or interference. But there remains political scrutiny. The UK Government commissioned Patten Report published in 1999 made recommendations that the term operational independence be replaced with ‘operational responsibility’ (Independent Commission on Policing in Northern Ireland, 1999). In the review into PCCs they also commit to consulting on changes to the Policing Protocol Order 2011 to provide a “brighter-line” in respect of the boundaries of operational independence. (Patel, 2021).
The PCC is an elected local policing body and as set out in the protocol are responsible for ensuring an effective and efficient police service for the area they represent. The PCC set the police annual budget and the council tax precept, which contributes to the funds available to their force. Dyfed-Powys PCC describes the tough decisions to be made in that regard, recognising the budgetary requirements for the police service balanced against a cost-of-living crisis and what the public want. (Llywelyn, 2022). 
The PCC is also required to set a Police and Crime Plan for their five-year term. This must have regard to the Strategic Policing Requirement set out by the Home Secretary. The Home Office publishes a statutory document Strategic Policing Requirement (SPR) this sets out the national crime threats and how police should respond to them. Police chiefs are also meant to have regard to the SPR in their duties. (Brown , 2021). Together with the responsibility to hold the Chief Constable to account, they have the authority to appoint and dismiss the Chief Constable. It is argued that because they also have the authority to remove the Chief Constable, the legislation created a vertical chain of accountability, from Chief Constable to the Commissioner, and from Commissioner to the public via the ballot box. (Jones & Lister, 2019, p. 558).
The appointment and removal of Chief Officers has been one of the areas attracting discussion. As highlighted by Gilmore, (2013, p. 32 ) within days of the November 2012 election, the Chief Constable of Avon and Somerset declined to re-apply for his job after the newly elected PCC indicated she wanted a chief who would cover the tenure of her full term of office. Further in Lincolnshire, the PCC suspended the Chief Constable, to then be reinstated following a High Court judgement. In Gwent, the PCC invited the Chief Constable to retire, she responded that she felt little option but to oblige. Referring to the Home Office Affairs Committee report Gilmore concludes, ‘The statutory process provides little safeguard, since there is nobody – not the police and crime panel, not the Inspectorate of Constabulary, not even the Home Secretary herself, who can over-rule a commissioner who has set his face to dismissing a chief constable’ (Gilmore, 2013, p. 52).
The Leading Light report (HMICFRS, 2019) raises concerns regarding the appointment and selection of senior officers. Seeking to address their recommendations and concerns raised in the PCC review the Home Office have pledged to amend section 38 of the Police Reform and Social Responsibility Act 2011, to make the chief constable dismissal process more rigorous and transparent. They also commit to working with the College of Policing, NPCC and APCC to ensure a function for mediation. (Patel, 2021).
Values and ethics are key in policing and wider public service, the transparency of what is done impacts the way it is received by the public. In 2021 the Committee on Standards in Public Life published a report, twenty-five years on from the Nolan report which set out the ‘Seven Principles of Public Life’. These principles are as relevant today and should be to what all aspects of accountability mechanisms adhere to. (Home Office, 2021).
Bovaird & Loeffler, (2016) define good governance as requiring the cooperation of all relevant stakeholders in tackling underlying problems. Johnson , et al., (2008) discuss the power and interest matrix and stakeholder mapping. Stakeholders are those individuals or groups that depend on an organisation to fulfil their own goals and on whom, in turn, the organisation depends. Capon (2008) draws upon the power, interest, legitimacy, and urgency of the stakeholders. This model recognises the varying degrees that stakeholders are influenced by and can influence and organisation. This also identifies the risk of conflicts with stakeholders. Capon (2008) uses this to identify ‘key players’ those with high interest and high power.
There are many stakeholders when it comes to policing, of clear importance in respect of accountability are the public, with a high interest and high-power position. Sir Robert Peel in founding the Metropolitan Police Service in 1829 stated, “The Police are the Public; the Public are the Police”. 
The web of governance and stakeholders that operate in the policing context makes it extremely difficult for the service to respond to and keep up with the demand upon it. Greener (2009) discusses the challenges of government setting the plan for public sector organisations. He highlights the importance of the voice of the service user in devising plans. This supports the case for localism. In considering who the public services are accountable to, he references four, managers, service users, peers, and politicians. (Greener, 2009, pp. 159 -164).

The introduction of PCC’s sought to bring localism to policing and give the community a voice. But with the first election turnout at only 15%, the 2016 election 26% and the 2021 turnout at 33.2 %, it is right to ask who the PCC are representing. (Home Office, 2022). Reiner, (2013) stating that the new system of police governance, moves policing further away from democratic governance. 
The Home Office remain a critical stakeholder in police governance structures, responsible for policing policy they occupy a high-power position as stakeholders. Central government also hold the main purse strings regarding the allocation of funds with policing grants. Amman (2012 p, 184) referred to the Home Office holding the lion’s share of the purse strings, yet at the same time off loading risk to the police authorities. The same analogy can be applied to the PCC. The concept of the devolution of blame is a reoccurring one, with Jones & Lister, (2019) arguing that the combined impact of political decentralisation, coupled with the current financial austerity and the restrictions on local tax revenue devolution of blame is the result. Citing Rose (2000) Jones & Lister, (2019, p 561) argue that the government use carrot and stick techiques to influence local activity. They go on to describe localism as a “gift of the centre” with elements of conditionality (Jones & Lister, 2019).
There are also stakeholders with national leadership from the Home Office, the IOPC, the College of Policing and the National Crime Agency (NCA) with the Home Secretary as responsible for the key policing appointments in these agencies. National Police Chiefs Council (NPCC) and the Association for Police and Crime Commissioners (APCC) are also relevant bodies. NPCC work closely with the College of Policing, the professional body for policing in England and Wales. The college has statutory responsibilities, is part funded by the Home office and self generates income. Peter Neyroud’s review of police leadership and training placed an emphasis on the importance of developing ‘a new and vibrant professionalism in policing’ (Lumsden, 2017). It was from his review the College of Policing was established in 2012. The Fundamental Review of the College of Policing (2022) sets out to consider the College and its role, its effectiveness and how it operates alongside other organisations in the policing landscape. Its renewed mission is to,
“drive consistency where both the public and the service expect it, to boost professionalism across the service through standards and sharing knowledge, and to improve leadership at each level” (College of Policing , 2022).
The review sets out the systemic challenges for policing, one of which is the blurred lines between the stakeholders. Andy Marsh Chief Executive of the college in his speech to the Police Foundation set out its journey of transformation, one aspect being connected, “…to the service, from the frontline to chiefs, and from PCCs and Government, to you, our partners in the policing mission” (Marsh, 2022). 
The independent Office of Police Conduct (IOPC) are the independent body responsible for overseeing complaints about police in England and Wales. It maintains the statutory guidance for dealing with complaints, whilst many complaints are dealt with at a local force level the IOPC does manage complaints and conduct matters. It also makes recommendations based on lessons learned. The IOPC is led by a Director General and is entirely independent of the police service. Another layer to the scrutiny and oversight of police. The organisation with overall responsibility for inspecting the police in England and Wales is Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Service (HMICFRS) they issue assessments of police forces which are publicly available. They also conduct thematic inspections commissioned by the Home Office. Both the IOPC and HMICFRS can have a direct impact on the priorities of police forces and there is a risk of mission creep or duplication of efforts. The Fundamental review into the College of Policing states that, “HMICFRS must be clearer that the College sets standards against which it inspects, rather than seeking to develop standards through inspection, or to undermine the standards that have been set.” (College of Policing , 2022).
As highlighted by Barton & Barton (2011) there is a need for further clarification in respect of the roles of key players interacting in the police systems, he advised on new approaches to improving force performance and a people management agenda. He set this out seeking to respond effectively to challenges facing modern policing. 
National-level institutions remain key aspects of this architecture, including the Home Office, the National Audit Office, the national Inspectorate, the College of Policing, the IOPC and the (re)constituted National Police Chiefs’ Council (replacement for the now defunct ACPO). At times working in tandem with alliances of local interests, such bodies continue in varying degrees to assert important influence over the direction of ‘local’ police policy (Jones & Lister, 2019).

It is evident that the police service, together with other public services operates in a changing world. As has been detailed the governance structures are complex and there are multiple stakeholders or actors who have a role in police governance and accountability. The public have expectations of the police and as has been examined sometimes those are not realistic as to the role and function the police seek to discharge. The Police service therefore needs to be clear both internally and externally as to its mission, vision, and values and transparent in its accountability. How can we ask the public to form the basis and corner stone of the accountability measures if they do not know what they are measuring us against? Indeed, how can police officers be expected to deliver performance if they do not know what they are being measured against. There is a clear crisis regarding the legitimacy of police, this is not a new issue, and the governance structures and mechanisms need to work as a whole system approach to tackle the challenges and improve trust and confidence. There is a real risk in police not establishing legitimacy in the eyes of the public. In that they will encounter both passive resistance and open defiance as they seek to enforce the laws. (Hays, 2013). This resistance and defiance was evident in the Black Lives Matter Protests, the Covid Pandemic response, and the vigil for Sarah Everard. 
Lynch, (2021) goes further in respect of the role of the public, stating that citizens can further influence with pressure groups, campaigns and even riots and disturbances (Lynch, 2021, p. 634). This method of the public making clear their views and influencing decision making has played out in recent years. Policy makers need to be cautious not to knee jerk in a reaction to a public response without really considering the impact. 
Lynch, (2021) discusses stakeholder power and who can influence the state. It is evident that Police and Crime Commissioners can be influenced by the public, the mandate of the public is what they were introduced for and they are publicly elected after all. But there is a risk of popular decision making in order to win votes given their elected and political standing. The relationships between Chief Constables and Commisioners is important, but as highlighted requires the scrutiny so the relationships do not become cosy. There is a risk that the relationships between Chief Constables and PCC’s and the ineffectiveness of the Police and Crime Panels, may lead to one-to-one accountability, with the PCP’s rendered as impotent. (Cooper, 2022, p. 4). The relationship between senior professionals and their political masters in any walk of public life is potentially fractious, but in the case of policing this is particularly so (Amann, 2013). The role of the PCC and the PCP need to ensure that those elected are knowledgeable and able to understand the complexities of police. “If you don’t understand strategy, how can you really make sense of the detailed policing reality that sits beneath it” (Amann, 2013, p. 184).
The Commissioners need to be properly held accountable for their decisions and the government need to legislate further to make the powers of the panel clearer. 
The Beating Crime plan and a renewed focus on performance targets suggests the government are not ready to step aside from their control of police actions. This is also borne from a desire to keep the voting public happy and be seen to respond. It is reasonable to ask has there been a real transfer of power from national to local? Jones & Lister, (2019) refer to a growing interventionism from the centre. In an era of continued austerity combined with increasing demands upon policing, this raises significant risks of ‘responsibility without power’ for Commissioners as they continue to face the challenge of achieving democratic legitimacy. (Jones & Lister, 2019). 
Mullins, (2019) sets out that it is the interaction of people to achieve objectives that then forms the basis of an organisation and that a structure is needed for those interactions to be coordinated. He then adds to that the management factor. In terms of policing this can be achieved by the internal structures and systems, there is a hierarchical line management structure and if there is a clear set of priorities, a mission and vision then the staff will work towards those objectives. The wider governance structures should form the accountability and measure the effectiveness of what is delivered. It is the government who therefore need to be explicit as to the role of the key actors and determine whose role it is in coordinating those. The College of Policing have already stepped up willing to take this role. 
With the number of agents involved in the governance of police it is inevitable that some responsibilities may overlap, but there is current uncertainty as to lines of responsibility and contradictions of who has responsibility for particular areas of policing. (Holdaway , 2017, p. 207). This has lead to a lack of grip and action in moving things forward. The Fundamental Review into the College of Policing, the Strategic Review of Policing and the PCC Review, are well timed and should put policing in a strong position to move forward if the recommendations are taken in cognisence of each other. The importance for managing these networks and external stakeholders is important to achieve the desired outcomes. It is a key competence in the public sector world. (Bovaird & Loeffler, 2015).
Barber sets out that the government should review local and regional government structures with the explicit aim of promoting increased public service collaboration to prevent complex social problems. He argues that the review needs to consider, “the benefits of a simplified local governance framework, place-based budgets, cross sector workforce development, integrated delivery models and how to improve data sharing locally” (Barber, 2022).
In 2008 the Government commissioned a review into policing (Flannagan 2008) which examined how governance structures could match the complexity of modern policing. He set out to integrate the importance of local issues with serious crime and the need for regional and national responses to problems. He considered the local accountability structures and made recommendations. The recommendations are as relevant today, as are the issues raised.
“The police in England and Wales are not only publicly funded, public-facing and publicly accountable, but draw their ideological legitimacy and power from public approval, consent, and cooperation” (Barber, 2022). The public need to be a key stakeholder in setting plans and influencing priorities, they need to be informed to do so. As has been explored the hidden crime and sophisticated techniques in online and cybercrime means that the public may not prioritise those ‘unseen’ areas so there needs to be an element of setting priorities from within. Otherwise, there is a risk that the priorities set will not match the threats. The SPR already provides that function.
Whilst the police service can sometimes be defensive in the scrutiny it faces, it is the blurred lines and changing priorities that cause the friction. With clear lines of engagement, actors understanding their remits and how they link with others and the wider public sector stepping up to their responsibilities progress could be made. 
“The public, and politicians who represent them, have a right to expect the very highest levels of performance, with integrity, and are right to hold us to account for delivering it. Policing spends billions of pounds of public money every year; we cannot baulk at scrutiny and oversight, which is a fundamentally important part of any recipe for success” (Marsh, 2022).
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