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The Governance Challenges of 21st Century Policing.
There are multiple challenges to governance that affect policing in the 21st century.  To examine these, an understanding of what governance means in a wider context, and more specifically to policing, is imperative. Governance is the assimilation of processes, functions and relationships required to ensure that an organisation can perform and develop effectively. The word governance has been widely scrutinised and there are multiple differing definitions. The Canadian Institute of Governance, as quoted by Bovaird (2016) states ““governance is a process whereby societies and organisations make important decisions, determine who they involve and how they render account””. Furthermore, Bovaird described the interprofessional relationships fostered between partners, stakeholders and networks as integral to how public governance works. Cadbury (2002) gives a more paternalistic view observing that governance is used to direct and control the systems within a company. These examples go some way to define governance as it is today, however with the complexity and pressure of modern life, a combination of multiple definitions may be more appropriate. The Chartered Governance Institute of UK and Ireland (2021) provide the robust definition by incorporating it as system, but also identifying who can act, and more important who is accountable, on behalf of the organisation.
These definitions allow us to understand the nature of governance as a higher order concept, which allows leaders to shape their organisations to meet set ideals (e.g. to make profit, to support communities or to meet a perceived goal). It is a very wide field, and is complicated in public service, by competing ideologies, public perception and criticism. In policing governance is a multi-faceted, complex issue, that has many competing factors and driving forces, that all look to increase effectiveness, but can be frustrated by issues that consume the time put aside to do so.
The strategic direction the underpins effective governance of policing is also complicated with conflicting role ideologies between the desire to having increased presence societally, contrasted with the need to provide essential services, limiting the profession to dealing with crime and disorder. The last Conservative Home Secretary, The Rt Hon Suella Braverman KC MP (Home Office, 2023) made this statement ““My mission as Home Secretary is clear: to deliver on the people’s priorities, cut crime and provide the safer streets the public expect and deserve””, providing the key themes that the police should concentrate on. The National Police Chief’s Council differed in their view with their statement in the Vision 2030; ““Whilst the policing landscape has changed, and will continue to change, we remain committed to ensuring that all the communities that we serve trust us to keep them safe”” (Strategic Policing Board, 2024). Whilst well meaning, ““keeping them safe”” is a very broad definition and goes well outside the traditional views of crime prevention and crime fighting, and provides an example of the discord (that was originally highlighted in the study by the Police Foundation in 1996 around what the police are for (The Police Foundation, 1996)). With this in mind this paper will seek to understand the various governance challenges that face policing in the organisation, direction and purpose of policing in the present day, including crime, economic, political, stakeholder and community factors. 
The police are a public body and, as such, are provisioned for in Acts of Parliament, constrained by a variety of rules, regulations, legislation and other guidance; setting out their core duties, and who maintains and monitors them. For example, the Police Act (1996) sets out the framework for the establishment, maintenance and governance of police forces across the United Kingdom, ensuring that direction is given around timescales and duties required from them at a strategic level. These requirements have evolved over time, and there are many examples in history why an authority or the ability to deal with crime was needed. The creation of the author’s Force - The British Transport Police - came about due to the need from the railway companies to prevent crime on the rail network as it was built. Whitbread (1961) stated; “”The Railway Police had first to be employed, to some extent at least, to guard peaceable citizens from the lawlessness of the rough, tough men who are building the new railway lines. But that as soon as these had been built and the trains began to run, Police were quite extensively used to protect the railway from the peaceable citizens””. As time has gone on, successive Parliaments have considered it appropriate or desirable to change, modify, update and issue new government acts which police forces must abide by or laws they must enforce. This is further complicated by forces within the UK that exist under different legislation given the unique nature in which they operate. For example, the British Transport Police is governed by additional regulation under the Railways and Transport Safety Act, (2003). The addition of Police and Crime Commissioners (PCCs) in 2011 (Police Reform and Social Responsibility Act , 2011) and other independent authorities who guide and provide scrutiny on the police has only added to the complexities of governance and layers of bureaucracy. 
The first question is, therefore, is this governance in the name of accountability (namely the introduction of PCCs) providing a root cause to the challenges faced by policing? The first set who may agree is the electorate, who in the recent PCC elections in 2024 only provided a 34% turnout (House of Commons Library, 2024), which is low compared to the 2024 election which saw a 59.7% turnout (itself another reduction since 2017). (Sturge, 2024). This suggests that either the public do not have the necessary information to vote, or that they are not concerned and have no strong opinion on how the police are governed. This introduces its own challenge, as policing cannot achieve its strategic aims without engagement from the wider public This has been, and always should be, one of the core missions of policing, as originally stated by Sir Robert Peel ““To maintain at all times a relationship with the public that gives reality to the historic tradition that the police are the public and that the public are the police”” (Home Office, 2012). It can be argued that there is a wider crisis in confidence in public institutions, however as a democratic society it is incumbent on both the PCCs and the police to ensure that that they fully engaged with the electorate. This challenge has been met in a number of ways, including newsletters (Jones, 2024)  and engagement plans (Lloyd, 2024), however it is fair to say that PCCs themselves remain controversial, when it comes to the confidence and knowledge of the public.
Barber (2002), in his 2022 review of policing levels criticism at PCCs, indicating they have too much power around the employment of Chief Officers, and hold the sole ability to dismiss them from service under the powers conferred on them by Section 38 of the Police Reform and Social Responsibility Act (2011). However, it can be argued that this is beneficial, as it places a positive action on Chief Constables to both perform (in line with the agreed policing plan) and also to maintain the ethics and accountability of high public office. It is vital that the powers of the PCCs are not used to interfere with operational policing decisions, and constables remain ““independent of the executive””. (R vs Commissioner of Police of the Metropolis , 1968). However, despite PCCs using their powers to govern, to date, the power to dismiss Chief Constables has not been utilised, but appears to be required given the following; For example, CC Nick Adderley of Northamptonshire Police was suspended by his PCC and later dismissed by a gross misconduct panel (Barry, 2024) and CC Rod Hansen of Gloucestershire Police has also been suspended (Gloucestershire Constabulary, 2024), pending investigation. It should be appreciated that this power was previously available to Police authorities under Section 29 of the Police Act (1964), however required recommendations to be made to the Home Secretary before a decision could be finalised. 
Secondly, the question arises as to who hold the PCCs accountable ensuring that their powers are utilised in keeping with the PRSA 2011 but not abused? Running in parallel to the Chief Constable and the office of the PCC, are Police and Crime Panels (PCPs), formed of at least two independent members and a further ten elected councillors from the policing area in question (Newson, 2023). They are charged with ensuring that PCCs are held accountable for their decision, however they have been criticised for one main reason. The Local Government association report of 2020 (Local Government Association, 2020) para 3.11 cited that PCPs had a broad scope to examine the work of the PCC, but then no powers beyond that of an initial veto of a Chief Constable candidate (after a slight change), if they felt the individual was unsuitable. This included where the PCP thought that the council precept agreed by the PCC and CC was incorrect. The report goes onto say powers should be strengthened using majority vote or a second veto, something that would, in the context of this work, provide the appropriate levels of governance and oversight required. It is important to ensure that the PCP makeup remain the same, as this would provide the essential democratic oversight between the two individuals, and would form the basis for communities to be involved. This is supported by the view of Bovaird and Loffler, who state that ““we must not take for granted that the activities of public servants is worthy”” (Bovaird, 2016). In the author view an elected committee should provide the checks and balances for two powerful individuals.  Any dispute should then be arbitrated by the Home Secretary, should the three (PCC, PCP and CC) not be able to come to an agreement, endorsing the democratic responsibility of the state.
Thirdly, a more worrying challenge to governance is the confidence of the public and the perceived legitimacy of the police.  Ensuring that policing stays within this framework and is ethically accountable, maintaining the balance between acting and doing it in such a way that is fair and proportional.  Poor standards ethics and accountability are all food for a hungry media, and, although at times this public scrutiny may be damaging to the confidence of the public in the police force, it does implore the need for constant governance and accountability.   The Baroness Casey review provides a good overview of this matter, albeit focusing on the Metropolitan Police. She states, ““Many of the issues raised by the review are far from new. I make a finding of institutional racism, sexism and homophobia in the Met. Sir William Macpherson made the first of those findings in his inquiry into the racist murder of Stephen Lawrence as long ago as 1999. Many people have been raising grave concerns about the Met for much longer than that.”” (Casey, 2023). This is reinforced with data from the Public Voice Insights published by MOPAC (Mayor of London - London Assembly, 2024), which has seen a long-term decrease in public confidence within the Metropolitan District. Historically, the police have used mechanisms which are seen throughout government, for example the Nolan principles (Committee on Standards in Public Life , 2024), which set the expectations of public facing individuals, and have their own framework with the code of ethics (College of Policing , 2024) These principles are guidelines and not acts of law and as such there is no redress for not complying with them. Principles alone, whilst being effective on the majority of those working within the public sector, quite clearly do not reach them all, and an improved mechanism of governance is needed to enforce these standards, posing a major challenge. 
This challenge of legitimacy has seen Chief Constables and PCC’s double down on standards within policing, especially since the watershed moment of the Sarah Everard murder (Angiolini, 2024), seeking to remove those who were not fit to serve. This has occurred through a variety of schemes proactive and reactive, and the news is full of those who fall below the standard, the most recent being 8 officers and former officers from West Yorkshire Police being found guilty of sending racist and sexist messages on WhatsApp (Spereall, 2024). This has diminished community confidence, and coupled with other issues, such as Stop and Search predominantly of ethnic minorities and officers being prosecuted for excessive use of force (MX121 as an example), the challenge to governance for senior officers is how to ensure those still in the job are able to operate effectively, whilst routing out behaviours that have no place in the service. This was recently highlighted by the MPS Commissioner when he stated that officers were afraid to use their powers, (Evans, 2024) and that a more streamlined, common sense approach is needed to ensure that officer who fall below the standard are dismissed quickly, whilst those using appropriate powers can expect protection from the service. The Angiolini enquiry (2024) (recommendations 6 to 13) took this is a step further providing recommendations stating that that an officer should be examined throughout their professional life span, particularly when it came to initial recruitment, transfers and allegations of a sexual nature.  This longitudinal assessment of behaviours is time consuming, complex, and will require proactive governance strategies. 
This accountability and legitimacy are not just limited to the police in this context and much has been said that the governance of investigating the police (and therefore providing scrutiny to its legitimacy) should fall on the shoulders of the Independent Office Of Police Complaints (IOPC). Formed in 2018, (IOPC, 2024), the IOPC was set up to improve public confidence in the complaints system, and promote positive change within the police service at all levels. As stated previously, a key challenge of governance is confidence and the IOPC, in the Fairfield review of 2023 (Fairfield, 2023), found itself the victim of the shifting political landscape, and unable to meet the resourcing requirements needed to adequately address the volume of referred complaints and investigations. Indeed, the headline was that the general public did not adequately understand the role and remit of the IOPC. Critically, the introduction of IOPCs failed to provide the joined-up action that the public wanted and provided additional uncertainty that the system of governance was meant to resolve. This demonstrates the importance of external oversight being perceived as working before the internal governance of the police can be judged as working well.
Despite these legitimacy concerns, there are examples of good governance systems within the police, exhibiting learning after adverse events. The Manchester Arena Attack (Part 12) (Saunders, 2022) and to a lesser extent the 2017 terrorist attacks demonstrated where processes failed and policing took it upon itself to learn and ensure that systems were designed to deal with particular problems at an operational, tactical and strategic level. National doctrine, under the Joint Interoperability Framework as example (JESIP, Edition 3 (October 2021)), has provided an effective guide (based on the Civil Contingencies Act 2004), on how not just blue light services can respond effectively to a range of major incidents, but also how other civil agencies can make key, dynamic decisions to provide better outcomes. This governance mechanism is flexible and can be used by any agency when working with another, but most importantly provides a commonly understood platform in which to discuss and deal with issues on a local/regional and national basis. Under the Civil Contingency Act (CCA) 2004, it also placed the legal duty on all Category 1 organisations to plan for a range of potential scenarios, ensure that countywide accountability mechanisms are in place, and that wider community safety and resilience is maintained before and after an event. 
Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Services (HMICFRS) is another example of where policing demonstrates a good example of governance, with this organisation provided with statutory powers under section 54 (2) of the Police Act (1996) to inspect the 43 Home Office forces, and a number of non-geographical services.  It provides feedback, primarily based on the regular annual assessments or Police Efficiency, Effectiveness and Legitimacy (PEEL) assessments, demonstrating where forces are getting it right or wrong, and providing a governance baseline that is open to public scrutiny (HMICFRS, 2025). This includes being commissioned by the Home Secretary around bespoke reports, particularly where there is concern that a particular theme is not being adequately worked on. A recent example would be the inspection into the public disorder in July/August 2024, where upon commission by the Home Secretary, forces were found to be unprepared for the scale of the disorder, but had well established training and command structures for this scenario (HMICFRS, 2024). It published recommendations that covered all forces, seeking to ensure a joined-up strategic response, aiding in the governance in this issue. It is the author’s experience that an impending inspection on a particular theme provides the drive for a force to conduct a prior self-inspection and improvement work preceding the inspection team arrival. The challenge to forces is ensuring that they meet the requirements and baselines set, not an easy task given competing demands highlighted elsewhere in this work, but a necessary one to meet public expectations. 
When understanding governance challenge, the issues surrounding funding must not be underestimated. In the UK, Home Office police services are funded by a combination of central government grants and local police precepts set by the Police and Crime commissioner for that particular area. (Hargreaves, 2023). The PCC is then responsible for ensuring that the associated police service is then funded appropriately (in line with the police and crime plan (Police Reform and Social Responsibility Act , 2011), with a clear expectation that the Chief Financial Officers of the police service and the PCC will work together (Bedfordshire, Cambridgeshire and Hertfordshire PCCs, 2022). This is not as easy as a relationship, for example Chief Constables are specifically prohibited under legislation (PRSA , 2011) from borrowing money without the authority of the PCC. This, with the controls that a PCC places on the Chief Constable around core funding, constricts a force from making dynamic budgetary decisions. This complex formula for funding police services is noted by Barber, highlighting the complexity of police funding. This includes forces only having a full appreciation of the funds available to them per annum, and only receiving notice of this a few weeks before the next financial year. (Barber, 2022). The challenge for governance is therefore the need to ensure that money is split and spent fairly across the year. However, it is often felt that forces will be very cautious at the beginning of a financial year, speeding up spending towards the end to ensure there is no surplus. This can also provide a high degree of uncertainty for a Chief Constable, particularly where a force must negotiate an increase in its precept to both maintain business as usual and to look to evolve, enabling innovation and development. This has been seen within the British Transport Police recently, as the proposed funding award will not keep pace with the requirement to maintain business as usual. This effectively has meant that developmental activity and project work has ceased until the police authority and the Chief Constable formally agree the budget for next year. (Dronfield, 2024). Barber (2022) added a recommendation that central government should reexamine the police grant formula; to give police and crime commissioners and Chief Constables much greater notice of funding changes. This would enable them to make effective, well-informed decisions prior to the following financial year. This is possible but requires the political impetus and climate for it to occur, however there is now precedent. This was agreed as a recommendation by the BTPA in December 2024 (BTPA, 2024), to allow the Chief Constable of BTP the flexibility of a multi-year settlement, and it is hoped that this will provide greater stability for the force over the next few years. This decision is not without its risks, as it places a greater financial burden on and requires a greater degree of consultation with the rail industry in the years ahead. 
The impact of austerity provides a major challenge to policing. The Conservative Government in 2010 launched the comprehensive spending review, which saw a 20% real term reduction in Central government spending. Whilst this increased the pressure on the council precept and the police service, it ultimately forced Chief Constables across the UK to make difficult decisions about what they should cut to reduce spending. (Facchetti, 2021). This had far reaching implications for UK policing and its ability to combat crime and engage with the public at large. Between 2010 and 2021, 600 out of 900 police stations in England closed down as Chief Constables sought to reduce overheads and benefit from the proceeds of sales of the buildings and land. (Facchetti, 2021). Fortunately, there are signs the new Labour government wishes to improve the situation and increase investment in UK forces, as noted in the recent Home Secretary speech, to the National Police Chiefs Council and Association of Police and Crime Commissioners annual conference. The RT Hon Yvette Cooper stated (Cooper, 2024) she wished to provide policing with additional 500 million pounds and 13000 police officers, PCSO's and special constables in neighbourhood policing roles. It is felt that whilst this is a positive step in the right direction, it falls short of what is required, and indeed needed, to enable forces to make the decisions and the investments required. It is worth noting the £500 million is to be spent across all 43 forces in the UK but, the Metropolitan Police have warned that this may not be enough. (Jessup, 2024). 
Historically, there has always been a drive to find cost efficiencies and value for money, (National Debate Advisory Group, 2015) through collaboration between forces (and other public and private bodies), even though funding rose from £10.4 billion in 2000 to £13.6 billion in 2010 (Simpson, 2017).  It is worth noting that during this period, the narrative from local government and Chief Constables remained that forces required further funding to support the front line (Foster, 2005), something that has not changed today. It is now essential that forces drive this process and achieve savings under the guidance of the Home secretary (Cooper, 2024) The Barber review (Barber, 2022) has also proposed that a significant piece of work that must be undertaken in order to yield significant national savings. He cites the evolution of Police Scotland and the mergers that have taken place achieving a cost saving of £200 million a year, demonstrating the issues and risks that arise but validating the achievability of such a scheme. 
Finally, this paper considers the effect from demand for policing on governance.  In his review of crime, Barber, (2022) establishes that not only is crime demand rising, but its very nature is changing, particularly in the online space. He goes on to reveal how globalisation and technology are advancing at a pace that outwits policing and criminals are finding the virtual world a fertile ground to operate in. The report itself goes on to exhibit how fraud is now the number one source of volume crime (40% of all crime), as opposed to more traditional types. How the police service now tackle this is a challenge to governance, as it requires specific skills and training to deal with online issues, that are not constrained by traditional and international borders. Recently, efforts have been made by policing to create a cross border effort, notably with fraud being led by the City of London Police, who provide the national direction and strategy (City of London Police, 2023). A more collaborative approach (Barber, 2022) is cited, involving more than just the police and justice system but incorporating communities and wider public services. How the PCCs and Chief Constables push this agenda into the public sphere is questionable, and will require significant direction and support from central government for this to take shape. In the meantime, traditional crimes still occur, and an effective mechanism needs to be employed to ensure that calls for support are catered to and crime investigated. 
Furthermore, other demands on policing time has increased, in addition to the stagnating budgets. For example, mental health calls have increased year on year, with health services having inadequate provision available and it routinely now falls on the police to deal with people in crisis as the service of last resort. This provides a key challenge when it comes to allocating precious resources, and more importantly making difficult decisions about what not to attend. Humberside Police have implemented a new program where this challenge to governance is being met. The ‘Right Care, Right Person’ program aims to build a whole system approach to the issue of police time being spent on mental health calls (Home Office/Department of Health and Social Care, 2024). This work favours Barber’s approach of a collaborative approach geared towards solving the issue, however it relies on each civil service being properly resourced. The initial trial of this model was run from 2020 to 2022 (College of Policing, 2023), and sought clarity and agreement with various partnership agencies, dealing with the issue at the point of presentation. This saw a decrease in the number of mental health related attendances by police, presenting the following statistics; 
· An average of 540 fewer police deployments per month.
· 1,441 officer hours saved on average per month.
· 46,114 officer hours saved between May 2020 and December 2022.
· Reduction in the proportion of RCRP incidents deployed to, from 78% in Jan 2019 to 25% in May 2022 .
It can be argued that this model should be adopted across the policing network, but its problems for other agencies must also be recognised. Whilst Right Care-Right Person might be the best model for the police, that demand has to go somewhere, in this case the NHS, another under resourced government body. Furthermore, this solution does not fit all scenarios, for example the British Transport Police have not adopted the model due to the high threat to a person in crisis on the railway, (D'Orsi, 2023), and will attend all calls relating to mental health. 
To conclude, this paper set out to understand the crime, economic, political, stakeholder and community factors as various governance challenges that face policing, using a range of credible sources that offer key insights to discuss this. These challenges are many and varied, but it is fair to say that that they are all interlinked and are heavily dependent on the political and economic landscape of the time. This is a complicated subject with my opinions on the best way forward. What they do have in common is the opinion that much is required to be done to meet modern challenges and demand. The governance of the police, whilst relatively stable now, must be prepared to be agile, not afraid of trying new things, plus moving outside of traditional structures as they stand. The advent of PCCs has given a limited voice to the people to affect that change, but only by working together and making those bold choices will policing have a chance at tackling the challenges discussed here, driving potentially radical change in keep pace with the future.
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