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Over recent years we have seen vast changes in how we live our lives, a global pandemic saw changes in daily living and working practises (some of which have remained post-pandemic). Technology is evolving the way we live, the way we take our media, the way we pay for our shopping, and more. Policing is no different but is, arguably, adapting at a slower rate. In a review into policing in the modern era Sir Michael Barber says “we are tackling the crime and disorder of the digital age with an analogue policing approach” (Barber, 2022). Barber is talking literally here, considering that cyber-enabled crime is rising (Barber, 2022), however are we also operating police services in an archaic fashion, with 43 regional (or ‘Home Office’) forces spanning England and Wales which were listed in the Police Act of 1996. In his review Barber states that “there is a crisis of public confidence in our police institutions”. Barber notes that the impact of The Conservative Government’s Austerity measures in 2010 are likely to have had an impact on this as funding from central government was reduced by 23% and Police Officer numbers fell by 20,000 but also say that police “find themselves acting as a public service of last resort” (Barber, 2022) often picking up the pieces where other public bodies and services have failed. Seeking to change the way the Police Service operates to combat this concern, we need to be creative and think of a “third choice” (Osborne & Gaebler, 1992, p. 22). Osborne & Gaebler said that we usually get two options to escape a public crisis, raising taxes or cutting spending. Our third choice, to combat the concerns raised in the Barber review, is that we fundamentally alter systems of governance in policing. 
The term Governance has been defined many times.  The word governance is derived from the Latin word “gubernare”, meaning “to steer”. Cicero painted the idea that “he that governs sits quietly at the stern and scarce is seen to move” (Cadbury, 2002, p. 1). Cadbury goes on to describe governance as “the system by which companies are directed and controlled” (Cadbury, 2002, p. 1). The definition can be further developed, for example, Governance International say “Public governance is how an organization works with its partners, stakeholders and networks to influence the outcomes of public policies”. In essence, the third choice we have for improving the performance of our police and uplifting the confidence the public have in our police services is to consider and possibly amend the governance structures currently in being.  It seems that governance is about setting direction rather than the propulsion of the organisation, but that direction should be set in line with, or at least be conducive to the working relationships of, our partners and stakeholders. 
There is a tripartite relationship in strategic governance of police in the United Kingdom. The three parties being The Home Secretary, Police and Crime Commissioners and Chief Constables. The Home Secretary is ultimately responsible and answerable to Parliament and the public for the provision of an effective and efficient police service. This comes in the form of the Strategic Policing Requirement which acknowledges that local issues can be tackled by local forces but recognises that “national threats… require a coordinated or aggregated response” and directs that “forces often need to work collaboratively… to ensure such threats are tackled effectively.” (The Home Office, 2015). Police and Crime Commissioners are tasked with holding the Chief Constable to account and setting the Police and Crime Plan (whilst having regard for the Strategic Policing Requirement), aiming to cut crime and commissioning services to aid this aim. The Chief Constable is then responsible for the operational work of their police service and retains responsibility for the direction and control of the force, having regard for both the Police and Crime Plan and Strategic Policing Requirement. This tripartite system of accountability was set up “to facilitate transparency and a higher degree of accountability” (Millen & Stephens, 2012). 
Police services are headed by a Chief Constable, or the Commissioner in the Metropolitan Police Service, and their role is defined by the College of Policing “The Chief Constable has overall responsibility for leading the Force, creating a vision and setting direction and culture that builds public and organisational confidence and trust, and enables the delivery of a professional, effective and efficient policing service” (College of Policing, 2022). So, does the governance of police services lie with the Chief Constable who creates a vision and sets the direction for the force? The College of Policing state “As a Corporation Sole, the Chief Constable is responsible for fulfilling all statutory and legal obligations of the office of Chief Constable and complying with any Schemes of Governance or Consent that exist, which determine force governance arrangements”  (College of Policing, 2022). The Chief Constable of Dyfed-Powys Police must comply with the scheme of governance entitled the “Joint Corporate Governance Framework” which is a document which “sets out the principles, structures and processes by which the Office of the Police and Crime Commissioner (OPCC) and Dyfed-Powys Police will be governed, both jointly and separately” (Dyfed-Powys Police and Crime Commissioner & Dyfed-Powys Police, 2022) All forty-three Police Forces in England and Wales are governed by a further “corporation sole”. There are thirty-five Police and Crime Commissioners, four Police, Crime and Fire Commissioners and 3 Deputy Mayors who provide governance for police services. One area where the Mayoral office governs the police is London, this assignment will not delve into the unique governance arrangements in place in London for policing and other matters and will focus on the governance structures in being elsewhere in Home Office Police Forces in England and Wales. 
When considering what governance Police and Crime Commissioners provide, their role definition is useful “PCCs are elected in areas of England and Wales to make sure that local police meet the needs of the community” (UK Government, n.d.). It further details that Police and Crime Commissioners are responsible for how areas are policed, the police budget, the amount of Council Tax charged for the police, the information the public receives about what local police are doing and for appointing (and, perhaps most controversially, for dismissing) the Chief Constable. Whilst the public elect a Police and Crime Commissioner, for a term of four years, they are ultimately accountable to the public. Scrutiny once every four years is clearly ineffective and so a Police and Crime Panel is formed to “provide both challenge and support to police and crime commissioners” (Home Office, 2022).
Based on the role descriptors for both the Chief Constable and for the Police and Crime Commissioner, it seems that both are responsible for setting the direction of the police force or to put it simply, how their area is policed. So, do we need both parties present to govern a force? There are clear differences in how each came to hold their office. The Police and Crime Commissioner is an elected individual so, arguably, should be more representative of the public whom he or she serves. Whilst the Chief Constable is (since the inception of PCCs) appointed by the Police and Crime Commissioner, usually having been promoted through the ranks of that, or another, force. This career path surely gives the Chief Constable a great advantage of specialist knowledge for matters relating to policing. Research has shown that police officers “are of the view that you need to have experienced being a police officer at all ranks to be a good police leader” (Hoggett, et al., 2018) so there will need to be buy-in and a drive from the Chief Constable to impart the PCC’s vision upon the police officers and staff of their force.  So do these separate officials come together to set the direction for the police service and, if so, how do they ensure the direction they set is beneficial to the public whom they serve. Good governance should, after all, involve stakeholders. Does having a Police and Crime Commissioner add a level of unnecessary governance?
Police and Crime Commissioners were incepted under the Police Reform and Social Responsibility Act 2011. It was the coalition government of Conservative and Liberal Democrats who inaugurated these elected officials in England and Wales. Policing and criminal justice matters are devolved in Scotland and Northern Ireland to their local governments. Policing in England and Wales is ultimately under the control of the UK Government in Westminster. Prior to Police and Crime Commissioners, police services in England and Wales were governed and scrutinised by a Police Authority. The Conservatives, in their 2005 manifesto stated their aim was to “strengthen local accountability and make police forces more responsive to local needs” (Shuttleworth, 2022). Previously Police Authorities were in being, each holding their own police force to account. The Conservative Party Manifesto goes on to reinforce that “giving local people a say over police priorities will lead to genuine neighbourhood policing” (The Conservative Party, 2005). Clearly, the principle benefit of elected Police and Crime Commissioners promoted by The Conservative Party was that of the electorate having their say, giving power to the people to choose their preferred candidate to hold their local police to account. 
The first election for Police and Crime Commissioners took place on the 15th of November 2012, where the electorate were asked to vote for their preferred, and second choice, candidate in their policing area to serve a four-year term of office. The British public had been asked their opinion on who should fill an important role; however, the election turnout was considered to be dismally low. “The election saw the lowest turnout in peacetime history with only 15.1% of voters turning out” (Garland & Terry, 2012). Not only was the turnout for the election low, but Garland and Terry state that “a poll, conducted by Populus in the last week of January 2013, showed that only 11% of respondents could correctly name the person elected for their area” (Garland & Terry, 2012). So, with such a low turnout and such a high percentage of the population unable to name their local Police and Crime Commissioner, were the first PCCs truly mandated to scrutinise local police? The 2016 Election gained a turnout of 26.6% and the 2021 Election gained a turnout of 33.2% so there is clearly an upward trend, perhaps as the role grows in profile. Another possible explanation is given by the House of Commons Library Briefing Paper on the 2016 PCC elections which highlights that “The 2016 PCC elections coincided with other elections which may be the reason for increased turnout. It is likely that voters completed ballot papers for their respective PCC because they were already voting in other local elections, e.g., the Welsh Assembly” (Dempsey, 2016). It is interesting to note that in the 2016 elections the three areas with the highest turnout rates were all in Wales: Dyfed-Powys (48.9%), South Wales (46.6%) and North Wales (41.6%). It is implied that the electorate may have completed ballots for the Police and Crime Commissioner roles as a matter of convenience whilst they were voting for members of the Welsh Assembly. If that is the case, then what influenced their vote. Interestingly, Police and Crime Commissioners can be affiliated with political parties and so it is a possibility that voters could be swayed by the party a candidate is aligned to rather than based on candidate information. 
There are currently three “independent” Police and Crime Commissioners, with the other thirty-seven being aligned to Political Parties. Twenty are Conservative Party members, fifteen Labour and two Plaid Cymru. The Policing Protocol Order 2011 identifies that “It is the will of Parliament and Government that the office of constable shall not be open to improper political interference” (The Policing Protocol Order, 2011). So how do Police and Crime Commissioners, being aligned to Political Parties, ensure that their party’s political ideation does not influence their decision making when setting the direction for a police service, is it possible to separate the two and ensure that there is no “improper political interference” in policing. The Police and Crime Commissioner is further governed by a Police and Crime Panel, providing “checks and balances in relation to the performance of the PCC” (The Policing Protocol Order, 2011). The Panel is in being to challenge the PCC but in doing so, the legislation (Policing Protocol Order 2011) states “it must also exercise its functions with a view to supporting the effective exercise of the PCC’s functions”. The Order goes on to explain that the Police and Crime Panel have a power of veto over the level of council tax precept proposed by the PCC, the power of veto over the PCC’s proposed candidate for Chief Constable, the power to ask HMIC for a professional view when the PCC intends to dismiss a Chief Constable, the power to review the draft Police and Crime Plan and make recommendations to the PCC (who must have regard for them) as well as powers to review other reports, to ask the PCC questions in a panel and to appoint acting PCCs where elected individuals office terms are ceased prematurely. So, it’s clear there is a governance system in place to ensure the PCC is acting in the interests of the community, or at least of the Police and Crime Panel, when considering the steering or direction-setting of the police service but how effective is this system. 
Police and Crime Panels, comprising of a majority of local councillors and a minority of independent persons, were also incepted under the Police Reform and Social Responsibility Act 2011 with a view that they would quell any issue arising from the political alignment of PCCs and neutralising any threat of politicising the police. Sadly, it seems that their effectiveness is disputed. Dr Roy Bailey’s research found that 66% of those polled (a mixture practitioners such as Chief Officers, staff from the office of Police and Crime Commissioners and Police and Crime Panel members) felt the Police and Crime Panel were failing to hold their Police and Crime Commissioner to account. Dr Bailey’s research found listed issues such as high turnover of panel members, inadequate financial support, absence of training and the composition of panels, citing that the significant majority of panel members are local councillors who are elected by their host authorities. (Bailey, 2019). With so many members being elected local councillors though, is a panel likely to comprise of the political makeup of the local area and thus be of a similar political ideation to the Police and Crime Commissioner? On the point of politicisation of the police, the Barber Review (2022) affirms its position that the PCC model “has not let to a general ‘politicisation of policing’: or at least policing today is no more or less political than it has always been” (Barber, 2022). Christopher Salmon, ex Dyfed-Powys PCC, also believed that his Conservative Party membership did not interfere with his role and, in response to a question on the matter of political impartiality at the Welsh Affairs Committee, 2013 (Oral Evidence, 11 July, Q 9) Salmon compared his role to that of an elected Member of Parliament saying “you are not whipped so the party has a relatively limited degree of influence over your behaviour” (Salmon, 2013). Interestingly, this response concedes that there is some influence in being but Salmon insists that “You are voted in on a party ticket, and then, when you take up a ministerial or any other office, you act in the best interests of the people for whom you are responsible” (Salmon, 2013). Jessica Morden cited the concern that “police commissioners might concentrate on concerns that the public see, maybe at the expense of unseen policing” (Morden, 2013). It is my experience that sometimes local governance figures, such as local councillors, are very focused on matters that are raised by the public rather than considering matters which the public may not be aware of, but police need to focus on to maintain public safety. Is there an argument that having elected governance in place will lead to Police and Crime Commissioner candidates focussing on matters that will win them the election by voicing opinions and setting out mandates that will win the hearts and minds of the electorate, rather than matters of importance when considering public safety. Chief Constable of Dyfed-Powys Police Dr Richard Lewis, when discussing Liz Truss’ Conservative Party Leadership Campaign and her policing strategy, stated that “politicians often campaign in poetry and govern in prose” (Lewis, 2022) arguing that some politicians may say what is needed to gain office before setting more realistic policies. This is surely a possibility when considering how a Police and Crime Commissioner candidate may campaign. 
There is no doubt that the public will have differing views on what should be the priorities for their local police, largely dependent on their experiences of crime and disorder. We inherently consider risk based on our lived experiences. So how much of a say in policing priorities should the public have? After all, the office of constable is one of an independent legal official and is seen as the cornerstone of the operational independence of British policing. On appointment, a constable makes an affirmation to serve the monarch in the office of constable with impartiality. So does this impartiality extend to being free of any targets or priorities requested by the public, local councillors or even police managers. Loeffler and Martin point out that “Policy-makers in Western democracies appear united in the belief that increased engagement by citizens can both rebuild trust in government and improve social cohesion” (Loeffler & Martin, 2016). Other literature also sets out the importance of public engagement, particularly for police leadership, universally. Considering police leadership in Australia, Fleming and Hall say that “The importance of working with communities and connecting with external constituencies is crucial” (Fleming & Hall, 2008). Working with communities is certainly key to the provision of neighbourhood policing. We know that the Police and Crime Commissioner is elected by the public, but what other engagement takes place to ensure that communities are heard when it comes to Police and Crime Commissioner or Chief Constable governance. 
Considering the Dyfed-Powys Police and Crime Plan 2021-2025, Police and Crime Commissioner Dafydd Llywelyn sets out his vision and sates that as part of a Dyfed-Powys of safe communities he wishes for a “public health centred approach to high community harm problems, including substance misuse, violence against women and girls and mental health” (Dyfed-Powys Police and Crime Commissioner, 2021). It would appear from this aspect of the PCC’s vision that there is some consultation between Chief Constables and Police and Crime Commissioners regarding the Police and Crime Plan. The Chief Constable, Dr Richard Lewis, was appointed by PCC Dafydd Llywelyn in July 2021. The Police and Crime Plan was published later that year and from this aspect alone it appears the Chief Constable has had some influence. Dr Richard Lewis has long been an advocate for ending the so called “war on drugs” and instead, considering the matter as a “public health crisis” (Lewis, 2021). Whilst this collaboration doesn’t appear to be widely advertised, it is comforting to know that these two corporations sole are conferring and collaborating to utilise both professional knowledge and elected opinion to set the direction for local policing. It is also pleasing to see a nod to the work of other agencies and what Barber has pointed out in his review, that police are “picking up the pieces where other social services have failed” (Barber, 2022). 
Considering specifically the governance framework of police services in Wales, we have four Welsh Forces and so that means four Chief Constables accountable to four Police and Crime Commissioners accountable to four Police and Crime Panels. The Home Office in UK Government is ultimately responsible, but we also have Welsh Government who clearly hold a vested interest in the policing of the country. Indeed, the Welsh Government host a Policing Partnership Board for Wales, chaired by the Welsh Government Minister for Social Justice. These meetings are attended by all the Chief Constables, all the Police and Crime Commissioners along with many partners including representation from the Office for the Secretary of State for Wales. These meetings appear to provide good opportunity for collaboration but is the governance structure now too complex with too many people reporting into and accountable to too many others. Is there an issue of over-governance in Wales? Two ways in which the governance could be simplified is by creating a single Welsh Police Force, akin to Police Scotland, and the devolution of criminal justice matters to Welsh Government. 
Merging 4 Police Forces to create a single Welsh Police Force would undoubtedly streamline the upper levels of the governance structure in being currently. We would have one Chief Constable accountable to one Police and Crime Commissioner accountable to one Police and Crime Panel (if we were to retain these mechanisms). Police Scotland was formed by merging eight regional forces in the country in April 2013 under the Police and Fire Reform (Scotland) Act 2012. The Scottish Government expected the “reform to save £1.1 billion by 2026” (Audit Scotland, 2013). Due to a large proportion of the force’s spend being allocated to salaries some feared a cut in officer numbers would be needed to establish such savings however, the predicted savings are borne out of more efficient back-office services. The Scottish Police Authority argued that “the reduction of HR staff and accountants, for example, could be reduced without affecting the efficiency of the force” and that “it would have the added benefit of bringing common working practices throughout the nationwide force” (Alderson, 2014). Likewise, a reduction in senior officers will impact spending. Alongside the savings, a more streamlined governance structure is in being following the merger. When eight regional forces served Scotland’s policing needs, they reported into a mixture of local councils, joint police boards and police authorities as well as all being accountable to the Scottish Police Board and making representations into the Scottish Police Services Authority via their Association of Chief Police Officers in Scotland Council. This complicated structure is comparable to the current structure in England and Wales, with forces accountable to multiple parties. Since the merge to a single police force, the new governance structure in Scotland means that Police Scotland are accountable to the Scottish Police Authority who are accountable to Scottish Government. This, much simpler structure, has independent scrutiny from the Auditor General for Scotland and Her Majesty’s Inspectorate of Constabulary in Scotland. Whilst high-level governance structures have been simplified, as with any centralisation of policy decision making, there will be concern at how local authorities can voice concerns and have an impact on local policing priorities. This concern has been voiced by South Wales Police and Crime Commissioner Alun Michael who argues “unless there is a sense of identity with every community the police are an occupying force rather than the police of the public – and you can’t achieve a sense of community remotely or at arm’s length.” (Michael, 2022). High-level priorities should certainly be in place across police forces, but as we have discussed previously community engagement is beneficial when considering local priorities for neighbourhood policing. Interestingly, the legislation sets out that “A local commander must involve the local authority in the setting of priorities and objectives for the policing area” (Police and Fire Reform (Scotland) Act 2012) and allows Local Authorities the discretion to provide feedback and specify measures they wish to be in the plan. The Justice Committee for Scottish parliament have expressed that local authority involvement in local policing priorities has now improved, saying “The Committee notes that local authorities now have more input to local policing decisions in their areas.” (Justice Committee, 2019). Clearly the potential challenge of continuing local engagement whilst centralising strategic decision making has been considered and overcome in Scotland, so what’s to say it couldn’t be replicated in Wales. The move to one police force in Scotland has not been without its challenges and certainly challenges in governance and operational performance remain. One such governance challenge was reported in the Financial Times who stated that governance of the single force had been “unduly affected by personalities in the early years” (Dickie, 2019) and cited the resignation of the first Chief Constable Sir Stephen House following clashes with the Scottish Police Authority and his successor Philip Gormley resigning following allegations of gross misconduct as evidence. So, whilst a simplified governance structure may streamline processes and provide cost saving efficiencies, there is clearly a risk of clashing personalities affecting the force’s governance. The other consideration is that, it is widely agreed, that devolution of Crime and Policing powers to Welsh Government would be needed before a single force would be truly beneficial. 
The devolution of criminal justice powers to Wales is not a new idea. It has been discussed, considered, and recommended by various people for some time. In 2012 the Silk Commission recommended that criminal justice matters be devolved to Wales, but devolution in this respect has not happened yet and Wales is an outlier within the United Kingdom in this respect. Criminal Justice powers are devolved to the Governments of Scotland and Northern Ireland, but we operate an ‘England and Wales’ Criminal Justice System despite other matters being devolved to Welsh Government. The Thomas Commission argued that “Policy and spending on justice should be aligned with other policies, particularly those which are devolved to Wales, such as health, education and social welfare.” (The Commission on Justice in Wales, 2019). This viewpoint aligns with the Barber report referring to Police services taking on matters of health and social welfare and the argument that a government should be able to holistically govern and set policies for these intertwined matters seems obvious. Funding was also discussed in the Thomas Commission report as well as the Barber Review and funding is an issue that also seems to be over-complicated in Wales. Police services in Wales are currently funded by a mixture of UK Government funds, Welsh Government funds and funds raised through the local council tax precepts, set by the Police and Crime Commissioner. The Barber Review says “We support the principle of a system that is partially locally funded and partially nationally funded” (Barber, 2022). However, the Institute for Government raise concerns that “Funding from central government has decreased over time… and forces are increasingly relying on income raised through council bills, known as the ‘police precept’” (Institute for Government, 2019). So, whilst funding is being cut from the centre, the locally elected Police and Crime Commissioners are having to raise funds by increasing local council tax precepts whilst trying to balance their inevitable desire to be re-elected. We know that Police Services have faced great funding cuts in the years since the Conservative Party’s austerity measures of 2010, but is it fair that police services are now relying on locally elected Police and Crime Commissioners to raise funds through local precepts? Police Scotland’s funding mechanism seems much clearer, with clear accountability for the funding lying with Scottish Parliament who set the budget and funnel it through the Scottish Police Authority and into the service. If Wales were to have devolved powers for criminal justice, and sole responsibility for the funding of their police service, then we could replicate the Scottish model. It seems that the governance structure in being for police services in England and Wales is rather complex when compared to other comparable countries, such as Scotland.
Sir Michael Barber quoted Robert Peel in his review and said “we should not hesitate to usher in a new era in policing; ‘the time is come…’” (Barber, 2022) and highlighted that change is needed to enhance police performance. In this essay we considered how better performance may come about through amended and improved governance. There are clearly many different bodies involved in the governance of policing in England and Wales, with the UK Government, Welsh Government, Police and Crime Commissioners, Police and Crime Panels, Mayors (and Deputy Mayors) and of course Chief Constables. It is clearly a more complex governance structure than that of Police Scotland. There are clear concerns with the election of Police and Crime Commissioners, such as the electorate turnout, how much the electorate know or understand about the role and concerns regarding politicisation of policing. There are also possible conflicts, where a PCC wishing to seek re-election may consider how popular decisions may be with the electorate rather than what is operationally needed for effective policing. Police Scotland are of course ultimately governed by Scottish Parliament (elected individuals) but that elected body of people has devolved powers for other matters and we mustn’t consider policing in silo. We know that drug issues are not just criminal, but health matters as well. We know that crime and ASB can be cut through education, health, and social care as well as through the criminal justice system. It seems obvious that good governance necessitates power over all these matters and so I believe that powers for criminal justice should be devolved to Wales, in the same way they are for Scotland and Northern Ireland. Police Scotland has been formed and is on track to make great savings, with clearer accountability structures in place. We have seen that this centralisation of governance for policing across the country has not led to any reduction in key stakeholders such as local councils and residents not having their voices heard.
In conclusion, it seems that streamlined and clearer governance could be achieved by following the current police operating and governance model in Scotland. Devolution of criminal justice powers to Welsh Government would seem to be conducive to better governance and a holistic approach to crime and anti-social behaviour. By creating a single Welsh Police service, the accountability and governance structure could be vastly simplified with the Welsh Government holding the Chief Constable to account and a Policing Panel providing independent scrutiny. The current model seems far too complex and convoluted. 
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