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1.0 Introduction
This paper will examine the challenges in relation to corporate governance within policing in the United Kingdom, in particular in relation to Wales. Corporate governance is the means by which “an organisation is directed and controlled” (Axelos, 2020, p. 23) and it is there to ensure that there is a strong system of internal control and effective management systems in place. Cadbury (2002) also uses this same definition and refers to the Latin origin of governance: ‘gubernare’, meaning to steer.  He believes that governance should not be about overbearing, dominant and constant intervention but instead those that govern should have a quieter presence with minimal involvement, only interceding when absolutely necessary. The many scholarly definitions and references to corporate governance are orientated to the private sector but there are a number of aspects that can be applied to the public sector. (Mallin, 2016) references a number of definitions, including ones given by Sir Adrian Cadbury and the Organisation for Economic Co-operation and Development, drawing them together and showing that corporate governance combines internal control with management of external dependencies such as stakeholder relationships and is a key mechanism to achieve the organisation’s objectives.  Mallin (2016) also states that a key feature of governance is to ensure that one person does not have too much an influence and that governance is there to provide the necessary checks and balances.
Governance in policing and the public sector is also about “how an organisation works with its partners, stakeholders and networks to influence the outcomes of public policies” (Bovaird, 2015, p. 5). 
This paper will reference the development of governance within the British public sector and policing and explore the challenges that policing governance faces moving further into the twenty first century in England and Wales. Four specific areas will be examined: the role of the Police and Crime Commissioners (PCCs), governance for policing for Welsh Police forces where devolved powers in relation to other public sector services means there is a different operating environment as compared to English Police forces, the role of police governance within the wider public sector framework, and lastly the role of culture and personal leadership to ensure the legitimacy of governance in policing.
2.0 Main Findings
‘New Public Management’ reforms commencing in the 1980s saw public sector organisations, throughout the world, including the United Kingdom, adopt modes of governance from the private sector (Clatworthy, 2000). However, policing is obviously different in that it is about keeping communities safe as opposed to profits. Clatworthy (2000) goes on to note that when applying such private sector models  and principles to the public sector they need to be adapted  in order to meet these different needs “ to meet the considerable diversity of objectives and management structures within the public services” (Hodges, 1996, p. 12). 
The UK policing model is often held up as best practice throughout the world (Walsh, 2018). This was largely down to the vision of Sir Robert Peel and how he implemented the Metropolitan Police Force and as Home Secretary ensured that Parliament passed the Metropolitan Police Act in 1829, creating the new police force for London. Walsh (2018) points out that Peel knew that any new organisation seen to be created by the government would be viewed suspiciously by the public and not gain the trust and legitimacy that was so required. One of the reasons that Peel’s police force was a success according to Walsh (2018) was the accountability system that he ensured was put into place.  He knew that for a police force to be accepted, it needed to be legitimate and based on the basic principle of “the people are the police, and the police are the people” (Home Office, 2012). To gain the approval of the public, the police have to act with impartiality that is independent of government and politics, and once this is seen then the public cooperate with the police and see the police as legitimate. (Reith, 1943)
Governance is focused on the processes and interactions as opposed to actual institutions of the state. The state is fragmented and contains a number of complex networks and interdependencies (Bevir, 2010). Governance should ensure a check on executive powers and ensure that a police service acts with impartiality with clear lines of accountability and honesty. The Police Act of 1964 attempted to do this and created a tripartite agreement where the Home Secretary was in charge of creating greater efficiency, the chief constables made operation decisions and the local police authorities ensured that their force was functioning and efficient (Thomas, 1964).
Following the Sheehy report that was published in 1993, the government produced a White Paper on police reform that  said that policing had confused lines of responsibility and accountability and that the tripartite arrangement was ineffective and unaccountable (Bevir, 2010, p. 234).It recommended that more power was given to local policing and it gave more emphasis to local police authorities in setting priorities and ensured their forces were giving the service required as well as introducing performance targets. The police authorities were later replaced by the current Police and Crime Commissioners (PCCS), with power now shared between the Home Secretary, chief constables and the Police and Crime Commissioners (PCCs), which the paper will detail further on. 
It is relevant to note the current challenges that policing is currently facing and future issues that its governance will have to contend with. The strategic review of policing in England and Wales (The Police Foundation, 2022) showed that confidence in policing is decreasing, largely due to the highly publicised cases of police misconduct.  The report acknowledges the complexity of policing and keeping the public safe in the twenty first century and that the police are only one part of a wider public safety system, which means a number of institutions having to work together to keep the public safe. With austerity and the financial pressures brought by the pandemic there is a need for partners to pool resources and work collaboratively. In fact this partnership working goes beyond public sector and includes the private sector and voluntary bodies, with “plural policing” replacing traditional policing models and involves a number of non-police services working with police forces to contribute to community safety, as opposed to the police being solely responsible for public security. (Rogers, 2017).
The review emphasises that the chief constables should be operationally independent, accountable but without political interference. It supports the local accountability given by the current system of the PCCs and directly appointed Mayors, citing the strengthening of the link between policing and the needs of the local communities that the PCCs give.  It did recommend that the Police and Crime Panels should have more influence and oversight of the PCC.
The report cites that a lack of “formal mechanisms” prevents policing from making collective decisions. The fact that forty-three different Chief Constables and forty-three Police and Crime Commissioners/Mayors are ‘corporation soles’ signifies that they can act individually and have no mandate to act collectively. This means crucial national decisions which can help move on the police service take too long to take place and the report calls for more intervention by the Home Secretary in ensuring collective decision making takes place.
The College of Policing produced a report in 2020 (Policing, 2020)  looking at what the future operating environment for policing will look like in 2040 and identified five key challenges that it would face. These included building trust in the digital era and operating in conditions of increasing complexity, which overlap into the challenges of the governance of policing going forward. 
With policing looking to use modern technology to increase productivity and keep pace with more sophisticated criminality then the public need to have confidence that the police are using this technology ethically and proportionately. Trust in the police as a whole is paramount in the public’s support for the use of technology such as facial recognition. 
Policing is seen as part of the wider mechanism of Government and public sector service so a significant incident that causes mistrust that derives from policing or indeed the wider public sector will impact on the trust of police. There have been a number of such incidents or reporting in the media in recent years, which impacts on police legitimacy. One such example was the horrific murder of Sarah Everard by a serving police officer; “Trust in police shaken, met chief admits” (Therrien, 2021). The very fabric of policing is based on public support, and negative incidents will diminish this public backing. Effective governance mechanisms need to ensure that these incidents of mistrust are minimised, and the necessary checks and balances are in place to overcome malpractice.
The report notes how fast the operating environment is changing and the world is becoming ever more connected and gives examples of climate change, migration and more advance organised crime groups working across global boundaries. When issues such as the significant economic and political challenges linked to the Covid-19 pandemic are also added to these examples then the traditional, hierarchical, and bureaucratic governance and processes that policing currently uses will not suffice to adapt to operate successfully, as society progresses further into the twenty first century:
If policing is to meet the challenges and demands of the next 20 years it may need to explore radically different models of leadership, governance, citizen engagement and service delivery, potentially ceding sovereignty on a variety of issues to communities or private actors (Policing, 2020, p. 10).
Due to this complexity, policing has to be “embedded in a constellation of inter-agency partnerships” (Taylor, 2019, p. 56). Effective policing involves working with other public sector organisations, third sector providers and the private sector. To manage these relationships effectively and take a holistic approach in keeping communities safe, a single chain of command type of traditional governance needs to be replaced by a multi-agency approach from leaders that maximise collaborative ways of working.
Policing cannot now act within a silo and its governance processes will cross over into other institutions’ governance structures and organisations, where no one organisation has control over another, this is  known as ‘heterachy’ (Belmonte, 2021).  Although well determined processes for national institutions remain, the role of the state and its tasks are changing significantly (Cerny, 2015). This is true of policing where traditional crime related duties have been replaced with demand that the forces would not have been expected to deal with, even twenty years ago, such as mental health related calls. 
Austerity in the UK has meant a conscious decision to reduce the size and functions of the state with emphasis on new governance to ensure more efficient delivery of services and a focus on new partnerships and networks (Solar, 2022). The reform of the public service under the coalition government 2010-2015 and the conservative government after that, was based on the notion that that market pressures create innovation and more efficient service delivery. Governance is taken away from its bureaucratic and hierarchical approach and focuses on the intricate networks that exist between organisations. This will cause some challenges and resistance within policing, as moving from a culture of hierarchy to one of having to adapt to the ways of partnership working via mutual consent as opposed to command and control, will take time.
Organisations are now dependent on the resources of other organisations as well as their own and networking is now a key part of government (Rhodes.R.A.W, 2007). Central Government will provide the bulk funding and set parameters around the limits of the networks but there is now more dependence on local networks, and devolution has also added weight to this. Rhodes sees governance as “governing with and through networks” (Rhodes.R.A.W, 2007, p. 1246).
Quirk (1997) reinforces this and  states that the boundaries in the public sector are now not as well defined as before and that the responsibility for priorities and performance have moved away from one organisation to partnership arrangements and networks and that trust is crucial in relation to policing and the  public sector, with the reputation and behaviour of partners impacting on confidence in policing. 
The most radical change to police governance in recent times was the introduction and elections of Police and Crime Commissioners (PCCs) in 2012. This replaced the tripartite relationship for the governance of policing, between the Home Secretary, police authorities and the Chief Constable. (Berman, 2012) . 
The Police and Magistrates Court Act of 1994 diminished the role of the police authorities and strengthened the position of the chief constables and their operational independence and reduced any oversight and democratic accountability at a local level. (Loveday, 2018) . However, by 2011 the Conservatives started a significant Police reform programme, driven by Theresa May as the Home Secretary, aimed at bringing in more local accountability. The Police Reform and Social Responsibility Act 2011 launched elected Police and Crime Commissioners (PCCs), holding their relevant police forces to account on behalf of the public. PCCs were responsible for developing a local crime and policing plan and for recruiting chief constables as well as dismissing them, but most importantly they were to hold chief constables to account.  Chief Constables and police forces were no longer beholden to the Home Office but directly accountable to a locally elected PCC (Loveday, 2018).
Politicians on the centre right in the early 2000s believed that the chief constables had be held more accountable (Caless, 2016).  Michael Gove, then in the shadow cabinet stated in 2005 “The level of democratic accountability to which the police are subject in Britain today is woeful (Caless, 2016, p. 11). 
Scholars such as Caless state that the police have been unable to govern themselves, not just in the UK but throughout the world. The introduction of the PCCs, would give the checks and balances needed and although this move has seen some decentralisation away from central government, the Home Office still retains significant control, such as regarding budgets. The PCCs provide a more visible and locally identifiable entity to oversee policing for the communities and have a responsibility to develop a local police and crime plan and build strong links with a number of partner agencies, who have responsibilities under the Crime and Disorder Act 1998.
However, it is justifiable to support the notion that politics has been brought more into policing with the introduction of PCCs. Examination of the first elections in 2012 show that out of the 192 candidates, 99 candidates had experience as an elected politician and only 54 of the candidates were independent (Berman, 2012).  It is also worthy of note that any person could stand for election as a PCC, irrespective of their skills and experience or views. This has led to PCCs and deputies resigning after inappropriate comments such as a deputy PCC  stating that “ equality goals only benefit women and minorities” (George, 2022) and one PCC resigning after distasteful comments around the murder victim Sarah Everard (Brown, 2021).
Bailey (2015) states that the introduction of PCCs has opened allegations of cronyism, nepotism, and difficult personal relationships between some chief constables and their PCCs. The Police and Crime Panels also introduced to provide the checks and balances to PCCs are still perceived as having limited roles and are there more to support and review, allowing significant control and power to the PCC.
Davies  (2016) reinforces the point that the introduction of the PCCs was instigated by the political right to “rattle a police service. and overly influential chief constables”  (Davies, 2016, p. 278) and that PCCs would help to rebalance this power in favour of local communities. However, this balance at times can be disrupted by the characteristics of chief constables and PCCs, where often decision making, and strategic direction is led by their personalities and dynamics in their working relationships. Since the introductions of PCCs , there have been many positive examples of  effective working relationships  but also some high profile clashes, where it is clear that there was a  lack of trust between the chief officer and their commissioner/mayor, as can be seen by the Gwent Police  Chief Constable Carmel Napier and her PCC in 2013  (BBC, 2013), and more recently Dame Cressida Dick and the London Mayor Sadiq Khan (BBC, 2022).
Having only two persons involved in the governance, the PCC and Chief Constable, allows for quick decision making, that can outweigh the usual bureaucracy that comes with decision making in the public sector, albeit it does mean that decision making can come down to personalities and who has the strongest character. 
A report by the Committee on Standards in Public Life in 2015 (Government Committee, 2015) raised concerns around the accountability of PCCs, highlighting the four-year gap between their elections and stated that there was:
evidence of significant standards risks including continuing confusion over roles and responsibilities, insufficient challenge and scrutiny of PCC decisions and insufficient redress where a PCC falls below the standards of behaviour expected of a holder of public office (Government Committee, 2015, p. 5).
The Police Reform Act may have replaced one similar problem with another, in that it is now the PCC who is not accountable, as opposed to previously it was the Chief Constable whom was not seen as being accountable (Loveday, 2018) and the police and crime panels actually have limited power and leverage in overseeing PCCs.
To maintain that the police service is independent of politics is difficult according to a number of scholars (Beare, M. E., & Murray, T, 2007). The police will enforce the political stand or legislation at any one given moment but at the same time must remain politically independent whilst also bearing in mind that PCCs tend to belong to a political party. 
The 1997 referendum on devolution for Wales saw the 1998 Government of Wales Act transfer many powers across to Wales, with more powers being given to the Welsh Government over the last twenty years. Bradbury (2021) notes that Wales now has a reserved powers model of primary legislative devolution and the one main area that remains out of scope since the 2017 Government of Wales Act, is the devolution of justice and policing, still reserved to the UK government.  
The Silk commission (Wales, 2014)  was established in 2011 by the UK Government to review the financial and constitutional arrangements regarding Wales. Although much of its recommendations were implemented in the Wales Acts 2014 and 2017, its recommendations around devolving policing to Wales as a first step before then looking at devolving other parts of the justice system by 2025 were not implemented.  The Silk report (Wales, 2014) summarised policing in Wales, which remains the same as it is today. It stated that the move from police authorities was a significant piece of decentralisation away from the Home Office, but that the Home Secretary still retained a number of powers and responsibilities in relation to funding, the legislative framework and setting the strategic policing requirement.
The strategic policing requirement (Home Office, 2015) was originally introduced in 2012 by the then Home Secretary Theresa May. The Home Secretary acknowledged that chief constables and PCCs were responsible and grounded in local policing but there was a need to ensure that policing could also scale up and deal with issues of national importance or issues that could not be dealt with by one force alone and ensuring that resources could move easily across boundaries. Therefore, the strategic policing requirement ensured that the Home Secretary could hold forces to account in tackling national priorities and emergencies such as serious and organised crime and civil emergencies. Although appearing to cede much control from the centre to local accountability, retaining ownership of a substantial slice of police budgets and the strategic policing requirement, central government still maintains significant control over policing activity (Gilling, 2014).
The Silk Commission reported that Welsh Police forces regularly interact with a number of devolved services. Health, housing, education, and highways policies all have a direct bearing on police work, and alternatively the forces strategies and priorities have implications for these areas of devolved public policy. (Wales, 2014, p. 103).
It acknowledged that the police are a key agency in muti agency working and plays a part in Local Service Boards, now known as Public Service Boards and that chief constables attend meetings with Welsh Government representatives and officials. However, the commission said that current practices did not go far enough, and policing needed to be devolved, with decisions as to whether there should be one Welsh Police force being the choice of the Welsh Assembly, as it was called then. This would also allow crime to be dealt with holistically as well. 
In 2019 the Commission on Justice in Wales, chaired by Lord Thomas of Cwmgiedd and established by the Welsh government, recommended that all justice powers in Wales should be devolved. This commission was set up to carry on with the work of the Silk Commission (Welsh Government, 2019). It stated that policy and spending needed to be aligned to other key policy areas such as health and education. Due to justice being controlled by the UK Government, there is a lack of an integrated approach. A good example of this is in relation to tackling drug use where clearly policing, health, education and a whole host of other policy areas need to be aligned to ensure a more rounded approach in ensure longer term reduction in Wales. 
One of the fundamental acts in relation to partnership working and governance in Wales is The Well-being of Future Generations (Wales) Act 2015 (WFGA) (Government, 2015), which was introduced in 2016. It imposes duties on public agencies and Public Service Boards in Wales that focused on sustainable development and the interests of future generations. The relevant public agencies much show how they are going to work towards achieving the seven wellbeing goals set in the act. These include creating a Wales of cohesive communities and a more resilient Wales, and there is no doubt these are key aims of policing as well as contributing to a safer Wales. The Public Sector Boards representing each of the local authorities in Wales have a key role in delivering the Wellbeing Act, and its membership is defined by the WFGA, including core members such as the Local Health Board and Fire and Rescue services. Other agencies should be invited to participate, with the police falling into this category. As Davies states:
The WFGA is unquestionably a ground-breaking piece of legislation, not only in the context of sustainable development but also as one of the most significant legal outcomes of the global move towards well-being (Davies, 2017, p. 175). 
Yet by not being a core member, it can be difficult for senior police officers attending the PSBs to be considered equal partners as core attendees and their contribution may not be as influential.
Also, a significant amount of funding comes from a devolved source and the Welsh Government has funded a number of schemes that are integral to policing such as the Wales School Programmes and Adverse Childhood Experiences( ACEs) as well as funding a number of Police Community Support Officers, increasing the numbers, against the downward trend in England (Jones, 2022). 
The policing governance in Wales as compared to England is more multifaceted and policing has a key role in supporting Welsh Government’s aims despite its services not being devolved. 
Although at the beginning of 21st century there were a number of codes and examples of best practice in relation to corporate governance, the structures and external environment that organisations work in are far more complicated than before (Tricker, 2003). The changes in relation to technology and regulations are significant in terms of pace and corporate governance needs to be dynamic in the way it responds effectively to these. Tricker (2003) emphasises that effective corporate governance is based around the behaviour of those who are governing as opposed to structures in place. Integrity, effective decision making, and strategic visioning are examples of qualities that are needed, and where a director or someone who leads at a strategic level puts their own interests’ firsts or acts dishonestly then this completely undermines good governance. 
Tyler (2006) emphasises that legitimacy is shaped by peoples’ internal values and their subsequent behaviour. The police and those governing have to be seen to be acting fairly and carry out procedural justice in an ethical manner, that agrees with peoples’ values. Clarke (2018) believes effective corporate governance is key to establishing the right culture within an organisation and that if culture is poor this will be due to a failure in governance and lack of oversight and control. 
Effective public governance ensures that organisations interact effectively to obtain positive outcomes for the public and Bovaird (2015)  emphasises that the methods and ways that public bodies reach the decisions are vitally important. Transparency and fairness are key factors for the public and when they see this impartiality and procedural justice from those making decisions, then communities will take an active role in problem solving in their neighbourhoods. 
Conclusion
Policing is working in an ever more complex operating environment where the pace of change is relentless. The role of the police, or at least the expectations of policing, is also far removed from the traditional preventing and investigating of crime and involves working in partnership at operational and strategic levels with a number of partner agencies. The hierarchical police governance, still in effect, operates with the tripartite system in place revolving around the Home Secretary, chief constables and the PCCs with some clear remits around the national strategic requirements, overseen by the former, and local accountability by the latter. However, policing is now far more about networking with agencies and engaging on joint enterprises to holistically tackle the causes and prevention of crime as well as areas that impact on policing, such as the long-term prevention of drug use. The challenge of police governance is to adhere to the formal processes put into place whilst ensuring that policing also is accepted into partnership networks, which can be less hierarchical or where the police have less command and control over, but which make a real difference to the safety of communities. 
Governance is also in place to provide the necessary checks and balances to ensure that policing powers are used lawfully and that the style of policing is proportionate, ensuring that public consent is maintained. In recent years there have been a number of high-profile issues in the media, which has dented the confidence in policing, including  unacceptable behaviours within policing , such as the appalling text messages shared by police officers at Charing Cross Police Station (Evans, 2019) and also the behaviour of politicians leading to resignations, such as a Health Secretary for breaching Covid regulations. (The Guardian, 2021). Policing is seen as an arm of the state so confidence in those governing also impacts on confidence in policing. A prominent individual’s actions, whether they be in government or in policing, can undermine all the checks and balances put in place by a robust governance system. It is imperative moving forward that The Nolan Principles of Public Life (Committee of Standards on Public Life, 1995) are adhered to by those who are involved in governance, and those who do not abide by the principles are rooted out at the earliest possible stage. 
The introduction of the PCCs has brought local accountability and assists in ensuring that forces are held to account for delivering their communities priorities. They have also helped in securing funding and assisting with integrating policing into the partnership networks. Many of the PCCs have political or partnership working experience that has brought many benefits. However, the oversight of the PCCs by the police and crime panels needs to be strengthened as again the personality and actions of one individual can impact significantly on how a force is perceived or acts. The chief constables must remain strong in relation to their role in ensuring that themselves and their forces are seen as operationally independent free of political interference. Yet this is one issue that comes with the introduction of the PCCs. The majority of the PCCs are aligned to political parties, which will impact on their expectations in their police and crime plans and views of the direction that policing can take. The relationships between the Chief Constable and the PCC are crucial and mutual respect about roles and responsibilities will ensure efficient delivery for the communities. Therefore, a challenge for governance is the reliance on the behaviour of senior leaders. 
As the Wellbeing of Future Generations Act becomes ever stronger in Wales and Public Service Boards become more effective with experience, policing needs to be involved in the strategic governance arrangements, despite not being devolved. Much of this is based on trust built up between senior police leaders and their partners and policing is seen as a key partner to local authorities, health, and other devolved agencies. However, it is a challenge for Welsh forces to ensure that they are performing their statutory obligations in relation to the UK Government and the Home Secretary’s requirements as well as incorporating the need to be actively supporting the Welsh Government and partners in the number of areas that directly impact on keeping the Welsh communities safe. The Covid pandemic was a perfect illustration of Welsh police forces having to interpret different laws and health advice  that were put into place  in England and Wales and the difference in approach and views between the UK Government and the Welsh Government (Drakeford, 2020).The governance in policing may appear clear but it  masks a significant amount of networking and intricacies that skilled ethical leaders need to navigate, especially in Wales.
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