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Executive Summary 

Policing in the 21st Century engenders greater democratic scrutiny and accountability.  The complex and challenging nature of the political and partnership systems may, in some instances, curtail the operational independence of chief constables whilst placing superfluous demands on policing. This essay critically evaluates the constitutional and essential elements of governance in policing and how the structures are fundamental to delivering personal, operational and fiscal accountability. The essay will focus on the effectiveness and efficiency of democratic accountability but will not consider every layer of governance within policing to secure narrative clarity and adherence to the word count. The essay will conclude with an evaluation of the excessive influences impacting policing and risks to operational independence and democratic accountability. The public’s expectations of policing are relatively facile -when they call for assistance, they expect to have a service. The overly complicated and considerable forums for scrutiny does not necessarily deliver this. 

Introduction 

According to Cadbury (2011), governance is the system by which companies are directed and controlled. This definition is comparable to Francis & Armstrong (p2, 2007), who wrote, ‘corporate governance is the process by which organisations are directed, administered and kept accountable: this may extend to the wider stakeholder body implicated with the organisation’. Robust governance frameworks within public administrations are fundamental for effective and efficient service delivery. Governance protects the interests of shareholders and creditors as they specify the structure to deliver a return on investment (Shleifer & Vishny, 1997; Pierre & Peters, 2020). 

Jenson & Meckling (1976) agency theory focuses on a company's governance and how relationships between the principals and agents are designed. The principal is someone who relies on an agent to execute specific decisions. Although, the emphasis on the two-way nature of accountability and the importance of information and communication within corporate governance is highlighted. Gailmard (2014) concludes that principal-agent theory is a flexible approach to understanding institutional accountability arrangements. However, is it flexible when such strict parameters endure? Limitations exist with agency theory, especially concerning public accountability due to often complicated structures or the behaviours of actors. 

More recently, a malleable approach to governance has been advocated, one that considers the interests and well-being of all stakeholders. Organisations with good governance strengthen and encourages transparency (Gonzzlez et al., 2013). For example, home affairs select committees and scrutiny panels are essential to interactive debate and deliberation on critical issues that permit the public to understand decision-making better (Mulgan, 2003; Erikkila, 2007). In summary, as Warner (2015) articulates, governance is about outcomes, not individuals, but people tend to introduce partisan issues into governance. It should not be about political posturing but performance within governance that deliver outcomes for the people governments serve. 

The definition of accountability has evolved and embodies a multitude of concepts. Mulgan (p5, 2002) suggests ‘it has extended well beyond its core sense of being called to account for one’s action’ and is now harnessed in internal and external scrutiny. Accountability in public management has risen in prominence over several years. Still, within policing, since the introduction of the Police Crime Commissioners (PCCs) and several high-profile cases, one may argue this broad term has changed the fabric and culture of policing. Stewart (1984) argued there are five types of accountability (policy, programme, performance, process, and legal). However, these categories broadly identify with managerial accountability. Public accountability is far more complex, less structured or frequent and far less likely to occur with similar individuals and knowledgeable audiences (Dubnick, 2003; Raine & Dunstan, 2007). 

More recently, public bodies have focused on providing accountability through performance indicators (Pollitt et al, 2010). The availability of quantitative data naturally leads to target setting, league tables and an exciting source of information for external stakeholders. Furthermore, ‘political and managerial crises usher in performance systems, but once created, such systems provide opportunities for a range of actors, including politicians, managers and the media to pursue their strategies and interests’ (Pollitt et al, p26. 2010).  

Wilson et al (2018) draw on an extensive range of sources to define effectiveness and efficiency in business modelling. They highlight how closely related these terms are to governance. ‘Effectiveness is the power to produce the desired result, whilst efficiency is defined as the ability to produce without wasting resources’ (Wilson et al, p267, 2018). According to Haracic et al (2018), business efficiency goes beyond profits and considers the application of its resources, improving workplace conditions, customer satisfaction and the organisation's overall performance. A lack of a systemic approach causes inefficiencies, generates unwarranted processes, and can influence a business's operating model. 

In summary, corporate governance in policing is essential to improve productivity, innovation and efficiency. However, it extends beyond these concepts and is a vital function in how policing is administered and directed. For example, in South Wales Police, the governance manual outlines the various ‘committees’ responsibilities and each year, the force is audited internally and externally. Corporate governance is concerned with internal arrangements and extends towards the public and the various political forums senior officers should attend. Concurrently, governance protects senior officers and is the system in which the public and politicians can monitor, scrutinise and hold the chief constable to account for local policing.

Main Findings

In a post-war era, Marshall, (1965) recognised the jurisdiction in which police governance operated was primarily between senior officers and government officials. The 1962 Royal Commission considered the arrangements for handling police complaints, the relationship between the police and the public, along with the constitution and functions of local police authorities. However, despite raising the issue of a national police service, this radical suggestion was dismissed. The Police Act 1964 produced a fundamental revolution in the architecture and organisation of contemporary policing. This was largely seen in the amalgamation of several constabularies. Furthermore, the act saw the creation of Police Authorities. The primary responsibility of the authority was to maintain an efficient police force, but it had no operational role. 

A key milestone in policing was the introduction of the expression’s efficiency and effectiveness, key performance targets and the need to monitor customer responsiveness and satisfaction (Home Office, 1983). As Hibberd (2022) describes, policing became exposed to scrutiny and accountability following the home office circular. Police leaders needed to shift and look for evidence, not in the traditional sense but evidence from social and demographic data, progress against local objectives, public surveys, measurements and statistical data that demonstrated effectiveness. 

The Peeling Principles for policing from 1829 have remained consistent and efficacious. Despite the shifting political tide and various governments' ephemeral priorities, the core purpose and values of policing have changed very little. However, police in the social, economic and political environment have seen significant changes, particularly the modernisation of roles and priorities, while trying to satisfy competing demands (Bryett, 1999). Charman (2019) advances the notion that policing faces unprecedented challenges of complex workloads and diminished workforce whilst engaging in a professionalisation programme.

According to Bradford et al, (2016) the role of the police is to uphold the rule of law and independently investigate crime. Consequently, policing should have operational and institutional independence of Government. However, how can policing have operational autonomy when corporate governance is entwined into government oversight and political appointments such as the Police Crime Commissioners? There is a degree of inevitability that chief officers and, consequently, the policing delivery plan will be led in some way by political influence and overreach. 

Moreover, the social dimensions and relationship between the public and the police differ from any other public body. Therefore, it requires a degree of control and scrutiny. The constable has the legitimacy to impinge on the liberty and freedoms of citizens and does so with public trust and consent. As Loader & Walker (2007) note, the police stand simultaneously as the guardian and threat to citizen security.  

According to Jos (p150, 2006) ‘social contract theorists present a wide range of perspectives on human nature and the social processes that shape conflict, cooperation and compliance’. Jos draws together various findings and concludes that relationships between the community and public administrations are more authentic and direct in comparison to complex mechanisms of oversight and monitoring. Public administrations have the requirement, expertise and motivation to facilitate engagement, dialogue, and learning. One may ask, is this a democratically elected official or officers representing the constabulary? A growing body of literature supports the Peelian principles in that police create legitimacy, trust and confidence when they act fairly and respectfully. People respond through obedience, social responsibility, and cooperation with law enforcement (Tyler & Jackson, 2013; Jackson et al, 2012). 

This view is supported by Higgins (2020), who believes because policing is publicly funded and accountable and that legitimacy derives from public approval, attitudes towards policing matter.  The evidence suggests governments are more responsive to communities needs and are far more citizen-focused. For instance, the re-introduction of Neighbourhood Policing, public satisfaction and confidence targets and the democratically elected Police Crime Commissioners. More recently, there has been a growing recognition of the vital links between the public and the police. The re-emergence of Neighbourhood Policing draws front-line officers closer to the people making them more publicly accountable (Innes et al, 2020). 

Community-based officers interact with the public every day, gaining their trust and confidence. Consequently, are these public servants more accountable than elected officials as they justify and communicate the mission, vision and values of the police force daily? One may argue they are charged with that responsibility and enact discipline and restraint when confronted with opposing views of policing. Moreover, every force employee is personally accountable for their actions and professional behaviour, as defined within the Code of Ethics (College of Policing, 2014). In contrast, the performance and outcomes of a police force will not rest on their shoulders. The chief constable is ultimately responsible and is publicly and professionally accountable. 

The tripartite structure of police governance was fundamental following the Police Act 1964 and supported policing for forty-eight years, positioning the relevant influence of chief constables, police authorities and the Home Office (Mawby & Wright, 2008). However, balancing the separation of powers and police accountability within a tripartite system was contentious (Mawby & Wright, 2005). Whilst Mawby & Wright argued the system lacked true independence between the Home Office, the then Police Authority and chief constables, the scholars observed that policing should remain open to constructive criticism, welcome scrutiny and remain highly accessible to the public. However, according to Loveday, (2018), the Police and Magistrates Court Act 1994 enhanced the authority of the chief constable, who became impervious to local scrutiny whilst weakening the influence of the police authority.

The change in police governance was propelled by concerns regarding the lack of apparent democratic deficit and accountability of chief constables (Lister & Rowe, 2015). The Conservative Party manifesto for the 2010 elections committed to ‘replace the invisible and unaccountable police authorities and make police accountable to directly elected individuals who will set policing priorities for local communities’ (Conservative Party, p57, 2010). However, Gravelle & Rogers (2011) highlighted the economic implications of introducing the PCCs along with two statutory posts (chief executive and chief financial officer). 

The Police Reform and Social Responsibility Act 2011 profoundly changed the governance and accountability structures by introducing Police Crime Commissioners. According to Loveday, (2018) the primary aim was to alter the affiliation between the police authority and the chief constable. PCCs were intended to improve the scrutiny and accountability of forces, connect the public and reduce crime to enhance efficiency and community safety (Home Office, 2010). However, PCCs are yet to engage entirely with the public, and concerns endure as to the extent they are held accountable by the public (Loveday, 2018). 

Caless & Owens (2016) discusses the context of accountability between Police Crime Commissioners and chief constables, recognising that the governance mechanisms provide a degree of checks and balances as police have proven incapable to self-govern. However, the scholars concluded the election process resulted in PCCs polling the lowest mandate ever and that the introduction of PCCs politicised policing but argued much of policing is political due to budgetary controls. The Government and the Home Office retain control over policing and can influence PCCs and chief constables through hard and soft powers. 

In summary, the tripartite structure had been in place for a considerable time, and over decades, policing has been placed under greater scrutiny and held more publicly accountable. However, the police authorities lacked any influence and conviction to hold the police accountable. The introduction of the PCCs demonstrated a commitment towards localism but further politicised policing. Questions remain over roles and responsibilities, the scrutiny of PCCs decisions, and the lack of redress should PCCs standards fall below those expected of an elected official. 
[image: ]
Diagram 1.1 – National to Local Policing Governance for Funding and Accountability

As demonstrated in Diagram 1.1, police governance from national to local is exceptionally complex due to varying degrees of oversight and accountability, with several actors utilising both hard and soft powers to achieve either policy or political influence. However, in comparison, the financial arrangements are relatively facile. The chief constable is at the core of these arrangements, placing superfluous demands on the office and increased focus on personal accountability on behalf of the force. 

The Prime Minister (No 10) is a relatively strange construct because it has no operational delivery. As a Prime Minister's cabinet member, the Secretary of State for the Home Department addresses how policing is ‘directed’. The home department subcommittee is a valuable mechanism to remit issues from cabinet, which can then directly task activity to the Home Office ministers, not officials. The delivery unit sits under the Prime Minister and has no operational role but is more focused on future thinking and proposals and taking direction from No 10 for matters that do not enter the cabinet (Rutnam, 2018). For example, the police officer uplift programme was a Conservative Manifesto commitment with treasury support; therefore, the delivery unit drove activity through the Home Office and National Policing Board. 

The National Policing Board was introduced because ministers believed policing was unaccountable to the Home Office. Chaired by Home Secretary, the board aims to meet quarterly, has various sub-groups and enables the Home Secretary to set the long-term strategic direction for policing and hold the policing sector to account for the delivery of Government policing commitments (GOV.UK, 2022). One must ask, though, is this board stepping into the role of the democratically elected Police Crime Commissioners, who have the political mandate and legal status to hold the chief constable to account? Furthermore, the national policing board may even be reaching into and challenging the operational independence of policing. 

NPCC coordinates policing and develops national approaches to finance, technology and human resources. However, the Home Office cannot direct or task the chief’s council, but they can advise them by pointing towards new legislation. The chair of the NPCC will meet with the Permanent Secretary of the Home Office, providing an opportunity for policing to understand the position of the Home Secretary, its direction and the political reality and landscape policing is operating within (NPCC, 2021). As a mechanism of national policing, it is mainly effective by bringing together the various leaders to shape the direction of policing. The Association of Police and Crime Commissioners (APCC) is the national body that supports PCCs, providing strategic drive and leadership across policing (APCC, 2021). Murphy et al, (2019) claim the APCC has not been robust and stood up to the Home Office compared to the old Police Authorities. 

There are three arm’s-length bodies of the Home Office: the Independent Office for Police Conduct (IPOC), College of Policing, His Majesty Inspectorate Constabulary Fire Rescue Service (HMICFRS) (Rutnam, 2018). The College of Policing is a professional body, operationally independent, seeking to connect police resources and professionalise the service (College of Policing, 2022). The IPOC investigate serious and sensitive allegations involving the police. However, the office of the PCC is now the appeals body for local complaints against police (Home Office, 2020). One may ask, do they have the required expertise and resources to fulfil this role and what are the financial implications of this? 

Furthermore, whilst the IPOC will investigate the more serious offences, the PCC holds the chief constable to account to ensure any recommendations are implemented. HMICFRS influence continues to grow in policing, with increasing inspections year after year and potentially challenging the operational independence of chief constables. When HMICFRS reports concerns, the Home Office are now taking notice and scrutinising forces. An illustration of this was the recent article published in which the chief inspectorate claimed burglary victims were being failed, resulting in political pressure within the NPCC (Barnett, 2022). 

Police Crime Commissioner are democratically elected and thus accountable to the public for local policing. They have several main functions, including appointing Chief Constables, holding them to account and dismissing them if necessary. PCCs must publish the police and crime plan, set and determine the force budget and precept, and deliver efficient and effective policing that includes working collaboratively with criminal justice and community safety partners. The Policing Protocol Order 2011 clarifies the framework and relationship between the PCCs and chief constables (GOV.UK. 2011). 

The chief constable is a corporation sole and must fulfil statutory and legal obligations that rest with their office; they are accountable to the PCC and responsible to the public (College of Policing, 2019). The function of operational policing remains with chief constables; therefore, they have independence on operational matters. However, Lister (2014) acknowledged the criticism regarding the sometimes-affable relationships between PCCs and Chief Constables. Concerns have been raised on the value of the PCC and how the public needs a greater understanding of their ability to judge them before an election (LGA, 2020). 

According to the College of Policing’s Leadership Review (2015), chief officers are exposed to multiple accountability systems, coupled with an extraordinary responsibility for maintaining a practical and ethical police force. Equally, the PCC is also a corporation sole; therefore, the type of relationship between a PCC and the chief constable will impinge on delivering an efficient and effective policing service. However, the Policing Protocol 2011 was designed to set out how these two independent soles navigate scrutiny and accountability and manage political and operational issues. 

According to Stenning (p2, 2004) ‘independence refers to autonomy in decision making, that is, freedom from control, direction or undue influence by others’. The term police independence was most famously legally defined by Lord Denning (1968) in the case of R. v. Metropolitan Commissioner of Police, ex parte Blackburn, who observed the chief constable is answerable to the law and the law alone. Patten (1999) argued chief constables are not exempt from being accountable to the institutions of that society and that they cannot be independent given the powers they derive. They should be subject to effective and intense scrutiny. Stenning highlights the changes in police governance since Lord Denning’s statement and the practical and legal realities of how chief constables’ autonomy has been reduced. He concludes that ‘police governance and police independence remain unclear, open to contestation and debate’ (Stenning, p2, 2004). 

Patten argues for a change from operational independence to operational responsibility, which would not imply immunity from accountability, direction and control. There are clear benefits and merit in legislating this issue, and unequivocal clarity over roles and responsibilities would be helpful. However, at what point does the chief constable lose power to remain impartial to the law if legislation was to further define and clarify the policing protocol with such strict parameters of accountability, direction and control? The risk of political actors, influenced by media and other stakeholders, could impinge on the operational independence of chief constables. Furthermore, the current governance and degree of scrutiny and accountability already encumber police chiefs, as demonstrated in diagram 1.1. 

A 2016 House of Commons report highlighted that the PCC's function and role are embryonic but has seen significant improvements in public accountability compared to the Police Authorities (Parliament.uk, 2016). However, concerns have been raised regarding the vulnerable position that police chiefs may find themselves in if they disagree with the PCC (Loveday, 2018). Whilst the legislation is evident in the process of dismissing a chief constable, the role of the Police and Crime Panel is an issue that requires further debate and consideration (Parliament.UK, 2016). Concerns have been raised that potential candidates for chief constable roles are not applying and are being disincentivised by the power of the PCC (Lord Hunt, 2018).  Furthermore, recent research also acknowledged concerns regarding the scrutiny of the PCC, the relationship between PCCs and chief constables and the politicisation of police governance (NPCC, 2018). 

The Conservative Party manifesto (2019) committed to expanding the role and strengthening the accountability of the elected PCCs.  In a statement to the house, the Secretary of State for the Home Department outlined the desire to equip PCCs with the tools to work with partners to tackle crime and anti-social behaviour, including local criminal justice boards, and to review the policing protocol. The salient issue was the reference to providing a brighter line on the boundaries of operational independence and the need for all parties to understand their respective roles and better reflect the Home Secretary's role. The statement continued with a greater focus on publishing force performance data in line with the Government’s crime measures and His Majesty’s Inspectorate of Constabulary and Fire and Rescue Service performance reports (Parliament.uk, 2022).

The appetite to amend the Police Reform and Social Responsibility Act 2011 to make the dismissal of a chief constable more rigorous and transparent will be a welcome relief to many potential applicants in the future. The statement reflects the Government's understanding of local accountability but the desire to have greater central oversight and exhibits the encroachment on the role of the PCC. Interestingly, the increased functional powers similar to fire and rescue and most mayoral authorities should allow PCCs to act creatively and use resources better. 
Police and Crime Panels (PCPs) are an essential function within police governance, holding PCCs to account and scrutinising their actions and decisions. One of the main statutory functions of the PCP is to accept or reject the PCCs proposed precept. PCCs must comply with the duty under paragraph 2 of Schedule 5 of the Police Reform and Social Responsibility Act 2011 and notify the PCP of the proposed precept by the 8th of February each financial year. If the panel chooses to exercise their power to veto the proposal, the PCC simply returns with a revised proposal. Suppose the panel rejects the revised proposal; the PCC can issue the precept. The PCP has no power to relieve the PCC of their position regardless of the decisions and actions of a PCC. 
PCPs are a non-executive body designed to challenge and support PCCs. Watts (2019) identified a consensus to improve the scrutiny arrangements of PCCs due ineffectiveness of PCPs. Following part one of the PCC review, the Home Office has produced guidance and training material for panel members to allow them to fulfil their roles and responsibilities (Home Office, 2022).  However, several important questions remain about their effectiveness, and research indicates PCPs need a radical increase in powers and tools to deliver scrutiny on behalf of the public. According to Bailey (2015; 2017); Lister (2014), they have profound organisational weaknesses, displaying characteristics of the old police authorities and are largely ineffectual. Bailey (2017) acknowledges this is partly due to a lack of resources, limited opportunity to engage with PCCs and high membership turnover.  
According to Loveday et al. (2014), PCPs fail to exercise a modest degree of scrutiny, allowing PCCs to ignore advice or censure. Concerns have been articulated regarding the public visibility of PCPs and poor engagement (CfPS, 2014). Chambers, (2014) argues the only scrutiny PCCs have is at a national level. However, one may say this may be connected to political affiliation or internal party pressure depending on the actions of a PCC. Scholars acknowledge the potential for political influence and that panel members and PCCs should be independent and not affiliated with the same political party, but also how PCPs require additional powers and resources to be effective in their scrutiny and to support the governance arrangements (Bailey, 2017). Bailey concludes by recognising PCPs need radical reform to deliver their statutory function and to prevent an esoteric mechanism.
The Police Reform Social Responsibility Act 2011 mandates the PCC to appoint a chief executive and a chief financial officer (CFO). The chief constable is also required to select a CFO. Whilst these are similar roles, the principles of how they operate following the publication of the PCCs single budget differs. The CFO for the PCC translates the policing plan into a medium-term financial strategy, ensuring funding and reserves are available and establishing a framework for financial accountability. In contrast, the CFO for the chief constable ensures the allocated budget is monitored and managed effectively and details resource and financial planning, allowing the chief constable to fulfil his statutory duties. 
The effectiveness of these two roles depends on the relationship, clear boundaries, defined roles and successful governance arrangements. Both CFOs are bound by specific legislation and hold fiduciary responsibilities to the local taxpayers. Section 151 of the Local Government Act 1972 requires the authority to administrate their financial affairs properly. The consequences of these two functions not carrying out their roles could lead to disorganisation, the chief constable being oblivious to the PCCs financial strategies, and a lack of appreciation of force commitments (CIPFA, 2021). 
Funding policing is a relatively straightforward process in that grant funding derives from the treasury office, which in Wales is complimented by additional Welsh Government funding. The balance to the total policing budget is issued from the precept. Central grant funding is not the totality of funding. It will not reflect capital for national security provisions nor display grants from Welsh Government (Home Office, 2022; GOV.WALES, 2022). PCCs must be politically sensitive to families' current financial pressures, but the budget settlement for 2023/24 has not met inflationary pressures. Furthermore, policing is in a precarious position, with increasing complex crime and stark financial pressures, potentially resulting in operational risk to community safety, thus forcing chief constables to review all areas of activity to identify efficiency savings and transformational opportunities (Ovenden, 2022). 
In summary, it is assumed there will be limited flexibility within budgets and policing will likely be constrained for the next two years. Furthermore, whilst the medium-term financial strategy appears ominous, the pressure on chief constables will not dissipate. The police officer uplift is expected to be delivered, pressure from HMICFRS will continue, and the obligation to meet the strategic policing requirements will persist.  Chief constables will be expected to meet public demand, safeguarding duties whilst being scrutinised and held to account in multiple forums. 
Interestingly, as PCCs control the allocated budget for forces, a PCC's political appetite and aspirations can significantly impact operational matters. For example, if a PCC desires to allocate resources towards prevention and diversionary programmes, this takes capital away from the chief constable. One may argue these programmes are valuable in reducing crime and disorder. Still, on the other hand, it could be argued policing is stepping in for statutory bodies such as health and other criminal justice partners. This will remain a contentious issue in police governance, for financial strategies and relationships, as it is a potential step toward encroaching on operational independence. 
The evidence suggests the police authorities had to be replaced but what followed was a further politicisation of policing. Alternatively, an independent regulator may have been more favourable, as questions remain regarding how connected PCCs are locally. This is partly due to the number of functions scrutinising policing and the associated costs to the taxpayer. There are concerns regarding how PCC's decisions could affect the chief constable's ability to deliver effective policing and ‘frustrations remain that HMIC duplicates in many ways what the PCC does’ (Caless & Owen, p211, 2016). What is clear though good and effective governance protects institutions, individuals and the public. Without the correct mechanisms, policing would be essentially rudderless and inefficient. However, the purpose of these structures should be to deliver outcomes for the public, improve community safety and respond to crime and disorder. 
Furthermore, the Police and Crime Panel need support and resources to represent the public interest. One may argue they simply replaced the ineffective Police Authorities, and they offer no proper democratic accountability. There is little recourse except public and political pressure to remove a ‘rogue’ PCC. In contrast, the role of the chief constable is unremitting, stressful and exacerbating with such demand unsustainable. This not only results in low tenure but given the power of the PCC, it places chief constables in a precarious position. 
Localism is the correct path to take and supporting the PCPs is essential, but more scrutiny will only increase demand on chief constables and a significantly pressurised police service. PCCs have good local relationships with community safety partners, public service boards, other statutory and third-sector partners. However, whilst these are key areas to enhance and develop, PCCs need more public engagement as that is where their legitimacy rests.
When the Police Reform and Social Responsibility Act 2011 came to fruition, the local governance arrangements were not defined initially. Slowly these arrangements have matured, but the lack of remit, defined roles and responsibilities is vague and unfocused, allowing PCCs considerable latitude and interpretation in what they do. Chief constables and PCCs have evolved, and healthy cooperative relationships and agreements on local priorities exist. However, what happens when they disagree and PCCs prioritise an area over what the chief constable may need to deliver? This pulls the operational independence away from the chief constable and spreads the resources too thinly. 
The point of good governance and constructive challenge is transparency and to reassure the public. Naturally, tension exists between PCCs and chief constables. Relationships that are too cosy do not offer sufficient challenge and scrutiny. When a challenge arrives, good governance protects the organisation. For example, South Wales Police have demonstrated this regarding the investment in the new police learning centre and following the legal challenge of automatic facial recognition.  

Within South Wales Police, the chief constable is held to account within the commissioner's strategic board. Still, the broader governance structures are considerable, with various functions carrying out intrusive thematic inspections on different priorities. Questions should be raised about how effective all the internal governance arrangements are and whether they deliver outcomes for the public or simply provide reassurance to many senior officials. The political reality in Wales and whilst policing is not devolved chief constables must support the Government of Wales and broader partnership governance structures (Gov.Wales, 2022). Currently, policing being devolved to Welsh Government has not recently been systematically examined. The progress against the chief constable’s delivery plan must be monitored. Still, when abstruse governance focuses too heavily on satisfying senior stakeholders, constantly looking backwards and analysing streams of data, then there is little wonder that effectiveness and efficiency can and should be called into question. 

Performance frameworks should track issues for policing and not be the solitary focus; governance should support the discussions to address the problems as they emerge. The challenge for policing is culture. Policing is activity focused rather than outcomes, and agents seek to satisfy senior officers for fear of reprisals. Therefore, the tendency is to talk positively about progress rather than discuss controversial issues that need to be addressed and will make a difference to the public. It is likely confusion about internal governance exits. For example, what is project-based innovation and what is managing daily business and performance? 

Recently policing has seen a significant rise in scrutiny emanating from the Home Office. The new performance framework (serious crime, neighbourhood crime, homicide) is stepping completely across the democratic accountability of the PCC. It also challenges the operational independence of chief constables by stipulating how resources will be deployed. The Home Office is now holding the chief constable to account for performance which directly conflicts with the role of the PCC. 

The Government’s officer uplift commitment naturally leads to expectations from both the public and ministerial levels. Therefore, central Government want value for money, and as previously suggested, quantitative measures tend to usher in new performance regimes. Furthermore, police forces must respond to this political pressure and re-balance the structures and frameworks. Government has no executive power to dismiss the chief constable. That said, political actors can use soft powers such as financial restrictions and challenges to effectively force a chief constable to resign (Winsor, 2022).

Conclusion

The governance arrangements show that policing is highly scrutinised, and the burden of accountability on chief constables is unrelenting. Given the powers afforded to officers, it is proper for there to be checks and balances. However, at what point is there sufficient oversight and scrutiny? The greater the scrutiny, the more internal demand is generated. The resource required to support the chief officer team in this process is significant, thus increasing internal governance. When so many functions in policing and Government are collating and analysing the same data, is this genuinely efficient and effective? 
The public’s expectations of policing are relatively straightforward – to be treated fairly, with respect and dignity, and to be listened to. Still, more importantly, when they call for assistance, they have officers in attendance. Policing has become over-politicised, and the governance arrangements, scrutiny and oversight reflect this. It may be helpful for all concerned to remember the mission and purpose of policing and to ensure governance is as streamlined, straightforward and non-bureaucratic as possible. 
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